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Ten ways to achieve real results from marketing in tough times 
Law firms find themselves in a more challenging environment than at any time in the last 15 years.

In such times an unfortunate irony often emerges. To survive and prosper, a firm will need to improve its marketing effectiveness.  But, equally, marketing budgets will be put under pressure and firms may succumb to the understandable desire to cut costs.  However while it is crucial to always ensure that overheads are kept under control and a firm runs on “lean burn” building revenue is what really improves the bottom line. Slashing expenditure which is vital to build revenue is likely to prove a short sighted strategy.  
Firms without any effective marketing strategy are not likely to survive the current downturn.
However, firms with an effective marketing strategy, backed up by well managed tactics, are the ones most likely to thrive, as shown below
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Here are 10 key areas law firms should consider when planning effective marketing activity to get them through difficult times.    
1. Focus on really meaningful objectives.

Focus on the things that really will drive the revenue performance of the firm.  Objectives should not be about numbers of seminars put on (for example) but around creating and maintaining the things that enable the firm to thrive.  Look at your client’s satisfaction (or otherwise), your share of their business and their willingness to recommend your firm. What share of key client’s business will you aim for?  
2. Make your marketing plan worthy of the name 

Leave behind the platitudes still found in some marketing plans. You need to focus on strategic issues. How are you really placed against the relevant competition in terms of your ability to win the work that is out there?  How do clients and prospects perceive your capability in key areas? Only if you know this can you take effective action in the right areas to help you grow revenue. 
3. Think through your markets needs and how you can supply those needs
The current environment means firms must think strategically and carefully about what markets they should be in, and what services form part of the core offering.  Ensure you are clear about the needs of your firm’s potential markets and how you can boost your competitive performance, by meeting those needs in a “value for money” way. 

How are you going to compensate for a drop in revenue in some areas of your business? Identify current and potential sources of revenue with the most demand in the short and medium term, which can help smooth the economic cycle for your firm, and where you have or can quickly build capability.

You may be led into thinking that a merger will resolve many of these issues.  However, merger is not a panacea and you need to make sure you don’t rush into any merger which might dilute your specialisms, market perception, or focus on areas which will not drive performance in the medium term.   Only merger with the right partner, and for the right reasons!
4. Focus on intermediaries and introducers

Few firms manage their important intermediary relationships in a concerted way.  Knowing which intermediaries are most strongly positioned in areas which still have good demand, understanding what they want from other professional firms, and understanding how you can be better placed to win a greater share of their business, will make a significant difference to your bottom line.
Which intermediaries have relationships with your key prospects and clients? Undertake joint efforts with them to improve the results, reduce the costs, and increase effectiveness of activities.

5. Recognise the opportunities in today’s environment 

The current environment may change how clients make decisions, and the criteria that are important to them.  Some may become more fee sensitive (and this may mean mid sized firms have a greater opportunity to win business from competitors who are larger and more expensive)
Equally the potential reduction in the number of firms may mean that some good quality clients have to find alternative advisors.  Thus, are there possibilities of winning business for your firm? How might you secure them?

You will also need to research what your clients are doing, what they will need in the future, and how those services will need to be delivered.  Make sure that all client research you conduct identifies your performance, the likelihood of you firm being recommended, and any “hidden” opportunities in your client or prospect base. 

6. Review client profitability

While most of the areas noted above are concerned with sustaining and building revenue in the current climate, it is also worth looking at the potential “drains” to profit.  An audit of client profitability and a plan to proactively and selectively “weed out” unprofitable clients should be a priority for every law firm. 
Concentrate your client development activity on those which can generate more revenue and profit.

7. Ensure your client relationship management generates results 
What are the objectives of your client relationship management strategy? Should they include your share of the clients business, whether you are viewed as the main firm they use, or reducing the extent and risk of client loss?
Review those where you are perceived as the main firm used, and those where you are at risk of losing (or have lost) the relationship. Why did the relevant clients fall into these categories?  Learn what enabled you to become the main firm, and replicate this consistently across other key clients.

Ensure you have a “client retention strategy” which has identified all significant clients where you are at risk of losing business. And, work to not only identify actions to reduce this risk, but set accountability and deadlines for when they will be done.

8. Get your data in order.  

If the firm can only communicate effectively with 60% of its client base, every week you rule the firm out of opportunities to build relationships and potentially propose for business. If nothing else, ensure you have accurate data on key contacts and that addresses are up to date.  Make a data improvement plan a priority and, importantly, define accountability for its implementation. 

9. Get smart with how you measure success

By agreeing what for you are the most important measures of success you will create a real focus around the firm and marketing activity, and drive success.  Measure what matters, and which marketing can influence –though metrics also need to be SMART.  Set realistic targets, decide who is accountable, and ensure deadline dates are clear.  Examples include number of leads generated from one practice for another, or quality of relationships with key intermediaries (see later).

Do not forget to track the results of activity. You can increase the efficiency of all your marketing activity by sharpening attention and focus on the things which count.  

10. Above all, make each £ you spend work harder

This is where law firms can learn from other sectors.  Use all available data to determine where your key prospects and clients are, and run events in optimal locations.  By all means, track the interest generated by those seminars. However, you also need to be systematic – don’t just measure the number of attendees but also ensure someone is committed to follow up, so you gain a return from the investment. And indeed, track the revenue gained so you can measure that return.
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� See, for example, “Understanding Marketing Planning” by Malcolm McDonald, Emeritus Professor, Marketing at Cranfield University School of Management. 
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