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Welcome to Modern Lawyer.
“Meetthenewboss,Sameastheoldboss”,sangTheWhoin

their1971songWon’t Get Fooled Again.

Howmuchwillournewnormalinthelegalprofessionbethe

sameastheoldnormalorhastheworldofworkinthelawand

beyondcrossedtheRubiconinwhataretheacceptedwaysof

working?InthisissueofModern Lawyer,weexploresomeof

thekeychangeswhichnewwaysofthinkingaboutworkare

producing.Butwealsoconsiderhowsomeoldmindsetsarestillcausingmanycultural

issuestocontinue.

Inourlatestroundtable,wediscussthisverytopicwitharangeofgeneralcounseland

CyrilShroffofAmarchandMangaldas.Ourdiscussionfocusedonworkingpatternspost-

Covid;thebalancebetweenthedigitalandthehuman;andwheretheopportunitiesfor

newwaysofworkingtogetherlieforlawfirmsandtheirclients.

Onethingbothemployersandemployeesinthelegalprofessionarebecomingmuch

morecognizantaboutistheissueoforganisationalculture.Aparticularculturalissueof

thelegalprofessionistheissueofstressandburnout.Inhisarticle“Sidestepping

burnout”,formerlawyerandnowcounsellorandcoach,AngusLyon,exploreshowlawyers

canfindwaystorecogniseandavoidburnoutbeforeitbecomesunavoidable.

DrHakonRunerhasaPhDinbehaviouraleconomicsandistheveteranofa20-year

bankingcareer.HenowherunsaconsultancywhichusesAItoexploreculturalissues

organisationshave.Heexplainshowmanyculturalissuesinlawfirmsandother

organisationscouldbesolvedsimplybylisteningtoemployees.

AnotherculturalnuanceisexploredbyTomSpence,amanagementconsultantfocusing

ontalentstrategies.Lateralhiringisaprominentfocusforlawfirmsbutwhydosomany

lateralhiresfail?Whydofirmsnotputmoreeffortintounderstandinghowlateralhires

canfitin?

CiaránFentonbringshisknowledgeonethicsandleadershiptothewaysinwhich

lawyers,bothin-houseandinprivatepractice,maybecentraltothesuccessorfailureof

theESGagenda.

WealsosadlybidfarewelltoourregularcolumnistHermanStewart.Duetolotsofexciting

newdevelopmentsinHerman’smentoringbusinesshewillbefocusingonthat.Hisnew

normalpromisestobeincrediblyexciting,whileproducingnewwaysofapproaching

mentoringandleadershipdevelopmentfororganisationsandyoungpeople.Watchthis

spaceforanewcolumnistwithsomeveryfreshideasandperspectivesinournextissue!

Catherine McGregor
Editor
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The CX
factor1

Robert Millard and John O’Connor

There’s lot of talk at law firms about client relationships. But for many clients

these can still seem hollow words based on one-way relationships. Rob

Millard and John O’Connor explore how firms that are trying to embrace true

client centricity are setting themselves apart.

Muchhasbeenwrittenovertheyearsabout
howdifficultitisforclientstodifferentiate

betweenonelawfirmandthenext.Fromaclient
perspective,lawfirmsalllookremarkablysimilar.
Trust,reputationandbrandgenerallyplayan
unusuallyimportantroleinbuyingprofessional
services.AppearingindirectoriessuchasChambers
& Partners,Legal 500 andInternational Financial
Law Review arealsoimportantasareword-of-mouth
recommendationswhichhaslongbeenrecognised
tobeamongthemostcompellingmeansofwinning
newclients.2

Butwhatkeepsclientsloyal?Whatdrives
clientrelationshiplongevity?Exceptforthemost
complexoruniqueofmatters,arangeoffirms
existfromwhichclientscanchoose.Thosefirms
areallstaffedbyhighlycompetent,capablelawyers.
Withinranges,allchargeroughlysimilarfees
forsimilarmatters.Allarehighlyattentiveto
servicequality.Mostengageinatleastsomeform
ofclientlisteningandtrytomouldtheirservices
andservicedeliverychannelstoalignmoreclosely
withwhatclientswant.Butfewhavetransitioned
fromclientlisteningtobecomingtrulycustomer-
centric.

Thisarticleisaimedathelpinglawfirmstomake
thattransition.Thecontentisbasedonclient-
centricityworkthatJohnO’Connorhasdonewith
manylargecorporatesandfinancialinstitutions,
includingDWFGroupplc.ItisalsobasedonRobert
Millard’sunparalleledunderstandingofmodernlaw
firms.ItwasinformedbyinterviewswithBaker
McKenzieLLP(Ana-MariaNorburyandDeanna
Gilbert),DWFGroupplc(ZelindaBennett),
ShoosmithsLLP(PeterDuffandGaiusPowell)and
TraversSmithLLP(JulieStottandCharlieRogers)
abouttheirCXjourneys.Allofthesewere
exceedinglygenerouswiththeirtimeandinsights
forwhichwethankthemmostsincerely.

Clients’ demands are shifting
Acrossmanyindustrysectorsandgeographies,
customersareshiftingthewaysinwhichthey
choosesuppliersandserviceproviders.Current
researchintheUnitedStatesshowsthatthe
percentageofclientsrecommendinglawfirmsisat
anall-timehighof69%(upfrom49%in2020and
47%in2019).3 Thisincreaseisremarkable.Butthose
resultsarenotfromsuperbskillinsolvinglegal
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problemsalone–thefocusonservicequalityhas
givenwaytooneofclientexperience(CX).
Forallbutthemostcomplexanddifficultof

services,servicequalityisnolongerasourceof
sustainedcompetitiveadvantage.Itisaprerequisite
tobeevenconsidered.Clientsnowdemandthat
theirexperiencewiththefirmadvisingthembe
hasslefree,transparentandevenemotionally
uplifting.Theyalsoexpectlawfirmstolookfurther
thanthelegaladviceandtoapplythattohelping
themsolvebusinessproblems.
Lawfirmsarechangingtheirbusinessmodelsin

linewiththeseshiftingclientrequirements.Buttoo
slowly,inourview.Thetimehascometoaccelerate.
Bluntly,modernlawfirmsmustmovefromclient
listeningtomoredetailedconversations,andact
decisivelyonwhattheydiscover.
NoUKlawfirmhaswhataleadingcorporateor

financialserviceclientwouldacknowledgetobea
world-classCXprogramme,ortruecustomer-
centricity.Pocketsofexcellencedoexistthough,and
someofthesecanbeseeninthecasestudiesatthe
endofthisarticle.

