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AT A GLANCE:  Information
Technology Infrastructure Library
(ITIL) is a set of best practices inte -
grated into a single framework that
provides a way for law firms to man
age their technology rather than
allowing technology to rule the firm.

By Don Philmlee , Principal/Consultant,
DonPhilmlee.com, W ashington, D.C.

ITIL:

OYu do not
have to implement
every best practice

for your firm

to be successful.O

Law FiIrm

The Problem
Technology often seems like the tail that wags the dog. Wuldn®it be great if there were
a way to manage technology so it works for your firm?

The Solution

About 20 years ago, the British govenment decided to find a means to eectively manage
technology. They commissioned a study goup to develop a new and efective approach.
The result of their effort was the Information Technology Infrastructure Library (ITIL).

What Is ITIL?
ITIL describes how to manage infomation technology (IT) like a business for the business.

ITIL is a set of best practices integrated into a single framework that describes the
management of technologyt is unique because it only describes these best practices and
does not describe in detail how any paticular pr ocess should be implemented. This makes
ITIL a flexible tool that can be uniquely implemented by firms large and small.

continued on page 2



ITIL: Taming T echnology in the Law Firm continued from page 1

ITIL has three components: Coe, Complementar, and Web.

The Core component covers the life cycle of IT sefices from
business need to sefce optimization.

¥ Sewice Strategie® hub of the Core; understanding and trans
lating business into IT strategy; ecognizing and esponding to
business catalysts; selecting the best practices based on indus
try, regulatory environment, firm size, etc.

¥ Sewice Design D IT serice and architecture design models to
consider including outsourcing, in-sourcing, co-souring, etc.

¥ Sewice Introduction B how to create a transition strategy fom
sewice design and put it into the live envionment. Topics
include change and elease management, seice models, and
checklists for taking designs into pooduction (analogous to a
software development life cycle, but for IT sevices).

¥ Sevice Operation B how to manage seiices in the live or pro-
duction environment; day-to-day management issues; how to
react to failures; how to develop and monitor metrics of quat
ity; and how to manage the reactive elements and prcesses.

¥ Sewvice Improvement B how to impiove sewice once deployed.

The Complementary component covers specific content tageting
particular industries or situations, while the Web component is a
dynamic resource for commonly needed materials, such as pcess
maps, definitions, case studies, or templates.

Benefits of ITIL
n\ Because an ITIL implementation can be costly and lengthyTIL
needs to povide real value. It should not be implemented without
first understanding how the firm will benefit.

. Every firm is unique and must define its own goals and benefits.
A typical fir m can expect some of the following benefits:

¥ Satisfied users B immved satisfaction with IT sewices

¥Better customer sevice D helps to povide sewices that ae
tailor ed to the needs of the fim/customer



¥Reduced costs B in developing pcedures and practices with
in an enterprise

¥ Cost effectiveness P mvides a quality IT sewice within a busi-
ness envionment affected by budgetay constraints but also
growing user expectations

¥Increased motivation/productivity B better communications
and better understanding between users and IT asults in
increasing efective performance

¥Improved understanding B impoved communications and
infor mation flows between IT staff and users

¥Improved reputation of IT within the or ganization that IT
sewices

a few large law firms are either actively implementing ITIL or
reviewing ITIL benefits. Currently for most law fir ms, ITIL is
either an undiscoveed or emeging methodology.

ITIL itself does not describe how it should be implemented.
Because ITIL is a flexible set of best practices, implementation is
different for evelry firm.

Understanding and assessing your fin is the place to stat. The

assessment should be both inemental and pragmatic, and should
prioritize service needs. Focus on the most critical pblems first to

provide the highest, most visible, and appeciated return on your

efforts.

Some typical assessment questions might include:

After its origination in Britain, wher e it quickly spread to both
govemment and nongovenment organizations, ITIL gained wide
adoption in both Europe and Canada. In the last few years, ITIL
has finally made its way to the United States, wheg it has been
adopted mostly by organizations that had to interact globally with
other organizations, including Microsoft, IBM, and Hewlett
Packad. Each of these companies has its own version of ITIL
focused on its specific hadware and software.

Most law fir ms, although not massive, multinational organiza

¥Determining in what ar eas you need to move fom a reactive
to a proactive suppott approach.

¥ Listing recuming or persistent technological problems.
¥ Setting out your guiding business objectives or diction.

¥Knowing what human and financial r esources you will be able
to apply toward automating and streamlining technology
management operations.

¥Using ITIL processes and best practices asagndwork, cr eat
ing an incremental ITIL road map for your fir m.

tions, do experience the same business issues and challenges. They ¥ Determining what, if any, ITIL pr ocesses and best practiceser

must meet the same types of demands and optimized séce levels
to support business objectives, contl costs, and align technology
with what matters most to the fir m.

already in place and operational.

A group that is representative of your firm must participate in this
assessment: a oss section of lawyers, paralegals, seefaries,

The business of law has changed and technology has become administration, and management.

essential to the successful daily operation of that business.
However, every firm is different and the technology footprint for

each firm is different. ITIL provides a flexible means to contol

that footprint and ef fectively deliver technology the firm needs.

