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Executive summary

What does it take to develop and sustain a culture that values marketing,
business development, and client care as shared responsibilities across the
firm?

Now more than ever, firms are recognizing that isolated efforts, such as
one-off trainings, CRM implementations, or inspirational retreats, won't
transform behaviors. What's needed is a holistic approach driven from the
top.

Through practical frameworks, candid interviews with firm chairs and
CMOs, and real-world examples, this book shows how to empower profes-
sionals at every level to contribute to the firm’s brand and growth. Not only
does it demystify how a strong marketing culture is built — from leadership
vision and governance to talent development, systems, and incentives — it
helps readers understand how to do this in the context of complex, partner-
ship-based environments.

Introduced by the book’s editor, Deborah B. Farone, the book is split into
four parts. Part one looks at core marketing and business development. In
chapter one, Deborah looks at how to build a firmwide marketing strategy,
aligning marketing goals with the firm’s vision and its clients’ needs. She
firstly looks at why a firmwide strategy is needed, what can go wrong without
one, and then looks at how to start — from client development priorities to
how the company wants to position itself. She then explores how to get buy-
in for such a strategy, and ensure long-term alignment. Before concluding
with ten steps to build an integrated marketing strategy, Deborah maintains
that such strategy is “a practical necessity for any firm that is serious about
growth ... and about creating an environment where talented lawyers at every
stage of their careers can develop and thrive.”

In a crowded legal marketplace where many firms claim similar strengths
- client service, responsiveness, and deep expertise — true differentiation is
difficult to articulate and even harder to sustain. Chapter two by Brandie
Knox explores how law firm leaders can define a clear brand position
grounded in strategy rather than marketing language. Drawing on more than
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Executive summary

two decades of experience advising law firms on brand and digital strategy,
Brandie outlines a practical framework for developing meaningful brand
positioning. The chapter begins with the discovery process — examining how
firms are currently perceived by internal stakeholders, clients, and the
external marketplace. Through structured interviews, competitive analysis,
and internal alignment exercises, leadership teams can identify the gap
between current perceptions and the firm’s desired market position. The
chapter provides practical tools and frameworks - including interview
approaches, brand personality mapping techniques, and messaging pillars —
that firms can use to clarify their value proposition.

Part two then gets into the tactics of business development strategy.

Chapter three realigns client relationships from episodic to strategic.
JeanMarie Campbell provides law firm leaders and BD professionals with
actionable frameworks that deepen trust with key clients, moving from a
relationship “owner” mindset to a “client as our partner” mindset. Building a
firm-wide key client account program that is scalable and practical is a busi-
ness imperative, as clients are not simply sources of revenue, they are the
firm’s most important long-term strategic asset. Client relationship manage-
ment skills are not soft, but instead strategic, skills that lawyers need to hone
and practice. Firms that institutionalize client relationship management
outperform peers in client retention, cross-selling/servicing, and reputation.
The firms that win will be those that treat clients not as matters, but as long-
term partnerships, intentionally, measured, and evolving.

Chapter four then reframes cross-selling as cross-investing —a disciplined,
strategic approach to collaboration that breaks down silos and drives sustain-
able revenue across practices and offices.

Most firms struggle with cross-selling because the work is misunderstood.
It's not about pushing services internally — it's about building shared value,
aligning incentives, and creating a culture where partners invest in each
other’s success. Drawing on Julie Henson'’s experience advising managing
partners and integrating lateral teams, the chapter explores why cross-selling
fails —lack of trust, unclear structures, and compensation models that reward
individualism - and how leading firms overcome these challenges. The
chapter highlights how cross-investing strengthens the entire ecosystem,
incorporating shared accountability, shared intelligence, and shared oppor-
tunity. When firms shift from transactional referrals to intentional
collaboration, they unlock deeper client relationships, more effective lateral
integration, and meaningful revenue expansion. Ultimately, this chapter
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argues that cross-investing isn't a program. It's a growth mindset — one that
modern firms must adopt if they want to compete, adapt, and scale in
today’s legal market.

In chapter five, Heidi Gardner and Ivan Matviak build on these insights,
focusing on the importance of network analysis. They explore the business
case for smarter collaboration and why data and analytics are essential -
from analysis to insights to action. The chapter looks at collaboration
analytics from five different angles - firm, sector, practice, client, and partner
—and the cross-functional collaboration required to deliver all of this.

Building a law firm culture that prizes original thought leadership has
never been more important. As Al takes over more routine work and can
answer basic questions, law firms need to demonstrate insights and build
trust, positioning them for strategic, high-level work.

