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By Cindy Sharp

Logan Patterson, a seasoned legal marketer with 20 years of experience in the 
field, was recently hired as CMO of a medium-size law firm. He finds that a 
small group of elite rainmakers generates the lion’s share of the firm’s revenue, 

and he shares leadership’s concern about the long-term sustainability of certain prac-
tice areas, since many of the rainmakers are quickly approaching retirement age. 

While a handful of the firm’s lawyers are engaged in productive business de-
velopment activities, including writing, speaking and networking, the general 
attitude is that these activities are a waste of time, as referrals are rarely gener-
ated. Patterson concludes that the results are not stellar in large part because the 
attorneys lack a follow-up strategy. Furthermore, no system is being utilized to 
record goals, completed activities and other successes. Consequently, potentially 
valuable relationships are falling by the wayside out of pure neglect.

Group CoaChinG proGram
Having had success with group coaching in the past, CMO Patterson estab-

lishes a six-month pilot program and chooses eight attorneys to participate. The 
focus of the program will be on developing the habits and skills of leverage and 
follow-up. Although increased revenue is the ultimate goal, the success (for now) 
will be measured by the number and quality of follow-up activities.   

The group-coaching format was chosen for several reasons: 
1. The CMO does not have the resources for one-on-one coaching;
2. He hopes to set up a competitive atmosphere that will inspire increased activity; 
3. A group dynamic can lead to enhanced growth and insights — attorneys 

who watch other group members break out of comfort zones and succeed 
with new techniques may be more likely to follow suit;

4. The group setting allows for constructive feedback from peers; and 
5. As the participating lawyers deepen their relationships with each other, 

cross-selling opportunities are more likely to present themselves.   

By Beth Cuzzone 
and Darryl Cross

In every issue of Marketing the 
Law Firm, we read about best 
practices and new trends. How-
ever, not even that prepared us 
for this year’s LSSO (Legal Sales 
and Service Organization Inc.) Le-
gal Sales and Service Awards win-
ners — specifically, the long-term 
success established in a short 
amount of time at two law firms.

The Legal Sales and Service 
Awards recognize the cutting-
edge work of individuals and/or 
teams in law firms who are play-
ing critical roles in the ongoing fi-
nancial health of their firms. Even 
the collection of nominations was 
an eye-opening look at the truly 
revolutionary activities and efforts 
going on inside the modern law 
firm. All finalists should be proud 
of their work. However, there had 
to be winners, and here they are. 

‘Team everesT: The peak 
performers summiT’

Last year, Benesch, a mid-size 
firm in Cleveland, launched a 
program known as Team Ever-
est: The Peak Performers Sum-
mit. This was an in-person 
gathering of the top business-
generating lawyers at the firm. 
It was an opportunity to gath-
er all of them together in one 
place to focus on how to grow 
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exCerpTs from The 
inTroduCTory memo 

To get the ball rolling, Patterson 
circulated an explanatory memo to 
the participants prior to the first 
meeting — portions of which are 
reproduced below.

mindseT & Tools 
Generating new business is a 

prerequisite to high-level financial 
success at [our firm]. Minders and 
grinders play a crucial role and we 
welcome them. However, if you 
choose that career path, it is unlike-
ly that you will enjoy the generous 
compensation of our top finders.  

Sometimes you will get lucky and 
receive referrals seemingly “out of 
the blue.” However, building a sig-
nificant and sustainable practice 
takes planning, commitment, effort 
and persistence — especially in to-
day’s competitive environment.  

Let me relate an example of a sce-
nario that is all too common: Attor-
ney attends networking event, has 
a stimulating conversation with a 
lawyer practicing in a different field 
who seems interested in establish-
ing a referral relationship. Business 
cards are exchanged, a “nice to meet 
you” email is sent out. Nothing more 
happens, and yet another promis-
ing relationship goes up in smoke. 
Not only have opportunities been 
lost, but the time spent attending 
the function was squandered — at 
least from a business development 
perspective. 

Our work together will be geared 
toward preventing this type of un-
necessary waste and to promoting a 
mindset under which you will learn 
to naturally leverage each opportu-
nity that you have already created. 
Over the next six months, we will fo-
cus on building habits with respect 
to various aspects of the follow-up 
process. Naturally, you will need to 

continue with other vital facets of 
business development, as well.

