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About the Legal Ombudsman  
 
The Legal Ombudsman scheme (LeO) was established by the Office for Legal 
Complaints (OLC) under the terms of the Legal Services Act 2007 (the Act). The Act 
also established the Legal Services Board (LSB) to oversee the regulation of the 
legal profession in England and Wales. Both the OLC and the LSB are Arm’s Length 
Bodies of the Ministry of Justice (MoJ). LeO’s work supports and aligns with the 
regulatory objectives.  
 
LeO has two core roles. It resolves complaints about providers of legal services that 
haven’t been resolved to customers’ satisfaction – as quickly and informally as 
possible. LeO covers the majority of legal services provided in England and Wales. 
The rules and limits about what complaints LeO can help with are set out on LeO’s 
website.  
 
The second vital part of LeO’s work is sharing learning and insight from the 
complaints it sees. This promotes better complaint handling, prevents future 
complaints and helps drive higher standards in legal services. 
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1. Introduction and summary 
 
Introduction 
 
The final year of our strategy: a critical juncture 
 
As we approach the final year of the OLC’s current strategy period for the Legal 
Ombudsman, we can both look back at significant achievements and ahead to 
significant challenges.  
 
LeO is on track to deliver its commitments for 2025/26 and aims to go even further 
next year. In 2026/27 LeO expects to resolve over 10,000 complaints, a 57% 
increase in output compared to the pre-pandemic period. This is a considerable 
achievement, and reflects the organisation’s focus on continual improvement, 
innovation and digital transformation which have boosted productivity by more than 
25% since April 2021.  
 
LeO has also established great momentum in its programme of learning and insight 
work. So far in 2025/26, it has published two sets of Public Interest Decisions, piloted 
a new Model Complaints Resolution Procedure, introduced its Tailored Support 
initiative for service providers, and launched the Spotlight insight series. It will 
maintain this positive momentum into 2026/27, continuing to support the legal sector 
by sharing its insight and promoting better complaint handling.  
 
But despite both of these major advances, demand for LeO’s help is rising sharply. In 
the first half of 2025/26, new complaints increased by 26% year-on-year, exceeding 
LeO’s worst-case forecasts. By 2026/27, it expects demand to more than double 
compared to 2019/20. LeO is not alone in facing this challenge – evidence of rising 
volumes of complaints is clear both elsewhere in our own sector and in others. This 
creates serious pressure on LeO’s ability to maintain and improve the experience of 
those customers needing its assistance.  
 
This brings challenging questions and difficult choices. We are clear that part of the 
answer must be sector-led change to improve consumer service standards and 
complaint handling. LeO will continue work with regulators and the profession to 
share learning and insights that help support the necessary change. It is right that it 
does so, reflects a central element of the OLC’s strategy, and is a fundamental part 
of being an ombudsman scheme. But sector leadership is required here – LeO does 
not have the means or mandate to deliver culture change in isolation. 
 
In parallel, though, LeO must itself think and act equally boldly about new ways to 
deal with unprecedented increases in demand. Continuous improvement is 
important, but the scale of the challenge significantly exceeds the efficiency gains 
that LeO has already made and those that it expects to make this year and next. So 
in 2026/27 LeO proposes to undertake an ambitious and forward-looking Scheme 
Transformation Review, to ensure the scheme has the agility to deal with the rising 
demand. We very much look forward to hearing your views on what this should focus 
on. 
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In the meantime, it is critically important that LeO enters a new strategy period in a 
robust position, with the strong foundation necessary for further transformation and 
renewal. The hard-won operational improvements achieved in recent years must not 
be wasted, and it is vital that LeO is adequately resourced to meet growing demand.  
 
Equally, we are mindful of the wider economic climate and the difficulties it creates 
for all organisations. For this reason, we are putting forward in this consultation a 
range of budget options for our stakeholders’ consideration. The range includes a 
recommended option (Option 3 – which, including the Scheme Transformation 
Review, represents a 12.1% increase on LeO’s 2025/26 budget), to safeguard 
against the very real operational and organisational risks presented by ever-higher 
demand levels. But it is important to share the real impact of the different options, so 
that the thinking behind the recommended option is transparently clear.    
 
LeO has transformed its service in recent years, with impressive results.  
 
It will need to be radical again.  
 
We respect the size of the challenge but know that we can rise to it by again working 
closely with all those people and organisations interested in resolving and preventing 
legal complaints.  
 
We welcome your feedback on our plans and proposals for the coming year and will 
continue to talk to stakeholders to shape them before publishing final versions in 
spring 2026. 
 
 
 
Elisabeth Davies, Chair, Office for Legal Complaints 
 
Steve Pearson, joint Interim Chief Executive, Legal Ombudsman 
 
Dave Peckham, joint Interim Chief Executive, Legal Ombudsman  
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Summary of consultation questions 
 
Projected demand in 2026/27 
 
1. What insight can you share on the complaint volumes and trends LeO should 

expect to see in 2026/27 in the following areas of law? 
 

a. Residential conveyancing 
b. Wills and probate 
c. Personal injury 
d. Litigation 
e. Family law 
f. Property 
g. Other areas of law (including immigration & asylum, employment and 

criminal) 
 
2. What new or emerging issues might we see in 2026/27, and what impact do you 

think they would have on the volume of complaints LeO should prepare to 
receive?  
 

3. Do you agree with our projection for the numbers of new customer complaints 
LeO should expect to receive in 2026/27? If not, do you think our ‘likely’ and 
‘worst case’ scenarios are too high, or too low?  

 
Transforming the scheme to meet future challenges 
 
4. Do you agree with the proposal that LeO should undertake a review of the type 

described to enable it to identify options for transforming the Scheme?  
 

5. Which areas of LeO’s legislative and Scheme Rules framework, policy approach 
or wider ways of working would you recommend we investigate during our 
proposed review? What changes would you like to see? 

 
Budget options for 2026/27 
 
6. Do you support LeO’s recommended budget option for 2026/27 (Option 3)? 

 
7. Do you support the additional funding provision in the 2026/27 budget options to 

enable LeO to carry out its proposed Scheme Transformation Review? 
 

8. Do you have any comments on the benefits or risks of the alternative budget 
options presented for 2026/27 (Options 1, 2 and 4)? 

 
Business plan activities for 2026/27 
 
9. Do you support the activities we propose in 2026/27 to deliver our strategic 

objective for LeO’s service? 
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10. On which topics, complaint themes or areas of law could LeO most usefully share 
learning and insight to help prevent drivers of demand at source?  
 

11. Do you support the activities we propose in 2026/27 to deliver our strategic 
objective for LeO’s impact? 

 
12. Do you have any other comments or feedback on this consultation and our 

proposed budget and business plan for 2026/27? 
 
How to respond 
 
This consultation is open from 4 November 2025 until midday 16 December 2025.  
 
You can share your feedback to our questions at: 
https://forms.office.com/e/uYtFyVs39x  
 
 
If you have any questions about the consultation, get in touch at: 
consultations@legalombudsman.org.uk. 
 
We encourage online responses wherever possible. If you need to write to us, 
send your response to: Legal Ombudsman, PO Box 6167, Slough SL1 0EH. 
  
We will publish responses to this consultation. Please indicate in your response if 
you think there’s a reason that we shouldn’t publish it. Our legal responsibilities 
around freedom of information mean we cannot guarantee responses can be kept 
confidential.  
 
Next steps   
  
The OLC will review the feedback shared in response to this consultation as part 
of finalising its 2026/27 Business Plan and Budget. 
   
The final Business Plan and Budget will be published in spring 2026, following 
consideration by the Legal Services Board. 
 
  

https://forms.office.com/e/uYtFyVs39x
mailto:consultations@legalombudsman.org.uk
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2. LeO’s work in 2026/27 
 
2026/27 will be the third and final year of the Office for Legal Complaints’ 2024-27 
strategy for the Legal Ombudsman (LeO).  
 
