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Maximize the Productivity of Your Support Team

n conversations with principals of law firms,

discussion often moves towiard some version of

‘st Member) is not getting the job done”
This compliint varies from mild to scvere, but when
1 guestion aitorneys as (o how they contribute (o the
problem, the wheels of thought begin o turm . With
that in mind, here are a few critical steps (o increase
vour suppaort sLdT’s productivity:

Set clear aondd vealistic expectations. Many attor-
neys have no iden how long it actually takes to get the
requested work done. I you are asking a support per-
son o do something you have never done, try doing it
voursell first to sce how long it takes and 1o discover
the kinds of problems that one might encounter. Don't
assign tasks at the last possible moment and expect
miracles.

Write ¢ fob descripifon. Job descriptions are best
when written by the person holding the position
Alernatively, the emplovee and the manager can write
the descripion simultaneously and then compare the
versions, Discuss and agree on duties. Work out the
discrepancies, Be sure that the stalf person under-
stands the expected level of performance and that
vou regulacly communicare about performance and
pProgress,

Rewenber that o ave e ferson responsiile for
atll ok, No matter how much vou belicve otherwise,
vou cannot delegate that responsibility. Associates and
the support team are in a “helper” relationship with
vou,

Acconntabulity s a free chodee. Inmost Law oflices,
team members are busy with a multitude of tasks and
deadlines. Yet, the boss just keeps heaping on the
work, Stall members may Gike on cascs or tasks to
accomplish, but true accountability can only be devel
opcd by clear communication of the needs and dead-
lines, and with the agreement of the stall member o
be held accountable, For authentic agreement to
oceur, every individual muost huve the freedom o say,
Tean't get that done in the necessary time frame.”
The absence of permission o say “No™ is common in

law firms — but wherever emplovees lack the right o
turn work away, they have no possibility of being
accountable o get work done well and m a timely
TTEINIET,

Regrlar commenicalion mest be waintained in
Proatly dfivectfons, When work s assigned to stadl mem-
bers, the responsibility for the efficiency and quality ol
the work remains with the principal. Principals must
develop habits and methodologies of communicating
{especially listening) with their team, They also must
croate policies that encourage stll to initite discus
sion about difficuliies long betore they become proly
lems. Weckly meetings with each member of your
team — in private if at all possible — will facilitate
much more productivity than they consume in the
loss of “hillable hours” By developing good communi
cation with your stdl, you can lead a team that per
forms well and takes care of all your firm's duties,
abligtions, and possibilitics,

Honest evaluations are orilfcal. Most team mem-
bers that | have interviewed don’t complain about
heing criticized for poor performance (in spite ol the
et that principals often complain about the pertor
mance of their staft), Frequently team members say
that they hear nothing — good or bad — about how
they are perceived. They operate in a vacuum, nol
knowing whether their boss is thrilled with their pro-
duction or just coping.

Greal performers in sports soud the performing ans
receive acckim and criticism from the public, their
peers,and critics. which help them improve. By using
these methods, your firm can perform better as well,

— Stilrndttecd by Dennis MoCne, CMO at the regrivsi
af the Law Practice Mandagement Section Executive
Cenmmiiter. MoCue @5 a certiffed management consal-
fant and principal of Dyaamic Firm Management, He
speclalizes in the management concerns of law fivims,
Fe can be veached af (949) 620-2220 or by visiting
wrierdynemicfivaccom. The opdnions expressed are
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