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a
Understanding Why Happy Lawyers Really DO Make More Money

Session 1 

making your law firm business work for you 



Christopher T. Anderson

@LawFirmBusiness

Financially 

Personally 

Professional

LawFirmBusiness

Entrepreneurial attorney with a passion for helping  
lawyers define and achieve success:

and realize their dreams by building law firm  
businesses that work for them,  
and those who rely on them.



WHY?



65%

20%

15%

The Dream



WHY?
WANT TO TAKE HOME MORE MONEY

WANT MORE FREE TIME

WANT ThE BUSINESS TO RUN WITHOUT ME

WANT TO HAVE MORE FUN



WHY?



WHY YOU SHOULD LEAVE 
RIGHT NOW…



SESSION OR TRACK?



EVERYTHING YOU 
NEED TO KNOW



WHAT IS GOING 
TO START YOU?

2 Questions

WHAT IS GOING 
TO STOP YOU?



WHAT WOULD 
YOU ADVISE?



Do you have a business plan?

“The Cobbler’s children go unshod”



WHAT IS THE BUSINESS 
OF A LAW FIRM?



WHAT IS THE PURPOSE 
OF YOUR BUSINESS?



otherwise why would we do this?!?

NOT TO:

Provide Jobs

Pay Taxes
Pay Taxes

Support the Community
Improve Clients’ Lives
Improve Employees’ Lives

fund her ideal lifestyle

satisfy the needs of the owner

give her the ability to live the  
way she wants to live

to achieve her professional  
goals

TO:

THE PURPOSE OF your BUSINESS



To know  
but not to do  

is not to know 
- Stephen R. Covey



What is a  
law firm 
business plan?



WHAT DO WE DO?



WHAT IS                    ?



7 Parts of 
Your Business

Marketing


Sales


Factory


People


Physical 
Plant


Money & 
Metrics


YOU



SCORECIRCLE ONE

Marketing 0 1 2 3

Sales 0 1 2 3

Factory 0 1 2 3

People 0 1 2 3

Physical Plant 0 1 2 3

Money & Metrics 0 1 2 3

You 0 1 2 3

TOTAL:

1
Marketing

2
Sales

3
Factory

4
People

5
Physical  

Plant

7
You

6
Money & Metrics

KEY
0 - Never really thought about it before

1 - I could explain but it would have to be verbal because 
     it’s not in writing.

2 - I could show them something in writing but it’s more 
     than 24 months out of date.

3 - I have this part of my business plan in writing and relevant 
     to how my business currently operates.

EXERCISE: I can explain to my stakeholders how each of the 
7 parts of my business are supposed to work



“Seeing” Your 
Business



What Parts of Your L ife Will Be  

WORSE
When the Revenues of Your Business

ARE DOUBLE?



a

Where are you?  Where do you really want to be? 

Session 2 

The 4 Stages of Law Firm Growth



Christopher T. Anderson

@LawFirmBusiness

Financially 

Personally 

Professional

LawFirmBusiness

Entrepreneurial attorney with a passion for helping  
lawyers define and achieve success:

and realize their dreams by building law firm  
businesses that work for them,  
and those who rely on them.



What Parts of Your L ife Will Be  

WORSE
When the Revenues of Your Business

ARE DOUBLE?







Defining a  
SUCCESSFUL  

Business



OUR DEFINITION OF A  

SUCCESSFUL  

BUSINESS

financial
personal
professional
(fun)



How much cash should the business provide to you so that you can:

Financial:

Live the way you want to live
Give the way you want to give
Provide the way you want to provide
Leave the way you want to leave

Now and in the future.

YOUR DEFINITION OF A  

SUCCESSFUL  

BUSINESS



YOUR DEFINITION OF A  

SUCCESSFUL  

BUSINESS

Personal:
How much time do you want to have  
for other pursuits?

How much time do you want to work  
in the business vs. on the business?   



Professional:
What should the business be/do 
that makes you proud? How can 
it be an expression of your values?

