


Hackathon for a Better World
Challenge Statement 3: Sustainable Legal Practice

Diversified Career Pathways for a Sustainable Legal Profession

Team name: @Shooklin Co-organised by SAL | DBS | Courts Singapore

The Problem
The current legal profession demands lawyers excel across almost every dimension: legal knowledge, advocacy, business 
development, people management, commercial acumen, time management, and client management.

This "all-rounder" expectation is daunting for young lawyers (3–7 years PQE). Many leave the profession early because they 
perceive they cannot succeed in such a high-demand system where the only recognised path is the partnership track.

Survey Finding: Lawyers surveyed showed no strong agreement on any single factor that would make practice sustainable 
– confirming that a prescriptive, one-size-fits-all solution will not work. Our approach gives lawyers options to chart their own 
path.

Key Stakeholders

Law Firms Businesses / MNCs SAL / Law Society Judiciary / AGC Young Lawyers

The Solution
Diversified career pathways operating on two levels:

1. Within Firms – varied internal roles recognising different strengths
• Of counsel (deep technical expertise), management & leadership (people skills), business development (commercial 

instinct), knowledge management & training roles
• Not every lawyer needs to be on the partnership track – firms can provide diverse progression options

2. Between Organisations – structured secondments via centralised platform
• Secondments administered by SAL / Law Society across law firms, companies, MNCs, and legal service
• Bidirectional: also encourages lawyers from organisations to return to private practice via a structured secondment 

pathway

How It Works

Viability & Feasibility

Phase 1

Pilot Programme
SAL/Law Society administers a 
formal secondment programme 
with a pilot group of law firms and 
companies.

Phase 2

Scale & Digitalise
Expand the pool of participating 
organisations. Build a digital 
platform for matching and 
administration.

Phase 3

Mature Ecosystem
Expand secondment types, build 
long-term frameworks; permanent 
transitions may arise organically 
outside the platform.

Impact
• Retains lawyers in the profession, ensuring a robust and sustainable legal system

• Provides career flexibility at different life stages, reducing burnout and attrition
• Encourages lawyers from organisations to return to private practice via a structured secondment pathway 
• Facilitates two-way knowledge exchange – firms gain commercial insight; companies gain legal expertise

Law Firms

Private practice lawyers
seeking new pathways

SAL / Law Society
Platform

Facilitates, administers
& tracks progression

Companies / MNCs /
Legal Service

In-house roles, judiciary,
AGC roles

Fully Bidirectional. Structured Secondments 



Meet Ethan, a fresh law graduate, 
full of purpose.

Law isn't just a job. 
It's impact, justice and 

prestige.

Gradually, enthusiasm is replaced 
by exhaustion.

o 12–16-hour 
workdays

o Midnight 
deadlines

o Weekend 
calls

o No control 
over schedule

Perfectionistic 
expectations
from senior 
lawyers…

Difficult and 
urgent 

demands 
from clients…

Eventually, Ethan suffers from chronic stress 
and a loss of passion for law itself.

He now faces a painful 
internal conflict.

Stay?
Leave law 
entirely?

Pivot to 
in-house 

roles?

Ethan is no longer one person.
His story represents a broader trend…

Many young lawyers in private practice 
suffer the same fate. 
This phenomenon happens (or rather, is 
happening!) at scale.

Culture & 
Wellbeing

Mindful 
Delegation

People 
Development 

Smart 
Working

The practice of law is a calling to participate 
in the administration of justice.

Future Proofers
Hackathon for a Better World 2026

The Path to a Solution is Sustainable Legal Mark

A voluntary opportunity for participating firms to demonstrate a serious 
commitment to developing young lawyers, strengthening professional culture 
and aligning practices with evolving expectations.





T H E  P R O B L E M

Sarah, 31, a 3 PQE disputes associate.
Works past 10pm. Her mentor is too busy billing to mentor, so
she’s interviewing in-house.

new lawyers say they may leave the profession within
three years (CJ Menon, Mass Call 2026)

D E F I N E

37% billed 63% uncredited: mentoring, training

Lawyers bill ~37% of the day. The other 63% retains teams but earns no
credit.

