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Executive Summary
Women have comprised close to half of law school graduating classes for over a decade. Yet they continue to be severely underrepresented at the partnership level in law firms, including in the nation’s largest and leading law firms. Many law firms have part-time tracks, networking, and mentoring programs to support their female attorneys. Yet these efforts to achieve gender equity are proving insufficient, and some of them have unintended and unacceptable consequences. Women end up penalized for utilizing reduced hour schedules and are left out of partner building structures. Factually inaccurate stereotypes about women, including women of color, continue to operate at law firms. The result is disparate attrition of women from the pipeline and a significantly diminished chance for a woman to attain and sustain equity partnership at the law firm.  

Not only the woman attorney, but the law firm is an entity, can be harmed by disproportionately high attrition of women associates. Why? Because the firm loses out on its investment in diverse talent.  Disproportionate attrition diminishes the quality and stability of the firm’s practice, and reduces its status and marketability. Today, many general counsels of major corporations are demanding diversity of their outside counsel. To read the current trend, clients will increasingly partner only with law firms where diversity, including the ranks of women, is strong.

Recent, solid studies have shown that the women’s pipeline to law firm partnership is not just leaking—it is also clogged.  Women leave not just because they “opt out” or are pushed out to stay home with children. Studies show that women and men attorneys are pulled out, to more flexible workplaces, including other law firms. Women also meet formidable barriers to advancement within their firms that push them out.  Principal among these push factors are missing out on the best case assignments and gender inequity in client development and networking opportunities.

Law firms seeking gender equity will communicate their commitment vociferously, within the firm and to the public.  They will commit to bold policies from the top down. They will collect data and analyze it against practices such as current part time programs and case assignment mechanisms. They will  dispense with case-by-case accommodation of mothers and institute a balanced hour policy for firm-wide utilization, without stigma. They will proactively seek correction of misunderstandings such as doubt concerning the commitment of women, mothers, and attorneys of color. They will build rather than hurt woman lawyer’s career by establishing formal mentoring, gender equity in networking and business-building opportunities, and monitored case assignment practice.

Q: WHAT ARE THE MAIN ISSUES FOR LAW FIRMS SEEKING TO RETAIN AND ADVANCE MORE WOMEN ATTORNEYS?

A:

· Knowing the facts on attrition of women from law firms
· Recognizing the factors that pull and push women out of law firms

· Recognizing how attrition of women harms the firm

· Adopting policies and practices that support retaining and advancing women
Women attorneys who are recruited and hired in near equal numbers to men, and who have the potential to succeed, leave their law firms in disproportionately high numbers.  As a result they are under-represented at the partnership level.  Minority women leave law firms in even greater numbers and are even less well represented at the partnership level. Recent statistical studies yield a more nuanced understanding of when and in what numbers along the pipeline to partnership women are departing law firms.  More detailed evidence on what drives women to leave is also emerging.  It is becoming increasingly clear that disproportionate attrition of women can lead to recognizable business shortcomings for the firm and that there are effective tools to address the problem.  

The facts on attrition of women in law firms: 

The National Association of Legal Professionals’ (NALP) statistics for 2006 establish the gender gap in law firm partnership.
  Nationwide, women comprise almost half of all associates but only about 18 % of partners. Minority women attorneys of color are 9 % of associates but less than 2% of partners. 

	
	Total #
	% Women
	% Minority Women

	Partners
	60,459
	17.9 %
	1.48 %

	Associates
	59,709
	44.3 %
	9.16 %

	All other lawyers
	12,335
	34.8 %
	3.99 %


Source:  2006 NALP Directory of Legal Employers.  www.nalp.org/content/index.php?pid=448.
NALP’s finding on the grossly disproportionate absence of minority women from partnership ranks was echoed in the ABA August 2006 study of minority women.  The ABA reported that over 75 % of minority female associates working in the late 1990’s had left their private law firms within five years of being hired.  After eight years, the percentage of those leaving rose to 86%. 
  