YOUR DEFINITION OF A  

SUCCESSFUL  

BUSINESS



First 4 STAGES OF LAW FIRM GROWTH



FIRM GROWTH

$250,000 - $500,000

UPGRADING YOUR PRACTICE
TO A SUSTAINABLE BUSINESS

GROWING YOUR BUSINESS
TO BREAK 7 FIGURES

BECOMING A CEO: PROFITING
FROM YOUR PURPOSE

STAGE 2 STAGE 3 STAGE 4
$0 - $250,000
STAGE 1

CREATING A
SUCCESSFUL PRACTICE

$500,000 - $1MM $1MM ++

CHALLENGES:

OPPORTUNITIES:

• TOO MUCH TIME WITH  
 WRONG CLIENTS
• HAVE TO DO ALL THE  
 WORK
• DONʼT BELIEVE GROWTH  
 IS POSSIBLE

• LEARN TO EFFECTIVELY  
 SELL LEGAL SERVICES
• GAIN CLARITY & FOCUS  
 ON BUSINESS MODEL

CHALLENGES:

OPPORTUNITIES:

• UNWILLING TO GIVE UP  
 THE “DOING”
• AD-HOC SYSTEMS ARE  
 OUTGROWN
• BUILD & LEAD YOUR  
 “A-TEAM"

• SYSTEMS BEGIN   
 FORMING
• MORE TIME OFF
• REVENUES BECOME   
 MORE RELIABLE &   
 PREDICTABLE

CHALLENGES:

OPPORTUNITIES:

• FINANCES NOW   
 WARRANT CONTROLS
• FEEDING THE FACTORY
• OUTGROWING PHYSICAL  
 PLANT

• MAXIMIZE PROFIT
• OPPORTUNITY TO SCALE
• CAN STEP AWAY FROM  
 FIRM EASILY

CHALLENGES:

OPPORTUNITIES:

• LONELINESS
• BOREDOM
• STAKES ARE HIGHER

• CHANGE THE WORLD
• DISCOVER YOUR REAL  
 POTENTIAL 
• CONTROL YOUR TIME
• MORE FUN!!

4 STAGES OF LAW FIRM GROWTH
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Where is your business now?
Where do you want it to be?
Why isn’t it there yet?

Assessment





How confident are you that each of the  

7 Main Parts of your business 
 will continue  

to be effective with you  

away from the Business for  

30 Consecutive Days?



Why you are committed to improving the  
performance of your business?

WHAT IS THE
NO EXCUSES

#1

REASON

Thinking question (and part of the problem)



Your Business is a vehicle



a
Done The Right Way 

Marketing & Sales Makes Most Lawyers Very Happy  

Session 3 

marketing - building a business by helping others



Christopher T. Anderson

@LawFirmBusiness

Financially 

Personally 

Professional

LawFirmBusiness

Entrepreneurial attorney with a passion for helping  
lawyers define and achieve success:

and realize their dreams by building law firm  
businesses that work for them,  
and those who rely on them.



HOW MANY CLIENT 
 PROSPECTS MUST  

MARKETING DELIVER  
TO SALES?

Question to answer



2 Jobs of marketing

2. TO keep Everyone Else the Hell Away & To Protect the Business.

1. To DELIVER the RIGHT KIND of Prospect 

to the RIGHT PLACE 

at the RIGHT TIME 

in the RIGHT QUANTITY 

with the RIGHT EXPECTATIONS 

in the RIGHT FRAME OF MIND



Common Marketing mistakes

Too Many New Client Prospects to Sales 

Right Kinds of Clients at the Wrong Time 

Right Clients, Right Time, Wrong Expectations  
or Wrong Frame of Mind



4 TYPES OF PROSPECTIVE NEW CLIENTS:

The right kind of prospect

1. The True Believer  
2. The Skeptic With Criteria  

3. The Skeptic With No Criteria  
4. The Naysayer  



Who do you want?

