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From the editor
Welcome to Legal IT Today, the new magazine for the global legal IT community,
launched in association with Legal IT Professionals. Our community is everyone
interested and involved in legal IT: CIOs, IT managers and decision makers, vendors
who develop IT products and services for the legal sector, strategic and technical
consultants, educators, authors, speakers and bloggers and of course the end
users – lawyers, managers and business support professionals in law firms and
other legal services providers. We will feature contributions from across these
groups in every issue as well as collaborating with relevant publications worldwide.

Legal IT Today was prompted by the realisation of a gap in the
market and a desire to fill it. Globalisation and technological
progress have transformed the legal market in a similar way
to other industries, breaking down geographical boundaries.
Economic pressures and liberalisation have made it more
corporate. There are more cross-jurisdictional deals than ever
before, and more international mergers between law firms as
the sector consolidates.
Of course there are regional and cultural differences, but
there are also shared challenges around IT strategy and
management. We include opinion pieces from Janet Day,
director: technology and infrastructure services at Berwin
Leighton Paisner, a UK firm which has seen significant
international expansion, and Ben Weinberger, who crossed
the Atlantic to join Bond Pearce as director of IT and facilities
and is preparing for the firm’s imminent merger that will create
Bond Dickinson. International consultant Chris Bull flags up
more challenges and opportunities on the horizon for leaders
in legal IT.
On the supplier front, I interviewed Neil Araujo, General
Manager ECM at Autonomy, a UK company whose
controversial purchase by US giant HP has been covered
comprehensively by the business and legal press. I wanted to
look beyond the hype and speculation and find out about the
practical implications of developments at this legal IT market
leader.
Another key driver is online connectivity via social media.
Building on the social media success of Legal IT Professionals,
with a LinkedIn group over 37,000 members, and a popular
Facebook page, we decided to launch a publication comprising
features, interviews, opinion pieces infographics and more – to
encourage and facilitate international dialogue between legal
IT colleagues via multiple platforms. Well-known consultant
and blogger Ron Friedmann opens a discussion about clientfacing systems that we will be continuing on our LinkedIn
group which we also invite you to join.

Law firms are making more and better use of social media, as
Nicole Black, author, attorney and director at MyCase, explains
in an article which also offers some guidance. And thanks are
due to John Delaney, leader of Morrison & Foerster’s social
media practice, for allowing us to republish the infographic
on the history of social media, which first appeared in ‘Socially
Aware’, MoFo’s social media law update.
Although we welcome contributions from across the legal
IT community, Legal IT Today will be published quarterly, so
will not include news items like the latest software launch or
industry moves. Please continue to send these announcements
to Legal IT Professionals for immediate publication. Nor will we
publish industry gossip. The idea is to develop a neutral forum
for discussing topics that resonate across our professional
community.
It’s not all about IT, though. We are delighted to showcase
talented artists within the legal IT community and our first
cover credit goes to street photographer Jeff Rovner, managing
director for information at O’Melveny & Myers, who has
written a fascinating feature about the evolution of knowledge
management in law firms.
We are continually looking to improve, so please get in
touch with feedback and suggestions for topics, features,
infographics, and cover images.
It has been my privilege to meet every contributor and thank
them personally, and I would like to thank them here as well. I
should also thank the LITT team for putting up with me!
I hope you enjoy our launch issue.
Joanna Goodman MBA
Editor
joanna@legalittoday.com
http://uk.linkedin.com/in/joannagoodman
@JoannaMG22
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Interview:
What’s happening at
Autonomy?
BY JOANNA GOODMAN

HP Autonomy iManage document management, search and ediscovery software is the
market leader on both sides of the Atlantic, used by 75% of the world’s largest law firms
– including 80 of the AmLaw 100 and 150 of the AmLaw 200.

6

|

LEGAL IT TODAY

Since the recent
debacle following
the high-profile
saga of HP’s
acquisition of
Autonomy,
the subsequent
$8.8bn writedown and the
continuing public
dialogue between HP and
Autonomy founder Dr Mike Lynch, legal
IT competitors OpenText, Recommind,
Worldox and NetDocuments have
offered swap-out deals to firms
using iManage. This has been well
documented in the UK legal IT press
and elsewhere, but what is the real
impact on legal IT? Would firms really
consider an unscheduled replacement
of business-critical software because
of a change in the ownership and
management of the company and a
dispute over its purchase price? After
all, Steve Jobs actually died. There is no
guarantee that Apple will continue its
market leading innovation, but people
still use and love their iPads. When I
mentioned in passing the swap-out
offers to IT directors and CIOs, at major
UK and US law firms, the reaction was
that they would not consider disrupting
their lawyers in this way as long as the
system remained effective.

Have competitors’ swap-out offers
had any impact on Autonomy’s
customer base?
As a market leader, we are naturally a
target – everyone wants our customers.
So far we have seen no impact from
the swap-out offers. Obviously, we
are aware that there is a lot going on
in the press, but we need to focus our
attention on our technology and
our customers.
Notwithstanding the swap-out offers
from its competitors, Autonomy has
continued to win new clients in the past
few weeks.
Of course all our new clients are
swap-outs too and unlike some of its
competitors, Autonomy does not give
away its software. We have a significant
market share which we cannot take
for granted. Nor do we let it go to our
heads. We are continually developing
new features for our customers.
It has been suggested that
Autonomy’s most recent press
release also includes old client wins.
What is your response?
There appears to be some confusion,
possibly because the press release refers
to Norton Rose, which is a long-standing
Autonomy client in the UK, but a new

‘Of course all our new clients are
swap-outs too … We have a significant
market share which we cannot take for
granted. Nor do we let it go to our heads.’
– Neil Araujo
At LegalTech in January, I interviewed
Neil Araujo, General Manager ECM
at Autonomy and one of the original
developers of iManage. We started with
the hard questions around swap-outs
and rumours in the financial pages
that HP might divest the company,
before moving on to Autonomy’s
integration initiatives with HP and its
roadmap for 2013.
Is Autonomy for sale?
HP CEO Meg Whitman has reiterated
her commitment to HP Autonomy and
confirmed that Autonomy has a critical
role in the future of the company.

