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Preface
Practice Development is More Than Marketing
What do you think of when I ask you to describe your “practice
development” efforts?
Your mind might turn to schmoozing centers of influence like
financial advisors, CPAs, other attorneys and trust officers. Perhaps
you think about improving
the
drafting software your firm
uses or hiring a new
assistant. Maybe you
consider how you might
improve your marketing
efforts and wonder how
social media can be better
used to bring A+ clients into
your conference rooms.
All those endeavors are well and good,
but if that’s your train of thought
then you’re missing the big picture.

Technology
As estate planners, we’re practicing in
extraordinary times. Technology changed
the way we all work and communicate. Today
you’re behind the times if you don’t use cloud-based document drafting
I
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software, probate pleading systems, email, Microsoft Office Suite and a
client database management system. You can access your office systems
remotely, any time of the day or night from nearly anywhere, and you
often do so.
Can you imagine going back to the way you practiced 20 years ago—
assuming you’ve been practicing that long? I don’t believe that my office
could earn enough money to cover the overhead if we removed all of the
enhanced capabilities and productivity today’s technology provides.
At the same time, these technological forces are putting a strain on our
practices. Clients expect immediate response to email communications
and for their documents to be prepared quickly and with little cost—after
all you just push a button to create their plan, don’t you?
If that isn’t bad enough, on the horizon it’s easy to imagine the
improving artificial intelligence (AI) threat. CPAs already deal with AI
competition, as do financial advisors. Estate planners won’t be insulated
forever. Today, online document preparation fits the needs for those
wanting simple estate plans, but, in the future, competition for higher
end services will likely stiffen beyond the plethora of firms now already
fighting for client dollars.
If you don’t believe me, then review the 2017 Georgetown Law Center
report indicating that these new market realities are here to stay and
that firms who don’t adapt will become extinct. A copy of that report
along with my podcast discussing its ramifications is accessible at
www.4freedompractice.com/marketplace.
But all’s not lost. When we discuss practice development, how can we
turn today’s technological marvels in our favor? In this book, I’ll show
you how technology can serve as the great equalizer, allowing you to
compete and appeal to top clients on par with or even better than the
largest national firm.

II
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Economy
You’ve definitely heard of the service economy. Most services, however,
have been commoditized. Everything from purchasing books to renting
movies to booking travel has become a simpler, faster and cheaper
transaction. When you prepare a client’s will and don’t see him again for
another decade or more, then you’re stuck in a commoditized transaction
economy. Clients won’t pay top dollar for that service. That may be why
you’re feeling a downward pressure on fees even as your overhead rises
with staff salaries and providing health care and retirement benefits.
In these pages you’ll learn about the experience economy. Customers
and clients will pay top dollar for unique experiences, such as a touring
Barcelona’s Mercado de la Boqueria while taking part in a day-long
cooking class, bicycling the San Juan Islands off the coast of Washington
State or getting pampered at Tucson’s Canyon Ranch Spa Resort.
Believe it or not, you too can create a unique estate planning experience
clients will flock to because they can’t find it elsewhere in your
community for any price. In order to do so, your practice development
efforts will include the development of front stage and back stage
systems carving out your own unique niche in the marketplace. The
following chapters instruct how to build that client experience geared to
your unique abilities.

Packaging
Even Madison Avenue’s top marketing firms struggle to package and
sell intangible services, so how can you be expected to figure this out on
your own? After spending the time and effort to create fantastic client
experience systems you still have to attract clients into your conference
rooms. Advertisements featuring suited lawyers touting years of
experience won’t cut it. That’s so 1980s!
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And know this—just because you now post that same information
on your firm’s website along with detailed descriptions of your firm’s
services doesn’t mean that you’re using today’s methods and technology!
You’re just recycling dated material electronically. Take a moment to
critically review your firm’s website. Is it all about you or does it speak to
your prospective clients’ goals, concerns and opportunities? How exactly
should you do that?
Effectively packaging and branding your unique client experience isn’t
as difficult as you might imagine. It does require intentional thought
and effort, looking at your practice from the outside in as opposed to
inside out. I’ll show you how spending time working on your practice as
opposed to in your practice will pay increasing dividends now and into
the future.

