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Organizational
Development

3 Conversations That Can Change Everything:
All Talk, Self Talk, and Hard Talk
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WHO IS CLEAR
GUIDANCE PARTNERS

We specialize in servicing law firms with less than 150
people and understand that these firms do not need long-
term contracts, big law size project budgets, or solutions
that can create more work for your team.

We frequently come in to help unwind complicated and
expensive solutions that work great in big law, but not for
firms your size.

Expertise in IT, cybersecurity, and operations (HR, e/billing,
accounting, strategy and more).
We have flexible terms, with no long-term contracts.
We can fill interim roles, outsource key functions such as
billing, or come in and assess parts of your operations.

Eden
Niknafs

Partner, Legal
Operations

20+ years in the legal industry
serving small, medium and big
law. CLM & Licensed
insurance agent.




Overview

Three types of communication critical for organizational development

. Inclusive Communication — Alignment with Strategic Goals

2. Self-Talk — Holding Yourself Accountable
3. Hard-Talk — Holding Others Accountable

Resources

 DMAIC
 Radical Candor
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Inclusive Communication

This is where it starts!

* Inclusive, wholistic communication in alignment with goals to
create buy-in, and collect the information critical for success

DMAIC Model - Lean Six Sigma

Define
Measure
Analyze
Improve
Control

Data Driven Process Improvement
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Example: Increasing Compliance with the Requirement
for Attorneys to Input Billable Time Contemporaneously
Define

The first step in the DMAIC process is to define the problem:
Attorneys aren’t consistently recording billable time as they
work, which can lead to lost revenue, billing errors, and lower
client satisfaction.

Talk to as many people as possible to fully understand the
issue!

Analyze

Measure

Once the data has been collected, it is necessary to analyze the
root causes of the problem. Why are attorneys not inputting
their billable time contemporaneously? What does the data
say? Is it a lack of awareness, a lack of training, or a combination
of factors? Studies suggest 10-25% of billable time is lost with 1

day delay!
Control

The next step is to measure the current process by collecting data
on how often and why time isn’t entered promptly. Track time
entries, review billing data, and interview attorneys and staff.
Focus on concrete, measurable insights.

Improve

The final step in the DMAIC process is to control the new process.
Set up procedures to ensure ongoing compliance and prevent the

issue from recurring. This could include regular monitoring,
feedback to attorneys, and making adjustments as needed.

Once the root causes of the problem have been identified, it is
time to develop and implement solutions. This might involve
creating a new policy, developing new training materials, or
providing attorneys with new tools, like Al, to help them track their
time. PILOT Program - even if small.
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Self-Talk

Holding Yourself Accountable

How? Find what works for YOU

Lead by Example

Relentless commitment to accountability
Transparent communication

Clear expectations

Face issues head on

Accountabillity creep — factors

* Meetings where nothing gets done or decided
* Moving deadlines to accommodate emerging issues
» Other obstacles to moving things forward?

o ‘ GLEAR

GUIDANCE
PARTNERS



Hard-Talk

Radical Candor py Kim Scott

Care
Personally
A

Ruinous Radical
Empathy Candor

Silence €

Manipulative Obnoxious
Insincerity Aggression

Challenge
Directly
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Summary & Questions

Inclusive communication

« Set up for Success
* Use tools like DMAIC to provide structure to align with strategic
goals

Self-Talk

* Relentless Commitment to Accountability
* Lead By Example

Hard-Talk

* Radical Candor
* Holding Others Accountable

Questions?
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Resources

Lean Six Sigma DMAIC methodology
* https://goleansixsigma.com/dmaic-five-basic-phases-of-lean-
six-sigma/

Radical Candor
* https://www.radicalcandor.com/
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Eden Niknafs has worked in the legal industry for over 20 years, serving small
and medium firms, both in-house and as a consultant. Designated as a
Certified Legal Manager (CLM) by the Association of Legal Administrators,
Eden also holds a Master of Science degree in Management. Eden is a
partner at Clear Guidance Partners and has been consulting since 2016. She
Eden now leads the Legal Operations Practice at CGP. She was recognized by the
Niknafs Austin Business Journal as one of the 2022 Austin Women in Business.

CONTACT INFO

If you have any questions or want more info,
please don't hesitate to reach out to me
directly!

Eden.Niknafs@Clear-Guidance.com
Phone #: (512) 549-2800
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