S U P P L E M E N T

Redefining the
CRM Agenda
Innovating how law firms use technology
for better business performance

INTRODUCTION

Welcome

... to a very special Modern Law supplement – the result of an exciting
collaboration with Wilson Allen that presents a detailed insight into
their complete CRM solutions capabilities.
In 2018, Wilson Legal Solutions merged with Stanton Allen, the UK-based CRM and business development data
consultancy, and began operating as Wilson Allen in April 2019. Following the merger, Wilson Allen has combined the
collective expertise of its data and practice management system specialists to create a dedicated and focused CRM
practice. Developing software and providing services to help firms make the best use of CRM technology is Wilson
Allen’s raison d’etre. The company prides itself on leveraging its collective expertise to act as its clients’ technology
advocate.
Many firms see their CRM system as an essential tool but can often miss out on how to fully deploy and integrate it to
deliver greater business value. Wilson Allen enables firms to extract more value from their CRM data and to realise a
full return on their CRM investment through specialised services, reports, and tools.
This supplement contains a vibrant mix of features and interviews with members of Wilson Allen’s leadership and
technical teams as well as several key clients, covering some of the hottest topics around CRM systems today and in
the future. The supplement covers what Wilson Allen believe are the six critical CRM trends for keeping pace with the
ever-changing business landscape.
We kick off with an interview with Michael Warren, VP, CRM Practice, on the vital role the company’s CRM software,
services, and expertise play in helping firms achieve optimum business performance. And there’s much more – just
check out the Contents list on the next page.

But don’t just take my word for it, read on …

Will Cotton
Co-Editor
Modern Law Magazine
william@charltongrant.co.uk
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INTERVIEW

Client life
cycle

Exploring the World of CRM
Michael Warren, VP CRM Practice, Wilson Allen, shares his insight into the world of CRM
– from its benefits to its ever-important role in firms – both now and in the future.
Give us a brief insight into Michael Warren and the
route to your current role as VP CRM Practice at
Wilson Allen?
My educational background is in hotel and restaurant
management; however, I pivoted early in my career to
work with data. I was a researcher with Scottish Power
and SEEBOARD (formerly South Eastern Electricity
Board, SEEB). I helped them clean up their systems,
which weren’t known as CRM at that stage, but client
relationships were beginning to take centre stage. And
utility companies were moving from thinking about
customers as primarily being meters in their supply chain
and were starting to see them as valued customers.
From there, I moved into professional services. One of
the challenges with the adoption of technology is that
companies often rely on it to be sufficiently compelling
that people will want to use it. This phenomenon is
particularly true with CRM systems. As I got to know the
dynamics that were at play within professional services, it
became my area of specialism and has been for the last
20 to 25 years.
Talk us through the Wilson Allen setup – how many
offices, where, and who does what?
We operate from seven offices across the United States,
Canada, and the UK, and have consultants that support
clients worldwide. We offer a range of software, strategic
consulting, and technical services to help law firms
optimise all stages of client life cycle management,
including business development and acceptance,
business operations and billing, and business intelligence
and performance.
One of the key areas we looked for from the merger with
Wilson Legal was to identify areas of cross-collaboration
to achieve a wider geographical reach. Historically, our
CRM practice had been predominately based out of the
UK, although we do have roughly a 50/50 split in terms
of our UK versus Rest of World client base – that was
difficult for us to sustain out of the UK.
Another reason for the merger, from our point of view,
was because we saw that business development was
an area that firms would be heavily investing in over the

coming years. As CRM can’t succeed in a silo, we needed
to understand more about the other systems that law
firms had, which is, of course, where Wilson specialises.
What are the key benefits to a company of a
CRM system?
Ah, the $64,000 question! One of the challenges around
CRM is that it means different things to different people.
Broadly speaking, there is a linear sequence to how you
do, say, billing. You open the matter, you record the time,
you send the bill. Marketing and business development
don’t really work that way. Yes, there are linear processes
within marketing and business development, so if you’re
holding an event, you can’t send the invitations after the
event has happened. But the way that people manage
relationships and manage their book of business will vary
from practice to practice and lawyer to lawyer.
The benefit of CRM is that as long as everybody is on
the same page as to what you’re trying to achieve, then
there isn’t a right or wrong answer. But yes, if it’s done
well, we see increases in customer satisfaction, crossselling and therefore, revenue generation. So, when we
talk anecdotally about what business development looks
like – they do work, and there’s evidence to demonstrate
that it works. The challenge with professional services
has always been that you can’t have a one size fits
all. So firms often have not invested sufficiently in
communicating to the rest of the business what it was
they were trying to achieve, and therefore people have
looked at it and thought, that isn’t for me, I won’t bother.
What defines a successful CRM system – is it to help
companies stay connected to customers, streamline
processes, and improve profitability – or is there more?
Broadly speaking, it’s about making sure that you seek
opportunities to connect with the people that matter
and, operationally, streamlining processes to make the
marketing and business development processes simpler.
One of the problems with early CRM systems was that they
were too focused on operational efficiency improvements
for marketing and business development. And although
that’s a very good thing to do, do most lawyers care about
it? And that’s why improving profitability is so important.
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“Knowing what the end point is
that you’re ultimately trying to
get to is number one”

Lawyers are time-poor, so they will typically find windows
of time when not doing anything else, for instance, while in
the back of a cab, and dictate a proposal into their phone
app, which will automatically go into their CRM system.
From that, an assistant can send out a proposal. If you
can do that in a minute by dictating into your phone app,
then it’s a no-brainer compared to waiting until they get
back to the office and key it into the system.
What are some of the most common CRM
implementation problems you encounter?
I believe bad data is the first problem. It’s not so much
that it’s “bad”, it’s more that quite often the data that
finds its way into the CRM system is data that was
probably collected for a different purpose or by a
different process. For example, when looking at client
intake, firms will often take their time-billing data and
put it in CRM. Yes, you want your clients in your CRM

6 | Wilson Allen CRM Supplement

system, of course you do, but time and billing systems
are designed to do a particular thing – send a bill to an
account. It isn’t suitable for managing who your client
contacts are, and so it becomes data that’s not fit for
purpose or is poor quality.
The second problem is a misalignment of expectations.
This issue concerns marketing and business
development professionals who think that they’re doing
X, whilst the lawyers think we’re doing Y. This almost
inevitably means you run into issues.
The third problem is not necessarily unique to CRM.
There are so many initiatives going on in law firms
that people simply fatigue of the implementation and
eventually lose interest. This happens across the board,
even for systems people are required to use, like time

INTERVIEW

recording. It doesn’t matter whether people like it or feel
strongly about it — they have to use it. With a system
where that is not the case, the project never truly ends
because you have to continue to maintain momentum,
enthusiasm, and adoption.
What are the critical factors a client needs to identify
to implement a successful CRM?
You need to start at the endpoint. By this I mean you
need to start by thinking about “what is the question that
I’m ultimately trying to answer?”; “What’s the output that I
want to achieve?” Once you have this, it’s about how you
then work back from that. Once you’ve got that in place,
the answers that you come up with regarding what your
critical success factors are will be different from one
firm to another. There are lots of commonalities, but
broadly speaking, knowing what the end point is that
you’re ultimately trying to get to is number one.
Having leadership buy into what it is you’re trying
to achieve is number two. That doesn’t just mean
somebody signed off on a business case. It means
that you have sponsors who are articulate and visible
advocates for what you’re trying to do and are the ones
who use the system more than anybody else. Ironically,
having critical success factors defined is probably a
critical success factor in itself. Knowing what the KPIs
are and how you’re going to measure them is very
important. Lastly, I would just repeat that good data
and a consolidated training and communications plan
are essential.
When it comes to Wilson Allen’s success, what gives
you the most satisfaction/makes you most proud?
Our job is to make our clients look good. Some of the
stuff that we do can be quite mundane. We have a
team of people who enjoy the fiddling around with data,
researching banks, and building integration. It can be
seen as being terribly back-office. But I believe that
rather than being the sexy, glamorous, shiny new system
company, we have been able to focus on the question
of “how are we actually going to make it work and how
are you as a firm going to get benefit from it?” I believe
our success as a practice, and as a business, is based
on actually delivering what we said we would. We pride
ourselves on the incredibly good relationships we have.
People come to us because they know that they can rely
on us and enjoy working with us.

“Our job is to make our clients look good
and help them to succeed with the
applications they have bought”

The company offers consulting and advisory
services, and CRM solutions – are there other
strings to the Wilson Allen bow?
Within CRM, there are three strands. There is, of
course, the consultancy and advisory services, but
we actually have two other areas. One is technical
services, which is where we build integrations,
implementations, etc. And we also have a data
quality practice within CRM. Those are the three
main areas that we focus on – consulting, technical
implementation, and data quality.
How important is Wilson Allen’s Net Promoter Score
(NPS) status across its CRM practice?
I’ve always had an awareness and interest in client
feedback. It wasn’t something that we did previously,
but I’ve worked with agencies and companies who
do, and I could always see a correlation between
the sorts of things that clients say about their
lawyers (good lawyers) and CRM practices. So, if
you read any kind of client feedback survey about
what makes a good lawyer, it’s things like “being
prepared”, “understanding my business”, and “sharing
information with their colleagues”.
Those are all things that you would want a good CRM
citizen to be doing. In my mind, there’s always been a
correlation between CRM and client feedback. Firms
are closing the gap between those two processes,
because if you think of it in simple terms, you might
think of CRM as being at the front of the process and
client feedback being at the end. However, it’s a circle
that joins, so they should be feeding each other.
I’m a new convert to “NPS” and find it wonderfully
simple and easy to understand. “NPS” is a statistically
robust way of complementing the more subjective
parts of client feedback. I’ve done several events with
“ClearlyRated”, which are now the company that we
use for this information, and I must say the level of
interest is quite staggering – we’ve done webinars
with well over 100 people attending them.
I believe the Net Promoter Score is important, and I’m
proud of our scores. The lowest score we’ve achieved
is 81 percent. A world-class ranking is a score of 50
percent and above, so our rating is evidence that our
clients think we do a good job and they like us.
As (CRM) technology advances, how do Wilson
Allen’s services evolve?
Think about how most people interact with their
smartphones and the apps on them. People expect
the same level of connectivity when using office
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“The benefit of CRM is that as long as everybody is on the same page as to what you’re
trying to achieve, then there isn’t a right or wrong answer”

software. I believe we are moving in that direction.
Though we are a fairly lean business in terms of
numbers of people and size, we must maintain pace
with what Microsoft, Salesforce, and Intapp, etc. are
doing. Our job is to make our clients look good and help
them to succeed with the applications they have bought.
We won’t be able to do that unless we keep up with
what’s going on around us.

And the future? What CRM innovations will impact by
the end of this next decade?

What role does AI play in CRM – and its likely future
impact?

Maintaining healthy relationships, communicating with
clients effectively – all of that stuff is what an excellent
customer-facing business has been about for centuries.
I feel we lost sight of that a little bit because we got
caught up in the technology.

