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As the aption to work remotely becomes more important to ' ot
employees, law firms must figure out how to keep pace with 2 gt

rapidly modernizing workplace. Firm
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Up to 30 percent of people in the United
States work remotely—and that num-
ber has grown by almost 80 percent
in the last decade, especially among
recent graduatez.” Many millennials
consider the ability to work remotely a
job requirement, not just a fringe ben-
efit. And when companies embrace it,
employee productivity increases and
operating costs decrease.?

But the legal industry tends to be
steeped in tradition—and slower than
others to embrace change. Although we
must adapt to how technology is redefin-
ing traditional notions of the workplace,
sone firms still cling to the idea of a “one
firm* culture and are reluctant to apphy
the term “zatellite” to offices in other
cities.! 5o what are the potential benefits
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and pitfalls for a law firm booking to adopt
maore remote work aptions?

Let's begin with what may be most
employees' biggest concern: Will 1 be
overlooked if T am not in the office every
day? Our society views “presentesism”
as a badge of honor—consider Hillary
Clinton campaigning with preumonia or
Michael Jordan's 38-point “flu game” dur-
ing the 1997 NBA playoffs. Some sttorneys
justifiably fear that working remotely, or
from a satellite branch, would negatively
affect their careers. According to Jennifer
Berdahl, a professor at the Sauder School
of Business at the University of British
Columbia, this is particularly true in law
and business consulting*

Howewver. this issue can be svercame
with performance-based measurement
systems and results-based expecta-
tions: Remaote workers who communi-
cate regularly with in-office coworkers
and managers—by phone, email, 1M,
videoconference, and occasional
in-person meetings—should advance
as expected.® But will attorneys based
at satellite offices (physical offices that
are some distance away from the main
office) or even virmual offices (offices
with no dedicated physical office space)
lose commitment or experience laneli.
mess? Not necessarily. Communication
and the right technoloagy are key.

Learn from industries that have colo-
nized the remote-work frontier, such as
the tech industry. Tech businesses pften
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praciice “time 2one syncing” ensuring
that there is an overlap in schedules
froom different time zones and a shared
expectation that all hands will be on
deck for at least that window of time.

Conversely, there should be windows
of time when remote workers are not
cxpected o be on deck, For example,
a remote employee in New York who
works for a firm headguartered in Cali-
fornia should not be expected to be on
calls after 600 p.m. EST—at least not on
a regular basis,

When you are in the office, avoid-
ing extended watercooler conversa-
tions helps you stay focused on your
wirk, but extra efforts (o communicare
may gain respect and attention from
coworkers and support staff. The zame
15 true when working remotely=being
a pood digital officemarte is crucial, One
remote worker suggests, "The same
way people smile and say hello when
they enter a physical office, vou can
say gond morning and good night when
vou cleck in and out for the day, and
welcome your colleagues when they do
the same.™

Surprisingly, sometimes remote
workers can be more engaged with
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of employees report that they
woul
part of the time.

colleagues and supervisors than
in-pffice workers.” Prosimity may breed
complacency—such as when you send
an email to someone sitting 50 feer
away—and, conversely, absence makes
people try harder to connect. Leaders
of virtual teams also might make bet-
ter use of technological tools—such as
videoconferencing, email, and instamt
messaging—to communicate with
remaote team members,

Members of far-flung teams also
tend o maximize the dme they spend
together because they recognize it is
limited and needs to be used as produc-
tively as possible. You cannot put off
until tomorrow any work that needs 1o
be completed in-person if you are in the
main office for only one day.

Before you open a satellite location
or offer your emplovees remote work
options, make sure you have the neces-
sary technology and systems in place to
ensure a seamless transition.

Communication. New technolo-
gies give us the freedom to collaborate
anywhere, anytime. The following tools
are specifically designed for improving

.

like to telework at least

communication among a remote

workioroe:

= Foom.us is a videsconferencing
service that connects remote
employees seamlessly through
desktops, conference ropms, and
all rypes of mobile devices.

= Hipchat provides group chat and
instant messaging services spe-
cifically built for teams within the
same company of firm. The service
keeps all messages and conversa-
tions internal and allows for clowd-
based storage, searchable message
history, and video calling. Other
videoconferencing toold include
Skype and Google Hangours.

