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● Employs c.1,200 people

● Administers £2bn of public money (representing >22% of overall MoJ spend in 2022/23) 

● Processes >400k applications for legal aid (2021/22). 94% of civil applications were processed within 20 

working days except for the most complex cases and 100% of criminal legal aid applications were processed 

within 2 days.

● Processes 1.2m bills (2021/22).  99% of bills were processed within 20 days against a target of 90%.

● Answers 130,000 calls to our call centres (2021/22)

● Contracts with c.2,200 civil providers; c.1,600 crime providers and makes payments to c.3,600 advocates

● Majority of staff work in case management teams, handling applications from clients (members of public) and 

bills (from providers - often solicitors) or in contract management teams

● NAO agreement of <1% margin of error

● Deliver 98% initial transactions online, but rely on systems which a majority (85%) are at end of life or 

beyond

Context:

Legal Aid Agency  



Deliver a world-class justice system that works for everyone in society

Changing the user experience of justice - simpler, faster & better for everyone

Reduce reoffending

Protect the public from serious offenders & 
improve safety in prisons

Deliver swift access to justice

Driven by data

We will ensure the 

right data is 

available at the 

right time for the 

right people

Flexible in our 

approach

We will be nimble, 

using automation 

where it is right to 

do so

Led by users

We will create a 

user centred 

mindset & true 

multidisciplinary 

teams

Modernise Courts & 
Tribunals services 

(Reform)

Deliver simple, 

clear, fast services 

for probation 
colleagues

Create simplified 
and more reliable 
access to legal 

aid services

Build a modern 
Lasting Power of 

Attorney

Deliver modern, joined 

up services for prison 

colleagues and 
prisoners

Secure, de-risk and make visible the health of our top 45 business critical systems

Design, deliver and maintain sustainable core technology services and an exceptional workplace technology experience

Build strong digital & technology capability Drive proportionate functional standards Build an open, collaborative culture

Provide 

straightforward & 

sensitive access to 
compensation



Most of our products fit in to one of the following product groupings. These are outline on our 

product strategy for 2023-25.

Enabling access to 

justice for everyone in 

society through easy to 

understand and 

efficient access to legal 

aid services

Applying for legal 

representation in court 

allows for simple and 

efficient access to 

justice to everyone in 

society

Support the 

authorisation and 

assurance of bills for 

legal aid by providing 

accurate, timely and 

accessible information

Fast, reliable and 

accurate payments and 

financial reporting to 

keep Legal Aid 

sustainable and 

available

Information and advice 

strategy document
Applications strategy 

document

Billing strategy 

document

Payments and finance 

strategy document

Supporting the 

outcomes of products 

and services across 

the Access and 

Payments service 

areas

Information and 
advice

Applications Billing Payments and 
finance

Enablers

Our services, users and product teams

How we group our products

LAA Digital – Welcome to LAA Digital

⚠️Work in progress

Access to legal aid Payment of legal aid

https://docs.google.com/presentation/d/1bkcwCWryIDfOcm-MMF06jCAWqNv647af_5POdSSs2PI/edit#slide=id.gfdf50c9dc6_0_24
https://docs.google.com/presentation/d/1xNYVyyhk-saPzWSRwkBrLbCQqkw0RnLSLT0W3O3uLbQ/edit#slide=id.gfdf50c9dc6_0_24
https://docs.google.com/presentation/d/1nl4gOo3IOIhWAOULAF8fwwUqzctjoPVVOXGNq2B9vcA/edit
https://docs.google.com/presentation/d/1IUDV66M8RERX8VwmqtIboI6Yn08iRfI6WJ6fMiOUiO4/edit#slide=id.gfdf50c9dc6_0_24
https://docs.google.com/presentation/d/1U2RhHppVsSbRn8PVq7C_z74RaUQexin5lUSqJMFkxk0/edit


Our services, users and product teams

Information and 
advice

Applications Billing Payments and 
finance

Enablers

LIVE 

BETA

DISCOVERY

RETIREMENT

LIVE  (LEGACY)

ALPHA

22 products in 5 product groups (overview)



Check if you can get legal aid

CCQ
Check if your client qualifies for legal aid 

FALA
Find a legal advisor

CHS 
Call handling system (Civil Legal Advice helpline)

Eligibility platform

LIVE

Apply for civil legal aid 

CCMS Civil applications
Client and cost management system 

Apply for criminal legal aid 

Crime core applications

Review criminal legal 

aid applications

Review civil legal aid 

applications

LIVE

BETA

CIS
Corporate information system 

CCMS Civil billing and all payments
Client and cost management system 

Payments and finance

DART
Data and reporting

CCMS platform
Client and cost management system

LIVE (LEGACY)

