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Develop Your 2012 Personal Business Plan 
 

Section 1: Success Stories 
 
Since as lawyers we have typically learned by observing what others have done and then 
incorporating the portions of what we observed that fit our situation, I decided to share 
with you my own success story and how I applied the principles we will be discussing to 
achieve that success. 

All I ever needed to know about the importance of setting goals, how to do it and how to 
achieve them, I learned when I was a teenager. I first learned about the importance of 
goals listening to a speech given by President Kennedy on May 21, 1961. During the 
speech he said:  

"I believe that this nation should commit itself to achieving the goal, before this decade is 
out, of landing a man on the moon and returning him safely to the Earth. No single space 
project in this period will be more impressive to mankind, or more important for the long-
range exploration of space; and none will be so difficult or expensive to accomplish."  

At the time President Kennedy gave this speech the United States was far behind the 
Soviet Union in the space race. Some thought there was no way this audacious goal could 
possibly be accomplished. But, with a passion to accomplish it, detailed planning that 
included short term goals and execution, on July 20, 1969, Neil Armstrong of the Apollo 
11 crew took one step for himself and one giant leap for mankind.  

 

 Here is what I learned from President Kennedy’s speech and what happened afterward: 
as Napoleon Hill wrote in the 1930s after 25 years of researching successful people: 
“There is one quality which one must possess to win, and that is definiteness of purpose, 
the knowledge of what one wants, and a burning desire to possess it.”  To be successful 
in our career, we need a major definite purpose, a thorough understanding of why it is 
important to us and a plan to achieve it.  
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As a lawyer, my first major purpose was to become a partner in my law firm. I knew why 
I wanted to become a partner, I knew how to do it and I developed a plan to achieve it. 
Once I became a partner, I wanted to find a new major purpose. In 1978, I decided I 
wanted to become the preeminent transportation construction lawyer in the United States. 
Why did I want to achieve that major purpose? First, I wanted the recognition of being 
the best at something. Second, I wanted to use the government contract litigation 
experience I had gained while on active duty in the United States Air Force. Third, I had 
a passion for the people in the construction business. A couple of my best friends from 
college were the second generation of two very successful construction companies. I 
knew them and I knew their families. I felt very comfortable building lasting 
relationships with them and others in the transportation construction business.  
 
Once I understood why I wanted to become the preeminent transportation construction 
lawyer in the United States, I thought about how I was going to accomplish this major 
purpose. I knew that to build my profile I would need to write and speak. I decided to 
write a law review article. I also tried to get on the public contract law section program at 
the 1980 ABA convention. I knew there were at least a dozen construction associations in 
my home town that met once a month and always needed speakers. While none of them 
focused on transportation construction, they would provide great opportunities for me to 
hone my public speaking skills and work on building relationships. Because of my 
relationship with one of my college friends, in 1981, I was asked to speak at the Virginia 
Roadbuilders Annual Meeting. Fortunately for me there was a representative from the 
American Road and Transportation Builders Association (ARTBA) at that meeting and 
he asked me to speak at their annual meeting. After speaking at the ARTBA annual 
meeting, I was asked to speak at other state chapter meetings. Within a short period of 
time I was speaking at the national and state meetings of most of the transportation 
related construction associations. After one of those presentations, the editor of Roads & 
Bridges magazine interviewed me. During his interview I asked what he thought of the 
idea of me writing a legal column for the magazine. In 1984, I began writing the column: 
“Law: The Contractor’s Side” and I continue to write it today.  Over the years, I worked 
on developing relationships with contractor clients, executives of contractor associations 
and contractors who were not clients. They were not only clients and people who referred 
business, but they were also friends. 
 
By the early 90s I had over a million dollars of business, most all of which was in 
transportation construction. By the late 90s, I had over two million dollars of business 
and by 2000 that had increased to three million. I was not driven by the volume of 
business, but by what it represented. I believed I had achieved my major purpose of 
becoming the preeminent transportation lawyer in the United States. I had a great deal of 
fun achieving my purpose, building lasting relationships and constantly striving to “get 
better.” 
 

