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Overview 
In previous e-books and content guides, we’ve discussed the vast difference between case 
management software and lead management software. However, before we dive into what 
good client intake looks like, why you need it, and how to implement a process that works, 
let’s break down a few misconceptions around your firm’s most critical software needs. 
 
Running a law firm, like any other business, involves managing a bunch of 
complicated and often disjointed processes. In a more traditional business environment, 
there are distinct departments to handle each of the major core processes: sales, 
marketing, engineering, business development, etc.  
 
But in an average small to midsize law firm, things are a little different. It’s usually just 
attorneys and various support staff positions. This leads to the business oriented processes 
being jumbled up and lumped together with legal work. Why is this a problem? 
 

 
The right software can make or break your firm. 

Lead Management Needs to Be Separate from Case Management 
 
What is Case Management? 
Case management is the complete set of processes through which legal services are 
fulfilled and provided to a client (i.e. part 3 of the legal sales cycle). The specific work 
involved for the law firm will vary depending on the type of matter and practice area, but 
generally it consists of research, drafting, negotiations, filings, court appearances, etc. 
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What is Lead Management? 
Lead management is the complete set of processes through which a law firm generates 
new prospective clients and interacts with them during the initial hiring and client intake 
phase (i.e. part 1 and part 2 of the legal sales process). 
 
Some of these processes include maintaining a website, producing content, using social 
media, taking phone calls, meeting with people, sending follow up emails, and having 
consultations. 
 
Key Differences 
Think of case management kind of like the engineering or manufacturing department in a 
traditional business. It’s the group of people and processes charged with the task of 
building the product to be sold and delivered to customers. 
 
Lead management on the other hand, is much more like the marketing, sales, and business 
development functions. It consists of the people and processes responsible for bringing in 
new customers and converting them into paying clients. 
 

 
 
When you look at things this way, it’s pretty obvious why lumping together your case 
management and lead management into a single system can be problematic. They are two 
fundamentally different processes. 
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Within a normal small firm structure, the same people will likely be involved with managing 
both case and lead management, but nonetheless it’s important to compartmentalize them 
and manage them independently. 
 
Clutter Reduces Efficiency 
Most law firms have adopted some type of case management system. There are a number 
of established software providers like Clio, MyCase, RocketMatter, and others (we covered 
them in more detail in our blog post about law firm cloud software). These systems are 
built for managing cases, storing documents, calendaring, billing, and helping law firms 
collaborate and stay organized. 
 
However, very few law firms have an effective lead management system in place. Most of 
them are either trying to use their case management software for lead management, or if 
they have a separate system, it’s usually one they cobbled together with Excel spreadsheets 
or Google Docs and lots of emails. 
 

 
Clutter leads to disorganization. Disorganization leads to mayhem for your firm. 

 
When case management software starts getting cluttered up with leads and matters that 
never pan out, those things start getting in the way of the actual clients and legal work that 
need your attention. Excel spreadsheets tend to fall by the wayside and don’t get updated, 
and emails are too easy to ignore and let slip through the cracks. 
 
In either case, the outcome is an overly cumbersome and ineffective process for 
accomplishing the very important goals of lead management. “Garbage in, garbage out” as 
they say. By separating out lead management from case management, and implementing 
good systems for each, law firms can operate more efficiently and set themselves up to 
achieve steady growth. 
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Designing the Ideal Workflow 
So, what does an ideal workflow look like for managing these processes? It should involve 
two separate systems, one for lead management and one for case management. But the 
key is, both systems must operate harmoniously in tandem. 
 
Lexicata: A Lead Management Solution 
We’ve set out on a mission to create the best lead management software for small and 
medium law firms, as explained in our post about why law firms need a CRM. In doing so, 
we’ll empower law firms to construct efficient, repeatable workflows for managing their 
business processes separately from their legal work. But to truly maximize operational 
efficiency, it’s imperative that these two systems be integrated to allow for seamless 
transitions of data back and forth. 
 
Client Intake Links Lead Management to Case Management 
Our eureka moment was when we realized that client intake is the interface between lead 
management and case management. It’s where all the communication takes place. It’s how 
the information is exchanged between client and lawyer, and it’s a requisite step before the 
law firm can conceive, propose, and deliver an appropriate solution to the legal issue at 
hand. 
 
