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INTRODUCTION

Why Small Firms Fail to Scale

WELL, THAT WASN’T SUPPOSED TO HAPPEN…

Let me tell you about my first session with Annabelle* (not 
her real name as I’ve changed the names of all my clients 
throughout to protect their identities—their stories are 
very real, though), a woman law firm owner who reached 
out to me because, although she was making more than a 
half-million dollars a year in her law firm business, she felt 
overwhelmed, exhausted and way beyond burned out.

She signed up to begin working with me one-to-one, we 
scheduled a date to start, and I provided instructions on the 
best way to prepare for our first call, a three-hour deep-dive 
strategy session.

Imagine my surprise when the morning of our first meeting, 
her video screen popped up and there she was in a hospital 
bed wearing a hospital gown.

“What happened?!” I asked, stunned to see her this way.
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“Oh, it’s nothing really, I was just rushed to the ER last night 
because I was having heart palpitations (and other symptoms) 
and thought I was having a heart attack. They don’t think it was 
a heart attack, but they’ve been running some tests.”

Yes, really. And it gets better (or worse), as she said something 
to the effect of…

“But I think I’ll be okay to continue with our meeting because I 
don’t think they’ll be coming in here for a while, and I’ve told the 
nurses I have a meeting scheduled that I don’t want to miss…” 
(Oh, and also, she had brought a stack of work with her to do 
as well while she was there, did I mention that?)

Um, no.

Essentially, Annabelle, who was only in her mid-thirties, had 
been feeling so much anxiety over attempting to manage 
a law firm business that was busting at the seams that she 
began to experience the symptoms of a heart attack!

We chatted for a few more minutes, and then Dr. Davina (no, 
I’m not a Medical Doctor just a Juris Doctor), instructed her 
to reschedule for the following week, with strict R&R until 
then—no work whatsoever—and to follow the advice of her 
M.D. Because, really, people, what good is any amount of 
money if you are not well enough to enjoy it?

I know Annabelle’s story may seem a little extreme, but I am 
here to tell you I’ve met numerous women law firm owners 
who’ve reached similar depths before they’ve reached out for 
help to better manage their law firm businesses.
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If you are reading this book, you might feel as desperate 
for answers as Annabelle did when she’d reached a level 
of success she thought she wanted, but struggled to enjoy 
because she was overworked and overwhelmed. You might 
even be looking at the business and life you’ve created for 
yourself and thinking: “Well, this wasn’t supposed to happen 
this way…”

Or, maybe you haven’t reached that place yet, and you never 
want to! While you want the money, you sure don’t want 
the kind of stress you hear other women law firm owners 
discussing in social media groups, Girls’ Nights Out, and 
behind closed doors with their lawyer friend besties. 

Others of you may be wondering where the “big money” has 
been hiding because you’ve not yet found the key to unlock 
the wealth-generation secret. Because here’s the truth of it: 
money often doesn’t seem to matter much to people who 
have a lot, but if you don’t have it, life can be quite difficult. 

They say, “money doesn’t buy happiness,” but it can buy an 
awful lot of those things we need to be happy and healthy—
like high-quality food; a nice, safe place to live; insurance 
in case we get sick; retirement and investment accounts to 
help secure our futures; and, of course, all those luxury items, 
like a beautiful car, weeks-long vacations, and those weekly 
self-care habits we love so much. When you have plenty of 
money, not only can you take care of your own needs but, if 
you so desire, you can help take care of others in your family, 
inner circle, and community.
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I am sick to death of seeing women lawyers work their butts 
off to get a high-level education and then not know what 
to do to turn that education—those multiple degrees and 
certifications—into a high-level, wealth-generating business. 

I believe all women lawyers deserve to be wealthy women 
lawyers. 

You work too damn hard, sacrificing precious beauty 
sleep, lunch hours, and date nights with your significant 
others, helping other people resolve potentially life-altering 
problems, not to reap the rewards of our efforts.

Hear me now: there is absolutely nothing wrong with 
you wanting to be wealthy for whatever reason you 
want it—even if that reason is splurging on a shoe 
wardrobe and flying to Bali four times a year for 
vacation. People are going to judge you no matter 
what you do, but you were not put on this planet for 
other people’s approval or disapproval. Remember 
that as you pursue your goals.

In this book, I will show you that you do not have to work 
yourself to death to get what you most desire. There is a 
better way than burning yourself at the altar of success to 
secure financial freedom for you and your loved ones.

Throughout these pages, not only will I share that way—the 
Wealthy Woman Lawyer® Way—with you, but I’ll also be 
sharing examples from the lives of other women law firm 
owners who’ve implemented these strategies with tremendous 
success—women who’ve not only created wealth-generating 
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law firm businesses, but also have done so with greater ease 
and joy.

YOU CAN’T KNOW UNTIL YOU KNOW

First, I want you to know, if you are working your fanny off 
but are still struggling to:

 Cultivate a steady stream of high-paying ideal clients 
you love;

 Effectively manage client expectations;
 Perform the work you committed (and were paid) to 

perform with ease;
 Hire, train and manage a high-quality team;
 Automate processes and procedures;
 Manage all the complex financial decisions and 

processes needed to run a growing law firm business;
 All while trying to juggle your personal needs and the 

needs of family and friends;

…you are not alone. AND, it’s not your fault if you haven’t 
got it all figured out yet.

Quite simply, you can’t know what you don’t know.

THEY DON’T TEACH THAT IN LAW SCHOOL

The formal education you received to become a lawyer likely 
didn’t help you much either when you decided to open your 
own law firm. 
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To be a successful lawyer, you must learn to think like lawyers 
need to think. That’s what they teach in law school.

To be a successful business owner and CEO, you need different 
skills. You need to learn to develop skills as a visionary and 
strategist in business, not just a legal strategist.

Not to mention all the other business skills you need…  

 Marketing / Business development
 Sales
 Hiring / Human Resources
 Procurement
 Accounting and Finance
 And more…
 

Whether you have help or not, some days it can still feel like 
everything is falling on you to DO. Why does it seem the 
more employees you hire, the more work piles up on your 
plate? If you are anything like most firm owners, you are the 
first one in the office in the morning and the last to leave at 
night (makes you wonder, who works for whom!?).

Could it be because you are still the only…

 Marketer and rainmaker,
 New client closer,
 Attorney,
 Biller, and
 Bookkeeper?
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THE TIME MANAGEMENT FALLACY

Consider the plight of LisBeth. Like most solos scaling to 
small firm status, LisBeth had made decent money by growing 
her law firm business organically. When she hired me as her 
coach, she’d already hired a couple of staff members and was 
in the process of continuing to expand her team. BUT, even 
with an expanding team, LisBeth was still working seven 
days a week and well into each night, which upset her greatly 
because she had a family who really needed more of her time 
and attention.

Her biggest issue, she declared, was time management. It 
seemed no matter how many people she hired, there simply 
were not enough hours in her day to get everything done.

When time management is really the issue there are only 
about three ways to solve it—elimination, delegation, and 
time blocking. Yet, none of those worked. If you think 
time management is what’s causing your overwork, you’ve 
probably tried these strategies, too.

We started tracking LisBeth’s time and within days the root of 
the problem was crystal clear. LisBeth was performing hours 
of $10/hour work each week. Yes, it was work that needed to 
be done. No, it did not and should not have been done by the 
firm’s CEO and highest billing attorney.

The worst example was when LisBeth insisted she was the 
only one who could call the printer repair company. Don’t 
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laugh…you’ve probably got something you’re holding onto 
that you can and should let go of, too.

The problem was LisBeth did not trust anyone else to handle 
anything for her because she had not effectively created and 
implemented systems to transfer the knowledge in her head 
to others. Since no one knew all the details she knew, she 
felt it would just be faster and easier for her to handle most 
tasks herself.

And she was probably right…in the short term.

But, as the CEO of a burgeoning business, the highest and 
best use of her time was not handling calls to vendors. Her 
time would have been better spent working on strategy—
either for her clients or for her law firm business.

If LisBeth continued to perceive her barrier to running a 
million-dollar law firm as her not-enough-time dilemma, she 
would have tried to fix the problem with a time management 
solution. 

She likely would have hit up Google or a Facebook group 
for law firm owners to explore the best time management 
systems for herself and her practice. Then she probably would 
have bought a highly recommended time management 
software package, spent a Sunday evening poking around in 
the program, and implemented a feature she was sure would 
solve her problem.
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When Monday morning rolled around, though, nothing 
would have changed except she would have a shiny new 
application to hold her “too-much-to-do-list.” Still, there 
would be too much to do, leaving her to start another 80-hour 
week on the hamster wheel and thinking: “Maybe I just need 
a different time management program...”

THE SIREN SONG OF SYSTEMS

The real source of LisBeth’s dilemma was not time 
management. It was that she didn’t know what she didn’t 
know about: 

1) Business growth strategy versus productivity tactics. 
2) The power of systems to free you from the minutiae 

of your business while simultaneously allowing you 
to positively impact more lives; and 

3) How her fear of letting go of control was holding her 
back from getting what she said she most wanted.

 
To her, and to many others, “systems” is synonymous with 
“software.” Of course, that’s not accurate at all.

A system is an approach—a set of principles, rules, or 
guidelines we use to help us get tasks done in an effective and 
efficient and consistent manner no matter who is assigned to 
complete the task. Systems might also be called a process 
or framework.

Software, on the other hand, is computer technology and 
applications we apply to help us automate some, if not all, of 
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our systems. Systems can be manual. In fact, for many, many 
years in the legal profession, attorneys relied on secretaries and 
paralegals to help them create and organize manual systems.

THE PURPOSE OF THIS BOOK

The purpose of this book is to teach you the seven essential 
law firm systems every wealth-generating law firm needs to 
scale to and through a million dollars in annual gross revenue. 
Along the way, I will help you begin to engage in strategic, 
“systems-thinking” for your law firm. My goal is not to get 
you to stop thinking like a lawyer, because, quite frankly, you 
can’t nor should you. My goal is to also get you thinking like 
a CEO of a business, a visionary, a leader, and a manager of 
people (though, eventually, you’ll need to train others to take 
over the management part as well).

As the CEO of your business, it is your number one priority 
to keep and hold the vision for your law firm. Whom are you 
most meant to serve and in what way? What kind of impact 
do you wish to create on this planet? What would you love 
your legacy and the legacy of your law firm to be?

The bigger your vision, the more help you are likely to need 
to make it a reality. Taking a strategic, systematic approach to 
growing your business so that it is in clear alignment with 
your vision will allow you to invite more people—whether 
team members, best referrers, or clients—in to help you scale 
your business to its optimal size and value.



THE WEALTHY WOMAN LAWYER’S GUIDE TO BUILDING A SYSTEMS-DRIVEN LAW FIRM BUSINESS  |  19

As a solo with no (or very little) staff (including other 
attorneys) and no operational systems, you are limiting the 
number of people you can serve in a way only you and your 
law firm can. If you want to change that but you aren’t sure 
where to start, then this book is for you.

If you have a small firm and some systems, but it all feels a bit 
incomplete, chaotic and like you could be doing better with 
just a few tweaks, this book is for you as well.

If you haven’t yet reached $1M to $5 million in annual gross 
revenue in your law firm business, this book is designed to 
help you pinpoint where you might need to make changes. 
What if your law firm business could run entirely without 
your day-to-day involvement? What if you could be sitting 
on a beach in some exotic local, cold drink in your hand, and 
absolutely zero requirement that you be “accessible” by email, 
phone, or carrier pigeon? And, what if, while you were sitting 
there, soaking up all the rays, your law firm was making you 
some serious bank?

That’s the power of a systems-driven business. And it can 
be yours if you are willing to open your mind to all that is 
possible, put your ego aside, and ask for help from those who 
know what you don’t even know you should know.

HOW TO USE THIS BOOK

Like my first book, The Wealthy Woman Lawyer’s Guide to Law 
Firm Marketing in the Virtual Age: 10 Bold Actions to Take Now 
to Attract Your Ideal Clients with Total Ease (which you can 
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get here: www.wealthywomanlawyer.com/book/), this book 
is designed to be used as a reference tool to which you may 
refer again and again.

I’ve intentionally made this a short book. You’re already 
busy enough, you don’t need a 300 page “project” to read. 
At this stage, your most important point of focus needs to 
be developing a systems strategy. It’s not as much about the 
“doing” (that will come later), as it is about the “thinking.”. I’ll 
show you the seven essential systems you need and teach you 
how to think strategically to customize them to your firm’s 
needs. 

My advice: read it through in its entirety first. Once you have 
gotten a 30,000-foot view of the forest, you can dial back in 
to look at the trees.

Don’t obsess about where you are starting, even if it’s not 
where you want to be. Just reading this book, alone, will 
create more for you in your journey to become the CEO of 
a wealth-generating law firm business. And don’t let all you 
don’t know that you are just now discovering make you feel 
so overwhelmed you just throw up your hands and give up.

Instead, take it one step at a time, one system at a time. Start 
with the system that needs the most attention now. Make a 
few incremental improvements. See how that works out, and 
then make a few more.

Building a systems-driven business will not only help you 
take back your time and avoid burnout, but it will help you 
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build lasting wealth. It is working for Annabelle and for 
countless other clients, and it can work for you.

Let’s get started, shall we?
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CHAPTER 1

Mindset Matters

REFRAMING HOW YOU THINK ABOUT SYSTEMS

It’s common knowledge that what we think and how 
we think (mindset) play a big role in what we experience. 
For women law firm owners, the challenge lies in that, as 
high-achieving women, what got us here likely will not get us 
to the next level. If we insist on continuing to do everything 
ourselves, we simply cannot create a systems-driven business 
that generates the kind of wealth we desire without working 
ourselves to death in the process.

All the processes, tools, and techniques in the world won’t 
help if you haven’t worked through your head trash. I speak 
with law firm owners every week who have tried and failed 
multiple times to implement systems in their businesses, 
not because they didn’t want to or because the information 
was unavailable, but because limiting beliefs were holding 
them back.

All humans, as you know, have both a conscious mind and a 
subconscious mind. The conscious mind is crystal clear on 
the goal: “I want to be a wealthy woman lawyer and operate  
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a $1M+ wealth-generating law firm without overworking 
myself in the process.”

The subconscious mind, however, often has different ideas. 
The subconscious mind is like white noise that runs in the 
background. It saves us a ton of time and energy because 
it has been programmed from birth to help us function 
on automatic. Imagine, for instance, if each day, we had 
to wake up and make the decision to breathe, or to pump 
blood throughout our bodies. And we had to do this all 
day, every day. Thank goodness we don’t because we’d never 
get anything else done and what fun would that be?! The 
subconscious mind makes decisions like this constantly. The 
job of the subconscious mind is to keep us alive and safe.

Our parents (or other caregivers) begin programming us from 
day one by sending us messages, either verbally, non-verbally, 
or even energetically. The intention of most parents and 
others who love and care for us at an early age is to keep 
us safe.

I remember my own mother yelping: “Don’t touch that!” 
just as I put my fat, three-year old finger on a hot iron and 
innocently asked: “Is that hot?” (For the record, it was. Very.)

Parents and loved ones also teach us their thoughts and beliefs 
around many other issues, like relationships, work ethic and 
money, for example. They may make statements that sum up 
their beliefs about a topic. In the case of money, they might 
have said things like:
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	 “Money doesn’t grow on trees.”
	 “A rich man has about as good a chance getting to 

heaven as a camel does of passing through the eye of 
a needle.”

	 “You have to work hard if you want money.”

As we grow older and begin to question some of these 
messages, we begin to realize that while some are still true for 
us, others no longer serve us as we once thought they did or 
as they served our parents. Or maybe they never really served 
our parents well, but they continued to believe them anyway 
because their parents taught it to them.

If you just continue to operate on automatic, never examining 
your subconscious mind, those beliefs that no longer serve 
you will lie waiting like land mines ready to explode.

We step on them when we begin to entertain new ways of 
thinking. Remember, our subconscious mind’s job is to keep 
us alive and safe from physical harm. When we begin to take 
risks, whether physical risks, or mental and emotional risks, 
such as we might take in forming new relationships, the 
subconscious mind often freaks out. It alerts us that we are in 
danger. Our subconscious mind, though, equates all danger, 
physical, mental, and emotional.

This “freak out” causes us to rush back to the safety of 
old habits, even when what we want is just on the other 
side of a little emotional risk, and we aren’t really in any 
life-threatening danger at all. Quite simply: limiting beliefs, 
a fear-of-something-new mindset, can hold us back from 
achieving our most desired goals.
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Science agrees about the importance of mindset. Stanford 
psychologist Carol Dweck, author of Mindset: The New 
Psychology of Success says, “(C)hanging even the simplest of 
them [limiting beliefs] can have profound impact on nearly 
every aspect of our lives.”

The good news is that changing your mind in an instant is 
easy. You can do it simply by choosing new thoughts. The 
challenge, as we’ve discussed, is in ferreting out the limiting 
beliefs lurking in the recesses of your subconscious mind, 
challenging them, and then staying the course even when we 
feel a little uncomfortable.

TOP THREE LIMITING BELIEFS HOLDING YOU 
BACK

The list of limiting beliefs I’ve heard from clients is long, but 
one of these three appear in almost every ambitious woman 
who is trying to build a successful firm.

Limiting Belief No. 1: I Don’t Have Time

Listen. I get it. By the time you decide to reach out for help 
because you feel like you are drowning in work with no relief 
in sight, the thought of learning something new does not 
sound fun at all. How are you possibly going to add this to 
your to-do list? Your first instinct is probably: “I don’t have 
time to do that.” 

I hear you!
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But let me ask you: What would it be like if, instead of trying 
to cram more work you “have to do” into your already-packed 
calendar, you look for ways to expand your law firm’s capacity, 
not just your own personal capacity? Instead of asking “how 
can I do it,” we ask: “What resources can we leverage to help 
us accomplish our goals?” You might be very surprised at 
what this brings up for you.

Most of the time, when we are struggling to get a thing done, 
it really boils down to the fact that we don’t have enough 
help. It’s the curse of the high-achieving woman. We first 
tend to think “how am I going to get this done?” I’m inviting 
you to release this limitation on your thinking.  

A wise mentor once said to me: “You can keep control 
of all the details in your business or you can choose 
to let go and let others help you so you can grow, but 
you cannot have them both.”

I felt like I’d been slapped upside my head! He was 
so right.

It’s the same for you, my friend. When we keep a 
death grip on something, it means our hands are not 
open to receive more. Your perceived lack of “time,” is 
limiting you from expanding your capacity, not only 
in your business, but for wealth and joyful abundance.

The next time you say, “I don’t have time,” instead, I 
invite you to ask yourself:
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“What am I clinging to that, if I released it, would 
create more for me?”

“Is this really the highest and best use of my time right 
now?” and

“Can I pay someone less than my hourly rate to do this 
for me (and likely do it better and faster)?”

Now, that we’ve addressed the concept of letting go 
of all the “doing” by asking others to help, we likely 
have triggered the next limiting belief.

Limiting Belief No. 2: No One Else Can Do It Like Me

It’s easy to get caught in the role of doer when a task that is 
simple for you would require showing or teaching someone 
else how to do it.  

Or you’ve already tried hiring help, and it seemed like it was 
more trouble than it was worth. Yet you’ve likely discovered 
tasks that will “take just a minute” really add up over the 
course of a day, week, and month. 

PRO TIP: If you are not tracking your time to keep yourself 
accountable to what you are actually doing instead of thinking 
you are doing, then you are not thinking like the businessperson 
you claim you want to be. Start doing this immediately even if you 
are a flat fee or contingency biller. You likely will be shocked at 
what your time tracking data will reveal.
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Here’s the dilemma. To grow your business, you need 
someone to handle the ordinary business office tasks so you 
can do your best work.

When faced with choosing between the role of doer versus 
business leader, here are some questions to ask yourself:

	 Am I really the best person for every job in my 
company or is that my ego talking?

	 What are my strengths, and what do I suck at or hate 
doing? (And why am I really still doing those things?)

	 What would it be like to find an expert to help with 
some tasks so I can focus on my areas of expertise?

	 Should I be the one who is collecting and entering 
data for every system in the business?

	 What resources do I have available to help me that I’ve 
never even considered before?

When you overcome this limiting belief, you likely will 
trigger the next one….

Limiting Belief No. 3: I Can Do It Faster Than I Can 
Teach it

You’re not wrong. The first time you stop to teach someone to 
do something you’ve been doing for years it would have been 
faster to do it yourself. Now stop to think for a minute. If that 
task is something that’s done daily, or weekly, or monthly, the 
small extra time it takes to teach it once, now results in 100% 
free time each time that task is done in the future.
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It’s a small investment now, to reap big rewards in the (near) 
future. 

To scale your law firm business, your business will need to 
take on more, and better, cases. It can’t do that if you are the 
only doer or one of only a few doers in your business. Plus, it 
just isn’t sustainable to keep re-creating the wheel every time 
something needs to be done—nor is it profitable.

You must learn to transfer the knowledge that’s in your head 
to others so they can help you. I promise, it’s not as difficult as 
you think. In fact, I’ve created a simple, easy-to-use blueprint 
to help you do just that, which I’ll share later in the book.

Aren’t you exhausted having to be the one to remember 
everything for everybody? Wouldn’t you love to have some of 
that mental energy back? 

Once it’s gone from your brain into a system, imagine how 
much lighter you’ll feel. 

That is exactly what my clients learn to do—get what they 
know into the heads of the people they hire. Accomplish that 
and you have a competent, reliable team to stop the drain on 
your mental energy. Even better, many are hiring people who 
already know how to accomplish tasks better and faster. 

EXPANDING YOUR CAPACITY

I think our purpose here on earth is expansion. From the 
time we are born until the time we die, our mission is to 
learn as much as we can and to expand our capacity for 
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knowledge, wisdom, and understanding, to become more 
evolved humans. 

In the context of your law firm business, we are going to 
consider the value of expanding our capacity for being 
judged, being visible, creating a positive impact on the lives 
of others, and, of course, our capacity for prosperity.

The more limited your capacity for anything, the less of it 
you can and will have no matter how much you feel you 
want it.

We begin to expand our capacity by first opening our minds 
to all that’s possible we can’t yet conceive, and then second by 
taking baby steps to get there. Every time you fall, you get up, 
ask yourself what you learned, and then keep moving forward.

LATRICE: A SYSTEMS LOVE STORY

Let me end this chapter by sharing LaTrice’s story because 
hers is a story of rapid expansion. 

When LaTrice and I began our work together, she’d already 
started building her team. In fact, unlike most solos who tend 
to go it alone for the first couple of years (sometimes longer), 
LaTrice hired both a paralegal and an associate attorney 
almost out of the gate. 

What LaTrice felt she lacked, though, were the proper 
systems to run her law firm more efficiently and effectively. 
She and her associate tended to work independently since 
her practice area was primarily criminal defense with some 
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personal injury, and her associate’s primary practice area was 
family law, specifically divorce. 

LaTrice feared something might slip through the cracks. 
She also wanted to operate her firm as a more cohesive 
and well-oiled machine. She knew not having a good 
understanding of how to create and implement systems was 
holding her back. 

She knew so many individuals and families in her community 
were underrepresented in the justice system, and she wanted 
to change that. She knew her firm had the potential to have 
a greater positive impact, but she was so overwhelmed in 
the day-to-day that she couldn’t see how more growth was 
possible. She knew there had to be a better way, but she just 
wasn’t sure where to start to get there.

