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Introduction
In  i t s  th i rd  year ,  the  LawWiser  GC Ins ider  Report  2025  delves  deeper
into  the  sh i f t ing  dynamics  that  shape how Genera l  Counsel  (GCs)
engage  wi th  external  lega l  adv isors .  As  the  lega l  and bus iness
landscape evolves ,  the  report  o f fers  t imely  and re levant  ins ights  for  in-
house  lega l  teams and law f i rms.  

Wi th  a  s teadi ly  growing  pool  o f  respondents  over  the  las t  three  years ,
th is  edi t ion  benef i t s  f rom a  broader  and more  representat ive  base—
al lowing  for  a  c learer  p ic ture  of  evo lv ing  genera l  counsel  expectat ions ,
preferences ,  and dec is ion-making  pat terns .  

Th is  edi t ion  int roduces  a  more  s t ructured two-s tage  lens—short l i s t ing
versus  f ina l  se lec t ion—offer ing  a  c learer  v iew into  the  dec is ion-
making  process  of  genera l  counsel  as  they  ba lance  growing  regulatory
complex i ty ,  technolog ica l  d isrupt ion,  and commerc ia l  pressures .

The  f indings  underscore  a  s ign i f i cant  sh i f t  in  expectat ions .  Whi le  lega l
expert i se  remains  fundamenta l ,  genera l  counsel  are  increas ing ly
pr ior i t i s ing  industry-spec i f i c  knowledge,  respons iveness ,  and the
strength  of  the  overa l l  lega l  team— beyond jus t  the  lead partner .  The
major i ty  o f  respondents  h ighl ighted the  cr i t i ca l  ro le  o f  senior  and
pr inc ipa l  assoc iates  and emphas ised ins t i tut ional i s ing  the  process  in
ensur ing  cons is tent ,  h igh-qual i ty  serv ice .  Pr ic ing  remains  a  key  focus  

As legal departments evolve into strategic business

partners, the 2025 3rd GC Insider Report provides

actionable insights to strengthen collaboration and

drive mutual success across the legal ecosystem.

For law firms, this is a call to realign offerings with

client priorities—deepening industry insight,

integrating legal tech, and fostering collaborative

teams that deliver consistent value. For in-house

teams, the report offers a benchmark of peer

perspectives and evolving engagement strategies. 

The message is clear: alignment with business

objectives, clear communication, and practical

solutions are now non-negotiable.
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area,  wi th  f ixed  and capped fee  models  ga in ing  prominence  as
genera l  counsel  seek  greater  cost  predic tabi l i ty  and commerc ia l ly
v iable  so lut ions .



Evaluating Legal Expertise: Selection Priorities
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“Filtering of law firms happens through peer review,”

as asserted by 3M India Limited Executive Director and

General Counsel, Priya Menon. She added that, “peer

feedback is provided through an accessible, wide

general counsel community, which is honest, sincere

and backed with experience and expertise.”

The r e p o r t  bu i lds  upon prev ious  years ’  ins ights ,  o f fer ing  a  deeper
analys is  o f  how genera l  counsel  se lec t  external  law f i rms.  Unl ike
prev ious  surveys ,  which  focused on broad se lec t ion  cr i ter ia ,  the  2025
report  in t roduces  a  t w o - s t a g e  a s s e s s m e n t ,  d is t inguish ing  between
factors  in f luenc ing  s h o r t l i s t i n g  and those  dr iv ing  the  f i n a l  s e l e c t i o n .
Whi le  the  survey  does  not  re f lec t  the  exact  se lec t ion  process  fo l lowed
by  genera l  counsel ,  i t  a ims  to  prov ide  cr i t i ca l  ins ights  in to  the  cr i ter ia
that  most  in f luence  the i r  dec is ion-making.  In  compar ison to  the
f indings  of  the  2023 and 2024 GC Ins ider  reports ,  th is  edi t ion  prov ides
va luable  ins ights  in to  sh i f t ing  genera l  counsel  pr ior i t ies  and evolv ing
law f i rm se lec t ion  s t rateg ies .  The  opt ions  shared for  ascer ta in ing
whether  a  law f i rm has  the  lega l  expert i se  that  a  genera l  counsel  i s
looking  for  were:

Peer  referra ls
Ex is t ing  body  of  work  (h ighl ighted in  the  f i rm prof i le ,  webs i te ,  RFP,
exper ience  s tatements ,  e tc . )
Thought  leadership  of  the  f i rm – ar t i c les ,  reports ,  conferences ,
knowledge  sess ions ,  e tc .
Rankings  in  lega l  d i rec tor ies/awards .  

Priya Menon
Execut ive Director  & General  Counsel

3M India Limited
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What sources do GCs use to ascertain whether a law

firm has the legal expertise you are looking for?

In  a  surpr is ing  sh i f t ,  peer  referra ls  have  emerged as  the  top-
ranking  fac tor  in  eva luat ing  lega l  capabi l i ty  by  52.2% of
genera l  counsel .  A f ter  peer  referra ls  (52.2% ranked as  #1) ,  the
ex is t ing  body  of  work  was  most  preferred (35.4% ranked as
#1) ,  fo l lowed by  thought  leadership  (8% ranked as  #1)  and
rankings  in  lega l  d i rec tor ies  (4 .4% ranked as  #1) .

However ,  there  has  been a  s ign i f i cant  sh i f t  in  overa l l
preference  f rom the  ex is t ing  body  of  work  ( f i rm prof i les ,
webs i tes ,  RFPs ,  and exper ience  s tatements)  or  as  the  term
used in  ear l ier  2023  and 2024 reports  –  proven expert i se  to
peer  referra ls  or  re ferra ls .  We asked a  few of  our  respondents
i f ,  in  a  g iven  c i rcumstance,  there  i s  a  law f i rm that  has  been
referred by  peers  and another  one  wi th  an  impress ive  ex is t ing
body  of  work,  how do they  fac tor  which  i s  more  cr i t i ca l  to
make the i r  dec is ion.  A l though the  ex is t ing  body  of  work  i s  s t i l l
a  v i ta l  fac tor ,  our  conversat ions  wi th  in-housers  suggest  that
they  are  focus ing  on  a  case-by-case  bas is .
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Zetwerk’s General Counsel,

John Thaliath, shares, “How do I

choose them? It's a combination

of factors. One is their expertise.

One is where I am positioned in

the scheme of things, and

hence, who is best positioned to

address all critical areas

John Thal iath
General  Counsel

Zetwerk

He fur ther  adds  that  “ I  would  a lso  speak  to  them.  I 'm a  genera l
counsel ,  a l so  a  genera l i s t .  I  have  some understanding  of  these  areas .
I  would  chat  wi th  them and understand how deep they  know the
sector ,  because  I  know enough about  the i r  pract i ce  area  to  be  able  to
make a  judgment  there.  So  yes ,  peer  rev iews,  in terv iews,  where  I 'm
pos i t ioned,  a  combinat ion  of  fac tors  go  into  dec id ing  who i s  the  best .
We make object ive  dec is ions  based on object ive  cr i ter ia .”
Our  interv iewees  re l ied  on  one-on-one conversat ions  wi th  the
concerned partner  o f  the  law f i rm they  intended to  se lec t  for  making
the  f ina l  dec is ion.  Sameer  Chugh,  Genera l  Counsel  &  Chief  Lega l
Of f i cer ,  Games24x7  Pvt .  L td . ,  a f f i rmed the  same,  shar ing  that ,

“We prefer to get peer references and also support it

with our own past experiences. Then it will be followed

by a conversation with the person concerned. The one

thing I will never do is to go back and hire somebody,

just because the person's name is either known in the

market or is being referred. If we see somebody who's

been referred highly, followed by a conversation, I

believe that the person has the ability, even though

they may not have done work in the sector, I would still

probably go with that person. It'll give me a lot more

comfort in the fact that yes, the person has delivered in

the past, and our conversation and assessment also

shows that the person is capable, because what is

wanted is somebody smart, intelligent, and able to

understand the nuances to help us.”

