
Who	
  Says	
  You	
  Need	
  Big	
  Spend/
Size	
  to	
  Drive	
  Value?	
  

The	
  2014	
  ACC	
  Value	
  Champion	
  Series	
  



ZS	
  Associates	
  
Vendors	
  can	
  help!	
  

ZS	
  Associates	
  
Lean	
  Legal	
  at	
  ZS:	
  	
  	
  

A	
  Legal	
  Process	
  Re-­‐Engineering	
  Story	
  



ZS	
  Legal	
  –	
  6	
  Lawyers	
  
-­‐full	
  email,	
  work	
  
Flooding	
  in,	
  Excel	
  	
  
Tool,	
  Business	
  	
  
growing	
  
	
  



•  The	
  ZS	
  Legal	
  team,	
  made	
  up	
  of	
  six	
  US	
  lawyers	
  and	
  
two	
  US	
  paralegals,	
  struggled	
  to	
  Lmely	
  turn	
  
contracts	
  and	
  address	
  the	
  myriad	
  issues	
  an	
  internal	
  
legal	
  funcLon	
  handles.	
  

•  The	
  legal	
  funcLon	
  was	
  expensive	
  –	
  US	
  lawyers	
  are	
  
more	
  expensive	
  than	
  other	
  enterprise	
  posiLons	
  –	
  
and	
  regular	
  growth	
  in	
  internal	
  funcLons	
  was	
  not	
  
supported	
  by	
  senior	
  management.	
  

•  The	
  legal	
  team	
  was	
  faced	
  with	
  the	
  need	
  to	
  increase	
  
legal	
  services	
  (both	
  in	
  scope	
  and	
  volume)	
  while	
  
cuRng	
  the	
  overall	
  cost	
  of	
  delivery.	
  

Our	
  challenge:	
  



What	
  we	
  did:	
  
•  Developed	
  Mission	
  Statement	
  
•  Sent	
  out	
  RFP	
  to	
  LPO	
  providers	
  and	
  technology	
  
company	
  

•  RFP	
  presentaLons	
  by	
  finalists	
  and	
  selecLon	
  of	
  LPO	
  
and	
  technology	
  

•  Implement	
  the	
  soluLon	
  by	
  	
  
•  DedicaLng	
  one	
  person	
  to	
  work	
  with	
  LPO	
  and	
  
one	
  person	
  to	
  work	
  with	
  Technology	
  Vendor	
  
(Onit)	
  

•  Developing	
  playbook	
  for	
  LPO	
  
•  Gradual	
  Rollout	
  changes	
  to	
  firm	
  
	
  



The	
  RFP	
  Process	
  



So	
  	
  our	
  team	
  wrote	
  an	
  RFP!	
  



Summarized	
  the	
  type	
  of	
  support	
  we	
  wanted:	
  
•  Contract	
  DraNing	
  and	
  AdministraOve	
  
Support	
  

•  Research	
  AcOviOes	
  
•  Corporate	
  AcOviOes	
  
•  Forms	
  Support	
  
•  Compliance	
  Support	
  

Type	
  of	
  
AcLviLes	
  

Past	
  Years	
  No	
  
of	
  AcLviLe	
  
	
  

Growth	
  over	
  
past	
  three	
  
year	
  

EsLmated	
  
Number	
  of	
  
AcLviLes	
  

Contracts	
   xxx	
   X%	
   xxxx	
  

Corporate	
   xxxx	
   X%	
   xxxxx	
  

Forms	
   xxxx	
   X%	
   xxxxx	
  

Compliance	
   xxxx	
   X%	
   xxxxx	
  

Research	
   xxxx	
   X%	
   xxxxx	
  



How	
  did	
  we	
  get	
  here?	
  