CX is different to service quality
Theconceptof‘quality’emergedfromthetotal
qualitymanagement(TQM)movementofthe1950s.
Focuswasinitiallyonproductquality,itsemphasis
movedinthe70sand80stoservicequalityas
economiesinthewesternworldbecamemore
services-basedeconomies.Themeasurementof
‘clientsatisfaction’becameprominent.
Clientexperience(CX)isdifferent.Itmeansthata

firm’scorefocusisonitsentirerelationshipwithits
clients–notjustonsatisfaction.Contemporary
researchshowsthatCXisgeneratedthroughalong
processofinteractionbetweenafirmanditsclients,
acrossmultiplechannelsandthroughgenerating
bothfunctionalandemotionaleffects.4 Toachieve
thisrequires‘client-centricity’which,insimple
terms,meansputtingclientsattheveryheartofthe
firm.Thistranscendsquality,tomeanallthefirm’s
lawyersandbusinessservicesprofessionalsviewing
everyaspectofthefirmfromtheclientperspective.
Inthisarticle,weusetheterms‘clientcentricity’
and‘CX’interchangeably.
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Terms and definitions used in this article
Mostofthetermsinthisarticlearecommonplace,
butsomehaveparticularmeaningsinthecontext
client-centricity/CX.Toavoidconfusion,theterms
thatwehaveusedaredefinedasfollows:
Business model: howthefirmintendstocompete.
Properlydeployed,thisalsocomprisesthree
components,namelytheclientvalueproposition
(CVP),theresourcesthatthefirmusestodeliver
that,andtheprofitmodel.
Client centricity: puttingtheclientattheheartof
thebusiness–thenotionattheverycoreofCX.
Client experience (CX): see‘clientcentricity’
above.
Client lifetime value (CLV): thetotalworthtoa
firmofaclientoverthewholeperiodoftheir
relationship.
Client value proposition (CVP): the‘promise’
implicitinanyfirm’sofferingtoaclient,thatthe
client’sneedswillbefullyandsatisfactorilymet.
Net promoter score (NPS): Awidely-usedmeasure
ofadvocacybasedonasinglesurveyquestion(ona
0–10scale)askingrespondentstoratethe
likelihoodthattheywouldrecommendacompany,
productoraservicetoafriendorcolleague.
Respondentsscoring9or10are‘promoters’;7and
8are‘passives’whilethosescoring0–6are
‘detractors’.NPSisaproprietaryinstrument
developedbyFredReichheld,apartnerwiththe
consultingfirmBain&Company.
Quality: asin‘servicequality’,thisisquitedistinct
fromCX,althoughthetwodooverlapinsome
respects.Itisatermusedinvariouswaysin
differentcontexts,butthefocusisontheproduct
orservice–asdistinctfromtheexperiencethata
clienthaswiththefirmitself.
Resources: theassets(includingsystemsand
processes)thatthefirmdeploysindeliveringits
CVP.Drawingonthe‘resource-basedview’(RBV)
ofthefirm,theresourcesthataremostcapableof
buildingsustainedcompetitiveadvantageare
thosethatare‘VRIO’whichisanacronymfor
valuable,rareandinimitable,andthefirmis
organisedsoastobeabletoexploitthem.
Strategy: thechoiceofclientsandservicesand
marketsonwhichthefirmfocuses.Inotherwords,
whereitseekstocompete,reducedtomeasurable
andactionalobjectives.
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October2021• www.globelawandbusiness.com 49

TheCXfactor

Forclients,qualityassuranceisdifficultinlegal
andotherprofessionalservices.5 Lawyersandother
professionalsfrequentlyhavemoreknowledgeofthe
topicinhandthandotheirclients,creating‘power
asymmetry’.Workproductisfrequentlyco-created
withclients–oratleastbasedheavilyonclient
inputs.Consistentlypoorperformanceleads
inevitablytoreputationaldamage,sanctionsfor
professionalnegligenceand,ultimately,failure.
Thatmuchisclear.How,though,doesaclientassess
whetherservicesrenderedinaspecificmatterwere
merely‘good’,or‘excellent’?
Itturnsoutthatitisfareasierforclientstoassess

howtheyfeelabouttheservicesthattheyreceived,
andabouttheirexperienceofinteractingwitha
particularfirm,thantheobjectivequalityofthe
servicereceived.Clientsmusttrusttheprofessionals
thattheyinstructtobetechnicallycompetentand
diligent.Suchtrustisnotnecessarytoassesstheir
reactiontotheirexperience–their‘gut-reaction’–to
dealingwiththefirmandthewayinwhichthefirm
dealswiththem.
AtaneventheldatWhite&Case’sofficesin

Londonsometimeago,6 theformerchairmanof
Allen&Overy(A&O),DavidMorley,spokeofavery
complex,challengingtransactionwhereA&Owas
pitchingforthelegaladvisoryworkagainsttheusual
rangeofpremiumLondonlawfirms.A&Owonthe
engagementand,hesaid,hewaslatertoldbythe
client’sgeneralcounselthatthereasonforthatwas
thattheyfeltthatwhen,lateatnightinthemidstof
thedealwhenpressureswereimmense,they
believedthatA&O’slawyerswouldbetheeasiestto
dealwith.Thisisanexcellentexampleofhow
intangibleCXcanbe.

