
At the end of the day, 

you bet on people not 

on strategies

- LAWRENCE BOSSID





THE EXAMPLE OF THE SMALL FIRM COO

Do you have a COO, or an Office Manger?

Many small law firm owners confuse these two roles. Often times, an existing secretary or 
paralegal is promoted over time to have some increased responsibilities and given a title 
of “Professional Legal Administrator” – leading the firm owner to believe that they already 
have this core role filled in their firm, when their “Professional Legal Administrator” really 
amounts to little more than a glorified Office Manager – not a true Chief Operating Officer 
(COO). 

Below are 4 simple questions to determine if you already have a true COO on staff, or 
if you’re desperately in need of one.

1. Do you have someone on your staff who is smarter than you are about running
“the business end” of your small business? Someone who sits alongside you in
your C-Suite as a true co-strategist to help you identify and drive strategies to
increase your firm’s growth and profits?

2. Do you have systems in place, and a person to manage them, such that you
could walk away from your law firm for 1-2 months with emergency only access
and come back to a firm that’s running as smoothly, if not more so, than it was
when you left?

3. Do you have someone on your team responsible for managing all non-legal staff
according to metrics and KPIs (vs. time cards, meetings, or looking over
people’s shoulders all the time)? Does more than about 10% of “HR drama”
within your staff ultimately fall on you to handle?

4. Do you as the owner of your firm feel obligated, as a necessary measure to
keep your firm running smoothly, to spend more than 5 hours per week
working in your business on anything other than (1) high-level billable work, (2)
rainmaking, or (3) working on big-picture planning and strategy?



Calculating Potential Near-Term Gains

Calculating Total Expected Gains

Calculating ROI

Calculating Potential Long-Term Gains

$275/hr.

$979,750/yr.

$1,500,000

Value of time

Total Potential Gains (from above)

Value of time

Hours saved per average week.

Failure Risk 

Hours saved per average week.

Hours saved per average week.

Near-Term Gains

Total Expected Annual Gains.

Long-Term Gains

Annual Investment (Salary + Taxes, Benefits, Overhead, etc.)

Total Expected Long-Term Net Profit

Total Expected Long-Term ROI

10-Year Expected ROI

20

10%

50%

10%

$144,000 

$286,000/yr.

$881,775/yr.

$693,750/yr.

$737,775 

512%

$7.4M

COO ROI CALCULATOR EXAMPLE



$7.4M ROI for a single hire sound a little high? That’s only true by the same logic that 
has difficulty imagining an ROI in excess of less than $100k when a law firm owner running 
a $250k firm starts making their first hires necessary to turn their practice into a business 
that’s bigger than they are. But those early hires are a necessary pre-requisite to realizing a 
$1M+ firm. Similarly, having a true COO by your side is a necessary pre-requisite to growing 
a law firm much above $1.5M in annual revenues. And the only types of firms that see 
numbers large enough to talk about 7-figure ROIs on investments are firms with full-time 
COOs on staff. 

If you’re looking to calculate the ROI of a COO for the peculiarities of your firm, reach 
out to us and we’ll send you a calculator to plug your own numbers into.

Additional Notes:



EXAMPLE JOB DESCRIPTION: CHIEF OPERATING OFFICER
Overview: The Chief Operating Officer (COO) position is a professional position, not an 
administrative or clerical position within the Law Firm.  The COO is a Manager with broad 
responsibilities for the day-to-day management of Firm’s business operations. In addition 
to general responsibility for financial planning and controls, personnel administration, and 
systems and physical facilities, the COO plans for the changing needs of the organization, 
shares responsibility with the appropriate partners or owners for strategic planning, practice 
management and marketing, and contributes to cost-effective management throughout the 
organization. 

The COO’s primary goal is to relieve the Owner(s) of the routine tasks involved in 
managing the business so the Owner(s) can focus on higher-level strategic and legal tasks.  
Secondarily, the COO should be a strategic partner with the Owner, leveraging the firm’s 
business plan and budget to help drive strategy to increase top-line revenue and bottom-
line profits.

Reporting Relationship: The COO reports directly to the Owner.

Authority: With the delegated authority of the Owner, the COO manages all the business 
functions of the Firm and supervises all the non-lawyer staff. 

Responsibilities: Whether directly or through a management team, the COO is responsible 
all the following…

Systems Development & Operations Management:

1. Creates, implements and maintains the Firm’s policies, systems & procedures:
a. Assures that the firm’s activities are fully documented in writing.
b. Trains the staff in their respective duties using the Firm’s written policies

and procedures.
c. Collaborates with Owner to define Key Performance Indicators to define

success, measure results, and optimize productivity of the staff.
d. Monitors and enforces the Firm’s rules to ensure that all work is

completed in accord with the Firm’s approved rules, policies &
procedures.