•  We	
  had	
  been	
  tracking	
  all	
  maXers	
  since	
  the	
  
group	
  started	
  

•  This	
  meant	
  we	
  had	
  data	
  on	
  our	
  acOviOes	
  
•  We	
  could	
  see	
  growth	
  and	
  change	
  

Types	
  of	
  AcLviLes	
  

1st	
  Qtr	
  

2nd	
  Qtr	
  

3rd	
  Qtr	
  

4th	
  Qtr	
  



RFP	
  Tips:	
  
•  Include	
  a	
  pricing	
  work	
  sheet	
  
•  Have	
  a	
  clear	
  Lme	
  line	
  
•  Assign	
  one	
  person	
  to	
  be	
  the	
  sponsor	
  for	
  each	
  
respondent	
  	
  
•  Responsible	
  for	
  answering	
  quesLons	
  
•  Presents	
  response	
  to	
  rest	
  of	
  group	
  and	
  
analyzes	
  response	
  

•  Have	
  a	
  work	
  sheet	
  to	
  analyze	
  responses	
  
•  Pros/cons	
  
•  $	
  

•  Have	
  a	
  PresentaLon	
  Day	
  	
  
	
  



RFP	
  PresentaLon	
  Day:	
  
•  Every	
  presentaLon	
  helped	
  us	
  think	
  about	
  what	
  we	
  
were	
  trying	
  to	
  accomplish	
  

•  Some	
  Lme	
  to	
  debrief	
  a^er	
  each	
  presentaLon	
  
•  SelecLon	
  process	
  focused	
  us	
  on	
  which	
  vendor	
  to	
  
choose	
  

•  We	
  selected	
  two	
  vendors:	
  



Using	
  RFPs	
  generally:	
  
	
  
•  PosiLve	
  experience	
  with	
  LPO	
  led	
  to	
  more	
  use	
  
•  Used	
  short	
  form	
  RFP	
  for	
  many	
  different	
  types	
  of	
  
legal	
  projects:	
  
•  Policy	
  update	
  across	
  many	
  jurisdicLons	
  
•  Cross	
  border	
  corporate	
  tax	
  issue	
  
•  Corporate	
  advice	
  
•  Developing	
  an	
  Australian	
  and	
  European	
  form	
  
for	
  product	
  sale	
  

•  SelecLng	
  employment	
  counsel	
  
	
  



The	
  Legal	
  Process	
  Outsourcer	
  
	
  
	
  
ZS	
  choose	
  Manthan	
  Legal	
  
Services,	
  based	
  in	
  India,	
  and	
  	
  
subsequently	
  acquired	
  by	
  Exigent	
  
Legal	
  Services	
  



Our	
  Legal	
  Process	
  Outsource	
  Provider:	
  
•  Building	
  a	
  relaLonship	
  with	
  an	
  offshore	
  provider	
  
requires	
  effort	
  from	
  everyone	
  

•  GeRng	
  to	
  know	
  the	
  people	
  who	
  are	
  doing	
  the	
  
work	
  is	
  key	
  

•  One	
  key	
  contact	
  –	
  in	
  charge	
  of	
  day	
  to	
  day	
  and	
  on	
  
boarding	
  the	
  relaLonship	
  

	
  









Don’t	
  forget:	
  
•  Time	
  zones!	
  	
  It	
  can	
  be	
  precy	
  difficult	
  so	
  be	
  sure	
  to	
  
address	
  up	
  front	
  

•  Change	
  requires	
  the	
  playbook	
  to	
  be	
  updated	
  
•  The	
  playbook	
  is	
  always	
  under	
  construcLon	
  

	
  



Types	
  of	
  contract	
  processes	
  we	
  outsourced:	
  
•  Intake	
  of	
  new	
  agreements	
  in	
  data	
  base	
  
•  IniLal	
  communicaLon	
  that	
  contract	
  under	
  review	
  
•  First	
  markup	
  based	
  on	
  playbook	
  
•  (ConfidenLality	
  agreements,	
  service	
  
agreement,	
  so^ware	
  agreements)	
  

•  Entry	
  into	
  contract	
  repository	
  
•  Data	
  collecLon	
  about	
  agreements	
  
•  CommunicaLon	
  with	
  internal	
  clients	
  of	
  markups	
  
•  UpdaLng	
  tool	
  to	
  indicate	
  contract	
  status	
  

•  Plus	
  corporate	
  projects,	
  research	
  and	
  form	
  
updates	
  

	
  



CommunicaLon	
  is	
  key	
  
•  Daily	
  calls	
  
•  Weekly	
  meeLngs	
  
•  Monthly	
  updates	
  
•  Quarterly	
  reviews	
  
•  Annual	
  Reviews	
  
	
  
	
  
Good	
  technology	
  key	
  !	
  