H O W  M I G H T  W E

O U R  S O L U T I O N

1 Smart communications 2 Rest & growth 3 Mindful delegation 4 Aligned Incentives

Reward not just what’s delivered, but how: how lawyers delegate, mentor, supervise, and whether their people stay.

H O W  I T  W O R K S

1

Certification before anyone supervises.
Leadership counts in promotion.

2

40–60 hours a year inside billable
targets, not on top. Mentoring counts in
appraisal.

3

Sustainability commitments in panel
deals. Fees reward efficiency, not hours.

T H E  P R O T O T Y P E

How it runs

Pilot: two practice groups · six months.

E Easy: credited and scheduled.

A Attractive: counts toward appraisal.

S Social: cohorts create commitment.

T Timely: learning at matter close.

T H E  A S K

To the Future of the Legal Profession Committee: adopt the Fourth Principle and pilot Protected Development Time.

SAL: skills stream alongside CPD Law Society: Legal Leadership Certification SCCA & in-house: commitments in panel
agreements

Discover → Define → Develop → Deliver  ·  JTBD · COM-B · EAST  ·  Team KLS

40–60 credited hours a year, inside the billable target.

Spent on programmes, clinics, debriefs and cohort sessions.

Protected: cancelling needs partner sign-off and a new date.

1 2 3 4

The Principles describe the destination. The Fourth Principle is the road.

Challenge 3: Sustainable Legal Practice  ·  Hackathon for a Better World 2026  ·  SAL · DBS · Singapore Courts









H A C K A T H O N  F O R  A  B E T T E R  W O R L D   |   2 0 2 6

Right Team, Right Time.
Reimagining how legal talent is discovered, developed, matched and 
deployed – an AI-powered micro-gig ecosystem for legal teams. 

T E A M  S E M B C O R P

C H A L L E N G E  
S T A T E M E N T

How may legal workplaces redesign workplace structures, incentives and everyday practices to foster a 
sustainable, rewarding and professionally fulfilling legal practice?

01
T H E  P R O B L E M

02
O U R  S O L U T I O N

03
I M P A C T  &  F E A S I B I L I T Y

faced by junior lawyers and supervising
partners – skills, interests, and willingness
to stretch are not managed with sufficient
intent or efficiency.

1 Burnout & Attrition 
~60% of junior lawyers plan to leave 
practice early; unsustainable workload 
and invisible contributions drive 
disengagement.

W H Y  T H I S  M A T T E R S
If left unaddressed, firms lose junior talent at 
scale, mentorship gaps widen, and hidden skills 
stay invisible – eroding capability, culture, and 
competitiveness across the legal practice.

Practice Passport 

✓✓ Smart Match: A searchable talent
database, supported by an AI resource
assistant, with notifications that match
lawyers to projects and rotations by skill,
interest and expressed willingness.

A I  R O L E
(1) System integration pulling data the firm 
already holds (HR, SharePoint, CLM, 
timesheets, matter management data); and (2) 
AI-assisted resource matching to identify the 
best candidates.

$ Value Proposition
Fair, data-driven talent deployment
and succession planning, combined
with career ownership – enabling
individuals to build their brand, gain
recognition, and step up confidently.

+ Immediate Social Impact
Stronger talent retention through
intentional career development, with
fair opportunities, mentorship, and
recognition for growth.

✓✓ Feasibility
AI integrates internal data and
enables smart, weighted resource
matching to validate skills and
optimise deployment.

◊ Lasting Impact
Aligned succession and diversity
planning with reduced key-person
risk, supported by AI-driven career
pathway mapping.