2. Principal responsibility for the Firm’s information technology systems.
a. Designs the Firm’s Information Technology systems to minimize waste

and maximize internal efficiencies within the firm.
b. Works with vendors as necessary to implement and maintain the Firm’s IT

infrastructure.
c. Trains staff on use of all technological systems and enforces proper use

of the same in accordance with the Firm’s written policies & procedures.



3. Assures that employees have the tools they need to perform their duties,
a. See IT responsibilities above.
b. Purchases routine office supplies.
c. Arranges for the purchase of approved office equipment.

4. Manages the firm’s office furniture inventory:
a. Coordinating routine furniture purchases.
b. Assisting the owner in making furniture purchasing decisions.
c. Acting as the firm’s liaison with furniture vendors.
d. Assuring that office’s furniture inventory is maintained and repaired as
needed.

5. Performs a liaison function between the firm and the landlord, to assure:
a. Maintenance activities are performed.
b. Facility problems are solved.
c. Parking facilities are made available to employees.
d. Cleaning services are satisfactory.
e. Emergency protocols and plans are set out and ready when needed.

Human Resources:

1. Recruits, hires, orients, trains and acts as the firm’s supervisor and employer of
all non-legal staff including paralegals.

2. Implements and enforces the Firm’s personnel rules and employment policies.
3. Performs or supervises the payroll function and administers the Firm’s benefit

plans.
4. Evaluates non-legal staff around defined Key Performance Indicators and makes

recommendations to the owner regarding their work assignments, salaries,
bonuses and discipline.

5. Performs Quarterly Reviews with non-legal staff including paralegals.
6. Coordinates with other Department heads to forecast hiring and work force

needs.

Financial Management:

1. Supervises the Firm’s bookkeeping function and may perform some
bookkeeping tasks (e.g., reconciling bank statements, reviewing expenditures,
authorizing vendor payments, etc.)

2. Manages the Firm’s billing functions (e.g. monitoring work in process, creating
systems to ensure sure that completed work gets billed timely and in plain
English, etc.).

3. Performs collections activities.
4. Monitors financial statements, prepares budgets, and advises the Owner

regarding when problems are observed.



5. Collaborates with Owner to improve financial controls and analyze key financial
reports to identify inefficiencies in the Firm and spot opportunities for
improvement to the Firm’s bottom-line.

Marketing Management:

1. Supervises the Firm’s bookkeeping function and may perform some
bookkeeping tasks (e.g., reconciling bank statements, reviewing expenditures,
authorizing vendor payments, etc.)

2. Manages the Firm’s billing functions (e.g. monitoring work in process, creating
systems to ensure sure that completed work gets billed timely and in plain
English, etc.).

3. Performs collections activities.
4. Monitors financial statements, prepares budgets, and advises the Owner

regarding when problems are observed.
5. Collaborates with Owner to improve financial controls and analyze key financial

Education & Experience 

Education: At a minimum, the COO will have graduated from a recognized college or 
university with major course work in business administration or management, finance, 
human resources, technology or marketing, or comparable work experience. 
An MBA and professional certifications like the Certified Legal Manager (CLM)SM designation 
is preferred.

Experience: At a minimum, the COO must have previous knowledge of legal or other 
professional service organizations, and have significant experience managing business 
operations such as human resources, technology, facilities, finance and marketing. 
Experience in operational process refinement, budgeting, and HR is of highest importance.
An ideal candidate will have 15+ years’ experience as a COO or Professional Legal 
Administrator, managing law firm operations for law firms with fewer than 5 full-time 
attorneys on staff, as well as law firms with more than 20 full-time attorneys on staff.

Skills & Abilities: The COO should be able to identify and analyze complex issues and 
problems in management areas and recommend and implement solutions. The COO can 
confidently manage office functions economically and efficiently, organize work, establish 
priorities and maintain good interpersonal relations and communications with lawyers and 
support staff. Displays excellent supervisory and leadership skills. Demonstrates willingness 
and ability to delegate.  



MISSION: 

The mission for the COO is to ensure “the business end” of our small business runs as 
smoothly as possible, maximizing profits through efficient systems and a cohesive work 
culture.

OBJECTIVES:

EXAMPLE SCORECARD FOR THE ROLE:  COO

ROLE-BASED COMPETENCIES

• Analytic Thinking: How well can this person structure and process qualitative or
quantitative data and draw insightful conclusions from it? Does (s)he exhibits a probing
mind with high fact-finding skills?
• Efficiency: Does this person have a demonstrated capacity to produce significant output
with minimal wasted effort?
• Organization and Planning: What is this person’s demonstrated ability to plan, organize,
schedule, and budget in an efficient and productive manner that keeps the big picture in
clear view?