GradE 
Your Clients

© 2015 How To MANAGE a Small Law Firm.com - Schedule An Informative Call: www.HowToMANAGEaSmallLawFirm.com/Appointment© 2015 How To MANAGE a Small Law Firm.com - Schedule An Informative Call: www.HowToMANAGEaSmallLawFirm.com/Appointment48 49

MARKETING: KNOW YOUR CLIENT

4 TYPES OF PERSPECTIVE NEW CLIENTS:

1. The True Believer

2. The Skeptic With Criteria

3. The Skeptic With No Criteria

4. The Naysayer

MARKETING: CLIENT GRADING SCALE

A

B

C

D

F

Types of cases we take

Types of cases we don’t take
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MARKETING: KNOW YOUR CLIENT

4 TYPES OF PERSPECTIVE NEW CLIENTS:

1. The True Believer
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4. The Naysayer

MARKETING: CLIENT GRADING SCALE

A

B

C

D

F

Types of cases we take

Types of cases we don’t take

Profits

20%

80%

Busy-ness

20%

80%



Build a client persona

Lindsey is a successful entrepreneur who strives to push the 
envelope in everything she does, at work, at home, and in 
travel.  She is a young parent, and beginning to consider how 
her plans are consistent with her expectations for the childrens’ 
education, and her own retirement, young enough to let the 
adventure continue. 
 
Background & Skills 
§  5-10 years experience  
§  MBA or equivalent 
§  Advance Management Training 
§  Feeling used by the corporation, looking for something more 
Motivations 
§  Wants to be secure in income growth path 
§  Concerned about college costs for kids 
§  Wants to be more “present” in her life. 
§  Looking for more “meaning.”  
Goals 
§  To have the freedom to make important changes.  
§  To secure retirement income by age 55. 
§  To have colleges fully funded by childrens’ 17th birthday.  
Pain points 
§  Time is owned by current employment.  
§  “Golden Handcuffs” due to uncertainty. 
§  Inability to include family in wealth discussions 

Occup’n :  Professional (Finance, Management) 
Role  :  Junior VP 
Demogs :  Skews Male 

  Age 27-35 
  HH Income: $125 - 225 
  Young children 

“Successful business 
person who enjoys 
adventure travel.”  

LINDSEY 

20%

80%



Marketing 
Plan



Marketing 
Plan

From your definition of a successful business.

X



X
Annual Monthly Weekly

Net Revenues $500,000 $41,667 $9,615

Gross Revenues (x2) $1,000,000 $83,333 $19,231

Average Case Value $5,000 $5,000 $5,000

= # of New Cases Needed 200 17 4

Historical Conversion Rate 50% 50% 50%

Sales Calls Needed = NCN/HCR 400 33 8

Funnel Conversion Rate 2% 2% 2%

Exposures Needed = SCN/FCR 20000 1667 385

Marketing  Plan - Classic



X
Annual Monthly Weekly

Net Revenues $500,000 $41,667 $9,615

Gross Revenues (x2) $1,000,000 $83,333 $19,231

Average Case Value $5,000 $5,000 $5,000

= # of New Cases Needed 200 17 4

Historical Conversion Rate 50% 50% 50%

Sales Calls Needed = NCN/HCR 400 33 8

Funnel Conversion Rate 5% 5% 5%

Clicks Needed = SCN/FCR 8000 667 154

Marketing  Plan - pPC



Marketing 
FUNNEL

Have a problem or opportunity they 
don’t know about ($1MM+)

Know they have a problem or opportunity  
and are looking for a solution ($500K – $1MM)

They have a problem or opportunity and think  
you might be the solution ($250 – $500K)

They have a problem or opportunity that you can help 
them solve (0 – $250K)



Sample  
Strategies



151 Things You Can 
Do To Market Your 
SOLO LAW FIRM

Download the complimentary list at  
www.HowToMANAGEaSmallLawFirm.com/151Marketing

Bonus!!!



a
The small law firm’s guide to implementing  

effective marketing campaigns  

Session 4 
marketing Execution 



Christopher T. Anderson

@LawFirmBusiness

Financially 

Personally 

Professional

LawFirmBusiness

Entrepreneurial attorney with a passion for helping  
lawyers define and achieve success:

and realize their dreams by building law firm  
businesses that work for them,  
and those who rely on them.



