






CLOCKWISE FROM TOP LEFT:  
Speaker Richard Susskind 
meeting Neville Eisenberg of 
Berwin Leighton Paisner and 
CPA’s Alan Merry; after-dinner 
speaker and former London 
mayor Ken Livingstone; Chris 
Bull of Osbourne Clarke with 
Jane Jeffery; Mr and Mrs 
Roger Newton of Dairy Crest, 
and Ruth and Tony Angel of 
Standards and Poor’s; CPA’s 
Derk Kropholler, Konstantin 
Mettenheimer of Freshfields 
Bruckhaus Deringer, Quentin 
Poole of Wragge & Co, James 
Wilson of Ince & Co, Henry 
Udow of Cadbury Schweppes, 
Rosemary Martin of Practical 
Law Company, Chris Mullen 
of Pinsent Masons and Alan 
Jenkins of Eversheds
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Every company relies on  
talent to succeed, but none so 
much as professional service firms. 

That was the message from JW Lorsch, Louis 
Kirstein Professor of Human Relations at 
Harvard Business School and co-author of 
Aligning the Stars: How to succeed when 
professionals drive results.

The first guest speaker at CPA’s event, 
Lorsch (pictured right) explained why 
within this rapidly expanding, trillion-
dollar sector, employees are more than 
valuable assets; they are the source of a 
company’s competitive advantage. And, 
he said, companies need to understand 
how to motivate, organise and attract the 
right professionals (the ‘stars’), in order 
to use their talent to drive the growth of 
their strategies and firms. His research has 
shown that firms with a strong culture and a 
common set of standards and beliefs tend to 
be the most successful, as they promote the 
idea of partnership by bringing their stars 
together to make collective decisions, and by 
investing in the development of their people.

But what’s this got to do with LPO? For 
Lorsch, its emergence is directly linked to 
the pressure put on managers within law 
firms. It’s what he refers to as the ‘three-hat 
problem’: you’ve been promoted to a senior 
managerial role, yet you’re expected to fulfil 

Moving with the times
  

The legal marketplace  
is on the brink of a fundamental 
transformation, said the event’s 

second speaker, Richard Susskind, Emeritus 
Professor of Law at Gresham College, IT 
adviser to the Lord Chief Justice and author 
of The End of Lawyers? Rethinking the 
nature of legal services.

Susskind (pictured right) then introduced 
the ‘four thoughts’ that led him to this 
belief: First, he explained how technology 
and new techniques were challenging 
traditional ways of delivering legal services. 

Secondly, he outlined how the roles of 
lawyers have changed; they are now calling 
themselves ‘councillors’, ‘risk managers’ and 
‘project managers’, he said, such has been 
the evolution of their responsibilities. His 
third observation was that few lawyers seem 
to have a vision for the long-term future. ‘I 
often ask: “What will legal practice be like 
for the next generation when law students 
of today are in their 40s?”’ he laughed. 
‘But nobody seems to have an answer.’ At 
most, he suggested, firms are only looking 
three or four years ahead. His final thought 

related to the arrival of high-street brands 
into the legal marketplace. Just as with the 
advent of own-brand credit cards or mobile 
phone services, these high-street brands 
aren’t tied to traditional ways of operating, 
he explained. They’re not talking about 
partnerships, they’re offering a new way 
of looking at the world that is significantly 
cheaper and more streamlined. 

Susskind also emphasised the growing 
demands of clients. They, too, are under 
increasing pressure to reduce internal 
headcounts and external spend, and yet  

this function in addition to your traditional 
role. You keep your clients and trainees, you 
pursue your own cases, but on top of that 
you must take on not only a managerial 
function, but also a strategic one. You’re 
working 70-80 hours a week, so when do 
you expect to get the time?

