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Chapter 1
SET GOALS AND PRIORITIzE

Productivity expert David Allen has observed that productivity boils down to 
determining how best to deal with all of the things you have to manage and 
learning how to focus. But first you need to know what to focus on. Too often, 
lawyers fall into the trap of expending time and energy on the wrong things 
because they seem urgent or simply because something happens to be in front of 
them: the telephone rings, the e-mail arrives, or a colleague or staff member 
knocks on the door. But if those are the wrong things, what are the “right things”?

SET GOALS
It’s hard to decide what the “right things” are when you haven’t determined what 
your goals are. The first step toward becoming more productive is to decide what 
you need to accomplish; only then can you determine how you are going to get 
there. Even if you have no control over your firm’s goals, you can (and should) set 
your own short- and long-term business goals.

The central theme of this book is personal productivity, which means we’ll be 
concentrating mostly on individual short-term and microlevel goals and actions 
to improve your day-to-day efficiency and effectiveness. Long-term and firm-
wide goals are also extremely important, but they are not the main focus of this 
book. It does, however, bear mentioning that all of your short-term goals should 
align with your long-term, big-picture goals, and preferably with your firm’s goals 
as well.
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Goal-Setting Guidelines
If you’re going to bother setting goals at all, they should mean something to 
you—you’re not likely to stay on track with goals you don’t think are important. 
They should be tied to the core values and principles of your practice and the 
services you provide to your clients.

If you are new to goal setting, begin with something that is attainable but isn’t 
too easy to reach. Taking on too many goals at once, or setting unrealistic goals, 
will overwhelm you and may slow—or even halt—your progress. Although you 
don’t want to make your goals too easy, you can always add more if you reach 
them sooner than you expect. Or go home for the day, recharge, and enjoy some 
time away from work.

Goals need to be realistic and achievable within a specific time frame. They 
should be measurable so you can see if you are making progress and can identify 
what else needs to be done to meet them.

Some experts call these “SMART” goals. SMART is an acronym:

S: Specific—You should be able to state the goal clearly and concisely; 
vague statements about “improving” or “increasing” are not enough.

M: Measurable—The best goals are those that make it easy to tell 
whether they’ve been reached, and if not, how far off you were.

A: Actionable/Achievable—Goals only work if you can do something 
to achieve them; they cannot be dependent on the actions of others, on 
market forces, or on anything you cannot control.

R: Relevant—The relevance component will help to ensure that the 
goal is tied to something important for you personally or profession-
ally. You can set goals that meet the other criteria, but they won’t do 
much to improve your bottom line, advance your career, or improve 
your clients’ lives. Make sure your goals, if achieved, will make a real 
difference. Focus on the benefits. The relevance component should 
answer the question “Why am I doing this?”

T: Timed—The element of time is important; a measurable goal is no 
good if you don’t know when to measure or how long it will take to 
reach the goal. Set deadlines or benchmarks you must meet. Without 
deadlines or time expectations, it’s too easy to put goals on the back 
burner, as we will see in Chapter 6.
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Here are some examples of vague goals and SMART goals:

Vague goal: Get more clients.

SMART goal: Add three new estate planning clients within the next 
three months.

Vague goal: Improve the firm’s website.

SMART goal: Update all lawyer bios and practice area pages on the 
firm’s website to reduce legalese and incorporate keywords by October 1.

Vague goal: Improve client service.

SMART goal: Obtain client feedback on every engagement using the 
firm’s client feedback questionnaire.

In addition to performance-based goals, you may want to set goals that focus 
more on learning and mastery than on performance, particularly if you are a new 
lawyer or are taking on new practice areas or initiatives.

Some experts claim that setting goals can actually be harmful, asserting that 
the process can lead to “unethical behavior, over-focus on one area while neglect-
ing other parts of the business, distorted risk preferences, corrosion of 
organizational culture, and reduced intrinsic motivation.”9 When goals are set 
without reference to firm values, culture, ethics, and overall objectives, this can 
occur. But at the same time, goals are necessary to articulate the direction for a 
law firm or individual lawyer and to help to measure performance and progress. 
Even the naysayers concede that incentives and goals are useful.

Done right, goal setting should take into account the firm’s and individual 
lawyer’s culture and values. Review of goals and the progress made toward them 
should always be done with the understanding that there may be competing 
values or activities that need to be considered.

Make Goals Concrete
Setting a goal in your mind won’t improve your productivity on its own. It is 
important to write down your goals. Writing down your goals will clarify them, 
make them more concrete, and reinforce them. You may also want to share your 
goals with others.

9. Sean Silverthorne, “Why Setting Goals Can Do More Harm Than Good,” Forbes, January 2, 2013, http://www.forbes.
com/sites/hbsworkingknowledge/2013/01/02/why-setting-goals-can-do-more-harm-than-good/.
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A study performed by Dr. Gail Matthews at Dominican University of Califor-
nia found that participants who wrote down their goals accomplished significantly 
more than those who did not.10 Those who sent commitments to a third person 
accomplished significantly more than those who did not. Results were further 
improved when participants sent weekly reports about their progress in addition 
to writing down and sharing their goals.

