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How much money should firms spend on marketing? Is there a good 
rule of thumb? Is it 2% of revenue? Or 5%? Should it vary based on the 
practice specialty areas? Digital marketing even further complicates 

the equation, since we have data available on everything we do online. What 
is important and what is not? Instead of simply choosing a percentage based 
on conventional wisdom, this article will show you three simple calculations to 
use when you’re trying to determine how much money your firm should spend 
on marketing. 

CalCulating the average Close rate 
Look at your last four quarters of lead conversion. Said another way, how 

many of your prospects actually became clients over the past year? As this ar-
ticle is published, it’s the beginning of August, so if you’re like most businesses, 
your 2nd quarter just ended on June 30. Regardless, start with the most recent 
data available from the most recent quarter. Here’s a sample of what you should 
write down 2nd Quarter (June 30) – 4 clients and 23 total prospects = 17.4% 
closing rate 

“Wait a minute,” you might be thinking, “During that quarter, some prospects 
were added the last week of the quarter, while some were there for months.” 
Don’t worry about the timing of the clients and the prospects right now. 
It’s important, in using these calculations, that you just consider the 2nd quar-
ter numbers all on their own. If you get too complicated with these calcula-
tions, they’ll get overwhelming. We’re not doing a full analysis of your firm’s 
sales cycle. Just ask yourself, “During this period of time, how many prospects 
became clients, and how many additional prospects did we add to our list?” 
For purposes of determining our marketing budget, we use our average closing 

By Allan Colman

For the past decade, busi-
ness development training and 
coaching have been considered 
the standard for growing more 
firm business. Those who have 
benefited are primarily senior 
associates and newer partners. 
And certainly there have been 
multiple examples of real suc-
cess. But with competition 
growing, clients terminating 
long-term relationships and the 
inability of firms to keep up 
with technology and market 
place changes, business devel-
opment training and coaching 
have become mainly a palliative 
measure, ignoring the primary 
problem:

… the absence of leadership 
that will overcome what you are 
missing in the marketplace.

“Palliative” is defined as “re-
lieving pain or alleviating a 
problem without dealing with 
the underlying cause.” The 
way to overcome the underly-
ing cause for these and other 
business growth issues is to 
shift from the traditional busi-
ness development training and 
coaching currently in vogue 
to placing more emphasis on 
“critical improvement areas.” To 
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By Vivian Hood

Whether you are an in-house 
communications manager or a PR 
consultant, every day presents new 
challenges. With experience, how 
you respond may become auto-
matic, while others require more in-
depth thinking for solutions. 

The following are typical and cur-
rent obstacles that law firm media 
relations professionals face regular-
ly, with some suggestions on how to 
create positive opportunities.

1. Bad reviews on weBsites
“Someone wrote a negative review 

about me online and it’s not true. 
Get it down!”

This is becoming an increasingly 
common concern. Whether it’s true 
or not, negative feedback is public 
and usually permanent, and can 
have long-lasting consequences. 
Most review sites refuse to pull 
comments, so the solution lies in 
other strategies to help mitigate the 
damage. 

How to help:
•	 Consider the source. Does the 

domain have high authority? 
Is it a site that is even being 
seen by prospects or current 
clients? If so, consider aggres-
sive PR activity that can move 
down that negative comment 
among search results (e.g., 
getting the attorney quoted in 
an article on a site with high 
domain authority), and moni-
tor the situation closely. If not, 
perhaps doing nothing can be 
the most sensible approach. 

•	 Ask certain clients to provide 
positive reviews and comments 
to post on the review site. 
While that may also require 
open communication about the 

negative post, it’s an opportu-
nity for the lawyer or firm to 
explain the circumstances and 
the reason for the need to re-
quest the positive feedback. 

2. when news isn’t news
“Get me an interview! I got named 

last month to the list of the most fan-
tastic tax lawyers in the state!” 

A savvy PR pro knows what 
makes a good news story and what 
does not, but sometimes lawyers in-
sist that their ideas or initiatives are 
“news” when they are not, and de-
mand action nevertheless. 

How to redirect:
•	 Provide a list of at least two 

to three things that you can 
recommend doing instead of 
a news interview that can still 
appease the lawyer. Whatever 
the news is, can it be added to 
the lawyer’s firm and Linked- 
In bios? Can you share it via 
the firm’s and the lawyer’s so-
cial media channels? 

•	 Find out more about what 
that lawyer is working on or 
can comment on about a key 
industry and develop a pitch 
that also includes a brief men-
tion of the non-news when 
reaching out to reporters. 
Even if it doesn’t generate an 
immediate interview, perhaps 
that non-news aspect can help 
add a bit of credibility. 

