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Performance. Profitability. Innovation.

Today's legal market demands a new approach to service delivery. Point solutions 
no longer suffice. Too many firms focus on single initiatives: improving a knowledge 
management system, hiring a pricing analyst, buying LPM software, or improving a 
process. These help, but individually, they are not enough. Firms must integrate 
these and other strategies in a comprehensive series of initiatives, and then execute 
appropriately. That is the path to profitable, measurable, sustainable performance 
excellence.


The Performance, Profitability & Innovation Group (the PPI Group) assists firms in 
developing and executing an integrated approach that increases profitability and 
improves service delivery. Our team includes attorneys and experts in pricing, 
process improvement, LPM, KM, staffing, legal technology, and data analysis. We 
help firms focus on the right opportunities and apply the most appropriate mix of 
solutions to their specific challenges. 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We are thrilled with how engaged the project has made members of our 
team, and we’re excited to move forward on the new initiative!

http://gimbalcanada.com/ppi/
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Our three-step methodology 

1.  Assess the Current Situation

We help you understand your firm’s current situation, so you can decide where to 
start. We focus first on your initial point of enquiry, whether it’s pricing, budgeting, 
KM, or another concern. Working with your attorneys and staff, we apply our 
decades of experience to assess your practice and operational capabilities. Our 
analysis helps you identify clients, practices, or portfolios that face challenges based 
on realization, profitability, market share, or another metric important to you. You’ll 
receive an Opportunities Assessment Report describing improvement opportunities 
across a range of related programs at the core of your service delivery model, 
including process improvement, project management, resourcing, budgeting, 
monitoring, capacity utilization, and knowledge management, as well as pricing, 
alternative fee arrangements, and business intelligence analytics. 


2.  Recommend Improvements Consistent with your Vision and Needs

The Opportunities Assessment Report also provides our recommendations on the 
best way for your firm to achieve its strategic objectives. Whether your firm wants to 
improve productivity, differentiate its offering, increase profitability, or some 
combination of these and other important drivers, we provide an implementation 
plan. That plan details improvement initiatives that support your strategic objectives. 


3.  Deliver Results

We help your firm select, prioritize, manage, and execute the projects we 
recommend and that we both agree fit with your goals. We recognize the 
dependencies between projects and the need to create a solid foundation for 
sustainable change. Our implementation plan provides a path—a series of short- 
and longer term projects—that increases buy-in, builds successively, and integrates 
the critical elements of performance excellence. We also design systems with 
checks and balances that help you monitor key performance metrics. Our shared 
goal is to ensure that improvements are sustainable and new systems deliver the 
desired results. 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The group’s approach to Lean focuses on the tools that are most relevant to streamlining 
legal processes. They are also highly flexible and respond to the changing dynamics of the 

project as it unfolds.
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Why the PPI Group?

The PPI Group brings together industry leaders from two consultancies: Fireman & 
Company and Gimbal. Together, we offer our clients a powerful and unparalleled 
combination of legal innovation, Lean and process improvement, knowledge 
management, pricing, technology, and legal project management expertise.




Our integrated practice  
• we bring unparalleled depth of 

understanding of the legal 
profession


• we have expertise across a range of 
solutions


• we combine tools and approaches 
to maximize value, in a way that 
single-offering consulting firms 
cannot


Our proven track record  
• we execute successful projects in 

law firms and legal departments 
across North America


• we design solutions attorneys 
actually use


Our focus  
• we improve your performance and profitability 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Their experience in both law and Lean is evident, and it 
significantly enhanced the value of the process improvement. 

The team knows their stuff, and they are great with our 
lawyers. 

http://www.firemanco.com
http://www.firemanco.com
http://www.gimbalcanada.com
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Our Clients and Success Stories

We work with innovative law firms, in-house counsel teams, and government legal 
departments across North America. They include:

• Almost 40% of the Am Law 100

• 5 of the top 10 most profitable law firms in America

• 6 of the top 10 largest law firms in Canada


Client Success Stories 
Our mission is to help our clients make substantial, distinctive, and lasting 
improvements in performance. Below, you’ll find some of their—and our—recent 
successes.