client in North America. Our press release
coincides with LegalTech, so it only refers
to US clients. Autonomy has had a rough
ride in the press recently. For example,
when Apple’s stock dropped, one
headline was ‘Apple has its HP moment’
– it wasn’t even our bad news!
iManage was developed in 1995,
when document management
was very different. Where is
your strategic focus for the business
in 2013?
The amount of content handled by each
firm has gone up by a factor of 50. Only
ten years ago, a firm might handle 2
million documents. Now firms routinely
handle over 50 million documents.
iManage is designed to handle large
volumes of documents. Another focus
is mobility, where the iManage team is
working on ensuring a secure and userfriendly mobile interface.
The basic premise of document
management remains unchanged.
Document management is defined by
three functions: Availability – users’
ability to access the documents they
require when they need them and from
different devices; Performance – the
ability to access documents quickly and
easily; and Usability which includes
specific features. iManage focuses on all
three equally, whereas some providers
concentrate on additional features to
the detriment of core functionality.
What has HP brought to the party?
iManage is focused on end-to-end ECM
in multiple markets: providing document
management, capture and search as
well as information governance, which
includes data archiving and disposal.
With HP we have integrated iManage
into multifunction printers (MFPs), so
that printing and scanning becomes part
of the system, requiring no additional
hardware or software.
Integrated scanning is also available as
a mobile app – you can use your iPad to
scan and file directly into iManage.
[Araujo demonstrates this by scanning
my business card into the system - it
takes about three seconds. This app is
part of the iManage package, as is MFP
integration.]
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The latest HP tablet – the HP ElitePad
launched in January 2013 offers
complete integration, including a
Windows 8 application.
HP also brings the research resource of
HP Labs, with thousands of engineers
doing tech research to produce
technologies that will help us leapfrog
others in the industry.
Can you outline your roadmap
going forward?
As well as integration with HP storage
products, MFP devices and tablets, our
priorities for 2013 are focused on:
User experience – expectations have
changed dramatically in the past five
years. People are looking for speed and
simplicity – something that just works.
They don’t want to have a lot to learn.
We are developing upgrades to look
at this.
Mobility – beyond access via different
devices, we are developing ways of
increasing iPad productivity by giving
users the ability to mark up documents
– both editing and adding comments.
The idea is to enhance mobile workflow
so that lawyers can comment, approve
or reject clauses or amendments, for
example.
Big Data – utilising big data analytics
to give law firms better visibility into
the data they already have and adding
dashboards that provide quick and
relevant analytics including:
•	The age of a piece of data – i.e.
when was it created
•	How much, how often and how
recently it has been accessed
•	How much privacy is associated with
it – i.e. who can access it

‘Effective law firm
DMS is not about two
or three things;
it involves getting
hundreds of small
details right.’
– Neil Araujo
8
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Social ECM – HP Labs are working on
analysing questions around what makes
particular internet apps go viral. Other
HP research includes redefining search
and introducing KM product changes
based on how users share information
within the organisation. One example
is the ability to share lists of reading
topics relating to a particular project
or transaction. You can drag and drop
search history into a list and share it
directly with individuals and groups
of colleagues. You can search for
individuals and the lists of documents
that they have shared. These new
features support team working and
data mining to provide instant insights
into expertise – i.e. who has authored
particular documents or created
document lists on particular subjects.
When you find a data sheet, you also
find lists of authors and contributors.
These and other features will transform
the way knowledge is mined and
used within the enterprise. Another
key development is IDOL-based digital
marketing, which is being integrated
throughout our products.
What is your view of law firms,
notably Clifford Chance, developing
SharePoint as a document
management system (DMS)?
As I have said before, SharePoint as
a DMS is like a Swiss Army Knife. It
is a general purpose tool. To make it
really effective you have to build on
additional features. Clifford Chance
is spending a lot of time and resource
on this. After three years it is only half
way through the roll-out and older
documents and emails are stored in a
separate system. SharePoint as a DMS
is tantalisingly simple, but law firms
require performance, reliability and
usability at a detailed level and that
creates complexity. Effective law firm
DMS is not about two or three things;

it involves getting hundreds of small
details right. Law firms need to decide
whether they want to get involved
in creating software. In most cases it
makes sense for them to concentrate
on their core business and leave the
software to us!
What are the most common issues
being raised at your LegalTech booth
and how are you addressing them?
We are being asked about two things:
what is going on at HP and can we help
with file sharing.
Law firms are particularly interested
in borderless content management,
particularly as more work is carried out
by people outside the organisation.
MFP Flow is our cloud based file sharing
service. What is new is that we’ve
integrated iManage with HP printers,
bringing together two established
technologies in legal software and
printing to help firms drive their entire
document management operation via
the cloud. For example, this enables a
lawyer to create a binder and share it
with other parties to a matter – clients,
co-counsel, witnesses etc. Flow offers
all the benefits of file sharing without
risking confidentiality.
Neil Araujo manages Autonomy’s
enterprise content management
portfolio. Neil was one of the original
founders of iManage Inc, before the
company was acquired by Interwoven
in 2004. At Interwoven, Neil played
a key role in driving the strategy and
in growing the professional services
division’s share in the legal market from
40% to 75% and doubling its revenue
within three years. Neil has a MBA
from Northwestern University’s Kellogg
Graduate School of Management and
a MS in Computer Science from the
University of Illinois in Chicago.

Rethink
Matter Centricity
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Intranets & Extranets
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• Put the responsible lawyer in control of their matters
• Increase adoption of the electronic file
• Eliminate IT bottlenecks and streamline administration
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• Publish WorkSite content directly to SharePoint
• Synchronize WorkSite and SharePoint content
• Automate provisioning and create folders on demand
• Unify the user experience – regardless of device
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email, and mobile working
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A near commonality
BY JANET DAY

United States – United Kingdom. A commonality of name and a near
commonality of language – and a range of similarities and differences in
everything. The more truly global the world becomes, the more the similarities
and differences make for an interesting life.
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There have for
many years been
differing views
about the state of
maturity of use of
technology within
the practice of
law between
the UK and the
US. For some
time there was an assumption that
American lawyers made more use of
technology than their UK counterparts;
then as practices did become more
global it became clear that in our own
quiet way the UK were actually gaining
advantages from the business support
which technology can give.
There is little debate now about
knowledge management – the UK have
developed a very sophisticated approach
both to the provision of knowledge to
practicing lawyers and to the use of
technology to underpin that provision.
Large UK practices have groups of
professional support lawyers (PSLs)
or knowledge development lawyers
(KDLs) working in support of transaction
teams and producing both elegantly
crafted standard form documents and
boilerplate clauses for multiple re-use.
For many groups this is paired with
the use of automation technology,
which may or may not be client
facing, to construct good quality first
draft documents. It is a model which
works well and reaps benefits for both
practitioners and clients alike.

‘Lawyers on
both sides of
the Atlantic
face the same
pressures as do
their clients. They
look increasingly
to technology to
make it possible to
deliver more to the
client in less time
with less effort.’
– Janet Day

Yet the provision of largely static
information is only a small element
of the information which lawyers
need to fulfil their practicing life. They
need real time access to client specific
information, whether that information is
culled from news services, or whether it
reflects internally generated information
or simply multiple transaction progress.
Here there is little difference by virtue of
geography, the difference occurs within
the firm and the level of importance
which is attached to this information.
Lawyers on the move consume different
types of information than those who
are largely desk based – particularly if
those desk based lawyers are working
in a traditional office environment. Not
only is the information consumed and
needed different, but the consumption
mechanism differs as well. Think of
the number of services which have
been optimised for display on a small
screen – it used to be the BlackBerry
now it is a much wider range of devices,
quite a few of which have apples
on the front. Whereas a desk based
lawyer culls much of that information
from around the coffee-machine
conversations, the travelling lawyer is
more dependent on online provision of
information – whether by virtue of their
own searching or by firm generated
information.
The take up of the use of Android
devices has been more rapid in the
US than the UK. Maybe the UK came
to the BlackBerry slightly more slowly,
but we are definitely more tenacious
in not giving up the clunky keyboard
and interface. Perhaps that reflects
the differences in marketing approach
rather than real differences in use.

