
8945790238407596748938104795645904129374563209375692701327839658713829054674323490182567487290374
56748574920385647348794756483765791374657438652790434867649812734864756374657274918704798164763
4562384710487092385674826587436587426959287348263846528746439856239874238652387598462586298573
49865789364587346578435729384709729834896894579023840759674893810479564590412937456320937569
2701327839658713829054674323490182567487290374567485749203856473487947564837657913746574386
52790434867649812734864756374657274918704798164763456238471048709238567482658743658742695
928734826384652874643985623987423865238759846258629857349865789364587346578435729384709
72983489689457902384075967489381047956459041293745632093756927013278396587138290546743
234901825674872903745674857492038564734879475648376579137465743865279043486764981273
4864756374657274918704798164763456238471048709238567482658743658742695928734826384
652874643985623987423865238759846258629857349865789364587346578435729384709729834
8968945790238407596748938104795645904129374563209375692701327839658713829054674
323490182567487290374567485749203856473487947564837657913746574386527904348676
4981273486475637465727491870479816476345623847104870923856748265874365874269
59287348263846528746439856239874238652387598462586298573498657893645873465
7843572938470972983489689457902384075967489381047956459041293745632093756
92701327839658713829054674323490182567487290374567485749203856473487947
564837657913746574386527904348676498127348647563746572749187047981647
63456238471048709238567482658743658742695928734826384652874643985623
987423865238759846258629857349865789364587346578435729384709729834
89689457902384075967489381047956459041293745632093756927013278396
587138290546743234901825674872903745674857492038564734879475648
3765791374657438652790434867649812734864756374657274918704798
164763456238471048709238567482658743658742695928734826384652
8746439856239874238652387598462586298573498657893645873465
78435729384709729834896894579023840759674893810479564590
4129374563209375692701327839658713829054674323490182567
48729037456748574920385647348794756483765791374657438
6527904348676498127348647563746572749187047981647634
56238471048709238567482658743658742695928734826384
652874643985623987423865238759846258629857349865
78936458734657843572938470972983489646578435729
384709729834846578435729384709729834846578435
7293847097298348465784357293847097294129374
563209375692701327839658713829054674323490
1825674872903 74567485749203856473487
9475648376 579137465743865
2790434 8676498
1 2 7 3
48

It Can Happen: CMOs and 
CFOs Working Together

Avoid Marketing Detours 
With a Digital Roadmap

SEPTEMBER / OCTOBER 2017

THE JOURNAL OF LEGAL MARKETING

BUDGETING 
SMART
STOP WORRYING AND  
LEARN TO LOVE THE  
BUDGET SEASON



Get the Intelligence That 
Sets Your Firm Apart.

2017 LMA Competitive Intelligence Certificate
November 13-14, 2017  |  New York City

Designed in conjunction with the FGH Academy of Competitive Intelligence, this 
tailored two-day program will equip law firm marketers with the tools to develop timely 

intelligence on their competitors and markets. Attendees will also gain the tools to 
predict changes in their competitive position and possible blind spots in their firms’ 

view of the future.

Register today! 
www.legalmarketing.org/lma-cic 
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in the present (enjoying the time away 
from everyday life) and reminisce of the 
past (“I can’t believe that trip we booked 
14 months ago is over!”). With this in 
mind, we designed the theme for this 
edition of Strategies to focus on the past, 
present and future of law firm budgeting.

In Kristen Leis and Scott Boulware’s 
article “Budgeting War Stories,” Leis, a 
CMO, teams up with Boulware, a CFO, 
to provide an in-depth review of “war 
stories” they encountered when preparing 
the marketing budget, along with how 
to understand competing priorities in 
order for both positions to achieve the 
same goal. 

In “Chart Your Firm’s Digital Roadmap,” 
Sarah Levine-Meyer of One North 
Interactive guides us on successfully 
predicting and forecasting where the firm 
is headed and how the firm’s marketing 
dollars fit into future goals.

Finally, the cover article by Adam 
Stock and Clare Ota, “Getting the Most 
From Your Marketing Budget,” shares the 
importance of selecting activities along 
the sales funnel that align with goals while 
staying focused on the present. 

Law firms are changing the way 
marketing budgets are defined and 
deployed. Analytics are becoming a 
driving factor in whether an activity or 
sponsorship can produce an ROI. It is 
crucial to schedule time in the present 
to analyze your firm’s past, present and 
future marketing dollars to ensure the 
best outcome and predict future ROI. We 
hope you enjoy this issue and take all 
the tips included to power through the 
budgeting process. Share your success 
stories on Strategies+. 

I
t’s that dreaded time of year. 
Summer break is over, the 
kids are back in school and 
everywhere you look holiday 
décor is surfacing. At the office, 

your attorneys are returning to work from 
their own breaks and once again focusing 
on the business development events, 
connections, speaking engagements and 
conferences on which they lost focus 
during the summer. Similar to how most 
set a personal budget for these elaborate 
vacations, law firm marketing departments 
are starting to prepare their budgets for 
2018, and at the same time, analyze 
their firm’s 2017 spending and return on 
investments. 

When preparing for vacation, the 
typical pattern is to dream of the future 
(anticipating and planning the travel), live 

Budgeting the Time to 
Plan a Budget

BY SARAH TETLOW AND KEYSHA WALKER
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BY JILL S. WEBER, LMA PRESIDENT

How Are You Buying ‘Runs’ 
for Your Firm?