While infrastructure improvements within law firms are not
always publicly discussed or disclosed, anecdotallyt appears that

ITIL is an a la carte menu. You do not have to implement evey
best practice for your firm to be successful. Howevemmake cetain
to pay particular attention in your evaluation to the following cor e
ITIL ar eas whee the gap between curent practice and best prae
tice is typically largest:

continued on page 12



AT A GLANCE: The proliferation of electronic
subscriptions, each one unique, presents chal -
lenges of license and password management.
Law firms need to develop internal programs
or purchase commercially available systems to
manage their growing inventory of these
online subscriptions.

by Janet Accardo, Director of Library Services, Skadden, Arps,
Slate, Meagher & Flom L.L.P., New York, NY

Electronic
Resoulice
Management

Most lar ge law firms with diverse practice aeas subscribe to a multitude of online data
bases and electinic resources. Our firm, for example, has more than 200 of them. An

electronic resource is information delivered to users though an electonic medium, stored

in a library, or accessed over the Interet or an intranet. They tend to be databases or elec
tronic counterparts of print jour nals or works, or aggregations of joumals bundled

electr onic resource management together They are available through paid subscriptions; they ae not free.

OBefore acquiring an

Because of the number and variety of license agements govarming use of these subscrip
tions, large law firms require intemal systems to manage them. Our fim, like many, has
define its needs and objectives.O had a passwod management, client validation, and cost ecoverl system in place for
Westlaw and LexisNexis for over a decade. The cost and extensive use of these two ser
ices make that essential. But the mliferation of other electronic subscriptions, each one
unique, has presented additional challenges of license and passwbmanagement. Law
firms are finding that they have to develop intenal programs or purchase commecially
available systems to manage their gwing inventory of these online subscriptions.

(ERM) system, a law firm must first



Before acquiring an electonic resource
management (ERM) system, a law fim
must first define its needs and objectives.
What problems does the fim hope to solve
and what outputs are desied from the sys
tem? Does the fim need to:

¥Maintain a central file and summary
of license ageements and access
rights?

¥Provide a catalog of electonic
resource titles with publisher, vendor,
and subscription period?

¥Track usage and poduce usage
reports?

¥ [dentify training needs?
¥ Store passwods and IDs?

¥Validate authorized users; povide
access contl either through a single
sign-on, IP authentication, or pass
word and ID?

¥Enable cost ecovey for resources?

¥Integrate the electonic resources with
the firm portal or intranet?

¥ Provide centralized seach or federated
seaching of electronic products?

Determining needs and desied outputs
helps to clarify the degree of complexity
required in a system. V¢ submitted
a checklist of requirements to several
vendors before selecting one. Reviewing
their responses objectified the decision-
making process.

The following is a consideration of the
above requirements in selecting an elec
tronic resource system.

Need 1: T o maintain a central

file and summary of license

agr eements

Firms benefit by having a central location
for all electronic license ageements.
Librarians with their cataloging skills and

tools are ideally suited for organizing such
a collection. The simplest solution is a file
drawer(s) of agreements alphabetized by
vendor name. They can also be scanned
into an image file accessible to designated
individuals and groups, such as IT and
Finance. A PDF version of the ageements
can also be attached to acquisition ecords
in an integrated library system, as suggest
ed by Nina Platt of Nina Platt Consulting.

Our Electronic Sewices coodinator creat
ed an Excel speadsheet for all of our
electronic subscriptions. It has columns for
Vendor, Resource, Office Where the
Contract Resides, Poduct Description,
Annual Cost, Format, Original Contract
Date, Current Expiration, and Licensees
(Practice Gioups, Offices or Entire Fimm,
Number of Users or Concurent Users, IDs
and Passwods Required, IP Access). W
can sott the Excel file by column, easily
update it, and make it accessible to whoev
er has security rights. The disadvantage is
that it becomes unmanageable as the inven
tory of resources inceases. Thatdwhen a
more sophisticated system is needed.

Need 2: T o pr ovide a sear chable
catalog of electr  onic r esour ces
The online library catalog is an excellent
tool for searching electionic titles once bib-
liographic records are created for each
resouice. The catalog can be seahed by
title, publisher/vendor, or subject. Our
library has enhanced our catalog by
integrating serials records from ProQuest®
Serials Solution poduct. We import
bibliographic records from Serials
Solutions for e-journals available through
our agreements with HeinOnline, EBSCO
Business  Solutions, BNA, RA
Checkpoint , Westlaw; and LexisNexis. In
that way our lawyers and staff can seach
for a periodical title in the online catalog
and see that we have access to not only the
print but also the electronic version, which
they can link to, read, or print.

