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FOREWORD BY RON BAKER

 

It was the legal profession that first adopted hourly billing and time tracking in 1919. Over a century later, we are still shackled to the clock. Has the world changed since then? Only in every conceivable way. Yet this profession clings to a business model conceived in the horse-and-buggy era, as if time were the true measure of value. The billable hour is dead – we simply haven’t held the funeral yet.

This is no small matter of “efficiency” or “alternatives.” A business model is never neutral; it reveals what you revere. And the legal profession must ask itself: do we really revere billable hours over guiding clients toward justice, peace of mind, and a better future? If so, we have consecrated the very conditions of moral injury. Burnout is the wrong diagnosis. The wound goes deeper: it is a betrayal of what it means to be a professional.

AI now exposes the absurdity for all to see. When a machine can do in seconds what once took hours, billing by the hour becomes not only obsolete but obscene. Those who cling to it will find themselves in a race to the bottom: faster machines, fewer hours, shrinking relevance. But those who embrace AI as a lever for transformation will be liberated. AI is not a threat to value-based pricing; it is its greatest ally, unleashing human capacity for wisdom, counsel, and creativity – the things only professionals can profess.

Here is the deeper truth: products and services say, “Look what we can do.” Transformations reveal, “Look at who you can become.” Fee-for-service models can only sell outputs; they are blind to outcomes. They commodify expertise instead of magnifying impact. Lawyers need to learn how to calculate prices for their services which are not based on time but value and – importantly – give clients choice. Ditch & Switch seeks to dispel myths that choices cannot be created by lawyers, and Shaun ably demonstrates how different price points and service levels can be generated. Value-based pricing is a business model that is fit for the AI age. 

Law is not about transactions. A will is not a document; it is peace of mind for a family. A merger is not paperwork; it is the birth of a new enterprise. A defence is not hours in court; it is the preservation of reputation, livelihood, or even life. These are transformations – and transformations cannot be priced by the hour. They must be priced by value, and stewarded by courage.

The next two to three years will test the mettle of the profession. Will lawyers tinker around the edges with hourly billing “alternatives” or will they embrace models that align with what they profess to stand for? 

Lawyers need to move to a model which embraces loyalty over leverage, long-term guidance over short-term gain, transformations over transactions. 

Value-based pricing, giving clients price certainty and a choice of service levels and options, is not radical. But, sadly, many professionals (and not just lawyers) believe it is.

The choice is stark. Remain a guild that reveres the clock, or rise as a calling that reveres the client. One path leads to moral injury and irrelevance. The other, to moral courage and reinvention. The billable hour is already a relic. The only question is whether we will bury it – and step boldly into the future of the Transformation Economy.

Ronald J. Baker is a recovering CPA (Inactive) by education, a writer by conviction, and a reformer by necessity. Author of eight books – among them Implementing Value Pricing and Time’s Up! – he co-founded THRESHOLD and co-hosts the podcast, The Soul of Enterprise: Business in the Transformation Economy. Named in Accounting Today’s Top 100 and Top 10 Most Influential People lists, inducted into the CPA Practice Advisor Hall of Fame, and a faculty member of the Professional Pricing Society, Ron calls the professions to profess again: not hours, but meaning; not transactions, but transformations; not survival, but human flourishing.
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Ditch The Billable Hour! Implementing Value-Based Pricing in a Law Firm

Is the billable hour on its way out? Does any client like paying for legal services by the hour?

With generative artificial intelligence soon to create tidal waves in the legal industry – helping lawyers to create legal documents in mere seconds – the time-honoured billable hour is under threat more than ever. But what is the alternative?

In Ditch The Billable Hour!, Shaun Jardine explains how lawyers should move away from time as the driving element of pricing, and focus on the results that clients want to achieve. In doing so, he shows why legal firms need to adopt Value-Based Pricing (VBP), and how to do so.