It’s an excellent question and similar to CRM in one
sense. I believe AI will be successful if you know what
it is you’re trying to do. There’s an obvious benefit in
transactional law and document production. There
are a couple of examples where I can see, in our field,
it will gain some traction quite quickly. One is around
matter profiling and segmentation. One of the biggest
challenges for firms is pulling together case studies,
directory submissions, and league tables, which in the
past would often be done manually and was completely
hideous. This is already starting to change, and is
something that is developing.
The other area where machine learning and AI are
going to impact law firms is client segmentation. For
example, in understanding scenarios such as this – of
the 10 clients I’ve presented to you, you were interested
in these two. Therefore, I’m now going to modify my
routines to respond to the ways you as a human being
are interacting with the data I sent you.
I don’t believe we’re quite there yet because I don’t
feel people have fully worked out what the questions
are that they’re trying to answer. People have tended
to be obsessed with the mechanics of the delivery
– what system do we need? From where is the data
going to originate?
Instead, what they should be asking is – what is the
question I’m trying to answer? Who is the audience
that’s going to consume it? One possible inhibitor
to this is that law firms don’t have the scale of data
that provides the ability for a machine to learn. To
summarize, I believe in the short term, AI will not
achieve an awful lot, but in the long term, it will impact
in ways we probably haven’t even started to appreciate,
and it will transform the way we work.
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I believe we’re almost going backwards at the same time
that we’re going forward. What I mean by that is that the
technology is advancing, but the things that we’re trying
to do are the same things that we were trying to do 50 or
100 years ago.

The specific innovation I believe we are moving towards
is one-to-one marketing but on a massive scale. In our
society, where we’re arguably losing our attention span
and connectivity with each other, it’s intuitive to think
that the reestablishment of connectivity is going to be
popular. I believe where systems are going to have to
get clever is in how they allow individual lawyers to build
their book of business and to market their practice.
Not only must they do this, but they also must do it
consistently and collectively so that those individual
relationships can be institutionalized.
I believe the CRM systems are starting to recognize the
need to deliver data differently, to different people, so
that they can perform similar, but subtly different tasks.
LinkedIn is a great example of individual marketing and
business development on a massive scale that is still
disconnected and still not institutionalised since Microsoft
bought it. I firmly believe that it is with examples like this
that we’re going to start seeing huge change.

Michael Warren

VP, CRM Practice,
Wilson Allen

INTERVIEW

Business
Intelligence &
Performance

Analytics at the Forefront
Barry Puddephatt, Senior Director, Business Development Technical Services, Wilson
Allen, discusses how tech works, what “data ground zero” really means, and what the
options are for law firms going forward.
What does your current role involve and how has
it evolved?
I lead the technical services team for Wilson Allen’s CRM
practice, working under Michael Warren. I manage a team
of people that effectively do all technical aspects around
CRM, whether that be migrations, integrations, reporting
or bespoke developments. I also do quite a bit of work in
consulting around CRM systems. Before our merger that
formed Wilson Allen, I focused heavily on service delivery.
But now I have a more strategic role managing within
the CRM practice as opposed to being on the frontline of
delivering the work.
I understand you’ve worked on more than 75 CRM
implementations. What stands out as the most
important system modules?
There are some fundamental modules most firms look
for and most CRM systems deliver including relationships
(who knows who), the tracking of activity (who’s meeting
with whom, who’s emailing whom), segmentation
(looking at industry sectors), and finally jurisdiction (what
role does someone do). What’s becoming more important
now is how readily these core elements can be enhanced.
Historically firms looked to buy a one-size-fits-all CRM
system that would do everything for them. They’re
now focusing very much on buying a system that does
one specific thing really well. They’d rather try to make
several systems work together and get a solution they
want than throw all of the eggs in one basket and go
for a system that attempts to do everything and not
necessarily very well.
Professional services firms can appear complex with
respect to their client relationships, but are they really
that complex operationally?
I don’t believe they’re that complex. People internally
will know who they know, and those relationships are
pretty well defined. There can be some blurring based on
internal politics. For example, when deciding which of two
fee earners will be the client partner for a key client – that
information is available within the firm. Its just a matter of
harnessing it and using it in the right way.

I’d say that there’s been a little bit of a shift in how that’s
done. At the forefront, it’s historically been the fee-earner
community who have taken an incredibly active role.
But business development is now getting much more
involved in working out whom to build relationships
with, facilitating the drive of that business development
initiative, and using data as an asset to help them
achieve that.
While the use of business intelligence is not new for
professional services firms and historically the focus
has been on technology and infrastructure – how
important is it to truly understand the actual business
requirements first?
It is critical! It’s very much what we preach and Wilson
Allen focuses on this aspect of the journey a great
deal. We focus on the business processes and we will
engineer the systems to deliver on those requirements
rather than the other way around. Historically, technology
and infrastructure have been things people would think
– we’re going to buy a shiny new CRM system, plug it in,
and that’s going to solve all of our problems overnight
– with no thought about what was going on in the
background with the business process, i.e., What were
the inputs? How is it all going to work?
We don’t need to just build CRM systems; we also need
to work with clients on the roadmap of integrating
those business processes. If a client’s putting in a new
business intake system and they want to bring clients
and matters into the firm with the right checks – there’s
a system that can do that for them, but they can’t
necessarily implement that.
A core message of Wilson Allen is that we very
much focus on the outputs and not just the inputs.
Understanding what firms need to get out of CRM is
more important than what they can put in. Focusing on
the end goals and working back from there to have the
systems built and configured to achieve that is a critical
success factor. While you can continually pump data
into a system from all the different systems you’ve got
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in the firm, if you’re not providing any content to your
fee-earners and marketing and business development
professionals – there will be no real benefit to anyone,
you will get lost, and it will disincentivise people from
using the CRM system altogether.
Has the emphasis changed from CRM simply being a
reporting engine to it becoming a provider of content?
In the last few years, we have seen firms using CRM
more and more for content, particularly around the
experience/credentials/bio areas of the business. The
fact that systems like Foundation and Intapp Experience
are gaining traction in the market indicates that it is a
growing trend.
The most important element of content over the last
few years has been that CRM has become the de-facto
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repository for consent management. With CASL, GDPR,
and CCPA all happening in the last few years, firms have
had to react and ensure they are compliant to avoid both
reputational and financial damages. These regulations
have forced firms to become more centralised in the way
that they communicate with their customers and put the
management of data in the hands of those customers to
“self-serve”.
The bottom line is that CRM has always had a huge
amount of useful content. It’s just been used in isolation,
and financial metrics seem to be the main way that a
firm categorises data. This is changing with the growth
of business intelligence/master data management, and
firms are now wanting to grab content from all their
systems and centralise the flow of data to ensure that the
right information is available to the right people.

INTERVIEW

What is “data ground zero” and how can a firm wanting
to change set a start point?
Data ground zero can mean a few things depending
on the context of what is being done. Fundamentally, it
means going back to basics and ensuring that only data
that is relevant to the firm is within the firm’s systems.
We’ve done projects where a client has gone to one end
of the spectrum and has implemented a whole new CRM
system, starting by entering their top 200 clients of the
firm and then building out from there. At the other end
of the spectrum, some clients are so risk-averse and
afraid of losing something, that they refuse ever to delete
anything from their database and so will keep it on their
system forevermore.
Most firms sit somewhere between the two and
understand that there is obviously valuable information
within the system, but that they need to run their

business effectively to make money. These firms also
understand that there is data in their systems that is
of no use to them anymore. This is something we help
quite a lot of clients at Wilson Allen decipher – what
information is good and useful, what’s bad, and what’s
of no use anymore.
We have a number of service offerings and modules
within what we call our “CRM Toolkit”, that can help
clients to achieve these goals. The basic principles are
that we need to understand what the important factors
are to a firm and then apply those to the data and
listen to what it is telling us. For example, an important
criterion could be something like a person that has
come to a recent event (positive), or a person that has
unsubscribed from the firm’s mailings (negative). Both
of these are equally important, but only one will help the
firm potentially grow in the future.
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“We focus on the business processes and we will engineer the systems to deliver on
those requirements rather than the other way around”

Our job at Wilson Allen is to help identify all the important
scenarios and then either archive that data better or get
rid of it. If you can do that, that is really the starting point.
Rather than only looking at financial metrics, is it more
meaningful to include other factors? If so, what extra
data should be considered?
Absolutely. Financial metrics are important but they’re
not the be-all-and-end-all of metrics. Firms need more
data points to make meaningful business decisions.
Given that, some firms may try to treat their CRM as a
financial reporting tool and bring in numerous financial
metrics. However, that’s not its purpose. CRM is around
headline information. If you want detailed financial
metrics, you go to your PMS/FMS for it. Your CRM
system is around context.
One interesting metric that some firms are looking at
is non-billable time. This is typically done by having a
non-chargeable matter code against the client and then
recording the time taken for things like training, events,
etc. This is then used in conjunction with the billing
figures and provides an interesting slant on how a firm
views its “top clients”. For example, while you may bill
your top client £5 million pounds a year, it’s costing £3
million a year to keep them happy. That’s not as good as
the client where you’re getting £3 million a year, but only
spending 200k to keep them happy.
Other ways of looking at the data should also be
considered. It is not just if the data fits into an importance
criterion – it is also how accurate we believe that data to
be. When was it last updated? If I’ve had a record that’s
sat there for 16 years and nobody’s changed anything
about it, do I really feel comfortable and confident that
the data is right? This all feeds into the passive data
management and how it all fits together.
Finally, the last point I wish to touch on concerns referral
management. This is a significant topic right now, and as
firms are implementing new/updating existing business
intake systems, this is being embedded and formalised.
Firms are now using “referral programmes” to see how
much work is being referred in and out of the firm and
how valuable that is to the business. They are then
managing relationships with the referrers to enhance that
methodology of gaining new business.
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What do you see as the top CRM challenges facing
business over the next decade?
It is hard to predict what will happen, but there are a few
areas I believe we should keep our eye on. The first is
surrounding “consent” management. Privacy legislation is
going to be a top priority, especially when looking at what
is already happening in the USA, Canada, and Europe.
Firms are going to have to work out how they deal
with stricter regulation and for global firms, this will be
especially challenging. If one country has one legislation
and another country has another – this could be a big
problem, and the real challenge will be in seeing if CRM
systems can manage that and comply with it effectively.
Another challenge will be in technology. The strides
that are now being made with artificial intelligence and
machine learning mean that there is going to be a real
impact on how we manage our data. Firms that aren’t
embracing new technology are going to be left behind
because they’ll be sitting on an old model trying to say
to people – please key in this data manually – which is
something people just won’t be bothered to do.
Lastly, I would argue that time management will be a
challenge. People have less and less time available in
their day to do things outside of their normal day job, and
generally, data management is low on the list if they do.
Also, we are seeing the ratio of secretaries to fee-earners
becoming larger, so the model of using the secretarial
pool to do this is also reducing. Firms that do not invest
in passive data management technology are going to
struggle to maintain corporate databases when the
traditional managers
of the data are
reducing their input.