The study showed that overall, people and businesses that simply write down 
goals are 50.4 percent more likely to achieve their goals than those that don’t. 
The success rate increases when people have regular progress reports to measure 
how they are doing against their goals. People are 77.6 percent more likely to 
achieve their goals when they complete planned progress reports.

Goals mean nothing without execution; they need to be paired with actions. 
Once you have your SMART goals in place, documented and shared, it’s time to 
choose the right activities to pursue to reach those goals. Begin by setting priori-
ties to determine what is most important.

IDENTIFY PRIORITIES
The Jar of Rocks
There are many different versions of the story of the jar of rocks ( just enter “jar 
of rocks” on Google and you’ll come across several text versions, as well as You-
Tube demonstrations and more), but the elements are all essentially the same:

A professor stands in front of his class and pulls out a big glass jar, 
which he proceeds to fill with large rocks. When he can no longer fit 
any more rocks in the jar, he asks the class if the jar is full. The class 
responds in the affirmative.

The professor then brings out a container of pebbles, which he empties 
into the jar of rocks. The pebbles fill the spaces between the rocks. Again 
he asks the class if the jar is full. Again the class responds affirmatively.

Next, the professor empties sand into the jar, which settles between 
the pebbles. Once more, he asks the class whether the jar is full. Now 
the class is not so sure.

10. Gail Matthews, “Goals Research Summary,” Dominican University of California, accessed August 7, 2014, 
http://www.dominican.edu/academics/ahss/undergraduate-programs-1/psych/faculty/fulltime/gailmatthews/
researchsummary2.pdf.
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Finally, the professor brings out a pitcher of water, which he pours into 
the jar until some begins to overflow. This is when he tells the class 
that the jar is full.

The jar represents your available time, and each item put in the jar represents 
a task or project that takes up part of your time. The large rocks represent the 
most important items in your life or practice; they are things you most need to 
accomplish—and often the things that are most neglected.

The small stuff (pebbles, sand, and water) will manage to find its way in 
between the larger rocks, but you have to put the large rocks in first, or you’ll 
never get them in. To fit the larger rocks into your day, you first need to identify 
what they are; you need to define the activities that are of highest value to you so 
that you can focus on those tasks first. In short, you need to prioritize.

This is a skill that is especially critical for lawyers to learn because they are so 
often working under deadlines imposed by others, whether by a court, by statute, 
or by the circumstances of a particular deal or matter. In addition, clients are often 
anxious or highly emotional—the outcome of their legal matters will likely have a 
significant impact on their lives, families, or businesses. These circumstances place 
pressure on lawyers, which often results in a failure to prioritize effectively.

Purpose + Result = Priority
Prioritizing tasks helps you get out of the “reactive mode” by determining in 
advance where to focus the majority of your time and energy. Ensuring that each 
task has a legitimate purpose (i.e., it helps to advance your goals or your clients’ 
goals) is one way to prioritize. Another is focusing on the outcome or anticipated 
result of the task rather than on the task itself.

You probably have tasks on your list that are “priorities” that you avoid because 
you don’t like to do them. For example, you may not enjoy creating billing entries 
or sending out bills, but billing is a priority—you can’t get paid without it. Some-
times the tasks you want to avoid can be delegated, but sometimes they can’t 
because you’re the only one who can do them. (We’ll talk more about delegation 
in Chapter 4.) When unpalatable tasks cannot be delegated, focusing on the 
outcome can be all the motivation you need to get them done.

If the task has an important purpose and a high-value result, make it a priority.
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Stephen Covey’s “Importance vs. Urgency” Matrix
Readers of Stephen Covey’s The 7 Habits of Highly Effective People know that 
“urgent” tasks tend to get done. For example, when you have a scheduled meeting 
with a client or a hearing date for a motion, somehow the preparation work gets 
finished on time. Those deadlines create urgency and provide a framework 
within which to structure your activities.

But the tasks that Stephen Covey calls “important but not urgent” are the ones 
that often get carried on a never-ending to-do list. (See Figure 1.1 for Covey’s 
matrix of importance vs. urgency.) They usually do not have built-in deadlines. 
And even though they are the activities that will make the biggest difference to 
your practice—they’ll save you time and money or generate more revenue in the 
long run—they are often neglected.

Figure 1.1 Importance vs. Urgency Matrix

FOCUS ON THE ACTIVITIES THAT BRING THE HIGHEST RETURN
High-value activities are those that make the biggest impact, often while using 
the fewest resources. Many times, these are the same “important but not urgent” 
tasks that are ignored because you’re too wrapped up in the day-to-day work of 
the practice or putting out fires to make them a priority. Other times, you just 
don’t know how to identify which activities are high value.

