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Drowning in Paper? 

Paper Reduction Strategies for Lawyers 
I. PRELIMINARY DISCUSSION:  It’s not likely that any law firm or legal department 

can eliminate paper entirely.  The idea of this seminar is that you can still make a 
significant improvement in the efficiency of your office by simply reducing the amount of 
paper you manage and taking some of it out of the workflow.  Furthermore and maybe 
more importantly, the tools necessary to accomplish this are not expensive, they’re off-
the-shelf technologies and it’s likely that utilizing them will not even require the 
involvement of your IT/tech department.  For many of you reading this, the more you 
can engage in self-help, the better.   

II. SCANNERS IN A LAW OFFICE: 

A. The Paperless Law Office: For most law firms and departments, a truly 
paperless office just not achievable.  Sometimes you just need the paper and 
there's no stopping the flow of paper that others send you. However, this 
seminar will show you how to reduce the paper you manage significantly and 
not only is this achievable, the benefits are dramatic.  With common-sense 
techniques and basic hardware and software combinations, the mountains of 
paper will shrink.  You'll waste less time searching for paper, you'll have a 
healthier bottom line, enjoy your practice more and be able to provide better 
client service. 

B. Primary Uses Of A Scanner In A Law Practice: There are many reasons law 
firms use scanners.  A few of them are: 

1. Converting a paper document into an electronic document you can edit in 
Word or WordPerfect  

2. Scanning documents so that they can be searched by content 

3. Reducing paper in your files 

4. Scanning exhibits and documents to be electronically filed with a court 

5. Completing pre-printed forms on the computer rather than in a typewriter 

6. Scanning photographs, illustrations & other images for trial, archival or 
presentations 

7. Archiving closed files 

In view of the foregoing, scanners are becoming very popular in law offices.  
This seminar focuses on the first two items listed above. 


	I. PRELIMINARY DISCUSSION:  It’s not likely that any law firm or legal department can eliminate paper entirely.  The idea of this seminar is that you can still make a significant improvement in the efficiency of your office by simply reducing the amount of paper you manage and taking some of it out of the workflow.  Furthermore and maybe more importantly, the tools necessary to accomplish this are not expensive, they’re off-the-shelf technologies and it’s likely that utilizing them will not even require the involvement of your IT/tech department.  For many of you reading this, the more you can engage in self-help, the better.  
	II. SCANNERS IN A LAW OFFICE:
	A. The Paperless Law Office: For most law firms and departments, a truly paperless office just not achievable.  Sometimes you just need the paper and there's no stopping the flow of paper that others send you. However, this seminar will show you how to reduce the paper you manage significantly and not only is this achievable, the benefits are dramatic.  With common-sense techniques and basic hardware and software combinations, the mountains of paper will shrink.  You'll waste less time searching for paper, you'll have a healthier bottom line, enjoy your practice more and be able to provide better client service.
	B. Primary Uses Of A Scanner In A Law Practice: There are many reasons law firms use scanners.  A few of them are:
	1. Converting a paper document into an electronic document you can edit in Word or WordPerfect 
	2. Scanning documents so that they can be searched by content
	3. Reducing paper in your files
	4. Scanning exhibits and documents to be electronically filed with a court
	5. Completing pre-printed forms on the computer rather than in a typewriter
	6. Scanning photographs, illustrations & other images for trial, archival or presentations
	7. Archiving closed files