Professional services are different …
Professionalserviceshavealwaysbeenrecognisedas
beingdistinctfromproducts,andfromothertypes
ofservices.Morethantwodecadesago,professional
servicesweredefinedas:

• highlyknowledgeintensive,deliveredby
highlyeducatedpeople,frequentlylinkedto
cutting-edgeknowledge;

• involvingahighdegreeofcustomisation;
• involvingahighdegreeofdiscretionaryeffort

andpersonaljudgementonthepartofthe

professionalcreatinganddeliveringthe
service;

• requiringsubstantialinteractionwiththe
client;and

• beingdeliveredwithinconstraintsof
professionalnormsofconduct,including
settingclientneedsaboveprofitand
respectingthelimitsofprofessional
expertise.7

Formuchofthepastcentury,thishasbeenan
accuratedescriptionoftheservicesdeliveredto
clientsbylawyers.Askanylawyeriftheyare
concernedabouttheirclients,andthequalityof
servicesthattheydelivertothem,andtheanswer
willalmostalwaysbe:“ofcourseIdo!”Andthat
responsewouldbesincereandtruthful–tothe
extenteventhatthequestionmightberegardedas
facile.Yetthestatisticsforclientsdefectingtorival
firmsinrecentyearshavebeenalarming.
Legalservicesarealsochanging.Ontheonehand,

thecomplexityoflegalissuesincreasescontinually
andexponentially.Ontheother,itisbecoming
difficulttojustifyincludingthemoreprocess-driven
‘commoditised’servicesthatnonethelessforman
importantpartofthebusinessofmanylawfirms,
undertheumbrellaofprofessionalservices.This
doesnotmeanthatlawfirmsneedtodiscardthese
services.Thetermforservicesthatarenot
‘professional’isnot‘unprofessional’butrather
‘technical’.Thefactisthatclientsviewtechnical
legalservicesthroughadifferentlens,andtheprofit
driversoftheseservicesaredifferenttothoseof
professionalservices.Thefirm’sbusinessmodel

Consistently poor performance

leads inevitably to reputational

damage, sanctions for

professional negligence and,

ultimately, failure. That much 

is clear. 



Modern Lawyer Ideas for Legal Leaders

needstobemoregranularifthetensionsbetween
theseclientexpectationsandprofitdriversaretobe
managedinsuchawayastooptimiseperformance.
Asthe‘4thIndustrialRevolution’unfolds,moreof

theservicesnowdeliveredbypeoplewillbebetter
deliveredbytechnology.Somelawyerswillfocuson
usingever-morecomplextechnologicaltoolsto
adviseclientsonmeetingtheirownincreasingly
difficult,complexneeds,astheyarealsodisrupted
byemergingdigitaltechnologiesandthegeo-
economicimpactsthattheyspawn.Otherswillbuild
highlyprofitablelegalserviceplatforms(LegalZoom
beingagoodcurrentexample)tofocusonmore
mainstreamlegalneeds.BestCXpracticewillevolve
differentlyforeach.
Thesetensionscanandindeedmust bemanaged.

CXhasprovedavaluabletoolforbanks,retail
organisations,airlinesandotherstotransformthe
levelofsatisfactionthattheyhavewithcustomers’
experiencesindealingwiththosebusinesses.Itis
nowgainingrapidtractionwithlawfirmsandmight
evenbeanewfrontieronwhichlawfirmsare
competing.8 Manyfirms,however,appeartobe
strugglingtoseparatetheconceptfromsimilarones
suchas‘servicequality’and‘clientrelationships’
and‘clientlistening’.

What to measure?
Metricsareobviouslycrucial.Probablythebest
knowCXmetricisthenetpromoterscore(NPS),
createdbyFredReichheldbasedonhisworkatthe
consultingcompanyBain&Co.InhisbookThe
Loyalty Effect,9 Reichheldstatedthatclientsshould
bevaluedaccordingtotheestimatednetpresent
value(NPV)ofthefuturerevenuestobeearnedfrom
them.Thishasgivenrisetothenotionofclient
lifetimevalue(CLV).10

NPSisbasedontheprovenpremisethatclient
relationshiplongevitycanbepredictedbyaclient’s
responsetoasinglequestion,typicallyonascaleof
0to10:“howlikelywouldyoubetorecommendour
firmtoafriendorcolleague?”
Reichheld’sresearchshowedthatsurprisingly

highNPSscoresarerequiredtoindicatelong-term
clientloyalty.TheNPSofafirmoveralliscalculated
bysubtractingthepercentageofclientswho
allocatedascoreof6orless(detractors)fromthe
percentagewhoallocatedascoreof9or10
(promoters).NPSscorescantheoreticallyrangefrom
–100to+100.AnaverageNPSforaEuropeanB2B
companyisaround+10whileanaveragescorefor
Europeanprofessionalservicesfirmsisaround+30.11

ButisNPSthebestmetricforlawfirms?We

Figure 1. The customer relationship quality (CRQ) model
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mentionedearlierhowA&Owonanengagement
basedonthegeneralcounsel’sleveloftrust inthe
firm’sabilitytodeliverwhenthegoinggottough.
Fewcompaniesmeasuretrustexplicitly–yetitisthe
fundamentalbuildingblockofanyclientrelationship.
AnalternativeapproachtoNPSistoviewtheclient

relationshipmoreholistically.Clientrelationship
qualitycanbevisualisedasapyramidcomprised
ofthreedifferentlevels(seeFigure1above).12

Three levels of customer relationship
quality
Thefirstandmostfundamentalistherelationship
level.Doyourclientstrustyou,aretheycommitted
toalong-termrelationshipwithyou,andarethey
satisfiedwiththatrelationship?
Thesecondistheuniqueness level.Doyourclients

viewtheexperienceofworkingwithyou,andthe
solutionsyouoffer,astrulydifferentiatedandunique?
Atthetopofthepyramidistheservice level.Are

youseenasreliable,responsiveandcaring?
Iflawfirmsscorewellonallsixelementsof

customerrelationshipquality(CRQ),theirclients
willactasambassadors,generatingahighNPS.
NPSandCRQscoresarehighlycorrelated.Law

firmsshouldtracktheirNPSbutinorderto
understandwhatthatisreallytellingyou–andwhat
youhavetodotoimprovethatscore–lawfirmsalso
needtomeasureandunderstandallsixelementsof
theCRQmodel.

