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Abstract

This paper examines lean thinking within legal service network (clientjtegdicbarristers, external
parties, and judiciary) in order to develop a theoretical frameworkdanér Law. Resource Based View
(RBV) is used as the core theoretical framewtrkaddress leanness in the eight UK legal service
disciplines. The purpose of this paper is to trace the value add througbahprofession.

Keywords: Professional serviceperations managemeigan hinking, Operational gility.

INTRODUCTION
The purpose of this paper is to trace the emergenteafer Law’throughthe legal professian
There is an emerging consensus that professional work is changing in thecowmomic and
political climates in which service professionals operate (Hart®9Q 2010) and that
professional services have distinct operational challenges in order to respond to today’'s
turbulences (Lewis and Brown 2012), and service demandsi¢Rad al 2016)Professional
Service Operations Managem¢RSOM)is perceived as bor intensive, differentiation between
the levels of customization and degree of service variation within the serfgcengs and
process design (Schmenner, 2004) cited in Lewis and Brown (2012). There igaipedi be
had not only in the operationalisation PSOM of this knowledge, but also for improving
efficiencies and practices in the professional service sector (Boone et al R&08xamplethe
legal profession is traditionally conceived of as a slow moving, incremental, andvebivee
professon (Sieh, 2010) and therefore the opportunities to develop PSOM practices through OM
theories have evolved.

According to research by Legal Week, for the 20023 financial year, the top 50 law firms
in the UK have seen their average profits shrink by 0.5% while average turnovésemabyr
6.9%, indicating that law firms are feeling margin pressure and finding itudifto manage
their operationswithin the fee structures beirgurrentlydemanded by this markefhere has
also seen a significant growth in demand and service quality where clients|astireg more
and ‘better’ service provision, whilst demanding to pay I€ss8. example, The UK’s legal
profession’s economicontribution to the UK economy w&20.4bn ingross domestic product
in 2012, 1.5% of the total. The sector employs aro8h@,000 peoplen which 130,000are
solicitors andl6,000 barristers and advocatesaddition,the intake forgraduate recruitment for
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UK law firmstotaled700, about 5% of the total graduate recruitment in 2008 legal services

sectorin the UK faces new competitors in the response to deregulation 2007 and demise of legal

aid. As a result, thigesearchpresents an opportunity for determining the specific knowledge

gaps and then developing bespoke learning solutions for practicing lawyers, such as PSOM and

the adopted term of ‘Leaner Lawloreover, Tsolakis, (2014) quoted that: “Over the next few

years, to remain competitive, law firms will need to better understand their $sisirey will

develop better skills and technigL
analysis”.

LITERATURE

Many lawyers find themselves in need of skills and professional training in ordecd¢eed and
thrive in the legal services marketplacEhere isa belief that legal education and other
professional training struggles to provide additioridll s in terms of business practice. For
example adstudy conducted by the Berkman Centre for Internet & Society at Harvard Law
School, in partnership with LexisNexis, conclddéhat more than 75 per cent of lawyers
surveyed characterised themselves gardpared for being wolved in the legal marketplace, as
legal firms face more financial econonulballengs of increasingservice variation, volume and
complexity, whilst reducing cosiTherefore, law schools graduates are expected to gain the
required knowledge on the job in a law firm (Feld, et al., 2012).

The Need for ‘Leaner Law’?

Although Lean thinking principles have not been widely deployed in the legfalsgion yet, the
conceptof lean law, supply chain design, simulation modelling, s@d/ice modularitycould
improve efficiency and profitabilityand growthof law firms, as well as the Legal Service
Network or Supply ChainFor exampleRadnor andBucci (2011) carried out a comprehensive
review into lean thinking within the UK justice system but with the impact of deregulatibe

legal profession in 2007, the legal markeflaismore turbulent with introduction of new entrants.
Service modularity i®ne such approach that is supporting law firms to operate and deliver legal
services Giannakis et al 2015) For these reasons there is than opportunity to investigate the
level of leanness (Bujak et al, 2012) aymkrational agility (Reid et al, 2015) ander to define

the theoretical underpinning for PSOM practice. For that reason, the aim oégbaah is to
gain a greater understanding into PSOM and examine how practitionémskineg about lean.