Sameer Chugh
General  Counsel  & Chief  Legal  Of f icer

Games24x7 Pvt.  Ltd.

required within a particular practice area. Now, peer

references would be one of the ways to know whether

the choice I make is equipped to deal with these

different areas within a practice area.”
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Final Selection: Balancing Commercial
Acumen With A Relationship-Driven Market

Once genera l  counsel  have  ass imi la ted  informat ion  f rom di f ferent
sources  and short l i s ted  law f i rms  to  engage,  severa l  fac tors  come
into  p lay  for  f ina l  se lec t ion.  The  genera l  counsel  were  asked to  rank   
key  fac tors  that  in f luence  f ina l  se lec t ion.  We shared the  fo l lowing
opt ions  as  other  important  fac tors  that  come into  p lay  for  the  f ina l
se lec t ion  of  a  f i rm:

Cost -ef fec t iveness
Pr ior  work ing  re lat ionships
Spec i f i c  industry  exper ience
Networks  in  smal ler  c i t ies/ loca l  courts
Top-t ier  pos i t ion

Whi le  dec id ing  on  the  f ina l  se lec t ion  of  a  f i rm,  s p e c i f i c  i n d u s t r y
e x p e r i e n c e  was  ranked the  most  important  fac tor  by  4 6 . 9 %  o f
respondents ,  by  far  the  s t rongest  consensus  among a l l  var iables .  Th is
marks  a  cont inued upward t rend f rom prev ious  years ,  reaf f i rming
that  in-housers  are  p lac ing  a  he ightened emphas is  on  contextual
fami l iar i ty ,  preferr ing  law f i rms  who are  not  only  lega l  experts  but
a lso  understand spec i f i c  sec tor  nuances  in  which  they  operate .
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Dev Bajpai, Advisor, Hindustan Unilever Limited,

shared that, “I have always believed that law firms who

are assisting clients, either in an M&A deal or on any

other project, are extensions of their client & should

function with a sense of ownership. For them to

discharge their role effectively, they need to

understand the client’s business and the levers that

drive the business. What is it that the business is trying

to achieve? And where can they contribute? A

knowledge of all this is important. Expectation from law

firms is to have great subject matter expertise, an

understanding of the business & the industry which

they are supporting. The law firms, while advising,

should not just look at the issue at hand but also advise

basis the long term so that the solution suggested is

sustainable.”

Dev Bajpai
Advisor

Hindustan Uni lever  L imited

Vineet Vij, Group General Counsel of Tech Mahindra,

suggests that, “Law firms must invest time to

understand the industry and practices, client’s goals

and the ecosystem in which they operate, along with

other nuances involved, to be able to holistically

appreciate the legal risks & regulatory challenges (data

privacy, AI regulations, cybersecurity) involved. This

allows legal advice to be commercially relevant &

feasible.”

Vineet  Vi j
Group General  Counsel

Tech Mahindra

Pr ior  work ing  re lat ionships  remain  h ighly  va lued,  wi th  31% ranking  i t
as  the i r  top  cons iderat ion.  Th is  re f lec ts  a  cons is tent  t rust  in
establ i shed rapport  and fami l iar i ty ,  underscor ing  the  importance  of
re l iable ,  proven partnerships  in  an  increas ing ly  complex  lega l
landscape.



0 20 40 60 80 100

Cost Effectiveness

Prior Working Relationships

Specific Industry Types

Networks in Smaller Cities/ Local Courts

Top Tier Positions

| The GC Insider 2025 Final Selection: Balancing Commercial Acumen With A Relationship-Driven Market | 7

Cost -ef fec t iveness  he ld  s teady  in  re levance,  ranked #1  by  19.5% of
respondents .  Whi le  i t  cont inues  to  be  a  pract i ca l  cons iderat ion,  i t s
pos i t ion  behind industry  expert i se  and re lat ionships  suggests  that
genera l  counsel  are  increas ing ly  wi l l ing  to  invest  in  f i rms  that  br ing
ta i lored ins ights  and proven co l laborat ions  over  pure ly  budget-dr iven
dec is ions .

“While cost is the primary driver, one cannot

compromise on quality”, says General Counsel

of Akasa Air, Bharat Vansh Bahadur. He adds

that, “cost must make sense for the law firm, as

much as it has to make sense for the client. So,

attention from a law firm or attention from the

team or the partner specifically, and their

expertise, sometimes tips over the cost issue.

In-house teams are willing to make this

compromise if the service delivered by a law

firm is much more effective as compared to a

firm that may be more cost-efficient but will not

deliver as effectively.”

Bharat  Vansh Bahadur

General  Counsel

Akasa Air

What are the factors that come into play for the final

selection? 

Rank 1 Rank 2 Rank 3 Rank 4 Rank 5
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This  year ,  we a lso  added a  new fac tor  in  ascer ta in ing  the  cr i ter ia  for
f ina l  se lec t ion,  which  i s  networks  in  smal ler  c i t ies/ loca l  courts ,
keeping  in  mind that  lega l  networks  in  t ier  2  and t ier  3  c i t ies  are  of
concern  for  industr ies  and companies  as  per  the i r  bus iness  needs.
Converse ly ,  networks  in  smal ler  c i t ies/ loca l  courts  and a  f i rm’s  top- t ier
pos i t ion  garnered minimal  in f luence  in  f ina l  dec is ion-making,  wi th  jus t
1 .8% and 0 .9%,  respect ive ly ,  ra t ing  them as  top  pr ior i t ies .  

Peer  referra ls  have  over taken t radi t ional  metr ics  l ike  f i rm prof i les  and
rankings ,  re f lec t ing  a  deeper  re l iance  on  community-dr iven  t rust  and
shared exper iences .  Whi le  proven expert i se  and cost  remain
important ,  the  weight  o f  spec i f i c  industry  exper ience  and pr ior
work ing  re lat ionships  has  grown cons iderably ,  reveal ing  that  genera l
counsel  now pr ior i t i ze  f i rms  that  demonstrate  not  only  lega l  acumen
but  a lso  deep sectora l  understanding  and a l ignment  wi th  bus iness
goals .  As  the  lega l  landscape becomes  more  nuanced and
interconnected,  law f i rms  must  go  beyond showcas ing  credent ia ls—
they  must  demonstrate  genuine  c l ient  understanding,  adaptabi l i ty ,  and
a co l laborat ive  mindset  to  remain  re levant  and t rusted  partners .
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Thought Leadership and External Rankings
The combined data  for  2023,  2024  and 2025 reveals  that  re l iance  on
external  va l idat ion  tools  such  as  rankings  and awards  i s  not  a  c r i t i ca l
determining  fac tor .  Ins tead,  there  i s  a  c lear  p ivot  toward re lat ionship-
dr iven  and exper ience-based dec is ion-making.  We a lso  asked in-house
lawyers  what  approx imate  percentage  of  outsourced lega l  work  i s  g iven
to  law f i rms  that  are  not  T ier  1 .  The  major i ty  answered that  41  to  60%
of  work  outsourced i s  g iven  to  non-t ier  1  law f i rms.  Th is  re f lec ts  a
growing  sh i f t  away  f rom prest ige  and geographic  reach  as
di f ferent ia tors  in  the  se lec t ion  process ,  par t i cu lar ly  in  l ight  o f  the
heightened emphas is  on  contextual  re levance  and s t rateg ic  a l ignment .  

The  re l iance  on  lega l  d i rec tor ies  and awards  has  cont inued to  rank
lower .  On the  other  hand,  there  i s  a  growing  apprec iat ion  for  f i rms
that  engage  in  thought  leadership.  Contr ibut ions  in  the  form of
ar t i c les ,  reports ,  conference  part i c ipat ion,  and knowledge-shar ing
in i t ia t ives  have  shown s teady  growth  f rom 4.9% in  2023 to  6 .9% in
2024 and 8% in  2025,  indicat ing  a  preference  for  f i rms  that
demonstrate  subject  mat ter  expert i se  and s tay  engaged wi th  broader
industry  d iscuss ions .   

What percentage of the organisation’s outsourced legal

work is given to law firms that are not Tier 1?
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John shares  that ,  “ I f  I 'm go ing  into  a  market  where  I  have  no  c lue,  rankings  mat ter  because  I  have  no  deep expert i se  in  the  market ,  but  in  a  market
where  I  have  deep expert i se ,  l ike  India ,  which  i s  our  home base,  i t  p lays  a  lesser  ro le .  I  may  use  i t  as  a  5 th  fac tor .”

The  drop in  importance  of  lega l  d i rec tor ies  and awards  re inforces  the  broader  move away  f rom pass ive  credent ia l ing .  In  contrast ,  f i rms  that  invest  in
thought  leadership  and share  re levant  ins ights  are  see ing  increased recogni t ion  among genera l  counsel .  Th is  sh i f t  a l so  supports  the  r i se  of  a  more
informed,  engaged,  and networked in-house  lega l  community  that  va lues  authent ic i ty  and industry-spec i f i c  d ia logue.  

However ,  a  top- t ier  pos i t ion  i s ,  per  se ,  not  the  determining  fac tor ,  but  for  g lobal  p layers ,  i t  i s  s t i l l  an  easy  choice  in  terms of  the  expert i se ,  network ing
capabi l i t ies  and ease  of  compl iance  wi th  g lobal  s tandards .