Talking	
  all	
  the	
  
Ome	
  



Results	
  macer:	
  
•  Each	
  week	
  take	
  the	
  Lme	
  to	
  look	
  at	
  what	
  	
  
	
   	
  is	
  happening	
  (standing	
  weekly	
  reports)	
  
•  Look	
  at	
  data	
  over	
  Lme	
  
•  Who	
  was	
  sending	
  agreements	
  
•  Number	
  of	
  revisions?	
  
•  Were	
  deadlines	
  met?	
  
•  Were	
  we	
  using	
  LPO	
  for	
  non	
  contract	
  macers?	
  
•  Research	
  /	
  Forms/	
  Corporate	
  

	
  
	
  
Why?	
  What	
  changed?	
  What	
  should	
  change?	
  	
  	
  	
  	
  



Outsourcing	
  Lps:	
  
•  Daily	
  calls	
  
•  Wricen	
  playbooks	
  
•  Change	
  happens	
  
•  Set	
  up	
  clear	
  roles	
  for	
  all	
  parLes	
  (your	
  personnel	
  
and	
  the	
  LPO	
  provider)	
  

•  Analyze	
  the	
  data	
  
•  Allow	
  for	
  real	
  life	
  –	
  holidays	
  and	
  people’s	
  lives	
  
•  More	
  calls	
  and	
  visits	
  
•  Technology	
  that	
  allows	
  good	
  communicaLon	
  

	
  



The	
  Technology	
  SoluLon	
  
	
  
	
  
	
  
ZS	
  chose	
  Onit	
  to	
  implement	
  2	
  apps	
  
–	
  a	
  contract	
  administraLon	
  app	
  
(intake,	
  electronic	
  working	
  file)	
  
and	
  an	
  executed	
  contract	
  app	
  



Our	
  goal	
  was	
  an	
  electronic	
  file:	
  
	
  
•  We	
  wanted	
  people	
  -­‐-­‐	
  wherever	
  
located	
  -­‐-­‐	
  to	
  be	
  able	
  to	
  see	
  the	
  last	
  email	
  	
  
•  We	
  wanted	
  to	
  know	
  who	
  the	
  last	
  internal	
  client	
  
with	
  whom	
  the	
  legal	
  team	
  worked	
  with	
  on	
  an	
  
agreement,	
  and	
  	
  

•  we	
  wanted	
  the	
  history	
  (when	
  was	
  the	
  last	
  
agreement	
  with	
  another	
  party)	
  

•  We	
  needed	
  to	
  replace	
  a	
  lotus	
  notes	
  executed	
  
contract	
  database	
  

	
  

	
  



CommunicaLon	
  and	
  storage	
  needed	
  to	
  improve:	
  
•  All	
  communicaLon	
  was	
  happening	
  in	
  email	
  
•  Inboxes	
  were	
  full	
  
•  Shared	
  legal	
  server	
  was	
  geRng	
  confusing	
  to	
  find	
  
things	
  

•  The	
  legal	
  tool	
  was	
  breaking	
  	
  	
  
•  Global	
  staff	
  and	
  Indian	
  outsource	
  provider	
  

	
  

	
  



ZS	
  chose	
  a	
  cloud	
  	
  
based	
  technology	
  



Onit	
  configuraLon	
  allowed	
  	
  
	
  
•  CommunicaLon	
  across	
  the	
  world	
  
•  Limited	
  access	
  based	
  on	
  roles	
  
•  An	
  electronic	
  file	
  for	
  each	
  macer	
  

	
  



	
  
Onit	
  Home	
  Page	
  



	
  
Step	
  1:	
  my	
  legal	
  requests	
  

•  Use	
  “my	
  legal	
  requests”	
  to	
  engage	
  the	
  legal	
  
team.	
  

•  Then	
  click	
  Next.	
  
	
  

Do	
  not	
  use	
  for	
  



	
  
Step	
  2:	
  Complete	
  the	
  Request	
  Form	
  
•  This	
  is	
  the	
  request	
  form.	
  The	
  fields	
  marked	
  	
  	
  	
  
must	
  be	
  completed	
  in	
  order	
  to	
  send	
  the	
  
request.	
  

