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When asked what they appreciate most 
about their transition from a law firm to 
in-house counsel position, many lawyers 
would respond with one word: time.  
Or to be more precise, the absence of 
tracking time.

Recording work product down to six-
minute increments can be excruciating  
— and so a corporate environment may 
be a liberating environment, free from  
the constraints of measurements.

Except …

At the executive and board level, division 
heads typically report on metrics and 
values, verifying their accomplishments 
and justifying future spend. Historically,  
the legal department was an observer 
at such events, never expected to 
present, much less report. There was no 
expectation for it to perform like other 
business units. 

That dynamic is changing.

General Counsels are seeking equal 
representation in the companies they 
serve, sharing with leadership data about 
the important work they perform and the 
value they deliver. And for that, capturing 
metrics has become essential. 

In this paper, we present how to begin  
the measurement process within your 
legal department, the key metrics to track,  
and how to apply insights from your data 
to optimize productivity and efficiency.  

Getting Started    
Whether you’re new to the process of 
tracking legal metrics, or an experienced 
metrics-based leader, you may face 
internal resistance when implementing a 
legal metrics tracking system. Your staff 
may perceive metrics tracking as extra 
work — or that this will be a report card of 
sorts. And, it may be a cliché, but there is 
some truth in the adage that lawyers are 
not always data folks.

Measuring Success 
Implementing a metrics-based legal department promotes 
efficiency, productivity, and value.

General Counsels are seeking equal 
representation in the companies they  
serve, sharing with leadership data  
about the important work they perform  
and the value they deliver.   
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Key steps to a successful legal metrics 
program launch:

• Gain team buy-in: Present to your 
team the value and benefits of 
measuring productivity. For instance, 
if you’re able to track time spent on 
lower-value work, this could help 
rebalance workloads among your staff. 

• Define KPIs: Becoming an effective 
and efficient business partner requires 
clearly defined targets — measurable 
key performance indicators (KPIs) that 
provide a benchmark to assess and 
evaluate progress.

• Consider your audience: Once you 
achieve buy-in from your internal 
stakeholders, clarify your audience: 
To whom will you be highlighting the 
legal department’s performance? Is it 
C-suite executives? Or, is the General 
Counsel seeking greater insights 
into what is happening internally? 
The metrics you capture may differ, 
depending on who is reviewing them.

Defining a Metrics Process 
Next, it’s time to develop a process.  
If you want to address cost and ROI,  
those are relatively easy numbers to 
capture with fee management software. 
The software will deliver distinct data 
buckets addressing cost and fees — 
actionable data that you can use to  
trim spend quickly. 

Next, begin breaking down costs and time 
by lawyer and team member. What work 
they are spending their time on? Take the 
time to categorize each team members’ 
work into high- and low-value groupings.

Legal Metrics Deliver  
Real-World Results 

The Client 

Global environmental company

The Project 

Take over the contract review  
and negotiation process and:

• Develop playbooks

• Establish workflow and process

• Track metrics, including

• Average turnaround time

• Terms and conditions continuity

The Results 

This evaluation reboot phase 
empowered the General Counsel  
to improve turnaround time and drive 
consistency into the organization’s 
terms and conditions. Past that,  
it provided the crucial data needed 
to support a successful request for 
additional legal department resources.

Case Study
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Gathering, sorting, and analyzing  
data can be a difficult and time-
consuming process, especially for 
large legal departments. Even for those 
departments where data collection is 
straightforward, you still must refine your 
data to ensure that it is accurate. As such, 
you may find value in hiring an outside 
consultant to assist in the process. 

What to Track 
With your target audience in mind, assess 
the metrics that you want to identify and 
capture. Key buckets, and their associated 
categories to track, include:  

• Revenue and spend: Percentage of 
legal spend to revenue; internal vs. 
external spend; spend by outsourced 
firm; expected revenue; contracts 
signed per quarter; department spend 
(by unit, if applicable); contracts in 
negotiation vs. signed.

• Operational efficiencies: Number 
of attorneys, legal professionals, 
and paralegals (year-over-year); 
percentage of employees and type 
by practice group; attrition rates; 
allocation of workload; number of 
employee trainings performed; early 
payment discount usage; how much 
data you store.

