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GOALs FOR Retreat
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STATUS

It is important to include both tasks and desired behavioral changes on this sheet. Any items that need to be 
addressed after the retreat should be documented here.

action items

to do / action owner due date status
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Prep





STATUS

what are you aiming for?

5

What does success look like to you? Write your thoughts below. Be SPECIfiIC and include 

numbers where you can. (eg. # of hours or days you want to work in a week, # of vacations 

you want to take in a year, the car you want to drive, the house you want to live in, etc.)

What will you be thinking and feeling once you’ve created this success for yourself? Write 

specifIc feeling states you are fairly certain you will be experiencing at this future point.




STATUS

Do some rough math
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Do some rough math to figure out: what does the business need to do in terms of revenue for 

you to make the previous page a reality for yourself?




STATUS

Create anticipation
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What is an event that you can put on the calendar that will provide anticipation (i.e. 

vacation, conference, sabbatical)? What needs to go on your calendar to prepare? Think 

through milestones, training, systems, expectations, etc. 



DETERMINE YOUR AVERAGE VALUE 
PER MATTER


(OR CASE, OR FILE)

Average MATTER VALUE

Practice Area or Matter Type 1: 

Practice Area or Matter Type 2: 

Practice Area or Matter Type 3: 

Practice Area or Matter Type 4: 

Practice Area or Matter Type 5: 

Firm-wide: 

Flat Fee: [combined value of all NEW matters] ÷ [# of NEW matters]



Contingency: [total CASE fees] ÷ [# of closed matters]


Hourly Billing: [combined value of all closed matters] ÷ [# of closed matters]


8

Calculate your firm’s average value per matter - firm-wide, AND for each important 
practice area or matter type. The value of the matter is what the firm charged for the 
matter (whether or not it was all collected).



Within a specified date range (last 12 months, for example), use the equations below based 
on your firm’s fee structure. 




NOTE: If you are having trouble getting accurate information to calculate the average value per 

matter using above formulas, then do the following to get a reasonably close estimate:




[Last 12 months billed] ÷ [# of new matters] *Try to get at least 12 months of data if you’re going 

to go this route to calculate average value per matter
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pRACTICE AREA % OF REVENUE 

Calculate the percentage of revenue for each practice area or matter type that has contributed 
in the last 12 months (or pick another time frame that makes sense for your firm).



Practice area (or matter type) revenue ÷ total firm revenue


practice area
percentage of revenue

current % target % (for future)

Facts not feelings
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WHAT IS YOUR COLLECTIONS RATE?

Within a specified date range (last 12 months, for example), use the equation below to calculate your 
collections rate.

Collections Rate: [amount collected] ÷ [amount billed]
 x 100

When you set goals, if there is a discrepancy between billing and collections, you are going to have to 
increase your revenue goal to account for the collections rate. 



(i.e. $1M goal, collections rate of 85%, they actually have to hit a billable target of $1,176,471 in order to 
collect $1M ($1M divided by .85)


 




Flat Fee: [combined COLLECTIONS of all matters] ÷ [# of matters]



Contingency: [total matter COLLECTIONS] ÷ [# of closed matters]


Hourly Billing: [combined COLLECTIONS of all closed matters] ÷ [# of closed matters]


If your collections rate is 100% there is no need to calculate average collections per matter.

average MATTER collections

Practice Area or Matter Type 1: 

Practice Area or Matter Type 2: 

Practice Area or Matter Type 3: 

Practice Area or Matter Type 4: 

Practice Area or Matter Type 5: 

Firm-wide: 

The other way is to calculate the average collected per matter. Within a specified date range (last 12 
months, for example), use the equations below based on your firm’s fee structure. 
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Quarter + 
Annual

Review





Progress 
not 

perfection 



Quarter 1 goal review

goal name:   FirM Revenue

goal name:

goal name:

q1 goal

Q1 GoalSpractice area

practice area

q1 actual To Date

q1 actual To Date

q1 gap

q1 goal q1 actual To Date q1 gap

q1 goal q1 actual To Date q1 gap

goal name:

q1 goal q1 actual To Date q1 gap

Q1 Gap

Q1 GoalS q1 actual To Date Q1 Gap
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ANNUAL revenue goal review

goal name:   FirM Revenue

Annual goal actual To Date annual gap

15

ANNUAL GOALspractice area actual To Date Annual gap
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ANNUAL Basic Data REVIEW 

Year TOTAL firM INCOME

income

pEOPLE

Expenses

$ %

%$

$

$

Overhead

$ %

%$

Total 

$ %

%$

neT iNCOME

Profit

$ %

%$

2025 actual

2025 target 
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rock+goal review

STATUSrock name

2.