Ditch The Billable Hour! is the extensive and practical new book, from a former law firm CEO, that is filled with real-world expertise, advice, and perspectives, and which digs deep into all aspects of VBP for the legal industry.

In the book, you will discover

> What clients truly value, and how to have conversations to establish the value that lawyers create.

> How to price and capture a share of that value, and how to create pricing options which give clients choice.

> How to lead and implement the change to make Value-Based Pricing a reality.

> Includes more than 20 interviews with lawyers and other professionals who have views on VBP.

> Includes additional learning resources, hints, tips, and practical exercises, plus a RACI checklist.
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The Perfect Lawyer

What makes a perfect lawyer? To start answering this question, we need to use a classic lawyer approach - it depends! 

In The Perfect Lawyer, Simon deep dives into what makes a perfect lawyer in a perfect legal business. It is someone who does a great job from the client’s perspective but also does a great job from their law firm’s – and they are very different things. When combined effectively, such lawyers not only change their clients’ lives, but also the destiny of the legal business they work in, and the lives of themselves and their colleagues.

Whether you are part of a large legal firm or a small one, the themes explored in The Perfect Lawyer examine the symbiosis between a law firm’s team members and the organisation, as they both evolve into higher-earning and more effective entities.

Note: The Perfect Lawyer is the sister book to The Perfect Legal Business in that it looks at many of the same themes, but from the viewpoint of the individual lawyer. As such, it contains material that crosses both titles. If you already have a copy of The Perfect Legal Business, you won’t need The Perfect Lawyer.
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The Perfect Partner

If you’ve made it to Partner, or you’re determined to become one, what are the key qualities and strengths required of a Partner in a modern-day law firm? 

In The Perfect Partner, Simon examines what makes a Perfect Partner from the viewpoint of numerous key stakeholders, including clients, colleagues, and the business itself. Detailing the characteristics and behaviours that a Partner needs, the book digs deep into a Partner’s commercial contribution to the business, their relationships with staff and other Partners, business development, accountability, compliance, and much more. And all under the central umbrella of making a profit and growing a business.  

Working through the layers of value (or destruction) that a Partner can bring, Simon arrives at a surprising conclusion. Measurable things count, but other more human things count more. If that law firm rocket is going to take off, and prove able to shoot for the stars, each Partner – and all the Partners together – need to focus unequivocally on a ‘magic ingredient’ to make the firm unstoppable.  

Have you got what it takes to be a Perfect Partner? And, just as importantly, have your Partners got the right stuff, too?  
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The Perfect Legal Business

What if a law firm’s sustained success isn’t about billing more and more hours, but shaping its structure, approach, and attitude differently?

In The Perfect Legal Business, Simon unlocks a fresh framework for the modern legal firm, built around a number of key pillars including: intelligent client selection, proactive client care, purposeful senior and middle management, higher pricing for a higher level of service, lawyer inputs (not outputs), and the importance of cash to the business – all brought together into a powerful force by the glue that is leadership. 

This book invites you to dig deep into law firm management as a constant and fluid problem-solving enterprise – one driven by lawyers at all levels – that seeks to change the fortunes and destinies of law firms, their owners, their people, and their clients. 

Note: The Perfect Legal Business is the sister book to The Perfect Lawyer in that it looks at many of the same themes, but from the viewpoint of the business. As such, it contains material that crosses both titles. If you already have a copy of The Perfect Lawyer, you won’t need The Perfect Legal Business.
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Delegate Now to Supercharge Your Profits

How can law firm owners bill fewer hours but make bigger profits? How can they grow their businesses with reliable team members and take well-earned breaks without worrying their firm will fall apart? The answer is effective and profitable delegation.

Delegation drives profitability more than anything else, yet few fully understand its power. It is self-evident that ten team members billing per hour is more profitable than a law firm owner billing an hour on their own, yet most law firm owners are trapped in heavy billable workloads and unknowingly greatly limit their profits. This is because – for most – at no stage has anyone shown them how to run their law firms effectively!