In New York City law firms, the gender gap is similar:
  As of January 2006, women represented 45% of associates.  Yet the percentage of women drops dramatically at each point along the continuum culminating in partnership and is roughly the same as it was in 2004. 
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Source: Association of the Bar of the City of New York, Diversity Signatory Benchmarking Report (2006)

Q:  WON’T THE GENDER GAP IN PARTNERSHIP CLOSE AS ASSOCIATE CLASSES OF GREATER GENDER PARITY MOVE ALONG THE PIPELINE?
A:  It might seem that if we wait for the pipeline to feed the pre-partnership pool with a critical mass of eligible women, we will see the number of women partners rise automatically. Yet a closer look at statistics reveals that women are not promoted to partnership from the pool of eligible senior associates at a proportional rate.  Thus the reports that women perceive they can’t make partner as easily as men are borne out by the statistics.

Gender disparity in promotion to partner
NALP has not specifically studied gender disparity in partnership promotion.  However, in 2000, the American Bar Foundation determined that only 55% as many women were partners as would have been expected in light of their representation in the profession.
  In 2001, the American Bar Association reported that the chance of a man becoming a partner in a law firm was two to three times higher than that of a woman. 
  

Gender disparity in promotion to partner has been thoroughly and recently studied by the Association of the Bar of the City of New York.
   Focusing on promotes to partner in 2005, the ABNYC examined the gender make-up of the pre-partnership pool from which the partners were selected. They found that forty percent of the pool was women, yet only 29.1% of them made partner.  Sixty percent were men, 38.5% of whom made partner.  Stated another way, 25% of the available women were elevated to partner, compared to nearly 40% of their male counterparts.

[image: image2.wmf]71.1%

29.1%

New Partner Promotions

Most Recent Promotions to Partners in New 

York City Law Firms by Gender

as of January 

2006

Men

Women


Source: Association of the Bar, City of New York, Diversity Signatory Benchmarking Report (2006)

This data suggests several important points:

· As long as disproportionately more men than women are elevated to partner from the available talent pool, the gender gap at the partnership level will not close organically.

· Women are not failing to make partner in proportionate numbers merely because they leave the firm before the partner decision comes up. For women, the pipeline is clogged at the partner selection point.

· Women who stay at a firm long enough to be considered for partner face gender inequities.  What are these?

· Were there subtle biases in the selection process?  

· Did flexible work arrangements--which are utilized far more frequently by women--play a role in diminishing women’s chance of partnership? 

· Did gender disparities in mentoring or assignments end up making women less prepared for partnership?

· Were women clustered into practice areas from which fewer partners were elevated?

· Women currently in the pipeline can reasonably conclude that they won’t make partner in proportional numbers. This conclusion in itself may fuel attrition among women associates.  Research tells us that young female attorneys tend to choose firms with greater female representation at the top because they perceive a better chance to make partner at those firms.
  
· The New York Bar’s detailed analysis of gender disparity in new promotes to partner provides a platform for dialogue and change: since it was measured, it can now get fixed.
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Her pipeline to partnership: 

   
                         Is it leaking or is it clogged?







          Studies show it’s probably both.
Q: HOW IS ATTRITION OF WOMEN A BUSINESS PROBLEM FOR LAW FIRMS?  
A:  The law firm model is predicated on attrition, and attorney departures are expected.  Here we are addressing the disproportionate, voluntary loss of female attorney the firm wants to keep.

Disproportionate attrition of women results in:
· Loss on investment

· Loss of talent

· Damage to the quality of the firm’s client service

· Negative influence on the firm’s work environment  
· Reduction in the firm’s status and marketability