This section sets out the longer-term picture of demand for LeO. It sets out what LeO 
has seen so far in 2025/26, and the progress it has made toward its strategic 
objectives.  
 
It then suggests potential drivers of demand for LeO’s help in 2026/27, the number of 
complaints it is forecasting to receive and resolve, and what this means for the 
experience of people using LeO. 
 
The key activities LeO will deliver in 2026/27 under each of LeO’s strategic 
objectives and aims are included at the end of this consultation. 
 
Demand for LeO over time 
 
As a demand-led service, LeO consults its stakeholders each year to ensure the 
resources it requests match the anticipated demand for its help.   
 
Demand for LeO’s service has grown significantly in recent years, and is rising at an 
unprecedented rate. We project that the volume of complaints received by LeO will 
have more than doubled (+115%) by the end of 2026/27 compared to 2019/20. 
2025/26 has already seen a record 26% year-on-year increase in new complaints to 
LeO – surpassing our worst-case forecasts.  
 
We know that LeO is not alone in experiencing accelerating demand for its service. 
This is visible both elsewhere in the legal sector and across the wider Ombudsman 
and complaints landscape.  
 
The scale of demand presents considerable challenges. For LeO – both in terms of 
how it calibrates and secures the resources it needs this coming year, and in how it 
can best reshape and adapt its service for the future. And for the wider legal sector, 
too: LeO only accepts complaints that have not been resolved for the consumer at 
‘first tier’, so improving levels of service provision and the quality of complaints 
handling are essential in mitigating the increase in demand.  
 
LeO’s experience is consistent with a trend reported across the Ombudsman and 
complaints landscape. Sector-specific drivers of demand, such as the quality of 
complaints-handling, are set against a backdrop of consumers’ growing awareness 
of their right to redress and confidence to pursue complaints – facilitated by the 
accessibility of online advice and channels through which to do so. At the same time, 
there remains a core number of “silent sufferers” who aren’t aware how to complain, 
don’t have the confidence to do so or who don’t believe it will make a difference. 
 
LeO’s analysis indicates a rise in demand across all areas of law, but with residential 
conveyancing being a significant driver. While the nature of complaint issues, such 
as delays and poor communication, remains largely unchanged, there has been an 
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increase in both the complexity and the number of issues escalated in complaints. A 
further marked feature of LeO’s data is that, over several years, standards of neither 
service nor complaints handling have improved – and in some areas, have 
worsened. In 2024/25 LeO found evidence of poor first-tier complaints handling in 
49% of complaints with an investigative outcome.  
 
The chart below shows the expected level of increases in demand to March 2028. 
 

 
The chart below shows the breakdown of areas of law driving LeO’s demand. 
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The table below outlines potential issues that could change demand for LeO in the 
remainder of 2025/26 and over the course of 2026/27.  
 

Issue Potential impact on demand  

The quality of 
service providers’ 
first-tier complaint 
handling   

In 2024/25, LeO found evidence of poor service in 70% of 
complaints with investigative outcomes, and evidence of poor 
complaints handling in 49%. These are unacceptably high 
rates, and key drivers of demand for LeO. Poor sector 
complaint handling will continue to drive demand for LeO in 
2026/27 (see also cultural change driver below).   

Consumer 
sentiment and 
propensity to 
complain 

Legal Services Consumer Panel tracker survey data 
suggests that while overall consumer satisfaction with legal 
services is high (88%), there are significant continuing issues 
with complaints processes, with almost half (47%) unsure 
how to make a complaint. Consumers’ propensity to 
complain may be increased by ongoing economic and cost-
of-living challenges, and by the removal of ‘friction’ in the 
complaints process by increasing use of AI (see also 
generative AI driver below). 
 

High-volume 
complaint issues 

LeO has seen its first complaints from consumers unhappy 
with misleading advertising and the service received from 
legal providers in cases relating to unfair car finance 
commission. Future developments in this area are inherently 
uncertain, but the number of people affected means this 
could drive very significant demand for LeO.  
 

The development 
and use of 
generative AI in 
complaints 

LeO is starting to see the use of generative AI in complaints, 
with emerging evidence suggesting this is both increasing 
the volume of complaints made, and their level of detail. We 
expect both trends to continue in 2026/27, impacting on 
levels of demand and the time it takes to resolve complaints.  
 

Developments in 
the legal services 
market, legal need 
and wider justice 
system 

As a demand-led service, LeO is sensitive to developments 
in the wider legal services market: growth could result in 
more complaints, simply by volume of transactions. 
Complaint volumes in areas of law accounting for large 
proportions of LeO’s casework (e.g. residential 
conveyancing), will be particularly influential in determining 
overall demand levels. This consultation seeks stakeholders’ 
insight and views on this – see page 13.  
  

The legal sector’s 
culture around 
complaints and 
LeO’s insights and 
interventions 

LeO significantly developed its learning and insight 
programme in 2024/25 and 2025/26. It will continue this 
momentum into 2026/27, but alone this will not be enough to 
stem demand increases. A significant shift in complaint 
culture, led by regulators and the profession, is required to 
address unnecessary escalation. 
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So far in 2025/26 
 
LeO has continued its strong underlying performance in resolving complaints. In the 
first half of 2025/26: 
 

• The number of complaints LeO resolved (4,066) went beyond minimum 
delivery forecasts despite operational headwinds resulting from delayed 
budget approval.   

 
• At the same time, new customer complaints rose by 26%, more than 1,300 

additional new customer complaints in the first two quarters alone. Based on 
the demand in the first half of 2025/26 the number of cases requiring 
intervention by early resolution or an in-depth investigation will be almost 
9,000 cases. 

 
• Though demand significantly increased, LeO’s continuous improvement has 

meant wait times have fallen by 22% compared to the same period last year. 
Whilst this is expected to slow as increases in demand flow through from 
General Enquiries, the average wait time stood at 275 days at the end of 
Quarter 2. 
 

• A higher proportion of complaints resolved by LeO in 2025/26 to date are 
those needing an in-depth investigation. This focus on resolving older cases 
has a bearing on overall average customer journey times, which will continue 
to fluctuate depending on the nature and age of the complaints being 
resolved.   

 
• The average time to resolve complaints by early resolution – which represent 

around half of LeO’s resolutions – was 60 days. 
 

• Compared with the same period in 2024/25, LeO has reduced the number of 
in-depth investigations taking more than 540 days to resolve by around 7%, 
with almost 95% of all cases now closing within two years.  

 
• Efficiencies in LeO’s process have delivered an increase of over 10% in in-

depth investigator productivity when compared to the same period in 2024/25. 
 
The table below shows the number of contacts and complaints LeO has received 
and resolved so far in 2025/26, as well as how many cases are waiting to be 
investigated – and revised forecasts for the end of the year.  
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2025/26 Quarter 1 Quarter 2 Quarter 3 
(forecast)* 

Quarter 4 
(forecast)* 

Total 
(forecast*) 

Contacts – revised 
forecast 29,329 29,439 30,000 30,000 118,768 

Original expectation 30,000 30,000 30,000 30,000 120,000 
New customer 
complaints - 
revised forecast 

3,068 3,305 3,528 – 
3,068 

3,528 – 
3,068 

13,652 – 
12,272 

Original expectation 3,528 – 
3,068 

3,528 – 
3,068 

3,528 – 
3,068 

3,528 – 
3,068 

14,112 – 
12,272 

Core demand - 
revised forecast 1,934 1,833 2,382 – 

2,318 3,026 – 2,911 9,175 – 
8,996 

New early resolution 
complaints received 
 

956 938 1,127 –  
1,089  

1,315 –  
1,287 

4,336 – 
4,270  

New in-depth 
investigations 
complaints 
received** 

978 895 1,293 – 
1,191 

1,739 – 
1,596 

4,905 – 
4,660 

Complaints 
resolved - revised 
forecast 

2,031 2,035 2,259 – 
2,165 

2,506 –  
2,427  

8,831 – 
8,658  

Original expectation 2,010 – 
1,843 

2,387 – 
2,188  

2,223 –  
2,034  

2,312 – 
2,100  

8,932 – 
8,165 

Complaints waiting 
for an investigation 
(end of quarter) - 
revised forecast 

3,250 2,979 3,257 – 
3,086 

3,754 – 
3,378 

3,754 – 
3,378 

Original expectation 3,264 – 
2,901 

2,993 – 
2,450 

2,915 – 
2,191 

2,853 – 
1,929 

2,853 – 
1,929 

* The ranges used in these forecasts represent the worst-case scenario (first number), and what LeO 
regards as the likely scenario (second number). 

