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Let me first thank the kind people at Keieihoyukai that
presented me with this wonderful opportunity to express
my personal thoughts on this complex topic. Measuring
or otherwise justifying the value of an in-house legal
department has been a career-long struggle for me, and I
suspect that many of you reading this article have simi-

lar feelings.
My Background

Before getting into this topic, please allow me to set
the backdrop for my opinions by briefly describing my
background. I began my career as a New York lawyer
working at various firms until I found my landing spot at
Squire Patton Boggs (or more accurately, one of the
firms acquired by Squire Patton Boggs, i.e., Graham &
James LLP). At Squire Patton Boggs, I was fortunate
enough to be accepted as an international partner of the
firm, and thereafter relocated to London, U.K. to estab-
lish a cross border M&A practice.

In 2014, 1 decided to expand my horizons and join a
French software company (Dassault Systemes) as its
Asia General Counsel. I still remember with amusement
the concern the Chief Financial Officer of Dassault Sys-
temes expressed to me when I joined by warning me that
“you won’t be pampered like when you were at the law
firm”.

After a decade at Dassault Systemes, I had the good
fortune of Panasonic asking me to become the Chief
Legal Officer of Panasonic Energy Co., Ltd. in 2022.
Although it is a bit bumpy now due to the volatility of

international trade, the novel challenges we face contin-
ue to inspire me as I expand my capabilities as a legal
executive.

To summarize: My law firm experience gave me the
technical skills required to practice law and the business
acumen required to run a legal practice (e.g., not only
completing the work with a high degree of excellence,
but also finding clients and getting compensated for
legal services); my European in-house experience taught
me how non-Japanese in-house legal teams (consisting
mainly of licensed lawyers) function while managing
executive level expectations and justifying the cost of an
in-house legal team against the total profitability of the
company; finally, my time at Panasonic Energy has
shown me how Japanese companies and legal teams
(consisting of both licensed and non-licensed legal prac-
titioners) operate, which is completely different from
that of a law firm or European software company.

I feel my unorthodox background provides me with
rare personal insights into the topic of “the Value of a
(in-house) Legal Team”. So putting my self-aggrandiz-
ing comments aside, [ believe the value of an in-house
legal team ultimately rests in their ability to facilitate
profit/cash flow for the company. The trick is how to

demonstrate this value in an easily understood fashion.

Unique Characteristics of In-House
Counsels — Generalist Vs. Specialist
(Striving to be a Specialist Generalist)

Back when I was a third year associate at my firm, I
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was faced with a decision. To become someone who
could contribute meaningfully to society, I wondered
whether I should pursue the path of a specialist—deep-
ening expertise in a specific legal field such as litigation
or securities law—or aim to become a generalist, broad-
ly understanding many areas of law and business. In the
end, I chose to pursue the path of a generalist, believing
it would allow me to contribute across a wider range of
fields. However, as I continued working at the law firm,
1 found myself still confined to the framework of a legal
specialist. This led to a lingering sense of doubt—an
internal unease that perhaps I would never truly become
the kind of generalist I aspired to be.

One episode from my law firm days left a strong
impression on me. I sought to attend a government spon-
sored training event concerning changes to the Pharma-
ceutical Affairs Law, only to discover that this event was
only open to in-house lawyers from pharmaceutical
companies. I thought being a lawyer at a reputable law
firm would open doors to any law related event, but
quickly learned that I was completely mistaken. I dis-
covered that gaining an operational understanding of an
industry or company would be very difficult unless you
are in said industry or company. This left a strong
impression on me and showed me the limitations of
being a generalist at a law firm. A few years later, |
decided to step into the world of in-house legal practice,
believing that it would allow me to contribute to society
as a true generalist, leveraging my core legal skills.

I believe that in-house practitioners bring unprece-
dented value to any organization, due to their embodi-
ment of the kaishain first, lawyer second ideal, and the
knowledge and capabilities gained therefrom. Their inti-
mate knowledge of their company’s values, operational
and business environment, business model, accounting
principles, supply routes, procurement strategies, manu-
facturing processes, etc. can never truly be obtained by
outside counsel. This institutional knowledge, combined
with well-honed technical legal skills and battle-tested
experience, constitute the ideal in-house legal practitio-
ner. This powerful combination greatly multiplies their
capabilities and completely sets them apart from exter-
nal counsel.

Therefore, in-house practitioners by nature specialize
in becoming generalists (“specialist generalist”) by

actively cultivating “non-legal” business knowledge and
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honing their abilities to cross-functionally integrate with
other teams like accounting, procurement, planning, and
other business partners. This allows them to better
understand the organizational goals and risk profile of
their company and provide operationally focused advice
that actively drives the mission forward. Legal knowl-
edge can be obtained from outside counsel, but internal
company knowledge based on corporate culture, indus-
try understanding, and mission-focused business mind-
sets can only be mastered in-house.

