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INDEPENDENT GUIDANCE FOR LAW FIRMS
Workflow review sheet
Use one sheet for each type of matter. Look at your last few files of that type: which steps helped, which were skipped, and what is still tracked on paper, in a diary or in a spreadsheet. Describe the result you want in plain words, not how the software should do it. Short notes are fine, and "not sure" is a useful answer.
	TEAM
	TYPE OF MATTER
	COMPLETED BY
	NEW MATTERS A MONTH

	 
	 
	 
	 


STEP 1  ·  HOW TO REVIEW
Start with real files
Pick one type of matter your team handles often. Do the busiest first.
Start with the results: what must be true when a matter of this type is finished well? Write those down before any steps.
Look at real files, not the procedure manual: what actually happened, what slipped, and what was redone.
Sort what you find: keep what works, change what gets in the way, and add what is missing or still tracked outside the system.
Write results, not instructions: start with "No…", "Every…" or "Clients…", so each one can be tested.
Say how you would know it worked: something you would notice or could count.
STEP 2  ·  STARTER LIST
Results your workflow could deliver
Tick what your workflow does not deliver yet, cross out what does not apply, and copy the ticked ones into the review sheet.
	Area
	✓
	Result

	Opening the matter
	☐
	Conflict, ID and AML checks are complete before any work starts

	
	☐
	Client care information goes out within an agreed time

	
	☐
	Higher-risk clients or matters need a partner’s approval to proceed

	Keeping it moving
	☐
	Each routine step follows the last within an agreed time

	
	☐
	Anything awaited from others is chased automatically

	
	☐
	Work is handed on to the next person without anyone having to remember

	Key dates
	☐
	Deadlines are calculated and flagged well before they fall due

	
	☐
	Supervisors see approaching key dates as well as the fee earner

	
	☐
	Court, limitation and filing dates are recorded at the start and cannot be missed

	Checks and approvals
	☐
	Important documents are approved before they go out

	
	☐
	Money is not requested or sent until the figures are checked

	
	☐
	Junior work is reviewed at set points

	
	☐
	Approvals do not stall when the usual approver is away

	Clients
	☐
	Clients are updated at each main stage without asking

	
	☐
	Clients are told what we need from them, and reminded

	
	☐
	Every client gets the same standard, whoever runs the matter

	Money and closing
	☐
	Interim bills go out at agreed points

	
	☐
	A file cannot close with money held or a bill unpaid

	
	☐
	Closing steps always happen: final letter, documents returned, archive

	Seeing where things stand
	☐
	Team leads can see what is stuck, overdue or at risk

	
	☐
	Partners can see how many matters are at each stage

	
	☐
	File reviews are quicker because files follow the same path


STEP 3  ·  THE RESULTS THAT MATTER
What this type of matter must achieve
Three to six results, each one something that must be true when a matter is finished well. Number them: every step in the review sheet should deliver at least one. The first row is an example.
	No.
	Result this type of matter must achieve
	How we will know

	1
	Compliant file: every check done before work starts, closed with nothing held or unpaid
	No files missing checks at the next file review

	2
	
	

	3
	
	

	4
	
	

	5
	
	

	6
	
	


STEP 4  ·  STAGE BY STAGE
Questions to ask yourselves
Note your answers, and what must be true before the matter moves on; they become the rows of the review sheet.
	Stage
	Question
	Done when
	Your notes

	Taking instructions
	What must be true before any real work starts?
	
	

	Doing the work
	What happens on every matter, in what order, and who does it? What do we wait for, and when do we chase?
	
	

	Checks
	Where should someone senior look before work moves on?
	
	

	The client
	When do clients most often ring to ask what is happening?
	
	

	Key dates
	Which dates would cause real harm if missed?
	
	

	Closing
	What has to happen before the file can close?
	
	


STEP 5  ·  A FEW MORE QUESTIONS
About this type of matter
	Question
	Answer

	Which steps does the team skip or ignore today, and why?
	

	What is still tracked outside the system?
	

	Does this type of matter come in versions that run differently?
	

	Which matter types are really the same work, and could be merged or retired?
	




STEP 6  ·  THE REVIEW SHEET
What we want this workflow to do
Aim for three to eight clear rows. The first row is an example. Each row should deliver at least one of your numbered results; if it delivers none, ask why it is there. The columns match our free workflow capture tool, so you can draw the result as a diagram.
	Stage
	The result we want
	Delivers result no.
	Who
	Keep, change or add
	Why it matters, and what happens today
	How we will know it worked

	Taking instructions
	No work starts until the AML check has passed
	1
	Fee earner
	Change
	Regulatory risk. Today it is a reminder only, so work sometimes starts first
	No files missing checks at the next file review

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	


FOR THE PARTNERS
Firm-wide rules
Best answered once, by the managing partner, COLP and COFA, and applied to every workflow.
	Question
	Answer

	Which rules must every matter follow, whichever team runs it (risk policy, insurers, file reviews, money)?
	

	Where have file reviews, complaints or claims shown things going wrong?
	

	Which teams should go first, and why?
	

	If workflows worked well, what would be different in a year?
	



	Want help reviewing your workflows?
We work through this with each team, agree the results that matter, and align your practice management system to deliver them, whichever system you use. Truly independent, with no vendor ties.
advice@pclt.co.uk   |   pclt.co.uk


From the insight “Workflows that fit: start with the results, not the software” at pclt.co.uk/insights/workflows-that-fit-start-with-the-results.html. Capture each workflow as a diagram with our free tool at pclt.co.uk/tools/workflow.html. General guidance only.
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