
Do you know what success looks like? Track-back marketing programs.
 Presented by Jayne Navarre, LawGravity. Business Development/Marketing/Web jln@lawgravity.com 786.208.9108

 ÒIf you fail to plan, then plan to failÓ.

WHAT ABOUT THAT MBA?! 2

COMMUNICATE RESULTS.! 3

GO BIG. GO SMALL.! 4

PRIORITIZATION.! 5

SEE. THINK. DRAW. TRACK.! 6

SEE. WHAT IS TODAY"S SITUATION?! 7

THINK.! 8

THINK. STRATEGIES.! 9

DRAW.! 10

DRAW.! 12

DRAW. BUDGET.! 13

TRACK.! 14

THE END. COMMUNICATE RESULTS.! 15

LawGravity.com

!! ! ! ! ! ! ! Legal Marketing Association Virginias Chapter Meeting - September 2008

Copyright LawGravity LLC 2008                                                                                                                                                                    1

mailto:jln@lawgravity.com
mailto:jln@lawgravity.com


WHAT ABOUT THAT MBA? 

You may not need an MBA to impress the troops, but you should take a page from the classic MBA planning playbook. 
Know where you want to end up before you start. Good plans start at the end and work forward. 

The marketing plan supports the Þrm"s strategic plan. If your Þrm does not yet have a written strategic plan (shame on 
them), you"ll have to interview the management team to learn what they want to accomplish during the year at the Þrm 
level. Without knowing where they want to end up, you will be less likely to take them to their destination...duh!

This workbook assumes that the Þrm has vetted it"s direction whether in a formal plan or in the minutes of the 
management committee meetings, or that you have learned of the magic nugget on your own. The following planning and 
tracking tips can be used for both management and marketing plans.  

Practical Pointer:  Don"t let plans grow all over like weeds. Start fresh. Start focused. See, think, draw, track.

Notes:
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COMMUNICATE RESULTS.

This is the end.  Let"s start here. Communicate results. Find a Òbest-wayÓ (and there may be several) to communicate to 
the partners (shareholders, etc.) the story of their progress and results.  The story will involve all or some of the following: 
numbers, pictures, memos, an annual report, or even a top ten marketing achievements dinner where they help tell the 
story of results.  

Two of my favorites.
The Marketing Department Annual Report. Every thing you do all year should be logged, directed and synthesized into 
an annual report that documents progress and value, not just for the executive committee but also for your staff, and your 
legacy. Create a table of contents; Goals, Objectives, Strategies, Tactics.  Record using charts, grids, pictures, statistics. 
Review, Revise. Create a branded cover. Bind it. Keep it on your desk in your ofÞce all year long. 
The Top Ten Achievements Dinner. Along with your MP or practice chairs decide on 10 things that represent and 
reinforce what the Þrm values in their marketing culture. e.g. a team that brought in a new client, a lawyer who 
successfully pulled in new business for another practice group from an existing client, a lawyer who developed a new 
seminar that resulted in business, a matter that leveraged PR effectively, a new blogger, a new ofÞce helping to grow the 
practice, addition of lateral(s). 

In order to get started, you will need two things: current status of goals, objectives, programs and tactics, and projected 
status in 6 months, 12 months, or 3 years. (See Tactics)

Practical Pointer:  The story of your current status is very important to this process. It will serve as a benchmark. Make the 
laundry list. Be honest. Be detailed. It will include proverbial sacred cows. But admitting your addiction is the Þrst step to 
breaking free from it. E.g. the Þrm"s holiday card program, the sports and martini network, the annual Bar Association 
Meeting Sponsorship. You will use it as you build your new plan and include it in the annual report. 
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GO BIG. GO SMALL.

Whether you choose to play small or play big is entirely up to you. Small Challenges. Small Rewards. Small 
Disappointments. Big challenges. Big rewards. Sometimes big disappointments. Carefully consider your game.

