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Disruptions to the traditional 
model for the legal profession 
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5 forces driving legal service markets

Changes in industry structure and proliferation in number 
& type of legal services providers, intensifying supply-side 
competition

Progressively reduce, even remove, restrictions on almost 
all aspects of the ownership of providers and means for 
delivery of  legal services.

The speed and intensity with which clients transform to 
meet their legal needs will occur more rapidly than most 
anticipate.

The impact of technology as a substitute, not just a 
complement, for lawyers’ services will be more dramatic 
than most predict.

Likely to be slow to adapt change management and 
innovation needed to maintain profitability.

Source: George Beaton, ‘why BigLaw firms must start remaking now’ (April 24, 2016)

De-regulation

Hyper-competition

Client transformation

Exponential technology

BigLaw firm inertia
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Traditional lawyer model under threat

“the competition that kills you, doesn't look like you.”

“Law firms tend to think it's a question of what the other law 
firms are doing – but they should also be looking at the 
accounting firms, at the legal tech start-ups, at the legal 

process outsourcers and legal publishers.”

“Even if law firms aren't prepared to change, new players in 
the market are absolutely happy to embody new ideas.”

Professor Richard Susskind
Lawyers Weekly, Australia, 9 May 2016 
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“New Normal” for legal services

• Increasingly sophisticated clients with more access to information – and 
who are demanding more transparency from firms 

 Forcing efficient unbundling and repackaging of services and a move toward 
“value” billing

• … new competitors, from LPOs to multidisciplinary PSFs offering 
integrated services at the intersection of law, finance, strategy, and 
project management

• … pressures on historic law firm business model of rate increases, 
leverage, and “bespoke” work

• … pressure on GCs to source work efficiently and effectively to solve 
problems – cyber security/data privacy, anti-bribery and corruption, 
safety and catastrophic risk – made more complex by globalization, 
technology, and boundary blurring.”

Professor David Wilkins 
@ FT-RFG Innovative Lawyer Summit, June  2016
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Threats to revenue of law firms

Corporate law departments that are in-
sourcing more legal work

Clients’ use of technology tools that 

reduce the need for lawyers and paralegals

non-law firm providers of legal and 
quasi-legal services

Source: Altman Weil Flash Survey, Law Firms in Transition (May 2016)

21%

68%

19%
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Loss of revenue or “leakage”  through the following:



Disruptions to legal profession  

Tax advisors 

Accountants

Lawyers

Financial advisors

Management consultants

Strict regulatory frameworks 
create clearly delineated 
boundaries between professions

Single –discipline firms e.g. legal, 
consulting, accounting firms etc. 

Blurred boundaries 
between professions

Multi-disciplinary 
firms 

Client demand, legal tech & competition

MELTING POT 
OF 

PROFESSIONS
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The “more for less” phenomenon

Chief legal officers are pressured to increase efficiency and cut cost, 
leading to the “more for less” phenomenon.

Source: Altman Weil Chief Legal Officer Survey 2015

• 9 out of 10 CLOs have pursued 
improvements in the efficiency 
of their department’s delivery 
of legal services in the last 12 
months

• 44% of law departments are 
collecting and analyzing 
management metrics to 
measure and maximise 
performance and efficiency

Efficiency efforts

• 57% of law departments cite 
new efficiency of internal 
procedures as one of the top 
ways to cut costs

• 34% are shifting work from in-
house lawyers to department 
paralegals and other 
paraprofessionals

• 25% use contract lawyers 

• 15% outsource to non-law firm 
vendors 

Cost control
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Disaggregation of legal services by clients

Commoditised/administrative-like 
tasks

M&A, joint ventures, 
complex licensing, 
compliance reviews, 
enterprise sales 
transactions, managing 
large class actions, and 
regulatory response.

General legal advice 
relating to defined 
areas of law and scope 
of service.

Routine and process-
driven work, such as 
review of service 
contracts and letters.

