Bloomberg Law Reportse irfh Managemen

Strategic Law Firm Recruiting for Summer 2011 and Beyond

Susan G. Manch, Shannon & Manch, LLP

As law firms suffered during the recent economic downturn, professionals in and
outside of the law honed in on the summer associate recruiting model as the root of
many large law firms' misfortunes. They noted the impractical nature of the
traditional summer associate recruiting process by which firms recruit summer
interns seven months in advance whom they expect will start as full-time associates
of their firms two years later. In the past, many firms have made summer offers
based on one 20-minute on-campus interview and three or four 20-minute
interviews in firm offices, often without checking references. This approach has
resulted in bloated classes, numerous mismatches, unrealistic expectations, and
dissatisfied employers and recruits.

Firms say they want to be more selective and strategic when hiring summer
associates in the future. They say they want only the best students and most
particularly those willing to work hard. However, there are fewer than 2000 rising 2L
students who fall in the top 20% of the top 25 law schools® and even in a bad year,
large law firms are likely to hire between 6000 and 7000 summer associates. Thus,
while many law firms have reduced their intended class size for summer 2011 and
may visit fewer schools this fall, there is more they can do to ensure an effective
recruiting season.

Forward-looking firms have learned that recruiting must first and foremost be
aligned with their business strategy. As many firms were forced to thin their
associate (and partner) ranks in 2008 and 2009, firm leaders came upon two truths:
1) hiring that is disconnected from predicted work flow is dangerous to the health of
the firm; and 2) hiring primarily for school prestige and grade point average does not
always result in a lawyer who can add value to clients' projects. Firms that take
these two truths to heart have an opportunity to take a different — and indeed more
strategic — approach to recruiting.

Aligning Summer Class Size with Staffing Needs

While it may seem an obvious first step in summer associate hiring to align class size
with staffing needs, in too many firms it simply does not happen. Strategic hiring
committees and recruiting professionals in firms should be poring over utilization
figures for every practice and office of the firm, over the past 3 to 5 years to
determine staffing needs through 2012. Firm leaders should loop the hiring
committee into discussions of strategic plans for practice growth or demise, new
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offices, global alliances, outsourcing, downsizing, and other talent-related actions
that will have a critical impact on determining the right summer class size. Some
givens about summer programs should also be tested in this strategic planning
process. In the past, firms sometimes felt beholden to hosting a summer program in
every office, but this year presents an opportunity to take a hard look at which
offices truly need junior staffing and in what numbers. Firms also felt the need to
make offers to students for slots in practices that did not actually need additional
associates, simply because that was the practice in which the student had an
interest. A more strategic approach would be to describe the practice groups that will
be hosting summer associates and allow students to decide whether they have an
interest in those groups. Having summer associates in a group that needs no junior
associates in the next two years lays the foundation for ill will among those interns.

The offer process at the end of the summer should also be strictly aligned with the
firm's long-term strategy. In past years, many firms strived for offer rates in the
high 90%'s. While the downturn clearly erased that goal, firm's decision-making
processes can be more strategic. Summer programs should be a job tryout. Firms
and student have an excellent opportunity to test the match on a number of different
levels. Summer programs should be structured to produce work and experiences that
will allow for an accurate assessment of an individual's potential to be successful at
the firm. Only those summer associates who pass with flying colors should be offered
associate positions in the future.

Hiring More Than a Pedigree

Another misstep many firms make in fall recruiting — for both summer associate and
associate positions — is to focus intensively on the quality of school and grades
presented on the student's resume. This myopic view has caused many a mismatch
of firm and associate over the years. While there is no question that acceptance and
top performance at a highly selective institution is evidence of intellect, drive, and
ambition, there are many other factors that influence the potential success of a
candidate. Firms say they know "who" they are looking for, yet often carry out a
recruiting protocol that is not designed to gather information on those key selection
criteria. Interviews often go like this:

"Why did you decide to go to law school?"

"l have a real interest in the law and | like working with people.”
"Why are you interested in our firm?"

"Your firm has a very good name and clearly attracts excellent work."

Typical, banal questions elicit typical, banal answers and so the dance continues until
the interview is over. Generally neither student nor recruiter has uncovered any
information of real import to the decision. Firms say they cannot conduct more
substantive interviews for fear of scaring off picky law students. Business school
style interviews would be a turnoff, many recruiting professionals say. And yet, those
firms that do conduct more substantive and even challenging interviews are viewed
positively by precisely the intellectual, driven, and ambitious students the firms so
want to hire.