Y
ou won the exact same 
number of games that 
the Yankees won, but the 
Yankees spent $1.4 million 
per win, and you paid 

$260,000 … anybody who’s not building a 
team right and rebuilding it using your model, 
they’re dinosaurs.” – John Henry, Boston Red 
Sox owner, to Billy Beane, Oakland Athletics’ 
general manager, in the movie Moneyball. 

While baseball and legal marketing may 
not have much in common, many legal 
marketers can empathize with Beane, who 
had to build a winning baseball team on a 
very limited budget. As depicted in the movie 
Moneyball, Beane hired a mathematics whiz 
Peter Brand, who used statistics to “find the 
value of players that nobody else can see.” 
As Brand observed, “People who run ball 
clubs, they think in terms of buying players. 
Your goal shouldn’t be to buy players; your 
goal should be to buy wins. And in order to 
buy wins, you need to buy runs. It’s about 
getting things down to one number.” Beane 

leveraged statistics and analysis to build a 

successful team and fundamentally changed 

how baseball teams approach recruiting.

The lessons learned from Moneyball are 

relevant to the legal marketing budget process. 

Each year, I analyze prior year activities and 

ask myself which expenses helped me buy the 

numerous business development “runs” our 

firm needs to gain “wins” for our clients. I focus 

my annual budget on the strategic investments 

most likely to deliver meaningful results for 

my firm — business development training, 

individual attorney coaching, client teams and 

industry initiatives. While it is challenging to boil 

it down to “just one number,” through the case 

studies and best practices I gain from LMA’s 

professional development curriculum and my 

network of LMA peers, I am better able to focus 

on the strategies and activities that deliver the 

greatest value to my firm. 

Just as legal marketers prepare annual 

marketing budgets for their respective 

firms, each year your LMA Board and LMA 

headquarters staff undertake a similar 

process. In preparing for 2018 and beyond, 

the LMA board reviewed the association’s 

strategic plan and reassessed both short- 

and long-term goals. Our overall strategic 

objective remains the same: to serve as 

the authority for legal marketing worldwide. 

For our 2018 budget, we focused on those 

services and product offerings that (1) were 

in alignment with the LMA strategic plan, (2) 

delivered the greatest ROI to the full LMA 

membership and (3) had an investment of 

time and/or dollars that was appropriate and 

in alignment with the benefits offered.

As your LMA Board, it is our responsibility 

to ensure that LMA remains viable, vibrant 

and relevant. 

“
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LMA NEWS

By Betsi Roach, MIM, CAE, LMA Executive Director

Position Yourself for Success
you to register for the P3 Conference. If 
you are still determining what your areas 
for growth and impact might be, the LMA 
annual conference in New Orleans this 
April will cover a wide swath of legal 
marketing and business development best 
practices to bring back to your firm.

With the legal marketing and business 
development profession continuously 
evolving, the value of LMA lies in having 
access to the latest leading practices of 
firms and organizations in our community. 
This is your year to lean in, to learn from 
each other and to lead forward. Capitalize 
on the experiences you have at LMA that 
will positively benefit your future and the 
future of your firm.

A brand oftentimes 
has little to do with its 
individual features. 
Rather, a brand is 
the promise of what 
will be delivered or 
experienced.
Membership with 

LMA, for instance, has numerous features 
(e.g., discounts to national and regional 
events), but the real value of membership 
comes from having access to countless 
resources, people and information to 
help position you as the trusted, strategic 
advisor in your firm. It is through continued 
focus on professional development that 
you are able to position yourself for 

success, but also better position the value 
of marketing and business development 
in your firm to get that coveted seat at 
the table.

As you start to establish your 
professional development goals for 2018, 
I encourage you to identify one or two 
areas where you will personally derive 
the most value. This might be planning 
for a new experience or taking advantage 
of a learning opportunity where you are 
lacking in depth or focus. With more 
than 30 webinars offered per year, online 
learning might be the first step to achieve 
your professional development goal. If 
pricing, process improvement or practice 
innovation are of interest, then I encourage 

Boost Your Knowledge in 
AI With LMA Resources
LMA identified artificial intelligence as “The Next Big Thing” in legal 

marketing and has built a collection of resources on the topic. Be sure 

to check your region’s calendar for programming focused on AI, and take 

advantage of the following:

•	 Browse resources or start a conversation on AI in the LMA Artificial 

Intelligence community here: http://bit.ly/LMAai 

•	 Watch the LMA webinar “How Artificial Intelligence Is Changing the 

Future of Legal Marketing” here: http://bit.ly/LMAwebinarAI 

•	 Read the Strategies+ blog post “Applying Intelligence to All 

Aspects of Law” here: http://bit.ly/blogailma 

http://bit.ly/berey
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MEMBERS
Gina Rubel, Talking Social
LMA member Gina Rubel, president and CEO of Furia Rubel 
Communications, Inc., presented “Effective & Ethical Use 
of Social Media for Law Firms” for the Association of Legal 
Administrators’ West Regional Conference on September 
7, 2017, in Las Vegas and will be presenting for the East 
Region Conference in Nashville on October 12, 2017.

She said, “Lawyers in all areas of practice are using 
social media tools for content marketing, reputation 
management, and to communicate with their clients and 
prospects. Social media offers law firms efficient and 
effective ways to engage and inform their target audiences 
on a myriad of topics, but it is important to understand the 
benefits of social media and how to  manage the risks.”