In Delegate Now to Supercharge Your Profits, law firm growth consultant Dan Warburton shows how skilful delegation multiplies profits for law firm owners and frees them up to do the work they enjoy. He then shows you – practically and effectively – how to build a firm that doesn’t constantly rely on you as it becomes more profitable than ever.
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The Secret Magistrate

Every criminal case starts in a magistrates’ court, and most end there. Last year, the 14,000 magistrates of England & Wales dealt with almost 1.4 million cases.

But what exactly does a magistrate do, who are they, and how are they recruited and trained? Are they out-of-touch and unrepresentative, or still fit for purpose with a role to play in today’s increasingly sophisticated and complex judicial system?

The Secret Magistrate takes the reader on an eye-opening, behind-the-scenes tour of a year in the life of an inner-city magistrate. Chapters cover a variety of cases, including the disqualified driver who drove away from court, the Sunbed Pervert, and Fifi the Attack Chihuahua.


PART 1: WHY ARE YOU READING 
THIS BOOK?

In 2023, I wrote my 400-page magnum opus (my description, certainly!) – Ditch The Billable Hour!

Ditch the Billable Hour! offers a clear, no-nonsense guide to transforming how lawyers think about pricing. It challenges the outdated reliance on time-based billing and provides a practical roadmap for implementing Value-Based Pricing (VBP) in law firms of all sizes – particularly those outside the global Top 50.

Most clients hate paying by the hour. They want certainty, transparency, and value – not six-minute units. Meanwhile, most law firms continue using the billable hour because “It’s how we’ve always done it.” Ditch The Billable Hour! shows why that mindset is not just outdated, it’s costing firms money, talent, and client trust.

I argue that legal services are not commodities and shouldn’t be priced like ones. Instead, lawyers should be paid, based on the value they create, not the time it takes to deliver. 

I define value-based pricing simply: “A price that is fair to both the client and the law firm.” In my case, as a lawyer, it’s not the 6-minute unit that clients are paying for, it’s 6 minutes plus 36 years of experience. 

Ditch The Billable Hour! worked to a comprehensive “8P Point Plan” for companies and lawyers embracing VBP and provided a top-to-toe exploration of VBP and how to implement it across organisations of all sizes, and all the people in said organisations. Indeed, the people are key. The book assigns different titles and roles to members of a firm looking to implement VBP. (At the end of Part 1, you’ll see an example of a Pioneer Penguin, who is someone who is part of a pilot group that will support, deliver, and champion the change that needs to happen in a firm. They are key influencers and proactive members of staff who can help you plan and execute change.)


SO WHY DID I WRITE THIS BOOK?

Let’s be brutally honest: not every busy legal professional has the luxury of sitting down with a 400-page book, absorbing all its QR code-linked resources, and then finding additional time to truly think – really think – about how those learnings apply to their specific business. Let alone actually creating the tools required to implement change.

Sometimes, you just want to see something in action, to get a feel for how it really works before going deeper into the process. 

That’s precisely why Ditch and Switch came into being. 

So, here you are, reading this deliberately shorter, more focused book, packed with practical examples: what questions to ask, what value gets created, and how to present compelling service options to clients. 

Ditch the Billable Hour! and Ditch & Switch go hand in hand.


VALUE-BASED PRICING: WHY NOW?

The legal landscape has shifted dramatically, and here’s why VBP isn’t just nice to have – it’s essential:


	
Technology, particularly GenAI, has revolutionised the game. Clients now have access to AI tools that can draft contracts, review documents, and provide legal guidance in seconds.



	
Starting a law firm has never been easier. Disruptors are entering the market daily, unencumbered by traditional billing practices.



	
Relentless pressure on fees from increasingly sophisticated clients.



	
Mounting pressure on operational costs whilst maintaining service quality.



	
The battle for top talent is fiercer than ever.



	
Clients simply don’t believe the billable hour delivers good value for their investment.



	
Geography no longer matters. Clients can instruct lawyers anywhere, and agile working has permanently changed how legal services are delivered.





