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When you think about Star Wars, you think: George Lucas, Luke Skywalker, Princess Leia, Han Solo, Darth Vader and maybe an
Ewok or two. What you are unlikely to do is make a connection between Star Wars and Value Pricing. But, if you are a student of

Value Pricing looking to understand the impact it can have on the bottom-line, then Star Wars is a good place to start.

At the time (1970s) of making the original Star Wars, a cash-poor Lucas needed a big-name actor attached to his film if it was going
to have any chance of getting it off the ground and being successful. Fresh off iconic performances in films such as Lawrence of

Arabia, Alec Guinness was that star. Guinness, though, understood the commercial dynamics immediately:

If he signed a traditional movie contract, his earnings would be limited. He was not the headline star of this movie, and his on-

screen time was scheduled to be less than 30 minutes.

The pricing predicament Guinness faced:

If he priced based on effort, he would be paid for minutes.

If he priced based on contribution, he could be paid for impact.

So, Guinness did the smart thing and broke with tradition: Rather than agreeing to a larger upfront fee based on screen time, he

negotiated a small percentage of the film’'s gross revenue.

At the time, Star Wars was seen as a high-risk sci-fi experiment. Even Guinness himself reportedly expressed doubts about the

film. He certainly did not expect it to become one of the most commercially successful franchises in history, later acquired by



Disney for over US$4 billion.

That “small percentage” Guinness negotiated ultimately earned him tens of millions of dollars, far exceeding what any fixed fee or

effort-based pricing model would have paid him.
For law firms, there are five lessons to be learnt in Guinness'’s approach.

Lesson 1: Guinness Priced Contribution, Not Effort

Traditional law firm pricing models focus on effort:

Hours worked

Time spent

Inputs delivered

But clients do not buy effort. They buy outcomes.

Lucas did not hire Guinness simply to stand on set and deliver lines. He hired him because Guinness was a bankable name that
increased the film’s likelihood of success. His presence reassured investors and filmgoers of the film’s credibility and elevated the

perceived quality of the project.

Guinness priced his contribution to that outcome and not to the 30 minutes required to deliver his part.

Professional services firms face the same reality.

Lesson 2: Guinness Participated in the Upside He Helped Create
Time-based pricing creates a ceiling.

No matter how successful the outcome becomes, your revenue remains fixed. Once the hours are billed, your upside ends.

By negotiating a percentage of gross revenue, Guinness removed that ceiling. He ensured that if the film succeeded, his

compensation would scale alongside its success.

Lesson 3: Guinness Recognised That Risk and Reward Are
Connected



Guinness accepted risk. If Star Wars had failed, his percentage would have been worth less than a traditional fixed fee.
But that risk created leverage.

Many law firms attempt to eliminate all risk through rigid hourly billing. While this feels safe, it also limits upside and reinforces a

supplier relationship.

Clients increasingly value advisors who are willing to share risk. Risk-sharing signals confidence. It demonstrates belief in your

expertise and your ability to deliver meaningful outcomes.

Guinness did not gamble blindly. He made a calculated commercial decision based on the value he knew he was contributing.

Lesson 4: Guinness Understood That Pricing Is Strategic, Not
Administrative

Pricing is often treated as an administrative exercise undertaken by finance and cost assessors who standardise it into rack-rate

cards and timesheets.
Guinness treated pricing as a strategic lever.

He recognised that the structure of his compensation would ultimately matter more than the initial fee.

Lesson 5: Guinness Positioned Himself as a Partner, Not a
Supplier

Suppliers are paid for delivering inputs. Partners are rewarded for contributing to outcomes.

Guinness positioned himself as a partner in the film’s success. His compensation structure aligned directly with the commercial

performance of the project.
Value-based pricing requires the same type of commercial confidence. It requires the ability to say:
“My contribution creates meaningful commercial value and my pricing should reflect that.”

Many law firms default to hourly billing because it feels safe. It avoids difficult conversations. It provides justification through effort

rather than impact.
But effort is not what clients truly value.

Confidence in your value as a partner allows you to design pricing structures that reflect your true contribution.



Final Thought: From Price Taker to Price Setter

The fundamental lesson from Guinness’s Star Wars contract is simple but profound:
“Price should reflect value, not effort”.

For law firms, this could include:

Success fees tied to transaction completion

Subscription models aligned to client growth

Portfolio-based retainers

Pricing linked to risk exposure or commercial scale

Alec Guinness did not accept the default pricing model of the time - He redesigned it. He moved from being a price taker -
accepting a fee determined by industry norms - to becoming a price setter, structuring compensation around his contribution to

commercial outcomes of the film.

In a world increasingly being shaped by Al, this is the exact shift law firms must now make. Firms that continue to sell hours will
remain constrained by those hours. Firms that price based on value will build leverage, strengthen client relationships and unlock

far greater commercial upside.

The information contained in this article is of general nature and should not be construed as legal advice. If you require further
information, advice or assistance for your specific circumstances, please contact us.