** Demand currently stalled by resource pressures in LeO’s General Enquiries team is expected to 
flow through from mid-Quarter 3, subject to successful recruitment. 

 
What LeO expects to see in 2026/27 
 
Process improvements, digital investments, and a focus on innovation, efficiency and 
proportionality have seen LeO significantly increase both its output and its 
productivity in recent years.  
 
But whilst LeO expects the number of cases it resolves in 2026/27 to be more than 
50% higher than in 2019/20, the levels of demand it faces are significantly larger still: 
more than 100% higher compared to 2019/20. So far this year, demand has 
increased by almost a quarter year-on-year, exceeding our worst-case projections.  
 
We don’t see obvious reasons to expect this demand to abate in the short term. 
Indeed, as set out on page 9, there are a number of external factors that could 
increase complaints volumes further. 
 



  
 
 

12 
 

As a demand-led service, required to consult annually on its budget, LeO must plan 
accordingly. Given the central importance of estimating likely demand as accurately 
as possible – to ensure LeO has the appropriate level of resourcing to serve the 
sector and those who rely on its help – we would welcome stakeholders’ input and 
feedback on our forecasts. 
 
The demand we have experienced already this year has extended beyond what we 
had considered to be a worst-case scenario. We would particularly appreciate 
stakeholders’ insights on our initial projections for 2026/27, the drivers of that 
demand, and how it could be better prevented at source.  
 
The table below sets out the complaint volumes we expect to receive in 2026/27, 
informed by our latest data for 2025/26. The accelerating nature of demand 
increases and potential for large scale events such as the sector’s involvement in 
motor finance compensation claims, add an elevated risk to LeO’s demand 
forecasting. To combat this volatility, LeO has widened its ranges between likely and 
worst-case scenarios. 
 
 

 Q1 26/27 
forecast* 

Q2 26/27 
forecast* 

Q3 26/27 
forecast* 

Q4 26/27 
forecast* 

Total 
year-end 
forecast 

25/26 likely 
forecast 
(forecast 

variance***) 
Contacts 30,000 30,000 30,000 30,000 120,000 118,768 

(+1.03%) 
 

New customer 
complaints  

3,453 – 
3,970 

3,453 – 
3,970 

3,453 – 
3,970 

3,453 – 
3,970 13,812 – 

15,880 

12,509 
(+10.41% - 

+26.9%) 
 

Core demand 2,477 – 
2,603 

2,508 – 
2,633 

2,399 – 
2,529 

2,477 – 
2,603 

9,861 – 
10,368 

8,996 
(+9.61% - 
+15.2%) 

New early 
resolution 
complaints 
received 

1,106 – 
1,052 

1,137 – 
1,082 

1,028 – 
978 

1,106 – 
1,052 

4,377 – 
4,164 

4,336 
(+0.94%) – 
(-3.96%) 

New in-depth 
investigations 
complaints 
received** 

1,371 – 
1,551 

1,371 – 
1,551 

1,371 – 
1,551 

1,371 – 
1,551 

5,484 – 
6,204 

4,460 
(+22.9% - 
+39.1%) 

* The ranges used in these forecasts represent what LeO regards as the likely scenario (first 
number), and the worst-case scenario (second number). 
 

** Demand currently stalled by resource pressures in LeO’s general enquiries team is expected to 
flow through from mid-Quarter 3, subject to successful recruitment. 
 

*** Forecast variance in this column compares the percentage difference between the forecast figures 
for 2026/27 against the ‘likely’ forecast for 2025/26, accepting the difficulty of accurately predicting 
demand growth with five months remaining of the current financial year.  
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Our demand forecasts are based on our latest data for 2025/26 and trend 
trajectories from previous years. They do not, therefore, model the impact any 
unexpected or developing issues might have on demand for LeO’s help.  
 
We would appreciate our stakeholders’ insight on possible complaints trends in 
different areas of law, on any new or emerging issues that LeO might see – and 
need to prepare for – in 2026/27, and views on our projection for the total number of 
new complaints we should expect to receive.  
 
 

 

 
 

 
 
  

QUESTION 1 

What insight can you share on the complaint volumes and trends LeO 
should expect to see in 2026/27 in the following areas of law? 
 

a) Residential conveyancing 
b) Wills and probate 
c) Personal injury 
d) Litigation 
e) Family law 
f) Property 
g) Other areas of law (including immigration & asylum, employment and 

criminal) 

QUESTION 3 

Do you agree with our projection for the numbers of new customer 
complaints LeO should expect to receive in 2026/27?  
 
If not, do you think our ‘likely’ (13,812 complaints) and ‘worst case’ (15,880 
complaints) scenarios are too high, or too low? 
 

QUESTION 2 

What new or emerging issues might we see in 2026/27, and what impact do 
you think they might have on the volume of complaints LeO should 
prepare to receive? 
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3. Renewal and transformation 
 
Difficult choices  
 
The accelerating increase in demand that LeO faces out-runs the significant 
performance and productivity improvements we have delivered in recent years, and 
what it is reasonable to expect to gain from future efficiency savings from LeO’s 
innovation-oriented approach.  
 
Our consultation must explore how to address this gap, as the impact of not closing it 
would fall principally on consumers of legal services. It is important that LeO is 
adequately resourced to meet growing consumer demand and uphold consumers’ 
statutory right to access and receive a response from our service.  

 
At the same time, we are mindful of the challenging wider economic context, and the 
responses from representatives of legal service providers to previous consultations – 
both on our proposed budget and business plans, and on potential changes to our 
case fee – which have emphasised this point.  
 
This brings challenging questions and difficult choices. We are clear that part of the 
answer must be sector-led change to improve consumer service standards and 
complaint handling. LeO will continue work with regulators and the profession to 
share learning and insights that help support the necessary change. It is right that we 
do so, reflects a central element of our strategy, and is a fundamental part of being 
an ombudsman scheme. But sector leadership is required here – LeO does not have 
the means or mandate to deliver culture change in isolation.  
 
New approaches 
 
In parallel, though, LeO must think and act equally boldly about new ways to deal 
with unprecedented increases in demand, as it has done previously – for example 
the changes to its scheme rules in 2023, the introduction of its ‘early resolution’ 
process in 2022 and several digital transformation solutions across the organisation. 
LeO must consider new solutions and new tools to deliver on persistently high and 
increasing levels of demand. Incremental improvement and continuous innovation 
are important, but the challenge we face is bigger than what efficiency gains alone 
can overcome.  
 
These imperatives – to balance the scale of demand against the impact on those 
who fund us, and the need to think radically about the future – guide our consultation 
this year. And we have adopted a new approach: outlining a range of budget options 
and their differing benefits and costs, given the importance of being transparent 
about the difficult choices we face. These are set out in detail in the next chapter.  
 
As an additional item for each budget option, we are also proposing a focused 
funding provision to resource the research, planning and preparation for a redesign 
of the LeO scheme – if that is something stakeholders support us in undertaking.  
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Scheme transformation 
 
In 2026/27, LeO proposes to undertake an ambitious and forward-looking Scheme 
Transformation Review to ensure it has the agility to deal with the rising demand for 
its help. This review would run alongside LeO’s existing programme of continuous 
improvement, with its focus on efficiency, digital transformation, and innovation.  
 