We began with a plan to get her firm’s existing way of 
functioning out of her head and down on paper. LaTrice, 
like most who’ve been in practice for a few years, have some 
processes and systems that have evolved naturally over time. 
The key was for her to write them all down so she could see 
for herself what was working and what was not.

It took several weeks for her to think through each process, 
and get it written down in a way she could ask her team for 
feedback. Some days, it felt painful, she said. But, once she 
had a good, solid first draft, everything took off from there. 
She asked her team for feedback, and they were thrilled to 
help. Everyone felt the pain of disorganization in the firm. 
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In the first year after completing this exercise, LaTrice tripled 
her team from three to nine people and doubled her revenue. 
She’s set to double it again this year, and we anticipate she’ll 
achieve her $1M growth goal by 2022. 

Now, she’s the biggest cheerleader for creating a systems-driv-
en business and is developing into a real leader, not only of 
her team, but her clients, and her community. The possibility 
was always within her, but it wasn’t until she let herself take 
action that she began to develop the mental and emotional 
capacity she needed to head up a wealth-generating business.

Now, let’s talk about how we expand the capacity of your law 
firm business.
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CHAPTER 2

Learning to Leverage

FUN WITH MATH (REALLY!)

“I hate math. That’s the reason I went to law school.”

It’s common to hear lawyers jokingly say they became 
lawyers because they hate math. Like all good jokes, though, 
it works because there is a kernel of truth to it. Attorneys 
tend to be word people not numbers people. We like to read 
and write, and some of us (we won’t name names) love to 
pontificate. Most of us at some point in our lives are told: 
“You love to argue which is why I always said you would 
make a great lawyer!”

There’s a reason we never hear: “You are really good at 
trigonometry! I think you’d make a great lawyer!”

Here’s the thing, though, you are not just a lawyer. You have 
chosen to be a business owner as well, and when you did that, 
you raised your hand and said: “I will master business math.” 
If you didn’t, then you likely have not been the best business 
owner to date.
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I say this because as we begin to discuss the power of leverage 
on our business’s financial success, we will need to get 
comfortable doing a little math—nothing too complex, but 
certainly important. Stay with me on this, and then commit 
to working out your own leverage equations. By the end of 
the year, when you look back on your business and see the 
effect on your bottom line, you’ll be much happier with the 
results, I promise.

EXPANSION OF RESOURCES

Just as we must expand our emotional and mental capacity 
for all that we want to create in our business so, too, must we 
learn to expand, or leverage, our resources. So, what exactly 
does that mean?

Here’s a common example: Say you bill 40 hours a week, 52 
weeks of the year for a total of 2,080 hours billed per year 
at an hourly rate of $350/hour. At that rate, you still have 
only reached $728,000 a year in annual gross income. A lot 
of money, for sure, but still not the seven or eight figures you 
desire. 

Of course, how many of us want to work all 52 weeks of 
the year? Most would really like a vacation in there, maybe 
even two, two-week vacations. Now we are down to 48 weeks 
billed a year at a rate of $350 which equals $672,000 per year 
(remember, that’s before expenses, so gross not net).

Old school attorneys think billing 40-50 hours (or more) a 
week is normal. To bill 40-50 hours each week they’re logging 
60 or more hours in the office by the time all the non-billable 
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work is finished. Most women law firm owners I meet start 
their law firms precisely because they don’t want to put in 
that kind of time at work. They’d rather have more flexibility 
and time freedom.

I remember my client Francesca had a meltdown when I 
suggested the minimum requirement for billable employees 
in her law firm should be 1,560 a year.

“I don’t believe in working people to death! That’s precisely why 
I left big law!”

I don’t think she spoke to me for three weeks after that 
revelation. Of course, she was upset because she thought 
I was saying she needed to bill more time in addition to 
all the time she spent on administrative tasks and firm 
management. What I wanted her to see was that, by setting a 
reasonable billable hour requirement for her team, she could 
significantly (and easily) generate more revenue in her law 
firm business.

In fact, the way law firms traditionally expand their resources 
is to hire other billable employees and put them to work. If 
a billable employee (attorney or paralegal) works a 40-hour 
week, and 30 of those hours are billable per week, then the 
total for 5 days a week, 52 weeks a year is 1,560. This requires 
the billable employee to bill 6 hours a day out of an 8-hour 
workday, which leave them two hours a day for non-billable 
activities, or 10 hours a week. (Note: Some weeks, like when 
they are on vacation, they won’t be able to bill their allotted 
amount, BUT when it’s crunch time, like a trial and they are 
putting in extra work, they’ll more than make it up.)
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Now, we not only have our billable time going into the 
pot, but we have one or two employees contributing to the 
bottom line. We are leveraging the power of having more 
people bill more hours, and thus, bring in more revenue (and 
significant profits if managed correctly).

THREE POWERFUL POINTS OF LEVERAGE

Leverage is all about manipulating time—minimizing time 
spent to complete any given task or project, while maximizing 
the monetary value of that time. There are three points of 
leverage we will be discussing: 

 Systems,
 Team, and
 Technology.

Successful law firms master all three of these points of leverage 
because, truthfully, they are interdependent. Once you set 
up systems, you’ll either need a good team or automated 
technology to implement them, preferably a combination.

Leverage with Systems

Imagine you are writing a contract for Client A. You are 
new to practice, and you haven’t yet purchased any contract 
writing software, so you are writing this thing from scratch, 
remembering all the rules you learned in law school. In 
addition to the terms your client requires, you write all the 
“boilerplate” language that is so vital to a good contract, 
like Choice of Law, Choice of Venue, Indemnification, 
Arbitration, Entirety of Agreement, etc. It’s a real work of 
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art by the time you are done, and Client A is thrilled. In fact, 
they are SO thrilled, they refer Client B to you so you can do 
the same thing for them.

Client B’s agreement is very similar to Client A’s, so you pull 
up the document you’ve already created, save a copy, rename 
it with the new client’s name, and get to work editing it to fit 
the needs of the new client.

Next, you create a template you can use repeatedly that 
includes the “boilerplate” language your clients love to hate 
but that is so necessary to the enforceability and value of the 
contract. Why re-create the wheel each time?

You now have a “contract system.” Let’s see how it works.

Say you charge a flat rate of $1,500 to write a contract. For 
Client A, you spent five hours because you wrote the contract 
from scratch, so you earned $300/hour. For Client B, you also 
charged a flat rate of $1,500, but this time, it only took you 
two hours to write the contract because you used a template 
you created after doing the work for Client A. The value of 
your time just jumped to $750/hour.

If you’ve ever done this, or something like it, then you 
understand, on some level, the value of a system that allows 
you to save time while creating the same, or similar, product.

Now, imagine you find these points of leverage throughout 
your law firm business? Every time you create a contract, you 
start with a template from your electronic contract library, 
which is neatly organized and consistently label so anyone 
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on your team can find any type of contract template easily 
and quickly. You have contract templates for Employees, 
Independent Contracts, Vendor Agreements, Partnerships…
the list goes on.

And then you take it one step further, you purchase a software 
product that already has a bank of contract templates, and all 
you must do is enter the specific details into the software, 
and it populates the selected template for you! How awesome 
is this? You don’t even need to be the one to type all the 
particulars into the software, you can have your paralegal do 
it (presumably, you pay her much less than you pay yourself), 
and then all you need to do is read through the finished 
contract and make a few edits before it’s ready to get out the 
door to the client. 

You are still charging your flat rate of $1,500 for it, but now, 
it’s only taking one hour of her time at the most, and an hour 
of your time, so it cost you a lot less to produce.

You notice, though, the paralegal still has a lot of questions 
every time she inputs the data and, therefore, she’s making 
a lot of mistakes. That’s why it takes you an hour to review 
every contract she creates; most of your time is spent on 
correcting her errors. 

That’s when you take your system one step further by 
creating a checklist of common errors, pet peeves, and things 
non-lawyers would not know to check unless you train them 
to watch for them, and then you give it to her to review 
before she gives the document to you to review. Praise be! 
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Now, it only takes you a half-hour, if that, to read through the 
final contract.

You’ve gone from 3 hours per contract (and an effective 
hourly rate of $300) to 30 minutes per contract, created more 
consistent results for clients, and increased your effective 
hourly rate to $2,400 after you pay your paralegal. 

You’ve now created so much “free” time for yourself, you 
can focus on identifying points of leverage throughout 
your law firm and setting up systems to save not only your 
time, but your team’s time—all without compromising the 
work product.

As you roll out each new system and free up a little time 
here and a little time there, your efforts have a compounding 
effect. The more systems you create, the more time you have 
available to create new systems.

And this isn’t just about freeing up your time. All humans 
make mistakes, even you. Good systems include review steps 
designed to catch errors before they leave the office. Your 
systems work will increase the quality of the work you do, 
and it will reduce the risk of errors and omissions.

Many law firm owners discuss systems like they are a mystery, 
a puzzle they can’t seem to solve. The reality, though, is that 
most systems evolve as we do. 

If you are beginning to hire staff and attorneys in earnest, 
and you anticipate explosive growth of your law firm over 
the next few years, you will want to start creating systems 
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immediately, not only around hiring, but also training, 
reviewing, managing, paying and terminating employees of 
various types.

In the next chapter, I will lay out for you the seven essential 
law firm systems every law firm needs if they want to scale 
to and through a million dollars in gross annual revenue. For 
now, you just need to understand the value of systems and 
how they work to create leverage—and therefore increased 
revenue and greater ease—within a law firm business.

Leverage with a Team

The second way you leverage your time is to hire more people 
to help you get the work done—we touched on this earlier in 
this chapter. Essentially, instead of it being only you billing for 
your time and services, now you have multiple people billing 
and you have non-billable employees available to support the 
billable employees so the billable employees can spend more 
time billing and less time engaging in non-billable work. This 
allows you to take on a higher volume of cases, and therefore 
brings more revenue into the law firm business. It’s a model 
that has made lawyers and law firms millions and millions of 
dollars. It’s still around because it works.

Let’s say you hire an associate attorney or paralegal at $65,000 
a year (including payroll costs). You bill out the associate 
at a rate of $250 an hour for a minimum of 1,560 hours a 
year (as we’ve discussed). That’s six hours a day, five days a 
week of billable time. That leaves them two hours a day for 
administrative, non-billable time.
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Here’s the math for your bottom line: 1,560 hours times $250 
per hour equals $390,000 a year. Subtract your $65,000 payroll 
from that, and that leaves $325,000. That’s how much gross 
profit that billable employee can put in your pocket. Let’s say 
we subtract $25,000 from the $325,000 because there may be 
other costs associated with this person. You might pay their 
Bar dues, or mileage, or get them set up with an office desk 
and computer equipment. You’re still making $300,000 off 
their labor.

Hire three people like this and you’re easily making your 
million dollars! 

You may be thinking “I can’t get an attorney to work for me 
for $65,000 in my region! I can’t even get a good paralegal for 
that!” I hear you. This example is for demonstration purposes 
only. You need to insert your own numbers and play around 
with them. For you, it may be $100,000 to hire an associate, 
with a billable hour requirement of $300 for 1,560 hours 
a year. Don’t be afraid to try your own equation until you 
create the revenue and profits you desire!

You also may be thinking “but I charge flat fees” or “I work 
on contingency.” Regardless of whether you run on billable 
hours, charge flat fees for some, or all your services, or work 
on contingency, you still need to do the math if you want your 
law firm to be profitable. Your goal is to determine how your 
team can work more efficiently while also charging enough 
to obtain your desired level of profitability. The concept is 
the same: more people means more time, means more work 
done, means more money made.
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If you want to go fast, go alone. If you want to go far, go 
together.  

African Proverb

Leverage of Technology

Another way we can leverage time is to expand our 
technological capacity. By applying technology to get the 
work done faster and with greater ease, we may also be 
able to reduce the cost of an employee. This type of model 
works well when paired with a flat fee model, but only if 
you are charging enough of a flat fee to be profitable. The 
biggest mistake I see law firm owners make with flat fees is 
undercharging because they have not done the homework 
they needed to get to the correct flat fee number.

Looking at the manufacturing industry might help us 
better understand this model. My husband loves to watch 
a television show called “How It’s Made.” In that show, they 
provide a behind-the-scenes look at how various products 
throughout the world are manufactured—everything from 
car engines to leather belts to mass-produced art pieces. It’s 
quite fascinating to watch, but what is most interesting is 
how many steps in the manufacturing process of various 
products are still done by human hands! Every time my 
husband watches this show, he says he is shocked by this (I 
know, because he says it to me every Sunday morning).

Imagine if instead of a leather belt manufacturer 
hand-punching a design into a belt, she had a machine do 
this work. How much would that increase the number of 
belts she could generate per minute, hour, day, or year? The 
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issue for many small manufacturers is they feel they cannot 
afford the thousands of dollars it would cost to invest in more, 
bigger or better equipment—even though if they did invest, 
they know they’d be able to produce product at 2 to 3 times—
maybe even ten times the rate of their current production.

It’s the same with law firm owners in a way. Often, we focus 
on the cost of the software or tech tool we know would help 
us be more organized, effective, and efficient in our processes 
instead of delving into the potential return on investment of 
that tool. We will discuss all of this in greater detail when we 
address Technology Management Systems later in the book. 
Suffice it to say, anything we can do to reduce the friction—
and opportunity for human error—in our law firm business 
will help us increase our profitability significantly. 

ASSESSING POINTS OF LEVERAGE

So how do we assess whether we are sufficiently leveraged? 
That’s where our financial data comes in. Key Performance 
Indicators (KPIs) are figures or formulas that help us assess 
whether we are maximizing our opportunities to create 
leverage in our business. By tracking certain KPIs over 
time we can see what’s working and what we need to focus 
on improving.

Yes, again, we are speaking the language of CEOs, which 
involves math, but don’t let that intimidate you! It’s not as 
difficult as you think to get the answers to our business health 
and performance questions. This is where bookkeepers and 
CPAs can help greatly. However, while they can help us find 
the answers, we must know the right questions to ask.
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Knowing and tracking KPIs is how you’re going to maximize 
your wealth. These indicators are going to provide guidance 
about what systems are and are not working in your business.

To give an example, consider the client acquisition KPI. To 
determine how much it costs you to acquire a new client, you 
first may need to look at how many referrals you get a month, 
the sources of those referrals and how much those cost, and 
how many clients retained the firm after at consultation. You 
also may need to look at who is handling the consultation. 
Is it the managing partner who can bill an hour out at $350 
and makes $400,000 a year, or is it a non-billable Client Care 
Specialist the firm pays $50,000 a year?

To keep it simple, let’s say you’ve done the math and it costs 
you $100 dollars to acquire a new client (based on all you are 
spending to acquire that client, like Google ads, social media 
marketing and the like), but you are only making $1,000 per 
client in gross revenue. Is that a good investment?

Now, let’s say it costs you only $50 to acquire a client, 
and you are making $1,000 per client? Better, right. What 
if it costs you $100 to acquire a new client, but you make 
$10,000 per client? Now that $100 doesn’t seem like such 
a bad investment in client acquisition costs. If it costs you 
way more than you think it is worth to acquire a client, then 
you’ll want to look at, not only the cost of your marketing 
and sales systems, but maybe even your fee schedule, time 
tracking and billing systems to assess and determine what 
tweaks need to be made to improve your results.
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Now that you’ve seen an example of KPIs in action, here are 
some KPI classifications you’ll want to consider tracking:

Notice they parallel many of the seven essential systems in 
this book—the categories you want to manage efficiently 
and profitably.

 Marketing KPIs
 Client acquisition KPIs
 Client development KPIs
 Client satisfaction KPIs
 Productivity KPIs
 Individual Performance KPIs
 Financial KPIs
 Firm culture KPIs

There are many more KPIs—in fact, many—you may want 
to track as your law firm business grows. My purpose in 
sharing this information here is so you can begin to develop 
an understanding of one tool you can use to help you assess 
whether your systems are working to increase profitability—
and whether certain investments in your systems are 
providing the desired return on investment.

Most business math is not complicated. It relies on basic 
addition and subtraction. Once you get accustomed to playing 
around with your numbers, and tracking and measuring 
various performance indicators, you’ll be feeling like a CEO 
in no time! 
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YOUR NEW MONEY MANTRA: ROI OR BUST!

Remember: CEOs, business owners, and shareholders pay 
close attention to their Return on Investment (ROI). So do 
shareholders of prosperous law firms.

Solos tend to focus on “expenses,” thinking they are going 
to get wealthy by closely watching their pennies. This is 
“penny-wise and pound-foolish.” Of course, it’s nice if 
expenses are low, but that’s not the whole story. Perhaps 
you’ve heard the term “you have to spend money to make 
money.” I’d rephrase that to “you have to invest money to 
make money.”

True entrepreneurs know their power lies in their ability 
to sell, leverage, and create more of what they want—not 
in couponing and cutting corners. Instead of laser-focusing 
on cutting costs, we focus on maximizing the return on our 
business investment. What we focus on is what grows.

None of this happens overnight. Building a business is an 
evolutionary endeavor. Building your team is an evolutionary 
endeavor. It starts with taking the next logical step and then 
moving ahead one step at a time.

Be patient with yourself if this all feels foreign, new, and 
uncomfortable. You were not born an attorney; you became 
one. You were not born a systems creator or a business math 
wizard but with the right support you will become one, 
one step at a time. If you can learn to be an attorney, one of 
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the hardest jobs out there, you can learn run your law firm 
business profitably and sustainably.

And now it’s time to talk about the 7 Essential Law Firm 
Systems. Are you excited? Let’s dive in.
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CHAPTER 3

Introducing the 7 Essential  
Law Firm Systems 

WHY SEVEN SYSTEMS?

I’ve delineated seven systems essential to the optimal function 
of a million-dollar-plus, wealth-generating law firm business. 
With these seven essential systems in place, you’ll have a solid 
foundation to build your law firm to whatever heights you 
aspire. Keep in mind that building a systems-driven business 
is a step-by-step journey. Do not feel pressured into creating 
all seven systems at once! In fact, you’d be crazy to try.

In this chapter, you’ll discover the seven essential systems 
your law firm needs, and you’ll see why you need them. 
Remember, running a systems-driven law firm is the key to 
expanding your law firm’s capacity for creating wealth for 
you. As you expand capacity, you’ll have more time to focus 
on growing your business.

Although there may be some overlap, for ease of understand-
ing, I have divided our seven essential systems into two broad 
categories: External and Internal. 
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“External” systems are client-facing systems, meaning these 
are the systems you’ll use to attract, onboard, service, and 
offboard new clients. 

“Internal” systems, on the other hand, are the systems all 
successful business owners require for a sustainable, profitable 
business. These systems help us cultivate and manage a team 
of A+ employees and/or contractors, create efficiencies 
through automated processes and procedures, and not only 
track key performance indicators (KPIs) but also make solid, 
data-based financial decisions.

Summary of the External Systems

 Client Attraction and Conversion System
 Client Intake and Onboarding System
 Client Service and Fulfillment System
 Client Feedback and Offboarding System

Summary of the Internal Systems

 People Management System 
 Technology Management System
 Finance Management System

THE FOUR ‘EXTERNAL’ SYSTEMS

Let’s look at the external (client-focused) systems first. There 
are four, and they are all inter-connected and necessary in the 
operation of a wealth-generating law firm business. Here’s a 
preview of each. We will dial in to details in each chapter.



THE WEALTHY WOMAN LAWYER’S GUIDE TO BUILDING A SYSTEMS-DRIVEN LAW FIRM BUSINESS  |  53

Client Attraction and Conversion System

If you don’t have a full pipeline of ideal client prospects, you 
may: 

 Find yourself in a feast/famine cycle,
 Wind up working with the WORST clients because 

you have no screening process, 
 Get stiffed when it’s time to get paid. 

Not having your client attraction system set up correctly to 
attract your ideal clients can lead to burnout from the stress 
of working with less-than-ideal clients.

Keeping the client pipeline comfortably full of clients you love 
to work with is a permanent activity for any business owner. 
The more you know about effective client attracting activities 
the easier it is to keep that pipeline full—and do so without 
having to chase down new clients month-after-month.

Once you have attracted your ideal clients, you will need an 
effective sales formula to convert attracted prospects into 
paying clients. Otherwise, you’ll find yourself having lots of 
exploratory conversations with prospective clients that end 
with an “I’m going to think about it and get back to you” 
(don’t hold your breath) rather than an enthusiastic “Okay, 
when can we start?!” 

Client Intake and Onboarding System

I can’t stress enough the value and importance of having 
an effective intake and onboarding system. It makes the 
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difference between you running your business or your 
business running you!

Having a well thought out system for bringing new clients 
into your business not only makes your business run more 
smoothly but also increases client confidence in you and 
your law firm. The more systematic your intake process, the 
more organized and professional you will appear, and your 
clients will feel confident in their decision to hire your law 
firm to help them solve their legal problems.

This system sets the stage for how the attorney/client 
relationship will play out. Rather than the client coming to 
you with an “I have a terrible problem, and I’m hiring you to 
fix it,” an effective intake and onboarding system shapes the 
relationship of “we are in this together.” 

Client Service and Fulfillment System

At its core, the client service and fulfillment system is 
designed to secure optimal client outcomes, avoid mistakes 
and missteps, and manage high-volume, complex matters. 
This is the heart of the work you do for your client, and the 
experience you provide for them.

Most attorneys use some tool, like case management, to help 
them deliver results, but few have put in place a system to 
receive ongoing client feedback and provide a ‘high-touch’ 
service to their clients.

Implemented correctly, you’ll create a smooth system of client 
communication and train your clients to provide consistent 
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feedback throughout their matter so there are no unpleasant 
surprises at the end. The high-touch experience you provide 
in a systematic way is likely to yield more five-star reviews 
and referrals on autopilot.

Client Feedback and Offboarding System

Most attorneys know we need to provide some documentation 
to the client to make it clear that our representation of 
them in their legal matter has come to an end. However, 
that is the minimal requirement of a client feedback and 
offboarding system.

An effective client feedback and offboarding system can 
reveal opportunities to offer your client additional services 
they may not have thought about but would benefit from, 
elicit five-star reviews, and almost guarantee future referrals.

THE THREE ‘INTERNAL’ SYSTEMS

I call these next three systems “internal” systems because 
they are the systems every business needs to operate properly. 
They are the internal workings of your law firm business 
that, while they benefit your clients, the primary purpose 
is to ensure your law firm business operates as a well-oiled, 
revenue-generating machine. Your internal systems are about 
creating the kind of company culture and workplace you 
desire for you and your employees, the ease with which tasks 
are performed and client-results achieved, and, of course, 
profitability. 
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People Management System

As a business owner, the level of effectiveness of your people 
management skills will be reflected in your business culture. 
Without a people management system in place, it’s unlikely 
your business culture will be one you’d enjoy working 
in. You know what it’s like when the mix of employees is 
incompatible—gossip, backstabbing, and conflict creates 
inefficiencies and demands on your time to settle squabbles. 
Team members will come and go quickly, causing disruption 
when they do. And you’ll be left holding the proverbial bag, 
and the tab for training employees that don’t work out.

Your people management system is critical to your law firm’s 
success and the ability of the firm to scale to seven figures 
or more in gross revenue—and it should cover everything 
from core values, to hiring, training, and termination (and 
much more).

Technology Management System

We are awash in technology, with “new and improved” 
technology constantly being introduced with the promise it 
will solve all our problems. The process of selecting the right 
technology for your specific needs can be daunting.