Since the Client Relationship Man-
agement (CRM) software that the firm 
uses is outdated, we are researching 
options that will help us automate our 
relationship development efforts. How-
ever, keep in mind that technology is 
simply a tool to support the relation-
ships developed by real people. For 
now, we will use spreadsheets as a way 
of recording both goals and activities.  

four follow-up 
habiTs To develop 

As you engage in business devel-
opment activities prior to our first 
meeting, try to incorporate the fol-
lowing suggestions, where appro-
priate. Keep in mind that a change 
in action will lead to a change in re-
sults. Indeed, growth happens when 
you leave your comfort zone.  

1. When you meet a potentially 
valuable business connection, request 
a card. If she doesn’t have one with 
her, capture the contact information 
on the back of one of your own cards. 
Ask if it is okay to send information 
from time to time about various legal 
issues. Immediately after the event, 
give the information to your assis-
tant, who will enter it into the firm-
wide database. Don’t forget to make 
relevant personal and business notes 
about the person, which will make fu-
ture connection more meaningful. 

2. While all relationships are valu-
able, some have more potential than 
others and should be given more at-
tention. A good rule of thumb is to 
send a personalized email or hand-
written note to each new contact. 
Comment about the substance of 
the conversation or circumstance, 
and attach or enclose a Client Alert 
or article written by you that show-
cases your expertise. Don’t forget to 
connect on LinkedIn. At that point, 
you can assess whether to invest ad-
ditional time nurturing the relation-
ship, or whether a less personalized 
drip campaign would be appropriate. 

The firm will send out holiday cards 
and invitations to client development/
appreciation events; however, you are 
responsible for developing your own 
personal/professional relationships. 

Follow-up
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By Jim Durham

Much of what we learn at the 
many legal marketing conferences 
and programs we attend addresses 
the challenges of competition, in-
novation, change management and 
data analytics. Add to that the threat 
of Artificial Intelligence and myriad 
alternative legal service providers. 

These are all important and rel-
evant topics. Yet we are especially 
challenged, on a core level, in per-
suading lawyers and law firm lead-
ers to implement the best practices 
and innovative business develop-
ment ideas legal marketers propose 
to them. This is particularly notice-
able in the context of motivating so-
called sales activities. 

I have previously authored nu-
merous articles and books about 
re-framing the concept of “sales,” 
from an act of intrusion to “an act of 
service,” to motivate lawyers to en-
gage in more client development ef-
forts. Since that approach seemed to 
find some traction, it prompted me 
to consider that maybe we should 
bring a little more humanity into the 
legal profession. 

The human TouCh
Sometimes the legal profession can 

seem to be too much about money 

and the chase thereof. So, maybe it is 
time to talk more about the human 
impact of what we do — we almost 
never talk about what could arguably 
be the most important aspect of our 
professional lives: How what we do 
as professionals impacts the lives of 
real people, in meaningful ways.

The professionals we serve are 
called lawyers, but that is just a pro-
fessional label. The individuals and 
teams that lawyers serve are called 
clients — but lawyers and clients are 
really just people with hearts, minds 
and feelings; people who have good 
days and bad days; people who 
have blessings and challenges. 

For purposes of this article, I will 
take a break from the educational and 
training topics you usually find in this 
great publication, and share some ob-
servations I have made over the years 
on the ways in which marketers ac-
tually impact the lives of the people 
in their firms, and how lawyers can 
impact their clients in a personal way.

For example, I am sure most mar-
keters provide client service and 
communication skills training in 
their firms. I will never forget one 
time when a lawyer came up to me 
after a client service program and 
shared, “I don’t know if doing the 
things you taught us today will at-
tract clients, but I can assure you, by 
being here today I am going to be a 
better husband and father.” 

For every person who says that, 
there are surely dozens of people 
in your programs experiencing it. I 
receive emails from legal assistants 
thanking me for the way a lawyer 
has changed after a training program. 
I have saved one such email, which 
says, in essence, “all of us who work 
on the 14th floor have been talking 
about how Lawyer X has changed 
and is treating us so much better. It’s 
as if the curtains were opened and 
the sun has started shining through. 
Thank you, thank you, thank you.” 

