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professional
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The professional world has changed...but what
about marketing and business development?
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the future marketing department might look like.
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“

T

he world has changed” is the opening
line of Peter Jackson’s movie trilogy of
Tolkien’s Lord of the Rings. Whilst we
are not suggesting an end quite as cataclysmic
as this story, the world of professional services
marketing is also changing dramatically – and
we mean step change rather than incremental.
New technologies, much tougher market
conditions, and the impact of legislation are
transforming the business position of many
legal, accounting and other branches of the
professions. Can we expect such transformation
now to be wrought on the marketing
department? If we can, how much will the
current marketing operations in professional
firms have to change over the next five years?
From talking to partners, directors and
managers in a range of firms, and experience
of working in the sector, it is our belief that
we are about to enter, Tolkien-like, a new
age of marketing and business development
in professional services. This new era is
going to demand more and different things
of the structures and people that make up
the commercial function.

Key issues for 2010-2015
The question we pose is how, going forward,
current and future market developments are
going to affect the way that marketing is
structured. There are a number of relevant
trends here.
Limited scope of “marketing”.
One of the universal truths of the last 20
years is that, despite a growing structural
sophistication, there is still no clear or widely
accepted view of what ‘marketing’ and
‘business development’ are. Indeed these two
terminologies can appear interchangeable.
And although it has expanded out of its
original marcoms remit, the prevalence of
truly strategic marketing - as practised in
the wider business world - is playing serious
‘catch-up’ in a lot of professional firms.
Taking the classic 4Ps. Professional services
marketing’s real impact on and control over
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Pricing, what and how Products are developed,
and how service is delivered to clients (Place)
is generally weak. About the only area of
significant expansion that we are seeing is in
the areas of Promotion based around new media.
Partner role disaggregation. Whilst
marketing’s role remains limited currently,
the opportunities to break out of its straitjacket are beginning to appear. Under pressure
from clients to adopt more business-like
practices and, in the law, from the potential
impact of market liberalisation, partners and
other professionals are struggling to cope as
the traditional ‘jacks of all trades’. We see real
responsibility for operations management,
pricing and project management being granted to
a small but growing cadre of non-professionals.
Product/service development.
Previously neglected, product/service
development is now becoming important as
firms seek to differentiate their offering to
complement better operational efficiency.
This requires marketing/BD and practice
groups to work together to create clientcentric solutions that cut across existing
structural boundaries. Imaginative solutions
are also being created in some firms by using
third parties or other branches of the
professions (e.g. between law firms, pension
consultants and others), and this too
requires product development and project
management skills.
Turbulent uncertainty. A number of
firms have led a trend in recent years to
combine business development and
knowledge management teams into one unit
for what appear to be logical reasons, for
example getting closer to the professionals.
At the extreme, either for budgetary or
perhaps ideological reasons, one or two have
dispensed with BD specialists altogether and
handed the job to professional support staff.
But then some other firms have all but
abandoned their use of in-house professional
support relying on external contracted
provision.

These examples highlight to us that economic turbulence
and client demands are producing major knock-on effects that
are rippling through: old orthodoxies are being actively challenged
everywhere – especially in the last few traumatic years. So if firms
can successfully outsource routine, low value areas of professional
activity, why not do the same thing for support services and
marketing or BD in particular? This is more than just a twinkle in
the eye of a few managing partners or chief executives. It is happening.
In conclusion, we believe that the marketing operations of many
professional firms will, indeed must, have a different look five years
from now if they are to meet the challenges we highlight. The
potential exists for marketing in the professions to move beyond
the limitations of its ‘promotion-plus’ role, into a wider remit as
part of a commercially-relevant operational ‘team’ with partners/
professionals and other non-professional specialists. In the most
progressive firms, marketing will begin to drive pricing strategy,
tactical implementation and project management – as we believe
that it should do. Increased emphasis and expertise will be needed
to cover new media activities and new product development.

Increased emphasis
and expertise will be
needed to cover new
media activities and new
product development.

To implement this successfully will require greater expertise from
marketing and BD staff than many departments currently possess.
Therefore, firms will adopt a more complex and fluid organisation
structure, moving away from the simplicity and relative
straightforwardness of traditional functional structures. The typical
department of 2015 will more closely resemble a matrix operation,
but with even more complex dimensions as external contractors
and other professional service co-providers join the mix.
We are also likely to see the rise of what we have called the
‘stakeholder structure’. In it, specific parts of the marketing
function are outsourced and managed by a small central team
using clearly-defined contracts for agreed services: for example,
knowledge and research, PR, and event management. In this
paradigm, the efficient management of direct and indirect targetsetting and reporting will be vital for success.
Today, this is one for the future but, with the unstoppable
drive from clients for greater operational efficiency, it is likely
to be taxing professional service minds pretty soon.
Of course, we have no crystal ball. Our version of the future
shape of the marketing function is only one possibility, but it is
one for which all the signs are observable now.
What are you and your firm doing to be ready for it?
A fuller version of this article is available to view online at
www.psmg.co.uk.
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PSMG affiliates Professions learning
to sell
More than 200 marketing and business development professionals
gathered in September in Sydney, Melbourne and Brisbane to share
insights into the growing sophistication of the sales and marketing
functions within professional services firms.
The APSMA annual conference extracted insight from senior
marketers and clients, with attendees agreeing that numbers within
their profession have grown to higher than pre-global financial crisis
(GFC) levels.
“While not all firms or professions are comfortable using the word
‘sales’ to describe what they do – the reality is both we and our clients
know that the art of ‘relationship management’, by any other name, is
about matching clients and sellers of services in a highly competitive
environment”, commented APSMA President Sonia Adams.
Many firms that reduced marketing staff in the past two years
have replaced or expanded their head count with non fee-earning
workers who are more active in the pursuit of new business, business
development and sales.
This approach has been coupled with a mounting focus on the
development of ‘sales’ skills for lawyers, accountants and engineers.
As baby boomers, each holding career-long relationships, exit the work
force in the next few years, the 30- and 40-somethings will be asked to
lead their firms’ and develop a whole new set of relationships.
In the super profit years leading up to the GFC, many firms held
the enviable position of double digit growth year on year. Clients were
content to find a supplier who would work for them in fast, deal-rich
environments. Speed was of the essence in a super charged economy.
While firms are currently under pressure to sell more work to
existing clients, the skill and a willingness to do so is not always evident
in key professionals. Many top ranking technical leaders are neither
confident nor willing when it comes to hunting for new business.
The existing gaps in work-in-hand have made this a critical area
of focus for many firms, with significant investment in ‘sales coaches’
and business development professionals within firms.
Clients who spoke at the APSMA conference repeated several
key themes:
 ‘Show your long term commitment to our relationship’
 ‘Flexibility in pricing models is expected’
 ‘Be prepared to share or even transfer skills and knowledge to clients’
 ‘Seek feedback and act on it’
 ‘Show that you understand my business and the industry context in
which I operate’
When speaking of the impact on APSMA members, Sonia said,
“Many in the profession have worked hard to retain their current
roles, albeit with no, or modest salary increases in the last two years.
The reduced salary pressure has been a welcome boost to bottom lines
for some firms, but recruiters are up-beat about the number of roles
currently being briefed. A high degree of mobility and salary increases
is forecast for the balance of this year and the lead in to 2011.”
For more information contact: President, Sonia Adams,
Corporate Marketing & Business Development Manager, GHD
sonia.adams@ghd.com or General Manager, APSMA,
Sue De Brett • Sue.debrett@apsma.com.au
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