Here are some questions to help you identify your high-value (and thus prior-
ity) activities or tasks:

• What is the purpose of this task?
• How important is this task for my practice or career?
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• How important is this task to my client?
• Is this task related to one of my goals? How?
• Is this task directly related to my personal or firm values?
• How will I feel when this task is done?
• What will be the result of this activity emotionally, productively, finan-

cially, or organizationally?
• What will the impact of this task be?
• Is the impact short-term or long-term?
• Is this a “need” or a “want”?
• Is this task more or less important than the other things I need to accom-

plish?
• How will my firm/practice/clients/employees be affected by this task or

its outcome?
• Is this activity something I get paid for?
• Am I truly the only one who can perform this task?
• Does this project require my unique skills and expertise?
• Will this activity further my business goals?
• Can this activity help strengthen my relationship with an existing client?
• Will this task help me to gain a larger share of my client’s business?
• Is this endeavor likely to introduce me to new prospects?

These questions can help you balance your activities. If the task isn’t high 
value, consider whether it should take precedence over other tasks because of 
impending deadlines, its age, or the amount of time and energy you have avail-
able to devote to it. You may also want to ask yourself whether a task can be 
delegated to someone else—especially someone who may be able to accomplish 
it better, cheaper, or faster than you can.

Using this method can help you more easily determine which activities and 
clients to take on and which to pass by—at least for now. It will help you stay on 
track and avoid what some call “Bright Shiny Object Syndrome”: Rather than 
being distracted by every new idea or opportunity that comes your way, you can 
decide quickly and easily what deserves your attention.
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PLANNING
Many law firms have overall strategic plans, which include big-picture goals, and 
there are many resources available to aid lawyers in creating strategic plans or 
long-term goals,11 but productivity often requires focus on the day-to-day or 
week-to-week activities that must be performed to keep a law firm running, get 
the work done, and provide excellent service to clients.12 Unfortunately, too 
many lawyers fail to plan their days or weeks in advance. Do you have a plan for 
the day, or do you constantly just react to what comes up—e-mails, telephone 
calls, or other interruptions? If you’re simply reacting, you aren’t getting the most 
important things done, and it isn’t likely that you’re focusing on the task at hand 
or that you will reach those larger long-term goals.

Prioritizing and ensuring that you are devoting time and energy to high-value 
tasks is one way to focus. Another is planning. Before every day, week, or month 
begins, you should know what you plan to accomplish. When you have a plan, 
it’s much easier to say no to interruptions. If those interruptions aren’t actually 
urgent and more important than what you already have planned, don’t let them 
distract you. (We’ll talk more about interruptions in Chapter 2 and about creat-
ing daily and weekly plans in Chapter 6.)

THE POWER OF THREE
Don’t let your list of priorities and your plan overwhelm you. Lists can be helpful 
to keep track of tasks that need to be accomplished, but most typical to-do lists 
are of limited use because they’re never-ending. No matter how hard you try, 
your list gets longer instead of getting shorter—new tasks crop up, unantici-
pated client problems arise, or a last-minute emergency that “must” be handled 
today gets in the way. The typical to-do list gets carried over and repeated from 
one day to the next. Instead of keeping you focused and making you feel produc-
tive, to-do lists add to your feelings of being overwhelmed and helpless. They’re 
frustrating, exhausting, and, ultimately, completely unproductive.

11. See Thomas C. Grella and Michael L. Hudkins, The Lawyer’s Guide to Strategic Planning: Defining, Setting, and
Achieving Your Firm’s Goals (Chicago: American Bar Association, 2004). 

12. Another excellent resource for a different kind of planning that is beyond the scope of this book is Legal Project
Management in One Hour for Lawyers by Pamela H. Woldow and Douglas B. Richardson (ABA Law Practice Divi-
sion, 2014), which addresses management of client matters, fee predictability, and enhanced client communication.



Chapter 1 Set Goals and Prioritize 11

You can only focus on a limited number of priorities at a time. Instead of 
focusing on your entire to-do list at once, including your wish list of all the 
things you would like to accomplish and all the things you have left undone, use 
the Power of Three to help you prioritize.

The Power of Three can be used for both macrolevel (goal setting, big-picture 
items) and microlevel (action steps and daily to-do lists) planning. Choose only 
three big goals for your practice at a time. For each big goal that you set, there 
will be a lot of objectives to reach and many action steps to perform to get there, 
so you’ll have plenty to do with “only” three goals.

Use the Power of Three to create your daily and weekly plans; identify the 
three most important tasks that need to be accomplished in a given day and 
focus on those first. Complete all three of those items before moving on to some-
thing else. The resulting sense of accomplishment will motivate you and help to 
keep you energized in your practice.

By all means, keep a master list that contains other items and your wish list of 
projects, but use that master list as a “brain dump” to simply capture ideas, not 
as a daily working list. When an opportunity, project, or task arises, you can 
evaluate whether or not it’s worth your time and effort by asking yourself if it 
will advance you toward one of your three main goals or if it “trumps” one or 
more of the three tasks you’ve already planned for the day or week. If not, put 
that item on the master list for the future.

