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1. FOREWORD 

 

Over the past year, or so, it has become very apparent that the legal profession is going to 
undergo massive change during the next decade. The advent of the governments move 
towards ensuring that clients get good access to law and value from the profession, on top of 
the move towards commoditisation of many of the traditional legal processes such as PI and 
conveyancing (with more to come) are changing the legal landscape. 

Many legal practices are unsure of what the future holds and how to identify and take 
advantage of any opportunities. Many are extremely concerned about their futures – 
especially the smaller and medium sized practice. 

Given that the success of the legal profession is tightly coupled to the success of the Legal 
Software Suppliers we decided that we could help both the legal profession and ourselves by 
commissioning an extensive survey into “the future”. 

It has been clear for some time that one of the main problems is that there is a lack of good 
management skills within the majority of legal practices. In the past practices have survived 
and in some case prospered despite this weakness – however it is now even more apparent 
that this will not be the case in the new legal marketplace. Any firm that does not run itself as 
a “real” business and avails itself of modern technology will find it increasingly difficult to 
survive. 

This brings me to my final point. If the LSSA members are to be successful and grow their 
businesses then we need legal practices to be successful. If legal practices want to prosper it 
is glaringly obvious that they must gain real benefits from the introduction of IT.  

This should be a symbiotic relationship – the LSSA members are ready, willing and very able 
to make a real difference for any legal practice that will also put in the effort. 

I feel this report and the associated conference is a major step forward in developing a 
common understanding of exactly what is needed to make IT within legal practices more 
successful. 

 

 

Barry Hawley-Green 

Chairman, LSSA 
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2. INTRODUCTION & OBJECTIVES 

 

“If you go to the moon, you never know just what will develop along the way.  Deal 

with what you can see on the horizon now and move on from there.” 

 

 

We have undertaken this research at a stage when it appears that the way in which legal 
services will be delivered could change radically in some areas of legal work.  Not just 
because of changes introduced by the Government through e-conveyancing, the Legal 
Services Commission (on both Civil and Criminal services) and as result of the Clementi 
recommendations – as extended by the DCA; but also due to changes in the social 
environment, public perceptions and expectations generally and the impact of, for example, 
broadband and the Internet. 

We hope the final report on this research conducted on behalf of the UK’s Legal Software 
Suppliers Association (“The LSSA”) will provide a reliable point of reference for lawyers and 
managers considering how to provide better and more attractive legal services successfully in 
the future.  How best to harness business opportunities and to address business issues 
during a period when there is likely to be more competition and more change than any 
solicitors currently in practice have yet encountered. 

We want to prompt discussion and debate on a range of business issues that ought to be 
explored in updating or developing new business strategies for lawyers, where there will be 
more options than ever before, when lawyers are again in danger of losing out to more 
commercially-driven competitors.    

Serious business decisions and choices will soon have to be made, but lawyers tend to make, 
or fail to make, too many business decisions in a vacuum; without enough consideration of 
reliable information to reach sound, resilient conclusions. We hope to highlight some of the 
decisions that need to be made and provide some of the information that will help make them, 
with greater confidence. 

This is not just a report about technology.  IT is one important component of a successful 
legal business today, which can impact on virtually every aspect of a legal practice.  
Examining how this important component of any business strategy is handled, how it can be 
improved and how it can be leveraged to produce better results is a good indicator of the 
overall health and prospects of the business.    

This interim report will be updated following the LSSA Conference in February 2006 - “The 
Future of Legal Practice” - to include updated analysis of additional responses to the IT 
survey, slides from the various presentations at the conference and review commentaries 
from Baker Tilly and Christina Archbold.  

To take part in the research if you have not done so already, so that you can share in the final 
results, please email solutions@inpractice.co.uk to obtain an access code to our “point and 
click” online questionnaire.   

   

mailto:solutions@inpractice.co.uk


 

© The Legal Software Suppliers Association Page No: 5 

3. METHODOLOGY 

3.1. OUR APPROACH 

This is more of a qualitative than a quantitative review, so the conclusions reached here 
represent our interpretation of the facts and opinions gathered and explored during this 
exercise.  

To allow respondents to be as open in their views as possible, all questionnaire responses, 
discussions and quotes included here are not attributed to any specific individuals or 
organisations. 

The research involved the following: 

 

3.1.1 The LSSA Legal IT Survey  

A quantitative research on use of technology – using a questionnaire completed by 215 legal 
practices so far (195 included in this analysis) from across a wide range from sole 
practitioners to top 5 legal practices. Results are summarised in the “LSSA IT Survey 2006” 
section of this report.   

As this is an interim report, you can still take part in the survey and obtain a summary of the 
final report due to be published in March by completing our “point and click” online survey.   
To take part, please email solutions@inpractice.co.uk requesting an access code. 

This research was designed to enable us to: 

1. Provide an up-to-date picture of current use of IT in legal practices today, as a starting 
point for our evaluation of potential for future development. 

2. Compare the approach to IT in the legal profession with the medium sized businesses 
(those with 50 to 500 employees) that form a substantial part of the commercial client 
base. In our analysis of responses, we refer to the “ICAEW Report” which has been a 
valuable point of reference in the work we have carried out here.1 

3. Compare IT in the legal profession now with 5 and 10 years ago, as we are looking 
forward here to the next 5 and 10 years. 

 

3.1.2 Extensive Interviews 

72 wide-ranging interviews and discussions with lawyers, business clients, in-house legal 
departments and introducers of legal work loosely structured around the series of 12 
“Discussion Questions” included in the appendices – with minor variations for respondents 
from outside private practice to reflect their particular involvement with lawyers.  

By including word for word quotations from respondents in these interviews which we believe 
fairly reflect the views expressed in each area we covered, we aim to allow people in practice 
to tell the story from their perspective and paint a picture based on their experience in their 
words – not ours.  The views and opinions expressed during these interviews have been 
remarkably consistent throughout. 

Length of interviews ranged from 25 minutes to 1 hour. Some were face-to-face. Most were 
conducted by telephone having supplied the interviewee with the list of questions for 
discussion and the discussion paper included in the appendices, designed to set the scene 
for the discussion.  Each was conducted at a high level by senior marketing and IT personnel 
from Practical Solutions with considerable experience of the legal market and internal 

                                                      

1 The ICAEW Report presents the finding from research conducted by the Faculty of Information Technology of the 

Institute of Chartered Accountants in England & Wales and published in a report entitled “IT in Medium Sized 
Businesses” in April 2005.  We have aimed to achieve some consistency - in the questions we have asked and in our 
analysis of responses from lawyers. 

mailto:solutions@inpractice.co.uk
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operations of law firms prepared to explore issues arising during each discussion, with an 
open agenda. 

All interviews have been conducted by Allan Carton2 Solicitor, MBA (specialist on 
development of legal services) or Brian Blackwell3 BSc (Hons), AIMC, (specialist in 
technology solutions). 

Relevant quotes and our interpretation of these discussions are reflected in our comments in 
the “Trends & Influences - Interviews” section of this report, where we evaluate key issues 
that are likely to impact on key areas of legal work by work type. 

The interviewees - who provided more than 50 hours of input over a two-month period - were 
selected from respondents to the IT Survey prepared to expand on their views. Also influential 
representatives from organisations invited to take part in the research because they are 
known to have an interest in using or providing legal services and are prepared to express 
their opinions and views.  

In the introduction to the “Interviews” section of this report, we review strategic options for you 
to consider in the context of developing your practice in the light of the comments we have 
recorded here. 

3.2. PARTICIPANTS & NON-PARTICIPANTS 

A list of all the organisations that took part is included in the appendices.  It is relevant to 
consider which organisations declined to take part.   

 

3.2.1 Business Clients 

Many business organisations declined to take part because they could not see how they 
could justify the investment of their time in discussing how their lawyers operate.   

This lack of interest is interesting in itself because – as discussed later in this report – it 
reinforces the view that lawyers have to be very pro-active in developing and demonstrating 
solutions that clients (who want the results they produce for them) will not otherwise take the 
initiative to explore.   

Getting business managers to participate in a “Legal” research project was very difficult, 
reflected in the comment from one Chief Executive: 

“Thanks, but I can’t see the benefit to the ... Group of me giving up my time for this, and 
time is at a premium!” 

Also at this point in time, there are organisations that declined to take part, perhaps because 
they want to keep their thinking on legal services confidential for now, such as: 

 Utilities such as NPower;  

 Retailers such as Tesco 

 Estate Agents such as Chancellors 

We believe that more input from clients on this kind of research would be of value, to give 
lawyers more reliable insight into the perceptions and expectations of the clients who pay the 
fees and have an increasing range of options in dealing with their legal affairs. 

 

                                                      

2 A qualified solicitor with experience in private practice up to 1990, an MBA from Manchester Business School and 

15 years’ involvement as a Business Development consultant working for lawyers and organisations using legal 
services. 

3 A senior IT consultant on system design working with lawyers 
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3.2.2 Legal Practices 

A reasonably representative group of lawyers and other organisations took part in the 
research although it is always difficult to generate involvement in this kind of exercise.  Of 
those who took the trouble to respond to our letters, calls and emails, but were not willing to 
take part, the following comment is typical:   

“I have business planning to oversee and staff to recruit... Incidentally I think that you 
would need to be clairvoyant to have any idea where the legal profession will be in 10 
years given the recent utterances from the politicians in power at present!”4 

“Terribly sorry, am up to my neck and think my small practice would not help you 
much.” 

3.3. AREAS OF LEGAL WORK COVERED 

Discussions with key players during the interviews each focused on an area of business that 
either comprised a substantial proportion of income for the practice overall or was the area of 
work where the person being interviewed was particularly involved.   

Areas were selected from the following categories comprising a mix of commercial and 
personal legal services, with overlaps where firms are handling legal work for individuals 
introduced by commercial organisations. 

 

Commercial Legal Services Personal Legal Services 

o Litigation o Residential Property 

o Commercial Property o Family 

o Corporate & Commercial o Crime 

o Litigation o Wills, Probate, Tax & Trusts 

 o Personal Injury 

 

 

                                                      

4 Anonymous but authorised 
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4. EXECUTIVE SUMMARY 

There are different options for lawyers to pursue in developing long-term successful legal 
business from the position that each legal practice has already established in a changing 
environment.  However, there are some common issues and themes.  Most firms – whatever 
size, areas of work and types of client – should be acting on these now, or at least preparing 
to respond.  Some practices are already working hard on them, but too many are not yet.   

The degree of urgency and significance varies, but failure to address them seriously will allow 
competitors (who may not be traditional legal practices) to take control at some stage in the 
future. These underlying issues are highlighted in the “Trends & Influences – Interviews” 
section of this report.   

The business model for providing legal services has already changed.   

o As in other business sectors, lawyers are now increasingly the end-provider in a 
sales and delivery process that relies on intermediaries to source and introduce the 
business more formally and commercially than in the past. In financial services for 
example, lenders use an increasing number of intermediaries to sell mortgages 
and insurance who are better placed, more effective and better equipped to sell the 
product. 

The range of distribution channels and intermediaries now includes the Internet 
and the Legal Services Commission as well as lenders, property agents, insurance 
companies and fleet management companies to name just a few. 

Intermediaries have standards to meet, with which lawyers have to comply and 
they expect to generate revenue for their part in the chain, so lawyers have to 
structure business to accommodate these demands. 

o The role of intermediaries has blurred the line between personal and commercial 
legal services, so lawyers providing personal legal services have to satisfy the 
more commercially oriented requirements of intermediaries. These requirements 
are becoming more sophisticated as the new “B2B” business model settles in.  For 
example, with increasing technology capability to manage and process data in the 
claims and insurance industry. 

o Alongside this, there are more specialised legal practices, where collaboration with 
other firms is increasingly important, to give them access to a market for their 
services and to accommodate the broader needs of their clients. 

o At the same time, specialisation in areas of legal work within practices (that are 
generally growing in size through merger) require more internal collaboration too to 
deal with the aggregate needs of clients – so client relationships have potential to 
become more fragmented when, perversely, a better overall understanding of the 
client’s broader business and their needs is needed. 

o Having developed these centres of specialism and expertise, clients are now 
choosing a variety of specialist teams and practices as “best of breed” suppliers of 
their legal services – presenting new challenges in managing relationships. 

o The same applies to relationships with individuals where intermediaries, creating 
similar multiple relationships between lawyers and individual clients, can often 
guide people to a specialist provider of a “commodity” service. 

o This has already created a distinction between providers of high volume, lower 
value and of higher value services in relation to both commercial and personal 
business.  

o These changes demand more flexibility and agility in catering for new relationships 
with that increasingly differ from the traditional solicitor-client model. 
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The opportunities recognised by lawyers include: 

o An increase in geographic coverage locally, nationally, in Europe and globally to 
increase the potential to sustain the critical mass needed at different levels to 
maintain all the resources needed to run a successful business; 

o Extension and finer tuning of the range of legal services, how, when and by whom it 
is provided, to better fit the needs of clients, where many legal services are becoming 
commoditised and clients are becoming “customers”  - whether lawyers like it or not.  
This includes but is not limited to “one-stop” services, designed to put the client 
experience of legal service first, with assured quality technical legal advice taken for 
granted. 

o Closer collaboration and integration of legal services and related processes involving 
other organisations providing related services to condense the value chain, adding 
competitive advantage to create a position of strength.  

o Alternatively, focusing on niche areas or work as a specialist in an area of legal work 
or to deliver services tailored to a particular market – with appropriate, focused 
mechanisms for developing business opportunities in those areas. Areas, niches, 
markets and coverage will often depend on the scale of the practice and historical 
connections. 

o The range of options for lawyers is increasing.  There will be more opportunities for 
lawyers to find their own niche to fit their skills and characteristics in legal practice; 
not just as skilled technical legal practitioners, but in many other legal and business 
roles.  There is potential for many to improve their lifestyle, provided they are 
prepared to accept the reality that lawyers today are generally regarded with awe.  
There is still some mystery about what goes on in the legal process, but like doctors, 
clients expect more openness and are keen to remove barriers.   

 

The threats that need a response include: 

o Failure to respond to the demand for improved customer service, business 
understanding and commoditisation of services in relation to both personal and 
commercial legal services – where the gap will be filled by legal and non-legal 
organisations that respond positively and pro-actively to these challenges. 

o Expansion of the in-house legal role where lawyers should be more proactive in 
developing service solutions rather than waiting to respond to client demands.  

o US legal practices with better financial performance taking more market share in the 
UK and EU. 

o More loss of influence in the conveyancing market to introducers as a result of the 
introduction of HIPS and failure to establish a controlling position when business 
collaborations, vertical and horizontal integration begins to accelerate in this sector. 

o Failure to capitalise on the potential benefits that can be generated in an e-enabled 
legal practice, bearing in mind the range of government and privately funded e-
initiatives already under way that impact directly on legal practice. 

o More loss of influence in the personal injury market to introducers through failure to 
establish a controlling position when business collaborations, vertical and horizontal 
integration begins to accelerate in this sector. 

o Demands for extensive reforms on delivering publicly funded criminal services with a 
shift towards not-for-profit and publicly managed services. May also create 
opportunities for some. 

o Extension of retailers to sell and outsource more legal services, where response to 
customer service demands and managing the relationship with he retailer will be 
paramount  
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o Failure to exploit the potential of old and new opportunities through ineffective 
management of people, technology and marketing and failure to participate in 
collaborations or consolidations of practices to create the critical mass required to 
make this work. 

 

Strategies and tactics that should be developed proactively to capitalise on these 
opportunities and others include: 

o Cost reduction, and adding more value, whatever the price. 

o Getting closer to clients – understanding business needs, tailoring how we deal with 
members of the public to fit with what they want in every respect possible.  

o Adding local convenience and personal touch to add value where possible. 

o Filling gaps in business and legal expertise 

o Distinction between specialists in commoditised and high value legal services.  

o Niche or one-stop solutions. 

o New Business Structures or even if the licensed “Alternative Business Structure” 
proposals are not approved, create more corporate style legal practices to: 

o Exploit flexibility and business agility where it exists 

o Generate more investment for new initiatives and ventures 

o Improve service and revenue through non-legal services 

o Attract new talent with an increase in the options for personal development 

o Improve management 

o Consolidation  

o Mergers, acquisitions of key personnel and teams  

o Vertical integration – complete the chain. 

o Collaboration and Integration 

o Between people within the practice to capitalise on knowledge, experience 
and expertise 

o Of processes internally and externally 

o Internationally, in Europe and between UK legal practices – large and small 
for mutual benefit. 

o With clients, competitors, associated business 

 

Underlying issues that need to be addressed are highlighted by the widespread failure to 
capitalise on the potential of technology to facilitate these new business initiatives and 
strategies that would enable legal practices to be more successful.  Concerns and 
recommendations specific to IT are covered in the LSSA IT Survey Sections of this report, 
summarised below.   

The underlying issues that need to be addressed include: 

o Legal culture: lack of tolerance and genuine respect for non-lawyers ranging from 
clients to IT Directors; indifference and reluctance to change; insularity and resistance 
to transparent and open relationships with potential business partners.  Being a 
lawyer can no longer be the comfortable “hobby” that many have played with in the 
past – where complacency is still rife because it has not been difficult (and for many it 
is still not difficult) to earn a good living.  The impact of commercial reality will still take 
many by surprise from large firms (where they are most insulated) to small.  Fear of 
the future has already begun to stir more lawyers into more innovative thinking about 
different ways of working and delivering services. 

o Introduction of more business-capable people into positions of influence in legal 
practices.  To achieve this and to get the most capable people to fill these roles, they 
have to be perceived to be on par with the senior lawyers.  Some, but few, practices 
are there already, others are heading in that direction, but the partners really haven’t 
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quite bought it and have a vested interest in protecting their current position and 
status.   

Most have a very long way to go, but for many of these, we believe the commercial 
realities are just beginning to help them recognise that there is no other way.  
However, getting from where they currently are to a new business environment is an 
understandably paralysing prospect for lawyers without serious business 
management experience. 

o Specifically on technology to support business initiatives: more leadership of 
initiatives from the top, better understanding of what can be achieved, more 
investment in training, more project management, more discussion of options with 
clients and business partners, more involvement of IT people with more 
understanding of clients and legal process at a top level in managing the practice, 
more use of technology as a service (which we explain in the report) and more trust 
and collaboration between legal practices and technology suppliers, with investment 
of time on both sides in developing business solutions. 

Supporting technology could be used to much greater effect to support business solutions 
much more effectively.  The commercial competition are not here yet, few solicitor 
competitors are doing it – so you can stake your claim and achieve a sustainable position now 
if you get started.   You don’t have to do it (whatever that is) first, although being first would 
be good and gives you experience and a chance to modify before others get it right.  You 
don’t want to follow too late.   

At its most basic, technology that has been implemented effectively and which is being used 
by people who understand it should help with:  

o Internal operations to cut costs, ease communication, improve productivity and the 
working environment. 

o Clients, business partners and government agencies - to cut costs, streamline 
processes, ease communication, tailor service options, add value and convenience. 

o Risk Management – from money laundering regulations to Business Continuity 
Management 

o Flexible working – with remote and mobile access 24/7 

o Streamlining ways of working to improve the working environment, performance and 
job satisfaction  

o Financial and non-financial performance assessment  

o More accurate, frequent and less costly billing 

o Managing relationships with clients. 

o A means of rationalising, storing and sharing accumulating legal knowledge. Success 
in developing some capability in this particular area is likely to be critical in the future 
as only practices who have started this process early will be able to share it or sell it 
electronically in the future. 

The most successful legal practices of the future – not just those handling low value, high 
volume work – will be the ones that really get a grip on technology and the e-process potential 
of e-business across networks of business partners, rather than just within your business.  
They will be getting the best out of software applications, business alliances via API’s and 
creative use of people through embedding business rules into software, outsourcing, out-
tasking, in-sourcing and exceptional handling of exceptions (i.e. where human intervention is 
needed because automated systems can not handle it effectively.)  

 

Summary of Findings from the LSSA IT Survey 

o IT is widely recognised as critical in legal practice – 91% say Essential (59% - reliant on it 
to deliver on our bottom line and serve our customers) Important (32% -enabling us to 
operate more efficiently). 
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o The Legal sector has fallen behind industry generally in implementing e-business 
solutions, with plans to catch up in the next 2 years, but it doesn’t look as though this is 
possible on current budget allocations. 

o IT budgets have reduced significantly as a % of fee income over the past 5 years (now at 
3.5%) with 61% of respondents planning to spend the same or less next year than they 
do now. 

o Very many lawyers currently do not make very much use of the technology tools already 
available – even though the results they could help the practice to produce if they were 
used are regarded as business priorities.  Getting closer to clients, improving 
communication, cutting costs, improving service.  

o With client relationships top of the list for most legal practices in developing their 
business, it is alarming that only 2% of practices responding felt that they are yet 
producing all the results they want from CRM and Marketing databases.   By far and away 
the largest users of are the larger law firms with 26 to 50 or more than 50 Partners.  Only 
18% of these firms are not doing anything with this technology, so 80% are somewhere in 
the middle! 

o Only 36% of respondents are making use of KPI’s and benchmarks at all to improve 
business performance, with just 7% satisfied they are making full use of it. 

o Interestingly on the other hand, digital dictation, which is relatively new in the market 
already, has 25% of users believing it is producing all the results they want from it.  From 
feed back on the interviews and generally, it appears that Blackberries are equally warmly 
received – perhaps because using them do not involve fee earners in doing anything to 
change the way they work? 

o With many firms already spending little or nothing on IT training for their people (as 
confirmed in numbers produced in this IT survey) and failing to invest in internal project 
management time and people (as confirmed in the interviews we undertook) less overall 
investment in IT is unlikely to work.   

o As “risk to the business” from potential failure of the new system is ranked number one by 
a significant margin, we would suggest that more mutual trust, closer working 
relationships between suppliers and legal practices, with more pro-active and effective 
internal project management would help to allay and address fears; also producing better 
results in making use of the technology. 

o Developments in the option to use “Software as a Service” discussed earlier in this report 
– using “hosted” and “outsourced” technology – could help address concerns in relation to 
ongoing management and failure to update systems. 

o Expectations of technology are rising with user satisfaction ratings on “ease of use,” 
“matching needs,” “improving productivity” and “ meeting expectations” all rising over the 
past 5 years. However, a consistent 3% to 4% over the period still rate case management 
solutions as poor on all measures except “meeting expectations.”  The 15% rating on 
“meeting expectations” as “poor” in 2000 has improved to 9% in 2005. Products have 
improved significantly during this period and further improvements should be made, but 
lack of investment in training, project management and training undoubtedly impact on 
the results.  

o 57% are not using a knowledge management system and only 5% are satisfied that they 
are producing all the results they want from it. Success in developing some capability in 
this particular area is likely to be critical in the future as only practices who have started 
this process early will be able to share it or sell it electronically in the future. 

o Our interviews suggest that it is invariably the underlying culture of the practice, 
reinforced by lack of effective professional management that inhibits progress with 
technology resulting in lack of interest and investment in training and project 
management.  Also that effective implementation requires: 

o Leadership from the top. 

o IT people have to become business people, with authority. 
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o Mutual trust between IT suppliers and the internal project team with willingness 
to be flexible on both sides to achieve business results. 

o A focus on business results and solutions. 

o A business case that justifies the investment and defines the benefits, even if 
they are difficult to quantify 

o Commitment of internal time and resources to project management 

o Adequate and effective training 

o Effective communication in a common language between legal teams and the 
IT team. 
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5. LEGAL SERVICES – A VIEW FROM WITHIN  

5.1. INTRODUCTION 

This section summarises our interpretation of key factors relevant to the internal workings of 
legal practices that we regard as the key relevant themes brought out during this research.  
Our conclusions are based upon the combined information gathered from the analysis of the 
LSSA IT Survey responses and interviews with respondents during our research; also data 
generally available and our objective evaluation based on market research and business 
development projects for lawyers, legal organisations and their clients over the past 15 years.   

This is our interpretation, which you are welcome to challenge. You should review the detailed 
findings of the research included later in this report to reach your own conclusions. 

Read the words of the people we interviewed during this research and then be 
honest with yourself about your practice.  Would someone in your practice ever 
say that? Are there solutions that your practice could action that are being left 
on the back burner today because it’s a little too difficult or painful to think 
about? 

Here we aim to clarify and home in on key over-riding issues and opportunities that ought to 
be considered when evaluating how best to implement successful strategies in the future. 

5.2. KEY STATISTICS & TRENDS – THE LAST 10 YEARS 

o There are now 121,165 solicitors on the roll of which 96,757 hold a practising 
certificate.  75,079 work in private practice. 

o 9,211 private practice firms, broken down as follows: 

Number of partners % of Number of Practices % of Solicitors employed 

1 45.3% 8.5% 

2-4 39.7% 22.2% 

5-10 9.8% 16.4% 

11-25 3.6% 15.9% 

26 or more 1.5% 36.9% 

 

o The 1.5% of legal firms with more than 25 partners employ 37% of all solicitors.  
The 45% of legal practices run by a sole practitioner employ just 8.5% of all 
solicitors. 

o More solicitors with a 50% increase in the number with practising certificates – from 
63,628 to 96,757. 

o 113% increase in the number of women solicitors, from 18,417 to 39,199 – now 
accounting for over 40% of solicitors.  They account for 49% of lawyers working in 
industry; 38% in private practice. 

o Nearly 60% of all practising solicitors are aged 40 or under. 

o The number of “employed” solicitors working in industry has (at least) doubled.   
Those with practising certificates increased from 10,910 to 21,678, but many do not 
need to hold a practising certificate.         
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5.3. THE LEGAL PROFESSION IS CHANGING 

o More women in the profession (40% and going up5), are catching up on men in 
partnerships, which will impact favourably on public perceptions of lawyers and 
introduce more flexibility into the way lawyers operate.  Women make up 44% of 
the UK workforce overall, having increased by 1.5% in the previous 10 years.6 

o An increasingly younger mix of both men and women with the average age at 43 
and 37 respectively should mean that more innovative ways of providing system 
would be explored.  This compares with the average age of the UK workforce, 
which is just above 39, having risen by 1.5 years between 1991 and 2001.7 

o With more and more solicitors currently employed in-house and in industry (at least 
18% and going up) and equity partnership often proving less attractive, the role as 
an employee will prove increasingly attractive to many lawyers; particularly the high 
numbers of Law graduates who find it difficult to find a place as a trainee lawyer 
and currently end up working as paralegals, PSL’s and similar.  The transition of 
the profession has already begun here. 

5.4. SPECIALISATION & STANDARDS 

Alongside the introduction of general practice management standards like Lexcel, 
Investors in People and ISO 9002, lawyers who specialise in some areas distinguish 
themselves from more generalist lawyers through membership of specialist Law 
Society panels, which now include: 

o Children Panel 

o Civil and Commercial Mediation Panel  

o Clinical Negligence Panel  

o Criminal Litigation Accreditation Scheme  

o Family Law Panel  

o Family Law Panel – Advanced  

o Family Mediation Panel  

o Higher Courts Rights of Audience  

o Immigration and Asylum Accreditation Scheme  

o Insolvency Practitioners  

o Mental Health Review Tribunal Panel  

o Personal Injury Panel  

o Planning Law Panel 

These also run alongside law firms that specialise in specific areas of legal aid as 
defined by the areas of work they are authorised to handle. 

Most of these relate to services provided to individuals, so regulation and the drive for 
compliance is stronger in private client firms than in commercial.  The Legal Aid 
Board forced the biggest improvements in quality systems and practice management 
by introducing Legal Aid Franchises and “transaction criteria” in the early and mid 
1990’s.  They made little impact on commercial practices, which fell behind in this 
area of managing their business.  However, introduction of these standards were 
resisted by legal aid firms at the outset and there is continuing resistance to the high 

                                                      

5 The Law Society – Key Facts 2004 with statistics as at 31 July 2004. 

6 Labour Market Trends, March 2002 

7 Labour Market Trends, February 2003 
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level of paperwork and administration required by firms handling work funded by the 
Legal Service Commission.  This can be more daunting than keeping abreast of 
changes in the law, considering the constant changes and updates in procedural 
rules and regulations!  

5.5. LAWYERS WORK IN AN SME  

Lawyers are like any other small or medium sized enterprise; often though, they just 
have less management resource, skills and expertise to make things happen.  Our 
interviews confirm that there are a lot of very frustrated lawyers, senior managers and 
support staff who know what their practice should be doing to be more successful, but 
where the steps they rightly identify are just not happening!  Too many lawyers are not 
taking responsibility where other Medium Sized Businesses are and it’s time for a 
wakeup call. 

Simon Whitwham, Customer Services Director at Stroud & Swindon Building Society 
summed up his views on successful marketing of their services in a presentation8 to 
members of the Council of Mortgage Lenders (“CML”) in June 2005, delving into the 
issues that constrain their business, like many others.   The following slides carry 
messages that are consistent with the opportunities, trends and obstacles in the legal 
profession as reviewed in this report.  Having summarised the theory of marketing in 
their business, Simon carried on as follows: 

 

         

          

 

 

 

 

 

                                                      

8 Reproduced here courtesy of Stroud & Swindon Building Society. 

Nice theory, what about reality…….

• Technology, Process, People

• Process, People, Technology

• People, Technology, Process

• It’s about creating the optimal balance 
between the three.  All three are important.

People
Process

Technology
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Technology

• 18 years ago - very little

• Now - almost too much!

• Some works and reduces cost, boosts efficiency and delivers value

• Some does not work!

• Most puts more distance between us and our customers When it goes 

wrong its usually spectacularly bad

• It’s complex:

 Legacy systems, POS front end, CRM, middleware, internet, intranet, 

telephony, 3rd party links, voice recognition, voice over IP

Technological Integration

• Straight through processing

• Automate links to 3rd party systems

• Front, middle & back office integration

• Marketing database integration

• Financial ledger integration

• Telephony integration

• Image and workflow integration

• Testing cycles lengthen

• People need to understand all this and not just the techies!

• Reactive environment

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

So they really want to do this; we 
need to get organised to work with 
them and / or their competitors who 
are doing the same. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Processes
• Technology enables process

• People operate process in conjunction with technology

• Many processes sit outside the technology

• Processes becoming more complex:

Advised sales process for mortgages!

KFI production

Financial promotion sign-off

etc., etc.

• Not just the process itself, it is all the ancillaries

compliance with multiple rules

MCOB, ICOB, DMD, TCF

 internal procedures and paper work

3rd party relationships 
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People

• Often forgotten in the whole equation!

• Most important link in the chain

• Have to be:

 technologically ‘literate’

qualified in certain cases

highly rules aware

good communicators

well inducted, well trained

• Good ones becoming harder to find

• Pay rates on the way up (outstripping HPI!)

 internal cost pressures

external recruitment issues

 

 

 

The same issues … 

… but they have more management 
expertise to deal with them. 

 

 

 

 

 

 

 

 

5.6. LEGAL CULTURE 

There are many highly innovative and commercially minded lawyers working in private 
practice and in industry, but not enough to guarantee the future prospects of the 
current number of legal practices (9,211) in England & Wales.  There are more 
competitors, with higher expectations and stronger commercial demands than there 
were even 5 years ago.   

The widening gulf between the lawyers who carry on working as lawyers and managing 
their practice primarily to provide them with a way of life, rather than to deliver 
competitively priced and customer-focused legal services is now clearly identifiable.  
Adoption of technology and culture change are defining criteria that help to distinguish 
between the two.  

Clients can tell long before they meet a lawyer just what kind of practice they are 
dealing with – through the appearance of the offices, the attitude of the receptionist, the 
way the first letter is written; all elements of the service that are tangible and can be 
controlled.  Generally, those perceptions are now a fair indication of the kind of practice 
you are. 

Some of the symptoms highlighted in this research which flow from the “lifestyle” 
approach to business that many lawyers have chosen or drifted into are: 

o Lack of respect for professional managers because of a lack of understanding and 
appreciation of their non-legal skills.  IT professionals probably fall more into this 
category than any other because the work many of them do is not tangible.   

o Insular lawyers who fear competitors will need to be more open with others – to be 
prepared to take the risk of exploring new business opportunities with other 
lawyers, clients and contacts, with an eye on business partnership. 

o Resistance to collaboration that will be need everywhere – between legal practices, 
IT suppliers, business partners and clients. 

o An inhibitive conservative culture that stifles innovation and change in too many 
firms. There needs to be more innovation, so lawyers can present business 
solutions to clients, rather than be driven by demand for changes that may come 
too late from the client. 

o Lack of focus on clients – to provide them with the service in the way they really 
want it, rather than the way that fits the way the legal firm works.  
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o ROI and Added Value – the need to introduce effective benchmarks to justify the 
business case for developing business solutions, where IT is now an almost 
inevitable component. 

5.7. LARGE FIRMS V SMALL FIRMS 

5.7.1 Introduction 

As a generalisation, we regard a “small firm” as one with less than 50 people, which 
equates to the recommended maximum number of users on Microsoft’s “Small 
Business Server” software. 

 

5.7.2 Big is Not Always Better 

IT Directors (even) in the larger firms get bogged down in day-to-day implementation.  
They don’t have time to deal with the bigger picture or to take a truly strategic role in 
developing technologies. 

Small firms that have been using case management extensively may be surprised 
that such a simple solution as linking incoming emails to matters is regarded as a 
major success now, when email has been around for so long.  Why didn’t lawyers, 
their IT teams and suppliers recognise this a long time ago. 

“You can probably get there faster in a smaller firm, where you can get all the key people 

and decision makers together in one room. Smaller firms can move faster if they have the 

right people.  That’s what has allowed them to accelerate their development in Australia 

over the past few years”. – IT Director, large practice. 

 

5.7.3 Recognised Opportunities 

For sole practitioners, there is a problem with finding the time to introduce new ways 
of operating: 

“If we had set up this way 10 years ago, I’d look to expand with more people, so (the 

principal) could focus 100% on court work” – Administrator, sole practitioner 

But if you have a business plan and can stick to it, the rewards can be worth the 
effort, making use of the flexibility and agility that being small brings with it: 

“I am making more money, personally, than the senior partners of a lot of big firms 

and that’s only because of our use of IT.” - Sole practitioner, web based services 

“As a niche practice, the Clementi proposals create some interesting opportunities 

for me as I a can link up “seamlessly” with other service providers because I can so 

flexible.  Increasing globalisation also extends my market – so lawyers outside the 

UK come to me as an expert. But I need advice on technology that I feel I can’t 

afford. ” Sole practitioner, niche. 

The general picture appears to show that small niche practices can be particularly 
successful if they work hard to collaborate with others  

However, smaller firms do have difficulty finding time and resources as there are 
fewer support staff available and no economies of scale.  Taking new steps is difficult: 

“I only see this in the larger firms because of the skills gaps in smaller firms like 

ours. People in smaller firms tend to wear more hats.” 

When it comes to use of technology, small firms tend to be defensive. 

“We are a small firm – radically we TALK to each other.” – in response to questions 

on knowledge management. 
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5.7.4 Conclusions 

o To be successful, small firms will have to consolidate, collaborate and/ or 
operate in a niche area. 

o Technology is as relevant to small firms at to large and they can produce 
equally good results for their business with the right level of investment. 

o To support the strengths of their business, smaller niche firms should focus on 
technologies such as collaboration tools and web services that enable 
enquirers to pre-qualify their legal issues, filtering out the dross and 
demonstrating expertise. 

o There are big holes in the average lawyers’ understanding of technology, which 
doesn’t matter so much in a large practice, but inhibit development in small 
practices, where lawyers have to make the decisions.  What can be done to 
add more “working” understanding of IT here? Reading relevant publications 
may be an option, but it all takes time.  

o Technology can play a significant part in potential to collaborate successfully 
through: 

o Online communications 

o Shared access to online portals 

o Collaboration can be with other lawyers or with providers of non-legal services, 
where relationships could become closer post-Clementi. 

o Consolidation brings the opportunity to formally combine resources and share 
overheads to produce returns, but lawyers who value their independence and 
freedom will have to work within more clearly defined and managed business 
structures. 

o Practices might choose to collaborate on IT alone or in addition to developing 
business opportunities? 

o ASP9 solutions may provide an answer, subject to cost now that the bandwidth 
needed is affordable and relatively reliable. 

o Should small firms with limited resources collaborate with competitors to share 
IT people or backup resources to justify the investment? 