Barry Puddephatt

Senior Director,
Business
Development
Technical Services,
Wilson Allen

FEATURE

Business
Operations
& Billing

Demonstrating ROI for the Marketing
and Business Development Function
Wedlake Bell is a contemporary London law firm with 68 partners and more than
170 lawyers and support staff. Founded in 1780, the firm is rooted in tradition with
a lasting legacy of client service. The firm’s driving force is to empower clients by
providing quality legal advice, insight, and intelligence across four practice areas
– private client, business services, real estate, and dispute resolution.
How has the role of CRM changed at your firm?
Ten years ago, when I started with the firm, we had a
series of Excel databases for client outreach. We’d
reinvent the wheel every time we had an event couldn’t
really be targeted in our approach. A good seminar
was measured in terms of the number of people that
attended. Now, it’s not so much about filling a room.
It’s about – have we got the right people in the room?
Can we demonstrate to them that we understand their
business and what their triggers are? Are you helping
to facilitate the growth of their business, whether that’s
introducing them to others and helping them feel that you
are a trusted business partner, especially if they’ve been
referred to us? Without a CRM system, we couldn’t refine
our view that much, whereas now we are beginning to
move in that direction.
How does your CRM system deliver value to
the firm?
In terms of return on investments for the firm, our
CRM system allows us to demonstrate how our clients
are engaging with certain initiatives as opposed to
others in a concrete way. For example, we introduced a
seminar series where we packaged all of our seminars
across multiple specialisms together. After running
the campaign, we ran detailed analytics in terms of
not only who engaged with the invitations and specific
seminars within that series, but also which functional
roles were represented. We were able to run reports that
my stakeholders internally responded to. We could see
we weren’t necessarily getting the engagement that we
wanted and that we needed to rethink the initiative. Are
we pitching it right? Are we really addressing our clients’
triggers? Our CRM system allows us to refine how we’re
engaging with our clients and contacts, and that helps
deliver value to the firm.

How does combining data from your CRM system with
your PMS tie into what you are doing and what the firm
is trying to accomplish?
Wedlake Bell is working towards establishing a key
account programme and is looking at where we can drive
revenue by introducing other specialisations to our clients.
We have a feed from InterAction that connects to our
accounting system, plus we’ve got scoring running in the
background based on Outlook traffic. All of that means we
can have a very well-rounded view of key accounts. We
can see what trends have changed in terms of patterns of
engagements, indicating we may want to reengage.
How is your CRM system helping your firm’s business
development processes evolve?
When I first started with the firm, marketing was all about
pushing information out. But now, audiences are much more
sophisticated. There are so many more channels. Using the
tools in CRM more effectively helps us better understand
our clients so we can be more targeted in our go-to-market
strategy. The challenge continues to be to make the system
relevant to our business development efforts.
We’re looking now at how we can better work with our
clients to deliver information in the ways that they want it,
whether that’s through data rooms or different channels.
We have an innovation committee and are actively
thinking about ways to partner better with our clients and
to internally work more effectively together.
Using CRM to help support our firm’s business
development initiatives is a top priority for our team. But
as always, outcomes are always tied to how good the
data is and the level of engagement in the firm. So, we’re
always working to maintain high standards when it comes
to both our data and our engagement strategy.

Karen Mosley

Head of Marketing & Business Development,
Wedlake Bell LLP

Wilson Allen CRM Supplement | 13

FEATURE

Business
Intelligence &
Performance

How Law Firms Can Make the Most
of Analytics in 2020 and Beyond
For many of us, when we have pain, we look to ease the pain. We have a headache;
we take a pain reliever. We don’t try to figure out why our head hurts. The same can
be said of law firms, particularly in the context of an application.
When law firms have a pain point, they’ll search for a
solution before really crystalising the source of the pain.
For example, years ago with traditional CRM applications,
law firm marketers wanted to document full interactions
with clients. That’s how CRM came about and resulted
in applications that gathered data from different aspects
of a client engagement, be it to support sales, marketing,
and everything that had to do with that client. But what
was missing from the solution was what to do with the
information. It didn’t answer important questions such
as: What is the business context of my information? How
does it relate to helping the firm improve its processes for
business development? For client retention? For lawyer
retention? Those questions remained unanswered.
To yield the best results for your firm, you shouldn’t invest
in a new application until you know what problems you
want to solve. Once you’ve done that, you can look for the
solution in your data.

Taking control of your data for better
business outcomes

Law firms generate huge amounts of data; however,
most are not utilising it to its full capacity. That’s because
a lot of the data is locked in silos. Firms need to think
about data as an asset that they own. Then you can pull
all of those assets together in a way that makes them
usable to conquer business questions and issues.
For example, say your firm decides to implement flexible
pricing based upon some criteria. The financial criteria
is only going to tell you if you made your numbers or
not. It’s not going to help you understand why you did or
didn’t reach your goal – or what you could improve. Firms
are now realising the importance of bringing more data

“When law firms have a pain point,
they’ll search for a solution before really
crystalising the source of the pain”
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points into the planning processes so they can better
understand what worked and what didn’t so they can
address the actual issues.
Interesting things happen when law firms begin to take
control of their data. Previously, data would live in a data
warehouse, a data lake, or in some vendor applications.
Once it goes into a data lake or a data warehouse, you
lose a lot of the control around that data because the
permissions live in the application. That can make it
difficult to make any sense of the data once it is outside
of the application database. That’s no longer acceptable
for many firms.
Many firms don’t care where the data originates, they
don’t want applications to access data because of
security concerns. But at the same time, firms now want
to take all of its organisational content, do client outreach,
or analyse data in the cloud or on-premise once the
proper security controls are around it. So whomever is
using it, whether it’s a power BI interface, a web interface,
or a mobile interface, the only data that they can receive
from this vast sea is exactly what the firm says they
should have.
The challenge now for many firms is understanding how
to take what may seem to be disparate data and pull it
together to analyse it across the organisation. An example
would be bringing together your marketing data, your
project data, and your planning data and putting it against
the various actuals to understand performance.

The beauty of analytical cubes

The mechanism for this work is an analytical cube. An
analytical cube allows you to combine and slice data
in multi-dimensional ways. Rather than look at a flat
report, you can plug the results into a dashboard to
be shared with decision makers in the firm to support
strategic planning.
For example, say you have a cross-section of disparate
data that you want to understand. It could be marketing
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“The challenge now for many firms is understanding how to take what may seem to be
disparate data and pull it together to analyse it across the organisation”

security check at a field level to confirm what that user
is authorised to see and produce results based on rules
the firm has set.
This process not only limits the control of the
applications, it also simplifies long-term security
governance. If the firm changes vendors in the future or
adds new vendors, it’s not a huge undertaking to write
APIs or another security paradigm to administer.

Where to begin

Ultimately, the first step in any analytics effort is to first
think about pain points, meaning – what do you need to
understand? Can you take your financial data and put
it against some metrics that you can use to determine
what your plan was? Did you have an assumption that
for this type of matter, it takes us X amount of time to
do the work? And if your billing and profit from those
isn’t what you expected, was it because of your timing
or was it because of assumptions you made? Then look
at those assumptions. Why were they not on point
with expectations?

data, HR data, and financial sales data. Once it’s in the
cube, you can query different information for a client,
a matter, or a person. You can learn everything about
their billing view, their working view, splits, and where
they may be sharing work and matters across different
resources in the firm. You can get a really clear picture of
marketing penetration. You can get a very clear picture
of sales leverage. You can get a very clear picture of how
those activities are impacting your financials and how
those activities are enabling that resource to be more
productive or not. With the click of a button, you can take
vast amounts of data related across that paradigm of
say, this person, this firm, this matter, or this client, and
see all of those interactions.
Security protocols built into an analytics cube provide
the visibility needed by decision makers while upholding
the firm’s security practices. For example, messaging
algorithms can control whether or not Salesforce retains
any of this firm’s data in its application database. When
a user queries the data, messaging algorithms perform a

If you think from the position of what problem you’re
trying to solve, it’s really easy to find a solution. Most of
the data to solve the problem exists in your firm. The
solution can be found by pulling that data together and
giving it meaningful context to solve the business issues.
Contact Wilson Allen to learn how Wilson Ideate
software can help you gain a 360° view of your firm
using interactive dashboards, configurable inquiries,
and ad hoc analyses.

Kenneth
Borrowdale

Director,
Ideate Technology,
Wilson Allen
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The Adoption Imperative
Russ Haskin, Director, Business of Law Consulting, Wilson Allen, discusses the trends in
new technology, the impact to “traditional” law firms, generating client intelligence, and
cost effectiveness.
Tell us a little bit about yourself and what brought you
to Wilson Allen.
I have been in the business of law consulting for the
past 15 years. It began with a company called Redwood
Analytics, which specialised in business intelligence for
all areas within a law firm. The analytics and reports
that were derived from my work ended up amounting
to a new way of viewing the operations at a law firm.
Law firm leaders eventually wanted more focused
review and recommendations, and the rest was history.
With respect to joining Wilson Allen, I loved the level
of industry intelligence all the key leaders exhibited.
Whether helping professional services from a technical,
operational, marketing, or strategic standpoint – no other
organisation has shown the acumen that Wilson Allen
displays. It truly is a team of experts.
What does your current role involve, and how has
it evolved?
My team and I wear several hats within Wilson Allen.
First and foremost is the strategic consulting practice.
From merger assistance and partner compensation to
helping timekeepers enter the time more efficiently and
everything in between – our team is involved.
Lately, with the sunsetting of several core technologies
(primarily practice management systems, CRM, and
business intelligence), we find ourselves working with
firms to understand how they currently operate within
their technology ecosystem and how they can improve
with or without new systems being installed. No firm
wants to spend a ton of money on a new system without
a plan on how it will improve the firm.
The other area of focus we have had recently has been
on Master Data Management. It is alarming to see
the siloed nature in which information operates today
at most law firms. For example, marketing could be
providing information in one manner that is completely
contrary to how the finance, pricing, or HR department is
providing it. This leads to incorrect paths of work effort
and a general haze of confusion at the consumer level.
We, as an organisation, have created new offerings
that help firms implement master data management
processes to fix this area of operation.
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Outside of the strategic consulting world, my team also
assists with the delivery and training of new technology
to law firms. Whether that is on a partner platform or our
own, we are the trusted advisors to make sure the law
firm is getting the most out of those systems.
Finally, we have several team members that are involved
in the actual conversion of processes and technology.
Being the subject matter experts, we are involved in
designing intake processes, streamlining and balancing
accounting practices, improving risk management, and
many other work streams.
Let’s discuss the trends in new technology. What has
been the impact to “traditional” law firms?
There has been a run on new avenues of technology.
On the operational side, it could be pricing and matter
management software, marketing technology and
CRM enhancements, artificial intelligence and machine
learning, or a whole slew of new offerings. The impact
is rather simple. Traditional law firms can no longer hide
from crucial data points. For years, information was
considered a “disrupter”, rather than an “enhancer” of
business in influential pockets of law firms.
Now in 2020, if a law firm has not embraced this
flow of information, they are woefully behind in the
management of their firm. The strategy of your
organisation and the elements that are put in place to
support that strategy must be informed by not just good
data, but the right data, to the right people, at the right
time to be successful.
How are firms starting to rethink their strategy for
engagement, and why does the one-size-fits-all
approach not work?
If you are referring to client engagement, there has been
a shift of work across the spectrum. Corporate counsels
have brought a lot of work in-house or have moved
more commoditised work to lower-cost providers. Gone
are the days where a law firm walks into a friendly GC
meeting and walks away with all their legal work purely
off of a relationship. In the rare instance when a firm
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does take on the bulk of work, it’s because they have
clearly demonstrated the value and experience that they
have in each area of law. A group effort that shows clear
understanding of the interplay between different parts
of a law firm, as well as a willingness to price and staff
to the needs of the client and engagement, can be very
appealing. No firm achieves this without a solid grasp on
experience and relationships across their organisation.
A lack of adoption of CRM technology is a problem
in most industries. But, why do many argue it’s the
accepted default amongst professional service firms?
I like to call this “reasonable laziness”. Given the amount
of time in the day and the level of work most lawyers
face, some practices which it could be clearly beneficial
for fall to the wayside. It is “reasonable” that areas the

lawyers are not typically in tune with fall to the wayside or
are avoided. The management of contacts and activities
within business development, although simple enough to
maintain, is not one of those areas toward which lawyers
have typically jumped. So, they tend to defer those and
instead do the simple tasks. There are exceptions, but
in regard to your question, that is why it has become the
accepted default. It is also why technology has to bridge
this maintenance gap and take the onus of management
out of lawyers’ hands.

