
What You Need to Know

• �Law firms are increasingly interested in 
mergers, and Zeughauser Group, a well-
known strategic planning and merger con-
sultancy, is growing to meet that demand.

• �In this Q&A, newly appointed co-chair Kent 
Zimmermann gives Law.com a look under 
the hood at how Zeughauser Group is adapt-
ing to the onslaught of merger interest in 
the market.

A glut of mergers transformed Big Law in 
2025 as firms ranging from long-historied 
stalwarts to global giants and mid-sized hold-
outs merged in the pursuit of scale. Behind 
the scenes of many of those transactions: 
Zeughauser Group and its newly promoted co-
chair Kent Zimmermann, who most recently 
helped shape one of the largest law firm merg-
ers in history: the tie-up between Cadwalader 
Wickersham & Taft and Hogan Lovells.

Zimmermann declined to comment on the 
financial growth of his own merger consulting 
practice, his practice revenue and profits, and 
his fees in transactions.

However, in this interview with Law.com, he 
explains broadly how he structures fees, how 
his work has shifted lately, and how he now 
has a team of analysts and associates helping 
him at Zeughauser Group.

This interview has been edited for clarity and 
length.

Your work has been in quite a few head-
lines lately. How has the increase in merger 
demand affected Zeughauser Group and your 
own practice?

We have been investing over the past 10 
years and building the next generation of our 
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firm, and that has been a very successful 
effort. Today, my practice benefits from five-
to-one leverage with a team of associates, 
analysts and others that has allowed us to 
provide more impactful value to our clients. 
That has resulted in clients selecting us for 
deeper, broader, longer relationships, and that 
has been great for us and for them.

[Building our team] has been a game-changer 
for our business. I’m going into my 18th year 
as a partner in our group, and my practice has 
grown considerably in those ten years as we’ve 
grown our team.

What does Zeughauser Group’s client base 
currently look like?

Our clients speak to our position in the mar-
ketplace: we’ve advised over 80% of the Am 
Law 100, including 10 of the 20 most profitable 
firms in the Am Law 100, and a broad range 
of other firms in the Am Law 100 and 200, 
the Global 100, Wall Street firms, Magic Circle 
firms, and firms outside of those groups.

We have terrific relationships with large high-
performing firms, and most of them know us. 
We have developed a sub-specialty in recent 
years in advising firms that are interested in 
the possibility of combining with similarly-
sized or larger firms.

That effort has allowed us to get to know more 
firms outside the Am Law 100. We represent a 
portfolio of clients in the 50 to 200-lawyer size 
range that have high-quality practices in areas 
like middle-market M&A, private equity, sophis-
ticated litigation and other areas, and those 
are great relationships. That’s an expansion of 
our breadth. They’re also particularly valuable 
because sometimes those firms combine with 

larger firms, and our knowledge of that land-
scape is valuable to our clients.

Looking at the business side of your practice, 
what are Zeughauser Group’s billing arrange-
ments for clients?

In the kinds of work we do, our clients are 
focused on outcomes, the value we provide, 
the impact we have, not the time it takes, and 
that’s what they pay us for. We have some 
clients that take a similar approach with their 
clients, and they tend to be high-performing 
firms. We’re paid for value, impact, but it’s not 
a contingency model.

When we’re advising on mergers or strate-
gic planning, we’re hired for our judgment. 
The work we do informs decisions that firms 
make that impact hundreds of partners and 
sometimes thousands of people. Often, they’re 
once-in-a-lifetime decisions, particularly in the 
merger context, and we’re compensated fairly 
for that.

When you engage with a law firm on a 
merger or acquisition, what does your team 
typically look like?

Typically, when we’re advising on a merger or 
acquisition, I’m working with between two and 
three people on the team, and sometimes more 
or less depending on what the client needs.

You mentioned you work with “associates” 
and “analysts.” How do they help you facilitate 
transactions?

Our analysts are on track to progress to asso-
ciates and have the potential to be the future of 
the firm.

On a merger engagement, associates and 
analysts will work with me on things like 
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developing the business case for a given trans-
action, including what the distinctive value 
proposition is for the combined firm, and devel-
oping a case for what the value of the transac-
tion is for the partners and the clients of the 
firms in comparing alternative transactions to 
each other, weighing the advantages and dis-
advantages of each.

Associates and analysts work with me on 
modeling to bridge any profitability gaps 
between the firms and how to address them. 
As part of M&A engagements, we typically 
start by reviewing our client’s data over time 
to understand what the firm’s standalone 
strengths and weaknesses and opportunities 
and threats are. Associates and analysts work 
with me on that effort in presenting our take-
aways from that analysis that informs criteria 
that another firm would need to meet to be 
considered by our client.

We also frequently conduct one-on-one con-
sultations with formal and informal leaders of 
the firm we’re advising, which helps build con-
sensus for the strategy that leadership wants 
to execute, and that also helps to get partners 
in the firm of one mind on what their highest 
priorities are.

What does your average day look like?
[Our clients’] projects are run from the top 

of a firm—they’re sometimes legacy-defining. 
They couldn’t be more important.

That translates into being available to our 
clients 24/7. That’s taking calls and answering 
texts at all times of the day or night, seven days 
a week, and that gives me energy. It’s similar to 
how a lot of our clients are with their clients. 
It’s a lot of calls, a lot of texts, a lot of emails, a 
lot of Zoom calls, a lot of getting on airplanes.

That’s a lot of meetings. Are you mainly 
meeting with clients in person or remotely?

Pre-pandemic, it was a lot of in-person meet-
ings. I was traveling almost every week and 
early in my career, building my practice, I was in 
almost two, three, four cities a week, so it was 
pretty intense.

Since the pandemic, there’s a lot more done 
online. There’s still significant travel now, but 
it’s not like it was pre-pandemic.

Congratulations on your promotion to co-
chair of Zeughauser Group! What does this 
mean in terms of a possible leadership suc-
cession plan?

This was planned for a long time. It was a 
natural progression.

I’ve got partners who care deeply about work-
ing in our clients’ best interests and our firm’s 
best interests, including planning for the future. 
In particular, I’m grateful to Peter Zeughauser 
(now co-chair of Zeughauser Group) for his 
leadership and his mentorship, especially early 
on as I was starting out. I wouldn’t be where I 
am without him.
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