ConfidenOal	
  –	
  for	
  internal	
  use	
  only	
  

How to Use “my legal requests” 



Onit	
  Dashboard	
  –	
  a	
  dashboard	
  of	
  
all	
  maXers	
  

Onit Dashboard 
 
 
 
 
 
 
 
 
 
 

Each	
  column	
  has	
  a	
  drop	
  down	
  arrow	
  to	
  
sort	
  or	
  filter	
  issues,	
  hover	
  the	
  cursor	
  over	
  

the	
  column	
  heading	
  for	
  the	
  arrow.	
  

How to Use “my legal requests” 



Onit	
  Issue	
  Screen	
  

Onit Issue Screen 
	
  

 

Click	
  to	
  return	
  to	
  the	
  
Dashboard.	
  

Add	
  another	
  ZS	
  user	
  to	
  
the	
  Participants	
  list.	
  

Enter	
  comments	
  here.	
  	
  Select	
  any	
  
participants	
  to	
  send	
  the	
  update	
  via	
  

email.	
  	
  Attach	
  any	
  files.	
  	
  All	
  
comments	
  are	
  stored	
  below.	
  



We	
  were	
  a	
  licle	
  different	
  from	
  other	
  customers:	
  
	
  
•  We	
  wanted	
  to	
  import	
  data	
  from	
  our	
  excel	
  tool	
  
and	
  lotus	
  notes	
  database	
  

•  Not	
  all	
  fields	
  in	
  Onit	
  existed	
  in	
  our	
  old	
  tool	
  
•  Mapping	
  the	
  old	
  data	
  to	
  the	
  new	
  fields	
  was	
  more	
  
Lme	
  consuming	
  than	
  we	
  thought	
  

•  Key	
  to	
  success:	
  
•  Good	
  communicaLon	
  
•  Time	
  to	
  think	
  it	
  thru	
  
•  Going	
  live	
  before	
  it	
  was	
  perfect	
  
•  Vendor	
  meeLng	
  us	
  half	
  way	
  

	
  

	
  



Helping	
  the	
  relaLonship	
  to	
  flourish	
  
	
  
•  Assign	
  one	
  person	
  responsible	
  for	
  the	
  technology	
  
vendor	
  relaLonship	
  

•  Set	
  up	
  Lmeline	
  for	
  different	
  events	
  
•  Data	
  model	
  
•  TesLng	
  
•  Data	
  transfer	
  
•  TesLng	
  
•  Rollout	
  

•  Regular	
  meeLngs!	
  
	
  

	
  



Plan	
  for	
  when	
  things	
  go	
  wrong	
  
	
  
•  Who	
  to	
  call?	
  
•  Keeping	
  track	
  of	
  issues	
  
•  Open	
  lines	
  of	
  communicaOon	
  



•  Viewing	
  mockups	
  and	
  running	
  	
  
thru	
  the	
  list	
  of	
  things	
  to	
  do	
  was	
  
easy	
  	
  
	
  
•  New	
  apps	
  are	
  being	
  considered	
  
for	
  other	
  acLviLes	
  



Leaders	
  role:	
  
	
  
•  Vision	
  
•  Make	
  sure	
  roles	
  are	
  clear	
  
•  Make	
  sure	
  it	
  is	
  working	
  
•  Meet	
  with	
  vendors	
  
•  Regular	
  meeLngs	
  with	
  leads	
  
•  Look	
  at	
  the	
  data	
  
•  Pitch	
  in	
  when	
  needed	
  
•  Listen	
  
•  AnLcipate	
  change	
  
•  Facilitate	
  rollout	
  of	
  changes	
  to	
  internal	
  clients	
  
	
  

	
  



The	
  Result:	
  	
  Improved	
  and	
  expanded	
  
legal	
  services	
  

•  Turnaround	
  Omes	
  on	
  agreements	
  are	
  faster	
  	
  
•  More	
  agreements	
  are	
  being	
  sent	
  to	
  the	
  legal	
  
team	
  for	
  the	
  contracts	
  repository	
  

•  Per	
  hour	
  cost	
  to	
  review	
  and	
  finalize	
  contracts	
  cut	
  
in	
  half	
  

•  New	
  legal	
  issues	
  being	
  addressed	
  
•  Easier	
  to	
  find	
  things	
  
•  Transparency	
  of	
  status	
  on	
  legal	
  maXers	
  for	
  
internal	
  clients	
  Our	
  internal	
  client	
  feed	
  back:	
  “ZS’s	
  legal	
  team	
  is	
  a	
  compeOOve	
  
advantage”	
  

Conclusion 



	
  

	
  
QuesOons?	
  