THE POWER OF ONE
Sometimes even accomplishing three tasks in one day is overly ambitious, partic-
ularly in a busy law practice. This can happen as a result of a real client crisis or 
simply because some tasks are so time-consuming or complicated that they over-
take everything else. (For example, if you’re working on an appellate brief or 
preparing for a trial, you may be able to focus only on that one task for an entire 
day or more.)

To avoid feeling helpless or out of control (or becoming discouraged by even 
a short to-do list that doesn’t get done), ask yourself each day, “What one thing, 
if I accomplished it today, would make me feel as if my day had been produc-
tive?” Focus on that task first. And keep in mind that one task may be only a 
small part of a larger activity; for example, completing the statement of facts for 
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your brief or gathering the documents and information you need to prepare a 
contract. If all else fails, at least you’ll leave at the end of the day knowing you 
accomplished something to keep you moving toward your goals.

WRAP-UP
The first step to avoiding being overwhelmed (or what Allison calls “lawyer melt-
down”) and beginning to be more productive is to develop your own goals and 
prioritize your activities based on those goals. Make sure you put the big rocks 
in first. Keep your goals and priorities realistic; to create laser focus, use the 
Power of Three and the Power of One. Use your feelings of accomplishment to 
motivate you to increase productivity.

CHAPTER 1 ACTION STEPS
1. Make a list of three main goals you would like to accomplish in your 

practice in the next six months; use the SMART goal framework.

2. Make a list of the main projects on your current to-do list; use the prior-
ity questions on pages 8–9 to determine which you should focus on first.

3. Practice using the Power of Three and the Power of One over the next 
week to identify the high-value tasks you want to complete each day.
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Chapter 9
MAxIMIzE YOUR USE OF ExISTING TOOLS

Lawyers are competitive. By the very nature of their profession, they want to 
win, and their clients hire them to win or, at a minimum, to get the best possible 
results. So imagine, if you will, a scenario in which lawyers lose—or fail misera-
bly—again and again and again. Certainly you would think that if lawyers knew 
they were facing a difficult challenge, they would do everything possible to over-
come it. Yet when that challenge involves technology, you would generally 
be wrong.

Think about this: When Dan’s sons graduated from high school they and their 
classmates were required to be proficient in various subjects, including math and 
English. They were also expected to demonstrate proficiency in Microsoft Word, 
PowerPoint, and Excel. But there was one crucial difference. They took years of 
classes in the substantive subjects. They had no classes devoted to the software 
and only a few where the programs were mentioned or demonstrated in passing. 
Yet they were expected to be capable of using those products. Of course, in reality, 
they had to learn how to use the software on their own.

This lack of software training is no different from what happens in all types of 
organizations—including law offices—all the time. While knowledge of the law 
is a prerequisite for lawyers, and staff members must know their job duties, both 
lawyers and staff are expected to know how to use Outlook and Word. Were they 
trained in law school, college, paralegal school, or even high school to use these 
programs? Probably not. Computers, let alone the software, didn’t even exist 
when many of these people graduated from college or law school. But businesses 
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just assume that their employees are proficient in these products—as though 
staff emerged from the womb innately knowing how to use software. As a result, 
most computer users have never been taught how to use the technology they so 
heavily rely upon, or if they were, it was merely in passing. Many are self-taught 
and have likely picked up bad habits along the way.

In fact, as one tech commentator has written, “Adults have worn their com-
puter illiteracy as a badge of pride for many years now so it shouldn’t surprise 
anyone that their children share their digital inadequacies. Moreover, neither 
group is even willing to try to solve a problem when they encounter it.”33 Lawyers 
are an ideal example of this theory. These well-educated and intelligent profes-
sionals act as though the mere sight of a computer scares the stuffing out of them 
and learning about technology is beyond their otherwise impressive intellectual 
abilities. The problem is that people assume that just because they grew up with-
out Word, Excel, and other software programs, they can’t use these tools—or 
learn to use them better. And that’s just not true.

In addition, for whatever reason, lawyers and law firms continue to place little 
effort on assuring that they and their staff get the most out of the technology 
they own, including basic programs such as Microsoft Outlook and Microsoft 
Word that are so critical to the efficient operation of their offices. And when it 
comes to more advanced technology, in our experience, lawyers seem to prefer to 
avoid it rather than learn how to use it to increase productivity and get better 
results for their clients. The reason is probably a simple one: most people don’t 
like change.

Even the amendment to Model Rule of Professional Conduct 1.1, which 
requires lawyers to “keep abreast of changes in the law and its practice, including 
the benefits and risks associated with relevant technology” (emphasis added), has 
had little discernible impact on the profession. Most firms haven’t suddenly 
investigated and implemented technology such as case management or litigation 
management software that would improve their efficiency and, potentially, help 
them get better results for their clients. And most firms haven’t suddenly 
acknowledged that teaching their lawyers and staff how to use such basic pro-
grams as Outlook and Word would allow them to improve efficiency quickly 
and inexpensively.

