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Executive Summary

This report aims to identify the main environmental factors impacting upon JCP Solicitors at present and in the near future. The objective of the report is to use these findings to inform the business’ corporate and HR strategies to improve effectiveness and performance. To gain a broad understanding of the external influences on the business, the report adopts the frameworks of PESTLE. The main findings and recommendations were formulated through reading and research of multiple sources including peer-reviewed articles, business reports, internal systems, CIPD factsheets and HRM textbooks. 
The report identifies technological and social changes as the main external influences , and specifically looks at these within the context of the legal industry. 
Specifically, the reports findings identify that:
· changing digital landscape is one of the key impacts on legal services.
· Businesses that fail to adapt to technological changes will lose competitive advantage.
· Synergy is required between new technology and the workforce, for maximum output, productivity and profitability.
· Changing social attitudes affecting labour supply of legal secretaries.
· Increasing importance of engagement for employees is impacting the business retention rates
· Growing trend of employee led labour market – firms need to be competitive to retain employees.
The key recommended actions suggested to address and overcomes these challenges, include:

Bringing technology and automation to the forefront of the corporate strategy
· Aligning the aims of the corporate and HR strategy, to create a agile workforce ready to enter the digital era. 
· Creating innovative solutions to workforce changes and employee engagement issues which are underpinned in HR, recruitment and training strategies.
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1. Introduction 
JCP Solicitors Limited is a regional law firm with offices throughout South Wales. It originated in Swansea in 1990 by four partners and as of December 2017, has 10 Business Owners, 20 Directors and 208 employees. The business specialises in areas of law and has both commercial and private clients. It defines itself by its high client care standards and accessible legal specialists (JCP Solicitors’ Induction Slideshow, 2017).
Notable changes to the business in the last decade include its transition to an Alternative Business Structure (ABS) in July 2012 and more recently its change to a Limited Company in April 2015. The former change enabled a non-solicitor Director, Hayley Davies (CEO) to gain equity in the firm and become a strategic partner. 

Since 2011, JCP Solicitors has implemented its business strategy to acquire smaller law practices in both South West and South East Wales and completed its most recent and biggest acquisition in April 2017. During its growth, the business seeks to differentiate itself from other firms by maintaining the close knit, local client relationships, whilst offering expertise of a national standard. This concept is underpinned in its strategies. 

The business is currently consolidating its position in the market and reviewing its corporate and HR strategies to drive forward the business into its next planned phase of growth. To define what is meant by HR strategy within the context of this report, Farnham (2015) conceives it as process of ‘influencing key HR practices promoting improved performance and competitive advantage’. He also supports the theory that for a HR strategy to achieve maximum effectiveness, it needs to be closely aligned with business strategy goals. JCP Solicitors ‘Overview of Business Plan’ document recognises this concept and supports the process of formulating a HR strategy in relation to the corporate business plan. 

Figure 1. Extract from JCP Solicitors Overview of Business Plan, 2017
 (
Implementation of Strategic Plan:
Strategies based on the Strategic Plan will be formulated in relation to:-
Marketing
ICT
Human Resources
)











2. Methodology 

In-depth research into formulating an effective HR strategy, directs HR professionals towards the importance of undertaking environmental analysis and scanning. In Farnham (2015), he identifies environmental analysis as a ‘major factor’ in ‘determining an organisations strategic direction’. CIPD underpins this viewpoint in its factsheet on ‘PESTLE Analysis’ by concluding that ‘Conducting a strategic analysis means scanning the external environment to detect and understand broad, long-term trends’. This sends a strong message to HR strategist about the intrinsic relationship between environmental analysis and strategic planning; to the extent that if a strategy exists without undertaking environmental analysis and is therefore unable to ‘respond to the external forces acting on it, it will fail regardless of how well its internal affairs are managed (Farnham, 2015).

