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Executive summary
MARKET SHARE
• The market is growing robustly
• The biggest brands by volume are
increasing market share
• Firms with corporate parents are losing
the most market share
• Organic growth is driving the biggest
gains in market share
• Consolidation hits the mid-market
hardest but size is no barrier to superior
performance

BUSINESS MODELS:
• The distributed consulting model is
growing most rapidly
• The margins achieved by this model are
lower than comparators
• Consolidators and conglomerates have
yet to demonstrate the value they add
• Owner managed firms can effectively
compete, regardless of size

CONCLUSIONS
• Market consolidation and concentration is insignificant and smaller firms with more
traditional models are demonstrating they can grow market share and maintain higher
margins than larger market disrupters
• Organic growth driven by distributed consultants may have a bigger impact than
acquisitive growth though the distributed consulting mode will have limits, even is these
haven’t yet been encountered
• There is evidence that margins in excess of 20% can be achieved and maintained,
though not through economies of scale or external ownership which remain unproven,
but by pursuing effective design and execution of ways of working, which are
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Winners and losers since the pandemic
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The Residential Conveyancing market is growing robustly
• Since the low point of market disruption caused by COVID in Q2 2020, the
Residential Property market in England and Wales has grown 470%

Size of Residential Conveyancing Market (by number
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• It has grown 63% from its pre-pandemic level and firms will have matched this
growth in volume to maintain their market share
• Unsurprisingly, 69% of all entities operating in the market are doing more
business now than last year but some firms are pulling ahead of others
• This report focusses on the most significant firms in the market by volume and
also the firms who are winning most market share

• It will focus on the business models and factors driving success and failure
Brand
1

My Home Move Limited

Mkt
Sh’re
2.2% 11

Brand
Read Roper and Read

Mkt
Sh’re
0.5%

2

O’Neill Patient

1.2% 12

Ison Harrison

0.4%

3

Taylor Rose

1.0% 13

Property Legal Services (PLS)

0.4%

4

Setfords Law Limited

0.9% 14

Birchall Blackburn

0.4%

5

Davisons Solicitors

0.7% 15

Shoosmiths

0.4%

6

Countrywide Property Lawyers

0.6% 16

Simply Conveyancing Property Lawyers

0.4%

7

Gorvins

0.6% 17

DC Law

0.4%

8

Alexander Grace Law Limited

0.5% 18

JMW Solicitors LLP

0.4%

9

Talbots Law Ltd

0.5% 19

Cook Taylor Woodhouse

0.3%

10

McMillan Williams

0.5% 20

Knights Professional Services Limited

0.3%

• The Top 20 Residential Conveyancing brands have been selected for study
because:
o There is reliable land registry data available that provides visibility of market
share and market size
o The biggest brands have different company structures and strategies that
mirror the wider consumer sector
o There are specialist providers whose performance can be compared directly
based on statutory accounts
o There is pricing data available to compare services like-for-like

Source: Land Registry; Transaction data; Number and types of applications by all account customers; monthly date from Jan2017-Mar 2022: https://use-land-property-data.service.gov.uk/datasets/td/download
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The biggest brands by volume are increasing market share

1.6%

• 12 of the top 20 brands grew market share from their pre-pandemic position
• As a group they increased their share of the market by 1.6% of the market in
relation to smaller competitors over the period

Increase in market share by the Top
20 brands since 2019

• Some of these brands are part of larger corporate groups which own relevant
businesses outside of the Top 20
• These are described overleaf

Change in market share Top 20 firms
0.80%
0.60%
0.40%
0.20%

Source: Land Registry; Transaction data; Number and types of applications by all account customers; monthly date from Jan2017-Mar 2022: https://use-land-property-data.service.gov.uk/datasets/td/download

DC LAW

MY HOME MOVE
LIMITED

COUNTRYWIDE
PROPERTY LAWYERS

PROPERTY LEGAL
SERVICES (PLS)