33. Baldur Bjarnason, “Computers Are Too Difficult and People Are Computer Illiterate,” Studio Tendra (blog), August 
14, 2013, http://studiotendra.com/2013/08/14/computers-are-both-too-difficult-and-people-are-computer-illiterate/.
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Whenever Dan has addressed this issue with lawyers and their staff or during 
presentations, he always gets a chuckle when he uses the following analogy: 
Lawyers would not want to receive medical care from a physician who won’t use 
those “newfangled MRIs” because the technology wasn’t invented when the 
doctor graduated from medical school. Yet they think nothing of avoiding almost 
every form of technology, not because it wasn’t around when they were in law 
school—law schools still don’t teach a lot about technology—but for other rea-
sons that are just as nonsensical.

As a result, lawyers and their staff are less competent at using the technologi-
cal tools they need to help them serve their clients better. And just as not 
prioritizing wastes time, so does using technology inefficiently. If a lawyer spends 
five minutes struggling to format a paragraph in Word or doesn’t realize that 
using Outlook’s Reading Pane can save lots of time, those precious minutes add 
up to weeks or months of wasted time over the course of a year.

This reality was brought into focus recently in a series of articles by D. Casey 
Flaherty (“Kia Motors Tests Outside Counsel Tech Skills,” Law Technology 
News, January 24 and 25, 2013), in which he reported the result of his audits of 
the car manufacturer’s outside counsel’s competency with technology. The result 
was probably shocking to many lawyers: every associate at each of the nine firms 
tested failed a test that required them to complete mock assignments using 
Word, Excel, and Adobe Acrobat. Flaherty’s conclusion was that “all of the asso-
ciates approached the assignments in ways that would have required five to 15 
times longer than necessary. At $200 to $400 per associate hour, such ineffi-
ciency suggests . . . that, indeed, waste is a righteous concern.”

Although there are exceptions, many lawyers tend to ignore technology. Dan 
has spoken with managing partners who boldly boast that until their clients 
require them to become more tech-savvy, they are happy, and thriving, doing 
things the old way. But if Kia Motors is a client, they may not have the chance to 
change. And if Kia is any indication of client attitudes overall, it’s time for law-
yers to stand up and take notice.

Moreover, as Dan wrote years ago: “Attorneys often recommend that their 
clients make business decisions that may cost significant amounts of money, yet 
those same attorneys are often reluctant to make the decision to invest even 
small amounts in the technology necessary to improve their practices. On the 
other hand, attorneys tell numerous stories about how they informed clients 
that if they had come in for a consultation, they would have avoided a far more 
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expensive lawsuit. By ignoring technology, or trying to do it for ‘free,’ lawyers do 
the same thing with technology.”34 In other words, rather than hire competent 
staff or hire consultants to help select and install technology and train their staff, 
lawyers often do without—or try to do it themselves, despite their lack of com-
petence in the area.

What has changed in the six years since Dan’s article? Not much. After all, 
Casey Flaherty couldn’t find one law firm, or apparently even one lawyer, that 
had the rudimentary skills needed to use the software so essential to the practice 
of law. Consider the reality: Lawyers spend years learning how to be lawyers. 
They surrender months of their lives preparing to take the bar exam and devote 
at least twelve hours a year to taking continuing legal education courses. But 
those same lawyers won’t spend one hour learning how to use Microsoft Out-
look, the e-mail program used by more firms than any other.

Why does this matter? Today, fewer law firms employ one secretary per lawyer. 
Similarly, the days of merely dictating a letter or a brief are long past. Instead, 
lawyers often type their own letters, and many prepare their own briefs, con-
tracts and other documents. Yet law school doesn’t even introduce them to the 
basic programs needed to function, and neither do their law firms. As a result, 
the Casey Flahertys of the world, who expect their lawyers to have minimum 
levels of proficiency, become frustrated at how much time lawyers are wasting 
and how much that time-suck costs companies.

While there are still firms in which at least some of the lawyers do not prepare 
their own documents and reports, preferring to allow staff to undertake those 
tasks so that the lawyers may concentrate on doing legal work, staff rarely receive 
the training necessary to prepare those documents in an efficient manner. Where 
these tasks are billed to clients on an hourly basis (whether at a lawyer’s rate or 
a paralegal rate), clients have every right to complain about the lack of techno-
logical competency. But firms that are not billing on an hourly basis should be 
equally concerned about their lack of technological competence because the 
more efficient they are, the bigger the impact on their own bottom line.

Flaherty’s conclusions are instructive. He concedes that he employs partners 
whom he relies upon “for sage advice on esoteric topics [and] would continue to 
turn to these lawyers even if [he] discovered that they were disembodied heads 

34. “Legal Technology: Investing in Technology Will Pay Off in Law Firms’ Futures,” The Legal Intelligencer, May 22, 
2008.
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locked in a closet, and incapable of turning on a computer.” He contrasts that 
reality with the fact that “many commonly billed legal tasks are both essential 
and labor intensive. The proper use of technology cuts down on the labor 
required.” Plus, because labor equals costs, he considers how well law firms 
“deploy labor-saving technology.”