Let’s be clear, this has nothing to 
do with my training skills or con-
tent — it is the same content that 
all legal marketers and consultants 

— focusing on empathy, listening, 
communication styles, asking for cli-
ent feedback and forming authentic 
relationships. Don’t under-appreciate 
the importance of what you do, as a 
highly skilled marketing professional.

makinG a differenCe
Maybe it was that time that the 

head of HR was having a particular-
ly tough day, and the time that you 
spent supporting him with empa-
thy, support and ideas enabled him 
to go home to his family or friends 
with a sense of calm. 

Have you ever trained and mentored 
someone who went on to be a star in 
the legal marketing industry? That is 
not benign — you likely changed that 
person’s life in a profound way. 

I bet many of you have coached 
lawyers who are questioning the di-
rection of the profession or their de-
cision to practice law, and I suspect 
that you assured them either that they 
made a good choice or that the pro-
fession has not gone completely off 
the rails. In those moments, you may 
have given them new resolve or even 
clarity about alternatives — you made 
a difference in their personal lives. 

Next time you work with a lawyer 
who is wondering about whether or 
not she is making a difference, be-
cause she is too focused on the mon-
ey she can make or the intellectual 
skills she has developed, ask her to 
think about a client whose life she 
may have changed in their career. 

It might have been a tough deal 
she successfully made happen to 
save a family business — impacting 
generations of family members. It 
could have been the time she insist-
ed that someone create a Will, and 
tragedy struck soon after. 

You might remind her of the time 
that a small agency was served with 
a restraining order, putting them out 
of business (at least temporarily) 
and threating the jobs of a dozen 
people whose families depended on 
them — the lawyer got an emergen-
cy hearing and the TRO was lifted 
the next day. 

The Impact of What 
We Do as Marketers 
And Lawyers

Jim Durham is the Chief Marketing 
Officer at Clark Hill. He is veteran 
legal marketer who has worked 
with hundreds of law firms and  
lawyers as a consultant and coach. 
He has also written The Essential 
Little Book of Great Lawyering, 
among other books. He was induct-
ed into the Legal Marketing Hall of 
Fame in 2010. He may be reached at 
jdurham@clarkhill.com.

Never Lose Heart: 
Appreciating the 
Human

leadership

continued on page 4
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We will assist with the mechanics, but 
ask you to commit to regular devel-
opment of written material (such as 
case studies or client alerts) that dem-
onstrates your position as a thought 
leader in your chosen field. Consis-
tent development of these pieces will 
feed the drip campaign alluded to in 
the previous paragraph.

3. If you are a presenter at a work-
shop, seminar or conference, it is 
difficult to follow up with audience 
members without having their contact 
information. In the event that the pro-
gram planner will not share this in-
formation with you (which is not un-
common), plan a drawing at the end 
of your session. Raffle off a book or 
even small gift card in exchange for 
the contact information of audience 
members. Of course, it is then your re-
sponsibility to follow up as discussed 
above. Remember that the stage is al-
ready set for a business relationship, 
as you are framed as an expert by the 
very fact that you were a presenter. 

4. Return every call promptly, es-
pecially if you don’t know the rea-
son for the call. We all have people 
in our lives whom we prefer to 
avoid, and thus procrastinate in get-
ting back to them. What if the pur-
pose of the call is to refer you a new 

matter? This is not so far-fetched, 
as an attorney I previously coached 
discovered the hard way. He waited 
four days before returning a call to a 
former client he remembered as ob-
noxious. At that point, another for-
tunate attorney (who did return the 
former client’s calls) was busy sign-
ing a retainer with the new referral.

faCe your obsTaCles
Consider what has held you 

back in the past from following up. 
While you may cite lack of time as 
a reason, keep in mind that other 
attorneys in similar circumstances 
have built successful practices even 
though they are “crazy-busy.” 

In reviewing the habits and character-
istics of prosperous rainmakers, I have 
observed the following commonalities: 

1. Well-organized marketing ef-
forts, which include an easily 
accessible and up-to-date con-
tact list as well as print and 
digital files of written material 
to distribute.