There are a range of tools available to HR professionals to undertake environmental analysis. For the purpose of this business report, the PESTLE framework has  been identified as being the most effective means of identifying the most impactful trends on JCP Solicitors. (PESTLE Analysis Factsheet, CIPD 2017). 
To capitalise from these frameworks, it is necessary to recognise their main strengths and weakness.
Key advantages of  PESTLE analysis, particular to this report, are:
· Procedurally simplistic and methodical for ease of first time use
· Tried and tested frameworks, used by leading HR and business specialists with accessible templates and examples.
Key limitation of PESTLE, identified in particular to this report is:
· Potential of ‘biased’ opinion due to report presenting findings of one individual. Other Business Managers and Owners will have different experiences viewpoint on external impacts to firm and their particular practice areas. 
To alleviate concerns of bias, consideration could be given for the PESTLE findings to undergo a ‘peer-review’ process by the larger management team, to ensure no significant factors have failed to be identified.






3. Main findings
3.1 Law firms in the ‘Digital Era’. 

In the Law Society’s report on the ‘Future of Legal Services 2016’, it identifies ‘technological and process innovation as a key driver of change in the legal profession’. JCP Solicitors currently sits towards the larger scale of the ‘SME’ definition and in comparison to other SME law firms, its use of technology could be seen as progressive. However, to achieve the growth identified in its strategy and to close the gap between itself and the ‘Top 200’ law firms and then sustain its market position, it needs to harness the technological advances that are unquestionably impacting the legal sector. PWC supports this idea in its report on ‘The Law Firm of the Future’, where it writes that ‘ firms will need to embed best in class technology into all of their legal processes, and will need to continuously innovate as better software tools are developed’. 

Keeping the client experience at the forefront of business strategy, changing buyer behaviours and expectations need to be considered when assessing what technological changes are needed. Jacob Morgan, in his Forbes article on the ‘What is the fourth industrial revolution?’, talks of a ‘ blurring the real world with the technological world.’ In the context of consumerism, barriers are being broken down between consumers and businesses and how buyers want to do business. With the emergence of the ‘millennial’ impacting today’s economy, there is a gap forming between how they communicate and connect, and how law firms are trying to interact with them (Future of Legal Services 2016, The Law Society).  

 This increased consumer demand for connectivity also has a knock-on effect on the businesses reliance on location as a strategic advantage. Up to now, the business’ has capitalised on the physical location it inhabits by existing in a less overcrowded and competitive market than the Welsh Capital. However, increasing technological innovation and connectivity are lifting physical distance constraints. As evidence, most Business to Business ‘B2B’ communications and transactions in JCP’s Commercial Services Practice Group dealt are now dealt with by emails or in virtual data rooms (Commercial Services Strategy Meeting notes, June 2017), as opposed to client meetings. Simply put, the business can no longer rely on its locality or ‘convenience’ factor as a competitive advantage. Instead, it will need to look at other ways of stopping clients going to bigger City firms, including utilising the  innovative technology emerging with the legal fields.

If the business needs to move towards a ‘digital era’ to survive in the future, this will undeniably create challenges for the business’ workforce who have become accustomed to a more traditional occupation. These challenges are demonstrated in the Deloitte ‘Global Human Capital Trends’ report 2017 (Figure 2), which shows a dramatic spike in the rate of technological change and then disappointedly, a much slower rate of change for individuals. This highlights that it isn’t enough for business to simply introduce new systems or innovations. Their ongoing success is reliant on an agile workforce maximising their effectiveness and driving forward productivity and therefore profitability.
Figure 2: Deloitte 2017 Global Human Capital Trends report.
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3. 2 Social trends and Recruitment and Talent Management

Identified within the ‘Social’ arm of the PESTLE framework, a significant impact already being felt within the business is the changing workforce. These changes encompass evolving social attitudes and emergence of new employee expectations. If its recognised that the business deems its human capital as its ‘most valuable assets’, it must also recognise that innovation and change are imperative within areas of recruitment, talent management and employee engagement and wellbeing. 

Specifically, the PESTLE analysis can be drawn down into two main areas of concern within the ‘Social’ subgroup in relation to its workforce supply. 