Firm-wide PPI Strategy, Analysis, and Practice Group Improvement

Our client was experiencing service delivery and profitability issues across several 
areas of practice. A firm committee had been struck, but was unable to agree on a 
starting point for the firm. The PPI Group conducted three days of workshop and 
interview sessions, and developed a strategic approach focused on process 
improvement, budgeting, and monitoring. 


After practice-group and matter-level financial analysis, we selected three practice 
groups for process improvement. Two process improvement projects, including 
process mapping and redesign, are well-underway in the Bankruptcy and Labor & 
Employment Sections. The firm has already made changes that should lead to 
significant increases in realization, and standardization of best practices across 
offices in multiple jurisdictions. A third process mapping project has just begun in 
the Mergers & Acquisitions group. 


Intellectual Property Process Improvement Project

Our client wanted to improve its responsiveness to clients and error-proof its IP 
processes. At the same time, it wanted to instil a culture of continuous improvement 
across the firm. We worked first with the entire firm, familiarizing all attorneys and 
employees with Lean and process improvement strategies and tools. We then 
worked with their IP team to map and redesign selected matter types. Improvements 
included standardizing workflows across attorneys, developing template forms and 
checklists, and streamlining a number of their internal and client-facing processes. 
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The firm was able to improve turnaround time for clients, and significantly reduce 
write-offs and write-downs.


Immigration Law PPI Project

The PPI Group worked with the largest immigration group in Canada to improve the 
the profitability of the firm’s visa application processes. The practice operates in a 
high-volume, fixed-fee environment, with significant competitive pressure, so cost 
and time savings were critical objectives. 


Using our integrated approach—combining team training, Lean, and process 
improvement with in-depth requirements gathering and systems analysis—we 
turned an unprofitable practice into a profitable one. We identified a series of 
opportunities to increase revenue and client satisfaction, while leveraging resources 
and technology the firm already owned.  Working with a team of attorneys, 
paralegals, and assistants, we mapped and redesigned an important visa application 
process. The new process reduces attorney time and automates workflows, using 
standardized documentation and communications. It also provides clients with a 
more efficient process and better reporting.


Firm-wide Practice Management System

Our client had grown rapidly by acquisition and required a firm-wide practice 
management system that would integrate matter management, pricing, and legal 
project management with key firm systems (DMS, enterprise search, financial 
management, time entry, task management). 


We undertook a substantial change management program to facilitate the 
introduction of a new work paradigm for the firm, and coordinated the work of 
multiple vendors involved in the project. We also developed over one hundred use 
cases based on detailed analysis of attorney workflows. These use cases are the 
core of a SharePoint-based practice management system that is scheduled for 
release in early 2018.


Firm-wide Legal Service Delivery Improvement Project

Our client wanted to change its service delivery model. Our team conducted 
thorough business requirements gathering and analysis. We recommended a series 
of strategic initiatives, including a new intranet and extranet, a client-facing service 
portal, new software systems, enterprise search, and legal project management. 
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Over the last four years, we have led and continue to lead projects to support their 
initiatives at all stages, from planning and design through to implementation and roll-
out. Our team also manages the projects, develops change management programs 
to maximize adoption, coordinates the work of multiple vendors, and represents the 
firm in discussions with vendors on complex projects.


New Business Intake and Conflicts Clearance

In order to compete effectively in its market, our client needed to reduce the time it 
took to open new client and new matter files. At the same time, it wanted to move 
away from its paper-based system, simplify the process for attorneys, and continue 
to gather important business development data at intake. 


We worked with the risk management and conflicts team to map and redesign the 
entire new business intake and conflict resolution process. Improvements included 
simplified electronic forms for requests, redesigned workflows, and single-piece 
(rather than batch) handling of all requests. The results far exceeded their goals, 
allowing them to reduce the time to generate new client/matter numbers from 5-7 
days to less than one day, and to reduce the risk management team’s backlog to 
zero. 


Bill Generation Process Improvement Project

Our client wanted to improve its process for generating monthly invoices. The 
project focused on reducing the time required by the attorneys to review and revise 
draft bills, eliminating errors, streamlining the bill generation process on the 
administrative side, and developing a process for electronic billing.


