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The Comfortable 
Don’t Grow The Importance 

of Setting 
Goals and 
Implementing 
Metrics to 
Track Them

your odds of a positive outcome for yourself 
or your business further, you need to use 
metrics to measure your progress and have 
an action plan for achieving your goals.

The Importance of Goal Setting
One of the most effective ways of grow-
ing your business is through goal setting. 
Setting goals is a good way to clarify your 
focus, measure your progress, and track 
your achievements. Goals present a chance 
to push yourself to the outer limits of your 
comfort zone to take calculated risks. The 
more you are willing to stretch yourself, the 

greater gains you will make over the long 
term. Creating a plan for sustainable and 
intentional growth is the whole purpose 
of goal setting and accompanying vision 
statements. By undertaking these tasks, 
you can aid your law practice in reach-
ing new levels of success. Alyssa Gregory, 
7 Ways to Take Your Small Business to the 
Next Level, The Balance Small Business 
(May 31, 2019).

The system that I prefer for goal setting 
incorporates S.M.A.R.T. goals:
• Specific: Goals should be simplistically 

written and define what you will do.

By Jeremy W. Richter

Stretching yourself leads 
to success; setting goals 
can help you stretch.

If there were one thing that you could do to increase your 
likelihood of success by 40 percent, would you do it? Of 
course, you would. Statistics have confirmed that writing 
down your goals is that thing. But if you want to increase 
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• Measurable: Goals should be measurable 
so that you have tangible evidence that 
you have accomplished the goal. Usu-
ally, the entire goal statement is a mea-
sure for the project, but there are usually 
several short-term or smaller measure-
ments built into the goal.

• Achievable: Goals should be achievable; 
they should stretch you slightly so that 
you feel challenged, but they should be 
defined well enough so that you can 
achieve them. You must have the appro-
priate knowledge, skills, and abilities 
needed to achieve the goal.

• Results focused: Goals should measure 
outcomes, not activities.

• Time bound: Goals should be linked to a 
timeframe that creates a practical sense 
of urgency, or to a timeframe that results 
in tension between the current reality 
and the vision of the goal. Without that 
tension, the goal is unlikely to produce 
a relevant outcome. 

Univ. of Virginia Human Resources, Per-
formance Management.

Since the fall of 2016, I have been dili-
gent in setting goals for the upcoming year. 
The experience has been transformative for 
me in both my law and writing practices. I 
have not met all the goals that I’ve set. Far 
from it. Maybe I’ve met half of them. But I’m 
certain that the practice of goal setting has 
propelled me further down the path of suc-
cess than where I would have been other-
wise. That’s the importance of goalsetting: 
it drives you toward achieving a particular 
objective and the results that you want to 
accomplish.

Be particularly mindful of the goals 
that you think are too ambitious. They are 
sneaky. Even though they often go unful-
filled, they have the effect of driving you 
harder and creating momentum for future 
success. Whether you experience the par-
ticular joy of meeting a goal within the 
time parameters that you set can be incon-
sequential. You should look instead at what 
having the goal enabled you to accomplish 
that you may not have done otherwise.

Consider these thoughts from Sonya 
Highfield of Real World Creatives:

The best thing I did to up level my busi-
ness was acknowledge I had big dreams 
and accept I was allowed to pursue 
those. Once I realized I am just as excep-
tional, and human, as everyone making 

Oprah/Beyonce/Marie Forleo money, 
then I could direct my businesses in a 
way that aligned with my desires. I felt 
at ease charging more, working more 
hours, and talking about my goals and 
accomplishments. It’s okay to set crazy-
high goals no matter where you are in 
life. The truth is there’s room for all of 
us to be wildly successful.

Level Up Your Business, beckymollenkamp.
com.

Looking to the Past for 
Evidence of Success
When I first bought the moleskin notebook 
where I write down ideas, two of my earliest 
entries pertained to goals for my law prac-
tice for 2017 and goals for my law blog for 
the last five months of 2016 and into 2017. 
I had launched the blog in June 2016, and 
up until August, traffic had been… meager, 
stilted, inconsistent. So, my goals for the 
rest of 2016 were humble: have daily traf-
fic on the website; have at least one guest 
writer on the blog; and publish six to eight 
posts per month.