“I believe that the message of Apollo XI was that in the spirit of Apollo, a free and open 
spirit, you can attack a very difficult goal and achieve it, if you can all agree and work 
together to achieve that goal”. ~ Neil Armstrong 
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Section 2: Developmental Objectives: 
 

• Why set goals 
• How to set them 
• How to use a Plan to achieve your goals 
• Tips to stay on course 

 
 
Section 3: Subject Content 
 
 Why Set Goals 
 
Brian Tracy is one of the leading experts on goals and success. He identifies the reason 
for success as: “The primary reason for great success is clear, specific, measurable goals 
and plans, written down and accompanied by a burning desire to accomplish them.” 
Tracy further states: “The clearer you are about what you want, the more rapidly you will 
attain it.  When you are absolutely clear about your goals, you activate all powers of your 
mind to help you achieve them.”  Tracy explains: “When you are working toward a goal 
of your own choosing, your superconcious mind will generate a continuous flow of ideas 
and energy to help move you onward.” 

Studies done over many years and throughout the world have shown that people who 
know what they want and set goals to achieve it are generally happier and certainly more 
likely to achieve success. Those who have written goals are way more likely to achieve 
them than those who do not write their goals down and those who share their written 
goals with others are most likely to achieve them.  
 
Reportedly a study was done of the Yale class of 1953. Only three percent of that 
graduating class had written goals. Twenty years later researchers reportedly interviewed 
the 1953 class and found that the three percent who had written goals twenty years earlier 
were happier with their life than the other 97 percent and reportedly had more net worth 
than the other 97 percent added together. I personally do not believe this story, but it has 
been told repeatedly over the last 30 years.  
 
More scholarly research was done by Professors Edwin A. Locke and Gary P. Latham. In 
a paper they wrote, they summarized 35 years of empirical research. They described core 
findings that are the same principles as the Yale graduating class story, although not as 
dramatic. Locke and Latham found a positive linear function in that the highest and most 
difficult goals produced the highest levels of performance, until the limits of ability are 
reached. Specific difficult goals consistently led to higher performance than just deciding 
to do your best. 

Professor Mihalyi Czikszentmihalyi (pronounced `Me-hi Chicksent-me-hiee') introduced 
the concept of flow in the 70s and wrote many books on the subject including a book 
titled:  Flow: The Psychology of Optimal Experience. Dr. Czikszentmihalyi sought to 
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explain what makes some experiences enjoyable and others not and what makes some 
people enjoy activities and others not. He defined “flow” as: “the state in which people 
are so involved in an activity that nothing else seems to matter; the experience itself is so 
enjoyable that people will do it even at great cost for the sheer sake of doing it.”  
Czikszentmihalyi believes that for a “flow” experience to occur the personality of the 
person must be flow conducive and the activity must be a flow type of activity. 

I have read the book and found it really helped explain what caused me to have optimal 
experiences in my career and life and how to help others create those experiences. 
Czikszentmihalyi interviewed more than 100,000 people over many years and came up 
with several key states or elements that enable people to experience “flow.” Those 
elements include:  

1. Clear goals with immediate feedback.  

2. Balance between challenges and skills. - If it is too easy it is boring. If it is too difficult 
it is frustrating.  

3. Action and awareness merge. - When there is a balance between the challenges of the 
activity and our skills, we must focus on the activity and then there is little distinction 
between ourselves and the activity. 

4. Concentration on task without being distracted. 

5. Sense of control. 

6. Loss of self consciousness. - Focus is on the activity not on anyone’s evaluation of our 
performance. 

7. Altered sense of time. - In large part because doing the activity is so enjoyable people 
lose track of time.  

8. Autotelic experience - auto (self), telic (goal). Motivation is from the self rather than 
from external sources administered as rewards and punishment.  

These studies confirm what Napoleon Hill determined in the early 1900s. Having a 
definite purpose and a burning desire to achieve it not only produces greater success, but 
also greater satisfaction. 
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How to Set Goals and create a Personal Business Plan to Achieve Them 

Set goals and develop your personal business plan by using the following pyramid 
beginning at the bottom and working up. 

 

The first step is to determine your major definite purpose, or stated a different way, your 
most important goal. My understanding is that each of the Client Development Institute 
participants wants to become Principals in the firm. If that is true for you, then your 
major definite purpose could be to become a principal in Baker & McKenzie. Obviously 
this is not the only possible major definite purpose. You can determine your most 
important goal by brainstorming with yourself and writing down each thing you want to 
achieve. After you have created your list, ask why achieving that goal is important to you 
and write your answer. After writing the answer, ask why that is important. If you do not 
have a good answer to the “why” question then, you will not make the effort necessary to 
achieve the goal. Your most important goal is the one you most clearly know why you 
want to achieve it and the one that energizes you. 