Meanwhile, many legal professionals continue making costly assumptions:


	
We don’t know how to charge, based on value.



	
Our clients know exactly what our competitors charge.



	
Our competitors’ pricing reflects what clients actually want to pay.



	
Our clients regularly undertake detailed price comparisons.



	
Our clients won’t pay premium rates.






WHAT DO CLIENTS ACTUALLY WANT WHEN BUYING LEGAL SERVICES?

Countless studies have explored this question, and the answer is remarkably consistent. Clients want:


	
Lawyers who truly understand their situation.



	
Tangible results.



	
Pricing certainty.



	
Complete transparency.



	
Zero nasty surprises.



	
Ready availability when needed.



	
That crucial ‘got my back’ reassurance.



	
Crystal-clear communication.



	
Peace of mind.



	
No hidden extras.



	
Value for money.






WHAT IS VALUE?

Here’s where things become fascinating.

1. Value Is Entirely Subjective

People define value based on personal preferences, needs, and experiences. What one person treasures, another dismisses entirely. Lawyers must grasp that value is determined by the client’s perception, never by the lawyer’s effort or time invested.

If you watch BBC television’s “The Repair Shop” (where experts repair/renew/refurbish personally meaningful items for the general public) you’ll see guests become emotional over what appears to be worthless old tat. Why? Because they love it, and we don’t. It’s the same with “Antiques Roadshow”… families clutch some old jewellery claiming they’ll “treasure it forever” while you’re shouting at the screen, “Bet they sell that at the next auction!” (Or is that just me?)

Our feelings about value can differ completely.

2. Value Isn’t Rational

Because we’re all different, what seems rational varies enormously. Buyers often behave irrationally – choosing brands, paying premiums, or sticking with familiar products for emotional or habitual reasons. Whether it’s my mate Dave spending £23,000 servicing his McLaren, or people queuing at midnight for the latest iPhone, people pay for convenience, trust, and emotional connection – not just utility.

3. Value Is Contextual

The same product can have vastly different values depending on the setting. Water costs pennies at home but pounds in a restaurant – or hundreds during a crisis. Context changes everything. Legal services are identical: urgency, timing, and circumstances dramatically affect perceived value.

4. Value Is A Feeling

Look again at those “Repair Shop” clients. Clients often equate value with how your service makes them feel – safe, empowered, heard, respected.

I often mention the emotional attachment I have to a cheap watch my late father gave me. It’s worth virtually nothing. But to me, it’s incredibly valuable.

We know people willingly pay more when they believe they’re contributing to a good cause – Fairtrade bananas, for instance. We feel we’re helping someone in a distant land.

Lawyers must learn to recognise these emotional drivers when advising and pricing. As humans, these drivers affect our buying decisions daily. Let’s acknowledge that our clients experience the same when buying from us.

5. Value Is In The Outcome, Not The Input

Clients don’t care how long something takes; they care about the result. A lawyer who solves a complex problem in 20 minutes using expertise and precedent creates significant value, far beyond the actual time spent.

6. Value Requires Empathy And Enquiry

Most lawyers assume clients only care about cost. They’re wrong. Clients care about trust, certainty, outcomes, and reassurance. These are fundamentally emotional needs that must be acknowledged and addressed.

To uncover real value, lawyers must learn to ask better questions, listen empathetically, and genuinely understand client motivations. Unfortunately, many lawyers feel they’re too busy to invest time in this crucial area, often thinking, “We must just get on with the work.”

This mindset is precisely what’s holding the profession back.


THE KEY BENEFITS OF EMBRACING VALUE-BASED PRICING

Let’s be crystal clear about why you should choose to embrace VBP.

1. Client-Centric Value Delivery

VBP aligns pricing with client outcomes, not internal costs or time spent, because clients want results, not invoices itemising every six-minute increment. This approach builds stronger, more transparent relationships by focusing on what the client actually values most. It eliminates billing surprises entirely as clients know exactly what they’re getting and what it will cost from the outset.