Complex 
Advisory/ 
Litigation

General advisory

FrequencyTypes of Legal Work

High

Medium

Low
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Law firms use technology to generate cost efficiencies

Greater focus on improving Business support priorities in 2016

Improve the use 
of technology

94%
Standardise business 

processes and ways of 
working

88%
Increase level of 

business partnering 
support

50%

Reduce level of 
transaction 

processing activity

17%
Reduce cost

17%
Centralise or share 

resources

15%

Source: PwC Law Firms Survey 2015

technology
& Business

processes
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How legal services innovate in response to disruption

Digitization

Technology as 

enabler 

Technology as key driver of these 
trends affecting all professional 

services including legal

New models deliver more 
for less and are flexible in 

meeting clients’ needs

Eg : alternative resourcing 

options

Enhanced collaboration 
across professions to 
deliver added value

Eg : multidisciplinary firms 

providing a range of 

services

Increasing efficiency and 
response times using 
technology and online 

tools

Eg: online legal services, 

legal process outsourcing

New business 

models

Multidisciplinary 

integration
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The “sharing economy”   
- disruptions affects all service 
industries
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Technology is a key driver of the sharing economy 

Increasing penetration of internet & smartphones

Quicker transmission of information resulting in greater 
transparency for transactions 

Development of technology platforms for smooth and 
quick service delivery

Falling barriers of entry due to digitization
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Previously, taxi drivers needed to master the knowledge 
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But today, there are other tools to capture the 
“knowledge”…
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What can lawyers learn from Uber? Focus on what clients 
want! 
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Tells you who exactly is 
providing the service

Tells you how long the service will take + 
Live progress updates  

Tells you how much it would 
cost, often cheaper than taxis 

(without surge pricing)

Provides alternative 
payment methods

“Lawyers, like cab drivers, are useful and capable service providers who nonetheless are 
sabotaging themselves through their own lousy delivery models.”

--Jordan Furlong. What makes Uber tick and what lawyers can learn from it (8 June 2016), The Lawyerist

“Flaws in delivery models 
has allowed new competitors to leverage on legal tech to enhance access & convenience
for buyers of legal services”



Spread of the “sharing” economy - a catalyst which fuels 
client demand by creating choice and increasing efficiency

Choice

Efficiency
The sharing economy 

- matches supply and demand instantly

- creates supply and demand by attracting 

new service providers to enter into an industry & 
cater for unmet demand

The sharing economy provides access to a 

variety of services at competitive 
prices from both new and 
existing service providers
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Power of the “sharing economy”: Uber is now a 
$50bn company
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Airbnb is now known as the world’s largest 
accommodation provider, but it owns no real estate
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“Fintech”, a product of the sharing economy, is well known as a 
major disruptor of the financial services industry

Peer-to-peer funding

Short loans
Crowdfunding/Angel investing

Fintech: Combination of “financial” and “technology”. Fintech is the use of 
technology to serve clients of financial institutions. 

Accenture found that global investment in Fintech has grown from $930 
million in 2008 to over $12 billion in 2015 with Europe experiencing the 
highest growth rate. 

Some examples:
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Effects of disruption: the changing 
landscape of the legal industry
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Disruptions to the traditional law firm model

Partnership business 
model focused on 
hourly rates and 
leveraging on lawyers to 
do bulk of client serving 
work 

BigLaw

Disruptive business 
model providing 
alternative fee 
arrangements and 
leveraging on 
technology & non-
lawyers

NewLaw
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Disaggregated legal services market – new reality! 

NewLaw

NewLaw

Premium 
law firms

Integreon, 
Pangea 3

Axiom, 
Advent 
balance

BigLaw

Commoditised/administrative-like 
tasks

Complex 
Advisory/ 
Litigation

General advisory
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BigLaw meets NewLaw
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DLA Piper
forming an
alliance with
LoD to provide
contract lawyers
for their clients

Norton Rose partnering with
legal tech company LawPath
to access the SME and startup
markets

Gilbert + Tobin
bought over Legal
Vision, leveraging on
technology to
outsource high
volume, lower value
work.



NonLaw meets BigLaw
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By headcount, PwC’s
legal arm is the world’s
tenth-biggest, and all
four networks’ law
divisions are in the top
40 by this measure

--The Economist (21 Mar
2015)

April 2013 - Ageas, one
of UK’s largest insurance
companies, struck a
deal with a Cardiff
personal injury firm to
provide legal services to
customers under the
brand of Ageas Law LLP.

April 2016 - Financial
Services firm Lifetime
Group set up Lifetime
Legal, an ABS providing
additional legal
services to offer
“holistic advice” to its
clients.

June 2016 – Crawford
& Company, one of the
biggest firms of
independent loss
adjusters, set up an
ABS to employ lawyers
and provide end-to-
end solutions for
motor, casualty and
property claims

Accounting firms Insurance firms Financial services Claims management



NonLaw meets NewLaw
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Deloitte purchased Conduit Law to form Deloitte Conduit Law LLP in Canada, 
which provides lawyer-on-demand services.