People often mistakenly conflate technology and systems. A 
system is a way of doing things. Technology is a tool often 
used within a system to increase efficiency and efficacy. Your 
technology management system helps you acquire the right 
tech tools for your law firm’s specific needs. And it prevents 
you from buying technology you don’t need—and I’ve seen 



THE WEALTHY WOMAN LAWYER’S GUIDE TO BUILDING A SYSTEMS-DRIVEN LAW FIRM BUSINESS  |  57

millions wasted by firms that bought this or that new shiny 
tool because they thought it would help them in the moment, 
but they never really committed to the training and systems 
needed to make it work for them.

The right technology tools also will help you protect and 
secure privileged and confidential client information. These 
days, it seems every other news article warns of hackers, 
infiltrators and cyber-thieves. If you think your law firm 
is immune because it’s small, think again. If your team 
is distributed and working remotely, your firm may be 
particularly vulnerable.

Any good technology system needs to include processes not 
only for efficiency, but also security and disaster protection.

Financial Management System

Financial management is probably the most misunderstood 
and overlooked business function in solo and small firms. 
Poor financial management is the primary reason most often 
why small firms don’t become large firms. 

It’s easy to get complacent when money is coming in, and 
bills are getting paid. It’s not uncommon, though, as law 
firms scale that law firm owners begin to feel the pain of 
a poorly structured and executed financial system. Get a 
little busy, and the billing falls quickly by the wayside. And 
the longer you procrastinate on this hate-to-do project, the 
worse you feel, and the more financial trouble you face in 
your business. (If you want to guarantee unhappy clients, 
delay weeks, months, or even years in billing. The farther you 
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remove your billing from the great results you provide, the 
more dissatisfied your clients will feel.)

A lack of understanding of basic financial principles, key 
performance indicators, the roles of each member of your 
financial team (including you), and the right questions to ask 
to make sound financial decisions will keep your law firm 
business stunted. 

The good news is learning the fundamental finance 
principals is not hard. Once you’ve been taught the simple 
formulas, the rest is just following the rules of good financial 
management. You don’t need to become your own accountant 
(in fact, you shouldn’t), but you do need to have enough of 
an understanding of financial language so you can ask the 
right questions and make the informed decisions for your 
law firm business.

Now that you know the 7 systems you need to scale to 
one-million-dollars and beyond let’s take an in-depth look 
at each one.
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CHAPTER 4

Client Attraction and  
Conversion System

What is a Client Attraction and Conversion System, 
and Why Do We Need It?

A client attraction and conversion system is important if you 
want to:

 Have ideal clients raise their hand when they are ready 
to work with you instead of you chasing down leads 
and prospects (no more boring networking events!)

 Work only with ideal clients
 Repel those who are less-than-ideal—you know the 

ones who make you sorry you ever agreed to help 
them in the first place

 Sign up new clients with ease
 Collect your money in a frictionless way

When you have an attraction-based lead-generation system 
it allows prospective clients to get to know, like, and trust 
you and your law firm before they even meet anyone on 
your team. Converting them to paying clients is much easier 
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when they feel like they already know you and can trust you 
to handle their matter. Now, we don’t have to worry about 
“selling” them on choosing our firm over our competitors. 
Instead, we can just dig right into onboarding them as clients 
and other next steps.

SYSTEMS QUICK-TAKE:

4 Essential Elements of An Effective Client Attraction 
and Conversion System

Here’s what you’ll need:

1. A system for attracting and engaging an audience—
people who follow you and your law firm and enjoy 
the value you provide to your community.

2. A system for filtering that audience into leads—people 
who have raised their hands and said they need legal 
services—and then into prospects—people who have 
raised their hands and said they need the specific type 
of legal services you provide, and they need them now.

3. A conflict check system.
4. A system for converting qualified prospects into 

clients—a sales formula and protocol.

SETTING UP YOUR CLIENT ATTRACTION AND 
CONVERSION SYSTEM

Let’s take a look at each of the three elements in depth.
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Attract Your Audience

The Client Attraction and Conversion System is SO 
important, I’ve written an entirely separate book on the 
subject. It’s called: The Wealthy Woman Lawyer’s Guide to 
Law Firm Marketing in the Virtual Age—10 Bold Actions to 
Take Now to Attract Your Ideal Clients with Total Ease. If you 
want to grab a copy of that book, you can do so here: www.
wealthywomanlawyer.com/book/.

In that book, we take a deep dive into how to set up the best 
client attraction system for you and your law firm. That book 
covers everything you need to know about topics such as:

	 Choosing your marketing mix
	 Identifying your Ideal Client and how to find them
	 Developing your brand
	 Crafting your marketing message
	 Understanding and setting up your sales funnels
	 Creating a website that converts
	 How to select your advertising avenues
	 The importance of marketing consistently
	 And much more.

If you want to avoid the “feast or famine” syndrome in your 
law firm business—where you market, market, market and 
then get so busy with all the work you’ve created that you 
stop marketing to do the work, only to find yourself 90 days 
later scrambling to create more work—then you need to grab 
a copy of my book right now. It’s free, so there’s no excuse to 
not get it.
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Focus your attention on setting up a client attraction 
system first because the influx of new clients and income 
will provide the resources you need to fund the creation of 
other systems—like a system to help you grow your team and 
start delegating. The larger your firm grows, the more you’ll 
want to create a system that functions on autopilot without 
your day-to-day involvement to create content, show up at 
networking events, and the like.

Filter Your Leads and Prospects

Attracting an audience is not enough, of course. There 
are thousands of people on social media and in other 
marketing arenas who have followers (people who show up 
for all your free stuff) that never turn into clients, or even 
engaged followers.

The first step in filtering out leads from your audience is to 
add a call-to-action to your content. A call-to-action can be 
anything from “sign up for our newsletter,” to “follow us on 
our social media channels,” to “visit our website or call our 
office.” The ones who ignore your call-to-action are not leads. 
The ones who act on your call-to-action have raised their 
hands and said they are interested in what you do because 
they know they may need someone like you at some point 
soon in their lives. Perhaps they are contemplating a divorce, 
or maybe have an aging parent and know a probate is on 
the horizon for the. Perhaps they’ve recently been injured 
in an accident and have an immediate need. Maybe they 
are planning to start a new business and wondering which 
entity if most suitable, or whether they should trademark 
their brand.
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Those who reach out to begin a conversation with your firm, 
I call leads. They are leads because we have not yet determined 
if they are good prospects. Right now, they are just a person 
who might have a legal problem with which our firm may be 
able to help.

The only way to determine if they are a good prospect—
someone who not only has a legal problem our law firm 
handles, but also is motivated to invest time, money and 
energy into a solution—is to ask some preliminary questions. 
This is the second stage of the filtering process.

You must get answers to these questions before you will 
know if they should even book an appointment with your 
law firm, if they are good prospects to work with you:

Do you have a present legal problem? If there is no legal 
problem you cannot help them, and there is no need to meet.

Is your legal problem within the scope of the services we 
provide? If their legal problem is not a problem that can be 
solved by the services you provide, there is no need to meet, 
but there might be an opportunity to refer to your network.

If we are a good fit to work together, are you ready to 
address this problem now? If there is no urgency to act, 
then, in legal parlance, their matter is not “ripe.”

Are you willing to invest time, money, and energy into 
solving this problem now? You can only care as much as 
they do. Seriously, if they are not willing to pay for a nominal 
consultation to meet with you or someone in your firm, they 



64  |  DAVINA FREDERICK, J.D.

likely aren’t going to be willing to pay your full retainer. 
There may be exceptions, like if you practice personal injury 
law, where it is typical to take cases on contingency and no 
one charges for an initial consultation. Otherwise, you’ll 
want to use this question to gauge the seriousness of that 
individual in solving his or her own problem.

Are there any other parties involved, and if so, whom? 
This is important information to gather for purposes of a 
preliminary conflict check.

I’ve created a complete model conversation that 
you can use to train your receptionist or paralegal 
to gather all this information on the very first phone 
call with a potential client. To download it go to:  
www.wealthywomanlawyer.com/toolkit/

Conduct the Intake Call

It’s common that a person seeking legal services is unfamiliar 
with the idea that law firms typically specialize in the type 
of cases a particular firm handles. Many people believe if 
you are an attorney, you can handle any type of legal matter. 
For instance, the receptionist at a personal injury law firm 
might get a phone call from someone looking for help with 
a medical malpractice injury when the law firm only handles 
auto accidents. 

When the matter described by the caller is not the type of 
case the law firm handles, the receptionist can direct the 
caller to a list of referral sources that you have outsourced to 
other law firms.
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If the prospect does not wish to pay for the consultation, they 
have self-filtered. If they cannot afford, or are unwilling to 
pay for an hour of your time, how likely are they to afford or 
be willing to pay for you to handle of their matter? 

If the case is a good match for your firm, the receptionist 
collects the names of all the parties involved in the matter 
and conducts a preliminary search of the firm’s files to see 
if there appears to be a conflict. The receptionist may do 
this before they run the prospect’s credit card. If there is no 
obvious conflict of interest, the receptionist runs the card, 
and schedules the appointment with the attorney (or client 
care specialist as we will discuss in the next section). 

If you are using an automatic booking service through 
your website, whether or not you accept payment for the 
consultation (do, if you can) this way, you’ll want to attach a 
form the lead must complete before booking a consultation. 
That form should gather some of the same critical information. 
At a minimum:

1. Contact name and information for person 
scheduling consult.

2. Reason for the consultation (this could be a pull-down 
menu with only the services you provide).

3. First and last names of all the parties.
4. Any other pertinent information needed for your 

firm’s specific area of law.
5. A “Is time of the essence?” question (For instance: 

“Have you been served? If so, when?).
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PRO TIP: If you are using an automated booking system that 
allows clients to book themselves on your calendar, be sure to 
use time blocking and block out certain dates and times you are 
available for them to schedule. In fact, do this no matter how they 
book, whether through a booking link or your reception service or 
in-house receptionist. By corralling prospect calls to select days 
and times, you’ll preserve your focus on days when you need to 
be working “in” your business, or working “on” your business, and 
concentration is required.

Check for Conflicts

A brief word about conflict checks:

We know they are necessary, required, and should be con-
ducted immediately. The person collecting the intake infor-
mation most likely is the best person to conduct the conflict 
check, whether that is the receptionist, intake coordinator, or 
Client Care Specialist.

Your receptionist (or reception service) may move ahead and 
set the prospect for an appointment on your calendar but 
should immediately conduct a conflict check prior to the 
appointment so the appointment can be canceled if a conflict 
is determined to exist. You only need tell the prospect on 
the follow up call: “This is X from the X law firm. It appears 
we’ve been conflicted out of your case. We encourage you to 
call Y firm. We appreciate you reaching out to us.” No further 
explanation is needed or desired. 
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To grab a copy of a model intake form for use not only in 
gathering initial information, but to help with conflict 
checks, go here: www.wealthywomanlawyer.com/toolkit/

Convert Ideal Prospects into Ideal Clients

The biggest mistake I see law firm owners make during new 
client consultations is assuming your goal for the consultation 
is the same as the prospective client’s goal. It is not. Typically, 
the prospect’s goal is to get as much information (for free, if 
possible) as they can about how to solve their problem. Many 
lawyers wrongly assume their purpose in the conversation is 
to impress upon the prospect that they are the best attorney 
to handle the matter.

Instead, your purpose is to determine whether this individual 
meets your criteria for an ideal client, and whether it is a 
“right fit” for you to work together.

They need to hire an attorney, or they wouldn’t be there. 
They’ve probably done all the research they are going to 
do about you and your law firm before they ever call, so 
there is no need for you to recite your C.V. or credentials. 
Begin every consultation with the assumption that you have 
already passed the preliminary screening, or you would not 
be having this conversation. 

If you’ve been conducting consultations for a while, you 
have a method for handling them. To get to the next level in 
your business, you need to get your process out of your head 
and documented so you can train somebody else to conduct 
consultations for you.
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Before you do that, you should assess your Prospect 
Conversion System and identify what can be improved. Your 
goal is consistency of outcome. Break your process down into 
its critical parts starting with how you open the consultation 
and set the tone.

Taking Control of the Consultation

Your potential client is there because they are looking for 
someone to lead them through this difficult issue they are 
facing. They want to be led. If you fail to take control of 
the consultation from the very start, you’re actually failing 
to deliver the most important thing the potential client is 
looking for—leadership and confidence.

The prospect is likely worried and anxious, uncertain of the 
outcome, uncertain of the process, and worried about what 
it will cost them to resolve their issue. They are a fish out of 
water. You’re the expert. You need to act like it.

What this means is that you (or whomever is handling the 
consultation), needs to exude calm confidence, both in your 
demeaner and your choice of words. As human beings, we 
naturally feel calmer if we know there is a tried-and-true 
process already set up that we can follow.

If you don’t take control of the consultation meeting, your 
prospect will. This is the recipe for creating a problem client. 
They’ll have doubts right from the outset about your ability, 
question every one of your strategies, and likely will end up 
unhappy when all is said and done. 
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So, what are some clues the prospect will consider when 
deciding you and your firm have got this handled?

 Ease of making, confirming and being reminded of 
the consult (the more automated, the better).

 Clear (preferably written) instructions for being 
prepared for the consult.

 Verbal and non-verbal behavior of the gatekeeper 
and then the person charged with intake and sales 
(whether that’s an attorney or non-attorney).

 A step-by-step formula that sounds special and unique 
to the client’ ears because it focuses on pulling out the 
specific facts of their matter.

 Concrete next steps to become a client of the firm and 
begin working on their case, including a homework 
assignment for them after they have completed the 
process to retain the firm, and a one- or two-sentence 
explanation of your next steps. 

PRO TIP: Never start a new client relationship without giving 
the client homework. It gets them involved and sets a tone of 
collaboration. You want them to see the engagement as “we’re 
in this together” not “here’s my case, fix it.”  This also trains the 
client from the start to comply with your instructions, which is 
critical to the success of any attorney/client relationship.



70  |  DAVINA FREDERICK, J.D.

Start the consult by setting boundaries: 

“We only have 30 minutes today and I want to hear 
everything you have to say, but I’ve got a lot of 
questions I’m going to need answered. Do I have your 
permission interrupt you?”

The answer is always “of course.”  

This simple start puts you in the leadership role and gives 
you permission to interrupt to keep the conversation on 
track and focused.

Every attorney has a few “clients from hell” stories. The way 
you avoid making those mistakes (and they are your mistakes 
in client acquisition) is in how you open the relationship 
from the beginning of the very first meeting. Life is too short 
to work with bad clients.

Using a Sales Formula to Increase Conversions

A sales formula is not a script, it’s a formula. The difference 
is a script tells you exactly what to say when, while a formula 
serves as a guideline so you can “dance” in the conversation.

I was helping a client create a series of videos for her firm. 
Prior to our filming, I sent her the questions I’d be asking 
during the shoot and urged her not to write out answers 
to the questions. Yet, like most over-achieving women, she 
wanted to be uber-prepared, so she wrote detailed answers 
to each question and tried to memorize them. She’s one of 
the most warm and charming women I’ve ever met, but…as 



THE WEALTHY WOMAN LAWYER’S GUIDE TO BUILDING A SYSTEMS-DRIVEN LAW FIRM BUSINESS  |  71

soon as we turned on the camera, she became stiff as a board! 
She was trying to remember her script word for word (and 
not having much success). After a dozen takes, we finally gave 
up. 

After a break, I asked our videographer to subtly turn on the 
camera, as I asked her questions and she “rehearsed.” OMG. 
She was 1,000 times better! Why? Because she wasn’t trying 
to recite a memorized script.

If you try to script out precisely what to say and do in every 
call, the minute you (or the person handling the consultation) 
hits a snag—and you will because every prospect is different, 
and every matter is different—you will freeze or begin 
stumbling over your words. 

A sales formula will allow you to set some verbal markers 
and cues to keep the conversation free flowing and on track. 
You’ll use these markers to create consistency so that each 
consult will feel seamless and easy.

You’ll also eliminate the free-for-all trap of “tell me what’s 
going on,” and two hours later nothing has been accomplished 
except you’ve wasted your time, and your good prospect is 
leaving without engaging the firm.

Here is why using a sales formula gets results:

It ensures both parties—you and the client—get what 
they need out of the meeting.  A good sales formula will 
help you get right to the heart of the matter while also making 
sure the client feels heard and not rushed. It will leave them 
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confident that either 1) your firm can handle the “how” or 2) 
they need to seek help elsewhere.

It keeps you from jumping in and giving legal advice. 

If you take away nothing else from this book, I want you to 
take away this: You do not need to give away legal advice to 
anyone for them to feel comfortable hiring your law firm.

It puts prospective clients at ease and increases their 
confidence. 

The #1 thing clients “buy” from you is confidence. If they had 
confidence in their own ability to solve their legal problem, 
they wouldn’t call you. Your confidence helps allay their 
fears and opens a path for them to move forward and engage 
your firm.

It protects your time. By having a formula that you use over 
and over, you can ensure you are not wasting precious time 
on non-clients—time you could be directing toward higher 
priorities, like clients eager to pay for your services.

It helps you train others—including non-attorneys like a 
Client Care Specialist—to sign up clients with ease so you 
don’t have to. If you’ve gotten good at sales conversations, it’s 
time to take a critical look at that and ask “Is this is something 
I can train a non-attorney to do? With the right system, it can 
work. I know because other attorneys are doing it. 
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Key Elements of an Effective Sales Formula

 Finite time so no one’s time is waste, not the prospect’s 
and not yours. A clearly defined time frame helps keep 
the meeting moving forward and on track.

 An introduction that sets a clear purpose, tone, and 
agenda of the meeting. 

 Information-gathering questions that ensure the 
prospective client feels seen and heard while also 
allowing you to gather the information you need to 
assess the validity of their case and whether your firm 
is a good fit to help them.

 A clear way of wrapping up with “next steps” so the 
prospect knows what to do next, regardless of whether 
they are a right fit for your firm. This includes 
discussion of the costs and what is required of them 
to get started on their case immediately.

 A plan to handle common questions/objections and 
help them resolve barriers to hiring you.

Advanced Sales Consultation Strategy

If new client consultations are taking up a lot of your time, 
you may be ready to hire a Client Care Specialist to handle 
sales conversations and intake for your law firm. “Client Care 
Specialist” is a term I coined to help my women law firm 
owner clients define the role of a law firm employee who 
primarily functions in a customer service role.

In solo and small firms, the customer service role often falls 
to the receptionist, legal assistant, or paralegal. 
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A Client Care Specialist is not only skilled in customer 
service, but also guides a prospective client through the 
decision-making process for hiring the firm, including 
following up with all the necessary next steps such as: 

 Collecting retainers
 Guiding the new client through signing the new 

client agreement
 Collecting preliminary data required to open a file in 

your case management system

Now, I know what you may be thinking: “Have a non-attorney 
handle the consultations?! Davina, are you crazy?!!”

That’s usually the first reaction I hear from my clients when I 
mention this concept. BUT, I am here to tell you, the minute 
they begin to give the idea a little space, they begin to think 
about all it would create for them if someone else could 
handle these conversations, and if the firm’s attorneys only 
met with clients who had already retained the firm!

Not everyone jumps in feet-first. Some do what my family 
law client Patricia did. Patricia had already trained her 
receptionist to book only paid consultations—an hour for 
$350 per hour. When I proposed the idea of having her 
receptionist, a person her clients absolutely love, become her 
Client Care Specialist, she realized she easily could have her 
begin closing the “low-hanging fruit” clients, those clients 
who were calling because they’d previously been clients of 
the firm and now needed a modification or, or those who 
were qualified to file an uncontested dissolution.
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Another client, Maureen, who has a multi-discipline law 
practice, started out much the same way, first training her 
Client Care Specialist to book paid consults with her and 
serve the clients in a customer service role. In less than a 
year, though, she had promoted her Client Care Specialist 
and trained her for a sales and intake role. She then hired 
someone else to answer the phones.

The key to implementing this approach successfully is to 1) 
clearly define the role, 2) create a sales formula that works for 
a non-attorney who is not allowed to answer legal questions, 
and 3) train, train, train.

If you’d like a copy of my Model Client Care Specialist job 
description, you can get it here: www.wealthywomanlawyer.
com/toolkit/

Unpopular Opinion: It’s not your associate’s job to 
bring in work

This is an unpopular opinion, I know, particularly 
among start-up law firms, but it is not the job of your 
associate to bring work into your law firm. At least 
not for a few years. Too often, I’ve seen women law 
firm owners hire associates with a requirement that 
they bring in work. Bringing in work is the job of law 
firm owners and partners, not associates. The job of 
an associate is to do the work (generate billing) the 
firm brings in.
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Why do you want to avoid requiring your associate 
to “bring in work” and handle sales conversations 
(consultations) for you?

You need associates to do the work and bill so you 
can focus your priorities on the bigger picture. 

You want your associates to be able to focus on 
becoming great lawyers who can help your firm 
get results, without putting them under the added 
pressure of bringing in good quality clients.

You avoid training up your competition. Help them 
become the best lawyers they can be; cheer for them 
when and if they decide to leave you to hang their 
own shingle, just don’t hand them the keys to your 
queendom. You firm is not a sales learning lab for 
your associate attorneys.

If you want to be a law firm with a path to partnership, 
the first five years of your associate attorney’s 
employment needs to be about mentoring them 
to become good attorneys. Then, you can consider 
teaching them rainmaking skills if they are on the 
track to partnership.
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CLIENT ATTRACTION AND CONVERSION SYSTEM 
SET-UP CHECKLIST

Essential Client Attraction and Conversion Systems

 Organic lead generation system 
 Client pre-qualification system 
 Conflict check system
 Sales Formula (Grab my Consultations to Cash 

Formula here: www.wealthwomanlawyer.com/
toolkit/)

Advanced Client Attraction and Conversion Systems

 Paid lead generation systems 
 Non-attorney Client Care Specialist training system
 Automated appointment setting system
 Systems for ongoing training for sales team

Now that you know what you need to implement your 
Client Attraction and Conversion System, let’s discuss the 
next critical system you’ll need. 
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CHAPTER 5

Client Intake and  
Onboarding System

What is a Client Intake and Onboarding System, 
and Why is it Important?

A client intake and onboarding system is a system designed 
not only to help you gather the information you need to 
open a file for your new client, but also to set the tone of the 
law firm/client relationship.

An effective intake and onboarding system will:

	 Establish clear expectations for both the client and 
the firm

	 Provide a predictable path for ongoing communi-
cation

	 Instill client confidence in the law firm
	 Instruct client on necessary terms and conditions of 

the law firm/client relationship
	 Establish boundaries
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A well-planned intake and onboarding system reassures your 
new client they made a good decision by hiring you. Their 
despair at not knowing what to do about the problem that 
has been keeping them up at night, fearful and worried, is 
replaced with relief. They now see a plan is in place, and you 
and your team leading the way. 

A client who is confident in their attorney is much easier to 
work with than one who is always second-guessing you.

Without a well-thought-out, consistent intake and onboard-
ing process, clients will feel insecure and will try to fill in 
the gaps by taking the lead. They are the clients who will be 
calling (or worse, texting) your cell phone, wondering why 
you haven’t called back within the hour. Or yelling at your 
receptionist because they can’t get an appointment with you 
until next week.  

SYSTEM QUICK TAKE:

4 Essential Elements of an Effective Client Intake and 
Onboarding System 

Here’s what you’ll need:

1. A system to walk new clients through signing the 
legal services agreement and collecting payment.

2. A system for communicating law firm policies and 
procedures, establishing boundaries, and setting the 
client up with all they need to help the law firm with 
their legal matter.
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3. A system for moving the client on to the next steps 
and establishing their critical role in resolving their 
legal matter.