3. great expeCtations 
“Why haven’t I been called by 

The Wall Street Journal about the 
$500,000 jury verdict I got for my 
client?”

Every day, legal PR pros are 
presented with multiple requests 
to secure as many media hits or 
placements as possible about a law 
firm’s news. Perhaps it’s a high-lev-
el lateral announcement or a trial 
success or a request to be a key-
note speaker at a major industry 
conference. With these come a cer-
tain level of predictable results, yet 
we often are faced with requests 
where the desired results are un-
reasonable. 

How to manage:
•	 Provide a written plan that in-

cludes strategies to help get 
the litigation success — or 
whatever the matter — the 
attention it deserves. It can 
diffuse great expectations to 
include a list of media out-
lets that are of interest to the 
lawyer, with reasons why the 
news might not be of inter-
est (too low a threshold for 
the verdict, lack of timeliness, 
not of national scope, routine, 
etc.) to the media.

•	 Present options at the begin-
ning of the dialogue. Antici-
pate the question of, “What’s 
next?” and offer a list of al-
ternate news outlets that you 
will contact if the first choice 
doesn’t bite. 

4. old-sChool Journalism 
is gone

“Before I hire you, tell me who you 
know at ABC newspaper.” 

I was asked that recently by an 
older lawyer interviewing me as a 
prospective consultant. He wanted 
to make sure I personally knew a 
key reporter in his city — not lo-
cated where I live — because he 
wanted assurance that I knew the 
names of the right reporters in his 
backyard. Yes, it’s my job to know 
or get to know those reporters and 
make sure they know the lawyer, 
too, but the way that happens has 
changed since my interviewer was 
younger.  

It used to be that reporters 
worked for many years with the 
same employer, and publicists were 
expected to have long-lasting rela-
tionships with journalists. But the 
reality is that those days are gone 
— as are rotary dial phones, long 
martini lunches and one-article-per-
week deadlines.

There certainly are reporters whom 
I know who have worked at the same 
news outlets for many, many years, 
but it’s extremely rare these days. I’ve 
kept in touch with reporters as they 
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moved on to one, two or more news 
outlets and as they changed the beats 
on which they reported.   

It’s my job to know the ever-
increasing media outlets and the 
methods to reach the reporters who 
are there at that moment. The re-
porters come and go fairly regularly 
as newsrooms shrink, and beats get 
eliminated or combined. Add to that 
the large number of pitches and 
press releases a reporter gets each 
day, and the ability to grab a re-
porter’s attention is more challeng-
ing than ever. I explained all this to 
the older lawyer, who really hadn’t 
understood just how much today’s 
newsrooms have changed. 

How to adapt:
•	 More than ever, reporters are 

increasingly turning to Twit-
ter as a way to communicate 

with and learn about different 
sources for interviews. In a 
24/7 cycle, news is constant, 
as are sources. Become famil-
iar with reporters on Twitter, 
and consider this approach as 
part of your media relations 
strategy.

•	 Like many corporations, law 
firms themselves have been 
telling their own stories and 
reporting their own news, us-
ing multiple channels to con-
vey information to different 
audiences. Depending on — 
or having to wait for — a re-
porter to tell a story isn’t always 
necessary. Develop content 
that the law firm can distribute 
itself on its own platforms and 
through its own channels.  

5. limited Budget
“Spend as much as you need!” 

said no one to a law firm media re-
lations consultant ever. 

To wisely manage a limited bud-
get while working on multiple ac-
tivities and obtaining high-value 
results requires a creative mind. 
Social media opportunities present 
interesting ways to communicate a 
lawyer’s story with minimum ex-
pense for maximum value. 

How to economize:
•	 Consider a social media strat-

egy that goes beyond sending 
a tweet or making a LinkedIn 
post for a long-term increase 
in visibility. Identify key re-
porters to follow on Twit-
ter, and start to engage with 
them directly. Focus on a vi-
sual component of a practice 
that could lend itself to an In- 
stagram or Pinterest strategy 
to reach new and younger in-
fluential audiences. 

•	 Repurpose, reuse and recy-
cle: Attorney presentations,  

Media & Comm
continued from page 3

How much money should your firm be spending on 
marketing? 

The answer is, it depends. Using these calculations 
will give you much, much more confidence when it 
comes to your budget, instead of simply allocating 2% 
or 5% of gross revenue to marketing. Based on the sam-
ple firm numbers we’re using, if each client is not just 
worth $5547.53 (the current amount) but actually worth 
$38,832.71 (the lifetime value), do you see why the sam-
ple firm can justify spending more money on marketing 
using the lifetime value approach? What about in your 
case? What is the lifetime value of your clients? 