Turning ‘client listening’ into an effective
CX programme
Regardlessofthemetricsused,clientlisteningis
obviouslymorethanjustthescoreandtheverbatim
feedbackthatiscaptured.Afully-fledgedCX
programmeisalsofarmorethantheexecutionofa
clientlisteningsurvey.Itincludeswhatwerefertoas
‘hardside’and‘softside’activities(seeFigure2
below).

• Leadership. Themostimportantquadrant.
Goodcustomerexcellence(CX)programmes
arealwaysledfromthetop.

• Strategy. GoodCXprogrammeslink

Figure 2. Deep-insight CX framework
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customer,product,operationaland
organisationalstrategyexplicitlytocustomer
needs.

• Execution. Successrequiresproperly
resourcedteamsthatarebrilliantatexecuting
thestrategy.

• Culture. Finally,customerexcellencemust
becomeintegraltotheDNAofthe
organisation:“it’showwedothingsaround
here”.

Thehardsideactivitiesofstrategyandexecution–
settinguptheCXprogramme,determiningwhatto
measure,executingthesurveyprocess,usingthe
clientfeedbacktoupdatecompanystrategy–are
important.However,oneofthekeylessonsfrom
interviewswithcorporateleadersisthatsuccessful
CXprogrammesrequireheavyinvestmentinsoft
sideactivitiesiftheyaretogeneratereallong-lasting
results.Thismeansspendingsignificantamountsof
timewithlawpartnersandclientteamsplanningfor
success.
Allfourquadrantsarenecessaryforasuccessful

CXprogramme.Manylawfirmsstartatthe
executionquadrantandareoftendisappointed
whentheirclient-listeningprogrammeproduces
nomeaningfulresultorchange.Inourexperience,
thesoftsideisoftenoverlookedandalmost
alwaysunder-resourced.Leadershipisthe
mostimportantquadrantwhilecultureis
themostchallenging.

Step 1. Drive change from the leadership
level
IfclientrelationshiplongevityisdrivenbyCXanda
crucialbuildingblockofthefirm’sclientvalue
proposition(CVP),thenitdeservestheattentionof
thefirm’smostseniorleaders.Withoutactiveand
highlyvisibleseniorleadershipsupport,afirmis
unlikelytoachievetheCXresultsthattheyneedto
buildsustainedcompetitiveadvantage.Itis
thereforecrucialthatthefirm’sleadersthemselves
betrulyclient-centric,thatthey:

• aregenuinelypassionateadvocatesforthe
firm’sclientsandtheirinterests;

• takepersonalownershipofenhancingclient-
centricityinthefirm;

• haveanintuitiveunderstandingthatclient
satisfactiondrivesfinancialsuccess;

• useclient-centricityasalevertoeffect
organisationalchange;and

• arerelentlessaboutexecution.13

Thislistmightappeardaunting,butitiscrucial.
Toooften,afirm’sCXinitiativesfounderbecausethe
taskisdelegatedtomid-levelteamswhohaveno
morethanlukewarmsupportfromseniorleadership
andareunabletodrivethedegreeofchangethatcan
reallymakeadifference.
Theneedforactiveandvisibleseniorleadership

supportisevidentinthecommentsofPeterDuff,
chairpersonofShoosmiths,inCaseStudy1.

Step 2. Link strategy explicitly to actual
client needs
OncetheleadershipfortheCXprogrammehas
beensecured,thelawfirmmustusethevoice
ofthecustomertodriveallaspectsofthefirm’s
strategy.Thiscan,andoftenwill,involvemajor
organisationalandoperationalchange,aswell
aschangestothefirm’sbusinessmodel(CVPs,
resourcesandprofitmodel).O’Connorand
Whitelawdevoteanentirechapteroftheirbook
Customer at the Heart tothestrategyofclient-
centricity.
InCaseStudy2,ZelindaBennettspeaksofsome

ofthemajorstrategicchangesthatDWFGrouphave
madeinordertobeabletoservetheirglobalclients
moreeffectively.Reorganisingthebusinessinto
globaldivisionsandacquiringanalternativelegal
servicesprovider(ALSP)wereboldanddecisive

One of the key lessons from

interviews with corporate

leaders is that successful CX

programmes require heavy

investment in soft side activities

if they are to generate real long-

lasting results.



actionstakenbecauseDWFwantedtobecomemore
client-centric.
Strategymustinvolveallaspectsofthelawfirm’s

business.ItincludesHR(hiring,trainingand
promotingthemostclient-centriclawyers)aswell
asfinance(investingonlyininitiativesthatwill
haveademonstrableimpactonclients).Itmust
pervadetheentireorganisationsothatevery
departmentinthelawfirmseesitsrolethrough
thelensoftheclient.

