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In the THIRD stage of growth of every law firm the focus becomes managing this 
animal of a business and keeping a steady stream of clients coming in to keep the 
team busy!  The entrepreneur inside is also asking, “how can I maximize profit 
and find opportunities to scale?” 

The third stage of growth has its difficulties but with some focal attention those 
challenges quickly give way to the amazing opportunities.  Key to that transition is 
using the numbers and metrics to give us clarity on where the firm is currently so 
we can strategically plan to get to where we want to go! 
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ELEMENTS FOR BUILDING A SUCCESSFUL BUSINESS 
TO GET PAST THE 3RD STAGE OF GROWTH
1. Revamp the Business Plan.

2. Track and Analyze the Financial Numbers and the Metrics with the 
 6 Key Financial Reports.

As a firm in the Third Stage of Growth it is imperative to identify and 
implement greater financial controls and metrics in the firm.   These objective 
numbers give the firm clarity on what is working, what is not working, what is 
profitable, and what is not profitable. 

There are 7 working parts in every business.

1. Marketing
2. Sales
3. Production
4. People
5. Physical Plant
6. Money/Metrics
7. YOU

A business plan fleshes out each of these 7 working parts to explain in plain 
English …

How you are going to get clients in the door, how you are going to 
convert them timely and efficiently into paying clients, the processes 
for getting the work done, how you are going to hire, train and make a 
profit with staff to get the work done, where they are going to work and 
what tools they need, and how we are going to know if it is all working. 

A successful business must meet the Owner’s financial, professional and 
personal needs while allowing sufficient funds to continue to build and invest 
in the future of the firm.  A good business plan helps develop that path to get 
there. 
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A cornerstone to building a sustainable business is tracking and analyzing 
the black and white numbers that tell us the true story of what is going on 
in the business.  Revenues by month, profit margins, collectability rates, 
conversion rates, cash flow projections, etc., all give us the insight into where 
the firm is going.  That is because in the earlier stages of growth, the lag 
metrics (metrics that tell us what happened in the past) worked fine but to get 
to the next level one needs to also focus on the leading metrics (metrics that 
will tell us what is coming in the future).  

There are 6 key financial reports every law firm should be looking at and 
these become instrumental to helping a successful business owner get to the 
next level.  For instance, Reviewing the assets and debts of the firm on the 
balance sheet, together with a P&L give insight into the big picture of what is 
going on in the firm.  The cash position and the budget variance give a more 
ground level view and the WIP reports and/or Pipeline Reports tell the firm 
what is coming in the near future.  
 
A successful business owner at the 3rd stage of growth analyzes these 
numbers with the help of a CFO who understands small profitable law 
firm growth. 

It is there in the analysis that a firm can see the small things that are 
preventing the firm from operating with greater efficiencies and profitability.  
That is because often between $750k and $1.5M the answer to growth isn’t 
always “hire more people” it is focused instead on increasing the 5 R.U.L.E.S 
of Profitability. 

Another key element is transitioning to working more ON the business rather 
than IN the business.  To be the owner of a $1.5M firm (or higher), one must 
step into the shoes as a leader with a clear mission and plan to take the firm 
to a higher level, but with checks and balances to ensure your team doesn’t 
take you for a ride.  This means the owner needs to spend more time ON the 
business strategizing, planning, organizing and authorizing the team to take 
action. 

3. Spend More Time Working ON THE BUSINESS than In the Business and 
 Hold Your People Accountable. 
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This is often difficult as the owner is still wearing many different hats and 
often falls into the trap of believing they are still the best person for the job.  
This pain point can ultimately choke a firm if the owner is not able to learn the 
art of delegation and bring in great people to execute on the great ideas. 

But with developing other great individuals on the team comes the 
responsibility of making sure you are correctly managing your bookkeeper 
and CFO.   Law school didn’t teach us many important skills and yet 
managing your people, especially your bookkeeper, is such a critical skill that 
must be learned and honed.  