CULTURAL COMPETENCIES

• Chemistry: Does the person fit with the rest of the team?
• Commitment: Are you committed to making it work for them and are they committed to
making it work with you?
• Coachable: Are they able to be coached into more effective behaviors?
• Ego Control: Do they have their ego under control?
• Intelligence: Do they have the requisite IQ?

1. Remove all office administration and non-legal management tasks off the
Owner’s plate by May 31st.
2. Complete and update the firms Policy & Procedure Manual by July 31st.
3. Create a reliable P&P auditing system by August 31st that catches at least 95%
of errors internally before they reach the client.
4. Connect all job descriptions within the organization to clear KPIs and stand up
a quarterly performance review system around the same by September 30th.
5. Collaborate with owner to carve out a strategy to increase the firm profit
margin by at least 5% over the upcoming fiscal year.

COMPETENCIES



Analytical Thinking:

Attention to Detail:

Chemistry: 

Coachability: 

Commitment: 

Integrity: 

Intelligence: 

Organization
and Planning: 

Proactivity: 

Reliability: 

Strategic Thinking: 

How well can this person structure and process qualitative or 
quantitative data and draw insightful conclusions from it? Does (s)
he exhibits a probing mind with high fact-finding skills?

Will this person tolerate “B”-level work and let important details slip 
through the cracks? How detail-oriented would this person be in 
defining and driving a project? 

Does this person fit with the rest of the team?

Does this person have a need to be right all the time, or can they 
be coached into more effective behaviors?

How committed is this person to making this role work for them, 
and for us?

Efficiency: Does this person have a demonstrated capacity to 
produce significant output with minimal wasted effort?

Will this person consistently do what is right, not just what is 
politically expedient, and speak plainly and truthfully at all times?

What is this person’s demonstrated ability to quickly and 
proficiently understand and absorb new information?

What is this person’s demonstrated ability to plan, organize, 
schedule, and budget in an efficient and productive manner that 
keeps the big picture in clear view?

Will this person acts without being told what to do and brings new 
ideas to the company?

Will this person, like Rowan from “A Message to Garcia,” go 
the distance to achieve results to anything assigned to them, 
regardless of any hurdles placed in their way?

Once a problem has been clearly identified, how well is this person 
able to identify a clear solution to it? Will this person be smarter 
than we are in their given area – to drive new strategy forward?

COMMON COMPETENCIES OF “A” PLAYERS



FIT

FAMILY

FREEDOM

FORTUNE

FUN

How can you communicate your culture to a stranger so clearly that 
people who will be a good fit to your company culture will be drawn 
to it like a moth to light – and poor-fit applicants will be repelled by 
it?

What personal benefits can you communicate that this applicant 
can go back to sell to their family – to get them excited about this 
applicant working here?

Will this applicant get the freedom they want in this role? What 
level of autonomy or freedom to create can you highlight? Or will 
freedom here come more in the form of security and/or a clear 
career progression path? (Freedom to grow into the type of person 
they want to become.)

Every applicant needs clarity on the financial stability and probable 
longevity of your firm, and how they’ll be compensated for their 
efforts. But the more creative you can get in terms of how “fortune” 
is defined and articulated, the less of a zero-sum game this 
becomes about top-line salary figures. 

We spend half or more of our waking lives working, it should be 
something that the candidate will enjoy. Furthermore, there’s a 
directly inverse correlation between work employees find “boring” 
and optimal productivity. But few employers emphasize this. If 
you do, it will give you an unfair competitive advantage. How will 
this role lean into your ideal applicant’s professional goals and 
passions? What are some ways an ideal applicant will find this work 
to be fun, and look forward to coming into the office every day?

SELLING YOUR FIRM



NOTABLE JOB BOARDS

General Job Boards: 

• Indeed (https://www.indeed.com/)
• Monster (https://www.monster.com/)
• CareerBuilder (https://www.careerbuilder.com/)
• GlassDoor (https://www.glassdoor.com/)
• SimplyHired (https://www.simplyhired.com/)
• ZipRecruiter (https://www.ziprecruiter.com/)
• TheLadders (https://www.theladders.com/)
• US.jobs (https://us.jobs/)
• Job.net (http://www.job.net/)
• Top USA Jobs (http://www.topusajobs.com/)

Niche Job Boards: 

• The National Association of Legal Administrators
(http://www.alanet.org/)

• Local ALA Chapters (https://www.alanet.org/membership/chapters)
• LawJobs (https://lawjobs.com/)
• Law Crossing (https://www.lawcrossing.com/)
• National Association for Law Placement (https://www.nalp.org/jobs)

Social Media & Other Sites 

• LinkedIn (https://www.linkedin.com)
• Facebook (https://www.facebook.com/)
• CraigsList (https://craigslist.org/)
• Google (https://jobs.google.com/)



Question 1

What would you say is the most critical barrier a law firm with $1.5-$3M in annual revues 
must overcome to reach the next stage of growth? 

