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Byron G. Buck II 

•  Senior Corporate Counsel, Caterpillar Inc. 
•  Manages the Law Practice Management Group 
•  Practice has included counseling on a broad range 

of issues generally facing US corporations 
operating globally 

•  Over 20 man years of LPO Support in 2013 
•  B.E.E. Georgia Institute of Technology (1989) 
•  J.D. South Texas College of Law (1995) 
•  Registered Professional Engineer, Texas - Inactive 



Data Driven 
Management  & 

Optimization of the 
Legal Business 

  
Business Acumen, 

Strategy & Flexibility 

 
Predictability, 

Efficiency & Velocity 
 

Consistency & 
Completeness 

Substantive 
Legal 

Knowledge 

ROLE OF IN-HOUSE COUNSEL 
Evolving Expectations For 
Success 

Emphasis On 
Strategy and 
Managing the 

Work 

Emphasis On  
Doing the 

Work 



ALLOCATING WORK APPROPRIATELY 
•   As in-house counsel move up the value chain, there is a growing need for intelligent 
solutions that support them and transform the way lawyers work. 

Yesterday	  

Outside	  	  
Counsel	  

In-‐House	  
Counsel	  

Outside	  	  
Counsel	  

Flexible	  
Resources	  

In-‐House	  
Counsel	  

Outside	  	  
Counsel	  

In-‐House	  
Counsel	  

Outside	  counsel	  is	  used	  for	  much	  of	  
the	  higher	  value	  work;	  inside	  counsel	  
manages	  outside	  counsel	  and	  a7ends	  
to	  day-‐to-‐day	  ma7ers	  and	  repe;;ve,	  
process	  driven	  work	  

Inside	  counsel	  has	  expanded	  into	  
higher	  value	  and	  more	  strategic,	  
interes;ng	  and	  complex	  work;	  
flexible	  resources	  fill	  the	  need	  for	  
more	  rou;ne	  tasks	  and	  are	  directed	  
by	  inside	  counsel	  

Inside	  counsel	  con;nues	  to	  move	  up	  
the	  value	  chain;	  flexible	  resources	  
evolve	  into	  strategic	  partners	  

Strategic	  &	  High	  
Risk	  	  

Deep	  	  	  	  	  
ExperGse,	  

RelaGonships	  
	  
	  

Day-‐to-‐Day	  
MaIers	  

Process	  Driven	  /	  
Volume	  Intensive	  	  

Flexible	  
Resources	  

More	  strategic,	  
interes;ng,	  crea;ve	  &	  
complex	  work	  

Higher	  volume,	  repe;;ve	  
or	  process	  driven	  work	  

Today—Standard	  Work	  &	  Strategic	  Support	  



LITIGATION LANE STRATEGY 

•  Full review by traditional resources 
•  Many aspects extend beyond a standardized approach and require specialized attention 

(e.g., unusual documents/media, high profile or dollar exposure, strategic or unique projects, etc.) 
Lane 3 

Each Lane will provide sustained service levels and drive demand shaping 
High volume / less complexity 

Low volume / more complexity Delivery time 

•  Leverage advanced machine learning tools  
•  Eliminate irrelevant document review 
•  Quickly identify strategic documents 

Lane 1 

Lane 2 

•  Enable knowledge  transfer 
•  Leverage a standardized approach 
•  Apply consistent techniques across multiple projects 

Lane 2 

Lane 4 

Days 

Days/ 
Weeks 

Weeks 
(Driven by 

complexity) 

Identify Metrics; 
Measure & Track;  
Manage Resources &  
Optimize Processes 



AGREEMENT LANE STRATEGY 

•  Full review by in-house attorney 
•  Many issues extend beyond a Playbook and require specialized research, drafting or  negotiation 

(e.g., custom documents, high profile or financial exposure, strategic initiatives, unique projects, etc.) 
Lane 5 

Each Lane will provide sustained service levels and drive demand shaping 
High volume / less complexity 

Low volume / more complexity Delivery time 

•  Leverage client’s position before a 
decision is made – drive few deviations 
from a standard 

Lane 1 

•  Client’s form is used 
•  Changes are within a Playbook and only to 

basic commercial terms (e.g., price, quantity) 
Lane 2 

•  Either party’s form is used 
•  Changes go beyond the basic commercial terms 
•  Managed and negotiated per a Playbook 

Lane 3 

•  Limited in-house attorney review 
•  Few issues extending beyond a Playbook (e.g., 1-3 paragraphs) Lane 4 

Turned in 
1-2 Days 

Turned in 
1-2 Days 

Turned in 
3-4 Days 

4+ Days 
(Driven by 

complexity) 

Weeks 
(Driven by 

complexity) 

Identify Metrics; 
Measure & Track Data;  
Manage Resources &  
Optimize Processes 



LANE STRATEGY MODEL (PROCUREMENT) 
Caterpillar  
Buyer 
(Business Context) 

Supplier 

Project Manager 
(Quality Check) 

Senior  
Associate 

Associate 

Other Resources 
(Research, 
Coding, 
Formatting, etc.) 