But Flaherty concludes that he doesn’t choose between law firms based merely 
on his audits “unless performance on the audit is the only item that separates two 
firms vying for a project.” There lies the rub. Many law firms are equally qualified 
to handle most legal tasks, and most would provide comparable results. In those 
cases, technological efficiency would, or should, be the difference.

This is not an earth-shattering revelation. Just think about projects at your 
home. If you are replacing your heater, when you obtain costs from various con-
tractors, if all things are equal, won’t you choose the least expensive proposal? 
That is what Kia is doing as well.

A FIVE-STEP PLAN FOR IMPROVING TECHNOLOGICAL 
COMPETENCE
So how can a law firm bridge this technological chasm and become the first to 
pass the Kia audit?

Here is our five-step plan:

1. Don’t cut corners.

2. Reduce your reliance on paper.

3. Train yourself and your entire staff on the programs your firm regularly 
uses, such as Outlook, Word, and Adobe Acrobat.

4. Use legal-specific programs, and train yourself and your entire staff on 
these products.

5. Engage your staff in every step of the process.

Don’t Cut Corners
Maximizing the use of technology helps make you more profitable. As we explained 
earlier, technology can save you money. If you bill at $150 per hour but can save six 
minutes a day using a computerized case management system, which is a highly 
conservative estimate, a $1,500 investment pays for itself in less than five months.
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There are many ways you should use technology as though it were an addi-
tional employee—one who doesn’t have to be paid a salary or benefits or get days 
off. First, consider hiring a technology support person rather than letting lawyers 
and staff “do it themselves.” If a full-time support professional costs the firm 
$75,000 per year, that’s only $36 an hour, a far lower cost than the time your 
lawyers will waste trying to do things on their own, and less than the cost of 
outsourcing. If your firm doesn’t have that large a budget or that great a need, 
consider contracting with a support company to perform the role on a fixed 
hourly, monthly, annual or other basis, and let your lawyers do what they do 
best: practice law.

Second, hire a consultant to help you recognize where technology can improve 
your work flow. It may be that your network needs to be upgraded or that you 
simply need additional software. Perhaps your staff isn’t well trained. There are 
network consultants who can spot the inefficiencies in your systems; similarly, 
there are law office work flow experts who can show you how to get more out of 
the programs you have or introduce you to products that can improve your effi-
ciency, your results, and your bottom line.

Finally, create a budget, just as you do for marketing and other areas (we 
hope). This will help you plan for upgrades and avoid surprises.

Reduce Your Reliance on Paper
You waste time whenever you handle paper. It takes time to get up from your 
desk, locate a file, go back to your desk, and then (hopefully) find the item you’re 
looking for. And of course if an old client calls and the file is in storage, it can 
take days or weeks to find what you need, not to mention the costs charged by 
file storage services and how inefficient you look to the client. If you store files 
and documents electronically and cut the paper umbilical cord, you can find 
everything quickly, even when you’re at home.

It is estimated that every lost piece of paper costs a law firm $120, that 15 
percent of all paper handled in businesses is lost, and that 30 percent of all 
employees’ time is spent trying to find lost documents. That’s why the need to go 
“paper-less” (not paper-free; it is unlikely that we’ll ever be completely paper-
free) is so essential. As we have already seen, with proper scanning, file naming, 
and file storage systems, you reduce clutter, improve efficiency, and cut costs, 
including long-term file storage costs that often choke firms.
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Train Yourself and Your Entire Staff on the Programs Your Firm 
Regularly Uses, Such as Outlook, Word, and Adobe Acrobat
Ask yourself the following questions:

• Do I really know how to use the software programs, including Windows, 
Word, WordPerfect, Outlook, and Adobe, that are so essential to every-
thing I do?

• Does my staff really know how to use those same software programs? 
Have I and my staff ever received training—real training, where a trainer 
demonstrates how to use the programs—on these items?

If you cannot honestly answer yes to each of these questions, it’s time to get 
training for you and your staff.

There is simply no substitute for training. No one is born knowing how to use 
Outlook or graduates from college with a degree in Microsoft Word. Yes, it takes 
some time and commitment to train everyone in the firm, but the results will be 
tangible. A good trainer will generate lots of “I didn’t know I could do that” 
moments, revelations that will lead to improved efficiency. Just as you would 
train new lawyers to be sure they know about the areas of law in which they are 
practicing, you should train them on the technology they will use.

Use Legal-Specific Programs
Find out what software exists to help your firm be more efficient. It may be case 
or matter management software, document management or document assembly 
software, or a litigation tool that helps you annotate transcripts quickly and 
more effectively than doing it with Post-its and highlighters. These products 
improve work flow and provide better results for your clients while allowing you 
to take on more matters without hiring more staff. Remember, technology is, or 
should be, your “invisible” staff.