So are there real underlying differences
in technology use and take up between
these countries? I would argue not
– there may be some differences in
approach but the end game is common.
In an increasingly financially focused
world it is the role of technology to
make it easier for the lawyer to deliver
and demonstrate that they are delivering
true benefit to the client. Lawyers on
both sides of the Atlantic face the same
pressures as do their clients. They look
increasingly to technology to make it
possible to deliver more to the client in
less time with less effort. This is where
the focus on technology provision –
probably globally – now sits. Arguably
not only geographically common – but
unchanged since technology started to
provide support to practicing lawyers –
more bangs for your buck.
Janet Day is Director: Technology
and Infrastructure Services at Berwin
Leighton Paisner LLP. She is responsible
for technology in its broadest sense,
including ecommerce activities,
knowledge management services and
the building and infrastructure.
In 2005 Janet won the BCS award
for IT Director of the Year. Janet won
IT Director of the Year at The Lawyer
awards in 2008 and at the 2009
Legal Technology Awards Janet won
the City/national - IT Director of the
Year. In 2011 she won the ‘Greatest
contribution to legal technology’ award
at the Know List.
Janet established The Adelaide Group a
women in business networking group in
1997 and is the Regional Vice President
of the International Legal Technology
Association for the EMEA region.
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Food for thought: Do US
and UK firms’ approach to
technology reflect the
differences in workplace
culture?
BY BEN WEINBERGER

On 1 May UK firms Bond Pearce and Dickinson Dees will merge to become
Bond Dickinson.Bond Pearce director of IT and facilities Ben Weinberger,
who will be responsible for IT at Bond Dickinson, spoke to LITT about the
differences between working for US and UK law firms and his plans for Bond
Dickinson in 2013.
On moving to the UK and joining Bond Pearce, Weinberger found a welcome
appreciation of technology among lawyers – is this generally the experience,
or was he fortunate to have joined a technology-friendly firm? I’d love to have
your input. Email your comments to me at joanna@legalittoday.com
Ben Weinberger is unusual – an
American CIO of a UK firm. He joined
Bond Pearce from US firm Lathrop &
Gage, which is headquartered in Kansas
City, Missouri. It is similar in size to Bond
Pearce with about 640 people, including
330 lawyers, in 13 offices across the US.
Differences between US and UK
firms reflect workplace culture
The most striking difference is
workplace mentality. Cultural differences
include the approach to law firm
12
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management. In the US it is common
for the rainmakers who bring in the
business to exert more control over the
way the firm is run, whereas UK firms
are less dependent on the individual.
The UK partnership model is affected by
the introduction of alternative business
structures (ABS) and liberalisation will
mean that firms generally adopt a more
corporate structure.
UK firms appear to have a more
joined-up attitude and stronger focus

on integrating clients into the firm,
although this is not always successful.
Remuneration at UK firms tends to be
more consistent, with a smaller range
between the bottom and top of equity.
However, firm structure is not
what shapes firms’ approach to IT.
Differences in workplace culture are
far more significant. In the UK there is
generally a healthier work-life balance,
whereas in the US this has eroded to
the point where you often don’t have

to particular aspects of the business,
whereas certain UK firms are taking a
serious run at it.
Bond Pearce is rolling out MatterSphere
to drive efficiency gains and provide a
more cost-effective service. Although
the project is still at an early stage, the
results are encouraging.
Tools like MatterSphere lend
themselves better to some practice
areas than others, but efficiencies can
be found in virtually every practice. Our
commercial property team was one of
the first to implement MatterSphere.
You have to know your business and
be focused, your lawyers have to be
committed and you have to implement
it where it fits. I’m not suggesting
trying to fit square pegs in round holes,
but if you look carefully at those round
holes, you can fit some small square
pegs into certain areas!
The MatterSphere project is on-going,
though its progress is impacted by
preparations for the merger with
Dickinson Dees on 1 May.

much personal time. I don’t have a
problem working “US style” and it is
important to recognise that US lawyers
are not merely driven harder; they
are just reacting to client demands.
And US clients can be particularly
demanding. UK clients are becoming
more demanding, but they generally
acknowledge and are more respectful of
their lawyer’s private lives.
Pressure on fees drives efficiency
Law firms are not generally thought
of as technology leaders, but in many
respects the legal industry is moving
ahead of other sectors. BigLaw in the
US varies in technology savvy – some
firms are faster to adopt than others.
Bond Pearce lawyers are hungry for
technology, accepting of technology
and, which is particularly welcome,
appreciative of technology. In the US,
firms typically try to fit technology to their
style of practice, whereas technology
savvy UK firms are finding ways to work
with technology to drive efficiency.

‘Firm structure is
not what shapes
firms’ approach to
IT. Differences in
workplace culture
are far more
significant.’
– Ben Weinberger
This may be down to the pressure on
fees driving efficiency. While many
US firms are still able to charge more
for corporate work, when UK firms
undertake panel work, lower fees are
being negotiated at the outset.
The same applies to business process
management (BPM). A few US firms
have been talking about BPM, but it
tends to be applied on a limited scale

Merger management
Merging two firms of almost identical
size involves significant operational
and political challenges. Bond Pearce
and Dickinson Dees are similar in size
and structure, so certain aspects of the
merger require diplomacy, particularly in
terms of managing expectations.
People do not always appreciate all
the interdependencies. The IT team
is expected to ensure that everything
works on day one – which means that
we’re reliant on other business units for
urgent decision-making; for example,
we need branding decisions from the
business development (BD) group well
in advance of the go live date to ensure
that we’re able to update all of the
relevant client-facing systems in time
Ultimately we will have to merge all
our IT systems. We can run some dual
systems temporarily, but we have to
focus on meeting SRA requirements
and ensuring consistency in our clientfacing resources and systems. That is
where branding comes into play. For
example, if our documents don’t have a
consistent style, they will look ridiculous,
particularly to clients that are common
to both firms.
LEGAL IT TODAY
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Our primary focus is to integrate
client-facing output. Some changes are
straightforward, such as determining
what our email signatures will look
like. That is a branding decision for our
BD folks, but obviously IT is involved.
Although I have some ideas and
opinions, it is not my direct remit, so
I will defer to my BD colleagues and

‘Ultimately,
successful
integration is
not so much about
the technology
itself, but about
building a
distinctive
and consistent
brand that engages
all the firm’s
stakeholders.’
– Ben Weinberger
when the decision has been reached,
my team will implement the change.
There is nothing exciting or sexy
about email signatures or document
generation, but there is IT behind
it. Integrating document generation
involves choosing a template package.
We need to reach a decision by 1 May
or at least adopt a consistent approach
across the merged firm.
Client extranets are another example
of client facing technology. Given the
short time scale between now and
1 May, I do not anticipate definite
decisions having been made, for the
moment we have to make everything
look identical, but in the longer term
we will have to select the products
that make the most sense for us and
implement them across the firm.
Obviously the website will have to be
redesigned, but that is less of an issue. I
don’t know any firm that hosts its own
website. The IT team work with BD on
14