© 2010 Bloomberg Finance L.P. All rights reserved. Originally published by Bloomberg Finance L.P in the Vol. 1,
No. 2 edition of the Bloomberg Law Reports—Law Firm Management. Reprinted with permission. Bloomberg Law
Reports® is a registered trademark and service mark of Bloomberg Finance L.P.



Bloomberg Law Reportse irfh Managemen

To hire strategically, a firm must know its success factors — those characteristics
exhibited more often and to a greater degree among high performers than among
average performers. Investing time in uncovering success factors can yield a high
return during recruiting season. To accomplish this task, the firm should study the
firm's highest performers — quality of work, scope and mix of skill sets, productivity —
and uncover both obvious and hidden commonalities. This can be done by
interviewing high performers, studying patterns that emerge in the population such
as law school attended and academic credentials, prior work experience, choice of
practice, early assignments, and so forth. The assessment can be conducted
internally, but perhaps more objectively by an outside consultant. In this
assessment, the firm may find that all of a firm's most successful lawyers have Ivy
League credentials and share the same background, but there are likely other traits
shared as well. If there is more diversity of academic preparation, identification of
these traits can illuminate what drives success beyond pedigree at the firm.

Once the success factors are clear, the firm's recruiting strategy should be designed
around them. Marketing materials and messages should be targeted to individuals
who share these characteristics. For example, if one of the success factors is
practical problem-solving, the recruiting web page should highlight the challenges
inherent in the firm's work, complexity of the problems it encounters, and the value
placed on practical solutions for clients. Law schools should be chosen based on the
type of student they attract and practitioner they graduate. You may find patterns
emerge in which schools are the most likely to have students who share your
success factors.

Interviews should be designed to elicit information on the extent to which a student
has the potential to exhibit the success factors. For example, if one of your success
factors was entrepreneurship — in comparison to the typical scenario presented
above — imagine how much both interviewer and student might learn from an
exchange that begins this way:

Interviewer: "Give me an example of what you think it would take for a law firm
partner to be indispensible to a client.”

Student A: "I think he or she would need to be perceived by the client to be the very
best lawyer."

Student B: "l would think he or she would need to win or achieve the client's goals,
build a strong personal relationship, and provide good value over time."

Students often lack significant work experience that would allow for a direct
exchange on the topic of entrepreneurial skill, but questions designed to assess a
candidate's understanding of the lawyer-client relationship can shed light on whether
the student has an entrepreneurial mindset. Student A's answer is fine, but student
B's answer suggests a more practical understanding of the array of influences that
have impact on client relations. It is with these types of questions that firms can go
beyond grades and school prestige to learn how a candidate compares with those
who have found success in your firm in the past.

Questions to Determine Work Ethic
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Many partners complain that students are not forthcoming about their true desire to
work hard in a very demanding environment. Thoughtful questions can probe this
motivation successfully, however. Ask yourself if the following questions might get
behind the facade just a bit:

Tell me about some of the challenges you faced as you adapted to law school and
this new environment.

What are your strategies for juggling school, work, and outside activities?

Describe the environment in which you get the most work done and can be the most
productive.

If you hadn't gone to law school, what career path do you think you might have
followed?

How would your professors describe you?
Give me an idea of your vision of what an associate's daily life is like in our firm.
Sharing Results of Interviews With Others in the Firm

It is important for interviewers to develop and ask meaningful questions, but it is
also important for them to effectively communicate their impressions of candidates
to others involved in the hiring process. In larger firms, interviewers may be required
to fill out an evaluation form, and this form may be the only means for sharing what
they learned in the interview process. Thus, the evaluation form should ask for
specific information related to each of the success factors. Recruiters should be
trained on effective approaches to drafting substantive comments on skills, traits,
and experiences likely to lead to success at the firm.

This fall, firms have an opportunity to take a more strategic and effective approach
to recruiting a summer class. Aligning recruiting strategy with the firm's business
strategy is the foundation for a successful season likely to yield the highest possible
return on investment. Using the characteristics that predict success in your firm as
the framework for firm recruiting will allow you to build bench strength that can drive
results in the future.

Susan G. Manch, Principal in Shannon & Manch, LLP, consults with AmLaw and
Global 100 law firms and corporate law offices on legal talent management
strategies. For comments or questions, she <can be reached at
manch@shannonandmanch.com.

1 Based on numbers reported in US News & World Report 2010 Top Law School ratings

and the National Association for Law Placement Directory of Law Schools, 2010.
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