M E E T  T H E  T E A M

RA

RYAN ANDRES
Legal Operations

RC

RYAN CHEONG
Legal Operations

MARTIN ANGELHUBER
Digital & AI

IL

IAN LEE
Ethics & Compliance 

R I G H T  T E A M .  R I G H T  T I M E .  R I G H T  N O W .

1

Build the 
Profile 

2

Signal 
Interest

3

Match & 
Deploy

4

Feedback & 
Recognition

Blind spot

2 Ad-Hoc Mentorship
Mentorship is inconsistent – some 
juniors get strong guidance while others 
slip through the cracks, with feedback 
often irregular.

3 Hidden Talent 
Niche skills go unrecognized; the same 
few are over-relied while others are 
overlooked, compounding burnout and 
turnover.
Sources: [sal.org.sg] [judiciary.gov.sg]; resources 
cited in the Appendices, conversations and 
informal interviews with colleagues and our 
personal & professional networks.

a unified, portable per-lawyer profile
assembled from projects, colleague
endorsement, human inputs and AI-mined
data, enabling trusted recognition of
capabilities across teams, jurisdictions, and
career stages.

What it enables

✓✓ Develop & Deploy: Structured, periodic
two-way feedback and career guidance on
the passport – plus recognition of non-
billable contributions.

How it works 

S
N

A
P

S
H

O
T
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B E Y O N D  L E G A L
Practice Passports scale beyond legal –
portable across firms, fueling a national skills 
view for SAL and Ministry of Law, and 
adaptable to any corporate function or 
industry.





1
T H E  P R O B L E M

The billable hour rewards time, not value

Hourly billing rewards time over value, quietly encourages inefficiency, and misaligns the interests of clients, firms and lawyers. The strain reaches
everyone.

CLIENTS

Unclear costs make planning harder and can delay
early legal engagement — efficiency feels misaligned
with the value they receive.

ASSOCIATES

Performance is �ed to �me captured as much as
judgment. Autonomy and development give way to
survival mode, fa�gue and a�ri�on.

PARTNERS

Trapped between revenue pressure and team
stewardship — selling hours while clients demand
predictability and innova�on.

FIRMS

Profitable op�cs can s�ll erode trust, culture and
resilience. The model punishes the very efficiency that
clients now expect.

2
T H E  S O L U T I O N

Four value-aligned pricing models

M O D E L  0 1

Fixed Fee

The ma�er is priced upfront from defined scope and
expected complexity. Best for standardized, repeatable
work — gives clients certainty and rewards firms for
efficiency.

M O D E L  0 2

Subscription / Retainer

A recurring fee for ongoing access to defined legal
support. Ideal for startups, SMEs and business teams —
builds long-term rela�onships and smooths revenue.

M O D E L  0 3

Value-Based Pricing

Fees linked to the significance, risk or strategic value of
the ma�er, not �me spent. Suited to high-impact
advisory and mission-cri�cal transac�ons.

M O D E L  0 4

Hybrid Model

A base fee blended with success, scope or milestone
components. For complex ma�ers needing certainty with
flexibility — balances predictability and commercial
realism.

The goal is not just pricing reform — it is a healthier, more sustainable legal profession measured by outcomes, trust and impact rather than the clock.

3
H O W  I T  W O R K S

A staged transformation, not a single switch

4
W H Y  I T  W O R K S

An ethical choice and a strategic business decision

F O R  C L I E N T S

Greater price predictability, clearer budge�ng and a
stronger sense that legal services align with business
outcomes — not elapsed �me.

F O R  F I R M S

Be�er market differen�a�on, more scalable delivery, and
the ability to reward exper�se, process design and
responsiveness.

F O R  L AW Y E R S

Less dependence on raw hour accumula�on; more room to
value judgment, collabora�on and sustainable workload
design.

F O R  T H E  P R O F E S S I O N

A commercial model be�er suited to technology adop�on,
talent reten�on and long-term credibility in the market.

A I :  T H E  A C C E L E R A N T

The real question isn't whether AI arrives — but
whether the model is ready for it.