SHOOSMITHS

BIRCHALL BLACKBURN

COOK TAYLOR
WOODHOUSE

JMW Solicitors LLP

O'NEILL PATIENT

TALBOTS LAW LIMITED

ISON HARRISON

MCMILLAN WILLIAMS

SIMPLY
CONVEYANCING
PROPERTY LAWYERS

DAVISONS SOLICITORS

GORVINS

READ ROPER AND READ

KNIGHTS
PROFESSIONAL
SERVICES LIMITED

ALEXANDER GRACE
LAW LIMITED

-0.40%

TAYLOR ROSE LAW

-0.20%

SETFORDS LAW LTD

0.00%
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Firms with corporate parents are winning and losing most market share
• Firms with corporate parents, including Private Equity firms owned
business performed both best and also worst, following very different
strategies

Palamon Capital Partners:
•
•
•
•
•
•

• These business models will be examined in further details later in this
report

Inflexion Private Equity Partners
LLP:

Advantage Property Lawyers
Cook Taylor Woodhouse
DC Law
JS Law
My Home Move Limited
Gordon Brown Law

•
•
•

•

O’Neill Patient
Cavendish Legal Group
Grindeys LLP

• The only data-point in this set that demonstrates access to external
capital as a driver for rapid acquisitive growth is Knights PLC

Countrywide Property Lawyers

Metamorph Group Limited
•

Taylor Rose TTKW Ltd.:
•
•
•

Skipton Building Society

McMillan Williams
MW Solicitors
Taylor Rose MW

Beaumont Legal

Phoenix Equity Partners Group
Limited
•

Setfords

Livingbridge EP LLP
•

Simply Conveyancing Property
Lawyers

Change in market share: Top 17 owners by volume in Residential Conveyancing 2019-Q1 2022
0.50%

Palamon Capital
Partners

Skipton Group

Property Legal
Services

Shoosmiths

Birchall Blackburn

Inflexion

JMW Solictors LLP

Talbots Law Limited

Ison Harrison

Livingbridge EP LLP

QS Davisons

Gorvins

Read Roper and Read

-1.50%

Knights PLC

-1.00%

Keenans Estate
Agents

-0.50%

Taylor Rose

0.00%
Phoenix Equity
Partners Group
Limited

Change in market share

1.00%

-2.00%

Sources: Land Registry; Transaction data; Number and types of applications by all account customers; monthly date from Jan2017-Mar 2022: https://use-land-property-data.service.gov.uk/datasets/td/download
Companies House: Persons with Significant Control: https://find-and-update.company-information.service.gov.uk/
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Organic growth drives gains, corporate ownership drives losses
• The firms making the greatest gains in market share are described below, along with those whose share has slipped the most
• With the exception of Knights Professional Services Limited which has grown from a zero base through acquisition, all the other highest growth brands have
grown organically
• JS Law is omitted from this consideration because they are part of the Simplify Group whose net market share has slipped during the period
• Of the brands that have ceded most market share, only PLS, and Morgan Jones and Pett are independent firms, the rest all have corporate parents

Whole market: biggest gains and losses in market share by brand: 2019-Q1 2022
0.80%
0.60%

Title

0.40%
0.20%

Sources: Land Registry; Transaction data; Number and types of applications by all account customers; monthly date from Jan2017-Mar 2022: https://use-land-property-data.service.gov.uk/datasets/td/download
Companies House: Persons with Significant Control: https://find-and-update.company-information.service.gov.uk/

MORGAN JONES & PETT

GORDON BROWN LAW
FIRM LLP

PROPERTY LEGAL
SERVICES (PLS)

CAVENDISH LEGAL
GROUP

COUNTRYWIDE
PROPERTY LAWYERS

MY HOME MOVE LIMITED

GRINDEYS LLP

Beaumont Legal

DC LAW

ADVANTAGE PROPERTY
LAWYERS

DAVISONS SOLICITORS

COLLINGBOURNE
HENNAH LIMITED

JS LAW

GORVINS

CONNECT2LAW LTD

READ ROPER AND READ

KNIGHTS PROFESSIONAL
SERVICES LIMITED

ALEXANDER GRACE LAW
LIMITED

-0.40%

TAYLOR ROSE LAW

-0.20%

SETFORDS LAW LTD

0.00%
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Size is no barrier to superior performance
Where is growth in mkt share coming from
2.50%
2.00%