Step 3. Build a CX execution capability
Besidesstrongleadership,asuccessfulCXinitiative
alsorequiresan‘execution’capabilitytoensurethat
thevoiceoftheclientisbothcapturedcorrectlyand
actedupon.Executionismorethansettingupa
clientlisteningpost.Itinvolvesturningtheoutputs
fromthoseclientconversationsandcollaborative
explorationsintotangibleactionsthatsolvereal
clientproblems.
Intoday’sworld,wheretheclientpersonnel

involvedinbuyingandconsuminglegalservices
extendfarbeyondthelegaldepartment,the
client’svoiceneedstoextendbeyondjusttheGC
andherorhislegalteam.Alsothinkaboutthe
influencerswhoaretellingthosedecisionmakers
that“WehavetoworkwithFirmX”or“FirmY
reallyaren’tdeliveringvalueformoney–we
shouldbelookingelsewhere”.
Oneofthebetterexamplesofagoodexecution

capabilityisBakerMcKenzie’s‘Reinvent’
programme(CaseStudy3).Reinventstartedby
usingclientlisteningtomapexistingclient
interactionswiththelawfirm–‘journeymapping’
asit’softenreferredto–butthenmovedtothenext
logicallevel.BakerMcKenziestartedworkingwith
clientstore-engineerprocessesandevenco-
creatingnewservicesandsolutions.TheReinvent
programmewasdevelopedtoestablishthe
governance,skillsandinfrastructurerequiredto
supportbetterclientoutcomes.Thisprogramme
focusesbothonre-engineeringspecificprocesses
andserviceswithclients,aswellasawaytodevelop
teamsacrossthefirm–empoweringexecutionata
grassrootslevel.Suchanapproachisahighly
effectivewaytobuildengagementwiththeCX
processandcommitmenttoitssuccess.

Step 4. Embed client-centricity into the
DNA of the organisation
Lawyersareconsummateprofessionals.Butarethey
trulyclient-centric?Mostlegalprofessionalsentered
thelegalindustrytopractiselaw,toadviseclients
andtomitigaterisk.Theydidn’tjointohelpCFOs
andprocurementprofessionalstocutcostsbut
that’swhatpartnersinlawfirmsarebeingaskedto
dothesedays.
Embeddingbehaviourchangesandaligningthe

firm’sculturewiththe‘voiceoftheclient’takes
patience,persistenceandcontinuouseffortovera
longtime.Engagementwithclientsmustbe
ongoing.Buildingandsustainingthemomentum
requiredtobetrueclient-centricneedsaconstant
streamofinputfromclients,andconstant
conversationswithinthefirmaboutwhatthatinput
meansandhowclientscanbebetterserved.
InCaseStudy4,welookatTraversSmith’sability

toembedthecultureofclient-centricityintothe
DNAofthefirm.Siloshavebeenbrokendown.Close
collaborationbetweenlawyersandbusinessservices
hasbeenachieved.Internationalclientsareserviced
seamlessly.Thefirm’sseniorleadershiptakesavery
activeleadinthis.
Thereasonwhymostlawfirmsarelaggingbehind

mightbenotthattheyareinattentivetoclients(that
isusuallypatentlynotthecase).Itismorelikelyto
bethattheysimplydonothavethesystemsand
processesinplacethatarerequiredtogetinputof
thequalityanddetailthatcandrivecontinuous
improvement.AproperlydesignedCXprogramme
deliversthat.Overtime,measurableresultsemerge
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Besides strong leadership, a

successful CX initiative also

requires an ‘execution’ capability

to ensure that the voice of the

client is both captured correctly

and acted upon.
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bothintermsofclientloyalty(NPSandCRQscores)
andalso,moreimportantly,economicperformance.

Conclusion
Earlier,wesaidthatmanycompaniesstartwith
‘execution’.Westronglybelievethatthefirststep
inasuccessfulCXprogrammeisgainingtheright
leadershipcommitmenttoputtingtheclientatthe
heartofeverythingalawfirmdoes.Oncethat
leadershipisinplace,itbecomeseasiertogetthe
lawfirm’sstrategyalignedtowhatclientsactually
needandtheCXexecutiontasksbecomemuch
easier.Withleadership,strategyandexecutionin
place,culturechangeautomaticallyfollows.
AsDavidMorley’searlieranecdotereveals,the

primaryimpactorsofCXemergewhenthingsgo
wrong.Clientsreportfourmajorareaswherethelaw
firmsthatadvisethemareinconsistent,namely:
keepingtheminformed;dealingwithunexpected
changes;handlingproblems;andmeetingscope.14

Feelfreetoworkontheseimmediately,ofcourse.
Butifyouwanttoachieveastepchange,thatstarts
atthetop.

Case study 1: Shoosmiths LLP

Passion for the client
ShoosmithsregardCXasagenuinedifferentiator
thatisclearlyvisibleintheirstrategy.Oneclickfrom
thehomepageoftheirwebsiteliesthestatement:
“Everyserviceinnovationwehavedeliveredin
recentyearshascomeaboutthroughlisteningto
clientsandworkingwiththemtofindabetterway
ofworkingthatsavestimeandmoney.”15

ThefirmincludesanentiresessiononCXinits
inductionprocessforallstaff,fee-earnersand
supportstaff,andrefreshersareconducted
quarterly.
Followingcarefulresearchandappraisalof

options,ShoosmithssettledonusingNPSto
measureCX.Initialpushbackfrompartnerswho
feltthatsurveyingtheirclientsconstitutedaform
ofperformancejudgementwasdefusedbyselecting
alargesample(~500individuals)tosurveyand
avoidingtheexercisebecomingastickwithwhichto
beatpartnersoverperformance.SaidGaiusPowell:

“Ihearalotaboutlawfirmswhereclientreviews
oftenproceedtobeanappraisalstick.AndIcan
genuinelysaythat…thishasnotbeenthecaseat
Shoosmiths.”