	C. Terms and Definitions You Need To Know:  Here are some terms I'll refer to later.
	1. Imaging: A scanned document is essentially a digital photograph of the original paper document.  Imaging is the process of using a scanner and computer to capture (scan), store, manipulate, and display an image (an image is a visual representation of something).  In document imaging, the emphasis is on capturing, storing, and retrieving information from the images (which are often mainly images of text).
	2. Digital Paper: This is the product of imaging.  After you scan paper documents, you end up with electronic copies of them or "digital paper."  They look exactly like the original documents from which they were created and can be printed again if a paper copy is required.  However, the digital version is stored on your network and is only printed if necessary.  Since digital paper is stored on your network, it's much easier to find.  
	3. Scanner:  A scanner is a device connected to a computer which captures images from photographs, posters, magazine pages, and similar sources for computer editing and display.  A scanner functions similar to a copier and comes in hand-held, sheet-fed, and flat-bed types and for scanning black-and-white only or color. Very high resolution scanners are used for scanning for high-resolution printing, but lower resolution scanners are adequate for capturing images for computer display. Scanners usually come with software which lets you re-size and otherwise modify a captured image.  
	4. TWAIN – the Common Language of Scanners: TWAIN is a widely-used program that lets you scan an image (using a scanner) directly into the software program you're using to store or manipulate the image. The TWAIN driver runs between a software program and the scanner hardware.  TWAIN usually comes as part of the software package you get when you buy a scanner.  TWAIN was developed by a work group from major scanner manufacturers and scanning software developers and is now an industry standard.  I've read several articles falsely claiming that TWAIN is an acronym developed from “technology without an important name.” However, the TWAIN Working Group says that, after the name chosen originally turned out to be already trademarked, the group came up with TWAIN, deriving it from the saying “Ne'er the twain shall meet,” because the program resides between the hardware and the software. 
	5. OCR (Optical Character Recognition):  OCR is the recognition of printed or written text characters by a computer.  Advanced OCR systems can recognize hand printing, but most of them only interpret machine print.  When a text document is scanned into the computer, it is turned into a bitmap, which is a picture of the text. OCR software analyzes the light and dark areas of the bitmap in order to identify each alphabetic letter and numeric digit.  When it recognizes a character, it converts it into ASCII text.  Hand printing is much more difficult to analyze than machine-printed characters. Old, worn and smudged documents are also difficult.  OCR is currently in use by libraries to digitize and preserve their holdings; OCR is also used to process checks, credit card slips and sort the mail.  
	6. PDF (Portable Document Format) Files: PDF is a file format that captures all elements of a printed document as an electronic image that you can view, navigate, print, or forward to someone else.  PDF files are created using Adobe Acrobat, Acrobat Capture, or similar products.  To view and use the files, you need the free Acrobat Reader, which you can easily download for free (www.adobe.com).  Once you've downloaded the Reader, it will start automatically whenever you want to look at a PDF file.  PDF files have become the de-facto standard method for distributing electronic forms on the Internet.  This is the format we recommend that you create your digital files in.
	7. File: For purposes of this discussion, we're going to use the term "File" to mean any collection of documents and matter-specific information.  That information can be stored in paper files or electronically as digital paper or database records.
	8. Document Management ("DM"): DM is the process by which we store, classify, search, share, and eventually retrieve our documents.  Before going further, this would be a good place to define what we mean by "document." In the context of DM, a document is essentially a file. A file, in this usage, is an electronic, digital container of information. A document may be a word processing file, or it may be a graphic image, or any other discrete, identifiable information unit that can exist within a computer system. 
	9. Document Management Systems ("DMS"): Document management systems (DMS) are simply hardware/software systems that automate the DM process.  Specifically, a DMS provides an organization with the tools to create, manage, control, and distribute electronic documents. 


	III. EXTRICATE YOUR PRACTICE FROM THE AVALANCHE OF PAPER:
	A. The Typical Two File Approach: Most law firms and legal departments maintain two files for every matter or case they handle.  One is paper-based; the other is electronic.  
	1. Paper File = Primary File: At most firms, the paper file is the reservoir of all information related to that particular matter and therefore, it's the primary file.  Paper files normally contain every document that was received by the firm (mail, faxes, etc.) plus copies of everything they've sent out.  Emails are often printed and dropped into the file, and "while you were out messages" often find their way into the file as well.
	2. Electronic File = Secondary File: The electronic file is comprised of documents stored under a client/matter ID in a Document Management System ("DMS") or documents stored in a folder structure on someone's computer or on a server.  The electronic file typically contains only the electronic versions of documents generated internally (Word or WordPerfect files).  Therefore, the electronic file is usually missing documents you received from your client, anything that came from opposing counsel, faxes and the like.  Since it contains only a small subset of the information in the paper file, the electronic file is usually of limited use and is therefore the secondary file.