ACC	
  Value	
  Challenge	
  
Aligning	
  with	
  Corporate	
  Strategy	
  

Ellen	
  Pekilis	
  
ExecuOve	
  Director,	
  Energy	
  Exchange	
  

(formerly	
  General	
  Counsel,	
  CSA	
  Group)	
  



The	
  Context	
  
•  Small	
  not-­‐for-­‐profit	
  
– Specialized	
  field	
  
– 51	
  market	
  sectors	
  
	
  

•  Rapid	
  Growth	
  .	
  .	
  .	
  	
  

•  But	
  not	
  in	
  Legal	
  Headcount!	
  



The	
  Challenge	
  
•  Internal	
  client	
  saOsfacOon	
  
–  Turnaround	
  Ome	
  
–  Clear	
  process	
  for	
  establishing	
  prioriOes	
  

•  “Drive	
  by”	
  files	
  v	
  long	
  term	
  policy	
  v	
  strategic	
  projects	
  
•  How	
  to	
  service	
  them	
  all?	
  

•  Employee	
  engagement	
  
–  The	
  firehose	
  effect	
  

•  How	
  to	
  be	
  proacOve	
  and	
  get	
  in	
  front	
  of	
  the	
  curve	
  
with	
  rising	
  work	
  but	
  no	
  increase	
  in	
  headcount?	
  



Process	
  
•  ACC	
  Value	
  Challenge	
  website	
  materials	
  
•  Self-­‐help:	
  	
  $0	
  for	
  consulOng	
  /	
  facilitaOon	
  
•  Engaged	
  enOre	
  team	
  
•  Line	
  by	
  line	
  review	
  of	
  corporate	
  strategy	
  
– Parse	
  business	
  objecOves	
  for	
  legal	
  needs	
  

•  Grouping	
  of	
  legal	
  tasks	
  by	
  concept,	
  region,	
  risk	
  
and	
  strategic	
  importance	
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Results	
  –	
  Strategic	
  Alignment	
  
•  Clear	
  understanding	
  of	
  legal	
  prioriOes	
  in	
  
relaOon	
  to	
  corporate	
  strategy	
  

•  Clarity	
  re	
  effecOve	
  use	
  of	
  resources	
  
– Recapture	
  Ome	
  by	
  improved	
  focus	
  on	
  what	
  needs	
  
to	
  be	
  in-­‐sourced	
  vs	
  outsourced	
  vs	
  non-­‐legal	
  

•  Employee	
  engagement	
  
•  External	
  counsel:	
  
–  Improved	
  understanding	
  &	
  proposals	
  

•  Internal	
  support	
  for	
  departmental	
  resources	
  



	
  

	
  
QuesOons?	
  



From	
  Canary	
  to	
  SophisLcated	
  
Risk	
  Management	
  
The	
  MSA	
  Law	
  Department	
  	
  

Value	
  Story	
  





The	
  World’s	
  Leading	
  Safety	
  
Provider	
  For	
  100	
  Years…	
  

MSA’s	
  mission	
  is	
  to	
  see	
  to	
  it	
  that	
  men	
  and	
  women	
  may	
  
work	
  in	
  safety	
  and	
  that	
  they,	
  their	
  families	
  and	
  their	
  
communi9es	
  may	
  live	
  in	
  health	
  throughout	
  the	
  world.	
  	