• While the largest individual gains in market share have been made by the bigger
brands, gains have been made by firms of all sizes as shown in the top graphic
opposite

• Brands managing between 100-1000 transactions a year make up 60% of the
market and so would be expected to have made the majority of gains

1.50%
1.00%

• In the bottom graphic opposite the relative mkt growth of each segment is
adjusted by its market share to indicate whether it is growing more or less quickly
than other segments

0.50%
0.00%
0-49

50-99
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500-999

1000-1999 2000-2999 3000-3999

Firm size by volume of transactions Q1 2022

Relative mkt share growth by firm size Q1 2022

• It shows that sole practitioners, small and larger firms have all proven superior
performance over the period, demonstrating that significant marketing budgets
and a national presence are not a pre-requisite for market beating growth

4%
3%
2%
1%
0%
-1%

0-49

50-99

100-249

250-499

500-999

1000-1999 2000-2999 3000-3999

-2%
-3%
-4%
-5%

Firm size by volume of transactions Q1 2022

Source: Land Registry; Transaction data; Number and types of applications by all account customers; monthly date from Jan2017-Mar 2022: https://use-land-property-data.service.gov.uk/datasets/td/download
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Consolidation hits the mid-market hardest but remains insignificant

Number of brands in 2021
compared to 2107

% change in market participants over 5 years
120.0%
100.0%
80.0%
60.0%
40.0%
20.0%
0.0%

• There were 246 fewer entities undertaking Residential Conveyancing activity in
2021 than 5 years previously, representing a shrinking of market participation by
4.9%

• This was more acute in 2020 during the pandemic, since when the number of
market participants has recovered by 2.9%, 148 new brands
• This view will understate market consolidation as some firms operate more than
one brand

Vol of transactions managed by each brand in a calendar year

3.1%

Market share of Palamon Capital
Partners brands:
(biggest market participant by
volume)

• Consolidation has been most acute in those firms managing between 1000-3000
transactions per year, roughly equivalent to a turnover of between £1M-£4M per
annum
• There are less than two-thirds as many brands operating in this segment as there
were 5 years ago
• The Top 20 brands still only account for only 9.7% of the conveyancing market
and Palamon Capital Partners, its single biggest participant services just 3.1% of
the market demand and is losing market share

Sources: Land Registry; Transaction data; Number and types of applications by all account customers; monthly date from Jan2017-Mar 2022: https://use-land-property-data.service.gov.uk/datasets/td/download
Companies House: Persons with Significant Control: https://find-and-update.company-information.service.gov.uk/
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The models selected
• There are a variety of business models and structures in use within this market some of which are described below
• It is recognised that there are significant differences in the strategies pursued by firms in each of these categories and that the sample set used is too small to draw robust
conclusions
• It must also be noted that some firms are a hybrid of these models which is further cause for caution when making comparisons
• Nevertheless, there are significant differences in the performance of each which may be indicative of their efficacy

PE CONSOLIDATOR/CONGLOMORATE

OWNER MANAGED
• Text

DESCRIPTION: Private Equity Partnerships seeking to buy firms
operating in the same market to achieve scale and efficiency and link
them with other firms that provide complimentary services.