It’s crucial that the client intake process is efficient and easy on both parties, yet also 
comprehensive. And that’s why we built client intake tools directly into our lead 
management system, in order to help law firms collect the information they need quickly 
and easily, and provide a seamless transition into the legal work that ensues. 
 
A lead management solution is incomplete unless it integrates seamlessly with the case 
management system, just like a business cannot operate if its engineering department is 
disjointed from the people marketing and selling the product they’re developing. Client 
intake is the key step between the two processes, and that’s why online client intake is 
such a game changer. 

Part 2: The Problem? Law Firm Client Intake in a State of Disarray 
 
Last year, the ABA Law Practice Division conducted a study of thousands of law firms 
across the country on how they handle inbound calls from potential clients and the 
findings were jaw-dropping (and not in a good way): 
 

● Less than 10% of prospective clients actually speak with a lawyer. 
● 42% of the time, law firms take three or more days to reply to a voicemail or 

web-generated form fill from a prospective client. 
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● 3% of callers gave up before the phone was even answered and 11% of calls 
lasted less than 10 seconds—most likely prospective clients frustrated by their 
inability to reach a person. 

And law firms everywhere are wondering what they’re doing wrong!  
 
The answer couldn’t be clearer: a breakdown in law firm client intake processes is causing a 
negative ripple effect when it comes to being able to convert more clients. A fundamental 
lack of customer service, paired with a robust and efficient intake solution means less 
follow up, less conversion, and far less revenue.  
 

 
Your clients are waiting...and waiting...and waiting... 

 
It gets worse. 
 
According to the study, a lack of client follow up was crippling for these firms, “front desks 
only asked for the caller’s number in less than half of the cases and for their email 
addresses just 14% of the time. We had more than a few calls that ended with the promise, 
‘An attorney will call you back today,’ but the front desk hadn’t even collected a phone 
number.” 
 
How can you expect to drive more business for your firm when you can’t even track and follow 
up your leads? 
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Actually, it gets even worse. 
 
“The final step on intake is for the front desk or attorney to make sure the prospective 
client knows what the next steps are, like scheduling a meeting with an attorney. Thus, we 
evaluated how well the intake person oriented the prospective client to the process, and 
noted if there was a specific time and date set for follow-up.  
 
We found most law firms don’t even set up a meeting for two out of three callers. The very 
simple thought here is that a prospective client who knows they are moving through a clear 
process and has a meeting scheduled is much less likely to check in with another firm.” 
 
If this isn’t leaving your money on the table, nothing is. There are very, very basic 
protocols your firm should be implementing to prevent further damage to both your 
reputation and your bottom line. When you don’t prioritize your client intake process you 
are essentially telling your leads: “You are simply not a priority to me.”  
 

 
Getting client meetings on the books is crucial to your intake process. 

 
Throughout the rest of this e-book we’ll break down some of the top reasons why you need 
an online client intake process, what key mistakes you should avoid, how to build an online 
intake process that drives impressive results, and the tools you can use along the way.  
 
Strap in, this is going to be huge for your practice! 
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Part 3: Why You Need a (Good) Client Intake Process 
 
When you first start your law firm, it’s easy to overlook the client intake process — Your 
volume is low and you have the time to prioritize new client inquiries. But as any growing 
firm will tell you, once your firm gains more clients, the amount of paperwork and tasks can 
have a snowball effect that entirely consumes your staff’s time.  
 
Intake checklists, contracts, to-do’s, and the list goes on — a lot of details slip through the 
cracks.  
 
To ward off some of these problems before they start, or to help your small to medium size 
firm get a handle on your volume, let’s break down 10 key reasons why a client intake 
process (specifically online) is going to save you more time, help you scale properly, and 
boost your bottom line dramatically. 
 
1. It Prevents Leads From Slipping through The Cracks 
Law firms, on average, do a poor job of tracking and following up with all their leads. The 
root cause of the problem is not having a system in place for managing them, and the 
result is that your firm is losing potential revenue, creating a substantial barrier to your 
growth. 
 
By adopting client intake software, your firm will have a very specific database of potential 
clients to focus on, which will help ensure that no business opportunity slips through the 
cracks due to oversight or poor organization. 
 
2. Creates A Structured Sales Process 
Most lawyers don’t even realize their job involves sales, much less have a sales process in 
place. But as it turns out, a law firm is a business, just like anything else. You have to sell 
your services and clients have to buy them. 
 