Promoting
Once you learn how to effectively package your unique client experience,
how do you promote it? I’ll admit to wasting thousands of dollars on
bad advice from marketing firms that don’t understand my practice. The
answer doesn’t lie in spending a fortune on print advertisements, direct
mail or television space. You can learn from my mistakes.
While there is no such thing as the silver marketing bullet, there are
many different strategies and avenues that you can take that will lift you
front and center in your clients’ minds, as well as with your centers of
influence.
We’ll discover together how you can turn today’s technology into your
alley to create unique podcasts, books, webinars and videos that will serve
not only to educate your current clients but also leverage your time and
that of your staff. Content creation will distinguish you and your practice
like never before.
So what is practice development? It’s all these things and more. Where
do you begin? All of these questions and postulations will be covered
IV
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in detail throughout this short book. As you learn in the following
pages, attracting A+ clients and keeping them with you throughout their
lifetimes is no easy task, but, with the right methods and systems, you can
become the go-to expert for estate planning in your community. You will
create a bigger future for you, your firm and your clients.
There are no quick fixes, by the way. Adapting your practice to the new
legal marketplace takes a real commitment on your part. Here I give you
the tools to begin that journey. After reading this book, if you would like
more information please contact me:
Craig R. Hersch
National Practice Development Expert; Florida Bar Board Certified
Wills, Trusts & Estates Attorney; CPA
The Freedom Practice
9100 College Pointe Court
Fort Myers, FL 33919
239-425-9360
www.4freedompractice.com
www.estateprograms.com
craig@4freedompractice.com
twitter: @4freedomlaw
Facebook: The Freedom Practice
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Chapter One

The Commoditization Trap
Over the past 40 years, the advent of the microchip commoditized
many businesses and services. Moore’s Law, defined as the doubling of
microchip power every two years, led to the powerful capabilities we find
in today’s computers, Internet and Smartphones.
While the microchip fundamentally transformed society, giving us
unlimited access to
information and the
ability to instantaneously
communicate like never
before, it renders many
businesses and services
obsolete.
Those of you who are
around my age (53 at the
time I write this) may remember
a time when nearly every
neighborhood strip shopping center
had a travel agency, video arcade and
Blockbuster.
The microchip commoditized those
businesses so that they were all replaced by
something faster, more convenient and cheaper in the form of travel
websites, home gaming systems and online streaming video services. I’m
sure you can think of dozens of other businesses that either have gone
bankrupt or changed substantially because of commoditization.
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These same forces affect legal, tax and financial professional practices.
Why pay John thousands of dollars to manage my investment portfolio
when I can do my own research online and trade stocks for $6?
Instead of engaging Sally’s firm to do my taxes, I can do them for free on
the Internet. Why pay Craig a small ransom for an estate plan rather than
logging onto Legalzoom? When clients can find our services for pennies
on the dollar, how does that bode for our future?
Know that I not only believe that the future of your estate planning
practice is viable, but I also believe that it can be exciting, fun and
lucrative. For that to be true, however, you have to understand what your
clients seek and what they’ll pay handsomely for.