Theinitialbenchmarksurvey,delivered
electronically,yieldedanNPSof9.2outof10,which
ishighevenforprofessionalservices(whichtendto
achievehigherNPSscoresgenerallythanmany
otherkindsofbusiness).Thesurveyincludedboth
quantitativeandqualitativequestions,aimedat
discoveringfacetsofthefirmwhereCXcouldbe
objectivelyimprovedasatopicseparatetobutnot
unconnectedwithservicequality.Theterm
‘frictionless’,whichappearsfrequentlyinCX
literature,isrejectedinfavourofamorepositive
approach–namely,makingclientindividuals’lives
easierandhelpingtheirorganisationsdeliveron
theirobjectives.
Someofthespecificaspectsthathavebeen

activelyaddressedaspartoftheCXinitiative
includewaysofmaintainingrelationshipswith
clientsinbetweentransactions,demonstrating
activeinterestinclients’businesses,forinstance
throughclientroundtablesontopicscurrent
importance.Internalmeetingsareusedtoactively
exploreclientneedsandhowtheymightbebetter
met,overandabovecurrenttransactions.
Shoosmiths’sCXinitiativeisusedactivelyasa

platformtobetterunderstandthefirm’sstrengths
anddifferentiators,andthentousethattoreach
outintonewmarketsandtogrowmarketsharein
existingmarkets.AsPeterDuffputsit:“Oneof
Shoosmiths’sstrengthsis,theclientsthatknowus

“Lawyers default to client

service. Giving a really, really

good, technically accurate,

commercially helpful piece of

advice is good service. But that’s

not a client experience.”
(PeterDuff,chairperson,ShoosmithsLLP).



loveus.Whatabouttheother75%ofthepopulation
thatdon’tuseus?”Duffisalsoquiteclearaboutwhat
constitutesgoodCXandwhatdoesn’t:“Lawyers
defaulttoclientservice.Givingareally,reallygood,
technicallyaccurate,commerciallyhelpfulpieceof
adviceisgoodservice.Butthat’snotaclient
experience”.
DrivingCXconsistencyacrossthefirm’s13UK

locationsisanimportantaspectofthisandthefirm
hasinvestedinsystemstoshareinformationabout
clientneedsandpreferences,acrossoffices.While
Shoosmithshasnotconductedacomprehensive
client‘journeymapping’exercise,theyfeelthatthey
haveaclearideaoftheareasthatrequire
improvement,basedupontheclientfeedback
receivedontheanalysistheyhaveundertaken.That
feedbackwaslaboriouslycollated,andsummaries
fedbacktoeachpartner,whereitrelatedtothe
clientstheyserve.Eachpartnerwas(andcontinues
tobe)encouragedtoenhancethefirm’soverallCX
performance,fromtheperspectiveofherorhisown
practice.Itisnotuseddirectlyinthepartner
appraisalprocess.Theprocessisveryopen,andalso
voluntary–albeitveryactivelyencouraged,
includingthroughthepartners’balancedscorecard.

Case study 2: DWF Group plc

Solving clients’ problems
Inthelegalworld,wehavehumansbuyinghuman
expertiseandhumanexperience,socustomer
experienceiskey.Absolutelykey.I[ZelindaBennett
speaking]workwithreallycleverpeoplewhoare
sellingtheirservices,experienceandexpertiseto
theirclients.Theyaretheirclients’trustedadvisers.
Buthowdotheybuildthattrust?Clientexperience
isafundamentalpartofthat.
Thelegalworldischangingbutifyoucompareit

toothersectors,changeisglacial.Ourclientsare
lookingtohighlyintelligentindividualstogivethem
verycommercialadviceinordertomitigaterisk.Ina
conservativeworldlikethelegalprofession,things
changereallyslowly.
Butourclientsarechanging.Forstarters,it’snot

justthegeneralcounselwho’sbuyinglegalservices
thesedays.We’reseeingtheriseofthelegal
operationsprofessional,andalsoprocurement.The

procurementprofessionalwillalwayslooktosee
wheretheycangetefficiencies.Andthebuying
processisbecomingmuchmoreformal.We’re
seeingmorehoopstojumpthrough,panel
appointments,andverycleardemandsinterms
ofwhatwehavetodeliver.
Anotherchangeinthelast10to20yearsisthe

adventofalternativelegalsuppliers.Sowhatyou
seeisthatthehigh-levelcoreisbeingcommoditised
moreandmore.Whatiscommodityandwhatis
stillseenashigh-levellegaladvice?Whereyou
absolutelyneedthatlegalprofessional,that’sreal
‘bettheranch’stuffbutthensomuchmorelegal
advicenowisbeingcommoditised.

Weseetheadventofthealternativelegalservice
providers.Wehavenewentrants.Therearedifferent
productsandservicesaswellasnewentrantsinto
themarket.Theaccountancyfirmsarestartingto
takemarketshareaswell.There’smuchmore
competitionandpricesarebeingdrivenlower.
There’salsomuchgreaterefficiencyinthelegal
market,butcomparedtoothersectorschangeis
stillslow.
Thatslowpaceofchangeisbothanopportunity

andathreat.It’sanopportunitybecausethereisso
muchmorewecanbelookingat.AtDWF,for
example,wehavearangeofservicesthatarenot
actuallytheprovisionoflegaladvice,buttheyare
relatedtothelaw,forexample,advocacyandcertain
technicalproducts.Wealsohaveacquiredan
alternativelegalservicesprovidercalledMindcrest,
sowe’reembracingthosedifferentareasthatare
connectedtothelaw.Andwhatweseenow,going
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“We moved to a global matrix

structure. If we want to service

global clients, our structure has

to reflect that. The way that we 

go to market globally as a legal

business is absolutely driven 

by clients.”
(ZelindaBennett,chiefmarketingofficer,DWF).
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backtothechangingbuyer,isthatourclientsare
verysophisticated,andtheyseethatalotofwork
thatmighthavetraditionallybeendonebya
traditionallawfirmcanbedonemoreefficiently.
WithMindcrest,that’sabsolutelygreatforclients

becausetheycansay,“Okay,whatistheprocess-
drivenworkthatcanbedone?Andwhatstillsitsin
therealhighlevelcomplexlegaladvisoryservice?”
Asmoreandmoreclientsarewakinguptothewhole
ideaofthealternativelegalservicesprovider,that
startstopushlegaladvicedowntheprocessandthe
commoditisedroute.
Aclientmaybethinking,“Well,whatdoIpushto