Client intake software helps create structure around the sales process, much like a CRM 
does in a more traditional type of business. You can use client intake software to create a 
systematic, step-by-step process for intaking every new lead that comes calling, which 
makes your firm much more operationally efficient and helps you sign up more clients. 
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Don’t let your leads fall in... 

 
 
3. Eliminates Data Entry 
When you do intake manually, taking down information into paper forms, emails, fillable 
PDFs, Word docs, or handwritten notes, this data cannot be utilized very easily. You first 
have to manually transcribe the data into a database, which can be a very time consuming 
and error-prone process. 
 
When intake information is input directly into an online form, the client intake software can 
store it for you in a nice, organized fashion. You can export it to a spreadsheet, or send it 
directly into other software programs such as your case management system via a direct 
API integration. 
 
4. Makes Life Easier on Clients 
Today’s consumers are comfortable doing anything online, from ordering food to booking a 
hotel to filing their taxes. By asking your clients to perform a manual task like printing and 
filling out intake paperwork by hand, you are placing an enormous burden on them, which 
makes them less likely to get it done. 
 
By implementing a technology-driven process for clients to provide their information and 
sign your fee agreement, you can make the process of working with your firm as seamless 
as possible and deliver a much more satisfying client experience. 
 
5. Creates A System for Follow Ups 
Law firms are notoriously bad about following up with potential clients. In fact, as we 
discussed earlier, 42% of the time, it takes a law firm three or more days to respond to a 
message from a new prospective client. 
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Three or more days! That is completely unacceptable, and you will drastically inhibit your 
ability to grow when you are letting potential clients slip away by failing to respond. 
 
With client intake software, you can implement a systematic approach to following up by 
creating a series of templated emails which you can pre-schedule to be sent automatically, 
or which you can send manually with just two mouse clicks. Being too busy to follow up will 
no longer be an excuse. 
 
6. Improves Your Conversion Rate 
Conversion rate can be measured by counting the total number of new clients acquired in a 
given time period and dividing it by the total number of new prospective clients who 
contacted you over that same time period. The more conversions you make, the more 
revenue you will bring in, so clearly optimizing your conversion rate is a worthwhile goal. 
 
All of the features of client intake software, from the improved tracking of leads, to the 
easier client experience, to the systematic approach to follow up will help maximize the 
number of potential clients who hire you and contribute to an increased conversion rate. 
 

 
A great intake process gives you an ROI and KPIs to measure performance! 

 
 
7. Maximizes Your Marketing ROI 
As your conversion rate goes up, your marketing ROI will also improve. But if you don’t 
have a strategic plan in place, it’s incredibly easy to waste money on law firm marketing. 
You should do everything possible to set yourself up for success before you invest your 
hard-earned money into advertising or any other paid marketing channel. 
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By using client intake software to create a structured process for tracking leads and 
intaking them as new clients, you will ensure that nothing slips through the cracks and that 
you get the maximum return on investment from your marketing spend. 
 
8. Automate the Drafting of Fee Agreements 
Drafting fee agreements can be very tedious, but it’s also a necessary step to signing a new 
client. When you do it manually each time, not only does it take valuable hours out of your 
day, but you also face an increased risk of errors due to hasty editing. 
 
With client intake software, you can save time and eliminate the potential for simple 
mistakes like failing to insert a client’s name by automating the drafting process. 
 
9. Tracks Your Referrals 
Referrals are a very important marketing channel for most law firms. If you are hoping to 
grow your firm, you should be actively building up your referral network. But it’s 
challenging when you don’t have a clear understanding of who is referring the most 
business to your firm. 
 
With client intake software, you can easily track the source of any potential client so you 
know what percentage of business is coming from referrals compared to other marketing 
methods. You can also link people to a specific referral source and get an idea of how many 
clients each referral partner is bringing to your firm each month. 
 

 
Do you know your firm’s client conversion rates? 

 
10. Produces Key Data Points and Business Metrics 
Growing a business requires you to undertake strategic initiatives to drive more revenue, 
improve your operating margins, or both. But beforehand, you have to establish some 

12 

https://lexicata.com/how-to-automate-your-client-agreements-with-lexicata/
https://lexicata.com/best-law-firm-marketing-strategy-practice-area/


baseline business metrics, or KPIs, so that you can determine whether or not your new 
strategy is working. 
 
Some of the metrics you should be tracking on a consistent basis include the lead source of 
each potential client, your conversion rate, the reasons why clients are not hiring you, the 
services clients are coming to you for most, the average value each client brings to your 
firm, etc. 
 