The 5 commandments

Thou Shalt Not Engage in Any Marketing 
Activity, Unless: 

1. You have a Hypothesis of What the Result Will Be (ROI) 

2. You Have a call to action  

3. You Commit to Measure Your Results Against Your Hypothesis 

4. You Commit to Learn From Your Measurements 

5. You Commit to Take Action Based on What You Have Learned



Campaign 1
CPM
CPC
Impresssions

“Click”

Action(s)

(Screening)

Set Appointment

Show Up

Buy

CPA

Marketing Campaign



Marketing Campaign
PPC

CPM
CPC $2.50
Impresssions 39,683

2%
“Click” 794

20%
Action(s) 159

20%
Set Appointment 32

70%
(Screening) 22

90%
Show Up 20

50%
Buy 10

CPA $198



Marketing Campaign

Pay Per Click



Marketing Campaign

Social media



Marketing Campaign

your website



Marketing Campaign

print advertising



Marketing Campaign

workshops



Marketing Campaign

Radio



Marketing strategies

PPC Social Print Workshops Radiowebsite



what to do when one fails?

PPC Social Print Workshops Radiowebsite



PPC 
Campaign

Facebook Radio Billboard

CPM $15.00 $5.00

CPC $2.50 $1.00

Impresssions 39,683 5,511 69,444 347,222

2% 4% 0.5% 0.1%

“Click” 794 220 347 347

20% 40% 100% 100%

Action(s) 159 88 347 347

20% 30% 30% 30%

(Screening) 32 26 104 104

70% 70% 30% 30%

Set 
Appointment

22 19 31 31

90% 90% 80% 80%

Show Up 20 17 25 25

50% 60% 40% 40%

Buy 10 10 10 10

CPA $198 $22 $104 $174

Marketing Campaign



Marketing Campaign
Campaign 1 Campaign 2 Campaign 3 Campaign 4 Campaign 5 Campaign 6

CPM
CPC
Impresssions

“Click”

Action(s)

(Screening)

Set 
Appointment

Show Up

Buy

CPA

Marketing Campaign



Funding Your Marketing with a  
“Tax”



Sample  
Strategies



151 Things You Can 
Do To Market Your 
SOLO LAW FIRM

Download the complimentary list at  
www.HowToMANAGEaSmallLawFirm.com/151Marketing

Bonus!!!



a
Stop NetSocializing and  

Start NetWorking  

session 5.1 

Super Networking
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@LawFirmBusiness
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Personally 
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LawFirmBusiness

Entrepreneurial attorney with a passion for helping  
lawyers define and achieve success:

and realize their dreams by building law firm  
businesses that work for them,  
and those who rely on them.



Super networking: 
Girard’s Law of 250



Your network of 250

Top of Mind - Who do you know? 

Memory Jog #1 - use a list of professions (YP) 

Memory Jog #2 - Last names (WP) 

Memory Jog #3 - First names (Common List)





Sphere of influence

These are not (primarily) your buyers 

Cultivate as your referral sources 

People refer business to people they know,  
like and trust 

2502 = 62,500 (to vicariously know, like and  
trust you)



Networking

NetSocializing

vs



NETWORKING

It is all about them!

Networking is not  
Selling! 

Not about distributing business cards 

Not about shaking hands 

About you! 



NETWORKING GOALS

• Even if they reciprocate and clearly need your service 

• Turn it around to be about them. They don’t know,  
trust and like you,  YET!

Talk to Key Influencers 

Small Number Goals (x250!) 

Talk about their favorite topic (10 Questions) 

Main Goal: “How can I refer you business?” 