The good news is that Al can help them do it by freeing up more time and
providing new tools to generate content. But it's not as simple as it sounds.
Law firms must find a way to get lawyers to view their work differently.
Instead of merely serving as legal technicians, they need to become business
advisors who can consider risks and opportunities for their clients in a
broader context. They also need to recognize “BD” activities, such as thought
leadership, as essential to client service — not merely “non-billable time”. In
chapter six, Jamie Diaferia and Andrew Longstreth talk to law firm CMOs who
have developed cultures that reward thought leadership, whilst also consid-
ering what law firms need to know about building trust with clients in the
new media landscape.

In chapter seven, Trish Lilley explores how lawyers can embed business
development into their professional identity. At the core of that challenge is
“purpose”. Individuals pursue careers as lawyers for myriad reasons — devel-
oping a book of business doesn’t top the list. Trish looks at ways in which
lawyers can make BD fit into their own lawyering style, so that it feels natural
rather than forced, and is something they do willingly rather than under
duress. If we reframe business development effectively — as a core profes-
sional responsibility — we can more easily move beyond the pushback, the
resistance, and the fear and apprehension that some lawyers experience
when asked to “sell”. This chapter offers helpful tips and tricks for firms
seeking to embed client development holistically into lawyers’ professional
identities.

Part three of the book looks at developing human resources.

The legal profession has changed dramatically in recent decades. There are
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more laws and regulations, new practice areas, exceedingly complex trans-
actions and disputes, and increased specialization — complicated by the fact
that more legal issues are multi-disciplinary. Technology has sped up the
pace of work, communications, and the ability to generate work product
while automating some practice areas, making room for non-lawyers to
deliver certain services. The advent of artificial intelligence and its role in
generating documents, analysis and strategy has further muddled how and
what to learn.

Law is considered a ‘practice’—a continual work in progress where ongoing
learning is fundamental to keep current and develop the skills critical to law
practice. However, the substantive law studied in law school is not sufficient
to produce competent lawyers. Dynamic, complex modern law practice
requires learning to act, work, and feel like a lawyer to become a professional
with a strong professional identity. The process by which lawyers actually
become effective practicing lawyers, however, remains something of a
mystery.

The underlying assumption is that somehow, by osmosis or magic or grit,
these qualities and abilities will manifest after law school. Magical thinking
is not a viable strategy, so how does this transformation occur? The informal
and incidental learning that takes place in the course of law practice fuel the
process of moving from knowing the law to acting like a lawyer to being one.
Chapter eight, by Diane Rosen and Natalie Loeb, looks at how mentoring,
sponsorship and coaching can all help the lawyer gain the skillset and knowl-
edge they need to be effective practitioners.

In professional services firms, business development is often framed
through individual performance, incentives, or formal training. Chapter nine,
by Allan Schoenberg and Renate Wagner, advances a broader and more
durable perspective — sustained business development is rooted in firm
culture, and culture is shaped, reinforced, and maintained through internal
communications that are tied firmly to business goals. Readers will come
away with the understanding that communications is not a downstream
function or simply a distribution mechanism, but a leadership discipline that
helps define how people understand their roles, collaborate across geogra-
phies, practices, and functions, and take shared responsibility for client
relationships and outcomes. The chapter examines how strong internal
communications strategy and execution directly influence morale, knowl-
edge-sharing, firm cohesion, and ultimately client successes. The authors
position internal communications as a strategic lever for building a firmwide
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business development culture that transforms culture from an abstract
concept into a competitive advantage.

Chapter ten explores the often-overlooked link between business devel-
opment culture, psychological safety, and wellbeing in law firms. While firms
invest heavily in BD strategy (training programs, compensation structures,
CRM systems), many struggle to achieve sustained behavior change. The
missing ingredient is rarely motivation or capability — it is safety. Drawing
on neuroscience and real-world law firm dynamics, Renee Branson explains
how threat-based environments (scarcity mindsets, zero-sum credit systems,
chronic cognitive overload) suppress the very relational and collaborative
behaviors that effective business development requires.

Renee’s chapter reframes common BD challenges — hoarding relation-
ships, reluctance to cross-sell, avoidance of risk — as adaptive responses to
unsafe systems rather than individual shortcomings. She offers leaders a
practical lens for diagnosing when BD problems are actually culture and well-
being problems, and why addressing psychological safety is not a “soft”
intervention but a performance imperative. Her chapter concludes with
actionable frameworks and leadership practices for designing BD cultures
that support trust, shared ownership, sustainable growth and long-term well-
being.

Part four then turns to operations and change management.

Chapter 11 positions Al not as a technical challenge but as a strategic
opportunity for law firm leaders to fundamentally reimagine how they
compete, differentiate, and grow. Rather than focusing on basic automation
or efficiency gains, Jennifer Leonard explores how creative professionals can
use Al as a co-intelligence to sharpen market positioning, deepen client rela-
tionships, and scale their impact during the transformative opening years of
the Al era. The firms that will thrive aren’t necessarily those with the largest
technology budgets, but those whose leaders foster a culture of experimen-
tation and understand Al as a strategic thought partner for business
development rather than merely an efficiency tool. The most creative profes-
sionals — those willing to experiment, learn, and iterate — will gain significant
competitive advantage during this pivotal moment in the profession’s evolu-
tion.