Furthermore, I believe the value of legal practitioners
(whether in-house or not) lies not only in their ability to
draft contracts or comment on the law, but in their abili-
ty to assess the factual and legal battlespace, lean into
risk, and provide actionable legal guidance that drive
business initiatives forward. The combination of (a) the
expertise of an in-house practitioner that specializes in
becoming a generalist, and (b) the inherent analytical
thinking and judgement making capabilities of legal
practice, constitute the defining characteristics of what
every in-house legal officer should strive for. Every Jap-
anese legal team should be laser-focused on achieving
this ideal in order to maximize the effectiveness of their

legal advice.

Proving the Value of a Legal Team (The
Pitfalls of the “Action Fallacy”)

As we all have unfortunately experienced, proving the
value of a legal team or legal services to clients (internal
company clients or otherwise) is very difficult. Let me
try to describe two reasons why I believe this is the case.
1. The “Intangibility” Problem — (like public services

and computer software)

Do you stop and think about the garbage collector
that picks up your garbage every couple of days?

Do you cherish your word processing software or the
software company that programmed it when writing/typ-
ing something?

When a person is not directly facing a personal prob-
lem that an intangible thing addresses and/or does not
directly pay for such intangible thing, it becomes diffi-
cult to appreciate or value it properly. In this way, the
practice of law is similar to an online service business or

computer software company.



2. The Action Fallacy Problem — (eye catching above
substance)

When assessing the value of Japanese legal teams, many
will succumb to the “Action Fallacy”. In Martin Gutt-
man’s book, “The Unseen Leader,” Mr. Guttman
explains that loud and dramatic actions are commonly
perceived to be “good” when in fact they may be inef-
fective, detrimental, or incorrect. On the other hand, qui-
etly foreseeing and pre-emptively addressing legal and
operational issues while humbly leading teams to suc-
cess tends to be overlooked.

As mentioned above, an in-house team facilitates
business. We do not own it, run it, or operate it. So, we
actually prove our value the most when we do not need
to be loud and dramatic, which results in us directly fac-
ing this Action Fallacy bias.

Many general counsels, including myself, attempt to
justify a legal team’s value through the following two
approaches:

(i) Efficiency and Cost (Quantify Value through Vol-
ume Approach):

a. List out the number of contracts handled.

b. List the amount of funds saved or otherwise
gained through disputes and litigation.

c. List the cost-savings that have resulted from
decreased use of outside counsel.

d. List the cost-savings realized by decreasing head-
count (doing more with less).

e. Emulate law firms by establishing billable rates
and charging internal clients/business units for
the time spent on their matters.

(ii) Trusted Advisor (Quantify Value through Trust
and Credibility Approach):

a. Demonstrate quality of “governance” or “internal
processes”, and ability to exert approval rights/
authority.

b. Show efficacy through ability to (in the eyes of
the business executives) close major deals.

c. Gain the trust of business executives through sage

comments and advice during executive meetings.

In general, both the Efficiency and Cost Approach
and the Trusted Advisor Approach have merit and
should be pursued, within reason. With that said, I do not
think that these approaches fully capture the value of an

in-house legal team, nor do they properly address the

“Intangibility Problem” and/or “Action Fallacy Prob-
lem”.

Like software providers, we legal practitioners need
to “sell” the value of our services to our customers/inter-
nal clients. We need to convince them that what we pro-
vide has monetary value. Make it personal to them. Like
software services, even if the legal services has excellent
functionality, “look and feel”, user interface, processing
speed (or lack of lag), cyber security or otherwise, users
will not assess value to our services unless they under-
stand how the legal services benefit them. This is even
more true due to their lack of personal connection to

said legal services.

Over the past 3 years at Panasonic Energy, I have
established a mindset whereby (a) the Corporate Legal
Team (Homu Kikaku-bu) will “sell” the law as a useful
“product” (e.g., regulatory compliance tools, processes,
guidance etc.) to internal company clients and other
operational companies in the group, and (b) the Busi-
ness Legal Team (Jigyou Houmu-bu) will use the law to
secure profit, ensure performance, and enable business
expansion while aggressively leaning into risk. By
instilling these fundamental ideals within the Panasonic
Energy legal team, the collective vigor and understand-
ing required to demonstrate the Efficiency and Cost
Approach and Trusted Advisor Approach has taken root
in our operations.

Perhaps one of my team members will someday
develop a new business model that will be extremely
profitable, or build an incredible system that efficiently
tracks and complies with global regulatory require-
ments. But in any event, I am hopeful that the value of
our legal team will become readily apparent as members
of my staff eventually move on to other business depart-
ments and demonstrate explosive value using the tools
(i.e., specialist generalist training) gained during their
time as part of the Panasonic Energy legal team.

This is a long-term plan to justify and prove the value
of the Panasonic Energy legal team, but as our founder
Konosuke Matsushita said, it is of the utmost importance
to “Develop people before making products.” By doing
so, we will “develop the people needed to make a good

product (or profitable business)”.
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