Pangea 3 
Caterpillar In-house 

Attorney 
(Legal Advice 
Beyond Playbook 
& Training) 

Lane 5 

Lane 4 
Limited 
Review 

Lanes 1-4 

Third Party 



ATTORNEY DIRECTED WORK MODEL 
(LOWER VOLUME & ONE-OFF TASKS) 

Caterpillar  
In-house Attorney* 
(Business Context) 

Caterpillar 
Business 
Manager 

Assistant  
Manager 

Project 
Manager 
(Quality 
Check) 

Senior  
Associate 

Associate 

Other Resources 
(Research, 
Coding, 
Formatting, etc.) 

Pangea 3 
Caterpillar 

*  Success primarily 
depends on the delegation 
skills of the in-house 
attorneys 



RUBRIC FOR IDENTIFYING & ALLOCATING WORK 

 
Outside  
Counsel 

(Expertise,  
Relationships, etc.) 

In-House Resources 
Focus on Highest Risk, Most 

Strategic & Challenging 

Flexible Resources 
I know what to do… or I know how to do this….  

(“If I had the time….”)  



 	    	   $$$ <------------------------------------------- COST* -------------------------------------------> $	  

Requirement/Characteristic	  
Outside 

(Expertise)	   In House	  
Outside (Staff 
Augmentation)	   Contract	  

In House Agency 
or Temp	   LPO	   Interns	  

1 Deep Expertise	   X	    	    	    	    	    	    	  
2 Unique relationships or knowledge of the law	   X	   O	    	    	    	    	    	  
3 Specialized research, drafting or negotiating	   X	   X	    	    	    	    	    	  
4 Custom, creative or complex documents	   X	   X	    	    	    	    	    	  
5 High profile issues	   O	   X	    	    	    	    	    	  
6 High risk or financial exposure	   O	   X	    	    	    	    	    	  
7 Strategic initiatives	    	   X	    	    	    	    	    	  
8 Requires active legal advice	   X	   X	   X	   O	   O	    	    	  
9 Close relationship with business managers	    	   X	   O	    	    	    	    	  
10 Strategic knowledge of the business	    	   X	    	    	    	    	    	  
11 Onsite services are necessary	    	   X	   O	   X	   X	    	   X	  
12 Would benefit from technology support	   O	    	    	    	    	   X	    	  
13 Requires analysis of data or use of analytics	    	    	    	    	    	   X	   O	  
14 Lower risk	    	    	    	   X	   X	   X	   X	  
15 Uses guidelines, standards, policies or templates	    	    	    	   X	   X	   X	   X	  
16 Has a definable workflow, routine or process	    	    	    	    	    	   X	    	  
17 Responsiveness is a key driver	    	    	   O	   O	   O	   X	    	  
18 Volume intensive	    	    	   O	   O	   O	   X	    	  
19 Is important, but not a core legal task	    	    	   X	   X	   X	   X	   X	  
20 Sporadic need, flexibility, hour averaging	    	    	   X	   O	    	   O	    	  
21 Short term surge or overflow of work	    	    	   X	   X	   X	    	   X	  
22 Temporary staff replacement	    	    	   X	   X	   X	    	   X	  

RESOURCE MATRIX EXAMPLE 

*Note: Some non-US outside counsel can be cost competitive with LPOs and provide greater flexibility 
            Language capability and time zone support has become less of a differentiator 
              



(§9.1(a) Infringement Indemnity from Licensor (YS) Standard Provision (§9.1(a)): Licensor shall indemnify, defend and hold harmless 
Caterpillar, its affiliates, directors, officers, employees and agents from and against 
any and all suits, claims, demands, losses, damages, costs and expenses, including 
without limitation, litigation expenses, attorney’s fees and liabilities incurred in 
connection therewith, arising out of any third party claim as to rights in and to the 
Licensed Material.  Such claims may include, without limitation, claims of 
infringement of any patent, copyright, or trademark, trade secret misappropriation or 
unfair competition.	  