Several libray system vendors have an
ERM module that integrates with their
other modules or functions as a stand-
alone system. Examples & Innovative
Interfaces, SirsiDynix, VTLS, Carl,
Endeavor Ex Libris, and ProQuest®
Serials Solution. While they povide fea
tures like links resolvers, subscription
details, trial management, and even feder
ated seaching, they fall short when a firm
needs a system to manage access, user
names and passwails, usage statistics, and
authentication methods.

Need 3: T o track usage and

pr oduce usage r eports; to

identify training needs

One of our librar yOs equirements for an
ERM system was the ability to produce
usage eports. We needed a system to count
active use of our electonic subscriptions
other than Westlaw, LexisNexis, and
Dialog, for which we already received
monthly usage detail. Usage data would
enable us to justify expenditues, allocate
costs to the appopriate offices, and identt
fy the need for training. It would also
support renewal and cancellation decisions.
The ERM system we selected is Advanced
Productivity Softwar e® LookUp Precision
(see http:/lwww.aps-soft.com/products/
lookup/index.html). Two other systems
that provide good user eports are sold
by English companies: Onelog by
Info  Technology Supply Ltd. (see
http://mww .itsltduk.co.uk/onelog_law.htm)
and Reseach Monitor by Prior y Solutions
(see http://mwwiprior ysolutions.co.uk/).

Our Electronic Sewices coodinator uses
LookUp Precision to produce a monthly
usage eport for about 25 of our electron-
ic licenses such as CCH, LoislawBNA,
Mergent, and Securities Mosaic. The
report shows active use of each prduct by
office and individual. We distribute the
report to the Office head librarians who
are responsible for purchase and budget

continued on page 13



AT A GLANCE: Clients are demanding better products and
services at lower cost. Hence law firms, like businesses, must
look at all factors to succeed in an increasingly competitive
market. It isn€t enough to look at just cutting overhead as the
means for managing the bottom line. Realizing that, some law
firms have begun to focus on process improvement, using busi -
ness models, such as Business Process Reengineering (BRP).

By Nina Platt , Principal/Consultant, Nina Platt Consulting, Minneapolis, MN

BPR An Old Proce

Improvement 10
Shows Up Anew In
Law FIrm 1o

Business Process Reengineering (BPR), Six Sigma, dtal Quality Management (TQM), and
Systems Thinking are just a few of the process improvement models that have sprung up in

the business world during the last few decades. Although most of these models have been
declared dead at one time or another , they continue, when used, to improve products, cus -
tomer service, management planning, employee knowledge, and just about every part of an

organization.



Interestingly, even when they donCknow it, law fir ms are implementing facets of these models within
their organizations. BPR is one of the moe recent models to be applied to law fims.

The Beginnings

Michael Hammer intr oduced BPR in hisHarvard Business Reviewarticle OReengineering \tk: Don®
Automate, ObliterateO in 1990. He and a co-author James Champyfollowed the article with a book
entitled, Reengineering the Corporation which provided the following definition for BPR:

Reengineering is the fundamental ethinking and radical redesign of business
processes to achieve dramatic immvements in critical, contemporaly measues of
performance, such as cost, qualitysewice, and speed.

Hammer and Champy weren®talking about mar ginal or gradual process impovements. They
were introducing the concept of Oradical edesignO of business pcesses. They wer also sug
gesting that improvements in Ocost, qualitysewice, and speedO needed to be Odramatic.O

Unfortunately, many businesses focused too neowly in their implementation of BPR. Some

focused on cost, and the concept ofeengineering became linked with downsizing, rightsizing, and

whatever actions reducing the number of employees could be labeled to make cutting employees

palatable. Other companies continued to focus on how to automate pocesses. What Hammer
and Champy wanted companies to embark on was a thasugh review of business pocesses fsm begin-
ning to end, followed by development of new processes.

- Today® New and Impr oved BPR
Fast-forward to today where companies ae continuing to use BPR, often
called business pocess imppvement to distance themselves fim the

reengineering slant of downsizing, etc. The BPR we know today gw out of

the mistakes of the past. The good news is that those companieseafocused
on improving products and sevices rather than on cutting costs. Wth incr eases in competition and an
outcry for better products and sevices, business must look at all factors to compete in the market.

Law fir ms are struggling with the same client demands. Vith clients scrutinizing costs and even driving
what the costs will be by selecting peferred law firms, it isn®enough to look at overhead as the means
for managing the bottom line. Instead, some law fims have begun to focus on BPR. They may not call
it BPR; but a rose by any other name ...

While law fir ms have always operated consegatively, some ae moving toward more radical and
dramatic means for improving processes. Radical and dramatic doesné@cessarily mean swift or with-
out thought. The most successful BPR initiatives take time andequire firms to accept significant change
in how they operate.

continued on page 14



By Silvia Coulter (at left) (certified Six Sigma Green
Belt), Managing Director , CoulterCranston and
Co-Founder and President, Legal Sales and Service
Organization, Boston, MA, and Catherine Alman
MacDonagh (certified Six Sigma Green Belt), Director
of Business Development, Day Pitney LLP, and Executive
Director, Legal Sales and Service Organization.

