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Law firms across EMEA are at a crossroads. On one side, operational efficiency is increasingly critical: smooth matter 

management, accurate billing, and compliance controls are non-negotiable. On the other, clients and prospects are 

demanding more — faster responses, personalised service, and evidence of genuine relationship building. At the same 

time, the rise of AI is placing new pressure on billings, making it essential for firms to apply more structure and focus to 

how they maintain and grow revenue. Success will hinge on firms increasing their business development sophistication. 

Those that adapt will win. A growth platform that includes a dedicated CRM is no longer a nice-to-have, it is a must-

have. The conversation must move beyond simple list management to targeted business development underpinned by 

intelligence and insights. 

The technology conversation often converges on a key decision: should firms adopt an all-in-one platform, where CRM 

is just one function among many alongside Practice Management, Document Management, and Case Management, or 

invest in a dedicated legal CRM that works alongside their PMS? While all-in-one solutions may look appealing, CRM 

is rarely a development priority compared to areas like billing, compliance, or case management that drive stronger 

client feedback. With such a wide range of legal tech options available, it is no surprise that firms often struggle to know 

which path is right for them. 

While all-in-one platforms may appear to simplify the tech stack, experience shows that the CRM modules inside them 

rarely deliver what firms need to build a strong culture of business development (BD), marketing, and client satisfaction. 

A fit-for-purpose CRM provides the specialised tools, user experience, and adoption pathways needed to unlock 

growth.  

The Technology Choice at the 
Heart of Law Firm Growth

INTRODUCTION

LexisNexis InterAction highlights that adoption is 
the single biggest challenge law firms face with CRM 
systems – if lawyers find them clunky or irrelevant, 
they won’t use them (LexisNexis, 2021).
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At their core, PMS and CRM systems serve very different purposes inside a law firm:  

SYSTEM PRIMARY PURPOSE KEY FUNCTIONS TYPICAL USER BASE

Practice Management 

System (PMS) 

Operational backbone Matter and case 

management, billing, 

trust accounting, 

onboarding, compliance, 

financial reporting

Lawyers, finance, 

operations

Client Relationship 

Management (CRM) 

Growth and 

relationships 

Contact management, 

pipeline tracking, 

relationship intelligence, 

segmentation, marketing, 

client satisfaction

Partners, BD teams, 

marketing

The challenge with all-in-one products is that their development roadmaps are dominated by PMS needs. Billing, time 

recording, and compliance typically receive investment priority. CRM functions - though present - are often treated as 

secondary, limiting their effectiveness in practice. 

PMS vs CRM  
UNDERSTANDING THE DIFFERENCE
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Development Priorities Tilt Toward PMS  

All-in-one vendors allocate resources to enhance their strongest value proposition: running the business. That means 

PMS improvements take precedence, while so-called CRM modules lag behind. The result is functionality that may be 

serviceable but does little to drive growth. And this is the real issue: firms that think they are buying a CRM are already 

missing the mark. The market has moved on. What firms need is not another admin-heavy CRM but a true growth 

platform — a system designed to embed business development, surface insights, and fuel revenue. Multi-purpose 

platforms may offer a “CRM” module, but these are relics of the past. The firms that recognise the difference will move 

faster, win more, and leave others behind. 

User Experience is an Afterthought 

Lawyers, BD teams, and marketers interact with systems differently from finance or operations staff. In many all-in-

one solutions, CRM modules inherit the complexity of the PMS interface, making it cumbersome for partners to log 

interactions or for marketers to track campaigns. Poor UX is one of the top reasons for low CRM adoption across 

professional services firms.  

Research consistently shows that poor user experience is a primary cause of CRM project failure.  

Why All-in-One Systems Struggle 
to Deliver CRM Value

Gartner reports that CRM projects often fail not 
because of the technology itself, but because of poor 
usability and adoption (Gartner, 2022). 
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Implementation and Adoption Risks 

A successful rollout relies heavily on adoption by partners, BD, and marketing teams. 

In the BD and marketing context, a clunky or unintuitive interface translates directly 

into lost efficiency. For partners, it means disengagement and low adoption. And with 

partners often responsible for the critical last mile of business development, poor 

adoption will inevitably impact revenue at a time when more sophisticated BD has 

become an essential ingredient for growth. The consequences are clear:  

•	 Low-quality or incomplete data.