The work that LeO has done in preceding years to transform its service and 
organisation has radically improved its performance and productivity. Those 
improvements put LeO in the position proactively to look more broadly at the scheme 
itself – its operating parameters, purpose and focus.  
 
As part of the Scheme Transformation Review, we will consult with our stakeholders 
on removing the legal and practical obstacles necessary for LeO to deliver a more 
agile, efficient and proportionate service, and on how to shape the scheme to ensure 
it is equipped to meet the future needs of consumers and the wider legal sector. 
 
The tables below give examples of the areas of focus where it might be possible to 
effect significant change, and a breakdown of our estimate of the cost of conducting 
the review. We would particularly welcome stakeholders’ views and suggestions on 
the particular areas of LeO’s operating framework, policy approach or wider ways of 
working that the review should encompass.  
 
We would also welcome thoughts on the potential areas of significant change that 
would bring the largest positive impact, recognising that significant change can bring 
increased risks and potential adverse effects as well as operational benefits.   
 
 
Potential areas to effect significant change 
 
Primary legislation 
 
Making LeO a more agile, efficient and effective organisation by looking to remove 
the constraints imposed on its day-to-day operation, through a review of the Legal 
Services Act. The way LeO is funded is governed by the Act. A fundamental review 
of the levy and the case fee regime could mitigate the cost to the sector of 
delivering the Scheme and incentivise improved complaint handling and early 
resolution of complaints. 
 
Primary legislation is evidently not within LeO’s gift to amend. Pursuing any 
suggested changes here would be subject to the reform appetite of the Ministry of 
Justice and the limitations of government legislative time. But easing constraints 
imposed by the legislation could give LeO greater flexibility to adapt to societal and 
behavioural changes and expectations. 
 

Scheme Rules 
 
In the absence of legislative change, a fundamental review of the Scheme Rules 
could help manage levels of demand by redefining who can use LeO’s services, 
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what can be complained about, the processes LeO adopts and the wider 
application of ombudsman discretion and proportionality.   
 
Changes to the scheme rules could deliver a radical reform of LeO’s case fee 
regime and in doing so incentivise improved service and first tier complaint 
handling. Consideration could also be given to managing demand through more 
controversial changes such as charging up-front, refundable, fees for using LeO’s 
services. 
 

Case fees 
 
Even without legislative or scheme rules changes, levels of demand could be 
mitigated and poor first tier complaint handling improved through a move towards 
either a full ‘polluter-pays’ approach, a tiered regime, or another more innovative 
solution to LeO’s existing case fee regime. 
 

Transparency  
 
Publishing all ombudsman decisions might deliver a higher deterrence effect due 
to the reputational impact of decision publication. This could encourage better 
service provision, incentivise the earlier resolution of complaints, and reduce 
demand for LeO’s help.  
 

 
To deliver a significant review of the scheme, a broad range of roles will be involved 
in the transformation and review process, drawing on expertise across legal, 
operational, financial, and insight functions. Legal specialists will support legislative 
review and drafting, while the Deputy Chief Ombudsman will lead on risk 
assessment and strategic development. Senior Ombudsmen will help identify areas 
for transformation, bringing deep operational insight. 
 
Operational feasibility will be assessed by Operations Managers, ensuring proposed 
changes are practical and aligned with any amended scheme rules. The Learning 
and Insight team will benchmark other schemes to identify best practices, and the 
Finance Manager will support costing and analysis of case fees and levies. 
In addition to these defined roles, wider involvement from individuals across the 
scheme will be essential to ensure a well-rounded and informed approach. 
 
Delivering the Scheme Transformation Review 
 
Areas of expenditure Estimated cost 
  
People costs £125,122.94 
Counsel fees – scheme and legislation review (x15 hours) £11,250.00 
IT development costs for system changes £50,000.00 
  
TOTAL £186,372.94 
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QUESTION 4 

Do you agree with the proposal that LeO should undertake a review of the 
type described to enable it to identify options for transforming the 
Scheme?  
 

QUESTION 5 

Which areas of LeO’s legislative and Scheme Rules framework, policy 
approach or wider ways of working would you recommend we investigate 
during our proposed review? What changes would you like to see?  
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4. LeO’s budget and resourcing plans for 2026/27 
 
2026/27 Budget Options 
 
In response to the challenges posed by ever-increasing demand in an economic 
climate where budgets are tight, LeO has developed four distinct budget alternatives 
for 2026/27. Each option reflects a different emphasis on competing priorities, aiming 
to highlight and balance the need for operational transformation with the imperative 
to improve customer journey times and deliver ongoing performance gains. This 
chapter outlines the four options and explains the differences between them.  
 
Each option carries different implications for output, unallocated investigations levels, 
and customer experience, and has been reviewed and challenged by the OLC 
Board. To support the ambitious review of the Legal Ombudsman scheme as 
outlined in the previous chapter, an additional Transformation cost of approximately 
£186,000 is presented alongside each budget option to fund the significant work that 
would be involved in that review process.  
 
Alongside these financial considerations, LeO remains committed to pursuing its 
developing programme of learning and insight work. This includes continuing to 
support the legal sector by sharing LeO’s insight and promoting better complaint 
handling – ensuring that LeO not only resolves individual complaints but also 
contributes to wider improvements across the sector. 
 
The central focus points of LeO’s business planning for 2026/27 are:  
 

• Comprehensively reviewing the way that LeO operates, to ensure that it is 
equipped as well as it can be to address the increasing demand for its help, 
delivering for the consumers that rely on its service whilst offering value for 
money and an efficient service to those that fund it. 
 

• Optimising operational delivery in the 2026/27 financial year to ensure that 
LeO enters its new strategy period from 2027-30 having built a strong platform 
for future success, in particular by having reduced the number of people 
waiting for its help.  

 
It is critical, as LeO reviews its operations, plans ambitious changes for the future 
and enters a period of transformation, that the momentum and significant advances it 
has made over the last four years are not lost in the meantime. The budget option 
that LeO therefore recommends is Option 3, comprising an 11.1% increase on 
2025/26 (12.1% including the Scheme Transformation Review proposal).  
 
In LeO’s view, this option – including the additional transformation proposal – best 
balances the need for substantive change to the scheme whilst enabling LeO to 
absorb rising demand and continue to reduce customer journey times through the 
2026/27 change planning period – albeit not to the degree we had originally 
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envisaged in our plans for 2025/26.1 The additional cost of the Transformation 
proposal represents 0.8% of the cost of Option 3.  
 
The table below summarises the four budget options LeO has developed, their costs 
and their different outputs, and is followed by additional tables with more detailed 
breakdowns.  
 
Budget options for 2026/27 
 
 

OPTION 1: A minimum operating budget  
 
5.8% increase (+£1,161,006) on 2025/26  
 
This option would mean accepting that unallocated volumes will increase to a range of 
between 3,816 to 5,458, with a corresponding increase in customer journey times.  
 
It would mean no further increases in resolution centre numbers, relying solely on 
efficiencies to mitigate increased demand. LeO would increase its output, resolving 
between 8,897 and 9,611 cases. 
 
72.2% of the budget increase in this option is attributed to non-discretionary costs. 
 
Including the cost of the Scheme Transformation Review proposal, Option 1 would 
represent a 6.7% increase (+£1,347,379) on LeO’s 2025/26 budget.  
 

 
 

OPTION 2: Absorbing increases in demand only 
 
7.8% increase (+£1,558,532) on 2025/26  
 
This option would mean accepting that volumes of unallocated investigations and 
customer journey times would remain at 2025/26 levels in a range between 3,517 – 
5,161. 
 
It would increase operational staffing by 6.7 FTE alongside further efficiencies to 
enable LeO to absorb increases in demand. LeO would increase outputs to between 
9,017 and 9,734 cases. 
 
