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How KPMG helped a leading mid-size 
UK law firm transform their operating 
model and their capacity for change.
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Challenge: 
Overcoming the 
growing pains 
Mishcon de Reya’s 
growth rate has been 
outstanding. Over the 
past 20 years, the 
mid-sized law firm 
has grown from just 
20 partners and £20 
million in revenue 
into a £400 million 
business with more 
than 250 partners. 

But rapid growth has created challenges:

Back-office overhead costs were 
creeping up as a percentage of 
revenue. 

Infrastructure had become a 
bottleneck. 

Quality of service being provided 
to fee-earners was falling below 
expectations. 

The primary focus for Mishcon’s leadership 
was to ensure they achieved the optimal 
operating model design and delivered 
its implementation effectively. Far from 
wanting an external firm to come in and do 
it for them, engaging with a transformation 
partner was first and foremost about 
bringing in the expertise necessary to 
shape and execute the right solution. 
Alongside this, a secondary priority was to 
build internal capability, equipping their 
people with the skills and experience to 
drive subsequent waves of transformation 
themselves in the future.

We’d had a couple of 
goes at doing this 
ourselves, but we 
struggled to get 
traction. KPMG 
brought us a set of 
Powered assets that 
we knew would give us 
the head start and 
momentum we needed 
to really deliver results 
to the business.”

Matt Hotson
COO, Mishcon de Reya 

Making Mishcon de Reya ready to scale 
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Solution: 
Transforming 
operating models 
and capabilities 
How did KPMG’s people make the 
difference for Mishcon de Reya? 

KPMG played a pivotal role by facilitating a 
collaborative approach with Mishcon de Reya’s 
executive team. Rather than taking over, we 
worked closely with their leaders to guide and 
support the design process. In the first phase, 
KPMG leveraged their Powered methodologies and 
frameworks to lead Mishcon’s executive leadership 
through an intense 12-week design process. 

The KPMG team guided Mishcon’s leadership 
through a structured and logical process that 
allowed them to clearly articulate what they 
wanted to achieve with the new operating model, 
what that would look like, and the steps required 
to get them there. 

With a clear understanding of the future 
operating model, the KPMG team then worked 
side-by-side with Mishcon’s leadership to 
conduct a thorough review of their current cost 
and organisational structures to identify 
changes that deliver immediate cost savings. 
That unlocked 15 percent operating cost 
savings from across business services. In 
addition, the firm was looking to cut non-staff 
costs such as IT costs, licencing fees, premises 
spend and so on. 
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Simultaneously, the firm spent some time 
reviewing the operational services and activities 
undertaken to support their fee-earners – things 
like billing, collections, onboarding and payroll. 
Everything was put on the table for discussion, 
from the location of those services through to the 
quality and service levels provided. It quickly 
became clear that an offshore, global shared 
services centre would deliver significant value. 

Leveraging the KPMG global network, the 
Mishcon team visited several potential offshore 
locations and – having selected Gurugram, on the 
outskirts of Delhi, India, as their site – worked 
closely with KPMG in India to support the 
structuring, compliance, monitoring, training and 
knowledge transfer into the new Global Capability 
Centre. In London, KPMG in the UK helped 
Mishcon review, streamline and document their 
processes to transfer out to their new colleagues. 

We realised that before we 
could move the work, we 
needed to do quite a lot of 
preparation in terms of 
making sure we had good 
quality process maps, 
transition plans and services 
frameworks. We relied heavily 
on KPMG  to do the processes 
mapping, leveraging their 
Powered tools and assets. 
And that enabled us to move 
very quickly from concept to 
execution.”

Matt Hotson
COO, Mishcon de Reya 

Critically, KPMG put significant effort into ensuring 
that Mishcon’s people remained actively involved 
and accountable at every stage, empowering 
them with the capabilities and insights to make 
informed decisions. This was underpinned by the 
right accelerators and a robust knowledge 
transfer, enabling their team to sustain momentum 
and drive future progress independently long after 
the KPMG team had stepped away.



5© 2025 KPMG LLP, a UK limited liability partnership and a member firm of the KPMG global organisation of independent member firms 
affiliated with KPMG International Limited, a private English company limited by guarantee. All rights reserved.

Document Classification: KPMG Public

KPMG. Make the Difference.

Outcome: 
Fit for the future 

The project has already proven a remarkable 
success. More than 15 percent of addressable 
operating costs were cut from the business in 
the first few months of the engagement. 
Overhead costs as a percentage of revenue 
have fallen significantly – from the lowest 
quartile on industry average two years ago to the 
top quartile today. Fee-earners are seeing and 
reporting greater value from the firm’s 
operational services. 

The new Global Capacity Centre in India is 
now fully operational, staffed with nearly 100 
locally engaged professionals, all working to 
the same high quality and commitment as the 
colleagues they collaborate with in the UK. 

Most importantly, the firm now has the capabilities, capacity and experience to carry out their own 
transformation programmes as new opportunities arise – enabling the organisation to continue its 
outstanding growth trajectory with scalable infrastructure, services and capability. 

Making Mishcon de Reya ready to scale 

15% of operating costs
were cut in the first few months of 
the engagement.

Overhead costs
as percentage of revenue have fallen to 
top quartile on industry average.

Improved fee earners experience.

Fully operational Global Capability in 
India with nearly

100 local professionals 

In our opinion, KPMG made the 
difference by helping us stand up our 
own operational excellence process 
team and transferring their 
knowledge and capabilities into our 
organisation. That has enabled our 
teams to move forward with 
confidence on the next phase of our 
operational transformation and to 
achieve the objectives we have set 
for our organisation.”

Matt Hotson
COO, Mishcon de Reya 
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