 

5.8. SOFTWARE SUPPLIERS 

“The key difference for me between our suppliers is that some are desperately keen to do it 

“their way”, when the ones we want are desperately keen to work with us and “do it our 

way”.  It would be good if there was a more cohesive approach to information sharing by 

suppliers who think they are selling into the legal market.  How much duplication must there 

be between the likes of Lexis Nexis and West?  What’s the point?   They should collaborate 

more.” – IT Director, larger city practice. 

“People selling technology solutions to us should spend more time with us.  I want to work 

with the ones that want to learn about us and how we want to integrate. There are too many 

gadgets when we are still trying to make what we’ve got work for us. With firms like ours, I’d 

have thought they’d be trying harder to fend off Microsoft by showing us the return on 

investment.  If I were them, I’d be all over me! Integration is our biggest problem. There needs 

to be more collaboration between suppliers.” – IT Partner, larger hybrid  practice. 

                                                      

9 An application service provider (ASP) is a business that provides computer-based services to customers over a 

network. The most limited sense of this business is that of providing access to a particular application program (such 
as medical billing) using a standard protocol such as HTTP.  
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“Integrating legal products is a nightmare.  We would like more co-ordination and 

collaboration between suppliers. Looking ahead at supply chain management – we want an 

SAP style solution where we can integrate procurement systems with auditing systems 

alongside the rest of the applications.  At this stage there is nothing around to deal with, for 

example, supplier contract management.” – IT Director, national general practice 

“The capital cost of IT projects is obviously a barrier in some ways, especially when 

combined with the ignorance of the buyers.  

o The IT industry needs to think of ways that it can work in partnership with firms in 

order to ease them through the buying process by demonstrating value of their 

products.  

o Those making buying decisions are often not IT literate enough themselves to 

understand the benefits.  Certainly in small partnerships the ignorance of one 

partner is sufficient to veto the purchase costs of any new IT.  I don’t know where the 

gaps are because I am not IT literate enough myself to know what many of the 

potential capabilities are.   

The problems for IT suppliers are not easy to resolve.  It is no good blinding lawyers 

with science, because they will just turn off.  I do not see IT providers as being much 

different from legal service providers in terms of the need to get closer to individual 

clients to work out solutions which provide value to those customers.  My experience 

of off the shelf products is that law firms will not pay for more than one round of 

training.  By the time a couple of super users have left the firm, the effectiveness of 

the systems are reduced as the capacity to use them is negated.” – Practice Manager, 

smaller commercial practice. 

 

5.9. LEGAL BUSINESS  

Lawyers’ personal demands for independence, status and to maintain a position of 
personal financial strength threaten to inhibit opportunities for real reform and growth 
that could potentially produce more attractive financial returns and improved quality of 
life to more lawyers, whilst also producing better perceived service and value for 
personal and corporate clients. 

There is often talk about “competing on a level playing field,” but now it is the game that 
is changing.  Traditional legal practices – large and small may succeed in this situation, 
but that is not likely to be the case.  Generally, lawyers will not fare very well at all in 
the future if the objective is to develop sustainable long-term profits in the light of new 
competition that potentially operates on a different “playing field,” so perhaps larger 
firms have to get moving sooner as they are more difficult to turn?   

As one legal MD put it “more lawyers are going to have to get into the real world!”  For 
different reasons, the imperatives are at least as strong for larger legal practices 
because the smaller ones can be more agile and flexible in the way they operate in 
catering for demand. 

 “We will have to change to a corporate structure to generate the investment.  The main 

obstacle is shifting comfortable partners from their current position.  But one third of equity 

partners here are under 50.  They are the driving force for change and are trying to have a 

discussion about the next 5 to 10 years.  There will be some movement by 2008/9.” [Operating 

in Personal Injury] 

o Most clients and many introducers of business do not demand technology solutions 
from their lawyers.  Instead, they apply pressure for better value and results; 
leaving the lawyers to work out for themselves how best to deliver. Too many firms 
cut prices, increase hours and reduce salaries without taking the initiative to work 
smarter - when part of the smarter solution would often involve better use of 
technology. 
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o Introducing these changes demands management skills, time and an innovative 
approach. 

o Investment in technology and management resources has an impact on cash flow, 
so more capital investment is required from somewhere.  Even to develop and 
present the business case for this to the bank involves investment of time and skills 
- and vision - that many legal firms as they are currently structured still lack. 

o Shared ownership, horizontal and vertical integration of providers of a range of 
products and services (including legal) in some areas, to streamline and cut costs 
are all potentially attractive options for some lawyers.   

o Making the changes needed demand vision, effective management, smarter use of 
technology, a wider range of skills and a culture that facilitates a flexible approach 
to working practices.   

  

5.10. THE ROLE OF IT MANAGERS & DIRECTORS 

The role of IT Managers and senior managers generally in legal practices is maturing, but it 
looks as though there are still hurdles to be jumped in most firms – of all sizes: 

IT personnel work most effectively in collaboration with active support from project sponsors – 
whether legal, financial, marketing or HR, so they need the skills, confidence and respect to 
make these collaborations successful: 

“If the project is business-facing — get one of the business people to front the requirement 

and become the project sponsor. It is amazing how many previously closed doors open by 

doing this — after all, if they want this service or system they must know why.  

 

If the project relates to another support area, do not, under any circumstances, sponsor the 

project as an IT project — if it is a new finance system, get the finance director in the frame. 

This is not a ‘sloping shoulders’ exercise, this is reality. If the finance department needs a new 

finance system they are best placed to argue the case. If the personnel department needs a 

more sophisticated HR system, they know the details of why.  

 

Wherever possible, IT should remember the mantra — we facilitate. We don’t originate, 

except where it is an entirely technical project — like replacing the network infrastructure for 

instance — and even then you could have a reasonably good shot at getting the risk committee 

to underwrite that investment, at least in part.” – IT Director, larger city practice. 

But these collaborations will not work unless IT people understand the business. 

“IT people have to become business people, to understand the people, the business and the 

processes.  Most IT Directors are still firefighting – under pressure to keep the technology 

working, rather than developing solutions in an environment where lawyers don’t see or 

recognise the work that is being done.  IT people need to develop the skills to propose pieces 

of work, rather than let it happen.  They have to stand up and be counted – not enough do!  

And they need to use their imagination more.” – IT Director, larger general practice.  

At the top level: 

o IT people need to be more focused on the business, rather than technology 

o IT people need more contact with clients and more understanding of the business. 

o With an understanding and an approach to satisfying them, lawyers should enable 
senior IT professionals to take more strategic and front line roles in the business, 
where the returns they can produce can perceptively equal and exceed the returns 
from partners.   

Further down: 

o There should be some mechanism to improve communication between IT and the 
people doing the legal work.  In large firms there are “IT Relationship Managers” to 
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convert legal into technical and technical into legal.  In smaller firms, lawyers and IT 
have to work harder to understand each other’s worlds.  Lawyers should read and 
listen to what others are doing with technology; IT people should spend more time 
talking to lawyers about legal processes.   

And a widely expressed view amongst IT people: 

“Perhaps there should be some form of professional accreditation to recognise the specialist 

skills of people working in the IT sector.  None exists now, although there is an argument that 

there are not enough legal IT people to justify it.” - IT Director, larger niche practice. 

“There are 3 types of project – the “stay alive” ones that have to be done regardless, so they 

take priority – such as a Windows upgrade.  Then the ones that keep you up with the market. If 

someone else is doing it, we need to keep up – such as extranets. And then the “wouldn’t it be 

lovely” which comes in two varieties – from the Fee earners and from the IT team.  But I don’t 

think we’ve ever done one from the IT team.” - IT Director, large commercial practice. 

 

o There are too many very small practices that will struggle to recruit and train 
enough good people to survive and thrive on their own in the future. 

o With 59% of respondents to our IT survey agreeing that “IT is essential to deliver 
on our bottom line and serve our customers,” every legal practice has to be fully in 
control of this aspect of the business and be satisfied they are doing all they can to 
produce the best possible returns from it. 

o Many smaller firms have to consolidate through merger, collaboration or by 
completely restructuring the way they operate. 

o Some firms will specialise more to focus on areas that don’t require them to be all 
things to all people; others will diversify in association with non-legal providers to 
provide a more comprehensive range of services that can generate more revenue 
from the relationship with clients – where people-based and computer-based 
initiatives to improve communication and service will come to the fore. 

o More lawyers will become “employed” in one form or another. 

o Women will help to break down some of the traditional barriers that have been 
erected between lawyers and the people they do business with. 

o “Alternative Business Structures” will eventually become the norm.  

o Lawyers will have more choice in the kind of work they do in private practice. 

o Electronic exchange of data to integrate internal applications, data and systems will 
be difficult to achieve, but once it is achieved, there will be colossal benefits from 
improvements in business process and more flexibility in the way people work. 

o Achieving integration requires communication and a combined understanding of 
the needs of clients, legal processes and the technology tools potentially available, 
that few lawyers have – so more external expertise should be welcomed into legal 
businesses  

5.11. TECHNOLOGY 

o Producing results from technology is about people, not “pieces of tin”.  

o IT personnel need to learn more about legal business.  To do this, they need to 
meet clients so they can understand the business solutions that need to be 
developed to meet their needs; but they also need to understand how lawyers can 
work smarter too. 

o There are plenty of technologies already available to most firms. The key issues for 
some time to come relate to how people adapt, implement and use what is already 
available, with developments likely on: 

o Internal and external integration 
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o Security 

o Mobile and remote working 

o It takes time to learn the lessons, but technology is now so critical to legal practice 
that it is time to take whatever steps are possible to accelerate the learning 
process. 

o More “open systems” will continue to be developed to enable integration, both 
internally and externally that will facilitate reduction in costs and transaction times 
and improve the quality of information (perhaps legal advice) available. 

o There will be more options for easier and more communication – internally and 
externally – using whatever media are available, from XML data to 
videoconferencing and webinars. 

o IT people should be involved more in contact with clients and with lawyers to 
develop their understanding of the business and legal processes so they can 
actively participate in developing business solutions. 

o Key tools 

o IP Telephony has very little to do with mobile technologies per sé – 
suggest rewording to:  “Mobile technologies are providing faster, more 
reliable and more secure connections with richer content.  You can do 
everything that you currently do in the office on a connected device or 
devices; e.g. laptop, PDA, etc. almost anywhere. 

o Video conferencing, web conferencing 

o Seamless integration between all applications internally and with clients so 
that data can be accessed (by mobile) and manipulated from anywhere. 

o Enough security to be able to use these services with confidence. 

5.12. TECHNOLOGY SUPPLIERS 

o There is a call for more collaboration and co-ordination between them to facilitate 
easier integration of products and services. 

o Interest in business solutions as opposed to applications. 

o Greater use of ‘standards’ support for information formatting and transmission, 
particularly between different suppliers applications. 
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6. LEGAL SERVICES – EXTERNAL INFLUENCES 

6.1. INTRODUCTION 

There is a whole series of changes being introduced, some of which are already making an 
impact.  We outline some of these below, to set the context for our assessment of the data 
and information we have gathered during this research. 

6.2. GOVERNMENT INITIATIVES 

The UK Government is the strongest driving force behind change in the legal 
profession in relation to both personal and corporate legal services, driving a battery of 
initiatives across various departments that impact on different areas of legal practice.  
We provide more background and weblinks so you can gather more information on the 
following, which are amongst those with the most direct impact: 

o The Land Registry developing the framework for e-conveyancing. 
www.landregistry.gov.uk/e-conveyancing   

o The Office of the Deputy Prime Minister (“ODPM”) pressing forwards on   Home 
Information Packs (HIPS).   

o The Department of Constitutional Affairs (“DCA”) – with the Clementi Review of 
Legal Services and pressing forwards on Criminal Justice IT systems 
(www.cjit.gov.uk ) online court claims and e-disclosure in the courts, subject to 
funding. www.dca.gov.uk  

o The LSC with the Carter Review on Legal Aid Procurement and a variety of 
initiatives from Community Legal Services to a Public Defender Service. 
www.legalservices.gov.uk  

o European Commission attack on restrictive practices 

This is persistent and consistent pressure on the legal profession, because we 
lawyers consistently fail to address important issues ourselves. 

Much of this ought to be welcomed.  For example, having a Law Society that looks 
after just the interests of members means that we can get rid of rules and regulations 
that have inhibited and “cocooned” lawyers, easing many into a false sense of 
security.  

Overall the Government’s reasoning is sound in today’s social and business 
environments.  Whatever your view, most of it is going to happen – so get prepared!   

6.3. CLIENTS, CUSTOMERS, SOURCES 

6.3.1 Overall in Business 

We reached the following key relevant conclusions: 

o Business clients believe that lawyers don’t understand their business. 

o On technology, they are no better than lawyers. 

o Pressure is business performance – they define results, not solutions. 

o As ever, up to lawyers to structure the solution to make a profit. 

o Now clients want innovation to add value too – your decision. 

o Business solutions that produce results win business and fees. 

Most clients and many introducers of business do not demand technology solutions 
from their lawyers.  Instead, they apply pressure for better value and results; leaving 
the lawyers to work out for themselves how best to deliver. Too many firms cut prices, 
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increase hours and reduce salaries without taking the initiative to work smarter - 
when part of the smarter solution would often involve better use of technology and 
improved business results for clients that justify higher fees. 

 

6.3.2 In-House Legals 

The number of “employed” solicitors working in industry has (at least) doubled.   
Those with practising certificates increased from 10,910 to 21,678, but many do not 
need to hold a practising certificate 

Lawyers in private practice should be more proactive in developing service solutions 
rather than waiting to respond to client demands.   

o Numbers of in-house lawyers are increasing, across a wider spread of 
business, with more legal activity. 

o More, better lawyers are becoming “employed” in industry  

o Their roles are changing, becoming more proactive  

o Increasing pressure on pricing  

o Introducing more controls – SLA’s, reporting, controls 

There will increasingly be two sides to the coin.  In house legal teams will provide less 
legal work to private practice firms and the work they outsource will be more tightly 
managed.  At the same time, being an employed solicitor is becoming more 
attractive, so quality people will move in this direction; and it could be a better lifestyle 
than many experience in private practice if they can handle the corporate structure – 
which is becoming more attractive in private practice anyway. 

In-house v private practice, the Lawyer, 9 Jan 0610 

Countless lawyers have argued the pros and cons of turning their backs on private 

practice for life as an in-house lawyer. The Lawyer recently had the pleasure of 

lending an ear to Rupert Pearce, group general counsel at Inmarsat, who turned 

away from Linklaters’ partnership, where he led the IPO practice during the dotcom 

boom, for what he suspected were greener pastures.  

It made for interesting interviewing and, as there may be a few private practice 

lawyers considering a directional change in their careers as a New Year's resolution, 

we thought it prudent to share some of his thoughts. 

"People who move out of private practice want to make a difference and exercise 

their creativity and good commercial sense. But however commercial you thought 

you were in private practice, it's a joke. Wait until you get out into the real world," he 

said. 

"It's fun being in a medium-sized organisation - we're big enough to have a Costa 

Coffee in the canteen, but not so big that the lawyers are lost in a complex hierarchy; 

they have a real ability to make a difference here. 

"I'm not happy with a 9am-5pm day, there can't be challenges if you do that, but you 

want a modicum of control over your life. I don't miss weekends anymore, I don't 

miss out on watching rugby matches with my mates, I don't miss my kids in nativity 

plays. My daughter's only going to be eight years' old once, and I don't want to watch 

it on a videotape. 

"I don't rule a return to private practice in or out. Once you're off the 'career-for-life' 

trajectory, you can rule anything in or out, but I certainly don't think about what I'll 

be doing in five years anymore. I just know I'll be doing something challenging and 

interesting, or something I want to be doing. You stop thinking about your career and 

what you've got to do this week and see the bigger picture of life."  

                                                      

10 Courtesy of the Lawyer – Vol 20, issue 1.  
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6.4. CLEMENTI ... AS EXTENDED BY THE DCA 

6.4.1 Introduction 

The government clearly has it’s own agenda when it comes to legal services.  When Sir David 
Clementi filed his report and recommended that it might be wise to take the cautious 
approach of introducing Legal Disciplinary Practices (LDP) before moving on to Multi 
Disciplinary Practices (MDP), the Government decided to go further. Much further!  

In the Government’s White Paper – the Future of Legal Services: Putting Consumers First – 
published in October 2005, we see for the first time, the more progressive proposal to 
introduce even more flexible, licensed “Alternative Business Structures”  (ABS) which present 
a much different challenge and opportunity, both for lawyers and for other potential providers 
of legal services. Some of the key features: 

o Non-lawyers and lawyers can be partners or directors, to work together on an equal 
footing. 

o External investment will be permitted.   

o There has to be a Head of Legal Practice, who will be a lawyer who will ensure that 
services are provided by those properly qualified and that the ABS operates within 
the terms of its licence.  There is no requirement that lawyers be an overall majority. 

o There will be safeguards for consumers “to ensure high standards of quality, propriety 
and independence in the delivery of services.” 

o The Law Society is one of the organisations that can apply to the Legal Services 
Board (LSA) to be one of the regulators of ABS’, but there will probably be others.  
The influence of lawyers is being diluted to make sure that a more commercial 
approach will prevail. 

o Regulators will apply their judgement on the basis of the business plans presented to 
them in granting licences. 

This should release some business-minded lawyers to conjure up new, more flexible offerings 
of a mix of services to customers that include legal, but much more too.  However, it also 
opens up equally interesting new opportunities to non-lawyers, levelling the playing field 
dramatically for potential new entrants to the legal services market. 

 

6.4.2 Potential Opportunities? 

There are clear opportunities for lawyers who are prepared to be innovative in a new business 
environment where consolidation of providers, collaboration between business partners, 
increasing sourcing of work through introducers and commoditisation of many legal services 
for legal customers are all recognised as inevitable – in crime, family, personal injury, 
commercial property and residential property … for starters. 

On condition that there is a sustainable and appropriate business plan approved by an 
appropriate regulator (who may well not be the Law Society), here is an opportunity to: 

o Operate as a corporate enterprise, with devolved management responsibilities and 
options for flexible share ownership for lawyers and non-lawyers. 

o Generate commercial finance to expand the business and invest in large-scale capital 
projects, such as facilitating technology.  

o Deliver a range of legal and non-legal services 

o Bring in professional managers to run the business 

o Broaden your exposure to a wider range of business opportunities within a more 
flexible business organisation. 
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6.4.3 Implications 

During our research, we found general agreement from managers, if not always from lawyers, 
that there is a general need, that could well be driven along by increasing competition from 
outside the legal profession to: 

o Move untrained and unskilled managers away from management 

o Consolidate so that they can benefit from otherwise costly administrative support 

o Collaborate with other law firms and business partners to provide better solutions 

o Be more flexible, innovative and receptive to new ways of working that improve the 
legal experience for customers 

o Use the technology tools already available to improve communications and cut costs 

o Improve treatment of people and their working environment to keep good people 

o Apply strong leadership to support changes in culture 

 

6.4.4 More Information 

There is more information available on this at http://www.dca.gov.uk/legalsys/profs.htm 
including the White Paper, which can be downloaded from here. 

 

6.5. E-CONVEYANCING 

6.5.1 Introduction 

 
The Land Registry’s mission is to "make conveyancing easier for all" - specifically, to develop 
an electronic system of conveyancing that makes buying and selling houses easier for the 
general public, conveyancing professionals, and other parties involved in the process. 
 
Their vision is to deliver a world-class conveyancing service, where: 

o The worry and risk of the conveyancing process are significantly reduced  

o Authorised parties involved in a conveyancing transaction can exchange information 
quickly, securely and reliably with each other and Land Registry  

o Registration will be confirmed immediately on completion  

o Up-to-date and accurate information is available on the progress of all linked 
conveyancing transactions  

o Funds can be transferred immediately, securely and reliably. 

 

6.5.2 Progress To Date 

It is intended that steps in developing to a full e-conveyancing system should be introduced 
incrementally over time in consultation and we are already part of the way down the path 
here, having introduced the following to date: 

o Land Registry Direct for the profession in 2001, which had its early difficulties when 
the service was dial-up but this has improved with its move to a web-based service in  
2004. 

o Creation of the National Land Information Service (NLIS) with 3 franchisees to 
provide online searches, which is becoming more effective as more local authorities 
become fully e-enabled. 

o Land Register Online for members of the public 
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o Electronic notification of discharges (ENDs) enabling lenders to notify the Land 
Registry of a discharge direct without the need for extra paperwork. 

o Electronic discharges (EDs) - which will ultimately replace ENDs entirely; the first 
electronic registration services, operating totally in a machine to machine 
environment.  Provided that electronic validation is successful, the legal charge 
entries will be removed automatically from the register.   The instruction is normally 
received by the Land Registry within five working days of the redemption and the 
electronic process takes only a matter of seconds to complete.  Following a very 
successful pilot with two major lenders, Abbey and Nationwide, the service wil be 
implemented with additional lenders this year. 

 

6.5.3 Next Steps 

Approval of next steps is currently with the ODPM but there is expected to be a pilot 
of e-conveyancing systems in summer 2006, although timing may alter a little to 
ensure that this initiative does not clash with the launch of HIPS. 

6.6. HOME INFORMATION PACKS 

From 1 June 2007 Home Information Packs (“HIPs”) will be compulsory for anyone 
wanting to market their property for sale although the final amendments to the 
regulations setting out the mechanics are yet to be released. 

This will bring about a major change in the way that Solicitors work, at present the first 
contact many solicitors have with the seller and buyer is when they are instructed 
(often by an Estate Agent) to begin the conveyancing process. The introduction of the 
HIP could mean that solicitors will be involved at the beginning of the property selling 
process rather than near the end.  

There is a lot of speculation regarding the final role that solicitors will play in the HIP 
market, The most likely option is to obtain their packs from a home information pack 
specialist provider. This may be a local Solicitor or Chartered Surveyor, though the 
economic constraints of putting together the infrastructure needed will prove 
commercially unviable for most. There are already a host of organisations setting up 
with the objective of providing HIPS, which should be available online as electronic 
packs – although no doubt, most people will print most of them off to read them. 

The Law Society are planning to provide a HIPs solution for lawyers through MDA, with 
pilots of this service due to begin in early 2006.  Other potential providers include the 
following, but there are many more options being developed: 

• www.mypack.co.uk 

• www.hipsco.co.uk  

• www.hipag.co.uk 

• www.hipshomes.com  

• www.presafe.co.uk 

Features of these electronically compiled HIPS might include the following: 

• Fast, efficient, menu-driven, web-based service needing only a PC, 
broadband Internet connection and scanner. 

• Overnight delivery to the estate agent or seller in a variety of formats, once 
assembled online.  

• Electronically archived copies  

• Variety of formats to provide hard copy or CD versions  

• Electronically returned searches integrated into the pack.  
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6.7. THE LAW SOCIETY’S E-STRATEGY – APPROACH TO E-MAIL STORAGE 

The Law Society recognise that it needs to take a strategic approach to supporting 
firms on e-business and has launched a number of initiatives, including development of 
an e-strategy for the Law Society. 

One of the most fundamental issues they have begun to address, in collaboration with 
LiTiG relates to regulation and practice in storage of e-mails.  Our research confirmed 
that the view still prevails amongst many lawyers that the Law Society require them to 
keep paper copies of e-mails, which is not now the case, since recent revisions to 
guidance in this area 

This creates the opportunity for lawyers to be less reliant on paper, to make more 
routine and efficient use of the electronic data used most by most lawyers - both in 
storing documents and in presenting information on screen – to support more effective 
and efficient collaboration. 

More information on the new guidelines (Nov ’05) on e-mail for solicitors can be found 
at http://www.lawsociety.org.uk/documents/downloads/emailguidelines.pdf 

The Law Society are keen to discuss other aspects of e-business throughout the 
profession, but struggle to get meaningful feedback to enable them to evaluate options 
for improvement. Get more regular information on initiatives in this area by subscribing 
to the Law Society’s e-business newsletter.  Contact: e-business@lawsociety.org.uk. 

  

6.8. LEGAL SERVICES COMMISSION 

6.8.1 Community Legal Service 

Because of the need to control public spending on legal services, there have been 
huge changes here over the past 10 years, with more on the horizon.  There is 
currently a lot of uncertainty about what exactly will happen in this area, but some of 
the thoughts already declared as part of the LSC’s strategy11 for the CLS that are 
relevant here are plans for: 

o Preferred Suppliers - The NHS of legal services!  

o Community Legal & Advice Centres (conurbations) 

o Links to specialist providers of services 

o Community Legal & Advice Networks of service providers (outside the 
conurbations) 

o More “Direct” promotion 

o More telephone evaluation 

o Acting as a filter for “Intensive service” 

o Panelling work to “appropriate advisor or lawyer” 

Also as part of this strategy, the LSC say they want specialisation in each area of 
work, so resources can be consolidated within conurbations.  Then: 

“Outside of these conurbations we need to commission networks of services that can 

jointly meet the needs of clients across wider geographical areas.  In developing 

Community Legal & Advice Networks, we will be able to bring private law firms (and 

indeed not-for-profit agencies) together so that when a client walks through one door 

they are accessing the services of the whole network.”  

                                                      

11 See “Making Legal Rights A Reality – The LSC’s Strategy for the CLS” – Focus, Issue 48, August 05, p.02 
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Adoption of technology will be essential to facilitate the communication, collaboration 
and streamlining of administration needed to make this work, but where is the money 
for investment going to come from? 

 

6.9. CRIMINAL JUSTICE IT PROGRAMME 

There are a series of initiatives around the criminal courts systems designed to make 
use of technology with a $ 1.95 billion budget for the year ending 2007 / 2008 – see 
http://www.cjit.gov.uk  

Electronic information sharing capabilities, and secure email in particular, are being 
deployed across the Criminal Justice System (CJS) to better enable government 
criminal justice agencies - the police, CPS, courts, prisons and probation and the Youth 
Offending Teams - as well as independent CJS practitioners in order to support their 
work more effectively.  

These changes are designed to allow for more streamlined communications, greater 
productivity and, ultimately, better technical support.  

The CJS IT programme is effectively in three phases:  

o Modern IT infrastructure, so that people working in criminal justice have access to 
standard office applications such as email and internet-based services. The end 
of the LINK programme in the Crown Courts in March 2006 will mean this stage 
of the Programme is complete;  

o National systems for managing cases, with priority given to the police, CPS and 
magistrates' courts. The CPS's COMPASS CMS case management system was 
fully implemented by December 2004; the Police NSPIS Case Preparation is due 
to be in place in 2006; and the magistrates' courts Libra system is undergoing live 
business trials;   

o Linking up the case management systems, so that information can be shared 
between them and making information available to those who are authorised to 
see it. We are also working with practitioners to help them make the business 
changes necessary to achieve the full benefits of the technology. 

 

If effective, this could potentially create as much of an e-environment for those 
handling criminal work as in e-conveyancing. 

 

6.10. THE COURTS ARE HEADING ONLINE 

The moves already under way here are designed for the benefit of members of the 
public rather than lawyers but also for lawyers  - and they are developing: 

At www.moneyclaim.gov.uk provides a relatively easy way to start proceedings for 
recovery of money, but still relies on paper further along the process, particularly if 
claims are defended.  Have you checked it out? 

Further additions are planned for, for example, repossession claims.  Features will 
include: 

o the ability to pay court fees electronically by credit/debit card and direct debit  

o the ability to determine the correct court of issue based on the postcode of the 
property  

o the ability to allocate hearing dates on issue.  

o production and despatch of the claim pack to the defendant from a central point for 
claims received electronically  

http://www.moneyclaim.gov.uk/
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o the ability for defendants to access the system (if they so wish) by a unique 
password and ID produced by the system.  

o the ability for parties to conduct some other case related processes electronically 
e.g issue warrants, make general applications 

With the benefits defined as: 

o Delivering a web-enabled application for possession claims, capable of validating, 
receiving electronic payments and allocating hearing dates,  

o Extending the range of court services on line for claimants, defendants and 
advisers,  

o Creating two-way electronic channels whereby claimants, defendants, advisers, 
judiciary and court staff can share claims data from a central database,  

o Providing 24/7 remote access to PCOL for claimants, defendants, and advisers  

o Parties involved in possession claims will also be able to choose their preferred 
method of communication, so they have the option to be contacted electronically 
rather than by post. 

HM COURTS SERVICE BUSINESS STRATEGY PUBLISHED  

 
Thursday 16 March 2006  

HM Courts Service has published a five year vision for service transformation. Upgrading IT infrastructure, the 
use of the internet and the generation of administrative efficiencies from IT are central. 

By 2010 HMCS want 75% of civil cases to be initiated electronically. Administrative efficiencies will be 
achieved by encouraging (initially, at least) the use of electronic services and through the use of electronic 
filing and document management systems. HMCS will promote Money Claims Online (MCOL) with a view to 
achieving 250,000 claims per year by 2008; Possession Claims Online (PCOL) will be implemented in 2006 
and aim to achieve 100,000 claims by 2008. 

Use of electronic services by public sector organisations will be mandated by 2008. HMCS will consider 
mandating the use of electronic services by other organisations by 2010. 

HMCS Business Strategy 
Money Claims Online 
Possession Claims Online Project 

 

6.11. DRIVE FROM THE EUROPEAN COMMISSION 

6.11.1 Introduction 

No U-turns are likely in the Government’s drive for reforms.  Lawyers should be wary of 
complacency on the basis that changes proposed in the past that have not come to fruition. 
Much of this is being driven by the EU to defeat anti-competitive practices across Europe as 
part of a concerted initiative that is at the core of EU policy.   

 

6.11.2 Pressure and Enforcement  

Few lawyers will have read the Report from the European Commission on “Competition in the 
Professions” dating back to 9th February 2004 or the most recent follow up report on 5th 
September 2005 outlining scope for further reform across the EU, but they are worth reading, 
as the conclusions tend to support the Government’s proposals for continuing reforms, even 
though the UK profession is currently less heavily regulated than others, with conclusions that 
include, for example: 
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“The Commission remains fully committed to bringing about wide scale reform to this sector 
and encourages Member States to take the initiative to drive forward reform at national level. 
There continues to be room for improvement in all Member States.  

Since restrictive regulation in this sector is developed and impacts at the national level, it is up 
to national regulatory authorities and professional bodies to bring about change having due 
regard to the specificities of the relevant profession in each country. Experience shows that 
such a process will not start without strong political backing.  

Given the importance of this sector to the EU economy, the Commission calls on Member 
States to address the issue of modernising the rules affecting the professions in their national 
reform programmes for implementing the Lisbon agenda, which are due to be presented in 
autumn 2005. Further reporting will therefore be made in the context of the overall Lisbon 
process. 

As a start Member States should initiate – where they have not already done so - analytical 
work to review existing restrictions. A first stage of this could be to identify those restrictions 
on competition, which can be removed quickly without further analysis being necessary e.g. 
certain fixed and recommended prices, and certain advertising restrictions. At the same time, 
more substantial structural analysis should begin – for example of regulatory structures - to 
assess the need and open the way for wider reforms. This would enable Member States to 
make good progress by 2010.” 

 

6.11.3 More Information 

Copies of the reports can be difficult to find on the European Commission website at 
http://europa.eu.int/comm/index_en.htm so you can download copies of these 2 reports free 
of charge from the “Marketing Solutions” section of the Practical Solutions web site at 
www.inpractice.co.uk 

http://www.inpractice.co.uk/
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7. BACKGROUND – TECHNOLOGY TRENDS 

7.1. INTRODUCTION 

The business environment that lawyers operate in is not radically different from other 
industries, so perhaps lawyers should heed the views of leaders in other industries, where the 
trends are not inconsistent.   

In a survey of 150 senior business executives carried out in December 200412, the Business 
Economist concluded that the 6 factors considered most important in realising business goals 
were: 

1.   Improving customer relationships  68% 

2.  Lowering costs and maximising efficiencies 60% 

3.  Managing risk more effectively 50% 

4.  Achieving a more adaptable business model 48% 

5.  Increased productivity 45% 

6.  Effective supply chain management 45% 

 

These same issues regularly presented themselves in our discussions during this research 
and research amongst legal practices, which confirmed a similar picture with concerns of 
managing partners prioritised in relation to IT as: 

 

1.  CRM, driven by client demand 92% 

2.  Internal collaboration between practice areas 83% 

3.  Producing better business returns from IT 64%13 

 

Assessments by fee earners of use of IT14 suggest there is some misunderstanding of how IT 
should deliver when: 

 1 in 3 say IT is failing to boost productivity 

 1 in 4 found administration processes holding them back 

 1 in 5 believe mobile working is “poor” or “very poor” 

 But having reached these conclusions, 45% said IT support for client 
communication was “excellent” and another 40% regard it as “good,”  

 So how come less than 50% see IT providing competitive advantage 

                                                      

12 Economist Intelligence Unit, Executive perspectives on Information and Communication Technology, survey 

conducted on behalf of Telewest Business, December 2004. 

13 90% from responses by IT Directors, who may have higher expectations than less IT literate managing partners. 
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7.2. IT SOLUTIONS – ALREADY HERE, MORE POTENTIAL 

7.2.1 Introduction 

This is not intended to be a comprehensive review of technology options.  Here we 
have included just a few examples of broad solutions that a large number of firms 
ought to be considering today.   

 

7.2.2 Digital Dictation – everyone 

A big success in terms of the perceptions of users, who substantially feel that it works 
well for them – but it doesn’t improve the way lawyers work.  The major benefit is in 
managing and maximising use of typing resources.  In some respect it is leading us 
down the wrong track.  There shouldn’t be any pools of typists.  Document production 
should work in a way that allows fee earners to press the buttons, produce and 
transfer the documents and data without delegating the task to someone else.  

“This was launched with the justification that it would reduce secretary headcount and costs. 

It hasn’t. It is just a stopgap that will soon be irrelevant because lawyers shouldn’t have to 

dictate in the first place. Younger lawyers don’t see why they can’t just do it themselves.  

Increased standardisation and increasing IT capability of new young lawyers using these 

systems will make it irrelevant” 

 

7.2.3 Wireless Technology 

Is here to stay and is now a reliable way of working – allowing flexibility in who works 
where.  Bluetooth, WLAN, 802.11, WiFi, RFID, GSM, GPRS and 3G; if that isn’t 
enough to make your eyes roll into the back of your head then you probably work in 
IT or have a strong interest in it.  Advances in wireless technology over the past few 
years have transformed the way many law firms and other organisations operate.  
These advances have created closer and stronger connections to clients and 
suppliers and allowed remote and local workers unprecedented access to critical 
information, regardless of their location in the building. 

 

7.2.4 Software as a Service 

Software as a service is not a new idea but an extension of the application-hosting 
companies and application service providers (ASP’s) that emerged in the ‘dot-com’ 
era.  Although most ASP’s and hosting pioneers disappeared because mainstream 
customers were not ready to adopt their products, software as a service is now 
beginning to capture the attention of a wider audience and its rate of adoption is 
increasing, primarily because of two key factors. 

Comes in three main varieties, all of which mean that lawyers just use the tools made 
available to them; either through applications that are hosted by their software service 
provided through the Internet (“Hosted”) or by a third party providing and managing 
the technology they use throughout the office (“Outsourced”).  

The main attraction of these solutions is that the legal practice can leave 
maintenance and management of the IT systems to their Service provider, so you can 
focus on legal business.  However these are solutions that an in-house IT team may 
not be overly enthusiastic about promoting to you: 

“Turkeys don’t vote for Christmas do they, so I can’t see many IT Managers leading their firm 

down this route.   

A short summary of each solution follows: 

7.2.4.1 Hosted Solutions 

With the introduction of broadband Internet connections that are now reasonably 
reliable and affordable, it is feasible to operate effectively using software 
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applications that run on at your service providers premises, which you access via 
your web browser.  The hosted applications can range from just your case 
conveyancing case management system or every application you want to use 
including Word, Outlook and your accounts. 

Example – Martin Kaye & Co 

We started using ASP when we had 50 people; now we have 100 and we’ve just moved 

office and I have no hesitation in recommending this solution to firms with over 50 

people.  Under that requires a bit more thought and it depends on your business a bit 

more because of the costs if you do it properly. We have a whole host of applications 

running remotely. For us, at our size, the benefits are: 

o Fewer people to manage 

o Cheaper overall 

o We have more technical expertise at our disposal than we could possibly have 

otherwise. 

o We are confident the system is more stable and secure than it would be if we had all 

the kit here; 

o We always have the latest technology, with all updates handled by the ASP provider. 

o Its scaleable as we use dumb terminals that cost just £150 each. 