Cling to hours, and AI becomes a threat: every efficiency gain raises a billing ques�on, and lawyers are torn
between be�er tools and chargeable �me. Price for value, and AI becomes an asset — faster turnaround
and be�er consistency improve client experience while smarter pricing protects profitability.

The conversation shifts from how long the work took to how well the client was served.

The Call to Action
Firms should pilot value-aligned pricing now, instead of wai�ng for market
pressure to force change.

Clients should reward transparency, predictability and innova�on in how
legal services are bought.

Singapore has the credibility and ambi�on to lead this shi� across the
region.

The future of legal prac�ce should be measured by outcomes, trust and
impact — not by the clock.

A  P R I C I N G  F U T U R E  F O R  S I N G A P O R E  L A W

Beyond the Clock
Singapore law firms should move beyond billable hours — responsibly. A reform that serves clients, lawyers, firms and the courts alike.

HACKATHON FOR A

BETTER WORLD 2026

TEAM NOVA

1

PILOT

Firms trial value-aligned pricing on suitable
ma�ers rather than wai�ng for market pressure
to force the change.

2

DEFINE SCOPE

Match each ma�er to the right model — fixed,
subscrip�on, value or hybrid — based on
complexity, risk and client need.

3

INTEGRATE AI

Adopt technology to speed delivery without
penalty, decoupling produc�vity gains from
�me-based revenue.

4

REALIGN TEAMS

Replace u�lisa�on pressure with metrics for
judgment, client impact and development to
protect culture.

5

SCALE & LEAD

Standardise what works across the firm —
posi�oning Singapore to lead trusted, high-
value legal design regionally.





THE CAREER TRANSPARENCY CHART

THE CAREER TRANSPARENCY CHART

I would feel more confident 
about my career progression 

prospects within my firm

I would think twice if an 
offer to work for an offshore 

firm came along

I would feel more in 
control about my career 

in the firm

I would be better able to 
manage my expectations, and 
stress level in my workplace

I would be more likely to remain 
within the profession (in another 

firm or in the same firm)

METRICS
ACTUAL
(In the preceding 
period under review)

DESIRED
(In the period 
following review)

Hours Logged

Hours Billed and Collected

Other objective measurables (to be inserted by HR and firm leadership)

Comparison to peers, a ranking among the cohort within the team/department

MENTOR / PARTNER SATISFACTION

SCALE:
• Does not meet expectations
• Expectations were lowered during the period under review
• Meets expectations
• Expectations were raised during the period under review
• Exceeds expectations

A FRANK CONVERSATION ABOUT
• What worked well
• What needs more work
IN THE REALMS OF
• Learning
• Productivity
• Work attitude
• Leadership
• Potential

FACTORS THAT AID PROGRESSION DECISIONS
ONLY FOR THE REVIEW PERIODS LEADING TO PARTNERSHIP

OUR APPROACH

2

0

A CONFIDENTIAL PRESENTATION BY HR, PREDICATED ON THERE BEING CHANGES BASED ON MARKET FORCES
• How many partners are there expected to be in the next period under review
• Runway length for partnership for that individual
• Monetary value of what is expected within the first x years of partnership
• Power and influence of sponsors
• Presence of detractors

Team Name: THE FIRMLY EXHAUSTED (Members: Delwin Singh, Alexander Fong, Ryan Ling, and Lim Lei Theng)
Concept: CAREER TRANSPARENCY CHART
Hypothesis: Young lawyers are more likely to remain in the profession with transparency and clarity in their 

career progression prospects, shared periodically.

AT THE FOLLOWING 
INTERVALS

REVIEW SESSIONS YEAR 3 
PQE

YEAR 5 PQE
(or the year you are 
due to make Senior 

Associate)

YEAR 7 PQE
(or the year before you are due 

to be put up for Partnership, 
and every year subsequent 

until you are put up for 
Partnership)

Strongly Disagree Disagree Neutral Agree Strongly Agree

REACTIONS

4