54.4% of the budget increase in this option is attributed to non-discretionary costs. 
 
Including the cost of the Scheme Transformation Review proposal, Option 2 would 
represent an 8.7% increase (+£1,744,905) on LeO’s 2025/26 budget. 
 
 

Whilst Options 1 and 2 mitigate the cost of delivery, they represent a retrograde 
step for customer experience and would place LeO in a position at the start of 
2027/28 where it is managing significant volumes of unallocated investigations, 
taking focus away from critical change programmes designed to address 
demand issues in the longer term. 
 

 

 
1 Note: unless otherwise stated, all assumptions and outputs in this consultation paper are based on 
Option 3. 
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OPTION 3: Absorb demand and deliver continued improvement in 
unallocated investigation volumes in readiness for fuller transformation of 
the LeO scheme throughout 2026/27 [Recommended option] 
 
11.1% increase (+£2,229,702) on 2025/26  
 
An increase in operational capacity, to deliver at a level that both absorbs demand – 
increasing outputs to between 9,331 and 10,057 – and continues to reduce 
unallocated investigations to between 2,954 and 4,608. This factors in the ability to 
recruit and onboard 26 FTE Operational staff versus the impact on operational outputs 
in doing so.  
 
39.5% of the budget increase in this option is attributed to non-discretionary costs. 
 
Including the cost of the Scheme Transformation Review proposal, Option 3 would 
represent a 12.1% increase (+£2,416,075) on LeO’s 2025/26 budget. 
 
 
 

Option 3, coupled with the 0.8% additional transformation sum, balances the 
need to invest to maintain customer journey improvements alongside the 
planning and design required for wider scheme transformation. 
 
 

 
 

OPTION 4: Budget required to absorb demand and deliver an acceptable 
ongoing level of unallocated investigations  
 
16.2% increase on 2025/26 (+£3,238,918) 
 
A significant increase in operational capacity, including changing the onboarding 
model to support a substantial number of new investigators over two years. This 
Option would reduce unallocated volumes to between 2,319 and 4,127 in 2026/27, 
and further to around 1,000 cases in 2027/28, a level that has been previously used 
as an acceptable ‘work in progress’ position.  
 
27.8% of the budget increase in this option is attributed to non-discretionary costs. 
 
Including the cost of the Scheme Transformation Review proposal, Option 4 would 
represent a 17.1% increase (+£3,425,291) on LeO’s 2025/26 budget. 
 
 

Option 4 reflects the level of additional resource required to meet the service 
aspirations we set for customers at the start of our existing strategy period, in 
the face of the unprecedented increase in demand for our service we have since 
experienced.  
 
However, there would be a high operational risk associated with large-scale 
recruitment, onboarding, and training demands, which would coincide with a 
significant transformation programme and ongoing continuous improvement 
activities. The financial impact on the sector would also be significantly higher 
than the alternative options presented.  
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A detailed breakdown in the costs for each budget option is presented in the 
following table.  
 
 

Detailed cost breakdown for different budget options (including Transformation)  
 
 Option 1 Option 2 Option 3 Option 4 

 £ £ £ £ 
Staff costs  17,048,437 17,445,963 18,117,132 19,126,348 
Other Staff Expenditure 371,252 371,252 371,252 371,252 
Premises and Facilities 655,872 655,872 655,872 655,872 
Accommodation, Travel & 
Subsistence 33,813 33,813 33,813 33,813 

IT and Telecoms 1,750,620 1,750,620 1,750,620 1,750,620 
     
Other Costs 792,361 792,361 792,361 792,361 
Depreciation 729,465 729,465 729,465 729,465 
Net Interest Receivable after tax (220,134) (220,134) (220,134) (220,134) 
Total Expenditure  21,161,686 21,559,212 22,230,381 23,239,597 
Increase from 2025/26 budget 1,161,006 1,558,532 2,229,702 3,238,918 
% Variance  5.8% 7.8% 11.1% 16.2% 
     
Scheme Transformation Review 186,373 186,373 186,373 186,373 
     
Total expenditure including 
Scheme Transformation 
Review 

21,348,059 21,745,585 22,416,754 23,425,970 

% Variance including 
Scheme Transformation 
Review 

6.7% 8.7% 12.1% 17.1% 

 
 
The differing operational outputs generated by the budget options, and the varying 
levels of unallocated investigation volumes at the end of March 2027 and March 
2028, are presented in the following table.   
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2026/27 
 Option 1 Option 2 Option 3 Option 4 

     
Complaints 
resolved 9,611 – 8,897 9,734 – 9,017 10,057 – 9,331 10,242 – 9,494 

Resolved by early 
resolution 4,377 – 4,164  

Resolved following 
investigation 5,234 – 4,733 5,357 – 4,853 5,680 – 5,167 5,865 – 5,330 
Complaints waiting 
for an investigation 3,816 – 5,458 3,517 – 5,161 2,954 – 4,608 2,319 – 4,127 

     
2027/28 
 Option 1 Option 2 Option 3 Option 4 
Complaints 
resolved 9,339 – 8,772 10,184 – 9,295 10,926 – 

10,004 
11,428 – 
10,532 

Complaints waiting 
for an investigation 4,585 – 7,737 3,494 – 6,669 2,029 – 5,246 1,062 – 4,399 

 
 
Budget Option 3 would enable LeO to sustain the progress it has made, managing 
demand in the short-term while enhancing service levels for both consumers and the 
sector.  
 
Option 3 is a balanced compromise. It would not generate the outputs and service 
level improvements for our customers that Option 4 would bring. But whilst Option 4 
best encapsulates the ambitions we set at the start of our 2024-2027 strategy period, 
the increases in sector-led demand we have seen in the period since then make 
these significantly more expensive to achieve – and practically more difficult.   
 
It is for that reason that LeO believes that Option 3 provides an appropriate level of 
resourcing for 2026/27 as it enters a pivotal year of planning and transformation, 
during which LeO proposes to undertake a redesign of its scheme to ensure it can 
better meet unprecedented levels of consumer demand now and into the future.  
 
Option 3 balances a recognition of the challenges presented by the wider economic 
environment against the need to secure a level of resourcing LeO requires to meet 
the scale of demand for its help, whilst transforming the scheme. Critically, Option 3 
safeguards against the very real danger of operational decline in the face of that 
ever-higher demand; risks inherent in both Options 1 and 2.  
 
We would appreciate stakeholders’ views on the different budget options we have 
set out. 
 

QUESTION 6 

Do you support LeO’s recommended budget option for 2026/27 (Option 3)?  
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Draft 2026/27 budget 
 
Under Option 3, the OLC is proposing a total budget for LeO (including the Scheme 
Transformation Review element) of £22,416,754 in 2026/27.  
 
Of the total increase: 
 

• 53% relates to the additional investigator resource, of which just under three-
quarters relates to reducing LeO’s queue and the remainder to supporting AI 
development and learning and insight interventions. 

• 23% relates to an anticipated 3.25% pay award. 
• 13% relates to other non-discretionary or unavoidable costs excluding pay 

award. 
• 8% relates to the Scheme Transformation Review.  
• 3% relates to other additional resource across the organisation. 

 
Even without additional investment in operational resource, the unavoidable 
expenditure LeO must incur would involve a budget increase of £1,161,006 (+5.8% 
on 2026/27).  
 
This relates to: 
 

• £523,585 for the proposed pay award, anticipating Civil Service pay remit 
guidance. 

• £90,000 depreciation for assets already on the asset register. 
• £74,000 reduction in bank interest receivable.   
• £59,000 IT Application licences. 
• £49,000 on premises cost – service cost on the renewed lease. 
• £38,000 for an increase on both Internal and External Audit fees. 

 
  

QUESTION 7 

Do you support the additional funding provision in the 2026/27 budget 
options to enable LeO to carry out its proposed Scheme Transformation 
review?  
 