The authorsthereforebelieve that the researabpportunity is related to anore ‘robust’
service operatiomwithin the profession of law. This would be also influence the drivers for
service innovatiorbeingcritical due to the nature complexity of the legal professidrwould
however have the poteat to make a positive impact on the PSOM sector; through better
understanding of operations management praclice.kean thinking ideology can be an aide in
navigating and managing the journey to meet these chall@we$ord and Forreste(10,
2015).1t is not a panacea, but part of the strategy to support the development of a solid, business
like, responsive, performing and continually improving the legal profesHidegal firms are
considering their service offering since deregulataord demise of legal aid andse of
“litigations in persofi may force legal firms tgignificanty changetheir legal service offerings
and redesign of the external architecture epérations at both @perational and strategievel.

For exampleVoss & Hsuan (2009), cited i@iannakiset al (2015)proclaimed that the lack of
reseach into service operations asdrvice modularity mdye due to the heterogeneous nature
of services, the role that people play in such services and the often personalized rssieeof



episodes and encounteior example figure 1, presents tbencepts of ‘Legal Nimbleness’
through service modularityhrough therepresentaon of Lean and Agile®perationsresulting in

an increase irthe operational effectiveness in the legal profession through customizing and
standardizing service offering&iannakiset al, 2015).
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Figure 1 — Leaner Law Model to achieltegal Nimbleness’
(Modified Giannakis, Doran and Mee, (2015)

Furthermore, tte modularity literature suggested that “off the diagonal” improvements with
modularity i.e. delivering services with hid¢vels of customisation in an efficient and
standardised manner (Bask, 2011) apassible solutiorfor legal service delivery offerg
complex legal services in a modular way, presenting an opportunity for an innovativi® firm
seize ‘firstmover’ advantaggGiannakis, et al, 2015)With the element ofhigh process
varnation, the management and coordination ofiégal supply chairprovidesus with one of the
operational mechanisms, practices and insights, for examplg workflowanalysis and value
stream maps such as presented in figure 2, can improventpand arduoushroughput times
and demand profigg which follows the Faester'sclassic cycle time delags the bullwhip
effect (see Forrester and Wright 1961f)is only whenthose element of demand and capacity
often disrupt thewvorkflow by legal systems, client’s instructions, and external pawidsn a
proposed opthum and reasonable (legal) timeframf&s such, the processes that are flexible by
nature are also highly regulated by procedures and rules.

Therefore,question is théeanness of thprofession as a whole, or as a supply chmather
than a single entity (Solicitor, Barrister, Intermediary, Legal Teamd, Court Service) This
would be achieved by creatiray Service Innovation, whilst making the professional service
sector Leaner and more resiliedhe judicial performance ofhe justice system is partly
influenced by the étiency of the processes sinéewer mistakes are made and increasingly



cases are completed within time limits, whielsesthe perceived valuef the chain.
This paper examines lean thinking within legarvice network (client, solicitors, barristers,
external parties, and judiciary) in order to develop a #texal framework for Leaner Law.
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Figure 2- Legal Network/Suplger Value Stream
METHODOLOGY

The case study approach allows for a greater understanding of unknown phenomena in the
natural setting in order tpenerate meaningful understanding (Voss et al., 200@).casestudy
intended toassess the impact cfervice value (defined using the following: economic,
ergonomic, adbetic, technical design), in relation RSOM The authorgperformed multiple
casereviewsacras a number of legal disciplingswhich were analyzed both withiand cross
case(Yin, 2009) presented in table, supporing a deeper understanding lefal network and
operational characteristieeross such disciplineghe research adopts the Resource Based View
(RBV) as the core theoretical framework to address the leanness and servidaritgpdu
exploring the effectiveness and efficiency within the @ssfon. This paper presents a
comprehensive review &#SOM characteristicsvith a legal practiceelating to the impact and
value PSOM thinking to address two research questions:
1. How has the commercialisation of the UK'’s legal profession w&itd deregulabn
influencednew service models and processes from new market entoargpplication
of Lean Law?
2. Does PSOM theory elmance its services using supporting technologies that underpin



them by efficient process, capacity planning, process design rescancinglue?

The primary source of data involved the collection and collation of 38 interview
guestionnairesgs well as assess the participantganizations perception of the lean thinking.
The themes analyzajlthe service offering and legal provision, ii) lean thinking barriers, iii)
discipline specific business process, iv) future growth and finally, v) traamdglevelopment.
The analysis and exploration of thenerated dataset led the authors to adthnes®search
guestions.

FINDINGS

The analysis of the case exampsegygests a potential methodological mismatch between the
core theoretical framework to address than thinking and operational agilityithin PSOM
pracice. The study explorethe efectiveness and efficiency within the profession. The study
also reportshe important questions of value (defined using the following: economic, erggnomi
aesthetic, technical desigand the lean thinking tools and techniques being considered in PSOM
prectice. Thestudy also reveals thatarketclient variatiors, resource sharing aratganizational
relationship linkage are three major dimensions for PSOM thinKifge questionnaire
interviews collected data on the detailR8OM decisbns within each othe legal disciplines
identifying any inductive patterns in the dafeable 1summarizeghe data in order to illustrate
the key trends i.e. Level ofustomization quality of relationships, multransactions in
accordance to the legal disciplines and individual experience.