S | S |
Gaining an edge over the competition is critical in
today® legal envionment. While some lawyers scan

process impovement and its potential application
to the business of the law fim (including sewice delivery), others, keen on

|
gaining competitive edge, ae working hard to reap the ewards, including
greater eficiency and increased client loyalty
Despite many lawyersO conviction that they and their law fins are commit-

ted to sewice excellence, client feedback shows that theris significant room
for impr ovement. Harkening to the Ovoice of the clientO should be a key par
of any sewice improvement plan.

Law firm clients, especially lage corporate law depatments, are engaged in pocess
improvement. Having a basic understanding of pocess impovement can help law
fir ms address one of the things clients say lawyers must do: Ounderstand my business.O

A common framework for pr ocess impovement and eror reduction is Six Sigma. Six
Sigma is a methodology developed by Motoola in the 1980s for its manufacturing
process. The goal of Six Sigma is toeduce the number of erors to no more than
six per million. Now used by a large number and variety of companies, Six Sigma
methodology can be quite complex. It can also be used in a mer basic fom and
applied in sewices industries.

Think about all the ways in which a law fir m touchesits clients: reception, alets,
correspondence, work poduct, and presentations. Each of these &as povides
opportunity for impr oving the way in which fir ms sewe their clients. In law firms,
improving how documents are created, poofed, printed, and sent to clients is one
effective way to apply Six Sigma.

—



Or consider calls for library assistance or eseach in a law firm. If you apply Six Sigma
methodology to the processof how the librar y/resource information department responds

to requests, you would pioceed in the following manner:
1. Create a flowchatt (i.e., process map) of each stepequired in the process:
Step 1 B Call comes in to the libray. How many times does the phone ring befoe
someone picks it up? What is the backup plan if the main line goes unanswed and
someone is away fom the desk? What messaging system is in place?
i

Step 2 B Request is documented.

Step 3 D Individual who requested serice is informed about when to expect

in which to impr ove the overall process. Once completed, the overall mrtess is
reviewed, tested, and measid to detemine how long each step should take
and who is responsible for making sue that things happen as they should.

infor mation.
And so on - Each step in the pocess must be documented and examined for ways i

2. Devise a method for handing complaints.Unfortunately not everything
goes as planned evertime, even in a piocess-oriented oganization. For
those occasions when someone is unhappy with the seéce received
(response or tunaround time, for example), there should be a way in which
to deal with the complaint (whether the complaint is perceived to be valid /
or invalid by the fir m). Again, a specific complaint handling procedure I
')

“'““t'l-tu___

should be in place so infomation can be fed back into the system
to improve processes. This can be as simple as a elitor visiting the
individual at the fir m responsible for the elevant procedures.
-4
e

3. Conduct training for the infor mation resource team There are
many great programs on sevice excellence. One good esource is
Snow & Associates (www.snowassociates.com). Understanding the
basic principles of great sewice is important for the members of the
group who will be delivering the sewice. It also allows law firm

administration professionals to speak the same sdce language

as the lawyers ae (or should be) speaking.

4. Build in a method to obtain feedback. Once a year send out
a survey to those intemal clients of the firm whom your team
supports on a regular basis. Keep it objective. Identify the
specific aras in which you seek feedback and on which

you may improve or keep doing a good job, based on the
feedback esults.

Applying process impovement standads to any process need
not be a complex undetaking. The above steps ag straightforward

and simple. And any process can be impoved. Stat with a simple process,

build buy-in for impr oving the process, and implement at a eéasonable pace.
Your clients (both internal and extemal) will notice the r esults!



AT A GLANCE: No longer do etiquette seminars deal with
good business manners and protocol. Now we all need
instruction on how to use our burgeoning personal tech
nologyNcell phones, PDAs, and music playersNwith
courtesy and consideration for others.

By Sharon Meit Abrahams , Ed.D., Director of Professional Development,
McDermott Will & Emery LLP , Miami, Florida

Interesting thing about etiquette B it constantly changes to keep up with
society technology, and new business philosophies. When | stéed doing
etiquette training in the mid-1990s, the typical program focused on good
manners and business mtocol. Fast-forward to the new millennium.
Now | am discussing etiquette topics that wee unknown a decade
ago, such as cell phones, PDAs (personal digital assistants), and
electronic mail.

Who would have thought or accepted the notion of business casual anry

time other than on 90-degree summer days or that a named paner would

be called by his or her first name? Unfotunately, with the dr essing down

of our attir e and our loss of espect for station or attained status, we have

also lost our common couttesies and basic levels of good etiquette. Have

you looked around your fir m and obsewed this loss? | challenge you to

spend some time listening and watching how the paners, associates,

and staff interact with each other. | venture to say that technology
has caused us to lose our congenial ways.

When you picked up the phone, you used to sayOHello.O If you wee
in the business world, you might have stated your name and depément
as well. Now, with caller ID, you avoid picking up the phone if itGs your
boss or a cranky client; ot if you do pick up the phone, you say OHello,
Bob,0 or OHowdy O or even O¥,0 because you know who the caller is.
Or do you? Have you ever had a call fowarded to you from a colleague
that you answered in one of these less-than-fanal manners and it was a
forwarded caller?