Deviation 1: {Include a brief description of the deviation} 
Approval Authority:  {Identify the decision maker by title or 
position} 

D1. Sample Deviation Provision (§9.1(a)): {Include a brief description of the 
deviation} 
{Include a cross reference if this deviation impacts other clauses in the document e.g., 
[Note: If this deviation is approved, then Deviation 1 under §13.1(b) of the 
Software License Agreement should be considered.]} 

Playbook Exemplar 

•  Introduces the issue 
•  Explains the importance and 

the  standard or preferred 
position 

•  Legal advice provided 
•  Include & exclude terms 

enable use with other’s forms 
The standard preferred 
language for the issue  

•  Introduces deviations 
•  Approval authority is identified 
•  Explains risk involved with a 

deviation 
•  Provides help with negotiation 

strategy 
•  Legal advice provided 

•  Deviation text is provided 
•  Cross-references to other text  
•  Differences are highlighted 

IX.    INDEMNITY 

	  



METRICS FOR MANAGING FOR SUCCESS 

 

Efficiency 
$/Hr., $/Work 
Product, $/

Customer, Hr./
Work Product, Hr./

Customer 

Work Product 
Tasks, Iterations, 
Documents, etc. 

Hours Delivered 

Customers 
No. & Type of Users 

Supported or Impacted, 
Success Case Method 

 

Resources 
Total Spend, Utilization, 
Recognition, Number & 
Type Deployed and/or 

Recovered 

Quality 
Consistency, 

Completeness, 
Flexibility/Creativity, 
Leverage Collective 

Wisdom & Experience, 
Audits 

 

Responsiveness 
Turn-around-time, 
Availability, Cumulative 
Task Time, Backlog 

*  The fractional portion of the total opportunity 
should be measured 
 
**  Additional benefits may also include the 
financial impact of the work product and 
avoided costs of hiring. 



AddiGonal	  Benefits	  
	  

Greater	  client	  sa;sfac;on;	  
Improved	  quality	  and	  consistency;	  

Broader	  u;liza;on	  of	  flexible	  resources;	  
Concentrated	  use	  of	  meaningful	  metrics—credibility;	  

Improved	  effec;veness;	  and	  	  
Higher	  engagement	  and	  autonomy	  by	  those	  performing	  tasks.	  

	  

Average Cost Per Document Examples 

Law Practice 
Area 

Pre-Legal Lane 
Strategy & LPO Cost 

Current Cost Using Legal 
Lane Strategy & LPO  

Percent Cost 
Reduction 

Compliance $337.50 $41.01 88% 
Procurement $1,860 $333.58 82% 
Services/NDA $1,375 $62.72 95% 
Note:	  Ini;al	  reviews	  can	  be	  reduced	  on	  average	  to	  as	  li7le	  as	  5%	  of	  the	  original	  average	  total	  
document	  cost	  and	  itera;ons	  can	  be	  reduced	  on	  average	  to	  as	  li7le	  as	  1%	  of	  the	  original	  average	  total	  
document	  cost	  