Loss on investment 

Law firms invest heavily in recruiting, summer associate programs, training programs, and high salaries.  How much it costs in dollar terms to loose an attorney varies with geographic location, the attorney’s practice area and her level at the firm. The New York City bar found that the turnover rate
 in 2005 for women in New York firms was highest and most disproportionate (41% for women, 32.2% for men) at the mid-associate level. Based on a composite of extensive law firm surveys nation wide, the NALP Foundation estimates that the current cost of losing a mid-career associate is over $300,000.
  A 2005 study by Catalyst, an organization that studies professional women, quantified the cost of an associate’s departure at twice his or her salary.  
In fact, the dollar cost of attrition is probably even higher than either $300,000 or twice the salary, if additional factors, such as loss in productivity after the departure decision, and the fact that the attorney may go to a competitor, are assessed.
  Some estimates run as high as $500,000 for a mid-level associate.
 As Lauren Stiller Rikleen concluded in her 2006 book, Ending the Gauntlet: Removing Barriers to Women’s Success in the Law “The economic imperative to address the attrition crisis is compelling.
 If law firm understood and addressed the forces that compel women to leave in disproportionate numbers, they might be in a better position to protect their dollar investment as well as their diversity.
Loss of talent 
Attrition of women, as with a reduction of any component of diversity, diminishes the quality of the firm’s talent pool.  The concept that a broader variety of perspectives fosters greater innovation lies at the basis of the commitment to diversity.  Embracing this concept, virtually all national law firms have forcefully stated diversity policies.  Most large firms have or intend to develop programs to support women attorneys.  As president of the ABA Michael Greco stated recently, retaining and advancing women “increases the richness of perspectives in law firms” and “better reflects the communities we serve.”

Damage to the quality and strength of the client relationship 
The departing attorney’s expertise, institutional memory of her client’s business, and earned relationship equity are all squandered by her departure. While difficult to quantify in hard dollar terms, clients stand to lose when they are deprived of the lawyer with whom they had built or were building the most knowing and effective relationship.
   In a 2003 study, corporate counsel repeatedly stated that they lose time and patience with having to bring a newly assigned outside counsel “up to speed” because the attorney they invested time in had left the firm.

Threat to the firm’s status and marketability 

Law firms are finding that diversity is crucial to their status and the maintenance and growth of their client base.
 Corporate sector clients are demanding diversity and increasingly, are required by their own diversity mandates to partner only with demonstrably diverse law firms.  This trend was kicked off in 2004, when Roderick Palmore, General Counsel of Sara Lee initiated a “Call to Action” on diversity among general counsels. Palmore began requiring Sara Lee’s outside counsel to report in detail on the diversity of their attorneys and on their programs of inclusion.
   By 2005, over ninety major corporations were signatory to the Call to Action.
 In 2005, as part of an overhaul of its in-house diversity program, Wal-Mart replaced 40 of its relationship attorneys with minority and women lawyers.  This represented a shift of $60 million of Wal-Mart’s $200 million outside counsel business to demonstrably diverse law firms.
  

The trend toward partnering with diverse law firms

Accountability for reaching in-house diversity benchmarks by extending diversity requirements to out-of-house relationships is growing among clients from the financial sector as well. Top Wall Street firms are already outspokenly in favor of taking major steps to diversify at all levels. In June, 2006 at a conference entitled the “Hidden Brain Drain Summit”, 33 major financial companies outlined their specific programs for retaining women.
  These companies represent $3 trillion in market capitalization, and they and their programs for diversification are, as one scholar put it, “a force to be reckoned with.” Examples of financial sector firms extending diversity requirements include Lehman Bros., which ties recruiter’s compensation to attainment of diversity goals,
  and Merrill-Lynch, which ties managers’ compensation to success in attainment of diversity goals.
  The clear trend is that the business case for retaining and advancing women is about to get even stronger:  many corporate and financial sector clients are going to partner only with diverse law firms.

Negative impact on the firm’s work environment
High turnover of women negatively impacts the attorneys who remain at the firm.  It harms the firm’s ability to attract new female talent.
  Nor is damage to the work atmosphere at the law firm caused by high turnover a new concept. A Boston Bar Association study back in 1990 described the costs arising from “the recurring sense of loss that is felt when co-workers depart.”
  More recently, a 2005 study conducted by the research group for women in professions, Catalyst, noted that associate turnover likely has an enduring impact on a firm’s morale.  The study pointed out the decrease in productivity prior and leading up to the departing attorney’s decision to leave as a factor diminishing the quality of firm practice and adding to the cost of attrition.
  Furthermore, there has been a proliferation in recent years of surveys and rankings of law firms “best” for women.
  Recent research shows that law firms where the ranks of highly-placed women are thin are a less attractive choice for the best recruits.
  Fewer women at the top may well mean fewer of the best recruits will join the firm.
Q:  WHAT ARE THE REAL REASONS WOMEN LEAVE THEIR LAW FIRMS? ISN’T IT OFTEN A PERSONAL DECISION TO STAY HOME AND RAISE CHILDREN?  