atraditionallawfirm?AndwhatdoIpushtoan
alternativelegalservicesprovider?”Wecansay,
“Well,youdon’thavetoworryaboutthatbecause
wecanassessbothforyou.”Thatmakesiteasyfor
thecustomerbecausetheycanjustsay,“Look,here’s
myproblem.Justgivemethesolution.Idon’tfeel
thatIhavetogotoarangeofdifferentproviders”.
Earlierthisyearwereorganisedintothree

divisions:LegalAdvisory,MindcrestandConnected
Services.Thatwasdoneabsolutelywiththe
customerinmind.Wemovedtoaglobalmatrix
structure.Ifwewanttoserviceglobalclients,our
structurehastoreflectthat.Thewaythatwegoto
marketgloballyasalegalbusinessisabsolutely
drivenbyclients.
Insummary,therewillbemorechoiceforthe

customerinthefuture.So,lawfirmsneedtofocus
onwhattheirclientsreallywantandorganise
themselvestosolvetheirclients’problems.

Case study 3: Baker McKenzie LLP

Building world-class CX ‘execution’ across
multiple offices and markets
BakerMcKenzie’s‘Reinvent’initiativeishometoan
effortthathasbeenunderwayforroughlyfiveyears,
tochangethewaythatinnovationisapproachedin
thefirm.Thisincludesmovingthefirmfroma
servicequalityfocus,tooneofclientexperience.
Thisisnosmalltaskforagloballawfirmwithmore
than6,000lawyersspreadacross77officesin46
countries!
Originallyfocusedquiteheavilyondiscovering

andenhancingthewayinwhichclientsinteract

withBakerMcKenzieandtheirexperiencewiththe
firm,thethinkingnowhasshiftedtoafarbroader
context:Howcanthefirmreallymakeadifference
toitsclientsnotjustthroughthedeliveryofclient
services,butacrossthebroaderclientexperience?
Whatsystemsandprocessesneedtobeinplace?
Whatdoestheapproachtogovernanceneedtobe
acrossthefirm?Whatskillsetsareneeded?What
teamsneedtobeinvolved,otherthantheReinvent
teamalreadyinplace?

Designthinkingformsanimportantpartofthe
recipe.Effortsareunderwaytoshiftdesignthinking
frombeingasetoftoolstobeingamindset.Once
peopleadoptadesignthinkingmindsetthey
intuitivelyputthemselvesintheclient’sshoes.
Mappingclientjourneysisalsostillimportant,
especiallyasananchorforspecificprojects.For
instance,aprojectiscurrentlyunderwaytoidentify
wherethefirm’sbusinessmodelinherentlycauses
tensionwithdeliveringreallygoodCX,becauseof
someofthebehavioursitdrivesandhowtomitigate
that.
BakerMcKenzieisanenormousanddiversefirm,

sodrawinginthe‘voiceoftheclient’andtranslating
thatintoformatsthatareusabletodriveCX
enhancementfirm-widecanbechallenging.The
firmalreadyhadaveryrobustclient-listening
programme,though,andasignificantdataanalytics
capability.Thefirm’sdataanalyticsspecialistsplaya
crucialroleindrawinginsightsfromthemassof
datathatthefirmhasinitssystems.The
collaborationwithSparkBeyondisnoteworthy.
SparkBeyond’sartificialintelligence-powered

Baker McKenzie is an enormous

and diverse firm, so drawing in

the ‘voice of the client’ and

translating that into formats 

that are usable to drive CX

enhancement firm-wide can 

be challenging.





October2021• www.globelawandbusiness.com 59

TheCXfactor

problem-solvingtechnologyisbeingutilisedaspart
ofathree-yearexclusivepartnershiptopredictwhat
kindofservicesclientswillrequirefromlawfirms,
theunseendriversofclientdemandandhowBaker
McKenziemightevolveitsbusinesstomeetthose
needs.
Drawingmeaningfromdataisdoneco-creatively

withclients.Inmostcases,co-creation
opportunitiesaretriggeredbysomethingspecific–
somethingisn’tworkingwell,oranopportunityhas
emerged,orclientshaveprovidedaparticularpiece
offeedback.Someclientswillalreadybeinterested
inthetopic,andotherswhoperhapshaven’t
thoughtaboutitmaybecomeinterested.Bothcan
bedrawnin.Theopenness,thedepthofdataand
thequalityofinformationthatclientsprovide
duringsuchco-creationisalwaysfascinating.

Oneverytangibleoutcomeofwhereco-creation
deliveredsomethingentirelynewwaswherethefirm
developedanewservicetodeliverastreamlined
solutionaroundchangestoLIBOR.Drawingpartners
intotheco-creationworkshopsiseasierwhen,asin
thisexample,theyseeaverydirectbenefittotheir
ownpracticesandclientrelationships.
Atasystemiclevel,gettingthegovernancerightis

alsocrucial.CXinitiativesaresupportedatthe
highestlevelinthefirm.Itsstrategicimperativeis
recognised,andtherightpeopletakeanactive
interestinthework.AsBenAllgrove,Baker
McKenziepartnerandthefirm’sglobalheadofR&D
commented:“Understandingtheseunseendrivers
[ofchangeinlegalservices]androotcausesdriving
futureclientdemandwillallowustoshapethe

futureofourbusiness.Thereafterweplantoquickly
explore,withourclients,howwemightco-createa
rangeofnewvalueacrossthelegal,taxand
compliancefunctions.”16

Likechangingcourseinasupertanker,largeglobal
lawfirmstendtomoveslowlyintonewdirections.
Reinvent,includingitsCX-enhancinginitiatives,is
nudgingthefirmintothedirectionthatitneedsto
goinordertothriveoverthenextdecade,andthe
next.