The extinction of the Legal Secretary

The business’ monthly workforce statistics consistently shows that the role of the Legal Secretary makes up the largest percentage of a single occupation within it. However, analysis of the business’ recruitment records show a steady decline in the response rates to Legal Secretary vacancies. Pairing this with the knowledge that 24% of the business’ legal secretaries are over 60 (Cascade HR system, 2012), the evidence strongly suggests the business largest occupational group is at risk of rapid decline due to the supply rates.  With growth on the agenda for most of the business practice groups (Strategy meeting overview notes, 2017), the business needs to urgently consider either ways to create its own supply of legal secretaries or other means of processing this work. If not, loss of this support could directly impact the efficiency and productivity of the fee earners and the client service. 
Employee expectations
Business’ are seeing a growing trend of an employee driven market (The Challenges and Opportunity facing HR in 2017, People Management). The report highlights that ‘Employees today have more power than ever before and HR needs to ensure they are engaging and nurturing their workforce in order to avoid losing them to competitors’.  Admittedly, up to now  JCP Solicitors has been able to rely on its good reputation, location and good links with local universities  to attract excellent candidates. Its largely relied on the fact that the business was the employer of choice for  talent born and bred within the Swansea or South West Wales regions, to both attract and retain its staff. In comparison to the smaller, high street firms within its region, it appeared progressive and innovative. Growing employee power and the threat of commercial firms opening in Swansea, means that the business can no longer rely on this stream of talent attraction and will need to think more strategically both recruiting and retaining is talent.  In the same report, PeopleMangement cites Head of Recruitment at Harvey Nash, Lisa Wormald opinion that “Companies are having to sell themselves more versus the arrogance employers used to have. The candidate has more power now and higher expectations.”   

Focusing on the concern of retaining talent, the business staff turnover during the last 12 months can’t be ignored. Since the most recent merger in April 2017, the business has lost 4 Directors to other business’ and 1 to retirement. This is a stark increase on the last 5 years where an average of 1 Director has retired per each. (Cascade HR system , 2017). Analysis of the business’ exit interview meeting notes  will bring up themes of disengaged individuals who don’t feel ‘part of the bigger pictures’.  The loss of high level specialist knowledge and talent and challenges in attracting candidates is an increasingly competitive market, will leave productivity and profit within teams at huge risk. 














4. Recommendations

4.1 Recommendations on Technology: The Digital Era
The reports findings identify that:
· changing digital landscape is one of the key impacts on legal services.
· Businesses that fail to adapt to technological changes will lose competitive advantage.
· Synergy is required between new technology and the workforce, for maximum output, productivity and profitability.
Main recommendations: Business required to transform its mindset of seeing  technology as a support mechanism to its fee earners and instead views it as a as a commodity and fee earner in its own right. The findings strongly suggest that the business’ Corporate strategy needs an urgent review, moving technology up on its agenda.
Specific means of achieving a refocused digital agenda are addressed in this report’s ‘Action Plan’ (Appendix 3 – Impact 1). 
Actions include:
· Frequent consultation with market leaders in Legal Enterprise systems about the emerging technologies available to law firms so we are able to make informed and strategic decisions about the businesses technological needs. 

· Researching clients behaviours to consider new methods of communicating and sharing data with our clients. This is especially important within our ‘B2B’ client areas such as Commercial Services, where large commercial clients are going to be undergoing digital transformation themselves. 

· Updating the business’ training and recruitment plans to create an agile and dynamic workforce. Objective of HR strategies is to close gap between technology and individuals.

4.2  Recommendations on Social trends: The extinction of the Legal Secretary/ Employee expectation 
The reports findings identify that:
· Changing social attitudes affecting labour supply of legal secretaries.
· Increasing importance of engagement for employees is impacting the business retention rates
· Growing trend of employee led labour market – firms need to be competitive to retain employees.