ACTION PLAN:

Just like a foreign language you don’t yet know; financial numbers often feel 
foreign until you learn how to find your numbers and read your numbers.  
That means going to your bookkeeper and/or CPA and getting your 6 key 
financial reports and taking the time to review them.  The numbers tell you a 
story about the health and wealth of the firm if you take the time to see it.  

At this stage of growth, you should have a bookkeeper helping you gather 
your numbers and if you don’t understand what you are looking for or what 
the numbers mean GET HELP by finding a good CFO who can help you 
understand the numbers.   

A key goal at the 3rd stage of growth is to drive both your topline revenue 

1. Know Your Numbers. 

2. Analyze and Strategize the numbers with a CFO. 
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growth and your bottom-line profit margins.   This means analyzing your legal 
team and production capacity to know what they are capable of generating 
month over month.  This means analyzing your profit margin and planning 
additional growth that doesn’t just grow revenue equal to the growth in 
expenses.  This mean strategizing your 5 R.U.L.E.S. of Profitability so the 
firm is constantly honing all areas and not just growing the staff. 

Identifying areas to improve is only part of the battle.  It also requires building 
the plan and executing to move the firm forward.  Every good plan has a 
hypothesis and estimated ROI which acts as an objective measurement to 
whether the plan should continue or if you need to pivot along the way.   

3. Execute with a Plan Forward!

If you are ready to get help breaking through the 7-figure 
barrier and are ready to take control of your firm and grow it the 
way you want, click here to schedule an appointment right now.

WHO IS GOING TO HELP YOU: 

A CEO to a small law firm helps guide the firm in building the business plan, the 
budget and holding the owner accountable to do the things which will help it grow.  
A CEO is a blend of a mentor, a coach, an accountability partner, and an ass-
kicker. Your CEO helps you with the big pictures views and keeps you moving 
forward. 

Your COO is there to guide you in developing the policies, procedures and 
systems to build out your law practice into a true law firm business.   The best 
news is that the COO works with the owner to learn the vision of what you are 
building and then works with the staff to make sure it gets built. 

Your CFO is there to help you know your numbers and then strategize growth 
with the numbers.  The CFO helps with analyzing the profitability of your team and 
your capacity.  Your CFO gives you the ability to manage your bookkeeper with 
the use of reports and dashboards.  Your CFO is there to help you make informed 
decisions so you can lead your firm forward.  

YOUR CEO, YOUR COO & YOUR CFO

http://www.howtomanageasmalllawfirm.com
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You’ll be able to choose a time that works for your schedule and then when you 
speak to one of our team Members, you’ll be able to ask all your questions and 
most importantly discover how you could be growing a much healthier, much more 
profitable firm in the next 18 months.  You can and should have a firm that serves 
you professionally, personally, and of course financially. 

Taking action sounds easy, but when you start doing it is where it gets tough.  Don’t 
reinvent the wheel.  There are hundreds of successful small law firm owners who 
have taken the first step by scheduling an appointment and you owe it to future 7 
Figure Law Firm Business Owner Self to at least learn what options are out there to 
help you move forward! 

SCHEDULE YOUR DISCOVERY CALL RIGHT NOW.

Dedicated to Your Success,

Team How To Manage A Small Law Firm

P.S.  Don’t just take it from us.  Read some comments from law firm owners who were 
once where you are right now.  Don’t take it from us.  The proof is in the pudding …

“This program helps to guide you in building up and out your team 
members so that you can accomplish the growth of all the moving parts 
of the firm …

They’re going to teach you financial reporting, bookkeeping, they’re going to teach you the 
basics of marketing, and then up level you to higher functions of marketing. There’s people 
on your team that need to wear these hats because the owner can’t wear all the hats. This 
program will systematically build out and teach you the directions and the procedures the 
policies that your firm needs to be able to show those team members how they can be 
efficient and effective in their role.”This program is brought out incredible richness within 
myself, and not only monetary riches but also inner riches. Part of that comes from the 
freedom of not having to carry everything all the time” 

-Corine Rogers Holy, Brotman Law, San Fransisco, CA

http://www.howtomanageasmalllawfirm.com/appointment
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‘My Gross Revenues Grew 48%!’