QUESTION 8 

Do you have any comments on the benefits or risks of the alternative 
budget options presented for 2026/27 (Options 1, 2 and 4?)   
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Further low-discretion increases include: 
 

• £208,496 increase in General Enquiries resources to manage the increase in 
demand. 

• £48,585 in other staff costs driven by recruitment costs to replace investigator 
leavers. 

• £38,916 for external legal support and advice on complex casework. 
• £26,424 for a new digital learning platform to share insight, guidance and 

training with the sector, and other subscriptions. 
 
 

Draft 2026/27 budget for staff costs and full-time equivalent numbers for 
2026/27, by function 
Salary Expenditure 2025/26 

£ 
2026/27 

£ 
2025/26 

FTE 
2026/27 

FTE 
     
Corporate  3,985,173   4,079,799 60 59.2 
Business Intelligence 310,728 328,080 4.8 4.85 
Corporate (Executive Team) 990,336 976,844 7.8 7.7 
Exec & Board Support Team 154,872 158,004 3 3 
Communications, Engagement 
and Impact 567,862 578,412 9.8 9.6 

Facilities 45,816 47,088 1 1 
Finance 314,196 327,888 6 6 
Human Resources 556,762 574,920 10 10 
IT 503,773 508,651 9 8 
Legal 212,208 243,948 3.6 4 
Programme Management & 
Assurance 

328,620 335,964 5 5 

     
Operations 12,140,780 13,842,777 251 275.5 
General Enquiries Team 1,184,472 1,437,635 34.2 39.2 
Early Resolutions Team 666,636 863,760 13.6 17.3 
Operations Management 322,903 388,098 4 4 
Ombudsman 2,513,124 2,671,488 38.4 39.3 
Investigations 6,834,925 7,876,528 149.8 166.8 
Service Improvement and 
Quality 

618,720 605,268 11.04 8.84 

     
Other 177,048 194,556   
Staff Awards 138,036 151,692   
Apprentice Levy 39,012 42,864   
     
Total Salary Expenditure 16,303,001 18,117,132 311 334.6 
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Non-salary expenditure 2025/26 
£ 

2026/27 
£ 

Accommodation, travel and subsistence 21,084 33,813 
Depreciation 637,544 729,465 
Interest receivable (294,318) (220,134) 
IT and telecoms 1,691,985 1,750,620 
Other costs 725,891 792,361 
Other staff costs 295,512 371,252 
Premises and facilities 619,980 655,872 
Total non-salary expenditure 3,697,678 4,113,249 
   
Total 20,000,679 22,230,381 
Scheme Transformation Review - 186,373 
   
Total costs (including Scheme 
Transformation Review for 2026/27) 20,000,679 £22,416,754 

 
With an increase of 26 FTE operational staff, LeO would have the capacity to resolve 
complaints and continue to improve customers’ experience in the face of 
unprecedented demand, as well as to adopt a longer-term transformation approach, 
redesigning the scheme to allow it to deliver for the rising number of consumers 
needing to access the service.  
 
Demand outlook 
 
It is important to acknowledge that, due to the volatility in demand and LeO’s 
commitment to redesigning its scheme, forecasting beyond 2027/28 remains highly 
uncertain.  
 
Potential changes to primary legislation and/or the scheme rules have yet to be 
explored, and any future developments will require detailed analysis to produce 
reliable projections. The figures expressed for 2027/28 are assumed as the scheme 
operating as-is. If it receives the additional funding necessary to redesign its scheme 
in 2026/27, LeO would establish a new forecasting model to encapsulate scheme 
changes. 
 
The view to March 2028 is set out in the chart below. 
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Value for money 
The OLC and LeO remain committed to working efficiently and providing value for 
money – recognising both the public sector context and the impact of LeO’s funding 
on the legal services sector.  
 
LeO will maintain the robust approach it has taken in previous years to ensure 
efficiency and value are embedded, measured and delivered, including assessing 
spending against the principles of the National Audit Office’s 4 Es model.  
 
Although LeO does not actively report on value for money as a specific metric, it has 
ensured that value has been a central consideration in all its actions and decision 
making throughout 2025/26.  
 
In 2026/27, LeO will deliver and measure value for money across four dimensions: 
 
Economy 
 
• All expenditure is reviewed monthly by the executive team and budget holders to 

ensure costs are necessary and proportionate. 
• Recruitment is tightly controlled and approved against budget and operational 

need. 
• Case fee recovery and debt management processes are actively pursued to 

minimise financial loss. 
 
Efficiency 
 
• Staffing levels are continuously monitored to ensure appropriate resourcing. 
• Operational and corporate processes are assessed and automated where 

possible to reduce error, rework and manual effort. 
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• AI is being deployed to augment staff work, improving speed and output quality. 
• Lean review insights are implemented to streamline workflows. 
 
Effectiveness 
 
• Projects are managed under formal methodology with clear success criteria and 

spend controls. 
• Initiatives are piloted and evaluated before adoption to ensure impact. 
• Quality assurance, complaints and satisfaction insights are used to refine service 

delivery. 
• Casework insights inform improvements in the legal sector and complaint 

handling. 
• Horizon scanning and stakeholder engagement support proactive planning and 

demand management. 
 
Equity 
 
• Budget decisions and service delivery are guided by inclusive practices that 

reflect the diverse needs of the people LeO helps and its wider stakeholders. 
• Equitable resource distribution directs resources where they are needed the most 

to improve access and support inclusive outcomes. 
• Equality, diversity and inclusion-led programme governance promotes fairness 

and transparency in service delivery. 
• Stakeholder-informed improvements are monitored through structured assurance 

processes that evaluate the effectiveness, fairness, and transparency of services. 
 

 
Value for money is embedded in all decision-making at Board and executive levels, 
ensuring that every strategic and operational choice is made with economy, 
efficiency, effectiveness and equity in mind. 
 
Unit cost  
 
The strategic performance metrics LeO adopted from 2024/25 include the cost per 
case for different types of resolution – as shown in the table below. This highlights 
the importance of proportionality in driving value and efficiency, as well as a better 
customer experience.  
 
However, this doesn’t fully address the shortcomings of unit cost – which can’t be 
used to compare across ombudsman schemes resolving very different types of 
complaints, and doesn’t capture the value of schemes’ early signposting, learning 
and feedback activities and general impact on consumer confidence, all of which 
prevent complaints and generate savings for their sectors. 
 
In 2026/27, if LeO’s recommended budget option 3 is adopted, we expect our cost 
per case to be 2.5% (£55) lower than our forecast for 2025/26. This reduction 
translates into a total saving of £500,017, underscoring LeO’s improved efficiency 
and value for money. 
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Description 2023/24 

actual 
2024/25 
actual 

2025/26 
Forecast 

2026/27 
forecast 

Budget  
 

£16.7m £17.95m £20.0m £22.2m 

Cases resolved 
 

7,918 8,270 8,831 10,057 

Cost per case 
 

£2,115 £2,170 £2,265 £2,210 

Cases resolved by early resolution 
 

4,078 4,046 4,336 4,378 

Cost per early resolution £457 £499 £472 £533 

Cases resolved by investigation 
 

3,840 4,224 4,495 5,679 

Cost per investigation 
 

£1,800 £1,680 £1,854 £1,669 

Number of contacts 
 

125,446 117,534 118,768 120,000 

Cost per contact 
 

£134 £153 £168 £185 
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5. LeO’s case fee 
 
LeO charges a £400 case fee when an investigated case is closed, if the consumer’s 
complaint is upheld and if the provider has not taken reasonable steps to resolve the 
complaint themselves. Case fee income must be put towards the cost of running 
LeO, thereby mitigating the level of the overall levy contribution, which is payable by 
the profession as a whole, irrespective of whether they have cause to use LeO’s 
services. 
 