4. A system for setting up the new client’s file.

SETTING UP YOUR CLIENT INTAKE AND 
ONBOARDING SYSTEM

Let’s dive in for an in-depth look at each element of the system.

Make the Commitment

You’ve won your prospective client’s confidence that your 
firm will solve their legal problem. They have said yes to 
hiring your firm. Now, it’s time for both parties to make 
a legal commitment by signing a contract that sets for the 
terms and conditions of the relationship.

When we all met in offices, it was easier for the attorney to 
hand off the contract signing and collection of the initial 
retainer to an assistant or paralegal. All one needed to do 
was send the assistant into the conference room where the 
client was seated or walk the client out to the assistant’s desk 
to hand them off. The assistant, then, could collect the initial 
retainer and walk the client through the most important 
provisions in the contract before the client signed.

The biggest advantage with this method is the deal is sealed 
before the client leaves the office, so there’s no “going home to 
think about it,” and then getting distracted and not initiating 
the process. 
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Virtual meetings can make this process a little bumpier, 
depending on the technology skills (or lack of) of you, your 
client, and your team.

Assuming everyone is proficient in today’s technology—
and because of the pandemic, more and more people are 
getting comfortable with it—moving a client through from 
consultation to commitment can be just as easy, if not easier, 
than in-person meetings.

Now, an attorney can meet with a client via video confer-
encing for the consultation, and then, once the consulta-
tion is over and the client is ready to get started on their 
matter, the attorney can invite their assistant (or Client 
Care Specialist) to join the meeting. 

The assistant can then take over with collecting payment, or 
helping the client apply for financing, and walking the client 
through signing of the contract. Whether the client is in 
front of a computer or using their smart phone, the contract 
can be sent to the client electronically, and they can return it 
with their electronic signature. 

Payment also may easily be collected electronically by having 
the client input their payment information in directly.

If the majority of your clients are not tech-savvy or do not have 
access to technology, then you may need to have established 
alternatives. However, even the 80-year-olds I served when I 
was running my virtual estate planning law firm knew how 
to use the telephone and email. Though we have much more 
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efficient tools available to us today, these rudimentary tech 
tools still work to get the job done.

Now, I’m sure many of you may be thinking: “It’s so easy to 
do everything online now, I just usually handle the contract 
signing and collection of retainer fees myself.” It’s not 
uncommon for solos and small firm owners to do this, or at 
least to start out this way. 

However, by handing off the paperwork process to your 
assistant, you are accomplishing two objectives:

1) You are freeing up your valuable time to move on to 
other matters where your experience, knowledge and 
skill level are required.

2) You are re-enforcing the message to the client that 
they are hiring a law firm, not you personally, to 
handle their legal matter. How comforting it is to 
know if you are unavailable for whatever reason, there 
are other people to whom they have been introduced 
who likely will be able to answer any questions or 
resolve any issues! 

If you are unsure how to make the handoff to your assistant, 
try this:

“Let me introduce you to Shenice, our Client Care 
Specialist. She’s going to help you with all the 
paperwork. Then, she will provide you with a next-steps 
checklist, so you’ll know what kind of homework you’ll 
need to have done by our next meeting. 
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She’ll also introduce you to our other team members, 
and get you set up with a log-in and password to our 
client portal. This is where we will communicate with 
you about your case, and you will communicate with 
us. She’ll also schedule your next appointment with me 
(or the attorney assigned to your case). Once all that 
is done, we can get started on your case immediately. 
Sound good?”

The balance of the intake portion is gathering data specific to 
the type of case. Depending on your area of practice, this will 
vary. However, the more information that can be collected 
at this stage and put directly into your case management 
system, the better.

There is nothing worse than having a critical employee leave 
only to discover key data required for the case is buried in the 
former employee’s email—from 18 months ago.

This recently happened to a client of mine who has several 
associate attorneys and paralegals working for her. She had 
resisted the ideal of keeping all client data, including all client 
communications, in her secure case management portal, and 
still permitted her team to use email as a primary means of 
communicating with clients.

“It’s too much of a pain-in-the-ass to switch clients over to a 
portal,” she said.

Then a key employee, an attorney, quit suddenly, and despite 
all the firm’s systems and sufficient staff, everyone was 
scrambling to absorb cases. One reason: they were having to 
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dig through years’ worth of old emails to put together the 
pieces of the puzzle and get up to speed.

This all could have been avoided if the firm’s systems required 
ALL information for every client to be collected and saved 
in the firm’s case management system. These days, there are 
some really cool tech tools to help you and your attorneys 
easily transfer case-related emails, like exchanges with the 
Court or opposing counsel, into secure client files.

Also, as lawyers we take seriously the requirement that we keep 
our clients’ information confidential. All our employees sign 
confidentiality agreements when they come on board. They 
are made to understand the seriousness of confidentiality. 
Still, the law firm owner is ultimately responsible for any 
breach of confidentiality regardless of who on the team 
created the breach. It’s your Bar license! Using a client portal 
for all communication between your firm and your clients a 
much more secure option than email, texting, or some other 
message app.

We all know the damage that can be done with the careless 
click of the reply all link. Imagine such an incident that has 
your client accidentally emailing directly with opposing 
counsel. Yikes!

Create a Welcome Package and Review with Client

Ideally, you already have a client welcome packet that contains 
all the information in written form that you’ll use as a guide to 
verbally walk your client through your firm’s most important 
policies. If you do not, you’ll want to create one now. During 
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your intake, walk each new client through the document, 
explaining each policy and how it benefits the client. Clients 
love to have something to which they can refer for important 
details and information about their engagement with your 
firm. Also, you’ll easily be able to remind them about it if 
a problem arises, such as a client being upset because you 
won’t return a phone call on a Saturday!

Your welcome package should, at a minimum, include:

	 Name and contact information of your law firm
	 Hours of operation, including times and dates the 

office may be closed (e.g., Federal holidays, weekends, 
Friday afternoons…)

	 A communication policy which includes:
o Which forms of communication are acceptable 

for various needs (emergencies, important 
issues that are not classified as emergencies, and 
non-emergency or non-urgent issues). 

o Definitions so there is a clear understanding of 
what you consider to be emergencies, important, 
urgent, or non-urgent.

o When to use which form of communication.
o Time frame to expect a response.

	 Client responsibilities
	 What clients can expect from you
	 General advice or information pertinent to your 

practice area—a list of dos and don’ts (e.g., don’t put 
your personal business about this case on social media, 
don’t withhold information from your attorney, how 
to prepare for a hearing, etc., what to share or not 
share with other people including family members)
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	 Log-in and password and rules for keeping that 
information safe and confidential)

If you meet in person, then you may want to include this 
document in a folder or notebook branded with the law 
firm’s logo. Then, you also can include a signed copy of your 
agreement, and a receipt. It is perfectly fine, though, to send 
this document to your client electronically. Do take the time 
to have a graphic designer design it for you so it makes a 
strong, positive impression. 

Also, incorporate all your policies by reference in your 
contract for legal services.

Assign Client Homework

I first learned about the importance of assigning “homework” 
to a client from my mentor, Mr. Mac. Mr. Mac has been a 
Florida Bar member since 1952. In fact, I think his bar number 
was “11,” so one of the Charter Members of the Florida Bar 
Association. By the time I met him, he was in his 80s and 
had already tried to retire once but got sucked back in to 
working part-time.

Mr. Mac was a master of client control—in a good way. You 
would immediately see clients relax in his presence because 
they knew the moment they met him he had the ability to 
help them solve the problems that had been keeping them 
up late at night with heartburn. He exuded calm confidence.

Mr. Mac was also a straight shooter. He told it exactly as he 
believed it to be, even when the truth was harsh. He also was 
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a master at setting clear expectations right out of the gate. 
One of those expectations was that the client would be an 
active participant in solving his or her legal problem. It’s here 
I first learned the concept of “you can’t care more than they 
do.” If a client does not care enough to put in the work to try 
and help themselves, then you, as their attorney, will not be 
as effective as you need to be to help them.

One way he made sure clients knew that solving their problem 
required their active involvement was to assign “homework.” 
After the initial meeting, each client walked away with an 
assignment, whether that was to gather documents, keep a 
diary, schedule a meeting, or follow up on providing details.

He taught me that client homework:

1) Establishes responsibility of client to participate in 
their case—you cannot save someone from themselves;

2) Helps you collect necessary information you’ll need 
to do your job; and

3) Keeps the client occupied to buy you some time to 
integrate them into your schedule (remember, he was 
a highly sought-after attorney and very busy man).

Through the years, both in my law practice and in other 
businesses I’ve owned, I’ve remembered Mr. Mac’s wisdom 
and applied his advice time and again. How a client responds 
to being assigned a task to help solve their own problems 
tells you a lot about them, and whether they are a good fit to 
work with you.
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Open File and Assign Team

This process will vary based on your practice area and the case 
management software you use (if you use a case management 
software). At a minimum, all client information should be 
entered into the system you are using. It is important to 
open a file with all the essential details right into the case 
management system at the outset of the engagement so that 
the team members assigned to the case can quickly and easily 
access all the details.

Next, assign team members and initiate the first task in the 
automated workflow. This sets the case flow momentum, 
which is critical for keeping matters flowing through 
your business.

Your open file process should be consistent, predictable, 
and so easy anyone can do it. If you delay in opening a file 
and getting started on your new client’s case, you likely will 
quickly fall behind, leaving you with a dissatisfied client and 
an overwhelmed team. 

CLIENT INTAKE AND ONBOARDING SYSTEM 
SET-UP CHECKLIST

Essential Client Intake and Onboarding Systems

	 Intake and conflict check system
	 Contract signing and payment collection system
	 Welcome package and review system
	 Homework assignment system
	 Open file and team assignment system
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Advanced Client Intake and Onboarding Systems

	 Automated contract, payment collection and 
scheduling system

	 Automated welcome email and welcome 
package system

	 Automated homework assignment check list 
and instructions

	 System for documenting open file and team 
assignment process
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CHAPTER 6

Client Service and Fulfillment 

What is a Client Service and Fulfillment System, and 
Why is it Important?

“Fulfillment” is not a common term attorneys use to describe 
the work they do for their clients because we are taught that, 
as lawyers, we are one of only three learned professions—
medicine, theology, and law—and by virtue of that we have a 
higher calling beyond making money in our business.

And yet, fulfillment is exactly what we are doing when we are 
lawyering. As with any other business, our clients are paying 
us to fulfill their legal needs, to solve a legal problem they do 
not feel they can solve without a lawyer.

Thinking of legal services in this manner helps us transform 
our law firm practice into a law firm business. 

To scale your business, you need to be able to profitably 
serve as many paying clients/customers as possible. You 
cannot do this if you believe you must be the one doing all 
of the legal work. By focusing on the process of fulfillment 
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you can maximize your profitability without sacrificing 
client satisfaction.

Our goal is to profitably create “happy” clients. That’s why 
this section is named “Client Service and Fulfillment.” 

As a lawyer you are meeting with most clients during a time 
when they are dealing with an urgent problem. There are 
often intense emotions surrounding the issue for the client.

Whatever your practice area, you know and understand the 
pain your clients are experiencing and how your services 
help relieve or diminish that pain. (If you are not clear on 
this, it’s important you get clear if you want to be successful 
in your business.)

An overworked, overwhelmed, and unhappy attorney does 
not have the emotional capacity needed to effectively help 
clients dealing with serious legal matters. If that is you, you 
must begin changing this immediately. You are not doing 
yourself any favors and you likely are not serving your clients 
all that well, either.

Why is it important to provide a high-level of client service? 
First, because when you take a client’s money it is your job 
to provide the best service possible in exchange. Second, it 
makes everyone, including you, feel more satisfied. Third, a 
happy client is a referring client!
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SYSTEMS QUICK-TAKE:

2 Essential Elements of Effective Client Service and 
Fulfillment Systems

Here’s what you’ll need:

1. A system to effectively and efficiently manage the flow 
of the clients’ legal matters from initiation to comple-
tion.

2. A system to collect (and respond) to client feedback 
regarding their satisfaction level throughout the en-
gagement.

SETTING UP YOUR CLIENT SERVICE AND 
FULFILLMENT SYSTEM

When speaking with law firm owners, I’ve discovered most 
consider case management a “must have” software tool. A 
great case management tool can go a long way in helping 
your firm get the client work done efficiently, without 
missing deadlines. But, again, remember: software is applied 
to your system, it is not your system itself.

System First, Software Second

While software is a tool you might use within a system to 
improve efficiency and effectiveness, without a solid system, 
you won’t get the maximum benefit from your software.

Case management software helps automate the process of 
managing client cases or legal matters. If you have yet to 
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invest in case management software, you’ll want to think 
through your current manual system for fulfillment first. It 
doesn’t need to be complicated, a simple mind map of your 
current fulfillment process will do to start.

One client of mine wrote down her existing systems in a Word 
document. It helped her wrap her mind around the entire 
process. Then she used the document to guide her through 
the workflow set-up in her case management software. 

Using the case management tool, she was able to assign dates 
certain activities would be due, who was responsible at what 
stage of the process, and who would be next in line once the 
person before them had completed the task. She even created 
a pop-up box that explains, step-by-step how to complete 
tasks. 

This helped her existing staff and new employees to know 
exactly what to do when and how. Training became much 
easier after she made this change. Her team no longer 
scrambles to meet deadlines even though their caseload has 
increased substantially.

I encourage you not to skip the “thinking” stage of how you 
want your process to flow, even though so many software 
tools have out-of-the-box solutions you can purchase. You’ll 
be an informed consumer, able to make the best possible 
software choice for your firm.

In fact, there are many attorneys who use non-attorney-specific 
management and automation software to help them manage 
their firm. They do so because, after thinking through their 
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specific process, they found most case management systems 
to be too much. Once you know what your existing process 
looks like, it will be easy to find the right tool or tools for 
your firm.

PRO TIP: Don’t be a DIYer! If you have a team of any size, get 
them to help you document your processes. Once you have 
thought through and mapped out the overview, assign others to 
help you create templates, checklists and other systems tools. A 
team approach will not only help you get this done faster, but it 
will help you create a better end result as other team members 
will have boots-on-the-ground experience they can contribute. It 
might have been so long since you handled your own electronic 
filing, for instance, that you might not know what process 
would work best now, but your trusted paralegal would. If you 
want our cheat sheet on who should be doing what to help you 
document your processes quickly and easily, you can grab it here:  
www.wealthywomanlawyer.com/toolkit.

Common Mistakes to Avoid When Selecting System 
Software

If you decide to invest in case management software to help 
you automate your fulfillment processes, I’m all for it.

Indecisiveness

Is there such a thing as a perfect case management system? If 
there is, I haven’t seen it, yet. However, some may be better for 
you and your firm than others. With so many options (and 
so many opinions from our Facebook friends), selecting the 
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best case management tool or tools can get confusing, which 
then can cause us to waffle between them. Or worse, to “buy 
and try” only to discover it’s not working for us or our team! 
How frustrating it can be for team members to have to learn 
a new software every couple of years because the business 
owner has shiny object syndrome—not to mention the cost 
of lost productivity.

To make deciding on the best case management tools for 
your firm, I recommend you consider three factors: 1) Is this 
software compatible with your practice area? Some may be 
better suited for personal injury firms and some for family 
law or estate planning, for instance. 2) Is this intuitive and 
compatible with how you and your team work? I’ve seen too 
many people purchase a system because someone else talked 
it up only to find out that it was not intuitive for them. Know 
thyself! 3) Is the support service good? Is there someone you 
can call when you or your team need additional training? 
Case management tools can be a significant investment for 
a law firm, so you’ll want to make sure customer support is 
accessible, helpful and friendly. 

Focus on Cost Instead of ROI

Often, our indecisiveness is based on our fear of the cost. 
Most case management software systems charge by the user. 
If you have a growing firm, software fees can add up quickly. 
This can sometimes lead you to limit access to the system. 
Does our paralegal really need to access it? What about our 
legal assistant? 



THE WEALTHY WOMAN LAWYER’S GUIDE TO BUILDING A SYSTEMS-DRIVEN LAW FIRM BUSINESS  |  97

Better questions to ask would be: “What efficiencies could be 
created if we add our whole team to the case management 
system? If we were able to increase our capacity to handle 
more and/or more complex (and, therefore, more profitable) 
cases, would that justify the cost of the investment in having 
all our team members use the software?”

It’s rare the answer to this question is a “no.”

THINK LIKE A CEO: 
Don’t focus on the cost, focus on the return on investment.

Inadequate Training

It’s not uncommon for law firm owners to purchase a case 
management system after they’ve been in practice for a while 
and are already busy with existing clients. It can feel like a lot 
of pressure to stop and take the time to fully understand the 
software when you’re already swamped.

What many do, then, is to just learn the basics—enough to 
know how to get the job done—without taking the time to 
understand the full capacity of the software.

Case management software can provide quite a bit of 
functionality, but it won’t do you, your team, your firm, or 
your clients a bit of good if you don’t know how to use it to 
its full capacity. 

Invest time and money in continually training your team 
to use the software efficiently, and to find new ways to 
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leverage the software to improve the client experience and 
firm profitability.

Software Selection Checklist

When deciding which software tools you need to automate 
your law firm’s systems, here are a few key considerations:

	 Does this software work for all my practice areas?
	 Does this software help me automate critical case flow 

processes to save my team time?
	 How many people on my team can access it at 

one time?
	 Does it help me track time, bill or market as well as 

manage case flow?
	 Is it easy to use? Intuitive?
	 Is there a trial period so I can return it if I don’t like it?
	 What size law firms does this company have 

experience supporting?
	 What ongoing training is available?
	 What is the support policy, not only for updating 

the software, but for addressing problems with the 
software or ongoing training?

	 What are security protocols for this software?
	 What integrates with this software (e.g. accounting, 

marketing, bulk email, etc.)?
	 What is the stability of this software company? Are 

they likely to change hands or go away any time soon 
or have they been around for a long time?

	 Is the company responsive to making changes or 
adding functionality based on user feedback?
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	 Is the company’s customer support easy to reach and 
helpful? How is their service rated?

I’ve put together an up-to-date list of my favorite law firm 
tech tools at www.wealthywomanlawyer.com/toolkit/

The Five-Star, Service-Based System

We know most attorneys think of case management as a 
critical tool for delivering quality legal services to their 
clients. However, if you just stop at case management when 
it comes to client fulfillment, you will have missed the boat. 
To ensure complete client satisfaction (and those future 
referrals we love so much), it’s important we also develop 
and implement a client service system that goes beyond just 
managing the legal processes.

What will a good client service system do for you law firm?

	 Provide opportunities for client feedback throughout 
the law firm/client relationship so you can quickly 
address any negative feedback, ensure your team 
is doing the good job you expect, and make you 
aware of any changes to your system that need to be 
addressed ASAP.

	 Make the client feel important and heard.
	 Train your clients to provide “reviews” on an ongoing 

basis, which will make it easier to ask for those 
public, five-star reviews we desire at the end of 
our representation.
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	 Provide immediate positive feedback when your team 
gets it right, therefore boosting morale.

A good client service system will not only ask the client for 
feedback throughout the engagement, it also will include a 
plan for immediate responsiveness to all feedback, plus an 
ongoing, proactive message of: “Your satisfaction with the 
legal services we provide is important to us.”

Ask and Ye Shall Receive

Here are some methods you can use to collect feedback from 
clients, referrers, and influencers on an ongoing basis:

Method No. 1: Self-Styled Surveys

We can gauge client sentiment by building in surveys 
throughout our process at various stages in the matter we’re 
handling for them. This will vary widely from practice area 
to practice area, because there are different stages in different 
types of practice areas, but it doesn’t have to be complicated—
nor should it be. Creating a simple survey using a tool like 
Typeform may be enough. 

Self-styled surveys are surveys you create yourself based on 
the information you’d like to collect. These questions might 
be specific to various stages of the process: 

“Did you find the process of submitting your paperwork easy or 
difficult? Why or why not?” 
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Or these questions may be specific to your team: 

“Tell me about your experience with our team with regard to their 
ability to clearly communicate exactly what you needed to submit 
for us to help you with your case…”

You can ask more than one question, or you can choose to 
spread out questions, asking only one at a time. Either way, 
create questions that are quick and easy for your clients 
to answer.

The objective is not to get them to write a dissertation, but 
to obtain real-time feedback. You can (and should) follow 
up personally if it is warranted. If their survey answers do 
not require your personal response, you can have your Client 
Care Specialist follow up to let the client know you appreciate 
their feedback. 

Method No. 2: Net Promoter Score

The Net Promoter Score (NPS) is very popular among service-
based businesses committed to providing a higher level of 
service based on timely client feedback. 

There is a complete system built around the Net Promoter 
Score. You can find several books on the topic, which I highly 
recommend. In the early 2000s, Fred Reichheld, a partner at 
Bain & Company, created a method of measuring how well 
an organization treats its clients. The basic Net Promoter 
Score question is: “On a scale of 0 to 10, how likely are you to 
recommend our business to a friend or colleague?” 
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A rating of 6 or less lets you know you have a dissatisfied 
client. (Really, anything less than a 9 or 10 will clue you in 
that there’s room for improvement.)

In addition to the numerical rating, the next important 
question to ask is “Why or why not?” This is a critical question 
because it provides our client’s reasoning in how he or she 
rated us. The devil is in the details, as they say.

This is not a question you’ll likely want to ask repeatedly, so 
the timing of this question should be given some thought. 
You’ll want to be far enough along in the process so the 
client has enough experience with your firm as to be able to 
make a sound statement, but if you wait until after the client 
engagement is almost concluded, while the feedback may be 
helpful going forward, you’ll likely lose the opportunity to 
make it right with this client.

Method No. 3: Pick Up the Phone and Call

Your Client Care Specialist can reach out by phone to existing 
clients to ask how satisfied they are at any given point.

Recently, one law firm owner I know was concerned about 
the difficulty judicial assistants (J.A.s) were having in setting 
hearings with her paralegals. The concern arose because the 
paralegals had all been working from home for several months 
due to the pandemic. Instead of the telephone ringing into 
the main office number and being forwarded to paralegals 
sitting a few feet from the receptionist, now they were being 
forwarded to the paralegals’ various cell phone numbers.
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My client, the firm owner, called the J.A. she knew was 
responsible for booking many of the hearings and asked her 
point blank: “How easy is it to schedule matters with my 
team?” 

The feedback was disappointing. The J.A. told her: “Not 
easy at all!” She said every time she called the firm, she got 
forwarded to voicemail, and sometimes the paralegals were 
either not calling back in a timely manner, or not calling 
back at all because they preferred email, even though that 
was not the best option for the J.A.

Had my client not suspected there was an issue and reached 
out to the J.A. directly, she might not have known until this 
problem snowballed into a much bigger one. 

By reaching out herself instead of having someone on her 
team reach out, she communicated clearly to the J.A. (and, 
ultimately, the judge), that her relationship with the Court 
was one she took seriously. She was able to reassure the J.A. 
the problem would be fixed immediately.

As attorneys and firm owners, there are numerous audiences 
assessing our reputation. It’s important to be mindful of all 
of them because we never know who the source of that next 
great referral will be! If you’ve ever clerked for a judge, you’ll 
learn very quickly how powerful courthouse gossip can be in 
making or breaking a law firm’s reputation.