2. Resilience — successful busi-
ness generators don’t take 
it personally when a poten-
tial client or referral source 
doesn’t return calls or answer 
emails. These lawyers mark 
the calendar a week in the 
future to monitor whether a 
response has been received. 
If not, they reach out again, 

believing that the communi-
cation partner is simply busy 
or disorganized and intended 
to respond. 

3. Developing mechanisms for 
tracking all progress (big and 
small), which helps to build 
confidence in the business 
development arena.  

ConClusion
Can you identify a group of law-

yers in your firm who could benefit 
from a group coaching initiative 
similar to the concept advanced by 
CMO Patterson? Why not start with 
the format outlined above and ex-
pand from there? Other points to 
consider when organizing a group-
coaching program include: 
•	 How often the group will 

meet. 
•	 Whether the initiative in-

cludes any one-on-one coach-
ing. 

•	 Whether accountability part-
nerships will be encouraged 
or required.

•	 What must specifically hap-
pen over the six-month trial 
period in order for the initia-
tive to be declared a success.

Please share with me your suc-
cesses as well as challenges in im-
plementing a follow-up initiative at 
cindy@thesharperlawyer.com.

“Yes,” they may say, “that is what 
I am paid to do; that is my job.” But 
their job matters!  

Early in my career as a lawyer, a 
client asked me to represent her in a 
case of “undue familiarity.” (A thera-
pist had crossed the line, engaged 
with her inappropriately and hurt 
her marriage.) The Christmas after 
the settlement, which provided for 
10 years of much-needed therapy, I 
received a card in the mail saying 
that the money gave her comfort 
that she could overcome the trau-
ma, and ended with her saying that 
I had saved her life. Maybe that one 
life is why I became a lawyer. Much 

like a Gratitude Journal, maybe we 
should all keep a journal on how we 
make a difference.

I really encourage you to appre-
ciate more how much it matters 
when, in the context of your pro-
fessional life, you make the people 
around you more fulfilled, skilled 
and successful. It can resonate in 
their homes, the firm and the in-
dustry. Sounds a bit touchy-feely, I 
know, but when I delivered a pre-
sentation on this subject at a firm 
retreat last year, lawyers ranging 
from the senior-most partners to the 
youngest associates approached me 
at the end of the program to share 
that the presentation I had made 
gave them a greater appreciation for 
what it means to be a lawyer.

ConClusion
There is an old motivational sto-

ry about a two people walking on 
a beach covered with hundreds of 
grounded starfish. One of individu-
als stooped down to pick up a star-
fish and returned it to the water. 
The other person looked around 
at the mass of starfish still on the 
beach and said, “What are you do-
ing? What possible difference can 
that make? The first person replied, 
“For that one, it makes a difference.”  

We certainly cannot solve all of 
the problems in the world or in 
people’s lives, but if we make a dif-
ference for even one, that is a good 
day at work.

Leadership
continued from page 3

—❖—

Follow-up
continued from page 2

—❖—
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By Andrew Duchon

“Data Science” and “Artificial In-
telligence” are terms being thrown 
around in every field, including le-
gal. But what are they? Why are they 
generating so much excitement these 
days? There are many definitions out 
there, but Data Science is really just 
statistics of the real world, including 
business and customer data.

The question is how do you get 
the right statistics? Often, fitting a 
line to your data is all you need to 
do, but what if something more so-
phisticated is required?

maChine learninG
Machine learning is one way to 

get the right statistics. This is a 
suite of techniques, sometimes us-
ing supervised methods: given in-
put X (a bunch of colored pixels), 
the system should call it Y (a cat); 
or unsupervised methods: given a 
bunch of Xs, cluster them into two 
groups (which we might later label 
cats and dogs). 

One type of machine learning re-
ceiving a lot of news coverage these 
days is neural networks, or deep 
learning, which is (very) loosely based 
on the structures of neurons in your 
brain. Perhaps you’ve seen pictures 
of the human brain with the different 
parts labeled. These are essentially 
layers of neurons that provide more 
and more sophisticated analyses. 