During this program, Rubel, who is a communications and 
crisis management expert and attorney addresses how 
legal administrators can work with lawyers to develop 
a social media strategy and implement a social media 
campaign ethically and effectively for long-term success.

Allison Berey, A Woman Who Means Business
One of LMA’s own is making waves. Allison Berey, chief marketing officer at Polsinelli, has been 
recognized as one of the top-ranking businesswomen in Kansas City by the Kansas City Business 
Journal’s Women Who Mean Business program. Berey is one of 25 women inducted into this year’s 
Women Who Mean Business class, now in its 18th year of honoring leading businesswomen. 

Not only is Berey a member of LMA — she notably was involved in establishing the LMA Kansas 
City Chapter. She is a seasoned strategic marketing executive with 25 years of experience dedicated to understanding 
client insights and developing business strategy. On LMA’s Strategies+ blog, Berey shares her 
thoughts on achieving this milestone and gives some advice to those who wish to take their 
careers in similar directions.

 ❯ ❯
 ❯  ❯

 ❯
Marketers on 
the MOVE

Juliann Ross has been 
promoted to Stearns 
Weaver Miller’s director 
of marketing in its Miami 
office, where she 

previously worked as a senior marketing 
coordinator. She currently serves as 
2017 Chair-Elect for the South Florida 
Local Steering Committee.

Kimberly McLaughlin 
is now the manager of 
client development at 
WilmerHale. She 
previously worked as a 

senior marketing manager at Fish 
& Richardson.

To submit a promotion or job change 
announcement to Strategies, email 
strategies@legalmarketing.org. 
Want to make a move? Visit the LMA 
Job Bank at legalmarketing.org/Job_
bank to view current job openings.

Read more online 
Read the full interview with Allison Berey on Strategies+ at bit.ly/berey
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INFOGRAPHIC

In an ever-evolving legal landscape, law firms are tasked with finding different ways to allocate their human 
and capital resources. A study conducted by Bloomberg Law and LMA, entitled Aligning Marketing and 

Business Development Resources for Law Firm Growth, highlights different ways legal marketing and business 
development departments are allocating their resources through various channels and tactics.

Aligning Marketing Business Development 
Resources for Law Firm Growth

REGARDLESS OF STRUCTURE, 85% OF LAW FIRMS 
HAVE ONE SINGLE INDIVIDUAL TO WHOM ALL MARKETING 
AND BUSINESS DEVELOPMENT PROFESSIONALS IN THE 
LAW FIRM REPORT

FIRM GROWTH & EXPANSION – 16% OF RESPONDENTS 
SAY THEY ARE CURRENTLY INVESTING OR PLANNING TO 
INVEST OUTSIDE OF THE UNITED STATES AND CANADA

ONLY 36% OF MARKETING AND BUSINESS DEVELOPMENT 
PROFESSIONALS ARE INVOLVED IN CREATING AND SETTING THE 
FIRM’S TOP PRIORITIES... 

...THOUGH MORE THAN 82% REPORTED LEADING MARKETING/
BUSINESS DEVELOPMENT INITIATIVES RELATED TO THEM 
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AVERAGE MARKETING/BUSINESS DEVELOPMENT BUDGETS 
(EXCLUDING STAFFING)
# OF ATTORNEYS        BUDGET ALLOCATION

2-99          $505,769

100-299         $1,478,428

300+          $5,431,785

PER ATTORNEY EXPENSE AVERAGE    $3,900

LOOKING FOR MORE BENCHMARKING DATA TO HELP YOU 
DELIVER AND SELL YOUR BUDGET?
FIND THE FULL SURVEY REPORT AT: BIT.LY/ALIGNLMA

DESPITE THE AMOUNT OF TIME AND ATTENTION 
GIVEN TO LAW FIRM RANKINGS AND SURVEYS, WHEN 
COMPARED TO OTHER ITEMS, THE HARD COSTS 
FOR THESE ITEMS FALL AT THE BOTTOM OF THE 

ALLOCATION LIST AT 1% OR LESS

78% OF RESPONDENTS SAY THEY ALLOCATE BUDGET 
FOR CONSULTANTS AND/OR AGENCIES TO SUPPORT 
MARKETING/BUSINESS DEVELOPMENT ACTIVITIES.

25:1 AVERAGE RATE OF ATTORNEYS 
TO MARKETING/BUSINESS DEVELOPMENT 
PROFESSIONALS}
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Eight tips to ensure your firm’s money is spent 
well and in alignment with strategic goals
BY ADAM STOCK AND CLARE OTA

GETTING THE MOST FROM YOUR 

MARKETING 
BUDGET
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What each firm spends ultimately 
depends on multiple factors, including 
geographic location (of an individual 
office or multiple offices), the firm size, 
the practice areas and management’s 
expectation of growth in one, some or all 
practice areas. 

Ideally, the budget would grow year over 
year, but because law firm budgets do not 

change by very much, effective budgeting 
is about aligning marketing spending with 
the firm’s goals. So, for instance, if the 
firm’s goal is to focus on raising visibility 
of a practice area via a public relations (PR) 
and advertising campaign, then the budget 
will show more money in those categories. 
This usually means that less important 
areas must be reduced. 

TI reported in 2015 that law firms spend 
about 2.6 percent of firm revenues on 
marketing and business development. 
There is no magic number for any law 
firm’s marketing budget. However, 

management consultancies have 
expressed that law firms should spend 

between 2 percent and 5 percent of 
gross revenue on legal 
marketing. Whether 
you’re at the low end of 

that scale or the high end, 
it’s not how much money, but 

rather how the money is spent that will 
make the difference at the end of the fiscal year. The most 
important guiding factor is showing that the firm’s money is 
spent well and in alignment with its goals. 