Question 2

How does the role of a COO in a small law firm differ from the role of a Professional Legal 
Administrator within an Am Law 100 firm?

Question 3

It’s your first month on the job as the new COO for this firm, and you come to find out that 
the firm has been averaging about $125,000 per month in revenue.  Costs are running 
about $135,000.  What is your advice to this lawyer probably going to be and why?  Please 
explain your reasoning behind the advice.   

Question 4

What is your favorite law firm management software program for a firm with fewer than 20 
attorneys, and why?

Question 5

What is the significance of the term “earned upon receipt” in a retainer agreement and how 
might the presence or absence of this language affect how a single check is to be handled 
in the amount of $1,000 where $250 is for costs and the remaining $750 is either specified 
as being “earned upon receipt”, or not?

Question 6

Briefly state the wage and hour law requirements for hourly wage employees’ rest and lunch 
breaks.

EXAMPLE COO VETTING QUIZ



Question 7

What is one of the best ways to determine if a legal secretarial candidate truly possesses the 
skills shown on her resume?

Question 8

If you could only measure ONE productivity/performance metric for each of the following 
roles, what would it be and why?

a. Receptionist:
b. Paralegal:
c. Attorney:

Question 9

An attorney hands you a set of original documents at 5:45 p.m. and states that they must 
be delivered to the client no later than 11:00 a.m. tomorrow.  The overnight delivery service 
has already made their pick-up from your office.  What do you do?

Question 10

Your receptionist complains to you that the sales representative from the copy paper 
supplier made an off-color comment to her during the last time he was in the office.  Is any 
follow-up on her complaint necessary, given that the sales rep is not an employee of the 
firm?

Question 11

[True or False – explain your answer] If a client asks a paralegal or secretary whether they 
have a good case, the paralegal may answer, but the secretary should not.

Question 12

Please document a procedure for how any task in a law firm is to be handled (note, this is 
not a test for which procedure you choose to document).



Question 13

What are the three most important reasons why a law firm should generate and analyze a 
budget variance report at least once per month?

Question 14

Name three ways a WIP report be leveraged strategically by a COO to help maximize firm 
profitability?

Question 15

Please name at least three activities that, for little or no cost, can maintain or increase 
employee office morale.

Question 16

If you had to fit yourself into one of these eight basic patterns below of how people behave 
which one would you pick as most representative of your behavior and which one would you 
say is the least representative of your behavior?

1. Direct and results oriented
2. Optimistic and flexible
3. Verbal and trusting
4. Cooperative team player
5. Accommodating and persistent
6. Cautious and self-disciplined
7. Precise and detailed-oriented
8. Creative and indecisive

Most representative: 

Least representative: 



Question 17

A. In general, would you say you are quick to anger or slow to anger?
B. In general, would you say you are optimistic, have a positive outlook and are

very trusting of others or would you say you are pessimistic and skeptical with
a tendency to distrust others?

C. In general, would you say you hide your emotions or that you show whatever
emotion you are feeling?

D. In general, would you say you closely respect the rules/procedures and “go by
the book” or you would say rules/procedures are more like guidelines and it is
OK to not follow the rules/procedures?

Question 18

A. On a scale of 1 to 10 with #1 being peaceful, agreeable, low keyed and
undemanding and #10 being aggressive, forceful, strong willed and demanding
what number would you give yourself in terms of how you behave?

B. On a scale of 1 to 10 with #1 being pessimistic and #10 being optimistic what
number would you give yourself?

Question 19

Why do you think we are asking you all these questions?

Question 20

Please write a short paragraph explaining why you think we would ask you to write a short 
paragraph about “A Message To Garcia”.



[Candidate’s Name] [Email Addr:]
[Address1]
[Address2]
[City], [State] [Zip]

Dear [First Name],

All of us at [Firm Name] recognize that the continued strength of our Firm is 
dependent on our ability to hire and retain highly competent staff.  On behalf of [the Firm 
(or) the Partners] (The Firm), I am pleased to extend to you this offer of employment, the 
terms of which are as follows.

1. Title and Start Date. We would like you to join the Firm on or about [date].
Upon your date of employment, you will become a full-time Professional Legal
Administrator / Chief Operations Officer (COO).

2. Salary. Your monetary compensation will be calculated as follows:

a. You will be paid an annual base salary of $100,000 less regular payroll
deductions (payable semi-monthly on the 5th and 20th of each month), which
covers all hours worked. Generally, your salary will be reviewed annually but the
Firm reserves the right to change your compensation on reasonable notice. You
are also eligible for objective and subjective bonuses based on your performance
and contributions to the Firm.