DESCRIPTION: Regardless of corporate structure a firm in which the
owners of the business are principally engaged in the day-to-day
activities of the firm:

Representative firms included:
• Palamon Capital Partners
• Inflexion Private Equity

Representative firms included:
•Read Roper and Read
•Gorvins
•Ison Harrison
•Talbots Law Limited

CORPORATE CONGLOMORATE

DISTRIBUTED CONSULTANT

DESCRIPTION: A firm operating within a group structure in which
other firms serve complimentary services

Description: A firm whose delivery is managed in whole or in part by
fee earners who are engaged as consultants rather than employees
and whose growth is principally driven organically than through
acquisition:

• Text

Representative firms included:
•Skipton Holdings Ltd (Countrywide)
•Keenans Estate Agents (Alexander Grace Law Limited)
•Metamorph Group Ltd (Beaumont legal)
•Knights Professional Services Ltd

•
•
•
•

JMW Solicitors LLP
Birchall Blackburn
Shoosmiths
Property Legal Services

Representative firms included:
•Setfords (Owned by Phoenix Equity Partners)
•Taylor Rose
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The distributed consultants are growing most rapidly
• There are significant differences in the growth rates achieved by firms using each
model

Top 20 firms growth by business type
350%

• Distributed Consultants are growing on average more than twice as fast as
Consolidators

300%

Growth

250%

• This analysis takes acquisitive growth into account by including brand
performance pre-purchase where appropriate to present a side-by-side
comparison of the underlying performance of each model

200%
150%

• The aggregate of owner managed firms in the Top 20 still manage to outperform
the market average growth rate and particularly consolidators

100%
50%

PE Consolidator/conglomorate

Owner managed

Corp Conglomorate

Distributed consultant

0%

Source: Land Registry; Transaction data; Number and types of applications by all account customers; monthly date from Jan2017-Mar 2022: https://use-land-property-data.service.gov.uk/datasets/td/download
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PE consolidators respond more slowly to rapid market change
• Each business model performs with significant differences in times of rapid
market growth and contraction

Q2 2020 growth

Corp Conglomorate

Owner managed

Distributed
consultant

-40%
-45%
-50%
-55%
-60%
-65%
-70%

PE
Consolidator/congl
omorate

Response to COVID 19

• PE consolidators maintained volumes better through the first COVID lockdown
but have not grown as fast as the rest of the market in response to rapidly
growing demand in late 2021 and early 2022
• The top 20 brands in aggregate have outperformed the market during periods of
rapid change

Response to significant increase in demand Q4 2021
and Q1 2022
120%
100%
80%
60%
40%
20%
0%

• There are a subset of these firms for which a comparison of profitability can be
made because:
o They are uniquely, or as part of the group they belong to, of sufficient size to
require their annual accounts to be published in full
o They specialise in Residential Conveyancing and so their profitability is not
distorted by performance in other practice areas

Corp
Conglomorate

Owner managed

Distributed
consultant

• Their performance is described overleaf
PE
Consolidator/con
glomorate

Growth

• Distributed consultants grew and contracted more significantly

Source: Land Registry; Transaction data; Number and types of applications by all account customers; monthly date from Jan2017-Mar 2022: https://use-land-property-data.service.gov.uk/datasets/td/download

14

PE consolidators and conglomerates are not yet adding value
• Consolidators and conglomerates have yet to demonstrate they are adding value

-1.5%
Loss of market share

SIMPLY CONVEYANCING

0.1%
Increased market share

1%
Avge profit last 5 years

-0.25%
Loss of market share
-21%
Avge loss last 5 years

• Two of the three groups considered here have lost market share and have low or
negative profitability
• The exception is Simply Conveyancing Property Lawyers, owned by Livingbridge,
where the brand was already highly profitable at the point of acquisition and
where the results of the acquisition have yet to be demonstrated in published
accounts

17%
Avge profit last 5 years
COUNTRYWIDE

SIMPLIFY GROUP

Palamon Capital Partners LP: Simplify group:
Palamon Capital Partners originally invested in the sector in Aug 2014 and made a number of relevant acquisitions
in 2016/17 to drive the scale and breadth of services offered. Typically a Private Equity investment would expect to
see positive growth and profitability by year 2/3 and to exit its investment in year 5. Its portfolio of Residential
Conveyancing firms was making lower profits in 2021 than they were in 2017 and they have not averaged more
than a 2% operating profit since that time. The stated strategy of the group is to achieve growth through M&A
activity and organic growth and achieve economies of scale through the use of best-in-class technology, diversified
customer and channel mix and a national footprint.