Case study 4: Travers Smith LLP

From good to great: embedding customer-
centricity into the DNA of the firm
TraversSmith’sCXinitiativeneedstobeviewed
againstthebackdropofitalreadybeingavery
successfullawfirm.TheCXinitiativeisnotintended
toberemedial,somuchasaboutwhattodonext,to
moveyetfurtherfrom‘good’to‘great’.17 Client
listeninghadalreadybeenastrongfeatureofthe
firmforsometimebeforeCXbegantobeaddressed
explicitly.TostarttheCXinitiative,external
organisationswereengagedtodevelopanimpartial
viewofclientexpectations.Theirresultswerecross-
referencedagainstresponsesfrompartnersand
associatestothequestion:“Whatdoyouthinkyour
clientswantfromyou?”Thisexerciserevealeda
greatdealofcorrelationbetweenexternaland
internalperspectives,showingthatthefirm’s
lawyerswerealreadytalkingtotheirclientsabout
theirexpectationsandexperiences,andwereintune
withthese.ThiswasalsoreflectedinaveryhighNPS
thatthefirmachievedinabenchmarksatisfaction
surveyatthattime.
Thenextstep,takenthreetofouryearsago,wasto

developasetofseven‘clientpersonas’orprofiles
intendedtorepresentthefirm’sdifferentclient
types.So,forinstance,theheadofpensionssaidthat
thefirm’sprimarycontactwithpensionfundclients
waswiththatfund’strustees.So,a‘persona’was
createdofa‘typical’trustee.Howoldisheorshe?
Maleorfemale?Howlonghavetheybeendoing
whatthey’redoing?DotheyreadThe Guardian or
The Telegraph?Whoaretheyasindividuals?What
dotheycareaboutandwhatdotheydislike?Howdo
theyliketocommunicatewiththefirm?

CX initiatives are supported at

the highest level in the firm. 

Its strategic imperative is

recognised, and the right 

people take an active interest 

in the work.



Ofcourse,everyindividualisdifferent,butthese
personasprovidedgeneralframeworksfromwhich
toconsiderhowtheymightbeexperiencingTravers
Smith,andwhattheymightprefertobedifferent
intermsofthatexperience.Theinsightstriggered
bythinkingaboutthepersonasarealsousefully
differenttotheperspectivesthatpartnerstypically
usewhenthinkingaboutclients.
Anotherpieceofresearchwasundertaken

justbeforetheCovid-19lockdown.Thisaimedto
developamoregranularunderstandingofwhere
thefirm’sclientorganisationswereheadedand
howtheirneedswereevolving.Thisexercise
involvedaseriesofboardlevel,commercial,
strategicdiscussionswithclients.TraversSmith’s
seniorpartnerandmanagingpartnerwereboth
integrallyinvolvedwiththese.Sometimesthe
client’sGCparticipated,othertimesnot.The
choicewasuptothem.
Sometimes,apieceofresearchwouldbe

presentedonatopicimportanttotheclient.
Othertimes,theapproachwouldbetoaskquestions
andthenlisten.Themeetingsinvolvedalotof
listening,whichwasinmanywaystheeasierpart
ofatwo-stepprocess.Havinglistenedandcollected
agreatdealofhigh-valueinsights,thesecond
stepwastoputwhatthefirmhadbeentold
intoaction.
Sometimesclientsgetfrustratedbecausetheyfeel

theyhavetofeedinformationtotheirlawfirms
severaltimes.AtTraversSmith,centralinformation
repositoriesandcommunicationprocesseshave

beencreatedtoensurethateverybodywhoneeds
suchinformationhasaccesstoit,andclientsneed
tocommunicateitonlyonce.
Muchoftheworkthatthefirmdoesforclients

requiresacollaborativeapproach.It’shighvalue,
interesting,complexworkandworkwithahigh
margin.Byitsverynature,suchworktendstobe
cross-practice.Strongcollaborationhasbeenan
importantpartofthefirm’scultureforalongtime,
butthrougheffortsatenhancingCX,thisisbeing
reinforced.Individualfiefdomsand‘silos’donot
tendtobetoleratedatTraversSmith.
Anotherfeatureofthefirm’sapproachtoCXis

closecollaborationbetweenlawyersandbusiness
services.Businessserviceprofessionalsare
respected,sothefirmattractstoptalent.For
example,thefirmhasemployedanumberof
softwareengineersdoingworkthatthefirm
probablywouldn’tdreamofdoingwithoutthem.
Theseengineersworktogetherinteamswiththe
lawyerswithwhomtheywork,physicallyco-located
inthesamespace.TraversSmith’sCTOalsospeaks
toclients’technologyteamstofindwaystomake
thingseasierforthem.
Thefirmhasonlytwoofficesbutdoesagreatdeal

ofinternationalworkacrossmultiplejurisdictions
withmanyotherlawfirms.Greateffortisinvestedin
keepingprojectmanagementandprocesslightand
seamlesssofarastheclientsees,throughbusiness
professionalsworkinghardbehindthescenesto
makethathappen.Theseeffortstomakethingsas
easyaspossibleforinternationalclientsarealsoan
exampleofsomethingthatthefirminstitutedasa
directresponsetoinputfromclients.
TraversSmith’sCXperformanceisnotpublicised

inthefirm’spublicmessagingorbuiltexplicitlyinto
thebrand.Tothefirm’sclients,though,itisvery
visibleandreal.Itisalsothere,implicitly,inthe
wordingonthewebsite–whichisdeliberately
writteninlanguagedesignedtoresonatewith
clients.Thefirm’sserviceofferingsarearrangedby
clientneedratherthanbytraditionallegalpractice
area.Thewholecultureofthefirm,andthemindset
ofitspartners,isinherentlyclient-centric.Thefirm’s
seniorleadershiptakesaveryactiveleadinthis.For
TraversSmith,overtlypublicisingCXinitiativesis
notnecessary.
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Travers Smith’s CX initiative

needs to be viewed against the

backdrop of it already being a

very successful law firm. The CX

initiative is not intended to be

remedial, so much as about what

to do next, to move yet further

from ‘good’ to ‘great’.
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