A:  The spotlight has been turned on this topic in recent years, and much has been revealed.  The answer to the question, why do women attorneys leave?-is definitely not as simple as, it’s usually her personal decision to raise children.  In fact, the whole, accurate answer is confined neither to women nor to staying at home.

It is now established that the vast majority of women who leave law firms either stay in the workplace or return to it later.
  Despite recent media reports of professional women “opting out,” most lawyers don’t stay at home.
  Many go to smaller firms, in-house counsel positions, or the government, 
  and 91% of women who graduated from law school between 1972 and 1985 are in the workplace fifteen years later. The great majority of women in law firms –75% of women of color and 61% of white women--are the primary breadwinners in their families; it stands to reason that they do not opt out.
  Rather than the “pull” of motherhood or other family commitments operating alone, certain “push” factors
  have been identified as contributing to women’s attrition from the professional workplace.  

Talking in terms of pull and push factors may more accurately reflect the current knowledge about why women leave law firms.
Pull Factors
Primary pull factors drawing attorneys out of the firm are child care, elder care, and a search for greater work/life balance.
 The crucial point here is that these pull factors do not just refer to elements of family life pulling women into the home. These factors pull men, too, and the pull is into other law firms more than out of the workplace.

Associate mobility has increased in recent years and both men and women attorneys are far more likely than a decade ago to switch to law firms they consider more supportive of family and personal commitments.  A 2001 study by Catalyst of the graduates of five top law schools found that a nearly equal percentage of male and female attorneys –around 71%--expressed work/life conflict.
  A new study by Catalyst, released in December, 2006, outlines the concern that both parents have about after-school care, and how this costs companies billions in productivity.
  

Law firms’ single best weapon to reduce the strength of pull factors is increased workplace flexibility and family support policies that are utilized without stigma by men and women alike.

[image: image4.jpg]


[image: image5.wmf]71.1%

29.1%

New Partner Promotions

Most Recent Promotions to Partners in New 

York City Law Firms by Gender

as of January 

2006

Men

Women


 Work/life balance issues pull women out of the law firm …

             But those women almost always return to work.

                   Work/life balance issues pull men out, too…

                                   And pull factors don’t usually work alone.
Push Factors 

Push factors refer to those conditions within the workplace that influence the decision to leave. It is critically important for law firms to identify and understand push factors, since firms can change management practices to reduce or eliminate them. Changes in case assignment systems, networking opportunities, and business development training can create greater gender equity and reduce gender disparities in advancement and promotion.  Mentoring programs and conscientious efforts to dispel myths about women’s commitment to practicing law can improve firm conditions and help stem attrition.

These statistics from the ABA’s 2006 report, Visible Invisibility: Women of Color in Law Firms report indicate the prevalence of push factors:

· 44% of women of color and 39% of white women reported missing out on desirable assignments because of gender
· 46% of women of color and 60% of white women reported that they were denied informal or formal networking opportunities because of gender

· 32% of women of color and 55% of white women reported having missed client development opportunities because of gender

· 14% of women of color and 28% of white women reported that they were denied advancement and promotion opportunities because of gender

· 72% of women of color and white women said they felt others questioned their commitment to their careers after they gave birth or adopted a child (yet 75% of women of color and 61% of white women are the primary or sole breadwinners in their household)

In 2005, the Harvard Business Review reported that for professional women, including lawyers, push factors are particularly powerful—“indeed, in these sectors…they outweigh the pull factors.”
  Similarly, a 2006 study on the retention of women in law firms conducted by the Women’s Bar Association of the District of Columbia concluded, “Studies show that women leave their law firms---not the practice of law—because they are dissatisfied with their career development and prospects for promotion.”
  
Her decision to leave the law firm:



  Was it push factors or pull factors?






              Studies show it was probably both.