I have already given you my own example of deciding I wanted to be the preeminent 
transportation construction lawyer in the United States and understanding why that was 
important to me. To show you the importance of having a powerful reason for wanting to 
achieve your goals, I will share with you one of my current goals I am not doing well 
achieving. A few years ago, I decided I wanted to weigh 175 pounds. The reason I 
wanted to weigh 175 was so I would have more energy and to prove to myself I had the 
commitment and discipline to do what would be necessary to achieve it. In 2004, I made 
a bet with one of our associates who also wanted to lost weight. Then, I went on the 
South Beach diet and increased my exercise. After about two months I had lost about 20 
pounds and had achieved my goal. I felt great about having the discipline to do what I 
knew I needed to do to achieve the goal. Yet, I did not feel the great surge of energy I 
expected and I missed eating bread, pasta and all the things not allowed on the South 
Beach diet. So, here I am in 2006 weighing 195, but still wanting to weigh 175. I know 
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what I need to do to accomplish my goal, but I haven’t done it because I do not have a 
strong enough reason to motivate me. So, for each goal you brainstorm, ask why you 
want to achieve it. If you do not have a really good answer, then you most likely will not 
have the commitment and discipline necessary to achieve it. 

After deciding your most important goal and clearly understanding why it is important to 
you to achieve it, the next step is to make a list of what you need to do to achieve the 
goal. When I decided I wanted to become the preeminent transportation construction 
lawyer in the United States, my list included: 

• Writing a law review article 
• Speaking at an ABA Annual Meeting 
• Speaking at the Virginia Roadbuilders Convention 
• Becoming a member of an advisory panel re-writing the Virginia public 

procurement laws 
• Speaking for each construction association in my city 
• Spending more time and strengthening relationships with my college friends in 

the business 
• Subscribing to construction industry magazines and developing further knowledge 

of the industry 
• Subscribing to construction law periodicals 
• Determining what issues most affected contractors and becoming “first to market” 

with solutions 
• Writing books 
• Conducting in-house workshops for clients 
• Working with other lawyers in my firm to be a team to help contractors 

If you have decided that becoming a Principal is your most important goal, then your 
action items will focus on achieving the key performance criteria to become a Principal. 
Those include having a minimum of 1800 billable hours and managing at least $1.5 
million in client work. Since the $1.5 million can be generated by both originations or 
through enhancing and expanding existing client work, your action list should focus on 
both developing new business and expanding existing business. 

What Next-Specific Goals 

Each of the items on your action list is potentially a “what next” goal. For example, for 
me writing a law review article became a goal and so did each of the other activities 
listed above. For activities under my control, I established a date by which I wanted to 
achieve the goals. Look at your list of actions and create goals from them. For those 
under your control, establish a date to achieve the goal. 

Personal Business Plan 
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Now you are ready to develop your personal business plan. You have already made a list 
of activities that will go in the plan. Now you are looking at time and when you will do 
the activities.  

When I prepare plans I work both forwards and backwards. By that I mean I look at the 
list of action items and I look at the hours I will have to spend on client development and 
other non-billable activities. Many years I have discovered I did not have enough time to 
do all the client development activities I had listed. When that has occurred I have had to 
prioritize my activities. 

Specifically you are planning where you expect to get your  minimum billable hours, and 
more importantly, how you will spend your non-billable hours. I always planned to have 
500 hours of non-billable time. I expected to spend100 hours on administrative tasks. 
That leaves 400 hours a year to be divided between my own development and client 
development. Earlier in my career I spent more time on my own development, later in my 
career I spent more time on client development. Use your Personal Business Plan as a 
tool to capture what you want to do and how much time you will spend on your efforts. 

It is important to keep in mind that a plan is just that. In other words, during the year 
unexpected opportunities will arise and you might run into a dead end. So, be willing to 
adjust your plan accordingly.  

Tips to Stay on Course 

To stay on course you actually have to start on course. So, my first tip is to take some 
immediate action when you have established your goals. Taking action gets you going.  

90 Days/Monthly Action Plans 

I always broke down my yearly plan into smaller parts. I created what I called 90 Days 
Goals or 90 Days Action Plans. My list were really actions I wanted to accomplish each 
quarter.  

You may even prefer to prepare a monthly action plan. This breaks the activities down 
even further. Mike, a lawyer I coach sends me a list of what he accomplished last month 
and a list of what he wants to accomplish over the next month.  

