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Objectives of presentation

Show how innovation management methods have been applied to 

professional services, specifically in UK law firms, in consulting projects 

from 2005-2011 and share the lessons learned.
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Since 2005 we have been helping UK law firms improve their competitiveness through 

innovation, by applying and adapting proven innovation and re-engineering methods

Requirements

Law Firms have a need to improve their competitiveness through innovation.

Challenges

Service innovation is not well researched and there are limited amounts of 

proven methods. ‘Service Design’ is still in its infancy. We have adapted 

proven methods in product innovation and in re-engineering for law firm 

requirements.

Law firm experience

We have studied 16 major UK law firms for their innovation and worked with 

a further 6 to develop their competitiveness through innovation projects.

Examples of projects performed

•Establishing innovation processes and supporting organisation

•Implementing a balanced scorecard to measure innovation

•Developing a yearly ‘Firm Jam’ online brainstorming event

•Innovation workshops in multiple departments and sectors

•Vision and Strategy development using strategic road-mapping

•Development and re-engineering of legal services 

e.g. Due Diligence, Probate, Employment, Insurance, Inquests, Property
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Law is big business and yields high profits for UK firms

Source: The Lawyer

Source: Law.com

Our work has been with Top 50 UK law firms 

(as measured by revenue)
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However, Law firms face increasing business challenges

Long Term

• Clients are increasingly looking for defined price arrangements

• Legal areas are being increasingly commoditised – driving price down

• Clients are becoming more sophisticated in their purchasing

• Clients are building their in-house legal capabilities

• In the UK deregulation will enable new entrants and new business models

• It is becoming more difficult to recruit and retain key talent

Short-Medium Term

• The business environment is increasing price pressure on firms

• Firms need to improve their service value/cost due to client budget reductions
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Law firms have increasing challenges in providing quality differentiated services

©2010 Codexx Associates Ltd
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UK law firms typically have very limited innovation capabilities and lack a systematic 

approach

UK Law Firm Innovation - Overall Scoring
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Source: 

‘Study of Innovation in 16 leading UK law firms, 2006-7’

Codexx with Imperial College Business School

“All ideas have to go through the executive committee.”

“The challenge is to get partners to champion.”

“People want to practice their legal skills. It’s seen as de-
skilling them to ask them to be a project manager.”

“In practice we can have a lot of ‘crappy’ projects going on.”

“Innovation does not come naturally to most risk-averse
lawyers.”

“We have no understanding of business processes.”

“They are keen, but have limited time for blue-sky thinking 
given their chargeable hour targets.”
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©2006 Codexx Associates Ltd

The underlying system for innovation in Law firms is often very poor

Utilisation rules!

None dedicated
Inward looking

Often financial only

‘The Swamp’ By whom?
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Little and siloed
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Innovation in law firms – a typical picture 

“The inertia factor”

Source: Drawings by Codexx innovation workshop attendees
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We have found the ‘Innovation Dimensions’ model to be useful in managing 

innovation with law firms

PARADIGM

“What our business is”

MARKET “What our position is in the market”

OFFERING

“The products & services

we offer”

PROCESS

“How we do the 

business”

Source:  John Bessant and Dave Francis
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Most law firm innovation is within processes and offerings

– through re-engineering of services

PROCESS

“How we do the 

business”

PARADIGM

“What our business is”

MARKET “What our position is in the market”

OFFERING

“The products & services

we offer”

Reengineering/Lean + 

IT to raise service and 

reduced cost. Improved 

client empathy.

New products,

Web-based offerings,

Pricing models. 

Complementary 

offerings.

New segments,

Value positioning

High value, low value. 

Law, non-law

- New business models 
Right-skillingPortal solutions

Tailored services

Pricing options

Standard documents

Workflow

Fixed price

Work elements

Source: Codexx - based on model 

by John Bessant and Dave Francis

Complementary services
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We find that a proven re-engineering approach works effectively in law firms 

– indeed the discipline it provides is key to getting sustainable improvement

©2009 Codexx Associates Ltd
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Our re-engineering approach for law firms has evolved into ‘Smarter Working’ – focusing 

on 6 key areas that we explore in the re-engineering programme

©2011 Codexx Associates Ltd

smarter
working

smarter
working

1. Client-centred value

2. Disaggregate and de-waste

3. Standardise & right-skill

4. e-working

5. Systematic innovation

6. New metrics

Establish a system, culture and 

resources for ongoing innovation

From firm-centric to client-centric value

Break up work into key parts, eliminate non 

value-adding activities using Lean thinking

Define and deploy the 'one best way' for 

performing repetitive tasks at the right skill

Improve speed, collaboration, cost and 

consistency  by electronic working

Develop and monitor KPIs that reflect the 

new business focus and methods
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Providing a new value proposition….

In seeking to develop new services that bring more value to clients and are 

differentiated from rival firms we have found the following techniques work well:

•Service process mapping

•Client experience mapping

•Value profiling

•Ideas generation & selection workshops

•Living Walls

However – it is a major challenge to get lawyers to fully engage with their clients!
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We have seen significant benefits from law firm innovation

Outcomes

• Cost reduction – 15-40%

• New or improved service offering

• ‘Right-skilling’

• Standardised procedures & documents for repetitive work

• Development of IT-enabled working (internal & external)

• In-house re-engineering/innovation skills development

• Increased innovation focus
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So what have we learned over the past 6 years?

1. Many innovation methods developed for product innovation can be successfully applied 

to law firm innovation

2. There are major cost and performance improvements through law firm re-engineering

3. There are significant opportunities for law firms to differentiate their services through 

innovation

4. Law firms typically lack formal resources and staffing for innovation – we have to help 

build this through skills transfer in projects

5. Law firms have a poor understanding of their clients’ business and this limits their ability 

to innovate

6. The partner-led governance model in law firms slows change

7. Lawyers innate conservatism is a challenge - “Lawyers don’t do radical”

8. Approaching innovation in a structured and long term way is key to sustainable success

9. Getting partner & fee earner involvement is key, but is challenged by utilisation culture

10. Lawyers can innovate – when they are enabled

The ‘Top 10’