We use a leased line although a dedicated ADSL line would do the job just as well now 

that it’s widely available. 

It’s all gone technically very well for us – with the only real lesson being to make sure 

you have your own fallback options just in case – if your ASP goes down (but they have 

far more security and stability than we could ever afford on our own) or the line fails 

(which it might do once a year for a short period, as there is a 4 hour response provision 

in our contract) or if your ASP goes out of business – as our first one did when we first 

went down this route.   

There could be an issue in getting enough priority from the ASP if you want them to 

undertake a big technical job, but that’s no more than you would probably face with 

people in your own office anyway – probably less and here we have excellent systems to 

log and track support calls too.  

But even that wasn’t enough to deter us from this route. 

We use it for case management – where it can give your people more flexibility in where 

they work.  I can spend my time developing our case management systems and training 

new users rather than just keeping it up and running.” – Ch.ris Cann, Martin-Kaye & 

Partners. 

 

7.2.4.2 Outsourced Solutions 

There are conflicting views in the market today as to whether outsourcing IT 
support services is a valuable cost saving exercise or whether it is a waste of 
time.  Even though there is, ‘allegedly’, a "worrying" shortage of skilled IT staff in 
the UK, nine out of ten UK organisations are actively trying to keep their IT 
support in-house.  Of the 200 public and private sector organisations quizzed as 
part of the research by UK software house Touchpaper, fewer than three in ten 
outsource any part of their IT support service.  Just three per cent of companies 
would be prepared to move their IT support overseas even though it can often 
work out much cheaper. 

Help desk calls are invariably a distress activity and having any additional hurdles 
is a sure-fire way of adding to an already frustrating situation for the user.  In 
December 2005, research from Frost and Sullivan found that most companies 
were content with the outsourcing service they received. 
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Business process management however is counting on more and more 
outsourcing activity as interest in IT outsourcing dwindles.  Romtec, which issued 
its latest report on outsourcing recently, says that cultural change has made the 
outsourcing of entire business functions more acceptable following the trail 
blazed by data centre facilities management. 

Businesses of all types now more readily accept that the key benefits of 
outsourcing – lower costs, freedom for managers to focus on the core business 
and the ability of the outsourcing company to keep up-to-date with technology – 
applied as much to functions, such as accounts, as to IT.  However, decisions to 
outsource were still often prompted by the cost of investing in up-to-date IT 
systems.  IT directors were therefore likely to be key influencers in the company 
decision about outsourcing an entire business process. 

 

7.2.5 Remote Working 

There is an interesting debate on how best to make use of remote working facilities. 
In commercial firms with high value fee earners, the current trend is to allow these fee 
earners more flexibility to work from home etc. with all the support staff permanently 
based in the offices and resistance to outsourcing administrative work. 

There is now a strong current of opinion that says that the business would be more 
effective if it was the high value fee earners who were more permanently based 
together in these offices (with support staff working from home or in other cheaper 
office space) enabling the fee earners to collaborate, exchange knowledge and ideas 
more effectively. 

 

7.2.6 Scanning – not completely proven, but significant impact on operations 

“Much more feasible and attractive than it was 2 years ago” – IT consultant. 

Mixed views on the realities now, but inevitable for every firm in the future. Some see 
the potential benefits but say its too slow now and costs don’t justify the investment. 
However, the potential to transform internal operations, provided there is an effective 
shift in culture to accommodate it can be huge, but undervalued in development of 
the essential “business case.”  However, again this may be seen (like digital dictation) 
as a medium term interim solution as the move towards processes that involve 
movement of data electronically in XML format continues; but paper will be around for 
a long time yet, so scanning should be on your agenda. 

 

7.2.7 Video and Web Conferencing 

Some of the most under-used applications that have potential to make a significant 
impact on legal firms – particularly in the area of communications where most firms 
struggle. 

“You get a quick payback – big returns, it’s a no-brainer for anyone dealing with 
multiple offices, but I hear that some of the big firms have removed all the soundcards 
so the less formal web conferences are less feasible.” – IT consultant 
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7.3. IT SOLUTIONS FOR THE FUTURE 

7.3.1 Introduction 

Again, this is not intended to be a comprehensive review, but highlights the areas that 
are likely to make most impact in the future, that are not gimmicks, which could make 
a real impact. 

 

7.3.2 Electronic Books 

“People over the age of 40 may know and understand computer technology, but they remain 

more comfortable with the use of books and paper records as creative tools. A major reason 

for that is the free association that is made possible by glancing through printed pages. Facts 

and concepts leap off the printed page quickly and can be processed in different ways readily. 

 

Computer screens provide only linear searching and processing; developing a new concept is 

much harder when you have to follow the logic of the search program. Similarly, the devotees 

of RSS (Real Simple Syndication) as a means of securing information from the Internet lock 

themselves into their own precise knowledge specifications. They receive only the information 

they sign up to receive, and lose the creative burst that comes from finding something 

unexpected on page five of the daily newspaper.”15 

We believe this still applies to people under the age of 40 too in the UK. 

Even though lawyers and people generally produce more electronic documents and 
transfer more by email, when it comes to a long document - like this report – most 
readers will print it out to read it.  Solutions are being developed now to address this, 
but they are not completely here yet. 

 

7.3.3 Voice Recognition 

The ability to communicate with your computer and to action tasks using just your 
voice would reduce the need for keyboards and the mouse.   

 

7.3.4 Mobile Technology 

PDA’s, Smart phones, Mobile phones, Tablet PC’s, Notebooks and Hybrid devices, 
e.g Blackberry, are just some of the  mobile devices that many law firms are using to 
support flexible working and reduce 'dead time' while travelling.  It is expected that 
mobile technologies will have an increasingly significant impact on the way law firms 
operate in the next five years as Case and Practice Management system vendors 
integrate these technologies with their exisitng systems. 

 

                                                      

15 Edward Poll is a nationally recognized law firm management consultant, coach and author – The Technolawyer 

Community, 25 January 2006 at www.technolawyer.com - “Why Paper Still Matters: A Contrarian View of the 
Paperless Office.” 
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8. LIBRARY OF INNOVATIVE SOLUTIONS 

8.1. INTRODUCTION 

One major criticism of lawyers that came through in our research was lack of innovation in 
developing new approaches and business solutions.  During our research we were informed 
of a number of innovative initiatives being implemented by lawyers that may inspire others to 
explore new options for their practices that are worth outlining here.  If we plan to continue to 
explore options and help lawyer visualise new options, perhaps we should continue to expand 
this library in the future. 

 

8.2. ADDLESHAW GODDARD’S “EMPLOYMENT CHANNEL” 

This online service has now been up and running for 2 years.  Using online video, delivered 
direct to the clients’ PC, it provides current employment news programmes for HR managers 
and training programmes for line managers in news-style presentations with archived material 
and programmes that are easily accessible.  The programmes are produced TV-style from 
Addleshaw Goddard’s broadcasting studio and include interviews and comment from 
employment experts, with relevant downloadable documents available as the broadcast 
proceeds and the option to make contact for specific advice.  

The inspiration for this initiative, where uptake for clients has been high, came from within 
Addleshaw Goddard; not in response to demand for the service from clients.  This is a good 
example of a law firm taking the initiative to be ahead of the market to achieve competitive 
advantage, rather than respond to it – where they appear to have to have got the judgement 
right. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

8.3. WOOLLEY & CO, THE VIRTUAL LAW FIRM 

Woolley & Co is a group of lawyers working from home in various locations across the 
UK, connected by an ASP system that enables them to work together.  But it’s not just 
about the system, which enables the practice to operate the way they do, led by a clear 
vision of a legal practice that is different from most others: 
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According to their website at www.e-lawfirm.co.uk 

“when Andrew Woolley established Woolley & Co, solicitors in 2000 he wanted to offer clients 

a new style of legal service, focused on the client not the lawyer. Most law firms have offices, 

in city centre locations, often well away from where their clients are located. Woolley & Co 

breaks this mould. There are no offices, just plain speaking legal specialists linked to each 

other and clients by phone, mail and email links. If you need to see a Woolley & Co lawyer 

they’ll visit you, either at your home or workplace, in fact anywhere that’s convenient.  

Woolley & Co is governed by the same complex rules administered by the Law Society, but we 

aim to work in a way that is different to the majority of solicitors’ firms, to provide a service 

that is both professional and personal and which keeps you informed at every stage.  

We will work with you in whatever way and wherever is most convenient for you – face-to-

face, over the phone or online.  We don’t believe in putting you through a human or 

technological chain to reach your solicitor or legal specialist. You will be provided with direct 

line and email address details and the same law specialist will deal with your case personally 

from start to finish.” 

 

 

8.4. LYONS DAVIDSON & HIGHWAY INSURANCE – PROFIT SHARING 

This is described by Highway Insurance as the first profit sharing arrangement between a 
motor insurer and a UK firm of solicitors, which went live n 1 July 2004.  It involves the referral 
of non-fault injuries for fast-track defendant work and some first response work to Lyons 
Davidson by Highway, resulting in additional revenue of ½ m to Highway as an alternative to 
referral fees. 

The arrangement outlined in Highway’s preliminary results presentation for the year ending 31 
December 2004 involves a loan of 2m to Lyons Davidson enabling them to invest in their 
motor claims group, which operates as a Division of Lyons Davidson; in return for which 
Highway receive 37.5% of gross fees for Highway’s business. 

More background is included in the presentation that can be downloaded from the “Investor 
Relations” section of the Highway website at http://www.highway-insurance.co.uk/highway  
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8.5. EXPERT SYSTEMS ONLINE 

Practical Law Company (“PLC”) provide on-line systems that allow lawyers of the future 
to concentrate on high-value advice, avoiding the quasi-clerical work and high know-
how costs that plague today’s lawyer. Their PLC Transaction Toolkits allow lawyers to 
create documents automatically, proactively suggesting context specific know-how, 
instead of the lawyer having to search a separate system 

PLC believe that lawyers spend too much on compiling and maintaining generic know-
how or they fail to keep them all up to date; and that the client does not care which 
standard document the lawyer starts from, just that the final draft is right. PLC 
maintains this generic information, allowing lawyers to benefit from the know-how 
structure of a magic circle firm without the costs. Clever use of technology means that 
the know-how is tailored to the firm, and integrated with its specialist expertise. 

For more information – see www.practicallaw.com  

8.6. LITIG (LEGAL IT INNOVATORS GROUP) 

LiTiG was originally formed in late 2002 to comment and advise on the potential value 
and use of an integrated matter management/workflow system across all desktops 
within a law firm.  Following successful conclusion of this initiative, the group created its 
own independent structure and is funded by its members, who are responsible for over 
30,000 legal IT users. 

A strictly non-sales environment, LiTiG currently has 36 members from 35 
firms/organisations which include 25 law firms with UK fees from £3m to over £300m 
plus representatives from leading in house legal departments such as Barclays, HSBC, 
Diageo and Shell, all with a keen interest in UK legal IT issues. 

Litig are keen to work with existing legal sector bodies (such as The Law Society or 
Society for Computers & Law) in order to pursue a co-ordinated approach, support 
other groups and avoid duplication of effort.  

This is a self-funded membership by invitation only group specifically for senior 
professionals such as the IT Director/Manager, CIO, Partners in Charge or Department 
Heads who are involved directly in all aspects of implementation, use and support of 
Legal IT systems in the UK.  It currently includes 25 law firms as members, in addition 
to representatives from corporates  

The “key issues” they have been working on recently, where they have produced 
standards and documentation that is freely available to any legal practice include: 

 Electronic Billing (from the in house legal client’s perspective & required UK 
standards)  

 Digital Dictation  

 XML standards (such as LSSA and PISCES) 

 Collaboration 

 Electronic File Management 

 E-mail Best Practice 

More Information including valuable practical guidance and documentation on all these 
topics and more can be downloaded for free from www.litig.org   

8.7. PISCES 

8.7.1 Introduction 

PISCES enables the electronic transfer of information directly from one system into 
another, removes the need to send hard copy and, more importantly, the need to re-
enter data manually.  The PISCES Standard is a set of definitions and rules that 
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facilitates the automatic transfer of data between different software packages. Those 
involved in the commercial property industry have using it regularly for over 9 years 
but the focus has recently been directed toward development of comprehensive 
common standards for the residential property industry. 

8.7.2 Why do we want Pisces? 

Let’s take residential conveyancing as an example. 

Integration between the in-house systems operated by lenders, estate agents, 
packagers, brokers etc. and conveyancers (and other relevant organisations) will 
become increasingly critical to the success of these organisations.  They can reduce 
costs radically, whilst also improving and extending their services, to increase profits. 

The ultimate aim of this proposition is to deliver an integrated technology framework 
to ensure the smooth transfer of information between distributors of mortgage 
products and conveyancers.  The partners involved also have the existing facility to 
do the same for valuations, if that is attractive; 

To participate in the electronic market that is developing in conveyancing requires 
that you: 

• Use XML enabled and well configured case management systems; 

• Are willing to adapt your ways of working to fit with the internal operations of 
lenders and other introducers to ensure conformity between their operations 
and other conveyancing operations taking part in the venture; 

• Capable of implementing those changes using their internal IT resources; 

• Committed to high service standards, with a proven track record of achieving 
them in volume work; 

• Prepared to commit time to developing and maintaining working relationships 
with introducers. 

The benefits to lenders and intermediaries are: 

• Less paperwork and delay through postage – with associated costs 

• Less keying of data e.g. requesting redemption statements 

• Faster turnaround  

• Fewer aborted transactions as elapsed time to completion is reduced; 

• Live online tracking facilities and reporting to reduce need for routine 
telephone updates. 

• Dematerialisation of the process.  As well as administrative savings through 
not having to shuffle paper around, the archiving and records management 
requirements can be met and maintained far more cheaply in a 
dematerialised environment.  Many lenders will already use a document 
imaging system to generate electronic records of documents, but they will do 
this from a paper input, which is in itself an overhead to their process. 

Taking advantage of the opportunities this creates for business improvement requires 
investment of time and money on the part of the lenders and intermediaries, so all of 
this will not happen overnight … but it is happening! Legal practices that are not 
following the same track are unlikely to survive when other legal practices and 
conveyancers (not just the volume providers) are in place to use the technologies and 
processes they can share with the organisations that introduce the work in the future. 

For more information – go to www.pisces.co.uk  
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8.8. CHALLINORS BLIZZARD 

Challinors Blizzard was created in July 2004, when Keith Blizzard, an experienced 
Chartered Surveyor, joined forces with the Construction Department of Challinors 
Solicitors. This fresh approach created a unique partnership, which offers a “one stop-
shop service”, providing both legal and technical services to the construction and 
property industries. The Team proactively manage the legal and technical aspects of 
property and construction projects. 

In addition to their primary professions, the Challinors Blizzards Team, include two 
Chartered Arbitrators, an Adjudicater and three accredited mediators. The Challinors 
Blizzard Team provide a diverse range of services including Construction Contract and 
Development Contract Advice, Expert Witness Services, Debt Recovery, Business 
Leases and Education, in the form of bespoke law lectures and corporate training. 

For more information on this innovative approach to meeting the needs of clients, go to 
www.challinorsblizzard.com 
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STAGE 1: LEGAL IT SURVEY – INTERIM FINDINGS 
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9. RESULTS OF LEGAL PRACTICE IT SURVEY 

9.1. INTRODUCTION 

This analysis relates to the first 195 firms that responded to our survey up to Christmas 
2005.  35 further responses have been received since then and we want more.  We 
hope that publication of this interim report will make the value of the exercise apparent 
to more legal practices that have not yet taken part – see the list of participants in the 
appendices. 

If your practice is not on this list – please e-mail Liz Calcutt at Practical Solutions at 
solutions@inpractice.co.uk requesting your access code to the online questionnaire 
that will remain available for completion until the end of February 2006.  We will then 
update these findings to include this additional data. 

9.2. SUMMARY 

o IT is widely recognised as critical in legal practice – 91% say Essential (59% - 
reliant on it to deliver on our bottom line and serve our customers) Important (32% -
enabling us to operate more efficiently). 

o The Legal sector has fallen behind industry generally in implementing e-business 
solutions, with plans to catch up in the next 2 years, but it doesn’t look as though 
this is possible on current budget allocations. 

o IT budgets have reduced significantly as a % of fee income over the past 5 years 
(now at 3.5%) with 61% of respondents planning to spend the same or less next 
year than they do now. 

o Very many lawyers currently make very much use of the technology tools already 
available – even though the results they could help the practice produce if they 
were used are regarded as business priorities.  Getting closer to clients, improving 
communication, cutting costs, improving service.  

o With client relationships top of the list for most legal practices in developing their 
business, it is alarming that only 2% of practices responding felt that they are yet 
producing all the results they want from CRM and Marketing databases.   By far 
and away the largest users of are the larger law firms with 26 to 50 or more than 50 
Partners.  Only 18% of these firms are not doing anything with this technology, so 
80% are somewhere in the middle! 

o Only 36% of respondents are making use of KPI’s and benchmarks at all to 
improve business performance, with just 7% satisfied they are making full use of it. 

o Interestingly on the other hand, digital dictation, which is relatively new in the 
market already, has 25% of users believing it is producing all the results they want 
from it.  From feed back on the interviews and generally, it appears that 
Blackberries are equally warmly received – perhaps because using them do not 
involve fee earners in doing anything to change the way they work? 

o With many firms already spending little or nothing on IT training for their people (as 
confirmed in numbers produced in this IT survey) and failing to invest in internal 
project management time and people (as confirmed in the interviews we 
undertook) less overall investment in IT is unlikely to work.   

o As “risk to the business” from potential failure of the new system is ranked number 
one by a significant margin, we would suggest that more mutual trust, closer 
working relationships between suppliers and legal practices, with more pro-active 
and effective internal project management would help to allay and address fears; 
also producing better results in making use of the technology. 

mailto:solutions@inpractice.co.uk
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o Developments in the option to use “Software as a Service” discussed earlier in this 
report – using “hosted” and “outsourced” technology – could help address concerns 
in relation to ongoing management and failure to update systems. 

o Expectations of technology are rising with user satisfaction ratings on “ease of 
use,” “matching needs,” “improving productivity” and “meeting expectations” all 
rising over the past 5 years. However, a consistent 3% to 4% over the period still 
rate case management solutions as poor on all measures except “meeting 
expectations.”  The 15% rating on “meeting expectations” as “poor” in 2000 has 
improved to 9% in 2005. Products have improved significantly during this period 
and further improvements should be made, but lack of investment in training, 
project management and training undoubtedly impact on the results.  

o 57% are not using a knowledge management system and only 5% are satisfied 
that they are producing all the results they want from it. Success in developing 
some capability in this particular area is likely to be critical in the future as only 
practices who have started this process early will be able to share it or sell it 
electronically in the future. 

o Our interviews suggest that it is invariably the underlying culture of the practice, 
reinforced by lack of effective professional management that inhibits progress with 
technology resulting in lack of interest and investment in training and project 
management.  Also, that effective implementation requires: 

o Leadership from the top 

o Mutual trust between IT suppliers and the internal project team with 
willingness to be flexible on both sides to achieve business results. 

o A focus on business results and solutions. 

o A business case that justifies the investment and defines the benefits, 
even if they are difficult to quantify 

o Commitment of internal time and resources to project management 

o Adequate and effective training 

o Effective communication in a common language between legal teams 
and the IT team. 
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9.3. PROFILE OF RESPONDENTS 

9.3.1 Size of Practice 

 

Although we have tried hard to include a representative sample of the profession in 
this survey, the actual response in most cases falls between the two sets of 
comparative criteria we can most readily apply in creating a fully representative 
sample set of data, using Law Society statistics; – the breakdown of firms by number 
of partners or by the number of solicitors employed in each firm, by reference to the 
number of partners.16  

 

Number of partners % - Practices 
% - Solicitors 

Employed 
% This Survey 

1 45.3% 8.5% 13% 

2-4 39.7% 22.2% 28% 

5-10 9.8% 16.4% 25% 

11-25 3.6% 15.9% 16% 

26 or more 1.5% 36.9% 17% 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

9.3.2 Roles or Respondents 

We aimed to include responses from lawyers and managers to get a rounded view, 
resulting in the following breakdown of respondents: 

 

                                                      

16 Trends in the Solicitors Profession, Annual Statistical Report 2004 – the Law Society 
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There is a reasonable balance here between people who are legally qualified and have 
come through the legal training process, to balance the input from management 
personnel.  Respondents from marketing roles are few because most of the questions 
in this part of our research are less directly relevant to their area of work. 

 

9.3.3 Size of Business 

To allow comparison with previous research on IT and financials in the legal sector, 
we have defined practices by number of partners and number of fee earners.  
However, in any future survey we would be more inclined to define size by the total 
number of employees, as there is now so much diversity between firms.  A sole 
practitioner could now be just one person or 100. 

Total staff is also more appropriate because of the shift in roles of non-legally 
qualified employees and blurring of roles between fee earners and support staff. For 
example, we believe the most effective direct financial comparable between legal 
practices is “revenue per head” – including fee earners and support staff from juniors 
to partners.  

 

 

 

 

 

Respondents by 
Number of Fee Earners 
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9.3.4 Spread of Business 

56% of firms responding to the survey specialised in some area of work with a broad spread 
of work in firms of all sizes. There was almost equal split between firms handling publicly 
funded Legal Service Commission work and those who do not.  49% do; 51% do not – but 
with a reducing number of practices handling this work.     

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

When firms specialised in some areas, 40% of those who do, specialise in just one area, with 
the rest specialising more than one area – the top two of which were identified in the survey 
response.  There were no reliable trends on how multiple specialisations might be combined, 
although this may be possible in a larger sample of respondents. 

Some of the least frequently identified specialisations were, in no particular order: 

 

o Shipping o Advertising o Mental Health 

o PFI / LIFT o Racing & Bloodstock o Immigration 

o Estates & Forests o Tax Consultancy o Factoring 

o Media & Entertainment o Intellectual property o Agriculture 
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9.4. BARRIERS TO GROWTH 

In both the IT survey conducted on paper and the extensive interviews we carried out, it is 
clear that most lawyers are aware of the major problems that face their practice, but all the 
evidence suggests that they struggle to deal with them. Nowhere is this more apparent than in 
the response to our question on perceived barriers to growth in each legal practice, where the 
top 2 responses by quite a long way were “staff recruitment and skills” and “market demand 
and improving sales.” 

But these are issues that – according to the findings in the interview section of our research - 
are just not being addressed effectively. 

 

Question: What are the most serious barriers to growth facing your practice today? 

 

 

 

 

 

 

 

 

 

 

According to the ICAEW survey the 
same issues – in reverse order, in 
similar % responses – are barriers 
for Medium Sized Businesses – 
see the chart below 
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All extracts from the ICAEW Report are reproduced by kind permission of the Faculty of 

Information Technology of the Institute of Chartered Accountants in England & Wales17.  

 

Recruitment (and retention) of the right people is a major issue for very many law firms. “The 
right people” can be high level legally qualified solicitors or capable trainees and 
administrators with personal skills and the ability to learn enough legal knowledge to work as 
paralegals, clerks, team leaders, managers and IT Directors. 

There may be an excess of lawyers to fill legal positions, but the unemployment rate generally 
is low – so lawyers have to compete with other businesses for other quality people. 

Availability of technology and good working environments generally are therefore important to 
attract the right people.  There is a general perception that people under 40 are comfortable 
with technology and that those aged over 40 are not – which is likely to be true as a broad 
generalisation. 

Capable technology will increase your appeal to the 60% of the legally qualified lawyers who 
are under the age of 40.   

From the interview section of this research it is clear that two other significant factors cause 
difficulties on recruitment that can only be addressed by adopting some of the solutions we 
identify as potential routes for legal practices to follow: 

o Small practices, because they are small, create a “ceiling” that inhibits long term 
personal development and the new opportunities that are now available in larger 
practices – so smaller practices have to create more opportunities to satisfy 
employees, to tempt more quality new recruits; 

o Poor people management and motivation by lawyers untrained in these skills are 
curbing the potential and enthusiasm of people working in legal practices.  There is 
plenty of scope for more effective and inspiring management of people.  

                                                      

17 The conclusions drawn in this report are drawn by Practical Solutions, not the Faculty of Information Technology of 

the Institute of Chartered Accountants in England & Wales, whose research was conducted separately from the 
research reported here. 
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Q2: What are the most serious barriers to growth facing your organisation today? Prompted responses

Base: All respondents - 400

Barriers to growth
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9.5. IT STRATEGY & INVESTMENT 

9.5.1 Strategy 

Although previous research from Grant Thornton18 suggested that 88% of law firms had a 
“supporting IT strategy” in 2000, we found that just 77% of respondents believe they have an 
IT strategy now for developing IT systems in line with requirements.  This may be due to the 
variety of solutions available which present a myriad of options that may be difficult to commit 
to paper in a clearly defined strategy. The issues are not so simple now as they were in the 
lead up to Y2K.  Where there is a strategy, many still plan relatively short term. 

 

Planning Horizon for IT 

 

 

 

This is very similar to practice in small 
businesses generally, according to a survey 
of c. 400 Medium Sized Businesses 
conducted on behalf of the Institute of 
Chartered Accountants in April 2005. (“The 
ICAEW Report)19  They reported that 75% of 
Medium Sized Businesses currently have 
and IT Strategy, but they discovered that 
Medium Sized Businesses tended to have a 
longer planning horizon than lawyers – see 
below: 

 

 

Medium Sized Businesses - The ICAEW Survey 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

                                                      

18 The Grant Thornton Legal IT Interfirm Comparison 2000. 

19 “IT in Medium Sized Businesses,” Faculty of Information Technology of the ICAEW, April 2005 
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Q14: How far forward do you plan for IT?

Base: All respondents with an IT strategy - 300

Planning horizon for IT
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Lawyers place high importance to IT; again with similar views to Medium Sized Businesses 
on how important it is to their business, although very few firms see themselves as IT based 
companies.  Our survey produced the following results for lawyers.  91% of respondents 
regard IT as either “Essential” or “Important.”  

 

 

 

 

 

 

 

 

Question: Which ONE of 
these statements best 

describes the importance 
of IT to your business?
   
   
    

 

 

 

These results are very similar to the results for Medium Sized Businesses from the ICAEW 
survey, suggesting that lawyers have equal regard for the importance of IT, but are more 
short-term in their approach. 

 

Medium Sized Businesses - The ICAEW Survey 
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We are an IT based company, delivering products and

services through IT

IT is essential - we are reliant on IT to deliver on our

bottom line and serve our customers

IT is important - enabling us to operate more efficiently

IT is useful - helping us to communicate more effeciently,

but not integral to our business

IT is an unavoidable overhead but we need it to keep up

with suppliers, customers and competitors

IT is not important to our business

Q3: Which One of these statements best describes the importance of IT to your business?

Base: All respondents - 400

Importance of IT
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9.6. BUSINESS STRATEGY 

We asked respondents to evaluate the importance – when considering investments in IT – of 
using IT in a) gaining or maintaining competitive advantage and b) in cutting operating costs, 
ranking each on a scale from 1 (not at all important) to 10 (extremely important). 

Average overall scores show that both are important: 

o 7.3 on competitive advantage (7.1 for SME”s in the ICAEW Report) 

o 7.1 on cutting costs (6.1 in the ICAEW Report) 

So lawyers are on a par with Medium Sized Businesses generally with regard to IT on 
competitive advantage, but regarding it as relatively more important than Medium Sized 
Businesses generally in cutting operating costs.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

9.6.1 IT – Importance in Gaining Competitive Advantage 

Larger firms are more inclined to rank competitive advantage as very important, but notably, 
some sole practitioners are the most likely of all rate potential for competitive advantage from 
IT at “10.”  This would appear to reflect the approach adopted by some small practices to 
focus on technology as part of their business development strategy – like Woolley & Co 
(included in the “Library of Innovations section of this report.”)  

Total 1 Partner 2 to 4 Partners 5 to 11 Partners 12 to 25 Partners 26 to 50 Partners > 50 Partners

Extremely Important 16% 27% 16% 16% 13% 9% 10%

9 10% 8% 4% 14% 19% 4% *

8 29% 15% 24% 31% 19% 52% 60%

7 15% 15% 18% 10% 25% 9% 10%

6 7% 4% 11% 4% 6% 4% 10%

5 9% 12% 9% 8% 13% * 10%

4 4% * 5% 2% 3% 9% *

3 4% 12% 4% 4% * 4% *

2 2% * 4% 2% * * *

Not at all Important 2% 4% 2% 4% * * *

DK 3% 4% * 4% 3% 9% *

Base 195 26 55 49 32 23 10
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IT – Importance in Gaining Competitive Advantage by no. of partners 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

9.6.2 IT – Importance in Cutting Operating Costs 

The responses by firm size (number of partners) suggest that many of the larger firms see 
cost reduction as very important but also that other larger firms are the most likely to invest in 
IT to achieve cost reductions – more than other sizes of practice.  Again the picture of sole 
practitioners confirms that some sole practitioners do not see IT as a means of reducing 
costs. 
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IT – Importance in Cutting Operating Costs by no. of partners 

 

Total 1 Partner 2 to 4 Partners 5 to 11 Partners 12 to 25 Partners 26 to 50 Partners > 50 Partners

Extremely Important 9% 15% 16% 6% * 9% *

9 13% 12% 18% 8% 22% 4% 10%

8 25% 15% 29% 24% 19% 22% 50%

7 14% 8% 9% 20% 9% 30% 10%

6 13% 12% 13% 12% 25% 9% *

5 11% 15% 7% 14% 13% 9% 10%

4 4% 4% 2% 6% 13% 9% *

3 4% 4% 4% 2% 6% * 20%

2 1% * * 2% * * *

Not at all Important 3% 15% 2% * * * *

DK 3% * * 4% 3% 9% *

Base 195 26 55 49 32 23 10
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10. INVESTMENT & EXPENDITURE - TECHNOLOGY 

10.1. IT BUDGETS 

Lawyers’ IT budgets average out at 3.5% of turnover, but what this includes will vary 
from one practice to another. Some include the cost of salaries and other IT-related 
employees; some include IT training.  The figure we asked for was the amount that is 
budgeted for IT – whatever that might be.  The overall results were as follows: 

 

 

 

 

Question: How does your current 
IT budget compare with turnover?  
Approximately what percentage of 
your total turnover does this 
represent? 

 

 

 

 

 

 

 

The ICAEW Report reported variations in IT budgets between industry sectors as % of 
turnover in each as: 

o Manufacturing – 1.53% 

o Retail / Wholesale – 1.72% 

o Professional services – 2.92% 

o Finance – 4.7% 

With legal practices, there appears to be a correlation between the number of partners 
in a practice (size) and the average % of turnover spent on IT – least in the smallest 
firms (although sole practitioners spend more than 2 to 4 partner firms), with the 
highest budgets relative to turnover in the larger 26 to 50 partner practices; relatively 
less in the largest firms as per the table below: 

No of Partners / Principal IT Budget as a % of Turnover - Average Sample size 

1 2.6% 26 

2 to 4 2.5% 55 

5 to 11 4% 49 

12 to 25 4.5% 32 

26 to 50 4.6% 23 

>50 4% 10 



 

© The Legal Software Suppliers Association Page No: 58 

2%

1%

2%

3%

5%

30%

52%

4%

1%

1%

1%

1%

1%

0% 10% 20% 30% 40% 50% 60%

Increase 91% to 100%

Increase 51% to 60%

Increase 41% to 50%

Increase 31% to 40%

Increase 21% to 30%

Increase 1% to 10%

0% Increase or decrease

Decrease 1% to 10%

Decrease 11% to 20%

Decrease 21% to 30%

Decrease 41% to 50%

Decrease 61% to 70%

Decrease 71% to 80%

We would want to increase the size of the samples to make this assessment more reliable in 
the future.  However, responses contrast starkly with the results of the Grant Thornton Legal 
IT Interfirm Comparison in 2000.  Then, IT investment as a % of fee income - using “Small, 
Large and Medium” as the definitions of size instead of the number of partners we use was: 

Size IT Investment as a % of Fee Income – Average 

Below Average Average Above Average 

SMALL 2.3% 3.8% 5.3% 

MEDIUM 4.0% 5.4% 6.8% 

LARGE 4.0% 5.5% 7.0% 

The overall figures from the current survey of legal practices show that just 11% of all firms 
are budgeting to spend between 5% and 10% of turnover on IT, which include some firms in 
all categories.  Many of the rest are spending much, much less, with only a small number of 
firms planning to increase budgets in the future. 

10.2. FUTURE SPENDING ON IT 

52% of all respondents either plan to make no change in their current annual budget when 
considering the next financial period, or have no view on the budget, with a range of proposed 
increases and decreases as per the following summary. 

 

Question: By what % is your IT Budget set to 
increase or decrease in the next financial year 
compared with the current financial year? 

 

 

 

 

 

 

 

 

 

 

Some legal practices intend to invest significantly more in the future but 61% plan to spend 
the same or less.  This should be of some concern when considering the responses we 
summarise later in the report which highlight that: 

o Very many lawyers currently make very much use of many or the technology 
tools already available; 

o Lawyers currently lag behind Medium Sized Businesses (potential commercial 
clients) on e-business; 

o Many lawyer are planning to make more use of more applications and overtake 
Medium Sized Businesses in the next 2 years. 

Today’s IT investment budgets or less are unlikely to produce the results that lawyers believe 
are achievable.  With many firms already spending little or nothing on IT training for their 
people (as confirmed in numbers produced in this IT survey) and failing to invest in internal 
project management time and people (as confirmed in the interviews we undertook) less 
overall investment in IT is unlikely to work.   
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10.3. APPRAISING IT INVESTMENT - COSTS 

We asked which cost considerations from a given list were of major importance – where two-
thirds quoted risk to the business from failure of the system as a major consideration.  See 
the summary of responses below which ranks the responses from law firms and compares 
responses to Medium Sized Businesses in the ICAEW survey. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

As “risk to the business” from potential failure of the new system is ranked number one by a 
significant margin, we would suggest that more mutual trust, closer working relationships 
between suppliers and legal practices, with more pro-active and effective internal project 
management would help to allay and address fears; also producing better results in making 
use of the technology. 

Developments in the option to use “Software as a Service” discussed earlier in this report – 
using “hosted” and “outsourced” technology – could help address concerns in relation to 
ongoing management and failure to update systems. 

Although staff training is regarded as less of an issue by law firms, although still significant on 
these responses (and ranked higher by more legal practices than Medium Sized Businesses) 
we see later in this survey that 22% of respondents do not invest at all in IT training. 

Training and implementation are issues, which – according to the interviews we conducted in 
the second part of our research – are not being addressed effectively.  Not enough training or 
internal project management are being provided to produce results in legal practices.   
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10.4. APPRAISING IT INVESTMENT – BENEFITS 

When asked to identify their major considerations when assessing costs versus return on 
investment from IT, the most important for lawyers in our research was “increased staff 
productivity” at 77%, with ease of integration with existing systems coming second overall at 
74% of respondents.  The top considerations, ranked in order are: 

o Improved productivity 

o Ease of integration with existing applications 

o Improved Service 

o Faster response times 

o Faster communications 

A summary of responses from lawyers in this survey, set against responses by Medium Sized 
Businesses generally in the ICAEW research is set out below.   “Increased staff productivity” 
and “Greater planning and control of processes” could be regarded as very similar 
considerations, particularly in the context of increasingly commoditised legal work and more 
generally, where improvements in processes should be improving staff productivity – so the 
variations here are not significant. 

However, lawyers are significantly more inclined to consider the benefits of IT in terms of: 

o Increased revenue 

o Reduction in operating costs 

o Improved financial planning – although this appears to be the least important benefit 
consideration for both lawyers and Medium Sized Businesses 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Overall benefits are ranked higher than costs as major considerations as summarised in the 
tables and charts below: 
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Exploring these benefits further, we see that a similar trend runs across all practices.  
However, there are differences in responses depending on the size of firm (by reference to 
the number of partners): 

o Practices with 2 to 4 partners and with more than 50 partners are more likely than 
others to consider reduction in operating costs. 

o The largest firms rank ease of integration as their first consideration and with higher 
responses than any other practice size but are also least likely to consider “greater 
planning and control of processes,” which would appear to be inconsistent with 
reducing operating costs.  

o Sole practitioners are more consistent in considering service delivery benefits, 
ranking consistently high with: Improved service, faster response and faster 
communications. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

A detailed breakdown of responses is included in the appendices to this report. 