Recently, techniques have been 
discovered to build artificial neural 
networks of the same complexity. 
These deep neural networks have 
been trained to not just differentiate 
cats from dogs, but even to “dream” 
and create art, music and paintings.

oTher Tools
Data science has other tools in its 

toolbox. Network Analysis is a rela-
tively distinct set of techniques that 
are used to get the right statistics 
when your data is a network, like 
friends on Facebook, or website 
links, or supply chains. Natural Lan-
guage Processing can leverage the 
structure of language (subjects be-
fore predicates in English, usually) 
to get the right statistics of language, 
though recent work in deep learn-
ing indicates that even this structure 
can be learned with enough data.
Artificial Intelligence

There are many definitions of 
Artificial Intelligence (AI), but I 
like to think that AI refers not just 
to knowing the right statistics, but 
acting on them in real-time interac-
tions with the real world, including 
humans, and working within those 
constraints. 

Robots and self-driving cars are 
subject to gravity, momentum and 
traffic laws. Chatbots are (or should 
be) constrained by politeness. These 
are things that AI needs to under-
stand and not have to learn in order 
to be active in the real world. Soft-
ware systems, like some new ones 
in the legal field, where the user can 
interactively train the system, have 
a kind of AI veneer on top of the 
machine learning. Finally, beneath 
all these techniques is a substrate of 
hardware engineering, software, da-
tabases and big data techniques that 
have made this all possible and not 
frustratingly slow.

daTa sCienCe and you
So, what can Data Science do for 

you as legal marketers and business 
development professionals? Data 
Science answers questions. The 
types of questions fall into a few 
major groups. Classification: What 
animal is in this picture? How will 
this judge decide this case? 

1. Similarity and Clustering: 
Which document has a provi-
sion most similar to this one? 
How can we group our clients 
for targeted marketing?

2. Generation: What caption 
would best describe this 
scene? Given the basic terms 
of a sale, how does the legal 
sales agreement read?

3. Planning and Optimiza-
tion: What are some of the 
key risks developing affecting 
companies in XYZ industry? 
Which question should I ask 
next to most quickly end this 
testimony?  

4. Regression: Given the news 
and the market, is this com-
pany likely to be facing in-
creased legal fees? Given the 
RFPs we’ve submitted, what 
can we expect for revenue 
next year?   

If you can characterize your prob-
lem as asking one of these ques-
tions, then a data science solution 
may be created for you.

More and more, software compa-
nies are focusing these solutions on 
the legal industry. While eDiscov-
ery software has been around for 
years, machine learning techniques 
are now being applied to, e.g., con-
tracts, both for discovery and gen-
eration, to jurisdiction selection 
(which judge is most likely to favor 
my client?), and to anomaly detec-
tion in narratives.   

Most of these solutions and most 
of what lawyers and chief knowl-
edge officers address is text. Lots 
and lots of text. Identifying the right 
text, generating the right text, sum-
marizing the text, exposing issues 
with the text, understanding the im-
plications of the text, etc. These are 
all problems that lawyers and legal 
professionals (CI experts, business 
analyst) must constantly address.   

The good news is that this is a 
golden age for data science: There 
are really no more impediments to 
developing solutions to these is-
sues. You can get all the data you 
want (through cloud-based services 
— which you also have to pay for). 
Open-source software is available 
to implement anything; and though 

Data Science 
For the Law

Andrew Duchon, Ph.D., Director, 
Data Science at Manzama, directs the 
areas of business intelligence, com-
putational linguistics, network analy-
sis and machine learning. He may be 
reached at andrew@manzama.com.

m a r k e T i n G  T e C h

continued on page 6
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top-line revenue, enhance client ser-
vice and create new offerings. 

The first year was so successful 
that they conducted a second sum-
mit this year as well. The market-
ing and business development de-
partment was key in planning and 
facilitating the event, and was the 
driving force behind the execution 
of the resulting action steps. The 
firm has a long history of a strong 
practice management culture. Us-
ing this as a foundation, they as-
sembled representatives from all 
practice groups to create truly an 
elite group who shared best prac-
tices and ideas that benefit clients 
in realistic ways, to be executed in 
a timely manner.