And, he said, we’re already seeing a 
shift in expectations. Not only are clients 
becoming more demanding in the services 

they use, but so too are the lawyers of 
tomorrow. These potential stars are resistant 
to the idea of working around the clock, 
and they’re not even sure if they want to 
be lawyers at all. They have different values 
to their predecessors; they don’t share the 
same ‘hunger’ to succeed, partly, he said, 
because the world they grew up in was so 
much more affluent and secure than ours. 
Business has already recognised that, which 
is why it is having such success cherry-
picking staff. Talent is becoming scarce and 
yet, few law firms are re-evaluating the way 
that they recruit and retain their employees.

A new sophistication 
Add to that the current economic gloom, 
Lorsch said, and you can see why clients 
are becoming more sophisticated buyers of 
legal services, why they are expecting more 
from their chosen suppliers and why they are 
becoming less tied to long-held relationships 
with their external counsel; in fact, they are 
asking law firms to compete for their business. 
They want the same expertise, but they want 
it cheaper. Law firms are changing too: they 
want global expansion, but without the risk. 

Ultimately, said Lorsch, it will be law  
firms’ depth of understanding of a  
changing marketplace that will make  
all the difference. l

The end of lawyers ?
 
Lawyers may not wish to commoditise services, but they have to, says Richard Susskind

Talent is becoming scarce and clients demanding, says JW Lorsch, it’s time to take action



we are witnessing more legal compliance 
work than ever before, he said – and it’s 
riskier, too. His question: what are law firms 
doing to meet these challenges? 

Lawyers don’t like to talk about 
commoditisation of legal services, and yet for 
Susskind, it is exactly that trend, facilitated 
by technological advances, that will shape 
and characterise legal services in the 21st 
century. He believes that we are already on 
a path to that end, explaining how we have 

moved from: the provision of a bespoke 
legal service that is crafted by the individual 
ability of the lawyer; to the standardisation 
of that service (via universal processes 
and procedures); to the systemisation 
of that service (via e-workflows); to the 
externalisation or packaging of that service 
(whereby clients are given the ability to enter 
a system and use it themselves); to, finally, 
the competition that exists when there’s 
more than one package on the market.  
That, said Susskind, is how legal services  
can become a commodity.

The business of law 
Law students tend to think the industry 
is all about the bespoke service, but for 
Susskind, that’s a romanticised model that 
isn’t sustainable in a business environment. 
You just wouldn’t be able to compete if you 
offered a bespoke service for every element 
of your work. Clients are also championing 
the move to commoditisation, he said, as 
market dynamics will ensure that the price is 
not only cheaper, but also more certain. 

He predicted that law firms’ classic 
‘pyramidal structure’ would soon be 

replaced as a new way of sourcing  
routine work emerged. Instead, it’ll be  
the highly bespoke work that will dominate. 
That’s where lawyers will provide their 
best work. Everything else will become 
commoditised and outsourced to the most 
suitable provider.

‘I anticipate many of the legal services 
of the future will be delivered on an 
assembly-line basis – work will be divided 
into packages, allocated to the best-priced 
providers and pulled together using the 
internet as a just-in-time supply chain 
mechanism,’ he said. ‘In a manner similar 
to the manufacture of computers, whose 
components are sourced from suppliers 
around the world, legal services will become 
multi-sourced: a combination of outsourcing, 
offshoring and sub-contracting, blended 
with traditional service.’ 

In fact, when it comes to technology, 
Susskind emphasised that we’re only just 
warming up, referring to The Singularity  
is Always Near, in which futurist Ray 
Kurzweil writes that we’re currently at the 
tipping point for technological growth. 
Kurzweil predicts that by 2020, the desktop 
computer will have the same speed of 
calculation as a human brain, and by 2050, 
it will have more power than all of humanity 
combined. Maybe lawyers need to start 
rethinking their strategies.

But as Susskind pointed out, it is the 
market leader’s dilemma not only to 
manage such change, but also to make 
sure they are at the forefront of it. It’s the 
difference between what he calls ‘sustaining’ 
technologies, those IT systems that simply 
support the automation of business, and the 
‘disruptive’ technologies that challenge old 
ways of doing things and, often, produce 
better alternatives. 