By using client intake software, you will have a systematic process for capturing all of these 
data points, and you can even generate reports to measure how they are changing with 
time. 

Part 4: How to Build a Client Intake Process That Works  
 
Developing an effective client intake process is one of the most important steps toward 
building a law practice. It helps lawyers get all the information they need to make better 
decisions, screen out bad cases early on, and focus most of their energy on client 
relationships that will yield both sides a positive result. 
 
Successful client intake is a constantly evolving process. We all improve with time and 
experience. With each client that walks through our doors, we learn more about the 
process. We are building relationships and learning how to practice law more efficiently. 
 
We teamed up with Los Angeles Personal Injury lawyer Michael Rubinstein to outline what makes 
for an effective intake process. Below is an excerpt from of a series we initially ran on our blog: 
 

 
Michael Rubinstein, a Personal Injury attorney based in L.A. 
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As a plaintiff’s personal injury attorney, intake is probably the most important moment in 
my relationship with clients. When I first started my practice, one of my mentors told me 
that I should be laser-focused and alert during the initial meeting. Whether it’s a telephone 
or email inquiry, or a face-to-face meeting with a potential client, I am interviewing the 
client just like he or she is interviewing me. 
 
Screening Cases 
One of my earliest cases involved a client injured in an automobile accident. The client 
claimed that the adverse driver ran the red light, causing the collision that injured my client. 
The client was confident that the other driver ran the light. 
 
I accepted the case, and immediately began my investigation. To my chagrin, when I 
obtained a copy of the police report, I learned that three witnesses at different vantage 
points in the intersection witnessed my client run the red light! 
 
You can imagine my disappointment (and my client’s) when I regrettably informed him that 
his case was a loser. 
 
What did I learn? Always ask the client if there were witnesses! I admit, it may be obvious 
now. But when I first started my practice, I may have overlooked key issues in a personal 
injury case in my haste to accept new business. You can bet that this question, and others 
that will help me prove liability are now on my standard intake form. 
 
Collecting Thorough Information 
Another one of my early cases involved a woman who tripped and fell on a misplaced brick 
in her neighbor’s backyard, breaking her shoulder in the process. I accepted the case, and 
sent the appropriate notifications to the insurance company. 
 
As a personal injury attorney, issues related to communications with insurance companies 
come up frequently. Most accidents will involve some form of insurance coverage. This 
means that the party on the other side of the table is often an insurance-company adjuster. 
Unfortunately, the adjuster often makes contact with my clients before I do. 
 
It’s extremely important to collect any and all information related to communications with 
insurance companies upfront in order to properly evaluate a case. This is where having a 
thorough, yet efficient intake process is key. 
 
Several months after I accepted the case, when my client had completed her medical 
treatment, I began negotiating with the insurance company. Little did I know that my client 
had given a recorded statement and lengthy interview to the adjuster before she hired me! 
 
The adjuster played me my client’s statement, wherein she told the adjuster that she had 
known about the misplaced brick in the past. She even tried avoiding it on previous 
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occasions! There really wasn’t much I could do to counter the adjuster’s argument that my 
client was at-least partially responsible for her own injuries in this case. 
 

 
Collecting the right intake info can make or break a case 

 
What did I learn from this experience? Always ask the client whether he or she has already 
given a statement to the insurance company! I always tell my clients and friends that 
ideally, it’s better to not discuss the case with an insurance company adjuster, and that I 
should handle all communications for the client. 
 
While it’s not an automatic bar to vigorously pursuing recovery in the appropriate case, in 
many cases a client’s statements to the insurance company can destroy an otherwise valid 
personal injury claim. 
 
Now, when interviewing a potential client, the question whether the client has discussed 
the claim with an insurance company is always highlighted and bolded on my 
questionnaire! Having a proper intake process ensures that I have access to all the relevant 
information before I accept a case, saving me a lot of wasted time in the process. 
 
Avoiding Conflicts and Problematic Clients 
As my mentor told me, I am interviewing the client just like he or she is interviewing me. 
Can we get along? Will our personalities fit enough for us to accomplish our goals? Will the 
relationship pose ethical conflicts? These are more of a gut-question. 
 