Considerations Legal

Increased staff productivity 77% Benefit

Ease of integration with existing systems 74% Benefit

Risk to business from failure of new system 66% Costs

Improved product or service offering 65% Benefit

Risk from failing to update the old system 61% Costs

Faster response time 58% Benefit

Faster communications 57% Benefit

Ongoing management of the systems 56% Costs

Increased revenue or sales 55% Benefit

Reduction in operating costs 52% Benefit

Cost of software licenses 52% Costs

Cost of the IT hardware 48% Costs

Staff training for users 45% Costs

Cost of implementation 39% Costs

Greater planning and control of processes 37% Benefit
Improved financial planning, forecasting and budgeting 34% Benefit
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10.5. IT TRAINING 

This is one of the most disturbing findings from the survey, given the importance of IT in legal  
practices reviewed earlier where 59% of respondents regard it as “essential – to deliver on 
our bottom line and serve our customers” and another 32% regard it as “important.” 

However you interpret the question and the responses to it on how much is spent per head on 
IT training - whatever margins or leeway we might allow for misinterpretation by some and 
even some error in the number – the overall conclusion is rather damning.   

o 22% spend nothing 

o Another 22% spend just £100 per year or less.  

o Given these figures, it is likely that within the 25% who “don’t know” there is probably 
another % that do know but are too embarrassed to confess how little they spend.  

 

 

 

 

Question:  How much has your firm spent 
PER HEAD on IT training during either the 
past 12 months or during the last 
financial year? 

 

 

 

 

 

 

 

 

 

These responses are consistent with the limited use of various technologies available to 
lawyers as highlighted later in this report. 

The need for training can minimised by, for example, using case management, where the 
range and variety of peripheral applications can be very few – so only training on the case 
management system is needed.  There is also a drive to simplify the user interface on the 
screen and tools that lawyers use as evidenced by comments from IT Manager and Directors 
in the interviews we conducted.  

But experience suggests that not enough induction and ongoing training is even provided for 
very many case management and accounts users; and the user interface has some way to go 
yet. 

Any practice of any size that wants to be successful should invest in reasonable training on 
using technology for fee earners and support staff.  However, it is much easier to agree with 
the principle without acceptance of the financial cost that will strike home if the benefits are 
genuinely valued.  Then there is also the need to get it organised, which can require some 
persistence. The time needed to plan and organise the right training could be as big a 
stumbling block as the price for smaller firms. 

71% of practices have one person in charge of IT training.  29% do not. 
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10.6. SOURCES OF INFORMATION IN MAKING DECISIONS 

In making purchasing decisions, practices rely on a wide range of sources of information and 
advice, with external IT suppliers, IT consultants (external sources) and previous experience 
of a supplier (internal) topping the list. 

 

Question:  When making IT purchasing or sign-off judgements for your business, what 
sources of IT advice and information do you personally rely on? 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

10.7. MEASURING IT SUCCESS: ROI & VALUE ADDED 

In the interview section of this research there was frequent discussion of the need for IT 
professionals and project champions to present a “Business Case” for new developments.  
Looking forwards, communication of business benefits within the practice is part of the 
change process that most practices feel they need to introduce to some extent to develop 
internal culture. 

From this survey, it appears that the relative level of investment in technology has reduced 
overall across the range of firms that took part, although there are significant exceptions 
within that “broad brush” conclusion. 

But what is being done to measure success and returns? Very little in most firms. 
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Question:  How do you monitor your “Return On Investment” from your IT outlay? 

 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

33% of respondents do not measure “Return on Investment” at all; only 16% measure it 
formally.  By size of practice, the larger firms predominate amongst those who measure ROI 
formally, but not much by using any specific model – see the table below: 

 

Who Measures Return On IT Investment? 

Approach Adopted TOTAL 
Number of Partners / Principal 

1 2 to 4 5 to 11 12 to 25 26 to 49 >50 

Measure Formally 16% 8% 16% 14% 13% 17% 60% 

Measure Informally 50% 62% 33% 53% 66% 61% 20% 

Do Not Monitor 33% 27% 49% 33% 25% 22% 10% 

Base 195 26 55 49 32 23 10 

 

Who wants to Measure Return On IT Investment? 

In contrast to the table above which identifies current practice (excluding respondents who did 
not know or who had no real view i.e. neither agree nor disagree) respondents generally 
agree that their “business benefits or could benefit from using a formal model for calculating 
“Return On IT Investment”:   

Attitude to a formal  
model 

TOTAL 
Number of Partners / Principal 

1 2 to 4 5 to 11 12 to 25 26 to 49 >50 

Net Agree 52% 46% 47% 53% 59% 48% 70% 

Net Disagree 14% 23% 7% 14% 6% 22% 10% 
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Question:  How do you monitor your “Value Added” from your IT outlay? 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

There is a very similar picture here to measuring ROI with 33% of respondents again not 
monitoring added value at all. Again, formal methods primarily relate to use of performance 
indicators and post investment appraisals, rather than use of a specific model. 

 

Who Measures Added Value? 

Approach Adopted TOTAL 
Number of Partners / Principal 

1 2 to 4 5 to 11 12 to 25 26 to 49 >50 

Measure Formally 15% 8% 15% 16% 9% 22% 40% 

Measure Informally 52% 62% 35% 49% 78% 57% 40% 

Do Not Monitor 33% 31% 49% 35% 19% 22% 20% 

Base 195 26 55 49 32 23 10 

 

Who wants to Measure Added Value? 

In contrast to the table above, which identifies current practice (excluding respondents who 
did not know or who had no real view i.e. neither agree nor disagree) respondents generally 
agree that their “business benefits or could benefit from using a formal model for calculating 
Added Value from IT Investment”:   

Attitude to a formal  
model 

TOTAL 
Number of Partners / Principal 

1 2 to 4 5 to 11 12 to 25 26 to 49 >50 

Net Agree 53 50 47 55 56 48 80 

Net Disagree 13 23 7 14 9 22 10 
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10.8. TECHNOLOGIES CURRENTLY IN USE 

We asked Respondents to identify where they stand with a range of legal applications.  
Responses are laid out in the charts below, displayed in order of the application that most are 
using to full effect (Time recording) to the least used applications. Whilst there is a long list of 
applications, the % of respondents who feel they are producing the results they want from 
most applications is alarmingly low.  

The charts are set out in the pages that follow with some notes to explain some applications 
below: 

 

10.8.1 Group 1 – where most firms are producing the results they want. 

Still only 54% of respondents were satisfied that they were making full use of time 
recording.  14% were not using; many firms handling fixed price work like residential 
conveyancing feel that time recording would produce little benefit for them.   

Anti-spam is widely recognised as being a significant issue in business today, it is 
perhaps not surprising that only 8% of firms are not using this technology to some 
extent to combat Spam messages.  

As with anti-spam tools, email management systems have become a virtual “must-
have” for any business.  Only 16% of respondents are not using some system to 
manage emails.  

Document management is becoming more widely used and it looks as though 
applications like Microsoft’s Sharepoint could help to increase usage further.  Studies 
have shown that lawyers spend between 5 and 15% of their time reading information 
but up to 50% looking for it – so this is a big time saver, provided the system is user 
friendly. 

 

10.8.2 Group 2 

Email templates are the equivalent to standard letters, but online; with details 
populated in the same way as in case and matter management letters and 
documents. Easy to set up in most systems so it is perhaps surprising to note that 
51% of survey respondents are not using them in any way yet.   

 

10.8.3 Group 3 – where least practices are producing results  

Online case tracking and SMS messaging have been brought together here as 
they both have a significant effect on the time saved on the telephone for lawyers and 
fee earners.  Anecdotal evidence from fee earners and lawyers suggests that up to 
40% of their time is spent on the telephone and the majority of this is dealing with 
often mundane enquiries about a client matter.   

According to the Office for National Statistics (www.statistics.gov.uk) over 55% of 
households had Internet access as of July 2005 – that’s 12.9 million homes!  From 
the Office of Communications (www.ofcom.org.uk) we know that there are over 60 
million mobile telephones registered in the UK – that’s more than one per head of 
population!   

With the telephone being so intrusive and the Internet becoming increasingly more 
widely used perhaps you would expect more than just 41% of respondents to be 
publishing information about client matters to a secure Internet portal to help reduce 
the number of calls and, perhaps even more surprisingly, only 28% of lawyers 
sending information out to clients by SMS text message. 

With risk management high on the agenda for most practices, it is surprising to see 
that one of the critical areas where it should be applied in practices - Business 
Continuity Planning – which covers much more than IT and disaster recovery is not 
used much in practice; particularly in smaller practices. 

http://www.statistics.gov.uk/
http://www.ofcom.org.uk/
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57% are not using a knowledge management system and only 5% are satisfied that 
they are producing all the results they want from it. 

With client relationships top of the list for most legal practices in developing their 
business, it is alarming that only 2% of practices responding felt that they are yet 
producing all the results they want from CRM and Marketing databases.   By far and 
away the largest users of are the larger law firms with 26 to 50 or more than 50 
Partners.  Only 18% of these firms are not doing anything with this technology, so 
80% are somewhere in the middle! 

Only 36% of respondents are making use of KPI’s and benchmarks to improve 
business performance. 
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Applications In Use - GROUP 1 
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Applications In Use - GROUP 2 
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Applications In Use - GROUP 3 

 

0%

10%

20%

30%

40%

50%

60%

70%

80%

90%

Not using 64% 84% 72% 75% 55% 69% 57% 79% 77% 51% 84%

Not fully operat ional yet 11% 3% 6% 6% 9% 9% 12% 6% 7% 11% 6%

M aking progress, but st ill early days 9% 4% 10% 8% 20% 9% 18% 5% 9% 24% 7%

Beginning to produce major results for us 9% 3% 6% 6% 11% 9% 8% 5% 2% 12% 2%

Producing all the results we want 7% 7% 6% 6% 5% 5% 5% 5% 5% 2% 2%

KPI's /  

benchmarks 

Video 

conferencing

Sms text 

messaging

Automated 

import of 

electronic 

Business 

cont inuty 

planning

Exchange of e-

transact ion 

data with 

Knowledge 

management

Exchange of e-

trans data with 

business 

Online secure 

areas (for 

collaborat ion)

CRM  / 

market ing 

database

Online billing



 

© The Legal Software Suppliers Association Page No: 71 

10.9. E-BUSINESS 

Respondents were asked to identify which e-business facilities they use today, and which 
they plan to implement within the next 2 years – making their selection from a list of the 14 
applications listed in the table below.   

A summary of the responses appears on the following page – ranked by the e-business 
facilities most used today.  Email and Internet access are used by 99% and 98% of practices 
already, followed by a website at 88%; then remote access at 59%. 

Ranked last with just 2% takeup now and with 83% of respondents saying they have no plans 
for it is one of the most powerful and increasinly affordable communication tools – web 
conferencing. 

Below (and in the chart on the following page) we compare how lawyers’ plans compare with 
the plans of potential clients – Medium Sized Businesses, making the comparison with 
responses to the ICAEW Survey. 

The comparative picture does not look good, with lawyers lagging behind in current use now 
in all areas except document management and e-procurement, but with plans to introduce 
more during the next 2 yearrs.  If Medium Sized Businesses are prepared for e-billing, why 
not get organised to work that way?  Will introduction of further tools here produce results, 
given the broader issues highlighted in this research. 
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Currrent Usage & Plans – Lawyers & Medium Sized Businesses  on E-Business 
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10.10. PRACTICE MANAGEMENT SYSTEMS 

Unlike case management, we don’t have directly a comparable user evaluation of 
perceptions, but current assessment produces the following overall summary. 

 

 

10.11. CASE MANAGEMENT & WORKFLOW 

10.11.1 Where is it being used? 

Residential conveyancing is still the type of work that is handled by most firms using case a 
case management system followed by personal injury, but with commercial property 
becoming much more significant in keeping with the move towards more standardisation of 
the documentation and processes involved in commercial property work.  

 

Question:  In which areas of work does your firm use Case Management or Workflow 
now?   

 

Rank Worktype 
% of firms with case 

management using for this work 

1 Residential conveyancing 84% 

2 Personal Injury / RTA / ULR 49% 

3 Probate 36% 

4 Commercial Conveyancing 33% 

5 Debt Recovery 31% 

6 Family 28% 

7 Employment 17% 

8 Landlord & Tenant 13% 

9 Medical Negligence 12% 

10 Criminal 11% 

11 Mortgage reposession 7% 

12 Others 15% 

 

10.11.2 User Evaluation: Perceptions - 2000 vs. 2005 

Expectations of technology are rising with user satisfaction ratings on “ease of use,” 
“matching needs,” “improving productivity” and “ meeting expectations” all rising over 
the past 5 years. However, a consistent 3% to 4% over the period still rate case 
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management solutions as poor on all measures except “meeting expectations.”  The 
15% rating on “meeting expectations” as “poor” in 2000 has improved to 9% in 2005. 
Products have improved significantly during this period and further improvements 
should be made, but lack of investment in training, project management and training 
undoubtedly impact on the results.  

 

 

 

 

 

 

 

10.11.3 Reasons for Case Management 

Question: What is your main current objective in continuing to use and extend your use 
of case management and / or workflow systems? 

Responses to this question are unreliable because of the very high percentage of 
respondents who chose more than one option. 
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10.12. KNOWLEDGE MANAGEMENT 

Success in developing some capability in this particular area is likely to be critical in the future 
as only practices who have started this process early will be able to share it or sell it 
electronically in the future. 

Current use of any system to share knowledge – manual or electronic – varies although most 
firms do share something as outlined in the chart below.  Smaller firms are less likely to share 
information on clients and it is not unreasonable that the smallest of firms who are in regular 
personal contact with each other feel they do not need a system for sharing client information 
as this occurs informally. 

Question:  Does your firm have systems (manual or computerised) to enable fee 
earners to share access to the following? 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

However, the most popular means of sharing knowledge are not yet being structured in a way 
that is compatible with electronic and automated searches – through paper briefings 
(circulation of reports and publications – 54%), talks and seminars (49%) as compared with 
much smaller % responses on other methods, which may or may not be structured or 
electronic.  Just between 1% and 4% use systems, which are recognised and structured 
electronic knowledge management systems.  39% say they use an Intranet and 19% use 
some “other” systems - which may or may not be structured. These results are a little unclear 
and require clarification. 

However responses to the earlier question in the survey on current levels of usage of 
knowledge management show that the majority of lawyers – 57% are not using a knowledge 
management system and only 5% are satisfied that they are producing all the results they 
want from it. 
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Question: Which software or computer systems (if any) do you use to help in this 
process? 
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STAGE 2: TRENDS & INFLUENCES - INTERVIEWS 
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11. INTERVIEWS – INTRODUCTION 

This proved to be the most enlightening and informative element of our research resulting in 
development of a number of themes summarised in this report, with representative quotes 
from participants in the research grouped by worktype - under the broad questions that we 
used as the framework for discussions. 

We have added some additional background, summarised the general themes that evolved in 
the discussions – also providing a review of business strategies that appear most relevant in 
considering options for developing legal practices over the next 10 years. 

Readers can home in on the areas that are most directly relevant to them, within the sections 
on “Commercial Legal Services” and “Personal Legal Services.” 

 

Now we hope you are better equipped to debate the most appropriate strategies and 
options in each area of business, so it’s over to you and the LSSA Conference when 
we will expand on these options. 

 

Our interviews involved discussions with the following: 

 Total Number of 
Respondents 

Roles 
Number By 
Category 

Legal Practice 58 

Chief Exec, Practice Director, 
Practice Manager (Non Legal) 

16 

Managing Partner, Partner, Head of 
Dept., Sole Principals (Legal) 

18 

IT Director, IT Manager 14 

Marketing Director, Marketing 
Manager 

6 

Administrators 4 

External Views 

Business, Consultants, 
Advisors & Commentators 

(Finance, Insurance, Retail, 
Business Services, LSC, 
Property, In House Legal, 

Software Houses) 

14 
Senior Management, Sales & 
Marketing  

14 

TOTAL: 72  72 
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12. INTERVIEWS – KEY FINDINGS 

12.1. INTRODUCTION – STRATEGY & TACTICS 

From the responses we received in this area of our research, we aim to explore and 
clarify some thinking on the strategies and tactics that legal practices could adopt, 
leading into the next 10 years, aiming to maintain or develop a strong, sustainable and 
competitive legal business.  

Whoever is winning today may not be winning tomorrow 

Strategy is long term – what is ahead, where are you going, how are you going to get 
there?  Which products and services will you provide to whom?  How will you sell them, 
where and how do you know whether it is working or not, so you can shift position or 
change tactics? 

A strategy enables you to make sure that the day-to-day decisions made throughout 
your practice fit with the long- term interests of the organisation.  Without a guiding 
strategy, the decisions you make today could have a negative effect on tomorrow’s 
results. Having a strategy that people can understand encourages everyone to pull 
together in the same direction with common aims.   

Everyone in your organisation needs to know about your strategy to guide their day-to-
day decisions and the tactics they adopt and measures they apply in producing results; 
perhaps clients should know too?   

Prioritisation of the operational plans and tactics you choose to implement – with 
people, technology, business partners, marketing, finances - to achieve business goals 
are influenced and determined by the overall strategies you choose to pursue.  

12.2. GENERAL CONCLUSIONS 

People in practice know they have issues to address and that opportunities are being 
missed.  Many have very good ideas about what they should do about them to improve 
the practice.  Some are doing it, but more are frustrated because they are not. The gap 
between those who are and those who are not is getting wider – generally with a 
recognisable equivalent investment, or lack of it, in people with appropriate non-legal 
expertise and time to make new initiatives work. 

There are a lot of very frustrated lawyers, senior managers and support staff who know 
what their practice should be doing to be more successful, but where the steps they 
rightly identify are just not happening.  Too many lawyers are not taking responsibility 
where other Medium Sized Businesses are and it’s time for a wakeup call! 

Often the lack of movement appears to derive from the attitudes and characteristics of 
the lawyers who own the practice.  These include: 

o Fear for the future – with no escape route 

o Lack of interest in running a business, in spite of commitment to being a lawyer 

o Lack of tolerance and understanding of people with other skills – which impacts 
on respect. 

o Superficial commitment to communication – with clients and internally. 

o Reluctance to make difficult decisions 

o Aversion to risk, with the status quo being an easier option   

o Lack of understanding of non legal .. of people, technology 

o Reasonable comfort, which inhibits change 

o Inertia in introducing innovations or new ways  
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o Lack of non-legal training. 

New business strategies and initiatives will not be pursued effectively until these and 
other issues related to the culture that inhibits the performance in very many legal 
practices are changed.  They won’t change on their own; although that is perhaps what 
many lawyers who haven’t put their head above the parapets recently are hoping for. 

12.3. BUSINESS MODELS 

The business model for providing legal services has already changed.   

o As in other business sectors, lawyers are now increasingly the end-provider in a 
sales and delivery process that relies on intermediaries to source and introduce the 
business more formally and commercially than in the past. In financial services for 
example, lenders use an increasing number of intermediaries to sell mortgages 
and insurance who are better place, more effective and better equipped to sell the 
product. 

The range of distribution channels and intermediaries now includes the Internet 
and the Legal Services Commission as well as lenders, property agents, insurance 
companies and fleet management companies to name just a few. 

Intermediaries have standards to meet, with which lawyers have to comply and 
they expect to generate revenue for their part in the chain, so lawyers have to 
structure business to accommodate these demands. 

o The role of intermediaries has blurred the line between personal and commercial 
legal services, so lawyers providing personal legal services have to satisfy the 
more commercially oriented requirements of intermediaries; with these 
requirements become more sophisticated as the new “B2B” business model settles 
in.  For example with increasing technology capability to manage and process data 
in the claims and insurance industry. 

o Alongside this, there are more specialised legal practices, where collaboration with 
other firms is increasingly important, to give them access to a market for their 
services and to accommodate the broader needs of their clients. 

o At the same time, specialisation in areas of legal work within practices (that are 
generally growing in size through merger) require more internal collaboration too to 
deal with the aggregate needs of clients – so client relationships have potential to 
become more fragmented when, perversely, a better overall understanding of the 
client’s broader business and their needs is needed. 

o Having developed these centres of specialism and expertise, clients are now 
choosing a variety of specialist teams and practices as “best of breed” suppliers of 
their legal services – presenting new challenges in managing relationships. 

o The same applies to relationships with individuals where intermediaries, creating 
similar multiple relationships between lawyers and individual clients, can often 
guide people to a specialist provider of a “commodity” service. 

o This has already created a distinction between providers of high volume, lower 
value and of higher value services in relation to both commercial and personal 
business.  

o These changes demand more flexibility and agility in catering for new relationships 
with that increasingly differ from the traditional solicitor-client model. 
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12.4. CLIENT DEMANDS & EXPECTATIONS 

12.4.1 In Business  - Commercial Clients & Intermediaries 

o Business people are not fools; they run businesses and generally know what they 
want from lawyers to make their business successful.  

o The cost of legal services has to be relative to the value of the results from legal 
input.  If lawyers don’t give commercial value, business clients will find some 
other way of getting the job done that costs less. 

o Clients leave it to the lawyers to decide how to deliver the service, provided they 
get what they want from the relationship.  It is feasible for lawyers to provide more 
than the client needs – provided lawyers provide more of what clients really want, 
even if they don’t know they want it.  To identify these opportunities requires an 
understanding of their world, their business practices and their measures. Those 
they use to evaluate their performance and drive their business.  

o Different businesses have different drivers and requirements, which need to be 
interpreted in establishing and developing solutions that will cement strong 
relationships. 

 

12.4.2 Individuals 

o Different people have different needs and expectations, which need to be 
interpreted in presenting and developing legal services and solutions that will 
cement strong relationships. 

o The mystical aura of lawyers has gone for a larger proportion of the public even if 
legal processes are not understood.  Lawyers have to be seen to provide quality 
in all the ways that a customer can evaluate based on their perception of the 
experience – which is about customer service.   

o Small, local firms have the advantage of personal contact when clients want it.  

o Clients increasingly want convenience and flexibility in how they work with and 
communicate with lawyers.  Like GP’s, they take the ability to do basic legal work 
for granted and see value in particular expertise – but even that expertise alone is 
not enough.   

o It is easier now for the public – and commercial clients too – to find information 
that helps them make their choice of lawyer.  They are also much more likely than 
before to be channelled to a lawyer by intermediaries, who tend to make their 
choice along commercial lines. 

 

12.5. ROLES & RESPONSIBILITIES 

Lawyers have to take a dose of commercial reality to get their head out the sand.  
Those who don’t already have to recognise, accept, respect and be positive, decisive 
and innovative enough to respond to: 

o The roles of intermediaries and business partners where co-operation and 
collaboration with other lawyer and non-lawyers for mutual benefit and an 
improved overall result – are a reality in many areas of business.  Enthusiasm for 
flexibility, agility and proactivity in creating these relationships and for better 
communication to keep them working are new skills that many have yet to 
acquire.  

o Commoditisation – if it’s necessary to get the business and make a profit, do it 
or do something else. 

o Government budgets – adapt, collaborate and consolidate to be able to make a 
profit within these budgets, or do something else. 
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o Increasing demands and expectations – change and adapt to meet these 
expectations or do something else, but it will probably be the same demands and 
pressures in other areas of work outside the legal world. 

Whilst there is widespread recognition of the issues, plans of action to address them 
appear to be rare. 

 

Managing Partners and Chief Executives in legal practices need their IT Directors 
and IT Managers to prioritise: 

o Executive leadership 

o Demonstration of value  

o Cost reductions 

o Faster, effective innovation in IT solutions 

o Risk management 

o Integrated, secure systems that support greater availability of data. 

There is very often too much pressure on internal IT teams to keep today’s technology 
working with limited resources to perform an effective role in these more strategic 
areas.  A feel that there is almost too much technology – not being put to good use. 
For them to be successful IT people need more understanding of clients and business 
processes and legal people need more understanding of technology. 

 

Less regulatory interference from the Law Society and more commercially driven 
business support from them is widely welcomed. 

12.6. STRATEGIES & INITIATIVES 

12.6.1 Business Development & Marketing 

All of the following options were considered during the interviews 

o Consolidation  

o Mergers, acquisitions of key personnel and teams  

o Vertical integration – to complete the chain. 

 

o Collaboration and Integration 

o Between people within the practice to capitalise on knowledge, 
experience and expertise 

o Of processes internally and externally 

o Internationally, in Europe and between UK legal practices – large and 
small for mutual benefit. 

o With clients, competitors, associated business 

 

o New Business Structures or even if the licensed “Alternative Business Structure” 
proposals are not approved, create more corporate style legal practices to: 

o Exploit flexibility and business agility where it exists 

o Generate more investment for new initiatives and ventures 

o Improve service and revenue through non-legal services 

o Attract new talent with an increase in the options for personal 
development 

o Improve management 
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o Cost reduction, and adding more value, whatever the price. 

o Getting closer to clients – understanding business needs, tailoring how we 
deal with members of the public to fit with what they want in every respect 
possible.  

o Add local convenience and personal touch to add value where possible. 

o Filling gaps in business and legal expertise 

o Distinction between specialists in volume and high value business  

o Niche or one-stop solutions. 

“An edge in co-ordination is more and more essential in a world of globalisation, 

deregulation, commoditisation, customer power, technology, time-based everything and 

political, economic and social uncertainty because all of these can be classified under a single 

heading: Complexity.  

Co-ordination is the battle against complexity. As complexity increases, whether complexity of 

environment, market, organisation or relationships with customers, partners and suppliers, 

coordination gaps translate to service breakdowns, cost inefficiencies and process muddle.  

Conversely, effective enterprise designs become a source of organisational advantage because 

they enable organisations to handle complexities in a way and to a degree that others cannot. 

Coordination requires technology”. 20 

 

12.6.2 Technology Strategies 

The most successful legal practices of the future – not just in relation to those 
handling low value, high volume work – will be the ones that really get a grip on 
technology.  Particularly the e-business potential to coordinate increasingly complex 
business processes and relationships with business partners, using the same 
coordination abilities to manage use of legal knowledge and information on the clients 
you want to get closer to. 

Coordination and integration will produce direct financial returns and help open up 
new business opportunities whilst also supporting initiatives to develop a more 
collaborative, less legal culture.   

They will be getting the best out of software applications, business alliances via API’s 
and creative use of people through embedding business rules into software, 
outsourcing, out-tasking, in-sourcing and exceptional handling of exceptions (i.e. 
where human intervention is needed because automated systems can not handle it 
effectively.) 

Some businesses are using some of this today although open standards to allow 
defined data to be streamed between organisations within business networks using 
XML which is likely to be the mechanisms that will be adopted for some time to come 
are still in their early days. 

However people are an intimate part of this business structure, which requires that 
the underlying issues we have highlighted in this report be addressed now. None of 
this can otherwise be achieved effectively.  Those underlying issues are: 

o Legal culture: lack of tolerance and genuine respect for non-lawyers ranging 
from clients to IT Directors; indifference and reluctance to change; insularity and 
resistance to transparent and open relationships with potential business partners.  
Being a lawyer can no longer be the comfortable “hobby” that many have played 
with in the past – where complacency is still rife because it has not been difficult 
(an for many it is still not difficult) to earn a good living.  The impact of commercial 
reality will still take many by surprise from large firms (where they are most 
insulated) to small.  Fear of the future has already begun to stir more lawyers into 
more innovative thinking about different ways of working and delivering services. 

                                                      

20 Peter W Keen, The Coordination Imperative, Chapter 1 
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o Introduction of more business-capable people into positions of influence in 
legal practices.  To achieve this and to get the most capable people to fill these 
roles, they have to be perceived to be on par with the senior lawyers.  Some, but 
few, practices are there already, others are heading in that direction, but the 
partners really haven’t quite bought it and have a vested interest in protecting 
their current position and status.   

Most have a very long way to go, but for many of these, we believe the 
commercial realities are just beginning to help them recognise that there is no 
other way.  However, getting from where they currently are to a new business 
environment is an understandably paralysing prospect for lawyers without serious 
business management experience. 

Specifically on technology to support business initiatives: more leadership of 
initiatives from the top, better understanding of what can be achieved, more 
investment in training, more project management, more discussion of options with 
clients and business partners, more involvement of IT people with more 
understanding of clients and legal process at a top level in managing the practice, 
more use of technology as a service (which we explain in the report) and more 
trust and collaboration between legal practices and technology suppliers, with 
investment of time on both sides in developing business solutions. 

 

12.7. THEORETICAL REVIEW OF STRATEGIES & TACTICS: 

In this review we focus on the strategy definitions we believe are most relevant to help 
lawyers recognise where we stand now, where we have struggled to operate strategically in 
the past and how an understanding of these strategies can help to define a route going 
forwards – all of which were raised by interviewees considering options for their practice in 
the future. 

Below we summarise: 

o Porter’s Generic Strategies – cost leadership and differentiation 

o Growth Strategies – products and markets 

o Porter’s generic strategies - Michael Porter assessed strategy on the dimensions of 
strategic scope and strategic strength. Strategic scope refers to the breadth of market 
penetration while strategic strength refers to the firm’s sustainable competitive advantage. 
He felt three types were important:  

o Cost leadership emphasizes efficiency. By producing high volumes of 
standardized products21, the firm hopes to take advantage of economies of scale 
and experience curve effects. The product could be a basic no-frills product that 
is produced at a relatively low cost and made available to a very large customer 
base, but it need not be. Maintaining this strategy requires a continuous search 
for cost reductions in all aspects of the business. The associated distribution 
strategy is to obtain the most extensive distribution possible. Promotional strategy 
often involves trying to make a virtue out of low cost product features.  

Successful implementation also benefits from a) process engineering skills; b) 
products designed for ease of manufacture; c) sustained access to inexpensive 

                                                      

21 Anything that can be offered that might satisfy a want or need. However it is much more than just a physical 

object. It is the complete bundle of benefits or satisfactions that buyers perceive they will obtain if they purchase the 
product. It is the sum of all physical, psychological, symbolic, and service attributes.  A "product" can also be an 
intangible "experience".  However an experience is unique to the receiving individual, based upon their history, 
personal values and characteristics and perceptions.  
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capital; d) close supervision of labour; e) tight cost control; f) incentives based on 
quantitative targets. 

o Differentiation is the modification of a your offering to make it more attractive to 
the target market. The unique features or benefits should provide superior value 
for the customer if this strategy is to be successful. Because customers see the 
product as unrivaled and unequaled, the price tends to be less sensitive and 
customers tend to be more “brand” loyal. However there are usually additional 
costs associated with the differentiating product features and this could require a 
premium pricing strategy. A successful product differentiation strategy will move 
you away from competing primarily on price to competing on non-price factors 
such as quality of service, convenience or speed of response. However lawyers 
are not trained to sell the benefits of legal services. 

o Market segmentation – where the firm concentrates on a select few target 
markets. It is also called a focus strategy or niche strategy. It is hoped that by 
focusing your marketing efforts on one or two narrow market segments and 
tailoring your marketing mix to these specialized markets, you can better meet 
the needs of that target market. The firm typically looks to gain a competitive 
advantage through effectiveness rather than efficiency 

These are very relevant to lawyers although the dividing line between these 
strategies has become increasingly difficult to define since Porter’s ideas were 
promulgated in the 80’s.  Since that time, some commentators have made a 
distinction between cost leadership, that is, low cost strategies, and best cost 
strategies. They claim that a low cost strategy is rarely able to provide a sustainable 
competitive advantage. In most cases firms end up in price wars. Instead, they claim 
a best cost strategy is preferred. This involves providing the best value for a relatively 
low price. 

Michael Treacy and Fred Wiersema (1993) have also modified Porter's three 
strategies to describe three basic "value disciplines" that can create customer value 
and provide a competitive advantage. They are: 

a) Operational excellence 

b) Product innovation; and, 

c) Customer intimacy. 

However, even interpreting these models very loosely, there has traditionally been a 
lot of confusion in how these broad strategies have been applied in practice to law 
firms providing legal services, primarily because lawyers have not been good at: 

d) Communication & Selling – which means that most fail to promote 
the benefits of an added value, differentiated service, so they end up 
competing on price anyway; relevant to both differentiation and market 
segmentation strategies; and 

e) Improving efficiencies that are essential to maintain profit and 
ongoing investment needed to sustain a cost leadership strategy. 

o Growth strategies – There are a number of different ways of asking the the question, 
“How should the firm grow?”. Traditionally, the most common answers as defined (by 
Ansoff), were through: 

o Market penetration on entry into a new market to take a larger share of the 
market by gaining competitors' customers (part of their market share), attracting 
non-users of your product or convincing current clients to use more of your 
product/service. 

o Product development (existing markets, new products): McDonalds is always 
within the fast-food industry, but frequently markets new burgers.  

o Market development (new markets, existing products): Lucozade was first 
marketed for sick children and then rebranded to target athletes. 
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o Diversification (new markets, new products): Virgin coke, Virgin Megastores, 
Virgin Airlines, Virgin Telecommunications.  

An integral part of these strategies has involved plans to merge or acquire other legal 
practices to increase the “scale” of the practice to achieve critical mass or to expand 
the scope of the practice, adding new services and products or extended geographic 
markets.   

In their review of mergers of large merger firms in 2003 Altman Weil concluded:22  

“Who says large law firm mergers don’t work? From a profit perspective, it appears 

they generally do, both in the short and longer term. It also appears that scope 

mergers pay off better and sooner than scale mergers and furthermore that either 

geographic or practice area scope mergers are initially more successful than those 

intended to achieve both.” 

Now there may be scope to be more creative in these mergers and acquisitions with 
non-legal organisations to enable both:   

o Horizontal integration; and, 

o Vertical integration 

But many of the strategic goals that a merger may bring, if properly conceived in a 
sound business case may be achievable through: 

o Collaboration – which can involve looser horizontal and vertical integration 
through collective business systems: a business organization or association 
typically comprised of relatively large numbers of businesses, tradespersons or 
professionals in the same or related fields of endeavour, which pools resources, 
shares information or provides other benefits for their members. In the past, 
collective business systems such as the trade association, the cooperative and 
the franchise were created to allow groups of independently owned businesses 
with common interests to successfully compete in the marketplace.  

o Co-ordination – is the ability to bring together processes, people, technology 
and organisational structures to build capabilities that go well beyond what 
localised combinations of these resources can achieve alone; fitting the 
enterprise pieces together then outperforms what a practice can do by focusing 
on individual activities, units and operations. 

o Integration – which, when being considered within the practice, involves bringing 
different legacy IT systems within the practice together, so that minimal manual 
intervention (preferably none) is needed to allow data held in one system to be 
reused in another, allowing more sophistication but also more ease of use.  It 
also applies to sharing this data outside the practice, introducing processes that 
cross the divide between organisations. 

o Outsourcing: often defined as the delegation of non-core operations or jobs from 
internal production to an external entity (such as a subcontractor) that specializes 
in that operation. Outsourcing is a business decision that can be made for quality 
or financial reasons. 

o Out-tasking: turning over a narrowly defined segment of business to another 
business, typically on an annual contract, or sometimes a shorter one. This 
usually involves continued direct or indirect management and decision-making by 
the client of the out-tasking business. 

                                                      

22 Are Large Law Firm Mergers Successful? by Ward Bower, assisted by Debra L. Rhodunda where they examined 

the examined the characteristics of the 17 major law firm mergers. 
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13. INTERVIEWS - COMMERCIAL SERVICES 

13.1. INTRODUCTION - GENERALLY 

Two extracts from articles written recently in Legal Week highlight key issues that were 
reinforced in our research: 

 

“In trying to ignore or resist the trend towards commoditisation, law firms are ignoring the key 
pressures now faced by general counsel: the need to achieve more with less resource, the need 
to demonstrate ‘value’ to the business from the internal and external legal resource and 
continuing pressure to apply procurement best practice and to use the internal procurement team 
in the selection of outside counsel. Instead of proactively assisting a general counsel to address 
these challenges, too many law firms are hoping the spotlight on legal services will soon move 
elsewhere and that pressure on fees will abate as corporate activity increases.  

The cost-cutting and de-equitising of partners conducted by UK firms over the past two years, 
combined with an increased level of deal activity, will inevitably increase the profits of many law 
firms this year. It would be a mistake, however, for firms to use that improvement as an excuse 
to avoid addressing commoditisation and how it may affect the business in the long term.  