1. How did u get started in this line of work

2. What do you enjoy most about what you do?

3. What separates your company from the competition?

4. What advice would you give to someone just starting out in your line of work?

5. What one thing would you do with your business if you knew you could not fail?

6. What significant changes have you seen take place in your industry over the years? 

7. What do you see as the coming trends in the widget business?

8. Describe the strangest/ funniest event in your business

9. What ways have you found to be the most productive for promoting your business?

10. What one sentence would you like somebody to say as describing your business?

11. Who is your ideal client / who can I refer to you?



Only Purpose for Business Cards



Magic Statement

Networking - EXERCISE

“My business helps __________ accomplish/solve/defeat/
avoid __________ by _______________________.”



a
How to trigger more repeat and referral business from 

current and former clients  

Session 5.2 

Automatic Referrals
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Entrepreneurial attorney with a passion for helping  
lawyers define and achieve success:

and realize their dreams by building law firm  
businesses that work for them,  
and those who rely on them.



Cultivating loyal referral sources

1st Contact – “Nice to Meet You” note  
(handwritten)

• Special Stationery
• With your Picture

Stay Top of Mind
• Thinking of you
• Newsletter

Refer business!!!!!

Thank You for referrals

Make the Referrer Look Good!



Team 100



Team 100 Follow-up

• Profile 2-3 from your list 

• Provide Update on Your Business 

• Present Special Offers from Others 

• Promote - Reminder How Team 100 
Works





Magic Words
“Hello, this is attorney (your name here). I 
was reviewing some of my closed files and 

thought of you, so I thought I would give you 
a call to say hello and see how you are doing? 

Pause - Listen  (Shut up!) 



I've been looking ahead on my calendar, and I have 
some openings coming up in a few weeks to take 

on some more work.   

So before I give-away that capacity to new clients 
I like to call my current clients and see, what else 

I can take off of your plate for you? 

OTHER Magic Words



a
Systems Run the Business 

People Run the Systems

session 6 

systems: the key to scalability



LEVERAGE OR SCALE?



7 Main Systems 
in Your Business

Marketing


Sales


Factory


People


Physical 
Plant


Money & 
Metrics


YOU



POLICIES



24 Key 
Policies



PROCEDURES



24 Key 
Procedures



CHECKLISTS



TEMPLATES



FORMS

EXEMPLARS



Policies 
Procedures 
Checklists 
Templates 
Forms 
Exemplars 
Systems

+



MARKETING – How do we find prospective clients who want to solve this problem / seize this 
opportunity and send them to the right place/right time? 

SALES – How do we provide information to the prospects that our sales systems has delivered, 
so that they can make an informed decision. (And how do we evaluate them?) 

FACTORY – How do we deliver on the promises we have sold?  

PEOPLE – How do we recruit, hire, train, reward and retain the talent needed to deliver a 
delightful customer experience? 

PHYSICAL PLANT – How do we provide the tools needed by the People to operate the 
Factory? 

MONEY/METRICS – 
What are the expected inputs?  
What are the expected outcomes? What are the actual inputs?  
What are the actual outcomes? What decisions do these dictate? 

YOU! 

What knowledge do you need? 
What skills do you need? 
What do you believe? 

Create systems



Create Systems

• What?

• How?

• Why?





Create Systems

What systems am I building 
for my clients?

What systems am I building  
for my business?



Marketing


Sales


Factory


People


Physical 
Plant


Money & 
Metrics


YOU

The super-system

7 Main Systems 
in Your Business



SUB-SUB-systems



• Plan 

• Introduce 

• Test 

• Roll-Out (Implement) 

• Measure 

• Iterate

install systems





LESS = Insufficient Value for Adoption

MORE = Increased Cost of Failure!

MVP



Testing and Learning ≠ Asking

MVP



Introduce the Benefits
• Why this makes their life better.

• Why it makes their job easier.

• Why it makes their job more enjoyable. 

• Why it makes their job more predictable.

• Why it makes their job more stable.

• Why it makes their job more productive. 