When I had a client who wanted me to pay her rent one week after accepting her case, I 
knew I had a problem on my hands. When I patiently explained that ethical considerations 
prohibited this sort of arrangement, I received a barrage of harassing emails from the 
client. She blamed me for all her problems, including her impending homelessness. 
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That I had known her for only one week and she was four decades my senior was no 
matter! I knew this client would be a challenge, and her case just wasn’t worth it. My gut 
told me to withdraw from the representation, which is exactly what I did. Had I done a 
better job of evaluating my potential relationship with this client during the intake process, 
I could have saved hours of my time. 
 

 
Client conflicts? You need to know about them in advance! 

 
My mentor told me that I should never discount my gut feeling. We all have intuition that 
tells us whether we are making the right decision on a case or client. When I receive calls 
from other attorneys asking me for advice on their cases, I can usually tell which way their 
gut is leaning. I tell them to follow their gut, just like my mentor told me. 
 
Once again, this experience taught me valuable lessons and I was able to adjust my intake 
process accordingly. I learned about the importance of evaluating not just the legal matter, 
but also the relationship, before accepting any case in order to avoid working with the 
wrong type of clients. 
 
In my intake process now, I am always careful to focus on both aspects in order to ensure a 
mutually beneficial relationship in which both parties are likely to have a successful 
outcome. 
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Part 5: Why Online Intake Forms are Your Firm’s Best Friend 
 
We’ve already covered that before you represent a new client, you have to know the basics 
of who, what, when, where, and how their legal issues came about. Intake forms help 
create structure around this process by ensuring that all the necessary information is 
collected, and no details are overlooked. This not only makes life easier for staff members 
tasked with the responsibility of intaking clients, but more importantly, it helps you identify 
the right clients and minimize liability from malpractice claims. But, if you’re still using 
paper intake forms and filling them out by hand, you’re missing out on a number of 
additional benefits that online forms can provide. Here are a few reasons why: 
 
1. Online forms automate your data entry 
The problem with using paper intake forms (or even fillable PDFs or Word docs) is that this 
requires you to re-enter the data later on, whether into your CRM, case management 
system, email marketing software, or all of the above. 
 
This can be tedious work. If you actually add up all the hours spent by you and your staff 
inputting data into various databases, it can amount to thousands of dollars lost every 
month. 
 
With online intake forms, the data is captured directly into a database. And with today’s 
API-powered software ecosystem, this means you can often transfer this data between 
various software programs automatically. 
 
For instance, with Lexicata’s Clio integration, you can seamlessly populate all your client 
and matter information from an online intake form that a client filled out for you, 
eliminating data entry altogether. 
 

 
Lexicata provides an in-depth online drag & drop intake form builder 
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2. Minimize transcription errors 
Much like a game of “telephone” where a message’s meaning changes each time it is 
passed to the next person, transferring data from a handwritten intake form into multiple 
different databases exposes you to a greater likelihood of transcription errors. 
 
These data errors can cause confusion, wasted time, or in the worst possible scenario, even 
expose you to potential malpractice claims. It’s a good idea to avoid them however 
possible. 
 
When data is entered from an online form, it doesn’t have to be re-transcribed at all, which 
helps minimize errors. Plus, it is nicely structured into fields for easy editing later, if 
needed. 
 
3. Eliminate paper waste 
These days, paperwork ends up just getting scanned into a computer anyway, and the 
original paper is shredded and recycled. By using online intake forms, you can eliminate 
the need for paper in the intake process and significantly reduce the amount of paper your 
office wastes. 
 
Printer paper and ink are not cheap. So not only will filling forms online help you save the 
earth, you can also save a ton of money by becoming a paperless law office. 
 

 
An efficient law office is a paperless one. 

 
4. Work more efficiently 
When you think about the actual workflow of getting intake forms filled out, there are a lot 
of little steps along the way: 
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If you send forms to your clients to fill out, you have to draft an email and attach the form, 
and then the client has to download it, print it, fill it out, scan it, upload it, and email it back. 
If you fill the forms out in your office, you still have to print the form and have it filled out 
by hand (which tends to be much slower than typing). 
 
After that, you have to scan it into a computer, save the file somewhere, and then 
transcribe the important client information into various software programs. 
 
That’s a lot of steps! By having forms filled out online, the entire workflow is streamlined. 
You simply email a link, the client opens it, types in their information, and clicks “Submit.” 
Online forms eliminate many tedious steps, which saves time and helps maximize your 
productivity. 
 
5. Provide a better client experience 
We are living in an online world. When we buy things, we go to Amazon, not the store. 
When we make travel plans, we go to Kayak, not a travel agent. 
 
