
ANDREW HEDLEY

Client Strategy in a  
Changing Legal Market

 In association with Published by



Client Strategy in a Changing Legal Market
is published by Ark Group

UK/EUROPE OFFICE
Ark Conferences Ltd
Paulton House
8 Shepherdess Walk
London N1 7LB
United Kingdom
Tel +44 (0)20 7549 2500 
Fax +44 (0)20 7324 2373
publishing@ark-group.com

NORTH AMERICA OFFICE 
Ark Group Inc.
4408 N. Rockwood Drive
Suite 150
Peoria IL 61614
Tel +1 309 495 2853
Fax +1 309 495 2858
publishingna@ark-group.com

ASIA/PACIFIC OFFICE
Ark Group Australia Pty Ltd
Main Level
83 Walker Street
North Sydney NSW
Australia 2060
Tel +61 1300 550 662
Fax +61 1300 550 663
aga@arkgroupasia.com

Editor
Stephanie Ramasamy 
sramasamy@ark-group.com

Head of content
Anna Shaw 
ashaw@ark-group.com

Managing director
Jennifer Guy 
jguy@ark-group.com

UK/Europe marketing enquiries
Robyn Macé
rmace@ark-group.com

US marketing enquiries
Daniel Smallwood 
dsmallwood@ark-group.com

Asia/Pacific marketing enquiries
Steve Oesterreich 
aga@arkgroupasia.com

ISBN:	978-1-907787-39-3 (hard copy)
	 978-1-907787-40-9 (PDF)

Copyright
The copyright of all material appearing within  
this publication is reserved by the author and  
Ark Conferences 2011. It may not be reproduced, 
duplicated or copied by any means without the 
prior written consent of the publisher.

ARK1584



ANDREW HEDLEY

Client Strategy in a  
Changing Legal Market

In association withPublished by



Contents

III

Contents

Executive summary.............................................................................................................VII

About the author................................................................................................................IX

Acknowledgements.............................................................................................................XI

Part One: Planning and Implementing a Client Strategy in the ‘New World Order’

Chapter 1: A strategic perspective....................................................................................... 1
Why strategy matters most in the ‘New World Order’............................................................... 1
But what is strategy?.............................................................................................................. 2
A competitive perspective....................................................................................................... 2
Core competencies: Maximising the assets that make the firm unique........................................ 3
‘Simply Better’....................................................................................................................... 4
‘Blue Ocean’ approaches....................................................................................................... 4
The ‘Strategic Triangle’........................................................................................................... 4
Adopting a model for strategy development............................................................................. 5
‘Get big, get niche or get out’................................................................................................ 7
All roads lead to service…...................................................................................................... 8
The importance of brand...................................................................................................... 11
A new client orientation........................................................................................................ 13
Why client strategy should have a strong focus on retention.................................................... 14

Chapter 2: Forces driving change...................................................................................... 17
PESTEL overview.................................................................................................................. 17
Scenarios and contingency planning..................................................................................... 18
‘Five Forces’ analysis............................................................................................................ 18
A worked example of how PESTEL and Five Forces analysis may be used in practice................. 22
Internal capabilities audit...................................................................................................... 24
The impact of alternative fee arrangements............................................................................ 25
A view from the US.............................................................................................................. 29
The succession question....................................................................................................... 31

Chapter 3: Choosing your client........................................................................................ 33
Principles of segmentation, targeting and positioning.............................................................. 33
Segmentation...................................................................................................................... 34



Contents

IV

Targeting............................................................................................................................. 36
Positioning........................................................................................................................... 37

Chapter 4: Client strategy development............................................................................ 39
Client push – Law firm pull................................................................................................... 39
Client push.......................................................................................................................... 39
The Association of Corporate Counsel (ACC) ‘Value Challenge’............................................. 40
Global Leaders in Law (GLL)................................................................................................. 41
Law firm pull........................................................................................................................ 42
Fostering innovation as an essential ingredient of law firm strategy.......................................... 43
A ‘Blue Ocean’ approach – Using value curves to develop client  
service strategy.................................................................................................................... 45

Chapter 5: Developing a new approach to service strategy................................................ 53
A model for developing a service strategy.............................................................................. 53
Understanding what clients value from a competitive perspective............................................. 53
Recipes not ingredients......................................................................................................... 55
Understanding the extended marketing mix............................................................................ 56
Investing in new skills and capabilities................................................................................... 57
Service development through disaggregation and reassembly.................................................. 59
Outsourcing........................................................................................................................ 60
Offshoring, onshoring and north-shoring............................................................................... 61

Chapter 6: Making it all work in practice........................................................................... 63
What is the timeline? When will the impact be felt?................................................................ 63
The challenge of change...................................................................................................... 63
The cultural implications of a strategy based on sharing......................................................... 64
The role of the partner in delivering a client strategy............................................................... 66
Aligning performance management with strategic objectives................................................... 70
Client centricity as a way of life............................................................................................. 71

Part Two: Case Studies and Expert Analyses

Expert analysis 1: Acritas – How to build a world class law firm brand............................... 75
Case study: Norton Rose Group........................................................................................... 79

Case study 1: CMS Cameron McKenna – The future of fees............................................... 81
The rules of the game have changed.................................................................................... 81
Pricing to win – What’s driven pricing up the agenda?............................................................ 81
The development process..................................................................................................... 82
The product – The ’Future of Fees’ report.............................................................................. 83
Implementation and launch.................................................................................................. 84
Particular challenges............................................................................................................ 85
The results........................................................................................................................... 85