“Gone are the days where a law firm
walks into a friendly GC meeting and
walks away with all their legal work
purely off of a relationship”
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Why is “training” seen as the difference between CRM
adoption – or lack of – in law firms?
I think training can help, but it isn’t the only answer.
Shedding light on the need for a well-fed and utilised
CRM is a starting point. Providing the necessary tools
and training to supply that CRM with information is
next in line. That said, those two things will not make
for a well-oiled CRM practice. There has to be follow up,
accountability, and technical assistance that again takes
the onus away from the partners.
How important is it for law firms to recognise that
the adoption of CRM systems positively affects
your compensation?
Throughout my career as a business of law consultant,
I have analysed data for law firms and found ample
opportunities for cross-selling and business generation.
In 99 out of 100 examples, the lawyers that could take
advantage of these scenarios have not acted on the
opportunities because of a lack of information from
current marketing sources, lack of understanding of
impact, or they are not necessarily incentivised to
make that move to cross-sell. Many lawyers are still
compensated for siloed efforts and personal production
rather than cross-selling, meaning it isn’t always the
case that it will positively affect compensation. For
those where it is clear that the adoption of activity
management and contact maintenance can pay off
dividends for you and the entire firm, it is essential to
promote the positive impact on compensation. We
like to talk about “collegiality” and undoubtedly that is
a characteristic trait of many firms. However, when it
comes down to it, just like everyone, most professionals
are more concerned about their paycheck. Quantifying
that impact can cause behavioural change almost
immediately. As someone who works on partner
compensation systems – I can tell you it is the quickest
way to create an organisational shift.
Explain the value to lawyers of CRM technology and the
benefits to them as individuals with its adoption?

The third value and the most related to marketing is
the expansion of business and understanding areas of
experience and relationships across an organisation.
Especially for mid-size and large law firms, by knowing
the interpersonal connections across the organisation,
you can unearth business development opportunities
that can remain hidden in any other scenario.
The fourth and final value is that the strategy of the firm
must be informed by finance, operational, relationship,
and marketing intelligence. You would not open up
an office in Paris if you did not have the experience,
relationships, and potential client base to start there.
CRM and the management of the system is an essential
component of developing that strategy.
To warrant the adoption of any technology, it must meet
specific criteria. How does CRM fit into these criteria?
As noted previously, it has to meet the needs of the
firm and the individual. It also has to improve current
processes. Most importantly, it has to be simple! No
lawyer wants to take on some advanced process without
the clear understanding that it will help them financially
and make their lives easier.
In your latest blog, you spoke about the frustrations
being felt in the M&A market. Using this as an example,
how can the new technology of CRMs improve this?
There are a few firms that have been gobbling up other
smaller firms to expand and expand. That’s a good
strategy if the connections and reasons to expand are
there. However, in many cases, this is simply not the case.
The firms that are merging are not necessarily compatible.
The ability to compare relationship intelligence, client
bases, and experience intelligence is a primary step to
finding the right merger partner. Many other areas of
review are needed (financial, culture, conflicts, etc.), but if
there are not clear compatibilities and avenues for growth
derived from the CRM review, then the potential merging
partners should cease discussions immediately.

The first value is simply organisation. There are so many
names, dates, places, and stories to remember that all of
us need assistance in achieving that organisation.
The second value is the removal of frustration for the
clients. When lawyers think of a CRM today (right or
wrong), many think events and mailing lists. Nothing
can annoy a lawyer more than their client being included
or excluded on correct events and mailings. Proper
adoption of the CRM processes can ensure your clients
are getting involved with the right pieces
of communication.
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Russ Haskin

Director, Business
of Law Consulting,
Wilson Allen
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How To Build the Strongest
Implementation Team:
Whom To Invite and Whom
To Avoid
You’ve done your homework and chosen new software. The minute you start thinking
about moving forward, you should be thinking about your implementation team. Whom
you choose to fill key roles and responsibilities can have a major impact on the outcome
and ROI. Here are tips for forming the strongest implementation team, based on my
experiences working as a project manager on hundreds of software implementations.
Start at the top. While everyone’s input is valuable, every
project has to have a major decision maker. You need a
captain of the team, if you will. This person has to be a
good communicator who has the respect of co-workers.
Not only does this captain need to provide strong
leadership, but he or she must also be able to rally the
troops and champion the message of why your firm is
pursuing this effort.

or desire to try to figure out the best way to make things
more efficient. And once the new system goes in, it
becomes a level playing field. The people who had all the
knowledge for all those years are now on the same level
as people who may have been there for a year or two or
less, so appointing people based on their history may be
of little value.

Around the captain, you’re going to have a core group
of people, including a project manager, a representative
from IT, and managers from each of the major functional
areas in the business. This core team has to be able to
work well with an extended group of people in the firm to
gain their input on how the new system is set up. They’ve
got to do the due diligence and research, so they can
communicate back to the captain on the best approach
for the firm.

You want people on your core team who are going to
bring fresh energy and perspective to embrace change.
If someone’s role in an upcoming project isn’t as large
as they had expected, it can cause concern and even
panic. People will question if they’ll have a job at the
end of the project. To reduce this anxiety, there has
to be clear communication about the purpose of the
project and everyone’s roles in it. Be very specific with
each group – your core group, your extended group,
and your end users.

Be objective. When choosing members of the core
group, I’ve seen firms work really hard to not hurt the
feelings of co-workers. They’ll choose team members
based on longevity rather than who would be the best fit.
They’ll say, “Well, this person has been at the company
for 25 years, and so they know everything.” The reality
is, that person may have been working a certain way
for so long that they may not have the flexibility to
embrace something new. They may not have the energy

“You want people on your core team
who are going to bring fresh energy and
perspective to embrace change”

Everyone plays an important role; make sure everyone
knows what their role is.
Be clear about expectations. Being a member of a largescale implementation team is not an easy task. It adds
another job to an already long and busy day job. Whoever
is part of the team needs to know that this can be a big
burden. It can mean that vacation days are limited, or
certain times of the year are off limits to go on vacation
because of the project or the person might have to stay
extra hours. It’s going to be stressful and overwhelming
at times. Therefore, choose your team not only for what
they bring to the project, but also for their willingness and
room in their schedule to own their responsibilities for the
life of the project.
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Managers need to make sure that they can clear the deck
for the team members to allow ample time for the project.
It’s important that everyone is on board with the project
from the beginning, supporting the implementation team
and spending the life of the implementation learning and
understanding how it’s going to make life better when the
software goes live.
Choose people who can stay positive. One of the most
important traits for your team members is the ability to
stay positive. The people who are chosen for the core
team have to communicate a positive outlook, even
when times are tough. They have to say; “We’re making
this change, we know it’s not easy, but we’re doing this
for a reason”. Negativity spreads like wildfire. It’s really
important that no matter how tough things get, or
whatever the roadblocks you encounter, that your core
team stays positive.
Pick the ideal number of participants. Is there ever an ideal
number of people to have on your team? More hands may
make lighter work, but too many can slow the process. The
more people on an approval committee, the more time it’s
going to take to reach a consensus about decisions. But if
the team is too small, it may place too great a burden on
each member.
One company I worked with had 15 people on the core
team and it was difficult to schedule meetings, stay
focused, and make decisions. Yet at another company,
15 people worked just fine. It all depends on how the
firm is structured and what makes sense for a given
project. The point is, you want to size it perfectly so
everyone is represented, so you can get everyone in the
room at the same time, and so they are able to focus
and make solid decisions.

Final thoughts
Your implementation team is really just a piece of the puzzle;
the outcome is always dependent on many interrelated
contingencies. But when you have the right team in place,
all of those other
pieces should come
together more easily
– especially if you do
your homework and
communication is solid
throughout the process.

Jennifer Hallett

Senior Director,
Professional Services,
Wilson Allen
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“When you have the right team in place,
all of those other pieces should come
together more easily”

Six Ways
to Engage
Attorneys
in the Use
of New
Technology
Law firms realise the greatest value
from new technology when users
actually use it – and use it well. How
can you accelerate the adoption of
new technology and the competency
of the more reluctant members of
your team? Here are six methods that
can have the greatest impact on a
positive outcome.

Apply Top-Down Pressure
We’ve all been motivated to take action
when there’s pressure from the top.
If you’re implementing an exciting
new CRM tool and firm management
absolutely embraces it, others will too. If
the managing partner quotes campaign
metrics in a meeting, every other
attorney is going to want access to those
metrics as well. When you get executive
endorsement, the desire to use and learn
new technology will quickly spread.
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Give One-on-One
Attention
Everyone has a different view of
technology. Technophiles in the firm
will readily embrace every new app and
gadget that comes along. Attorneys
who are always traveling, with 60-hour
work weeks and chaotic offices may
benefit from new technology, but they
can’t justify taking the time to learn to
use it. Other partners and members
of counsel would rather not even think
about new technology, let alone use it.
No matter the perspective, every
attorney can benefit from one-on-one
attention when being introduced to a
new tool. Techniques such as a screen
sharing session or a personal visit
can have remarkable results. If you’re
rolling out technology to overseas
locations or the offices are too far away
for a day trip, you can train a super
user at the office to perform training.
This level of client service may sound
exhausting; however, the impact can be
transformative and you will strengthen
relationships in the process.

Hold Internal Meetings
A great way to simultaneously
engage firm management and
also give personalised attention is
to present your new technology in
department meetings. If your firm has
a technology committee or leadership
committee of some sort, even better!
Giving presentations to a group
of attorneys is an effective way to
deliver training to a large number
of people. Also, with the committee
or department head in the room,
attendees are more likely to pay
attention. You can then offer to follow
up with personalised training for those
who desire it or need more help.