• Why it makes their job more rewarding. 







a
Getting Things Done By Getting Out of The Way 

session 7 

Getting over yourself 



168



Problem:
We Find that We Are Working for Our Firm



• Time is Finite 

• We get to choose how to 
spend it: 

• Low Value or 
• High Value

This choice is the cause…



We become BUSY ….  
When we should be PRODUCTIVE



Catch-22

I Don’t Have Time to Delegate



Our Relationship with Time 



Time is the only 
Scarcity



Entrepreneurs Choose 
How to Invest 

Their Most Precious Resource



‹#›

The	Tasks		
in	a	Law	Firm



‹#›

High	Value	Legal •Marketing	/	Client	
Development	
•Maintaining	Client	
Relationships	
• Strategic	Planning	(Firm	
and	Cases)	
• Strategic	Management	of	
the	Team	
•High(est)	level	legal	skills



‹#›

Other	Legal

•High	level	legal	skills	
•Middle	level	legal	skills		
• Client	service	(Inform	and	
Respond)	
• Technical	legal	skills	(Drafting,	
Discovery)



‹#›

Technical

• Client	service	(Inform	and	
Respond)	
• Technical	legal	skills	
(Drafting,	Discovery)	
• Systems	documentation



‹#›

Administrative

•Telephone	answering	
•Supplies	
•Clerical	
•Bookkeeping

(also	known	by	many	as	“the	stuff	I	spend	a	lot	of	time	doing…”)

•Systems	documentation	
•Office	Management	
•Mail	and	email	
•Attorney	Desk	and	Office	
Organization



‹#›

Hierarchy	of	Tasks	–	Move	up	the	Ladder

•Marketing/Client	
Development	
• Client	Relationships	
• Strategic	Planning	
• Strategic	Management	
•High	level	legal	skills	
•Middle	level	legal	skills		
• Client	service		
• Technical	legal	skills	

• Systems	documentation	

•Office	Management	
•Mail	and	email	
• Attorney	Desk	and	Office	
Organization	
• Telephone	answering	
• Supplies	
• Clerical	
• Bookkeeping

So
m
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Where	you	want	to	Be!

•Marketing/Client	
Development	
• Client	Relationships	
• Strategic	Planning	
• Strategic	Management	
• (Highest	Level	Legal	Skills)	
	 	 	 …	If	you	want	to	

That’s	It!!!



When You Answer  
the Phone



Why are Lawyers so Bad at 
Delegation?



Why are Lawyers so Bad at Delegation?



Delegating the Right Way

• You can only Delegate Authority 

• Staff Must Take Responsibility 

• Which Means YOU Must Trust (but Verify)



Delegation: Nuts and Bolts

• What is the Task/Project? 
• Why Are We Doing It? 
• Why Have I Chosen You? 
• What is the Plan? 

• Deadlines 
• Reports 
• Who Does What By When?



Tools for Delegation

• Document the Jobs 
• (Delegate the Job of Documenting if Necessary) 
• Follow to the Letter 
• Document Your Jobs Too (even if you have to delegate 

that, too) 
• Two Documents Result 

• Firm Policies 
• Procedures



Tools for Delegation



Delegation is not:

Abdication



Managing the Team to Success



Trust 
(but Verify)



What Should You Do 

What Should You Not Be Doing

Exercise



You are not the best … at almost 
anything!

So stop acting like it.



Allocate Your Time 
Based on Your 

Priorities

Monday Tuesday Wednesday Thursday Friday

8:30 AM Attorney Meeting Uninterruptible 
Production

9:00 AM

9:30 AM

10:00 AM

10:30 AM

11:00 AM

11:30 AM Team Meeting Team Meeting Team Meeting Team Meeting Team Meeting

12:00 PM

12:30 PM

1:00 PM

1:30 PM Return Calls/Emails Return Calls/Emails Return Calls/Emails Return Calls/Emails Return Calls/Emails

2:00 PM

2:30 PM

3:00 PM

3:30 PM

4:00 PM

4:30 PM

5:00 PM

5:30 PM

Work ON Business

Client Meetings / 
Open Door 
Production

Return Calls/Emails

Client Meetings / 
Open Door 
Production

Return Calls/Emails

Homework

Administrative Time

Uninterruptible 
Production

Work ON Business

Lunch

Client Meetings / 
Open Door 
Production

Return Calls/Emails

Client Meetings / 
Open Door 
Production

Work ON Business

Return Calls/Emails

Homework Open Door 
Production

Uninterruptible 
Production

Christopher Anderson
Weekly Time Plan - Office Hours

Annex, etc.