Jim Calloway, the Oklahoma Bar Association practice management advisor, 
offers some important criteria for selecting law firm software:35

35. “Picking the ‘Best’ Law Office Software,” Oklahoma Bar Association Management Assistance Program (© 2003, 
2006 Oklahoma Bar Association).
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• Know thyself. Make a list of the features you want before looking at spe-
cific products. Rank features in their importance to you and then begin 
the search.

• Test-drive the application. The best way to pick software is to try it and 
see if it works for you. While it’s important to test all software, it’s partic-
ularly important to try case management, litigation support, and 
time-and-billing software because it’s more difficult to move to a different 
product after you’ve committed to one.

• Get some reviews. Don’t trust the lawyer next door. Many times, that 
same lawyer hasn’t even used the software—the office staff has. Get refer-
ences from the vendor, read independent reviews, and look for information 
online. TechnoLawyer can be a terrific resource, as can your bar associa-
tion’s practice management advisor, if there is one.

Engage Your Staff in Every Step of the Process
The most ambitious plans will fail if the people implementing them refuse to 
cooperate. Staff members at all levels need to know what you are doing and why. 
Inform them, ask for input, and let them know you are investing in them.

We can’t come to every office and teach everyone how to use technology, but 
in Chapters 10, 11, and 12, we provide lots of tips about how to use the most 
common law office software more efficiently. The genesis of these tips is a highly 
popular program Dan has given for years called “How to Do 90 Minutes of Legal 
Work in 60 Minutes,” which was one of the inspirations for this book. The 
theory of the program is simple: if you learn one technology tip/shortcut that 
saves you fifteen seconds and use it four times a day, you will save about 250 
minutes (more than four hours) per year from one tip alone. When you learn 
lots of other shortcuts and add the savings from those actions, you are suddenly 
saving hours and hours, if not days and weeks, of time—simply doing what you 
already do (but much more efficiently). Dan’s program is very popular because it 
shows people how to use the software they already have—just better. It’s like 
discovering a new route to work that saves you fifteen minutes each way. That’s 
two and a half hours per week, or more than 125 hours (6 days) per year, that 
you aren’t stuck in your car. That’s the beauty and simplicity of learning how to 
do more in less time.
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CHAPTER 9 ACTION STEPS
1. Determine where your firm has knowledge and skills gaps with respect 

to technology, and ascertain whether those gaps can be filled competently, 
efficiently, and effectively in-house or whether outsourcing is needed.

2. Obtain the necessary training for all lawyers and staff on all essential pro-
grams.

3. Make technological competence a responsibility of all firm employees, 
and institute rewards for excellence and sanctions for failure, as you 
would with any other job requirement.
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When it comes to the intersection of technology with the practice of law, I think of the classic book, "Men are from Mars,
 Women are from Venus," which seeks to improve the way men and women communicate. In the book, author John Gray
 suggests that couples must acknowledge and accept the differences between them before they can develop happier
 relationships. Similarly, lawyers must recognize and understand that technology, like communication, is not a barrier to being
 productive, but the highway to doing so.

In a recent Pennsylvania Law Weekly column, one local attorney ruminated that the advent of technology has created a
 situation in which communication is constant, and that "if a lawyer chose to take a day off from the emails and text messages
 and other rapid forms of communication, the lawyer could easily have hundreds, if not thousands, of unanswered emails."
 The lawyer concluded his commentary by saying that "law and technology have created a profession that's becoming less
 desirable to practice because of the 24/7 constant demands," and that a "lawyer used to be someone involved in many
 different matters and many different community activities and also someone who had a great interest and knowledge in
 continuing to learn. This modern world clearly prevents that from happening. Lawyers and judges don't read like they used to,
 nor do they have the time to do so. It's a real shame for any young lawyer."

Allow me to present a contrary point of view—firsthand. And remember, when I graduated law school more than 30 years ago,
 we used typewriters, carbon paper and the Commodore 64 was a brand new item.

But before I do, let's go backward. Many of us remember using typewriters, and many of us remember when typewriters did
 not require electricity. The typewriter was invented in 1879, yet it took 30 years or more to become commonplace. And I'm
 sure that the scriveners whose jobs were lost because of this new equipment predicted all types of doom.

Times change, and as Jay Asher wrote in "Thirteen Reasons Why," "You can't stop the future. You can't rewind the past. The
 only way to learn the secret ... is to press play."

Consider my life – and technology.

If you search Google images for "geek lawyer," you see lots of images, and my photograph. I use technology, I love
 technology, and I can't picture life without technology.

Yet I am home for dinner almost every night, don't use my cellphone after approximately 7 p.m., operate a law firm, operate a
 technology consulting firm, and am a commissioner in Haverford Township. Oh, and by the way, I still read lots of books and
 magazines, primarily in paper form.

How? I use technology. Technology allows me to get more done, but unlike the tech critic above, I control how my technology
 works, and don't allow it to commandeer my life.

