
Top 3 takeaways: 
 

Successful change management 
requires understanding how 
significant the change is to your 
potential users.  

The business must have appetite 
for change around the pain point; 
you might need outputs from a 
current project before initiating a 
new one.

The key to effective ROI and 
success measurement is 
designing the product so that 
you can report on its outputs.

Our latest in-house legal hangout, we gathered 
together in-house legal experts from leading 
organisations to discuss how they design and deliver 
effective change management in their legal teams, 
and the obstacles they face.   

Our sponsor, Advanced, supplies business software, 
including a document and email management platform 
that has become the standard for legal organisations 
that operate under strict compliance and data security 
requirements. They are also experts in change 
management, assisting customers with training, 
implementation, and beyond.
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Poll results:

1  What category is most 
important to your team 
when assessing the 
success of a project? 

56% 
All of the below

 

39%  People success  
– We want people to 
embrace and adopt the 
system

2%  Technical success – 
delivering the solution

2%  Financial success – 
keeping to budget and 
longer term see a return 
on investment

2  How important is a 
strong implementation 
strategy for you or your 
firm when choosing a 
supplier for your next 
technology project?

66%  
Very important

 

27%  Important

5% Not really important

2% I don’t know

0% Not important at all

        

IN 
PARTNERSHIP 
WITH:

Rory McNamara, senior project 
manager at Advanced, started 
off the session by sharing his 
change management schematic, 
based on a six-month project. 
Though he emphasised that 
following a set procedure 
doesn’t guarantee success: 
“Individual approaches should 
be based on specific factors.”  
 

“The leading success factor is to 

deliver as quickly as we can and 

relegate change management to a 

lower importance,” he said. “This 

risks damaging the benefits.” 

Success can be defined in terms of 

implementation, financial benefits, 

or user adoption: “If you focus on 

adoption, you can define the 

change management strategies 

needed.”  

The first month is all about igniting 

interest about the incoming project 

by communicating with the 

potential users. “Get embers 

glowing about the change,” said 

Rory. “You can announce the 

project during company-wide 

meetings or send email updates to 

sell the benefits”. He also cautioned 

against providing too much 

information in the updates; there 

should be just enough to build 

interest. 

Once everyone is aware of the 

incoming project, the second month 

is about “building a few flames”, 

according to Rory. “You can run 

demo workshops and run interview 

sessions with user groups from each 

area of the business,” he said. “That 

will enable the core project team to 

develop an understanding of how 

users work and how the software 

need to be designed to work for 

them.” He advised providing regular 

updates and setting up workstations 

for users to play with the software 

so that they could start touching the 

system and developing an interest in it. 

Month three and four of the project 

is to time to start empowering users 

and training them on the software. 

Since different departments have 

different requirements and working 

practices, Rory recommended 

tailoring the training to each 

department. “The knowledge built 

about how those departments work 

can be used to develop the training 

sessions,” he said. “And think about 

delivery: you can do it face-to-

face, and Zoom is also great for 

delivering training.”

And once the product or service 

goes live, users need continuing 

support. “There is a risk that even a 

small gap in a user’s knowledge can 

spark negativity that will spread to 

colleagues,” Rory pointed out. He 

suggested countering this with 

floor walkers who offer support, 

which he sees as an extension of 

the training and which can also be 

done remotely via zoom. 

 

The change management journey
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Poll results:
        3  Have you or your firm 

previously used 
change management 
strategies to 
encourage people to 
embrace, adopt and 
use the technology. 

70% 
 Yes 

30% 
 No

4   After watching this 
panel discussion, 
would you or your 
firm now consider 
change management 
strategies for your next 
technology project or 
implementation

100% 
 Yes 

0% 
 No
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We next turned to how our panellists actually implemented the 
different stages of change management that Rory had outlined.  
 

Tamara Franks, Head of GGC 

Operations at Universities 

Superannuation Scheme, said that 

the first thing to focus on with a 

change management project is the 

size of the legal team, followed by 

the size of the organisation, so you 

know how many people you need 

to bring along. Also, planning is key. 

“You have to understand the 

audience, and how significant the 

change is to them,” she said. “If they 

don’t care, you will end up with egg 

on your face”. You also have to 

make sure you don’t disappoint 

them: “If it’s an off-the-shelf 

product, don’t believe anything that 

you haven’t seen in the demo. You 

don’t want to say, ‘this solution 

does X,’ then find out that it doesn’t.” 

Tamara also recommended looking 

outside of the project. “It might be 

everyone else’s lowest priority and 

it’s better to know in advance so you 

can move the start point,” she said. 

Victoria Mee, General Counsel at 

Aston University, highlighted the 

importance of having a project 

plan, but noted that success is 

about the culture, and about 

flexibility – “organisations evolve, 

project perspectives change, and 

processes alter”. She recalls 

bringing forward a communications 

plan for their policy infrastructure 

reconfiguration, only to be told that 

they wanted videos from the policy 

owners. “I was not trained to record 

a video about whistleblowing. I said 

to them, ‘this is new to me’, and I 

see it as an opportunity.”