Engage Admins
I am sure most would agree that
administrative assistants are the
backbone of a law firm. If you need
your attorneys to know how to use
new technology and the technology
doesn’t contain confidential
information, it’s always beneficial to
train admins as well.
An administrative assistant is the
person an attorney will go to first
when he or she needs support. In
many cases, partners and
administrative assistants have worked
together for decades! Leverage the
influence of your administrative
assistants. They are powerful partners
(pun intended!) when engaging
attorneys in new technology.

Record Training Sessions
Remember the attorney who works 60
hours a week and never has time to
learn anything new? Recorded training
sessions can provide knowledge
transfer at a time, place, and pace
conducive to a busy attorney’s
schedule. Leverage the training
department (if you have one) to ensure
the recorded training is comprehensive,
thorough, and is delivered at a good
pace. Offer the recordings in addition
to the other techniques described
above so your attorneys have every
opportunity to learn new technology.

Leverage Relationships
Don’t underestimate the power of
personal relationships. At the end of
the day, you know your attorneys best.
Leverage your relationships throughout
the firm, as well as the tips above, to
ensure your technology rollout is a
success. New at the firm and don’t have
established relationships? This is the
perfect opportunity to build them.
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Redefining Business Processes:
Unleashing the Most Powerful
Tool of the Digital Age
One of the current most significant growth opportunities facing law firms is aligning
processes across traditionally separate departments. Why? Because aligning business
functions fosters an understanding of the data that supports those functions. The
result? Data-driven decision-making is strengthened. And make no mistake, business
intelligence is rapidly becoming the primary differentiator of a law firm’s ability to adapt
to unrelenting global, digital, and regulatory change.
Law firms positioning themselves to meet strategic
goals over the next five years will focus on three key
areas: business process alignment, a firm-wide data
management plan that is business process-focused, and
a business intelligence (BI) strategy enabled by customer
relationship management (CRM) technology.
1 What does successful alignment of a law firm’s
business processes look like?
• It’s visible. Everyone knows what the process is and
who is involved.
•

It’s in sync with the firm at large. There is heightened
awareness of the connections between and among
business functions and the firm’s strategic goals.

•

It’s accessible. Everyone is able to utilise and share
current information.

2. What data gaps should a law firm identify to inform
a firm-wide data management plan? These are the
top questions to answer:
•

What data is being captured (or not) and when?

•

If data is available at multiple points, when and for
whom is capture most beneficial?

•

Where do productivity drains or duplication of
efforts occur?

•

What data and metrics do constituents need to
receive (and in what format)?
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3. What characterizes a law firm’s optimal BI strategy?
•

The technology incorporates data across the
organisation, across the client relationship, in the
firm’s collective context.

•

Metrics are available via on-demand insights,
offering broad possibilities for understanding firm
performance, planning, and decision-making.

•

The driving technology, ideally CRM, is highly userfriendly and inspires proactivity.

Addressing the three areas above provides a law firm
with the ability to harness the most powerful tool
available in the digital age: a single source of truth.
Let’s turn to business examples that illustrate the
practical realities.

Seeing the forest and the trees
Firms’ administrative and legal departments work daily
to resolve parts of the same client/matter projects – but
function-specific processes are micro-focused and often
siloed. A classic multidisciplinary law firm project is that
of reviewing and determining whether to accept a new
client’s Outside Counsel Guidelines (OCGs). The firm’s
typical macro focus is to negotiate the best terms that
allow the firm to meet any obligations to which it agrees,
maximise ability to take on work for other clients, and
meet the client’s requests in a manner that fosters a
positive long-term relationship.
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“Addressing the three areas [of focus] provides a law firm with the ability to harness the
most powerful tool available in the digital age: a single source of truth”
Each department, however, is focused on its specialty
area, sometimes to the exclusion of the others. Without
deliberate process alignment, how groups work together
and how data is utilised is undermined. Contrast the firm’s
macro focus with the micro focus of staff and lawyers
reviewing OCGs:
• Ethics and conflicts: These onerous conflict terms
cannot reasonably be policed.
• Information governance: The records retention terms
are inconsistent with firm policy.

Business
Processes

• Finance: The client requires a discount off of standard
rates for the life of the matter.
• Client relationship attorney: Rejecting any of these
terms is a negative start to the relationship.
• Attorneys from a different practice area: Lack of a
transactional waiver will box us out of work.
• Marketing: The terms require consent to mention the
client’s name in e-alerts.
• Business development: The competitor language
affects some of our cross-selling efforts.

Customer
Relationship
Management

Keeping the spotlight on data sharing
Aligning business processes maintains function-specific
focus but raises the spotlight on how processes fit
together. Strategies include coordinating data capture
and using interrelated data across a wider spectrum.
For instance, in the example above, the data output to
the attorney could be streamlined by assigning a group
to spearhead collecting all business areas’ inputs. The
groups’ final work product, instead of siloed responses,
could be one unified response presented together with
recommended revisions and talking points. Final terms
would be memorialised and maintained in a central,
accessible location. Data capture and use serves both
micro and macro business needs.

Business
Intelligence

By aligning business processes, law firms keep the
spotlight on data sharing. Revisiting the OCGs example,
consider a typical data capture opportunity. Firms often
receive the first reference to a client’s OCGs within an
RFP. The downstream implications of not utilising that
information is significant, particularly given the business
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“Business alignment involves
a deliberate shift from siloed,
intersecting activities to more
collaboratively synchronised activities.
Knowledge is power”
deeper the knowledge and insights, the more revelatory
the business intelligence.

Rethinking standard approaches to
technology implementation
A firm’s choice of technology will determine the
depth and breadth of data mining possibilities it
may achieve. Firms already on the leading edge
of firm-wide data management may need only
to add enhancements achieved by augmenting
current systems with third-party software. Firms
whose systems do not support a transition to more
innovative, firm-wide use of their information will reap
many benefits from investing in CRM.

development and intake activities that continue between
submission of the RFP and client notification to the firm
of whether it will get the work.
• Ethics and conflicts: Without knowledge of the OCGs,
conflicts terms will not be considered as new work
is cleared on a daily basis; the opportunity to have
begun other client relationships with informed advance
waivers or courtesy notice specific to the RFP is lost.
• Client relationship attorney: Upon winning the
engagement, having to revert to the client with news of
potential or deal-breaker conflicts would be awkward
at best.

Regardless of the specific technology platform, the
best decisions will spring from focusing on context
and rethinking historic technology implementation
approaches. For instance, simply speeding up a
process does not eliminate its deficiencies. Nor
does optimising a subprocess ensure its integration
with business goals. As shown in the discussion
and examples above, the BI capability firms need
to harness in this digital age is not a one-time
investment in a technology fix. It is a commitment to
best practices that support decision-making in the
face of aggressively paced technological and global
change. It is business alignment-informed, datadriven, and CRM-enabled.

• Attorneys from a different practice area: Consent from
new and existing clients may be needed; now timing is
urgent, and some clients may be unwilling to provide
such consent.
As illustrated above, business alignment involves a
deliberate shift from siloed, intersecting activities to
more collaboratively synchronised activities. Knowledge
is power. Aligning business processes is an approach
that goes far beyond helping business groups avoid
tunnel vision. It adds richer and broader contexts and
connections to yield new knowledge and insights. The
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Under Pressure To Perform?
Add CRM to Your BI Equation
Professional services firms are under ever-increasing pressure to achieve performance
and profitability goals. Yet many firms are holding on to dated “Field of Dreams” business
models (i.e., if you build it, they will come). That approach may have worked for Kevin
Costner’s character in the 1989 movie but not so much in the real world.
It’s pure fantasy to think that to make more money you
just have to have more billable hours to offer clients.
Success in today’s environment requires greater focus on
identifying the most profitable work, winning that work,
and then helping clients succeed. To achieve this focus,
firms must extend the value of their business intelligence
(BI) investments to include different data sets. Specifically,
firms need to elevate the role of customer relationship
management (CRM) data.

Giving CRM the recognition it deserves
Historically, CRM in professional services firms has been
left to the marketing department to run with and use in
whatever way it saw fit. It was never really looked at as
intellectual information. That is changing.
CRM has reached a tipping point within professional
services industries. Firms are realising the significant
potential CRM represents for enhancing firm-wide data and
BI strategies. Give the right people the right information at
the right time to make the best possible decisions about
running the firm and meeting client expectations – and
firms have the best formula for success.

Unifying the data journey
There’s a lot of data that’s not being used by firms today.
Consider the opportunities lost. Do firms actually look
at that data? Probably not as much as they should. If a
firm has missed the chance to bring in a new client, does
it know why? If it does, can it leverage that information
so the next time it faces a similar challenge, it’s more
likely to win the work? The ability to prepare mashups of
disparate data sources will continue to be the hallmark of
any worthwhile BI solution.
Consider all of the information shared in email. Now
imagine mining it by using artificial intelligence across
the firm. For example, imagine someone who works in
a law firm sends a message about a client to either a
third-party counsel or an internal colleague. Maybe it’s a
real estate client and the word “litigation” is thrown into
the message; that should prompt an action that a litigator

may be needed and can be brought into the case. This
ability could deliver incredible value by enabling the firm to
be more proactive in servicing the client.
The onus is on firms to connect the dots on technology
decisions and investments to ensure that the overarching
data journey is unified. This means asking essential
questions. For example, if you change your practice
management system, can you access meaningful data?
Can you use that data? What happens if you change
your CRM system? Will that effort be treated as a siloed
project, or will it be connected to a strategy?

Raising your organisational intelligence
To develop a complete picture of your firm – its strengths,
weaknesses, and opportunities — your firm needs to
adopt an approach to BI that brings together all of the
disparate bits of information in an intelligent way – one
that tells the data story across the organisation, but one
that also captures more than just data.
It needs to capture intelligence about people, behaviours,
and how people work together from each phase of the
client life cycle; quickly analyse it; and share the findings
with key decision makers. Armed with that information,
you can affect meaningful and profitable change.