GETTING THE MOST FROM YOUR 

MARKETING 
BUDGET
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Tip #1: Think of yourself as a 
steward of the firm’s money.

Budget or Projection — or Both? 

A budget is a financial plan that is struc-
tured to detail projections on incomes 
and expenses on both a long-term and a 
short-term basis. A projection is a forecast 
of future revenues and expenses. Typically, 
a projection will account for internal or 
historical data and will include a prediction 
of external market factors.

Most law firms rely on a combination of 
both budgeting and projection to determine 
what their spend on marketing and business 
development will be for a fiscal year. 

Whether we’re talking about a budget 
or a projection, or a combination thereof, 
what is important is optimizing the money 
the marketing department has to spend in 
a given fiscal year. 

What Is Included — Expenses or 
Expenses and Headcount? 

Generally, the marketing department bud-
get only includes what is spent. This means 
that you can often hire people, rather than 
external resources, to solve a problem 
(even though an external resource may be 
more cost effective for the firm). 
In some firms, however, the salaries 
and related overhead (e.g., insurance, 
professional development) of marketing 
staff and contract employees are included 
in the marketing budget. 

Tip #2: Understand how your 
firm views expenses vs. 
headcount to get the most from 
your budget.

Make vs. Buy 

A make-or-buy decision is choosing be-
tween using an internal resource and using 
an external provider. In a make-or-buy deci-
sion, the most important factors to consider 
are the associated costs of production and 
whether an employee has the capacity to 
produce at required levels. Additionally, a 

budget item approval limit can mean that 
it is expedient to outsource projects rather 
than doing them internally. For example, is 
it smarter to hire a graphic designer or to 
outsource that work and use that money 
to fill another position on the team? In 
many firms, it is more important to 
increase the amount and level 
of customer service for 
your attorneys and hire 
a contract graphic 
designer; but the 
reverse can be 
true for your firm. 

Tip #3: 
Outsourcing can 
be very cost 
effective; 
however, you 
should staff 
for strategic 
positions 
internally. 

Planning Your Budget

The best way to develop any mar-
keting budget is to treat the budget as an 
investment. The budget and plan, whether 
formal or informal, has to be made in tan-
dem with management’s vision and input. 
Lay the foundation for what the marketing 
department, on behalf of the firm, will strive 
to achieve over the course of the next three 
years — or a mutually agreed upon horizon. 

Top Down/Strategic Alignment 

•	 Align with the strategic plan − When 
there is a strategic plan in place, 
align the marketing plan with the 
firm’s strategic plan. Also consider 
what initiatives have come to the 
forefront in discussions over the 
previous 3-9 months that may not 
currently be in the plan, yet align 
with the firm’s strategy. So, if the 
firm’s long-term vision is to grow the 
practice in New York City, then show 
in the budget how you are going to 

raise 
visibility 

in New York. 
•	 Align with practice area plans − If 

there is no established strategic plan 
to consider, then align the marketing 
plan with the firm’s developed 
practice area plans, especially 
focusing on those that management 
wants advanced sooner. Also consider 
firm initiatives that have become 
imperative, such as launching a 
new website, hiring for a coaching 
program or developing a large PR 
or ad campaign. This often requires 
understanding the practice area plans, 
so be sure to provide counterbalance 
to the budget — one size does not 
fit all here. A new niche practice area 
is going to need more marketing 
than an established practice area 
that instead will have more business 
development needs. 
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Strangers Friends Clients Loyal Clients

Attorney Training and Coaching

Public Relations/Directories

Satisfaction: Surveys, Reviews, Teams

Relationships: Events, Meetings

Face-to-Face: Pitches

Direct Communications: Alerts, Newsletters

Education: Seminars, Webinars

Research: Internal/External

Social Media

Online: Website, Blogs, Video

The best way to develop any marketing budget 
is to treat the budget as an investment. 

The budget and plan, whether formal or 
informal, has to be made in tandem with 
management’s vision and input. 

Bottom Up/Tactical Alignment 

•				Align with what worked – Reviewing 
the previous year’s activities, 
identify where there was strong 
client or potential client engagement 
— whether at speaker or sponsor 
events, or on social media platforms 
or the firm’s website, etc. — and 
determine whether or not to include 
these activities. For instance, use 
analytics to track content on social 
media platforms and the firm’s 
website — evaluate where the firm 
is getting more traction and double 
down in that area. 

•	  Align with what was viewed as a 
success – Similar to the above, 

review the events, sponsorships, 
social media buys, ads, etc. to 
determine what was effective 
in retaining current clients and 
signing new clients and include 
these activities in the budget. 
For instance, assume the firm’s 
top rainmaker is a speaker 
at a marquee industry event 
and invites clients to attend/
participate. The firm supports 
the event with a sponsorship, 
and then the next day a potential 
client calls about a new matter. 
By all means include the event 
and sponsorship again the 
following year. Conversely, if an 

attorney requests a sponsorship 
for a table at a marquee event, 
but then doesn’t invite clients 
or firm lawyers and doesn’t 
attend the event, you may want 
to reconsider including the 
sponsorship the following year. 

Tip #4: The more evidence of a 
successful initiative, the more 
likely it is to come to fruition.