B. Objective bonuses will be paid quarterly, generally in the month following
the end of the quarter and in keeping with sound fiscal practices of the Firm,
based on the following table. You will receive objective bonuses based on
percentages of Firm growth (measured by gross revenue) and profit margins.
The numbers in the table are annual numbers.

LETTERHEAD
[This is a sample of an offer letter.  You should do your own due-diligence to assure 
that the contents of your offer letter contain the details relevant to your firm, and is 

appropriate for your state.]

[Date]



c. A subjective bonus of up to $10,000 per year is additionally available
to you. The applicability of this bonus will be tied to your ability to maintain
and improve our firm culture. Various metrics such as employee interviews and
surveys will be used to inform this bonus. Ultimately, however, firm culture is
inherently subjective, so the final determination of the applicability of this bonus
rests with the Owner of the Firm alone.

3. Benefits. In addition to the monetary compensation outlined above, you will
be entitled to certain employee benefits as outlined in the Summary of Benefits,
separately. Upon your date of employment, or upon the dates of eligibility
called for in each plan, you will be entitled to the normal benefit package
available to full-time employees. If you have not yet received the Summary of
Benefits, please reach out to me to request that document. The Firm reserves
the right to make changes in its employee benefits solely at its own discretion.

Growth % Formula: 

[(Y2 revenue – Y1 revenue) / Y1 

revenue] 

x 100 = total growth %

Profit = Gross Revenue – Expenses

 (Expenses include payments to 

Owners.)

Profit % = (Profit / Gross Revenue) x 

100

OBJECTIVE BONUS TABLE

$0

$0

$5,000

$7,500

$10,000

$12,500

$15,000

$20,000

$25,000

15%

20%

25%

30%

35%

40%

45%

50%

60%

$0

$5,000

$10,000

$20,000

$25,000

KPI BENCHMARKS

Growth Profit



4. Work Schedule and Paid Time Off (PTO).

a. The Firm’s business hours are 9:00 a.m. to 5:00 p.m. Monday through
Friday, outside of the Holiday Schedule below. Because a large portion of your
role involves maintaining relationships with staff, keeping a daily pulse on the
Firm’s operations, and otherwise facilitating day-to-day operations within the
Firm, it is expected that you will be in the office for most the time during office
hours.

b. Notwithstanding that expectation, however, you are entitled and
encouraged to take time off throughout the year. We do not discriminate as the
personal reasons employees wish to take time off. Vacation days, personal days,
sick days, or special holidays and events are all the same in our eyes. They all
constitute Paid Time Off (PTO) – regardless of the reason for the absence.

c. All full-time, regular, non-exempt, employees accrue 6.67 hours’ PTO per
month (80 hours per year) during their first year of employment. Starting at the
beginning of your second year with the Firm, your PTO accrual rate will ramp up
to 10 hours’ vacation per month (120 hours per year). Each full day you take off
will reduce your accrued PTO by 8 hours.

d. PTO should be scheduled as far in advance as possible to limit the
disruption to Firm operations and ensure your responsibilities are being covered
in your absence. We will work with you to determine an appropriate pro-rata
time off schedule. If you wish to take more than five (5) days off at one time, you
must receive the prior approval of the Owner.

e. You can “bank” up to 40 hours (5 days) of accrued PTO and carry that
balance over to the following year. Any accrued PTO beyond 40 hours that is not
used by the end of a given calendar year will be permanently forfeit. You will not
be paid for unused and forfeit PTO.

5. Holiday Schedule. The Firm recognizes certain holidays throughout the year
during which the office will be closed and you will not be expected to come
to work: New Year’s Day, Martin Luther King Day, Memorial Day, July 4, Labor
Day, Thanksgiving Day, and Christmas Day.

6. Equipment. The Firm may request you to use your personal computer for
work purposes. We expect you to keep confidential documents confidential by
not saving or storing the documents on your personal computer and by



adhering to our confidential guidelines.

7. Duty of Confidentiality. We wish to impress on you that you must not bring to
the Firm any confidential or proprietary information or material belonging to
any current or former employer(s), disclose or use such information or material
during your employment with the Firm, and/or violate any other obligation
to your current or former employer(s). Please review and sign the attached
Confidentiality Agreement, which is also included in your Employee Manual. You
hereby represent that by signing this offer letter and beginning your
employment with The Firm, you will not violate any agreement currently in
place between you and any current or past employers.

a. We want you to understand that [Firm Name] uses sophisticated
marketing techniques, business processes and materials which include protected
intellectual property.  By signing this offer letter, you are agreeing to keep
confidential the Firm’s intellectual property, trade secrets and information
including legal forms, business forms and processes, client, prospective client,
and referral source contact information, client files, and marketing materials and
processes.

b. Furthermore, you agree that copying this information or removing
paper or electronic copies of such information from firm control is a violation
of this employment agreement.  You agree that any violation of the terms of
paragraphs 5 & 6 of this agreement will cause the Firm injury and damage to the
Firm and may subject you to disciplinary action up to and including termination.
You understand and agree that the Firm may seek injunctive and other equitable
relief in the event of, or to prevent, a violation of this Agreement.