Jose Hernandez

Director of Business
Intelligence Product
Management,
Wilson Allen
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Elevating Client On-Boarding from an Administrative
Process to a Business Development Tool at Bevan Brittan
Engaging with a new legal advisor is an important moment for clients – and a significant
risk. The firm is viewed as an extension of the client’s reputation. At the beginning of that
relationship, there’s always a heightened sense of trepidation as change has happened either
because the relationship with the previous legal advisor has broken down, or they have a
major initiative that requires the legal advisor’s specialist skills to enable it to progress
Tim Bartlett, Director of Business Development and Marketing
at Bevan Brittan LLP, explains the significance of this process
for the firm as it brings on new clients. “To welcome and
on-board a client is an important first step to reassure the
client they have made the right choice,” he says. “This is
why the legal industry is increasingly learning from other
industries about how you can make the process seamless:
from ensuring the legal team is immersed in their client’s
organisational need as swiftly as possible, inquisitive in their
approach and building as wide a relationship as needed
across the organisation; to the administrative process of
fulfilling regulatory needs of setting up the first matter.”
Bartlett explains that financial services have invested for
decades in creating that “first impression” for bringing on
a new corporate customer and recognising the level of
investment required to win that customer. He has drawn on
his experiences in the banking industry to review the client
on-boarding process at Bevan Brittan. Rather than focus
purely on it as an administrative process to get matters
opened, the firm now focuses upon it as the beginning of
developing an excellent business partnership.
The retail and commercial bank where Bartlett had worked
previously, had invested in customer research and identified
key milestones within a new customer’s expectations of when
accounts should be opened, when their relationship manager
should be fully on-board with how their business worked,
what they required, and the moment of reflection that they
had made the right decision to switch banking providers.
“Within the first couple of weeks, client viewpoints have been
formed, within months, those views have been cemented, and
potentially within a year, decisions have been made whether to
review their banking arrangements again,” he explains.

work in that way, and ask those dealing with the day-to-day
delivery what they think can be improved upon for the good
of the client or customer”.
In terms of the transformation of Bevan Brittan’s client
on-boarding process itself, the team began by looking at the
client engagement letter to find ways to distinguish between
client and matter engagement, providing a welcome that sets
the right tone as well as fulfilling their regulatory requirements.
Making the most of CRM in the on-boarding experience
A good client on-boarding experience means that clients feel
their legal advisor has made all efforts to understand their
business to enable horizon scanning within their market, who
needs what support within their leadership team, and the law
firm clearly knows how they are to receive instruction within
the client’s own governance arrangements. All these factors
form the basis of good client relationship management with
a single source system to capture this knowledge.
Bartlett sees CRM as not being the solution to all problems
or something separate to this effort. But if CRM is used well,
it becomes an additional member of the team. “It does so
by prompting actions and becoming the trusted repository
of data that informs relationships,” he explains. “Ultimately,
it becomes the place where all of the intelligence about the
client relationship is
held – and the place
that lawyers naturally
check first.”

Reinventing the on-boarding experience
At Bevan Brittan, the focus is on the client experience first
and then operational efficiencies. The firm is ensuring
lawyers are notified throughout the client opening process to
take necessary action, or informed about progress to enable
them to proactively manage the process with their client.
Bartlett says, “As businesses develop, it’s always important
to challenge where processes have originated, why we
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Effective Client Engagement
Suki Sahansara, Director, Customer Success, Wilson Allen and Kat Kocurek, VP
Marketing, ClearlyRated, spoke to Modern Law about why firms must be more strategic
in their approach to CRM and the importance of client feedback. They discussed how law
firm clients are more demanding than ever, expectations are higher, and competition is
increasing from alternative legal service providers.
What does your current role at Wilson Allen
involve?
Suki: Ultimately, it is client care, but without necessarily
focusing on a successful project being delivered.
Customer Success was a new initiative within Wilson
Allen, with executive buy-in. The first activity was to
commence a client feedback program that resulted in
our partnership with ClearlyRated. They have a track
record of guiding firms through a client feedback
program, with the added benefit of capturing Net
Promoter Scores (NPS) that allow our services (as
rated by our clients) to be measured and ranked across
leading services industries. The survey program also
easily allows our clients to provide testimonials that
are pre-approved for sharing on social media. I am
delighted to say that we achieved world-class ranking
by December 2019 – a huge accomplishment whereby
the majority of our clients surveyed gave us a 9 or 10
(out of 10) for our services. That said, and despite our
perception of our relationships with clients, not all the
feedback was positive – we put more emphasis on any
negative feedback as it flags client retention concerns.
We focus on listening to those concerns and work to
make process improvements to avoid repetition of the
bad experience.
I also started a user group for one of our product lines
(Proforma Tracker) – providing a forum for our clients
and prospects to share information and best practices
for implementation and adoption and, frankly, to help
each other answer the inevitable “what do other firms
do?” question.

“CRM is a place that feedback data can
be stored, ideally to make that feedback
more accessible and impactful for
attorneys and client teams that are
trying to impact the client experience”
Kat Kocurek

What is your relationship with Wilson Allen?
Kat: I was introduced to Wilson Allen after Norm Mullock
(Wilson Allen’s VP of Strategy) attended a webinar that I
presented back in 2018. I was sharing our latest research
into how people buy legal services and also presenting
a framework for how law firms might implement a
customer feedback program. Wilson Allen very quickly
saw the value that a measurable, scalable approach
could bring to their law firm clients. We worked out a
trial where they were able to run their client satisfaction
program through the ClearlyRated platform, both as a
way to test our software and to validate the approach
before recommending it to their client base. Since that’s
happened, our collaborative efforts have skyrocketed.

Of all the channels used to collect data,
which is the most important for effective
client engagement?
Kat: Client engagement increases when law firms
can provide consistently remarkable experiences to
their clients. While I wouldn’t say there is a single most
important method, one thing is critical – it has to channel
actual feedback from actual clients. Too often, firms
make dangerous assumptions about the experience
clients are having, and the only true source of truth is
directly from those clients.
Many firms who have client feedback programs are using
in-person interviews. We strongly advocate for those
programs – as they provide tremendous depth in key
accounts, but there are some gaps when relying solely
on them as your source of truth. Interviews are timeintensive and generally only happen with a portion of (toptier) clients. This limits the ability for firms to understand
how the full breadth of their client base experiences their
services, as well as how prospective clients perceive the
brand, practice area, or given lawyer. By not asking for
feedback from as many clients as possible, firms are
blind to revenue that may be at-risk, miss opportunities
to cross-sell smaller accounts, and may be unaware of
negative brand implications of a
bad experience.
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“Ultimately, a CRM is a means of having a 360-degree view of the client…”
Suki Sahansara

It’s incredibly difficult to take information gleaned from
an in-person interview and make it actionable beyond
that single client relationship. In many cases, the value
of that feedback doesn’t scale beyond that account. It’s
not uncommon for the pages of notes taken from client
interviews to sit dormant in a database without any
oversight or accountability about how it’s used or what
actions are implemented from it. We encourage these
firms to imagine what an interview program would look
like augmented by a digital, measurable client feedback
system. So, in addition to the qualitative data that helps
attorneys build deeper relationships with their top-tier
accounts – what if those lawyers could also understand
how they are perceived by their entire client base? What
specific behaviours can they improve that would benefit
the client experience overall? And what lessons they
may be able to glean from other Lawyers or practice
groups to do so? We try to get them to imagine what
it would be like to have a full picture of the health of
that relationship in a single look. That’s the power of
quantifiable, actionable feedback that NPS offers.
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Are law firm clients becoming more demanding
than ever – and are their expectations higher?
Suki: The increasing wealth of technology solutions
becoming available and the need for law firms to remain
competitive while driving growth and efficiency, means
firms expect more from their technology partners. They
expect a partner to have working experience with the
firm’s chosen tools. They also want to be able to then
integrate those solutions and improve adoption rates
while enabling the lawyers/fee earners/attorneys to have
a seamless experience of engaging with their clients.
Whilst intelligent automation is increasingly becoming
a key initiative for most law firms, many have not
invested in new technologies yet still expect to deliver
the same seamless and well-informed services to their
clients. These are all areas of focus for Wilson Allen.
We continually evolve to stay current with our clients’
changing needs so they can keep pace with the changing
competitive environment.

INTERVIEW

What role does client feedback play in creating
a successful CRM platform?
Suki: Ultimately, a CRM is a means of having a
360-degree view of the client – conversations, sales
activities, and participation in events that we organise.
The client feedback survey program is focussed on a
few simple questions that ultimately look to measure the
client’s overall experience of engaging with us – not just
centred on price, product, or services. Whilst we all would
like to think that our clients have had a great experience
of working with us and will continue to engage with us,
our surveys enable clients to tell us what they think.
Surfacing their feedback within our CRM ensures that all
our employees are aware of the client’s experience. This
insight drives positive conversations and behaviours – be
this our responsiveness, ability to scope projects, price, or
to just proactively instigate conversations to understand
better why the client has not had a positive experience
and taking appropriate steps to correct the situation.
Further, making any freely provided testimonials available
is very telling about the client’s perception of our
behaviour – it gives us confidence that we are unlikely to
lose the client. This all-round view enables us to improve
the overall client experience in every contact we have
with the firm – we have to be consistently great or risk
losing them!

How are strategic client-relationships becoming
a new area of focus for legal marketers and
business development professionals?
Kat: The client experience holds an immense amount of
value for law firms. It impacts the brand and reputation
of the firm, practice groups, and individual lawyers; it
impacts revenue retention and account growth, and
it also affects the firm’s ability to win new business
with prospective clients. I believe that legal marketers
and BD professionals understand this dynamic and
the opportunity it presents. Where I currently see
them focussing – is how to think systematically and

strategically about it, and also how they can mobilise
the lawyer at their firm to take impactful action. I expect
the “how”, behind the “why” to become a larger area of
focus as the industry gets aligned around the way that a
systematic approach to the client experience can impact
brand, revenue, and even culture positively.

How is client feedback gathered through
CRMs, and how important is it in measuring
a firm’s success?
Kat: CRM isn’t “how” law firms gather feedback. Instead,
CRM is a place that feedback data can be stored, ideally
to make that feedback more accessible and impactful
for lawyers and client teams that are trying to impact the
client experience. Feedback MUST be part of a broader
data strategy, and when it’s thoughtfully incorporated
into CRM, it can have a significant impact on the value
of the data itself. Nevertheless, it would be a mistake to
think that a CRM platform is going to help you gather
the actual feedback. That needs to be done through a
dedicated client feedback system like ClearlyRated.

Can client feedback fuel client engagement?
Suki: We strongly believe so! Our focus is on improving
the client experience, regardless of whom clients speak
with and why. Providing a means for clients to give
their feedback, both positive and negative, is the first
step in that clients want to be asked for feedback – it
demonstrates that we wish to have honest discussions.
Giving clients the means to provide candid feedback,
showing them that we are listening, and (most
importantly), being seen to be acting on their concerns
improves relationships with our clients. There is an
increasing number of reports stating that by asking
clients for their feedback, this drives brand loyalty,
retention, and referrals.

Suki
Sahansara
Director of
Customer
Success,
Wilson Allen

Kat Kocurek

VP Marketing,
ClearlyRated
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The CRM system is used primarily by the Mintz’
business development team, which shares information
with lawyers when they need it. A handful of lawyers have
direct access to the system including robust dashboards
that allow them to track clients, prospects, experience
entries, and sales activity. Mintz has deliberately rolled
out access slowly. “Rather than force the system on our
lawyers, we provide access to those that seek it,” Fowler
says. “This approach seems to be working well and
encourages our lawyer users to become almost like an
internal sales force for our CRM system to other lawyers.”

Sharing knowledge and meeting client expectations
In addition to supporting business development activities,
Mintz uses its CRM as a tool to meet client expectations.

“Clients expect firms to understand their industry so that
they’re able to provide business and legal advice in the
context of what’s going on in their industry, which takes
time,” Fowler says. “Our client invests their time informing
legal counsel. If we bring a new associate into the matter
or a new partner in from a new practice area, they need to
come into the relationship with a high level of understanding,
so the client doesn’t have to repeat themselves or pay to
bring someone else up to speed.”
Fowler believes that’s a real value proposition for CRM –
using it to bring others up to speed. “Clients care about
efficiency. If they know that we’re capturing everything
about them and making it easy for people in the firm to
access their preferences, that’s a benefit,” she says.