Executive Director – Head of Legal India and APAC Legal Lead for UBS Optimus

Foundation, Sapna Bhawnani, shares that, “We are tempted to appoint boutique or

smaller non-tier 1 firms. But sometimes we are restricted by internal process, unless

it's a specialised practice, such as the IP work. The approval process for non-tier 1

firms can be time-consuming, as many factors need to be considered before

onboarding externals.” Sapna Bhawnani
Execut ive Director  – Head of  Legal  India

and APAC Legal  Lead

UBS Optimus

Moreover ,  the  growing  preference  for  f i rms  wi th  whom there  i s  an  ex is t ing  work ing  re lat ionship  fur ther  ref lec ts  the  need for  cons is tent  engagement  and
serv ice  qual i ty  across  a l l  leve ls  o f  a  law f i rm’s  team—not  jus t  the  lead partner .
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Insight to Impact: How firms can deliver
commercially aligned advice
A cons is tent  expectat ion  of  genera l  counsel  f rom law f i rms  i s  to
understand bus iness  object ives  and not  jus t  commerc ia l  t ransact ions .
We asked genera l  counsel  to  share  top  t ips  for  law f i rms  to  ga in  a
bet ter  understanding  of  the i r  industry  and prov ide  commerc ia l ly
v iable  so lut ions .

The  overa l l  demand is  to  have  an  understanding  of  the  company's
goals ,  operat ions ,  and pain  points  that  wi l l  he lp  the  law f i rm ta i lor
thei r  lega l  s t rateg ies  to  a l ign  wi th  c l ients ’  commerc ia l  object ives  and
prov ide  so lut ions  that  are  both  lega l ly  sound and commerc ia l ly
v iable .  One respondent  shares  that ,  “ law f i rms  should  immerse
themselves  in  the  c l ient ’ s  industry  by  a t tending  re levant  conferences ,
seminars ,  and t rade  shows.  Th is  wi l l  he lp  them stay  updated on  the
latest  t rends,  cha l lenges ,  and regulatory  changes ,  enabl ing  them to
of fer  more  informed and pract i ca l  adv ice .  There  i s  a  need to  focus  on
foster ing  a  co l laborat ive  re lat ionship  wi th  the  bus iness  teams.  An  in-
depth  understanding  of  the  c l ient ’ s  sec tor  wi l l  ensure  that  f i rms  can
ant ic ipate  i ssues  and of fer  proact ive ,  s t rateg ic  adv ice .”

Senior President & Chief Law Officer, Hindalco

Industries Limited, Vallur Ranganathan Shankar

affirmed the common demands of the community. He

shares that, “there needs to be a balance in demand

and supply; a demand, or the need, is to get a quality

and objective opinion at the right cost. That's the kind

of bridge you are trying to cover.”

Vallur  Ranganathan Shankar
Senior  Pres ident  & Chief  Law Off icer

Hindalco Industr ies Limited
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General Counsel, KKR Gurugram, Ravi Rajiv Upadhyay,

shares that, “the best practices that are essential for

any law firm are:

Sticking to your annual rate chart,

Having a pair of eyes at a partner level before a

product goes to someone,

Asking for more time if they feel something that is

to be delivered is half-baked or not fully as per

expectations, so if that can be avoided, and

importance is given to quality rather than speed,

because it's advisory at the end of the day. That's

very important.

Trying to be more business-oriented in their

submissions of legal memos rather than more

lawyerly. That makes a lot of difference.

At the end of the day, general counsel exist because

there's a business front. Legal queries arise because of

there being a business situation. So, who is essentially

the end consumer of the memos that we receive? It is

provided in some shape or form to the business.

So if something comes in such a shape and form that

it can be directly shared with the business, that's a

desirable state for any general counsel.”

Hence,  i t  i s  v i ta l  to  understand that  law f i rms  which  fa i l  to  a l ign
lega l  adv ice  wi th  bus iness  object ives ,  or  lack  c lear  communicat ion
and respons iveness ,  are  a t  h igh  r i sk  o f  los ing  c l ients .

Ravi  Raj iv  Upadhyay
General  Counsel

KKR Gurugram



As Parvesh Kheterpal, general counsel, Ampyr Energy, aptly summarises, “the role of the general counsel has

transformed significantly, positioning them firmly within the C-suite as strategic business partners, not just legal advisors.

As key executives, general counsel are expected to navigate complex legal landscapes while driving business objectives,

managing enterprise risk, and contributing to overall corporate strategy. This evolution has redefined their relationship

with law firms. Today’s outside counsel must act as an extension of the in-house team, delivering not only legal expertise

but also commercial insight, innovation, and efficiency. Collaboration, transparency, and a deep understanding of the

company’s business goals are essential. Law firms must appreciate the broader pressures facing general counsel — from

regulatory scrutiny to shareholder expectations — and offer proactive, tailored solutions. In this dynamic environment,

successful general counsel-law firm relationships are built on trust, shared values, and a mutual commitment to

advancing the client’s business, not just addressing legal challenges.”
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Parvesh Kheterpal
General  Counsel

Ampyr Energy



| The GC Insider 2025 Changing Advisors- Is the exit of the primary partner a game changer? | 13

Changing Advisors- Is the exit of the primary
partner a game changer?
The survey  responses  reveal  notable  pat terns  in  the  h i r ing  and swi tch ing  behav iour  of  a  genera l  counsel  when i t  comes  to  the i r  law f i rm partnerships ,  as
wel l  as  the  key  dr ivers  o f  such  dec is ions .

A  s ign i f i cant  86.7% of  respondents  conf i rmed hav ing  h i red  new law f i rms  in  the  past  two years ,  indicat ing  an  ac t ive  openness  to  explor ing  new lega l
partners .  

However ,  when i t  comes  to  swi tch ing  the i r  pr imary  or  go- to  law f i rms,  the  responses  are  c lose  to  evenly  sp l i t—49.6% for  those  who have  made a  change
and 50.4% for  the  other  ha l f ,  who have  reta ined thei r  ex is t ing  f i rms.  Th is  d is t inc t ion  underscores  a  s t rateg ic  approach:  whi le  genera l  counsel  f requent ly
d ivers i fy  the i r  panel  o f  lega l  adv isors ,  they  exerc ise  caut ion  and del iberate  cons iderat ion  before  a l ter ing  long-s tanding  core  re lat ionships .
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Meenakshi Gupta, GM – Legal and Company Secretary

at Nissan Motor India Pvt. Ltd., shares her perspective

on what drives the decision to change external legal

advisors. She notes that, “such decisions are rarely

based on isolated incidents. A one-off lapse doesn't

typically warrant a change in law firms, However,

consistent issues—such as repeated non-

responsiveness or failure to meet critical timelines—

can become significant concerns.

Even in such cases, the approach is to provide

constructive feedback and allow space for course

correction. It’s only when these challenges persist

despite clear communication that a change becomes

necessary.”

Meenakshi  Gupta
GM- Legal  & Company Secretary

Nissan Motor  India Pvt.  Ltd
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However ,  among those  who d id  swi tch  f i rms,  the  most  common reason
c i ted  was  qual i ty  i s s u e s  w i t h  l e g a l  a d v i c e  a n d  t e c h n i c a l
k n o w l e d g e ,  wi th  36.3% ranking  i t  as  the i r  pr imary  reason.  C lose
behind was  p o o r  s e r v i c e ,  which  inc ludes  lapses  in  respons iveness
and adminis t rat ive  e f f i c iency—29.2% rated  i t  as  the  top  fac tor .
I n f l a t e d  b i l l a b l e  h o u r s  and c o m m e r c i a l l y  u n v i a b l e  a d v i c e  were
both  mid- t ier  concerns ,  wi th  the  former  showing  a  s teady  spread
across  ranks  and the  la t ter  most  commonly  marked as  a  fourth- leve l
concern  (31.9%).  
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The concern  of  commerc ia l ly  unv iable  adv ice  ar ises  when lega l  adv ice  remains  over ly  academic  or  d isconnected f rom rea l -wor ld  bus iness  operat ions .
“ In-house  lega l  teams are  a l ready  wel l -versed in  the  law.  What  we seek  f rom our  external  counsel  i s  pract i ca l ,  bus iness-a l igned appl icat ion  of  lega l
pr inc ip les ,”  adds  Meenakshi .  A  r ig id ,  one-s i ze- f i t s -a l l  in terpretat ion  of  the  law—espec ia l ly  one  that  over looks  customer-centr ic  or  operat ional  nuances
—can h inder  bus iness  dec is ion-making.  When that  d isconnect  pers is ts ,  i t  o f ten  s ignals  a  misa l ignment ,  prompt ing  recons iderat ion  of  the  law f i rm
relat ionship.

Hindalco ’s  Shankar  says ,  “How you create  e f f i c iency  i s  the  key .  I f  I  need to  create  e f f i c iency  in  us ing  an  external  law f i rm,  then I ' l l  have  to  prepare
mysel f  so  that  the  inputs  are  appropr iate ,  my  quest ions  are  more  sharply  ar t i cu lated,  and I 'm able  to  get  the  opin ion  at  the  r ight  speed and cost .  Th is
approach has  changed over  the  years .  I  have  been developing  my teams to  opt imise  the  ent i re  resource  and cost  management .  Focus ing  on  teams being
more  cross- funct ional  experts  ra ther  than jus t  hav ing  a  very  spec ia l i sed  approach.”
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General Counsel and Associate Vice President Legal,

Honasa Consumer Limited, Ankita Sharma shares that,

“We believe in the quality of work, agility, and, of

course, the commercials. Everything competitive in this

would make an inclination towards changing a law firm

or working with a new partner. Agility becomes critical

if the expectation is set right for an issue from the very

beginning. New age companies have a very different

approach to the business, they're not conventional.