Currently, case fees are charged on around 50% of the cases the LeO investigates, 
which represents only around 25% of all the cases that it closes. In 2025/26 it is 
forecast that LeO will generate around £965,000 in case fees, albeit that a proportion 
of those fees (around 10%) are written off as bad debts each year, primarily due to 
providers having ceased trading. 
 
LeO tested the sector’s appetite for changing the case fee regime in the 2025/26 
business plan consultation process and used the feedback to develop a proposal to 
increase the case fee from £400 to £600 which was formally consulted upon earlier 
this year. Whilst the responses to the recent consultation were supportive of the 
proposed increase, LeO noted a marked increase in the appetite for a more radical 
review. 
 
Having reflected on this renewed sector appetite, the uncertainty that would be 
created by making multiple changes to the case fee regime in relatively quick 
succession, and external factors including the Government’s deregulation and 
growth agendas, the OLC and LeO decided not to pursue the inflationary increase to 
the case fee, but rather to investigate the potential for a radical forward-looking 
review of the case fee regime. 
 
As a result, case fees will remain at £400 for 2026/27 and, based on current 
projections, have the potential to generate around £1,136,000 in revenue. As in 
2025/26, this will account for around 5% of the cost of delivering the Legal 
Ombudsman. 

 
LeO firmly believes that case fees could play an integral part in the transformation of 
the Scheme. If structured correctly, case fees could serve as way to incentivise the 
profession to improve its overall customer service and internal complaint handling 
processes, reducing demand for LeO’s services. It could also deliver a more 
significant contribution to the overall cost of delivering the Scheme, reducing the 
financial burden on the profession generally. 

Income source 
  

2025/26 2026/27 Variance % 

Case fee £965,400 £1,136,000 £170,600 17.7% 
Sundry income  £180,000 £180,000 - 0% 
Levy income  £18,855,279 £20,914,381 £2,059,102 10.9% 
     
Total income  £20,000,679 £22,230,381 £2,229,702 11.1% 
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Although a level of change can be delivered by the reinterpretation of the existing 
case fee regime, LeO is of the view that radical reform and optimisation of the case 
fee regime for the future is something that can only be delivered by a root and 
branch review of the provisions of the Legal Services Act and the Scheme Rules. 
 
Therefore, as an integral part of the transformation agenda, LeO proposes to use the 
remains of 2025/26 and 2026/27 to conduct a root and branch review of the case fee 
regime, benchmarking against and learning from other schemes, and understanding 
the potential financial implications of change on the legal sector and consumers of 
legal services before putting forward a proposal for transformative change. 
 
Given the financial implications of a radical review, any options will need to be fully 
costed and forecast and will require full consultation before being put to Legal 
Services Board and ultimately the Lord Chancellor for approval. 
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6. Enhancing the transparency of Ombudsman decisions 
 
The OLC and LeO have made clear their commitment to transparency – both in 
principle, as a cornerstone of confidence in service providers and Ombudsman 
schemes, as well as in the specific example of LeO’s ombudsman decisions.  
 
Though LeO submitted plans for publishing summaries of Final Ombudsman 
Decisions in 2025/26, the cost at that time was prohibitive and subsequently rejected 
by the Legal Services Board. Rapid changes in technology and AI mean that LeO 
can progress plans toward decision publication. For this reason, it is including in this 
consultation an outline of the indicative steps LeO will take in 2026/27 to move to a 
position that will support publishing full decisions using emerging technologies. 
 
As part of its wider review of the scheme in 2026/27 LeO will: 
 

• Launch a comprehensive consultation with stakeholders on changes we 
believe are necessary to LeO’s legal and policy framework to address the 
obstacles that restrict our ability to publish our ombudsmen’s decisions.  
 

• Redesign how we write and format our decisions, making full use of AI tools 
where possible, to streamline them and significantly reduce the time required 
for pre-publication checks.  
 

LeO’s ombudsmen’s decisions are, by their nature, very detailed, setting out complex 
evidence and needing to withstand legal challenge. Generative AI could help LeO 
deliver standardised outputs that could convey key learnings more effectively to a 
wider audience. 
 
In combination, we believe this will clear the path to publishing our decisions and 
simultaneously deliver considerable operational efficiencies (which will offset some 
of the project costs).  
 
We estimate a delivery timetable of circa 18 months from the point of budget 
confirmation, factoring in the need to consult stakeholders thoroughly about any 
changes to our Scheme Rules and policies.  

 
In previous consultations, LeO has highlighted the benefits, risks, and potential costs 
associated with increasing transparency. While progress has been made this year in 
publishing decisions through public interest disclosure, scaling up this approach will 
require further planning. 
 
We will need to undertake detailed analysis to estimate the costs of delivery, 
including implementation, training, staffing, and potential impacts on output. Further 
information will be included in our upcoming business plan. 
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7. Draft 2026/27 Business Plan activities 
 
Strategic objective for LeO’s service: LeO resolves complaints 
fairly and effectively, providing an excellent customer experience 
 
Aim 1: We will deliver an efficient and proportionate service  
 
This strategic aim is about how LeO delivers its service. It reflects LeO’s commitment 
to resolve each complaint as informally as possible and at the earliest possible 
opportunity. It includes LeO’s work to identify and make improvements and 
efficiencies to how it works, so it’s increasingly efficient and provides good value for 
money.   
 
In 2026/27, LeO will:  

 
• Respond to sustained and accelerating volumes of complaints. We expect to 

receive 17.5% more in-depth investigations and to increase resolutions by almost 
8% to over 10,000 complaints.  
 

• Resource our service so it can continue to respond to increases in demand 
across all areas, reduce the number of people waiting for their investigation, and 
further reduce customer journey times.  
 

• Implement process changes as a result of the Lean review pilots designed, 
tested and completed in 2025/26, with a continued focus on improving the 
investigations process – increasing investigator productivity to deliver a quicker, 
more efficient service.  
 

• Implement artificial intelligence via Copilot solutions across all areas of 
operations, using learning from 2025/26 development and testing initiatives. This 
will help us remove administrative costs and deliver more efficient written work, 
supporting the resolution of more complaints and bringing down waiting times.  
 

• Deliver front-end digital solutions to help mitigate the significant impacts of 
sustained increases in demand on LeO’s General Enquiries team, with a 
particular focus on reducing and removing repetitive manual process.  
 

• Build on previous years’ work to optimise both our quality framework and 
investigator support and development programmes, exploring technology 
solutions to support high-volume quality testing with focused support around 
quality from the outset.  
 

• Use insights from our enhanced quality framework to drive service 
improvements and strengthen the overall customer experience. The framework 
provides greater granularity across casework outcomes, enabling us to identify 
specific issues and implement targeted interventions, helping ensure 
investigators deliver a consistent, transparent, and high-quality service that 
customers can trust.  
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Aim 2: We will give fair, high-quality outcomes that make a difference 
 
This strategic aim is about what LeO provides – its standard of service and 
resolutions to complaints. It reflects LeO’s commitment to ensure every complaint 
people bring to us has a fair and reasonable outcome – and whatever that outcome, 
to ensure consumers and service providers have an excellent experience. It covers 
LeO’s internal quality assurance processes, as well as how it asks for and uses 
customers’ feedback to improve its service. 
 
In 2026/27, LeO will… 
 
• Use our framework to ensure that, whatever route a complaint takes through our 

service, it strikes the right balance between access to justice and 
proportionality – and that LeO’s standard of service meets our customer service 
principles.  
 

• Ask both consumers and legal providers about their satisfaction with their 
experience of LeO and use their feedback to identify improvements to our 
ways of working, processes and communication.  

 
• Ensure that our outcomes remain fair and reasonable, and provide 

appropriate redress and/or reassurance to our customers, by using insights from 
our quality and support frameworks as well as feedback from service complaints 
and legal challenges.  