What happened the rest of the year? In 
November, I had ninety-four visitors to 
the blog and published nineteen articles. 
In December, 393 visitors came to the site, 
and I published seventeen articles. I was 
also listening to podcasts and reading as 
much as I could about growing the blog and 
improving my content. But most impor-
tantly, I found a community of people who 
supported my work and were interested in 
what I was doing.

At the same time that I committed 
those 2016 goals to paper, I also devel-
oped my goals for 2017: average 100 visi-
tors each month; publish two articles per 
week; and publish my transportation lit-
igation primer e-book. Based on where 
my blog was positioned when I made the 
goals, they felt big at the time. As it turned 
out, because of several factors (including 
the relationships that I had formed), my 
goals should have been more ambitious. 
By the end of 2017, the blog had more than 
2,200 visitors per month, and I met my 
other goals, as well.

You may look at those numbers and 
think that they’re still pretty meager. And 
I won’t disagree with you. At that point, my 
law blog was a fragile seedling—something 
I was just trying to keep alive. It has since 

developed into a profitable business on its 
own, a source of business referrals for my 
law practice, and the foundation on which 
I have built my author business.

I have also implemented goals when 
it comes to my book sales. I set five goals 
for 2019. One of them was ambitious, and 
even at the time of setting it, I was unsure 
whether it was achievable. I set out to 

sell 1,000 copies of my books, Building 
a Better Law Practice and Stop Putting 
Out Fires, in 2019. Knowing that my goal 
would be difficult to accomplish, I put a 
plan in place to increase the likelihood 
of selling my books. I promoted them on 
social media, did podcast interviews, had 
others with audiences review and help 
promote the books. I did all the things 
that I had time to do while still running a 
hectic litigation practice. And by the end 
of 2019, I had sold about 500 books. Half 
what I had set out to do, but more than I 
would have done had I not had a goal to 
push toward.

Looking to Others for Evidence 
of Goal Setting’s Effectiveness
Rather than tell you more stories about my 
own goal-setting successes and failures, I 
have reached out to two other lawyers. I 
asked them what goal setting has enabled 
them to accomplish with their businesses 

I have not met  all the 

goals that I’ve set. Far 

from it. Maybe I’ve met 

half of them. But I’m 

certain that the practice 

of goal setting has 

propelled me further 

down the path of success 

than where I would 

have been otherwise.
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in the last year and what they have in mind 
for their futures.

Chris Ambrose of Harvest 
Legal, Emporia, Kansas
I’ve known Chris Ambrose for a couple of 
years now, and we have had innumerable 
conversations about the efforts that he’s 
been making to grow his law practice. He’s 

taken specific steps to be more productive 
and delegate work to increase his efficiency. 
These measures have paid off by enabling 
him to become more profitable and have 
room for growth.

Chris explained, “This past year I had 
set up in my practice management software 
some billing and time goals, which I’ve 
been able to keep. If anything, I’ve under-
estimated them.” “Underestimated them” 
is an understatement. I can’t remember a 
month in 2019 in which Chris hasn’t met 
his billable goals well before the month is 
out. He’s able to track that because he set 
specific and measurable goals. Here’s what 
that looks like for his year as a whole.

At the time of our interview in Octo-
ber 2019, Chris projected, “I will hit yearly 
goal by mid-November. As it stands, I’m 
18 percent over my year to date goal as 
of today.” He has been able to do this 
while still spending tons of time with his 
growing family and doing competitive 
cycling (which he’s called a part-time job). 
Because he knows exactly what he wants 

to accomplish, Chris can do that without 
it having to come at the expense of his per-
sonal life.

With 2019 having gone so well, I asked 
Chris what he had in mind for 2020. He 
responded,

For next year, we have implemented 
some new task tracking tools to help me 
better stay proactively on top of stuff, so 
I don’t accidentally fall behind due to 
the sheer amount of work I do. Also, I’ll 
be continuing my practice management 
goals with more billable hours, and con-
tinuing to train my assistant to lean on 
her further for helping me get rid of all 
the non-billable work I can. Finally, the 
last goal will be to work on content cre-
ation in a meaningful way and not be 
so wrapped up in the work I have that 
I don’t work on expanding my busi-
ness still.
But his next sentences are the one that I 

found both most revealing and something 
that I can identify with. “I’m thinking I’m 
going to up my billable goal by 11 percent 
next year. Part of me is anxious I won’t hit 
it,” he said.