It is important to note that getting at the real reason—the exact combination of pull and push factors—that culminate in an individual woman’s departure from her firm, is difficult.  Nor can statistical studies address a particular attorney’s relative talent and ability. The issue is rather one of gender equity. Law firms seeking to stem attrition and promote women will progress in achieving gender equity only when the underlying causes of attrition are understood and addressed.

Q:  LAW FIRMS ARE MERITOCRACIES. THEY PROVIDE PART-TIME OPTIONS AND CHILD-REARING ACCOMODATIONS.  WHAT MORE CAN LAW FIRMS DO FOR WOMEN WHO CANNOT COMMIT FULLY TO THE FIRM?

A:  Embedded within each of these commonly held beliefs—meritocracy, accommodation, and commitment--are some of law firm culture’s most pervasive and damaging myths.

 Meritocracy belied by the facts 
The law firm as a meritocracy is highly valued in theory by men and women attorneys alike.
 But a close look will often reveal that the best qualified associates, if they are women, are being unwittingly passed over or left out of the best partner-building experiences:  high-quality assignments, rainmaking opportunities, and guidance by the most powerful partners. Law firm meritocracy is even more of a myth for woman attorneys of color.  Gender, ethnic, and racial stereotypes, are, unfortunately, still powerfully experienced by many women attorneys as part of law firm life. 
  To have a true meritocracy for women, law firms need to implement policy and management changes that work systematically to eliminate biases and “micro-inequities” that may be covert or seem minor.  They are very harmful over time to confidence and performance in the professional workplace.
  Eliminating biases and achieving  true meritocracy can be gained through multi-layered and pervasive inclusion efforts.

The culture of accommodation versus the culture of business-based flexibility
Part-time options and tracks to partnership are essential to keeping and advancing women in law firms.  The same is clearly true of child care and family support programs. Case-by-case consideration rather than firm-wide extension of flexibility, however, has fed the myth that women are being accommodated as a concession, and at the professional and financial expense of the firm. 

Yet the idea that firms don’t make enough money on part-timers to cover their overhead has been soundly discredited.  The idea that part-time attorneys do not cover their overhead stems from the accounting conventions such as allocating overhead equally among all attorneys that have been or should be abandoned.
 More accurate analysis has shown that the extra cost of part-time practitioners is insignificant in comparison to the revenue they produce. 
  
The myth of the money draining part-time practitioner is further belied by the business case for retaining talented women at its most basic level. The business case says the firm needs policies of flexibility because they will strengthen the enterprise. Indeed, the business case says the firms should encourage flexible arrangements. As a major 2006 study of retention of women in law put it, “To match today’s workplace with today’s work force, firms need to dispense with the notion that flexibility is an accommodation.” 
  

Experts advise dropping the language along with the culture of accommodation.
  Rather, firms should adopt the language and culture of flexible hours and family support as a business matter-- to cut the costs of attrition and stem the loss of talent at the firm.  An array of flexible hours options should be available and encouraged based on considerations such as: Does the firm wish to retain this attorney?  Will her client base support this arrangement?  Will targeted growth in her practice area allow for this schedule?   What does she need in order to keep her on the case, keep the client satisfied, and serve the business interests of the firm?

Another set of facts now firmly established further defies the concept of burdensome accommodation of women-- the increasing number of men attorneys who, as one study found, “are not interested in a career that leaves little time to pursue family life.” 
  The NALP and other research organizations examining associate mobility have found that men as well as women attorneys are increasingly willing to change firms in search of flexibility and work/life balance.

Debunking the myth of the less-committed woman/ developing the reality of the 
more committed law firm
Belief that a reduced-hour attorney, a mother, or a woman of color is less competent and committed to her job is deeply entrenched and surprisingly common.  Hitting a “maternal wall” has become a well-documented phenomenon.
   When, in the ABA’s 2006 Visible Invisibility study, attorneys in law firms were asked if others questioned their career commitment after they gave birth, 72% of women said yes, compared to only 15% of white men.
   