|

LEGAL IT TODAY

integration aspects, particularly where
the website interfaces with internal
systems on functions such as bid
generation and lawyer profiles.
A recent article said that the merger
meant that everything was up for grabs
and if you look at the situation from
the outside, without understanding
the processes, procedure or time
frames involved, that is exactly how it
appears. Our focal point is 1 May when
we shall change the logo from Bond
Pearce and Dickinson Dees to Bond
Dickinson. Beyond that we are trying
to prioritise for the longer term. We are
taking a strategic approach and looking
at our long term priorities, so all the
speculation about which product we’re
going to use will continue until and
beyond the merger.
Digital dictation is a good example.
We are currently using BigHand
and Winscribe and from a vendor
perspective both are thinking this may
be an opportunity. We will make a
decision as it would be pointless to
maintain two systems, but it is not
business critical.
At the risk of oversimplifying, although
individuals may have strong opinions,
digital dictation is an internal issue.
Clients do not know which digital
dictation system their lawyer is using, so
this is not top priority.
We also have to decide between two
practice management systems. Pilgrim

was purchased by Thomson Reuters
and we are considering replacing our
Aderant system with Elite 3E. The
merger presents us with an opportunity
to improve our systems.
Notwithstanding the similarities
between the two firms, there are always
challenges of merging cultures which
often includes the fear of having to
learn new systems and ways of working.
It is not just about putting together
new technology systems. It is also
about ensuring people are comfortable
working with them.
Ultimately, successful integration is not
so much about the technology itself,
but about building a distinctive and
consistent brand that engages all the
firm’s stakeholders – clients, lawyers and
support services.
US qualified lawyer Ben Weinberger is
the Director of IT and Facilities for Bond
Pearce and is responsible for strategic,
technical, and operational management
for the firm’s Information Technology
and Facilities Departments.
Ben brings a wealth of experience
having held similar roles at other large
firms and having worked in various
roles in the energy, entertainment,
marketing, and insurance industries. He
is an active member of the International
Legal Technology Association and
was awarded the 2011 Distinguished
Peer Award for Enterprise Content
Management.
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How online tools are
changing the way
lawyers communicate
BY NICOLE BLACK

Social media--it’s been around for years now but for many lawyers, it’s simply
not been on their radar. However, that’s beginning to change. As social media
use increasingly infiltrates our day-to-day lives, affecting the way that we
communicate and conduct business, more lawyers are taking notice of it.

According to the 2012 Am Law Tech
Survey, which compiled the responses
of 83 Am Law 200 CIOs and technology
chiefs regarding their law firms’ use of
technology over the past year, 75% of
respondents indicated that their firms
used social media as part of a marketing
strategy. Mid-sized firms jumped on
the social media bandwagon as well,
with the ABA 2012 Legal Tech Survey
reporting that nearly 14% of firms with
100-499 lawyers obtained new clients
using social media.
Yet social media is more than just a
marketing tool. It has the potential
to be a versatile platform for both
internal and external communication-something forward thinking attorneys
are just now beginning to realize. And,
when combined with the power of
increasingly ubiquitous cloud-based
platforms and services, the possibilities
are endless.
For example, some law firms are using
online platforms with built-in social
media features to interact with current
and potential clients. Some platforms
are directly targeted toward the legal
field and its client base, while others are
used by all types of professionals but
facilitate interaction with potential legal
16
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clients. For example, Law Pivot and Avvo
are two online sites designed to connect
lawyers with clients.
First, there’s Avvo (avvo.com), an online
directory, which includes disciplinary
history and ratings of lawyers. Legal
consumers can search for lawyers using
the directory and can also ask legal
questions, which participating lawyers
can then answer. So, this forum allows
lawyers to connect with potential
clients by posting public responses to
specific requests for legal information.
By doing so, lawyers can increase their
online visibility by showcasing their
expertise and while simultaneously
connecting with legal consumers. As
of mid-January 2013, over 24,905
questions had been answered by 2,616
legal professionals.
LawPivot (lawpivot.com) also offers a
question and answer service similar
to that offered by Avvo. Over 2,000
lawyers have participated on LawPivot
and respond to questions asked by
legal consumers. Law Pivot launched in
August of 2010 and has since answered
over 46,000 consumer inquiries, many
of which are posted publicly. LawPivot
was recently acquired by online legal
document service Rocket Lawyer.

Lawyers are also using social media
tools to make themselves immediately
available to current or potential clients,
either via instant messaging or video
chat. So, for example, some lawyers
have instant messaging badges available
on their websites that their current
clients or potential can use to initiate a
chat with the lawyer.
Still other lawyers are using Skype
or Google+ Hangouts to hold virtual
video meetings with clients instead
of conversing face-to-face. Similarly,
LawZam (lawzam.com) is a new
web-based service that facilitates live
video chat between lawyers and legal
consumers seeking to hire an attorney.
Another way that social media tools are
being used by law firms is to facilitate
internal communication. There are a
number of ways to do this, ranging
from using social media platforms
developed for businesses in general to
using practice management software
with built-in communication features
created with law firms in mind.
One example of a web-based platform
that is not specifically targeted toward
law firms but is designed to allow
businesses to collaborate online

A Short History of
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February 1978:

1995:

1997:

August 1999:

March 2002:

First dial-up BBC (“CBBS”) is
launched. BBSs continue to grow in
popularity through the 1980s.

Personal home-page service
Geocities is launched. Goes public
in 1998 and is purchased by Yahoo!
in 1999 for $3.57 billion. Geocities is
shuttered in 2009.

Early social media service
SixDegrees.com is launched.
At its height, the service
claims 1 million users.

Blogging service Blogger
launches. Purchased by
Google in 2003.

Social media site Friendster
launches. Membership
peaks in 2008, then begins
its steady wane.

04

06

03

December 2006:

March 2006:

February 4, 2004:

July 2003:

May 2003:

Yahoo offers $1 billion to
buy Facebook. but Facebook
ultimately declines the offer.

Text-based social media
service Twitter is born.
So-called “Tweets” are
limited to 140 characters
each.

Facebook launches. Initially
open only to Harvard students,
then opens to 800 colleges
in May 2005. By September
2006, Facebook is available to
all users 13 and over.

MySpace launches. The site
is acquired by News Corp in
2005 for $580 million and
is receiving more than 75
million visitors per month in
late 2008.

Corporate social networking
site LinkedIn opens its doors.
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April 2008:

February 6, 2009:

December 1, 2009:

December 2, 2009:

May 21, 2010:

Facebook’s popularity
overtakes MySpace’s, based
on the number of monthly
unique visitors.

Facebook changes its terms of
service to include broad, perpetual
UGC license. Twelve days later,
after considerable pressure, the
changes are rolled back.

Revised FTC “Guides Concerning
the Use of Endorsements and
Testimonials” go into effect,
impacting both endorsers and
advertisers.

Facebook membership hits
350 million. Climbs to 400
in February 2010 and half a
billion users five months later,
after surpassing
Google’s weekly
web traffic in
March 2010.

It is revealed that
MySpace, Facebook, and
other social networks are
sending user names and
IDs to advertisers along
with user URL data.
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June 30, 2011:

June 28, 2011:

May 19, 2011:

March 15, 2011:

November 30, 2010:

News Corp. sells MySpace to
Irvine-based digital media firm for
$35 million. Specific Media, the
buyer, counts Justin Timberlake
among its investors.

Google Plus launches its closed
beta—in a little over two weeks,
more than ten million people
have joined, sharing around one
billion items per day.

LinkedIn goes IPO, the value
of its shares more than
doubling in the initial day
of trading. On June 3, daily
deals site Groupon files to go
public as well.

Starbucks passes
20 million “Likes” on
Facebook.

Facebook valued at $50
billion based on private
market transaction.