Recognizing and conÞrming the size of the challenge allows you to better manage expectations.  Different than 
prioritization, grading small, big, or medium challenges impact several key areas: resources (time, money, personnel), 
requirements (cultural shift), and potential outcome.  As you consider your plan, these markers will help you to see if you 
have too many Big Challenges or too few.  Lot"s of littles may equal one Big. Littles may be more manageable than going 
after one Big. Maybe the partnership needs to see the littles. Maybe you need a Big to get a bonus. Once you determine 
big, small, medium, you then set priorities.  Some people refer to challenges as obstacles or weaknesses. I prefer to call 
them the thing that will allow you to differentiate yourself as you resolve them.

Some things that will help you decide small, medium or big.

1.  Identify obstacles you need to overcome. e.g. time, distance, capital, personnel, just about anything. List them and   
develop a plan to overcome them.
2.  Identify who will be involved.
3.  Identify special skills required.
4.  Identify the WIFM factor. BeneÞts of achieving the goal. (may have several levels - client Þrst - proÞts - individuals...
5.  Determine the time commitment.

Practical Pointer:  As you plan, consider a system of marks Ð color codes Ð that indicate small, medium or big challenges. 
Because, at the end of the day, activity for activity sake is worthless without consideration of complexity and value to the 
Þrm and value to the Þrm"s clients.

Notes:
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PRIORITIZATION.
Getting a partner to focus on prioritization is more difÞcult than it sounds. You are asking them to draw a line in the sand. 
You may be asking them to commit their reputation on something that is untested. And vice-versa. To be sure, smart 
choices must be made. A marketer"s job is to lay out the facts. 

A simple test to prioritize projects. Will this project, program or tactic:
1.ProÞtably deliver value to clients
2.Require a high level of business expertise
3.Require cross-functional orchestration for implementation
4.Address multiple issues
5.Deliver results

If yes to at least 3, then probably high priority to Þrm. If not, and there is still pressure to complete a pet-project that 
requires more resources than you have, consider hiring an outside consultant to do the work. 

Practical Pointer: 

Summary Project -tactic-
program 

Value to clients Required 
expertise

Cross-
functional 

orchestration 

Address 
multiple issues

Deliver results Priority

Goal - drive 
revenue

Strategy A - get 
new customers 
to buy

Objective - 
Reach new 
customers using 
PR

Ramp up earned 
media for Þrm 
and select 
practices using 
social media 
tactics, local 
exposure and 
case speciÞc 
opportunities.

Substantive 
conÞrmation of  
Þrm expertise.
Delivers value 
added insight.
Helping 
prospects quickly  
Þnd leads that 
offer solutions to 
their issues.

Social Media 
strategy.
PR agency
Search 
optimization.
ONLINE press 
release service.
Writing.
Tracking.

Marketing
IT
writer
Researcher
Increased 
attorney 
cooperation
Designated 
Practice area 
contact
Agency?

Media training.
Reduce 
advertising.
Local, regional, 
global exposure.
Drive 
opportunities for 
substantive 
promotion.
More focus for 
niche practices.

Potential for 
100% increase in 
exposure and 
outcome of 
traditional PR 
program.

High Priority.
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SEE. THINK. DRAW. TRACK. 
The essence of any plan, project, tactic or program is to see, think, draw, track, enhance, add or revise.

See: what is today"s situation?
Think: deÞne goals and objectives
Draw: map a route to achieving goals and objectives. 
Track: what is working?

See, think, draw involves:

Goals, Objectives, Strategies and Tactics
Goals are general in nature and become measurable as objectives are defined.
Objectives help narrow down what has to be done for success. There are generally several objectives for each goal. The objective has 
four key elements:

¥ A specific public or audience (target market)
¥ A determined time frame,
¥ A measurable level of change (percentage or dollars, etc.),
¥ A clear description of the behavior weÕre trying to change.

Strategies are general statements about how to accomplish the objectives.
Tactics are the specific actions that support the strategies. Effective tactics have three key elements:

¥ Detailed descriptions,
¥ Assignments of tasks to specific individuals,
¥ Timelines for completion.

Target Markets are identified for each goal or objective.
 Geographic area
 Clients and competitors
 Audiences (e.g. Business owners, Individuals, Government, developers, etc.)
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SEE. WHAT IS TODAY!S SITUATION? 

A formal strategic plan with a SWOT analysis is much larger undertaking. Here is a worthy substitute - the marketing 
department SWOT. I created categories that described fundamental marketing tools and functions that I typically use to 
organize my budgeting. They work for planning too. Yours may be different.  Keep consistent throughout - plan to budget. 