  



…and	
  a	
  partnership	
  	
  
for	
  nearly	
  as	
  long	
  



New	
  BudgeLng	
  &	
  
ReporLng	
  
Templates	
  

Enhanced	
  
Data	
  

AnalyLcs	
  

Consolidated	
  
Cloud	
  

Technology	
  

Robust	
  Outside	
  
Counsel	
  

Management	
  

Value	
  
Stream	
  
Mapping	
  

Strong	
  
Top-­‐Down	
  
Vision	
  



BudgeLng	
  &	
  ReporLng	
  Templates	
  
ConLnuous	
  CommunicaLon	
  Loop	
  

BudgeLng	
  	
  &	
  ReporLng	
  
	
  

•  ConOnuous,	
  scheduled	
  communicaOon	
  loop	
  
•  Local	
  Counsel	
  submit	
  standard	
  reports	
  on	
  a	
  

set	
  day	
  each	
  week	
  
•  Data	
  is	
  processed	
  by	
  NaOonal	
  Counsel	
  	
  
•  Review	
  &	
  decisions	
  made	
  by	
  MSA	
  

•  Trial	
  Charts	
  /	
  Key	
  Events	
  color	
  coded	
  by	
  risk	
  
•  IdenOficaOon	
  of	
  emergent	
  risks	
  and	
  cost	
  drivers	
  
•  Enhanced	
  ability	
  to	
  react	
  to	
  shiNing	
  trends	
  
•  Targeted	
  Annual	
  Budget	
  with	
  NaOonal	
  Counsel	
  

Strong	
  Outside	
  Counsel	
  Management	
  
	
  

•  Top-­‐down	
  case	
  assessment	
  process	
  	
  
•  Slot	
  specific	
  cases	
  for	
  defense	
  aXenOon	
  	
  
•  Ensure	
  acOvity	
  is	
  consistent	
  with	
  risk	
  
•  Reduce	
  duplicaOon	
  and	
  over-­‐

processing	
  	
  
•  Minimize	
  tasks	
  to	
  those	
  that	
  make	
  a	
  

real	
  impact	
  on	
  liOgaOon	
  outcome	
  
	
  



KY	
  

Data	
  on	
  Demand	
  

IL	
  

AR	
  

MS	
  

NY	
  

CA	
  

GA	
  

TX	
  

PA	
  

SD	
  

MulLple	
  uploads	
  

Redundant	
  

Opportunity	
  for	
  
Error/Data	
  
Conflicts	
  

Inefficient	
  

Secure	
  Cloud	
  
Technology	
  

One	
  Broadly	
  
Accessible	
  
Plamorm	
  

Consistent	
  data	
  
throughout	
  network	
  	
  

Uploaded	
  once	
  at	
  
source	
  of	
  creaLon	
  

MSA	
  

Automated	
  metrics	
  

Becer	
  data	
  in	
  less	
  Lme	
  



Value	
  Stream	
  Mapping	
  

Current	
  State	
  
(inefficiencies)	
  

Future	
  State	
  
*IDEAL*	
  

New	
  Current	
  
State	
  



	
  
Eliminate	
  the	
  “8	
  Wastes”	
  

	
  
	
  •  Over-­‐servicing/producOon	
  

•  WaiOng	
  
•  Transport	
  
•  Extra	
  processing	
  
•  Inventory	
  
•  Defects	
  
•  Excess	
  MoOon	
  
•  Under-­‐uOlized	
  people	
  



Virtual	
  Law	
  Firm	
  
•  ShiN	
  from	
  a	
  geographically-­‐based	
  model	
  to	
  staffing	
  based	
  on	
  
experLse	
  

•  Select	
  key	
  local	
  counsel	
  to	
  work	
  together	
  in	
  defending	
  most	
  
complex	
  cases	
  

•  Limits	
  learning	
  curve	
  while	
  taking	
  advantage	
  of	
  insLtuLonal	
  
knowledge	
  and	
  loyalty	
  

•  Reduces	
  duplicaOve	
  draNing,	
  centralizes	
  discovery	
  and	
  
document	
  producOon	
  for	
  increased	
  efficiency	
  



The	
  Success	
  Story	
  
•  ReducLon	
  in	
  Expense	
  
–  Lowered	
  defense	
  budget	
  below	
  2009	
  levels	
  (~20%)	
  
–  Even	
  greater	
  reducOons	
  in	
  select	
  areas	
  

•  Improved	
  Budget	
  Predictability	
  
– Data	
  on	
  demand	
  
–  Full	
  year	
  2013	
  defense	
  budget	
  on	
  plan	
  

•  Improved	
  Legal	
  Outcomes	
  
–  SeXlements	
  
–  100%	
  retenOon	
  of	
  documentaOon	
  



	
  

	
  
QuesOons?	
  