8. Authorization to Work. The Firm conditions this offer upon you providing
appropriate documentation within three (3) business days of your hire date
demonstrating that you have authorization to work in the United States. If you
have questions about this requirement, which applies to U.S. citizens and non-
U.S. citizens alike, please contact me.

9. Arbitration. As a condition of your employment, The Firm and you agree to
submit to arbitration for any dispute, claim, or controversy arising out of or
relating to your employment with The Firm. Please review and sign the attached
Arbitration Agreement, which is also included in your Employee Manual.



10. At-Will Employment. The above terms do not constitute an employment
contract.  You will be an at-will employee as that term is understood under the
laws of the State of [State]. Either party is free to terminate the relationship with
or without cause and with or without notice.

Please review this letter carefully to make sure it answers your questions, and includes 
any issues we discussed with you regarding your employment or transition to the Firm.  
If anything is missing or misstated do not sign the letter until the issue is resolved, and 
the letter corrected. However, if the letter meets with your approval, please indicate so by 
signing a copy and returning it to me.

We are pleased to have you join us. Please contact me if you have any questions or 
concerns.

Sincerely,

[FIRM NAME IN CAPS]

[Owner’s Name]

ACCEPTED:

[Candidate Name]



HIRING CHECKLIST
DEFINING SUCCESS

1. Define your why, your company’s mission, and the culture you’re looking to
build. Keep this foundation in clear view throughout all other steps below.

2. Define the jobs that need to be done.
3. Define clear KPIs to measure performance against each job.
4. Convert jobs defined & KPIs into (a) formal job description(s) for each role you

need filled within your firm. (NOTE: This often includes multiple roles – many of
which are part time.)

5. Consolidate job descriptions – to the extent multiple apply for one new hire –
into a singular job description for the person you’re looking to hire.

6. Define the One Metric That Matters (OMTM) for this role. What’s the one thing
an applicant must be better than you are to be considered an “A” applicant?
(The rest we’ll have more tolerance to train this person on.)

7. Sort the key duties in your job description based on the priority of importance
for the role – with the duty outlined in the step above at the top, descending in
importance from there. (Note: Descend in importance – not necessarily based
on time jobs will take.) See job description included herein for an example.

8. Translate you job description into an applicant scorecard. Begin with the end in
mind: (1) Mission Statement, then (2) Desired Outcomes, lead to (3) Required
Competencies (both cultural and role-based). See scorecard included herein

for an example, as we as the “Common Competencies of “A” Players”

worksheet for some inspiration of some competencies to include on your

scorecard.

9. Outline your plan on how to sell this position to a prospective hire in terms
of the “Five F’s” of (1) Fit, (2) Family, (3) Freedom, (4) Fortune, & (5) Fun. See

instructions included herein on questions to ask to sell your firm well.

10. Define the on-boarding program and initial coaching you will deploy to help this
employee transition into your firm’s culture and the role over their first 12
weeks on the job. See on-boarding syllabus included herein for an example.

SOURCING

1. Identify the recruiting sources that make sense to utilize for this hire (referrals,
internal recruiter, external recruiter, job boards, etc.). See list of top job

boards for legal staff included herein.



2. Regardless of what recruiting sources you utilize, take time to convert your
internal job description & applicant scorecard created in the preparation phase
above into a public-facing job ad which:
a. Succinctly summarizes your company culture & mission as distinctively as

possible in a way that will attract “A” applicants and repel “F” applicants.
b. Makes the core competencies required to thrive in the role crystal clear.
c. Sell the position using the “Five F’s.”
This is your primary branding and sales document that will drive all sourcing
efforts, whatever form they take from here.

3. Engage recruiting sources as necessary, based on the source(s) selected.

SELECTING THE BEST AMONG THE REST

1. Initial Automated Filter: Devise a way to automatically filter through a large pile
of incoming applications efficiently. Examples of ways to do this – depending
on available resources and quantity of applications to filter through – include:
a. Short job description links to a longer job description on a separate

page, giving detailed instructions for how to apply (not though a job
board). Only applications received following those instructions are
considered.

b. Custom online applications can leverage things like resume scanners or
algorithms to triage applications in a slightly more precise way, but
require more up-front investment.

2. Pre-Interview Screening: After waiting at least a couple days from the initial
application (to filter the serious people from the people who are just applying
to a bunch of positions in one day), a simple email filter asking a question
like “What has you interested in this position for our firm?” can filter out more
applicants efficiently.