You are not limited to only one feedback method; you can 
use all of them if you’d like. Just keep in mind, while the 
feedback is important to our success as a law firm business, the 
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primary purpose is to ensure your clients—the one providing 
the feedback—feel seen and heard by you, your attorneys, 
and your staff. When asking for their input, focus on what’s 
in it for your client, not what’s in it for you. Compare these 
two “asks:”

“Would you please leave us a review on Google because it helps 
our firm rank higher on Google the more reviews we have?”

Vs.

“How are we doing so far? We really want to make sure you are 
happy with the service we are providing thus far. Do you have 
any feedback (positive or negative) for us? We highly value your 
opinion on our service!”

Create a ‘High Touch’ Experience

The next step in your firm’s client service system development 
is to gather your team, discuss ways each person in each role 
can elevate the service they provide—preferably in an easy to 
implement and easy to maintain way.

Some examples of this may include how they greet each 
client. I don’t know about you, but I love it when I go to a 
four- or five-star hotel, and they greet me by my name: “Ms. 
Frederick, we are so happy you are back with us today!”

Another seemingly small gesture is for the attorney to always 
arrive before the client does to any hearings, meetings, or 
trials. By arriving 15 minutes early, this sends a clear message 
you are prepared and ready to go.
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I’m sad to say, I have received emails from law office staff 
that made me feel like I was nothing but a case number to 
them. Having a client feel offended because of sloppy, rude, 
or unprofessional emails from your staff, is not the best way 
to create a good working relationship with them. Creating a 
guide for how your team emails the firm’s clients—no matter 
how innocuous the request—will go a long way in how our 
clients feel about your law firm.

 “I’ve learned that people will forget what you said, people 
will forget what you did, but people will never forget how you 

made them feel.” 
Maya Angelou

When creating a high-touch experience for your clients, one 
of my first recommendations is to gather your team together 
and discuss with them your mission to do so, and then ask 
them for their input on exactly what each can do to make a 
difference. 

You might begin:

“Today, I would like for us to discuss one of our core values—
excellence—and how we can put it into everyday action so all of 
our clients feel they are the most important client we have. 

“I’d love for each of us to consider what we can do in our specific 
roles to ensure our clients receive an excellent experience and share 
those now. If needed, we are willing to implement automation, 
templates, and guides to make this process seamless and easy for 
each of us, while also making our clients feel they are receiving a 
“high-touch” experience.”
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One law firm owner I know, tells prospective clients the firm 
will get started on their matter that very day. This helps her 
sign up new clients with ease and keeps her team moving 
through case work quickly. She creates a momentum right 
from the start that continues throughout the life of the case. 

To accomplish this goal, she has created a system to 
immediately collect all the necessary information to initiate 
the process. While her competitors are scheduling the start of 
a case two to three weeks after it is initiated, she has already 
filed the first petition.

Another super-busy law firm owner who has little time 
for client calls, particularly if there’s nothing significant to 
report in their matter, has implemented this high touch/low 
maintenance practice I shared with her. 

In her area of practice (personal injury), months can go buy in 
a case before it moves, not because of her, but because of the 
other parties to the case (insurance companies). To keep her 
clients connected and feeling like she’s on top of their case, 
she takes a few minutes each week to record a few 30-second 
video updates and sends them to each client through her case 
management portal. If she doesn’t feel she has the time even 
for this, she gets her Client Care Specialist to do it for her.

Since implementing this method, calls from stressed out, 
upset clients have diminished tremendously.
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PRO TIP: The Client Update message does not need to be created 
by the attorney. The Case Manager, Paralegal or a Client Care 
Specialist also could create videos of this sort after reviewing the 
case status in the weekly team meeting.

The Client Care Specialist

As I’ve mentioned, creating a position just for helping the firm 
manage client relations is one elegant solution for leveling 
up your client care system. A Client Care Specialist (CCS) 
can be your paralegal, your legal assistant, or any employee 
capable of handling clerical tasks. However, the CCS needs a 
personality suited to nurturing the client relationship. They 
must love to help people. 

The specialist is going to be a point person on your team who 
can help resolve issues and get questions answered, without 
taking up attorney time. They are setting clear expectations 
to minimize future misunderstandings. It’s super important 
the person in this role is calm under pressure and does not 
take other people’s upset at a situation personally.

Your CCS will help to create a high-touch experience for your 
clients without you having to be the one to do the “touching.”.
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Characteristics of a Good Client Care Specialist

A good Client Care Specialist must:

1. Love helping people. 
2. Maintain a positive attitude about the client and the 

client relationship and understand how important 
that client relationship is to the firm.

3. Be organized and able to multi-task (ask questions, 
listen carefully for answers, while inputting data in 
your computer system).

4. Pay close attention to details because they are collect-
ing information the firm will use to effectively man-
age this relationship.

5. Be self-starters and willing to take charge of their role. 
6. Be good troubleshooters. They need to be able to 

resolve issues to the client’s satisfaction. That doesn’t 
mean they have to do all the doing, but they need to 
figure out who can help the client or what should be 
done to help the client—and then to follow through 
to ensure it is done.

7. Stay calm under pressure and not take client upset 
personally. Clients may be upset at their soon-to-be-ex, 
the non-responsive insurance company, or their 
ex-business partner when they call your office. A 
person who is prickly and easily offended is not 
suitable for this position.

Your Client Care Specialist will help create the high touch 
experience that makes the client feel that you and your firm 
care about them and their case. 
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CLIENT SERVICE AND FULFILLMENT SYSTEMS 
SET-UP CHECKLIST

Essential Client Service and Fulfillment Systems

	 Case management system (or alternative systems to 
manage the fulfillment process)

	 Client service policy for providing a high touch 
experience for clients without overtaxing staff

	 Requests for client feedback while case is ongoing

Advanced Client Service and Fulfillment Systems

	 Automated surveys
	 Net Promoter Score Process
	 Proactive Case Communication Thru Client Portal
	 Client Care Specialist
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CHAPTER 7

Client Feedback and 
Offboarding

WHAT IS A CLIENT FEEDBACK AND OFFBOARDING 
SYSTEM AND WHY IS IT IMPORTANT?

Just as you should have a system for onboarding new clients, 
you need a system for offboarding them when their case is 
closed. Your Client Feedback and Offboarding System is 
important for several reasons:

	 Formally ends relationship. Most critically, is signi-
fies an end to a present, ongoing attorney/client rela-
tionship by notifying the client that their case with 
your law firm is now closed.

	 Provides instruction. It provides instructions to 
your client for next steps such as what they should do 
with their final orders or paperwork, or other matter-
specific recommendations you may have.

	 Opportunity to upsell. It may provide an opportu-
nity for you to “upsell” services. For instance, perhaps 
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your client hired you to handle their divorce, and 
now their divorce is final, you know they may need 
to update their estate planning documents. Now is 
the time, if you haven’t already, to help direct them to 
thinking about this legal issue and offer to solve it for 
them. 

	 Request a public review. If you feel confidence from 
the feedback your client has been providing through-
out the case, now may be the time to ask for a public 
review, such as a review on AVVO, Google, or Yelp.

	 Request private feedback. If you do not feel confi-
dent your client can and will provide a four or five-
star review, now also may be a time to ask for private 
feedback to help you improve your service and ful-
fillment processes, and team training. It is my hope 
you will have implemented an ongoing process to 
collect feedback so there are no surprises at the end of 
the matter.

	 Opportunity to ask for referrals. Your offboarding 
process also is a great time to remind clients how 
much you appreciate referrals and ask them to make 
referrals when it is appropriate.
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SYSTEM QUICK-TAKE: 4 Essential Elements of an 
Effective Client Feedback and Offboarding System

1. A system for generating an end-of-representation 
letter. 

2. A system for collecting and responding to client 
feedback (Also discussed in Chapter 6: Client Service 
and Fulfillment).

3. A system for requesting reviews.
4. A system for remarketing.

SETTING UP YOUR CLIENT FEEDBACK AND 
OFFBOARDING SYSTEM

When setting up your Client Feedback and Offboarding 
System, you’ll want to create easy-to-personalize templates for 
offboarding both satisfied clients, and those being terminated 
(or who have terminated you). For those who are leaving the 
firm under less than satisfactory circumstances, you’ll want 
to keep your end-of-representation letter short, sweet, and to 
the point. State that the relationship is terminated, the reason 
why (in a professional, non-inflammatory way), provide any 
instruction about transferring of their file and any final 
payment requirement or refund, and then instruction about 
what to do if they have any other house-keeping questions. 
For all other end-of-representation letters, I recommend 
the following.

End-of-Representation Letter

For many attorneys, how you wrap up the case is often an 
afterthought. You know (or should know), the importance of 
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signaling to the client that the attorney/client relationship has 
ended. There can be legal ramifications and consequences if 
an individual you think is now a “former client” still considers 
themselves to be a present client. While you may be careful to 
paste “while I am an attorney, I am not your attorney” all over 
your website, blogs or social media to inform the general 
public you do not have an attorney/client relationship, and 
thus, all the associated responsibilities, obligations and 
privileges that go along with that, many of us tend to be a 
little more lax about communicating that message with a 
soon-to-be former client.

Perhaps you know enough to send out an end-of-representation 
letter but aren’t as clear as you need to be in communicating 
what that means, exactly.

Not only does this all-important letter put the client on notice 
of the end of your attorney/client relationship, but also it 
serves as evidence, should it ever be called into question about 
whether you have an ongoing attorney-client relationship.

It may sound odd, but a lot of times people think when they 
hired an attorney, “Well, that’s my attorney for life now.” 
That’s not the case, and you need to make that very clear both 
for their protection and yours.

Essential Elements of a Good End-of-Representation 
Letter

In addition to a statement putting the client on notice that 
this is the end of your representation of them in the matter 
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they hired you to perform, best practice would be to also 
include the following:

	 Enclosures. Information regarding any final orders 
or other enclosed, attached, or sent documents.

	 Recommendations and Instructions. Instructions 
on next steps or recommended storage or safekeeping 
of documents. For example, when I ran my virtual 
estate planning practice starting back in 2011, I often 
would send instruction on the safekeeping of the 
original estate planning documents. It was my policy 
not to keep the originals, so I needed to be sure the 
client clearly understood the safekeeping of their 
wills, trusts or other directives would be their solo 
responsibility. 

	 Retention Policy. Information about the law firm’s 
file retention policies, whether you are storing a 
hard copy or an electronic copy, how they can access 
a copy, and how long you keep their records. Since 
so many firms now keep electronic records only, the 
firm will send the client their electronic file. If you do 
this, just be mindful of any notes you would not want 
shared with the client. Be sure to promptly return all 
original documents to the client so that, years later, 
when you are ready to dispose of a client’s file, you 
aren’t scrambling to find them to return original 
documents. 

	 Payment Instructions (if needed). Any communica-
tion regarding outstanding payment. Ideally, prior to 
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closing out the client’s file, you will have collected all 
your fees. In fact, it is my recommendation you do not 
close out a client’s file until you do. However, if you 
feel you must close it out in your case management 
system to avoid confusion, be sure the file is still ac-
tive in your accounting system until all fees are paid.

	 Thank You! A statement showing appreciation for 
the opportunity to represent the client and thanking 
them for their business.

Additional Elements of a Good End-of-Representation 
Letter

	 Request for Referrals. End-of-Representation letters 
also provide a good opportunity to request referrals. 
A simple statement or two is sufficient: “We appreciate 
the opportunity to handle your legal matter. Please keep 
us in mind should you require legal services in the future 
and refer us to others who might need our assistance with 
their legal matter. We’ve enclosed two business cards, one 
for you to keep and one to share.”

Traditionally, an attorney would enclose a couple 
of business cards with their end-of-representation 
letter, one for the client to keep and one to pass 
along to someone else who might need their services. 
However, business cards are waning in popularity 
as more and more people are using smart phone 
apps to collect and maintain contact information. 
Still, the cost of business cards is nominal and 
well worth it if a client does pass one along. (You 
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also might consider a magnetized business card 
people can keep on their refrigerator. You’d be 
surprised how many people keep these for years.) 

	 Request for a Review (if appropriate). Requests 
for reviews will be more effective if you send them 
electronically, perhaps through email or by text, with 
a link to the review service you prefer. Even the most 
well-meaning clients are unlikely to take the time to 
look up a review service and write your firm a review 
based on your request in a written letter. If you are 
writing and sending the letter electronically, then you 
can include a hyperlink right in the letter. However, 
if you are sending a hard copy of the letter (which I 
recommend even if you email it as well), then it might 
be better to request a review separately and just leave 
it out of your letter altogether.

People make much ado about first impressions. The last 
impression, though, can be even more important. You might 
have started your engagement two years ago, let’s say, and 
maybe the client doesn’t remember how it started. But 
they’re going to remember your most recent interaction with 
them. It’s human nature to ask: “What have you done for me 
lately?” So, you’ll want to request reviews and referrals while 
your client is still on an emotional high from the great results 
you achieved for them.

By having pre-prepared templates and a system for closing 
out the client files that can be implemented soon after the 
representation ends, you are more likely to continue to be 
perceived as the professional you are!  
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Closeout Meetings

Right now, it may not be as common for lawyers and law 
firms to have closeout meetings as it once was. However, I’ve 
found close out meeting with each client to be a good tool to 
cover all the bases the end-of-representation letter does, but 
much more effective in encouraging clients to leave a review.

One law firm client of mine skyrocketed their five-star 
reviews from a few dozen to hundreds when they began 
inviting clients to a close out meeting at their office to 
wrap up their case. While the attorney was “gathering final 
documents” for the client, they would hand the client a tablet 
with the page open to the “leave a review” option on Google, 
and then ask the client if they would leave a review while the 
attorney went out of the room to fetch their file, final orders 
or whatever.

Of course, you also can conduct this meeting virtually if 
that is the way you are set up. You might handle the review 
request by getting them on the call, thanking them for being 
an awesome client, ask if you can send a link for them to 
complete a review while you go and grab the file you want 
to discuss with them. When you come back, you can offer 
to share your screen to go over their final orders with them, 
and then send your close out letter, with any attachments 
to make sure they receive it before you get off the video call 
with them. That way, you are sure they received everything, 
and it did not go into their spam folder.

Sure, you can close out a client’s case without having a meeting, 
but if you are wanting to stand out from the crowd, schedule 
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a close-out meeting, and then send the end-of-representation 
letter as a follow up. 

For clients who are leaving under less-than-favorable 
circumstances, you might decide to skip the closeout meeting, 
particularly if the situation is contentious. However, if the 
client has been dissatisfied with the firm, a close out meeting 
might be a great opportunity for you to receive feedback to 
determine whether you need to address some issues within 
your firm such as communication, systems, and/or employee 
training. It also will offer you an opportunity to smooth 
potentially ruffled feathers, and if you can’t (or don’t want 
to) salvage the case, at least apologize if appropriate.

Not all less-than-favorable terminations are due to the 
client choosing to terminate. More often, it will be the firm 
terminating the client’s contract. In that case, probably the 
less said the better, and everything in writing.

Net Promoter Score Question and Follow Up

We discussed the Net Promoter Score in the previous chapter. 
If you have not already asked your clients this question, now 
is the time to send a brief, automated survey to ask it. Again, 
the question is: “How likely are you on a scale of 1 to 10 (1 
being least likely and 10 being most likely) to recommend 
our firm to a friend, colleague, or family member?”

The key, though, is not to stop there but to ask a follow up 
question such as “Why or why not?”
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Don’t stop with just gathering the survey information. Decide 
who needs to be assigned to send and collect the data, and 
what you will do with it after you receive it. Perhaps you’ll 
want to form a committee to address the feedback if there are 
some valuable responses, particularly if more than one client 
is telling you they’ve had a similar (negative) experience. 
Feedback is useless to us if we do not create and implement 
solutions going forward.

If you are receiving consistently positive feedback, it might be 
a great opportunity to acknowledge certain team members, 
or even reward the team for positive reviews.

Remarketing

What is remarketing? I’m using the term to mean “dropping 
clients back into your automated marketing system so 
they continue to receive news and information about what 
is happening with your law firm and in your area of law.” 
(Although, if you run social media ads, you may be able to 
use remarketing/retargeting in the digital world sense. Check 
your Bar rules, though, before you do.)

“But, Davina, I’m a divorce attorney. It’s unlikely my client is 
going to be getting another divorce so soon after this one!” 
(No doubt you are correct, but I did have one client who 
remarried his ex- almost before the ink was dried on his 
divorce papers, so never say never.)

The reality is, even if you think your practice area is a one 
and done situation, it is important to stay top of mind with 
our past clients because, typically, they are some of our best 
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referrers. If they aren’t coming back for follow up services 
(e.g. a divorce client who now needs a modification, an estate 
planning client who needs to update their estate planning, 
a personal injury client who is injured in another accident, 
a criminal defense client who is facing new charges, a small 
business client whose business is now growing and requires 
trademark protection), they likely will refer their friends and 
neighbors if the experience of working with your firm was a 
good one

So, what might “remarketing” look like?

 Email Marketing. Adding them to the “past clients” 
category of your email marketing list, and sending 
them emails periodically, just to remind them that 
you’re here and you’re servicing clients with needs like 
theirs—and reminding them of follow up issues they 
may need to think about. In our divorce example, that 
might be something as simple as writing a blog article 
you then send out to your list about the opportunities 
to modify alimony or child support if circumstances 
change. Consider the follow up issues your clients 
likely will have after a bit of time passes and create 
articles or videos about those topics to send to them.

 Social Media Marketing. Invite them to like your 
law firm’s social media accounts. If you are regularly 
creating great YouTube content, for example, about 
issues related to your practice area, make sure they 
have the opportunity to see and access those—and 
to share them! Make them feel like they are a part of 
your law firm’s community, and that their well-being 
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is still your concern. No, you don’t have to (nor should 
you, really) invite clients to like your personal social 
media accounts—you know, the ones where you share 
all your children’s back-to-school photos so Aunt 
Muriel can see them. However, engaging your team 
in creating clever, useful, and engaging content about 
practice-area-related topics can not only be fun, but 
powerful marketing.

 Telephone Marketing. Have someone on your team 
reach out and say: “I just want to check in with you 
and see how things are going, and how you’re doing. 
Is there anything else with which we can help you?” 
There are Bar rules prohibiting solicitation, so do 
check the rules in your jurisdiction before calling 
directly. What I’m suggesting is not dialing for 
dollars, rather, following up with immediate past 
clients, some appropriate amount of time after the 
conclusion of your business with them, to make them 
feel important, seen and heard. This is another terrific 
function for a Client Care Specialist. 

File Closeout  

Part of offboarding is how we close out a client file in our 
case management system. 

Sometimes files are left open because we’re waiting to collect 
a final payment. We want to make sure that we utilize our 
offboarding system to help clients wrap up any outstanding 
bills that they may have with us. 
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That’s good, but I recommend setting up systems to handle 
billing in your onboarding system. At that point in the process, 
you’re clearly explaining to them how you collect fees and 
that you collect them well before you close out a case. 

This lets you close the client file cleanly, and you don’t have 
any outstanding invoices. 

Otherwise, a case that’s not paid will sit open, and it will 
appear to be an open matter when, technically, it is no longer 
an open matter. This can cause confusion for your team. It’s 
open because they haven’t paid you yet. And now, you are 
chasing your money, which is never a position you want to 
be in. 

CLIENT FEEDBACK AND OFFBOARDING SET-UP 
CHECKLIST

Essential Client Feedback and Offboarding Systems

	 End-of-Representation Letter
	 Request for Reviews (with link)
	 Request for Referrals
	 File Closeout

Advanced Client Feedback and Offboarding Systems

	 Closeout Meetings
	 Net Promoter Score Question and Follow-Thru
	 Remarketing
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CHAPTER 8

People Management

WHAT IS PEOPLE MANAGEMENT AND WHY DO 
WE NEED IT?

The main problem many law firm owners face when growing 
their business is that they need a team to expand their capacity, 
but they’re getting derailed by challenges in the process. Can 
you relate?

Perhaps you’ve have tried to hire help but…

	 The associate attorney you hired oversold herself and 
now you are having to spend time you don’t have to 
train her; or

	 The new paralegal brought a whole bunch of new 
drama with her, so now you need to fire her (if she 
doesn’t quit in a huff first); or

	 The legal admin is great at almost everything—but he 
can’t seem to get to work on time to save his life!

After this happens a few times, it’s easy to start developing a 
complex and think: “I must be really bad at hiring. I obviously 
don’t know what I’m doing, and I just need to not do this!”
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If you have ever felt that way, you are not alone. Many law 
firm owners I know struggle to expand their teams. 

Recently, a client was sharing with me about how one of 
her associates was actively recruited and stolen away by a 
headhunter. I even read a post from a woman law firm owner 
who said her competitor was bold enough to call her office 
to try and get a key employee’s contact information so she 
could make her a job offer!

Several have waited months to find people who seem to be 
the right fit, only to have them leave when they finally get an 
offer from the firm where they really wanted to go.

One woman law firm owner I know was so put off by her 
three attempts to hire associates, it’s taken her four years to 
get back on that horse! 

It’s no fun to invest in hiring and training only to discover 
your new employee has a lousy personality, stinks at their job, 
is not a good fit, or takes advantage of your good nature. No 
wonder we get shellshocked about cultivating and growing 
a team!

Still, the truth of the matter is: If you want a law firm business, 
and not just to be a freelance lawyer, you’re going to need 
a team to help you. Yes, there are those unicorn attorneys 
that get close to a million dollars in annual revenue with just 
themselves, a remote paralegal and good tech tools. However, 
most women law firm owners who come to me because they 
are on the edge of complete burnout only make it to about a 
half-a-million dollars (if that) by doing everything themselves.
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You simply cannot, and should not, be doing everything 
required to run your business. You need a loyal, highly 
skilled team if you want to scale to and thru $1M in gross 
annual revenue.

Remember, you finished law school; sat for the bar and 
passed it; and you’re a practicing attorney who has opened 
your own law firm. If you can master all those skills, you can 
master hiring, training, managing, leading, and firing skills. 

SYSTEMS QUICK-TAKE: 4 Essential Elements of an 
Effective People Management System

	 A system for hiring
	 A system for onboarding and training
	 A system for management and elevation
	 A system for termination

 
Cultivating a top-level team requires much more than just 
placing an ad, hiring “warm bodies,” and then trying to keep 
everybody’s eyes on the prize (get the work done, bill the 
client and get paid). No, it requires a well-executed People 
Management plan.

SETTING UP YOUR PEOPLE MANAGEMENT 
SYSTEM

Hiring Top Talent

One of the biggest mistakes I see many law firm owners 
make is they wait too long to hire and then, when they are 
past-ready and feeling desperate, they hire the first warm 
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body that comes along. The next thing you know, you’ve 
hired someone who may not have the actual skills that you 
need. The attorney then finds themselves back where they 
started: doing everything themselves because it’s just “faster 
that way.”

Pre-Work: Before You Hire

Your People Management plan begins with your Aspirational 
Org Chart. This is the chart you will create to identify the 
positions you will need to fill to create your million-dollar, 
wealthy-generating team of A+ employees, contractors, 
and vendors.

A $1M+ Wealth-Generating Law Firm Aspirational Org Chart 
is a visual you will create to help you envision the team that 
will help you achieve your highest aspirations of building a 
profitable, sustainable law firm business. 

