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

The 2014 ACC Value Champion Series
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/S Associates
Vendors can help!

ZS Associates
Lean Legal at ZS:
A Legal Process Re-Engineering Story
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Our challenge:

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

* The legal function was expensive — US lawyers are
more expensive than other enterprise positions —
and regular growth in internal functions was not
supported by senior management.

* The legal team was faced with the need to increase
legal services (both in scope and volume) while
cutting the overall cost of delivery.
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What we did:
* Developed Mission Statement
* Sent out RFP to LPO providers and technology
company
* RFP presentations by finalists and selection of LPO
and technology
* Implement the solution by
* Dedicating one person to work with LPO and
one person to work with Technology Vendor
(Onit)
* Developing playbook for LPO
e Gradual Rollout changes to firm
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The RFP Process



So our team wrote an RFP!




Summarized the type of support we wanted:
e Contract Drafting and Administrative
Support
* Research Activities

* Corporate Activities
* Forms Support
* Compliance Support

Estimated
Number of

Activities

Type of Past Years No | Growth over
Activities of Activitie past three
year

Contracts XXX X%
Corporate XXXX X%

Forms XXXX X%
Compliance XXXX X%

Research XXXX X%

XXXX

XXXXX

XXXXX

XXXXX

XXXXX
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OCTOBER 28-01

How did we get here?

 We had been tracking all matters since the
group started

* This meant we had data on our activities
* We could see growth and change

Types of Activities

“ 1st Qtr
& 2nd Qtr
3rd Qtr

‘ & 4th Qtr
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RFP Tips:

Include a pricing work sheet
Have a clear time line
Assign one person to be the sponsor for each
respondent
* Responsible for answering questions
* Presents response to rest of group and
analyzes response
Have a work sheet to analyze responses
* Pros/cons
*S

Have a Presentation Day
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RFP Presentation Day:
* Every presentation helped us think about what we

were trying to accomplish

 Some time to debrief after each presentation

e Selection process focused us on which vendor to
choose

e We selected two vendors:

R A A A A AT A RS TR R
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Using RFPs generally:

* Positive experience with LPO led to more use
* Used short form RFP for many different types of
legal projects:
* Policy update across many jurisdictions
* Cross border corporate tax issue
* Corporate advice
* Developing an Australian and European form
for product sale
* Selecting employment counsel
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The Legal Process Outsourcer

ZS choose Manthan Legal
Services, based in India, and

subsequently acquired by Exigent
Legal Services
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Our Legal Process Outsource Provider:

* Building a relationship with an offshore provider
requires effort from everyone

e Getting to know the people who are doing the
work is key

* One key contact — in charge of day to day and on
boarding the relationship
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Don’t forget:
 Time zones! It can be pretty difficult so be sure to
address up front

* Change requires the playbook to be updated
* The playbook is always under construction
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Types of contract processes we outsourced:
* Intake of new agreements in data base
* Initial communication that contract under review
* First markup based on playbook
* (Confidentiality agreements, service
agreement, software agreements)
* Entry into contract repository
* Data collection about agreements
« Communication with internal clients of markups
* Updating tool to indicate contract status

* Plus corporate projects, research and form
updates



Communication is key
* Daily calls
 Weekly meetings
Monthly updates
Quarterly reviews
Annual Reviews

Good technology key !

#ACCAM14 3

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

Why? What changed? What should change?
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Outsourcing tips:

Daily calls

Written playbooks

Change happens

Set up clear roles for all parties (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 communication
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The Technology Solution

ZS chose Onit to implement 2 apps
— a contract administration app
(intake, electronic working file)
and an executed contract app
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Our goal was an electronic file: CONFIDENTIAL

* 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
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Communication and storage needed to improve:

* All communication was happening in email

* Inboxes were full

* Shared legal server was getting confusing to find
things

The legal tool was breaking

Global staff and Indian outsource provider
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ZS chose a cloud
based technology
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Onit configuration allowed

e Communication across the world
 Limited access based on roles
* An electronic file for each matter
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Onit Home Page

ZS ZS Associates

My Apps
Executed Contracts

.

my legal requests

Hold the cursor over
the bilue boxes to
locate the Launch or
Dashboard buttons.
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Step 1: my legal requests

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

my legal requests

] T h e n C I i C k N e Xt . | - Info We Need Participants Confirmation

Use this intake process when:

You need an agreement reviewed, help from pre-sales or legal to respond to RFP, legal input on
question orissue, legal form, or to submit an executed contract.

