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Executive summary

The legal profession is undergoing a significant transformation in how its
services are priced. The traditional billable hour model, which has dominated
for decades, is increasingly being questioned by clients, firms, and legal
professionals alike. The world of legal pricing is evolving rapidly, driven by
shifts in client expectations, technological advancements, and new market
dynamics. Law firms and legal professionals must adapt to these changes to
stay competitive, ensure profitability, and meet the demands of a diverse and
increasingly cost-conscious client base.

This book explores the evolving landscape of legal pricing, addressing the
challenges and opportunities that law firms face in adapting to modern
economic demands. From the traditional billable hour to alternative models
such as subscription-based services and value-based pricing, our contribu-
tors examine the impact of client expectations, technology, and evolving
business strategies. The chapters that follow provide insight into the tools,
frameworks, and strategies necessary to create more transparent and effi-
cient pricing models that align with both client needs and law firm
profitability.

Our opening chapter, by Michael Roster, looks at the changing landscape
of legal pricing and provides an introduction to what will follow. Michael asks
readers to consider the ideas proposed throughout the book and then
examine how best to implement the changes — changes that many if not
most think are inevitable.

Chapter two, by James G. Perkins and Tiffany O'Neil, provides a compre-
hensive look at the changing economics of legal service delivery, tracing the
industry’s gradual movement away from the billable hour and toward
models that emphasize client-centered value and predictability. They begin
by exploring the historical decline in billable hour dominance - supported
by Procopio’s internal data since 2012 — and examine the forces prompting
this shift, including client pressure, competitive differentiation, and tech-
nology-enabled alternatives.

The discussion then turns to the rise of alternative pricing strategies such
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as fixed fees, subscriptions, and value-based models, and how these models
are being received by clients and the legal profession alike.

A key focus is placed on the authors’ own operational pivot toward fixed-
fee arrangements, highlighting how this strategy aligns with modern client
expectations around cost certainty. Through their initiative with Legal Six
Sigma, they illustrate how data-driven process improvement, standardiza-
tion, and internal change management have enabled them to roll out
fixed-fee pricing across multiple legal practice areas. James and Tiffany share
practical guidance on how firms can implement these models effectively
without sacrificing quality or profitability. Ultimately, the chapter interro-
gates whether the legal industry is undergoing a true pricing transformation
or merely adapting old norms to new expectations — and what that means
for the future of legal service delivery.

Stéphanie Hamon then follows this up in chapter 3, explaining why
aligning client expectations with perceived value is essential to building
trust, ensuring satisfaction, and maintaining long-term relationships. Legal
service providers must move beyond traditional billing models and embrace
approaches that prioritize outcomes, transparency, and collaboration.

Value is matter-specific. What one client values - speed, certainty, innova-
tion — may differ entirely from another’s priorities. This variability makes
robust matter scoping indispensable. Effective scoping sets the foundation
for accurate pricing, fosters mutual accountability, and reduces the risk of
misalignment. Historically, the billable hour has dominated legal pricing, but
its limitations have become apparent. The shift toward Alternative Fee
Arrangements (AFAs) and Effective Fee Arrangements (EFAs) reflects a move-
ment toward pricing models aligned with client-defined value. EFAs — such
as fixed fees, milestone pricing, retainers, and gainshare models - enable
clients to control costs while incentivizing legal providers to deliver results.

Managing expectations requires continuous, two-way communication
throughout the matter lifecycle. Legal providers must proactively commu-
nicate budget updates, flag risks early, and be transparent about deviations
from the plan. Clients must articulate their evolving needs and provide
timely feedback. This ongoing exchange is critical to preventing surprises
and ensuring alignment. Ultimately, aligning expectations with value percep-
tion requires a cultural shift. Legal providers must move from billing hours
to delivering impact. Clients must engage in open and ongoing communica-
tion. When both sides embrace this partnership model, pricing becomes a
strategic enabler of trust, efficiency, and shared success.
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Chapter 4 by Steven A. Lauer explores the concept of “value-related qual-
ities” (or VRQs), which are useful to think about in terms of the ways that
legal service can be addressed. They can be used to develop alternative fee
arrangements, to develop and manage project plans for lawyers’ efforts and
to restructure the relationship between inside and outside counsel.

Chapter 5, by Tanbir Jasimuddin, looks at the role of data and analytics in
modern legal pricing. We are in an era shaped by the most profound trans-
formation in how legal services are priced and valued. This is driven by client
demands for transparency and predictability, and the emerging power and
accessibility of data analytics and artificial intelligence. As a result, clients are
demanding a move away from the traditional billable hour model to more
sophisticated, data-informed approaches. In this chapter, Tanbir examines
how law firms can combine historical data, performance metrics, and client
intelligence to build their pricing strategies. He discusses how Al can enhance
pricing accuracy, predicting costs and automating tasks and workflows.
Additionally, the chapter outlines implementation challenges, including data
governance and change management. Getting this right will ultimately
deliver increased profitability and client satisfaction.