This is not to suggest that commoditisation will affect all parts of the legal market. For big-ticket 
M&A work, ‘bet the farm’-style litigation, innovative financial products, business critical IP and 
similar matters of major significance to the client, the client will invariably buy on the basis of 
reputation and depth of expertise rather than price. “ 

Tony Williams – Jomati23 

 

 

“When it comes to technology, there are really only two things you can do with it — use it to cut 
operating costs or use it to win more business and retain clients.  So how do we differentiate 
when our competitors have implemented the same systems and are offering the same unique 
level of service? 

The answer is easy to say but difficult to achieve. The next battle for hearts and minds will be 
fought not internally within the firm, but externally in your client’s own businesses. Law firms that 
concentrate on their competitors will always be one step behind the best of them. Conversely, 
however, law firms that concentrate on evolving client services will be the next generation of 
market leaders. To further this idea, law firms should not be thinking about their competitors, but 
of the competitors of their clients. They should be asking themselves: "How can I provide a 
service to my client that will help him to compete in his market more effectively?" 

Richard Booty – Visualfiles 

 

13.1.1 Relationships with Clients & Introducers  

 

“Legal services will polarise with a bigger split between volume and high value services, 

more complex legal services.  To become “trusted advisors” is the big thing if you want to 

provide higher value.  Technology enables the process of developing relationships here, but 

you can’t do it without people.” – IT Director, larger city general practice 

“I am making more money, personally, than the senior partners of a lot of big firms and that’s 

only because of our use of IT.  We need to be fast, clear and offer fixed fees for a specific 

intended results.  No intended result = no fee. We will spec what we do for a fixed fee, charge 

for anything extra on their credit card and offer money-back guarantees.  We will operate as 

their “virtual” in-house legal department – so we have to understand their business and add 

value. Doing this, we expect to grow by 20% per annum” – Principal, virtual law firm. 

                                                      

23 Courtesy of Legal Week.   A complete copy of the article by Tony Williams is included in the appendices to this 

report. 
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13.1.2 If you could change 3 things …? 

 

1.  More (good) lawyers who want to work our way AND are commercially aware. It’s the 

last bit that we have problems with. 

2.  Have more funding 

3.  Be allowed to take commission. 

Principal, virtual law firm 

 

13.1.3 External Influences & Changes 

 

“More law firms will go out of business, so it’s an opportunity to recruit, choosing the best 

teams, clients and lawyers. More specialisation in other practices, so we can cross-refer more 

,with more collaboration.  Big business might try to do what we do – so we need to focus on 

personal relationships (which we can do over the Web), speed and clarity on costs. Over-

regulation by the Law Society with high compliance costs, which would lead me to become an 

ABS and to leave the Law Society” – Principal, virtual law firm. 

 

13.1.4 Internal Influences & Changes 

 

“Location?  We don’t have one!  We will continue to offer flexi-hours, flexi-holidays and work 

from home to attract the best.  We already have an FD and a marketing director from 

industry.” – Principal, virtual law firm. 

“Other lawyers may want to leave us and start their own firms, so we have to make them 

aware of the cost, maintain strong personal relationships and show we care.” – Principal, 

virtual law firm. 

“Video meetings will be quite normal within 10 years and will become a requirement of court 

procedure with in 15 years.” – Commentator on the Legal Profession. 

 

13.1.5 Legal Knowledge & Know How 

 

“A package like Butterworths Lexis Nexis is about £20k, hard to navigate and frankly has too 

much information to be of any use to smaller firms.  Lawyers need to be more proactive with 

regard to using the tools to obtain information, but my preference is for an intranet which 

grows organically with the organization, with the ability to provide lawyers with relevant 

knowledge from an interface which is bespoke to them.” – Practice manager, smaller 

commercial practice. 

“I am not convinced that technology can help us as much as it is purported.  Use of the 

Intranet with simple topic based information – yes.”  – Chief Executive, medium, general 

practice. 

 

13.1.6 E-Business 

 

“We are getting lots of work because most firms will not or can not work the way we do.  We 

are structured to provide 24/7 access to files, with online payments and e-billing.  We are 

working towards making fully specified legal work available online, with online prepayment 
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that will improve and streamline financial management. Unfortunately, our link to the bank is 

very poor, but we have no power over them.” – Principal, virtual law firm. 

It is coming but we need more IT literate people – some are more than others, but we have 

plans for more training in the immediate pipeline.” – Chief Executive, medium, general 

practice. 

 

13.1.7 Future Technologies 

 

Example A – Practice Manager, smaller commercial practice 

“ In my experience it would be a step forward if we could just leverage the products that 

already exist before we think about what else we might need.” 

 

Example B – IT Director, larger general practice. 

o Giving the same seamless access to all the data on our servers and elsewhere 

while you’re out and about. The Blackberry has been a big success but the 

insistence on proprietary technology will kill it off.  Microsoft’s Pocket PC 

platform will be the place to be.  True event-driven reports while mobile e.g. to 

update on the progress of your team on a project back in the office will make an 

impact and I hope this is coming through in 2 to 3 years. 

o Remote working is at a stage where some decisions need to be made. Who works 

in the office and who works elsewhere? On high value work, we want to 

maintain synergies and cross-fertilisation of ideas between the lawyers, so they 

should be together at the high cost offices – outsource or relocate the support? 

o I expect to be buying more and more Microsoft and I can see them developing an 

SAP style solution within the next 2 to 3 years. 

 

Example C – Principal, virtual law firm 

“Because of the dynamics of our operation, our technology is totally outsourced in 

every way, with a full ASP solution enabling us to supervise across the UK and 

making client access easier. Email is the default method of communication and we 

plan to be 100%  “e” and phone enabled within the next 12 to 18 months to the 

extent that we will turn client prospects away if they don’t want to work with us in 

that way”.  

 

Example D – Director, Business Services Company 

“Video conferencing with the contract documents on screen.” 

 

13.1.8 Overriding Objectives of IT Professionals 

 

Example A – IT Director, larger general practice 

“ROI – there has to be a business case to justify investment and to quantify returns 

as far as possible.  “Easier, better and happier” are not good enough and there isn’t 

really a scientific model that works but it has to work through:  

o What is easier to do? 

o How are we really going to do it? 

o What are the benefits? 
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With, for example, digital dictation that sets the objectives for changing ratios and 

identifies the cost savings, but also addresses the working issues that HR have to deal 

with to produce the return – IT is just 5% of the project.” 

 

Example B – IT Director, smaller commercial practice 

“Technology should be less noticeable but an underlying core of delivering 

services.” 

 

Example C  – Chief Executive, medium, general practice. 

“They should be looking over the horizon, translating what is technically possible 

and mapping that against business needs and methods of delivery, with strategic 

input. I am not sure this is what is happening now.” – Chief Executive, medium, 

general practice. 

 

Example D  – Commentator on the Legal Profession. 

“It systems have to enable highly paid fee earners to get others to do more for them.”  

 

13.1.9 Additional Comments  

o With more commercial clients choosing their advisors by specialism, there is a 
growing split between high value legal advice firms and providers of more 
commoditised legal services. 

o Improved management of client relationships by lawyers is vital on high value, 
with a better business understanding of business results, so lawyers know what 
to deliver as added value. 

o The need for improved internal collaboration (sharing ideas and knowledge) of 
expensive legal experts providing high value services suggests they should be 
kept together in offices close to their clients with administration outsourced or 
working remotely to cut operating costs and deliver on service level agreements. 

o Better understanding of client processes and business measures needed for 
providers of high volume, commoditised services to streamline operations, 
integrate services and cut costs.  

o A dramatic increase in the number of in-house lawyers and legal teams, handling 
more of the day-to-day business, generally farming out volume and specialist 
work.  Corporate counsel are becoming more expert in developing mechanisms 
for managing and controlling the panel lawyers working for them, with more 
pressure on fees and more demands for effective reporting based on criteria 
defined by the instructing in-house legal teams.  

o There is still a lack of investment in IT within legal departments, whose budgets 
for expenditure in this area tend to be more limited than in practice. 

13.2. PROPERTY 

13.2.1 Relationships with Clients & Introducers  

 

“There is a polarisation of the market. “Bread and butter” commercial property legal work is 

regarded now as a commodity – on for example, retail leases, acquisitions, disposals etc.  So 

we have to provide a service that matches.  Maintaining data on the client’s portfolio, 

available through our extranet enhances their experience and makes our life easier.  
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Clients are often surprised by how transparent and open we want to be with them and that 

helps us develop the relationships. 

But when it comes to providing more information by using these technology tools – clients 

may ask us about our capabilities, but they rarely press us to provide a specific solution for 

them.  I am surprised just how far behind us most of our property clients are on IT in the 

property sector.”  - Managing partner, larger city centre practice. 

 

“Investors are remarkably insensitive to the cost of buying and selling a piece of real estate. If 

they are spending millions on a property, the thousands of pounds on fees are not an issue. 

Speed is because that has a much greater impact on finances, but I’ve lost count of the number 

of times I’ve been there after midnight checking another omnibus schedule of properties where 

some are missing and the fine details haven’t been sorted.  It’s a nonsense – when this could 

all be addressed by agreeing a simple schedule of key data on all properties.” – Property 

management company. 

 

“I anticipate a decline in business being introduced as lawyers take on too much work and are    

unable to provide either an efficient or personal enough service. I am hoping for a new 

generation of client facing professionals who appreciate their role as an advisor and service 

provider.” – Director, Business Services Company 

 

“Clients are demanding more information in a format they want and there is more discussion 

of standards for communication, if not so much use of them in practice yet.  Understanding of 

this increasing and filtering down from the larger firms.” – IT Director, smaller commercial 

practice. 

 

 “My biggest criticism of lawyers is that they don’t try to solve the clients’ business problems. 

People don’t buy legal services; risk management and risk transfer is what they buy.  To 

deliver that, we need to truly understand their business.  We need to get closer to them; have 

fewer of them and get totally immersed. We need to be interested enough in their world to pick 

up the phone and listen to them.  Then to be proactive and pre-emptive, asking, “might this be 

a useful thing to do?”  This requires a total change for lawyers. CRM tools will help in the 

process of developing and managing relationships, but the technology won’t build the 

relationships.  It could help to destroy them! ” - Business Development, larger city practice. 

 

“I have to be more responsive and easy to get to, keeping in regular contact with the property 

agents who introduce work.  Agents are not demanding online access but providing it for 

clients would be good.” – Sole Practitioner, niche 

 

13.2.2 If you could change 3 things …? 

 

4.  Recognise non-lawyers as professionals 

5.  Put in sales incentives schemes 

6.  Bring in a data architecture so we can make better use of all the information that is 

available throughout the practice. 

Business Development – Larger City practice 

1.  Use more plain language 
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2.  Retain a receptionist rather than use voicemail 

3.  Be friendly 

Sole Practitioner - Niche 

1.  Changing lawyers’ priorities – to do the things they never find time to do; managing 

clients, managing people, managing the business.  Be more selective about the work we 

go after –  we want work that we want to do and which can be dealt with easily.  Then 

we can make the other parts of the job more interesting. 

2.  Lawyers think they can do anything, but they can’t.  Marketing and HR need more 

respect from the lawyers as what they do is undervalued..   

3.  Simpler and more integrated systems to support what we want to do.  The effort and cost 

of integrating all the different bits makes me wonder whether it is worth it or not. 

Managing partner – larger city centre practice 

1.  Commercial lawyers to be able to take a global viewpoint and able to act with 

commercial objectivity and common sense, keeping their clients’ interest in mind. 

2.  More proactivity in managing matters.  All too often, nothing happens without either the 

client or us – as selling agents – chasing. 

3.  Stop charging my clients for the  time they spend inefficiently.  

Director, Business Services Company 

 

13.2.3 External Influences 

 

“Property is becoming more “liquid.” There is no need to own property – it’s more a matter 

of trading paper.  It will increasingly become more like trading derivatives and REITS , 

alongside standardisation of documents and mechanisms for certifying that key components of 

title etc have been verified will make this an effective approach in the future – particularly in 

relation to investment properties 

 

On Clementi – It’s unlikely that we will make the radical move to provide non-legal services 

easily.  That would be an even bigger culture change.  It may happen to some extent, but the 

% of overall revenue will be insignificant. But new entrants to this area – perhaps providing 

the more commoditised components of legal services will adopt this and use it as a vehicle to 

take a share of the business. It’s easier when someone new comes in to steal some of the big 

firms’ business in this way. ” – Business Development, larger city practice. 

 

“More acceptance by management and desire from employees at all levels for more flexible 

working arrangements that include more working from home” - IT Director, smaller 

commercial practice. 

 

“Lawyers don’t realise that all their finely crafted words in the lease get boiled down to 80 or 

90 fields in an internal report, but this is now reflected in the Land Registry’s new compulsory 

summary sheets for leases, which are effectively the Heads of Terms which form the basis of 

any agreement anyway, which can get diluted and altered by lawyers. If we can focus on 

sharing that core data electronically, vertically within a transaction (Clients, lawyers, agents 
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etc.) and get the details right within this, the process would move faster and more easily for 

everyone involved. ” – Property Management company.  

 

13.2.4 Internal Influences & Changes 

 

“Lawyers handling routine commercial now don’t value themselves very highly because the 

work has changed.” - Practice Manager, smaller suburbs general practice 

 

“Plans for initiatives like home and remote working need to be more partner-led, with some 

kind of structured approach to get the most out of it. There are opportunities to really address 

work-life balance issues and solutions if there is enough of a focus on them now.”-  IT 

Director, smaller commercial practice. 

 

“The leaders in securitisation are monumentally missing a trick because there is a view that 

deals under 250m are not worth doing because of the cost of due diligence – those costs could 

be cut dramatically across the board with more electronic collaboration and by avoiding 

repetition and duplication.”  - Property Management Company.  

 

“What would make the biggest difference would be the ability to rely on a certificate from a 

credible legal practice (or other parties) verifying key elements of data relevant to a property 

or a transaction that can be traced back to them – so what they have done does not need to be 

repeated by someone else – for example in conducting due diligence.  Not sure exactly how it 

would work, but it would seem to be a matter of having attributable electronic data that 

enables another lawyer to say that this defined piece of data has already been certified by e.g. 

Herbert Smith.  That’s an extension of current XML and Pisces type initiatives.  Anything that 

is re-usable will cut costs and reduce wasted time.” – Property management company. 

 

13.2.5 Future Technologies 

 

Example A – Business Development, larger city practice. 

a) Whatever it takes to be able to re-use information time and time again 

throughout the practice. Integration of internal systems. 

b) Every partner needs a global P&L – so they can see everything within their 

domain as a snapshot and decide what to do about it.  They need to know about 

what is under their control and not what they have done but what has not been 

done yet. That’s what they need to be thinking about for the future. 

c) As in other industries - in relation to the commoditised side of this business - 

someone is going to fundamentally restructure the process for handling the 

business that will slash the cost. In other industries, costs have been reduced by 

60% and 70%.  Someone will do it here! 

Example B – Managing Partner, larger city centre practice 

a) More integration.  We want to be more readily able to capture client information 

at the right time – as we do the job. 

b) We need to be able to get an easy picture of the client – but we also need to be 

equipped with the skills and approach to use it. 

c) Remote access creates all sorts of opportunities for more flexible working – from 

evening support from secretaries to use of community based work centres.  
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Example C – Sole Practitioner, niche 

“I am not technically adept but we have an IT support person who comes in once a 

month. About a third of communication is by email now (80% with other lawyers) 

and standard documentation is increasing and my reliance on technology is 

increasing. I have had remote access from home for the past 6 months, which has 

made a big difference.  I dictate correspondence, but type my own e-mails.  We have 

been a bit concerned about reliability of the system and have just been introduced to 

“roaming profiles” but in setting these up I’ve been surprised how many 

applications have had to run on my PC rather than the server; a problem if my PC 

has a problem – so we are addressing this now. In the future, case management and 

case reporting would help us manage risk and improve communication with clients”  

 

Example D – IT Director, smaller commercial practice 

“The technology is there.  We really need to communicate how technology can help 

business, which is an educational process over time.    

 

13.2.6 Overriding Objectives of IT Professionals 

 

Example A – IT Director, larger city practice 

“I believe that investing in the IT team to ensure that they develop proper 

professional business skills is just as important, and arguably more important than 

achieving MS accreditation at whatever level. One of the training exercises we now 

conduct is to get the IT project sponsor to either present to the IT department on the 

new project, or to write a mini-business plan to go with the project. It is difficult, I 

acknowledge, but the discipline of clearly defining the project has many advantages 

— notably, it helps in avoiding delays.” 

 

Example B – Managing Partner, larger city centre practice 

“They must have an understanding of what clients want, so they should be involved 

in discussions with clients. Otherwise they won’t know what to do and the extent to 

which clients can make use of solutions they don’t know they need yet. They can often 

see the opportunities that lawyers can’t visualise in operation.”   

 

13.2.7 Additional Comments 

• Increasing importance of the IT role in developing business relationships, 
knowledge-driven and process-driven solutions.  

• There is complacency amongst lawyers on developing IT solutions because 
clients are not demanding it.  Successful practices will be developing 
solutions that lawyers may not fully understand that clients don’t know they 
want yet! 

• Increasing demand from in-house counsel and commercial clients generally 
for better value for money. 

• Increasing numbers of in-house counsel and legal departments, reducing the 
amount of work available to private practice. 

• A move towards selection of specialist firms to handle legal business, with 
more commoditised work being handled by firms better capable to handle 
volume than those handling work that requires more legal expertise – which 
will accelerate the pressure to deliver value. 
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• Increasing commoditisation of commercial transactions, with pressure on 
fees that demands improvement in working methods to streamline processes, 
cut costs and reduce time involvement. Although clients’ demands focus on 
these outputs, not how they are produced, lawyers need to be proactive in 
developing solutions - preferably in collaboration with clients - to deliver these 
outputs .. and more.  Someone else will. 

• Introduction of Reits (Real Estate Investment Trusts) in mid-2006, which will 
abolish corporation tax in return for distributing 95% of income to 
shareholders.  Expected to overtake Jersey property unit trusts in popularity, 
opening investment to the mass market, increasing the liquidity of the fund 
and removing the stigma of off shore investment.24 

• Move towards a deeper level of integration of technologies through more use 
of ‘standards’, which will help streamline internal processes and make 
information more readily accessible both from introducers and to clients. 

• Moves towards “prescribed clauses” in leases. See the voluntary code at 
www.commercialleasecodeew.co.uk But as in residential property, there is 
every likelihood that the government will compel adoption of common 
procedures if adequate progress is not made voluntarily. 

• Sole practitioners and small firms have little option but to creep into 
increasing reliance on technology to do their daily work or many won’t 
survive.  They need flexible solutions to manage their systems, but the 
danger is that they won’t find the time or the initiative to develop, for example, 
collaborative tools to help them do business more easily. 

 

13.3. CORPORATE & COMMERCIAL 

13.3.1 Relationships with Clients & Introducers 

 

“Clients are much more hard-nosed now. They shop around more and have more than one 

practice acting for them. More and more, they want specialists in specialist areas and don’t 

want all their eggs in one basket.   Image matters a lot and we have to be more pro-active.” – 

Managing partner, smaller commercial practice. 

“The client is the most important thing – we need to focus more on that. On extranets (as part 

of the relationship with clients) I think they have been over-involved.  Maybe it would be 

better for multiple firms to make available what clients want.” 

“Lawyers need to be a lot more client-friendly – open in where they’re up to, with more 

feedback. Things seem to just disappear into some lawyers’ offices. Others are very good. We 

are just in the process of drawing up a standard now for our panel and if that doesn’t produce 

what we want, we will review the panel – so personal relationships could become less 

important.  Online monitoring would be good, but nobody has offered.” – Treasury Services, 

Bank 

“Corporate clients don’t want to access multiple different extranets with different look feel 

and passwords.  They need one portal with all the information from all their legal providers in 

one place in one format – so they can get the information easily.” – IT Director, larger 

general practice. 

“I don’t think much will change quickly, but there will be an evolution.” – IT Director, 

National practice. 

                                                      

24 The Lawyer, 12 Dec 05 p.2 
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“My best business comes from referrals and repeat business, so relationships are important to 

me, although it’s difficult to find the time. I want to be more proactive and closer to clients 

wherever possible” – Sole practitioner, niche 

 

13.3.2 If you could change 3 things …? 

 

1.  We need a truly effective CRM system.  It’s not to do with the software, but the sales 

culture that we really need to go with it. 

2.  A fully integrated, intuitive automation of the administration function as there is 

currently no appropriate off the peg solution. Admin don’t have a really intuitive portal 

interface. We are probably 2 years away on this 

3.  Matter centric portal to give to fee earners. But we want to be both matter centric and 

client centric.  It depends on the context of the user. 

IT Director, national practice 

1.  Lawyers should be less defensive and trust other lawyers more than they do. We are no 

different from our clients – being commercial in their approach; they choose who to 

trust when they do deals.  

2.  We need to listen more to what clients say – look into their eyes. 

3.  Stop the BS. We are no better than our clients. We just have a different skill. 

Managing partner, smaller commercial practice 

1.  More tightly managed collaboration with clients and other organisations working 

alongside me 

2.  More collaboration 

3.  Getting closer to clients 

Sole practitioner, niche 

 

13.3.3 External Influences 

 

“We don’t find clients coming to us very often asking us to provide them with online services.  

Our most successful innovations have come from ideas that we have developed internally, then 

presented to clients for them to evaluate.  Clients have loved it when they’ve seen what is 

possible, but they probably didn’t know to ask.” 

“As a niche practice, the Clementi proposals create some interesting opportunities for me as I 

a can link up “seamlessly” with other service providers because I can so flexible.  Increasing 

globalisation also extends my market – so lawyers outside the UK come to me as an expert.” 

Sole practitioner, niche. 

 

13.3.4 Internal Changes 
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“ To get more out, we need somebody in charge of the practice who knows how to manage a 

large organisation.  Progressive law firms will continue to move more towards a PLC 

structure and generate external investment.  Although we are big, we would still benefit from 

investment in joint venture style initiatives that are not the traditional territory for a legal 

practice.” 

 

13.3.5 E-Business  

 

“I want to make more use of online services, but I don’t know enough about security issues to 

feel confident enough about it.  I am reluctant to put sensitive information on a server out 

there that someone else could access – so it limits my ability to collaborate and share 

information with other parties in the way I want.” – Sole practitioner, niche 

“Lawyers generally don’t seem to be making as much progress as might be possible yet, but 

maybe that’s down to clients too. Apart from one-way access to information for clients to our 

system – the most interactive initiatives relate to online compliance health checks.  Perhaps 

we should be more entrepreneurial here.” – IT Director, National practice 

“Initially new initiatives were probably driven by us because we wanted to tie clients in, but 

now that clients can see what is possible, its more like 50:50.  Even now, very few clients are 

demanding electronic services; we usually initiate it. The number of these initiatives has 

grown only quite recently. I am not sure that they will continue to grow at the same rate in the 

future.   

Whether we develop an IT solution depends very much on the person responsible for legal 

services at the client and also who manages the relationship at our end.  Now we have a 

whole range/suite of electronic relationships with clients.  Most with the largest and these 

scale down as with the size of each organisation we work with.  Most of these relationships 

revolve around us pumping into their intranet – mostly legal knowledge and legal 

documentation for them to use in their business. Transactional information still tends to be fed 

through our intranet.” – IT Director, larger city practice. 

 

13.3.6 Future Technologies 

 

Example A  – IT Director, larger city practice 

“We need to integrate all our systems, with data only entered once.  That would be 

the ideal, but all the vendors are different. A browser interface would be our 

preferred approach and is part of our vision for the future. 

I don’t see anything radically new in the next few years that will make a big 

difference but groups like LiTiG are working hard to help lawyers make use of what 

is available. The best things we’ve already done include: 

a) Integration of emails with document management, so we can save them 

centrally and reproduce them electronically – matter centric.  That’s 

probably been the best. 

b) Unified messaging (mobiles etc.) which was easy to roll out and helps to 

change mindsets – helping us get lawyers to use more. 

c) Blackberries 

d) Going back 5 years – Citrix to let people work from home and Digital 

Dictation.” 

Example B – IT Director, National practice 

“We encourage users to be less technically capable, so we are actively “dumbing 

down” the fee earner interface and adding more sophistication behind it. Alongside 

this, I can see a move towards ERP.”  
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Example C – IT Director, larger city practice. 

“Digital dictation was launched with the justification that it would reduce secretary 

headcount and costs. It hasn’t. It is just a stopgap that will soon be irrelevant 

because lawyers shouldn’t have to dictate in the first place. Younger lawyers don’t 

see why they can’t just do it themselves.  Increased standardisation and increasing IT 

capability of new young lawyers using these systems will make it irrelevant.  But 

areas that could make are real lasting difference in the future include: 

a) The ability to exchange datasets (probably adopting XML) alongside a 

mechanism for certifying component stages in defined processes that may 

include legal and others – so that a transaction can be completed in a 

methodical way without duplication of input amongst all parties involved and 

without duplicated manual input of data. Current moves to standardise, for 

example, standard contract and leases in commercial property and to define 

common XML data standards (Pisces) are all moving us in this direction.  To 

achieve this requires some coming together of the variety of common standards 

being used to define data in different business sectors – e.g. Origo in financial 

services, Pisces in property transactions….. 

b) Intelligence in documents.  I can readily envisage a situation where documents 

(with Office 12 etc) are linked to legal databases (like West or Lexis Nexis) in 

such a way that when the law changes, the author of the document in 

automatically prompted to review and change it.  I could imagine organisations 

like Practical Law being able to develop this kind of solution.  It would be good 

if there was a more cohesive approach to information sharing by suppliers who 

think they are selling into the legal market.  How much duplication must there be 

between the likes of Lexis Nexis and West?  What’s the point?”  

 

Example C: - Sole practitioner, niche 

“For me, its back to basics as I am still at an early stage – usability, reliability, 

technology that just works and becomes increasingly invisible. Simpler is best, so the 

Apple Mac provides the kind of interface I want.  ASP (as I think I understand it) 

would be very attractive, but I am not sure about the costs and security again. ” – 

Sole practitioner, niche 

 

Example D – IT Director, larger general practice 

“One universal solution rolled out across the practice rather than a spread of 

solutions is possible.  But I am not sure we can do it with the variety of applications 

we use.  We need to review the business case.  But at c. 200 people I don’t see supply 

chain management as a priority at our size and CRM is not mainstream because of 

the nature of our business. ” 

 

13.3.7 Overriding Objectives of IT Professionals 

 

“The perception of IT people as “techies” should change if their full potential is to be 

achieved. We tend to be put in a box and there is a danger that powerful IT Directors become 

a threat to financial managers if they gain support for initiatives that involve expenditure 

when there is pressure to reduce costs.” 

 

13.3.8 Additional Comments 

• Clients are tending to shop around more to get the services they want and will not 
necessarily use a single firm for all of their work.  Lawyers need to offer a 
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competitive service and be in a position to collaborate with other lawyers for client 
benefit but clients will only want to go to one information portal for all of the 
information they need. 

• Client Relationship Management (CRM) systems are becoming increasingly 
significant but the culture, desire and know-how to support the effective use of 
these systems needs to be developed. 

• Lawyers that can develop solutions for their clients and proactively present them 
for client benefit will cement relationships and obtain earn value for their 
business. 

 

13.4. LITIGATION 

13.4.1 Relationships with Clients & Introducers 

 

“Personal relationships are evolving and becoming less important with commercial sources of 

work such as personal injury from insurers.  It’s difficult to establish relationships with the 

real power brokers and it is now purely a commercial relationship.  They are being driven 

more by market forces, with price and speed of turnaround most important. And with 

established providers like us, quality of work is taken as read although they are keen to 

measure what they regard as KPI’s.  

And if their overall claims spend (total legal fees and compensation) is down, you can’t really 

argue can you?  It’s a process driven environment.  They take the view that “the longer the 

tail, the bigger the bill” and you have to admire how they focus on getting from A to B.  We 

have to get into the real world too!  

So we’ve grown as an organisation; open plan, modern offices, claims handling team, very 

few legal people, with just paralegals as claims handlers and team members. We have to be as 

service-driven as the clients and we’ve used case management to help us deal with SLA’s.  As 

a result, our turnover has grown by more than 50% in the past 5 years.” – Managing Partner, 

medium sized volume practice. 

“The Old Boys system is being worn down so clients decide more now on capability and 

performance and the ability to promote the firm.  – IT Director, general practice. 

“There needs to be more of a focus on clients.  We ought to spend more time with clients and 

communicate better.”- Practice Manager, smaller suburbs general practice 

 

13.4.2 If you could change 3 things …? 

 

1.  Separating ownership and control 

2.  A more meritocratic basis for rewards 

3.  Bring in a few more non-lawyers into the Executive team and get them to put their neck 

on the block too. It should be a meritocratic model. 

Managing Director, Larger practice, town centre 

1.  Move to an LLP and beyond 

2.  Allow external investment 

3.  Change the model from focusing on profit per partner to a more sustainable business 
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corporate style model 

IT Director, general practice. 

1.  Want them to think more about settling the claim- to be more pro-active, rather than 

crossing the t’s and dotting the i’s. 

2.  Add more people from insurance backgrounds.  They seem to have a better appreciation 

of what we need. 

3.  Faster evaluation of claims – more pro-active, more commercial. 

Loss Adjusters, Insurer25 

1.  Improve management skills at the top 

2.  Improve the commerciality of solicitors. Get them to bill for the job.  Lawyers that have 

come through ILEX are more commercially minded than graduates from a more 

academic background. 

3.  More focus on client care. 

Practice Manager, smaller suburbs general practice 

 

13.4.3 External Influences & Changes 

 

“Our IT requirements are driven by the insurance companies - providing information in their 

format, on their timescales, on their key stages.  They are now being driven by the States, 

developing more along the lines of what they have working for them there. Their current list of 

requirements is current mostly “data export” based but moving towards XML.” – IT 

Manager, larger litigation practice. 

 

13.4.4 Internal Influences & Changes 

 

“I see a consolidation of law firms with more money to invest that will open up an interest in 

big new suppliers to provide solutions.” 

“People just love paper.  There’s a big job to convince people of the benefits of getting rid of 

it.  When it comes to filing and archiving, the current problem is not about storage (although 

that has costs too), it’s about retrieval. On performance management – we could measure all 

sorts of things, but we don’t set any targets. Something I would like to do, but it’s likely to drift 

because partners are not likely to assist. When it comes to time recording, the fee earners 

won’t do it unless the partners do. We tried to get case management working for 4 years, but 

failed.” - Practice Manager, smaller suburbs general practice. 

“With technology, there’s an internal selling job to be done when making things happen.  We 

don’t have enough partners with enough of an understanding of IT to be “partner champions” 

but that’s what we need.  When it comes to projects, 70% of the teams are operational 

managers – not lawyers and not partners – but it’s not their job.  This has to be driven from 

the top.” – IT Manager, larger litigation practice  

 

                                                      

25 Working closely with both defendant panel and claimant firms – so included twice in this report. 
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13.4.5 E-Business 

 

“It would certainly be a lot more efficient if we were all looking at the same information on 

the one system and I guess we are moving in that direction but we are certainly not there yet.  

Our new data systems are web based; to replace the paper and email that is still widely used 

for quarterly reports. A lot of what I see is in tables in Word; much of it produced manually. I 

meet our defendant lawyers regularly and lawyers acting for claimants every month or so. 

Nobody has offered video conferencing, but maybe they want to keep personal contact.” – 

Loss Adjuster, insurer. 

 

13.4.6 Future Technologies 

 

“Anything that helps disparate systems talk to each other is top of my list, voice activated 

dictation so every fee can produce. Great if we can get it working with case management. One 

touch production of documents.” 

“Future development revolves around the e-processing side of e-business, with demand 

increasing for more online access to financial and legal transactions and XML integration to 

support e-processing. A better understanding of each other’s business to facilitate more 

integration. On applications and specific technologies: 

a) Voice recognition is probably 5 years away because it will take time to get people to 

use it when it’s ready. 

b) Everybody needs to be developing a mobile strategy.  This is not just to do with 

technology, but we need to be exploring working patterns to find an effective way of 

making this work. 

c) Security becomes more and more of an issue as we continue to invest in online 

systems, opening ourselves up  to suppliers and competitors. 

– IT Manager, larger litigation practice 

 

13.4.7 Overriding Objectives of IT Professionals 

 

Example A 

a) Become more integrated into the business team so they can translate technical 

thoughts into a language that others can understand. 

b) They need to excel at internal PR. 

c) Manage the risks of IT for the business – with Disaster recovery as part of overall 

business continuity management. 

d) Create platforms that are as easy to use as possible to increase ROI and productivity 

– to justify the business case for new tools. 

 

Example B 

a) Promote connectivity between systems – both internal and external. 

b) Help people make better use of email. The current level of usage is not matched by 

knowledge of how to run their systems. 

c) Need more input on IT from lawyers and vice versa to improve returns. 

Example C 

a) Present screens as dumb as possible 
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b) Get to a stage where we can wrap applications together seamlessly and provide a 

one-stop shop. To do this we need more open systems and collaboration between 

suppliers to make it work together properly. 

c) Comprehensive remote access to information from when on the move for fee earners 

and support staff, which really looks, feels and works as if you were working from 

your own desk in the office. IP telephony could change what can be done with hand 

held devices with a convergence of platforms 

Example D - Practice Manager, smaller suburbs general practice 

a) Anything that will make us more profitable, but not technology for the sake of it.  ROI 

has to be demonstrable. If not, we can’t measure it 

b) Integration between the various applications and more collaboration between 

suppliers. 

 

13.4.8 AdditionalComments 

o The extent of polarisation of high value and high volume commercial work is 
making a radical impact on the nature of the legal firms delivering them, but the 
cultures within most firms has not caught up yet.  More effective use of 
professional management skills will be needed to complete the transition and 
capitalise on new opportunities.  

o Relationships are becoming increasingly sterile, impersonal and are increasingly 
being driven by market forces – speed of turnaround is vital. They are secondary 
in winning business, with commercial considerations the priority – particularly in 
relation to work that is becoming more commoditised and subject to SLA’s. There 
is greater emphasis on removing the administrative elements of matters away 
from lawyers and developing in-house teams to focus on doing this.  Lawyers 
focussing only on the legally technical aspects of a matter. 

o E-Disclosure and electronic filing have huge potential for improvement, but the 
DCA has very little, if any funding available, to tackle issues like e-Disclosure in 
the courts. The Courts & Tribunals Modernisation Programme comes to an end in 
2006 with a lot more work to be done to achieve results. Failure of the courts to 
introduce more electronic initiatives inhibits progress in developing better 
processes and ways of working in legal practices. It may require private 
investment to fund new initiatives in the courts – such as electronic filing. 

o Increasing importance for the effective use of technology to help develop 
business relationships, so there is a need for IT professionals to: 

a) Become more business oriented  

b) Invest in the skills to develop a business case for IT initiatives 

c) Communicate effectively with legal personnel (and vice versa) – 
which may be being addressed to a limited extent by Professional 
Support Lawyers in some cases, but more effectively by dedicated 
“IT Relationship Managers” in larger firms now. 

d) Invest IT time in front line contact with clients 

o Volume firms getting larger, creating more demand for solutions that will include 
more:  

a) Management skills in all areas 

b) Focus on process 

c) Benchmarking performance – beyond financial 

d) Integration of internal systems adopting XML and SOA 

e) ERP, SAP, Supply Chain management 
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f) Integration with the internal systems of clients  

g) Collaboration. Super-portals to manage information for corporates 
with multiple legal providers adopting XML and common standards to 
transfer and share data from corporate and legal in-house systems – 
rather than a variety of extranets; but then why bother with the portal 
at all if data can be transferred directly between systems? 

o In high value firms, more focus on: 

a) The human side of managing relationships 

b) Flexibility in meeting the needs of clients 

c) Intimate understanding of the business of clients 

d) Information on clients and their business objectives 
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14. INTERVIEWS - PERSONAL LEGAL SERVICES 

14.1. INTRODUCTION – GENERALLY 

 

14.1.1 Relationships with Clients & Introducers 

“The public are getting wiser and more aware.  There will be more focus on what clients 

want. Not many firms are open on Saturdays and Sundays, but they will in the future and I can 

see drop-in centres coming.”  IT Manager, Medium general practice 

“Generally they are technically good and know their stuff, but most are not commercially 

aware.  They need to be brought into the 21st Century. They need to work smarter.  I want 

them to be more pro-active about the solutions 

Amongst private clients, there are 2 levels. High value work where the service is corporate or 

very personal and that’s ok.  However, introduced business will continue to grow.  A whole 

raft of legal services are becoming more and more commoditised.  Non-lawyers will sell them 

but that doesn’t mean that lawyers won’t be handling the work.” – Managing Director, 

Financial Services Company 

“We are in a market town, but even here, clients’ expectations are getting higher. People 

expect you do jump, but we don’t open at lunchtime.  That’s the way we’ve always worked.” – 

Administrator, smaller general practice. 