Selecting Sales Activities That Align 
With Goals

Budgeting should always be directly re-
lated to potential client and current client 
engagement. In the illustration on page 13, 
the activities on the left side are communi-
cations oriented — relating to getting the 
message out about your firm’s capabilities. 
On the right-hand side of the illustration, 
the activities are focused on business de-
velopment, which is about closing business 
with qualified leads. In building the market-
ing budget, especially with practice groups, 
make sure that you understand your goal 
and where your perceived weakness is. For 

In building your marketing budget, ensure you understand where your weaknesses exist, either in marketing-client tasks (left) or business development (right).”

Budgeting by Client Engagement
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example, if the perception is that 
the market doesn’t know that the firm 

does eminent domain work, show how you 
are investing in communicating those ca-
pabilities. However, if the practice group’s 
perception is that cross-selling existing 
clients is the key to their success, invest 
in activities on the right side, such as client 
teams and coaching. 

Selling Your Budget

Selling a budget effectively is really about 
getting decision makers to see the problem 
the way you do, and then showing how 
the recommendations in the budget are a 
good investment for the firm. If you have 
carried out the steps described above, then 
justifying what you’ve put on paper should 
be much easier to get buy-in from the man-
agement team. 

As the budget planning progresses, 
begin to sell the budget internally — 
discuss concerns and ideas informally with 
solid examples or anecdotes to share. This 
can be especially important when bringing 
new ideas to the table for consideration. 
Bring trusted business partners into the 
conversation at this point, too — they 
are going to have war stories, fresh 
ideas and experience working with other 
law firms who have also had to sell the 
initiative internally. 

For example, let’s say that over the 
course of the year (or more), you assess 

that one (or many) of the mid-level 
associates need business development 
coaching before they are ready for partner 
consideration. Bringing that to the attention 
of management prior to the budget 
planning process and working through 
concerns (e.g., cost, personnel, time) will 
A) determine if this conforms with the firm’s 
vision; and B) send you on your way looking 
for appropriate business partners with 
whom to work and various price points to 
consider. That way during budgeting, you 
are not still trying to sell the idea but rather 
working with management to execute. 

Additionally, many larger initiatives, such 
as a new website or customer relationship 
management (CRM) implementation, 
cross fiscal years. So, plan to budget 
those numbers accordingly, and you are 
likely to reduce sticker shock among the 
management team on some of those big 
ticket initiatives. 

Tip #5: Get Buy-In
Because the payoff of a successful law firm 
marketing initiative is so high — one matter 
or case can usually more than covers the 
expense — getting buy-in and participation 
from key partners can help sell the initiative.

In addition to the budget spreadsheet, 
create a chart that includes proposed 
initiatives with how they align with the goal/

vision, anticipated ROI, and potential 
costs that management can review in 

a simple format and that you can use to 
sell internally. At this stage, the goal should 
be identified and agreed upon; the chart 
would only include specific tactics to deepen 
the level of engagement by management. 
Continuing the example above, coaching 
has been identified for three key attorneys, 
but now the managing partner also thinks a 
fourth and fifth associate should be included 
— it’s about adding the numbers to the 
budget, not the idea. 

Tracking the Firm’s Return on 
Investment (ROI) 

Tracking marketing spend is an important 
piece to a successful marketing budget. In 
order to do this accurately, set up categories 
with accounting at the outset. Alternatively, if 
the categories in the accounting department 
have been preset, create a list within the mar-
keting department and teach your marketing 
staff how to track in order to truly understand 
marketing spend and eventual return on in-
vestment (ROI). 

Tip #6: Set up new matter 
memos to include touch points 
that may have contributed to 
opening the new matter.

Actively Managing the Budget

Once the marketing budget is approved, 
your role now is to actively manage the 
budget. As marketers, we know that 
sometimes it’s difficult to report hard 
numbers, so keep a running list of the 
soft numbers and anecdotes that come 
your way and share them with the 
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It is easy to stay within the proposed 

marketing budget when you are actively 
and regularly reviewing reports of the data. 
Evaluating the data is the second most critical 
piece. Begin by comparing past performance 
to the performance after marketing the 
attorney services. As you do so, keep these 
questions in mind: 

•	 What is the firm trying to drive 
this year? 

•	 What needs improvement? 
If the current spending isn’t aligned with the 
answers to these questions, then it’s time 
to review, re-establish and/or re-allocate 
the money within the budget. You want to 
be sure to actively manage the budget by 
tracking the ROI.

Tip #7: Review your budget 
quarterly to see where you are 
and what has changed. This will 
allow you to better understand 
how to optimize the budget 
you have.
For example, there may be an instance 
where a fledging practice area has an 
opportunity that arises during the course 
of the fiscal year. Just because it wasn’t 
in the initial budget planning process 
doesn’t mean the opportunity shouldn’t be 
given ample consideration. Alternatively, 
if the budget allowed for an event that an 
attorney is no longer interested in leading 
or directing, then the event should be 
removed from the budget because the 
likelihood of any measurable ROI would be 

low to non-existent. 
If you’ve done a good job of managing 

the budget, you may notice upon closing in 
on the fiscal year that you have significant 
dollars leftover. You also know that your 
department will be ramping up a fourth 
quarter PR campaign at the start of the new 
fiscal year. Check with your management 
team to see if it makes sense to re-allocate 
the money for the PR campaign, and you 
may be able to fund that new project sooner 
rather than later. Alternatively, management 
may ask you in the last quarter to tighten 
the marketing belt and find ways to cut your 
budget — staying current with the numbers 
makes this process smoother whichever 
direction you need to take. 