Operating profit margin 2017-2021
30%
20%

10%
0%
-10%

-20%
-30%
-40%

-17

’18

‘19

’20

‘21

Simplify group consolidated

’18

’18

‘19

’20

‘21

‘19

‘20

Countrywide Property Lawyers Simply Conveyancing Property
Lawyers

Livingbridge: Simply Conveyancing Property Lawyers
Simply Conveyancing have achieved and maintained an operating profit margin of 20% or more by focussing on
investments in technology and process, but this was achieved before Livingbridge invested in July 2019. Their
stated strategy has been to invest further in their proprietary platform, eConvey and they have recently grown with
the acquisition of Pirie Palmann in October 2021

Skipton Group: Connells Group: Countrywide Property Lawyers
Countrywide group was bought as part of the Connells Group by Skipton in March 2021 and so it is too early to
assess the impact of the purchase on the performance of Countrywide property lawyers. It should be noted that
the conveyancing practice has been part of Countrywide Group since 2016 since when it has made continuous
losses within the context of a profitable group. It’s current owners; Skipton Group consider Connells Group a
complimentary offering to existing lending services focussed on the Countrywide brand and branch network rather
than on the conveyancing business

Sources: Land Registry; Transaction data; Number and types of applications by all account customers; monthly date from Jan2017-Mar 2022: https://use-land-property-data.service.gov.uk/datasets/td/download
Companies House: Persons with Significant Control: https://find-and-update.company-information.service.gov.uk/
Companies House: Transaction history/Statement of Accounts 2017-2021 where available: https://find-and-update.company-information.service.gov.uk/
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Workforce efficiency drives profitability
• The top graphic opposite shows the average number of staff employed for every
£1M of revenue earned for each firm during their most recent published financial
year and the same figure five years ago

Staff per £M revenue 2017/18 to 2020/21
30
25
20
15
10
5
0

• With the exception of Simply conveyancing Property Lawyers, the most profitable
firm studied, all the rest have increased the number of staff employed to service a
given value of business
Advantage
Property
Lawyers

DC Law

JS Law

2017 or 18

My Home Move

Countrywide
Property
Lawyers

Simply
Conveyancing
Property
Lawyers

2020 or 21

Opportunity in aligning staff profiles to best performer

£000’s

£2,000.00

£1,186.33
£665.74

£524.61

£4,173.39

£1.87

£-

• Countrywide are the outlier, employing almost 3 times as many people as Simply
Conveyancing Property Lawyers to service £M of business
• Countrywide also make the biggest loss of the firms studied

£6,000.00
£4,000.00

• This is inconsistent with the delivery of operating efficiencies through technology

£-

• The impact that would be achieved by each firm if they were to achieve the same
staffing profile as Simply Conveyancing Property Lawyers in the graphic below
opposite
• These range up to a £4M Operating Profit Improvement available to Countrywide
from achieving parity with Simply Conveyancing Property Lawyers

£(2,000.00)
£(4,000.00)
Additional operating profit with Simply Conveyancing staff profile
Actual profit achieved last accounts

• Staffing, though a significant cost, does not explain all of the differences in profit
margins by each firm

Sources: Companies House: Transaction history/Statement of Accounts 2017-2021 where available: https://find-and-update.company-information.service.gov.uk/
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Premium pricing is also key to success
• The graphic opposite shows the prices quoted by each firm for conveyancing
work on their respective websites in June 2022

Website pricing
1800

Countrywide

1600

My Home Move

• They will not be the prices paid by customers, which will vary by channel of
introduction, property value, complexity of the transaction and geography

1400

Simply Conveyancing Advantage Property Lawyers
+93%

1200
1000

DC Law

+36%

800

• It should be noted that the differences in price are significant and that any price
premium over cost-per-case translates directly to operating profit
• JS Law did not provide a response to the quotes requested and do not appear in
the graphic opposite