•	 Missed opportunities to identify cross-sell or up-sell potential.

•	 Cultural resistance that can last years, harming future CRM projects.

LexisNexis InterAction found that adoption remains the single biggest challenge for law 

firms, with many systems failing because they feel clunky or irrelevant to partners.

Misaligned with Growth Objectives 

The purpose of CRM should be to fuel growth, not just manage existing matters. Yet when 

CRM is built as a bolt-on to a PMS, it lacks the foundation required to empower firms with the 

capabilities that drive real sophistication, such as business planning, client signals, and deep 

client research. These systems are designed to keep matters running, not to accelerate growth. 

A critical difference lies in the way data is structured. A dedicated CRM organises and enriches 

relationship data in ways that enable segmentation, intelligence, and insights — very different 

from the transactional focus of PMS data. Without this structure, firms cannot advance beyond 

surface-level list management. 

This is why many firms still view CRM as little more than a glorified rolodex. PMS providers 

reinforce this perception by treating their CRM bolt-ons as contact databases rather than 

growth engines. The result is firms missing out on the relationship intelligence, planning tools, 

and insights that turn data into revenue. 

When CRM is treated as a secondary feature, firms lose access to the tools that drive modern 

growth, including: 

•	 Relationship mapping across the firm.

•	 Pipeline and referral tracking.

•	 Automated activity capture.

•	 Advanced segmentation for marketing campaigns.

•	 Business planning and key account management.

•	 Client signals and intelligence for timely engagement.

•	 Integrated client research and insights.
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A dedicated legal CRM is designed as part of a broader growth platform, not as an extension of a PMS. Rather than 

being overshadowed by matter management, it prioritises the front-office functions that enable firms to deepen client 

relationships, generate revenue, and foster collaboration. Critically, it provides users with access to the information 

they need, when and where they need it — seamlessly embedded into their day-to-day tools such as mobile devices and 

Outlook.

The Case for Fit-for-Purpose 
Legal CRMs

Tailored for Multiple Stakeholders

•	 Partners: Predictive insights that highlight the next best BD move, supported by simple dashboards that surface 

client activity, track key relationships, and identify opportunities without additional admin.  

•	 BD Teams: Full visibility into pipelines, referral sources, and opportunities across practice groups, with access to 

client intelligence from both internal and external sources to drive action.  

•	 Marketing: Advanced segmentation, campaign tracking, and integration with communication platforms to measure 

ROI, while leveraging insights that connect marketing activities directly to revenue growth. 

Intapp notes that traditional CRMs often fail lawyers 
because they don’t integrate with day-to-day tools 
or deliver actionable insights, which is why fit-for-
purpose systems are now critical (Intapp, 2023). 

7 | Why a Dedicated Legal CRM Outperforms All-in-One PMS Solutions



Relationship Intelligence at the Core 

Dedicated growth platforms go beyond simple contact management, capturing 

and analysing intelligence across three dimensions: relationships, clients, and the 

wider market. They map who knows who, where referrals are coming from, and how 

relationships are evolving, while also surfacing client intelligence from internal and 

external sources and highlighting market signals. This holistic view is critical for law 

firms, where business often originates from networks, introductions, and timely 

insights rather than cold leads. By contrast, PMS bolt-ons offer none of this depth. 

They treat contacts as static records rather than living intelligence, leaving firms 

blind to the insights that drive growth. 

Ease of Adoption Through Design 

Fit-for-purpose CRMs often include automated data capture from email and 

calendar systems. This reduces manual entry, one of the biggest adoption barriers 

for partners and lawyers. By lowering friction, firms increase the accuracy and 

completeness of their relationship data.  

Intapp emphasises that embedding CRM into existing lawyer 
workflows – through Outlook integration, mobile, and 
automation – is the single most effective driver of adoption 
(Intapp, 2023).