Today!s situation Strengths Weaknesses Opportunities Threats

Creative Services Our brand needs a face 
lift.
Our Web presence is 
bland and not 
distinctive.
Doesn"t tell the story.

Long standing brand 
associated as a top 5 
Þrm in the region.
In-house graphics 
capabilities.

Inconsistent messaging.
Bland colors and 
images.
Looks like other Þrms.
Limited resources $$.

Launch will draw 
attention to our Þrm - 
Adds to PR value
New materials will pull 
messages together.
More efÞciencies.

Some partners will not 
want to invest the time 
to research the brand.
Funding restrictions.
Conservative 
partnership.

Advertising

Public Relations Agency is only 
marginally responsive.
Isn"t building residual 
WOM synergies.
Not tracking results.
Not meeting needs.

Technology is in place
Partners are interested 
in building media.
Funding is available.
Interesting niches and 
clients.

Lawyers are not trained 
to recognize hot media 
opportunities.
Poor interofÞce and 
inter-practice 
communications.

Earned media is 
expanded to the Web 
where WOM is critical.
Optimized press 
releases can increase 
our reach.

Reputation 
management on the 
Internet increases with 
increased online 
presence. Time is of the 
essence to compete.

Events

Technology

Marketing Admin

Special Projects

Practice Area SpeciÞc

Sponsorships

Contributions
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THINK.  

Think S.M.A.R.T.  Goals should be -- SpeciÞc, Measurable, Attainable, Realistic, Timed.

Having several goals at a time requires Goal Congruency Ð how well do the goals combine with each other. Is Goal A 
compatible with Goal B? Do they Þt and form a uniÞed strategy? The goals of one part of the org should mesh compatibly 
with other parts of the org.

Goal Hierarchy Ð when you nest one or more goals within the other goals.
Goal sequencing Ð short, medium and long term goals. Short goals are easy to reach, just slightly above one"s 
reach. Then steps up to medium term goals, to create a sort of goal stairway. Goals may be organized inter-
departmentally (MESH) so they do not conßict with each other. 

Goal Congruency Hierarchy Sequencing Mesh

Goal A - Increase Revenue 1 Short Profits per partner*

Goal B - Exceptional Service 
Culture

2 Medium Lawyer Recruiting
Support StafÞng - HR

       Goal B.1 - Advance Legacy 2.1 Long Expand Geographic Reach

Goal D - Lift Morale 3 Short HR - Management

*Practical Pointer: Increase revenue vs. increase proÞts. ProÞts are a separate and complimentary goal not within the 
control of marketing. Management sets billable hour requirements, rates, realization rates, etc.) Marketing can and should 
help management identify ways to attract and pursue the most proÞtable client types. 
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THINK. 

Only three Strategies exist to drive revenues.
1. Get new customers to buy
2. Get current customers to buy more
3. Raise prices

Practical Pointer: Example of what this might look like: 
Goal A: Drive Revenues

Strategy 1 -  ÒMarketing is simply Þnding out what your client (people) wants and delivering it.Ó Walt Disney. 
" (Get new customers to buy our services.)
Strategy 2  - Retain strategically appropriate clients
" (Get current clients to buy more)
Strategy 3 - Maintain loyal proÞtable client base
" (Raise rates) 

Goal B: Build Service Culture
Strategy 1 - WOM - word of mouth marketing. 
! (Get new customers to buy our services.)
Strategy 2  - Be the best at delivering the basic category beneÞts* to build conÞdence for other services.  
" (Get current clients to buy more)
Strategy 3 -  Alternative billing arrangements
" (Raise rates)

*Basic category benefits (the things a client consistently expects from a law firm) of the legal practice are for example: communications - 
correct, timely, multiple types; accurate, legible legal documents; timely filings; bills; conference room facilities; pleasant reception area; 
secure technology; confidentiality; ethical behavior; etc.
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DRAW. 

Draw objectives. Organize objectives using hierarchies of means and ends and numbered as Ð TRO top ranked 
objective; second ranked objective, third ranked objective. From any rank, the objective lower than it answers the question 
HOW. The higher rank objective answers the Why. The exception is the TRO: there is no answer to the Why question. 
That is how the TRO is deÞned. 