Our services, users and product teams

Information and 
advice Applications Billing Payments and 

finance Enablers

CWA
Contracted work administration

(Crime lower and contracted civil)

Claim for payment 
(Crime higher)

Assess a claim 
(Crime higher)

Non-standard crime claims

Billing

22 products in 5 product groups (in detail)

LIVE (LEGACY)

LIVE (LEGACY)

LIVE (LEGACY)

LIVE (LEGACY) LIVE (LEGACY)

LIVE (LEGACY)LIVE (LEGACY)

BETA

BETA

BETA

BETA

BETA

LIVE

BETA

LIVE (LEGACY)

Billing

DISCO

BETA

DCES
Debt Collection Enforcement Service

LIVE (LEGACY)



● Debt can help you achieve your goals

● Debt carries an implied future cost

● Debt can grow to become a significant burden

Technical debt



Policy change

New feature Upgrade DB

Recruit skills

Integrate with 3rd party

Replace legacy

Automate process

Commercial deadline

Fix incidentPatch vulnerability



Technical Debt Trap

Unstructured experimentation

Add new capabilities

Enhance existing capabilities

Manage complexity

Unplanned work / interruptions

Do this:

Unplanned work / interruptions

Add new capabilities

Unplanned work / interruptions

Enhance existing capabilities

Not this: …or this will happen.

Manage complexity



Team name - Deck title

Case study

Tackling problem debt 

in applications for 

criminal legal aid



In summary:The situation 

Time consuming and difficult

Lots of evidence and information required

Multiple steps and manual connection of systems to inject data 



In summary:The IMPACT 
● Gaps in information

● Unnecessary administrative burden 

● An increase in the potential for errors and time taken to process applications

● We believe that this also has an impact on the likelihood and ability of individuals 

to apply for and be correctly assessed as eligible for legal aid



In summary:The CONSTRAINTS 
● The product used for applying for criminal legal aid is owned by a third party supplier

● Any changes are high cost with an extremely long lead time 

● The contract comes to an end in 2024

● The products used for assessing applications are legacy systems which are very risky 

to make changes in

● There is a large scale policy change due to come into effect in 2025 which impacts all 

of the criminal legal aid systems and products



“Why can’t you give us an API so we can 

automatically populate the application with 

information from our own systems?” 

– Solicitor





“Extra processing steps, double searching, 

unlinking-relinking to locate correct case, 

filling out the spreadsheet – all of this added 

to extra stress when processing...as 

caseworkers are aware of time-standards 

and allocation” 

–Caseworker





Our Systems









If… Then…
We simplify evidence requirements and allow 
the person applying to only provide information 
that is:

● The minimum necessary to assess 
eligibility

● Relevant to the circumstances

● Not information we can already access 
from LAA or other government 
departments’ systems

● Validated for errors and completeness

Providers will find it easier and quicker to submit 
an application

Caseworkers will receive more accurate and 
complete information and have to carry out 
less manual work, meaning they can 
process applications more quickly

LAA would find it easier and quicker to 
implement changes and continuously 
improve the application journey



We took on more debt…



But wrote it off on other parts…



It’s a constant trade-off…



If we simply focus on 
tech debt, we’ll only 
solve our tech problems



Process debt Cultural debt Technical debt Policy debt Knowledge debt

Before

Process debt Cultural debt
Tech 

debt
Policy debt

Knowledge 

debt

Now

MVP debt

Process 

debt
Cultural debt

Tech 

debt
Policy debt

Knowledge 

debt

Next

Total problem-space debt

Progress check



How to measure?
Raw numbers Success indicators

● Tech debt: number of systems; lines of code; % 

test coverage

● Process: amount of manual data entry; amount of 

manual process; number of business rules

● Cultural: number of actively involved stakeholders

● Solution: MVP scope and roadmap; 

decommissioning rate; average age of software

● Knowledge: data mapping coverage; 

discovery/alpha coverage

● Tech debt: lead time; deploy frequency; failure 

rate; mean time to restore; chaos/DR/pen 

testing

● Process: time to complete application; time to 

accurate decision; £ per application

● Cultural: stakeholder surveys - attitudes to risk, 

trust in digital, digital transformation

● Solution: delivery success rate

● Knowledge: data availability lead time



In summary:In summary
● Problem debt significantly impacts our flexibility 

● Technical debt is only one aspect of this, there are other types of debt too

● We can't tackle all debt in one go, we often need to take out new ‘loans’

● Making our debt more manageable will allow us to become more flexible and 

meet user needs in our new services

● Setting ourselves up for long term flexibility, rather than just short term stability 



Thank you

ANY questions?