If you would like to see my Model $1M+ Wealth-Generating 
Team Aspirational Org Chart, you can grab it here: www.
wealthywomanlawyer.com/toolkit/

The key to this chart is that it is a Position Chart, not a 
Particular Person Chart. In other words, at first, your chart 
should only contain the names of the positions that will get 
you to your million-dollar mark. Refrain from putting in the 
names of individuals at this point, except, perhaps, your own 
name in the CEO position. The reason we do this is so you can 
see that your law firm growth aspirations are yours and yours 
alone (unless you have an equal business partner in your law 
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firm business), and your dreams are NOT depending on the 
whims of individuals.

Even if you think your star paralegal will never leave you, one 
day she might decide it’s time to retire to Palm Beach. Your 
business must continue to thrive as people come and go.

If you plan to have a law firm business for 10, 20, 30 years (or 
more!), is it reasonable to expect that people will never come 
and go during all that time? Of course not! 

Every business has attrition. Every business owner must deal 
with people quitting unexpectedly. Every business owner 
will, at some time, experience the pain of having to fire 
someone. If you cannot handle this reality, then maybe being 
a business owner is not for you. (And that’s okay, too. Better 
to be honest with yourself now, though, than to continue 
investing in a dream that does not make you happy.)

Once you have created your $1M+ Wealth-Generating 
Law Firm Aspirational Org Chart which lays out all the 
positions you envision you will need to fill to meet this 
first million-dollar goalpost, it’s time to create position 
descriptions for each position. Your position descriptions 
communicate outcomes expected of the person in this 
position, and all the tasks for which they will be accountable.

Creating these descriptions may feel daunting at first. 
However, you do not need to create them in a vacuum. You can 
ask your current team to help you by documenting what they 
see as the outcomes and tasks for which they are accountable 
currently. You also can create separate descriptions for each 
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position you fill such as “CEO,” “Managing Attorney,” and 
even “Senior Associate” and “Junior Associate” even if you are 
a solo right now or the only attorney. If you are still doing all 
your own paralegal work, write down what you feel are the 
paralegal’s responsibilities and tasks.

This next part is an idea from the author of The E-Myth, Michael 
E. Gerber, who calls these descriptions “Accountability 
Contracts,” and it’s an idea I love. He says, at the bottom of 
each accountability contract, the person who is accountable 
for completing the tasks in that accountability contract 
should sign their name to it as a sign of their commitment to 
being held accountable for these outcomes.

These aren’t formal, enforceable contracts in the sense most 
attorneys think of a contract, but what I do love about them 
is they:

Hold up a mirror. If you do not yet have a person for every 
position, it likely means you (or your assistant or paralegal) 
are accountable for completing the tasks for all the unfilled 
positions. Signing each of the accountability contracts for 
positions you are covering is going to show you in a real, 
visceral way, that you are doing the work of 4, 5, or 6 people—
which explains why you often feel overworked, overwhelmed, 
and exhausted! This exercise provides incredible insight into 
what may be holding you back from growing your business.

Identify next steps. This exercise helps you quickly identify 
the next position you need to fill if you want to scale your 
law firm business to your $1M+ revenue goal. I do love it 
when we have opportunities for clarity!
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Make your life easier going forward. This pre-work is going 
to make creating your job listings/ads much easier.

By beginning with the end in mind, we now will have the 
clarity we need to develop how we get from where we are 
now to our destination. 

PRO TIP: From this point forward, I recommend you create 
templates for everything, so you don’t have to recreate the wheel 
every time you want to hire a new employee. You’ll be creating 
templates for various positions—associates, paralegals, legal 
admins, and other administrative or staff positions. Also, create 
templates for the interview process of each type of position, and 
template offer letters.

Create and Publish Your Ad

Now look at the organizational chart and choose one of these 
positions to fill first. Sit down and think about your hiring 
process. You’ve got the job description and accountability 
criteria of what you’re expecting out of a person in this 
position. Next, you’re going to create an ad to fill this position. 

The ad should not only include the job responsibilities, 
requirements, and preferences of the position. You’ll want to 
interweave your core values into it, too, so you attract people 
whose beliefs and core values are aligned with the firm’s. Do 
not underestimate the importance of core-value work. 

Let me give you an example from my own core values. One 
of my core values is integrity, which I define as “do what you 
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say you are going to do it when you say you are going to do 
it, in the manner you agreed to do it.” A new hire will not last 
very long in my organization if they cannot be counted to 
perform their work with integrity.

Another of my company’s core values is “pro-active 
communication.” If, for some reason, you cannot do what 
you said you were going to do in the prescribed manner, 
when you said you were going to do it (I assign deadlines to 
everything), the sooner you communicate there is a problem, 
the more options we will have to find a good solution. 
However, if you fail to deliver and don’t bother to tell me 
until after a deadline has passed, well, let’s just say it’s not 
going to go well.

When I create jobs for positions within my company, I 
make it a point to included words like “integrity,” “pro-active 
communication,” and “detail-oriented” (because details 
are super-important).

For a model “open position” post (job ad) that shows how I 
integrate core values into my ad you can use as a template go 
here: www.wealthywomanlawyer.com/toolkit/

There are two schools of thought on writing a model “open 
position” post. Some recruiters recommend writing long, 
detailed posts that say exactly what you want and who you 
are looking for to fill this position. The more detailed and 
specific, the more likely people will self-screen and not waste 
your time.
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However, recently, I interviewed a top legal recruiter on 
the Wealthy Woman Lawyer® Podcast, and he highly 
recommended writing shorter, less detailed posts for a couple 
of reasons: 1) Since we are currently in a market that favors 
employees, due to the “Great Resignation,” you’ll want to 
cast a wider net and encourage as many people as possible 
to apply, and 2) No one wants to read a 10-paragraph ad. 
People just don’t have the patience for reading book-length 
ads to apply for a job, and they are less likely now to jump 
through multiple hoops (like weird or unusual application 
instructions) to do so.

Many law firms during this time, especially small and 
mid-sized firms, are struggling to even get good applicants 
to respond to their ads. With so many law firm employees 
jumping ship, many law firm owners are finding that they 
need to be much more flexible if they want to attract and 
retain good team members. This may include options like 
flextime, remote working, ample vacation and personal days, 
as well as higher pay and better benefits.

Don’t hesitate to experiment with your position postings. 
Create two templates, one shorter and one longer, and try 
them both to see what responses you get. 

Also, there’s no harm in keeping position postings out in the 
marketplace if you are not finding someone who is a good fit 
right away. I have advised several of my clients to continually 
advertise for their key positions because you never know 
when that unicorn paralegal is going to walk through the 
door. 
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There are numerous options for letting the world know 
about your open position. Besides sites like Indeed.com and 
ZipRecruiter.com, you also might use LinkedIn to help you 
recruit your ideal candidates. University and College Career 
Placement offices, Alumni Association Publications, Bar 
Association Publications/Sites, and of course, social media all 
are great places to let people know you are hiring. The more 
people who know you are hiring, the better changes you’ll 
find that right-fit employee. 

Interview Prospects

I recommend you create a pre-screening checklist so your 
assistant or virtual assistant, can pre-screen incoming 
resumes for you. If a resume doesn’t meet the criteria, it goes 
in the shredder. For the ones that do meet the criteria, have 
your assistant set-up (and possibly conduct) preliminary 
ten-minute phone interviews.

Again, create a pre-screening interview question checklist for 
this brief call. The purpose of this call is to identify those who 
look good on paper but aren’t going to be a good fit in real 
life. Perhaps they don’t know how to conduct a telephone 
conversation and make a good first impression. One of my 
colleagues, a professional recruiter who has conducted more 
than 10,000 interviews in her career (probably more by now) 
swears by this 10-minute pre-screening call. If the person 
conducting the phone interview is a good interviewer, they’ll 
quickly get to the heart of whether someone will be a good 
fit to move forward in the process.
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From the preliminary phone interviews, you get a shortlist of 
prime candidates. From here, you may take two approaches. 
If you have a qualified recruiter, firm administrator/office 
manager, or HR professional who can conduct and record 
video interviews with the shortlisted candidate to further 
winnow down the list, then do that. However, if the next best 
person is you, the law firm owner, then you can interview 
all of them via video conference. The reason I recommend 
interviewing by video at this stage is because you’ll want to 
assess how adept the interviewee is at managing tech, especially 
since they may be involved in more video meetings, hearings 
and even trials now. In addition to seeing them face-to-face, 
you’ll see if they are easily flustered or unflappable in the 
face of technological issues. Do they dress professionally for 
the meeting even though it’s on video? Do they want to turn 
off the camera?

Depending on whether you have a brick-and-mortar office 
and whether the expectation is for them to work in the office, 
you’ll then want to schedule an in-person meeting with the 
one or two prospects who’ve advanced to through your 
screening process.

As part of my process, I also like to ask my top candidates if 
they are willing to take a personality assessment. A personality 
assessment has been a tremendous tool in helping me and 
my women law firm owner clients ensure we are putting the 
right personality in the right position. A big-picture thinker 
like myself would struggle to work in a data-entry job day 
after day. Based on the results of my own personality profiles, 
I know I need to surround myself with executors who will 
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help me bring my vision to life. Left to my own devices, I’m 
likely to generate idea after idea that goes nowhere.

The point at which you require prospective employees to 
take a personality assessment can vary. I, personally, make this 
ask after the video interview with me. But others I know like 
to ask short-listed candidates to take a personality assessment 
before their interview with the top dog. Whenever you choose 
to incorporate it in your process, you’ll still find it helpful. 

PRO TIP: Do tell the candidates they will be taking the assessment 
on your dime, so they don’t have to worry about losing money if 
they don’t get the job—or worry about having to pay to get a job 
with you. Yikes!

Make the Offer

A woman law firm owner client, Mary, handled the position 
posting and interview part of the process fine, but when she 
was ready to conclude the video interview, the candidate 
asked: “What’s the next step?”

Mary said at that point she kind of felt like she was stumbling 
around because she hadn’t really thought of what came after 
the video interviews. She hadn’t thought about whether 
she wanted the next step to be an in-person interview, a 
personality assessment, or an offer letter. She had no plan for 
this part!
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It turned out she did want to make an offer, but by the 
time she was ready to do so, the candidate had already 
accepted another.

I recommended that she write an offer letter she would have 
used for the “associate who got away” and use it as a template 
for future offers. 

A good offer letter is really a sales letter. Your goal when 
writing an offer letter is to make taking this position sound 
like a no-brainer to your ideal candidate. You’ll want to 
highlight all the reasons why they should be excited about 
working with your law firm and convey your excitement 
about having them join your team. Also, if you do not have a 
separate contract for a position, you’ll want to be sure you are 
clear about the terms and conditions of the offer and what 
their acceptance means.

As an aside, one of the most frustrating things back 
when I was job hunting (over two decades ago now), 
was that I’d send in my resume and never heard 
anything back from the job posters. 

How rude! It takes very little effort to create a form 
letter or form email to send to people who are not 
viable candidates. You may not want to do that for 
every resume you receive (especially those who 
should never have applied in the first place because 
they are not even remotely qualified and just seem 
to be throwing spaghetti at the wall), but certainly if 



138  |  DAVINA FREDERICK, J.D.

applicants have gone through an interview process 
with you, you can have something prepared for your 
team to send out to let the applicants know that 
you’ve gone in a different direction.

Employee Onboarding and Training

Once you’ve hired someone you need to have an onboarding 
system in place to orient them to your environment, 
policies, and procedures.  Every firm has unique aspects that 
need to be included in its onboarding system. Remember, 
the onboarding system likely will be different for virtual 
employees versus in-office employees. 

Policy and Procedures Manual

If you do not have an employee manual, I recommend 
you start here. Here are some items you’ll want to include 
in your manual (this is not an exhaustive list, contact your 
employment law attorney for help):

1. INTRODUCTION
a. Welcome message
b. Mission, Vision, Core Values
c. Important Physical Plant Information
d. Location of Equipment and Basic 

Maintenance Procedures
e. List of Supplies and Instructions on 

Ordering Supplies
2. GENERAL EMPLOYMENT POLICIES

a. Equal Opportunity Employer
b. Non-discrimination
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c. Confidentiality/Non-Disclosure/
Attorney-Client Privilege

d. Sexual Harassment (and Procedures for Addressing)
e. Classifications of Employment 
f. Personnel File Information and Policies
g. Disciplinary Actions and Termination Terms

3. CONDUCT POLICIES
a. Dress Code
b. Online Behavior
c. Media Policy
d. Web Browsing Policy
e. Use of Equipment and Supplies
f. Personal Space and Confidentiality of 

Client Information
g. Work Hours
h. Benefits
i. Leave Policies

i. Jury Duty
ii. Military
iii. Doctor Appointments and Sick Leave
iv. Personal
v. Mental Health
vi. Bereavement
vii. School
viii. Vacation
ix. Family and Medical Leave
x. Maternity

4. PROCEDURES (How to perform their job duties and 
colleagues job duties if needed)
a. Security (both electronic and hard copies of law 

firm data)
i. Password security
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ii. Email hacking prevention and email security
iii. Ransomware
iv. Shredding

b. Emergency and Disaster Procedures
i. Emergency contact list
ii. Office accidents and injuries

c. Representing law firm
i. How to answer phone
ii. How to greet visitors
iii. How not to discuss client matters outside the 

office or out in the open
iv. Engaging, declining, 

disengaging representation
v. Proper communication with clients 

and visitors
vi. Correspondence etiquette and 

timeliness expectations
d. Open and Closing Files
e. Deadlines and Meetings
f. Law Firm Calendaring
g. Time Tracking
h. Trust Accounts
i. Billing

PRO TIP: Talk with an employment law attorney colleague. Hire 
them to help you put together your policy manual. As your firm 
grows, you’ll likely need to continue revising your policy and 
procedures manual, and an employment law attorney can not 
only do this for you more easily and in less time, but also, they’ll 
help you address all the issues you need to cover in your manual.
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Onboarding Day One

If the new employee will be working in the office, what 
information do they need to know about the physical 
environment? Is there a passcode to the office? Are there 
security measures they need to know about? Where are the 
restrooms? Where’s the break room?

What do you want to include in your onboarding system to 
orient them to your office? 

Here’s an example of an onboarding system that spells out 
their first week:

 Show them around the office
 Introduce them to the rest of the team
 Show them the location of the break room
 Show them the location of the restrooms
 Have a manager (that may be you to start) go over all 

the firm’s policies and procedures, and have them sign 
off they’ve received the manual, read and understood 
it. Be sure to keep this acknowledgment sheet in their 
personnel file for future reference. 

Extra bonus points! Have the person they will be working the 
most closely with take them to lunch on their first day. 

For employees working virtually/remotely, my recommen-
dation is to provide them with their home office computer 
equipment so they’re not using the family computer to do 
confidential work for the firm. 



142  |  DAVINA FREDERICK, J.D.

One woman law firm owner I know who has distributed 
workers (including lawyers, paralegals, and administrative 
staff) created a system where her technology manager orders 
the same computer equipment package for each hire. It is 
shipped directly to the employee’s home. The technology 
manager (or one of his assistants) then travels to the 
employee’s home to set everything up so that it is secure and 
ready to use.

As part of your system, you’ll want an equipment checklist, 
and policies about how the equipment is to be used and not 
used. Create a policy around equipment use and enforce it. 

Remember, your set-up at home may be entirely different 
than your employees.’ While I love working from home 
because I have a dedicated and lovely office space, I recognize 
not everyone does. Also, no small children here, only one 
small (but very vocal) English bulldog at the moment.

PRO TIP: If you and/or your team is working from home, get Krisp.
ai noise-canceling software for your computer so background 
noises (like crying babies, squealing children, barking dogs, and 
the lawn guy’s blower) are muted. This was life-changing for me 
and my team. I’m not an affiliate, just a fan.

As part of the onboarding system, they probably need written 
reporting expectations and password access to various 
work-related apps used to process assignments. (I discuss 
project management apps in other chapters.)
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Training Your Team

There are two phases to training your team: Initial Training 
and Ongoing Training. It is not uncommon for law firm 
owners to provide initial training but neglect ongoing 
training of team members.

At a minimum, your team should be trained on your 
case management system, your processes, procedures and 
workflows, and client service matters. It’s important you have 
a system for training new team members within the first few 
weeks on all the basic skills they will need to accomplish 
their jobs. Even team members with experience in the firm’s 
practice areas need to be trained on how your law firm is set 
up and the best practices the firm has developed.

Training is critical for four reasons:

1) It ensures everyone knows exactly what to do and 
how to do it, so the firm provides optimal results for 
its client.

2) It improves efficiency and quality of the work 
produced—two great selling points to distinguish 
your firm from others—and good for the bottom line.

3) It communicates how much you value your team 
members. Ongoing training to help them improve 
their skills will lead to greater job satisfaction. Team 
members who feel more confident in their skills will 
be more likely to feel more satisfied with their job 
and, coupled with good pay and benefits, and a safe 
work environment will go a long way in helping you 
retain employees.
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4) It develops institutional knowledge, particularly if 
you have a system that encourages cross-training 
and redundancy.

One of the biggest mistakes solo or small firm owners make 
is to neglect ongoing training, usually because they are too 
busy working “in” their business instead of “on” their business. 

Too many times, I’ve had discussions with women law firm 
owners who feel like they need to buy some new software 
they’ve seen others discussing on social media because they 
have FOMO (fear of missing out). When I ask them if their 
current case management system can solve the problem they 
think they have, most tell me they don’t really know—they 
haven’t invested in complete training on software they’ve 
already purchased.

If that sounds like you, start there. Contact your customer 
service rep or salesperson who sold you the software tool and 
ask them what training is available. Many case management 
software companies have even created online libraries for 
ongoing training.

For attorneys, you’ll also likely want to provide ongoing 
training in their practice area so they continually improve 
and update their legal skills. There are a couple of approaches 
to ongoing Continuing Legal Education (CLE) for Attorneys. 
One is to provide a stipend for attorneys who want to select 
their own CLEs. Another is to purchase CLEs and require 
attorneys to engage in a least one a quarter. There are services 
where you can purchase firm subscriptions and your team 
can select from the CLEs provided under those subscriptions.
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One technique I recommend is to have team members teach 
others on your team what they have learned in a training. 
Although only the attorney who attended a CLE will get credit 
for it, there is value in this method. If you’ve ever taught, then 
you know it’s one of the best ways to learn and internalize 
the material. This will further the firm’s investment in CLE 
training by extending the training beyond one individual to 
encompass multiple individuals.

One of the biggest complaints I hear from women 
law firm owners is that they often invest in training 
individual attorneys, only to have that attorney leave 
in a short period of time—and taking their newfound 
knowledge with them. 

If you are afraid to invest in training your team 
members because you are afraid they will take the 
training and run, then I suggest you take a good long 
look at what you are doing (or not doing) to retain 
good employees. The issue of employees taking 
advantage of the training you provide to then leave 
to work elsewhere hints at deeper issues within your 
law firm (or your hiring process). 

Your mindset, as the leader of your team, is critical to how 
team members will perceive training opportunities. If you 
value it, and you show them the firm values them as people 
and therefore want to invest in them, then they likely will 
welcome the opportunity. However, if you consider training 
to be a low priority, your team members likely will agree.
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Managing Your Team

For high-achieving women, in particular, is can be hard to 
shift from “doing” to managing. What got you here was hard 
work and doing everything yourself. However, that’s not 
what’s going to get you to the next level in your business.

It’s not uncommon to hear women law firm owners say 
things like: “Just give that back to me; it’s quicker if I just do 
it myself!” Or “It’ll take me more time to train someone on 
how to do it than for me just to do it.” It is so ingrained that 
our power is in the doing, that we forget true power lies in 
our ability to think strategically, to be a visionary, and inspire 
others to follow our vision.

Remember, you can choose to stay bogged down in the details, 
or you can choose growth, but you cannot have them both!

Before we dive further into “management,” we first need 
to be clear about the differences between leadership 
and management.

Leadership v. Management

The job of a leader is to create and hold a vision and 
inspire others to help make that vision a reality. The role 
of a managers is to oversee day-to-day implementation of 
a leader’s vision. Leaders “make it up”, managers “make it 
happen” by organizing team and technology. 

You will need to be a leader and a manager. Eventually you 
may choose to pull yourself out of law firm management 
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altogether and just enjoy being an inspirational leader for 
your team.

In a law firm when we think of management, we often think 
of the Managing Attorney. The job of a Managing Attorney 
is to manage the law firm business. However, in some 
firms, you might have a Managing Attorney whose only 
responsibility is to manage the attorneys and the legal cases, 
but not the operations of the business. The operations of the 
business might be managed by the CEO who oversees the 
Managing Attorney and Firm Administrator who manages 
the day-to-day operations of a law firm business. A Firm 
Administrator can oversee people, technology, and financial 
management of the law firm business.

If you are a solo or small firm, you might not yet be ready 
to separate out the CEO, Managing Attorney and Firm 
Administrator positions. In fact, you may be handling them 
all. However, I would still like for you to separate them out 
on your Aspirational Org Chart so you can get clarity on 
the fact that these are three separate positions. How you 
ultimately fulfill these roles is up to you—it’s your firm so 
you get to decide.

Some attorneys can even eventually replace themselves 
altogether in any management or leadership of the law firm 
business, preferring to retire or pursue other adventures 
while remaining a shareholder and sharing in the profits 
of the firm. What is your vision? It’s good to start thinking 
about it now so you know where you are ultimately headed 
with your business. 
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Hierarchy Within Your Law Firm

The more you desire to pull yourself out of the day-to-day 
practice and management of your law firm, the more you’ll 
need to begin cultivating other leaders and managers.

If, at the moment, you are the CEO, Managing Attorney, 
Firm Administrator, Senior Attorney, Associate Attorney, 
Paralegal, Legal Admin and Chief-Cook-and-Bottle-Washer, 
then I recommend you start with simply hiring a team, most 
likely associate attorneys and staff. However, once you have 
hired associate attorneys and staff, and you are rocking right 
along, you might want to begin to develop some of those 
team members into leadership and management roles. 

Also, if your goal one day is to retire but still benefit from a 
law firm that continues to operate without you, you’ll likely 
need to begin developing a partnership track for attorneys. 
I know many solo attorneys are reluctant to consider 
partners. Certainly, there are advantages and disadvantages of 
each approach.

I absolutely hate it when I see women law firm owners invite 
other attorneys to “partner” with them without requiring the 
partner to make a financial investment in the law firm. I’ve 
seen women toil for years to grow a law firm business, but 
then get overwhelmed emotionally and give up 50% of their 
business to another attorney just because they fear growth 
and want an emotional comfort blanket—someone to share 
in the decision-making process when they feel out of their 
element. They justify their decision by listing all the new 
person’s attributes, but the truth of the matter is: if you are 
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giving away half (or a large percentage) of equity in your law 
firm business without requiring a cash investment to buy 
in—or at the very least a full book of business--you are not 
valuing yourself and all you’ve already invested to get your 
firm to where it is.

To be clear, I am not “anti-partner.” In fact, the larger you want 
to grow your law firm, and the more you want to reclaim 
your time, the more likely you are to need partners. 

However, if that is the case, I recommend you develop 
opportunities for associate attorneys to grow into senior 
associate and then junior partner, non-equity partner, and 
ultimately, equity partner positions. 

You do not need to give away equity. Yes, you can use it as 
a reward for years of hard work and investment in the law 
firm, and you also can allow opportunities to buy equity. 
It is not uncommon in some law firms for lawyers to work 
a period of years before they are considered for an equity 
partnership opportunity. These opportunities may be for a 
1%, 5%, 10%, 20% or more for equity stake, some of which 
may be purchased with their annual bonus, for example. 
Some may be automatically awarded after a certain number 
of years of service.