3. Self-Filtering Role Overview Presentation: A lengthy recording or LMS course
explaining the company, culture and role can give interested applicants all the
information they’re hungry for efficiently, and filter out poor-fit applicants who
aren’t even willing to digest such an overview without an interview, or
who – upon listening to said overview – deem themselves to not be a good fit \
for the organization… all without wasting hours on the phone talking to these
applicants in person.

4. Initial Screening Interview: Max 30 min. just to feel out some basic cultural and
soft competency fit for the role… as well as to explain the next steps.

a. What are your career goals?
b. What do you excel at professionally?



c. What are you not good at, or not interested in doing professionally?
d. In a professional setting, what is your pet peeve? What actions, types or

occasions set you off?
e. Who were your 5 previous bosses, and how will they rate you on a scale of 1-10

when we speak to them?

NOTE: A good screening interview process will filter out 90% of applicants that have made it  
this far in the process.

5. The Quiz: Sent to applicants after the initial interview to test for competencies
that are difficult to test for solely with interviews (like analytic thinking abilities,
among other competencies), test commitment to the role, and layer in a quasi-

                   objective level of written documentation to compare applicant answers against. 
See vetting quiz included herein for an example.

6. Topgrading Interview: For the handful of candidates who survive into this
process, this is a deep-dive interview into the candidate’s background, with a
focus on grading the candidate against their scorecard.

7. Personality Testing: Tests like Kolbe can be helpful to layer into the process at
times to add a quasi-objective measure to help determine if a person will be a
good cultural fit for the role, and predict some strengths and weaknesses in
terms of how they will interact with the rest of the team once hired.

8. Focused Interviews and In-Person Interviews: Can be structured to involve
more team members in the vetting process, giving each member of the
interviewing team an opportunity to do a deep dive into only one of the
competencies on the scorecard, in a short, focused, 30-minute interaction with
the applicant.

9. Background Checks & Reference Check Interviews: Reference check interviews
should be arranged by the interviewee to speak to (1) three past bosses, (2) two
co-workers & (3) two subordinates. Be aware of people who aren’t willing to
help, or only want to give you the dates of employment, with nothing further.

READY, AIM, HIRE! 

1. Draft a formal offer letter, to include the new employee’s start date, any
requisite NDAs, non-compete clauses, and a clear articulation of the details of the 
compensation package, including benefits, bonuses and paid time off. See sample offer 

letter included herein for an example.

2. Ensure the details of your on-boarding program and any initial coaching you will
deploy to help this employee transition into your firm’s culture and the role over their first 
12 weeks on the job are firmly in place prior to their start date. See on-boarding syllabus 

included herein for an example.



EXAMPLE ON-BOARDING SYLLABUS 

Logistics (8 hrs.)
• Staff introductions and welcome aboard meeting with firm owner.
• Kickoff meeting with university instructor to go over training curriculum.
• Complete all requisite on-boarding paperwork, confirm business cards ordered,

and review Employee Handbook.
• Get setup with all requisite technology logins and take some time to setup and

familiarize yourself with the same.
• Obtain (and take home with you) all key firm documents you will need to

complete the next two weeks of the course.

Culture (13 hrs.)
• Growth mindset training.
• Reading on sales mindset and value-based selling.
• Training on “Creator” mindset and conflict management.

Technical (11 hrs.)
• Explore 7 fundamental areas of strategic business planning.
• Delve into specifics of law-firm financial controls and budgeting
• Understand key cash management policies and procedures imperative to high

growth firms.

Deliverables (3+ hrs.)
• Begin to review and critique firm’s policies and procedures, starting with the

quickest financial impact: expense management
• Strategic SWOT analysis on the firm’s Budget, Business Plan, and Key Financial

Reports

Culture (16 hrs.)
• Continued growth mindset training.
• Training on management strategies and tactics to get things done

WEEK 1

WEEK 2

“The only thing worse than training your employees and having them leave is not 
training them and having them stay.”

– Henry Ford –



Technical (13 hrs.)
• In depth training on the systems and systemization of a law firm.
• Understand the production base of the firm and create SKUs and pricing.

Deliverables (6+ hrs.)
• Gap analysis of PSP manuals with proposed solutions
• Deliverables learning the case and file management systems
• Efficient and productive calendar optimization

Culture (13 hrs.)
• Completing growth mindset training.
• Learning to drive productivity through gamification for a fun workplace

environment

Technical (9+ hrs.)
• Learning the KPIs and dashboard factors that matter most for small law firms.
• Creating a KPI-driven culture within the firm
• Draft a Personal Business Contribution Plan to provide a clear path to 5x ROI

quarter-over-quarter

Into the Fray! (8 hrs.)
• Learning the KPIs and dashboard factors that matter most for small law firms.
• Meet EVERYONE at the firm, and know clearly what they do
• Discuss with the owner the Gaps found in PSPs and KPI-driven culture and

layout the action plan for change

Course Wrap-up (8 hrs.)
• Finalizing Personal Contribution Business Plan
• Develop action plan for implantation
• Agree to scoreboard, how and when of measurements
• Graduation!

