
 

 

12848 Queensbury Lane 
Suite 208 
Houston, Texas 77024 info@cloudnine.com 

www.cloudnine.com 
713-462-6464  

 

How Law Firms make eDiscovery a Business Again –  
Go from Cost Recovery to Profit Center 
 
By: Richard Clark, Sr. Director Sales Enablement and Strategy 
 

 
 
Whether it was the pandemic or economic uncertainties, law firms have been forced to drive 
down internal costs, as well as case costs, to their clients. Last week at ILTACON 2022, we met 
with several industry leaders and talked with insiders, and resoundingly we heard there was a 
need to: 
 

• do more with less (internal) 
• consolidate software and vendors (internal) 
• move business process and eDiscovery review to the cloud (internal and external) 
• ensure case pricing predictability (external) 
• transition from a cost recovery model to a profit center 
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As someone who lives day in and day out focused on strategy and process improvement, here 
are my suggestions to law firms trying to become more profitable through litigation. 
 
 
Internal Drivers 
For many years, litigation support and similar departments built data centers within law firms 
to service client needs in document and data review with on-premise platforms. These are hard 
costs to the firm that include software subscriptions, hardware, and personnel costs to 
maintain the infrastructure and security of sensitive client data. Since these complete processes 
are now housed in the cloud, these costs can be moved to better SaaS pricing models that are 
ONLY based on users, not gigabyte volumes.  
 
By moving to the cloud for these processes the consolidation of technology and vendors is easy 
to manage with a handful of vendors and SaaS solutions. 
 
 
Case Costs 

Historically, the industry has standardized a gigabyte as a metric to charge for processing, 
hosting, and production… and typically all three of those processes come at a charge. This 
creates a lot of uncertainty as the stages of discovery can’t be completely predictable. Most 
firms have multiple vendors and SaaS platforms, which only compounds the pricing challenges.  
 
CloudNine’s suite of SaaS platforms has done away with volume metric-based models and ONLY 
charges by the number of users and with enterprise pricing which also means unlimited cases, 
data, and training/support.  
 
 
How to move from cost recovery to profit center 

Our clients continually reaffirm that when their costs for technology are based on users only, 
they can properly build out a plan to service their cases that are cost sensitive, pro bono, high 
volume, or any other model because the platform costs are covered by the number of users.  
 
Traditional cost recovery models are where the law firm will pass along all vendor and software 
charges to their clients. This model often works well as all parties agree on pricing regardless of 
data expansions, service costs etc., but when this isn’t agreed to, or volumes increase above 
budget (or even case outcomes), major issues arise.  
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Leveraging a user-based pricing model with unlimited cases and data allow any of the following 
fees the law firm may charge their clients; all can produce profits for the case team: 
 

• Fixed Fee – charge the client a flat fee across the life of the case 
• Volume – per GB metrics are built into CloudNine Review, so if your client is used to 

getting charged per GB, that can continue 
• Per User – charge client based on access to the case along with all hours spent in 

internal professional services in the management of the case 
 
There are many ways to approach the business aspects of managing data in discovery, however, 
streamlining your pricing to a simplified and predictable per-user pricing model will dramatically 
improve how you service your clients.  
 
Contact your CloudNine representative for more information on user-based pricing.  
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