The benefits have been many, but 
the top three worth mentioning are:

1. The program has been a 
powerful way to motivate 
attorneys to retain and/or 
earn their first spot in the 
group;

2. It creates excitement about 
the future and collaboration 
on new services and process-
es that result in new business 
as well as better results for 
the clients; and 

3. There was immediate ROI. 
Gaining management “buy-in” was 

no small feat for the marketing and 
business development department. 
Taking approximately 25% of the top 
lawyers out of their offices for multi-
ple days (on which there would be no 
billing) and incurring great expense 
for travel was not an easy idea to sell 
to a law firm in a highly competitive 
environment. However, the success 
of the program speaks for itself, as 
noted above. The program is sure to 
continue for years into the future.

Congratulations to Benesch and 
its marketing and business develop-
ment department for creating a pro-
gram that cultivates an elite team 
that is greater in the sum of its parts.

from law sChool To The 
boTTom line

The second award, Legal Sales 
and Service Executive of the Year, 
was equally as impressive. 

Iris Jones, from McNees, Wallace 
& Nurick, was the winner. Iris cre-
ated a strategic collaboration pro-
gram for summer associates. This 
program gave hands-on business 
development training to law stu-
dents who ideally will join the firm 
at a later date. And when they do, 
they will already have had training 
and an introduction to some of the 
fundamentals of business develop-
ment. 

These skills include how to iden-
tify and target clients or prospects, 
using competitive and business in-
telligence tools, using relationship 
intelligence gathered via CRM, and 
how to analyze industry trends. The 
program was supported by exten-
sive training and one-on-one coach-
ing on teamwork, presentation skills 
and effective communications. 

To support collaboration as well 
as healthy competition, the law stu-
dents were assembled into teams, 
each team assigned a target. Then, 
on their own, the teams developed 
and presented strategies and rec-
ommendations for expanding and 
retaining current business, and find-
ing new business for the firm.

The program had great results, 
including the firm-wide launch 
of a formal client team program 

you may spend a lot of time under-
standing it, free online training is 
also there to teach yourself how to 
use it.   

Of note is open-source software 
that has come out in the last couple 
of years that makes it much easier to 
apply deep neural networks to text. 
This reduces the need for hard-to-
find linguists, who have to work in-
timately with the data creating rules, 
and allows developers to focus di-
rectly on the problem of translating 
user need into products addressing 
those needs.   

Of course, understanding those 
needs takes a lot of time, as well 

as understanding how the available 
data may be analyzed to address 
those needs. Then it boils down to 
creativity and effort. 

ConClusion
Building deep neural networks is 

still much more of an art than a sci-
ence, so creativity and intuition are re-
quired. A lot of the real effort though, 
where data scientists like myself spend 
most of our time, is just addressing the 
data itself: understanding it, “cleaning” 
it, and moving it around in scalable 
ways. This is the non-“sexy” part of 
the job that no one talks about, but 
one I strangely find interesting.  

In any case, you should expect to 
see over the next few years many 
new products based off of these new 
capabilities, including products from 

my company, Manzama, e.g., Manza-
ma Signals™, which will be available 
in early 2018 (Beta release for clients 
only this month) to help marketing 
and business development profes-
sionals understand corporate news 
much quicker and more thoroughly 
through classification and cluster-
ing. With this foundation, other 
techniques from data science will be 
able to help these professionals to 
answer myriad questions we’re just 
beginning to explore.
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By Michael DeCosta

Robert Frost once wrote; “Home 
is a place that when you have to go 
there, they have to take you in.” That 
prose speaks volumes to the level of 
loyalty family members feel toward 
one another. There is an implied fa-
milial contract that obliges parents, 
siblings and children to always find 
a place for family members. For 
years, there had been a similar im-
plied social contract between em-
ployers and employees that suggest-
ed an inviolable relationship.  

Law firms, perhaps more than 
most organizations, adhered to that 
principle. The level of convivial af-
finity runs deep. Some partners re-
fer to themselves proudly as “lifers” 
of their respective firms. Their firms 
were perceived to be existential to 
their professional identity. 

Perhaps only outpaced by Japanese 
corporations in connection with loyal-
ty to their employees, law firms seek 
to nurture long-term relations in all of 
their connections. You see it in how 
they treat their former employees as 
well, referring to them as “alumni” 
or “friends” of the firm. Laudable, in-
deed, but no longer realistic.