Swamp Out

Open Door 
Production

Lunch Lunch Lunch

Uninterruptible 
Production

Lunch





Wealth Choices

Decrease the time you spend doing things 
Just to “do things” 

Increase the time you spend  
creating systems that do things  

(for you and for others.)



No Hiding Out in the Factory!



“Alternative” Fee 
Arrangements



Where Else Can you 
Gain Time?



The Effects



Why Do They Work Here?

• Everyone you hire comes to work and does their 
job for ___________ reasons.

• A real leader is always ___________ whenever 
anyone on the team earns more money. 

• Be clear about why to hire, train and manage a 
person in the first place. It’s so they can help you 
make a _________  
or make your life_________;  
Preferably Both! 



The Jobs in a Law Firm

Exercise:



You’re Fired!

You’re More Profitable



The Technician Trap

“The real tragedy is that when the technician falls prey to the 
Fatal Assumption, the business that was supposed to free him 
from the limitations of working for somebody else actually 
enslaves him.” 

Michael E. Gerber. The E-Myth Revisited





a
Stop guessing and start planning 

session 8 

Putting it all together  



What Happens If Your “Factory” 
Cannot Keep-Up 

With Marketing & Sales?



❑ The People are overworked 
❑ Workproduct is backlogged 
❑ Client complaints about slow delivery  
❑ Client complaints about un-met commitments 
❑ A “Silent Vote” by clients & referral sources  
❑ Lost profits due to cash ow-timing issues 
❑ Missed opportunities to pursue growth 
❑ Owner feeling trapped by success 
❑ Too many late nights instead of being home with family 

❑ ❑ Feeling distant and not fully-present when at home  
❑ Fear of taking a “real” vacation 
❑ Fear of waking up one day and kids are grown 
❑ Low profits for clients 
❑ Low profits for staff  
❑ Low profits for owner of the firm  
❑ Wasting too much nding les 
❑ Bar grievances/Malpractice 
❑ More work for the firm = more work for YOU! 

Symptoms



Inventory your skU’s





Let’s Build a SKU
SIMPLE DIVORCE

Activity Sr. Associate 
Hours

Jr. Associate 
Hours

Paralegal Hours Admin Hours Amount

$75 $50 $40 $15

Initial Intake 0.2 0.5 1.0 0.5 $87.50

Open File 1.0 $15.00

Review with client the needed 
documents 0.5 $25.00

Follow up to get documents 1.0 2.0 $70.00

File review 2.0 1.0 $140.00

Client Consultations 2.0 3.0 1.0 $235.00

Pleadings 1.0 1.0 $90.00

Motions 4.0 3.0 $320.00

Preliminary Hearing 1.0 8.0 20.0 $1,275.00

Motions Hearings 0.5 4.0 10.0 $637.50

Final Hearing 8.0 24.0 40.0 40.0 $4,000.00

Close File 1.0 $15.00

TOTAL 9.7 46 80 45.5 $6,910.00



a
Convert your time into wealth 

session 9 

Calendaring your profit



168



168
52



168 52

525,600



Our Relationship with Time 



Wealth Choices

Moves You Forward.
Hire;Delegate to Staff

Prepares you to move Forward. 
Policies and procedures; training

Treading Water.
Doing it yourself

Moves You Backward.
Scrub own toilet; talking to others about how bad it is; 
abusing staff; not training staff; taking and not giving



vs.



Brain dump



Brain dump

• get money 

• keep money 

• keep sanity 

• want to do



Build the project plans

• What is the desired Outcome I seek? 
• What Tools do I need to accomplish the outcome? 
• What Environment will help me reach the outcome? 
• How many different Steps are reQuired  
• How much Clock Time will need for each step  

• How can I stage the steps on the Calendar?



planning your profits

1. Boulders 

2. current commitments  
• (You can cancel them later)  

3. get money 

4. keep money 

5. keep sanity 

6. want to do 

7. repeat 3-6



a
Causes Lead to Effects…  

Why Do We Get That So Wrong?  