Table 1: Level of Customisation

Discipline No of | Total years | Relationships Level of Std Multiple
Respd | experience| (Contingent | Customization | Contracts Trans-
Distributed High=7, High=7 actions
High=7, Low =1 Low=1 High=7,
Low=1 Low=1
Private 6 48 High Medium Low Low
Client
Company — 6 64 Medium Medium —Low | Medium | Low
commercial
Property 5 90 Low Medium High | Medium | High
Residential
Property 5 71 Medium Medium -Low | Medium -| Low
Commercial Low
Family and| 3 54 High Low Low Low
Children
Civil 3 22 High Medium Low Low
Litigation
Dispute 3 14 High Medium Low Low
Resolution
Planning 1 20 High Medium Low Low

Various aspects of the service offerings in terms of cost, customer seevigee offerings
andtime management isxaminedin Table 2 with Family and children, dispute litigaticand
civil litigation stress testing the firms resources and operational efficiency.



Table 2 Cost Controervice Offeringand Time Management

Discipline | No of | Customer | Achieving Customer Cost Unique Time
Respd| Servicesto| Low Costs 1=Low Savings | Cust-Req| Man.
customers Low=1 7=High 1=Low 1=Low 1=Low
Low=1 High =7 7=High 7=High | 7=High
High =7
Private 6 High Low — | Medium High High Medium
Client Medium
Company 6 High Low — | Medium Medium | Medium | Medium
commercial Medium — High
Property 5 High Medium Medium— | Medium | High High
Residential High
Property 5 Low — | Medium High Medium | Medium
Commercial Medium —High
Family and| 3 High Medium Medium- Medium -| High Medium
Children High High — High
Civil 3 High Medium — | Medium— | Medium -| High Medium
Litigation High High High
Dispute 3 Medium Medium Medium | High Medium
Resolution
Planning 1 High Medium Medium Medium | High Low

Table 3 provides a summary of theervice offerings according to the key sources of
information provided, such as range of services, cost of operation, increased customisation
service offerings and economised of scal® help explore these importargxternal
characteristics the authors have, as a development from the fgetla¢ufactors that may disrupt
the supply network of the organisation. Whereas, figusarBmarises thexternal factorghat
the application of the newly acquired knowledge will bring, the impact of that capadilit
finally it tries to capturgehe RBV and to what has been put in place to attempt to sustain this
impact in the longer term

Additionally, Anderson, Daim and Lavoie’s (2007) paper is particularly relevant to the
current research akdy considezd thatknowledge transfer througbarneys (1991; 2001)work
defining the resources,both assetsand capabilities including human capital (training,
intelligence, and expmmnce) are part of thierm’s RBV perspectiveassociated with relational
assets (Weigel & Bamford, 20Ll5The data shows a gecular focus on knowledge transfer nd
reliability of resources In support of this research, Von Nordenflycht (2010) generated a
taxonomy of professional service firfBBSFs) defining four types:

1 Classic PSFs (e.g. law and accountingn§y - characteded by a high knowledge
intensity, a professionalised workforce, and low capital intensity

2 Professional campuses (e.g. hospitalsharacteried by a high knowledge intensity, a

professionalized workforce, and high capital intensity

3 NeoPSFs (e.g. managent consultants) characteried by a high knowledge intensity

and a low capital intensity

4 Technology developers (e.g. R&dms, biotechs) characterizeé by a high knowledge

intensity and a high capital intensity

Frameworks such as this aid the ability of managers and academics to bettdandders/



such firms manage themselves and how define their operations.

Table 3Service Offering

Discipline | No of | Range of | Achievin | More Custo. | Econ of | Package | Economies
Resp | Services| g Low 1= Low scale products of Scale
d Costs 7=High 1=Low 1=Low 1=Low
7=High 7=High 7=High
Private 6 High Low — | Medium High High Medium
Client Medium
Company 6 High Low — | Medium Medium | Medium- | Medium
commercial Medium High
Property 5 High Medium | Medium— Medium | High High
Residential High
Property 5 Low — | Medium High Medium Medium —
Commercial Medium High
Family and| 3 High Medium | MediumHigh | Medium | High Medium —
Children —High High
Civil 3 High Medium | MediumHigh | Medium | High Medium
Litigation — High — High
Dispute 3 Medium | Medium Medium | High Medium
Resolution
Planning 1 High Medium | Medium Medium | High Low
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Figure 3 —External Impact Scores