Main recommendation: To minimise the impact of the growing secretarial shortage, the business either needs to create its own supply of secretaries or automate these tasks through investment in new systems. Employee engagement and talent retention need to be reviewed within HR policies and strategies to ensure staff are engaged. 
Specific means of achieving these are addressed in this report’s ‘Action Plan’ (Appendix 3 – Impact 2). 
Actions include:

· Reinventing the secretarial role by setting up a ‘Training Academy’ for apprentices, where current secretaries can pass on skills and expertise.
· Introduced an internal communication strategy with objective of increasing employee engagement and retaining talent. Send out survey to get a ‘snap shot’ of current staff satisfaction levels. 
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APPENDIX
APPENDIX A: PESTLE Analysis on JCP Solicitors

	External factors to consider
	Impact on JCP Solicitors Limited

	Political
	1. BREXIT – Changes to legislation tied into EU law. Businesses needing legal advice on BREXIT changes. 
2. Apprenticeship levy – uptake in apprenticeships.
3. National living wage increases impacting wage bill.
4. Abolishing stamp duty land tax – increase in Conveyancing instructions?
5. Business rate increases

Sources:

 ‘ How would a Brexit affect law firms in the UK?,  Reynolds Porter Chamberlain LLP

Autumn Budget 2017 – 25 things you need to know, (www.gov.co.uk) 


	Economic
	1. BREXIT: Companies invest in the UK as an access point to the EU internal market. Decline in international clients/businesses?
2. Slow down of economic growth = slow down of work especially in Corporate teams?
3. Increased employment rates –especially 

Sources:

 ‘ How would a Brexit affect law firms in the UK?’ Reynolds Porter Chamberlain 

‘UK Economic Outlook 2017’, PWC


	Social
	1. Social attitudes change in relation to secretarial work. Less individuals entering secretarial roles – threatening support structure of firm.

2. Employee engagement driving recruitment market- engagement, communication and flexible working policies. 

3. Aging workforce – 

Sources: The Office of National Statistics, (www.ons.co.uk)


	Technology
	1. Advances in automation and AI
2. Increased connectivity impacting buyer behaviours
3. Development of ODR (Online Dispute Resolution) changing idea of law firm

Source:  ‘The Future of Legal Services’, www.thelawsociety.co.uk).


	Environmental

	1. Recycling and waste
2. Sustainable suppliers 

	Legal
	1. Abolishment of tribunal fees.
2. GDPR – data protection changes and impact of client and employee date.

Sources: News bulletins, XpertHR, 2017 (www.xperthr.co.uk).


APPENDIX B: Action Plan
	External factor
	Potential impact/threat
	Internal involvement from:
	Key objectives:
	Achieved by:

	1.
Technology
	Falling behind within the legal services transformation into digital age


	Business Resource Manager/ Advisory Board/ 
	1.1  Maintaining competitive advantage


1.2 Meeting clients (especially B2B clients) buyer expectations

1.3 Increasing productivity and efficiently through technology

1.4  Counteract workforce shortages by automating processes.

	· Arrange quarterly ‘Round table’ meetings with Quiss (Outsourced IT company) – get specialist advice from expertise on up and coming AI and Automation inventions.

· Review systems budgets in January 2018 ahead of 2018 budgets and look at whether more investment is needed. 

·  Review client communication and data sharing needs.

·  Assess how technology can close gaps in workforce shortages.

· Bring technology high up on agenda in corporate and HR strategy.

· Recruiting ‘tech savvy’ employees.

	2. 
SOCIAL
	Increased employee expectation – loss of talent to other firms.
	HR Manager/ CEO/Advisory Board and Marketing Director
	1.1 Effective talent management
1.2 Increased staff retention
1.3 Improved communication throughout businesses and shared purpose
1.4 Increased staff satisfaction levels 
1.5 Creation of an agile and dynamic workforce. 
	· Review salaries and benefit package – consider more transparent salary structure ahead of April pay reviews.

· Review flexible working policy and uptake to bring modern working to the forefront of HR strategy.

· Create an Internal Communication strategy.

· Send out staff satisfaction survey quarterly to measure achievement towards objectives.

· Relooks at HR policies and recruitment and training strategies to bring employee engagement into focus.
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