As part of the Legal Services Commission’s Strategy for legal services they say “Outside of 

the conurbations we need to commission networks of services that can jointly meet the needs 

of clients across wider geographical areas.  In developing Community Legal & Advice 

Networks, we will be able to bring private law firms (and indeed not-for-profit agencies) 

together so that when a client walks through one door they are accessing the services of the 

whole network.26” – Legal Services Commission. 

“The Internet will play a part in getting rid of the air of mystery that is still there for a lot of 

people – although its already gone for many.  We will be in more of a goldfish bowl.  The 

challenge is for lawyers to turn this to their advantage – maybe cut out some of the initial 

work we don’t really get paid for anyway” Managing Partner, medium general practice. 

 

14.1.2 If you could change 3 things …? 

 

1.  Not have the senior partner handling the huge caseloads. They should have a broader 

spread of understanding of the practice, rather than a focus on just their area of 

business. I get left to try and sort out the legal aid bills. 

2.  Better internal communication 

3.  Structure of salaries.  There should be more of a meritocracy, with structured pay 

scales, but the firm needs more management skills to tackle this properly. 

Administrator, smaller general practice 

1.  Stop looking at technology just as a means to save staff time (and ideally fire someone) 

– start seeing it as way of improving service. 

2.  Decent management training for smaller firms – a day on a course a year is not enough. 

                                                      

26 Focus Issue 48, August 2005 p.02 
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3.  If lawyers are involved in IT purchasing decisions, don’t let them act as lawyers.  It 

doesn’t do any good suing because it doesn’t do what they suggested it might; find out 

before you buy. 

Commentator on the Legal Profession 

1.  Try to get more open to use of new technology. I’ve had to drag them kicking and 

screaming. 

2.  Try to get partners to be more business minded but I don’t think they see it as a job – 

more of a hobby. 

3.  Make them a bit more pro-active.  They expect to have it delivered on a plate.  Just one 

partner is good at rainmaking. 

Practice Manager, medium city centre general practice 

 

14.1.3 Internal Influences & Changes 

“Sometimes they are determined to provide a Rolls Royce when a Mondeo would do just 

fine.”    

“It surprised me coming from outside legal – below partner level, the lack of understanding of 

business issues is astounding.” – IT Director, medium volume practice 

“One of the biggest drivers will be the move towards a female legal profession.” – 

Commentator on the legal profession  

“Our attempt to go paperless was not successful because we didn’t manage to persuade 

people of the benefits and my partners probably didn’t share the vision. So when there were 

difficulties, we didn’t manage to deal with them.” – Managing partner, smaller niche practice.   

“We don’t use case management.  There are a number of people very keen, but they haven’t 

got the time.  It will happen …eventually. Remote working is happening, but almost by 

accident.” - Practice Manager, medium city centre general practice 

“We want more quality, more accountability, more speed, greater transparency in way we 

work.  We have to be and want to be more flexible because we have an older working 

population; also more working mothers and mothers returning to work who don’t want a full 

working week – so we have to be more innovative in how we shape things to fit for them.” – 

Managing partner, smaller general practice. 

 

14.1.4 Legal Knowledge & Know How 

“There is a lot of value in being able to effectively store and recover this knowledge and / or 

information (held by lawyers) for use by all, as opposed to only by the person who created it.  

I know that there is a school of thought that thinks that the impact of IT is that we will be more 

mobile and there will be more flexible working arrangements.  However, my preference is to 

keep people in the office in order that they can meet and interact more (not less) and that IT 

can be used to support the creativity that will come from this.” – Practice Manager, smaller 

commercial practice. 

“The mystery has gone from the law- or will do to a greater extent in the future.  People will 

do more preliminary research on the web before they pay for legal advice, so lawyers could 

be a lot more savvy on their websites.  I don’t mean “flashy” There is room for more 

intelligence – some preliminary self assessment of your case, redundancy calculators – the 

kind of tools that might be used by junior people in house to do some kind of preliminary 

assessment- let them do it themselves, but make it attractive and easy to take the next step by 

contacting the lawyer. Perhaps smaller niche firms should focus here to generate quality 

business.  But I don’t think the public are ready yet to buy legal services online. In 

conveyancing, I don’t think they buy the service online – they buy the transaction.  So, I don’t 
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see much of a future, for example for making wills online.” – IT Director, larger hybrid 

practice.  

 

14.1.5 Future Technologies? 

 

Example A - Administrator, smaller general practice. 

“We’ve never thought about justifying a full time person (c. 45 people in total). What I want is 

smooth running, no crashes, to disruption.  If new solutions came up, we would discuss them.”  

 

 Example B – IT Partner, larger hybrid practice 

“We don’t lack any technology. If anything, we have more than we need.  What we really need 

is integrated technology, using XML.  The last thing I want to hear is that it doesn’t talk to 

other products. Why not run “out of the box” integration.  Otherwise, I’ll go straight to 

Microsoft!  Supply chain management is totally lacking in the legal profession.  

 

Example C – Practice Manager, medium city centre general practice 

“It takes a lot of vision to see the potential for the future. There needs to be someone sitting 

between IT and lawyers because they talk different languages. I have a view on what I can get 

out of the system, but the lawyers don’t and we have just one IT person for over 130 people. 

Builder clients will be wanting access to our system to track residential property sales, but we 

can’t do it yet.” - Practice Manager, medium city centre general practice. 

 

14.2. RESIDENTIAL PROPERTY 

14.2.1 Relationships with Clients & Introducers 

“In remortgage, we already have “superfirms” sucking up vast quantities of business” – IT 

partner, larger hybrid practice. 

“We are now able to cherry pick our clients because relationships work better. Partners have 

tended to dominate relationships with clients and introducers, which makes it all too narrow.  

That is a big mistake because a broader range of discussions and exploration of opportunities 

– on business issues, process, quirks, detail, and the bigger picture - produces far better 

results.  Relationships with other people in the supply chain are very interesting. They open up 

opportunities for business partnerships; particularly if you can be agile enough to react to 

different requirements for different situations. Vertical integration between different players in 

the supply chain create the opportunity for truly radical change in service delivery – maybe 

you can take 30% out of costs.”  IT Director, medium niche practice. 

“Residential remortgages are one-third the price they used to be.  It used to be a “black art” 

– Managing Director, financial services company 

“The advantages we have as a small practice that we ought to promote are: time to talk to 

people, adding the human touch, we’re local so they can drop in, we’re open on Saturdays 

and we have systems to progress things too.  Technically we are better too.  People still like 

using local stores and there is a parallel.  People do like to deal with someone.  In the volume 

operations, they don’t have time; they don’t counsel clients.  We can. It’s reasonably well 

polarised now and we don’t get work from half the agents because of their ties – but we still 

have our existing clients that we work hard to keep. There ought to be more publicity about 

the options though.” – Sole principal, town centre, niche practice. 

“The majority of work will come from introducers, rather than clients direct, but the 

introducers will change, so there are fewer third parties involved in the middle (panel 

managers) as systems improve and e.g. lenders realise that they can maintain high standards, 



 

© The Legal Software Suppliers Association Page No: 108 

working direct.  But we have to be equipped with the technology to deliver.” – Practice 

Manager, medium general practice. 

 

14.2.2 If you could change 3 things …? 

 

1.  Deregulation is essential to let us compete. 

2.  We have to adapt the way we present services to make sure we make a profit in the same 

way as others do.  We have to charge extra for doing more within reason.  For example, 

for completion of the SDLT forms. 

3.   

Sole practitioner, town centre niche practice 

1.  Better use of case management 

2.  More comparison of what we do against other firms 

3.  Fee earner training on time and work management 

Practice Manager – Smaller practice, town centre 

1.  Reduce the cost 

2.  Make more use of technology – smarter connections, use of secure email (not post).  

They need more flexible systems and human resources to implement change. 

3.  Practical Advice 

Senior Manager, Financial Services 

1.  They need to be more pro-active about the solutions. Something we can offer.  Very few 

are doing that now. 

2.  Consolidation – there are too many legal practices. There used to be more than 2000 

Building Societies – now there are a lot less than 100; a 95% reduction in a short 

period.  

3.  A shift in culture that will only happen with more IT and HR management 

 Managing Director, Financial Services Company 

1.  More client centric, working hard to improve the client relationship. 

2.  Get lawyers to think “outside the box” – we need to be more innovative. We need to 

have an open mind on how / who to deliver the service. Unless we are flexible, we will 

become dinosaurs. 

3.  Change from being a profession to a business, with regulation to match. The legal side 

is becoming more multi-skilled. To be just a purveyor of legal services is suicide. 

Practice manager, medium general practice 
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14.2.3 External Influences & Changes 

“We want to integrate with the lenders – use XML, Pisces etc., so we can receive information 

online; we want to take it straight into our systems and feed it back into theirs seamlessly, get 

rid of paper, give them live information on cases at their desktops – but the biggest hurdle is 

the lenders themselves.  They want to do it – but other priorities keep cropping up – so we 

can’t do it.”  - Senior partner, medium sized niche practice. 

“E-commerce or e-process is dominated by the lenders.  They are dictating the terms.” – 

Managing partner, smaller general practice. 

“Use of the Internet will definitely increase. More online quotes, use of mobile phones and 

texting. Working hours will extend beyond 9 to 5.” 

“Outside of e-mail, we have few electronic links of any kind with external suppliers at present.  

We need to improve our own connectivity before this (electronic links with business partners) 

could happen.” – Senior Manager, Financial Services  

“The biggest benefit of the current system involving solicitors is “trust” which could suffer 

when more non-lawyers get involved and the volume providers haven’t got their approach to 

communication right. It’s not really the legal side that is failing.  It’s too many different 

people involved in the process and the pressure they are under to turn things over.  We can 

capitalise on that – but in the meantime, we have to cope with the problems it causes us. With 

one of the largest conveyancing organisations we have to deal with, I never try ring them 

because we can never get the right person or the right answer. We can’t be sure of the right e-

mail address – so we always fax them. I don’t want to have to do that.” – Sole principal, town 

centre niche practice. 

“We have downsized our numbers quite considerably as a result of a straightforward decision 

to reduce our exposure to the vagaries of bulk conveyancing.  We have spent a great deal of 

time developing bespoke case management systems when the ROI on that commitment has 

proved to be dubious to say the least.” –  Practice Director, medium general practice. 

 

14.2.4 Internal Influences & Changes 

“Lawyers are becoming more open-minded about to business management – they need to be.” 

“Technology – using case management – can be habit forming.  It’s very difficult to move 

people away from systems.  Just as difficult as it was to get them there in the first place!  In 

any new IT initiatives and when we want to put solutions together for clients, its mostly about 

people.  As soon as we get under the bonnet, it’s a people project.”  - IT Director, medium 

niche practice. 

“I feel I need to do more benchmarking on IT Departments in similar firms and have set sail 

on this.” – Practice Director, medium general practice. 

 

14.2.5 E-Business  

“I only see this in the larger firms because of the skills gaps in smaller firms like ours. People 

in smaller firms tend to wear more hats.” 

“We will move from telephone and paper to total e-business by the end of 2006” – IT 

Director, medium niche practice. 

“Many of us are not even doing the basics – taking credit card payments on account of up-

front expense (aka disbursements) online. Should there be a facility to pay by BACS anyway 

with same day movement of money – but isn’t that a problem with the banks and lending 

institutions looking after their own interests rather than delivering service?  So perhaps we 

are not alone!” – Practice Manager, medium general practice 
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14.2.6 Future Technologies 

 

Example A - Sole practitioner, town centre niche practice 

o Most of the technology is pretty much there.   

o Technology can help us most, using conveyancing systems, automatic updates, and email 

to cut out producing paper –cutting out the administration.  Receiving online instructions 

makes it easier. We use email where we can, converting documents to .pdf format so 

clients can view them as they appear – using Acrobat Professional. People are still in the 

early stages here. But what can be better than this for a small, lean firm like ours where 

we want more quality time with clients?   

o My probate clerk works from home 100 miles away with remote access to the office and it 

works really well. 

o The potential of video technology and webcasts (which I’ve experienced) is interesting, 

but people are not ready for it yet and in this area it would definitely be second best to 

being there in person. 

o Getting rid of technophobes is a good thing. Larger firms all use e-mail but the smaller 

local solicitors do not. Local conveyancing competitors will close when HIPs come along 

because, however that works out, there will be more need for access to electronic 

documents and online communication.  

 

Example B – Practice manager, medium general practice. 

“Plug and play integration with third party products without substantial consultancy costs to 

make them work together.”  

 

14.2.7 Overriding Objectives of IT Professionals 

 

Example A – IT Director, medium niche practice 

“We shouldn’t be fire fighting technical problems. I know what it’s like to be an Ops 

Manager; life is more interesting if you get in at the deep end with clients. It changes the 

language, it changes how you see problems, and you become and advocate for the client.  We 

need to hone our areas of expertise.  We need to understand internal customers, with their 

different legal functions.  But at the higher levels, we need to get out there and sit with the 

customers.   We need to see the impact of what we do from the point of view of our customer.  

Very few firms have wanted to put non-lawyers in front of their clients, but it’s been a 

revelation! Plan to spend 1 day per week out with clients. ” – IT Director, medium niche 

practice. 

 

Example B – smaller firm  

To provide lawyers with capabilities to deliver improved services to clients, more efficiently 

and more simply. 

 

Example C – Practice manager, medium general practice 

“Get IT professionals to be more business minded and to consider more business oriented 

decisions, with more collaboration between IT and lawyers to a) increase recognition of the 

significance of IT and the people who manage it and b) produce better results. Otherwise, 

there is a predicament here. The better the IT professionals do their job, the less they are 

likely to be valued by partners who don’t appreciate what they do.  In marketing you see 

results immediately because the business is coming in. IT need an advocate or champion in 

their corner.” – Practice manager, medium general practice. 
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14.2.8 Additional Comments 

• This is a rapidly changing market where too many of the providers of volume 
conveyancing services are still providing poor service to clients, having grown 
from traditional legal practices. Reducing costs by deskilling the legal work 
requires excellent management that many lawyers lack.  Legal and skills training, 
motivation, performance management and managing radical changes in ways of 
working and processes are just a few of the critical areas where engagement of 
more professional management expertise would probably have produced better 
results sooner.  

• This area has been crying out for radical change that has been hampered to date 
by the lack of external investment, which has been prohibited.  Now we are 
beginning to see new initiatives that, with the potential introduction of Alternative 
Business Structures or similar, are likely to include “Horizontal integration” 
through merger and acquisition if the ABS or through business partnerships and 
collaboration if they are not. It has already happened with licensed conveyancers 
being integrated into estate agencies and looser panel links with networks of 
conveyancers.  HIP’s are likely to be the catalyst for more vertical and horizontal 
integration formally or informally depending on how much commercial freedom is 
allowed in these relationships. 

• The move towards e-conveyancing, with major advances already made (e.g. with 
online searches, registry entries, discharges etc.) which put firms that have taken 
steps to “e-enable” their work in a better position.  More e-initiatives are on their 
way. 

• Whilst it may be possible for a conveyancing practice to handle the conveyancing 
process without case management and reliable, fast access to the Internet, such 
firms will not be able to trim the cost of providing the service in the way that e-
enabled firms can. 

• More electronic communication is inevitable.  HIPs are likely to be compiled and 
delivered electronically, with Pisces working hard now to define common 
standards to make this critical part of the conveyancing process possible. 

• Security of e-communications should be addressed now, both in terms of the 
mechanics of how it will be applied and in introducing the policies that will apply. 

 

14.3. FAMILY 

14.3.1 Relationships with Clients & Introducers 

“This won’t change much in this area.  Networking with other non-family solicitors, other 

family organisations and personal relationships will remain the norm. I don’t really see things 

like online tracking being relevant in this situation.” – Business Manager, smaller general 

practice. 

“It won’t change much, unless perhaps where the family agencies want to do more – to 

provide their own mediation. But I can’t see that happening.”  Head of Department, smaller 

general practice. 

 

14.3.2 If you could change 3 things …? 

 

1.  If we had set up this way 10 years ago, I’d look to expand with more people, so (the 

principal) could focus 100% on court work 
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2.  Scanning to get rid of documents wherever we can 

3.  Voice recognition 

Administrator – sole practitioner, working from home 

1.  Lawyers have got to become better managers. With just over 50 people, they have to 

give up a fair bit of fee earning time to manage. 

2.  We need more understanding of marketing techniques, but we can’t afford to employ 

someone to do it.  It’s all ad hoc- we don’t get around to offering other services; for 

example to owner-managed businesses. 

3.  Better training in what IT can do for us.   

Practice Manager, smaller practice with branches 

1.  Improve professional and departmental management to operate more like a business. 

2.  Be more open in what we do – because people want to know more about what we do.  

It’s less of a mystery. 

3.  Use IT systems to maximum effect – create the culture, with more priority on training. 

Business Development, smaller general practice 

 

14.3.3 External Influences 

 

“ Clementi and the plans now for ABS’; how the LSC plan to manage contracts in the future 

and competition – from lawyers and perhaps from others now.”-  Practice Manager, smaller 

practice with branches. 

“E-mail communication has the potential to make everything much simpler and efficient but 

there are Law Society requirement27s that mean we have to print off copies for files and keep 

them.”-  Practice Manager, smaller practice with branches 

 

14.3.4 Internal Changes 

 

 “Having come into this from outside legal in the past few months, I have to say there’s an 

inordinate amount of paper.” – Administrator, sole principal, niche 

“Mediation – it’s difficult to say how this will work out. Perhaps we should be looking to 

provide a wider range of conciliation and counselling services.“ – Managing partner, smaller 

town centre practice.  

“Fee earners are so busy fee earning to get around to training themselves on using IT.  It’s 

internal – down to partners not being IT literate, so development is going to be slow.  We are 

not using case management, but we should be.  Certainly in residential conveyancing where 

we could manage cases better an do more; particularly with online access.  It’s the same in 

family. 

We are slowly, slowly getting better but it’s difficult to get people to make the decision to 

invest in training.  They are far too busy with the work. To accelerate the process, we need to 

                                                      

27 But now see the amendments to the rules initiated by LiTiG to begin to address this. 
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sit down and get a development plan; where we are going to get to – and take people along 

with you.  That’s down to leadership, commitment and buy-in to a plan that will result in 

change.  To fund that we need to generate some income. 

A more corporate structure is the way forward, but we still have the senior partners here who 

are unlikely to move on something like that.  They are not going to change their ways” - 

Practice Manager, smaller practice with branches 

 

14.3.5 Overriding Objectives of IT Professionals 

 

Example A - Practice Manager, smaller practice with branches 

“To generate enthusiasm for technology in new solutions and perhaps to share initiatives with 

other local lawyers 

 

Example B – Head of Department, smaller general practice 

“Building up a capable IT infrastructure; communication to get a common understanding of 

what can be achieved.” 

 

14.3.6 Additional Comments 

• A good example of an area of law where there is plenty of potential to minimise 
administration by use of case management that is underused. 

• Lawyers are often set in their ways and see change as a threat rather than 
embracing it as a benefit. 

• Lawyers and Fee Earners are too busy to learn to use IT – this is a real issue and 
a slippery slope to be on – the less you use IT for business advantage, the longer 
the hours you may have to work to complete the same tasks so the less time you 
have for training on IT so you can’t use IT effectively – and so on. 

 

14.4. CRIME 

14.4.1 Relationships with Clients & Introducers 

“80% of our business comes from the Duty Solicitor scheme which includes repeat clients . 

Client care a has gone out the window because we can’t afford more than a basic service at 

hourly rates that work out about £47.50 in some areas down to £25.“ – Principal, small, 

niche. 

“Most criminal lawyers are hard working, dedicated, with their clients interests at heart, but 

a significant number are not great at managing a business. There is a massive oversupply in 

London, with 550 contracts, when only 200 to 250 are needed.  In 100 of these, the legal aid 

payments were under £50,000 in the year, which can’t be efficient management of overheads.  

There are a very large number of small firms providing these services – an oversupply, with 

huge pressures on the legal aid fund and no chance whatsoever that the 2.1bn budget will be 

increased – and costs rising.” – Legql Services Commission. 

“It may be helpful for me to give some breakdown of the way in which legal aid is currently 

spent. In the last financial period, ending 2004/05 the net total legal aid bill was £2.1 billion. 

Criminal legal aid accounted for approximately £1.2bn (that's 57%) and for civil £920m 

(that's 43%). 

Of the criminal legal aid costs, approx. £180 million (15%) went in advice in police stations 

custody suites; £325 million (27%) in Magistrates courts, largely to solicitors, and £680 

million (58%) in Crown Courts - of which just over half (£350m) goes on advocacy services. 
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We are all familiar with the fact that 50% of the Crown Court legal aid budget now goes on 

1% of cases - namely very high cost cases. Interestingly, the number of people brought to 

justice through the courts is not rising so we must take from this, as Cape and Moorhead 

concluded, that complexity has become a major issue. 

This problem is not unique to England and Wales, as public defence costs are rising 

worldwide. However, on a per capita basis we have one of the most heavily publicly 

subsidised legal professions in the world. In England and Wales we spend approximately £34 

per capita on legal aid. This compares with £27 in Scotland, £10 in New Zealand, £7 in 

Ireland, £4 in Germany, £3 in France and £1 in Sweden.” – Lord Carter’s speech to the Bar 

Parliamentary Group, 17 October 2005. 

 

14.4.2 If you could change 3 things …? 

 

1.  Drop legal aid completely and do just privately paid work.  I should have done it a long 

time ago, but I’ve kept it on because I like doing it and now I have an assistant who 

deals with most of it.  

2.  If I was going to stick with legal aid, it would have to be in a much larger practice, 

where you can cover more hearings in each court and make more use of people and 

systems.  But that doesn’t really fit the kind of person I am.  

3.  That’s about it really. 

Principal, smaller niche practice 

 

14.4.3 External Influences 

 

“We are in limbo at the minute until the Carter report comes out – I have had to hold back on 

any investment until I know I have a business. That includes recruitment.”– Principal, small, 

niche. 

“There is scope for improvement with better use of technology, systems and people, but we 

can’t afford to. The CDS pilot showed that costs were higher to run the equivalent of a Public 

Criminal Defence Service.  Difficult to make sense of that and I don’t think they have a 

workable solution.” – Practice manager, smaller niche practice 

“We have 2 audits per year where the Criminal Defence Service request files and audit them 

at their offices. Then they also come out to check compliance with office procedures for 2 

days.  Its all very time consuming and we are less than 20 people in total! Peer reviews, where 

they check the legal advice too are coming?  Block contracts and competitive tendering are 

being talked about – Lord Carter’s report pending.” – Managing partner, small general 

practice. 

 

14.4.4 Internal Influences & Changes 

 

“Advocates spend very little time in the office. They are appalling at paperwork and they 

struggle to get to grips with time recording. I must spend 5 days a month on bills.  Most of the 

time when they are not in court is spent form filling and its probably not possible or 

appropriate to print things off there –and electronic forms are not available anyway.” – 

Practice manager, smaller high street practice.   

“Criminal lawyers still find it difficult to fill in time, so I have to get the files to do the bills.  

We had plans for case management, but it wasn’t compatible” – Administrator, smaller 

general practice. 
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“We put computers on everyone’s desks 2 years ago and because I can’t afford to pay, I’ve 

been trying to network them together myself.  Until its all working, we are doing too much 

manually, with secretaries typing up the daily diary every day and typing up bills. Really, to 

work effectively in the job we do, we need palmtops so that, for example, we can record time 

as we go and feed that directly back into our systems to produce the bills.  But it all costs 

money.  Video conferencing could allow us to save time – but we can’t afford it at the 

minute.” – Principal, smaller niche practice. 

“ We used SPOCC – online billing – for the first time this month.  For billing, it would be 

good if we could extract direct from case management, but we can’t yet. 

 

14.4.5 Future Technologies 

 

Managing partner, smaller niche high street practice 

a) More web based training to save us having to travel 50 miles and spend a whole 

day out of the office.  It fits with use of videoconference facilities in crime, 

although we can’t afford our own. 

b) Case management would be good if people would use it. We’ve had our own 

case management system for about 7 years with a lot of standard letters, but 

there is an awful lot of duplication.   

c) None of the forms are available electronically – we need that to make progress 

and I think that’s down to the Legal Services Commission who wants us to keep 

costs down! 

d) We could do more with this if there was more time and input to automate more. 

We use Outlook to manage diaries, but it’s a bit hit and miss because the 

advocates don’t put information in any of this themselves, but I could see the 

younger ones using handheld devices to some extent that might feed information 

back the office – either from a mobile or downloading direct into the system – 

maybe. 

 

14.4.6 Additional Comments 

o Limited budget of £2.1bn for legal aid according to Lord Falconer  

o Lord Carter of Cole’s review of procurement of legal aid services is due out in Jan 
2006, with some practitioners feeling “in limbo” during the intervening period, with 
plans for development frozen.  

o Consolidation of legal firms operating in this area is inevitable in urban areas. 
Small firms are not big enough to achieve the economies of scale needed to 
deliver services within the current budget. Criminal lawyers will become less 
independent and their working lives will become more structured.  The main 
options are – like Doctors and GP’s – to throw themselves into better-managed, 
larger group practices or to become an employee of the Criminal Defence 
Service. 

o The partnership model makes criminal practices owned by advocates top-heavy.  
Advocates, criminal lawyers and the lawyers who have responsibility for 
managing them accept that they are not good business managers. Criminal 
lawyers are getting older as a group, with fewer young recruits to this area of the 
profession.  

o There are opportunities to consolidate and restructure legal firms to provide a 
broader range of services to the clients (perhaps through an ASB style 
enterprise) that make up the criminal base. More professional management skills 
are needed to structure the way in which skills and resources are allocated to 
deliver services cost-effectively. 
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o There is an oversupply of law students, many of whom are taking up paralegal 
positions in other areas of the law, such as conveyancing.  The working 
environment should be improved to make criminal practice a more attractive area 
to work in. 

o It’s a buyers’ market – the LSC can afford to put pressure on legal service 
providers because there are still too many of them. Hourly fees at the various 
levels are unlikely to rise significantly. Compromises between cost and technical 
legal are inevitable.  

o Life here is very uncertain and it appears that the Government are struggling to 
find the right solution, with lawyers stuck in the middle just now.  New initiatives 
under way include: 

• Pilots of a Public Defender service began in 2001 on which initial findings 
have been published, but producing no clear conclusions.  A final report on 
this is, initially due in Autumn 2005 is now due before the end of March 2006.  
A series of forms and documents, developed during this pilot for use by 
private practices is at 
www.legalservices.gov.uk/criminal/pds/doc_library.asp#Documents  

• Pilots of CDS Direct are currently under way. 

• Lord Carter’s review of legal aid procurement was launched in July 2005 and 
is due to report back by the end of January 2006.  This covers all legal aid 
services, but with a particular focus on criminal work.  For more information, 
see www.legalaidprocurementreview.gov.uk   

• The Criminal Justice IT programme outlined earlier in this report which will 
potentially integrate police, courts, prisons, probation and prosecution 
departments throughout the criminal system – with a budget of £1.95bn in 
2007/8. See www.cjit.gov.uk  

o Electronic reporting of new cases and more automated online payments of fees 
in the pipeline, so lawyers have to be IT capable to maximise potential 
efficiencies. 

o But who is going to make this happen?  The future would appear ominous for 
small practices that do not take steps to merge with other similar practices to 
improve management, cut costs. 

o Advocates tend to be very independently minded so it will take strong 
management to make this work effectively and to build the collaborative teams 
and streamlined systems needed to handle work efficiently. 

o Radical reform is inevitable and lawyers developing bigger practices will have to 
work harder to develop a blueprint for a cost effective service that balances cost 
against levels of legal expertise.  This will incorporate: 

o Fewer partners  

o More fee earning solicitors 

o More paralegals 

o Use of case management 
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14.5. WILLS, PROBATE, TAX & TRUSTS 

14.5.1 Relationships with Clients & Introducers 

 

“Most of the high value wills and probates come from accountants ” 

“More competition with more lawyers coming through, more non-lawyer competitors, clients 

want more for less, so we need to be offering better value with more sophisticated solutions 

that include tax planning” - Practice Manager, smaller practice, town centre 

“Increases in property values make tax planning more important – getting people into the nil 

rate band is good.” - Managing Partner – Smaller general practice, town centre. 

 

14.5.2 If you could change 3 things …? 

 

1.  Get rid of over-regulation. R.15 paperwork. I hope the LSC will take a more pragmatic 

and commercial focus 

2.  We need more marketing help to be proactive in developing our marketing activities.  

We’ve done a lot but we can only have so much expertise in house. 

3.   

Managing Partner – Smaller general practice, town centre 

1.  Not charging enough. My attitude has changed in recent years, making me take a more 

commercial approach on this. Property values have increased, people are generally 

more wealthy – they can afford a fair price for a good service. 

2.  The Law Society – they are not doing us any favours. 

3.  Develop a mixed practice. I can see benefits of amalgamating with my own accountant, 

financial services, more advocacy – all to provide a more rounded one-stop service to 

clients.  

Managing Partner – Smaller general practice, town centre 

1.  Allow non-solicitors to take a stake in law firms 

2.  Make new solicitors far more commercially minded.  They are far too focused on the 

law when they qualify and it takes a long time for them to realise they are actually 

running a business. 

3.  Change the business structure away from partnerships to a more commercial model. 

Practice Manager, smaller practice, town centre 

 

14.5.3 Internal Changes  

 

 “We should be handling fewer cases better. In the last 10 years, we have doubled our 

turnover, but with the same number of matters” – Managing partner, smaller general 

practice. 
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14.5.4 Legal Knowledge & Know How 

 

“I am very positive about case management in the administration of estates. Every new 

trainee now has access to all the knowledge of our legal guru.  The difficulty has been the time 

to make it work. And we don’t really have enough IT understanding in the practice as my 

partner is the only one really on the ball.” - Managing partner, smaller town centre practice 

 

14.5.5 E-Business 

 

“I don’t think the public are ready yet to buy legal services online. In conveyancing, I don’t 

think they buy the service online – they buy the transaction.  So, I don’t see much of a future, 

for example for making wills online” – IT Director, larger hybrid practice.  

“I don’t think about this as automated delivery of legal services online. It’s more to do with “ 

added value” service, but I think the way lawyers fail to use even e-mail is appalling. Email 

helps us get closer to clients because it is less formal. ” – Managing partner, smaller general 

practice. 

“email can bring out the worst in people because they are more detached than when they 

speak to you. But young people and kids all want to use email and it will make things easier, 

although current use is variable amongst lawyers. ” - Managing partner, smaller town centre 

practice 

 

14.5.6  Future Technologies 

 

Example A – Managing partner, smaller town centre practice 

a) Tapping into affordable online resources for up-to-date precedents and material, 

such as Practical Law Company that enable the lawyers to be more agile and 

flexible in finding solutions for the client  - www.practicallaw.com  

b) Use of case management to manage risks and to get key performance 

information on screen, which matters even though there are just about 40 people 

here. 

c) CRM to help use in getting closer to clients as we’re not leveraging what we’ve 

done for them in the past and we are looking to keep the clients we’ve got. 

 

Example B – Managing partner, smaller town centre practice 

“I am very positive about case management in the administration of estates. Every 

new trainee now has access to all the knowledge of our legal guru.  The difficulty has 

been the time to make it work. And we don’t really have enough IT understanding in 

the practice as my partner is the only one really on the ball.” 

 

14.5.7 Overriding Objectives of IT Professionals 

 

Example A – Managing partner, smaller general practice 

a) We’ve had to go down a path of cultural change to develop the case 

management and systems we have now, which means there is a lot more internal 

collaboration. I reckon that has saved us something like £100K looking back, but 

if I’d had to work out the return on investment before we went ahead, it might 

never have happened. 
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b) There has to be buy in at the top where partners have to be interested enough to 

take an interest. 

Example A – Managing partner, smaller general practice 

We’ve had to go down a path of cultural change to develop the case management and systems 

 

14.5.8 Additional Comments 

o There is an increasing use of technology by the public, e.g. email, Internet 
access, etc., but, where people are happy to buy goods online; e.g. CD’s, DVD’s, 
etc. they are less likely to buy a ‘service’.  Although technology will play a 
significant part in keeping clients informed it is unlikely in this area to be the only 
interface.  Personal relationships will still matter. 

o There are likely to be good opportunities for local firms of any size to provide 
services that benefit from personal contact in the situations that people find 
themselves in this area. 

o An area which tends to be occupied by lawyers who are not enthusiastic about 
the potential of technology, even though many of the processes here cry out to 
be automated – particularly in the processes and financial accounting involved in 
administering estates. 

o As with other personal legal services, there is a likelihood that intermediaries (the 
likes of supermarket chains and lenders are possibilities – in addition to the 
traditional non-legal competition from banks) will generate more competition in 
the future; so all the more need to streamline, reduce the costs of delivery and to 
establish a legal brand to handle this work direct or as an end-supplier profitably. 

o Clients always want more for less so the competitive nature of the market, driving 
down costs and increasing efficiency, will prevail. 

 

14.6. PERSONAL INJURY 

14.6.1 Relationships with Clients & Introducers 

 

“There is a big difference between the high value, low volume brain injury type of claim which 

contrasts with high volume, low value claims like whiplash and industrial disease. On high 

value, the relationship depends on reputation and personal relationships. There will be a 

bigger divide between niche and volume firms in the future – people, technology, integration 

with other providers ….  

Ones in between will become even more of a cottage industry.  Most commodity work will 

come from introducers who are looking for the quality measures, consistency of approach and 

service standards that only volume suppliers can provide because they have invested. 

Smaller practices should become niche and specialist firms. But more and more claims will 

become group schemes that can only be handled by a very small number of firms in the 

future” – IT partner, larger hybrid practice  

“The aura of lawyers has gone. Successful firms focus on delivering convenience and retain 

their integrity. With introducers we share the risks, putting our neck on the block too. 

“If we didn’t see clients at home, we wouldn’t get a lot of the business” 

“I can see 100% of our work coming from introducers.  The only way we can take any control 

of this is to change our business model.  Too many lawyers are too happy with the work 

coming through their door and they are not looking ahead.”   

“We need to be able to deliver convenience and control on the part of the insurers and other 

introducers.” – IT partner, larger hybrid practice. 
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“We provide “Accident Resolution” services” – IT Manager, medium general practice. 

“The claimant’s side is a real mess with lawyers being driven by the introducers.  Just look at 

the AA.  They sacked the whole panel and all their work is going to Irwin Mitchell.  Having 

said that, to have any chance of any serious control, you have to be a big player .. and I’m not 

sure that’s enough either.  The way forward is shared ownership.”  - Managing Partner, 

larger town centre practice. 

“Lawyers are our own worst enemy. We’ve allowed it to happen.” – IT partner, larger hybrid 

practice. 

“Dependency on introducers will have to change. We have to go direct to the clients, which 

means we need to develop a brand.  But they are becoming more discerning and more 

selective in who they use. Got to be less lawyer-like and more client-centric.  I tend to talk 

about “customers” rather than clients.  How you do that is the $64m question. It’s a cultural 

step change. We’re aligning some of the issues around client care more directly with our 

teams.  We are building on KPI’s to make them more sophisticated, to focus more on non-

financial issues, but they’ve been mostly financial up to now. And we need to attract more of 

the right kind of people to be the kind of business we need to be – retail managers for 

example.  We need more people from outside the legal world.  They make a real difference for 

the better!” 

“Union lawyers have been amazingly sheltered. They haven’t been subject to market forces 

for 120 years. But doesn’t it make sense for the Unions – all consolidating – to generate more 

revenue from personal injury and provide their own employment services; or maybe shared 

ownership is an alternative that might be more attractive to lawyers?” – Business 

Development, medium general practice. 