Not used for:

Purchase orders, HR forms or pricing information for software.
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How to Use “my legal requests”

Step 2: Complete the Request Form

* This is the request form. The fields marked
must be completed in order to send the
request.

0

my legal requests

Intro E Info We Need Participants Confirmation

Ll

Date Received 12/14/2012
lssue D 13-36814

K

@ &

Type of Request
Agreement/Description
Client / Vendor Name
Client / Vendor Country

Target Completion Date

< (M| B | B

Urgent NoO

ssociates International, Inc
S Associates India Private Limited

S Associates, Enterprise Management Consulting,



ANNUAL MEETING
2014

@ G"

mw to 7e

all matters

Onit Dashboard

“my legal requests”

EE i

Onit Dashboard — a dashboard of

Each column has a drop down arrow to

ﬂ Omit App Builder - Windows Internet Explorer
v | https://zs.onit.com/adhoc_approval/my %20legal %0requests/ atoms

ORI -
x (G Share Browser Webkx +

wr Favorites | g n Payroll and Taxes ZSpace /5 Sharepoint mspace Home

«in Onit App Builder

All Matters (moddied)

All Mattars

wit Onit App Builder - Login [J§ PLC USH | Rightsphere

App
aunch fswe 1D ~ Chen i Typ Catagory Originaling Group | Phase
41 Son Ascending i ego
Views 1l e
1337438 ABC Phorma UK ABC Pharnm UK NO& 201 4+ Sor Descending with 25 Lega
) Month & )
ab [ Columns ¥ with 22 Lepe
All Completed Matters
] Group By This Field

All Pending Matters
¥TO Status Report Filtars P o abe
My Views
e bt
T >
s submitted by m ¥
Participating projects x
Vndor X
Go To
Home

Show In Groups

sort or filter issues, hover the cursor over
the column heading for the arrow.
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Onit Issue Screen

Onit Issue Screen

Click to return to the
Dashboard.

(@ Shee Browser  Webtx

Favortes | o [ Peyeoll and Tames ZSpace 75 Shasepoint [l mspace Home i Onit App Buider - Logn [ PLC US Home Z7 SAP portal @ Raghtsphere

ABC CDA 2013)

Info We Meed 75 Legal Use  Tracked Provisions.

Enter comments here. Select any —
11 oty Al
participants to send the update via 7 inraneet ase I Rachel Kempler
. . T marthan i T senniter Biingstey Create
email. Attach any files. All o - . ]
= wewssonl  Add another ZS user to
comments are stored below. == . .
Partcipants the Participants list.
Propct Code
Jennder Blingsiey
I™ 25 ssocistes, nc This is where comments are stored. Requester
7 25 Aseciates iturmational, i e —— B pensing
Associstes India Prvate Limie: ndranesl lore
Legal 1
'S Assocmtes, Lmerpnse Management Consutng,
Shungrei Limied pening
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We were a little 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
time consuming than we thought
* Key to success:
* Good communication
* Time to think it thru
* Going live before it was perfect
* Vendor meeting us half way
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Helping the relationship to flourish

e Assign one person responsible for the technology
vendor relationship
e Set up timeline for different events
 Data model
* Testing
e Data transfer
* Testing
* Rollout
* Regular meetings!
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Plan for when things go wrong

* Who to call?
 Keeping track of issues
 Open lines of communication
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* Viewing mockups and running
thru the list of things to do was

easy

* New apps are being considered
for other activities
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Leaders role:

* Vision

 Make sure roles are clear

 Make sure it is working

* Meet with vendors

* Regular meetings with leads

* Look at the data

* Pitch in when needed

* Listen

* Anticipate change

* Facilitate rollout of changes to internal clients
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The Result: Improved and expanded
legal services
 Turnaround times on agreements are faster

* More agreements are being sent to the legal
team for the contracts repository

e 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 matters for

Our internal client feed back: “ZS’s legal team is a competitive
advantage”
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Questions?
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ACC Value Challenge
Aligning with Corporate Strategy

Ellen Pekilis
Executive Director, Energy Exchange

(formerly General Counsel, CSA Group)
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The Context

* Small not-for-profit
— Specialized field
— 51 market sectors

e Rapid Growth ...