The new realiTy
Unfortunately, all of this implicit 

loyalty flies in the face of today’s 

so-called “Gig Economy.” If you 
are not familiar with the term, you 
should become better acquainted. 
Loosely defined, it is “an environ-
ment in which temporary positions 
are common and organizations con-
tract with independent workers for 
short-term engagements.” http://bit.
ly/2yLRTy3. 

The U.S Department of Labor Sta-
tistics has tracked the contingent 
workers for decades and reported 
episodically on their status but the 
new normal in employment, which 
has emerged post-recession, has 
swelled the ranks of independent 
workers so much so that now the 
department keeps and reports sta-
tistics on this group annually. The 
number of temporary workers is 
growing rapidly. It is estimated that 
by 2020, over 40% of the workforce 
in the United States will be indepen-
dent. http://bit.ly/2zMDlhE.

Business organizations have long 
since revolved around a centralized 
leadership structure. It is how cor-
porations have become so large, 
especially over the last 50 years. 
Yet, size is not an indication of suc-
cess. Just look at General Electric’s 
stock performance over the decade. 
Through the credit crisis, we all be-
came familiar with the term “too 
big to fail,” referring to corpora-
tions that had grown so large that it 
would wreak havoc on the economy 
if their collective workforces would 
join the ranks of the unemployed. 

That theory, however, was chal-
lenged by many politicians and ac-
tivist citizens. It was a largely un-
popular program. Given such vocal 
objections throughout society, it is 
unlikely. Government bailouts are 
simply not going to be doled out as 
readily in the next recession. It also 
may not be needed given the work-
force trends.

whaT abouT law firms?
For the most part, law firms con-

tinue to structure themselves in a 
traditional operating and employ-
ment models with a dedicated 
workforce of talent arranged in an  

organizational hierarchy. In today’s 
Gig Economy, this will unlikely 
hold. The need for strong manage-
ment will not go away. Leadership 
cannot be outsourced. But the idea 
of legions of full-time employees 
continuously on the payroll will 
be difficult to sustain. Rather than 
enabling scalable models of opera-
tional efficiencies, having a larger 
and larger workforce can eventually 
impede an organization’s nimble-
ness and its ability to create or sim-
ply adapt to new service delivery 
models.

Yet, the marketplace for legal ser-
vices is demanding nimbleness and 
new delivery options often provid-
ed at a lower cost. Moreover, when 
economic woes slow demand, many 
larger organizations find it challeng-
ing to adjust.  

Too often, law firms have been 
“overhired” and “overfired” to offset 
the ebb and flow of the economy. 
This is simply not an efficient way of 
running a business, especially with 
a workforce increasingly reluctant to 
hitch their wagon to just one train.  

Just this month, PwC announced 
the launch of its On Demand Flex-
ible Legal Service, designed to pro-
vide staff augmentation for spikes in 
legal work. Many law firms have al-
ready utilized similar temporary em-
ployment models utilizing contract 
attorneys over permanent hiring. 
They have utilized low-cost services 
centers located offshore or in tertiary 
cities throughout America’s heart-
land. Many larger global law firms 
operate under a Swiss Verein model 
allowing for much more local agility.

These are very good models, but 
more needs to be done. Within 
these models, there needs to be a 
more resourceful flexible employ-
ment model, too. Despite the trend 
in other sectors, much of law firm 
operational personnel remain per-
manent employees.

leGal markeTinG 
deparTmenTs

For years, I heard the collec-
tive lament of senior partners 
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involving the current firm lawyers. 
All the participating summer asso-
ciates were offered and accepted 
positions at the firm. Many of the 
students noted that a key factor 
in accepting the firm’s employ-
ment offer was experiencing how 
committed the firm is to deliver-
ing excellent service and proactive 
solutions to clients as well as their 
fellow attorneys and staff. 

This revolutionary program tar-
geting the most junior firm attor-
neys has helped the firm to expand 
its target base, attract new clients, 
and transition the culture into one 
of “everyone should, and can, devel-
op new business.” Follow the three 
steps to help move your firm’s sales 
and service culture forward.