And if the law firm is not taking ample time to

understand the business, then there's a problem.” 
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Ankita Sharma

General  Counsel  & Associate Vice President  Legal

Honasa Consumer Limited

Thus,  i t  i s  v i ta l  to  understand that  law f i rms  which  fa i l  to  a l ign
lega l  adv ice  wi th  bus iness  object ives  or  lack  c lear  communicat ion
and respons iveness  are  a t  h igh  r i sk  o f  los ing  c l ients .

Interest ing ly ,  the  ex i t  o f  a  pr imary  par tner ,  a  fac tor  o f ten  assumed
to  be  p ivota l ,  ranked lowest .  Only  7 .1% c i ted  i t  as  the  pr imary
dr iver  for  swi tch ing,  and 59.3% marked i t  as  the  least  important .
The  data  suggests  that  cont inui ty  o f  de l ivery  and knowledge
retent ion  matter  more  than indiv idual  re la t ionships .  In-housers  are
focused on outcome,  not  opt ics .

Rav i  notes  that ,  “as  a  human,  change  management  i s  a lways  a
chal lenge.  So  when such  th ings  happen,  obv ious ly ,  you  don' t  l ike  i t .
But  f i rms  t ry  to  the  best  o f  the i r  abi l i t ies  to  cushion the  b low.  I f  a
t rans i t ion  happens  where  we are  g iven  due at tent ion,  where  the
person leav ing  and the  person t rans i t ioning  both  are  in  the  same
room,  same ca l l ,  same meet ing ,  that  g ives  a  lo t  o f  comfort .”
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Importance of Second-in-line:
To  ensure  smooth  t rans i t ions  when key  personnel  ex i t ,  genera l
counsel  c i ted  the  importance  of  pract i ces  such  as  team fami l iar i ty
wi th  ongoing  mat ters ,  t ransparent  communicat ion  about  leadership
changes ,  and s t rong  second- in- l ine  expert i se .  V ineet  notes  that ,  “ i f
the  f i rm has  invested  in  bui ld ing  a  s t rong  team that  i s  equal ly  aware
of  our  bus iness ,  and ongoing  mat ters ,  I  would  fee l  conf ident  that  the
qual i ty  o f  serv ice  wi l l  not  drop wi th  a  change  in  par tner .  Proper
knowledge  management  and seamless  handovers  ref lec t  an
inst i tut ional  approach rather  than dependency  on  one indiv idual .”

As  one  genera l  counsel  sa id :  “As  long  as  the  del iverables  cont inue  to
get  the  same at tent ion  and qual i ty ,  we ’re  not  over ly  concerned i f  the
lead partner  moves .”  

Shankar  shares  what  most  o f  the  genera l  counsel  would  agree  wi th :
“ the  b iggest  cha l lenge  in  any  organisat ion,  par t i cu lar ly  large
organisat ions ,  i s  the  cont inui ty  o f  knowledge.  I  may  not  cont inue  to
be here;  somebody  e lse  may  come,  but  the  ins t i tut ion  and knowledge
is  constant .  I  don' t  want  my successor  to  th ink  that  I  carr ied
everyth ing  in  my head.  I t  i s  not  an  ins t i tut ional i sed  process .  I t  i s  very
me-dependent .  I t  i s  essent ia l ,  par t i cu lar ly  for  in-house  counsels  and
law f i rms,  to  ins t i tut ional i se  a  process  and not  have  a  person-
dependent  approach.”

Ul t imate ly ,  h is tor ica l  fami l iar i ty  wi th  the  bus iness ,  ra ther  than the
indiv idual ,  i s  what  in-housers  va lue.  I f  law f i rms  can  demonstrate
inst i tut ional  cont inui ty  and mainta in  serv ice  leve ls ,  the  departure
of  even a  long- t ime partner  doesn ’ t  necessar i ly  jeopardise  the
re lat ionship.  When a  f i rm takes  the  ef for t  to  engage  beyond the
lead partner—through regular  connects  wi th  other  par tners ,  senior
assoc iates ,  and subject  mat ter  experts—it  bui lds  comfort  that  the
re lat ionship  i s  va lued ins t i tut ional ly .  I t  assures  that  the  f i rm is
capable  of  mainta in ing  cont inui ty ,  understanding  our  bus iness
needs  of  an  organisat ion,  and del iver ing  cons is tent ly ,  i r respect ive
of  indiv idual  movements .

These  ins ights  h igh l ight  that  whi le  pr ic ing  models  and f i rm prest ige
remain  cons iderat ions ,  the  dec is ive  fac tors  in f luenc ing  law f i rm
retent ion  or  replacement  in  2025  are  per formance-based,  rooted in
the  substance  and serv ice  de l ivery  o f  lega l  adv ice  rather  than
legacy  re lat ionships  or  reputat ional  weight .  The  f indings  suggest
that  law f i rms  seeking  to  susta in  or  grow thei r  mandates  must
cont inual ly  meet  evo lv ing  expectat ions  on  technica l  expert i se ,
respons iveness ,  and pract i ca l  va lue.  Fur ther ,  a  smooth  t rans i t ion
ensures  that  the  ex i t  o f   a  par tner  i s  not  a  concern.



Below are  a  few v i ta l  s teps  shared by  our  respondents  to  ensure  that  there  i s  cont inui ty  in  bus iness  in  cases  of  ex i t  o f  the  pr imary  par tner :

Ensur ing  that  mul t ip le  team members  are  fami l iar  wi th  the  case  and can  seamless ly  take  over  i f  needed.  Th is  approach not  only  prov ides  cont inui ty
but  a lso  showcases  a  f i rm's  co l lec t ive  expert i se  and commitment  to  the  needs  of  in-house  counsel .  

1 .

Regular  updates  and open l ines  of  communicat ion  about  any  changes  wi th in  the  f i rm,  inc luding  the  departure  of  key  personnel .  Th is  t ransparency
helps  in  managing  expectat ions  and reassures  c l ients  that  the i r  in terests  remain  a  pr ior i ty .

2 .

As  long  as  a  f i rm can demonstrate  that  de l iverables  wi l l  be  serv iced  in  the  same manner  as  before,  and necessary  a t tent ion  and qual i ty  responses
wi l l  cont inue,  genera l  counsel  wi l l  be  happy  to  cont inue  wi th  the  f i rm even i f  the  pr imary  par tner  ex i ts  the  f i rm.

3.

Good expert i se  a t  the  next - in- l ine  a f ter  par tner  leve l .4 .

We observed that  the  pr imary  reason for  moving  wi th  a  par tner  i s  that  they  have  a  h is tor ica l  background in  the  work  done.  I f  law f i rms  can  ensure  the
retent ion  of  h is tor ica l  knowledge  and ensure  a  smooth  t rans i t ion,  then the  ex i t  o f  such  a  par tner  i s  not  a  concern.
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Legal Spend & In-House Shifts
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The survey  reveals  that  the  pr imary  lega l  cost  dr iver ,  the  regulatory  compl iances  (by  37.2% of  genera l  counsel ) ,  has  been the  same s ince  the  2023
report .  However ,  th is  year  M&A act iv i ty  (32.7%)  has  t ipped over  D ispute  Resolut ion  (29.2%).  Penal t ies  remain  neg l ig ib le  a t  0 .9%,  a  proact ive  focus  on
compl iance  rather  than post - fac to  r i sk  management .  Th is  i s  a  s l ight  departure  f rom 2023 and 2024,  when M&A was  behind l i t igat ion  and d isputes  in  the
expense  category .  Th is  rea l locat ion  i s  mirrored in  how lega l  departments  are  s t ructured.  Funct ions  once  commonly  outsourced are  now increas ing ly
handled in-house,  re f lec t ing  growing  conf idence  and capabi l i ty .  Contracts  (97.3%)  and Regulatory  Compl iance  (92%)  are  now overwhelmingly  managed
internal ly ,  fo l lowed by  Inte l lec tua l  Property  R ights  (46.9%).  M&A and other  funct ions  t ra i l  a t  23 .9%.
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The move towards  internal i sat ion  i sn ’ t  jus t  about  cost—it ’s  about  contro l .  Wi th  the  r ight  too ls  and teams in  p lace,  genera l  counsel  are  keeping  complex ,
h igh-va lue  work  c loser .  The  data  conf i rms  what  prev ious  reports  h inted  at :  In-house  lega l  teams are  no  longer  jus t  a  gatekeeper ;  they  are  a  s t rateg ic
core.