 But notin Legal Headcount!
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The Challenge

* |Internal client satisfaction
— Turnaround time

— Clear process for establishing priorities
* “Drive by” files v long term policy v strategic projects
* How to service them all?

* Employee engagement
— The firehose effect

* How to be proactive and get in front of the curve
with rising work but no increase in headcount?
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Process

ACC Value Challenge website materials
Self-help: SO for consulting / facilitation
Engaged entire team

Line by line review of corporate strategy
— Parse business objectives for legal needs

Grouping of legal tasks by concept, region, risk
and strategic importance
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Contracts- Template Draft ] Code of Conduct/
Construction Compliance
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Legal Advice New
Lease e
Initiatives
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countries
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o Visas Corporate Policies
¢ 3 Contract - Non-CSA
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P 4 - NDAs
Contracts- CSA Template
Commercial Services
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Risk
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Results — Strategic Alighment

* Clear understanding of legal priorities in
relation to corporate strategy

* Clarity re effective use of resources

— Recapture time 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
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Questions?
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From Canary to Sophisticated
Risk Management

The MSA Law Department
Value Story
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unemployed since 1920

In 1920 MSA sent the canary back to the parlor

Such makeshift safety precautions had had it.
That was the year MSA instruments replaced
canaries for CO detection. By 1920 MSA was
also supplying miners with other protective equip-
ment then available: breathing apparatus; flame
safety lamps; resuscitation devices; safety signs;
first aid supplies.

These items helped a lot. But not enough to
meet the demands of a progressive mining indus-
try. The solution: manufacture all the products
essential to a miner's protection and efficiency

That's just what MSA did

Today, MSA not only meets new hazards,
MSA anticipates them. This requires constant
research, development, improvement. The result
the most effective, economical equipment a miner
can use

When you order safety equipment, it makes
sense to talk to MSA first

(After all, MSA’s the cat that got the canary.)

C&m MINE SAFETY APPLIANCES COMPANY
Pittsburgh 8, Pennsylvania

This advertisement is appearing in the October 1961 issue of COAL AGE
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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
communities may live in health throughout the world.

= N\SR S
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...and a partnership
for nearly as Iong
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The Safety Company The business of relationships=*




Consolidated
Cloud
Technology

Enhanced
Data
Analytics

New Budgeting &
Reporting
Templates
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Value
Stream
Mapping
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AM.ACC.COM

Strong
Top-Down
Vision

Robust Outside
Counsel
Management
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Budgeting & Reporting Templates
Continuous Communication Loop

Strong Outside Counsel Management

e Top-down case assessment process
* Slot specific cases for defense attention
e Ensure activity is consistent with risk

e Reduce duplication and over- Budgeting & Reporting
processing

e  Minimize tasks to those that make a Continuous, scheduled communication loop
real impact on litigation outcome * Local Counsel submit standard reports on a

set day each week
* Datais processed by National Counsel
* Review & decisions made by MSA
— e Trial Charts / Key Events color coded by risk
E—‘r——: 1 * Identification of emergent risks and cost drivers
* Enhanced ability to react to shifting trends
* Targeted Annual Budget with National Counsel
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Data on Demand

One Broadly
Accessible
Platform

Multiple uploads

Redundant
Consistent data
throughout network

Opportunity for Secure Cloud

Error/Data Technology
Conflicts Uploaded once at
source of creation
Inefficient

Automated metrics

Better data in less time
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Current State
(inefficiencies)
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Eliminate the “8 Wastes”

* QOver-servicing/production
* Waiting

* Transport

* Extra processing

* Inventory

e Defects

* Excess Motion

* Under-utilized people
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Virtual Law Firm

Shift from a geographically-based model to staffing based on
expertise

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

Limits learning curve while taking advantage of institutional
knowledge and loyalty

Reduces duplicative drafting, centralizes discovery and
document production for increased efficiency
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The Success Story

 Reduction in Expense
— Lowered defense budget below 2009 levels (~20%)
— Even greater reductions in select areas
* Improved Budget Predictability
— Data on demand
— Full year 2013 defense budget on plan
* Improved Legal Outcomes

— Settlements
— 100% retention of documentation
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Questions?