2. Increased Profitability

Firms can capture genuine value for the results they deliver, not just the hours they’ve logged, which stops the destructive “discount by default” mindset that steadily erodes margins. This allows pricing to reflect expertise, speed, workload pressures, and client urgency rather than arbitrary inputs that bear no relation to the actual value created.

3. Better Cash Flow And Financial Predictability

VBP shifts firms towards upfront pricing and payment models, dramatically improving cash flow whilst enabling clients to budget legal spend confidently with fixed or option-based pricing. This approach significantly reduces write-offs and billing disputes, creating a win-win scenario for both firm and client.

4. Competitive Differentiation

Value-based pricing sets your firm apart from competitors still clinging to outdated hourly models and demonstrates innovation, empathy, and a modern understanding of client needs. This transforms pricing from a necessary evil into a strategic advantage that clients actively seek out.

5. Higher Client Satisfaction And Loyalty

Clients appreciate clarity, certainty, and control over their pricing choices, and positive pricing experiences increase trust and lead to more referrals and repeat business. This approach creates advocates rather than merely satisfied customers, turning your pricing strategy into your most powerful marketing tool.

6. Enhanced Team Morale And Efficiency

VBP removes the soul-crushing pressure to “churn hours” or justify time sheets, shifting focus to genuine problem-solving and client service rather than clock-watching. Lawyers feel significantly more confident discussing fees when they’re based on value rather than time, creating a more positive and productive working environment.

7. Strategic Business Alignment

This approach forces firms to properly define their pricing strategy, pricing policies, value proposition, and client experience whilst encouraging clearer scoping, thoughtful service design, and process efficiency. It supports better client segmentation and gives firms the courage to deselect low-value work that drains resources.

8. Creates A Culture Of Learning And Improvement

VBP encourages firms to capture valuable lessons learned from both pricing successes and failures, promoting better internal communication about how value is actually created and delivered. This supports the development of essential pricing tools like Big Books of Usefulness (BBU) that become invaluable institutional knowledge assets. 


THE COMMON PITFALLS OF VALUE-BASED PRICING

1. Lack Of Confidence In Pricing Conversations

Lawyers often lack the confidence to discuss value or quote fixed fees, and this fear of rejection leads to chronic under-pricing or defaulting to familiar hourly rates. Without genuine confidence, the firm inevitably reverts to time-based thinking, and VBP becomes nothing more than hollow marketing speak that fools no one.

2. Failure To Discuss (Let Alone Define) Value With The Client

If you don’t ask the client what success looks like, you simply cannot price for value, and making assumptions leads to misaligned expectations and inevitable dissatisfaction. Firms must develop essential skills and create value-based questions which lead to meaningful value-based conversations. Crucially, these questions should be documented in your Big Book of Usefulness (BBU) so they become part of your standard practice rather than left to chance.

3. Pricing Based On Time In Drag

Many firms create “fixed fees” based on estimated hours multiplied by hourly rate, but this is not true VBP – it’s merely a repackaged time model, prone to exactly the same problems. This approach restricts profitability and completely misses the point that value lies in the outcome, not the input.

4. Inconsistency And Lack Of Policy

Without a documented pricing policy or process, lawyers price ad hoc and simply do what they’ve always done. At one firm, I asked 15 lawyers in the same department to price the same residential property sale scenario without consulting each other, and I received 13 different prices! Inconsistent pricing confuses clients and fundamentally undermines trust, which is why firms must build repeatable systems and tools, including Fixed Price Agreement templates, BBU books, and structured processes.

5. Discounting Without Strategy

Discounts on quoted prices are often applied too early or unnecessarily, and crucially, when a discount is offered, the service level isn’t reduced, leaving clients feeling the higher initial price was an attempt to rip them off. Giving discounts freely trains clients to expect lower prices as standard, and most lawyers can’t even calculate the impact of a discount on profit. 

