The After-Hours Intake Leak

Most firms don't lose cases to a competitor’s pitch. They lose them to a few hours of silence.

You spend real money to make the phone ring and the contact form fire. Then a good case comes in at 7pm on a Thursday — and waits until
someone notices it the next morning. By then the prospective client has often messaged two other firms. This short guide is about that gap:
where it opens, what it costs, and how firms are closing it without hiring overnight staff.

No opt-in, no pitch. If after-hours response isn’t where your firm is leaking, this will probably tell you that too.

Why intake is the leak (not marketing)

A retained matter is worth far more than a month of intake automation. So the expensive failure isn't your cost-per-lead — it's the already-
interested inquiry that quietly went elsewhere while the office was closed. For immigration and high-volume practice areas, where inquiry
counts are large and many arrive evenings and weekends, the leak is widest exactly when no one is watching it.

Three patterns we see again and again:

e Slow first response. The single biggest predictor of who gets the consult is who replies first — and after-hours, that's rarely the firm with
the best lawyers.

e No triage. Every inquiry is treated the same, so the high-value matter waits in the same queue as the tire-kicker.

e Inconsistent follow-up. A prospect who didn't book on the first contact rarely gets a second, structured touch — so warm cases go cold.

The intake audit

Answer honestly. Each “no” is a place cases leak out.

e [ JAnew inquiry after 6pm or on a weekend gets a real, personalized reply within minutes — not the next business morning.
e [ JEvery inquiry is acknowledged automatically, even when staff are unavailable.

e [ JHigh-value matters are flagged and routed ahead of routine ones.

e [_]A prospect who doesn’t book on first contact gets a planned follow-up, not a one-and-done.

e [ ]A qualified prospect can book a consultation without phone tag.

e [ ]You can see how long inquiries wait and what share convert to consults.

If you ticked fewer than four, the gap is almost certainly costing you booked consultations.

The cost-of-inaction worksheet

The number most managing partners stop on:

New inquiries per month

% arriving after hours / weekends

After-hours inquiries (A x B)

Avg value of a retained matter

Consults you'd realistically save with instant

response (even 1-2 per month is common)

Monthly exposure = E x (consult-to-retain rate) x D

Even one extra retained matter a month usually dwarfs a full year of intake automation. That's the whole math behind fixing this.

How firms close the gap

1. 24/7 instant intake response. Every inquiry — web form, email, after-hours call — gets an immediate, personalized reply that holds
the prospect’s attention.



2. Automatic screening + triage. Intake questions are captured up front and high-value matters are surfaced first, so partners spend
time on the cases that matter.

3. Consultation booking on autopilot. Qualified prospects schedule straight into the firm calendar — no back-and-forth.
4. Structured follow-up. A planned sequence for prospects who don't book immediately, so warm cases don't quietly cool.

5. End-to-end logging. Every interaction is tracked, so nothing slips between paralegals.

A law-firm client in LA went from a ~12-hour average response time to instant qualification, which lifted their consultation bookings by about
40%. Results vary by firm — but faster first response producing more booked consults is the consistent pattern.

A note on AI and the bar: automation handles intake and scheduling — first response, screening questions, calendar booking, follow-up. It
is not legal advice and doesn’t practice law. Done right, it gives your team more time for the part only lawyers can do.

I Want us to run the numbers for your firm?

Tell us roughly how inquiries reach you today and who handles them after hours, and we’ll map where your intake is likely leaking and what
closing it would take — no slides, no obligation. If after-hours response isn't a real leak for you, we'll say so.
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