There are numerous types of arrangements you can make to 
bring on partners. Whatever you do, though, don’t just give 
away the farm because you are having a bad week, month or 
even year! If you feel you need support, hire a business coach!
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In addition to creating a hierarchical structure for your 
attorneys, you also should consider how you want to 
develop leaders and managers among your staff. You do not 
necessarily need to hire an outside firm administrator. You 
can train someone first to be an “office manager,” and then an 
“office administrator,” and, ultimately, a firm administrator. 
This allows you an opportunity to scale pay and provide for 
promotions for high-performing staff.

I worked for one law firm where they had a firm administrator 
who managed four managers: HR, Accounting, Technology, 
and PR/Marketing. Under each of those managers, teams 
were developed. The firm administrator reported to the 
Executive Committee of the law firm (made up of some of 
the law firm partners).

Do I recommend this structure for your firm? Probably not 
because most of you, if you are reading this book, likely are 
running small firms at this point, and you likely do not have to 
need for this deep hierarchy. I am sharing because I want you 
to envision what is possible for your law firm. You may not 
ever want your law firm to be this big (or bigger!), and that’s 
okay. Regardless of the size of your firm, cultivating other 
leaders has tremendous benefits to long-term sustainability 
and growth.

Performance Planning, Reviews and Raises

Many women law firm owners I’ve coached have yet to create 
a system for evaluating team members’ performances or 
giving raises. It’s not uncommon as you are growing your law 
firm business organically to give raises when you “feel” like 
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it. And, quite frankly, few of us ever feel like taking the time 
out for performance reviews unless something bad happens 
and we feel we need to officially warn an employee of bad 
performance or “write them up.”

Here, I’m recommending you begin to be more intentional 
in how you set expectations for your employees’ job 
performance, how you evaluate whether those expectations 
are being met, and how you reward good results.

Here’s my two-part management systems:

1. Set clear expectations
2. Require routine reporting

Where I find most fail is in setting clear expectations. What 
does it mean to set clear expectations? It means to clearly 
communicate not only what is to be done, by why, how and 
when. Often, managers who are still in the learning phase 
may tell their report what is to be done. They may even go 
so far as to explain how, but they almost always forget to set 
clear expectations about the “when” part. If you learn nothing 
else from this section, I hope you take away the importance 
of attaching (and reinforcing) a deadline to EVERYTHING 
that is assigned to a member of your team.

A goal without a deadline is just a dream.

Explaining “why” we do something the way we do it is what 
I think sets true leaders apart from others. By explaining 
why we are doing a particular task in a particular way, we are 
sending a message to our employees that we trust them to 
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think for themselves. If they understand the “why” of it all, 
they are more likely to be able to make effective decisions 
in managing the details. If we do not tell our team members 
why, they may make decisions they think are helpful, but are 
ultimately counterproductive.

Once you’ve set clear expectations, it will be important for 
you to communicate how you would like your team to report 
back to you. What is the means of reporting (In the weekly 
staff meeting? In the case management portal? In an email to 
your assistant? In Slack?)? You’ll also want to be clear on when 
they should report back to you. Routine reporting will not 
only keep you in the loop, but also keep your team members 
accountable to the deadline. You can be aware what is going 
on without needing to get mired in the details.

When it comes to managing personnel, an individual 
performance plan is your vehicle for “clear expectations.” In 
this plan, you will work with your employees to establish 
desired outcomes for their position, and a plan for how 
they can achieve those outcomes. Consistently revisiting 
their progress on their performance plans (quarterly or 
bi-annually) will allow you to help them course correct.

Personally, I’ve never been a fan of annual reviews because 
I feel 1) they are burdensome, 2) there is pressure to say 
something negative even if there is nothing negative to say 
which can feel demoralizing to employees, and 3) they are 
not as effective as addressing issues in the moment and then 
moving on. 
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Annual or bi-annual reviews should be for reviewing the 
performance plan, rewarding achievements, and establishing 
new goals to meet in the next performance plan period. Raises 
can either be tied to performance based on the performance 
plan, or they can be tied to cost-of-living adjustments, 
or promotions.

Bonuses often are part of an attorney’s compensation plan 
from the outset. Minimum billable hour requirements (and 
other goals) are established as part of the initial performance 
plan and may be readjusted over time. Bonuses are either 
rewarded for the whole team as a reward for exceeding firm 
revenue goals, or they may be individually rewarded based 
on performance above and beyond (merit).

Sit down and think through how you will keep your team 
members engaged, supported, and rewarded for their 
performance—and how you will address those who fail 
to meet clear expectations. Rewarding or punishing team 
members based on how generous (or not) the law firm 
owner is feeling on a particular day, is not helpful to the 
development of a sustainable, profitable law firm business, 
and it almost guarantees employee dissatisfaction.

PRO TIP: Always check the Bar rules in your jurisdiction so you do 
not run afoul of profit or fee sharing rules.

Terminating Employees

A termination system will help you avoid making termination 
decisions while you’re in an emotional state and may not be 
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thinking as clearly as you would like. In developing your 
termination process, again, I recommend consulting with an 
employment law attorney to make your termination process 
legally compliant, clear cut, fair and functional.

Get clear on the instant deal breakers—those offenses so 
egregious there is no warning, such as embezzling funds 
from the law firm, sharing confidential client information 
to those outside the law firm, lying on their time sheet, etc.

Offenses such as tardiness, dress code violations, even rudeness 
to clients may warrant a verbal warning for the first offense, a 
written warning for the second offense, and termination for 
the third.

Consider the consequences of termination for cause, 
termination not for cause (layoffs due to cutbacks, for 
instance), and inviting an employee to resign.

Your jurisdiction will make a difference in the approach 
you take in termination. In Florida, where I live, employers 
may fire “at will,” for any reason or no reason. However, 
it does not mean they may do so without consequence. 
Consequences may include a ding on your unemployment 
insurance, dealing with online reviews from disgruntled 
employees, or even lawsuits (firing someone who complains 
about discrimination, sexual harassment, or retaliation, 
for example).

Again, your best offense is following the advice of a good 
employment law attorney.
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Alternative: Independent Contractors and Vendors

Maybe you don’t want employees. Maybe you’d prefer to 
work with independent contractors or virtual assistants. Or 
maybe you require a hybrid—a mix of employees, vendors, 
and independent contractors.

Since the pandemic began, followed by the Great Resignation, 
more and more law firms are considering alternative 
approaches to growing their law firm teams and getting the 
work done.

Hiring independent contractors requires a different set of 
onboarding systems. And independent contractors will come 
to the table with their own set of systems. 

The key to successfully working with independent contractors 
and vendor companies is to ensure you have a clear writing (a 
contract) that sets forth the deliverables and the obligations 
of both parties. 

Secondly, and I’ve learned this the hard way, you need to be 
crystal clear on exactly what you want the contractor to do, 
in what order, and what manner, and by when. I’ve found this 
is particularly the case when working with contractors from 
other countries who might have cultural or language barriers 
or be hard to contact due to different time zones. 

For example, if you want to hire someone to manage 
your social media marketing, ask yourself what kinds of 
information they will need from you and your team to do 
the job. Create a checklist for that process. The checklist 
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should include all the information you need to provide for 
your vendors to complete their job and provide the desirable 
outcome. 

They might need all your intellectual property assets—logo, 
brand palette colors, fonts, photos of you and your team, 
artwork, a copy of your manifesto, your tagline. They will need 
to know which words, phrases and symbols are registered 
trademarks and which are not—and the proper use of each.

If you work with multiple vendors who require this type of 
information, create an electronic folder to house all these 
items so it can easily be shared. Social media managers, 
website designers, copywriters, marketers, etc. will easily be 
able to access all the same information and assets.

Remember: When working with independent contractors 
and vendors, you’ll need to consider client confidentiality and 
attorney/client privilege. Whereas other types of businesses 
may share information freely with virtual assistants all over 
the world, attorneys need to proceed with caution.

Here are some jobs you may easily outsource:

	 Reception Services
	 Social media manager
	 Website designer
	 Copywriter
	 Search Engine Optimizer (SEO)
	 Pay-Per-Click Campaign Manager
	 Virtual Assistants to help manage reception, 

scheduling and lead follow-up
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	 Podcast producers
	 Book publishers
	 Ghostwriters
	 Paralegals (as long as they are willing to sign 

confidentiality and non-disclosure agreements)
	 Contract attorneys (as long as they are willing to sign 

confidentiality and non-disclosure agreements)
	 Bookkeeping services (as long as they do not have 

access as signatories on your bank accounts)
	 CPAs
	 Attorneys
	 Business coaching
	 Staff training
	 IT
	 HR
	 System coordinator (to help you coordinate setting 

up your systems)
	 Marketing coordinator (to help you manage 

marketing vendors)
	 Public relations companies
	 Other (get creative!)

Cultivating and managing a team to help you grow your 
law firm business will, no doubt, be one of your greatest 
challenges in your law firm business. However, done right, 
it also will help you create optimal results and reach your 
goals faster and with greater easy. There is only so far you can 
travel when you travel alone on this journey. Soaring to great 
heights requires a skilled, loyal, and supportive team. Your 
job is to attract, support, and retain them. Do so, and they’ll 
pay you back ten-fold.
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PEOPLE MANAGEMENT SET-UP CHECKLIST

Essential People Management Systems

	 Aspirational Org Chart
	 Position Descriptions (Accountability Contracts)
	 Position Postings
	 Interview Process
	 Offer Letter Templates
	 Onboarding and Initial Training Processes
	 Termination Processes

Advanced People Management Systems

	 Ongoing Training Processes
	 Performance Plans, Review and Raise Processes
	 Bonus Structures
	 Promotion Structures
	 Partnership Track Systems
	 Operations Management Development Systems
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CHAPTER 9

Technology Management 

What is a Technology Management System and why 
is it important?

Technology is a huge factor in the success of any modern 
law firm. Today’s tech tools allow you to do more with far 
fewer people than even just a decade ago. Technology has 
drastically reduced the required overhead for a law firm, 
which means (if you use technology wisely) more profit in 
your bank account.

But there’s a dark side of technology, too. Shiny Object 
Syndrome can drive you to jump from one tool to another, 
always learning, never reaching proficiency, and thus robbing 
yourself and your team of the productivity and profit you 
should be getting. And, at the other end of the spectrum, 
some firm owners get set in their ways or are simply not 
comfortable with technology so they don’t invest…and 
they too miss out on the productivity and profits they could 
be reaping.

The 2020 Legal Trends Report  by Clio found that law firms 
using technology generated more revenue. Firms using 
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electronic payments saw 3% to 6% more growth compared 
to firms not using electronic payments. Firms using client 
portals achieved a net-zero impact [because of the COVID 
Pandemic] by June 2020 and consistently maintained at least 
2% (and up to 5%) more growth in 2020 than firms not using 
client portals. Firms using online client intake and CRM 
solutions saw as much as a 6% year-over-year increase in April 
2020, 7% in July 2020, and 9% in August 2020 compared to 
firms not using client intake and CRM solutions. 

Clients now expect you to be tech-savvy and to allow them 
to interact with you using technology. It’s no longer a nice to 
have, it’s a necessity.

Because of this, you’re bombarded by vendors, you’re always 
hearing about some new tool from peers, and you’re probably 
looking for that next thing that will make life easier and help 
take your firm to the next level.

All of that is great, but without a Technology Management 
System in place, you’re guaranteed to waste precious time, 
money, and energy on tools and applications that don’t really 
deliver what you need.

SYSTEMS QUICK TAKE: 3 Essential Elements of 
Your Technology Management System

	 A decision-making framework for assessing new 
technology (so you always get the best tool for your 
specific needs).
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	 A system of security protocols to ensure that you’re 
keeping client information confidential and safe (and 
avoiding cyber-liability).

	 A specification for hardware and software “kits” for 
your in-office and remote team members.

Setting Up Your Technology Management System

When you think of technology, you probably think of all the 
apps you use:

 Case management
 File storage
 Email
 Communications
 Email marketing
 Social media
 Website

The list could go on…

That’s not what this chapter is about. Yes, you need apps and 
hardware, but more important than the apps and hardware 
(which will change dramatically over time) is your system for 
managing the technology your firm uses.

This is a more strategic look into technology and for good 
reason. Technology is likely one of your biggest annual 
investments, after payroll. And it is the #1 means by which 
you can operate with a significantly smaller staff (and smaller 
overhead expense) than law firms of 20 or more years ago.
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There are new tools and apps targeted at law firms all the 
time. The makers of these apps and tools are very good at 
making you feel like you’re missing out on some new nirvana 
of productivity if you don’t have their app—that’s their job!

Your job is to assess which tools will deliver the biggest ROI 
to your firm in terms of time, energy, and money returned to 
the practice. To do that, you need a systematic approach to 
selecting new technology.

Your Technology Decision Framework

Define the “Job to be Done”: The late Harvard Business 
School professor Clayton M. Christensen coined the term 
“Jobs to be Done” to describe the reason we buy things. We 
have a job to be done and, in this case, we’re looking for a piece 
of technology to do the job. So, we need to start by defining 
the job we want to “hire” this new piece of technology to 
do. Some examples of jobs you might ask a software to “do” 
for your law firm: Help you keep track of time sensitive 
activities, create workflows others can easily follow, provide 
a secure and confidential place to communicate with clients, 
help clients upload necessary documents with ease, remind 
clients of upcoming appointments via text message, or 
screen prospective new clients before the schedule a meeting 
with you. The list of opportunities for software to provide 
greater efficiency, security and simplicity is long. Starting 
with writing down your firm’s particular needs will help 
you make better, intentional decisions and keep you from 
wasting precious resources for tools you don’t need.  
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Calculate your Potential ROI/Budget: Technology can 
come with a big price tag—particularly specialized tools 
specifically designed for lawyers. Before you jump in and buy 
a new technology, you’ll want to calculate the payoff in terms 
of freed up time and in terms of money saved or new money 
created. Your potential ROI calculation will help you analyze 
each technology investment within the context of other 
possible investments. After all, each new investment carries 
an opportunity cost—you could use the same money to 
invest elsewhere (inside or outside your business). Thinking 
in terms of ROI will help you make the best decisions. It also 
will help you see the bigger picture if you are too focused on 
the cost to see the potential return. 

Identify the Connection Points: Every piece of technology 
you acquire has connection points. It connects to your 
people, your other technology, and your systems. You need 
to identify where the connection points are, and how you’ll 
make those connections. For example, imagine you have a 
case management tool and an online scheduler for clients. 
How do those tools need to connect; what role do people 
play in maintaining the connection (because connections 
break); what existing systems now need to be modified 
because of the new technology? I’ve met too many law firm 
owners who’ve invested in a new software only to discover 
other software they currently own does not effectively 
integrate with the new software. Making a change without 
first thinking this through can create a snowball effect in 
your firm, where in trying to solve one problem you wind up 
creating more and more.
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Assign Team Members to Develop and Implement Your 
Technology Process: Maybe you are the best person to assess 
which technology tools will be best for your firm—but if you 
have a firm of any size beyond solo, it’s likely not the highest 
and best use of your time. Instead, I recommend you put 
together a team of two or three people—perhaps your office 
manager or firm administrator, certainly your IT professional, 
and maybe a senior paralegal—and assign them the task 
of gathering information and making recommendations 
(backed by date and reasons why) regarding any technology 
upgrades. Identify: Who is responsible for selecting 
technology? Will you have a formal bid/solicitation process? 
Which key team members should be involved/consulted in 
evaluating solutions (certainly those it directly affects)?

Your IT/Data Security System

As attorneys we have a higher bar than most other businesses 
when it comes to keeping client data confidential. At the same 
time, hackers know that we have lots of sensitive information, 
and because most law firms are small and lack dedicated IT 
staff, they may be easy targets for hackers.

This is a potentially dangerous combination for you as 
the firm owner. According to Verizon’s 2020 Data Breach 
Investigations Report,  43% of cyberattacks targeted 
small businesses.

Just because your data is stored “in the cloud” doesn’t mean 
it’s secure (or backed up). I recommend all my clients find 
and hire a competent IT consultant with a background in 
both law firm IT and cyber security. The risk is real, and you’re 
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probably not the right person to ensure all the technical 
details are in place as they need to be.

Here are the key elements you need in your IT/Data 
security System:

 A device / personal use policy to eliminate personal 
use of your firm’s computers (especially important if 
you have a remote/work from home team).

 File storage/retention policy that complies with 
your state bar requirements.

 E-communications policy: How are your employees 
to communicate with clients? Email, in your case 
management portal, via text, phone, social media? 
Clients can initiate communication in many ways 
and will usually choose the method most convenient 
for them. Your team needs clear guidelines for 
communicating in each channel. Personally, I prefer a 
policy that directs the client to communicate through 
a secure means like a password-protected portal. 

 Password security policy that sets forth requirements 
for creating complex and unique passwords for each 
of the systems the employee uses, as well as the 
method you will use to securely store passwords. 
You’ll also need a plan to swiftly revoke access once a 
team member is terminated (or, better, while they are 
actively being terminated).
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 Data backup and recovery policy: With all the 
cloud-based file storage solutions it’s easy to assume 
that your data is being backed up and is kept secure. 
You’re always better off knowing you have a secure 
backup you can quickly get your hands on in the case 
of an emergency.

 IT Security Training: The #1 way hackers gain 
access to businesses is through the unwitting actions 
of employees. They digitally impersonate a trusted 
team member and trick an employee into divulging 
otherwise secure information. Email scammers have 
gotten particularly good at creating emails that appear 
to be from a legitimate company. Your IT consultant 
should provide regular training on the latest threats 
and hacker tactics, so your people know how to avoid 
being a hacker’s entry point. That cute butterfly 
screen saver your receptionist insists on having on her 
computer can be a wide-open entry point to skilled 
hackers hell-bent on accessing your clients’ personal, 
confidential, and privileged information so they can 
sell it on the dark web.

 Cybersecurity Insurance: Insurance companies now 
offer affordable insurance policies that cover you 
in the event of a data breach or other cybersecurity 
issue. Check with your commercial insurance broker 
for details.
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Your Standard Hardware/Software “Kit”

Whether your people are in the office or working remotely, 
I recommend giving everybody a kit that has all their 
equipment, and they’re all identical. Have your tech person 
to set up each system to ensure your people are immediately 
productive and not wasting time on tech issues. 

As the law firm owner, we want our employees to use 
equipment that’s owned by the law firm business and that’s 
locked down (in terms of privacy and security) so other people 
cannot access law firm information. We’re held accountable 
for confidentiality and attorney-client privilege.

If you have work-from-home employees: Your policies 
should state that you are providing a computer for work. 
You own it, it is your company property and their family, 
their children are not to do anything on it. By providing 
equipment for the team member, you are protecting the firm 
and the firm’s clients from unintended breaches that could 
occur if anyone other than the employee accesses it.

Suit the hardware to the position. What hardware are we 
going to order for different positions? What do different 
employees need? The “balancing act” is to standardize 
as much as possible, as mentioned above and adjust for 
employees who need special computing capabilities. They 
may or may not need a faster computer or one with greater 
storage capacity. 
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Software. You want to have a standard checklist of what gets 
loaded on a new hire’s computer and what doesn’t. You want 
to make sure your team is provisioned with the essential.

You know most hardware can uniformly get the work done, 
but in the world of software, we can decide about who needs 
what. For instance, a paralegal or associate attorney may need 
legal research tools on their computer, but the legal admin, 
office manager, or marketing coordinator may not. Your 
firm’s marketing coordinator may need graphic design tools 
or access to the firm’s bulk email service that other employees 
will not need.

Connectivity. Connectivity describes how you and your 
team get connected to the internet. It applies to both 
brick-and-mortar and remote offices, and it is one of the 
biggest challenges for remote work, particularly in remote 
locations. While we can control how we set up our system 
on the inside of a building, the speed and reliability of 
connectivity to the building likely is out of our control.

 It’s important to consider answers to questions like: What 
carrier will you use? How fast should the connection be? You 
don’t want to cripple the staff with a connectivity bottleneck. 
My advice is to contract for the fastest connectivity you can 
afford. If you are struggling with the cost of fast connectivity, 
also consider the cost of NOT having it, and potential work 
delays as a result.

For the technical details, consult your IT person. Not only 
will you get good advice, but when the carrier sends you 
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equipment, your IT person will know exactly what needs to 
be done to get it installed.

Technology Management Systems Set-Up Checklist

Essential Technology Management Systems

	 Create Technology Decision Framework
	 IT/Data Security Protocols and Policies
	 Disaster Plan

Advanced Technology Management Systems

	 Technology Decision Team
	 Cybersecurity Insurance
	 Standard Hardware/Software “Kit”
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CHAPTER 10

Financial Management

What is a Financial Management System and Why is 
it Important?

When I ask many of my brand-new clients to give me data 
about the last couple of years of their business, like how 
much gross revenue their firm brought in at the end of last 
year, it’s not unusual that they can’t tell me. They often say 
things like: “Oh, my bookkeeper was supposed to give me that 
information, but she didn’t, so I don’t have that.”

“Well, what did you make this last month?”

“I don’t know. I haven’t done my billing yet. I’m waiting for other 
people to put in their time.”

“Are you up to date with your taxes?”

“My accountant hasn’t done my taxes yet.”

The point I’m making here is that it’s your business, so it’s 
your responsibility to set clear expectations about what is 
required of your bookkeeper and accountant. You are 100% 
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responsible for the outcome, profitability, and management 
of your business. While you are not responsible for the daily 
data entry, you are responsible for establishing deadlines and 
communicating your expectations clearly about your need 
for timely, correct information so you can make business 
decisions based on data.

Understanding the 5 Key Financial Roles

Bookkeeper. Your bookkeeper’s job is to enter and categorize 
every financial transaction (flow of money in or out of your 
firm) in your accounting system. Your bookkeeper needs 
to know the types of things you spend money on, so he or 
she can categorize it appropriately. The categorization of 
transactions is vital if you want financial reports that you can 
rely on for decision making.

Accountant. Your accountant is an advisor on your team, 
whose job it is to help you make sound financial decisions, 
weighing the profit/ROI, expense, and tax consequences of 
each decision. Ideally, you’ll review each major financial 
decision with your accountant, and meet at least quarterly for 
tax planning. Remember, not all accountants are good at tax 
planning. Be sure when you are hiring your accountant you 
look for not only a Certified Public Accountant, but one that 
also provides proactive, tax planning strategies and advice.

Financial Advisor. Your financial advisor is the team member 
whose job it is to help you build and protect your wealth. 
Including your financial advisor in your business, in addition 
to personal, decision making around money will help him or 
her maximize all your wealth-building opportunities.
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Billing Clerk. Your billing clerk is the person responsible for 
preparing pre-bills and invoices when you bill clients. Often 
this person is your bookkeeper, but not always. If you are still 
the one reviewing and revising all the bills before they go out 
to clients, a billing clerk will change your life and give you 
back hours of your time every month.

You. You play the most important role on your financial 
team. You are the coach and quarterback. It is your job to 
direct and orchestrate each of the other experts on your team, 
towards the accomplishment of your financial goals.

SYSTEMS QUICK TAKE: 4 Essential Elements of 
Your Financial Management System

To manage your finances successfully, you’ll need a:

	 System for tracking billable and non-billable time 
(yes, even if you charge flat fees).