Goal A: Drive Revenues
Strategy 1 - Get new customers to buy our services.

      TRO:  ÒMarketing is simply Þnding out what your client (people) wants and delivering it.Ó Walt Disney. 
Objective 2: Identify areas of greater need in the next 5 years.
Objective 3: Project the economic climate in the next 5 years. Develop opportunities.
Objective 4: Develop word-of-mouth campaign going in targeted direction.

Strategy 2  - Get current clients to buy more
TRO: Retain strategically appropriate clients
Objective 2: Conduct a proÞtability study.
Objective 3: Track client buying behaviors from past 3 years.
Objective 4: Graph impact of buying behaviors related to industry strengths, opportunities, and weaknesses.

Strategy 3 - Raise rates 
TRO: Maintain loyal proÞtable client base
Objective 2: Build value added programs. Make sure clients perceive they are receiving value.
Objective 3: Explore alternate billing arrangements

Notes:
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DRAW. 
Strategies are supported by tactics and programs  - important to distinguish the difference.

Tactics Ð complete in one or two steps.  Programs Ð require on going development and attention to attain objective.

Goal A: DRIVE REVENUES
Target Audiences:
STRATEGY 1 - Get new customers to buy our services.
Top Ranked Objective:  ÒMarketing is simply Þnding out what your client (people) wants and delivering it.Ó Walt Disney. 
Target Audiences: Statewide businesses, Public Companies, Private companies with revenue <$2M, Multinational manufacturing companies

Tactic 1.1 Ð Contract with a research group to do analysis focused on top 10 economic issues.
Tactic 1.2 Ð Gather data on target audience litigation statistics in the past 24 months.
Tactic 1.3 Ð Purchase economic data on attractive companies.
Tactic 1.4 Ð Create audit tool and program to generate leads

Objective 2: Identify areas of greater need in the next 5 years.
Tactic 2.1 ÐAttend various conferences based on learnings from 1.1. 
Tactic 2.2 ÐPurchase in-depth studies based on learnings from 1.1 and assign a think tank team.
Tactic 2.3 ÐTalk to current clients about their vision on speciÞc issues.

Objective 3: Strengthen and expand critical capabilities.
Tactic 3.1 ÐSeek out consulting agency to partner with or purchase.
Tactic 3.2 ÐAcquire one top ranked lateral and create PR Blitz.
Tactic 3.3 ÐJoin, sponsor, host focused trade group meetings.

Objective 4: Develop word-of-mouth campaign to secure top ranking in this niche.
Tactic 4.1 ÐBeef up media relations
Tactic 4.2 ÐBlog and promote expertise
Tactic 4.3 ÐPlace attorney on corporate board

STRATEGY 2  - Get current clients to buy more
TRO: Retain strategically appropriate clients
Target Audiences: Current clients < $50K revenue, dormant clients, friends and associates of clients, professionals in the Any State community
Objective 2: Understand current client buying behaviors.

Tactic 2.1 ÐIdentify all clients in the Þrm who use more than one practice area
Tactic 2.2 ÐIdentify revenues generated from those clients
Tactic 2.3 ÐIdentify all single practice clients and determine which of those clients may have needs identiÞed in TRO.

Objective 3:  Maintain database of all outside litigation matters with future in focus.
Tactic 3.1 ÐIdentify corporate counsel. Create targeted promotions and communications.

Objective 4: Understand buying behaviors associated with to strengths, opportunities, and weaknesses of the various industries identiÞed in TRO.
STRATEGY 3 - Raise rates 
TRO: Maintain loyal proÞtable client base
Objective 2: Build value added programs. Make sure clients perceive they are receiving value.
Objective 3: Explore alternate billing arrangements
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DRAW. 

Organize and break out your Tactics and Programs. Sketch a time line for implementation. Each project or program will 
need resources. Create a workßow spreadsheet, software program* or use the back of a napkin.  Make space to 
track completion, and result.

You can group your tactics by category (as below) or create a line for each tactic (as in budget handout).