Chapter 6 by the book’s consulting editor, Richard Burcher, looks at behav-
ioral economics in legal pricing, and how to understand client psychology.
Richard explores the critical role of behavioral economics in shaping more
effective, client-centered legal pricing strategies. As law firms move away
from rigid, input-based billing and toward models that reflect value and
outcomes, understanding how clients perceive price becomes as important
as how firms calculate it.

At its core, behavioral economics reveals that clients are not perfectly
rational actors. Their pricing decisions are shaped by cognitive biases,
emotional responses, and contextual cues. Principles such as anchoring,
framing, loss aversion, choice architecture, and social proof are not abstract
theories — they are powerful levers that directly influence how legal fees are
received, evaluated, and acted upon. The chapter begins by challenging the
assumption that pricing is a neutral, mathematical exchange. In truth,
pricing is a form of communication — one that signals competence, confi-
dence, and value. The way a fee is presented can determine whether it is
perceived as reasonable or excessive, transparent or opaque, bespoke or
generic.

Through practical illustrations, the chapter demonstrates how anchoring
a proposal against a higher benchmark or framing an offer as a gain rather
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than a cost, can significantly shift client reactions. It also examines the decoy
effect —where presenting a third, less attractive option can make a target fee
appear more palatable — and the power of tiered pricing structures, which
give clients a sense of control and comparative value. Importantly, behavioral
economics also offers insight into the emotional dimensions of legal pricing.
Clients seek not only value for money but also fairness, predictability, and
reassurance. The chapter explores how law firms can use transparent
scoping, menu pricing, and confidence-based guarantees to reduce anxiety
and build trust — particularly in high-stakes or emotionally charged matters.

Another key theme is the role of perceived effort versus perceived expertise.
Clients often conflate time spent with value delivered, unless the firm actively
educates them otherwise. Behavioral science can help reframe this dynamic,
positioning legal fees in terms of risk mitigation, strategic insight, or long-term
savings, rather than effort alone. The chapter also addresses internal applica-
tions of behavioral economics. How partners price, discount, and
communicate value is often shaped by their own biases - such as loss aversion
(fear of losing the client) or anchoring to last year’s fee. Firms that build behav-
ioral awareness into their pricing training and governance structures will be
better equipped to price confidently, consistently, and commercially.

In closing, the chapter argues that behavioral economics is not just a
tactical toolkit — it is a strategic mindset. It equips firms to move beyond
transactional pricing and engage in pricing conversations that are empa-
thetic, persuasive, and client aligned. In an increasingly sophisticated market,
where clients evaluate not just what they pay but how they are made to feel
about it, mastering the psychology of pricing will be a key differentiator.

In today’s legal market, clients continue to demand more transparency in
their legal engagements. Gone are the days when clients were loyal to just
one firm - thus, they continue to shop for the most competitive price on
legal services. As a result, firms must be transparent about scoping and put
more emphasis on the value they bring to the market. They need to be ready
to adapt to new strategies like AFAs and fixed fee engagements to mitigate
write-offs and write-downs that undermine profitability. By leveraging the
proper people, processes, and technologies, firms are able to increase
communication and even educate their clients on how to be savvy while they
pursue legal engagements, so the firm can attain its desired rates and real-
ization. In chapter 7, Jack Kingston discusses how pricing departments can
leverage relationships and transparency to remain profitable in the ever-
changing market.
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Richard Burcher then returns in chapter 8 to discuss fixed fees and
predictability, and how these help meet modern client demands.

In chapter 9, Tim Corcoran explores how traditional law firm partner
compensation models often undermine profitability and innovation due to
misaligned incentives. He opens with an analogy from retail, illustrating how
short-term revenue-focused decisions — like discounting without regard to
profit - can lead to long-term business failure. Similarly, law firms often prior-
itize revenue through billable hours and origination credits, while ignoring
more strategic metrics such as profitability, leverage, and client value.

Tim introduces the RULES. framework — Realization, Utilization,
Leverage, Expenses, and Speed of collections — to explain how these factors
affect a firm’s financial health. Many compensation systems, however, incen-
tivize partners to hoard work, underprice services, or pursue billing volume
at the expense of profit margins and client relationships. This is exacerbated
when firms focus internally rather than considering market value and
external benchmarks, leading to distorted perceptions of partner contribu-
tions based solely on billing rates. He critiques outdated “cost-plus” pricing
and tenure-based rate models, arguing they ignore client-perceived value
and market conditions. Case studies highlight how innovation efforts, such
as workflow automation, often fail to yield intended profit gains when
partner compensation punishes efficiency by reducing billable hours.

Tim challenges firms to reassess whether partners are treated as high-paid
employees or as true business owners. He advocates for rewarding behaviors
that enhance long-term firm value — like delegation, innovation, and client
loyalty - over individual billing achievements. Adjusting compensation plans
is politically difficult, but essential for firms seeking to thrive in a competi-
tive, client-driven market. Ultimately, the chapter urges law firm leaders to
shift from tradition-bound, revenue-centric models to incentive systems that
align partner behavior with sustainable profitability, client satisfaction, and
firm-wide success.

