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A technology plan is critical, 
but it needs to be developed 
quickly otherwise the world 
might have moved on upon 
delivery.

Legacy systems work 
against change. People 
will ask what was wrong 
with the old one, want a 
new system to work the 
same way, or assume a 
new system has the same 
features.

Most legal departments use 
tech to support their work 
when managing requests. 
Portals can help manage 
these requests, enabling 
them to be sent in via one, 
trackable method. 

Our 9th and final Inhouse hangout of 2020 focused on 
the importance of technology planning for legal 
departments.

Leaders from a range of companies, and consultants, came 
together to share their views on developing a tech strategy, 
the best way to get support for investment (working with 
stakeholders, procurement, and IT) and how they dealt 
with the challenges posed by legacy systems. The right 
partner can go a long way to helping with the challenges 
on the often rocky path to implementing technology.

Our sponsor Onit streamlines business processes for 
better workflows, transforming how legal departments 
drive the entirety of their operational and process 
improvements, minimising risk and driving efficiency.
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What exactly is the value of tech 
planning? We started by asking our 
panel this question, and also their 
thoughts on the process of 
developing a tech strategy.

BT started developing a technology 
strategy a couple of years ago, said 
David Griffin, their Head of Legal 
Technology. He pointed out one value 
of tech planning – that it can 
demonstrate what ‘good’ looks like: 
“Setting a vision so that people 
understand what things will look like 
once you get to where you want to 
be.” However, the plan needs to be 
developed quickly. “People get bogged 
down in planning for 18 months and 
then get ready for delivery. But the 
world’s moved on and they’re not 
going to deliver any value,” he said. 
“We’re now on a fifth implement on 
our platforms; we’ve procured 
technology that will grow with us 
towards that vision.”

According to Ian Waterworth, Head of 
Programme & Change, Legal COO at 
Standard Chartered, the value of a 
tech plan lies in having a strategic 
goal. “You need that plan up front so 
you can prioritise what technologies 
you want to go after first, and how 
they will work together. The plan must 
always be reviewed along the path, 
but it’s good to have it at the outset 
because there’s a lot of effort and 
money involved,” he said.

Susan Hackett, CEO of Legal Executive 
Leadership (a law practice management 
consultancy), has seen that people only 
start talking about strategy after they 
realise they have different systems in 
place that don’t speak to each other or 
aren’t being used. “The full strategy 
requires prioritising what they want to 
work on, looking at the workflow and  

 
 
who’s involved, thinking about what 
kinds of things to work with clients 
directly on and what to work on 
internally. That leads to a conversation 
about what tech best fits what we’re 
prioritising,” she said.

Amy McConnell, Head of Legal 
Operations at Vodafone, said that 
rather than just focusing on 
technology, her company looked at a 
broader planning transformation – 
such as process activities. “Is a process 
suitable for digitising? What’s the point 
of digitising a contractual playbook if 
it’s not of the good quality it should 
be? So, we’ve tried to map out our 
strategy around what sort of 
transformation steps need to happen 
first in order to make the most use of 
technology,” she said. When looking 
to streamline processes, the right 
platform is key. Onit’s configurable 
business process automation platform 
(Apptitude) enables the creation of 
workflow solutions without any need 
to code. Ad hoc, inefficient, manual 
work is transformed into clearly 
defined processes. The platform is 
built on the underlying philosophy of 
‘work the way you think’. 

We polled attendees on whether they 
used technology to support their legal 
work when managing requests that 
come to legal from the business? 32% 
said that they already had that tech in 
place, and 46% didn’t – but it was in 
their plans. And such supporting tech 
can start with using it to manage the 
requests themselves – with a solution 
such as Onit’s Legal Service Requests 
portal. Clients can track the status of 
their requests and interact with the 
legal department. Also, requests can 
be directed to the appropriate legal 
practitioner, rather than being sent via 
email or nontrackable methods such 
as conversation or text. 

        Poll results:

1  Do you use technology 
to support your legal 
work when managing 
requests that come to 
legal from the business?

47%
No but it is in 
our plans

32%  Yes, we have that in place 

21% No, it isn’t in our plans 

2  In your experience,  
why do technology 
projects fail?

45%  

Implementation 
too hard/ Not 
enough support

29%  People don’t want to use 
it/ Old way preferred

16%  Requirements / project 
scope change 

10%  Tech doesn’t solve 
the problem/ Mis sold 
solution
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Support for Investment 
The next part of the session went 
deeper into a key milestone on any 
tech plan. We asked the panel for 
their thoughts on how to get 
support for investment; working 
with stakeholders in procurement 
and IT and making sure that the 
tech they want is actually aligned 
with corporate solutions.

Working with the tech teams could help 
you find out about existing tech solutions 
that you could use, said Ian. It could also 
help with procurement: “They will help 
you with the RFPs, with the analysis of 
vendors, and the changing vendor 
landscape.” Ultimately, he said, getting 
support for investment comes down to 
financial transactions. “You need to 
understand what you’re going to benefit 
from having the solution. And you’ll get 
that through working with your SMEs. 
Once you’ve done that analysis, and how 
much it will cost, then you can compare 
with the ROI over the time that you think 
will take to implement it and then the 
ROI for the time that it’ll be something 
that you use in your function. So, all of 
those form the business case,” he said.