Good! If you’re not setting goals that 
create some uncertainty, you’re not being 
ambitious enough. Your goals should 
scare you a bit. The importance of goal 
setting is that it stretches you beyond 
your comfort level. Entrepreneur Bedros 
Keuilian has this to say about ambitious 
goal setting: “If you aren’t scared, it means 
you’re in your comfort zone. It’s impossi-
ble to grow in your comfort zone, so now’s 
the time to go charging out of it. Because 
big thinking leads to big results.” Bed-
ros Keuilian, How to Level Up Your Busi-
ness and Unlock Success, Entrepreneur 
(Mar. 7, 2019).

“Young Litigator” in the Wild West
If you aren’t following “Young Litigator” (@
young_litigator) on Twitter, you are miss-
ing out on someone who has taken her 
practice by storm in a short time. She is 
transparent about both her good and bad 
experiences. And she is exemplary in the 
ways that she conducts herself and her law 
practice.

Knowing that Young Litigator, other-
wise known as “YL,” had experienced an 
incredible 2019, I asked her to share what 
that had looked like.

When I started 2019, I looked at how 
my 2018 ended and what I could do to 
grow in the upcoming year. Still newly 
solo and not entirely sure how to mea-
sure those goals and growth, I looked 
mainly to my 2018 numbers (I started 
solo March 2018). I hired my full-time 
paralegal in Sept. 2018, and this is when 
I really started setting monthly mini-
mums to meet instead of just flying by 
the seat of my pants.

I surpassed my first few months goals 
and continued that into 2019. Just trying 
to be a little better every month, being 
more cognizant of billable hours, and 
overall have a better monthly average 
for the full-year revenue than the pre-
vious year.
But that doesn’t mean that the success 

that she was experiencing came without 
any difficulties.

A hiccup I had in those goals was grow-
ing in office space. It was one of my pri-
ority goals for 2019 as I had outgrown 
the tiny space with a FT employee. Early 
on in the year I moved from a one office 
+ reception suite to a two office + confer-
ence room + reception + supply closet/
workroom suite. I had more than tri-
pled in square footage, and it was in the 
prime downtown district with other 
businesses.

The setback was that the expenses 
went up nearly three times and added 
the expense of parking spaces, plus pur-
chasing new furniture to fill the space. 
So while I was steadily increasing my 
monthly revenues, and I had met my 
goal of growing in space, I had the added 
expenses that were setting me back from 
making more take-home money.
After she ran into the problem, YL did 

exactly what she needed to overcome it: 
she created a plan for her business and set 
goals.

To overcome this, I realized I couldn’t 
just do a little better each month than 
my 2018 average. I needed to grow expo-
nentially. First, I set guidelines for my 
paralegal in billing each week. She had 
really just been doing a lot of non-bill-
able admin work before that.

I set guidelines for myself in billing 
each week. I also increased my retain-
ers for family law matters and only took 
those that could pay those higher retain-

If you’re not setting 

 goals that create some 

uncertainty, you’re not 

being ambitious enough. 

Your goals should scare 
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of goal setting is that it 

stretches you beyond 

your comfort level. 
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ers. This cut back on any outstanding 
unpaid bills. I also focused on adver-
tising—where I should cut (I cut my 
monthly SEO package) and where I 
should spend (I added google ads for the 
first time, increased my Avvo boosts, and 
did a TV package). I focused on getting 
more contingency cases-PI and SSDI.

In three short months, I had so much 
new contingency business, I was turn-
ing a lot away. The little bit of advertis-
ing money was well spent.

In the end, what has resulted from all this 
growth for YL?

Now, my 2019 monthly avg revenue is 
up 65 percent from last year. (While 
my expenses are up 33 percent.) So I’m 
still managing growth, just in different 
terms. And in a new office I love that I 
can continue to grow in for 2020.

Looking Forward for Future Success
Dr. Gail Matthews of Dominican Univer-
sity in California has studied goal setting, 
and her study revealed people are 42 per-
cent more likely to achieve goals for the 
mere act of having written them down. 
Peter Economy, This Is the Way You Need to 
Write Down Your Goals for Faster Success, 
Inc. (Feb. 28, 2018).