	B. Legal File Management and Tracking Problems: We often conduct personal interviews of a firm's attorneys and support staff to learn more about that firm's work-flow, and day-to-day problems people are struggling with.  Almost without exception, file management and tracking reveals itself as one of the biggest problem areas (if not the biggest).  Some of the problems firms experience are as follows:
	1. The Expense of Hunting for Files: Law firms spend a huge amount of non-billable, administrative time looking for paper files and they're rarely easy to find.  For example, files might be in a lawyer's office (on the desk, under the desk, on the floor, in a cabinet or on a shelf), in a secretary or paralegal's cube or office, on a counter in a hallway, on a ledge somewhere in the office, in a filing cabinet (imagine that!), in the wrong filing cabinet, in someone's car, at someone's home or in someone's briefcase or bag.  That's a lot of places to look. 
	2. Paper Files Can Only Be In One Place at a Time: We all know this, but it creates problems.  If I find the paper file I've been looking for, then I've "captured" it and no one else can look at it.  In other words, the act of removing a file to work on it causes that file to be lost again to everyone else in my office because they don't know where it is.  There may have been a few people in the office who actually knew where the file was when I found it.  Now that I've taken it, they may be running around the office asking, "who took my file??"  By finding and taking the file, I have unwittingly annoyed and stressed those who knew where it was when I found it and are expecting it to still be there when they go looking for it.  
	3. Paper Files Are Not Sharable: You can share a paper file no more easily than you can share a book you're reading.  When was the last time you tried to do that?
	4. If You Can’t Share, You Can’t Collaborate: We need to collaborate with clients, experts, courts and co-counsel.  If you’re all paper and you want to share your file, you’re spending money on lots of copies, shipping boxes and the whole process is slow.
	5. Finding the Document Once You've Found the File: Once you locate the paper file, now you begin the second search - finding the individual piece of paper within that file.
	6. Paper Files Are Not Searchable: If a paper files were "searchable," you would be able to instantly locate every document from any file in your office which contains certain words (e.g., "force majeure" or "liquidated damages") or has certain characteristics (e.g., it is an appellate brief or a Will containing a special needs trust).  You obviously can't do that with your paper files.  Further, paper files do not contain a table of contents and although they may be have separate sub-parts for correspondence, pleadings and the like, that doesn't mean that people who deposit paper into the file have actually utilized that organizational structure.  It also doesn't mean that things are actually clipped into the file, nor that the items in the file are in any kind of chronological order.  In other words, the file may be (and often is) a mess.  That being the case, now you have to find that ONE piece of paper you're looking for among hundreds, maybe thousands of pages, possibly in no particular order.  Depending on the size and organization of the file, you may be faced with a bigger search than finding the file in the first place.
	7. Accessing Data on Paper Is Slow: We’re in the age of instant information.  We need it and our clients expect it.  If your data and case information is locked up in a paper file, you’re at a significant speed disadvantage.
	8. Files Are Not Updated in a Timely Manner:
	9. More Paper Means Higher Operating Costs: Efficiency is the key to maximizing a firm's profitability.  Managing fat paper files is labor intensive and reduces a firm’s efficiency on all fronts.  
	10. More Paper Means Limited Lawyer Mobility: If you have 4 files to take with you somewhere and they're reasonably thick, you're going to need a bag or a cart or a box.  This is unwieldy, annoying and difficult.  