Grouped January February March April May

Internet Tactics

Promotion Tactics

Media Tactics

Industry Tactics

Database Development 
Tactics

Newsletter Tactics

Research Tactics

Corporate Tactics

Tracking Tactics

Recruiting Program

Sales Training Program

Leadership Program

*  Kickstart.com - great software suggestion for complete project management.
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DRAW. 
Bring your activities and spending into harmony with your strategy. Build your budget. 
After tactics have been developed for each objective, the next step is to break the tactics into budgetary line items. Each 
individual tactic can have it"s own line or they can be grouped together by tactics or by areas. You should strive to be 
consistent with your categories throughout the SEE THINK DRAW process.

Sample 1 Budget by 
Tactic Categories

Sample 2 Budget by 
Marketing Categories

Sample 3 Budget by 
line item

Internet Tactics Creative Services Website Maintenance

Promotion Tactics Advertising Business Journal Ads

Media Tactics Public Relations Yellow Page Ads

Industry Tactics Events Junior League 

Database Development 
Tactics

Technology Tennis championships 
entertainment

Newsletter Tactics Marketing Admin Employment law 
seminar

Research Tactics Special Projects

Corporate Tactics Practice Area SpeciÞc

Tracking Tactics Sponsorships

Contributions

Social Club Dues
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TRACK. 
Tracking blends master plan and granular tactics. Success may look like this....
Strategy 1: Get new customers to buy. Objective 4: Develop word-of-mouth campaign to secure top ranking in legal niche for xyz practices.                     

                     Tactic 4.1 ÐBeef up media relations
 Publicity & Media Category
TRO -1: Work with Agency to create and execute 
improved media plan targeted at WOM Successful
Objective 2: 
Improve vertical market exposure (industry niche 
magazines)

Highly 
successful

Objective 3:  Increase visibility in local media 
(focus on issues identified)

Highly 
successful

Objective 4: Improve overall the effectiveness of 
the media program

Highly 
successful

Tactics: 1.1Retain xyz as our agency of record.

2008
Prior to termination of agency an extensive revamp of personnel, reporting and planning was 
completed, but did not meet our needs. Brought PR in-house.

2009Resume process to vet and select new agency with social media capabilities
4.2Leverage Technology

2008
Increased use of wire services and optimized releases when possible focusing on regional and 
industry directed publications. 
Successfully responded in house to several major media events. Offered this service to our private 
and smaller public companies when announcing deals. Highly successful value-add.
Updated in-house reporter database with description of beat and topics they cover. Distributed 
local releases via email to relevant sources. Links to Web site.

2009More related content via blog posts and social networking
4.3Identify gaps in coverage and close them.

2008Created monthly reporting. Time details. Careful monitoring of where time was allocated.

2009
More media training within practices to recognize opportunities and set up reporting structure. In person 
visits with attorneys re: media.

2.1Identify opportunities in vertical trades and act on them.
2008Dealmakers, Real Estate, Litigation, aviation, construction, INTA
2009More exposure on wire by industry and industry blogs.

3.1Improve ÒExperienced SourcesÓ in the Media section of the website.
2008More prominent on website. Ongoing maintenance and expansion.

Pitched one story per month to relevant local reporter.
2009SEO expertise on pages and add SEM component. Comment on reporter blogs.
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THE END. COMMUNICATE RESULTS.

This is the end! The story of the Þrm"s progress (and your progress) and results are right in your pocket! Create the annual 
report: current status of goals, objectives, programs and tactics, clients, marketing activity, numbers, pictures, memos, 
and host a top ten marketing achievements dinner where they learn about each other and learn from each other. 

The Marketing Department Annual Report. Use your annual report to build next year"s plan or carry over what didn"t get 
done. Keep it on your desk in your ofÞce all year long. 
The Top Ten Achievements Dinner. The thrill of winning motivates everyone. Your attorneys will be challenged all year 
long in anticipation that they"re achievement will get recognized. (Be careful of politics. Make it 12 top achievements if you 
need to. Use a shot clock to limit the time they can stand in front of the group and tell their story.)

Practical Pointer:  Any change to the proverbial sacred cows?  Are they still in the stable?  Remind your Þrm where they 
were 12 months ago. And get excited about where they are headed.
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