Tip #8: By actively managing the 
budget, you can save money on 
items you know will not have a 
high ROI and apply the money to 
things that are in the pipeline.
Ultimately, the marketing department budget 
should be designed to bring in extra revenue. 
If any of the proposed strategies or initiatives 
do not align with this goal, you must reorga-
nize and prioritize. ◾

Adam L. Stock is the chief 
marketing and client services 
officer at Allen Matkins. Adam 
leads marketing and client 
development initiatives for firm 
members as well as practice areas 
and industry groups. He oversees 

the firm’s branding, external communications and 
client relationship support. Prior to joining Allen 
Matkins, Adam was the chief sales and marketing 
officer at Dorsey and Whitney LLP.

Clare Ota is 
senior marketing and 
business development manager at 
Allen Matkins, a California-based 
law firm. She partners with 
individual lawyers, offices and 
practice groups to develop 

strategic plans and client service initiatives. She also 
manages the Northern California Real Estate Women 
of Influence programming and events, bringing 
professional women in the real estate industry 
together to address the business challenges and 
opportunities unique to women professionals. Clare 
currently chairs the LMA Bay Area Local Steering 
Committee and serves on the 2018 LMA Annual 
Conference Advisory Committee. 
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BUDGETING
WAR STORIES



Teaming up for victory on 
the budgeting battlefield
BY SCOTT BOULWARE AND KRISTEN LEIS
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C
hief financial officers 
(CFO) and chief busi-
ness development and 
marketing officers (CB-
DMO or CMO) have 

been “at war” for decades, each 
party perceiving the other as mis-
guided. After all, these two execu-
tive groups can face competing 
pressures: one to serve as a stew-
ard of firm resources, the other to 
grow spending strategically to in-
crease clients. 

According to the Colliers Law Firm Services 
Group, the larger a law firm’s revenue, “the 
more likely a firm is to have a CFO.” Colliers 
also found that 70 percent of all AmLaw 200 
firms have a CMO, as marketing budgets grow 
to keep up with the increased level of competi-
tion for legal services. With these two positions 
becoming more prevalent, it’s imperative that 
law firms begin to bridge the gap between ana-
lytical, expense-management-focused finance 
professionals and the relationship-driven, 
client-growth-focused business development 
and marketing professionals.

Fortunately, progress toward seeing eye-
to-eye and consistent collaboration is in sight. 
A recent study by EY reports, “the majority (54 
percent) of CFOs surveyed say collaboration with 
the CMO has increased.” In 2014, EY reported 
43 percent felt there was a strong bond between 
the CMO and the CFO. While these findings are 
still below optimal levels, the trend is clearly 
toward greater unity and alliance.

Start With the “Why” 
Taking a step back before the budgeting pro-
cess even begins and starting with a “why” is 
essential for developing a collaborative budget 
with a purpose. A “why” for legal marketers 
might be: to drive revenue for the firm and 
elevate the function from a cost center to 

revenue center by maximizing profitability with 
regard to clients and for the firm. A “why” for 
finance professionals can be: to ensure the 
highest possible return on investment (ROI) 
and analyze the best data to properly measure 
that return. 

Next, tie strategy to budget. Across 
industries, marketing spending as a percentage 
of total company revenues is 8 percent on 
average, according to a recent CMO survey. In 
the consumer services, technology and retail 
industries, the number is about 12 percent or 
higher. Law firms pale in comparison, typically 
devoting only 2 to 4 percent of revenues to the 
marketing investment. That means law firms 
can struggle to make the impact with clients 
they desire. Tying the firm’s strategy to its 
marketing and business development goals 
and objectives is key. This approach creates a 
strategic road map for the year. When budgets 
aren’t aligned to strategy and goals, it is next to 
impossible to track return on investment (ROI). 

Each year, firms should utilize “zero-
based budgeting.” Developing a budget each 
year based on the previous year’s expenses 
is certainly easier, but will not tie strategy 
to budgeting. In zero-based budgeting, 
the slate is wiped clean and budgets are 
created to reflect the client retention and 
growth goals, comprising action plans with 
measurable objectives of the practice groups, 
industry teams, client service teams and 
individual attorneys. 

What Goes Into the Budget?
Generally, law firms create budgets to match 
where the business development and market-
ing activities occur. Depending on the size and 
organization of the firm, marketing and busi-
ness development budgets happen at any one 
or all of the following levels: 

•	 Practice group
•	 Client team
•	 Industry team
•	 Individual
•	 Office

Activities that fall into these groups might in-
clude attendance at business functions, client 
entertainment, advertising, charitable contribu-

tions, collateral materials, events, directory 
listings, social media, thought leadership and 
public relations. Traditionally, there is also a 
separate budget for firm-wide marketing and 
business development products and resources. 
Items such as the firm’s CRM database, referral 
network fees, training and coaching, competi-
tive intelligence and research tools, and web 
design and maintenance are a few examples. 
The more subcategories within those budgets, 
the easier it is to track ROI, but the more 
challenging it is to ensure expenses are being 
covered out of the appropriate bu gets. 

One of the golden rules to which we 
subscribe is: Whoever benefits from the 
activity pays for the activity.

Ending the War on Budgets
Let’s review a few best practices when it 
comes to tackling budgets:

•	 Align budget dollars with business 
development plans, objectives 
and goals.

