INSIGHTS BRIEFING - SEPTEMBER 2026

The Professional Firm Opportunity: Buy,
Digitise, Centralise and Build a Brand

A four-page summary of the consolidation thesis for UK accounting, legal and architecture practices.

Thethesis

Thousands of UK professional practices are technically strong but commercially small: partner-owned, locally
known, duplicating back-office costs and too small to fund real marketing. Many face succession questions. An
acquirer that buys trusted firms, moves them onto one digital platform, centralises shared operations and
regroups talent into specialist desks can create something none of the firms could alone: a recognisable brand
with the budget, volume and proof to be chosen.

Evidence signals

Accounting 80% of participating mid-tier firms had made an acquisition; 67%  ICAEW, 2025 mid-tier research
expected another within three years.

Legal 82% of small firms thought technology could improve consumer SRA, 2025 small-firm technology
value; only 4% saw no adoption barriers. research
Legal Growth, retention, succession, technology and geographic Law Society, 2025 mid-sized firms

expansion named as priorities.

Architecture Reported Al use rose from 41% (2024) to 59% (2025); smaller RIBA Al Report 2025; RIBA market
practices most pessimistic about workload. reports
Precedent UHY repositioned around forensic accounting: reported 400% Sandeep Juneja client work

revenue growth, staff 31 to 96, offices 1 to 4.

Sample-based findings should not be projected across every UK practice.
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OPERATING MODEL

Five levers of the network

1. Acquire trust Buy established firms with loyal clients, good regulatory Client base, licences, local
history and succession needs. reputation
2. Digitise Move to shared cloud practice management; template and Capacity, consistency, data

automate repeatable work; govern Al use.

3. Centralise Finance, HR, IT, billing, compliance and risk run as one Lower overhead, stronger controls
shared-services team.

4. Specialist desks Regroup talent by expertise across offices, serving clients Depth, pricing power, proof
network-wide.

5. Build a position Pool marketing budgets behind one brand with specialist Demand no single firm could buy
sub-positions.

What to centralise — and what not to

Finance, payroll, billing, collections Client relationships and partner accountability

IT, cyber security, data protection Regulated sign-off and professional judgement
Compliance monitoring, client-money controls Local market knowledge and community presence
Knowledge, templates, marketing and content Named experts clients already trust

Transformation sequence

Phase 1 Thesis and target map - Phase 2 Platform before scale - Phase 3 Acquire and integrate in waves -
Phase 4 Launch specialist desks - Phase 5 Brand and demand engine.
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RISKS

Whereroll-upsfail

How it shows up Mitigation

Client attrition

Talent flight

Integration overload

Financial engineering

Governance failure

Brand dilution

Clients follow departing partners or dislike the new
brand.

Key people leave when autonomy or culture
changes.

Acquiring faster than systems and people can
absorb.

Debt-led growth outruns operational improvement.

Weak oversight of client money or files — cf. the
Axiom Ince collapse.

A generic network brand that says nothing.
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Earn-outs, retention agreements, staged
rebranding

Equity participation, clear desk roles, career
paths

Platform first; wave-based integration

Model cash conversion; cap leverage

Central controls, independent audit, regulator
engagement

Specialist positioning backed by proof
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REGULATION

Regulatory consider ations

Accounting ICAEW, ACCA and other RSBs;  Audit registration and ethical standards; ownership rules for audit
FRC for audit firms; PE investment scrutiny on independence.

Legal SRA; Legal Services Board; Non-lawyer ownership requires ABS licensing; client-money
ABS licensing protection; file transfers; COLP/COFP roles; SRA growth-strategies

expectations.

Architecture ARB (registration); RIBA Title 'architect' protected; ARB code applies to individuals; PI
(chartered practice) insurance continuity; RIBA chartered-practice criteria.

All ICO; FCA where relevant UK GDPR and confidentiality in shared services and Al tools; AML

supervision; PI run-off cover for acquired firms.

Next step

Score your own readiness with the interactive assessment at
sandeepjuneja.com/insights/professional-firms-buy-digitise-centralise-position, or book a free 20-minute
discovery call to test a consolidation or positioning thesis.

This briefing is strategic commentary. It is not investment, legal, regulatory, tax or valuation advice. Verify regulatory requirements
with the relevant bodies and professional advisers before acting.
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