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Reconfigured Enterprise
Legal Management
System Satisfies
Law Department’s
Thirst for Efficiency

Client Snapshot

PEPSICO, INC.
Location: Purchase, New York
CUSTOMER PROFILE: PepsiCo, Inc. is an
American multinational food and beverage
corporation headquartered in Purchase, New
York. It manufactures, markets and distributes
snack foods, beverages and other products in
more than 200 countries.
BUSINESS SITUATION: With 22 iconic,
billion-dollar food and beverage brands in
its global portfolio, PepsiCo Inc. is North
America’s largest food and beverage business
by net revenue and the second largest in the

world. Like any continually evolving business,
PepsiCo has undergone numerous operational
reorganizations throughout its 50-year
history. A series of mergers, acquisitions and
divestitures that took place after CounselLink’s
initial implementation resulted in PepsiCo’s
law department billing workflow, which had
been originally structured around business
units, no longer being aligned with its current
organizational structure.

BENEFITS:
• CounselLink system realigned with new org
structure to improve invoice routing
• Unused custom data fields eliminated to
streamline system and improve ease of use
• Installation of Microsoft® Outlook® plug-in
provided easier access to CounselLink
• All users professionally trained to optimize
their CounselLink experience

SOLUTION: In 2013, PepsiCo engaged
LexisNexis Professional Services to perform
a CounselLink® Configuration Optimization.
The goal was to adapt the system to the
organizational changes that had taken place
at PepsiCo since the law department’s
implementation of CounselLink in 2008.

CORPORATE SOLUTIONS:
• CounselLink.

Read the Full Case Study >
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Configuration Optimization Aligns CounselLink® with New Corporate Structure
Implemented in 2008, the LexisNexis CounselLink enterprise legal management system
was originally configured to align with the PepsiCo law department’s business unitbased operations structure. After numerous complaints by internal staff relating to the
processing of invoices, PepsiCo’s Director of Business Operations, Jerome Walters,
recognized that the company’s CounselLink system needed to be realigned to reflect
the changes that had occurred in the food and beverage giant’s organizational structure
since the CounselLink implementation.

Doing the Math
It was clear to Walters that it was time to rethink how the
law department was using CounselLink. With more than
a half-dozen business units — each with four different
practice areas beneath it — and 72 offices based on
that same configuration, PepsiCo’s legal billing structure
was overwhelming, to say the least. “Which made my
workflows overwhelming,” Walters says.
“Supporting those 72 offices required 40 workflows.
Plus, there were a large number of CounselLink users
in almost every office. Imagine the confusion when
an attorney or admin changes jobs or goes from one
business unit to another and the workflow isn’t updated.
All the system is trying to do is pay the invoice, but every
day the pain was ‘Jerome, why am I getting this invoice? I
don’t work in that area anymore.’“

The Tipping Point
With daily calls about misrouted invoices taking up an
increasing amount of his time, Walters knew that he
needed to act. He was determined to solicit the best
help he could, so Walters tracked down LexisNexis
Professional Services consultant, Amy Choe, at the
2013 CounselLink Customer Conference. After a
detailed briefing on PepsiCo’s situation, Choe suggested
organizing workflow around the legal department’s
functional structure versus business units and

optimizing CounselLink to support that structure. Rather
than focus on business units, she advised, restructuring
to a practice area shared service model would
streamline processes and increase billing efficiency
and accuracy.

Bringing Down the House
Walters recognized the merits of Choe’s suggestion
immediately. “A light just went on,” he said. “If I can
structure it by practice area, that’s going to simplify my
reporting. Invoices would be applied to the appropriate
practice area no matter which division it belongs to.”
The LexisNexis Professional Services team spent the
next few months identifying PepsiCo’s specific data
requirements and then fine-tuning the CounselLink
configuration’s features, workflows, rule sets, fee
structures and data fields to meet the company’s
needs. They tested the new configuration in a nonproduction environment to work out any bugs, and then
went live over a one-week dark period.
As a result of the CounselLink restructuring, office count
went from 72 to just 10. Legal department workflows
were reduced from 40 to 8. The previously widespread
admin functionality was restricted to only the users
who needed it. The invoice approval process was
streamlined, eliminating the need for an administrative
assistant to review invoices. And user satisfaction levels
shot through the roof.