In Chapter 10, Benjamin Viney addresses some of the challenges associ-
ated with partner and associate compensation in law firms. He explores the
psychology of pay and value, the ways in which firms compensate different
types of contribution (including the thorny question of leadership compen-
sation), and how this has changed over the last 40 years. He also looks at the
implications of a potential decline of the billable hour on compensation
models, and the importance of the EU Pay Transparency Directive.

Richard Burcher returns in chapter 11 to discuss the intersection of tech-
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nology and legal pricing. His chapter explores the profound dual impact of
technology — particularly artificial intelligence (AI) — on the pricing of legal
services. He argues that Al is not merely enhancing legal pricing practice, it
is fundamentally reshaping both how firms price and what they are pricing.

The first dimension of this transformation is the use of Al within the
pricing process itself. Here, technology serves as an enabler of unprece-
dented capability. Al-driven pricing tools support matter profiling, scenario
modelling, profitability forecasting, and real-time budgeting.

These capabilities empower pricing professionals and lawyers alike to
construct more accurate, competitive, and client-aligned fee proposals.
Pricing becomes less reactive and more predictive — rooted in data, bench-
marks, and behavioral insights. This gives rise to what the chapter terms
“pricing enablement infrastructure” — a fusion of intelligent software,
internal governance, and commercial capability that supports law firms in
designing and defending complex pricing models.

The second and equally disruptive dimension is the impact of hybrid
Al/human service delivery on pricing architecture. As law firms increasingly
combine machine-driven tasks (e.g. contract review, document drafting, risk
flagging) with human legal advisory, they face a fundamental challenge -
how to price a service that is no longer purely based on human time and
effort.

Traditional metrics — such as hourly rates or time estimates — are insuffi-
cient. Instead, firms must adopt new value narratives that recognize the
interplay of machine efficiency, human judgment, and client-perceived
value. This hybrid model necessitates alternative pricing constructs — fixed
fees, modular pricing, success fees, and subscription arrangements — that
reflect outcome orientation and service deconstruction. Crucially, the
chapter argues that this is not a future trend but a present strategic impera-
tive. Clients are already expecting pricing transparency, technological
leverage, and commercially progressive options. Firms that cannot articulate
how technology influences both their service delivery and their pricing risk
appearing outdated or opaque.

In closing, Richard calls for a reimagining of pricing as a core discipline —
blending commercial acuity, behavioral economics, technological literacy,
and strategic storytelling. Those who lead this transition will gain not just
pricing sophistication, but competitive advantage in an increasingly
commoditized and client-driven legal market.

Chapter 12, by Steph Hogg, looks at trends in legal procurement, including
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the rising influence of formal RFPs and panel reviews. Which is more impor-
tant to clients — hourly rates or value? Are in-house legal teams and their
procurement teams always aligned?

Tanbir Jasimuddin returns in chapter 13 to discuss how we can measure
success in terms of metrics and KPIs for legal pricing models. How can firms
evaluate whether their pricing strategies are truly effective in terms of both
client satisfaction and profitability?

In chapter 14, Alex Hamilton looks at how legal services can be redesigned
to optimize for value and efficiency before Richard Burcher concludes the
book with a look at the future of legal pricing. This final chapter provides a
five-year forecast of legal pricing, positioning it as a strategic capability at
the center of law firm competitiveness and client value. As pricing evolves
from an administrative function to a sophisticated commercial discipline,
firms must adapt across three critical dimensions — technology, client
engagement, and internal capability.

Technology’s dual impact is reshaping both the mechanics of pricing and
the nature of legal service delivery. On one front, Al-powered platforms
enable smarter pricing — through data-driven modelling, profitability fore-
casting, and scenario analysis. On the other, the rise of hybrid Al/human
service delivery is redefining what’s being priced. Law firms must now
account for a blend of automation and legal expertise, shifting focus from
time spent to value delivered. The decline of hourly billing is accelerating —
not through abolition, but through marginalization. Its misalignment with
client expectations around efficiency, transparency, and risk-sharing has
catalyzed demand for value-based pricing. Aligning fees with client-defined
outcomes and strategic importance, this model rewards collaboration,
results, and trust.

A key theme is the professionalization of legal pricing within firms.
Pricing professionals are no longer back-office analysts — they are now
strategic partners, embedded in client teams, guiding fee design, negotia-
tions, and commercial planning. Their expertise spans behavioral economics,
data interpretation, and stakeholder engagement, making them essential to
modern legal practice.

Firms are introducing formal governance structures — pricing committees,
deal desks, and approval workflows — while evolving partner incentives to
reward pricing discipline and margin performance. Behavioral pricing tech-
niques such as anchoring, bundling, and tiered options are becoming
mainstream, supported by Al-generated fee narratives and guided scoping
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tools that facilitate better client conversations. The chapter also examines
emerging pricing models such as subscriptions, outcome-based fees, and
success arrangements. These are not simply innovations but responses to
rising client expectations for predictability, partnership, and measurable
value. They also offer firms opportunities to expand access to justice and
scale delivery models sustainably.

Ultimately, pricing will be a defining capability for the next generation of
law firms. Those that embed pricing into their strategic, technological, and
cultural fabric - led by empowered professionals and enabled by intelligent
infrastructure — will lead the market. Those that do not will be left behind.
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