600
400
200
0

£149k property

£289k property

£899k property

Sources: Firm websites and quote responses for properties valued at £149k, £289k, and £899k, sampled May/June 2022. Excludes any additional fees and charges above the basic quote provided.
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Distributed consultants operate on slimmer margins
Multi-practice firms profit margins 2017-2020
40%
35%

• It is more difficult to draw comparisons between multi-practice firms as the
performance of other practice areas, with different market dynamics will impact
performance

• It is clear however, that the Distributed Consultants: Setfords Law (100%
consultants) and Taylor Rose (50/50 consultant v employed) are operating on
relatively slim margins in comparison to their competitors

30%

• O’Neill Patient is often considered to be a Residential Conveyancing specialist
but using 2020 Land Registry volumes and published accounts, we estimate that
it is unlikely that its Residential Conveyancing practice accounts for more than
30-40% of its revenue.

25%
20%

15%

• Grindeys LLP and Cavendish Legal Group are also part of the O’Neill Patient
stable and contribute to it’s stated revenue

10%
5%
0%
-5%

’20

-17 ’18 ‘19 ’20

‘17 ’18 ‘19 ’20

-17 ’18 ‘19 ’20

Setfords Law Ltd

O'Neill Patient LLP

MW Solicitors, Taylor
Rose MW

Owner managed
consolidated

-17

’18

‘19

• Setfords have a PE owner in the form of Phoenix Equity Partners who invested in
March 2021 and have yet to add any acquisitions to the firm and so it is too early
to assess the impact of their ownership on this high growth business model.

-10%
-15%

Sources: Land Registry; Transaction data; Number and types of applications by all account customers; monthly date from Jan2017-Mar 2022: https://use-land-property-data.service.gov.uk/datasets/td/download
Companies House: Persons with Significant Control: https://find-and-update.company-information.service.gov.uk/
Companies House: Transaction history/Statement of Accounts 2017-2021 where available: https://find-and-update.company-information.service.gov.uk/
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Key conclusions
MARKET CONSOLIDATION
• PE Firms will consolidate the market by driving
economies of scale and scope

MARKET CONSOLIDATION
• Market consolidation and concentration is
insignificant and smaller firms with more
traditional models are demonstrating they can
grow market share and maintain higher margins
than larger market disrupters

MARKET SHARE
• External funding is needed to drive significant
growth

MARKET SHARE
• Organic growth driven by distributed consultants
may have a bigger impact than acquisitive growth
though the distributed consulting mode will have
limits, even is these haven’t yet been
encountered

MARGINS
• Margins in Residential Conveyancing are slim

MARGINS
• There is evidence that margins in excess of 20%
can be achieved and maintained, though not
through economies of scale or external
ownership which remain unproven, but by
pursuing effective design and execution of ways
of working, which are

Common assumption

Evidence
20

Discussion
The market is growing robustly
At time of writing in May 2022 inflation in the UK is at a 30 year high
and interest rate rises are creating headwinds to further market
growth. The distributed consultant model has been best placed to
exploit the rapid expansion of the market since the pandemic but
the evidence shows that it does not retain volume and market share
so well in recession when the deep pockets and outlook of Private
Equity firms may be more likely to retain staff and the
marketing/acquisition activity to minimise losses in volume.
The biggest brands by volume are increasing market share
The increase is modest, 1.6% in aggregate and size is no guarantor
of success. Eight of the top twenty brands lost market share and
some of the small and medium sized segments of the market are
growing just as rapidly as the biggest firms. There is no evidence
that access to external funds or corporate partnerships is a quick
route to success, quite the opposite.

Firms with corporate parents are losing the most market share
It might be wondered whether the battle for talent amongst fee
earners explains why the distributed consultants, who emphasise
autonomy, flexibility, competitive remuneration and strong technical
support are growing faster than other models and consolidators in
particular, who can have a reputation for taking a less people-centric
view of company performance and may struggle to recruit as quickly
in response to an uptick in demand.