	C. Common Responses And The Problems They Create:

	IV. NEW SOLUTION TO AN OLD PROBLEM - GO DIGITAL:
	A. Refocus On the Digital File and Digital Paper: Short of a global position tracking device affixed to every file in your office, there may be no perfect way to track them.  Since you can't look over everyone's shoulder when they're working on a file, there is probably no way to enforce organizational protocols.  But all of those approaches are focusing on the paper file.  We frankly feel it's pointless trying to figure out a magical way to organize, store and retrieve paper files because of their inherent, unavoidable shortcomings outlined above.  
	B. Why Do We Need A New Solution in the First Place?
	C. Make Your Digital File Contain Everything In Your Paper File - KEY POINT: The key idea is to elevate the status of your electronic file from secondary to primary by adding everything from your paper file to the digital file using a scanner.  This is the key idea of the entire system.  

	V. IMPLEMENTATION STEPS FOR A SUCCESSFUL PAPER REDUCTION SYSTEM: The approach here is to use a scanner to add incoming documents to your digital file.  What you want is an accurate representation of what the original document looked like.  However, you also want the scanned document to full text searchable.  This does not mean that you want to convert your scanned documents into Word or WordPerfect files.  You simply want to scan for archival purposes, HOWEVER, you need to be able to find those documents again in the future.  
	A. General Outline of Steps: These steps are discussed in greater detail below, but here's the road-map.
	B. Ensure You Have Redundant Backup Systems and Security: You'll note that this is the first pre-requisite step.  Before you undertake a paper reduction strategy as outlined herein, you need to make sure you have bullet-proof backups.  This is mission critical even if you don't go digital.  No matter what you do, you must get a backup system, it must have redundancy built-in and it is not optional.  Losing all of your data can cripple your practice and cause you to commit malpractice.  The risk is simply not worth it.  Backing up takes on an even higher importance when you start relying more on your digital file.  Here are some Backup Rules for you to follow.
	C. How Scanners Connect To Your PC: Scanners can connect to your computers in 4 primary ways.  The connection method has a strong impact upon the speed of the scanner.
	D. One Big Fast Scanner In the Copy Room v. Multiple Smaller Scanners:
	E. Key Features for Small Desktop Scanners:
	F. Recommended Scanners for a Law Office: If the scanner you’re considering has the right driver to work with your PDF software or if the scanner comes with the software necessary to create PDFs, then you’re probably fine.  However, here are a few scanners we particularly like.
	G. Software That Creates Searchable PDFs: In order to make scanned images searchable by the words contained therein, you need to scan those documents as special PDF files called "Searchable PDFs" or "Image Plus Text PDFs."  This is similar to a regular PDF (image of the original document), but there's an invisible layer behind the image containing text and numbers.  As such, you can search for text contained in the invisible layer and it will locate and highlight the text you've searched.  There are multiples ways of creating Searchable PDFs.  
	H. Acquire Search Program or Document Management System:
	I. If No DMS, Consolidate Folder Structure: It is critical that documents are saved by client/matter, not by user.  Saving documents by user can create lots of problems, such as:
	J. If No DMS, Establish File Naming Conventions:
	K. Conduct Training for All Staff: This is the most important aspect of the entire project.  Ideally, you'll have someone conduct the training for you at your office using your new equipment.  Even people who don't think they'll be scanning or who have said they don't want to should be included in the training.  The reality is that once resistant individuals see how easy and constructive it is to scan, many of them will change their minds.  Seeing it work first hand is pretty inspiring.
	L. Digitize Incoming Documents:  Some law offices scan all incoming mail which is then forwarded via inter-office email to the recipient (except for obvious things like magazines, etc.).  The recipient can then view the mail, save it into the appropriate electronic file, or discard it.  The person who scans the mail into the computer system retains the originals for one week and if they're not requested by the recipient, they are shredded.  In the alternative, let everyone scan in their own mail and that way time won't be wasted scanning things that would have been thrown away anyway.  If everyone has a desktop scanner, this is easy.
	M. Store Email Electronically:
	N. Write Down Your Scanning Protocols: After the training, have meetings, experiment, and develop protocols which include what to scan and who will scan it.  If you're using a DMS, determine how scanned documents will be saved and profiled into the system.  If you're not using a DMS, determine folder organization and file naming conventions.  
	O. Make Your Electronic File Mirror Your Paper File and Run Them Parallel To One Another: The documents you’ve created in-house are probably already in your electronic file.  We propose that you simply add everything else in your paper file to it as well.  In other words, if you receive a fax, scan it into your electronic file and put the hard copy of the fax in your paper file (like you’ve always done).  If you receive a document in the mail from opposing counsel, scan it into the electronic file and deposit the original in the paper file.  If you aren't happy only retaining the original Word or WordPerfect files, then after the letters are printed and signed, scan copies of them before you put them in the envelope.  You can continue at this stage for as long as you’d like.  This way, the paper addicts in your office will be appeased, but you’ll still reap a lot of the benefits of an electronic file.  When you’re ready, move to the next step.  
	P. When Possible, Start Shredding The Items You Scan: We're not talking about the elimination of the paper file.  Instead, we're suggesting that you could store a lot of your paper in digital form only and there is no penalty.  For example, if someone sends you a fax, do you need to retain the original fax?  Since a paper fax is not evidence of anything other than the death of a tree and could be modified imperceptibly with a cheap scanner and software, it's unlikely that you need to keep it in paper form.  Therefore, faxes are great candidates for scanning and shredding.  If you ever need to print the fax, of course you can do so from the scanned image.  By starting this policy, you’ll see that your paper files start becoming a lot skinnier, easier to search and easier to manage.  If you are paranoid about losing your paper file, then you can certainly keep stuffing it with everything that comes in or goes out; but I'd respectfully submit that you're missing out on an enormous benefit of going digital.  