= Voice over Internet Protoeol (VolF)
services allow subscribers to connect
their phone lines to the mternet.
Omice set up, the main office can
transfer calls to the remate user’s
phone, just as if he or she wers
across the hall from the receptionist.
Organication. Whether vou work in

i large office or remotely, you are con-

stantly bombarded with informarion,

amplifying the need vo be organized.

Here are some crucial organizational

tools that the whole team gan use:;

+ Trello is a web-based application
that allows users to stay organized
on many different leveld—rasks,
resources, deadlines, goala—and
provides a team platform for easy
coordination, functioning as a com-
munal to-do list.

= Evernote is a note-taking applica-
tion that allows easy searching and
filing, creating a virrual Flibrary™
that can be easily accessed via
web interface or through a remote
device® In addition to key-typed
note taking, other features include
image capture and clipping sec-
tions of webpages, image capture
from cameras, and volce record-
ing Images containing text can be
recognized using optional charactes
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recognition=—also known as OCR-
and even annatated,
DmniFocus is a task management
application for people who use
Apple products, including Macs,
iPhones, iPads, and Apple Watches.
The app's goal is to enable the user
to immediately put thoughts and
ideas into to-do lists—you can even
use Siri to do this,
Secarity. Cloud computing is trans-
forming how we handle confidential

client data. Information technology

infrastructures can be expensive and
hurdensome to maintain in-house, 0 18%
no surprise that firms increasingly are
hosting their applications, documents,

and emails in cloud-based service pro- |
viders (C5Ps) provided by Amazon and |

other data centers. However, not all
C5Ps are created equal. When choosing
one make sure the service is secure and
appropriate for a legal practice. Online

ranking services like Talkin' Cloud will |

help you choose the right CSP.

Virtual offices, executive suites, and

shared suites are revolutionizing

the way lawyers work. As workplace '

demands move away from the coveted
corner office, companies such as Regus,
WeWark, and Jay Suites are expand-
ing real estate options for office space.
These shared and virtual office spaces

offer flexibility, convenience, commu-

nity, and often, cost savings

Executive suites are fully outfit-
ted offices that are usually leased on a
pay-as-you-go basis. Law firms can
occupy office space without signing
a long-term lease; paying a security
deposit; buying equipment; or setting up
telephone, internet, and other utilities.
Some executive suites also come with
prestigious addresses at significant cost
savings, Forexample, a downtown office
i the heart of a big city used to require
a multivear lease with a commitment

to expanded square footage. Now, with
shared executive offices, firms can
attain that same prestigious address
without the expensive and inflexible
COMMitment.

I'.Lu".l'r_'ul']-;ing centers are one of the
hottest trends in shared office space,
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and they differ from executive suites 1o
rwnd important weys: culture and coms-
munity.* Coworking center members
typically share commumty space—
kitchens, copy rooms, indoor and
putdoor lounges—and attend social
events, such as happy hours, to reinforce

L 1ERAY '.-.:I'

NEUTRALS

1000 of America’s Top Litigator-Rated
Mediators & Arbitrators Available Online

www.NADN.org

Over 100,000 mediations & arbitrations scheduled
online via the NADN database annually since 2014

MADM Members have considerable ADR experience and are

approved by at least 8 local plai nitiff and defense litigators

through eur due diligence reviaw process.

Search our frée roster by state, case experience and/or keywords,

or simply fast-track scheduling with your preferved local mediators

and arbitrators through their gasy to use Available Dates Calendars.

For more info, please visit www.NADN.org/about

Telal || March 2017 31



MANAGING YOUR PRACTICE || Bringing the Remote Office Closer

a sense of community. Open communiry
offices originally avracted freelancers
and startups, but other industries have
caught on. In 2005, only one cowork-
ing center existed in the United States,
By 2013, that number ballooned to more
than 2,000 worldwide ® The number of
coworking centers in the United States
went up 83 pércent in 2002 alone, and the
trend shows no signs of slowingt

These “turnkey”™ offices are ideal
when you are opening a satellite office
in another city, but you are unsure abour
how big—and how guickly—vour new
office will grow. The lease flexibilicty
allows for upsizing and downsizing as
the personnel needs of the company ebb
and flow. In fact, many companies that
originally intend to use the executive
suites on a temporary basis opt to stay in
the location for vears.