This  has  impacted the  k ind  of  support  genera l  counsel  now look  for  external ly .  Law f i rms  are  expected to  complement  in-house  s t rengths ,  not  repl i cate
them.  As  a  resul t ,  f i rms  are  being  chosen not  jus t  for  the i r  brand or  reach,  but  for  how wel l  they  integrate  wi th  evo lv ing  in-house  expectat ions .
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Billing Models: Clarity Over Custom
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F ixed or  F la t  Fees  are  now the  dominant  b i l l ing  model ,  preferred by
82.3% of  respondents .  These  of fer  cost  predic tabi l i ty  and ease  of
budget  a l locat ion—both h igh  pr ior i t ies  for  modern  lega l  departments .
Capped Fees  (59.3%)  fo l low c lose  behind,  espec ia l ly  usefu l  for  var iable
or  extended matters .

B lended Hour ly  Rates  (49.6%)  reta in  ut i l i t y  but  cont inue  to  s l ide  in
preference,  whi le  reta iner  models  have  dropped fur ther  to  32.7%—
viewed as  in f lex ib le  and outdated for  today ’s  dynamic  needs.  In  short ,
b i l l ing  c lar i ty  i s  now non-negot iable .  F i rms  that  fa i l  to  o f fer
t ransparent ,  outcome-or iented pr ic ing  r i sk  fa l l ing  out  o f  favour .  The
sequence  of  preference  has  remained s imi lar  s ince  the  2023 report .
Pr iya  notes  that ,  “ i t  i s  important  to  recognise  that  cost  management  i s
a  s ign i f i cant  concern  for  a l l  companies ,  regardless  o f  the i r  s i ze .  Even
larger  organisat ions  operate  wi th in  budget  constra ints  and must  jus t i fy
every  lega l  expense.  Our  pr imary  need i s  for  c lear  and ef fec t ive  lega l
adv ice ,  and we bel ieve  that  the  va lue  of  th is  adv ice  should  be  the  main
factor  in  determining  fees .  Law f i rms  should  cons ider  reassess ing  the i r
fee  s t ructures  to  bet ter  a l ign  wi th  c l ient  expectat ions  and budgetary
rea l i t ies .  Addi t ional ly ,  when prov id ing  proposals ,  i t  i s  he lpfu l  to
ensure  that  es t imated hours  are  as  accurate  as  poss ib le  to  avo id  any
unexpected costs .”

Head Regulatory & Deputy General Counsel, HT Media

Ltd, Sachin Kalra shared that, “One key area of

improvement would be the clarity and consistency of

billing practices. Simplifying and making fees more

predictable would allow us to manage our legal

budgets better. Additionally, a clearer understanding of

how an external counsel allocates resources would

help manage planning and expectations. If these

aspects were improved, it would reduce administrative

overhead and allow our team to focus more on

strategic matters rather than micromanaging costs and

hours.”

Sachin Kalra

Head Regulatory  & Deputy General  Counsel

HT Media Ltd



In  our  d iscuss ions ,  whi le  there  was  a  preference  for  va lue-based b i l l ing ,  most  in-house  counsel  fe l t  that  India ’s  lega l  market  i s  not  yet  ready  for  th is
model ,  unl ike  in  the  USA.  Va lue-based b i l l ing  t ies  fees  to  the  va lue  of  serv ices  and resul ts  achieved,  ra ther  than f ixed  fees  or  b i l lab le  hours .  I t  focuses
on del iver ing  ta i lored,  outcome-dr iven  lega l  so lut ions ,  such  as  a  percentage  of  set t lement  amounts  or  a  f i xed  fee  for  spec i f i c  de l iverables .  Some top-
t ier  f i rms  of fer  th is  model  se lec t ive ly ,  as  th is  model  i s  known for  open communicat ion,  t ransparency  and c lear  pr ic ing .

In-housers  seek  partners  who a l ign  wi th  the i r  bus iness  goals ,  not  jus t  lega l  needs.  Th is  means  f i rms  must  be  f lex ib le ,  pract i ca l ,  and able  to  show rea l -
wor ld  impact .  Law f i rms  are  being  chal lenged to  move beyond legacy  b i l l ing  s t ructures  and of fer  pr ic ing  models  that  a l ign  wi th  the  evolv ing  pr ior i t ies  o f
corporate  lega l  teams—namely ,  va lue,  c lar i ty ,  and accountabi l i ty .  B i l l ing  t ransparency  i s  no  longer  a  d i f ferent ia tor—it  i s  a  base l ine  expectat ion.

Legal  tech  and A I  in tegrat ion,  a l though current ly  underut i l i sed,  i s  expected to  become a  key  d i f ferent ia tor  for  law f i rms  moving  forward.  Law f i rms  that
success fu l ly  in tegrate  these  tools  wi l l  l i ke ly  ga in  a  compet i t i ve  edge  by  of fer ing  e f f i c iency  and r i sk  management  so lut ions  that  a l ign  wi th  genera l
counsel  expectat ions .  
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For  genera l  counsel ,  th is  data  re inforces  the  importance  of  bui ld ing  s t rong  in-house  teams to  manage  core  lega l  funct ions  whi le  ensur ing  that  external
partners  prov ide  va lue  in  areas  where  the i r  expert i se  i s  t ru ly  needed.  The  overa l l  t rend indicates  a  des i re  for  s t rateg ic  par tnerships  wi th  law f i rms  that
not  only  prov ide  lega l  expert i se  but  a lso  a l ign  wi th  the  bus iness  goals  and operat ional  needs  of  in-house  teams.
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AI & Legal Technology: Data Protection Laws:
Rising Adoption, Lingering Gaps
The present  survey  shows c lear  acce lerat ion  in  the  adopt ion  of  A I
technolog ies  by  in-house  lega l  departments .  6 2 . 8 %  o f  g e n e r a l
c o u n s e l  c o n f i r m e d  t h a t  t h e i r  t e a m s  a r e  c u r r e n t l y  u s i n g  A I  t o o l s
— i n c l u d i n g  G e n e r a t i v e  A I — i n  s o m e  f o r m ,  a  sharp  r i se  compared
to  2024,  where  adopt ion  was  c loser  to  48%.

This  growth  ref lec ts  a  sh i f t  f rom exper imentat ion  to  ac t ive
integrat ion.  Whi le  much of  the  usage  remains  focused on d o c u m e n t
a u t o m a t i o n ,  l e g a l  r e s e a r c h ,  a n d  r i s k  a n a l y t i c s ,  severa l
respondents  noted use  cases  t ied  to  c o n t r a c t  l i f e c y c l e
m a n a g e m e n t  a n d  i n t e r n a l  c o m p l i a n c e  s y s t e m s .

However ,  whi le  in-house  A I  adopt ion  r i ses ,  expectat ions  f rom
external  counsel  appear  to  be  increas ing  more  s lowly .  Jus t  5 1 . 3 %  o f
g e n e r a l  c o u n s e l  s a y  t h a t  t h e y  c u r r e n t l y  c h e c k  w h e t h e r  t h e i r
l a w  f i r m s  u t i l i s e  A I  t o o l s  t o  i m p r o v e  e f f i c i e n c y .  Th is  number  i s
up marg ina l ly  f rom 2024 but  indicates  that  A I - r e a d i n e s s  i s  s t i l l  n o t
a  u n i v e r s a l  s e l e c t i o n  c r i t e r i o n  f o r  e x t e r n a l  l e g a l  p a r t n e r s .

When asked whether  technology  adopt ion  by  law f i rms  has  t rans lated
into  tang ib le  cost  sav ings ,  genera l  counsel  remain  unconvinced:

6 6 . 4 %  s a i d  t h e y  “ c a n ’ t  s a y ”
2 3 . 9 %  s a i d  “ n o ”
O n l y  9 . 7 %  c o n f i r m e d  t h a t  t h e y  h a d  s e e n  c o s t  r e d u c t i o n  a s  a
r e s u l t

This  re f lec ts  a  pers is tent  c r e d i b i l i t y  g a p  between t h e  n a r r a t i v e  o f
t e c h - e n a b l e d  l e g a l  s e r v i c e s  and the  a c t u a l  v a l u e  p e r c e i v e d  b y
c l i e n t s .  Wi thout  c lear  key  per formance  indicators  (KPIs)  or
demonstrable  return  on  income (ROI) ,  even progress ive  law f i rms
may s t rugg le  to  win  buy- in  on  the i r  tech  s t rateg ies .  

As  A I  adopt ion  deepens,  so  do  the  concerns .  Respondents  ident i f ied  a
cons is tent  set  o f  top  lega l  r i sks  assoc iated  wi th  A I :

Data  Pr ivacy  Concerns  –  77%
Navigat ing  Mis informat ion  &  Deepfakes  –  77%
Ethica l  cha l lenges  such  as  fa i rness  and b ias  –  72.6%
Determinat ion  of  L iabi l i ty  &  Accountabi l i ty  –  59.3%
Inte l lec tua l  Property  D isputes  –  49.6%



These  numbers  mirror  prev ious  year ’s  t rends,  re inforc ing  that
regulatory  uncerta inty  and eth ica l  cha l lenges  remain  f ront  o f  mind,
part i cu lar ly  in  sectors  such  as  tech,  and auto  industry ,  where  data
management  i s  a  concern.