• Law firm is forming specialist consultancy services .

 Technology enabled transformational programmes.

 Regulatory compliance.



Response of Biglaw

Hybrid 
legal 

solutions

Contract 
lawyers

Document 
review 

services

Online 
legal 

services 

Legal
consultancy

Concerned that practices 
could suffer because of 
increased competition in the 
legal industry, law firms are 
adopting more varied and 
flexible ways of working. 

Many are experimenting with 
new service delivery models 
to gain efficiencies and adapt 
to changing client 
requirements. 

How they leverage 
technology to deliver these 
models is expected to 
become a key differentiator 
between law firms. 
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BigLaw: alternative business models are necessary 
to protect market share 

The traditional law firm model is under pressure and you have to decide 

whether you stick with a diminishing market for pure premium work or accept 

that, to win a greater share of the premium work, you have to combine it with 

alternative delivery models.

– Wim Dejonghe, managing partner at A&O (Oct 9, 2014)

[Teaming up with LoD] allows us to work in a way that is good for our clients 

and for our workforce and enables DLA Piper to achieve a level of profitability 

that we need in order to continue to compete in the marketplace.

– Simon Levine, DLA piper co-chief executive (Nov 11, 2015)
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BigLaw – responding to challenges of NewLaw

Verifi: A computer program 
that can sift through 14 UK 
and European regulatory 
registers to check client names 
for banks. It can process 
thousands of names overnight 

TermFrame: A program that 
reads and analyses clauses in 
loan agreements; guides lawyers 
through transactions and point 
them to correct precedents at 
each stage of a process
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Summary of “alternative delivery services” by 
Magic Circle firms

Delivery 
models

Allen & 
Overy

Clifford
Chance

Linklaters Freshfields Slaughter & 
May

Low-cost 
hub

√ √ √ √ X

Document 
review 
services

√ √ √ X √

Online legal 
services

√ √ √ √ X

Contract 
lawyers

√ X X √ X

Hybrid legal 
solutions

√ X X X X

Source: insightBee report - how are Magic Circle law firms responding to the ‘more for less’ challenge? by Thomson Reuters (Apr 15, 2015)
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Implications for lawyers and law 
students 
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To be ahead of the curve, you need technical knowledge, 
business expertise and a range of other skills

Being a lawyer today, technical expertise is necessary 
but not sufficient
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“… In the future the business of law will require fewer general support staff
members, junior lawyers, and generalists – and more legal technicians and
project managers... tech skills in the areas of digital communication and
collaboration, computer and data science, and statistics will become the
coin of the realm in this profession. In some law firms, new roles including
legal process managers and general legal technicians will emerge…

Law schools can further serve the profession by teaching students business, 
project management, and general tech skills… expand the mandatory 
curriculum beyond fields of substantive law by… introducing case-
management processes and legal technology... specific legal-tech skills 
(such as database management, statistics, analytics, and digital 
communications)… “ 

How legal technology will change the business of law
The Boston Consulting Group

January 2016 

New skill sets for law students…?
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Relevance of “lawyer” in the future?

• “… There are a whole bundle of systems that are ready to take on the 
tasks that we thought historically could only be done by lawyers…

• Throughout the 2020s… firms would undergo a period of 
“redeployment, not unemployment” where lawyers moved on to new 
tasks and adopted new areas of knowledge…

• As this trend develops, the concept of a “lawyer” is going to be become 
less and less relevant….

• The upshot of this is that lawyers should be expecting to learn a whole 
bundle of new skills in the future…

• We'll probably stop using the term lawyer – there'll be legal risk 
managers, legal project managers, legal process analysts and legal 
knowledge engineers…”

Professor Richard Susskind
The Lawyers Weekly -Traditional lawyer model under threat

9 May 2016
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Tweaks to the business model of BigLaw?

Source: How Legal Technology will change the Business of Law by BCG (January, 2016)

Legal tech will disrupt traditional business model; “pyramid” structure replaced 
by “rocket”;    junior lawyers and associates per partner.
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Today
Pyramid structure