WEEK 3-4



PERSONAL BUSINESS CONTRIBUTION PLAN

While all the various duties and responsibilities I am responsible for – and will be held 
accountable for –  are outlined in the job description for this role, I ultimately define success 
by my ability to drive three over-arching goals I have for this firm over the next {year}.

1. Growth: I will work with {the owner of the firm} to help {the firm} achieve a
growth rate of {__%} by {date}.

2. Profits: I will optimize the {the firm’s} operations (and pricing strategy, as
necessary) to increase the profit margins to {__%} by {date}.

3. Culture: I will help cultivate a culture that (A) is optimized for efficiency, (B)
advances the company mission, and (C) attracts and retains top talent.

My ability to achieve these goals is contingent on my success toward smaller, more defined, 
goals that represent the milestones along the path toward these over-arching goals. Those 
Objectives and Key Results (OKRs) are detailed below, with an emphasis on my focus over 
the next quarter, with placeholders for OKRs “in the que” to chase after in subsequent 
quarters.

THE BIG PICTURE

How {I} will drive success for {Our Firm} over the near term. 

OBJECTIVE: Growth Rate

KEY RESULTS:
1. Quantifiable Milestone 1
2. Quantifiable Milestone 2
3. Quantifiable Milestone 3

OBJECTIVE: Milestone 7

KEY RESULTS:
1. Quantifiable Milestone 7a
2. Quantifiable Milestone 7b
3. Quantifiable Milestone 7c

OBJECTIVE: Profit Margin

KEY RESULTS:
1. Quantifiable Milestone 4
2. Quantifiable Milestone 5
3. Quantifiable Milestone 6

OBJECTIVE: Milestone 8

KEY RESULTS:
1. Quantifiable Milestone 8a
2. Quantifiable Milestone 8b
3. Quantifiable Milestone 8c

OBJECTIVE: Culture

KEY RESULTS:
1. Quantifiable Milestone 7
2. Quantifiable Milestone 8
3. Quantifiable Milestone 9

OBJECTIVE: Milestone 9

KEY RESULTS:
1. Quantifiable Milestone 9a
2. Quantifiable Milestone 9b
3. Quantifiable Milestone 9c

OBJECTIVE: Maximize Profits!

KEY RESULTS:
1. Improve Growth Rate
2. Improve Profit Margin
3. Improve Company Culture



POTENTIAL ROADBLOCKS

Below are the potential roadblocks that risk standing in the way of me achieving the goals 
outlined above. They are listed here so they can be on our radar, to guard against them 
halting progress against these goals:

•
•
•
•
•

OBJECTIVES TO BE REACHED BY:

OBJECTIVE 2

Measurable Key Result 4

Measurable Key Result 5

Measurable Key Result 6

OBJECTIVE 3

Measurable Key Result 7

Measurable Key Result 8

Measurable Key Result 9

OBJECTIVE 1

Measurable Key Result 1

Measurable Key Result 2

Measurable Key Result 3

Aligns to Owner Objective of: 

Aligns to Owner Objective of: 

Aligns to Owner Objective of: 

TOTAL %

%

%PROGRESS

PROGRESS

OBJECTIVE

FULLFILLMENT

OBJECTIVE

FULLFILLMENT

OBJECTIVE

FULLFILLMENT

%

%

%

%

%

%

PROGRESS

%

%

%

%



Below are the key action items I will need to execute, or supervise the execution of, to drive 
toward the Key Results noted above.

KR 1

KR 1

KR 1

KR 1

KR 1

KR 2

KR 2

KR 3

KR 3

KR 4

KR 4

KR 5

KR 5

KR 6

KR 6

KR 7

KR 8

KR 8

KR 9

KEY RESULT ACTION ITEM

KEY ACTION ITEMS REQUIRED TO ACHIEVE THE RESULTS 
DEFINED ABOVE.



IN THE QUEUE

Below is a placeholder list of some potential OKRs to focus on in future quarters. For 
now, however, these are being tabled, while I focus on the priorities outlined above. 

Objective:

1. Key Result:

2. Key Result:

3. Key Result:

Objective:

1. Key Result:

2. Key Result:

3. Key Result:

Objective:

1. Key Result:

2. Key Result:

3. Key Result:



Objective:

1. Key Result:

2. Key Result:

3. Key Result:

Objective:

1. Key Result:

2. Key Result:

3. Key Result:

Objective:

1. Key Result:

2. Key Result:

3. Key Result:



NOTES



NOTES