In the past, a busy signal notified the caller
that you were othemwise engaged in a con
versation that was keeping your attention
and that the caller should wait until you
were available. Call-waiting sends the
message that the next person calling you is
possibly more important than the person
you are speaking with now B that is, of
course, if you pick up the incoming call.
Call-waiting is an intr usion.

Voice mail is a geat invention, if used
correctly. There are two aspects to poper
voice mail use: your outgoing message and
the way you leave a message for others.

¥'Your outgoing message is a wondeul
tool to keep others informed of your
whereabouts and when they can
expect a return call. If the message
states you ae in meetings all day and
you will return calls after 5 oOclock,
then you have set an appopriate
expectation. Outgoing messages
should be updated on a daily basis or
as often as your availability status
changes.

¥Leaving messages for others is an
excellent way to convey complete
infor mation that could get misinter-
preted if written down by a thir d party.
Be sue to state your full name as not
everyone knows your voice and some
people know more than one John or
Debbie. Include the date and time,
because often people hold messages
before responding, and give a full, but

not lengthy description of why you
called. People can be mar eficient if
they do not have to play Otelephone
tagO to lean the reason for the call.

A new ailment has been diagnosed, called
blackberry trigger thumb trauma in a
report by Oxfor d University Occupational
Health Sewices. With the intr oduction of
the PDA, the BlackBery , and other OIOm
in constant contact with my jobO devices,
our society has
reduced its ability to
connect with others.
The lack of etiquette
swirling around
these devices is close
to criminal. In meet-
ings, no one pays
attention to the
speaker; on trains and planes, people no
longer chat with others; but worse, and
potentially deadly, there are those who
check messages while driving. PDAs should
be used to make our lives easienot more
stressful. Plan to tun off your PDA when
meeting with important people in your life
P not just clients, but your family as well.

Laptop computers are aptly named
because they do fit on your lap. They ae
small, portable, and valuable because they
are versatile tools that can travel evey-
where. We see them on planes, on trains, in
meetings, in schools, and even in (oh my)
bed. The problem is that people can get so
addicted to their computers that other
skills fall to the wayside.

¥On planes and trains people choose to
work rather than take a break to look
out the window or talk to a neighbor.
This adds to our already highly

stressed lives because we have lost the

ability to r elax.

¥In meetings and schools, the computer
has replaced notepads and thefore

our skills in note taking are being
reduced to how fast one can type. But
most detrimental is when games &
being played or e-mail is being checked
rather than notes being taken. How
about spell-check? Our younger gener
ation cannot spell because if thee is no
red squiggly line, the word must be
right. We have also lost the arof doo-
dling, a form of creative relaxation.

¥In the bedroom, the presence of
laptops means that when we ae ill, or
laid up with a broken leg, ther is
an expectation that we should still
check our e-mail or participate in a
webinar. The ability to constantly be
connected means we never get a bak
or a moment to disconnect. This can
lead to chronic headaches, back pain,
stomach problems, iritability, and
aggressiveness B all of which drive
people away from people, not toward
one another

Music has always been a par of civilized
society Now with the advent of iPods,
MP3 players, and the like, eveyone can
take their favorite music along with them.
Unfortunately we are forced to listen to
eveyone elseDmusic because often the
person enjoying the music is oblivious to
the fact that it is so loud everyone nearby
can hear it as well.

Being civilized means living, leaning, and
working with others in an envir onment
that is conducive to interaction and cama
raderie. Poper etiquette means using alll
the high-tech tools we now possess in a
manner that builds relationships and
shows others we ae available and open to
them. Technology should make our lives
easier not more complex. So when sitting
next to that stranger on the plane, think
before you turn on your iPod.

11
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ITIL: Taming T echnology in the Law Firm

¥Incident Management © How well is your firm able to restore
normal sewice and minimize adverse impact on operations?

¥ Problem Management B How well ae problems tracked and
resolved, and ecurences pevented?

¥ Change Management B How well does your fim implement
changes necessgrto fix a problem, and does change cause
unintended negative impact?

¥ Configuration Management ® How well is new technology
implemented or existing technology updated? Ae there mis
takes or confusion?

¥ Sewvice-Level Management B How well does your fim under-
stand and measue sewice pefformance in relation to the firm®
business equirements?

To analyze and improve business pocesses using ITIL is a massive
undertaking in any organization. Even if you choose to implement
a few of the core ITIL processes, an in@mental and phased
approach will be more successful.

ITIL has a common dictionary of IT terminology that everyone
involved in IT should understand.

Educate Your IT Staf f

Typically every person involved in IT will take the ITIL
Foundations Cettification class to provide a common understand
ing of the ITIL framework and a common language for a more
accurate understanding during the implementation and later
ongoing operations. This is typically a two-day class. It should be
followed by a mandatory Foundation cettification exam.