It really is as simple as that. The singu-
lar act of writing down your goals increases 
your odds of success by more than 40 per-
cent. Even if you’re skeptical about the 
importance of goal setting, isn’t it worth 
doing? If you haven’t set written goals 
before, what have you got to lose?

If you have been setting goals, how are 
they coming along? Have you put your list 
where it’s staring at you every day, beckon-
ing you to take affirmative steps that will 
enable you to achieve those goals? Or has it 
been a rough start? Persevere. Keep plod-
ding forward. The importance of goal set-
ting is that your goals serve as fixed points 
that help you navigate your practice and 
instruct the decisions you make.

Start planning now to give yourself the 
greatest likelihood of success. And don’t 
be timid about being ambitious. Richard 
Branson is quoted as saying, “When people 
are placed in positions slightly above what 
they expect, they are apt to excel.” Do this 
for yourself. Push yourself to excellence by 
increasing your expectations for yourself 
one goal at a time.

Monitor Goals with Key 
Performance Indicators
For 2019, I set as one of my goals generating a 
certain amount of revenue through my bill-
able hours. To make that more manageable, 
I broke it down into how much I needed to 
bill each day to attain my yearly goal. This 
type of metric is a key performance indica-
tor (KPI) that would enable me to demon-
strate how effectively I was achieving my 
business objective: being profitable.

I established that I wanted to generate a 
specific amount of revenue per day for 236 
days. That wasn’t just a random number of 
days. Here’s how I arrived at it: there were 
251 workdays in 2019 (excluding weekends 
and holidays), so I figured that between 
vacation, speaking events, attending con-
ferences, and sick days, I should factor in 
missing up to fifteen workdays.

My next step was to modify a spread-
sheet that would enable me to keep up 
with those figures. Because I already had 
a spreadsheet for my time entries, all I had 
to do was add a column to my spreadsheet 
and plug in a formula that would allow me 
every day as I entered my time to see how 
much money my time entries amounted 
to each day. The only value that I had been 
looking at previously was the number of 

hours I was working each day. But since 
my rate varies by client, that one indicator 
was insufficient to inform me about how 
much revenue I was generating each day. I 
needed a new metric to monitor my prog-
ress toward my goal.

By using this metric to track my per-
formance, I could surpass my goal. Not 
only that, I knew by August that as long as 

I kept tracking consistently with what I’d 
done the first eight months of the year, I 
would have exceeded my goal by the time 
that the final bills went out for the year in 
December. Table 1 shows what that looked 
like specifically, broken down by month, 
number of workdays in that month, and 

Table 1

Month
Number of 
Workdays

Percentage of Billable Revenue Generated

January 21 days 114 percent of billable revenue generated

February 19 days 106 percent of Billable revenue generated

March 21 days 97 percent of billable revenue generated

April 22 days 97 percent of billable revenue generated

May 22 days 105 percent of billable revenue generated

June 20 days 108 percent of billable revenue generated

July 22 days 94 percent of billable revenue generated

August 22 days 105 percent of billable revenue generated

September 20 days 87 percent of billable revenue generated

October 22 days 124 percent of billable revenue generated

November 19 days 109 percent of billable revenue generated

December 20 days 100 percent of billable revenue generated

The singular act  of 

writing down your goals 

increases your odds 

of success by more 

than 40 percent. 
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percentage of billable revenue generated, 
compared to my goal.

Using Metrics to Measure S.M.A.R.T. 
Goals and Key Performance Indicators
We can use this data to show how it can 
help us monitor S.M.A.R.T. goals with 
appropriate metrics known as key perform-
ance indicators (KPIs). My specific goal was 

to generate $X amount of billable revenue 
in 2019. Since that is a number, it is mea-
surable. When I set the goal in 2018, I was 
pretty sure that it was achievable, since I 
was being made a partner and would get a 
rate increase along with my new position, 
but the new goal was an 18 percent increase 
over my goal from the year before. The 
goal was results focused in that it reflected 
the amount of work performed each day, 
rather than the individual tasks that com-
prised the number. Finally, the goal was 
time bound in that I had only a finite period 
to achieve it.

When goals and KPIs are clearly defined, 
they enable you to make sure that your daily 
activities align with your greater objectives 
for your practice. This alignment is the crit-
ical link between your daily performance 
and overall business success. Performance 
Management and KPIs, MindTools. With-
out goals or key performance indicators to 
provide you direction, you may be working 
hard, but paddling in circles and making 
no progress toward success. Settings goals 
and monitoring with KPIs ensures that 
your actions resonate with your intentions 
and move you toward a successful outcome.