“Through a collaboration with Thomson Reuters, we have what I consider a truly highfunctioning, valuable, and useful tool. It has become the lifeblood of our go-to-market
strategy”
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Raising the bar on client experience management

Looking back and looking ahead

Having a client-centric mindset has been part of Mintz’s
culture since the firm’s founding in Boston more than
eighty-five years ago. Today the Am Law one-hundred
firm with five-hundred attorneys and a global reach has
applied lessons learned from clients to create innovative
programs to enhance client service.

In the past, marketing typically only had ownership of
the firm’s website. Everything else was in IT’s world.
But the tide has changed, and marketing and IT are
more integrated than ever. At Mintz, Fowler manages a
dedicated marketing technology team that works closely
with IT every day. While her team still owns the website,
it also has vital members, including a data analyst who
maintains the integrity of data and a statistics analyst who
looks at the data to make sense of it and to determine how
to act on it. A marketing technologist identifies ways to use
technology and data to continually advance the firm’s sales
cycle and the client relationship management cycle.

The firm had been conducting client interviews for the past
ten years. Results have been consistently positive, with
overall scores showing a best-in-class level of service. To
continue in this tradition, the firm analysed the survey data
to look for opportunities for improvement. “We’ve always
been concerned about client satisfaction and have had
client teams for a long time,” Fowler says. “But we realised
that to stay at the top of the pack, with everyone getting
more and more focused on client service, we needed
to make sure that we are consistent across the firm
around the delivery of client service. And the way to get to
consistency is through training and education, so everyone
is operating at a higher level.”
To support this objective, Mintz launched its Client Service
University in 2019. Each quarter, the firm brings in subjectmatter experts to lead focused sessions. Training started
with the firm’s management committee and its policy
committee. “A pricing expert talked about how to use
pricing to deepen relationships and engage clients further.
A communications expert offered guidance on improving
pre-kickoff meetings, post-matter reviews, and role-played
how to handle difficult conversations about matters
that don’t go well or if the client doesn’t like a particular
associate,” Fowler explains.
The sessions included topics such as delighting clients by
identifying simple steps and actions to build relationships.
“We did value-add exercises and idea generation activities
to train the lawyers to be more client-centric,” Fowler says.
“While these actions don’t tie direct directly to our CRM
system, it does tie into the concept of understanding our
clients. It helps our attorneys focus on what our clients
want and need and teaches them to become more skilled
at building relationships.”

“We just created a new mobile app that allows us to
access all of our centralised client intelligence. Any
lawyer can pull up the name of a client and see anybody
in the firm who knows that person, the strength of that
relationship, our most recent pitches, and the most
recent pieces of experience that have been entered into
the system,” Fowler says. “We’re better prepared, more
engaged, and better informed. Because we understand
our clients better, know what they want, and know who
they know, it’s easier for us to serve them.”
Looking ahead, Mintz plans to transition to a new CRM
system because of the sunsetting of BDP, but it has
decided to expand that conversation beyond CRM.
“We’re going to be taking a very holistic approach to our
transition,” Fowler explains. “Finance has its system, we
have ours, and yes, they talk to each other. But we’re
going to use this as an opportunity to do a full audit of
our data sources to optimize how we’re capturing, storing,
maintaining, and then exposing data. Our goal is to use
our CRM transformation to benefit the entire firm.”

About two-thirds of Mintz’ partners have completed
training so far. Once all of the partners have been trained,
Mintz will focus on associates.

“Clients care about efficiency. If they
know that we’re capturing everything
about them and making it easy for people
in the firm to access their preferences,
that’s a benefit”
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Closing the Loop on the
Client Life Cycle
Norm Mullock, VP, Strategy, Wilson Allen, discusses future-proofing the law firm by
using client life cycle data more effectively to stay in tune with an ever-changing
competitive landscape and customer base.
Could you tell us a little about yourself and your role at
Wilson Allen?

Before we speak about “future-proofing the law firm”,
are you able to put the challenges faced into context?

I’m a 20-year veteran of technology in the legal and
professional services markets, focusing on helping firms
make better use of data, especially business intelligence,
and integrating operational data flows. Broadly speaking,
my role at Wilson Allen is corporate strategy, which gets
delivered in a number of different threads to help create
tailwinds on the growth of our services and products
especially. About the time I joined the company, Wilson
began a transition from being primarily a services vendor
to focus more on introducing solutions it had developed
in-house to the market.

I believe the number one challenge that professional
services firms have when futureproofing themselves,
is the increased difficulty in growing. A lot of firms have
had to deal with many issues such as having a flat or
declining demand curve for legal services, customers
taking more and more work in-house, increased rate
pressures, and the impact of non-traditional providers like
the “Big Four” getting into legal services.
The “Big Four”, for example, are well run, they have lots
of resources, very good corporate governance, and have
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“Fundamentally, firms need to have an information governance strategy including
master data and data governance, analytics, and data quality”
access to broad customer bases and global networks.
Consequently, this means that the average law firm faces
a reasonably daunting task to figure out how it’s going
to continue to grow. These firms have the opportunity to
do that by professionalising their business development
approaches, investing more in marketing technology, and
by figuring out what it is that they do well to create a real
competitive advantage.
Historically, the technical investments into a law firm
have centred around either the delivery of legal services
or the financial management of the firm – whilst underinvesting in the business development side of things. We
believe this is now changing dramatically.
One of the reasons we merged with Stanton Allen is
because of a very significant wave of change only just
beginning in the industry. Firms are not just investing in
business development technology; they’re reorienting
the firm to focus heavily on business development
and winning new work. You can see that not only on
the business development side of things but with the
increasing frequency that business development goals
are dominating lawyer’s goals.
What can firms do to prepare for today’s changing
business landscape?
I believe what firms need to focus on is the continuum
of the client life cycle. There are a lot of ramifications to
the siloed way that some firms manage things. By this,
I mean having both siloed data and siloed departments.

To tackle this, the finance and IT parts of the firm need
to collaborate more readily on areas surrounding the
adoption of enterprise-wide analytics. Though the
traditional areas of analysis (e.g., profitability) are vital,
bringing the business development and the client
feedback pieces into the loop is something that is as yet
to be accomplished by most firms.
Business development and marketing tend to operate in
a relatively siloed environment. They’re unaware of party
relationships identified during intake and of decisions
that are being made in intake, so they’re still potentially
marketing to people who have been eliminated as potential
clients by risk (or should be). Most firms today still haven’t
adopted a formal client feedback program, meaning there’s
very little understanding of whether or not the firm is
pleasing its clients. Yes, the clients are paying the bills, but
are you winning their hearts and minds, are you building
up a strong lifetime value? Are the experiences that the
lawyers had in delivering value to the clients being shared
in ways that the business management team could use
them? And similarly, are there opportunities to engage
further with clients in a timely fashion?
If you think about where where other industries have
moved as it relates to client centricity and customer
success management, I believe one of the keys to
success for the legal industry going forward is adopting
those same disciplines.
What are the advantages of closing the loop on data
throughout the client life cycle?
I believe there are tactical advantages, as well as strategic.
The strategic advantage is that you’re going to be better
at your business, you’re going to know where to go with
your business, what you do particularly well, how to price it,
how to deliver it, and so forth. That’s what I would call bigpicture advantages, and they are fairly obvious.
Nevertheless, there are a lot of tactical benefits, too. The
reality is that customers expect to have their feedback
solicited. So, if you’re not asking them how you did,

“bringing the business development
and the client feedback pieces into the
loop is something that is as yet to be
accomplished by most firms”
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you’re already putting your clients off. Your risk team
is investing in data sources around things such as
corporate-tree relationships, or private equity holding
relationships. They’re doing a whole bunch of relationship
discovery around the clients to do a risk assessment. The
problem is very few firms actually feed that information
back to their marketing teams. Therefore, when
marketing is figuring out who knows whom, they’re doing
discovery work all over again because they don’t have
access to the tools or information collected during the
risk assessment process.
Knowing what you know now about the industry, how
exactly would you advise firms to do things differently
going forward?
Fundamentally, firms need to have an information
governance strategy including master data and data
governance, analytics, and data quality. They need
to have workflows identified as the authoritative
source for information – not have duplicated manual
data entry. Firms need to have an MIS strategy that
isn’t just about the data in the PMS, or the financial
management system, but instead has a view towards
the essential elements of measuring performance
beyond financial metrics.
It is then the firm’s job to take advantage of some of
the technologies, whether it’s things like more agile
analytic development or machine learning for spotting
data trends and opportunities. I believe it is all of those
things that help move the firm faster and faster and into
a good position for the future. Nevertheless, it must be
emphasised that this can only be done once a firm is able
to have an understanding of the current state – and the
definition of the future state – for firm data.
How can law firms identify where data exists that can
be leveraged elsewhere?
Part of it is inward-looking and part is outwardlooking. The inward-looking part is such that you can
periodically revisit the different applications you have
either in-house or data sets that you’re tackling. You
can use some of the tools that have advanced to make
playing with the data, doing that discovery, applying
some data science, etc., much easier. It used to be that
to assess other data systems or silos you’d warrant a
sort of “architectural exercise” with your warehousing
effort that’s not needed anymore.
You can also engage the market to find out what other
people are doing – that can be through a vendor like us,
or through your networking with peers. In my experience,
firms are pretty happy to share information that relates
to foundational infrastructural elements, but perhaps

“Most firms today still haven’t adopted a
formal client feedback program, meaning
there’s very little understanding of
whether or not the firm is pleasing its
clients”
not the information that ties directly to their business
development strategies.
Wilson Allen have announced a number of strategic
partnerships – what are you trying to achieve, what
are the challenges of remaining agnostic while also
doing implementations?
Our strategy for partnerships is to go where the
market takes us and to focus extensively on making
our customers’ technology decisions successful.
We have practice management, CRM, and business
acceptance resources, and the whole general backoffice workflow side of things is in place. Matter
management or case management is really interesting
to us. Several technology vendors are looking to us to
help them grow their customer base. It’s the inverse of
the way that things used to be, where there were fewer
technology companies and they were bigger. They had
an ecosystem of services providers, and they tended
to be reasonably small shops. We’ve now achieved
a scale where that’s inverted with firms recognizing
the value in a partner who can serve a firm’s entire
application ecosystem.
Technology vendors look for services partners that
can scale with demand, can be trusted with their
customers, and in fact, can help them go to market
faster by providing access to an existing customer
base. When our customers look to new technology,
they expect us to support them. Partners see that as
a potential win for them because they won’t have to
invest in as large a
services team, and
they can deliver a
consistent experience
to their customers.