Assign and Educate an ITIL Manager

Designate a manager of the ITIL implementation poject. The
project manager should obtain an ITIL Sevice Manager
Certification to have a thor ough understanding of ITIL. This class
typically runs two weeks.

As the implementation progresses, the fim may choose to assign
and train a manager for each of the 10 ITIL processes implement
ed. The manager of each pocess would take a specialized ITIL
Practitioner Certificate class that covers the pocess for which he or
she is esponsible.

continued from page 3

Despite the benefits, adoption of ITIL is neither easyshort, nor
inexpensive. The following are potential problems to plan around:

¥Delayed Results B Often IT pojects need to quickly show
major positive results or be completed in a shdrtime frame.
The implementation of ITIL cannot be done rapidly. ITIL pr oj-
ects ae measued in years, not months.

¥Rewiring IT B Most IT departments have aleady divided up
responsibility for the firm® technology Redefining these
responsibilities within the ITIL framework may be the most dif-
ficult challenge faced during implementation. Adoption of ITIL
must have suppot from the velry top of the IT or ganization.

¥New Resources B Implementing ITIL may equire new
resourcesNeither new personnel or new technology may
be necessarto support the processes or inteprocess commel
nication required by ITIL.

¥Don®Do Everything at Once B Tying to do everything at once
is too difficult and will only incr ease the chance of failue.

¥New Technology B During adoption of ITIL, you may realize
the need for new technology Move with caution. New tech -
nology should not be consideed until your processes a& better
defined. Technology is only a tool and does not impove
already weak processes.

Implementing ITIL is a long process and will cause major change.
The adoption of ITIL is a process that has no end point, only a
starting point with milestones along the way to measue the level of

continuing success.

The true value of ITIL is the long-term adoption of best practices
that will have a positive return on investment. ITIL builds a

stronger IT organization that matches IT sevices to the needs of
your business in a cost-d&ctive way.

Sources
The IT Sevice Management Foum, http://www .itsmf.org.

OITIL Implementation Best Practice,O Ganer Podcast and PDF Pesentation Pack,
http://iwww .gartner.com/teleconfeences/asset_89167_75.jsp.

Macfarlane, Ivor and Colin Rudd, IT Service Management: A Companion to the IT Infrastructure
Library (2002)

Pearson, Raymond and Jameson Brap)Selling ITIL to the Business,O
http://www .itsmf.com/upload/conference2002/Jameson%20Bray%20&%20Ray%20Pearson%:20-
%?20Barclaycard%20Inter national.pdf.



Electr onic Resour ce Management

decisions. The eport has also demonstrat
ed the impact training has on use of the
various resources.

Need 4: Stor e passwor ds and

IDs; validate authorized users;

pr ovide access contr ol

Most electronic vendors with large expen
sive databases contil access to their
products by assigning IDs and passwats
(Westlaw; LexisNexis, Dialog, and many
others). But with the proliferation of so
many of these specialized subscriptions
there has been a move away bm
passwords. Many firms prefer to avoid
the problem of keeping track of so many
passwords. They are requesting the use of
IP (Internet protocol) authentication. With
IP, the firm supplies the vendor with
its IP addresses; the vendor is then able
to recognize and give access to only
valid users. One downside of IP access
is unexpected or unannounced IP number
changes in a fim& network. Users find
their access is denied and vendors have
to be notified. Systems like LookUp,
Onelog, and Reseath Monitor enable
firms to recognize and stoe a usef® log-on
or password whether using IP access or
a passwod. They validate authorized
users of each esource and piovide access
control.

Need 5: T o enable cost r
for electr onic r esour ces

As library and firm costs rise at a rapid
pace, the ecover of costs is critical. Cost
recovel capability can be the stongest
selling point of an electronic resource
management system. If the fim does not
have a system in place for costecovey of
LexisNexis, Westlaw, Dialog, Pacer and

ecovery

continued from page 5

LIVEDGAR ', an ERM system is essential.
ERM systems need a client and matter
validation feature and must integrate with

the firm accounting and client billing

system. Fims can recover a high pecent

age of their computer legal expense by
using an efective system. LookUp has
recently patnered with Equitrac to offer

usage tracking integrated with a cost
recovey system. Onelog also povides

good cost recovel capability.

But most electonic resources have
an annual subscription fee rather than
charging on a pay-as-you-go basis. Wh

subscriptions, it is difficult to determine

actual cost per use, although some ERM
systems povide a way to do that.

Therefore, firms usually treat the cost of
these subscriptions as ovdread.

Need 6: T o integrate electr  onic
resour ces with the firm portal

or intranet; to pr ~ ovide

federated sear ching acr oss

pr oducts

Most fir ms supply access to their electn-
ic resources though their firm intranet
or portal. They may be grouped or
distributed to office and practice pages
when licensed only to that goup. An
ERM system can ofer single access to a
multitude of subscriptions. In the area of
central seaching, some of the ERM
systems sold by libray systems do inte
grate with federated seaching tools.