People compulsively check their mobile phones multiple times per hour, and instead of 
speaking to each other, we send texts, Facebook statuses, Snapchats, and emails. 
 
If you aren’t noticing a trend here, it’s that more and more of our daily activities are 
handled online, and the reason for that is because it’s easier. 
 
By providing today’s clients the option to fill out their intake paperwork online, you are 
making their lives easier and providing better service. This goes a long way toward their 
overall satisfaction, and as you know, that means they’ll be more likely to refer you 
business in the future. 
 
6. Tracking capabilities 
When you or your staff member sends somebody a form attached to an email, it’s not very 
easy to track the fact that it happened. You end up getting carried away with your day, and 
that email thread gets pushed way down to the bottom of a cluttered inbox. 
 
The nice thing about online forms (at least the ones you can send through Lexicata), is that 
each form is sent as a unique request, which means you can easily track the status. You’ll 
know instantly whether it is pending, submitted, or past due, and you can take action 
accordingly to follow up or move on to the next step in the process. 
 
7. Automatic client reminders 
Related to the tracking problem is another potential issue that can arise from sending out 
paper intake forms via email. Even if you do manage to track the fact that a client never 
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returned the form on time, you would need to go into your inbox and draft a reminder 
email to them manually. 
 
With an online intake form solution like Lexicata, you can schedule automated client 
reminder emails which will only go out if the client has not completed the form by the data 
you specified when sending the request. 
 

 
Automated reminders mean never needing to remember to follow up! 

 
8. Mobile accessibility 
Have you ever tried to fill out a PDF from a mobile device? It is actually possible believe it or 
not, but it requires you to download specialized apps, and the process takes forever. 
Needless to say, it is not a good client experience. And since everyone likes to do 
everything on their mobile devices these days, it’s nice to be able to provide a mobile 
friendly option for filling out intake forms. 
 
Online intake forms can be easily accessed on mobile by simply clicking a link in an email, 
and they are designed to be mobile responsive, meaning they shrink down and fit within 
the mobile browser nicely. 
 
9. Better and more organized data 
You’ve probably heard the chatter about “big data” and how important data analysis is 
going to be for everything in the future. Well, it’s true. Data is incredibly powerful, and it’s 
even important for law firms to be capturing and analyzing data. 
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A paper intake form is likely to be scanned, uploaded to a computer, and shredded. Only 
the most important data points from the form end up being transcribed into fields in a 
database. The problem is, you’re missing out on a lot of other data points which could 
potentially provide useful insights down the road. 
 
With online intake forms, all the questions can be captured into separate fields in a 
database automatically. This gives you much more data to work with, and keeps it all neatly 
organized. 
 
Down the line, you can manipulate and analyze this data in order to measure KPIs or glean 
other valuable insights about your business. Very few firms are doing anything like this 
right now, but we are big believers that data will play a big role in the practice law in the 
future. 
 

 
If possible, provide your clients with a mobile-friendly intake form.  

 

Part 6: Four Keys to a Flawless Intake Process 
 
We’ve covered a lot so far, but in this last section, we want to outline four absolutely crucial 
cornerstones of good intake that will help your practice. At Lexicata, we take client intake 
seriously and we believe that optimizing your client intake process is the first step to 
improving your operations and growing your practice.  
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Key #1: Constant Communication 
 
Effective communication is one of the most important parts of the lawyer client 
relationship. But for some reason, lawyers tend to forget about it. In fact, the most 
common complaint received by state bar associations is that the attorney was not 
responsive or did not communicate well during the representation. 
 
That may seem surprising, considering that most clients are also dissatisfied with the cost 
of legal services, and oftentimes the outcome of the service is less than optimal. But it goes 
to show that what really matters to clients is having an advisor who shows them empathy 
and cares about their legal issues as much as they do. 
 
Good communication needs to be a priority for lawyers right from the start of a new client 
relationship. Not only will proper communication during the intake process set the right 
tone for the rest of the representation, but more importantly, it will make the client more 
likely to hire you in the first place. 
 

 
Your clients need and expect your attention. Their case is the most important to them! 

 
After a client calls your office or you meet with them for the first time, you need a 
systematic process for keeping a record of that and setting reminders to follow up if you 
don’t hear back from them. 
 