We worked with a team of partners, associates, and billing clerks to map the entire 
bill generation process. We then helped the team develop an improved process that 
eliminated a significant number of steps, reduced the opportunity for error, facilitated 
electronic billing, and incorporated automated workflows to simplify the process for 
attorneys and support staff. Attorney adoption of their new digital review process 
was over 35% within the first few months, and over 60% were viewing their bills in 
digital form. Although cost reduction was not a goal of the project, the new process 
reduced their annual postage costs by approximately 70% and yielded significant 
savings in stationery and printing costs. 


Corporate Search Process Improvement Project

Our client needed to decrease the administrative burden on attorneys and paralegals 
for work associated with corporate searches. They wanted to reduce attorney 
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involvement, create more effective search reports, and move more work to existing 
corporate service resources. 


We worked with a team of attorneys and paralegals to map and optimize the 
corporate search process. The new process standardized search and reporting 
processes, reduced the number of steps, reallocated work between resources, 
created bandwidth to take on additional work, and allowed the firm to better meet 
the needs of attorneys and clients in less time and at less cost. Execution of the 
project is ongoing, but many improvements were immediately approved. Please see 
our recent article on this client’s experience.
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Tom’s enthusiasm is palpable. His ability to synthesize the feedback we’re 
hearing and discuss it with our COO and our Chairperson is amazeballs. 

The discussion and enthusiasm generated under your fantastic facilitation has 
already led to positive incremental action for onboarding our next new lateral.

http://gimbalcanada.com/blog/2016/7/28/buy-in-when-the-managing-partner-gets-out-her-sharpie.html
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Our Team

The PPI Group brings together industry leaders from two consultancies: Fireman & 
Company and Gimbal. 


Our integrated practice allows us to concentrate our efforts on our clients’ business needs, 
combining tools and approaches to design solutions that lawyers will actually use. 




Tom Baldwin has established himself as globally recognized thought 
leader and expert in practice management and economics, 
information management, legal technology, and knowledge 
management. Tom’s deep understanding of law firms comes from a 
20-year career that includes roles as Chief Information Officer and 
Chief Knowledge Officer at Cadwalader, Wickersham & Taft, Reed 
Smith, and Sheppard Mullin Richter & Hampton.  As CKO at Reed 
Smith, he built and ran one of the first, and largest, global pricing and 
LPM team in the legal industry.


As a partner at Fireman & Company, Tom specializes in building and 
leading teams aimed at improving firm efficiencies, profitability, 
attorney working practices, and user experiences. He understands 
how to align law firm financials and business practices with legal 
processes, attorney behaviors, and best of breed legal technologies. 
Learn more…




Karen Dunn Skinner is Gimbal’s co-founder and CEO. She’s a Lean 
Six Sigma Black Belt and an attorney with over 18 years of experience 
practicing law in Canada and Europe. She combines her deep 
understanding of the legal industry with her training in Lean Six Sigma 
to provide practical solutions to the competitive and budgetary 
pressures on practitioners and clients alike. 


Karen is an expert in Lean and process optimization. Her work 
adapting Lean’s business improvement strategies to the legal industry 
has made her a recognized leader in legal practice innovation. She’s 
taught Lean and process improvement to thousands of lawyers and 
legal professionals, and led process improvement projects in large and 
small law firms, and in the legal departments of government agencies 
and multinational companies across North America. Karen was a 
member of the Quebec Bar for over 20 years. Learn more… 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http://www.firemanco.com
http://www.firemanco.com
http://www.gimbalcanada.com
http://firemanco.com/tom-baldwin/
http://gimbalcanada.com/our-people/


Our Team January 2018

Joshua Fireman is Fireman & Company’s founder and president. He 
has practiced law with two of North America’s largest law firms, and 
was in-house counsel at a multi-billion dollar multinational corporation. 
Joshua is recognized as one of the leading experts in law firm 
strategic consulting, and is a recognized thought leader in areas such 
as knowledge management and change management. 