Budgeting and ROl measurement sits at the heart of building a sustainable
business development culture. It's how you know whether or not your
change management efforts have been successful, as well as how and when
to refine your approach over time. Chapter 12 by Monica Rodriguez
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Kuniyoshi positions budgeting and measurement not as isolated exercises,
but as strategic tools for steering law firm investments toward measurable
value despite the realities of limited data, lean teams, and uneven attorney
engagement. The approaches and insights that Monica shares will be useful
to any law firm undergoing the important work of building a business devel-
opment culture — whether they are trying to change behavior among a small
group of partners, shift the mindset of entire practices, or measure a large-
scale program across hundreds of attorneys.

Lateral partner success doesn't start on day one - it starts before the first
handshake. Chapter 13 by Jessica Grayson reframes lateral integration as a
growth strategy that requires marketing and BD at the table throughout the
entire process — identifying the right candidates, vetting their books of busi-
ness, creating a great candidate experience, planning their launch, and
building momentum that lasts. Drawing on real-world experience, this
chapter gives law firm leaders practical frameworks for bringing their
marketing and BD teams in earlier and more strategically. Jessica looks at how
to use your firm'’s brand to attract top talent, conduct meaningful due dili-
gence on portability, create an experience that wins candidates over, design
business development plans before day one, execute market launches that
actually work, and build integration systems that deliver real ROIL The
bottom line is that lateral success is designed, not accidental. When you
involve marketing and BD professionals as strategic partners (not just service
providers) you reduce risk, set clearer expectations, help partners ramp up
faster and get more consistent returns on your lateral investments.

Part five then explores the client-centric focus of a successful business
development strategy.

Chapter 14 turns the focus to gathering insights to inform strategy and
strengthen loyalty. Nat Slavin argues that most law firm business develop-
ment challenges are not effort problems. They are intelligence problems. The
data needed to drive better business development decisions almost always
already exists somewhere inside the firm, but it is disaggregated and trapped
in silos. Once it is integrated, it reveals five things firms cannot see otherwise
— what clients actually want, how they think about cross-selling, why they
would move work, the criteria that drive selection, and the areas where their
needs are unmet. Each of these is a business development opportunity
hiding in plain sight. Leadership’s job is to integrate the intelligence, surface
the patterns, and translate them into a business development strategy that
reflects what clients have been telling the firm all along.
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Chapter 15 explores succession planning and knowledge transfer as critical
components of sustaining business development and ensuring continuity
when firm leaders retire or transition out of practice. Ida Abbott examines
why effective succession is vital to a firm’s long-term health, client retention,
performance and reputation, and how poorly managed transitions can jeop-
ardize client relationships, goodwill, and institutional knowledge. The chapter
considers the often-competing perspectives of the firm, clients, potential
successors, and retiring partners, including client expectations for continuity
and choice, the development and retention of future leaders, and the
personal, financial, and cultural challenges that can create resistance to
succession planning. Ida also addresses the particular risks succession poses
to business development, such as loss of key relationships, stalled growth,
and uncertainty around ownership of clients. Finally, the chapter outlines a
practical framework for normalizing and managing retirement, clarifying
expectations and processes, and establishing oversight and accountability.

Every law firm strategic plan declares that growing the business is a top
priority and every stakeholder — particularly partners — must play a role in
furthering this mission. However, in most law firms, a relatively small
number of partners generate the majority of the firm’s clients and matters.
These partners are often among the highest paid partners. Firm managers
are constantly exhorting all other partners to do more to grow their practices
and the firm. Many firms employ marketing and business development
professionals whose primary purpose is to promote the firm and support
the lawyers’ business development efforts. While many partners participate
in training workshops, contribute thought leadership, and attend networking
events, only a modest few make material progress each year in growing their
practices. What can be done with those partners unable or unwilling to do
more?

It might come as a surprise that our perceptions may be skewed and the
familiar pattern repeated in so many law firms is not so much a battle to
convert apathetic partners into hard-charging rainmakers, but a battle to
overcome outdated partner compensation plans that impose significant and
systemic barriers to generating more widespread business development
success. In chapter 16, Tim Corcoran first highlights and reinforces the
elements of law firm partner compensation plans that support business
development efforts, and then unwinds the compensation plan elements
that, in obvious and not so obvious ways, hinder partner business develop-
ment efforts and even impose financial penalties on partners who are both
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capable and committed to growing their practices. He addresses topics such
as origination, credit sharing, client succession, leverage, pricing, and long-
standing KPIs that, despite good intentions, create a minefield of unintended
consequences.