In my "less paper" office, which uses about three or four reams of paper per month—we use case management software—
which tells me everything I need to know about my clients' files. I can view my calendar, an associate's calendar, as well as all
 of the documents, emails, and other items in their matters—all on a 27-inch screen that's particularly friendly to someone like
 me, who has worn bifocals since high school.
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We use the same case management software to manage our documents and emails. In our practice, which includes a large
 number of appellate matters, we live and breathe documents, but working with them on a large screen, where we can put a
 motion on one side of the screen, and view the answer we are drafting on the other, is far preferable to having the papers
 strewn across my desk. And it's far more environmentally sound as well.

When I go to a deposition, I have the entire client file on my laptop, regardless of how big it is. Using a computer, I can search
 and locate any document, including medical records, in a split second. This makes me a better lawyer.

Here's an example how. In one case, defense counsel began cross-examining my client's treating physician about the client's
 supposed alcoholism. My heart dropped. After all, this was a workers' compensation death claim in which my client died from
 hepatitis, and the inference that alcohol was a possible cause would have destroyed my case.

There were over 1,000 pages of medical records, all of which were on my laptop. Rather than panic, I simply opened up
 Adobe Acrobat Professional, opened the index I had created of the medical records, and searched for "alcohol." In less than a
 second, I could see every place in every document where the word "alcohol" or any variation of it existed, including
 "alcoholism" or "alcoholic." What I learned was that there were repeated references in his records to the fact that my client
 had no history of alcoholism and that defense counsel had twisted one sentence in one record in order to make his point.
 When he concluded his cross-examination, I calmly showed the doctor the many records and she confirmed that my client
 had no history of alcohol abuse. Point made.

Every time I go to court and have voluminous records, I do the same thing. I could relate many stories of how doing so made
 me a better advocate. By the way, can you imagine if I had to search manually through the 1,000-plus pages of records? I
 doubt that I would have found the information in less time than it takes to type the word "alcohol."

So that is one example of how technology helps me advocate better for my clients.

But it seems that some, including the commentator cited above, believe that the evil of technology is how intrusive it is. Again,
 technology is only as intrusive as you allow it to be.

Consider email. I receive up to 250 pieces of email per day, not counting the email from various listservs to which I subscribe.
 Rather than panic, I control my inbox. When I view it, I immediately select and delete the emails that I know are of no value. In
 addition, I have created rules in Microsoft Outlook so that listservs and other volume emails are automatically moved from my
 inbox to a separate folder for me to review when, or if, the need arises. Plus, I use one of the tips in my book, "How to Do
 More in Less Time: The Complete Guide to Increasing Your Productivity and Improving Your Bottom Line," and unsubscribe
 to at least one email mailing per day. As a result, my inbox is manageable, and clients and colleagues receive timely replies.

As for clients, I explain to them that I strive to return all calls within one business day, but that when I am connected, I will try to
 promptly reply to their emails. If the need arises, which it rarely does, I explain that once I go upstairs for the night (usually
 around 8 p.m.), I don't answer my cellphone and don't look at my email, but that I will respond the next day in due course. Not
 one client has ever objected. Nor has a client ever protested the fact that because I capture all of my electronic
 communications in my case management software, I do not use text messages to communicate with them. In short, after 8
 o'clock, I'm on "personal time."

During personal time, I do everything from sleeping to reading books and magazines, to simply enjoying time with my family.

As for some of the other supposed problems that technology creates, there is no reason, and in fact it is an anathema, to print
 email, which are, after all, electronic communications designed to be created and stored electronically. My case management
 software can save all of my email in one or two mouse clicks. For those who don't have case management software, which is
 considered the single biggest productivity booster for law offices, you can use Adobe Acrobat software or other products to
 save electronic mail electronically.

Finally, there remain the skeptics who claim that technology removes the personal factor from the practice of law. Again, I
 dissent.

My office technology is cutting edge in every way, from case management to litigation management to our use of on- and off-
site storage methods. Clients never see any of this. Our office is in a charming old house, and clients meet with me at a solid
 wood conference table surrounded by photos of everything from Julius Erving and me to my family to sports memorabilia.
 While I explain that we are high-tech, it would never occur to me to treat my clients as though they were registering for tests at
 a local hospital.

Technology can be overwhelming. But we all remember the first time we tried something new (and perhaps scary), and how



 once we got accustomed to it, how easy it was. Yes, we all harbor some irrational fears. I remain fearful of flying on propeller
 planes, but if I need to go somewhere, I do it. Technology is the same. Lawyers can continue to do things the way they were
 done in the old days, using carbon paper (which was invented in 1806), or they can open their eyes, and step into the 21st
 century, or even the late 20th century, and discover that technology is not the future, it is the present. •

Daniel J. Siegel is the principal of the law offices of Daniel J. Siegel, which provides appellate, writing and trial preparation
 services to other attorneys, as well as ethical and disciplinary guidance. He is also the president of Integrated Technology
 Services, a consulting firm that helps law offices improve their workflow through the use of technology. Contact him at
 dan@danieljsiegel.com.
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