Details Jan-‐14 Feb-‐14 Mar-‐14 Apr-‐14 May-‐14 Jun-‐14 Jul-‐14 Aug-‐14 Sep-‐14 Oct-‐14 Nov-‐14 Dec-‐14 Average
No.	  FTEs 1.0 1.0 1.0 1.0 1.0 1.0 1.0 1.00
No.	  of	  LPO	  Team	  on	  1st	  of	  Month 2.00 2.00 2.00 2.00 2.00 2.00 2.00 2.00
Cost	  of	  FTEs 4,667.00$	  	  	  	  	   4,667.00$	  	  	  	  	   4,667.00$	  	  	  	  	   4,667.00$	  	  	  	  	   4,667.00$	  	  	  	  	   4,667.00$	  	  	  	  	   4,667.00$	  	  	  	  	   4,667.00$	  	  	  	  	  
Basel ine	  Normal ized	  Cost	  Per	  Task	  Del ivered 337.50$	  	  	  	  	  	  	  	   337.50$	  	  	  	  	  	  	  	   337.50$	  	  	  	  	  	  	  	   337.50$	  	  	  	  	  	  	  	   337.50$	  	  	  	  	  	  	  	   337.50$	  	  	  	  	  	  	  	   337.50$	  	  	  	  	  	  	  	   337.50$	  	  	  	  	  	  	  	  
Basel ine	  Cost	  Per	  Hour 225.00$	  	  	  	  	  	  	  	   225.00$	  	  	  	  	  	  	  	   225.00$	  	  	  	  	  	  	  	   225.00$	  	  	  	  	  	  	  	   225.00$	  	  	  	  	  	  	  	   225.00$	  	  	  	  	  	  	  	   225.00$	  	  	  	  	  	  	  	   225.00$	  	  	  	  	  	  	  	  
Count	  of	  Tasks 	  Received 155.00 156.00 135.00 148.00 117.00 160.00 153.00 146.29
Count	  of	  Tasks 	  Reviewed 159.00 150.00 134.00 140.00 108.00 157.00 144.00 141.71
Count	  of	  Tasks 	  Del ivered 159.00 150.00 134.00 133.00 108.00 157.00 144.00 140.71
Time	  on	  Tasks 142.00 124.30 130.40 139.45 111.90 141.20 145.70 133.56
Tra ining	  Time 0.00 6.00 0.00 0.00 0.00 0.00 0.00 0.86
Project	  Management	  Time 6.00 0.00 4.00 5.00 3.00 3.00 3.00 3.43
Conference	  Cal l s 	  Time 1.00 0.50 0.00 0.75 0.00 0.50 0.50 0.46
Database	  Management	  Time	   0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00
Tota l 	  Time 149.00 130.80 134.40 145.20 114.90 144.70 149.20 138.31
Direct	  Uti l i zation	  % 94.67% 82.87% 86.93% 92.97% 74.60% 94.13% 97.13% 89.04%
Overa l l 	  Uti l i zation	  % 99.33% 87.20% 89.60% 96.80% 76.60% 96.47% 99.47% 92.21%
Average	  Time	  on	  a 	  Task	  per	  Task	  Del ivered	  (hours ) 0.89 0.83 0.97 1.05 1.04 0.90 1.01 0.96
Average	  Cost	  per	  Task	  Del ivered 29.35$	  	  	  	  	  	  	  	  	  	   31.11$	  	  	  	  	  	  	  	  	  	   34.83$	  	  	  	  	  	  	  	  	  	   35.09$	  	  	  	  	  	  	  	  	  	   43.21$	  	  	  	  	  	  	  	  	  	   29.73$	  	  	  	  	  	  	  	  	  	   32.41$	  	  	  	  	  	  	  	  	  	   33.68$	  	  	  	  	  	  	  	  	  	  
Cost	  Savings 	  (per	  Hour	  Bas is ) 28,858.00$	  	  	   24,763.00$	  	  	   25,573.00$	  	  	   28,003.00$	  	  	   21,185.50$	  	  	   27,890.50$	  	  	   28,903.00$	  	  	   26,453.71$	  	  	  
Cost	  Savings 	  (per	  Task	  Del ivered	  Bas is ) 48,995.50$	  	  	   45,958.00$	  	  	   40,558.00$	  	  	   40,220.50$	  	  	   31,783.00$	  	  	   48,320.50$	  	  	   43,933.00$	  	  	   42,824.07$	  	  	  

Ca lculated	  Fields

Backlog 2012 2013 2014
Received 154 1,011 1,024
Priori ty	  Lis t 114 -‐ -‐
Reviewed 134 1,010 992
Del ivered 118 1,010 985

TAT	  (Only	  for	  2013	  Data) Jan-‐14 Feb-‐14 Mar-‐14 Apr-‐14 May-‐14 Jun-‐14 Jul-‐14 Aug-‐14 Sep-‐14 Oct-‐14 Nov-‐14 Dec-‐14 Average
<=	  1	  Bus iness 	  Day 77 45 26 84 37 12 58 48.43
2	  Bus iness 	  Days 50 33 49 42 48 54 37 44.71
3	  Bus iness 	  Days 13 28 47 11 20 81 32 33.14
>=4	  Bus iness 	  Days 19 40 12 1 3 3 8 12.29
Grand	  Tota l 159 150 134 133 108 157 144 0 0 0 0 0 138.57

TAT	  (Only	  for	  2013	  Data) Jan-‐14 Feb-‐14 Mar-‐14 Apr-‐14 May-‐14 Jun-‐14 Jul-‐14 Aug-‐14 Sep-‐14 Oct-‐14 Nov-‐14 Dec-‐14 Average
<=	  1	  Bus iness 	  Day 48.43% 30.00% 19.40% 63.16% 34.26% 7.64% 40.28% 34.95%
2	  Bus iness 	  Days 31.45% 22.00% 36.57% 31.58% 44.44% 34.39% 25.69% 32.27%
3	  Bus iness 	  Days 8.18% 18.67% 35.07% 8.27% 18.52% 51.59% 22.22% 23.92%
>=4	  Bus iness 	  Days 11.95% 26.67% 8.96% 0.75% 2.78% 1.91% 5.56% 8.87%