•	 Make the budget reflect a mixture of 
qualitative and quantitative efforts. 

•	 Ensure budget owners have 
some “skin in the game” and are 
accountable for budget management.

•	 Continually enhance processes in 
approving expenses and managing 
spend throughout the year.

•	 Centralize traditional marketing 
activities in department budget.

•	 Streamline client development and 
retention efforts in industry team and 
client team budgets.

•	 Reserve business development 
dollars in practice group budget for 
individual or practice-specific business 
development activities, if no budgets 
for individuals exist.

•	 Remember: Historical spending should 
not be a predictor of future funding; 
utilize “zero-based budgeting.”

Financial Tips
•	 Develop business plans in parallel to 

budgets in order to match objectives 
to anticipated spend.
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•	 Use CRM database to match business 
development efforts to spend (ROI).

•	 The budget is just a tool — a 
guide — it is always changing. 

•	 It’s OK to be over budget — don’t try 
to hide it in another bucket. Record 
expenses in the proper categories so 
that when doing the next budget, the 
previous year’s actual spend can be a 
useful guide.

•	 Develop a process that is clearly 
articulated and all key stakeholders 
buy into.

•	 Develop clear key performance 

indicators (KPIs) linking financial 
performance and business retention 
and growth plans.

In the end, when the CFO knows the vision of 
the CMO and what success looks like, and the 
CMO understands what is important to the 
CFO and can demonstrate a plan for measur-
ing success, they are in unison on the defini-
tion of success. This will result in budgets that 
are developed with the best interest of the law 
firm in mind as well as stronger mutual trust 
and support of each party. ◾ 

Scott Boulware is the chief 
financial officer for Parker Poe. 
Scott is a certified public 
accountant with more than 30 
years of experience as a 
professional financial, operational 

and strategic executive. He began his career with 
PriceWaterhouse and moved on to controller and CFO 
positions in the apparel and technology industries. 

Kristen Leis is the chief marketing 
and business development officer 
for Parker Poe in Charlotte, North 
Carolina. She has a strong 
background in client relations and 
feedback, leadership coaching, 
operational management, strategic 

marketing, relationship building and process 
improvement. Kristen has spent nearly 20 years 
providing superior client service to existing clients 
and engaging new clients for some of the most 
well-respected business law firms in the Midwest, 
Pacific Northwest and Southeast. 

CMO says:
“The competition for new legal work 
and the pressure to retain and grow 

market share from key clients is 
more intense than ever. No one ever 

cost-cut their way to greatness.”

CFO says: 
“Like any business, we have limited 

resources and need to manage 
costs in a prudent manner. I want 
to see measurable results tied to 

the objectives.”
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AVOID 
MARKETING 

DETOURS

Charting a digital roadmap will keep your 
marketing strategy on course
BY SARAH LEVINE MEYER
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Before wel l-prepared travel 
aficionados set out on a cross-country 
road trip, they take time to plan their 
route — from an overnight stay at a 
specific hotel to a scenic stop along 
the way. If a particular location isn’t 
on the itinerary, it is unlikely that 
these road warriors will include it, 
especially if it takes time away from 
their planned activities.

In legal marketing, the destination 
is your law firm’s long-term vision — 
from expanding your geographic 
footprint to moving up in the AmLaw 
rankings. And just as following the 
chosen route helps seasoned travelers 
reach their destination efficiently, 
aligning marketing plans to your firm’s 
long-term vision will provide the right 
context, guidance and justification for 
what to prioritize and what to table. 
A well-planned route helps prevent 
detours, from partners vying to attend 
a popular conference to vendors 
suggesting new lead generation 
technologies.

Determining a digital marketing 
roadmap is a priority for most 
CMOs, and aligning this roadmap 
with a law firm’s strategic initiatives 
enables marketers to take a more 
focused, long-term approach to their 
annual planning. It also enables 
them to secure early buy-in from 
the leadership team, limit inefficient 
detours along the way and ensure 
meaningful return on investment.

Roadmapping allows marketers to 
think about how each initiative moves 
them closer toward their long-term 
goals. It also allows them to break 
their plans into manageable chunks 
and set expectations at each phase of 
a project to build momentum, rather 
than overwhelm the marketing team. By 
doing so, an initiative can be tested and 
adjusted based on its performance, 
allowing marketers to phase in 
new projects and initiatives. 

Aligning marketing plans to your firm’s long-
term vision will provide the right context, guidance 
and justification for what to prioritize and what 
to table.

Law Firms Chalk Their Digital 
Marketing Future
Marketing departments are flooded with 
opportunities when planning marketing 
initiatives, from scheduling email-
marketing campaigns to upgrading CRMs. 
Each of these digital endeavors requires 
some level of attention from a marketing 
team. Since marketers have a finite budget 
and resources, it’s essential to prioritize 
and focus. 
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Plotting marketing tactics on a 
digital roadmap and aligning them 
with the larger vision helps marketers 
demonstrate how various initiatives 
work together. This practice also 
enables projects to become more 
digestible, both for the marketing team 
and the budget. 

For example, a firm looking to increase 
its presence in a certain industry may 
identify strategies that build awareness 
and help it become a more prominent 
thought leader in the space over time. 

For example, the first year of initiatives 
could involve enabling digital tools to 
better understand what your users are 
doing. This includes defined profiles on 

your website that show trends across 
various user groups, or established 

connections between your CRM, 
email marketing and website tools 
to capture a robust view of users. 