Within the case study findings, the research highlighted thatnew knowledge capability
would originate within the following: propertyesidential; family; and litigationTable 5
provides a summary and collation of the recorded output capability, according to tlueikmss
of information



Leaner Thinking
Regponses to interviews were analyzed agalaan thinkingprinciples and classifietb the
following:

Inefficient distribution of caseaformation or materials internalignd externally for case
progression

Involvement in unproductiveegular internal meetings about ttese

Lack of continuity within the team due to shifting workloads or turnover.
Inappropriate allocation of tasksross fee earners

Unnecessary focus on perfectionparformance of case developméaks, e.g. drafting
documents.

Lack of knowledge managemesiystem, i.e., tracking down peopleith answers;
Outdated technology or computer systems.

Table 5: Business Development

Discipline No of Standard Social Media | Knowledge Online Service
Respon Business (Twitter, Base Capability Mod.
dents Processes Linkedin Systems 1=Low 1=Low
1= Low 1=Low 1=Low 7=High 7=High
7= High 7= High 7= High
Private 6 High High Medium High High
Client
Company 6 Low Low—Medium | Medium Medium — | Medium—
commercial High High
Property 5 Medium— | Medium Mediu— Medium — | High
Residential High High High
Property 5 Low Low- Medium | Medium Medium — | Medium
Commercial Low
Family and| 3 High Medium Medium— Medium High
Children High
Civil 3 Medium Medium Medium— Medium — | Low
Litigation High High
Dispute 3 Medium Medium Medium— Medium Low
Resolution High
Planning 1 Low Medium Medium Medium Low

By analyang the data collectedthat ‘distribution of case informationwas an issue,

particularly in company commertiand less so in family and children. It was also noted that
inefficient distributiols and allocation of tasks wasso an issue, as well as the emphasis of
perfecting document&ach of the process tasks and components was assessed independently to

identify whether it could be delivered in a supported updated case managemean{ wysté is
critical to civil litigation, commercialpractice Furthermore, theclient management system
(CRM) needingaddressing in terms currency asdpporting new enquiries through referrals
Furthermore, dta indicated thatonversation rates (winning new business) varied frosi(®6,
with no specific disciphe demonstrating best practiceor defining the impact of value
(economic, ergonorj aesthetic, technical design).



A follow-up to the initialstudywas thedevelopment othe operationahgility, the Ismail et
al, (2011, presented in, igure 4was presented successfullydiagnostic tool for developing the
eternal factors affecting the businésrder to assess the external environment in conjunction
with the impact on resources (people, process, product, operations), and opergbabiityca
(flexibility, organization and servicesly was demonstrated that the matcould be used as an
audit tool to identify issues in relation to performance, agility and tdgactives and tbecome
the service blueprint (see Radrelr al 2014)to particular operations strategy decision areas.
Secondly, the model can be applied to the results collatéthwite researcin order to define
the Leaner or Agile approach within the service offering
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Figure 4. Stages for Implementing Operational Agility (Ismail et at 26itdd in Reid et al 2035

The Operational Agilityframework interpretedthe service offeringn relation to PSOM
characteristics of, job design, process type, operations, service mgdwdadt adopted
technology.The detailed performance criter@ external factors affecting the firms service
offering and detailed operations strategy decisions enabled the matrix to be refined and
developed.Future work will continue with the technology transfer of the PSOM in order to
developthe knowledge transfer of best practice across the legal disciplines. Thheu§BY
perspectiveshe frameworkallows organisations to assess the utilisation of resources in order to
maintain the value and service offering expected from the firm’s client atmhwersbase.

CONCLUSION
This researclhascreatel amodelthat will influence and improve the legal serviagferings
It will add much needestalue to the concepts of lean law, service modularity, and nimbleness



through this empirical case studijhe researchs aimed at the exploration ¢fSOM theory
within the contextbof the kgal professionvithin Von Nordenflycht (2010jaxonomy of classic
PSFs

This study allows the authors to researcher or practicing manager irgespicktlefines
service operational issue$he research also identifies which topics have been published and
which lean thinking tools and techniques are being adopted or investigateitection onlean
and agile practiceis important becauseadustrializing PSOMThe research informs researchers
and practitioners of the growing opportunities for ‘leaner law’ within the professioneguules
more leaner or agile approach in terms of the business operatiorasd@ss are being squeezed
through UK'’s recent deregation and additional emerging markets.
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