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A recent survey of GCs by EY 
found many “expect workloads 
to increase by 25% over the 
next three years, yet 75% don’t 
expect budgets to keep pace.” 
Compounding the challenge, 
C-suite executives “have not been 
persuaded to support critical 
investments in legal technology 
and process improvement.”

This puts GCs and the corporate 
legal department in a difficult posi-
tion. How can you get more work 
done without a matching budget 
or approval for the innovation nec-
essary to drive greater efficiency? 
You’ve got to make a business case.

Making a case is not a quick and 
easy process. It’s best to start be-
fore you set out to procure any 
specific technology. Below are tips 
we’ve seen GCs successfully fol-
low in developing business cases.
1. Document and analyze your 

pain points
Documenting your legal depart-

ment’s pain points means honestly 
auditing and evaluating what is 
going well and what isn’t. This 
doesn’t need to be a formal or 
long-winded process, but should 
answer the question, “What does 
the department struggle with, or 
spend a disproportionate amount 
of time on?”

Some of the challenges we hear 
from GCs include:
• Controlling and predicting spend.
• Understanding internal process-
es and workloads.
• Gaining visibility, access and 
transparency across law firms and 
stakeholders.
• Managing resources—getting 
work to the right experts.

Put your findings on a slide 
and allow your team to comment 
candidly. While you may have a 
hypothesis in the beginning, when 
you start asking around, you’ll dis-
cover new perspectives.
2. Develop internal benchmarks

Seek out ways to quantify the 
problem, even with rough esti-
mates. Look at both the resources 
your team has and what it produc-
es. Examples of resource metrics 
could include identifying the legal 
cost as a percent of revenue, cost 
per in-house lawyer, or percent of 
spend going to outside counsel. 
Production benchmarks by con-
trast look at operational outputs: 
matters opened, matters closed, 
time to close, matters per lawyer, 
year-over-year comparisons, and 
the outcomes.

The specific benchmarks you 
choose to develop will vary based 
on your organization. The key is 

comparing your pain points to 
those benchmarks and ask: What’s 
stopping the department from ad-
dressing those pain points now?

3. Identify external  
benchmarks

The Association of Corporate 
Counsel (ACC) and the consulting 
firm KPMG field legal department 
surveys that provide a wealth of 
external benchmarking statistics. 
It’s powerful to show the C-suite 
a comparison of internal and 
external benchmarks, along with 
what you need to make up the 
delta.

A few example statistics from 
the most recent Global Legal De-
partment Benchmarking Report 
by the ACC, which drew 64% of its 
responses from the U.S., include:
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https://www.acc.com/sites/default/files/2019-06/ACC_Benchmark_062019.pdf
https://www.acc.com/sites/default/files/2019-06/ACC_Benchmark_062019.pdf
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• The median number of in-house 
lawyers per $1 billion in revenue 
is 8.7.
• The median total legal spend 
per lawyer is $497,042.
• The median spend on outside 
counsel, as a percentage of rev-
enue, is 0.2%.

The 2021 Global Legal Depart-
ment Benchmarking Survey 
by KPMG, which drew 80% of 
responses from Europe, had some 
other useful metrics:
• Businesses invested $2,592,421 
per billion dollars in legal.
• The average internal hourly bill-
ing rate was $162.
• Legal teams with a budget for 
legal tech (33%) spend an average 
of $248,041 on technology or 13% 
of the overall legal budget.

Perusing studies like these are a 
great way to augment a business 
case in a way that resonates with 
senior business leaders.

4. Understand the context  
of the business

The EY study cited above speaks 
at length to contract management. 
If the contracts are too slow in 
legal review, it could jeopardize 
sales deals. That’s a great illustra-
tion of understanding a legal de-
partment’s strengths, weaknesses 
and benchmarks in the context of 
business. It aligns legal goals with 
business goals, which in turn fo-
cuses your attention on the right 
technologies for your situation.

5. Self-educate and partner
A good way to self-educate is to 

invite solution providers to demon-
strate their products. It’s free and will 
give you a thorough sense of what’s 
available. Be open with the solution 
provider about your goals—that 
you are there for education.

If and when you do find a solu-
tion that will help solve a specific 

problem, partner with that solu-
tion provider’s sales team to build 
your case. Chances are that these 
professionals have a lot of expe-
rience working with law depart-
ments to pair use cases to prob-
lems similar to those you also face.
6. Anchor the case with savings, 

revenue, or risk
The business case for technol-

ogy is often weighted heavily to-
ward efficiency—it’s important 
but it’s only half the equation. The 
other half is thinking about the 
outcomes: cost savings, revenue or 
the reduction in risk that the legal 
tech in question will provide.

The risks need to be quantified or 
a requisition is likely to be denied. 
Quantification should address ex-
posure, cost of the solution and the 
cost of mitigation. The more tan-
gible it becomes, the more likely 
the business will see the broader 
benefits to the organization.

7. Assign a champion
This all may seem like a lot of 

work, but GCs don’t have to do this 
alone. Consider delegating these 
duties to someone capable of cham-
pioning the effort. It doesn’t have to 
be a senior person either. While legal 

operations staff are ideal, it could 
also be a junior lawyer with an en-
thusiasm for business and technol-
ogy. They already understand your 
business and can candidly report 
back on what they believe the true 
benefits will be for your department 
and company at large.
A Continuous Work in Progress

Businesses have finite resources 
and aim to deploy them for maxi-
mum benefit. Doing more with less 
is a perpetual requirement, putting 
pressure on all aspects of business 
including legal. Re-evaluating pain 
points, benchmarking, and ensur-
ing alignment with the corporate 
strategy should be addressed as 
a continuous process. Over time 
it will lead to discoveries of new 
problems and opportunities, so 
keep an open mind as to what else 
you might be able to achieve.

Nicholas d’Adhemar is the 
founder and CEO of Apperio, a 
legal spend analytics and mat-
ter tracking platform for in-house 
counsel. Before starting Apperio he 
spent six years working as a lawyer 
and another three years as an in-
vestment manager with a PE firm.
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