SEXY
BACK

IPO

July 8, 2011:

July 13, 2011:

LinkedIn climbs to #2 in the U.S.
for total monthly unique visitors,
squeaking by MySpace’s 33.5
million June visitors with 33.9
million of its own.

Twitter celebrates its five-year
birthday—the social media giant
delivers 350,000,000,000 Tweets per
day.

Courtesy of Socially Aware,
the social media law update; to subscribe,
please visit www.mofo.com/sociallyaware.

©2011 Morrison & Foerster LLP | mofo.com

in a company-wide cloud-based
environment is Yammer (yammer.com).
Yammer bills itself as a private social
network for businesses and allows users
to communicate with co-workers in a
variety of ways, including via private
and public messages. Users can also
create collaboration groups wherein
they can engage in discussions with
co-workers and upload and comment
on documents. Meetings and events can
also be scheduled using the platform.
Likewise, there are also cloud-based
law practice management platforms
developed specifically for lawyers,
many of which have built-in
communication and collaboration
features which mimic the features of
social media platforms. Examples of this
type of practice management system
include Clio, MyCase, Firm Manager
and Rocket Matter.
Some of these systems are limited to an
internal firm-wide network, while others
facilitate both internal communication
between law firm employees and
external interaction with both clients
and others. Platforms which include
both internal and external-facing online
communication portals allow lawyers
to collaborate with other lawyers in
the firm and with clients, experts and
anyone else granted access to the
platform. Oftentimes, these platforms
allow users to comment on events,
documents and more.

environment--one that is far more
secure than the unencrypted email
that most lawyers now use for client
communication purposes.
Of course, any time lawyers interact
online, whether publicly on social
media or privately in a secure online
environment, ethics come into play.
For example, public social media
interactions can trigger advertising,
solicitation and confidentiality issues,
among others. And lawyers sharing
confidential information using online
platforms must take steps to ensure that
the system they are using is sufficiently
secure and protects their clients’
confidential information. For that
reason, it is important for lawyers to be
aware of their ethical obligations when
outsourcing confidential client data to
third parties and to ensure that they are
in full compliance with the rules of their
jurisdiction.
That’s not to say that lawyers shouldn’t
learn about and fully embrace the
benefits offered by these tools. After all,
it’s the 21st century and lawyers who

fail to learn about and take advantage
of emerging technologies run the risk of
losing clients to more forward thinking
competitors. Instead, understand and
learn about the risks, benefits and your
ethical obligations. Then, use these tools
wisely and put them to work for your law
firm. Once you’ve done so, you’ll likely
find your firm in the position of having its
productivity levels – and its bottom line
– increase. And when you think about it,
that’s not a bad place to be.
Nicole Black is Director of Business
Development at MyCase, a cloud-based
law practice management platform. She
is an attorney in Rochester, NY, and is a
GigaOM Pro analyst. She is the author
of the ABA book Cloud Computing for
Lawyers, co-authored the ABA book
Social Media for Lawyers: The Next
Frontier, and co-authored “Criminal Law
in New York,” a West-Thomson treatise.
She speaks regularly at conferences
regarding the intersection of law and
technology. She publishes three legal
blogs and can be reached at
niki@mycaseinc.com

Award-winning
Document
Management

Wherever…
whenever… however
you want to work.

The benefit of these types of systems is
that they are uniquely tailored to meet
the needs of law firms and provide
lawyers with the ability to communicate
and collaborate in a secure online

‘Platforms which include both
internal and external-facing
online communication portals
allow lawyers to collaborate
with other lawyers in the firm
and with clients, experts and
anyone else granted access to
the platform.’
– Nicole Black
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Ontogeny recapitulates
phylogeny: The lifecycle of
legal knowledge management
BY JEFF ROVNER

Over the past 17 years, I’ve led the knowledge management function at three law firms,
and observed the development of KM within dozens of others. I’ve also watched, and
to some extent participated in, the development of legal knowledge management as
an overall discipline. Based on these observations, I’ve noticed some patterns.

KM satisfaction
The popularity of the KM function within
an individual firm, and the emotional state
of the KM staff, follow a characteristic
path as the department develops from its
infancy to its mature state. This satisfaction
curve is shown in Figure 1.
The points along this curve are as follows:
1. Modest stirrings. The firm hires
you to create a KM function within
the organization. You’re granted a few
months to operate in stealth mode
while getting to know the place. You
arrange meetings with as many lawyers
and staff as possible. You’re basically an
anthropologist, learning a new culture.

2. Gaining a foothold. From your
interviews, you learn that there are
several urgent needs throughout the

firm for better knowledge sharing. The
lawyers are happy that someone is finally
listening to them. They wish you well.
You feel good, even though you haven’t
accomplished anything yet.
3. Uncertainty and anguish. You meet
with the staff that had been responsible
for the firm’s knowledge sharing efforts
before you arrived. You gently explain
that those efforts haven’t worked,
based on feedback you’ve received from
the lawyers. Everyone is sad. They ask
you for your grand plan. You confess
that you haven’t got one yet. You
contemplate early retirement.
4. Quick wins through technology. You
and your new team are getting antsy.
The firm is only going to allow you to
play anthropologist for so long. So you

begin to pick some “low-hanging fruit.”
You repair some broken workflows.
You normalize databases. You assemble
useful resources. You identify champions
and allies from among the lawyers. You
establish your credibility while buying
time to create the Big System.
5. Dramatic success. You unveil the
firm’s new KM system. Hallelujah!
The system is a complete virtual
representation of the firm, but it makes
a lot more sense and is much prettier
than the real one. Suddenly, and for
the first time, everyone in the firm
understands how the place works and
they can find what they need. To many,
the system appears to have been created
instantaneously, because they had no
idea it was coming. The system includes
wondrous technologies that make you
and your team seem like geniuses. The
firm dedicates a conference room to your
glory. You begin writing your memoir.
6. Riding high. The firm continues to
marvel at your creation. They hesitantly
and respectfully request small tweaks
to the system. You speedily make those
tweaks, to the wonder and delight of all.
You tell your friends that you have the
best job EVER!

Figure 1: KM Satisfaction within a law firm
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7. What’s next? Uh oh. The lawyers
begin to ask for things you can’t easily
deliver. The grand KM system was built
to work at a large scale, by relying

it seeks to address everything, it has
become invisible, part of the unnoticed
background. That is exactly as it should
be. KM has become more of a process
than a department. So while you tend to
your traditional KM duties, you also take
on other important challenges within
the firm, particularly those that have a
KM overlay and that require knowledge
of legal practice and technology. Things
like alternative fee arrangements, legal
project management, and workflow
innovation.
In my experience, that is how KM programs
typically develop within a law firm.

on automation. But the features now
requested of you, such as “best practice”
document collections, require sustained
manual effort by the lawyers. You are
forced to turn away requests. Even
when you can satisfy a request, it lacks
the magical quality of the initial system,
because the requester can see how long
it takes you to produce it. The bloom
begins to leave the rose. You learn that
the conference room named after you
has been re-purposed as a litigation
war room.
8. Icing on the aging cake. In a
desperate bid to regain immortality, you
add important new features to the KM
system. Things like all-in-one matter
pages, marketing tools and financial
modules. These are well-received, but
lack the magic of the original system.
After all, you put your best stuff into
the first release, so the sequel is bound
to disappoint.