Organic growth is driving the biggest gains in market share
Although this sounds counter-intuitive, there are limited
opportunities and capacity for the larger brands to acquire and
integrate firms that will increase their size by 75% in a year.
Setfords, by contrast, has managed this through the ability to
acquire new business and the staff to service it which provides a
scalable model though whether this will be reversed in a downturn,
remains to be seen. Those owner managed firms who have also
been able to find scalable ways to acquire business and staff are
also benefitting, regardless of size.
Consolidation hits the mid-market hardest but size is no barrier to
superior performance
The number of firms servicing between 1000-3000 transactions a
year has certainly fallen by 40% in the last 5 years but the evidence
does not support the idea that this segment has become unviable,
rather this is the segment most routinely targeted by the
consolidators for acquisitions. The evidence shows that economies
of scale are not required to achieve market beating growth or
profitability.
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Discussion
The Distributed Consulting model is growing most rapidly
Proponents of the model claim that it will disrupt the industry and
the evidence supports this view, firms pursuing this model are
achieving the greatest increases in market share, certainly greater
than consolidators pursuing acquisitive growth. It should be noted
that the model is also the one most likely to shed transaction
volumes in a market contraction and that not every fee earner will
wish to swap the security of paid employment for a consulting
lifestyle. The slimmer margins achieved in this model indicate there
may be limited scope to further improve the remuneration on offer
to those in the industry more reluctant to make the switch. Slimmer
margins also necessitate that firms will need to manage twice the
volume of business of an averagely profitable owner managed firm
to achieve the same profits.

Workforce efficiency drives profitability
Despite the ongoing focus on legal technology in the sector, there is
no evidence from the firms studied that technology adoption is
leading to workforce efficiencies. In fact, the firms studied, almost
without exception, are employing more staff to deliver a given value
of business today than they did five years ago. This is a major
oversight as the profitability to be achieved from adopting a best
observed staff profile is significant for almost all firms.
Premium pricing is also a key to success
Pricing varies considerably across the market and should not be
overlooked as a source of competitive advantage. Increases in
price translate directly to the bottom line and the persistence of
price variation demonstrates that it is not the sole consideration for
consumers when selecting their conveyancer.

PE consolidators respond more slowly to rapid market change
The data shows that PE backed firms were better able to retain
customer volumes through lockdown which might perhaps reflect a
more confident attitude to spending on marketing and customer
acquisition resulting from having greater access to funding than
their competitors. Their ability to respond to the more recent upturn
in market activity is as likely to reflect a difficulty competing in the
war for talent as being slow to trigger hiring activity.
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Discussion
The margins achieved by distributed consultants are slimmer
The slimmer margins achieved in this model indicate there may be
limited scope to further improve the remuneration on offer to those
in the industry more reluctant to make the switch. Slimmer margins
also necessitate that firms will need to manage twice the volume of
business of a averagely profitable owner managed firm to achieve
the same profits.
Consolidators and Conglomerates are yet to demonstrate their
value-add
Some consolidators have not been in the market long enough to
properly judge the impact they have had on their investments,
however there are others, like Palamon Capital Partners and
Countrywide Group whose ownership has lasted over 5 years and
where the financial results and growth of the Conveyancers in their
portfolios are underwhelming. It is unclear whether this is due to
mistaken assumptions about the synergies available from their
acquisitions, or as likely, an under-estimation of the complexity of
delivering the integration and efficiencies sought. There is certainly
no evidence in financial results across consumer law that scale
leads to lower back-office costs.
Owner managed firms can still compete, regardless of size
As demonstration that there is no inherent advantage from scale or
access to external capital; firms operating at all scales on the market
have shown the ability to create outsized growth.
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We increase your profitability

1 We can increase your profits by 5-15% of turnover in 12-24 months
2

We guarantee to improve your customer service, costs, cash and risk

3 You gain a competitive advantage and an investment in your team

“They rolled up their sleeves and were impressive at sensitively
challenging the scope we set and finding alternative approaches when
challenges appeared during delivery. They have helped us deliver cost
savings, and improved our visibility and control of key risks.”
CFO
UK Top 50 law firm