Cost Considerations
Finally, some advice about cost. ERM

systems can be quite expensive depending

on the features desied and their licensing
model. With LookUp Precision, you pay

only for individuals who use the software
instead of an estimated number of poten
tial users. With Onelog, the pricing is
based on number of attomeys in the firm.

The firm needs to consider eturn on

investment when purchasing a system. If it
plans to use the ERM for cost lecovey, the

returns can be high. But if intended for
tracking use of subscription-based
resources, thee may be less justification
for a high priced system. At a 2005
American Association of Law Libraries

presentation in San Antonio, Dennis
Brunning of Arizona State University said
that the Ocost of collecting and evaluating
data should not exceed the value of the
infor mation to the decision making assess
ment process.O

Mor e ERM products are appearing on the
market. Existing ones ae improving in

response to their subscribersGequests.
Demand for these systems will only
increase as mae resources become elec
tronic. Firms can get in on the gound

floor. Or they can wait until the middle

stage, when existing poducts have been
further developed, to avoid paying the
high costs of software development
incurred by the vendor Either way, firms
need to use a system for their electmic

licenses befoe they have spun out of con
trol. This is too important an area to
neglect.
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BPR: An OId Pr ocess Impr ovement
Tool Shows Up Anew in Law Firm T 00lKits  continued from page 7

Best Practices

An example of this is a recent BPR initiative taken by a lage law firm. As the law firm grew, the
process for new employee intake stayed the same with some changes as time went on. Utfoately,
each of those changes meant mer depatments became involved in the pocess. Eventually the
process equired 20 or more employees to be involved in some way

The first thought was to automate the process; but after eviewing it further, the decision was made
to make the process better though the use of BPR. This meant the fim needed to incorporate some
of the best practices of BPR:

¥Provide leadership and diection from the top. If the leaders of the firm aren®engaged, thee is
little chance of engaging anyone else.

¥Immerse the fim in BPR. Don®just look at each BPR initiative as an individual project. There is
a need to break process impovement into separate pojects, but the firm also needs to become
immersed in BPR and to see it as a way of doing business in all aspects.

¥Engage an expedrin process eview and other pats of the initiative if the skills needed for those
tasks are not available in the organization. Many times firms will ask someone to take these on
as an additional part of their alr eady full-time job, which most often leads to failure of the ini-
tiative.

¥Involve those afected by the piocess. This means gettingapresentation fom those who initiate
the process to those at the end of the mcess. Involve legal stdfand clients if they are affected
by what is put in place.

¥ [dentify each part of a process and all of the paticipants. The process needs to be separated into
each minute pat to provide a complete picture of how things are getting done at pesent.

¥ Create a flowchat or some other means of visually displaying the pocess fom beginning to end.
A flowchart may demonstrate whee there is redundancy or a break in the process. A pictue of
the process, in whatever means it can be developed, @rides clarity.

¥Review the information gathered to date, looking for potential issues that may ceate problems
in process implementation. This eview needs to be done by ma than just Information
Technology to ensue engagement by individuals d&cted. Again, representation is one means for
making this happen if the firm has a laige goup that is affected.

¥ Use formal project management (PM) to move fom the old process to the newFormal PM is a
new tool to many law fir ms. It provides a piocess for making sue that all parts of an initiative
run smoothly by anticipating what r esources ae needed for the initiative to be successful and
how the initiative fits in with other fir m priorities.

¥Use change management (CM) to assist all those fatted to transition from the old process to
the new Many times CM is confused with PM in that the focus is on the change and not the indi




ORadical and dramatic doesnQ
necessarily mean swift or without thought.

Most successful BPR initiatives take time

and requir e firms to accept

viduals. Change is what happens. fansition is how we move - . p
from the old to the new. CM is successful when appopriate Slgnlﬂcant Change in how they operate.O
communications are put in place and attention is paid to how

the new process is being pareived. BPR without a CM focus will not succeed.

¥ Don®select or stat working on the technology that will be used in the process impovement until
all decisions have been made as to what the new pcess will be. Fims may select the technole
gy they are going to use befoe they know what problem they need to solve, as it is an easier
decision than focusing on the pocess impovement. Avoid that siren®song and stick to pocess
before technology

Applications of BPR at Alston & Bir d LLP
The law firm Alston & Bir d LLP recently used BPR to eengineer its intranet.

Nola Vanhoy, director of Practice Innovation, stated, OVE used a pocess impovement model involv-
ing our Quality Impr ovement Team (QIT) approach for improving the functionality and look and
feel of the firm®@ information portal.O She went on to sayOLawyers, paralegals, and other stéaseved
on a QIT to define the major process impovements that would benefit their work processes. Because
of the QITG work and direction, a new enterprise seath engine was deployed, the look and feel of
the portal changed, and content editing/ownership changes wermade. The efreshed potal was
rolled out successfully and easily accepted toughout the firm.O They showed that engagement and
attention to the end user made the transition fom the old intranet to the new easier for eveyone at
the firm.