HUMAN FACTORS
Part of personal fulfillment is the elu-
sive work-life balance, and location is a
significant part of that for the modern
workforce. More than 80 percent of
employees report that they would like
to telework at least part of the time
Remote workers are happier because
their situation affords them freedom in
choosing where to live

Remote workers also broaden the
available workforce. Establishing a
physical or virtual satellite branch and
implementing a remote workforce pro-
gram allows you to source talent from
any location—which means you can woo
the best and brightest, regardless of dis-
tance or moving allowances,

Remote workers also help the
environment, save gas, reduce traffic,
and ease the strain on transportation

infrastructure. Sun Mi¢rosystems
reported that its 24,000 LS. employees
participating in is Open Work program
avoided producing 33,000 metric tons
of CO, in a single year simply by driving
less often to and from work .

By now, even the most faithful rradi-
tonalist must admit that a major tech-
nological and cultural shift is afoot in the
workplace—and law firms are benefiting
from it. Satellite offices ane changing,
and how they look—and what it means
0o work “remotely™—is changing, too. B
Karen Barth Menzies is
a partner at Gibbs Law
Froup in Newport Beach,
Calif She can be reached at
ol kbm@classlawgroup.com.
The wiews expressed in this article are
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i ong gone are the
days of legal secretaries typing letters

from dictation and long hours in the

Millennials, who now dominate the workforce, have  office reading reams of paper. Now,

. b <o il B n lawyers can access files 24,7 and con-
different priorities from those of other generations.  ductmestings vis Skype from amyuhone

in the world. With an ever-changing

Cultivate a workplace culture that addresses the technological landscape, the traditional
values of all employees. e M K nctacly

| has technology changed the way law

firms work, 0 has a new generatign

i

i Millennials mow outnumber all other

i age groups in the workforce.! Unlike
their baby boomer parents and Gen X
COUSing, money is not a major priority
to most millennials. Tnstead, they are
motivated by office culture, and |they
prioritize environments in which their
ideas are heard and their input vajued
They hate an office where politics neigmn,

and where a lack of organization, ambi-
guity in authority, favoritism, compet-
ing interests, and unclear rules firel a
chaotic environment. It's no wonder
that more than half of millennials want
o -I'.‘]'.l:ll'l-gl: carsars?
S0 what can a leader do to account for
3 Br || SIMONE FULMER these changes, while retaining employ-
ees and still providing excellent customer
service? Gene Hopper, a business eoach

wil
o in Oklahoma City, advised me thatit is
Ml essential to create an office cubture where
e e ; politics are not allowed. To meet this goal,
s e leaders must focus on their organization’s
! e =l o shared values and create work SYSUEmS
| Al with accountability measures to engure

Pl o those values are respected.
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EMPLOYEES MUST NOT BE TREATED AS
FUNGIBLE GOODS-IF THEY ARE, THEY WILL
BE DISSATISFIED AND ULTIMATELY LEAVE.

START WITH A VISION

Like any organization, the modern law
firm must focus on a common goal to
be successful. When my partner and
I formed our firm, we sat down with
the entire team—including lawyers and
staff—to create a mission statement. The
key to this process was getting input
from everyone. By asking the group to
come up with our mission, each person
was engaged and invested. Our mission
statement is:

We level the playing field by empow-
ering our clients with the resources
necessary to meet their legal needs
regardless of who or what they are
up against. We are the last resource
to hold corporations sceountable to
their duty to safegusrd the commu-
adty and 1o their promise to protect us.

At the same time, we drafted a list of
firm values—what we expect from each
other. We expect our team members
to be respectful, honest, hardworking,
collaborative, positive, tenacious, pas-
SIOnE0e, and intelligent. These vahses are
the guiding principles we use in both our
hiring and firing decisions. Each team
member is held accountable in maintain-
ing and cultivating these values.

CREATE WELL-DEFINED JOB
RESPONSIBILITIES

When I started a new firm, I had the
haxury of being able to take a step back
and thoroughly analyze how I wanted
things to work. Over the 18 years [ had
been practicing, I had—in one way or
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another—performed every function in
a legal practice. I learned what hap-
pens when systems and processes are
not used across the board. 1 also learned
what works and what doesn't. Starting
my own firm was an opportunity to
eliminate chaos.