Market leaders are often too slow 
to realise the importance of disruptive 
technologies. And yet, Facebook, instant 
messaging, blogging... this is the world 
we are living in. We have the technology 
to improve the way we manage 
projects, collaborate with colleagues and 
communicate with peers, said Susskind,  
so why aren’t lawyers using it?

Ultimately, he said, law firms need  
to grow and diversify, much in the way  
that accountancy firms have done. The 
nimble, entrepreneurial and youthful will 
succeed; those that rely on old business 
models will suffer. l

‘Legal services will 
be multi-sourced: 
a combination 
of outsourcing, 
offshoring and  
sub-contracting, 
blended with 
traditional service’
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Lawyers may not wish to commoditise services, but they have to, says Richard Susskind
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ours is a time of massive, 
institutional change. Both clients 
and internal shareholders are 

demanding costs be reduced, which puts 
pressure on pricing and staffing; talented 
employees are becoming harder to recruit 
and retain; legal activity, particularly at times 
of economic uncertainty, is becoming slow or 
sporadic; and yet, at the same time, there has 
been a corresponding growth in legal work 
in areas such as bankruptcy, restructuring, 
refinancing and mergers and acquisitions. In 
such an environment, what is there to lose by 
evaluating what LPO can bring to your law 
firm or legal department?

LPO is a collaborative process and one 
size does not fit all. At CPA we work with 
organisations to mutually assess how LPO 
could help, through a highly structured 
assessment process. That’s because, in our 
opinion, LPO providers need to work as an 
extension of the legal department, bringing 
efficient processes and systems, experience 
and advice, as well as scalability and 
resources that are tailored to each company’s 
individual needs. And, while CPA offers a 

broad range of LPO services, we recognise 
that each client’s needs are unique. That’s 
why we start with a blank sheet of paper; 
there is no preconceived idea of what the 
LPO solution should be. Our initial focus is to 
understand the real issues and challenges of 
the individual business through discussions 
with senior stakeholders – only then do we 
propose a specific solution which exactly 
meets their needs.

Delivering success
The benefits of LPO are universal, however. 
Outsourcing enables management to focus 
on its core business, which is vital when you 
consider the current climate; being able to 
scale resources up and down on demand, 
often on a month-by-month basis, enables 
clients to move to a cost base which flexes as 
the business changes. 

Assessing outsourcing takes time, but 
compared with hiring a new department or 
multiple numbers of specialist legal staff, the 
process is quicker and easier to manage. It’s 
also more economical and can make you 
more agile in the market. 

Ultimately, it is the importance of quality, 
not cost, that is driving growth in the LPO 
marketplace. That’s why companies looking 
to offshore or outsource key tasks should 
be looking for an experienced partner that 
is able to ensure quality of work, as well as 
manage risk, guarantee data security, export 
control, interoperability of data and smooth 
transfer of work.

CPA has decades of experience in 
providing outsourcing services. We’ve 
established best practice in the field, which 
we can pass on to our clients. We’ve also 
got the resources in place: we recruit the 
best of the best, so you don’t have to 
compromise on quality. 

LPO provides cutting-edge solutions 
to the new challenges that law firms and 
corporations face. It’s not a static, nor 
restrictive service, and managed correctly it 
will make your organisation faster moving 
and more competitive. l

Andrew Loach and Derk Kropholler 
are both vice presidents, Business 
Development, at CPA

LPO a strategic approach
 

Legal process outsourcing provides credible and innovative options for busy law firms 
and corporations seeking to retain their competitive edge, said Andrew Loach and 
Derk Kropholler as they closed CPA’s LPO launch event. Here they explain why…

CPA is also planing a launch 
event in North America. For 
details on how to register your 
attendance or for an informal 
and confidential introduction 
to CPA’s LPO services, email 
DKinnal@cpaglobal.com.

LPOEVENTS