• Performance and productivity: 
Number of litigation matters opened, 
pending, and closed; total number of 
contracts reviewed; average cycle  
time per matter, by type; number of 
matters handled by in-house and 
outside counsel.

• Soft Metrics: Diversity, wellness, 
and pro bono metrics should also 
be considered, both for internal and 
external reference as well as recruiting.

Beware over-collection … The number of 
metrics that you can track are limited only 
by imagination, but practicality should 
guide the effort. Capturing numbers that 
are not actionable or that fail to reveal 
performance and productivity insights can 
outweigh their usefulness. View it as an 
evolving process which will morph just as 
your business needs are ever-changing.

Legal Metrics Benefits  
No matter whether you handle your 
metrics initiative internally or outsource 
it to a consultant, the potential benefits 
for your department and organization 
are considerable. From a management 
standpoint, the numbers provide you with 
data to address efficiencies, a key factor 
in determining profitability. If the numbers 
reveal that your senior-level staff are 
being bogged down by junior-level work, 
for instance, you may derive value by 
outsourcing those projects, or reassigning 
such matters to the appropriate talent 
level within your department. 
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Metrics also provide clear performance 
benchmarks: It’s true that you can’t 
manage what you don’t measure; and you 
can’t track performance improvements if 
you don’t start by tracking performance 
in the first place. With distinct targets in 
mind, you can assess quarterly and annual 
performance, ROI, work allocation, and 
defined needs — and over time, track 
improvements when viewed in the context 
of previous periods and projections.

Robust data collection exposes 
productivity gaps, too, allowing 
departments to implement measures 
to boost efficiency. For instance, 
benchmarking contracts year-to-year 
will help you understand the need to 
reallocate or add resources. 

Finally, productivity numbers help  
inform hiring and workload decisions.  
For instance, if your staff is overburdened 
and you want to hire another lawyer, 
metrics provide you with clear justification 
for a part-time or full-time hire, as well as 
their specialty. Determining the volumes of 
different types of work helps identify the 
hours and type of expertise needed. 

Moving Forward 
The metrics-tracking legal department 
gains actionable insights that it can apply 
not only to internal operations but also 
to broader, corporate-wide assessments 
that impact decision-making. Once you 
obtain buy-in from your internal staff 
(perhaps the most challenging hurdle 

in the entire process), you’ll be on your 
way to demonstrating your value with 
data. And with numbers in hand, you’ll 
gain executive-level appreciation and 
acknowledgement that yours is an equal 
business unit that is financially responsible 
and sustainable. 
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organic growth and architecting bespoke flexible legal talent programs to help clients solve unique legal challenges. 
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The metrics-
tracking legal 
department 
gains actionable 
insights that it 
can apply not 
only to internal 
operations but 
also to broader, 
corporate-wide 
assessments that 
impact decision-
making.    
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We’re here to do the best legal work of our lives alongside  
our innovator clients. Ready to kick off a project?

Email us at newclients@legility.com

or visit legility.com/insights
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We transform legal teams by designing best-in-class, seamless legal 
experiences, driven by strong values and rooted in the world-class technology, 
strategy, and talent required for operational excellence. Everyone and everything 

at our company is driven by a core mission of building strong and proactive 
relationships between lawyers and their clients — whether those clients are 

internal or external. Our lean, interdisciplinary teams work in close collaboration 
with our clients, helping them to in turn solve their clients’ biggest problems.  
Our lawyer-centric, data-driven approach focuses on creating a seamless 

experience across all operational areas — from litigation to risk and compliance, 
from contract review to case strategy. This unified legal experience results in  

a much more consistent, impactful, and valuable relationship between  
legal teams and their clients and business stakeholders.

Legility is a legal services company providing data hosting and management, 
technology-enabled services, consulting, flexible legal talent, and managed 

review services to in-house law departments and law firms. Legility is not, and 
none of its affiliates are, a law firm and does not provide legal advice as part of  

its services and nothing contained herein should be construed as such.
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