Because I handle mostly insurance
bad faith cases, I knew I was not going
to be a sole practitioner, The complex-
ity of the practice area demanded that I
have help from other lawyers and sup.
port staff. In the past, I had worked with
legal assistants, many of whom did not
know what our cases were about or what
our clients’ needs were, I'd also worked
with young lawyers who performed legal
research but never learned what part
their research played in the case. This
ereated disengagement, which slaws
productivity and efficiency.

To tackle this at our own firm, my
partner and [ dismantled the traditional
law firm's hierarchical structure. Instead
of the “one lawyer, one fle” SYSUEMm—or a
system in which a senior partner hands
down files to be managed by junior part-
ners, essociates, and staff—our process is
linear, with all case tasks separated into
discrete “stages” Different team mem-
bers are responsible for specific tasks
during each stage. This way, instead of
team members trying to do everything
on a file, they are experts on the tasks
they perform for each case.

For example, the first part of our
process is “intake” Our intake team js
responsible for looking at each potential
case to determine whether we will aceept

it. The team does all necessary legal or
factual research, including writing a
case narrative detailing what happened
to the client and potential liability theo-
ries. The assessment, which is tracked wia
our docketing spstem, must be conmpleved
within a certain time frame.

Once we decide o take a case and
sign a contract with a chent, the case
enters “stage one,” in which the team
prepares to file the case, Because the
intake team already wrote a case narra-
tive, the stage one team can SEL 3 case
budget, investigate the facts, plan case
strategy, and draft the complaint. Similar
to intake, stage one tasks must be com.
pleted within set deadlines.

“Stage two™ begins once the com-
plaint is filed and is divided into two
phases: The first phase encompasses
the first round of written discovery,
and the second phase focuses on depo-
sitions and trial preparation. Once again,
the intake team’s case narrative—which
15 updated as new information is gath-
ered and strategy has changed —guides
what happens during stage two, To keep
cases on track, we have set parameters
for scheduling and extensions.

A case enters “stage three” when it is
resolved. The stage three team special-
izes in releases and lien resolution, as
well as payment. Our “stage four” team
prepares and argues any cases that enter
an appeal,

Since implementing this Process,
we have learned that two elements
are essential to its success. Firse, EVETY
team member must consistently use
tase management software so the case's
movement from one stage to the next is
seamless. Each team member is account-
able for recording pertinent events—such
28 phone calls with clients or Opposing
counsel, or changes to case strategy.
Because everything is well-documented
and easily accessible, we can effortlessly
perform case reviews. But more impor-
tant, a elient can call our office and any
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team member can quickly identify the
cagse’s progress with a few keystrokes.
Second, everyone must complete his
or her tasks. A case might move to the
next stage, but if any of the previous
stage's tasks are unfinished, the indi-
vidual responsible completes them. This
ensures that requisite tasks are com-
pleted on every case, and it also elimi-

nates redundancy and reduces jockeying

for position among team members.

IMPLEMEMNT, REVIEW, REFINE

Business consultant Seth Godin has
stated that you get the culture you
deserve An organization must cult-
vate its culture to maintain it. Emplovees
must not be treated as fungible goods—
if they are, they will be dissatisfied
and ultimately leave to go elsewhere,
A strong culture cannot be based on

a revolving door mentality, and this is
why we sought each employvee's mput
when establishing our firm's mission
and values.

Further, we te<t our procestes by con-
ducting employee performance reviews,
which help us learn what works and
what doesn't—and where the inefficien-
cies, redundancies, or holes in the system
exist. We alto use these reviews as an
opportunity to hear what our employees
are experiencing in the workplace, so we
can tackle issues before they permeate
the entire firm. Our team members know
they can discuss things with us, which
greatly reduces potential conflict that
otherwise might eccur.

As part of the generation that bridges
baby boomers and millennials, I see
a need for change that maintains the
values of the older generation while

incorporating those of the future iln-
eration. Change takes time, imagination,
and discipline. Butwe owe it to our fin

TS
and our clients to embrace ic 1]

Simone Fulmer is the
founder of Fulmer Group

_ in Oklahoma City. She can
be reached at sfulmer@
fulmergrouplaw.com.
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