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Y ou scope a matter, assign the team, and start work. Then month-end arrives, and the budget has
blown up. Scope creep surfaced too late, and time entries trickled in after the fact. Now you're
writing down hours you can't defend to the client.

Legal project management gives you a matter-by-matter system for scoping, tracking, and billing
work.

Mid-sized firms don't need another explanation of why project discipline matters. They need a
playbook with predictable budgets, documented change control, and billing discipline that catches
overruns early. That’swhat you'll get in this guide.

Main Takeaways

¢ Legal project management standardizes how you scope, track, and bill matters to prevent budget
overruns and scope creep.

e Only 20% of matters sent to outside counsel finish within budget, making proactive matter
management non-negotiable for profitability.

¢ Every matter should move through four phases—scope, plan, execute, review—with documented
deliverables and named owners at each stage.

o Paralegals own the operational core of legal project management by maintaining work plans,
tracking deadlines, and flagging scope-change triggers before they become budget problems.

o A matter-centric system of record eliminates duplicate entries and gives leadership real-time,
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budget-to-actuals visibility without manual reconciliation.

Makethe Casefor Legal Project Management Internally

Build partner buy-in with aclear rationale for tighter scoping, budgeting, and matter
discipline—before you standardize templates and cadences across the firm.

Read the Legal Project Management Business Case

What Is Legal Project Management?

Legal project management (LPM) brings core project disciplines to individual legal matters. These
are:

Instead of treating each engagement as open-ended, LPM defines what "done" looks like before
work begins.

e Scoping

¢ Budgeting
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e Scheduling

e Structured communication

That distinction matters because legal work carries unique risks. outcomes are uncertain, court
deadlines shift, opposing counsel forces pivots, and clients push harder on fees every year. Project
management for lawyers must handle al of that without becoming too rigid.

LPM addresses scope creep, including blown budgets, late time entries, and client disputes over
invoices. While legal process improvement focuses on improving workflows across the firm, LPM
governs a single matter, from engagement to close.

Why LPM Matters Now

The pressure on firms to manage matters proactively has moved from "nice to have" to non-
negotiable. A 2025 Gartner survey found that only 20% of outside counsel matters finish within the
planned budget. Clients now treat those budgets as hard caps, not rough estimates.

In 2024, 59% of firms billed flat fees (alone or alongside hourly), per the Clio Legal Trends
Report. When your fee is fixed, every undocumented scope change eats directly into margin.
Without active matter management, write-downs chip away at your profit.

The 4 Phases of Legal Project Management

centerbase.com -3/13- 24.03.2026


https://www.gartner.com/en/newsroom/press-releases/2025-12-17-gartner-survey-reveals-only-20-percent-of-legal-matters-to-outside-counsel-stay-within-budget-range
https://www.clio.com/resources/legal-trends/read-online/
https://www.clio.com/resources/legal-trends/read-online/

A well-run matter moves through four phases:

Scope of Work (SOW)

Execute

Review

Each has its own definition of done, a set of deliverables, and a named owner. When every phase
produces a documented output, nothing falls through the gap between engagement and final
invoice.

The table below maps each phase to its deliverables, the responsible role, and where that data
should live in your firm's system of record. Storing everything in one place eliminates duplicate
entry. Your budget-to-actuals reporting then draws from the same data as time and billing.
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Legal Project Management Phases Overview

Phase Key Deliverables Primary Owner System of Record

Matter SOW (goals, assumptions, Matter management record;
in/out of scope, deliverables) document repository

Budget and staffing assumptions;

Scope Partner / lead attorney

_ . LPM lead or practice Matter management record;
Plan matter work plan; communication .
manager document repository
protocol
Paralegal (status/ , i
Weekly status updates; change log; tracking); attorneys T|mekeep.| ng; billing
Execute . - . . A workflow; document
time entries; pre-bill reviews (time); billing manager .
. repository
(pre-bills)
Review Post-matter review (estimatedvs.  LPM lead or firm Reporting; matter
actual; lessons |earned) administrator management record

Phase 1. Scope

This phase is complete when the following are documented in a matter SOW approved by the
client:

In-scope work

Out-of-scope work

Key assumptions

Expected deliverables

Thisis the single most important artifact in the entire lifecycle. Point to it when a client asks why
something wasn't included or why the budget changed. Any expansion triggers a formal change
request, not a quiet assumption.
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Phase 2: Plan

Planning is done when the matter has a task-level budget with staffing assumptions, a contingency
reserve, and a documented communication protocol.

You translate legal strategy into a work plan with milestones your team and client can track
against. This plan should include:

Task

Estimated hours

Timekeeper level

Blended rate

Estimated cost

Contingency percentage

Clients treat the matter budget as a cap. That's why building in a 10%—-15% contingency with
documented triggers is essential. If the contingency is visible and the triggers are defined (e.g.,
"appliesif discovery exceeds 5,000 documents"), you can defend the number when it matters.

Phase 3: Execute

Execution is on track when work follows the plan, time is captured daily, and status goes out on a
set cadence. Any scope changes must be documented and approved before new work begins. This
iswhere discipline holds or collapses. Most budget overruns start here.
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Firms carry roughly 93 days of total lockup—unbilled and unpaid work combined. Enforcing daily
time entry with aregular pre-bill review cadence is one of the fastest ways to shorten that cycle.
Centralized timekeeping and billing workflows keep budget-to-actuals visible in real time, so
overruns surface before month-end.

Phase 4: Review

This phase is complete when you've compared estimated hours and fees against actuals,
documented what drove any variances, and shared findings with the team. This is where LPM
compounds. Every completed review sharpens your scoping accuracy on the next similar matter
and reduces write-downs over time.