	 System for collecting your money fast.
	 System for tracking both your client’s money (trust) 

and your money (operating) accurately.
	 Success formulas.

Setting Up Your Financial Management Systems

Why Track Time?

Quite simply: Time tracking provides the data we need as 
business owners to improve our processes and increase 
our profitability. Tracking how each member of the firm is 
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spending their time on any given day lets us know where there 
are inefficiencies in our firm or holes in our profit bucket.

What holds many law firm owners back from meeting their 
financial goals is 1) they don’t understand the importance 
of time tracking to their bottom line—regardless of their 
business model, or 2) they have not set up an effective time 
tracking system.

Does this sound like you?

	 “My employees are pretty good at time tracking, but I 
hate it.”

	 “I am good at entering my time, but my employees 
are not. I’m always fussing at them, but they still won’t 
do it.”

	 “I’m not sure how much we each bill per year…I 
never really set a goal.”

	 “I hate time tracking which is why I charge flat fees!”
	 “I left Big Law because they worked us to death. I 

don’t want to do that to my employees!”

Here’s the good news: Just because you set a daily, monthly, 
and annual billable hour requirement does not mean you 
have to work your employees (or yourself) to death. You can 
choose any number you like. Just know that this requirement 
is going to affect your bottom line. Big Law tends to require 
associates to bill between 1,950 and 2,500 a year. That’s 
intense. You can still be quite profitable with a smaller 
number. I generally recommend 1,560/year, which equates 
to 6 billable hours a day, five days a week for 52 weeks. If I’m 
paying you for 8 hours a day, and your only job is to do client 
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work, it’s not unreasonable to expect you to work on client 
matters for 6 of those hours. Some weeks (like trial weeks) 
will require more. This will make up for those weeks when 
people are out and not billing.

One client of mine, Dayna, runs a law firm that currently 
brings in about $1.8M in gross annual revenue. The billable 
hour requirement for her attorneys—all women, some moms, 
and all working remotely—is 1,200/year. This is pretty low. So 
how does she make over a million dollars a year with this low 
billable hour requirement? She hires more attorneys. What 
she likely could get done with three attorneys, she gets done 
with five. But it’s important to her to ensure everyone has 
an opportunity for a balanced life. Also, she rewards those 
who do want to make more money by bonusing for hours 
billed above the requirement. The more you work, the more 
you make.

You get to choose your business model and your billable 
hour requirement. Many attorneys choose not to track time 
at all but, instead, charge flat rates. This model can work 
for many practice areas. However, I think it’s a mistake to 
set fees based on what you “think” or “feel” the market will 
bear instead of data. How long does it take you to complete 
the work? Is it the same for most of those matters? Are you 
considering all the non-billable expenses (overhead) when 
setting those rates?

Tracking time—whether you use the billable hour model, 
flat fee model or the contingency model—is important for 
law firm management. As the manager, you need to know 
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the true cost of handling a client matter, and for that, you 
need data, not “thoughts and feelings.” 

What I’m encouraging is that you consider that, with the 
right system and technology to back it up, you can handle 
time tracking.

Most often a time tracking capability is available in your 
case management system, you just may not be using it to 
full capacity because you and your team are not adequately 
trained on it. If you do not use a case management system, 
there are numerous other time tracking tools available.

Sure, it may take a little time to set up your time tracking 
system and master it. It’s worth it, though, because otherwise, 
that time (and emotional energy) will be spent playing 
catch up with neglected billing. In that scenario, hours are 
spent reviewing the calendar and trying to recreate a whole 
month or two months’ worth of time expended on cases 
and matters. No doubt, a woeful amount of money—the 
difference between profitability and not profitable—likely is 
being left on the table because billable events not recorded 
contemporaneously are now lost to foggy memories and, 
ironically, time.

4 Steps to Better Time Tracking

Step 1: Set clear goals and expectations for your team. 
Calculate the billable hour requirements for yourself, partners, 
and associates. Since you are spending a good deal of time 
running the law firm, your billable hour requirement may 
be less, as more of your time will be allocated to non-billable 
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management tasks. When you are setting your goal, consider 
the true cost of handling a client matter, including overhead 
expenses. Bonus homework: calculate how much your revenue 
(and profitability) will increase or decrease depending on the 
billable hour goal you set. Play around with the numbers to 
arrive at what you want to create.

Step 2: Create the habit of time tracking and train your 
team on it. Every day before you leave the office, enter your 
time for that day (if you are not entering it contemporaneously 
which is preferable for accuracy). Require the same activity 
of every person who works for you. That is a simple and 
systematic approach. To ensure everyone on the team is 
entering time have your assistant or paralegal take 5 minutes 
each morning to check that each employee has submitted 
time, and report to you any missing entries.

A quick text from the boss lets the laggards know you are 
paying attention, and the firm believes in the necessity of 
time tracking. It goes without saying, but I’ll say it anyway: 
It’s critical you lead by example.

Step 3: Establish standard time entry guidelines. I’m work-
ing with a client now who owns a busy practice and is mak-
ing over half a million dollars a year working with a paralegal 
and a part-time legal assistant. She gets behind in her billing 
because she’s working all the time “in” her business. 

When she does make time to get caught up on the billing, 
she corrects the same items month after month after month 
because her employees are making mistakes on time entries. 
There may be mistakes in writing the descriptions, duplicate 
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entries, and stylistic preferences. She was literally spending 7 
to 8 hours, a full day every month, fussing over details on the 
bills—some critical and some not, but all important to her 
and how she would like her firm to be perceived. As a result, 
she was loath to do billing and her billing task frequently 
would fall behind.

We addressed the issue in three ways: 

1) She instructed each of her billable employees about 
the repeated mistakes she was correcting and set clear 
expectations for accuracy going forward.

2) She hired a part-time billing clerk to take over 
prepping bills for her approval.

3) She created a stylesheet and checklist that included all 
her billing style preferences, and the important details 
she looks for when reviewing bills.

Her billing clerk now ensures all the style preferences are 
applied to the invoices before they got to her for final 
approval. This method cut her billing time down from a full 
day to about one hour each month. Yay!

If she can do it, so can you.

Step 4: Train your team on what’s billable, what’s not, and 
your style preferences. Another client of mine wants her 
billable employees to capture all their time—and when in 
doubt DON’T leave it out! When she reviews the bills, she 
decides if the client is being billed too much and adjusts 
accordingly. It is her philosophy that every task must be 
accounted for either by being billed to a client or being 
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“billed” the law firm. To that end, she has created a client 
file for her law firm. Employees are either “billing” to the 
client or the firm, regardless, all time must be captured. This 
method not only heightens awareness of the importance of 
not wasting time during the day that could be used to service 
clients but also, it shows her in black and white what she 
is paying for out of her own pocket. If it’s not billable to 
the client, the firm (and, consequently, the firm owner) is 
bearing the burden of that expense. All new employees are 
trained at the outset on the firm’s billing system and policy.

Secrets to Better Billing

The billing system is easier when you’ve set up the proper 
time tracking system because all your time data is captured. 
Now it is a matter of reviewing the bills for accuracy and style.

PRO TIP: If you have been working in a practice area long enough 
to have collected data and understand the average value per 
matter, then you may opt to charge upfront, flat fees that are 
earned upon receipt and instantly transferred to your operating 
account instead of collecting retainers, depositing them in your 
trust account and billing against them. If you choose to do this, I 
recommend: 

1) Put in your contract the reasons why it is considered 
non-refundable and earned upon receipt—such as you are 
instantly conflicted out, or you’ve had to reserve this time on 
your calendar that cannot be used for another new matter, etc. 
Be sure to check the Bar rules in your jurisdiction to ensure this 
is permitted. 
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2) Only use the flat fee model in non-litigation practice areas. 
You likely will leave a lot on the table otherwise (yes, there 
are exceptions but most litigators I’ve met make more money 
using the billable hour or contingency method). 

3) Run a tight ship with regard to time expended. If your practice 
area has some predictability and you can largely control the 
flow of work and time expended, then this could be a great 
model for you. If your cases vary widely, probably not so much. 
Personally, I seized every opportunity in my law firm to collect 
my fees upfront. BUT, in cases where I knew the hours likely 
would add up quickly, I often chose the billable hour method.

Since most attorneys I know hate to “do billing” they tend 
to put it off. Then, when they do get around to billing, they 
send clients invoices with long lists of “point ones” and 
descriptions full of legal jargon the clients most likely will 
not understand. The clients, receiving the bill long after the 
work was done are not in the same mind frame as they were 
when they were excited about the outcome you provided. So 
now, they aren’t so thrilled about paying your bill, and likely 
will put it in line to get to “one day” when they have the 
money. 

Simply stated: Long-delayed bills tend to get more scrutiny 
from clients, so the more you connect paying your bills with 
the work (and outcomes) provided, the more satisfied they 
likely are to be and the more readily they will get you paid
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A good billing system not only prevents slow paying clients, 
but also serve as a terrific opportunity to increase your clients’ 
satisfaction with your law firm. 

Every communication to your client—including the bill—
offers an opportunity to make them feel important and 
served. For example, the client I mentioned earlier in the 
billing section is also a master at writing descriptions for the 
services her firm provides in a way that feels personal. For 
example, instead of writing “collected mandatory disclosures,” 
she might write: “Met with Mr. Jones to collect and review 
financial information critical to a favorable outcome in 
his case.”

Just as easily as “collected mandatory disclosures” can 
be templated, so can “collect and review…to favorable 
outcome…” All your team must add is “Mr. Jones.” 

If you tend to perform the same or similar activities for your 
client matters, then investing a little time to template your 
billing entries will go a long way in “selling” your bill. If you 
use language that makes the task sound important rather 
than just routine—and you use language the client can 
understand they are more likely to recognize the value your 
firm provided.

Between this and timely billing so that your bills are not too 
far removed from the outcome, you’ll likely see much better 
results in collecting on all that’s owned to you. 
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The Accounting/Bookkeeping System

Understanding how to communicate with your accountant 
and bookkeeper is vital to understanding and managing 
by your numbers. You need to understand the language of 
accounting so you can ask good questions and get the answers 
you really need. 

Your job is to set clear expectations of 1) What you want, 
2) How you want it delivered to you, and 3) When, exactly, 
you’d like to receive it. Then, you must learn to understand 
how to read and interpret your financial reports and use the 
information to make sound business decisions.

At a minimum, your bookkeeper should be sending you a 
Profit and Loss Report and Balance Sheet, and Statement of 
Cash Flows monthly. 

If you don’t know how to read these reports, don’t be 
embarrassed to ask your bookkeeper or accountant for 
help. That’s why they are on your team. They will be happy 
to guide you. No one was born knowing how to read 
financial statements!

The following is basic system to implement with your 
accountant and bookkeeper.

Step 1: Make a list of the numbers you need from your 
bookkeeper. They can advise you which reports will show 
you these numbers. For starters, ask for: 
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 Monthly revenue
 Monthly expenses
 Gross profit
 Net profit
 Percentage profit
 Cash on hand
 Trust account balance/reconciliation reports

Step 2: Select an agreed-upon number of days after month-
end that your bookkeeper will have reconciled the books and 
delivered your numbers to you. Typically, you will want to 
receive the monthly numbers no later than the 10th of the 
following month. 

Step 3: Schedule a quarterly meeting with your accountant to 
review the financials and do tax planning. This meeting will 
take an hour or less but will help you stay on top of your taxes 
and allow you time to implement tax advanced strategies.

PRO TIP: Not all accountants are proactive tax strategists! For 
example, our family accountant was my attorney father-in-law’s 
accountant for decades before becoming ours. I basically inherited 
him when I married into the family and opened my own law firm. 
He’s a knowledgeable guy and super nice, but he’s also as master 
of saying “you should have done…” far too late to actually do 
anything. I learned the hard way to proactively schedule tax 
planning meetings with him a couple times a year. What a huge 
difference it has made in my tax bill. Either proactively schedule 
meetings with your current CPA or, if you don’t think they are 
good strategists, shop around and interview a few until you find 
one that is. Tax reduction strategy is just as critical to wealth 
building as earning, saving, and investing.
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Step 4: As anyone who has worked with me will tell you, I’m 
more likely to focus on creating more revenue than on trying 
to coupon my way to wealth. That said, it is important to keep 
an eye on expenses to ensure that every expense is producing 
a return on your investment. Once every two months have 
your bookkeeper provide a list of all expenses for the prior 
two months. Review that list for expenses that can be reduced 
or eliminated. Now that we live in the subscription economy, 
recurring payments can linger past the point at which we 
need the thing we’re paying for. By regularly reviewing 
expenses, you’ll catch and eliminate unnecessary expenses 
faster and return that cash to your bottom line.

Don’t Forget Case Management Data

In addition to reports from your bookkeeper, you’ll want 
to regularly review reports and data pulled from your case 
management system. Keep track of important data such as: 

 How many new matters are we pulling in per month? 
 What is the breakdown of new matters by practice 

area? 
 What is the average value per matter? 
 How much time is being billed per day by each 

billable employee? 
 What are the total hours being billed by month and 

year by each employee?

To assess weaknesses or potential problems in your business, 
you’ll need data both from your accounting software and 
your case management software.
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A Word About Trust Accounts…

The most important things to remember if you use a Trust 
Account is: 

1) Never use money that is not your own (earned). If it is 
in the trust account, it is the client’s money, not your 
law firm’s money. 

2) Don’t count trust money as income until is earned 
and moved to your operating account. 

3) Be sure that you have a good system for maintaining 
a to-the-penny accurate trust account balance at all 
times. 

The number one complaint lodged by consumers with 
Bar Associations is mishandling of trust funds. If the Bar 
discovers your trust account is not reconciled to-the-penny-
at-all-times, you can be sanctioned, or worse, lose your license. 
It’s imperative that you have a strict system for managing the 
trust account. 

Review the Bar rules in your jurisdiction regarding trust 
account reconciliation and be sure to share them with your 
bookkeeper at the start of your engagement. No matter who 
you hire to help you reconcile your trust account, you are the 
one who will be held responsible if there are any issues. 

Keep tight controls on who has access to the trust account 
itself.  Only the attorney responsible should be transferring 
the funds. To do otherwise, could be dangerous. Your case 
management software, accounting software, and your bank 
statements should all match. 
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Your Success Formulas

It’s typical and understandable that first-time law firm 
owners focus on just two basic numbers. How much money 
came in and how much money went out. With that narrow 
focus, when there’s a slow month or two and revenue takes a 
dip, it is common to look for ways to cut back on spending. 

The problem with that is that it’s only half of the formula. 
The other half is based on how much effort and investment 
is required to bring in more business to increase revenue. 

Your first success formula is ROI—measuring the return on 
every investment you make in your business. To do this, you 
will need to know not only the hard costs, but also indirect 
costs AND the return you are getting on that investment of 
time and money.

Sure, it is important to keep control of expenses. But focusing 
on expenses alone isn’t enough. For example, remember 
success formula number two: our billable employee hiring 
formula. If we hire an associate attorney for $100,000 a year, 
and we require them to bill a not-unreasonable amount of 
1,560/year at a rate of $275, they’ll bring is $429,000 to the 
firm annually.

$429,000 - $100,000 = $329,000 profit to the firm

Even accounting for payroll costs and other expenses like Bar 
dues, CLEs, computer equipment, software, and any other 
benefits, you’ll still be making a tidy sum in profits from the 
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“expense” of hiring an associate. (Adjust the numbers to fit 
your market. This is just one example.)

Bigger gains can be made by focusing on increasing 
revenue—a combination of hiring more billable employees 
and bring in more (and better) clients through your lead 
generation strategies, your marketing efforts, and your sales 
conversion numbers.

Your fee collection formula is critical to your law firm’s 
financial success. If you can get all your money upfront, do 
that. However, if you are using a billable-hour model, then 
make sure you are billing frequently and consistently. 

There are numerous formulas you could create to help you 
monitor the successful growth of your law firm business. 
Developing your own formulas is a three-step process: 

1) Ask what you want to know (ex: how much does it 
cost me to acquire a new client).

2) Decide which key performance indicators (KPIs)
you need to be tracking to get the answer to your 
question (ex: hard costs of marketing, advertising; 
costs of marketing team’s time; number of new clients 
for the measurement period).

3) Apply the mathematical formula (ex: divide the total 
expenses (hard and soft) associated with acquiring 
clients by the total number of clients that your law 
firm has acquired over a certain period). 

Once you know the answer to your question, you then can 
adjust accordingly to achieve your desired outcome.
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Keep in mind you have a learning curve ahead of you. As 
with any subject matter, mastering financial management of 
your law firm business is a combination of education and 
perspiration. Be open to being a novice, ask the right people 
a ton of questions, and then apply what you’ve learned. You 
will get there.

Financial Management System Set-up Checklist

Essential Systems Financial Management Systems

	 Time tracking policies/team training/time 
tracking templates

	 Billing system
	 Accounting/bookkeeping policies & 

reporting schedule
	 Three-way trust accounting
	 Quarterly tax planning

Advanced Financial Management Systems

	 Hire a billing clerk
	 Billing templates that sell
	 Data-driven success formulas based on your 

financial goals
	 Personal wealth planning
	 Train your bookkeeper on using the billing templates
	 Train your team on using the billing templates
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CHAPTER 11

Owning a Systems-Driven  
Law Firm

KNOWING AND DOING ARE DIFFERENT

You’ve read the book, so you now know each of the systems 
you need to implement to create your fully systems-driven law 
firm. Yet, knowing and doing are not the same thing. Now, 
you must do if you want to reap the rewards of a systematized, 
easy-to-operate firm.

Too many women will read a book like this and know that 
it’s exactly what they need. Then, they’ll delay action for 
months, or years, maybe forever.

The question is: What will you do?

I’ve seen first-hand the impact that transforming your firm 
from chaos, overwhelm, and overwork to calm, orderly, and 
highly profitable can have. It has been literally life changing 
for my clients.
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They feel relief, as if they’ve finally “made it” to that place 
they dreamed of when they started their firm. Where they 
own the firm, and as the owner, the firm is their benefactor. 
They’re no longer the first in the office every day and the last 
to leave.

They’re able to take time with their kids and their spouse. 
They vacation (to some really great places) without worrying 
about the mess they’ll return to because there is no mess. 
Their systems and their team usually have things in better 
shape when they return than before they left.

That’s the life changing magic of a systems-driven law firm.

The question for you right now is: Do you want that for your-
self?

It’s OK if the answer is “no.” But if the answer is “yes”, you 
owe it to yourself to get started right now. Every day you 
wait is a day stolen from your life and from your family.

You may look at all the systems I’ve laid out in this book and 
feel a little overwhelmed, wondering how to get them all in 
place. That’s normal. Rome wasn’t built in a day, and your 
systems-driven law firm won’t be either.

But you’d be shocked at how much you can get done, with 
ease, in 90 days, 6 months, and 1 year.

Yes, you can make a meaningful dent in just 90 days. And 
in a year, you can transform your business and your life… 
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I promise. I’ve helped numerous other women law firm 
owners do it.

But, you must take action now. The status quo is your mortal 
enemy. It will lull you into settling for average. It will convince 
you that overwhelm is just the way it is. It will trap you into 
believing that there’s something unique and special about 
the women who build firms that self-manage.

And it’s all a lie. You deserve a systems-driven firm, and the 
amazing life and wealth it brings. You just have to start.

I hope you’ll start the journey today.

Warmly,
Davina
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Successful Lawyers Like You Say…

“Exponential growth with complete ease...”

Davina has facilitated growth in my firm in the past eight 
months in every single aspect of my practice. She has coached 
me to increase revenue, build a team, shift my mindset, and 
obtain a new level of balance. She has done all of this by 
holding me accountable and consistent, but the exponential 
growth has been with complete ease. Hire her. Do not hesitate.”

- Autumn Beck Blackledge, Esq.

“More than doubled my firm’s revenue...”

“If you are looking for help growing or managing your small 
law firm, I HIGHLY recommend Davina Frederick! Davina 
worked with me for 24 weeks, and we more than doubled 
(almost tripled) my firm’s revenue since before I started with 
her. She is very business savvy and knows how to help you 
over any roadblocks (whether they are your own mental 
roadblocks or obstacles thrown in your path). She helped me 
stay focused and on track to reach my goals. I recommend her 
without reservation.”

- Michele Velez Lebron, Esq
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“You will not regret your decision...”

“If you are a female law firm owner and want to grow 
beyond you just slaving away at your desk, hire Davina! 
She is fantastic and really creates a great safe space where 
female firm owners can really learn from one another and 
express some of the challenges unique to women. I learned 
a lot about my firm and myself. You will not regret your 
decision to work with her. Just wanted to say thank you for 
the Wealthy Women Lawyer League. I’m getting so much 
value from it!!”

- Nicola Robinson, Esq.

“I recommend Davina to anyone...”

“When you sign up with Wealthy Woman Lawyer®, you 
sign on to a commitment of bettering yourself and your 
law firm. More importantly, Davina Frederick commits to 
helping you achieve your goals at a pace that is challenging 
and realistic. When you put in the work, Davina gives you 
tremendous insight and makes sure you see the results. I 
recommend Davina to anyone who is serious about getting 
assistance to grow their business.”

- Joycelyn Brown, Esq.



194  |  DAVINA FREDERICK, J.D.

“My revenue increased by over 250%…”

“If you are a woman lawyer looking to grow your firm, 
HIRE DAVINA TODAY! Earlier this year, I took the leap 
of faith and hired Davina as my business coach. My only 
regret is that I waited so long! In just 6 months, my monthly 
revenue increased by over 250%. I have developed systems 
that work for me and my firm, and I am well on my way 
to a great work-life balance. I can’t say enough about how 
Davina’s guidance has helped me lay out a clear path to the 
career I really want.”

-Sara Jones, Esq.

“I felt supported for the first time…”

As an entrepreneur and business owner, I felt supported for 
the first time–like I had a business partner who had been to 
business school and had the keys and recipes for success. My 
revenue has increased, and now I have a solid system in place 
for growth. Thank you, Davina.

-Crystal Hayes Fields, Esq.
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WHAT’S NEXT?

Growing your law firm, and building your personal wealth, 
all while maintaining a great personal life is a lifelong journey. 
That’s why I created the Wealthy Woman Lawyer® Ladder of 
Success. Each level is designed to help you at different stages 
of your journey.

Scale to 7 Law Firm Systems Solution. This highly focused, 
self-directed course takes you even deeper into the specifics 
of building each of your key law firm systems. Inside the 
course are pre-made process and system templates you can 
simply copy and paste to get your systems documented fast, 
so you start to feel relief right away.

To learn more, go to:  
www.wealthywomanlawyer.com/scaleto7/

The Wealthy Woman Lawyer® League. The Wealthy 
Woman Lawyer® League is a membership site which 
includes the $1M+ Law Firm Growth Framework course 
with all the info you need to begin scaling your law firm 
business and increase your revenue by at least 30 to 45% in 
12 months. (The League includes the Scale to 7 Law Firm 
Systems Solution course.) If you only secure ONE additional 
client, membership in the League has paid for itself.
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To learn more and apply for the League go to:  
www.wealthywomanlawyer.com/league/

The Wealth Woman Lawyer® 1-on-1 Experience. Exclu-
sively for women law firm owners with over $500,000 in 
gross annual revenue, who are looking to grow a $1 million 
to $10 million per year law firm. Work with me 1-on-1 to 
develop your law firm growth strategy, get essential account-
ability, and connect with other successful women law firm 
owners with big goals just like you.

Apply here: www.wealthywomanlawyer.com/bookacall 