“Feedback from across the business on their approach and output was
excellent, including from our Executive Leadership Team.”
Managing Director
Consumer Legal Services
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How we increase profits
How?
Reduce
payment and
billing losses

Practice Improvement

Shared Service Costs

Cash lock-up

Risk mitigation

Customer service

Shared
services
process
automation

Reduce
complaints

Mailroom
resilience &
document
management

Reduce
disbursement
write offs

Reduced case
durations

Reduce baddebt write offs

Reduce claims

Reduce intake
attrition

Delegation of
case work and
admin

Improve
customer
experience

Cash release

Lower risk &
reduced cost

Reduced
acquisition
costs and
complaint
remediation

5-10% of
turnover

2-5%
of turnover

Property
consolidation

Change
payment terms

Increase
control and
oversight

Automation of
clerical case
work

Benefit:
year 1

Benefit:
years 1-3

Benefit:
years 1-2

Benefit:
years 1-2

Benefit:
years 1-3

•

Most law firms have significant opportunities to
improve profits, some of which are described
above

•

When losses are identified across the business
and tackled together, the impact on profits is more
significant

•

We offer a short 4-6 week review to agree
opportunities, delivery targets and costs

•

If you are not satisfied that the opportunities we
identify are credible, you won’t pay

•

We strive to match the timing of benefits delivered
to the payment profile for the results we guarantee

26

Examples: Reducing cost, cash lock-up and risk
•

These results are typical of the benefits delivered

•

Our clients achieve a return on investment between 2.5:1 and 8:1 within the lifetime of the project and sustained
improvements in operating performance thereafter

•

We place our fee contingent on the delivery of results so we are all focussed on the same outcomes

Example Projects
Cost
• Finance process automation
• Finance process redesign to reduce duplicate
payments
Cash-Lock up
• Payment terms amended in line with industry
standard
• Improvements to billing processes

Risk
• Introduce key dates, ATE funding and limitation
management
• Introduce risk governance framework
and policies

£700k

savings

£2.5m

cash release

£750k

reduction in
uninsured losses

“Glenesk are a pleasure to
work with. They quickly found
and valued a number of areas
for profit improvement, and
worked with my team in a very
collaborative way to agree a
common view on what needed
to change.”
Chief People Officer
UK Top 50 law firm
27

Improving customer service
A small % decrease in intake losses results in a significant increase in case volume
Example practice area enquiries

Missed
Opportunity
Current

Total
enquiries

Total lost

Address all customer enquiries fully &
in a timely manner
Reduce inappropriate screening out
of customers
Reduce cases that do not complete &
reduce bad debts

Intake
Match customer needs and price
point to a service offered

Better customer service can reduce the cost of customer acquisition and complaint remediation

• Profitability is increased further when lower
costs per case are combined with more
customers
• This can be achieved without the need for
increased expenditure on marketing and
customer acquisition in two ways:
o Reduce intake losses from point of enquiry
to case active
o Improve customer service to increase
organic customer acquisition and reduce
the cost of complaint remediation

• High customer conversion and retention
depend on the consistent delivery of great
service at scale
• The challenges are found in the interaction
between the people, processes, systems and
data that support service delivery
• It is rare that law firms have all the expertise,
capacity and governance to address these
challenges in a coordinated way
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Other reasons clients like to engage us

Our approach
We deliver a result, not
just a project

We deliver results, and embed the measures so clients
know we’ve delivered them.

Our work pays for itself
from benefits delivered

Clients will not be left out of pocket when working with
us.

Risk is shared

Our contingent fee model means we have as much
invested as you.

Costs are fixed

If the work takes longer than expected, we carry the
financial risk.

Skills transfer

We work collaboratively with your team to allow you to
drive continuous improvement.
Contact us here

Bill Guthrie
Director

Tel: +44 (0)7799 765 862
Email: bill.guthrie@gleneskgroup.com
Website: www.gleneskgroup.com
Glenesk Operations Excellence Ltd
Company registered in England No: 10238566
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