Being proactive about communication rather than reactive can drastically improve both 
your client retention and new client referral rates. Failing to follow up is probably the 
number one mistake made during the legal sales cycle – just remember, the more 
communication, the better. 
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Key #2: Easy Client Experience 
Legal issues are stressful and difficult to handle. As a legal advisor, your job is to make the 
process as painless as it can be. And just like having good communication, it needs to start 
from day one. 
 
Creating an easy, streamlined process for people to sign up as a client at your firm will not 
only make their experience more enjoyable, but also will make them more likely to hire you 
over another firm, just like good communication. It’s a win-win situation. 
You can create an easy experience for clients by streamlining or eliminating any 
burdensome steps from the client intake process. In particular, things like filling out long 
forms by hand and scanning and faxing documents tend to be difficult and tedious. 
If you offer the option for clients to fill out their forms online and e-sign their retainer 
agreements, it cuts out quite a few steps from the process. No more downloading, printing, 
scanning, uploading, or faxing is required. 
 
Clients can access digitized forms and documents on the web from any device, fill out or 
sign, and submit them to you with ease. Once again, this not only makes their lives easier, 
but also improves retention rates and helps minimize delays in the sales process. 
 
Key #3: Consistency and Organization 
 
Despite the major technological advances happening all around us, the client onboarding 
experience at most law firms today is still incredibly cumbersome and manual. There often 
isn’t an organized protocol, and information is gathered haphazardly through a 
combination of emails, paper forms, and handwritten notes. 
 
The lack of organization in the workflow makes the process inefficient, and worst of all, 
creates a greater likelihood of errors and exposure to malpractice claims. Plus, hours spent 
during the intake process aren’t billable, so the longer it takes, the less time can be spent 
actually getting paid. 
 
A product like our own Lexicata can manage all of the common client intake processes with 
one, all-encompassing solution. But it’s possible to develop a good workflow using other 
tools as well. 
 
You will need a CRM to track leads and set follow up reminders, an online form tool, and 
probably a case management solution where you will ultimately input all the data once the 
casework begins. At the very least, you should try to go paperless to minimize waste. 
The best way to really optimize your process and implement a consistent, organized 
workflow is probably by using actual client intake software. 
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An organized firm is means everything is where you need it to be! 

 
Key #4: Automation 
 
Last, but not least, is automation. A lot of lawyers worry about automation because they 
don’t want to feel like they are giving up control. Also, legal issues tend to be nuanced and 
intricate, and don’t always lend themselves to standardized processes. 
 
However, automation does not have to be done on a wide scale in order for it to be 
effective. Even finding ways to automate little, repetitive aspects of common processes can 
make a huge difference in your efficiency over the long term. That’s why we have said that 
automation is key to lawyers’ success. 
 
For example, below are a few of the simple automation tools built into Lexicata. Regardless 
of whether you use Lexicata or not, this will give you an idea of how implementing 
automated processes can save time and improve your client conversion rate: 
 

● Automatically send an email reminder to a client who has not filled out an intake 
form or signed a document by a certain time 

● Automatically draft an engagement letter based on data about a particular contact 
and his/her legal matter 

● Automatically draft and personalize an email to send out a common email 
communication to a client 

● Automatically fill out a fillable PDF with data stored in a record for a contact or 
matter 

● Automatically populate a new matter in Clio with data collected from a client intake 
form 

 
These types of processes – following up with clients to perform tasks, drafting standard 
letters and emails, filling out PDF forms, and doing data entry – lend themselves perfectly 
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to small scale automation. Each task may only take a minute or two when you do it 
manually, but as you can imagine, automating them can save hours of your precious time 
in the aggregate. 
 
We hope you have found these tips useful, and that you can find ways to improve your own 
law firm’s client intake process based on the 4 most common things that most firms are 
currently missing. 
 

Part 7: Bonus Round! Your contracts are causing intake 
bottlenecks 
 
Whether you call it a retainer agreement, an engagement letter, a fee agreement, or 
something else, it’s one of the most important documents required to run a law firm. It’s 
the contract that formalizes the engagement, establishes attorney-client privilege, and sets 
the tone for the entire relationship. It’s a necessary step to being hired, but if you don’t 
handle it right, it can also be one of the biggest things standing in your way. Read on to find 
out why getting your engagement letter signed is a major client intake bottleneck that can 
negatively affect your business, and how you can remedy the problem. 
 
An Unnecessary Barrier 
Unless the person is sitting in the same room with you, tracking down signatures always 
tends to be a headache. 
 