While talking about the initiative, Rober t Marbur ger, CIO for Alston & Bir d, also spoke of their
focus on the BPR model. OFocusing ouessources apund process impovement not only lowers costs
and helps us ofer efficient sewvice, it also improves the eliability and quality of the services we po-
vide to our clients. Further, the intensive work that goes into the efort pays dividends when the final
product is rolled out and accepted because of the buy-in and vetting that is parof the process
improvement efort.O His statement addesses impovements in cost, quality sewice, and speed D just
the measues that Hammer and Champy wee seeking.

Conclusion

A BPR initiative is not implemented without taking time to dissect the curent process, managing the
process imppvement project, and addressing the needs of the fcess paticipants. Tom Baldwin,
chief knowledge officer for Sheppaid, Mullen, Richter & Hampton LLP , is using BPR to impiove
work flow within his fir m. In relation to the use of technology in BPR, he states that definingaquire-
ments for the new process Ocan be the single biggest challenge. Unlike other technologyijpcts,
youQe often dealing with business people who have little or no backgsund with technology, are vely
comfortable with the process they have in place, and in most cases, yoe@sking them to totally
change the way they do things.O He(ight. BPR isnfeasy Yet, if done right, the rewards are great.
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Reviewed by John E. Duvall, Administrative Analyst, Hogan & Hartson L.L.P ., Washington, DC

OThe Intemet was privatized in 1995 as the U.S. gover

nment withdr ew

and inter connected Inter net service pr oviders took over .0

By Kevin Hillstr om, Ominigraphics, 2005

In February 1966, Robert Taylor was
director of the Information Processing
Techniques Ofice of the Department of
Defense® Advanced Reseath Products
Agency (ARRA). To monitor pr ojects being
carried out by several reseach institutions,
he had to log on to each institution® system
using a different terminal. Finding this
awkward, he convinced ARRA to fund
reseach leading to a network that would
link computers to each other allowing
reseachers in different places to shae
computer resources as well as esults of
their work.

The new network would be based on pack
et switching, which breaks messages dm
one computer to another into smaller pieces
and sends each piece, mixed in with pieces
of other messages, by the best available
route, thus making the most eficient use of
communications lines.

The new network also would have to find a
way for computers to talk to each other in
spite of different operating systems and
programming languages. &ylor and Larry
Roberts, whom Taylor had selected to lead
the ARPANET pr oject, decided to Obuild
smaller computers, called Inteface Message
Processors (IMPs) E to translate informa-
tion E between each mainframe and the
network.O (p. 10).

ARPANET went live at the end of
1969 with four nodes, which
grew to 15 in 1971.

Also in 1971,

Ray Tomlinson

of Bolt Beranek and

Newman (BBN), the corn-

tractor selected by ARRA to

build the network, invented the
first working e-mail system.

In 1973, Bob Kahn of BBN and Vint Cerf
of ARPA began working on connecting
ARPANET with other computer networks
that were appearing by that time, a
process they called intanetworking (later
shortened to Intemet). They developed
a protocol for communicating among
networks using different operating systems,
which eventually became Tansmission
Control Protocol/Internet Protocol (TCP/IP).

In 1979, the National Science Foundation
created NSFhet to sewe a nonmilitary
reseach and development network linking
reseachers at all universities. In 1992, the
NSF issued a new Oacceptable use policyO
that for the first time allowed commercial
use of the Intemet. The Internet was
privatized in 1995 as the U.S. govenment
withdrew and interconnected Intenet
sewice providers took over.

To help users find specific files, Tm
Bemers-Lee Oppposed the combination of
software and networking protocols known
as the World Wide Web in 1989.0 (p. 26).
One element was Hypetext Markup
Language (HTML). As an alternative to the
long numerical addresses then in use, he
developed textual Uniform Resource
Locators (URLS).

Existing businesses began moving to the
Internet in 1994 and entrepreneurs began
creating completely new Intenet business
es, stating with Amazon.com and eBay



in 1995. Few were profitable at first. Many
had no reasonable business plans to generate
income.

In early 2000, many investors bailed out of
Internet stocks. Nevetheless, by the end of
2000, Oit became clear that the public was not
giving up on the Internet.O (p. 64).

The Internet has been evolutionary.

¥ Employees in diferent locations can work
together in virtual offices and can even work
from home.

¥ Small businesses with complementar skills
can work together as vitual businesses to
compete with larger ones.

¥ Political activists can reach their suppoters
and citizens can communicate with their
representatives. The Intemet facilitates voter
registration, electonic elections, political
advettising, and fund raising.

¥ Students have access to a viral classioom
at school and at home, and the Intenet has
become a eseach tool for their homework
and projects.

This enormous impact has not been without
problems. Digital divides have appeaed
between rich and poor families in the United
States, and between developed and developing
nations in which the necessay infrastructure
is lacking. Users ae now vulnerable to
new types of crimes: viuses, spam, invasion of
privacy, identity theft, and sexual predators.
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