Session 10 

Running your practice by the numbers 



What Numbers?
- Money

- Measures of Causes
- Case Opens
- Case Closes
- Funnel Data
- Net Promoter Score
- Time to Answer Calls
- etc., etc.

By the Numbers



We have been talking 
about Money





Key Financial Terms
• Chart of Accounts: 

• Categories of anticipated revenue and expenses
• Budget: 

• Best educated guess for each item in Chart of Accounts for 
next 12 mos.

• Budget Variance Report: 
• Comparison of best guess with reality

• Burn Rate: 
• The hourly figure of unproductivity in office

• WIP: (Work in Progress)
• Aged Accounts Receivables: 30d, 60d, 90+d
• Cost of Inventory: 

• Burn Rate x WIP
• R.U.L.E.S: 

• Rates, Utilization, Leverage, Expenses, Speed of Collection 



Key Financial Reports

• Budget
• Budget Variance Report (monthly)
• Rolling 12 Month Revenue And Expense Report 

(monthly)
• Cash Flow Projection (6-12 weeks) (weekly)
• W.I.P. (Work In Progress)
• AGED A/R (30, 60, 90+ day) (monthly, at least)
• Cash Position (Operating & Trust) 
• Balance Sheet 



Key Metrics

• # Active Cases 
• Opened Cases (90 day) 
• Closed Cases (90 day) 

• Weekly Variance
• YTD Variance 

• HRS / Vacations Variance (weekly, YTD)
• Prof. Satisfaction (A-F) 
• % A-F cases/clients 



• Rate Your Happiness (A-F)

Key Metrics



Your Monthly CEO

• How much Revenue have you Collected in the last 30 days?
• How much do you have in your Operating Account today?
• How much Cash does the business need for the next 30 days?
• How much do you expect to be able to Deposit Into Your Operating 

Account in the next 30 days? 
• How much in Accounts Receivable do you have outstanding?
• What’s the Plan To Collect that a/r? 
• How many new cases/matters have you Opened in the last 30 days?
• What do you estimate the Average Value of these new cases to be?



Your Monthly CEO
• How many new cases/matters have you Closed in the last 30 

days?
• What was the average value of the cases you closed? 
• How many Active Cases/Matters are currently open? 

How many Sales Calls have you had in the last 30 days? 
• How many of those Converted and became paying clients? 
• How many Marketing Calls with Potential Referral Sources (PRS) 

have you had in the last 30 days? 
• How many Marketing Activities have you taken action on? 
• What’s currently on your Front Burner to work on making your 

business more profitable and/ or predictable so it’s not all resting 
on your back (policies, procedures, systems, hiring, firing, 
technology, marketing, etc.) ? 

• List 3 action items you’re going to make tangible progress on:



Key Metrics

Causes Effects



Key Metrics 

How To Set Up
& Manage Your 
IOLTA Trust 
Account Course

Go to www.HowToMANAGEaSmallLawFirm.com/IOLTA 

Gift!



a
Done The Right Way 

Sales Makes Most Lawyers Very Happy  

Session 11 

Selling for your clients



How are you going to feel 
if I am going to  

Sell 
For 

You?



What is Selling?



Why is SHE Talking to 
ME?



Profit



LOVE



What are they buying?



What are they buying?

A vision of their future!



The Three Vectors to 
Always Understand



keys to conversion

Committment 

Clarity 

Urgency 

Options 

Decision



The Sale is All About 
Them



WHAT PART OF  
SOLVING THEIR PROBLEM  

ACTUALLY 
SCARES 

YOUR CLIENT?





The sales conversation

I. Open

II. Problem Identification & Understanding 

III. Explore Options & Make A Decision

IV. Close 





make it real

EXERCISE



a
Becoming a Happy Lawyer 
So … What Changes Now?

CLOSING REMARKS



Why you are committed to improving the  
performance of your business?

WHAT IS THE
NO EXCUSES

#1

REASON

Your Future



PRODUCTION

PHYSICAL PLANT

HowToManageASmallLawFirm.com/NationalCLE