“It’s been one year so in this one year since joining the program my gross revenues grew 
48%. The best thing I did was create systems so that I could offload the burden of everything 
that I was carrying on my own shoulders and develop a team.

This program is brought out incredible richness within myself, and not only monetary riches 
but also inner riches. Part of that comes from the freedom of not having to carry everything 
all the time” 

-Michael Cohen, Micahel H Cohen Law Group, Palo Alto, CA

 ‘My Stress Level Has Plummeted’

“It gives me goosebumps thinking about it. You laid out how to grow a million dollar a firm 
on paper… This was October 2014 and October of 2017 is exactly when we hit it. 

We’re just going to keep doing it and I don’t lose sleep anymore, my stress level has 
plummeted, I’ve finally become very relaxed and I feel great about where the firm is headed 
and comfortable that whatever happens, we can handle.” 

-Brett Trembly, Trembly Law Firm, Miami, FL

‘When I started I was $340,000 and now I’m at $665,000’ 

 “My firm had been just growing just growing by dribs and drabs, and I wanted to have more 
profit from my business so I could do more for my family. When I started I was $340,000 
and now I’m at $665,000, which is close to double what I did two years ago.

When I joined I thought having a $1,000,000 firm was completely ridiculous. ‘That’s not 
possible for me to have a $1,000,000 firm.’ And now my goal is to have a 1.2 million dollar 
firm.” 

-Lisa Speaker, Speaker Law Firm, Lansing, MI
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‘It’s about building something that can give me more freedom’ 

“It’s really not about the money. It’s about building something that can give me more freedom. 
Once I built this firm that can run without me that’s going to allow me to spend more time 
with my kids. We try and provide them the things that they need no matter what… But it’s a 
whole lot easier to do that with a million dollar law firm.

My goal for 2017 was to end the year at $350,000, and I ended the year at $500,000. As I 
stand here before you today my goal for 2018 is to gross a million dollars.” 

-Holly Moore, Moore Family Law Group, Corona, CA

‘We’re Learning How To Create A Successful Business’

 “When we first joined, I think the biggest myth was, ‘we’re different, we practice immigration 
law what they’re teaching us really doesn’t apply to us. Maybe for other types of law.’ That 
was the biggest one, and at the end of the day we found out that know what we’re learning 
is how to create a successful business.”

-Alfredo Lozano, The Lozano Law Firm, San Antonio, TX

“Last Year We Grew About 40% In Gross Revenues…

We added people and things like that, but prior to that we were probably growing about 
20% a year. We want to at least double or hopefully more.”

-Phil Bluestein, Rocky Mountain Health Care Law and Wills and Trusts, Boulder, CO

P.P.S.  To help you with your action plan, on the following pages we’ve 
included the 6 key financial reports referred to earlier in this report as well 
as the 5 R.U.L.E.S. of Profitability.  These tools will not only be incredibly 
helpful to you right now, they’re also an excellent demonstration of the type 
of intelligence you’ll get from working with us to grow your firm. Remember, 
helping you get that business is THE business we’re in.  START HERE.

http://www.howtomanageasmalllawfirm.com/appointment
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6 KEY FINANCIAL REPORTS

5 R.U.L.E.S. OF PROFITABILITY

□ Budget Variance Report Jan 1 – Dec 31 (By month).
□ Aged Accounts Receivable Report.
□ Rolling 12 Month Revenue And Expense Report.
□ WIP Report or Pipeline Report
□ Weekly Cash Flow Forecast (6 - 8 weeks ahead).
□ Balance Sheet.

R = Rates
U = Utilize Your Team
L = Leverage Technology
E = Expenses
S = Speed of Collection. 



2019 © How To MANAGE A Small Law Firm11

www.HowToMANAGEaSmallLawFirm.com/appointment/

https://howtomanageasmalllawfirm.com/appointment/