‘ … because it
seeks to address
everything,
it has become
invisible, part of the
unnoticed
background… KM
has become more
of a process than a
department.’
– Jeff Rovner

Biology and KM
Now permit me to switch topics for a
moment. Biologists once theorized that
the development of an individual organism
follows the evolutionary path of its species.
The pithy name for this theory is ontogeny
recapitulates phylogeny. A German
scientist, Ernst Haeckel, popularized the
theory in 1866. Haeckel showed drawings
of human embryos at different stages
of development and noted that, as they
matured, the embryos bore a resemblance
to fish, chickens and rabbits (Figure 2).
It pains me to confess that this impressivesounding theory has been discredited as
a biological fact. But in legal KM, it works
very well.

9. What have you done for me lately?
The firm has quickly become accustomed
to the KM system. In a short time, your
creation has gone from the marvel of the
century to table stakes. You begin to run
low on good ideas, because, after all,
there aren’t a limitless number of ideas
that (a) affect the firm’s bottom line, (b)
will be adopted by a lot of people, (c)
will be viewed as meaningful, and (d)
are reliable and sustainable. You get a
lot of requests to deliver tools that you
deliberately refrained from delivering at
the outset because they required too
much effort for too little payoff.
10. KM is everything. Your KM system
has reached maturity. It’s become a
standard part of the daily operation
of the lawyers and staff. And because

Figure 2: G.J. Romanes’ 1892 copy of Ernst Haeckel’s embryo drawings
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To illustrate the point, Figure 3 charts the
evolution of the legal KM industry as a
whole. You will note that the shape of the
curve closely matches that of the individual
law firm’s KM satisfaction curve in Figure 1.
The points along Figure 3 are as follows:
1. Modest stirrings. Karl-Erik Sveiby
coins the term ‘knowledge management’
in 1990, with the publication of his
book Kunskapledning (that’s Swedish
for knowledge management, as you
probably know). In 1991, Professor
Nonaka of Tokyo expands the idea in
his article “The Knowledge Creating
Company” for the Harvard Business
Review.

2. Gaining a foothold. By 1997, KM
emerges as a discipline within the law
firm. Someone is actually paid to think
about it. The first formal CKOs and
Directors of KM emerge.
3. Uncertainty and anguish. Up to
this point, KM is a manual exercise. It
requires active contributions by a firm’s
top lawyers, or an army of professional
support lawyers and information officers.
Many firms conclude that throwing more
people at the problem doesn’t produce
much improvement.
4. Quick wins through technology.
Around 2000, useful KM software
begins to appear. KM portals, such as
LawPort, Plumtree, Hummingbird and
Niku are followed by enterprise search
tools like West km, Google Appliance
and Recommind. These automated
tools permit firms to scale their KM
efforts beyond the point that could be
reached manually.

‘KM takes
on renewed
importance,
because efficiency
is now not merely
a virtue, but is
critical to a firm’s
ability to remain
profitable.’
– Jeff Rovner

Figure 3: Evolution of KM within the legal industry

5. Dramatic success. For example, Oz
Benamram, Chief Knowledge Officer at
White & Case, working with Recommind,
figures out how lawyers can search for a
precedent or an internal expert in exactly
the same way they would shop for a
book on Amazon or a song on iTunes.
The industry moves from the theory of
‘best practice’ to the e-commerce theory
of the ‘long tail’. This results in dramatic
KM successes, and increases the profile
of KM departments within firms.
6. Riding high. The industry assimilates
the tools that have emerged up to this
point.
7. What’s next? KM discussions at
industry conferences grow a bit tiresome,
as the same subjects are discussed
repeatedly. The industry is hungry for
innovation.
8. Icing on the aging cake. Some useful
new tools emerge, largely as adjuncts
to our existing systems. These include
metadata extraction, drafting aids, and
new approaches to document assembly.
9. What have you done for me lately?
In the absence of new innovations,
KM departments become involved
in other law firm activities, including
budgeting, practice management, legal
project management, alternative fee
arrangements, and financial analysis.
10. KM is everything. In the aftermath
of the global financial crisis, law firms
face increased demands for discounts
from their standard billing rates. Law
firms respond by meeting the clients’

desired price, but on a fixed fee basis,
rather than via a discount. Firms then
seek to preserve their profits on the
fixed fee work by lowering their cost
of production, and thereby increasing
their profit margin. Under this new
business model, KM takes on renewed
importance, because efficiency is now
not merely a virtue, but is critical to
a firm’s ability to remain profitable.
KM efficiencies become embedded in
a larger process that includes matter
budgeting, task-based billing, project
management, and monitoring.
The similarities between the curves in
Figures 1 and 3 suggest that the path of
change management within a law firm is
similar to the path of innovation within
the legal KM industry as a whole. Both
paths have predictable peaks and troughs,
because both are subject to predictable
technological and psychological
forces. Despite the innovation that has
occurred within the past 17 years, a firm
undertaking KM for the first time cannot
avoid the inevitability of the satisfaction
curve, and the occasional troughs that are
inherent in the process.
Jeff Rovner is the Managing Director
for Information at O’Melveny & Myers
LLP, where he directs all of the firm’s
technology, knowledge management,
library and records functions. He is also an
adjunct professor in George Washington
University’s Master’s Program in Law
Firm Management. He received his law
degree in 1982 from George Washington
University, and his B.S. in Zoology in 1979
from the University of Maryland.
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Tomorrow’s
legal IT professionals?
BY CHRIS BULL

Will liberalisation and market forces transform legal IT leadership? We all know
the legal world is changing fast. I really don’t want to add another screed of words
explaining why. Plenty has been written, too, on what it all means. But less has
been written on what it means for legal IT professionals.

It has got to be good, right? New
entrants, corporate models, online
services, the prospect of becoming a
shareholder in the firm – meat and drink
to the fearless technologist surely?
Each time I discuss this subject I end
up broadly positive, but I spy a few big
challenges on the horizon too. Basically
it’s a ‘well, yes and no’ answer from
me. So, a few predictions – staring
through the mist – that should probably
be ‘The Cloud’ –to 2016, starting with
the good news.
Experienced and commercial – I will
come back to that word shortly – CIOs
and IT directors will be in big demand.
Those who have proven an ability to
deliver tangible results in a legal setting
will attract a premium. That means
rising compensation; with inflation for
IT skills running well ahead of the rate
for other business support roles in law.
And a substantial minority of law firms
will be willing to back that offer up

with equity – yes, I predict IT director
partners, plenty of them, pretty soon,
valued on parity with some of the most
senior lawyers in firms.
The essential calling card of the people
selected for these roles is going to be
commercial skills (I got back to that
pretty quickly). What that means is
the ability to engage as a key player in
developing the firm’s business plan – and
then, of course, in actually delivering it;
on time and to budget. There will be
plenty of MBAs in the mix and many
CIOs who have tech savvy, but are not IT
folks in the hard technology sense – and,
in common with other sectors, firms will
appoint CIOs with consulting, strategy,
operations and process management
backgrounds.
This shift fits well with my model for
how best practice in IT strategies is
developing fast. We are entering a
new phase where the best practice has
shifted from a few years back: “My IT