Client Strategy in a Changing Legal Market

V

Case study 2: Carillion – The relationship between general counsel and the  
law firm............................................................................................................................ 87

Reengineering employment law............................................................................................. 87
Collaboration through a single online portal.......................................................................... 88
Unbundling and outsourcing of legal services........................................................................ 88
The drivers of change........................................................................................................... 89
To the future........................................................................................................................ 92

Case study 3: Epoq – Client strategy in the changing legal market.................................... 93
Epoq’s background.............................................................................................................. 93
Strategic challenges in the legal services market..................................................................... 94
Developing a new approach for high-street firms................................................................... 96
Beginning the process of change.......................................................................................... 99

Expert analysis 2: Hedley Consulting – Outsourcing the core........................................... 101

Expert analysis 3: Fronterion – Legal outsourcing’s emergence as  
a strategic priority........................................................................................................... 103

The ‘What?’...................................................................................................................... 103
The ‘Why?’....................................................................................................................... 103
The ‘How?’....................................................................................................................... 104
What now?....................................................................................................................... 106

Index.............................................................................................................................. 107



VII

Client strategy sits at the heart of all 
strategy. Without the ability to attract and 
retain clients, at a price which delivers an 
acceptable level of profitability, no business 
can be viable in the longer term. A firm’s 
client strategy should be under constant 
review in order to ensure that the emerging 
needs of the client and the firm’s competitive 
capabilities remain aligned. In a market that 
is undergoing fundamental and far reaching 
change, this requirement has never been 
more pressing.

Client Strategy in a Changing Legal 
Market provides a route map for the 
leadership team, enabling them to navigate 
these choppy economic waters and arrive 
at strategies which are both well founded 
and resilient. Starting with a review of the 
importance of strategy in the context of client 
acquisition, development and retention, we 
clarify the strategic options open to firms and 
the implications of the route that they choose 
on their client strategy. The message is clear 
that one size does not fit all, and firms need 
to respond to the peculiarities of their own 
market position to craft a client strategy that 
maximises their strengths and opportunities 
whilst, at the same time, minimising the 
impact of any weaknesses or threats.

By applying recognised strategy models 
to the legal sector, readers gain insights 
into the forces that are driving change 
from two crucial perspectives: the legal 
services industry (and by extension their 
own firm) and that of the client. By looking 
at the world through the eyes of the client 

we see opportunities for new service 
development as well as ways of enhancing 
the current offer. Such opportunities may be 
immediately apparent or latent, waiting for 
a firm that is prepared to innovate in order 
to create advantage for itself and benefits 
for its clients. There must, of course, be 
a deep understanding of the competitive 
situation. It is not enough simply to offer 
an excellent service; what is important is 
to be distinctly better (i.e. delivering more 
value) than competitor firms on the service 
aspects that are of most importance to the 
clients. However, client strategy may also 
be significantly affected by new entrants in 
October 2011, when alternative business 
structure provisions of the Legal Services 
Act 2007 (LSA) come into force. Not being 
hidebound by the traditional conservative 
risk-averse culture of the legal profession, 
it is likely to mean that a markedly different 
approach is adopted by these new entrants, 
one which firms will have to respond to either 
by competing directly or by repositioning.

Implicit in the approach that is 
advocated is the concept of choice – both 
of the client and by the client. Whilst it is 
self-evident to lawyers that a client may or 
may not choose to use their firm, it is often 
not so clear that they also have choices 
about the book of business that they write 
and the sort of clients with which they 
write it. To make these choices effectively 
requires a comprehensive understanding 
of the client-competitor-firm strategic 
triangle first postulated by Kenichi Ohmae 
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together with a reasoned appreciation of 
how macro-economic changes will impact 
on this landscape. Having made choices 
the process moves to the development of 
strategy at two levels – to target the specific 
audiences identified and to focus on the 
specific opportunities that will be afforded 
by a small number of important clients – 
success with whom will be a key driver of 
overall firm performance through a key  
client programme.

At this point we also address the 
important issue of engendering an 
innovation-led approach. This is in order to 
create client strategies that are simply unique 
and so have no competition – the core issue 
being that much of law firm client service 
strategy is, in essence, a me-too cycle of 
imitation which is ultimately profit eroding. 
The key question for the strategist is how to 
create a client strategy that ultimately adds 
to the bottom line.

No work on client strategy would be 
complete without a review of the business 
models that are emerging and which look 
set to change the shape of some parts of the 
market. The economic pressure under which 
firms now operate means that new models 
of resourcing – whether it be offshoring, 
onshoring, north-shoring or part-timing –  
will necessarily have a place in the mix.  
The key challenge for firms will be to 
manage efficiency and service delivery as 
harmonious bedfellows rather than creators 
of mutual tension. 

Change is very much integral to any 
strategy development and implementation 
process. Within this report we consider a 
number of the areas in which the need to 
change may be felt most sharply across 
systems, processes and, of course, people. 
This final area drives to the cultural core and 
to the very essence of the firm. For many, it 
will require a new level of client centricity to 

be adopted in order to ensure the success of 
the client strategy.

Throughout, we draw on a mix of theory, 
best practice, case studies and references to 
the latest developments which are unfolding 
on a daily basis. The aim is to ensure 
that Client Strategy in a Changing Legal 
Market is a practical guide for law firm 
leaders as they deal with a dynamic market, 
changing rules of competition and the need 
to deliver unique value to their clients, in 
order to ensure that they prosper and build 
businesses which are resilient and adaptive.
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