Norm Mullock
VP, Strategy,
Wilson Allen
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McMillan LLP: Using CRM to
Enhance Business Development
McMillan is a leading business law firm serving clients across key industries in Canada, the
United States, and internationally. The firm offers solutions-oriented legal advice in major
business sectors through its offices in Vancouver, Calgary, Toronto, Montreal, and Hong Kong.
Aside from the legal advice McMillan provides, the firm
also prides itself on its thought leadership activities,
offering many knowledge-based seminars to clients
and prospects. These events are crucial networking and
relationship-building components of the firm’s overall
marketing and business development strategies. The firm
realised that its business development efforts could be
most effective if it was reaching the right audience. What
it needed was a customer relationship management
(CRM) platform that could capture data about customers
and prospects to inform its mailing and invitation lists,
allowing the information to be tailored to recipients’
scope of business and interests.
Putting “who knows who’ info in one place
McMillan wasn’t totally without a CRM system; in 2017,
the firm had implemented an interim CRM system in
order to meet the compliance deadline of Canadian AntiSpam Legislation (CASL), which required businesses to
obtain permission for all contacts they send marketing
related email to, regardless of when the contacts were
acquired. McMillan knew at the outset that this was a
temporary solution and that it would need to replace it
with a more comprehensive CRM system in the near
future. The limits of the interim solution were many:
it was not centralised in scope, nor was it open to all
members of the firm. Only the marketing department
was using it, primarily to maintain CASL consents for
list management. In the meantime, all of the firm’s
offices throughout Canada and in Hong Kong were still
maintaining separate contact and prospect lists.
“An important feature that was missing from our CRM
program was broader access to “who knows whom’
information. When our lawyers were reaching out to
contacts, they had no way of easily seeing where existing
relationships were in order to turn a cold call into a
warmer one,” explains Suzie Williams, national director
of marketing and business development at McMillan.
“There were many emails going around the firm with
people asking, “Does anybody know someone at such
and such organisation?’ People had to wait for their
colleagues to respond, whereas if they had access to the
right CRM system, they would have that information at
their fingertips, much more quickly than the time it took to
send out an email and wait for replies.”
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“Information has so much power. Now our
lawyers are able to see what clients’ and
prospects’ areas of interest are and create
cross-selling opportunities”
McMillan needed not only a contact repository, but a
system that would allow them to truly take advantage of
the relationship management aspect, and capture and
share information regarding who was meeting with whom.
It wanted to bring the tools and information from its interim
solution into a central CRM system that could be easily
accessed and updated by all licensed members of the firm.
“It’s a very competitive marketplace, and we’re not only
competing with other law firms, we’re also competing
for our audience’s time and attention. That’s why the
relationship management capabilities of a CRM platform
are more important than ever,” Williams adds. “Our
lawyers are operating across industries, practice groups,
and offices, so they’re busy in terms of their outreach.
But without a tool where we can record prospective
visits and results, we run the risk of not maximising
our opportunities. It’s also important from a reputation
perspective to synchronise our prospecting efforts,
improving our ability to see what both our left hand and
right hand are doing.”
Choosing a CRM partner
When it came to choosing a partner to help the firm
identify and implement the best CRM solution for its
needs, McMillan turned to Wilson Allen.
“We didn’t consider working with anyone else because Wilson
Allen had successfully delivered on the temporary CRM project,
which was pretty large in scope and had a highly pressured
time frame,” Williams says. “They had spent a lot of time with
our original data set so they understood our business very well,
and they have a deep understanding of the legal industry in
particular. It was a really good team environment; I felt like they
were more of an extension of our firm rather than just a vendor
consultant. They were clearly on our side with helping achieve
our objectives from a CRM system.”
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In order to identify the best CRM platform for this effort,
Wilson Allen supported a needs assessment that involved
interviewing the firm’s lawyers and staff from across the
country. The interviews revealed just how massive the
project would be. It would need to consolidate within
one system, not only the data that was already in their
interim CRM solution, but also data from marketing lists
in other offices, lawyers’ individual prospect lists (that in
many cases were offline in their own spreadsheets or
databases), as well as business contacts in Outlook.
Executing a successful data strategy and migration
After considering several options, McMillan chose In-app
OnePlace, believing it would best meet McMillan’s needs.
But choosing the right solution was only part of the overall
CRM equation. Next was how to tackle its data. “We knew
that no matter how great the platform we launched would
be, if the data wasn’t at a high level of integrity, it wouldn’t
be useful to our lawyers,” Williams adds.
McMillan looked to Wilson Allen to provide direction
on its data strategy, which involved choosing and then
cleaning the data that would be migrated from the
interim system to the new OnePlace system, to make
sure that it was all accurate and up to date.
McMillan had an enormous amount of data, in
excess of 200,000 records. It knew that many of
those records were likely outdated, didn’t have
CASL consent, or weren’t high priority. Wilson Allen
performed a data audit to choose and clean the first
100,000 records to be migrated to the new CRM
system. To do this, Wilson Allen’s CRM team built
a tool for McMillan that used six different levels of
prioritisation as criteria for choosing the first set of
data. The remaining data would be held in a “sandbox”
for cleaning and migrating in the second phase of
the project.
To supplement the automated data selection tool,
McMillan also hired a group of data stewards who would
be responsible for manually reviewing the data records.
Wilson Allen trained these data stewards on the criteria
for selecting and cleaning data.
Aside from bringing data across to the new system,
Wilson Allen provided the tools to maintain the integrity
of the data as well as integrate new contact lists as
people joined the firm. Now the firm has a sustainable
process to maintain the data, add to it, and modify it
on a regular basis. Wilson Allen also created a tool to
selectively migrate information from the “sandbox” data
that wasn’t included in the original 100,000 records.
Enhancing the functionality with add-on solutions
To further tailor the new CRM system to meet the firm’s
needs, Wilson Allen helped McMillan identify compatible
add-on solutions. “Wilson introduced us to other vendor
partners they had relationships with that could make the
new system even more valuable,” Williams explains. The

firm implemented an emarketing platform that allows
McMillan to market itself through email and other digital
tools. An additional tool quantifies the volume of email
interactions between McMillan’s lawyers and their contacts
and rates those contacts by strength of interactions. A
news alert system was activated in the CRM so that
McMillan’s lawyers can monitor news alerts and be
proactive about contacting clients when issues arise that
may call for McMillan’s assistance.
Finally, Wilson Allen also provided McMillan with
several opportunities for idea exchanges with other
law firms who had also implemented CRM systems.
Wilson Allen facilitated consultations for McMillan to
consult with some of its previous CRM clients at various
stages along the way to see how they had handled
different parts of the process. Wilson Allen also invited
McMillan’s marketing department to attend a forum
it hosted for various law firms to share their CRM
implementation experiences.
From limited to limitless CRM
While Phase 1 involved an agile approach to setting
up the basics of the CRM system, Phase 2 is now
underway to extend functionality and continue increasing
engagement of the platform. In addition, a client
feedback module will be explored to support client loyalty
and retention efforts.
Williams says that one of the most positive results of
the new CRM system is that now CRM has evolved from
being an activity that was limited to only the marketing
department to an effort that now includes firm lawyers,
law clerks, paralegals, and legal assistants who also have
relationships with clients and prospects. In doing so,
McMillan is truly reaping the benefits of a CRM system.
“When marketing is the only gatekeeper of a CRM
system, it limits its benefits,” Williams adds. “Information
has so much power. Now our lawyers are able to see
what clients’ and prospects’ areas of interest are and
create cross-selling opportunities. There’s already been
quite a bit of knowledge sharing in a very short time.
That’s where CRM is so valuable in building stronger
relationships with existing clients and establishing
relationships with prospects as well.”

Suzie
Williams

National Director,
Marketing & Business
Development,
McMillan LLP
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SUMMARY

Closing Summary
Businesses everywhere are redefining how they go to
market. Law firms are no exception – and they’re working
very hard to figure out how to do this well to face business
challenges such as:
• Increased competition from traditional law firm
competitors, but also emerging competition from
other sectors
• Clients that are more demanding and are focusing
on the value that they derive from advisors beyond
legal advice
• Leveraging your experience and institutional
relationships to innovate and exploit new opportunities
and drive profitable growth
To keep pace with changing market dynamics, firms
must innovate how they use information, knowledge, and
technology. Three key areas where firms can concentrate
their efforts more strategically are business development
and acceptance, business operations and billing, and
business intelligence and performance:
• Business Development and Business Acceptance:
Firms are going to have to focus more on business
development and client success – not just utilisation,
realisation, and margin. Firms are now tasked with
using data to provide insight into clients, targets,
and opportunities. It’s becoming much more of a
multidisciplinary effort, drawing data from a wide array
of systems. As such, firms need to adopt a new way of
using CRM to not only enhance client services but also
fuel business development.
Business acceptance will shift from a purely
administrative task to become one step in the overall
client journey. The most successful firms will connect
intake to overall account planning processes to help
ensure the relationship continues after a matter
is closed. Collecting client feedback will grow in
importance as a means of gathering intelligence to
enhance the user experience and tailor outreach efforts
to nurture and build the relationship.
• Business Operations and Billing: To heighten efficiency
and profitability, firms need to get better performance
out of the software it chooses and uses – and the
people who use the software. However, with the rapid
pace of technology change, it can be difficult for firms to
navigate this changing landscape. The most successful
firms will be those that embrace ongoing technology
innovation to stay relevant, competitive, and profitable.
Firms need to digitally transform cumbersome business
processes across all areas of the business. However,
billing processes are a particular area of focus. Finance
teams are facing greater pressure to prepare compliant
invoices more quickly to meet client expectations but
also to avoid invoice rejections and payment delays.
• Business Intelligence and Performance
Measurement: Business intelligence will become an
ever more critical discipline, albeit in different directions.
Client/matter profitability is no longer the endgame but
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foundational. Firms will continue to be pressured to
price matters nimbly and non-traditionally.
CRM, business acceptance, and client feedback data
will need to be incorporated to paint a complete view
of performance. The widget battle is behind us, and
Microsoft Power BI has won. Content is king.
To put it plainly, firms need to evolve. By aligning
software and drawing data from a wide array of
systems, firms can manage the full life cycle of client
engagement more effectively to strengthen relationships
and run more profitably. Those that keep systems, data,
and processes in silos are missing out on opportunities
to enhance performance.

Taking a multidisciplinary approach to
business management
Helping firms adopt a multidisciplinary approach
to business management is right in Wilson Allen’s
wheelhouse. Bringing together systems and data has an
inherent complexity that requires more than a cursory
knowledge of software and business processes to
tackle with any finesse. Our team has worked deep in
the operational and technical trenches for many years,
across industries and hundreds of client engagements.
No other business can offer our combination of skills
and expertise to help firms stay current with evolving
market pressures and demands.
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Wilson Allen brings together a team of a highly
respected business and technology experts following
the completed merger of Wilson Legal Solutions and
Stanton Allen in 2019. We offer professional services
firms unprecedented software, strategic consulting, and
technical expertise to strengthen business performance.
Our specialized expertise enables firms to use data and
software more effectively to build stronger relationships,
work more efficiently, and run more profitably.
By aligning software and drawing data from a wide
array of systems, Wilson Allen empowers business
leaders to manage the client life cycle more effectively
— from business development and client acquisition,
to service delivery and operations, as well as billing and
collections. We work with organizations worldwide,
enabling them to gain greater insight from their data and
execute more effectively based on that insight.
Contact us to see how
our unrivalled software,
strategic consulting, and
technical expertise can
help your firm realise
unprecedented value.

Bruce Wilson

Managing Director
and CEO,
Wilson Allen
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