COUNSELLINK® / ENTERPRISE LEGAL MANAGEMENT CASE STUDY

/ PepsiCo

“A light just went on. If I can structure it by practice area, that’s going to
simplify my reporting.”
— Jerome Walters, Director of Business Operations | PepsiCo, Purchase, New York

The Nitty Gritty
Achieving results like PepsiCo’s required a lot of heavy
lifting. For starters, the LexisNexis Professional Services
team conducted an exhaustive scoping process to
determine exactly what Walters wanted to accomplish.
Once the desired outcomes were enumerated, the
team worked backwards to determine how to optimize
CounselLink to achieve them.
Because CounselLink had been configured originally
to meet the needs of the PepsiCo law department’s
prior structure, all of its historical matter data had to be
manually re-mapped to conform to the new structure.
That required numerous back and forth spreadsheetreview sessions between Choe and Walters to ensure
that the data associated with old matters would
migrate successfully to the appropriate new matter
types. PepsiCo also took advantage of the opportunity
to review fee structures so they could more easily
accommodate alternative fee arrangements and to
optimize rule sets to handle common issues such as
firms billing for multiple timekeepers at a meeting that
sometimes overlooked in the invoice approval process
previously. Extensive review and re-configuration of
PepsiCo’s workflows was included as part of the project
to streamline invoice handling.
The scoping process revealed that of PepsiCo’s more
than 100 custom data fields, fewer than half were being
used consistently. The unused fields were removed and
the remainder were moved to a section where they are
visible for older matters only. That change resulted in
more focused and purposeful data collection, which
greatly improved reporting.
To the delight of its CounselLink users, PepsiCo took the
opportunity provided by the reconfiguration process to
also provide them with the Microsoft® Outlook® plug-in

for CounselLink. This integration allowed users to access
e-billing and matter management information directly
through the Outlook application, drag and drop files
from Outlook to CounselLink and eliminate the need for
duplicate entry of calendar items in both CounselLink
and Outlook.

Taking Training On the Road
Following the reconfigured system’s go-live, Choe and
Walters took to the road to train PepsiCo’s CounselLink
users. With users changing roles or divisions and new
personnel being added, a large number of the users
had never received formal training on the CounselLink
system, so getting them up to speed properly on the
newly configured system was a priority. “The training
made a huge difference in their overall satisfaction with
the system,” Choe said.

A Focus on Feedback
Eight months after the implementation of the optimized
CounselLink system, the LexisNexis Strategic Consulting
team conducted a focus group to determine how users
felt about the new system. Users reported significant
improvement in satisfaction with the system, thanks to
more efficient invoice processing with fewer workflows,
easier and more accurate reporting and the convenient
access to CounselLink that the Outlook plug-in afforded.

The Lesson
PepsiCo’s Configuration Optimization experience
includes many elements that are unique to that
organization, but the dynamics that prompted the
reconfiguration are not. Change is an ongoing, inevitable
process that over time will likely bump up against at
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least a few of the assumptions made when CounselLink
(or any other Enterprise Legal Management system) is
originally configured. Although PepsiCo’s experience
represents an extreme case of change, even modest
changes – organizational, operational or technology
related – can lead to inefficiency and the inability to
extract the kind of data-driven insights required to
align a law department’s performance with corporate
objectives. As shown in this case, a professionally
implemented Configuration Optimization can adapt the
system to address change successfully.

• Read about other LexisNexis Enterprise Legal Management customer successes.
For more information, please call 866.703.3902.

About CounselLink

The CounselLink solution is an Enterprise Legal Management solution suite for matter management, legal spend management, legal hold,
analytics and strategic consulting services. LexisNexis CounselLink Solution is positioned in the “Leaders” Quadrant of the Gartner’s Magic
Quadrant for Enterprise Legal Management and has earned an industry reputation for helping to improve legal department performance
and outcomes.

About LexisNexis

LexisNexis® (www.lexisnexis.com) is a leading global provider of content-enabled workflow solutions designed specifically for professionals
in the legal, risk management, corporate, government, law enforcement, accounting and academic markets. LexisNexis originally pioneered
online information with its Lexis® and Nexis® services. A member of Reed Elsevier [NYSE: ENL; NYSE: RUK (www.reedelsevier.com),
LexisNexis serves customers in more than 100 countries with 10,000 employees worldwide.

The opinions expressed within this case study represent customer opinions. LexisNexis believes this case study experience generally represents the
experience found with other similar customer situations. However, each customer will have its own subjective goals and requirements and will subscribe
to different combinations of LexisNexis services to suit those specific goals and requirements. This case study may not be deemed to create any warranty
or representation that any other customer’s experience will be the same as the experience identified herein. LexisNexis uses the customer’s trademarks
herein with the customer’s permission.
LexisNexis and the Knowledge Burst logo are registered trademarks of Reed Elsevier Properties Inc., used under license. CounselLink is a registered trademark of LexisNexis, Inc. Microsoft and Outlook are
registered trademarks of Microsoft Corporation. Other products or services may be trademarks or registered trademarks of their respective companies. © 2015 LexisNexis. All rights reserved.