For Emmy Hackett, General Counsel, 

Chief Compliance Officer, and Data 

Protection Officer at SHL, timing is 

critical for successful change 

management, and involves assessing 

the business’ appetite for change 

around the pain point identified by 

the legal function. “Legal don’t hold 

the purse strings or control the 

agenda,” she explained. A lot of 

project management, in her view, is 

about picking projects at the right 

time. One example is the CRM that 

she wants to implement. “We had a 

huge amount of Salesforce updates 

to do to manage our business 

intelligence collection around what 

we sell,” she said. “Until that was 

finished, my talking about a CRM 

program is not interesting because I 

need the output from that first 

project.” This is the approach that 

Advanced takes to its managed IT 

services; on the basis that IT 

transformation impacts the entire 

business. Their advisory service helps 

their customers assess technology 

strategies and align them to the 

organisation’s business goals. 

                

IN 
PARTNERSHIP 
WITH:

CHANGE MANAGEMENT  

Change management in practice
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Emmy said that the success of a 

project could be measured in two 

ways. First, is the result for the legal 

department. “How did it impact my 

ability to provide services,” he said. 

“So, an ROI around whether people 

can do other tasks more efficiently”. 

A second measurement of success 

is providing metrics – which for 

Emmy is about defending her 

budget. “I can use those numbers 

show that we’re doing more tickets, 

or this is how data protections 

impact my resource requirements,” 

she said. The key is designing the 

product with outputs that can be 

reported on. ROI demonstration 

played a big role in the CRM they’re 

currently launching: “We sold it on 

the basis that it freed up 

salespeople’s times, offered better 

business intelligence, less risk, and 

lawyers were allocated to more 

high-value work.” This is the kind of 

‘before and after’ visibility that 

Advanced’s Application Analyser 

can provide by monitoring how 

applications operate. The analyser 

can evaluate the cost of maintaining 

the current application functionality, 

giving insight into which costs 

cannot be avoided and which can 

be removed.

Victoria pointed out how ‘managing 

and measuring’ not only influences 

future change but enhances the 

legal function’s credibility since 

they’ve proven that they can deliver. 

“We influence because we’re seen 

as a fundamental strategic partner 

across the revenue-generating 

aspects of the business,” she said. 

She referred to the project of 

reconfiguring the policy 

infrastructure, where they didn’t 

have any empirical tests, yet “we 

know that it worked culturally. We 

got buy-in; people use it”. 

Measuring success is a bit different 

with something like compliance: 

“We introduced automation and 

forms around import law 

compliance and ‘success’ will be 

about usability.” Again, Advanced’s 

Application Analyser recognises 

that documentation on an 

application is critical to supporting 

business goals, providing insight so 

that ‘where-used’ questions can be 

answered immediately.

Tamara pointed out how more 

‘scientific’ ROI is important in a 

financial services environment. 

“Data is helpful not only for 

predicting the budget, but also for 

making an effective argument for 

recruiting by being able to say, 

‘demand has gone up X percent in 

this area, in this time scale’,” she 

said, explaining why the USS legal 

team will be focusing more 

attention on the financial piece in 

demonstrating ‘success’. 

It was an informative hangout 

session, and Rory’s presentation 

highlighted the deep 

implementation expertise that 

vendors can provide to law 

departments. It is clear that 

attendees would welcome such 

expertise. When we polled them on 

‘how important is a strong 

implementation strategy for you or 

your firm when choosing a supplier 

for your next technology project?’, 

66% replied that it was ‘very 

important’. It’s an aspect of their 

offering that Advanced take very 

seriously, partnering with legal 

teams to assist them in getting buy-

in and adoption from users with 

tools that demonstrate ROI and 

value to the organisation. 

                

IN 
PARTNERSHIP 
WITH:

How can legal teams measure the success of a project, and evaluate 
ROI? Our panellists offered their views.

CHANGE MANAGEMENT  

Post-project implementation
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In partnership with 
Advanced

Our legal customers depend on our solutions to 
support their business aims and processes every 
day. Our legal-centric software includes 
integrated chambers and practice case 
management systems, process workflows, time 
recording, Cloud forms, Cloud dictation and 
digital document bundle production.

Many of our customers also rely on our business 
solutions to manage their core business processes 
such as HR, payroll, finance, spend management 
and IT services.

Our goal is to enable our customers to drive 
efficiencies, savings and growth opportunities.  
We do this by providing right-first-time software 
solutions that evolve with the changing  
needs of their business and the environment they 
operate in.

When it comes to legal – we’re in your corner.

www.oneadvanced.com

Advanced
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ALTERNATIVE HANGOUTS
 →  A digital community space for the 
professional services sector to socialise, learn, 
network and interact. 

View the schedule for our Alternative 
Hangouts at www.alternativeevents.co.uk/
alternative-hangouts  

ALTERNATIVE INSIGHTS 
 →  The home of professional services 
knowledge, insights and innovation 
Accountancy | In-House Legal | Law Firms 
| Management Consultancy | Real Estate & 
Property 

www.alternativeinsights.co.uk   

ADVANCED

CHANGE MANAGEMENT  

Advanced has over 30 years’ 
experience in technical 
systems development. We 
provide legal software 
solutions to more than 
5,000 law firms and 
barristers’ chambers, and 
more than 50,000 users.

https://www.oneadvanced.com/
https://twitter.com/Alt_Insights_
https://www.facebook.com/AltInsights
https://www.linkedin.com/company/alternativeinsights/
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