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Improving performance

Activity, abilfty & focus: Mike Jones
discusses the key steps to increasing
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market share

awyers do not like the term
I_:sales”. In recent years they have
ccommodated—in some cases

embraced—business development and
marketing. But, please, don’t mention the
“s” word. This prejudice towards sales has
meant that firms and individuals have
been slow to grasp the concept of sales,
sales performance, and sales management.
As a result much of the “prep” work done
via business development and marketing is
wasted.

A different art

Selling is not marketing. It is not “business

development” either—this label simply adds

to the confusion. The role of marketing in
law firms is to create goodwill. The role of
selling is to convert that goodwill into fees.

The term “business development” is often

used to avoid the dreaded “s” word, however

it is also used to describe the entire sales

and marketing continuum, and therein lies

the confusion. This lack of clear definition

leads to misunderstandings and misplaced
strategies.

Most law firms focus time and money
on just one of them, which alone might
help firms keep up with their competitors
but does not create a genuine edge.

To improve sales performance the three
basic levers you can pull are—activity,
ability and focus. These translate into three
options. You can:

(i) Increase activity—for example, increase
the number of pitches you do or simply
increase the number of sales meetings
taking place.

(i) Improve your win-rate by enhancing
the ability of the “sales team”.

(iii) Raise the average value of your wins
by having a focus on higher value
pitches.

Research by one firm around their formal
pitches revealed they were only successful
on one in eight occasions over a 12-month

period and when the value of pitch wins was
subtracted from overall costs, including the
costs of “cold pitching”, they were running at
a disastrous £105,000 loss in the year.

Most law firms do not know what their
data looks like for formal pitches, let alone
the whole sales process. What hope of
improving performance when they don’t
know where they're starting from?

The three-levers approach set outs a clear
agenda for strategy and potential change for
sales performance. For example, you may
conclude that ability is the key component
in this loss-making exercise and decide to
run sales or pitch training for the firm. On
the other hand, you might decide to address
the focus and insist that the firm should only
pitch for work worth £80,000 or more, say,
as this is your break-even figure. It seems

training for lawyers is becoming a greater
priority, but are firms focusing on the right
skills? Lawyers get trained in networking
skills; pitches and presentations and much
more. All are important, but do they get
taught how to build a book of business? Or
how to plan and forecast new sales?

There is a huge advantage for any firm
that gets this right. The lawyers gain a great
deal of knowledge and confidence, great for
them personally and helpful to the investing
firm. In most cases, it is possible to identify
tangible improvements in results. Most
training programmes only address one of
the three components of sales success. What
greater results would be achieved if they

tackled all three?

The magic ingredient

Sales management is something few firms
pay attention to. What turns a good
football team into a great one? A great
manager! What turns underperforming
sales teams into high achievers? A great
sales manager! Yet, few law firms employ
sales management expertise.

£k Most training programmes only address one
of three competences of sales success 99

unlikely at this stage that your future strategy
would include plans to increase activity as
this would currently appear to be the road to
ruin.

'The point is that with data you can make
informed decisions. Sadly, many law firms
are not making informed decisions because
they do not have the data or simply do not
know how to use the information at hand
to best effect. The vast majority of work
being done in law firms to improve sales
performance is centred on just one of the
“levers”—the ability lever.

London Business School asked senior
buyers in large corporates: “How good are
professionals at selling to you”? 53% said
“poor” and a further 30% said “adequate”
with only 17% saying “good”. No
wonder that sales coaching or sales

Good sales managers build competence
in others, maximising their ability to
perform strongly. A law firm with effective
sales management would be running sales
training and sales coaching for associates
and partners, but it would also be addressing
the other key “levers”. How to drive more
sales activity? How to make sure to focus
limited sales resource on the highest value

opportunities?

Mike Jones, managing director of sales &
marketing consultancy, Intrinsic Values.
Website: www.intrinsic-values.com