I’ve seen many firms — after doing these calculations 
— say, “We realize now we don’t need to generate a 
profit the first year of a client relationship. Since our 
clients stay with us seven years on average, the profit 
will come.” Without this pressure of first-year profits, 
you can be more selective when choosing new clients. If 
you do this homework, you can confidently spend more 
marketing money (and time) attracting the clients you 
really want. Instead of looking at current value alone, 
be sure you determine the value of that relationship in 
its entirety. 

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,  
investmentadvisory or other professional assistance is required, the services of a competent  

professional person should be sought.

continued on page 8

Calculating Costs
continued from page 2
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searches for discussions taking place  
outside your network in which you 
can participate: a trending topic that 
affects one of your practice areas, for 
example. Or, searching for tweets 
that use keywords a potential client 
would use. 

Make it a point to spend some 
time monitoring both the news and 
keyword-based searches for oppor-
tunities to engage in business devel-
opment, but also for opportunities 
to write about a topic that people 
are talking about NOW. By listening 
to the words and phrases your audi-
ence is already using, you can frame 
your content in a way that will ap-
peal directly to them, making you 
more trustworthy and authoritative 
in their eyes.

reviews
Asking for reviews plays a huge 

part in building your credibility 
online. Obviously, when encour-
aging satisfied clients to leave re-
views on your Avvo profile, Google 

My Business listing, LinkedIn, or 
even for your website (but Google 
My Business or Avvo would be my 
recommendation as first and sec-
ond options, respectively), remind 
them to focus on the experience 
of working with you, and not to 
disclose any personal or case  
information. 

Reviews give you opportunities 
to showcase your expertise in a 
way that isn’t contrived, and in a 
way that could speak more broad-
ly about your expertise than what 
you have on your website. Using 
our above example from person-
al injury attorney, a review about 
how that attorney helped a client 
win a case against a gym would 
help someone else in an identical 
situation realize that the attorney 
is capable of handling their case 
as well. Chances are the attorney 
doesn’t have gyms listed as part of 
the practice area mix on her firm’s 
website, but the review essentially 
added this extra context for a more 
focused, and higher-converting,  
audience.

Content
Believe it or not, the routines 

you’ve created for yourself from 
the above sections just opened up a 
treasure trove of content opportuni-
ties for your website, e-mail news-
letters, and social media activity. 
You just need to start training your-
self to look for those opportunities, 
and build a routine from which to 
turn an idea into a piece of content.

thought leadership
The culmination of all your online 

activity and the exercises above re-
sult in your putting a unique spin 
on the way you present yourself 
online. The sooner you can identify 
this unique point of view, the better, 
because you'll use it as a backdrop 
for the way you position your con-
tent, and the way you seek out and 
interact with people online. 

ConClusion
Are these activities and mindsets 

a departure from how typical attor-
neys represent themselves online? 
Of course, but you aren’t a typical 
attorney, are you?

Social Media Scene
continued from page 7

—❖—

as defined earlier in this article, 
this is the area of greatest weak-
ness. Yet, it has the most poten-
tial for success if firm leaders are 
reminded of their commitments, 
helping them overcome obstacles 
and challenges, and not letting 
them skip “next steps.”  

Well-organized follow-up, using 
an implementation map, focuses ac-

countability on activities that have 
the greatest impact and value. It 
isn’t necessary to revamp your en-
tire organization; just shake up the 
system a bit to make it clear what 
the expectations, time lines, and re-
sults are for the business generation 
tasks assigned.

ConClusion
Think of it this way: If every 

“leader” in your firm generated 
only a 5% increase in their new 
business, with virtually no extra 

overhead costs, what a powerful 
impact that would have on ROI. 
Take a hard look at what can be 
refined in order to identify those 
“critical improvement areas.” Place 
your leaders in charge of imple-
menting each, set specific timing, 
hold them accountable and watch 
the revenue grow, more doors 
open, and the firm’s reputation 
cower the competition. 

Sales Speak
continued from page 6
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webinars and speeches are 
ripe with content. Take notes 
from those items, and devel-
op a few different pitches that 
can be shared with reporters 
to encourage an interview or 
an offer to write a blog post 

or publish a longer analysis 
article. 

ConClusion
With the Internet, the media land-

scape will never return to a static 
state again. The new normal is an 
environment that is forever in a 
state of flux, and it’s important for 
law firm media relations profession-
als to educate themselves on these 

changes so they can be flexible and 
adept at handling recurring obsta-
cles with success.  

Media & Comm
continued from page 4
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