Given the unique nature of law firm cultures, what works well in one law
firm may fall flat in another. Tim aids readers in identifying the partner
compensation plan elements that warrant a deeper look in their own firms.

A strong digital presence and online reputation are key to successful busi-
ness development for lawyers at the individual, practice, and firm levels.
Developing a proper strategy and enforcing it throughout your firm’s culture
are key to accelerating future growth. This final chapter by Jaron Rubenstein
covers key topics firm leadership must consider, including how to leverage
Al-driven tools and services to maximize effectiveness, before concluding
with a self-assessment tool for firm leaders to assess the maturity of their
firm’s digital presence and a methodology to prioritize an implementation
roadmap based on that assessment.
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Introduction

When I was first approached about putting together this book, I knew one
thing right away — I did not want it to be another collection of generic advice
about marketing, rainmaking, or business development formulas. There are
already plenty of articles and conference panels offering easy answers to hard
questions. Most law firm leaders know the basics. They know that relationships
matter. They know that collaboration matters. They know that culture matters.

What they often struggle with is the harder part — how to actually build an
environment where those things happen consistently, not just on a good day
or in a strong quarter.

As I thought about what this book could be, I kept coming back to a practical
question. If the chair of a law firm called me and said, “We want to strengthen
our business development culture. Who are the smartest people you know to
help us think this through?”, who would [ recommend? This book is my answer
to that question.

Every contributor was chosen not simply because they are knowledgeable,
but because they have lived these issues inside sophisticated, demanding
professional environments. These are people [ would trust to sit across the
table from firm leadership and help them tackle some of the most important
challenges facing law firms today, from client relationships and branding to
Al succession planning, psychological safety, thought leadership, digital repu-
tation, internal communications, and cross-practice collaboration.

What emerged from their chapters was something even richer and more
interconnected than I had originally expected.

At first glance, the topics may look unrelated. Branding. Culture. AL
Budgeting. Succession planning. Thought leadership. But as the chapters came
together, several themes surfaced again and again.

The first is that business development is no longer a side activity. It cannot
sit exclusively inside a marketing department or rest on the shoulders of a
handful of rainmakers. Business development increasingly reflects the culture,
leadership, systems, and behaviors of the entire institution. It is an essential
factor of how law firm lawyers must think, on a daily basis.
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The second is that collaboration has become a strategic necessity, not just a
nice aspiration. Clients expect firms to work seamlessly across practices,
offices, and disciplines. They assume lawyers inside a firm know one another,
trust one another, and can bring the right resources forward efficiently. When
firms fall short of that, clients notice, even if lawyers do not.

The third is trust. Again and again, contributors returned to the idea that
trust is the foundation on which sustainable business development is built.
Trust among partners. Trust between lawyers and clients. Trust between lead-
ership and the broader organization. Several contributors approach this from
different angles, including culture, psychological safety, communications,
client teams, and succession planning, but the underlying principle is remark-
ably consistent. Firms grow more effectively when people feel safe sharing
relationships, ideas, opportunities, and credit.

Authenticity is another theme that runs through nearly every chapter. One
of the greatest misconceptions in professional services is that successful busi-
ness development requires lawyers to become someone they are not. In reality,
the most effective business developers tend to be those who find approaches
aligned with their personalities, strengths, and values. Sustainable business
development is not performative. It is relational. It depends on curiosity,
generosity, responsiveness, consistency, and credibility far more than
charisma.

Technology and Al also appear throughout these chapters, not simply as
operational tools, but as forces reshaping the competitive landscape. As routine
information becomes increasingly commoditized, differentiation shifts toward
judgment, insight, interpretation, creativity, and human connection. In many
ways, the rise of Al makes the human dimensions of professional relationships
more important, not less.

Finally, nearly every contributor touches on leadership. Business develop-
ment cultures do not emerge by accident. They are modeled, reinforced,
incentivized, communicated, and protected by leadership. Lawyers pay close
attention to what leadership rewards, tolerates, ignores, and celebrates. If
collaboration, innovation, thought leadership, mentoring, and client service
are truly priorities, lawyers need to see those values reflected consistently in
firm systems and behaviors.

Throughout my career, both inside law firms and later as a consultant and
author, I have seen firms invest enormous sums in marketing initiatives, tech-
nology, retreats, and strategic plans. Some succeeded brilliantly. Others
struggled, despite significant resources and real talent. Often, the difference
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was not intelligence or ambition. It was alignment. The firms that thrived
understood that business development is not a collection of activities. It is an
ecosystem.

My hope is that this book offers practical ideas, frameworks, and inspiration
for leaders who want to build stronger firms and stronger client relationships
in a profession that continues to evolve rapidly. More than anything, [ hope it
encourages leaders to think about business development not as selling, but as
one of the central expressions of culture, trust, service, and leadership inside
amodern law firm.

Deborah B. Farone
June 2026
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