“It’s unlikely that many lawyers will get in at the bottom end of claims handling unless you 

operate a call centre.  In forming relationships with the new potential introducers here – 

retailers like Tesco and HBOS with strong brands to protect – you have to look like a well 

oiled machine with quality standard accreditation and with process that you can sow are 

being followed. We need to understand the two separate relationships and tailor everything 

we do to give them what they want – the corporate entity and the customer. We have to start 

thinking about customers not clients.  How can I serve you better? Little things like the 

language in letters” 

 

14.6.2 If you could change 3 things …? 

 

1.  Shift away from the traditional view of the lawyer.  The makeup is distorted from what it 

should be.  Lawyers still come out of Law School not aware of the commercial realities. 

2.  There does need to be a significant change in the regulatory body.  I am highly critical 

of the Law Society as they can’t represent both the interests of the client and us – 

otherwise we’d be able to do more to generate business like the claims farmers. 

3.  Greater willingness to explore other solutions rather than the courts.  There are a lot of 

ridiculous decisions from judges who have lost touch with reality. They need to live in a 

more commercial world and we need a more commercial approach to justice. 

IT Manager, medium general practice 

1.  There is a lot about communication and respect for business professionals in the 

business.  The move to an ABS, with separate ownership and management would let 

managers make their mark.  It would give the opportunity to have a serious career path, 

where we often feel second-class citizens.   

2.  There are too many arrogant lawyers who are out of their depth trying to do things they 

shouldn’t.  There needs to be more acceptance of the strengths that other people can 
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bring to the business. 

3.  In everything we do, people like me need to raise our game.  We have to be more 

commercially aware, with a better understanding of the business. I suspect that too 

many IT Directors, even in the larger firms, are doing too much fire fighting and not 

really getting into the business. 

IT Director, larger general practice 

4.  Want them to think more about settling the claim- to be more pro-active, rather than 

crossing the t’s and dotting the i’s. 

5.  Add more people from insurance backgrounds.  They seem to have a better appreciation 

of what we need. 

6.  Faster evaluation of claims – more pro-active, more commercial. 

Loss Adjusters, Insurer28 

1.  Management. Get rid of the people who own the business.  Introduce measurable, 

quantifiable standards.  Traditionally, lawyers have risen to the top by being good at the 

law, which doesn’t make them good at marketing or management.  

2.  Too many lawyers think the world owes them a living.  It doesn’t! Get focused – position 

the practice.  In PI – move towards multi-track, away from fast track unless its being 

handled the efficient way.  No qualified, paralegals etc. More widely, get rid of the low 

value, high value stuff and move towards a niche area. 

3.  More innovation – think about what else we can do that makes use of our skills and 

background. 

Managing Director, medium general practice 

1.  More collaboration amongst law firms.  There is too much fear of the competition, so we 

don’t know much about the ones who could be business partners tomorrow.  Look at the 

textile industry. Very fragmented, lots of competitors – but they all got dumped by new 

entrants from outside the UK operating completely differently.  

2.  We need to be more concerned about client services standards rather than regulation. 

We are poor compared with other services.  To achieve this, we need to bring people in 

from outside. 

 Practice Director, medium sized volume practice 

1.  Integration – both internal and external 

2.  Culture to get people using IT, which has to do with internal marketing of IT to our 

people.   

IT Partner, larger hybrid practice 

 

14.6.3 External Influences 

 

                                                      

28 Working closely with both defendant panel and claimant firms – so included twice in this report. 
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“We see more co-operation between claimant solicitors and insurers to streamline the process 

and cut costs.  Doing it faster is better all round.” – Managing Partner, larger town centre 

practice. 

“The current regulatory regime constrains us from being more entrepreneurial and innovative 

in the interests of clients.” – Managing partner, medium general practice 

“Insurers are not particularly good at technology.  Maybe that’s understandable if you 

consider all the mergers they’ve been through – the changes they’ve had to manage and the 

range of IT systems they’ve had to bring together.  But they are getting into gear now and 

regulation has probably had an impact.” 

“The insurers are close to waking up properly now – like the introducers in the property 

market, they are beginning to realise they can deliver more “lifecycle” services that include 

legal and that technology will help them there.  I don’t think there will be many “chancers” 

coming into the industry with regulation of claims handlers. Introducers will be the more 

mature, who will develop more on technology for their business.” – IT partner, larger hybrid 

practice.  

“This is a stress purchase.  How we treat them when they come through on the phone system 

has to be exemplary. It needs to be at a different level if we want to keep them as they have 

high expectations. They certainly don’t want to be pressing 1, 2 or 3 to get through to 

someone.”  

“Claims management companies and other parties involved in claims will look to integrate as 

regulation comes in – which gives us more opportunities with vertical integration inevitable - 

actual or through “virtual” business associations).  It will probably accelerate as a result of 

the proposals on Alternative Business Structures. It can potentially put more power in the 

hands of introducers if they take control, but there are also opportunities for us to integrate / 

merge horizontally with other lawyers. This will bring IT challenges to integrate different 

systems. There are clearly going to be a lot of mergers.” – Practice Director, medium sized  

volume practice. 

“I don’t think Labour will increase the small claims court limit as there are too many issues. 

Insurers are getting involved in claimant panels to agree protocols that keep legal costs down, 

which is also potentially good for the claimant as it should speed up the process, but there are 

issues there about potential conflicts, control and concentration of work in larger firms.  Their 

demands for information are growing  as their use of service standards and use of technology 

mature.” – Managing partner, medium general practice 

 

14.6.4 Internal Influences & Changes 

 

 “As we’ve grown – the problems are compounded by the increase in the number of seats and 

people.” 

“Because we will struggle to develop a strong enough brand – we need to white label our 

services – and behind this, we have to improve internal processes, reduce paperwork. Perhaps 

we should take the printers away to stop people printing off paper?  Whatever, it involves a 

huge change in culture.” – Business Development 

“Margins are down from30% but we’ve got to rise to it – change develop and adapt. We are 

comfortable with more integration, we want to strip out the administration costs and make the 

best use of the skills of our people.  Communication is vital.” – Managing partner, medium 

hybrid practice. 

“The partnership model is incredibly difficult to change.  Individuals are not going to give up 

the control they have without some kind of payment” – Managing partner, medium general 

practice 

“Because they work, most practices will want to stay on their legacy systems, not move to a 

new supplier, which could cause problems on integration.  Unlike the property sector, there is 

no pressure to develop common standards.  Lawyers need to step up their game in use of 

technology to perform, but others won’t push them heavily.  Successful lawyers will be 
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developing solutions to offer clients that they haven’t yet considered. XML will play a 

significant part and our systems are being increasingly tailored to Microsoft” – Practice 

Director, medium sized volume practice.  

“Some people change – others cling to the past.” – Managing partner, smaller niche practice. 

“The successful firms will increasingly be the ones that not only meet current needs, but also 

anticipate them.” – Managing partner, medium general practice 

 

Future Technologies 

 

Example A: 

a) Web services to enable the concept of joining up systems to provide a one-stop 

solution to the customer, with XML at the heart of that.  

b) Digital dictation in the short term to enable us to move work electronically – but 

this is not just about technology. Its about how we operate to make that work for 

us. 

c) I have reservations about scanning now because of time and organisation to 

make it produce results, but it ticks all the boxes when you come to accident site 

investigations and integration between us and others in the our process. 

 

Example B: - IT Director, larger practice 

a) Call centres – but one of the main challenges is to achieve effective engagement 

between the call centre and the rest of the business; getting it fully integrated, 

which mostly involves people and cultural issues that have to be addressed 

through training and coaching – but also technology to make sure it can all 

work smoothly.  

b) Linkages with case management need to be taken to the next level. All 

information on everything has to be available from every screen. 

c) ERP(Enterprise Resource Planning) 29 Solutions for supply chain management 

to bring together branch offices.  Also to bring associated systems together to 

achieve data centricity (as it’s still nigh impossible to pull out all the information 

you need from a range of applications easily) for business intelligence; KPI’s, 

dashboards etc.  But I still struggle with SOA30 (Service Oriented Architecture) 

because it’s more of a concept than a raft of technology. 

d) We could do with a corporate governance tool to help with risk management and 

manage compliance with ISO, Lexcel, LSC, Sarbanes-Oxley. 

 

Example C: - Practice Director, medium practice 

                                                      

29 ERP - A process by which a company manages and integrates the important parts of its business. An ERP 

management information system integrates areas such as planning, purchasing, inventory, sales, marketing, finance, 
human resources, etc. Think of ERP as the glue that binds the different computer systems for a large organization. 
Typically each department would have their own system optimized for that division's particular tasks. With ERP, each 
department still has their own system, but they can communicate and share information easier with the rest of the 
company. 

30 SOA - The SOA functions as much a software development framework as it does as a delivery framework. In order 

for an SOA environment to operate successfully, software developers need to orient themselves to its mindset of 
creating common services which clients or middleware then orchestrate to implement processes. Development of 
systems using the SOA requires a commitment to this model in terms of planning, tools, and infrastructure. When 
most people speak of a service oriented architecture, they speak of a set of services residing on the Internet or an 
intranet using "web services". 

 

http://www.reference.com/browse/wiki/Internet
http://www.reference.com/browse/wiki/Intranet
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“We want solutions, not applications.  We are still sold products, which we have to 

piece together.  I’d rather buy business solutions to the business problems we face. 

That means suppliers have to understand our business, but I am quite happy to talk 

to the IT industry about this.  For example, outsourcing data capture and production 

of non-standard documents like statements etc to let us concentrate on our core 

business of handling the claims process?  Off-shoring this doesn’t look like the right 

answer. I’d like a supplier to present me with a solution that they manage using their 

software to interface with my in-house operations, but I don’t see it.”  

 

Example D  – Managing partner, smaller general practice 

“Probably e-disclosure - to get rid of the mass of documents and to create the most 

effective ways of communicating with the courts.  Generally, what works for larger 

firms should be filtered down to the smaller firms at a reasonable cost.” 

 

Example E – IT Director, medium niche practice 

“W e have to completely redesign our internal processes. The key is to get to grips 

with partnerships and alliances in the supply chain and to build an underlying 

platform that allows you to build agile, integrated solutions that provide clients and 

introducers with the information and processes they need to run their business. For 

me that’s an SOA approach – which involves radical cultural change and radical 

improvements in the service and returns to customers. It’s not just about the process 

which case management focuses in on; we need to be delivering business intelligence 

and more too.” 

 

Example F - Loss Adjuster, insurer 

“The biggest problem with delivering anything over the web is that lawyers are 

obsessed that it’s all extraordinarily complicated – and say they can’t possibly do 

what is clearly possible!” 

“ I meet the local ….. lawyers acting for claimants every month or so. Nobody has 

offered video conferencing, but maybe they want to keep personal contact.”  

 

14.6.5 Overriding Objectives of IT Professionals 

 

“IT people are very intelligent, but tend to be stage-driven – which probably helps to get the 

task in hand completed. But they often need to take a more holistic approach with more joined 

up thinking – which can be awesomely difficult.”   

“I need to be more of an MD. I need to understand the business – what do we need to make 

the business work.” 

“We want to dumb down the user interface, but make the back end more sophisticated without 

them being aware of the complexities in the background.” – IT Director, national practice 

“Be prepared to help take people outside their comfort zone to find effective innovative 

solutions. For example, who should be based in which offices and how can we make the 

technology work to let us keep expensive people who need face-to-face contact with clients 

and each other in the more costly premises? To explore these kinds of business decisions, IT 

people need more seniority in the practice. They need to understand the legal processes and 

the business.” – Business Development, medium niche practice 

“I have some criticism of IT people on communication and understanding.  They need to think 

more like business people and look harder at the benefits that can produce – and be more pro-

active in proposing business solutions that others can then adopt. Lawyers have had to 

become more IT savvy to understand where IT comes in. There are always some levels of 
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detail that have to be dealt with.  Both lawyers and IT have to cut out the jargon to 

communicate more clearly.”  

 

14.6.6 Additional Comments 

o Changes in the business models used here are inevitable as introducers are 
quietly strangling the lawyers to whom they introduce work.  Not many lawyers 
have been innovative enough yet to reverse the trend here, although there are 
exceptions.  Claims management companies are now demanding in excess of 
£500 per personal injury claim for introducing business, which lawyers are 
struggling to fund. 

o Lawyers need to be more flexible and responsive to what clients want. IT people, 
both in-house and those representing external suppliers, need to get under the 
skin of law firms, to understand how they need to work and what tools and 
technologies can help them achieve strategic goals.  A greater understanding of 
business is required both of IT staff and lawyers. 

o However, the Law Society’s rules limit the potential of most lawyers to redefine 
the way they operate. The ABS style of business is likely to be attractive in this 
area – with consolidation between legal competitors and between the various 
parties involved in providing “Accident Resolution” services coming together.  

o Lawyers failed to advertise and promote their services in this area hard enough to 
potential claimants when the option was there – allowing Claims Direct to open 
up a market for a host of intermediaries who now take a share of the fees and 
profits that lawyers could have earned. 

o Many of the new claims management companies have not invested much in 
technology themselves so they are not demanding.  They are not going to put 
much pressure on lawyers to develop technology, so it’s up to the lawyers to do it 
for their own good - perhaps collaboratively. Established introducers such as 
legal expenses insurers have been slow to adopt technology beyond acceptance 
of online reports – with little interactive exchange of data, but this looks set to 
change.  IT Directors in legal practices feel that they are not getting the most out 
of them and their other colleagues with the skills and experience that most 
lawyers lack. 

o Some of the more sophisticated introducers in this area are Accident 
management companies that provide Fleet support services – such as Helphire 
(see www.helphire.com ). Reporting requirements back to corporate customers in 
this situation can include live online tracking of repair times, estimated costs and 
the recovery process.  Whilst creating more demand for electronic transfer of 
data, this should also create more opportunities to streamline legal operations.  
Organisations like Helphire are likely to be the first to extend their in-house claims 
teams to include complete legal services, which can again be regarded either as 
an opportunity or a threat. 

o Achieving integration or transfer of IT systems as a result of mergers, acquisitions 
will present IT challenges and could be an obstacle to developing some of these 
opportunities. 

o To support the strengths of their business, smaller niche firms should focus on 
technologies such as collaboration tools and web services that enable enquirers 
to pre-qualify their legal issues, filtering out the dross and demonstrating 
expertise. 

o There is less pressure to adopt specific standards for data communication in this 
area, which leaves many lawyers thinking they don’t have to do much with IT.  
This is a limited view as it is only focussed on the service streams that they want 
to deliver and not the wider picture of them running a business. 

30 January 2006 
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Information Technology:  Business Transformation Levels 
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1.  Standalone computers   
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Appendix B DISCUSSION DOCUMENT 

Issues On the Horizon for Legal Business 

By Allan Carton, Solicitor, MBA, MD Practical Solutions, UK 

 

A Discussion Document 

Compiled as background to research being conducted on behalf of the LSSA to define 
the key influences that will drive business performance in the legal sector over the 
next 10 years and to demonstrate where effective use of technology will produce 
improved results; including research beyond lawyers, to users of legal services who 
determine what lawyers need to deliver to meet their expectations and justify the legal 
fees. 

14.1. INTRODUCTION 

Nobody can know what the most successful legal business will look like in 10 years from now, 
no matter when “now” is.  But we can be sure that there will be at least as much change in the 
next 10 years as there has been in the past 10.   

Some things won’t change:  

o Successful businesses will give customers and clients what they want, the way they 
want it; 

o Competition will increase and drive the need for innovative ways of doing things 
better; 

o Customers and clients will become more demanding; 

o The rate of technology development will increase, so life expectancies of technology 
will decrease; 

o All B2B finance transactions will be electronic. 

But the future looks more radical than the past.  Law firms and business have generally, until 
now, evolved through a series of predictable stages in developing the sophistication of their IT 
investment, with ever increasing returns.  But now, the impact of the Internet and mobile 
technology that enable e-commerce and e-processes is already resulting in the Revolutionary 
changes that will transform the way business is done and how lawyers relate to their clients 
and other parties involved in transactions. 

 

 

 

 

 

 

 

 

 

 

 

The services that lawyers provide, the people they employ, the business partners they work 
with, the expectations of what will be delivered and how communication works are all 
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changing at the same time generating a chaos that can only be addressed through 
innovation.  Technology plays a vital part in implementing the solutions needed to achieve the 
vision of all the different kinds of legal service providers that will be created by this revolution.  

In this exercise, we want to explore the bigger picture; the approaches to technologies that 
enable lawyers to provide the new services being demanded in some areas. 

It is a given that all of the following applications have a role in improving legal practice as we 
currently see it, and every firm would benefit from them and many more applications that are 
now available in the relatively mature market for technology in the legal sector;  

Digital Dictation Web sites and Extranets 

Email, with remote access Knowledge management 

Online billing Practice Management 

HR Management Electronic Documents 

Case management and workflow Document management 

CRM Intelligent Document Assembly 

Management reports Online shared work areas 

Mobile and wireless technologies Broadband and High Speed Internet Access 

Integrated telephony Online case tracking 

 

But legal practice will be radically different in 10 years time and more of a mainstream 
business enterprise, managed by professional managers in a business environment.  What 
comes next? 

14.2. LOOKING AHEAD 

In Business generally, some of the current overriding influences are: 

o Standardisation and commoditisation of products and services 

o Increasing potential for integration through co-ordination technologies 

o Global sourcing of labour, services and products 

o Deregulation and liberalisation of industries 

o Changing business models to deliver more value in different ways 

 

And there are trends on the High Street, in industry and specific to legal services that ensure 
no organisation can afford to stand still; to the extent that reinvention is a necessity.  

o Over 60% of the UK population now use the Internet 

o 18% of legal firms have be asked to provide some form of electronic services 

o 20% of solicitors have been asked for online services by other solicitors 

o A maturing technology market, with a host of IT tools available 

o E-government is steadily driving e-business 

o More desire and capability to work from home or abroad, or anywhere 

o More flexibility of working hours 

o Increasing mobility of high quality people 

o Tightening profit margins  

o Widening gap between growing large and small firms 
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o Increasing number of small niche firms as part of the fall out 

o Increasing regulation of industries, driving the need for technology for compliance 

o Pressure for more liberalisation of professional restrictions 

o Mobile technology has become the norm for everyone 

o 24/7 everything from pubs to live case tracking and management reports on the Web 

o Development of collaborative workspaces 

o All data is becoming digital31, capable of being shared electronically 

o Instant access to digital data now standard 

o Common formats for data sharing being defined in most business sectors 

o More private individuals and businesses using high speed broadband 

o Increasing influence of Management professionals in legal practices – on IT, Finance, 
Marketing and HR, emphasised more in the larger firms  

 

Some less predictable, but likely developments during the next 10 years include: 

o Mobile technologies will replace desktops as every non-manual worker can work 
anywhere; 

o Expert systems will be able to “learn” to do more – beyond interpretation of defined 
business rules; 

o Desktop computers will work faster than the human brain. 

You can add to this list. 

14.3. THE IMPLICATIONS FOR LEGAL SERVICES 

Providers of legal services deliver a wide array of services with quite different characteristics. 
It is easy to see how manual processes can be re-engineered in some areas of law to achieve 
productivity improvements and cost reduction; in conveyancing or road traffic accident claims 
for example – and this can be applied to just about any area of law to some extent. 

But the real challenges of the future will come in repackaging and redefining legal (and 
potentially other non-legal) services in the more competitive environment that is now evolving, 
which could lead to a revolution in the legal services industry.  

In the wings we have the Clementi proposals for potentially radical review of the English legal 
system which, according to Lord Falconer32, will mean that: 

  

“New business structures will present opportunities to those who want to take them. Our 
proposals will unlock new ways of raising the finance needed to develop businesses, be they big 
or small. Imagine the possibilities for both international and high-street firms of being able to tap 
into new funding mechanisms such as access to the stock market. And they mean firms will be 
able to bring a range of skills and expertise into their corporate and management structures in a 
more integrated way than is currently possible.  

Throughout the economy, and particularly in all service industries, professionalisms and 
specialisms are valued and individuals are expected to excel in their chosen field. So too should 
law firms be able to bring expertise on board at the highest levels in specialisms other than law. 
To value, and appropriately reward these staff for the vital contribution they make is the key to a 

                                                      

31 As foretold by Charles Christian in “Legal Practice in The Digital Age” published back in 1998.  

32 At the St Paul Traveler’s Conference: On Risk – 8 June 2005 
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successful business. New business structures provide an alternative platform for firms who want 
to take advantage of external investment and other specialisms to do so.  

The new structures will lift the constraints of the present system, freeing the profession up and 
replacing burdensome prohibitions with targeted protections.” 

 

Solutions and Opportunities created by these pressures that demand more innovation 
include: 

o More technology, e-commerce and m-commerce capability across industry 

o Complex business relationships managed with the aid of Internet technology 

o Growth of volume legal operations for conveyancing and personal injury 

o Improved, more streamlined processes  

o E-conveyancing 

o Online sourcing systems – Mortgage Brain (mortgages), iMarket (insurance) 

o Co-operation in implementing common data transfer standards 

o Increased involvement of unqualified case handlers in legal firms 

o Increased use of secure web-based workspaces to aid collaboration 

o Increasing globalisation of the larger firms 

o Business process outsourcing 

…. and more 

14.4. SOME EXAMPLES – EARLY SIGNS OF TRANSFORMATION 

14.4.1 Defining common electronic standards – in property 

Pisces is one example of the potential to develop complete integration of systems across 
networks of organisations that can share the same data electronically – without any manual 
input, so all the information on your screens is populated and updated instantly; as is 
everyone else across the network of organisations.  Pisces defines a common “XML” 
standard for all the pieces of data involved in property related transactions – see 
www.pisces.co.uk    

 

14.4.2 Promoting Collaboration 

The Legal Services Commission’s strategy for government funded legal services comments 
that “we need to commission networks of services that can jointly meet the needs of clients 
across wider geographical areas.  In developing Community Legal & Advice Networks, we will 
be able to bring private law firms (and indeed not-for-profit agencies) together so that when a 
client walks through one door they are accessing the services of the whole network.” 
 
The LSC’s message is clear.  You can “expect that 80% to 90% of LSC business will be 
carried out electronically and suppliers should anticipate acquiring the ICT and Internet 
facilities to support this.” 33 

14.5. DELIVERING KNOWLEDGE 

The most frequently quoted example of providing automated access to legal knowledge is 
Linklaters’ Blue Flag site.  But other self-help sources of legal advice are coming on stream, 
such as34: 

                                                      

33 An extract from “An E-Strategy for the Law Society” dated 17 February 2005 
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o Allen & Overy’s “newchange” website which offers the automatic drafting of 
documents, a secure, web based virtual deal room for individual transactions and a 

secure, web based virtual caseroom for dispute resolution. 

o Berwin Leighton Paisner provides a service called Be-Professional in conjunction with 
Deloitte & Touche which provides small businesses with access to employment law 
and HR services, enabling employers to draft the appropriate documents for many 
situations. 

o Dickinson Dees offer a section of their site called “bizdocs.” It offers documents which 
can be prepared online with a series of questions and answers in the general areas of 
commercial law, corporate law, litigation and employment law and produces the 
documents in rtf format, which can be read by all major word processors. Further 
documents are available on two special sites: “hralert.com” for specialist HR related 
topics and “Peace of Mind” which covers information and documents for the 
individual. 

… and again, there are an increasing number of examples to choose from; but how far can 
this be taken? 

 

14.6. THE CHALLENGES 

All past experience demonstrates that some of the major challenges and hurdles for lawyers 
to tackle will come from within.  Solicitors and other organisations aiming to deliver services in 
partnership with (or in competition against) them need to be adjusting their “vision” of what 
customers want; with an open enough mind to risk innovations far from the traditional norm 
for lawyers – inevitably backed by investment in new technologies that enable delivery of new 
and better services.  

Our mission is to identify the technologies and business solutions that will be delivered by 
providers of legal services to meet the personal and business needs of consumers on legal 
issues. If we don’t know what they are, we are unlikely to develop and implement them. 

 

14.7. OUR TOP 12 QUESTIONS 

1. How do you feel lawyers’ relationships with clients and introducers of business will change during 
the next 10 years? 

2. If you could change 3 things about law firms today to make it more successful, what are 
they? 

3. What do you see as the top 5 EXTERNAL influences that impact on legal business that 
are likely to result in changes in legal services during the next 10 years? For Better or 

Worse? How should laweyrs respond? 

4. What do you see as the top 5 INTERNAL influences that impact on legal business that 
are likely to result in changes in legal services during the next 10 years? For Better or 
Worse? How should lawyers respond? 

5. How far do you feel technology can drive the use of legal knowledge and know-how with the aid of 
artificial intelligence, to automate the delivery of legal advice? 

6. Do you feel that lawyers generally have established enough of an e-business capability? How far 
does it go now?  Where do you see the gaps?  What steps do you plan to take to fill them? What do 
you think the obstacles will be? 

7. Where should maturing technologies and e-commerce capabilities open up new opportunities for 
lawyers? 

                                                                                                                                                        

34 Information sourced from Delia Venables at www.venables.co.uk  

http://www.newchange.com/
http://www.berwinleightonpaisner.com/
http://www.dickinson-dees.com/
https://www.dickinson-dees.com/bizdocs/
http://www.hralert.com/
http://www.dickinson-dees.com/peaceofmind
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8. Looking into the future, what technology initiatives or tools do you feel have the most potential to 
help lawyers achieve your strategic business objectives? And how will those strategic objectives 
change during the next 10 years? 

9. What technologies are currently lacking that would help lawyers develop a stronger business? 

10. Which of the following technologies will make the biggest difference in developing the 
capabilities of law firms during the next 10 years and how?  

RFID, Common trading platforms, XML, ASP, .asp, Services Oriented Architecture, 
Microsoft Dynamics and Great Plains, Microsoft SQL (new versions) for DMS, WiMax, 
WiFi, .NET, SAP, Microsoft Navision and Axapta, Bluetooth  . or what else? 

11. By 2010, what % of your communications do you think will be paperless? And by 2015? 

12. What should be the overriding objectives of IT professionals in legal firms during the next 10 years 
to help the business achieve its objectives? 
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Appendix C DISCUSSION QUESTIONS - LAWYERS 

 

13. How do you feel lawyers’ relationships with clients and introducers of business will change during 
the next 10 years? 

14. If you could change 3 things about law firms today to make it more successful, what are 
they? 

15. What political, social, economic and business practices, policies and trends (or other 
general external influences) do you feel are changing, that are likely to change how legal 
services are delivered during the next 10 years? How do you feel lawyers should be 
responding? 

16. What internal changes are likely to take place in the way you and your people live and 
work, or in the way your business is run, that could change how you provide legal 
services during the next 10 years? How should lawyers respond? 

17. How do you feel technology can further improve the use of legal knowledge and know-how, 
perhaps with the aid of artificial intelligence, by automating the delivery of legal information and 
advice internally and to clients? 

18. Do you feel that lawyers generally have established enough of an e-business capability?  Where do 
you see the gaps?  What steps do you plan to take to fill them?  What do you think the obstacles 
will be? 

19. Where should maturing technologies and e-commerce capabilities open up new opportunities for 
lawyers? 

20. Looking into the future, what technology initiatives or tools do you feel have the most potential to 
help lawyers achieve your strategic business objectives? And how will those strategic objectives 
change during the next 10 years? 

21. What technologies are currently lacking that would help lawyers develop a stronger business? 

22. Which of the following technologies will make the biggest difference in developing the 
capabilities of law firms during the next 10 years and how?  

RFID, Common trading platforms, XML, ASP, .asp, Services Oriented Architecture, 
Microsoft Dynamics and Great Plains, Microsoft SQL (new versions) for DMS, WiMax, 
WiFi, .NET, SAP, Microsoft Navision and Axapta, Bluetooth  . or what else? 

23. By 2010, what % of your communications do you think will be paperless? And by 2015? 

24. What should be the overriding objectives of IT professionals in legal firms during the next 10 years 
to help the business achieve its objectives? 

 

 

Allan Carton, Practical Solutions 

www.inpractice.co.uk 

Tel: 0161 929 8355 

acarton@inpractice.co.uk 

      

 

Your replies are treated in absolute confidence.  The information you provide will not be attributed to you or passed 
on to any competitors, published or freely distributed without your consent. 

 

http://www.inpractice.co.uk/
mailto:acarton@inpractice.co.uk
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Appendix D DISCUSSION QUESTIONS - BUSINESS  

 

What can Lawyers do for you – the next 10 years? 

 

1. How do you feel lawyers’ relationships with clients and introducers of business will 
change during the next 10 years? 

2. If you could change 3 things about law firms today to give you more of what you want, 
what are they? 

3. What political, social, economic and business practices, policies and trends (or other 
general external influences) do you feel are changing, that are likely to make an impact 
on how you or your business use legal services during the next 10 years? How do you 
feel lawyers should be responding? 

4. What internal changes are likely to take place in the way you live and work, or in the way 
your business is run, that could change how you or your business use legal services 
during the next 10 years? How should lawyers respond? 

5. How do you feel technology can improve your access to and use of legal knowledge, 
information and know-how? 

6. Do you feel that lawyers generally have established enough of an e-business capability? 
Where do you see the gaps?  What do you think the obstacles will be? 

7. Where should maturing technologies and e-commerce capabilities open up new 
opportunities for lawyers with you or your business? 

8. Looking into the future, what technology initiatives or tools do you feel have the most 
potential to help lawyers do their job better?  

9. What technologies are currently lacking that would help lawyers develop a stronger 
business with you? 

10. Which of the following technologies do you see enabling you to get more of what you 
want from law firms during the next 10 years and how?  

RFID, Common trading platforms, XML, ASP, .asp, Services Oriented Architecture, 
Microsoft Dynamics and Great Plains, Microsoft SQL (new versions) for DMS, WiMax, 
WiFi, .NET, SAP, Microsoft Navision and Axapta, Bluetooth  . or what else? 

11. By 2010, what % of your communications do you think will be paperless? And by 2015? 

12. What should be the overriding objectives of IT professionals in legal firms during the next 
10 years to help their business give you more of what you want? 

 

Allan Carton, Practical Solutions 

www.inpractice.co.uk 

Tel: 0161 929 8355 

acarton@inpractice.co.uk 

 

Your replies are treated in absolute confidence.  The information you provide will not be attributed to you or passed 
on to any competitors, published or freely distributed without your consent. 

http://www.inpractice.co.uk/
mailto:acarton@inpractice.co.uk
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Appendix E SURVEY RESULTS – ADDITIONAL DATA 

 

Benefits considered when making IT Investments - by size of Practice 

 

1 2-4 5-11 12-25 26-50 > 50 Overall

Increased staff productivity 73% 75% 80% 81% 83% 70% 77%

Ease of integration with 

existing systems
69% 67% 80% 75% 78% 80% 74%

Improved product or service 

offering
73% 55% 73% 66% 65% 60% 65%

Faster response time 65% 51% 57% 63% 70% 50% 58%

Faster communications 69% 49% 59% 69% 52% 40% 57%

Increased revenue or sales 62% 60% 55% 50% 35% 70% 55%

Reduction in operating 

costs
50% 65% 51% 38% 39% 60% 52%

Greater planning and 

control of processes
42% 33% 41% 44% 35% 20% 37%

Improved financial planning, 

forecasting and budgeting
38% 38% 43% 25% 22% 20% 34%

Size of Practice - By Number of Partners

Benefit Considerations
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Appendix F THE INTERNET-ENABLED LAW FIRM 

By Allan Carton, Practical Solutions – October 2005 

 

For most lawyers, the Internet has made it possible to restructure and improve ways of 
working; for others it has transformed their legal business, because they can now work 
smarter, more flexibly, more collaboratively and in a more streamlined, integrated way 
with clients and introducers of business.   

 

The computer screen in front of you is now a window, which enables lawyers to look out on 
the world from their desktop and to be seen from anywhere in the world, using desktop 
applications to exchange information directly across the Internet. In the “Digital Age,” anything 
“digital” is potentially accessible or presentable through the Internet from a desktop. 

Internet based initiatives in legal firms range from web sites that allow clients and introducers 
to access case progress and management reports online to “virtual” law firms that provide 
their legal knowledge and advice online, with downloadable template legal documents; or 
where they generate enquiries from the public, generally to be distributed to panels of lawyers 
to handle in more traditional ways. 

Reasonably widespread, reliable and affordable broadband access to the Internet at home 
and at work has created a host of opportunities for better and easier ways of working and for 
communicating with just about anyone.  You no longer have to pay a lot of money for a leased 
line to get the speed of access needed to transfer data quickly and to keep that connection to 
the outside world open 24 hours a day. 

With imagination and enthusiasm, opportunities to improve your services are virtually 
unlimited, subject to the constraints of security and finding enough time to piece solutions 
together.  But are your lawyers ready to put plans for new online tools into practice? 

It is still early days and most legal firms and chambers are still finding out for themselves just 
how to turn more readily accessible online information to their advantage.  Pieces in the 
jigsaw are just beginning to fall into place now that will eventually result in lawyers working 
quite differently even if the nature of the advice they provide may remain much the same.  

The firms that react first and get it right will add to their competitive edge to generate more 
business to produce higher profits than their competitors. 

 

Why Internet-Enable your business? 

Laweyrs are becoming “Internet-enabled”, as much to improve their in-house systems and 
operations as to sell and deliver their services.  

Untold money is still wasted today in shifting paper from one organisation to another even 
though we have now reached the Digital Age.35   Most data included in all that paper can be 
exchanged instantly over the Internet, electronically – internal to your organisation and 
externally.  Which means that you should: 

 Get to what you want faster.  

 Lay hands on the information digitally, so that you can manipulate and share it.   

 Integrate the collection and distribution of digital information – in your own system 
and with others. 

Disclosure of more information is central to recent regulation of the mortgage and insurance 
industries, which often involve sales through intermediary brokers.  This has prompted 
companies operating in these areas to develop Internet based technology that makes it 
possible or easier to access and distribute data electronically. But they should have done 

                                                      

35 As described by Charles Christian 
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more, earlier.  They now want to maximise their returns by getting rid of paper wherever 
possible, to communicate digitally – so the pressure will fall on lawyers to do the same.   

Internet based solutions enable you to tackle many of the key drivers for your business, so 
lawyers should want to take advantage of the opportunities.  

There is increasing pressure on every lawyer to run a more efficient, productive, profitable, 
commercial business whilst also improving service and competing for better business.  Poor 
communication and wastage of time have been major failings on service across the 
profession. 

When you consider that many of the initiatives that can deliver improvements in all these 
areas revolve around more effective, routine use of the Internet, the ability to harness it 
effectively becomes apparent. 

But external influences mean that your business won’t survive unless you build use of the 
Internet into routine operations in your business. So there is no option. 

Whatever kind of business you do today, some part of it will be touched significantly by 
Government-led and market-driven initiatives that will ultimately exclude firms that can’t use 
the Internet from doing the business.   

For example: 

 HM Land Registry’s commitment to e-conveyancing due to launch in 2007, but with a 
continually developing programme of online initiatives in the interim.  

 Development of an Internet based Criminal Justice System Exchange, backed up by 
a secure e-mail system.  

 The Legal Services Commission (LSC) is planning to do 80-90% of their business 
electronically to keep costs down, so legal suppliers have to be able to handle this 
electronically too. 

 According to SRU research, 18% of legal firms have received requests for electronic 
services from prospective clients and introducers of business – with 30% and 18% of 
these coming from banks and estate agents respectively. 

 It is mandatory that any panel firm handing referrals from the likes of Cheltenham & 
Gloucester or HBOS have Internet access on their desktops so that real time 
progress reports can be sent to update websites that track progress and provide 
invaluable management information.   

 In criminal work, there are LSC initiatives such as SPOCC and SPAN to automate 
collection and analysis of contract management information online, to make this 
process more streamlined and efficient for everyone involved.36 

 

And the public are on the move now too: 

With over 60% of the UK population now using the Internet, online retail sales 
continue to grow with growth faster than sales on the High Street  - by a factor of 40 
in May 2005, despite aggressive discounting by bricks and mortar retailers37.  UK 
shoppers spent more than £1.5bn online during the month, an increase of 35.6%, or 
£408m, more than during the same a year earlier. 

This is not just about selling legal services over the web.  However, with Clementi on 
the horizon, when lawyers are more likely to compete with retailers in the future, 
lawyers should be ready to learn from the hard earned experience of online retailers. 
James Roper, IMRG's CEO, attributed the growth of online shopping, to rapid 
consumer take-up of broadband, secure payment mechanisms and improving 
delivery solutions.   