The typical routine involves emailing a PDF document to the client which they then have to 
download, print out, sign, and return by either scan and email, fax, snail mail, or dropping it 
off. Each of these scenarios involves a lot of tedious steps, which in today’s busy world tend 
to be low on most people’s priority lists. 
 

 
Don’t let unnecessary bottlenecks get in your firm’s way 
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For this reason, some law firms prefer to get their engagement letter signed in the office 
while the client is there for a consultation. But, there are problems with this approach as 
well. 
 
More law firms are going virtual these days to cut down on overhead, which means it is not 
always a possibility to come by the office. Not only that, but many of today’s younger, 
savvier clients do not want to deal with the inconvenience of going into their attorney’s 
office if they can avoid it. (You mean you can’t just text me the engagement letter or 
something?) 
 
So either you are forcing a client who would prefer not to come by the office to go out of 
their way in order to do so, or you’re asking them to go through the tedious process of 
printing, signing, and returning a document to you by some other method. In both cases, 
you’re creating an unnecessary barrier in the legal sales process and you’re providing a 
less-than-optimal customer experience in the process. 
 
The Numbers Don’t Lie 
As you can probably imagine, creating obstacles in the hiring process can have a negative 
impact on the health of your business. Just how detrimental it could be is hard to say, but 
you might not even be aware of it. Let’s look at some interesting data from other industries 
for comparison. 
 
Number of Steps 

● Stat: In online marketing, reducing the number of fields on a contact form from 11 
to 4 was shown to result in a 160% increase in the likelihood of a form submission. 

● Takeaway: Eliminating obstacles (even something as simple as reducing the 
number of fields on a form) can increase the likelihood that a person will 
accomplishes a particular task. Reducing the number of steps necessary for your 
potential client to sign your engagement letter can have a significant impact on the 
likelihood that they will actually do it. 

 
Time to Close 

● Stat: In sales, responding to a new lead within the first 5 minutes can lead to a 9x 
increase in the likelihood of conversion. 

● Takeaway: The faster you can act when closing a sale, the better. Any added delay 
in the process can result in a substantial decrease in your conversion rate. Requiring 
clients to go through a tedious process to sign your engagement letter causes 
delays, provides more time for them to second guess themselves, and may result in 
a lower likelihood of conversion. 
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Impact of Follow Ups 
● Stat: In 80% of successful sales, an average of 5 follow ups are required before the 

deal is closed. 
● Takeaway: Closing a sale normally requires a lot of “nurturing” and following up 

along the way. However, for law firms who are not exactly in “sales” per se, all this 
following up is difficult to keep track of and it creates a major administrative burden. 
Anything you can do to reduce the need for follow ups and incentivize faster signing 
of the engagement letter will help improve your success rate. 

 
As you can see from the above conversion stats from online marketers and salespeople, 
each added delay or additional obstacle in the sales process can negatively impact the 
likelihood of sealing the deal. The process of “closing a sale” in legal services ends when the 
engagement letter is signed. So by creating any barriers in the path to accomplishing this, 
you may be losing potential clients that you would have otherwise converted. 
 
Eliminate the Friction with E-Signatures 
More and more businesses are relying on e-signatures to close deals these days, including 
age-old and slower moving industries like real estate, and now legal. The reason? 
E-signatures eliminate friction in the process of signing and finalizing a deal. 
 
It’s much faster and easier for all parties to sign a document digitally as opposed to having 
to print, sign, and return it by another method. People can now even sign documents from 
their smartphone or tablet while on the go. 
 

 
E-signable forms are more user friendly and drastically reduce turnaround time. 
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E-signing reduces delays and gives customers less time to hesitate and rethink things, and 
it eliminates much of the administrative hassle with having to track down a signature and 
follow up when it hasn’t been returned. 
 
Even if you normally have your clients sign the engagement letter in your office, you should 
absolutely consider providing people with the option to sign it digitally. This will help you 
better accommodate the needs of everyone, including younger tech-savvy clients, and busy 
people who would rather not meet with you face to face to handle their legal needs. 
 
Using e-signatures is a win-win, and a guaranteed way to improve not only your conversion 
rate, but also provide a better experience for all your clients. 
 
If you don’t currently have an e-signature solution in your law firm, we invite you to give 
Lexicata a try. 
 

 
 

Talk to one of our Account Strategists >>> 
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