Legal Project Management for Paralegals: Workflows and
Ownership

Legal project management for paralegals is the operational core of the framework. Paralegals
maintain work plans, track deadlines, and flag budget problems before attorneys step in.

A simple RACI model makes ownership clear:
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R: Responsible (the person doing the work)

A: Accountable (the person who signs off)

C: Consulted (someone who provides input)

I: Informed (kept in the loop)

Legal Project Management Duties RACI Chart

LPM Task Paralegal Lead Attorney LPM Lead / Admin
Draft matter kickoff notes A I

Maintain matter work plan and milestones
Track deadlines and calendar dates
Document control (versions, filing)
Collect internal status from team

Draft weekly client status update

Flag scope-change triggers

Prepare post-matter review data

A 0V UV XUV UV U U D

O >» >» 0" T 0
>0 - - - 0~

The weekly cycle looks like this:

This cadence replaces scattered email check-ins and makes sure problems surface weekly, not at
month-end when the pre-bill lands. Formalizing this role turns reactive status chasing into a
structured protocol.

¢ On Monday, the paralegal reviews the matter plan for upcoming milestones and deadlines.

¢ By Wednesday, they’ ve collected status from assigned attorneys and flagged any scope-change
triggers for escalation.
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e On Friday, they draft client status updates—a short summary covering milestone progress,
budget burn, upcoming deadlines, and open risks. The lead attorney approves it before it goes
out.

Track Budget-to-Actuals Without Spreadsheets

Assess whether your firm can surface variance early with real-time dashboards for matter performance,
realization, and billing—without manual reconciliation at month-end.

Explore Advanced Lega Reporting

How to Choose the Right Tools

LPM sticks when your tools, staffing model, and adoption plan match your firm's size and
complexity. Firms weigh two broad categories of tools for LPM.

Thefirst is generic project and task apps—Kanban boards, standalone to-do lists, and lightweight
collaboration tools. These help with visibility but don't connect to matter data, time entries, or
billing.

The second is a matter-centric system of record like Centerbase. It unifies matter management,
document management, timekeeping, billing, and advanced reporting into one platform.
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Y ou can run the scope, plan, and review phases manually. But unless timekeeping, billing, and
matter data share a system of record, the execute phase will need duplicate entry and
reconciliation.

Without integration, paralegals and billing managers spend hours exporting time data and matching
it to budgets in spreadsheets. That delays invoices and increases lockup.

30/60/90 Rollout Plan

For most mid-sized firms, the fastest path to results is standardizing templates and cadences now.
Here's a practical 30-, 60-, and 90-day rollout:

Days 1-30

e Select 3-5 pilot matters. Prioritize engagements that already need budgets, involve alternative fee
arrangements (AFAS), or follow repeatable phases.

e Build your standard SOW, budget, change request, and status templates.

e Assign aparalegal LPM lead for each pilot.

Days 31-60

¢ Launch aweekly status cadence on pilot matters.

¢ Set the expectation for daily time entry and start a pre-bill review schedule.

o Collect feedback from attorneys and paralegals on what's working and what creates friction.
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Days 61-90

Run the first post-matter review on any completed pilots.

Refine templates based on lessons |earned.

Present results—budget accuracy, billing cycle time, write-down reduction—to firm leadership.

Expand to more matter types.

How to Prove the Value

Track three metrics before and after your pilot:

e Budget variance (estimated vs. actual fees)

¢ Realization rate (billed vs. worked rates)

« Billing cycle time (days from matter close to invoice sent)

Run a post-matter review on every pilot and compare the original budget to final fees. If variance
narrows over 3—6 months, your scoping and change control are working.

LPM should reduce write-downs on matters with documented scope and approved change requests,
lifting realization to the 91.8% mid-law benchmark reported by Thomson Reuters.
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When you pair a matter-centric system of record with the right team structure and a phased
adoption plan, LPM becomes an operating discipline.

Prevent Write-Downs Before Pre-BillsHit

See how a matter-centric system can support daily time capture and structured pre-bill review, so
overruns surface early and invoices stay defensible.

Get a Free Demo

Run Your Next Matter with Budget Predictability Using
Centerbase

Centerbase connects this playbook to your firm's daily operations by centralizing matter data, time,
billing, and reporting in one system.

Budget-to-actual s tracking won't depend on manual handoffs or exported spreadsheets. Overruns
will surface in real time. Status reporting will pull from the same data as billing, so there's no
duplicate entry and no delays between what the team reports and what the invoice reflects.

Get a free demo and see how mid-sized firms run matters with budget predictability they can
defend.
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FAQs about Legal Project Management

What happenswhen a client regects a change request?

If the client regjects the change request, stop the out-of-scope work right away and document the
decision. Continuing without approval turns a scope issue into a realization problem you can't
defend. Present the request with a clear budget impact and timeline.

If the client declines, update the matter plan to reflect the revised scope and notify your team. If the
work is already done before the request surfaces, that's a process failure. The post-matter review
should capture it as alesson and tighten your trigger list next time.

What's the fastest way to get attorneysto adopt the weekly status cadence without it feeling
like extra admin work?

Frame the weekly update as "what keeps the client from calling you with questions.” Tie it to faster
approvals—clients who see progress weekly are less likely to dispute invoices or delay payment.

Use a standard template covering milestone status, budget burn, upcoming deadlines, and risks.
The paralegal can complete it in 10-15 minutes per matter, and the attorney approves in under five.

This entry was posted on Thursday, March 19th, 2026 at 6:44 pm and is filed under Practice
Management Y ou can follow any responses to this entry through the Comments (RSS) feed. Both
comments and pings are currently closed.
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