	VI. PROBLEMS SOLVED WITH A COMPLETE DIGITAL FILE: Okay, let’s take the foregoing list of problems and see how they’re addressed:
	A. Electronic Files Are Always In The Same Place: The scavenger hunt is over if your files are digital.  Anyone in your firm can instantly find any electronic file.  No searching, no walking around the office, no rummaging through file cabinets.  Need to answer a simple question, the answer to which is in a letter you received from opposing counsel last month?  If it was scanned, you know right where to go and you can find it in seconds.
	B. Managing Less Paper Means Lower Operating Costs: Of course, you get this benefit only if you stop cramming every shred of paper that comes into your office in a paper file somewhere.  To illustrate this concept, consider the story on Exhibit A (page 32) from the Dallas Morning News from March 25, 2003, and the article on Exhibit B (page 33) from the Maryland State Bar Association Law Office Management Assistance Department.
	C. Electronic Files Are Easily Searchable: There are several third party programs you can buy which will search the content of your digital files.  If you scan your documents as PDF Searchable Images (image with text), even they can be searched by content.  
	D. Your Files Now Have a Table of Contents: If you're using a DMS, then you can easily see all documents related to a particular file.  If you're not using a DMS, you can still easily see a table of contents for your files by simply clicking File Open in Word:
	E. Electronic Files Are Easily Sharable: Unlike paper files, you and anyone else in your firm can be looking at the same file simultaneously.  You can make copies of the entire electronic file in a few seconds and store them on a wide assortment of media.
	F. Electronic Files Are Easily Transportable: If you’re out of the office and you need information from a paper file that is back at the office, you’re often out of luck.  If the file were electronic, you could access it with a Virtual Private Network (VPN), Terminal Services, Citrix, a www.gotomypc.com account or even PCAnywhere.  In other words, if you have standard remote connectivity, you could get that information from anywhere you had an internet connection.  Moreover, you could take ALL of your files with you on a laptop.   
	G. Since You Can Share an Electronic File, You CAN Collaborate: If you need to collaborate with clients, experts, courts or co-counsel, you can give them instant access to your entire file.  Items can be sent instantly via email or burned to a CD that costs $0.25.  If you needed to give your entire file to someone, you could simply hand them a CD.  It’s a nice alternative to hauling banker’s boxes of documents to the local copy center, paying them a lot of money, killing a lot of trees, and then walking out with twice as many banker’s boxes, a hernia and a big shipping bill from UPS or FedEx.
	H. Accessing Digital Paper Is Instant: Instant data access, instant answers.
	I. Updating Electronic Files Takes Virtually No Time At All: Let’s say you get a piece of mail that needs to go into a particular file.  Even with a “low-end” scanner, you can deposit 20 pages per minute into that digital file without first searching for the file.  No file clerks necessary, no office scavenger hunt and no wasted time.
	J. Inexpensive Storage: The number of electronic files I carry around on my laptop would fill a house if they were in paper form.   I can find all of them immediately and I have no storage costs. 

