
KM ROUNDTABLE –  Providing KM Services to Clients (May 23rd, 2018) 
 
Types of Services KM can Develop for Clients 
 

o Consulting 
o Doc Assembly 
o Workflows 
o Repositories 
o KM Content 
o Q&A Analysis 
o Custom Apps 

 
• Firms can suggest specific services. Often times, they will hear from clients on what 

services they would like to see. 
 

• How do you develop these products?  Are the clients coming to you?  Something you are 
suggesting?  Something that helps to retain clients?   

 
• Q&A analysis intake is a great service for clients that don’t want to engage right away.  

Q&A analysis can lead to fuller engagement from a client later on. 
 

• What is the purpose for developing client facing services? Some examples include 
marketing, new revenue stream, or just a value add service.   

 
• Where do ideas come from? Attorneys, marketing, and sometimes the clients themselves.   

 
• Document assembly is a very labor intensive, KM service.  Some firms do it for marketing 

purposes.  Other firms focus on certain practice areas and see this more as a revenue 
generator in the future.  When developing apps or services that will generate revenue, 
consider including your KM stamp or logo.  Clients will pay for a different legal service 
delivery model. 

 
• Document assembly project – this can be a one-off project or more of a consultancy type 

of project. 
 

• Clients are looking for tools to create documents and other resources, guidance, 
contracts, current awareness.  Put together a suite of services around a certain practice 
or subject area that will assist with process improvement. 

 
Finding Resources to Develop and Deliver 

• How do you manage support?  Significant changes in KM staffing may need to be 
considered.  Managing and administrating staff services in this area can be a challenge.  
Staff support should be factored in before offering client specific KM services.  



 
• Remember that client specific KM services are still firm work product.  These services will 

have your department’s branding.  You will need to ensure that the work product is kept 
up to date.   

 
• Consider establishing partnerships with software companies.  They will have the skill sets 

to assist you with these projects. 
 

• Consider hiring someone on your team that is both a lawyer and a coder.  Your firm’s IT 
department might be able to build the actual solution.  However, some IT staff may not 
have the skill set to code, program, or develop these tools. 

 
• Consider KM consultancy as part of a package that you sell or give clients.  Clients might 

look to you to advise on taxonomies, how to structure documents, etc. 
 

• Need particular skill sets.  How do you find the right people?  How do you get your 
attorneys on board?  Do you have a person that can wear multiple hats?  There is an 
element of sales when delivering KM services to clients.  You need to be able to sell them 
something – what pain point are you trying to address?  Legal technology is evolving.  Law 
firms have to keep pace to remain competitive.  When interviewing first year students, 
summer/fall associates, new attorneys – try to determine what their technology 
background and skill sets are. 

 
• Should law firms invest in this type of talent?  Younger associates might be well versed in 

new technology.  Be prepared to meet your client’s needs.  Does senior management 
appreciate this initiative?  There should be more onus on law schools to train future 
lawyers on using technology.  They should consider adding mandatory classes – business 
and law, coding and law, etc.  There are law schools that are beginning to embrace this. 

 
Promoting the Concept Among Your Attorneys 

• The level of attorney involvement with client-facing KM solutions can be a challenge.  
There tends to be less enthusiasm unless the project is client driven. 

 
• Can or should firms offer billable credits to attorneys that work on KM projects?  When 

building apps or document delivery services are you giving your attorneys credit for this?  
Contemplate offering innovation credits to attorneys for creating client facing apps.  Is 
this a marketable project?  Is this something the client asked for?  Should law firms bill 
back KM time?  Should KM time go into a bonus or compensation structure for your 
lawyers?  The general consensus is that firms typically do not do this.  One exception is 
Reed Smith.  Reed Smith provides credits for work done on pre-determined, KM projects.  
Another firm gives billable credit (up to 50 hours) for attorneys who work on KM projects 
that are both approved and completed.  It is a burden to track KM project time, but very 
helpful to move these projects forward.   



 
• Who do you promote this opportunity to?  This idea is normally sold to associates.  When 

KM team members are integrated into practice groups, they can make associates aware 
of KM project opportunities.   

 
• Partners will get involved with KM projects when their clients want something.  They get 

excited when clients bring ideas to them.  They will then reach out to the KM department 
to develop a solution.  Partners are also interested in revenue generating projects.   

 
• Do you need to factor in malpractice insurance issues?  In other words, could there be 

liability with implementing these KM solutions?  Client-facing KM projects provide 
automated legal services, document assembly, etc.  It is a good idea to work with your 
professional standards department and with your general counsel.  Get appropriate 
disclaimers in case you can’t update something right away.  Have subject matter experts 
review final KM solutions.  Brief the experts on functionality and the end user experience.  
Put disclaimers on all client specific platforms.   

 
Pricing These Solutions 

• Do people engage a pricing team when pricing KM services or products?  Firms should 
involve their accounting/finance departments to determine what pricing is appropriate.  
How much time spent, inventor costs, return on investment, etc., should all be factored 
in.  

 
• How do you gauge success?  Does the KM service have to be profitable?  Will this lead to 

other opportunities in the future?  Identify your success early on.  Examples include client 
retention, client satisfaction, business development, generated revenue, and usage.  It 
might be hard to track the success to a particular client facing service.   

 
• Be sure to craft news articles/publicity about the service.  Attempt to tie in legal work that 

came in to the new service.  Actively track wins.  Make sure clients use the KM services 
and that they are warranted.  Make sure the client appreciates the consultancy service.  
You do need to rely on feedback.  Quantitative measures are fine (looking at numbers), 
but this does not mean the project was necessarily a success.  Talk with clients and gather 
anecdotal information.  Qualitative metrics/data/feedback are just as important.  There 
is a challenge to tie numbers with results in the KM world.   

 
• Which practice areas do you find lend themselves to client facing services?  Transactional 

and regulatory practices are more amenable to KM client facing services.  Litigation 
attorneys are focused on risk.  Transactional attorneys are focused on opportunities.  
More success on the transactional side in law firms.  With litigation practice groups, case 
management might be a good KM opportunity.  Patent prosecution straddles the fence – 
it is a little of both litigation and transactional work.  Other practice areas that might make 
for good KM/client opportunities include   employment and labor law (work with HR 



directors to resolve pain points) and privacy law (cybersecurity and data protection are 
areas that are regulatory driven).   

 
Audience Polling Results 

1. Does your KM department offer client facing services? 
a. Yes – 74% 
b. No – 26% 

 
2. What is your primary purpose for your services? (select all that apply) 

a. Marketing – 34% 
b. Value – Add – 79% 
c. Revenue Generating – 26% 
d. Improve legal service delivery – 63% 

 
 

3. How involved are your attorneys in these KM services? 
a. Driver of the project – 13% 
b. Heavily involved as SME/Consultant --- 29% 
c. Somewhat involved as an advisor – 45% 
d. Not involved – 13% 

 
4. Who does the idea come from? (select all that apply) 

a. Business services – 47% 
b. Attorneys – 63% 
c. Clients – 50% 
d. Other – 13% 

 
5. Are you pricing client-facing solutions separately? 

a. Yes – 41% 
b. No – 59% 

 