Weekly Plan 

Most lawyers I know plan when they will be doing billable work, but do not plan non-
billable work. Those lawyers treat billable work more importantly than non-billable 
work. I have often said that how you spend your non-billable time will determine the 
quality of your long term career. I plan my week around my personal and professional 
roles. My personal roles include being a father, husband and son. When I was at Jenkens 
& Gilchrist my professional roles included being a practice group leader, head of attorney 
development, doing work for clients, and client development. I typically started by asking 
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myself what the most important thing I could do for each of my roles. So, for client 
development I would determine the most important thing I could do that particular week. 
I also tried to do some client development activity each and every day. It could be 
something that took only 15 minutes, like writing a handwritten note, or scheduling a 
lunch. I typically scheduled early Saturday morning when my wife and daughter were 
sleeping to do my writing and work on presentations. It matters not when you schedule 
your client development efforts, it is extremely important to actually schedule them as 
part of your planning for the week. 

I have read that an airplane being flown manually is exactly on course a small percentage 
of the flight time. The pilot is monitoring the flight path and making minor corrections 
throughout the flight. One way to accomplish the same thing is to make a list each Friday 
of what you have done that week and what you plan to do the next week. If you want an 
even greater chance of staying on course, share your list with a mentor and coach. It will 
have the same effect as having a fitness coach work with you on your exercise program. 

Journal: 

Several lawyers I coach keep a journal of their client development actions. Some do the 
journal by hand. Others do it on their computer. Dave, a lawyer I coach found a software 
program that made it easier for him. Kendall, a lawyer I coach created a spread sheet with 
a list of the types of activities at the top and dates running down the left side with a place 
for her to fill in when she does an activity.  

Section 4: Exercises 

 Exercise 1: 

  Title: Establish Your Goals  

  Duration: 30 Minutes 

 Instructions: Begin by brainstorming potential goals. Think about what 
you want to achieve, clients you want to serve, the type of work you want to do 
more of, what you want to experience, what you want to learn. After you have 
completed your list, think about and write down why each draft goal is important 
to you and when you answer, think about and write down why your answer is 
important to you. In other words seek to determine what is motivating you to 
achieve the draft goal. From your list, determine which goal is your major definite 
purpose/most important goal. Based on understanding why achieving other draft 
goals is important, decide on which of the others should be part of your plan. 

Exercise 2:  

 Title: Develop Your Action Steps 
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 Duration: 15 minutes 

 Instructions: For each goal determine the actions you will need and want 
to take to achieve the goal. Additionally for each goal, determine what action step 
you will take in the next week. 

Exercise 3: 

 Title: Begin Work on Your Plan 

 Duration: 15 minutes 

 Instructions: Determine how much time you plan to commit to non-
billable activities over the next year. Then determine how much of that time you 
will spend on your professional development, office activities, pro bono services 
and client development. For each category, prepare a draft list of action items you 
could do in the allocated time. 

Exercise 4:  

 Title: Create a 90 Days or Monthly Action Plan 

 Duration: 10 minutes 

 Instructions: Simply brainstorm with yourself all the potential client 
development actions you can take over the next 90 days or the next month.  When 
you finish brainstorming edit and record the list with the most important action at 
the top. 

Exercise 5:  

 Title: Weekly Action Plan 

 Duration: 10 Minutes 

 Instructions: Make a list of your non-billable actions for next week. 
Estimate how much time you will spend on each action. Then decide when during 
the week you want to do it and put it on your calendar. 
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Section 5: Testimonial 

Section 6: Action Plan 

Section 7: Closing Thoughts 

I am convinced that people do not become successful by accident. I know it is true in my 
case. Napoleon Hill said almost 70 years ago: “A burning desire to be, and to do is the 
starting point from which the dreamer must take off. “ Michael Dell is a good example of 
a dreamer with a burning desire. According to an account told by John Eliot in his book 
“Overachievment,” when Michael Dell was in college and his grades were tumbling, his 
father paid a visit. “You’ve got to stop this computer stuff and concentrate on school,” his 
father announced. “Get your priorities straight. What do you want to do with your life?” 
Dell’s answer: “I want to compete with IBM.” His father didn’t think that was very 
funny. 

As lawyers we will not have a goal as audacious as the one President Kennedy 
established for our nation or as audacious as Michael Dell wanting to compete with IBM 
at a point when he was fixing computers in his dorm room; but we can establish a goal 
that will motivate us in the same way. Client development begins with your discovery of 
what you have a burning desire to accomplish. Next, it takes a detailed plan to 
accomplish your client development goals and the discipline and commitment to execute 
the plan.  