Tomorrow
Rocket structure + nonlawyer

Outsourcing

Outsourcing Automation

Partner

Senior

Junior

Cooperation

Outsourcing
partner

Tech
solutions

Project
manager

Paralegals Legal tech

Tech
manager

• High ration of junior lawyers per partner

• Junior lawyer level most impacted by 
outsourcing and automation

• Low ration of junior lawyers per partner

• Especially entry-level jobs will vanish

Other nonlawyer staff Lawyers Tech solutions



2000 2013

77% 57%

of students had full-time legal jobs nine months after 
graduation

Source: National Association for Law Placement; American Bar Association data (ABA Journal, October 22, 2014)

Diminishing market for law graduates in the US 
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Destination of law graduates, 2013-2014 (UK)

Source: Developing Legal Talent, Stepping into the future law firm  by Deloite (February 2016)
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“… a new segment of the legal economy … that is financed by non-
lawyers and heavily focused on data, process, and technology, which 
taps into skill sets not traditionally taught in law school.

law schools need to figure out how to deal with the changes occurring 
in the legal marketplace, and the organized bar needs to address the 
demographic shift.”

This is partly due to…

Source: As fewer law grads become lawyers, the profession shows its age, ABA Journal (October 22, 2014)
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“Law students [should] ‘think outside 
the box’ [and] consider employment 
beyond the legal sector, such as in 
consulting, big business, banks, 
international organisations, the 
policy sector – where … legal 
education and skills [are] welcomed 
and useful,”

Marie Iskander, vice-president of the Australian 
Law Students’ Association (ALSA), as reported 

by Lawyers Weekly on 9 January 2015

Law students should be open to other options
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Major legal provider who is not a law firm

“Axiom is now one of the largest providers 
of legal services in the country, and boasts 
over half the Fortune 100 clients.”
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Innovate and differentiate 
- The power of ZHI and ZICOlaw
together
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Focus on the 
ASEAN Region

Framework to facilitate  referrals and 
cross-selling  of clients incl. public 
sector entities,  government-linked 
companies, public-listed and private 
companies, MNCs, SMEs, law firms, and 
individuals.

ZICO Holdings Inc. (ZHI) - an integrated 
provider of multi-disciplinary services in ASEAN

Multi-disciplinary practice (MDP)

ZICO Law has offices in 15 cities across 8 countries throughout
SE Asia. We leverage on ZICO Law’s local market presence to
access clients across ASEAN.

Cross selling  
& integrated services  

Strong relationship with ZICO Law network

Integrated services housed under a regional
brand synonymous with quality solutions.
Resource sharing ensures efficient delivery of
comprehensive services to clients.

ASEAN-based professional services
firms, offering advisory and
transactional services, management
and support, and licensing services.

“We are innovative entrepreneurs riding on disruptions in legal services”

Listed on Catalist of the Singapore 
Exchange Securities Trading Ltd 

on 11 November 2014.
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Innovative business model

 External capital to fund 
business expansion

 Incentivise performance 
and talent retention via 
share schemes

 Venture into new services
 Centralise management 

and support functions

 Focus on core 
competence of practising
law

 Maintain professional 
independence and 
autonomy

 Compliant with regulatory 
rules on law firms

Partnership Model

Integration 
and cross-
selling of 
services

Corporate Structure
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ZICO: “best of all worlds in a legal services business 
model”

• “A high quality, low cost, complete back office based on economies of scope 

and scale and jurisdiction, 

• Stronger corporate, i.e. firm, branding to add to your personal brands and 

those of your partners, 

• Building real equity on your balance sheet and having access to external 

capital to invest in the future without sacrificing income now, and 

• Providing a growing list of adjacent services that includes trust, company 

secretarial, consulting, investor and wealth management services and benefit 

financially from doing so. 

• The Zico model is a perfect example of the hallmarks of a NewLaw firm… 

• … demonstrates one way traditional BigLaw firms can remake themselves”  

George Beaton, Remaking Law Firms: Why & How
28 June 2016
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Alternative organisational & service delivery model  

NonLaw

NewLaw BigLaw

Access to a wider platform of clients through 
cross selling and tapping into new markets

Leverage on technology to improve 
business processes and user experience

Enhancing suite of services anchored 
on legal under an MDP framework

Allows disaggregation and re-packaging 
of legal services

Instead of a zero sum game, BigLaw, NewLaw & NonLaw can collaborate!  
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A collaborative “eco system” of services to capitalize 
on disruptions in the delivery of legal services 

NonLaw

NewLaw
Alternative business models

Invest. in technology + processes

BigLaw

Online Legal Services (OLS)

NewLaw
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MDP framework is flexible for delivery of legal services, 
supported by a shared services platform
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