The second year could focus 
on leveraging your knowledge of 

users, including their behaviors 
and interests, to start targeting 

more effectively. This includes 
further segmenting your email 

marketing strategies and introducing 
targeted content on your website based 
on users’ profiles. Again, the aim is to 
elevate your firm’s market position in a 
specific space. 

presence, they must understand how 
weaving the firm’s strategic vision 
into the marketing and budgeting 
plan allows for a more intelligently 
designed program. 

Invest Your Marketing Spend 
With Direction
Regardless of size, every law firm 
has limited marketing resources. This 
makes it critical to ensure that all 
your marketing investments further 
the long-term vision for your brand 
with your most important clients, 
prospects and stakeholders. The key 
lies in knowing where you’re headed, 
securing leadership buy-in early 
and aligning spend with your long-
term goals. 

Regardless of size, every law firm has limited 
marketing resources. This makes it critical to 
ensure that all your marketing investments 
further the long-term vision for your brand 
with your most important clients, prospects 
and stakeholders. 

Using this roadmap helps spread out 
the spend of the various projects, which 
makes budgeting more predictable and 
helps marketers remain focused on 
their goals. If marketers stray from 
their roadmap, initiatives that would 
move a firm toward its long-term 
goals could slip through the cracks 
and lead to detours with damaging 
consequences, such as losing  ground 
on client relationships. 

As law firms continue to invest in 
digital in order to build their online 

It’s just like those travel aficionados 
who plan their routes before hitting 
the road. With a digital roadmap that 
minimizes detours, you’ll have no trouble 
reaching your destination. ◾

Sarah Levine Meyer is 
managing director of digital 
strategy at One North 
Interactive, a B2B 
digital agency. 
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FULL-PAGE AD

Greenfi eld Belser 
clients have won fi rst 
place in the website 
category of the LMA 
Your Honor Awards 
numerous times, but 
this year we swept 
the fi rst place awards 
for the third time! In 
other words, reliable 
excellence year after 
year.  This means fi rms 
of ALL sizes can create 
an outstanding online 
presence with strong 
brand strategy.  All you 
have to do is ask…

FIRST PLACE, 
LARGE BUDGET
www.schwabe.com

WIN, WIN, WIN
... for all size fi rms and budgets

FIRST PLACE, MEDIUM BUDGET
www.blaney.com

FIRST PLACE, SMALL BUDGET
www.hallmaineslugrin.com

 To talk with us about great design and high-performing technology, call our marketing department at 202.775.0333 or visit greenfi eldbelser.com
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CHECKLIST

1. Don’t Lose Sight of the Forest for the Trees 
When you’re fielding dozens, if not hundreds, of small requests — $250 for a conference here 
or $500 for branded swag there — it can be easy to lose sight of the big picture. Take a step 
back and remember your priorities for the year. Are you focusing on deepening relationships with 
existing clients, or are you on a mission to build your brand in a new city? Is the firm working to 
boost an emerging practice area or pushing for more client site visits? As budget requests roll in, 
evaluate whether and how they align with your larger business development strategy.

2. Automate What You Can 
Inevitably, a large chunk of our budgets carry forward from year to year. To the extent you have 
the support, try to make budgeting less labor-intensive by leveraging technology. Consider a 
process whereby attorneys and staff can easily resubmit requests that were approved in years 
past rather than starting from scratch. Think through whether there are button-click options or 
drop-down menus that allow your colleagues to select supporting rationale for their budget asks, 
rather than typing a lengthy narrative. The more user-friendly the process, the more timely and 
complete the requests will be.

3. Use the Budget Process to Incentivize Good Behavior 
Have you been nagging your attorneys to prepare written business development plans for them-
selves or their practice groups? Have your efforts to encourage partners from different prac-
tices to pursue business together, rather than operating in silos, proven unsuccessful? Consider 
whether there are budget approval policies or criteria that can be implemented to reward the 
behaviors you want to promote. Perhaps you give first priority to requests that are accompanied 
by a comprehensive business development plan or agree to grant additional funds to attorneys 
who are willing to agree to metrics that measure return on marketing investment. 

4. Heed Client Feedback
If you’ve gathered input from clients over the course of the year, be sure to incorporate that into 
your business development activities. Were CLE programs or other value-add activities rolled out 
to one client that could potentially benefit others? Did you develop a white paper that could be 
delivered in person to a client who may have an appetite for that content? Think creatively about 
revenue growth strategies that have been successful with some clients and examine whether 
budget resources should be shifted to carry them forward to others.

5. Live Your Values
If diversity and inclusion are core values in your firm, your budget should reflect it. If you want 
to be known as tech savvy and innovative, don’t skimp on the technology you utilize day-in 
and day-out. “Follow the money” is sage advice, not just for political thrillers, but also for law 
firm budgeting. 

I 
hate spreadsheets. In fact, for 
many years I warned friends 
that if you send me a docu-
ment in Excel, the chances of 
me actually reading and di-

gesting it are about 50 percent. 
But no matter how mind-numb-
ing you find formulas and pivot 
tables, there is no avoiding them 
come budget season. The good 
news is that with advance plan-
ning and perhaps some techno-
logical assistance, building your 
2018 budget doesn’t have to be 
painful. In fact, it can be a good 
opportunity to think strategically 
about your priorities and how 
you’re allocating resources. 

– Amber Bollman, Business 
Development Manager, Barnes & 
Thornburg LLP

Budget Season Is 
Prioritizing Season
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