                                                      

36 You can currently register for this service at www.legalservices.gov.uk/ebusiness/index.htm  

37 From research conducted by the Interactive Media in Retail Group (IMRG) 



 

© The Legal Software Suppliers Association Page No: 140 

“However, no component is more important than the onlineshopping services 
themselves, and these are getting much better,” Roper said. “The customer journey is 
becoming easier, product ranges are wider, merchants are using clearer images and 
richer product information, linked selling features add value by drawing attention to 
relevant accessories, options and associated products." 

 

Examples in Legal Practice 

When you want to make improvements, there is an endless range of options that make 
routine use of the Internet increasingly attractive and easy.  Examples that just about any firm 
can consider building into their services include: 

Internet Tools Benefits / Comments 

Integrated e-mail Lawyers don’t use it enough, but Law Society research shows that 30% 
of clients are already willing to receive e-mail advice, increasing to 46% 
for conveyancing clients (80% of whom were also wiling to receive 
advice by telephone). 

Crucially – many firms do not ask clients if they want to be kept in touch 
by email, primarily because lawyers find it easier to ask their secretary 
to send a letter as they find it too difficult to use their own email! 

If email was properly integrated with case and matter management, any 
fee earner (whether they type or not) could produce one or two line 
responses or longer emails based on templates much faster than 
dictation.  

E-mail templates It has proved difficult to get lawyers to compile consistent 
documentation in most areas of work, but there is much more 
consistency now than in the past.  Few firms have yet carried this 
through to standard email templates, incorporating data fields in the 
same way as in template letters that allow lawyers to fire off routine 
emails without much typing. 

Electronic receipt of 
instructions from clients 
and introducers – 
conveyancing and 
personal injury. 

Cuts costs and gets a case moving faster – by allowing you to receive 
and import all information about the case direct into your case 
management system.  Lawyers can start work the legal work 
immediately without the need to key that information into your system.  

Automated progress 
updates - to a secure 
password protected area 
accessed through your 
own web site. 

Used mostly in conveyancing or personal injury cases, but likely to 
extend to other areas over time. Until now, this has proved of most 
value to estate agents, lenders and brokers – rather than the clients 
themselves.  If used properly, it can substantially reduce telephone calls 
from agents and improves their access to overall management reports.   

Currently, members of the public don’t use this information as much – 
but we blame that in many cases on the absence of meaningful 
information beyond bland key stages .. and lack of communication to 
tell clients about the service.  To see how this can work, see  
www.easier2move.com  

Online management 
reports 

When you are handling multiple cases for any client or introducer, they 
want summary updates of all transactions, which have traditionally been 
delivered at agreed intervals on paper or by email.  Much better if they 
can log onto their secure area on your website to take a snapshot of 
live data any time they want – maybe from home.  This information can 
also include billing information and performance statistics, which are 
vital to their business. 

Access your own system 
from anywhere 

To be able to access the files in your office from home any time you 
want, as if you were sat in your office gives you the freedom to work 
where you want, when you want.   Broadband and tools like Terminal 
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Internet Tools Benefits / Comments 

Services make this feasible for every lawyer. 

And we do mean ... 
anywhere 

Wireless technology allows you to use broadband access from train 
stations and on trains, from hotels and conferences that increasingly 
make the facility available – as well as from any room in your office or 
house, without obtrusive cables.  So you can check and reply to your 
emails anytime if you can access your office system.  To use this on a 
Virgin Train, you need a laptop with built-in wireless capability or an 
802.11b wireless networking card to experience secure wireless 
broadband access at speeds of up to 11 Mbps. See the “Travelling with 
us” section at www.virgintrains.co.uk  

Get typing done 
anywhere 

Digital dictation can now be despatched to or accessed by your virtual 
typing pool because high speed broadband can now allow your typists 
to work effectively from home or abroad, letting the staff in the office do 
more in dealing with clients. 

HM Land Registry All aspects of processing a conveyancing transaction will be easier if 
done electronically in the future.   It is already easier and faster (after 
some extensive teething problems, that have caused frustration) to do 
online official searches, view the Registry’s Day list and to initiate 
simple changes to the Register online.  Electronic charges and 
discharges take this further.  

Conveyancing Searches Conveyancers are integrating online searches through the likes of 
Transaction Online (www.transactiononline.co.uk ) and Searchflow 
(www.searchflow.co.uk )  The advantages are not just to do with fast 
return of searches from the LA’s who are gradually getting online, but 
also that the search forms can be completed automatically from the 
data already entered in your case management system, reducing 
administration and cost. 

SMS Text messaging Activated automatically through a provider like www.24x.com when a 
task is completed in your case management system.   So your client or 
estate agent is told immediately contracts have been exchanged and a 
completion date has been fixed or you can tell the broker who 
introduced the client to you that the deal is done. 

Live chat To improve communication with regular contacts and members of your 
team that are not based in your office (or even if they are) there are 
tools like MSN Messenger that allow you to stay in contact all day and 
send each other notes and messages very informally.  See 
www.msn.com  

Collaborative working on 
projects 

Where you can create a secure area on your website or on a third 
party’s web site – then upload documents, notes, project plans, images, 
calendars or whatever files are relevant to a particular project.  Then 
allow multiple parties to access the area with rights to view and / or edit 
documents and monitor all activity in this area. 

Used very successfully in commercial transactions, but could be used 
more widely on more legal cases, provided potential users are 
consulted, the interface is easy to use and the right information is 
included. 

Digital images I recently tried to buy a 35mm film for my camera in a Cotswold village, 
only to be told they don’t stock it; nobody uses it any more!  
Photographs of accident and crime scenes, properties or whatever are 
now mostly taken with digital cameras, so they can be exchanged 
quickly online. 

Video conferencing Is now possible, but with some way to go yet for general public use.  
Criminal firms are becoming more familiar with this type of technology 
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Internet Tools Benefits / Comments 

as it is being used increasingly in the courts. 

Website content 
management 

A lot of market research can be done on your own website by making it 
more interactive, with simple registration systems and downloadable 
documents (free or paid for) that enable you to track who is interested 
in what services because you can track what files they open and when.  
By learning what people read, you can decide what they are prepared 
to pay for online too; which may be your next step, with an online 
payment system. 

Legal research There is greater availability of more up-to-date material, precedents and 
other tools from legal publishers such as BIALL38 or Butterworths39, 
who are now providing much more support than could ever be found in 
a hard copy of a book. 

Forms Updates Enabling you to keep forms completely up to date and to publish them 
on your intranet – from suppliers such as www.laserform.co.uk  or 
www.compuforms.co.uk  

Remote backup 

 

Enabling you to store copies of your computer files at a secure server 
off site and to recall any documents at will – without having to worry 
about changing and replacing tapes or taking them home every night.  

Online Newsletters  To let you work collaboratively with other colleagues and contacts to 
produce frequent newsletters, bulletins and alerts that are sent out by 
email. You can work on the stories any time, wherever you are because 
they are stored securely on the web.  

Hosted practice and case 
management systems 

Because high-speed access to the Internet is now affordable, it is 
beginning to make reasonable sense to use, for example, a case 
management system that runs outside your office through the Internet.  
It can make maintenance and administration of the system easier 
because the supplier has more devoted expertise that a legal firm – and 
it can make it easier to put these services online.  But these types of 
system are still in their early days.  

 

A Vision of the Future – but it could be today? 

Work-life balance is increasingly important, with widespread desire to work more flexibly.  If 
work is done through Internet applications, you can generally see who is doing what, when, 
so you don’t necessarily need to sit in the same room to know who is working and who is not.  

Your desktop – wherever - is your point of access to all the information you need from your 
own systems and external sources.  Incoming paper is scanned as a matter of routine and 
allocated to the right place, so you can now deal with it as you wish. 

Routine responses are by email – using templates that use any information already in the 
system, so you don’t have to type much at all, unless you want to.  If you want to dictate, you 
do it digitally and tell your typist working from home that it is ready for her.  She can then pick 
it up through her online access to your office and deliver the completed work back to you for 
approval.  

But there is less paper because your clients contact you by email, so there is less to scan. 
Documents are sent as Word files and.pdf’s that you can save onto your system, or they are 
sending data on a new matter that you can import into your system (photos and all) to open a 
new file immediately.  Not far down the road, Pisces (www.pisces.co.uk ) data in consistent 

                                                      

38 British & Irish Association of Law Librarians – see http://www.biall.org.uk/home.asp  

39 www.butterworths.com  
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.xml format will be sent both ways through the Internet – from lenders and the land registry to 
lawyers and back again; getting rid of paper and manual administration 

When you draft an agreement, you can post the document on the secure area that has been 
set up for the project and send a message to your client and all parties to tell them the 
document is there.  Each has different rights – some can amend and save a new version, but 
the amendments are recorded. Others can just view and add comments.  Maybe they won’t 
do it online, but will pick up the phone to go through it with you, but they know immediately 
that you are on it and they can see what is happening and it is all kept secure.   

The client has their own secure access to reports on all cases and matters you are handling 
for them.  You use that when appropriate; so when you are doing legal research on the web 
and you find material that might be of interest to them, you drop it into their area and send 
them an email to tell them it is there, building up a bank of relevant material for them without 
cluttering their desk – virtual or real.  Provided you give them good material, you are 
developing a relationship they won’t want to break. 

While you are working from home in the evening, you can see from MSN Messenger that one 
of your colleagues or clients is also online, so rather than call them for a snippet of 
information, you can ask them for it online to get the last piece of information you need to 
finish off an advice.  They point you at the file on your system or on the Lexis Nexis website – 
so you cut and paste the information you want to finish off the advice.  Then you email it to 
the client so it’s on their desk when they get into the office in the morning. 

The same applies to higher volume work.  Incoming information can be viewed on screen, 
prompted by entries in your online diary, routine responses can be produced using template 
letters, pulling in data and attachments that you have already entered on the system. 

With this system in place – you open the opportunity receive and respond to enquiries from 
anywhere and to deal with it quickly.  Because anyone with access rights can see and do 
what you let them, you can allocate business where you want because there is no paper to 
move.  Searches can be done without rekeying too much information.  When clients call for 
information, you can refer them to information on your website to clarify points you discuss on 
the phone, providing them with a more complete picture.  

And there is much more going on behind the scenes as per the list of options outlined above. 

So this internet-enabled firm is not necessarily the “virtual law firm” or a lawyers “marketing 
website”, although it could be.   With this flexibility and culture in place, this firm could 
comfortably increase revenue by plugging into any online sources of new business.  These 
could range from servicing enquiries generated from the Sainsbury web site to responding to 
videoconference enquiries from the employees of a corporate client that recognised the value 
in helping their employees on legal issues.   

They can also cut costs by streamlining ways of working and increase turnaround times by 
cutting out delays. 

 

What Obstacles have to be overcome? 

Over the past 20 years, we have learned that it is not the technology that creates a 
competitive advantage, but the management process in developing people to use it that 
exploits technology.  It is no different when it comes to Internet-enabling Law firms and 
Chambers.   

For most, there is an evolutionary process that has to be driven to deal with human barriers 
that include social inertia and resistance to change, largely resulting from fear of losing power 
and status; also lack of time, vision and incentive for fee earners and advocates in particular 
to want to work differently.   

To achieve the internet-enabled firm, managers have to accept a process of inevitable 
evolution for most firms; so the sooner a structured approach is identified the better, as it will 
take time.  Key areas that need to be addressed: 

1. Lack of Vision – it is often very difficult for lawyers unfamiliar with IT, to envisage how 
online services can help them. Workshops that demonstrate how specific tools might 
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work help to create an understanding of the bigger picture that can be lost when 
introducing just one piece in the jigsaw. 

2. Decide how far you want to go in Internet-enabling the firm.  Everyone should want to get 
to Stage 1 that allows you the option of using all the tools outlined above; others want to 
be “virtual” lawyers.  

3. The IT and communications infrastructure has to be sound.  If there is potential for 
“downtime” people will resist heavier reliance upon it – perhaps with justification as this is 
essential, but overlooked by many firms when they tackle new technology piecemeal. 

4. Comfort with a keyboard and mouse, with some typing skills are needed – but you 
shouldn’t need to type much with structured templates and digital dictation available. 

5. So get structured templates organised early on. 

6. It is worth talking to clients about what they would like you to be able to do for them.  
Feedback from this quarter is increasingly valuable as people become more familiar 
themselves with Internet based services. 

7. A prioritised plan with timescales so that people can see how initiatives will come together 

8. Feedback to clients and employees about new initiatives and successes to keep the 
momentum going. 
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Appendix G E-MAIL ARCHIVING FOR OPERATIONAL BENEFITS 40 

By Brian Bennett, Zantaz – January 2006 

 

90%:  Corporate information now created in an electronic format.41 

84 billion: E-mails sent every day worldwide.42 

60%: Total of all person-to-person communications now made by e-mail among 
employees of European enterprises.43 

 

Paper has been the medium in legal matters for centuries and converting to electronic storage 
has not been simple.  Despite e-mail being the main cog in the wheel of business, law firms 
have not been quick to save trees.  In their recent guidelines on e-mail, the Law Society wrote 
that a majority of firms still print all e-mails before filing.  Indeed, Browning Marean, a partner 
in DLA Piper Rudnick Gray Cary in the US, recounts how a US law firm in a high-rise building 
had created such a vast amount of paperwork in storage rooms that the fire department 
determined the entire building was leaning in that direction! 

 

The Need for Electronic Storage, and a Usage Policy 

Printing and storing e-mail not only wastes space, it obviates the ability to search for 
individual messages quickly or to enforce an e-mail policy.  Nor is it in line with rules and 
regulations for information retention.  Yet, while the Law Society has made it clear that it is no 
longer necessary to print e-mails, storage on back-up tapes is in my view equally problematic.  
It is time for law firms to put into practice more efficient approaches to electronic document 
retention, namely e-mail archiving. 

Hard copies, even those stored in a records management system, and data stored on back-
up tapes take significantly longer (and cost more) to search and retrieve than data held in an 
electronically archived version.  Saving a paper copy of the original provides inadequate back 
up and does not guard against unforeseen contingencies   such as a natural disaster. 
Moreover, it does not preserve all of the metadata associated with the e-mail—such as who 
the original author was, whether it has been modified and more. 

Rule 13 of the Solicitors’ Practice Rules requires that principals ensure that their practice is 
supervised and managed so as to ensure compliance with the various Acts and regulations 
governing solicitors.  A number of recent high profile cases involving law firms and their staff 
clearly illustrate the need for an e-mail policy that guides users as to what to save and what to 
delete – and the wisdom of ensuring that the policy is actually adopted in practice.  Your firm’s 
e-mail policy should cover internal as well as external e-mail. Regulatory pressures mandate 
a policy in the case of external e-mail and best practice requires one in the case of internal e-
mail. With an effective e-mail archiving system, the policy can be enforced up front, leaving 
less to chance from misinterpretation by users.  

Once developed, all partners, consultants and staff (temporary and permanent) should be 
informed of the policy and educated on its practices. It should then be reviewed regularly to 
ensure it stays fit for purpose. 

As I have indicated, some elements of business regulation, such as those arising from the 
Data Protection Act, the Freedom of Information Act and Sarbanes-Oxley (governing UK 
companies that list in the US), now require structured electronic retention of information, 
forcing firms’ clients to develop and vigilantly enforce information retention policies for e-mail.  

                                                      

40 Courtesy of the Society for Computers and Law – see www.scl.org  

41 University of California, 2004 

42 IDC, Worldwide E-mail Archiving Applications, 2004 – 2008 Forecast 

43 Quocirca, E-mail and Corporate Governance, March 2005 
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Firms need to follow suit.  Recent updates to the Civil Procedure Rules put the onus on law 
firms and fee earners of those firms to advise clients on best practices for disclosing 
electronic information; that information needs to be part of a corporate retention procedure 
and process.  If the firms themselves do not practice what they preach, they cannot very well 
act as an authority—and shouldn’t be surprised when their clients struggle to locate records 
required for disclosure in a legal matter. 

Storage, retrieval and regulatory issues should convince firms to implement electronic 
archiving.  But, in case there is doubt, it is now clear that printed e-mails are no longer 
required for legal reasons.  In November 2005, the Law Society published its revised E-mail 
Guidelines for Solicitors.  For the first time, the guidelines state explicitly that firms need not 
print e-mails if, instead, their e-mail archives are held in a suitable managed electronic 
storage system.  

 

Archiving Solutions 

There are proven archiving solutions on the market that ensure that the risks of e-mail are 
managed, and its full benefits realised.  The Law Society’s guidelines encourage firms to 
consider actively monitoring the availability of such systems.  

So how do law firms develop a solution that’s right for them?  

Quocirca Ltd, the technology analyst firm, offers some advice:  “Adapting IT to support the 
requirements of good corporate governance is not rocket science. It all comes down to 
keeping information that needs to be kept and being able to find stored data as it is needed.”  
Information retention is fundamental to all businesses, regardless of the sector, and firms 
should find a robust, scalable and proven archiving system – you don’t need one that is tailor-
made for law firms. 

Such an archiving system allows the firm to apply its e-mail policy to offload messages from 
servers automatically, based on any combination of parameters such as age, size, status, 
sender and location. These messages are then moved into a scalable, searchable archive. 
The entire archive process is essentially transparent to secure users who can still access and 
work with their e-mail through shortcuts or ‘stubs’ left in their inbox. 

Removing the e-mails to the archive reduces message storage on the Exchange server and 
reduces the likelihood of the server going down.  Ideally, space is also saved in the archive 
server through compression of messages and attachments and through ‘single instance 
storage’ in which one copy of each message is saved no matter how many users have access 
to it.  Some archive solutions go one step further with a feature called “attachment splitting,” 
saving only a single instance of each attachment regardless of the number of different 
messages that may have contained it. These optimisations substantially improve e-mail 
storage efficiency compared to e-mail servers, and the benefit is even greater when applied to 
personal archives. 

Email Archiving Cost Drivers Expected Savings 

Storage costs 50 – 80% savings 

Future mail server purchases 40 – 60% savings44 

Backup costs Varies 

Administration costs 20 – 80% savings 

End-user productivity costs 70 – 90% savings 

Data spoliation costs Up to 100%45 

Cost savings generated by e-mail archiving can be dramatic and are readily quantified. The 
storage savings, back-up savings, administrative efficiencies and user productivity are all 

                                                      

44 An organisation can also re-purpose approximately one-third of current mail servers.   

45 Up to 100% when deployed with a complete practice-wide retention policy. 
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fundamentally driven by the optimisations that e-mail archival provides. Just think—all 
messages have a single sender, and many have multiple recipients. A typical value for the 
number of mailboxes in which a message is stored is four. Similarly, an attachment found in a 
given message has a one in three chance of being attached to another message. 

Market Harborough Building Society (MHBS), a building society with 100 users in Market 
Harborough, used e-mail archiving with single instance storage and compression to achieve 
major results.  The building society has drastically reduced storage size in its Exchange 
database, and for nearly two years—combined with the e-mail archive server—the database 
was at a lower storage capacity than prior to archiving.  Before e-mail archiving was installed, 
mailboxes and public folders accounted for 4.5 gigabytes of space on the Exchange 
database—despite two more years of e-mail, that size has only in the past year surpassed the 
original size of Exchange.  Moreover, the building society is now compliant with all governing 
regulations.  While not a law firm, MHBS’ problems are comparable to those concerning any 
small to mid-sized firm, which could expect to achieve similar results. 

Although the price tag of an e-mail archiving solution was not always in reach for smaller 
firms, this is changing for on-site and hosted options. Certainly a full-featured compliance 
archiving and mailbox management solution is available to small and medium enterprises that 
use Microsoft’s Hosted Messaging and Collaboration platform worldwide at an affordable 
price. 

The Law Society further advocates the importance of a proactive e-mail policy to help ensure 
the proper management and supervision of data, including compliance with rules of 
professional conduct and statutory requirements.  In its recently revised guidelines, the 
Society acknowledges the need to retain—in electronic format—e-mail records that are under 
statutory retention periods or deemed “significant and substantive.”  Additionally, the 
Solicitors’ Practice Rules 1990 require that firms keep full and accurate records of all client-
matters.  So if electronic e-mails are records, a firm’s e-mail policy should give consideration 
to how those e-mails are included in the firm’s electronic client-matter file management 
system.   As firms deploy e-mail archiving, it is important to take into account how the 
archiving software integrates with the document or records management systems. 

Litig, the Legal IT Innovators’ Group in the UK, recently completed a draft paper, entitled “A 
Concise Guide to the Management of Electronic Documents,” that tackles the complex 
regulations and requirements for management of electronic documents.   Peter Owen, 
Secretary of Litig, says that when the paper is final, “It should be a very considered and full, 
yet concise guide to the minefield of conflicting legislation. It will also provide a pragmatic 
summary of the plethora of standards and best practice guides out there.” 

 

Conclusion 

E-mail archiving—which began life as a solution for large financial institutions on Wall 
Street—has evolved to become an essential tool for all businesses in their bid to control e-
mail. For legal firms, which traditionally have relied so heavily on paper, the operational and 
compliance benefits of switching to an IT-based storage, search and retrieval solution are 
enormous quantifiable and immediate.  

Brian Bennett, a former practising litigator, is legal consultant for ZANTAZ, the global 
leader in Information Retention and Disclosure Management (IRDM) solutions. 



 

© The Legal Software Suppliers Association Page No: 148 

Appendix H PRECIOUS COMMODITIES – TONY WILLIAMS 

The Legal IT Forum 2005: Lawyers must respond now to the challenges of commoditisation 
— unless they are about to retire, argues Tony Williams 

There is often a degree of unreality in a law firm’s approach to the commoditisation of legal 
services. The first approach is denial: ‘No, of course we do not do that sort of work, but firm X 
does.’ The second answer is: ‘Yes — but we do very little, although it is useful for training our 
junior lawyers or trainees.’ The third answer is: ‘We do not do much now but we anticipate 
more of our work becoming commoditised and do not know how to cope with it.’  
 
All of these answers are somewhat bizarre and disappointing. There is no reason for any firm 
to feel ashamed of doing commoditised work. Indeed, firms that recognise how their clients 
view the work they do are far more likely to satisfy their client’s needs and maintain 
satisfactory long-term relationships. Currently there is often a disconnection between the work 
the law firm thinks it is providing, and the significance the client attaches to it.  
 
Ultimately, the client’s view will prevail. They know how much they are prepared to pay and 
how they want that service delivered.  
 
Too important to ignore  
 
In trying to ignore or resist this trend towards commoditisation, law firms are ignoring the key 
pressures now faced by general counsel: the need to achieve more with less resource, the 
need to demonstrate ‘value’ to the business from the internal and external legal resource and 
continuing pressure to apply procurement best practice and to use the internal procurement 
team in the selection of outside counsel. Instead of proactively assisting a general counsel to 
address these challenges, too many law firms are hoping the spotlight on legal services will 
soon move elsewhere and that pressure on fees will abate as corporate activity increases.  
 

The cost-cutting and de-equitising of partners conducted by UK firms over the past two years, 
combined with an increased level of deal activity, will inevitably increase the profits of many 
law firms this year. It would be a mistake, however, for firms to use that improvement as an 
excuse to avoid addressing commoditisation and how it may affect the business in the long 
term.   

 
This is not to suggest that commoditisation will affect all parts of the legal market. For big-
ticket M&A work, ‘bet the farm’-style litigation, innovative financial products, business critical 
IP and similar matters of major significance to the client, the client will invariably buy on the 
basis of reputation and depth of expertise rather than price.  

 
However it is necessary to be realistic as to the size and depth of this market. It is unlikely 
that this work accounts for more than 10%-15% of the UK legal market. Of that, much of this 
work tends to be concentrated in the magic circle and other major UK and US firms operating 
in London. Firms without a top-quality reputation and depth of expertise face the following 
pressures:  

o How to provide interesting and challenging work for the best lawyers;  

o How to adjust their gearing model for different types of work; 

o How to cope with widely varying levels of profitability across the firm; and  

o How to develop new charging models, including fixed-price menu pricing. “ 

The recent decision of Motorola to cut its legal spend by reducing its internal legal staff and 
streamlining its external legal panel is but one of a series of similar moves by major 
corporates. Irrespective of the level of deal activity, this trend will continue relentlessly for 
many more years. It is now an integral part of corporate good housekeeping.  
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Look on the bright side  
 
But all is not doom and gloom. Tesco is extremely successful and profitable in what is 
fundamentally a commodity business. It probably has no regrets that it is not Fortnum & 
Mason at the premium (but very small) end of the groceries market.  
 
Law firms, too, can have a very successful future doing more commoditised work. They do 
need to identify what work is now commoditised, the next area likely to be commoditised and 
how to respond to this change. This response will almost certainly include the greater use of 
information systems, ‘just-in-time’ training programmes, intelligent drafting tools and a range 
of standardised responses to frequently asked questions.  
 
But the use of these aids must go hand-in-hand with new pricing models designed to price the 
value of the output (the value of that advice to the client) rather than the value of the input (the 
time taken by the lawyer to prepare the advice). The hourly rate discourages efficiency and 
the innovative use of technology and know-how systems, while fixed and menu pricing relies 
on innovation and the advanced use of technology and know-how systems to be profitable 
and remain so.  
 
How the culture could change  
 
This change will cause a major transformation of law firm culture. It may change the partner-
to-associate ratio, increase the number of fixed share or salaried partners, place pressure on 
lockstep remuneration systems, necessitate regular and effective partner and lawyer reviews 
and require the timely addressing of underperformance. In short, law firms will need to be far 
more businesslike in every aspect of their operation.  
 
Firms can, of course, refuse to address these concerns. But, except for a very few, this is a 
dangerous course. In recent weeks there has been considerable press coverage of the 
possibility of the offshoring of legal services to India and to other, lower-cost common law 
countries. A report by Forrester Research last year suggested that 12,000 legal jobs in the US 
had already moved to low-cost countries. This number is expected to grow to 39,000 by 2010 
and double again to 79,000 by the end of 2015. DuPont and GE have already moved some 
routine legal research and other legal work to India. Other major corporates, having already 
seen the benefit of offshoring other functions, are expected to follow.  
 
Top-rate IT and know-how systems will enable a raft of routine work to be outsourced. The 
client will get a high-quality, if relatively standardised, service at an acceptable price. If law 
firms do not respond quickly they risk being disintermediated. If that happens many firms will 
be forced to radically restructure — and some will fail.   The trend towards commoditisation 
and the threat of offshoring may be compounded by the arrival of new entrants to the legal 
market upon the implementation of the Government’s White Paper on the future of legal 
services. This, by the introduction of ‘alter-native business structures’, goes far further than 
the Clementi report and appears to endorse the wholesale use of multi-disciplinary 
partnerships, which could be 100% owned by other businesses.  
 
Potentially, new entrants, backed by major institutions or private equity, utilising cutting edge 
technology and know-how systems and undertaking major brand advertising, will transform 
the provision of commodity legal services to the retail client. But it is unlikely to stop there.  
These services will become available to small and medium-sized companies and, as their 
credibility and reliability becomes appreciated, start to be used by bigger corporates on more 
routine matters. These new providers will relentlessly work their way up the value chain.  
 
These challenges are potentially daunting. But the tools to help firms change are available 
now. If they use them quickly and effectively, firms have every opportunity to beat off the new 
competition, to respond to the general counsel’s needs and to remain very profitable, at least 
in the medium term. You can do nothing — but only if you intend to retire within the next five 
years.  
 
Tony Williams is the principal of UK legal management consultancy Jomati.  
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Appendix I A PERSPECTIVE FROM THE US. 

Even before the advent of the internet as a marketplace, there was already a large body of 
‘repackaged’ legal services made available to the public that hitherto would have been 
delivered one-to-one by a lawyer. The DIY market for legal services long exploited by 
publishers include S$40 wills, powers of attorney and simple business contracts. Today, the 
client is able to log on to a website, enter the relevant details when prompted, and receive a 
completed custom tailored agreement or legal opinion based on the answers he provided. 
These ‘expert systems’ or ‘legal Web advisers’ collect facts from the client by asking him a 
series of questions. Through a decision tree system, the software deploys a sequence of 
decisions based on user input to classify the problem and deliver the solution.  

While such systems do not attempt to work independently of legal expertise (software 
engineers require the input of relatively high-end specialised legal expertise to prescribe the 
information used to determine a solution), the benefits are obvious — something created once 
is sold many times over. The lawyer makes money while he sleeps, so to speak.  

As early as 1996, Richard Susskind, widely regarded as a thought leader in legal technology, 
predicted that the internet will transform the law from an advisory service to an ‘information 
service’ as lawyers package their work product in electronic form good enough to meet 
clients’ needs and far cheaper than one-to-one legal advice (The Future of Law: Facing the 
Challenges of Information Technology). 

Even the sceptics who pointed out that specialised, high-end, high-value type of legal 
advisory services could not possibly be commoditised have been forced to rethink their 
position when Linklaters launched BlueFlag and Clifford Chance followed shortly with their 
own online product called ‘NextLaw’. Deploying the ‘expert system’ knowledge engineering 
described, BlueFlag delivers legal advice online, covering regulatory compliance, investment 
funds, derivatives documentation, employee share plans and transaction management. 
NextLaw is also an online service that helps clients to assess legal and regulatory risks in e-
commerce across 36 different jurisdictions, including online contract information, electronic 
signatures, data protection and banking secrecy laws. 

What does this mean for law firms?  

Paramount is the Fact That Technology Has Opened Up the Legal Field to Competitors 
Who Are Not Law Firms  

Legal publishers and accounting firms, who have embraced technology with far less cultural 
resistance than law firms, have made vast inroads into the legal service market. Ernst & 
Young’s online business advisor, ‘Ernie’, has been delivering customised, fact specific tax 
advice to their clients online since 1994, and has today expanded its services to include 
advice on business and financial management.  

Corporate clients with sufficient resources and dynamism have developed their own legal 
Web advisors in order to minimise their dependence on outside lawyers. General Electric, in 
collaboration with a market leader in the development of Web advisory platforms, Jnana 
Technologies Corporation, has built a ‘Virtual Patent Adviser’. This application seeks input 
from GE engineers and matches the criteria with patent registrations of similar inventions 
worldwide. Sony Electronics deploys an enterprise-wide compliance application that 
processes queries relating to customs regulations and trade laws in different jurisdictions. 

How Have Law Firms Responded to the Encroachment Into What Was Traditionally 
Their Exclusive Domain?  

Clifford Chance has responded by creating two independent e-business units — ‘CCLab’ 
undertakes research and development of technological innovations for the legal market; and 
the other, ‘CC Online Services’, manages their online services as an independent profit-
making enterprise. This year alone, CCLab and CC Online Service have launched two new 
online services — Cross Border Acquisition Guide (‘CBAG’) and Alerter for Communications 
& Media (‘The Alerter’). CBAG is a cross border mergers and acquisitions structuring tool that 
provides users with a themed analysis of key issues and potential problems arising from 
public and private acquisitions. The CBAG, which covers 12 jurisdictions in Western, Central 
and Eastern Europe, is accessed via a secure extranet site. The Alerter is an online news tool 
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providing users with structured updates on legal and regulatory developments in radio, 
television and telecommunications. 

Richard Harroch, corporate partner at Orrick, Herrington & Sutcliffe, is an ‘Internet 
Entrepreneur’. Last year, he founded LawCommerce.com, an online marketplace for lawyers. 
Enlisting the financial backing of an impressive group of international firms, including Clifford 
Chance and Ernst & Young LLP, LawCommerce is currently developing a ‘worldwide 
common technology platform for Web-based collaboration deal sites for lawyers, corporate 
counsel, banks and investment companies’.  

Instead of developing new technology applications themselves, some law firms buy into 
successful online businesses that provide legal services traditionally delivered by lawyers. A 
consortium of lawyers from US law firm, Mischon De Reay, have become shareholders in 
LegalPulse, one of the largest online providers of legal business forms (employment 
contracts, business plans, shareholder agreements and insolvency ‘packs’) for small - and 
medium - sized businesses. Other shareholders include the National Solicitors Network, a 
thriving network of small to medium - sized law firms in the UK. 

Blake Dawson Waldron, widely acknowledged as a legal technology pioneer in Australia, 
created webLAWww to provide a Web-based framework within which specific matters are 
progressed from start to finish. webLAWww enables the law firm to set up dedicated websites 
for specific deals, used internally for working teams to share files and resources, and 
accessible on an extranet to clients who use the site to monitor work in progress and 
collaborate on documentation.  

Affordable Solutions for Smaller Law Firms  

Undertaking technological innovation of such scale and depth requires substantial financial 
resources and commitment. According to AmLaw Tech magazine, Linklater’s BlueFlag 
system comprises a directory tree with more than 2,500 variables taking a team of 
experienced lawyers more than two years to figure out at a cost of US$15m! Small firms 
simply do not have the resources to develop their own legal Web advisors or deal rooms. To 
retain a competitive edge against the ‘big boys’ and their cutting-edge high-tech tools, here 
are examples of affordable technology solutions that have helped smaller (but no less 
dynamic or progressive) law firms hold their turf and turn a profit. 

Automated Document Assembly  

Most smaller law firms today use a combination of legislated forms and their own standard 
agreements for routine low-value, high volume type of legal processes in such areas as 
conveyancing, home financing, corporate secretarial and debt recovery work. By building its 
own library of standard forms and precedents and deploying a document assembly tool, 
stored data relating to any specific client/matter is easily ‘popped’ into the correct documents 
without operator input. In Australia, where conveyancing and home financing have been de-
regulated for the last four years (legal fees for a home loan mortgage cost just A$280 in legal 
fees), the use of document assembly systems, such as LAWDOCS, has become 
commonplace. In fact, law firms that continue to run thriving conveyancing practices will 
testify that they would not have been able to return a profit without such productivity tools. 

Enterprising law firms have gone even further by linking up with online document 
publishing/assembly websites, such as desktoplawyer.com and directlaw.com, to their mutual 
benefit. These sites allow the consumer to assemble their own documents and then have 
them reviewed by their panel of lawyers for an additional fee. By unbundling the low-end 
routine work (document assembly) from the value-added legal input (lawyer review), a law 
firm can leverage on third party online services to attract value-added advisory work.  

Extranet Technology  

Even small firms find that the initial investment in browser-based ‘extranet’ technology has 
paid off tremendously in terms of boosting client retention and winning new corporate clients. 
Clients like using extranets because it saves them time and money. In a simple example, the 
distribution of documents in a commercial transaction involving multiple parties located in 
different countries is costly and time consuming. Corporate clients who wish to maximise the 
collective value of legal services provided by their lawyers use extranets to reduce duplicative 
work by different outside counsel and hopefully save costs. Better yet, an extranet gives 
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clients instant access to information about their cases without having to make a phone call or 
wait for the courier.  

Richard Susskind makes a cogent argument for the effectiveness of extranets as a 
communication tool when he observes that clients rarely complain about the inadequacies of 
legal expertise from their lawyers, but they frequently express concern over the mechanics of 
the working relationship, principally, at the poor levels of communication between themselves 
and their lawyers. 

Today, almost all market leading legal technology software developers are working on basic 
‘Web integration’, ie developing front-end Web interfaces and integrating their applications 
with Web-based technology so that their users have access to the functionality and features 
of their applications through their browsers. The Web-interface will provide, at the very least, 
basic dealroom features such as remote access to matter details, calendars and documents. 
Using their Web-browsers, corporate clients can monitor work in progress, access and 
collaborate on related documents, check billing status and give/receive instructions on their 
matters on the Web.  

For law firms wishing to ‘pay per use’ instead of building their own dealroom, there are now 
several established ASP services available in the market — eRooms, market leader in 
dealroom technology, charges US$249 per month per room. Midware System charges users 
a mere A$850 per annum for use of their Web-based client-interface called CONSERO, 
provided the law firm is already running Midware’s excellent practice management software, 
Open Practice, in their office. CONSERO is a collaborative browser-based working 
environment in which the law firm and their clients share information including matter details, 
billing status, work in progress and documents (data that is already processed and stored in 
the Open Practice database in the law firm). 

Today, most top tier law firms are involved in legal e-commerce projects of great depth and 
expense. This alone bodes well for the continued development of Web-based tools for the 
delivery of legal services. Technology that has driven the commoditisation of legal services 
will continue to make inroads into the legal sector over the next few years, as the tools 
deployed in ‘artificial legal intelligence’ become increasingly sophisticated. Lawyers who fear 
being replaced by computers are challenged to think outside the box and find new ways to 
optimise the way their knowledge and skills are delivered. 
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