director actually has an IT strategy for
the next three to five years that we
have seen at the board and approved –
never mind that we then put it on the
shelf and just let him/her get on with
it,” and even from 2012 best practice:
“We have an IT strategy that responds
– line-by-line – to each element of the
firm’s business strategy and explains
how technology will help us achieve
each goal.”. Where we are moving to
in terms of what good looks like is that
the senior IT executive will be one of
the small group actually building the
business strategy with IT as an integral
part of the firm’s plans for developing
and growing– rather than responding to
pre-set strategic objectives. We may not
be quite at the point that the retail and
banking sectors reached a few years
ago now – ready to say that law is an
IT business – but we aren’t so far away
either. That has radical implications to
how important it is for legal service
firms to have the right senior IT talent
on-board and, indeed, on the board.
LEGAL IT TODAY
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‘The senior IT
executive will be one
of the small group
actually building the
business strategy
with IT as an integral
part of the firm’s
plans for developing
and growing– rather
than responding
to pre-set strategic
objectives.’
– Chris Bull
The biggest bucks and best opportunities
will be on offer to a particular tranche
of IT talent. And not necessarily just
at the director or CIO level (watch out
for the rising value of legal business
analysts in the next few years). These
will be the people who, over a number
of years, have demonstrated their ability
to execute challenging IT projects that
produce real return on investment
(ROI). The most valued ROI derive from
revenue generation and legal service
profit margin. That is significant – and
significantly different to how many legal
IT folks are assessed today. This is not
about keeping the lights on; it’s not
about the back office systems (that really
is starting to look like the wrong place
to be focusing IT time and intelligence)
and it’s not about cutting costs. That
is all good stuff but it doesn’t move
the needle and it won’t be what firms
are searching high and low to find. It
is about using web, cloud, business
process management and collaboration
to produce £millions of additional
revenue and to re-engineer the way the
firm’s lawyers work with their clients.
I’m projecting forward not much more
than three years. And I am convinced
that the biggest and most successful
law firms, including a good sprinkling
of Alternative Business Structure (ABS)
new entrants that don’t feature in The
Lawyer 100 today, will be searching and
head-hunting for those proven applied
technology skills – and recruiting people
who have been delivering serious
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revenue and profit impact for several
years. That means those sought-after
stars are already doing that today or at
least getting started; senior IT people
whose current organisation is focusing
firmly on the ‘front office’ and the
top line. I guess the big questions for
IT professionals are “Who are these
people?” and “Am I one of them?”
So, who are these people? Right now
I don’t see many of them working in
top jobs in the biggest, most profitable,
most venerable law firms. And that
is not a slight on the competence or
ambition of the IT people in those firms.
But it is a comment about the focus
and to some extent complacency of
those firms. The big strides in actually
deploying technology smartly to
improve both the selling of and practice
of law are being made in fast-growing
firms in the B2C sector, consolidators,
new entrants, many firms typically based
outside London or New York – hungry,
smart, corporate and massively reliant
on IT and conscious of how critical it is
to their success. In one, two or at the
outside three years’ time, every large
legal service business will be asking,
“How do I get some of that? How can
I deploy technology to deliver massive
revenue and profit impact?” They will
be willing to face down the internal
politics, partner resistance, clinging
to old ways of working and featherbedded inertia that still gets in the way
of radical change, because they will,
have to – for economic reasons.
When firms look for someone to show
them how to achieve major changes
in the way they market and sell online,
drive automation and process efficiency
through their legal teams and connect
them seamlessly with clients and other
intermediaries, they won’t be looking

for lateral hire lawyers to come in and
show them how to do it. They will need
operational, process and technology
specialists who have demonstrated
they have the chops for it – lateral
hire technologists. They will need to
pay big to lure them away from the
places where they did this work, and
bigger still to get them to relocate from
Manchester, Liverpool, Cardiff or Belfast
to the bright lights of London.
I still think that a bit of crystal ball
gazing signifies a substantially improving
and ever more central position for IT
professionals in the law. Overall it is
great news for legal IT. But there is a big
challenge in there too: the more secure,
settled and upper-tier your firm is today,
the less exposure you might be getting
to delivering the kind of change that
firms will be looking for in a few years’
time. Unless, of course, you are ready
and able to shake up the priorities and
activities of your firm today.
Chris Bull has been a leading
practitioner and pioneer in the field
of professional law firm management
and legal services strategy for over
15 years. His appointment as Chief
Executive of Osborne Clarke in 2000
was in the first wave of external senior
executive appointments in the market.
In his subsequent global leadership
role at outsourcing firm Integreon, he
achieved a legal market leading position
in just a few years. As lead adviser to
some of the most significant Alternative
Business Structure (ABS) and new
model entrants to the legal market, he
focuses on assisting the swift, successful
execution of strategy and particularly on
operational and financial performance
and the implementation of new
business models.
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Why haven’t client facing
systems blossomed?
BY RON FRIEDMANN

Large law firms are facing intense competition and downward price pressure. In other markets,
these forces drive innovation, often involving technology. Yet we see few notable instances of law
firms deploying client-facing technology that achieves real differentiation or results in winning new
client work. Here, leading consultant Ron Friedmann suggests explanations, and develops future
scenarios where legal tech plays a bigger role. We will also be seeking your help to confirm or
reject these so please look out for and participate in a discussion and survey that will be published
very soon in the Legal IT Network on LinkedIn.

A bleak picture
of strategic
technology
Two recent
surveys found
that few firms
use technology
to achieve
substantial
client impact. In May 2012, I
surveyed large firms to update a list of
client-facing systems that I compiled six
years ago. The list excludes extranets,
deal rooms, and training systems
because all are sufficiently widespread
that they cannot be considered
competitive differentiators.
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I relied on past research, web searches,
and most importantly, personal sources
to update my Online Legal Services list.
I was surprised by how few new online
services I found. Assessing the impact of
these online services on firms or clients
is difficult but anecdotally, my sense is
that few have significant impact. (For a
more detailed analysis, see my blog post
on ‘The Current State and Future of Big
Law Online Legal Services’.)
In November 2012, the FT issued its US
Innovative Lawyers 2012 report, based
on survey research and interviews.
Commenting on it in my blog post
‘Two Ways Law Firms Can Compete - FT

Innovative Lawyers Awards’, I noted
that large law firms can compete for
business in two ways: (1) innovation in
law practice and (2) innovation in service
delivery and client value. For US firms,
the report shows little of the latter. Only
a few award listings relate to technology
to serve clients and the FT discussion
barely mentions technology.
The dearth of legal tech innovation
Many hypotheses could explain why
we see so little apparent legal tech
innovation. I offer a range of reasons to
consider, in the order I consider most to
least likely

Firms lack interest: the Innovator’s
Dilemma. Large law firms have fallen
into the Innovator’s Dilemma trap, made
famous by Clayton Christensen, who
was recently interviewed by the BBC. As
he explains, successful businesses at the
top of their game tend to keep moving
their products and services upstream,
that is, to more profitable but narrower
market niches. Doing so requires only
incremental change, which is easy and
seems obvious. This approach, however,
cedes a big swath of the market
to new competitors. For example,
minicomputers displaced mainframes
and, subsequently, PCs displaced
minicomputers. Christensen tells us that
this process occurs across markets, that
successful companies typically adopt a
‘go up the value chain’ strategy. It can
work in the short term, but leads to an
eventual demise. In the legal market,
many large firms are trying to move ‘up
market’ to high stakes work. At that
high end of the market, firms consider
client-facing technology irrelevant.