With a decade of consulting experience, Joshua has advised clients 
on the development of firm strategies, knowledge management, 
change management and client collaboration strategies. He has led 
complex engagements executing strategic plans, including the 
implementation and integration of portals, enterprise search, file, 
document and email management, and records management. Learn 
more…




David Skinner is a co-founder and the President of Gimbal and a 
certified Lean Six Sigma Sensei with over 20 years experience 
practicing law. David spent more than 10 years in large, international 
law firms in Canada, Europe, and the UK, and the second half of his 
career in-house in the venture capital and biopharma industries. David 
combines his profound understanding of the practice of corporate and 
intellectual property law with the perspective he gained as a client, to 
help lawyers improve their practice, performance, and profitability. 


David is a change management expert and a recognized leader in the 
application of Lean to the legal profession. Since founding Gimbal, 
he’s facilitated successful improvement projects in law firms and legal 
departments across North America, and taught Gimbal’s unique 
LeanLegal™ approach to thousands of lawyers and legal 
professionals. David was a member of the Quebec Bar for 25 years, 
and remains a member of the Bars of Massachusetts and New York. 
Learn more… 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http://firemanco.com/joshua-fireman/
http://gimbalcanada.com/our-people/
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Thought Leadership

Our team writes and presents regularly on issues related to performance, profitability, and 
innovation in the legal industry. For more insight into our approach to innovation in the legal 
profession, we recommend you see our blogs, The Lean Law Firm and Prism Legal. You will also 
find articles by Ron Friedmann, Karen Dunn Skinner, and David Skinner on LinkedIn Pulse. We are 
invited to speak regularly at conferences and events across North America. Recent and upcoming 
engagements include:


Building the Foundation: A Q&A Panel on Project Management and Process Improvement Programs 
(Karen Dunn Skinner, Panelist, P3 - The Practice Innovation Conference, 16 May 2018)


Robots Gone Wild: Mind-bending Videos and the Extraordinary Implications of Intelligent Machines

(Ron Friedman, Co-Moderator, College of Law Practice Management Futures Conference, 27 
October 2018)


Lean Practice Management: A two-part workshop series

(Karen Dunn Skinner and David Skinner, Presenters and Workshop Facilitators, International 
Practice Management Association, New Orleans, 12 October 2018)


Prosper in Flat Times: Sell More, Reduce Cost, Improve Service

(Ron Friedmann, Keynote Speaker, Day 2, Lexpo - The Legal Innovation Event, Amsterdam, 8-9 
January 2018)


Practical Legal Project Management: Kickstarting an LPM Initiative

(Tom Baldwin, Presenter, Association of Legal Administrators’ Annual Conference, Denver, 4 April 
2018)


Improving “How” We Work: Legal Process Improvement in Business and Administrative Functions

(Karen Dunn Skinner and David Skinner, Presenters, Association of Legal Administrators’ Annual 
Conference, Denver, 4 April 2018)


Five Practical Steps to Drive Profit and Performance in Your Law Firm

(Tom Baldwin, Karen Dunn Skinner & Ron Friedmann, Webinar, Ark Group, 23 March 2018)


Artificial Intelligence: Use Cases in Law Firms

(Ron Friedmann, Moderator, 12th Annual Ark KM Conference, NYC, 27 October 2016)


A Picture is Worth a Thousand Emails: Managing complex transactions with stickies and a 
whiteboard

(Karen Dunn Skinner, Presenter, Legal Management Redux, Toronto, 5 October 2016)


Experience Management is Hot Again?

(Joshua Fireman, Presenter, Legal Management Redux, Toronto, 5 October 2016)


Implement Legal Project Management with Delivery Optimization

(David Skinner, Panelist, LegalTech Toronto, 22 September 2016)
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http://www.gimbalcanada.com/blog/
http://www.prismlegal.com
https://www.linkedin.com/pulse/blockchain-affect-your-practice-firm-ron-friedmann
https://www.linkedin.com/pulse/you-can-only-cut-once-why-process-improvement-trumps-dunn-skinner
https://www.linkedin.com/pulse/kanos-coffee-shop-improving-your-legal-process-david-skinner?trk=prof-post
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Contact Us

For more information, please contact us as follows:


David Skinner, Co-founder and President, Gimbal Canada Inc.

david@gimbalcanada.com

514-667-2288
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