10 Steps to Success: 
1.  Break work into groups based on complexity  
2.  Devise a workflow to process the work in each group 
3.  Determine an “As Is” baseline 
4.  Use “tools” to create standard work 
5.  Negotiate lower cost structures for incremental 

resources of varying expertise, flexibility, etc.  
6.  Allocate tasks to resources having the lowest level of 

expertise and cost required for the task  
7.  Manage resources in response to performance 

feedback using multiple types of metrics 
8.  Make certain resources know when to ask for help! 
9.  Implement these principles across jurisdictions and 

practice areas globally  
10. Use change management!  



DO THIS and You WILL 

Achieve significant savings and….  
– improve customer satisfaction;  
– employee engagement; 
– quality of work product; and  
– timeliness of legal support. 



Important Quick Tips: 

•  Begin with high volume, repetitive work—
evolve into lower volume tasks using ADW 

•  Change management—make certain you 
have management and stakeholder support 

•  Leverage systems—corporate social media, 
document management, matter management 

•  Use lower cost resources to build 
the tools! 

• START!!! 





Innovation in Talent 
Development, Deployment 

and Collaboration 

ACE North America 
Kevin Kevin Rampe 

General Counsel, North America 
 



KEVIN M. RAMPE 
GENERAL COUNSEL, NORTH AMERICA 
 
 

ACE NORTH AMERICA  
OFFICE OF GENERAL COUNSEL 
BEST IN CLASS – STRATEGY 

SMART RESOURCING AND KNOWLEDGE SHARING  
WITH THE SIZZLE OF SOCIAL MEDIA 



ACE Group 

27 



ACE North America 

28 



ACE North America OGC Structure 

29 

§  174 people in 11 cities in the United States, Canada, and 
Bermuda 



Our Challenge 

30 

•  Improve legal service delivery and reduce expenses 

•  Keeping our legal group connected   

•  Develop a way to consistently measure trends year over year 

•  To be a best-in-class organization, dedicated to bringing 
exceptional value to our clients  



Our Principles 
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Project BIC (Best In Class) 
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•  Change in culture and change in process – created and owned by the 
members of  the OGC 

•  Legal service coordinator model  

•  Agile Staffing 

•  Balanced Scorecard 

•  Development of  a knowledge management platform known as “the link” 

–   Platform for collaboration on projects 

–   Forums for communication and information exchange 

–   Digital Library 

–   Comprehensive Search Engine   

 
32 



Our Structure 

Get the right 
people 

working on 
the right 
issues 

Streamline 
legal 

services for 
the 

businesses 

Increase 
collaboration 

between 
OGC 

personnel 

Maximize 
value and 
get best 
possible 

outcomes for 
our clients 

Make it easy 
for clients to 
access and 
use ACE’s 
extensive 
expertise 

•  “Legal Services Coordinator” service model 

§  Subject matter expertise 

§  Business relationship 

33 



Legal Services Coordinators 

34 



NA Office of  General Counsel - Client Site 

35 

•   OGC Toolbox 
– Playbooks 

– Templates 

– Glossary of  Legal Terms 

•  Client Areas 
– Blogs 

– Documents 

•  Video’s 

•  Training Materials 

•  Articles 



Teamwork 
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•  Required element for successful collaboration 

•  Agile team formation 

•  Training in improvisational comedy 

•   Tools 

Ø  Skills Inventory 

Ø  Collaboration Platform 



Skills Inventory Search 
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Agile Team Platform 

38 
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•  What get’s measured gets done! 

•  Client centric 

•  Balanced scorecard  

§  Must be unique to culture 

§  Adaptable and Flexible 

•  Transparency 

•  Not a performance evaluation – an improvement tool 

Measurement – Balanced Scorecard Approach 



Balanced Scorecard - 2013 
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the link – A Unifying Force 
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•  Common platform – who we are 

•  Demonstrated investment in our people 

•  Must allow room for the social as well as business 



the link 
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•  The Digital Library 
•  Forum  

•  Spotlight Articles 

•  News Center 

•  Announcements 

•  Monthly Activity Reports 
•  OGC Academy 

•  Mentoring Program 

•  Skills Inventory 

•  Department Directory 

•  Career Training and Development 
•  Help Center (guidance documents and videos) 



Digital Library 
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Sample Library 
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Digital Library Search 
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OGC Academy 
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Mentoring Program 
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Career Training and Development 
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