With  the  Dig i ta l  Personal  Data  Protect ion  Act  2023,  (DPDPA)  now in
ef fec t  and compl iance  t imel ines  t ightening,  severa l  genera l  counsel
indicated  that  they  seek  more  proact ive ,  c ross- funct ional  support  f rom
law f i rms,  inc luding  data  mapping  adv isory ,  vendor  r i sk  assessments ,
and employee  t ra in ing.  In-housers  shared that  many  bus inesses  s t i l l
s t rugg le  to  map and manage personal  data  across  the i r  operat ions ,
making  i t  d i f f i cu l t  to  ensure  compl iance  wi th  data  f low t rack ing  and
governance  requirements .

“C l ients ,  as  Data  Contro l lers ,  are  looking  for  pract i ca l ,
implementat ion- focused adv ice  that  would  p lug  the  gap in  the  ex is t ing
pract ices  &  pol i c ies  and seamless ly  a l ign  wi th  the  law of  the  land,
shares  V ineet .“
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“General counsels would like the law firms to focus on

practical challenges and provide solutions in

compliance with the Law,” shares Head Legal, VBL,

Sampadaa Narrang. She added that, “Law firms should

make efforts to understand the practical challenges

faced by a sector/industry and provide solutions that

meet the compliance requirements within the four

corners of law. Compliance is paramount, and meeting

the requirements of law is a must.”

Sampadaa Narrang
Head Legal

VBL

This  data  re inforces  the  importance  of  bui ld ing  s t rong  in-house  teams to  manage  core  lega l  funct ions  whi le  ensur ing  that  external  par tners  prov ide
value  in  areas  where  the i r  expert i se  i s  t ru ly  needed.
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In-house Priorities and Resourcing
In-house  lega l  funct ions  cont inue  to  mature,  wi th  teams
increas ing ly  in ternal i s ing  core  respons ib i l i t ies—a trend
observed s ince  2023 and now more  entrenched in  2025.
Contracts  (97.3%)  and regulatory  compl iance  (92%)
remain  the  most  common in-house  mandates ,  whi le
funct ions  l ike  IPR  (46.9%)  and M&A (23.9%)  are  s t i l l
se lec t ive ly  reta ined.  The  appet i te  to  bui ld  internal
capabi l i ty  i s  re f lec ted  in  market  feedback.

Hir ing  momentum remains  s teady,  wi th  62.8% of  teams p lanning  to  expand
headcount  over  the  next  6–12 months—reaf f i rming  the  d i rect ion  seen in  2024.
However ,  organisat ions  are  becoming  more  targeted in  the i r  approach,  pr ior i t i s ing
versat i le ,  mid- leve l  ta lent :

Key  industr ies  are  looking  at  expanding  head count—like  auto,  new energ ies ,
semiconductor—leading  to  increased demand in  the  8–12 years  o f  exper ience
candidates .
Niche  sk i l l  se ts  cont inue  to  command premium—like  M&A,  data  pr ivacy ,
pro jects ,  d ig i t i sat ion,  e tc .

The  respondents  who see  the i r  lega l  team expanding  focus  on  new locat ions ,
bus iness  l ines ,  d ig i ta l  o f fer ings  and new regulatory  f rameworks—espec ia l ly  around
data  protect ion,  technology  laws,  and ESG— that  are  emerg ing.  They  share  that  i t
wi l l  require  spec ia l i zed  lega l  capabi l i t ies  and increased capac i ty  to  support  the
bus iness  a t  sca le .

Yet ,  ta lent  acquis i t ion  i sn ’ t  wi thout  i t s  f r i c t ion  points .  Respondents  point  to  the  need
for  long- term career  v i s ib i l i ty  and s t ronger  a l ignment  wi th  bus iness  expectat ions .
R i tambara  added that ,  “ar t i cu lat ion  of  a  c lear  growth  path  for  lega l  ta lent  in-house
is  essent ia l  to  a t t rac t  ta lent  wi th  a  long- term v iew.  There ’s  a  growing  chal lenge
around f inding  ta lent  that  f i t s  cu l tura l ly  and br ings  s t rong  bus iness  acumen—
espec ia l ly  when h i r ing  f rom pr ivate  pract i ce .”

Regional Director, Michael Page, Ritambara

Vasudeva shares that, “A lot of companies

are setting up legal functions to reduce

reliance on external law firms.”

Ritambara Vasudeva

Regional  Director

Michael  Page



S e c o n d m e n t s  a r e  i n c r e a s i n g l y  u s e d  a s  a  s t o p g a p  a n d  s t r a t e g i c
l e v e r—especia l ly  when nav igat ing  h i r ing  f reezes  or  short - term
project  requirements .  R i tambara  notes  that ,  “Secondment  i s  not  a
subst i tute  for  h i r ing  for  a  permanent  pos i t ion. . .  but  in  per iods  of
short - term gaps  or  spec i f i c  pro ject  needs,  i t ’ s  a  v iable  opt ion.  I t
a l lows  access  to  ta lent  that  may  not  be  ava i lable  for  fu l l - t ime ro les ,
or  o f fers  n iche  sk i l l s  needed for  shorter  durat ions .”

This  a lso  of fers  a  pract i ca l  way  to  br idge  the  percept ion  gap between
in-house  and pr ivate  pract i ce :  Secondment  can  help  assess
candidates  on  the  ground,  espec ia l ly  a t  the  3–5 years '  exper ience
leve l—reducing  h i r ing  r i sk  and improv ing  mutual  f i t .

F ina l ly ,  upsk i l l ing  remains  a  cont inued focus—with  c o m m u n i c a t i o n ,
l e a d e r s h i p ,  a n d  p r o j e c t  m a n a g e m e n t  emerg ing  as  the  most
sought-af ter  areas  for  development .  The  overa l l  t rend indicates  a
des i re  for  s t rateg ic  par tnerships  wi th  law f i rms  that  not  only  prov ide
lega l  expert i se  but  a lso  a l ign  wi th  the  bus iness  goals  and operat ional
needs  of  in-house  teams.
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ESG in Indian Law Firms: 2025 Insights
In  2025,  Indian  law f i rms  show a  more  uni f ied  recogni t ion  of  ESG as  a  comprehens ive
pr ior i ty .  When asked which  ESG pi l lar  the i r  organisat ions  need to  improve,  47.8% of
respondents  sa id  “A l l  o f  them”,  fo l lowed by  Env i ronmenta l  (24.8%),  Governance
(14.2%),  and Soc ia l  (13.3%).  Th is  i s  a  sharp  sh i f t  f rom 2023,  when fewer  than 20%
saw the  need to  ac t  across  a l l  three  areas ,  indicat ing  growing  internal  a l ignment
towards  integrated ESG s t rateg ies .

Looking  ahead,  49.6% of  respondents  be l ieve  that  Indian  law f i rms  wi l l  be  eva luated
on ESG parameters  wi th in  the  next  f i ve  years ,  espec ia l ly  for  long- term mandates ,  up
from 32% in  2024.  Whi le  37.2% s t i l l  responded “Can’ t  say” ,  the  increase  in  conf idence
ref lec ts  r i s ing  c l ient  expectat ions  and greater  ESG awareness  across  the  lega l
industry .

Our  respondents  share  that  g lobal  organisat ions  va lue  ESG and they  have  separate
susta inabi l i ty  targets .  So ,  whi le  onboarding  vendors  or  law f i rms,  or  any  suppl ier ,  i t
i s  a lways  a  par t  o f  the  d i l igence  process .  A  genera l  in format ion  i s  sought  on  law
f i rms ’  ESG targets  and what  ac t ions  they  are  tak ing,  as  i t  he lps  to  understand thei r
va lue  sys tem.  So  th is  i s  a  bas ic  expectat ion  f rom any  law f i rm in  terms of  ESG.
However ,  ESG i s  not  a  determining  fac tor  whi le  se lec t ing  a  law f i rm.  Other  fac tors  as
ment ioned in  the  report  ear l ier  are  f i rs t  cons idered for  f ina l  se lec t ion.

These  responses  indicate  that  law f i rms  that  embed ESG across  operat ions  are  bet ter
pos i t ioned to  meet  g lobal  c l ient  s tandards  and dr ive  long- term va lue.
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The 2025 Outlook
As  we ref lec t  on  the  key  ins ights  f rom th is  year ’s  f indings  in
compar ison to  the  2023 and 2024 GC Ins ider  reports ,  the  2025 out look
of fers  a  perspect ive  on  evolv ing  pr ior i t ies  wi th  an  increase  in  the  ro le
of  in-house  lega l  teams and thei r  engagement  wi th  law f i rms.  