Amy pointed out how legal departments 
struggle to get a business case because 
they don’t always have huge numbers of 
employees. “So just headcount or 
efficiency reductions doesn’t necessarily 
get the ROI,” she said. As a result, her 
department focuses on the business 
benefits. “Within Vodafone, there are big 
contracts with top multinational 
customers. If we can get those contracts 
signed up quicker, we bring in revenue 
quicker. Recently, we’ve added to our 
contract lifecycle management 
functionality so that our commercial 
team can automatically extract data from 
our contracts and use it to manage 
obligations,” she said. And there are other 
ways that they have been able to make a 
business case: “For example, if we have 

minimum spend commitments in our 
contracts, we’re not always well linked up 
with a billing system. So, enabling that 
data to be extracted easily helps them, 
and drives revenue.” When it comes to 
getting contracts signed up quicker, a 
solution such as Onit’s Contract Lifecycle 
Management Software, can automate 
the entire contract management process, 
streamlining each phase of the contract 
lifecycle from capture, through to 
negotiations and approvals, all the way to 
post-execution. In particular, it mitigates 
the risk to revenue of missed obligations 
and deadlines.

David said that when it comes to making 
business cases, legal departments need 
to be data driven. “When I was in the 
technology team, I couldn’t just say, 
‘give us £8 million this year and I’ll tell 
you how it went.’ They had systems that 
tracked us - when we deliver data. And 
we could look at how we were going – 
forecasting and analysis,” he said. “You’re 
capturing that data to make the next 
decisions - where are you doing 
repeatable work, multiple times in 
multiple jurisdictions, that you could 
automate? That can be a hard qualitative 
thing to sell on a business case.” He 
advised starting with something basic 
such as matter management: “People 
get overwhelmed with the possibilities 
and sometimes you just need to start 
with something that solves a problem, 
gives value, and gives you data to prove 
that value.” 

David stressed the importance of being in 
contact with business partners around 
the investment, particularly because the 
legal department is rarely the one to feel 
the pain issues. “We weren’t the ones 
who would be saying ‘this trade wasn’t as 
efficient’ or ‘we’re leaving money on the 
table because we didn’t have this data’,” 
he said, recalling a trader who had lost a 
lot of money on a trade because one 
piece of data in one contract was wrong.

Poll results:

3  What is the most 
pressing challenge 
your in-house legal 
department is 
currently facing 
managing your data 
and content right now?

 52% 
Search and 
retrieval of 
your content 

32%  Working 
collaboratively/
Operational Efficiency

13% Compliance

3%  No issue with 
document 
management

0% Document Security

4  What’s the biggest 
challenge when 
evaluating new legal 
technology?

65%
Not enough 
time to do it 
properly 

21% Too many stakeholders 

14%  Too much choice in 
the market 
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Legacy Systems

Finally, we asked the panel about the challenges of legacy systems. 
How did they manage budgets and implementation schedules, and 
working with IT teams? 

Vodafone implemented their contract 
lifecycle management system in 2017, 
but Amy said that they would do the 
implementation slightly differently 
today. “We looked at it in a quite siloed 
way and invested in a platform that we 
thought best suited our requirements. 
We then spent time integrating that 
platform into other elements of the 
business, which takes time and you 
then have to schedule in that time 
with another system. Now, we might 
go down a route where integration is 
already enabled,” she said.

One challenge with legacy systems is 
migrating data into a new platform, 
said Ian. “It can take a long time and 
needs to be carefully planned and you 
need to allow time in the new schedule 
so that the benefits are immediately 
available. You don’t want to be doing 
the same process as before, but in two 
systems,” he said. 

David saw legacy systems as working 
against change – which is why his 
department tries to sunset them early 
in a project. “If you say, ‘I like this new 
thing that does this’, it’s ‘what’s wrong 
with the old thing - and the cost of 
running that is nothing because it’s 
been amortized and put in 10 years 
ago,” he said. There are also situations 
where people want a new system to 
work like the old one: “Then you fall 
into a trap of putting old technology 
onto a newer shiny box.”  

He also warned against “assumption-
based” requirement gathering. They 
recently had to re-plan a project 
because the stakeholder said that 
the new system didn’t do something 
that the old system did. “They didn’t 
write it down in terms of a function 
they needed, but just assumed it had 
it because it was in the old system,” 
he said.

We covered a lot of ground in this 
hangout, with lots of practical ideas for 
legal departments – particularly smaller 
ones with less resources – on how to 
plan a tech rollout with minimal risk. 
Demonstrating efficiency and cost 
savings are key to any business case. 
With Onit’s solutions, the benefits are 
easily calculable. Founded more than a 
decade ago by legal technology 
pioneers, all Onit’s solutions have a 
primary goal of bridging the gap 
between systems of record and systems 
of engagement, helping customers find 
efficiency gains, reduce costs, and 
complete transactions quicker. 

 

  

            MIGRATING DATA INTO A NEW PLATFORM 
CAN TAKE A LONG TIME AND NEEDS TO BE 
CAREFULLY PLANNED AND YOU NEED TO ALLOW 
TIME IN THE NEW SCHEDULE SO THAT THE 
BENEFITS ARE IMMEDIATELY AVAILABLE. YOU 
DON’T WANT TO BE DOING THE SAME PROCESS 
AS BEFORE, BUT IN TWO SYSTEMS.
IAN WATERWORTH, 
HEAD OF PROGRAMME & CHANGE LEGAL COO, 
STANDARD CHARTERED 
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