‘Consciously or not,
many partners see
risk in initiatives
that tie clients more
to the firm and less
to the partner. So
supporting clientfacing technology is
not just a cost and
distraction from
billable work; it can
threaten portability.’
– Ron Friedmann
The CIO has no time. In theory, CIOs
can and should lead their firms in
developing or deploying technology
to improve the client experience. In
practice, however, circumstances
force even visionary CIOs to focus
on maintaining and updating core
infrastructure. My blog post ‘What’s
Keeping BigLaw CIOs Busy?’ reports
on the April 2012 Hildebrandt Large
Law Firm CIO Forum, which I co-

chaired: “CIOs spend most of their time
on core infrastructure projects, with
particular focus on security, document
management / search / information
governance, Windows 7 and Office
2010 migration, mobility, and
virtualization. Many CIOs want to help
firms grow the top line but have little
bandwidth to do so.”
Individual partner and institutional firm
interests diverge. Smart firms want
to institutionalise client relationships.
Technology to improve the client
experience helps achieve that by making
relationships ‘sticky’. So although
firms may like the idea of client-facing
technology, individual partners, typically
want to keep their book of business
portable. Consciously or not, many
partners see risk in initiatives that
tie clients more to the firm and less
to the partner. So supporting clientfacing technology is not just a cost
and distraction from billable work; it
can threaten portability. This thinking
makes it very hard for management to
gain partner support for tech beyond
infrastructure.
Lawyers are too risk averse. Lawyers
and firms avoid risk and uncertain
outcomes. Initiatives that do not work
are considered ‘failures’. Firms do
not handle failure well; they do not
see failure as a learning opportunity.
Innovation, however, requires
experiments; failures inform and drive
it. Technology development especially is
notoriously risky and subject to ‘failure’.
In sum, there is neither the institutional
structure nor the individual interest to

experiment or risk failure. (How many
CIOs want to be blamed for a failed
initiative?)
Firms lack investment capital.
Technology innovation can be
expensive – firms must muster sufficient
investment. Law partnerships amass
very little capital, and this limits their
ability to invest. Firms pay out all profits
every year. So investment rests on bank
borrowing or relatively small partner
capital contributions. Since the fall of
Dewey, firms have become reluctant to
borrow from banks. Partner perceptions
amplify this financial constraint: lawyers
expect payback in weeks or months,
not years. Serious systems and software
requires more investment than fits with
this either this thinking or financing
method.
Firm management has no time. Firms
face a difficult business environment.
Management must cope with
addressing crises, hiring lateral partners,
sizing incoming classes, staunching
discounting losses, reducing overhead,
and managing mergers. They simply
have no time to consider how
technology might benefit the business.
Law and legal advice are too complex.
Law is too complex. It can be neither
captured nor delivered via technology.
Similarly, law firm service is so personal
that no aspect of it can be automated.
Clients lack interest. Clients like
the status quo, which meets all of
their requirements. Therefore, more
technology cannot add value. Even
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‘If corporate clients are not satisfied with
BigLaw, if they seek better value and service
with technology, then they will increase the
share of their work they give to alternatives
that invest in technology.’ – Ron Friedmann
if there is some room to improve,
clients so value the safety of brands
and comfort of existing relationships
that little else really matters. Law firms
understand this and thus rationally
decline to invest more in tech.
Potential future scenarios
Potential future scenarios might
encourage the deployment of highimpact, client-facing technology.
Infrastructure will continue evolving if
not transforming, but that is a topic for
another article. Again, these scenarios
are in the order I consider most to least
likely to occur.
Alternatives to BigLaw gain share, in
part with technology. The last decade
has seen the rise of several alternatives
to large law firms for some or all of
what BigLaw does. These include new
model law firms such as Clearspire
Law in the US or Riverview Law in the
UK, staffing and managed services
companies such as Axiom, legal
process outsourcing (LPO) providers
such as Pangea3, and managed
document review companies such as
DiscoverReady.
The types and numbers of alternative
players likely will grow. For example,
Christiansen might predict that today’s
consumer-oriented legal websites such
as Legal Zoom or Rocket Lawyer will
move upstream to corporate law. Or
the deregulation of the legal market
to allow alternative business structures
(ABS) in the UK may unleash completely
new approaches, including heavy
investment in technology. Though the
US legal market remains regulated, it is
hard to imagine that widespread ABS
success in the UK would not eventually
affect the US market.
For both established and new
alternatives, technology plays a more
important role in delivering legal and
client service than it does in BigLaw.
If corporate clients are not satisfied
with BigLaw, if they seek better value
30

|

LEGAL IT TODAY

and service with technology, then they
will increase the share of their work
they give to alternatives that invest
in technology. If so, we could see
acceleration from a virtuous circle: As
alternatives grow, they generate cash
to invest and simultaneously learn what
new things work. They can then apply
their experience and cash to increase
market share and move upmarket.
Some large law Firms Innovate and
Market Shares Shift. A few large
law firms have developed useful and
innovative technology or processes
that change client experience, improve
law firm operations, or streamline
the delivery of legal advice. Examples
include King & Wood Mallesons
PeopleFind, King & Wood Mallesons
TalentNet, Littler’s CaseSmart,
Seyfarth Lean, Seyfarth’s Legal Project
Management, Baker Donelsen’s
BakerManage, and Bryan Cave’s
Technology services. Innovative as these
are, we cannot easily assess their impact
on market share or law firm profitability.
Over time, however, we could see clients
shift work to firms that use technology
to offer better value. That might
force other firms to compete by using
technology to improve service delivery
in addition to innovating in substantive
legal thinking. If tech innovation turns
out to matter, it will be interesting to
see how firms without a heritage of
technology innovation react. Filling that
gap is not as easy as plugging a practice
gap with lateral hires.

No change. Never discount the impact
of inertia. If clients, in spite of their
oft-voiced clamor for value, do not
fundamentally change their buying
behavior, then the status quo could
continue. This is not to say that BigLaw
would return to its heady pre-2008
days. Rather, economic pressures will
force continuing change. The impact on
technology, however, could be neutral.
Or it could even be negative as firms
continue to cut costs.
Clients act on their own. Clients may
get fed up with outside counsel. They
could give up the hope that BigLaw
will offer better value. In reaction, they
might form consortiums to develop
and deploy technology on their own.
This raises many intriguing ideas – and
challenges – and we cannot rule it out.
Conclusion
It would be great if readers responded
with irate comments saying that I am
wrong about the status quo, and that
in fact there are many instances of
client-facing systems that have had
major impact. Absent that, we all need
to consider why we do not see more.
One or more of my theories may be
right, or you may have your own. And
our theories of what constrains the
market today should inform our view of
possible future scenarios.
Ron Friedmann, a consultant with
Fireman & Company, has spent over
two decades improving law practice and
business with technology, outsourcing,
and knowledge management. Ron
managed tech at two large law firms
and worked for two legal software
companies. He has a JD from NYU
Law, is a trustee of the College of
Law Practice Management, blogs at
Strategic Legal Technology, and Tweets
@ronfriedmann
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