The less-committed theory is also at odds with the fact that women who leave firms choose to practice law in other venues, to work in other fields, and to start their own businesses. Nor does it comport with the fact that the majority of women in law firms (75% of women of color and 61% of white women) are the primary breadwinners in their households. In sum, research confirms that women attorneys are committed to professional careers, but that they are not met half way by their firm’s commitment to them:  “Women are equally committed as men to make trade-offs if they feel that their careers are worth it, that they are getting recognition, and that they have opportunities for advancement.”
 
Q:  WHAT ARE THE MOST EFFECTIVE POLICIES AND PRACTICES FOR ADVANCING AND RETAINING WOMEN IN LAW FIRMS?

A: Scholarly research, bar association studies, and media reporting have yielded a consensus about the best law firm practices for retaining and advancing women.  Yet there are more hard facts about where gender inequities lie and what the challenges are, than there are on what has actually been tried and found successful.  This stands to reason, given that many of the major studies on women in law firms have only been conducted in the past few years. While most major law firms espouse programs to support women, we don’t know how many have formal, written policies keyed to the most recent statistical findings. Nor do we know how many firms come up short on implementation. Some firms may have successful programs that are not yet ripe for evaluation, and each firm must meet its particular challenges with targeted, manageable strategies.

Taking account of the best and most recent research and reporting, the following are the best overall policies and specific practices for retaining and advancing women in law firms.   

Creating a culture of gender equity: Summary of the most effective overall policies:

· Resolve at the top to embrace the business case for gender equity and to dispel myths about women attorneys that harm firm practice, business, and culture. 

· The business case is to stem costly attrition, provide the deepest talent pool to clients, and answer clients’ demand to partner with a diverse firm.

· The culture of costly “accommodation” of women and the myth of women’s reduced commitment are false and must be actively corrected by firm leadership.

· Offer firm-wide training in diversity and inclusiveness, where the firm’s commitment to gender equity  and the business case are spelled out and learned.

· Collect data to measure firm demographics and the effectiveness of firm policies and programs.

· Collection of data is the basis for knowing the level of women’s attrition and where the leaks and clogs in the pipeline to partnership lie.

· Parity at entry level will not necessarily result in gender equity in partnership.  The associate classes must be tracked.  Women of color should be separately tracked. Where along the continuum is the highest turnover of women?

· Analyze the data and query whether they indicate that gender inequities might be working as push factors in the firm:

· Effect of biases based on misunderstandings and myths 

· Effect of flexible work arrangements on partnership selection

· Gender disparities in mentoring, best case assignments, or networking opportunities

· Disproportionate clustering of women into practice areas from which fewer partners are elevated

· Commit to reducing pull factors by making balanced hours and other family supportive policies a business matter rather than an accommodation of women (available firm-wide and non-stigmatizing).

· Commit to management practices that help women work with powerful attorneys, build a client base, and develop expertise in business matters
Implementing gender equity: summary of the most effective practices:

A few firms stand out for their publicized implementation of formalized gender equity initiatives. One of these is Sidley Austin Brown & Wood, LLP (“Sidley”).  Sidley, a firm of 1,400 attorneys was awarded the 2005 Catalyst award for innovation in expanding opportunities for professional women—the first law firm to garner this recognition.
  Sidley is a useful go-to case for examining what a large firm has tried and found successful for retaining and advancing women.
  Sidley reported that as a result of its initiatives, 43 percent of those promoted in 2004 were women. Some of Sidley’s successful published practices are referenced below.

· Balanced hours programs that help minimize conflicts between work and family.

· A formal, written, firm-wide policy, available to associates and partners

· Designed to meet the firm’s business needs, with the emphasis on client service

· Associates remain on partnership tracks and are given evaluations and client assignments comparable to full time

· Reduce the number not the quality of clients and assignments

· Allow attorneys to work individually tailored reduced hour/flexible schedules

· Sidley ensures coordination with and voiced support from management and women’s committees

· Hold presentations that explain the policy and offer workshops on balanced hours management

· Create a task force to study balanced hours arrangements, including issues of technology use and proportional payment for reduced hours practitioners.