As  genera l  counsel  become increas ing ly  embedded in  bus iness
dec is ion-making,  they  look  to  external  law f i rms  to  seamless ly  a l ign
lega l  adv ice  wi th  commerc ia l  object ives .  In  th is  context ,  i t  i s
imperat ive  for  law f i rms  to  cu l t ivate  a  deep understanding  of  the i r
c l ient ’ s  industry ,  operat ions ,  and s t rateg ic  goals ,  ensur ing  that  the i r
counsel  i s  both  pragmat ic  and commerc ia l ly  susta inable .

Reputat ion  management  has  become cr i t i ca l  for  law f i rms,  par t i cu lar ly
for  bout ique and non-t ier  1  f i rms,  to  ga in  prominence  through peer
referra ls  wi th in  the  in-house  counsel  community .  Th is  sh i f t  presents  a
s t rong  opportuni ty  for  such  f i rms  to  secure  mandates  in  the i r  areas  of
expert i se  and demonstrate  a  focused,  resul ts -dr iven  approach.

As  genera l  counsel  and the i r  teams grow more  comfortable  engaging
direct ly  wi th  law f i rm assoc iates ,  beyond partners ,  there  i s  a  c lear
opportuni ty  for  second-  and th i rd- in- l ine  team members  to  ga in  deeper
exposure  and va luable  bus iness  ins ights .  I t  i s  essent ia l  for  these  r i s ing  

lawyers  to  ac t ive ly  engage  wi th  the i r  in-house  counterparts ,  fos ter ing
stronger  re la t ionships  and contr ibut ing  to  the  growth  of  a
co l laborat ive  lega l  community .

Whi le  genera l  counsel  show a  c lear  openness  to  explor ing  new lega l
partners ,  swi tch ing  core  f i rms  remains  a  measured dec is ion,  typ ica l ly
t r iggered by  susta ined qual i ty  or  serv ice  i ssues  rather  than i so lated
inc idents .  The  data  h ighl ights  that  cons is tent  de l ivery ,  respons iveness ,
and commerc ia l ly  v iable  adv ice  mat ter  far  more  than indiv idual
partner  ex i ts ,  wi th  cont inui ty ,  not  personal i t ies ,  dr iv ing  long- term
loyal ty .  Law f i rms  that  ac t ive ly  course-correct  based on  feedback,  a l ign
advice  to  bus iness  rea l i t ies ,  and mainta in  ag i l i ty  in  serv ice  are  bet ter
pos i t ioned to  reta in  t rust .  

Fur ther ,  in-house  lega l  teams are  increas ing ly  handl ing  h igh-va lue
work  for  greater  contro l  and ef f i c iency ,  sh i f t ing  the  focus  of  external
law f i rms  to  spec ia l i zed,  complementary  support .  The  emphas is  now
l ies  on  integrat ion  wi th  in-house  funct ions  and del iver ing  pract i ca l ,
bus iness-dr iven  so lut ions .
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Bi l l ing  preferences  remain  cons is tent  over  the  years .  As  noted in  the
2023 and 2024 GC Ins ider  reports ,  Law f i rms  need to  cont inue  a l ign ing
their  pr ic ing  wi th  c l ient  expectat ions ,  focus ing  on  va lue  and pract i ca l
outcomes.  B i l l ing  t ransparency  remains  essent ia l  for  f i rms  seek ing  to
mainta in  s t rong,  s t rateg ic  c l ient  re la t ionships .

With  a  notable  increase  in  A I  adopt ion  by  in-house  lega l  teams,  the  key
concerns  in  adopt ion  of  tech  cont inue  to  inc lude data  pr ivacy ,
mis informat ion,  and eth ica l  r i sks ,  par t i cu lar ly  in  sectors  handl ing
sens i t ive  data .  As  compl iance  wi th  data  protect ion  laws  t ightens ,
genera l  counsel  seek  more  pract i ca l ,  industry-spec i f i c  support  f rom
law f i rms,  emphas i z ing  the  need for  ta i lored,  resul ts -dr iven  lega l
adv ice  a l igned wi th  current  regulat ions .

In-house  lega l  teams are  increas ing ly  handl ing  core  funct ions  l ike
contracts  and regulatory  compl iance  internal ly ,  reduc ing  re l iance  on
external  f i rms.  Chal lenges  inc lude f inding  cu l tura l ly  f i t  ta lent  and
of fer ing  long- term career  growth.  Secondments  are  used s t rateg ica l ly
for  short - term gaps,  whi le  upsk i l l ing  target  communicat ion,
leadership,  and pro ject  management .  

The  path  forward i s  c lear :  those  who a l ign  c lose ly  wi th  c l ient
pr ior i t ies ,  focus  on  ag i l i ty  and ef f i c iency ,  focus  on  ins t i tut ional
s t rength,  and demonstrate  pract i ca l  resul ts  wi l l  shape the  future  of
lega l  par tnerships .



The Law Firm Perspective
Law f i rms  agree  that  lawyers  now,  more  than ever ,  need to  understand the  bus iness  and bus iness  needs  of  the  c l ient  to  g ive  them pract ica l  lega l  adv ice .
This  has  become cr i t i ca l  to  mainta in  and nurture  c l ient  re la t ionships
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“Understanding the client's business is paramount,” says Siddharth Mahajan, Partner

at Athena Legal. He emphasises, that “legal advice must be aligned with the client’s

broader business objectives. As lawyers, we must recognize that clients are not in the

business of managing disputes; therefore, minimising legal conflicts and avoiding

prolonged negotiations is crucial to serving their interests. In every legal solution we

propose, we carefully consider not only compliance and risk mitigation but also the

potential impact on the client’s business.”
Siddharth Mahajan

Partner

Athena Legal

“Staying closely engaged with the client—even in areas not directly tied to

your role—gives you the chance to see the bigger picture through their

lens. While it may appear unnecessary, immersing yourself in the entire

process offers a deeper, more nuanced understanding of how clients think,

operate, and make decisions,” notes Trust Law Senior Partner, Vivek

Tewary. 

Vivek Tewary
Senior  Partner

Trust  Law
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“The expectation is absolutely right. Without understanding the business and its objectives,

one cannot represent successfully. So, how do we cater to those needs? We have industry-

specific teams, for example, renewable energy, automotive, pharma and healthcare,

manufacturing, M&A and so on. They are vastly experienced and understand the specific

businesses very well,” says Induslaw’s Founding Partner, Gaurav Dani. “Once you

understand the business well and commercial construct of a deal, you can find quick

resolution to issues in the deal making process. The approach should always remain on

problem-solving,” adds Gaurav.

Gaurav Dani

Founding Partner

IndusLaw

One of  the  survey  respondents  has  r ight ly  shared that  when law f i rms  understand the  bus iness  context  in-depth,  they  are  bet ter  equipped to  of fer
pract i ca l  and cost -ef fec t ive  so lut ions ,  which  in  turn  leads  to  es tabl i sh ing  long- term,  s t rong  and co l laborat ive  re lat ionships  wi th  in-house  lega l  teams.   
For  a  new c l ient ,  a  v i ta l  pract i ce  i s  to  have  cons is tent  in teract ions  wi th  the  c l ient ,  and the i r  bus iness  teams to  f i rs t  understand not  jus t  the i r  bus iness
but  the  f iner  deta i l s  o f  the i r  operat ions  and goals .  Th is  he lps  in  ga in ing  c lar i ty  on  i ssues  and hav ing  wider  engagement  wi th  the  c l ient  concerned.  

“Mainta in ing  access ib i l i ty  and keeping  c l ients  in formed about  the i r  mat ters  i s  centra l  to  our  approach to  re la t ionship  management ,”  notes  S iddharth,
he  fur ther  s ta tes  that ,  “wi th  advancements  in  technology ,  s tay ing  connected and ava i lable  to  c l ients  has  become both  essent ia l  and more  seamless .
Moreover ,  seek ing  regular  feedback  i s  a lso  a  key  par t  o f  our  process ,  re inforc ing  the  pr inc ip le  that  the  c l ient ’ s  in terest  remains  our  h ighest  pr ior i ty .”

Gaurav  h ighl ights  that ,  “ the  most  important  measure  i s  to  ensure  that  across  mat ters ,  the  qual i ty  remains  cons is tent .  As  f i rms  grow,  there  are  mul t ip le
people  invo lved wi th  the  c l ient .  So ,  i t  i s  essent ia l  to  ensure  that  every  s ing le  engagement  wi th  the  c l ient  i s  de l ivered wi th  the  same cons is tent  qual i ty .  I f
the  qual i ty  remains  cons is tent ,  then the  c l ient  wi l l  not  have  any  reason to  move away.  Where  qual i ty  d ips ,  even in  a  smal l  mat ter ,  that  g ives  them a
reason to  lose  conf idence  in  the  f i rm.”