 
• Ensure that our multi-disciplinary team remains central to how we support the 

needs of people experiencing vulnerability, and we'll continue to promote and 
utilise this approach.  

 
• Continue to identify best practice from comparable organisations to 

incorporate into our own service, for example through active membership of the 
Ombudsman Association and customer service-focused networks.  
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Aim 3: We will be accessible to everyone who needs us 
 
This strategic aim is about who LeO delivers its service for. It reflects LeO’s 
commitment to ensuring everyone who needs LeO’s independent and impartial help 
is able to access our service. This includes whether and how people reach LeO in 
the first place, and how easily they’re able to use our service to get their complaint 
resolved. 
 
In 2026/27, LeO will… 
 
• Continue our drive to provide an equitable and inclusive service, customer 

journey and experience.  
 

• Work with customers and customer groups to understand issues with access to 
our services and adopt an ‘inclusive by design’ approach to developing 
services.  
 

• Review our customer-facing policies to ensure that disadvantage is removed, 
and that the customer voice is central to these reviews.  
 

• Explore and challenge our data sets highlighting any disparities in service 
provision and outcomes (both across the sector and within LeO), so that we 
can actively hold ourselves and the sector to account when implementing actions 
to address disparities.  
 

• Improve our reporting processes to help us gain a clearer understanding of 
customers’ reasonable adjustments, enabling us to track this both numerically 
and thematically. We will use insights from this enhanced reporting to inform 
future staff training and strengthen our customer service.  
 

• Alongside this, prioritise investment in systems that more effectively capture 
and record vulnerabilities, and the actions taken in response. We will work 
closely with both consumers and service providers to better identify where 
support and reasonable adjustments are needed.  
 

• Partner with the Business Disability Forum to progress towards achieving a 
Disability Confident Level 3 accreditation, reinforcing our commitment to 
disability inclusion.  

 
 

 
  

QUESTION 9 

Do you support the activities we propose in 2026/27 to deliver our strategic 
objective for LeO’s service? 
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Strategic objective for LeO’s impact: LeO’s independent voice and 
experience lead to improvements in legal services 
 
Aim 1: We will build LeO’s profile and impact as an independent voice 
for improvement 
 
This strategic aim is about ensuring LeO’s voice is heard. It reflects LeO’s 
commitment to share our independent view of legal services – using the right 
platforms and channels to reach the people who need to know. It includes making 
the outcomes we reach more transparent, so they can help inform consumers’ 
decisions about choosing and using legal services. This supports work under the 
OLC’s first strategic objective to ensure LeO’s service is accessible to everyone who 
needs it. 
 
In 2026/27, LeO will:  
 
• Shine a light on poor practice to highlight serious service failings. We will 

build on the work we started in 2025/26 by continuing to publish Public Interest 
Decisions every quarter, making use of our unique insight to help drive 
improvements in standards of service and complaints handling in our sector.  
 

• Build stronger relationships with our network of key stakeholders. We will 
engage with stakeholders in a focused and strategic way, guided by our 
communication and engagement priorities, to ensure our insight effectively 
reaches those who can act on it. We will engage stakeholders on the OLC’s 
future strategy-setting process for the 2027-2030 period.  

 
• Strengthen our external communication channels. We will extend the reach of 

LeO’s insights by developing our communication channels. We will focus 
particularly on making more effective use of social media, increasing the number 
of subscribers to LeO News, and growing our media presence and profile. 

 
• Improve our systems for identifying opportunities to share our insight. We 

will develop our horizon scanning and intelligence-gathering processes, and our 
data reports and analysis, to help us identify and share relevant, timely and 
impactful insight.  

 
• Streamline our corporate reporting to prioritise resource on impactful learning 

and insight work. Having first reviewed LeO’s suite of corporate reports, including 
our annual report and accounts and our business plan and budget, we will deliver 
more efficient and impactful publications.  

 
• Further enhance the awareness and accessibility of our service. We will use 

the richer insight we are capturing about the profile of our customers to ensure 
that we reach those who need our help. We will continue to participate in legal, 
complaints and customer-service focused networks to raise awareness of our 
work.  
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Aim 2: We will share learning and insights that lead to better legal 
services for consumers  
 
This strategic aim is about how LeO helps raise the standard of legal services. It 
reflects LeO’s commitment to understand what’s causing the complaints we see, and 
ensure this informs improvements in services consumers receive. It includes how our 
systems, data and people help us to identify insights, and ensure these reach people 
who can take action. It covers the information we publish and learning opportunities 
we deliver to help this happen. 
 
In 2026/27, LeO will:  
 
• Develop and extend our published insight resources, targeting the issues 

and areas of legal services that drive demand. We will build on the launch of 
our new Spotlight series in 2025/26 and publish six further editions. We will add 
to this by exploring the potential of sharing more detailed insight on priority topics 
where this would add value. We will add at least 40 new case studies to our 
website to help providers improve legal services.  
 

• Enhance the data we publish. We will publish three sets of quarterly complaints 
data and one annual complaints insight report. We will explore ways of evolving 
our data publications to make the insight they contain more impactful, for 
example by integrating our quarterly complaints data with our ombudsman 
decisions data.  

 
• Improve our insight, data and trend analysis. We will develop our analysis of 

cases and complaints data to improve the scope of the insight and emerging 
trends we can share, and the speed with which we can share it. We will continue 
to strengthen our internal networks to surface and share more insight from our 
casework.  

 
• Use technology to increase the efficiency and impact of our 

communications. We will further integrate the use of AI tools into our insight and 
engagement processes to make them more efficient and impactful.  

 
• Measure and evaluate our insight-sharing to inform future work. We will use 

best practice frameworks to develop and refine our approaches to measuring the 
impact of our communications and the insight we share. This will support our 
focus on continuous improvement, the effective targeting of our work, and the 
evaluation of the OLC’s 2024-27 strategy.  

  

QUESTION 10 

On which topics, complaint themes or areas of law could LeO most 
usefully share learning and insight to help prevent drivers of demand at 
source?  
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Aim 3: We will use our experience to help legal providers improve their 
complaints handling  
 
This strategic aim focuses on how LeO’s insights can help improve how the legal 
sector handles complaints. It reflects LeO’s commitment to understand the quality of 
legal providers’ response to complaints, and to share what we’re seeing to help them 
improve this. It includes how our systems, data and people help us to identify 
insights, and ensure these reach people who can take action. It covers the 
information we publish and learning opportunities we deliver to help this happen.  
 
In 2026/27, LeO will: 
 
• Launch our sector-wide Model Complaints Resolution Procedure. Building 

on the pilot undertaken in 2025/26, and feedback from our engagement with 
stakeholders, we will publish and share our flagship best practice tool for the 
legal sector. We expect the MCRP to improve standards of first-tier complaint 
handling and, ultimately, outcomes for customers.  
 

• Deliver tailored complaints-handling support. We will continue to embed the 
delivery of tailored complaints-handling support for those legal service providers 
generating high volumes to LeO – helping to reduce demand at source and 
generating insights into the return on investment of this type of engagement. 

 
• Share knowledge and learning from our casework. We will create further best 

practice guidance and tools to help legal service providers improve their 
complaints handling, informed by our own intelligence and engagement with the 
sector. We will maintain our Technical Advice Desk service for legal providers 
seeking guidance on how best to resolve issues early.  

 
• Expand the reach and profile of our digital learning platform. We will 

continue to develop the scope of the learning platform launched in 2025/26 as the 
‘go-to’ resource for LeO’s knowledge and training resources.  

 
• Use our forums and engagement to help drive improvements in first-tier 

complaints handling. We will engage with the legal sector, regulators and 
consumer representatives to embed the MCRP and identify further opportunities 
to improve standards of first-tier complaints handling, including through regular 
meetings of our Regulator Forum. 

 

 

QUESTION 11 

Do you support the activities we propose in 2026/27 to deliver our strategic 
objective for LeO’s impact? 
 