· Dispel myth of part-timers costing the firm money 

· Formal mentoring programs 
· Develop a single or various mentoring programs as appropriate

· Sidley  has a firm-wide program for all associates, mentoring circles for women, and a summer associate mentoring program

· Provide training for mentors and mentees

· Mentoring can be by practice area; mentoring pairs should be assigned or selected based on criteria such as personal interests or practice area, rather than same sex or same ethnicity

· Distinguish between mentoring and networking or affinity groups

· Distinguish between mentoring and case assignment for career development

· Establish a mentoring task force for evaluation and reporting

· Mentees as well as mentors should evaluate the program

· Outsource mentoring program development

· Formal networking programs

· Tap the strengths, interests and interconnections of the firm’s attorneys, and offer presentations, events, and social gatherings accordingly.

· Women of color events, maternity lunches, cocktail receptions, GLTG gatherings, Latina events, etc.

· Sidley has a “Women and Leadership Series”, which sponsors speakers on arts, government, and the media, and maternity lunches that include an explanation of the firm’s maternity/paternity policies.

· Encourage participation by the firm’s partners and leaders by including participation in partners’ annual management review questionnaires and making contribution to the program a factor in compensation.

· Rainmaker and business training that helps women to develop substantive relationships with clients and career management skills
· Build the perception –and hence the reality--that women can become powerful attorneys at the firm by maximizing the visibility and accessibility to women of partners with the strongest client base  

· Formally monitor the case assignment process for gender and gender/racial inequities 

· Offer associates in-house or external business-building seminars or workshops  

· Sidley’s Women’s Committee presents a roster of prominent women to speak on client building strategies

· As with networking and mentoring, encourage participation by the firm’s partners and leaders by making networking an item on  annual management review questionnaires and making contribution to the firm’s initiatives a factor in compensation

· Compensation to support achievement of gender equity and diversity goals

· Tie a portion of compensation to achievement of gender equity goals, successful mentoring, and other gender-equitable firm management initiatives

· Give billable hour status to key gender equity building activities

· Make contribution to gender equity an explicit factor in the bonus

· On the annual review by the firm management committee, Sidley requires partners to detail their personal efforts to strengthen the firm’s diversity and participation in diversity initiatives; and this is a factor in the bonus and partnership calculations

· Ensure balanced hours attorneys are not penalized 

· Compensate proportionally according to actual hours worked, and including bonus.  For example, an attorney working 80% time who gives 100% effort within that schedule is entitled to 100% of the available bonus.

· Refer to the “PAR Usability Test” for fair and accurate compensation of flexible hours attorneys

· Firm-wide communication of diversity and inclusion initiatives—internal and external

· Communication must be from the chairs of the firm’s management, hiring and compensation committees

· The basis must be the business case for inclusiveness

· Establish a committee on gender equity.  

· Consider task forces for targeted issues (e.g. mentoring task force, balanced hours task force).

· Require reporting of progress

· Internal communication should be in written publications, on meeting agendas, and via intranet, and at a variety of firm events

· Sidley Austin communicates the business case for diversity and their programs of inclusion and advancement at new associates conferences, orientation sessions, partner meetings, and firm-wide events

· External opportunities for communication include high level participation in conferences and women’s bar activities, advertising, sponsorship of scholarships and awards
Q:  WHAT ARE THE FIRST STEPS FOR A LAW FIRM COMMITTED TO GENDER EQUITY?
A:  Before a firm can decide on a course of action, “the leadership needs to know where it stands and where it’s going.”
  
The firm should compile and analyze its own data on women, examining all levels of practice and compensation, and separately tracking the paths of the women attorneys of color.
  The next step is to develop initiatives as a matter of firm policy.  Firm-wide application of initiatives is essential to success.
  Clear communication of policy from the top and pervasive participation in initiatives by firm management is equally essential.
  The firm must try out practices and create accountability and reward systems for measuring progress toward gender equity goals.
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In a 2005 survey,


84% of women and 66% of men associates gave this as their top reason for choosing to work at another law firm: “An environment more supportive of my family and personal commitments”12 





At least 43% of highly qualified professional women with children voluntarily leave the workplace at some point… 


But 91% of women who graduated from law school between 1972 and 1985 are working 15 years after graduation.  
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