Cultural Change and BD Embedding

Dedicated growth platforms are not just about technology. They act as a framework around 

which firms can embed a culture of business development. With structured onboarding, 

training, and tailored BD and sales programmes that support lawyers - many of whom have 

limited experience in formal business development — these platforms ensure efforts are 

aligned with the firm’s goals and objectives. The result is a more collaborative approach to 

achieving commercial outcomes, with the platform removing traditional hesitation around 

firmwide client bases and helping to overcome partners’ natural inclination to protect their 

own relationships. In this way, the platform becomes the foundation for pipeline reviews, 

client planning sessions, and strategic growth discussions. 

Agility and Integration, and Cloud Advantage

Standalone platforms are designed to integrate seamlessly with PMS systems rather 

than replace them. This separation ensures each system focuses on its strengths: PMS for 

operational management, and the growth engine — of which CRM is a core part - for driving 

relationships, revenue, and business development. It also gives firms the agility to evolve their 

tech stack over time, without being locked into the limitations of a single all-in-one system. 

Importantly, some leading dedicated legal CRMs are delivered as true cloud solutions. This 

brings a number of advantages: faster implementation, minimal reliance on internal IT 

resources, and no heavy infrastructure requirements. For firms, this means the time from 

acceptance to adoption is greatly reduced, allowing the system to start delivering value 

and embedding into BD processes much sooner - all while operating in line with the highest 

security standards to ensure client and firm data is fully protected. 
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Firms that prioritise simplicity by choosing all-in-one platforms often encounter:  

•	 Poor adoption by partners: The system feels like additional admin rather than a growth tool.   

•	 Marketing limitations: Campaigns, segmentation, and ROI measurement are constrained, pushing teams 

back to spreadsheets.   

•	 Fragmented data: Incomplete logging and poor usage undermine the quality of relationship intelligence.   

•	 Cultural resistance: Early frustrations create scepticism, making it harder to reintroduce CRM successfully 

in the future.  

Typical Risks of 
Choosing  
All-in-One Systems

LexisNexis highlights that lack of lawyer participation and poor data quality are key 
reasons why many CRM projects in law firms underperform (LexisNexis, 2021). 
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While all-in-one systems may appear cost-effective upfront, firms often encounter hidden expenses, including: 

•	 Licensing fees for bundled CRM modules that inflate overall system costs, even when the modules are underutilised. 

•	 Additional modules or upgrades often required to make the base CRM fully functional, significantly increasing spend. 

 

•	 Poor adoption by partners and BD teams, which undermines ROI and wastes investment. 

•	 Lost productivity and reimplementation costs, with failed CRM projects costing firms up to three times the original 

outlay (Gartner, 2022). 

 

•	 Opportunity cost in competitive offshore and EMEA markets, where missed cross-sell and referral opportunities 

translate into lost revenue.

Hidden Costs and  
Financial Risks 
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For firms in EMEA, especially those in offshore jurisdictions, business often hinges on relationships, referrals, and cross-

border client service. Dedicated CRMs provide:  

•	 Visibility across jurisdictions: Clear view of who holds key client and referral relationships in different offices.   

•	 Support for complex pipelines: Ability to manage opportunities across multiple practices and regions.   

•	 Cross-sell opportunities: Insight into client activity across practice groups, enabling firms to expand share of wallet.   

•	 Global client experience: Better coordination of touchpoints, ensuring clients feel known and valued regardless of 

geography.   

•	 A tool for collaboration: Moving beyond an admin system, these platforms enable lawyers and BD teams to work 

together to nurture and develop the most commercially viable opportunities.

Why Fit-for-Purpose Matters for 
Offshore and EMEA Firms
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A CRM should be more than a checkbox inside a PMS. It should be the engine that 

drives how a law firm builds, maintains, and grows client relationships.   

•	 Practice Management Systems are critical for running the business: managing 

matters, billing accurately, and ensuring compliance.   

•	 Client Relationship Management Systems are critical for growing the business: 

developing relationships, identifying opportunities, and nurturing prospects.   

When bundled together, CRM inevitably takes second place. For firms serious about 

embedding a culture of BD and client care, a fit-for-purpose legal CRM offers the 

clarity, adoption, and functionality needed to succeed.  

Building Growth on the  
Right Foundation  
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experience working within the professional services industry, our purpose is to 
develop and deliver technology solutions that will drive positive change in how 
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