Not all KPIs are this immediately quan-
tifiable though. For each of the last three 
years, I have had as one of my goals to add 
one, new insurance or corporate client to 
my book of business. While that meets all 
the S.M.A.R.T. criteria, achieving the goal 
is less straightforward than making sure I 
generate a certain amount of revenue each 
day so that I make my number by year’s 

end. The actions required to bring in a new 
corporate client are more nebulous.

By having the goal of adding a client, I 
can keep in mind that there are things I 
need to do on a regular basis to achieve it. 
I have to continue to market myself and my 
firm, maintain existing relationships with 
clients, keep up my presence in my busi-
ness and social communities, and push 
into new spaces. These all require specific 
actions that are identifiable although not 
quantifiable. And if necessary, I could cre-
ate an actionable plan to track whether I’m 
progressing toward the goal.

Aligning Goals with 
Business Objectives
Whatever your specific goals, they should 
align with your vision for your business. To 
that end, you can ask yourself these ques-
tions to help yourself better understand the 
context of creating KPIs that will be effec-
tive for you. MindTools, supra.

What Is My Vision for My Practice?
Hopefully, you’ve already put some thought 
into this one and maybe even written some 
things down. If not, now is a good time to 
do so.

Each of the goals that I discussed above 
is essential to the growth and success of my 
law practice—continuing to develop cli-
ent relationships and being profitable. It is 
imperative that your goals and KPIs align 
with your greater vision for your business.

If your KPIs are not integral to the prac-
tice’s success, you will be “aiming for a tar-
get that fails to address a business outcome. 
That means that, at best, you’re working to-
wards a goal that has no impact for your or-
ganization. At worst, it will result in your 
business wasting time, money, and other re-
sources that would have best been directed 
elsewhere.” What Is a Key Performance Indi-
cator?, Klipfolio.

Which Metrics Will Signify that I Am 
Progressing Toward My Vision?
I’ve identified above how I used metrics 
to monitor my progress. But your goals 
are likely different than mine. Maybe you 
want to increase your profitability by 10 
percent or increase the number of phone 
calls that you’re receiving from potential 
clients by 25 percent. Determine how you 
can put metrics in place that will allow 

you to analyze your performance in that 
area.

Which Strategies Should I 
Implement to Achieve My Goals?
Once you’ve established the goals and KPIs 
that will move you toward your vision, 
identify strategies that you can deploy to 
achieve them. This will take time, creativ-
ity, and diligence. Once you put your pro-
cesses in place, you will have to monitor for 
their effectiveness.

Can You Access the Data to Monitor 
Your Key Performance Indicators?
Goals and KPIs are only as effective as your 
ability to track them. You will need to make 
sure that you have the software or data avail-
able to you to keep up with the information: 
“When you’re deciding which KPIs to set 
up, plan how you’ll capture the information 
you need. Net profit requires a different set 
of data than customer satisfaction, for ex-
ample, and requires access to different sys-
tems.” MindTools, supra. The metrics that 
you need may be as simple as revenue and 
profitability. You may want to look at more 
advanced data such as comparing profitabil-
ity across various practice areas or lines of 
business. You’ll have to make sure that you 
have access to that information. If you want 
to monitor customer satisfaction, you may 
have to create a survey or some other tool 
that makes it measurable, and then entice 
customers to participate and give honest  
feedback.

What Gets Measured Gets 
Done… Sometimes
The axiom that “what gets measured gets 
done” is only partly true. Your goals and 
KPIs will not achieve themselves. While it is 
true that the mere act of writing down a goal 
boosts the likelihood of it being achieved, 
keeping a regular awareness of your KPIs will 
prompt actions that result in achievement.

Setting goals, writing them down, and 
identifying KPIs to support achieving those 
goals give you good ways to refine your fo-
cus, quantify your progress, and keep track 
of your achievements. Having goals “set in 
stone” that are backed up with KPIs can help 
you stretch yourself to the outer limits of your 
comfort zone to take calculated risks. The 
more willing you are to stretch, the greater 
gains you will achieve over the long term. 

Goals and KPIs  are 

only as effective as your 

ability to track them.
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