Three sTeps To a suCCessful 
sales and ClienT GrowTh 
CulTure ChanGe
1. Have a Clear Strategy for 
Rolling Out Your Initiative

Although it seems obvious, firms 
must carefully plan each step in 
their new sales or service programs, 
including involving the attorneys 
into the planning process. In order 
for your firm’s attorneys to buy in to 
any change, they need to feel a part 
of its design, and understand clearly 
how they may benefit from it.  
2. Test Your Process with  
Champions

As with all culture change, select 
and enlist your “champions” early. Af-
ter you have developed the clear roll-
out strategy for your new program, 
the key is to involve leadership and 
rainmakers early, and solicit their in-
put throughout the entire process. In 

addition, enlist a beta group to test, 
refine and retest the process before 
you unveil to the firm.
3. Focus on Progressive Success

No firm will celebrate total 
adoption and adherence to a new 
sales or service program during the 
early stages of its existence. Don’t 
worry, most attorneys will, but it 
takes time. As you roll out a new 
program, measure and reward the 
adoption of each part of the new 
process, one-step at a time.  

Measuring adherence to your new 
culture and reinforcing progressive 
success is what will win sustained and 
eventual “buy in” from your entire firm. 

complaining about paying hundreds 
of thousands of dollars for a Chief 
Marketing Officer. In economic 
boom times, they perceived that the 
roles were not needed, as phones 
“rang off the hook.” In economic 
bust cycles, CMOs’ efficacy was 
again questioned because the CMOs 
were seemingly unable to stave off 
a precipitous decline in revenues. 
That fodder has finally started to 
die down as the recognition of their 
value is recognized. It is widely ac-
cepted that CMOs are professionally 
needed in law firms. But, it has not 
stopped lawyers’ tendency to scape-
goat their own shortcomings on the 
marketing department at large.  

In my role as a recruiter, I hear a 
rising refrain from partners about 
“empire building” and “out-of-con-
trol headcounts” as marketing teams 
have continued to grow, with some 
firms numbering over 100 Full Time 

Equivalents (FTEs) in their marketing 
organizations. As lawyers implement 
better project management prowess 
into their own matters, it will not be 
long before they ask senior market-
ing executives to do the same.  

Undoubtedly, there is more and 
more to do as legal marketers have 
experienced an accretive  mandate 
to include business development re-
sponsibilities alongside traditional 
marketing communications roles. 
While these mandates grow, the cor-
relation between demand and head-
count will not increase in parallel. 
Legal marketers will simply need to 
do more with less.

I am not suggesting that a website 
can be revamped entirely by an in-
ternal IT department over the use of 
an outside agency or that a million-
dollar rebranding campaign can be 
replaced by a $5 per hour freelance 
consultant working somewhere in 
Southeast Asia to reimage your logo. 
Yet, I am pointing out the exagger-
ated delta between those two price 

points. I am also pointing out that 
these projects, like any projects, have 
lifespans. They do not require perma-
nent workers.

Benjamin Franklin famously stat-
ed; “Guests, like fish, start to smell 
after three days.” Law firms are not 
your homes, you are their guests. 
Your colleagues are not your fam-
ily, they are your co-workers. We all 
work in a more nimble, fluid work-
ing environment. Your employers 
do not want to be burdened with 
large workforces, one of the single 
largest costs associated with operat-
ing a business. Nor do many of to-
day’s younger workers want to dedi-
cate themselves to one employer for 
their entire careers. Your marketing 
organizations should reflect that. 

Professional Development
continued from page 7

—❖—

—❖—

The publisher of this newsletter is not engaged in rendering  
legal, accounting, financial, investment advisory or other  
professional services, and this publication is not meant to  
constitute legal, accounting, financial, investment advisory  
or other professional advice. If legal, financial, investment 
advisory or other professional assistance is required, the  

services of a competent professional person should be sought.

To order this newsletter, call:
800-756-8993

On the Web at:
www.ljnonline.com

Law.com subscribers receive a 30% discount 
on this publication. 

Call 877-807-8076 for information.

Sales Speak
continued from page 6

FOLLOW US  ON 

TWITTER!
http://twitter .com/l jn_onl ine


