Success breeds success:

Advance your career in marketing

By coaching your lawyers to advance theirs
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If law firm marketers want to succeed as business development coaches to lawyers, they need to concentrate on the “f-words” – focus, feedback and follow-up.

“Lawyers, like the rest of us, tend to use research and global planning as delay tactics,” said Mark Maraia.  “Don’t let them get bogged down.  If I had to choose between a great plan with poor implementation and a modest plan with great implementation, I’d choose the latter – every time.  The key to effective implementation is coaching.”
Maraia, along with his colleague, John Mitchell, discussed this subject at the Sept. 17 Legal marketing Association Boot Camp 2004 – “Roadmap to Your Destination – Legal Marketing.  The national event, designed for newcomers to the field of legal marketing, was held in Denver at the Hyatt Regency Denver.  Maraia also covered this subject at the Oct. 12 meeting at the Rocky Mountain Chapter of the LMA.

Maraia and Mitchell have coached thousands of lawyers in selling and networking skills (www.markmaraia.com).  Much of this wisdom has been compiled in Maraia’s book, Rainmaking Made Simple:  What Every Professional Must Know.

Focus

“Don’t try to accomplish too much right off the bat,” said Mitchell.  “You want to help a select few lawyers achieve success by helping them focus on a carefully defined action plan.  Success breeds success.  Once they have achieved these ‘baby steps,’ you will have won them over; they will be eager to attempt longer strides, and they will share their success with others at the firm.”

Start with something familiar.  Most lawyers recognize the value of meeting with prospective clients, attending networking events and accepting speaking engagements -- so these events can serve as a good place to start.

“A lawyer might say, ‘I’ve tried this and it just doesn’t work.’  Why?  Because he or she approached the event with no action plan,” said Maraia.  “These ‘random acts’ turned their efforts into a waste of time.  Being armed with the right tools helps many lawyers get started and helps them feel more confident about business development.”

Before your lawyer meets with a prospective client, for example, help him or her develop an action plan based on the N/Q/A framework – needs, questions and advances.  First, discuss ways to determine the personal needs of the potential client.  “At this point,” said Mitchell, “we are not talking about the need for legal work per se.  We are talking about the potential client’s underlying motive, like the need to look good to his or her boss.
“Second, develop a list of three or four really good, well-researched questions the lawyer can ask that will elicit information about the client’s business and industry,” said Mitchell.  “In any interaction, you want the client to do most of the talking.

“Third, determine the specific ‘advance’ or outcome the lawyer wants from the upcoming meeting,” said Mitchell.  “At this point, it is not legal work.  It might be permission to add the individual to an e-alert list; to have lunch again in a month; to co-present at a seminar with you; or to schedule a meeting with another decision-maker at the company.  But this outcome should be in mind before the meeting ever takes place.”
Action plans also work for networking events.  “For example,” said Maraia, “know ahead of time who will be there, whom you want to meet and whom you can bring together for mutual benefit.  Have a list of high-energy questions – not the usual ‘nice weather we’re having’ -- to ask your targets.”  For speaking engagements, suggest that your lawyer make a few calls to find out which subjects your target clients are interested in hearing about.  “Then,” said Maraia, “invite them to the presentation.”

Feedback and follow-up
After the event, it is time for the coach to debrief the lawyer – and provide essential feedback.  “This should take place immediately,” said Maraia, “to emphasize the urgency and importance of the coaching relationship and to demonstrate that you care.  This part of the process should take place one-on-one and behind closed doors.”
Begin each feedback session by asking the lawyer how the action plan worked within the context of the selected event.  “Listen carefully.  Ask more questions.  Then, reinforce – with enthusiasm -- everything that the lawyer did right,” said Maraia.  “Be lavish with your praise so that the lawyer feels successful and safe.

“Once you have reached this stage,” said Maraia, “select one specific behavior for improvement.  Be non-judgmental.  Don’t say, ‘you weren’t listening.’  Instead say, ‘When you jumped in with your comments before John finished his sentence, he might have thought that you weren’t listening carefully.’  With the lawyer’s permission, come up with specific ways to remediate this behavior.”

Finally, it is essential that a coach works on follow-up.  “You want to make sure that the lawyer follows up on the ‘advance’ that was received as a result of the interaction with the client or potential client,” said Maraia.  “Who has agreed to do what, for whom, for what purpose, by when?  Also, encourage the lawyer to let you – as coach -- follow up on his or her follow-up; put it on your calendar.” 
In addition, a coach must follow up to make sure the individual lawyer is continuing to make progress in the area that was targeted for improvement during debriefing – for example, being a better listener.  “By following up with the lawyers,” said Maraia, “you are modeling the kind of behavior that you want them to use in their own business advances.  You are showing them how it is done, and how it works.”

How will you know that you have achieved success as a coach?  “When you are able to double the numbers of lawyers at your firm who won’t make a move without you,” said Maraia.  “As this happens, your value within the firm – and your compensation -- will increase proportionately.  You will also know that you have succeeded when you start to hear your ideas coming out of their mouths, and when they start giving you advances about the next action steps that they plan to take.”
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