6. Insufficient Training Or Buy-In

VBP fails spectacularly when it’s seen as “just another initiative”. Without genuine management buy-in and comprehensive training across the firm, it simply won’t stick.

Lawyers need proper education, training, and then the opportunity to practise what they’ve learned. Without essential tools, like a Big Book of Usefulness, valuable learnings are lost and costly mistakes get repeated endlessly.

Pricing must become embedded in your firm’s culture – not treated as a one-time project that gets forgotten after the initial enthusiasm wanes.

7. Fear Of Losing The Work

Lawyers often worry that quoting a value-based fee will frighten off potential clients. But trying to please everyone leads to undervalued, overworked practices that satisfy nobody.

VBP requires client deselection and the genuine courage to walk away from bad-fit work. Sometimes the bravest thing you can do is say “no.”

8. Misunderstanding What VBP Actually Is

Some lawyers think VBP is simply charging more or plucking a number out of thin air. Others believe it’s unethical to charge different clients different prices for similar work.

Let’s face facts: all clients are different. Their problems are different. The resources required to solve their problems will be different. The way they engage with their lawyers will be different. Their urgency levels, risk tolerance, and desired outcomes vary enormously.

VBP isn’t about arbitrary pricing, it’s about intelligently aligning your price with client-defined value. That’s the difference between pricing strategically and pricing desperately. 


WHY OPTIONS ARE ESSENTIAL

In Part 2 of this book, you will see a variety of templates which aim to give clients options and a choice of service levels.

Offering clients pricing options isn’t just a smart strategy; it’s absolutely essential to delivering value-based pricing effectively. Here’s why:

1. Clients Want Choice, Not Dictation

Clients don’t want to be told, “This is the price – take it or leave it.” That’s essentially a 50/50 gamble.

Presenting options empowers clients to decide what they want to pay, and it removes sales pressure. If you give a client three options plus a fourth “don’t buy” option, you have a 75% chance of making a sale.

It shifts the mindset from “Do I want to work with this lawyer?” to “How do I want to work with this lawyer?”

2. Options Demonstrate Flexibility And Value

By offering a range of prices with corresponding benefits, clients can align their choice with their budget, risk appetite, and desired outcomes.

It reinforces transparency and signals that the lawyer understands different clients have different needs.

3. Options Increase Uptake And Spending

This “Good, Better, Best” or “Gold, Silver, Bronze” model improves conversion rates and average transaction value.

By creating a gold option, your clients become aware of the extra services you and your colleagues can offer. They don’t know what these are until you tell them!

Clients see the value in higher tiers when they compare them side-by-side.

4. Options Encourage Better Conversations

Options open the door to meaningful value discussions.

Instead of debating hourly rates or vague estimates, you can talk about outcomes, scope, and service guarantees.

5. Options Clarify What Is (And Isn’t) Included

They make scope creep far less likely. Each option clearly defines what the client gets, reducing ambiguity and disputes.

If a client wants to move up a level, that’s fine. As long as you charge them appropriately for doing so.

6. Options Build Trust

Clients feel in control, because they are actually in control. You’ve given them genuine choice. They appreciate being treated like informed buyers, not passive recipients of an unquantified, open-ended billable hour nightmare.

I often ask lawyers I train how many of them would engage a builder and all subcontractors to build an extension to their home and agree to pay all the trades on a day work basis. Not one lawyer has said they would do that, yet. Why? Because we want price certainty. Our clients are no different.

7. Options Are Professional

They show that the firm is prepared, client-focused, and commercially aware. They demonstrate that we’re genuine experts. Isn’t it odd that many law firms profess to be experts in areas of law, yet – despite their expertise – they cannot price what they do?

Templates and structured models make options easier to present and replicate consistently across the business.


WHY CONFIDENCE IS CRUCIAL IN VALUE-BASED PRICING

If you’ve been paying attention, you’ll have noticed I keep banging on about confidence. Why? Because it’s absolutely fundamental to your success.
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