	VII. ADDITIONAL IDEAS:
	A. Stop Making Copies of Everything You Send Out and Putting Them In The Paper File: There are unquestionably a lot of paper documents in your files that you don't actually need in paper form if electronic copies of them are on your server.  Out of paranoia, lawyers like to “paper the file” and create “paper trails” of everything they do so their work is “well documented.”  Those terms, as they relate to paper, were used in the practice of law 100 years ago and frankly, they're losing their relevance today.  The objectives those terms represent can all be accomplished electronically and much more efficiently.  Furthermore, a paper copy of something is no longer evidence of anything since anyone can alter a paper copy with a $50 scanner and make the alteration undetectable. Since most firms only keep paper copies of documents they send out so they can easily determine WHEN they were sent out, simply include the date in the name of the file (i.e., 2003-01-04 - Doe, John letter.doc).
	B. Stop Printing Email: Stuffing your paper files with printed email accomplishes little, if anything, useful.  It makes your files fatter and makes it even more difficult to locate the particular documents you’re looking for once you find the file.  Email needs to be captured electronically and this can be accomplished electronically by any of the following methods:
	C. Buy Monitors That Rotate to Portrait: Many lawyers print documents in order to review them because they find it difficult to review documents on a computer screen.  This difficult typically arises out of the fact that when viewing a document on a typical monitor, one can only see a few paragraphs of each page because the monitor is landscape (wide) and the document is portrait (tall).  To remedy this problem, we recommend buying monitors that rotate to portrait (see screen shot below).  Monitors with this capability usually only cost a few dollars more than those without it and it is completely worth the extra money.  As you can see below, a standard 22” monitor rotated to portrait not only allows a user to see an entire page of text at once, but it makes it nearly twice as big as it would appear if you printed it on 8.5 x 11” paper.
	D. Buy Dual Monitors: This concept simply allows you to spread out and not spend so much time minimizing and maximizing applications you’re working with in order to switch between them.  The reason you’d want to go with two monitors rather than one larger one is that it is far less expensive to do so.  For example, two 23” monitors can easily cost $400 for both ($200 each); however, a 30” monitor can easily cost $1,500 for one of them.  New desktop computers can be configured to include two monitor ports for this purpose.  Many laptops also come with two monitor ports on the docking stations (Dell Latitude laptops, for example).  If you have an existing desktop computer, you can buy upgraded video adapters which provide dual video output ports.  Finally, you can buy USB to VGA adapters which are designed to allow you to add additional monitors via the USB port on your computer.
	E. Scan Non Client Related Items First: For example, you probably have a lot accounting records stuffing filing cabinets (bills paid, bank statements, etc.) that would be excellent candidates for scanning.  Try those first as they are great candidates.
	F. Consider a Press Release or Marketing Materials About What You've Done: By reducing paper, you're reducing your firm's carbon footprint, reducing landfill waste, helping the environment and saving money.  This is something to crow about.  Many firms incorporate these facts into marketing materials, their web site, etc.  For example, see http://tinyurl.com/3nx3k4g or http://tinyurl.com/3dh68wm. 

	Henley Page Cover Drowning.pdf
	Drowning in Paper? Paper Reduction Strategies for Lawyers
	Law and Practice Update

	Barron Henley
	Affinity Consulting Group LLC
	Columbus, Ohio

	Henley Page Cover Drowning.pdf
	Drowning in Paper? Paper Reduction Strategies for Lawyers
	Law and Practice Update

	Barron Henley
	Affinity Consulting Group, LLC
	Columbus, Ohio


