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Opportunities
Mining Your Client Base for Top

Using existing clients to gain more business is a solid strategy,
but to work well, it requires careful analysis.
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y now, most lawyers are aware that exisring clients

offer the best opportunities for expanding business.

Current clients know you, they rust you, presum-

ably they like you, and, if they have additional needs, they are

more likely to use you.

Cros*sell ing (or crosr-marketing or Lfoss-servicing. a5 ir is

alternatively called) has been a primary focus in law firm mar-

keting plans and efforts for years. How effective is cross-selling?

The Stanford Research Institute (now SRI International) pro-

duced a study showing that rhe odds ofgetting business from

eristing clients in addirional areas of existing capabiliry are

50/50. Business gained through cross-selling is also more prof-

itable for law firms; generally it costs five times more to

develop a new client than to expand an existing relationship.

Most law firms have a goal of expanding the business they

do with existing clients, yet they often find themselves unable

to move beyond the rhetoric and actually penetrate additional

areas ofbusiness. The problem, in my esrimarion, is rhat many

firms approach cross-selling as an institutional activity. In real-

iry, cross-selling happens one client at a time. The process is

quite simple: you first need to anallze your clients, one by one,

and then determine strategies for responding co the opportuni-

tles you urlcover.

Analyzing Your Client Relationships
As the financial and research tools available to Iaw firms have

become more sophisricared, so have rhe analyses performed by

law firms. There are many ways you can and should look at

your client base to decermine future opportunities. Some

analyses are simple and others more complex. Here are a few

that every law firm should perform:

Gap Analysis
A gap analysis will show you where you are doing business

with your clients, either substantively or geographically, and

more importantly where you arent. It is perhaps the most

important cross-selling analysis you can perform. Depending

on the size ofyour firm (and client base), or the difficulry you
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face in obtaining che information, the analysis could be done

with your top 10 clients, top 50 clients or even top 200 clienu.

The analysis generally results in a matrix where rhe clients

appear on the vertical a-ris and the iirm's services (or offices)

appear on the horizontal a-xis. The cells reflect the receipts gen-

erated by the client in each area. A gap analysis could be pre-

sented on rhe basis ofannual receipts or over a longer period of

time, such as three years.

Diversity of Practices Analysis
Another way to reflect the cross-selling opportunicies and

evaluate rhe progress made with a particular client is a pie chart

that shows the services provided. For example, in 2003, 90 per

cent of client As receipts came from labour and employment

and 10 per cent from commercial litigation. Running the same

analysis for 2005, client As receipts were generated as follows:

43 per cent fiom labour and employmenr; 14 per cent from lit-

igation; 25 per cent from corporate, l0 per cent from intellec-

tual property; and 8 per cent from governmen! relations. The

changes would indicate that the firm has been successli in

introducing more service capabilities over trme.

Zipper Chaft
Arother relarively simple activiry which doesnt require the

use of financial data, is to create what is often called a "zipper

chart." On the left, a zipper chartwill list allofthe key contacts

at the company, by name and title. On rhe right, the chart will

include the firm representative (lawyeq paralegal or other staff

member) who will be responsible for esrablishing, maintaining

or expanding the relationship with the contact on the left,

ensuring no client contact is left behind.

External Analysis Tools
In addition to the information found inside your firm, there

are many resources available externally to provide you with use-

ful daca on your clients and your potential opportunities. In rhe

US, LexisNexis provides client-specific reports on a companyt

litigation experiences, for example; where the company has
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