Law f i rms  a im to  have  cons is tency  in  qual i ty .  For  any  law f i rm wi th  par tners ,  pract i ces  and of f i ces ,  cons is tency  in  qual i ty  output  remains  a  key  fac tor  to
nurture  and s t rengthen thei r  co l laborat ive  re lat ionships  wi th  in-house  teams.  



This  a lso  sh i f t s  focus  on  the  importance  of  second- in- l ine,  as  ra ised  by
genera l  counsel .  A l though partner  a t tent ion  i s  v i ta l  and i t  impacts  the
abi l i ty  to  understand commerc ia ls ,  i t  i s  per t inent  not  jus t  to  ensure
partner  invo lvement  a t  every  s tage  but  a lso  to  have  a  team wi th  the
r ight  industry  expert i se  on  board.  

Gaurav  shares  that ,  “ the  process  s tar ts  wi th  br ing ing  in  the  r ight
people  and support ing  them wi th  the  necessary  t ra in ing  and induct ion
to  he lp  them a l ign  wi th  the  f i rm's  workf low.  A lso ,  in t roduc ing  them
ear ly  on  wi th  the  c l ients ,  to  eventual ly  handle  mat ters  independent ly .
Th is  not  only  he lps  them grow but  a lso  p lays  a  par t  in  prov id ing
cons is tency  in  qual i ty  to  the  c l ient .  “

“Developing  future  leaders  requires  more  than delegat ion—it  demands
intent ional  exposure,  shared ownership,  and space  to  th ink.  By
involv ing  junior  co l leagues  d i rec t ly  wi th  c l ients ,  g iv ing  them a  share  in
revenue,  and encourag ing  them to  explore  mul t ip le  scenar ios  in
dec is ion  making  -  not  only  can  we widen the i r  commerc ia l  th ink ing  but
a lso  bui ld  dec is ion-making  conf idence.  Of ten,  they  cover  the  fu l l
range,  I  s imply  have  to  f ine- tune.  That  sense  of  contr ibut ion  ins t i l l s
ownership,  and wi th  i t ,  the  foundat ion  of  t rue  deal -making,”  adds
Vivek.  

In  fac t ,  the  genera l  counsel  we have  spoken to ,  by  and large,  are
comfortable  work ing  wi th  second- in- l ine  team members  l ike  the
pr inc ipa l  assoc iates  or  the  senior  assoc iates .  They  fee l  that  the
understanding  of  bus iness  has  improved over  t ime.  A l though there  i s  a
necess i ty  for  par tner  invo lvement ,  i t  can  be  minimised to  v i ta l  
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aspects  o f  a  t ransact ion  or  mat ter ,  whi le  day- to-day  i s  seamless ly
handled by  the  next - in- l ine  team members .  As  cons is tent  wi th  ear l ier
reports ,  law f i rms  are  increas ing ly  focus ing  on  upgrading  and us ing  the
latest  technology  to  improve  the i r  de l iverables .

Gaurav  agrees  that  in teract ion  wi th  more  team members  and partners
helps  in  seamless  t rans i t ion  in  case  of  the  ex i t  o f  a  par tner .  Once  a
c l ient  has  f requent  in teract ion  wi th  more  teams and partners ,  they  are
more  comfortable  wi th  the  ins t i tut ion.     

Law f i rms  agree  wi th  the  ask  of  genera l  counsel  on  t ransparency  in
bi l l ing .  The  type  of  b i l l ing  i s  usual ly  se lec ted  on  the  bas is  o f  the  type
of  t ransact ion/matter ,  or  pro ject  a t  hand.  The  f lex ib le  approach,  a long
with  the  use  of  technology  to  assess  b i l l ings ,  ass is ts  in-house  counsel
in  focus ing  on  the  i ssue  at  hand f i rs t .  

S iddharth  shares  that  they  re ly  on  va lu ing  re lat ionships  wi th  c l ients ,
wi th  a  cons is tent  approach in  de l iver ing  h igh-qual i ty  work.  Th is  he lps
them gain  b igger  mandates  and referra ls  even f rom smal ler  c l ients  and
their  in-house  counsel .  Whi le  larger  f i rms  ut i l i se  the  expert i se  of  wider
teams and are  able  to  prov ide  mul t ip le  teams on to  s ing le  c l ient  bas is
the  needs.

By  embrac ing  these  approaches ,  law f i rms  a im to  cu l t ivate  endur ing
trust ,  assur ing  c l ients  o f  unwaver ing  support  regardless  o f  personnel
changes  and wi th  the i r  in-depth  knowledge  and expert i se  to  prov ide
commerc ia l ly  v iable  lega l  so lut ions .  Thus  s t r ik ing  a  ba lance  between
the  demands  of  in-house  community  and the  bus inesses .
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Top Tips for Law Firms to Find and Retain Clients
Be proact ive  in  ident i fy ing  how your  lega l  expert i se  can  dr ive
bus iness  success ,  not  jus t  compl iance.  Of fer  forward th ink ing  r i sk-
mit igat ion  s t rateg ies  a l igned wi th  the  c l ient ' s  bus iness  whi le
avoid ing  over ly  r i sk-averse  approaches .
Develop s t rong  t ies  wi th  both  lega l  and bus iness  teams,  to
demonstrate  long- term commitment  to  c l ient  success .  Engage  wi th
c l ients  beyond t ransact ions  wi th  regular  check- ins  to  t imely
address  any  of  the i r  concerns .  
Leverage  in-house  community  peer  referra ls .  Cul t ivate
re lat ionships  wi th  the  in-house  lega l  community  by  bui ld ing  t rust
and engaging  through thought- leadership  events .  Bui ld  credib i l i ty
to  ensure  the  law f i rm’s  reputat ion  i s  synonymous  to  qual i ty  and
re l iabi l i ty .  
Manage  expectat ions  t ransparent ly .  Share  c lear  communicat ion
about  t rans i t ions  and ensure  a  c lear  roadmap for  smooth
trans i t ions .  Es tabl i sh  ins t i tut ional  t rust  through s t ructured
processes ,  fos ter ing  mul t i - layered c l ient  engagement ,  cont inui ty  in
qual i ty  o f  work  to  reduce  uncerta inty .
C l ients  are  more  l ike ly  to  s tay  wi th  a  f i rm that  demonstrates
success ion  p lanning  and a  s t rong  second l ine  of  leadership.

Be  ag i le  and pr ior i t i se  qual i ty  lega l  so lut ions .  Respond swi f t ly  to
urgent  needs  wi thout  compromis ing  qual i ty .  On a  need bas is  the
in-house  community  i s  wi l l ing  to  extend t imel ines  for  pract i ca l ,
commerc ia l ly  v iable  so lut ions  that  address  core  i ssues  e f fec t ive ly .
Avoid  surpr ises  in  b i l l ing  by  of fer ing  c lear  cost  s t ructures  wi th
predic tabi l i t ies  and a l ternat ive  fee  arrangements  that  a l ign  wi th
c l ient  expectat ions  to  de l iver  h igh  qual i ty  adv ice .
Leverage  tech  and A I  to  s t reaml ine  workf lows,  enhance  ef f i c iency ,
and del iver  smarter ,  data-dr iven  and cost -ef fec t ive  lega l  so lut ions
that  dr ive  bus iness  va lue.  Be  co-s t rateg is ts  and not  jus t
compl iance  adv isors .
 For  newer  laws  l ike  DPDPA,  many  in-house  teams are  a l ready
GDPR compl iant  and are  not  seek ing  bas ic  gu idance.  Ins tead,  they
expect  law f i rms  to  be  proact ive ,  to  analyse  the i r  needs,  and to
help  br idge  spec i f i c  bus iness  gaps  wi th  ta i lored so lut ions .



Methodology & Disclaimer
Between February  2025  and March  2025,  LawWiser  contacted  genera l
counsel  and heads  of  lega l  by  emai l  and WhatsApp,  ask ing  them to
complete  a  short  survey  explor ing  the  evolv ing  dynamics  between
buyers  (genera l  Counsel )  and prov iders  ( law f i rms)  o f  lega l  serv ices .

The  survey  was  fo l lowed up by  one-on-one interv iews  wi th  a  sample  of
respondents  to  ga in  fur ther  ins ight  in to  the  topics .  Th is  report  i s  based
on inputs  f rom 114 respondents .  We have  covered g lobal  MNCs,  large
Indian  corporat ions  and Unicorns  f rom a  d iverse  set  o f  sec tors  such  as
av iat ion,  auto ,  renewable  energy ,  IT ,  meta ls  &  mining,  onl ine  gaming,
edtech,  log is t i cs ,  banking,  FMCG,  agr icu l ture  and infras t ructure.

A l l  v iews  expressed in  th is  report  are  personal  and not  representat ive
of  the  respondents ’  organisat ions .
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