3.

4.

1.

5.

6

7.

name done

What contributed to falling short and/or completing your rocks this Quarter?



Producer INFO

17

Producer Name Total Investment
Attributed Fees

Success Metrics


Hours
Margin

$$

$

$

$

$

$

$

$

$

$

$

$

$

$

Multiple

If neither of the success metrics below are measurable in your firm, then you can measure 
revenue per attorney evenly to help determine firm health. 

X

X

X

X

X

takeaways from above data



STATUS

Quarter REVIEW

ACCOMPLISHMENTS, REALIZATIONS + Lessons learned 

18
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Goals





Know what  
you are


aiming for 
and align 
yourself 
with that.



2025 breakdown

goal name:           Firm Revenue

goal name:

goal name:

ANNUAL GOAL

ANNUAL GOAL

ANNUAL GOAL

GAP (from pg. 15) q2 q3 q4

GAP q2 q3 q4

ANNUAL GOALspractice area GAP q2 q3 q4

B
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GAP q2 q3 q4

goal name:

ANNUAL GOAL GAP q2 q3 q4

22

  gaptarget %practice area q2 q3 q4
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Q2 breakdown

goal name:           Firm Revenue

goal NAME:

goal NAME:

Q2 Goal

Q2 Goal

Q2 Goal

Q2 Goals

Q2 Goals

practice area

practice area

April

April

April

April

April

May

May

May

May

May

june

june

june

goal NAME:

Q2 Goal April May june

june

june
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STATUS

Tracking + Metrics

List below what needs to happen from a tracking perspective.

Do you need to add a column to your tracker, build a tracker, change an equation, etc.?

24
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Rocks





STATUS

brain dump

Looking at your goals, what are the things that if you don't do them, you will be held back?

WHAT BARRIERS DO YOU ANTICIPATE ALONG THE WAY TO YOUR GOALS? Please consider vacations, 
holidays, and significant events on your calendar.

27



STATUS

brain dump

HOW CAN YOU LIGHTEN OR ELIMINATE THE IDENTIFIED BARRIERS?

WHAT ARE SPECIFIC EFFORTS OR PROJECTS THAT COULD ACCOMPLISH YOUR IDEAS ABOVE? 

28



STATUS

notes

29



STATUS
ST
AT
US

rocks

quarterly rocks who

OTHER IMPORTANT INITIATIVES (That I’d like set in motion by my team)
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STATUS

rock deconstruction

break down your rocks Time 

31



STATUS

rock deconstruction

break down your rocks Time 
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STATUS

rock deconstruction

break down your rocks Time 
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STATUS

rock deconstruction

break down your rocks Time 
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STATUS

rock deconstruction

break down your rocks Time 
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STATUS

rock deconstruction

break down your rocks Time 

36
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Integration





STATUS

uSING YOUR WORD OF THE YEAR 

39

wHAT WILL YOU DO TO ENSURE THAT YOUR WORD OF THE YEAR DRIVES YOUR FOCUS?

hOW WILL THE DIFFERENT aspects of YOUR business (and the PLANS you’ve MADE here today) benefit 
from YOU leading with your word of the year? 



STATUS

Visualization

What can you do to set yourself up to win at this game of honoring your plan?

40

Spend a few minutes visualizing yourself moving through the days and weeks of your 

quarter. Visualize what it’s going to be like to honor your plan. tHE BARRIERS YOU’LL FACE AND  

the urges you will experience (external and internal) to veer from your plan. what it will be 

like to ACTUALLY HONOR YOUR PLAN, and note the feeling of accomplishment because you 

honored your plan.  
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GRAB YOUR VISION DECK AND FILL IT IN BASED


 ON ALL THE PLANNING YOU JUST DID
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Action item suggestions 

to do/action status
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15

16

17

18

19

20
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24

25

Update metrics tracker

Hang Vision Deck somewhere I see it every day

Finish deconstructing all Rocks


Calendar support to keep me on track (coaching calls)

Calendar focus time for Rocks

Submit Rocks to Velocity Work for accountability





Schedule meeting to communicate what comes out of this retreat 
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