A Life-Changing Experience
I wasn’t always this certain of an abundant future. Twelve years ago, I
almost quit the practice of law. I felt like I was working longer hours for
the same or even less revenue. Our age of instantaneous communication
seemed to leave my clients expecting results yesterday at little or no cost.
While overhead continued to increase, charging higher fees seemed out
of the question.
My waistline expanded because I stopped working out. My three
daughters were then ages nine, seven and four—and I didn’t want to
miss out on their dance recitals, taekwondo belt tests and Odyssey of
the Mind Competitions. My wife and I became roommates as opposed
to soul mates, communicating through text messages. I lost the balance
between my professional and family life.
At the lowest point, I thought that there must’ve been something else
that I could’ve done with my law and accounting degrees that wouldn’t be
so draining.
Before giving up on a law practice that I had worked so hard to build, I
enrolled in an entrepreneurial coaching program. One of the valuable
2
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insights I learned in my very first class centered on technology’s
commoditization trap.
This concept requires an understanding of the true definition of a
commodity, which is something that’s interchangeable and uniform, such
as raw materials (like metals) or agricultural products (wheat). It’s sold in
bulk because one unit of a commodity is indistinguishable from the next.
Applying this concept to a law practice, how do you differentiate
yourself not only from what’s offered on the Internet, but also from your
competitor down the street? You certainly can’t do it on price, nor would
you want to try.

Focus on What’s Valuable
Instead, you must give clients what they find valuable. What exactly is
that? Is it the same for each and every client? If not, how do you and
your team systemize value creation inside of your practice so that your
firm becomes known for providing uniquely positive client experiences
that can’t be found anywhere else at any price?
You’ll note that I just asked how your team helps to accomplish these
goals. An important element to work/life balance is that you can’t be the
rugged individualist. And worry not! You don’t need to go out and hire a
full staff overnight. Building systems around and in your practice takes
time.
Finally, I’ll share ideas others have helped me incorporate to successfully
market and package my wisdom. It isn’t enough to have the best practice
in town. Somehow the word needs to get out.
Most of us don’t have an unlimited budget to run advertisements in the
paper or on television. Even if we did, how would you differentiate your
services? We’ll explore that together.
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Today, I should note, I run a successful boutique estate planning firm
whose revenue is several times that of a few years ago. Last year, I
enjoyed nine weeks off, pursuing my interests, which include family
adventure travel and competing in triathlons, including Ironman events.

“Why” Your Services Matter
Author and TED Talk contributor Simon Sinek instructs in his book
Start with Why that companies that emphasize why their services or
products will benefit the consumer will always outperform those that
advertise the specific attributes of that particular service or product.
Sinek compares Apple to Dell. Dell focuses on the features of its
computers and laptops while Apple expands beyond those products
through a corporate culture of breaking the mold to bring consumers
what they want. Steve Jobs never conducted a focus group, explaining
that, “[i]t’s really hard to design products by focus groups. A lot of times,
people don’t know what they want until you show it to them.”
While no one would disagree that the services of a qualified estateplanning attorney are far superior to those you can find with Internet
document preparation software, it’s important to understand what part
of your practice is “commoditized,” as opposed to where you provide
true client value.
Know this: despite your best efforts, your documents are a commodity.
I agree that they are
very important
and that your
documents may
be far superior
to Legalzoom or
to those used by the
practitioner down the street. To
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your potential clients, however, your documents are all exactly the same.
Don’t you just hit a button to produce their trust, will, durable power of
attorney, health care surrogate and living will?
That clients think this is evidence that your documents are in fact a
commodity. Whether they truly are or not isn’t the point. The client’s
perception is reality.

From Data to Wisdom
To combat this perception, it’s helpful to distinguish between the four
different levels of information found on the Internet and understand
from where client value originates.
This will serve to build a foundation to understand why you should be
confident, as your services can be considered far superior, leading to how
you may package those services to break through client misperceptions.
Here are the four levels of information:
1. Data. The Internet is full of data. Data is everywhere, but it’s
fleeting, relevant only in the moment. Stores record the amount
of sales revenue daily. The rise and fall of stock prices, the
number of individuals affected by a flu virus and how many new
jobs were created in the past quarter are all examples of data.
Without context, however, data means absolutely nothing.
2. Information. The second level is information. Information
is useful, but it has a shelf life. Most of what we find on the
Internet, on television or in periodicals can be classified as
information. When I get sick and suffer from unusual symptoms,
I may go to the Internet to figure out what I may be suffering
from. The daily news contains a great deal of information, but it
may only be relevant today. It’s stale tomorrow.
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There are two problems with information. First, we don’t know
its source so we have no idea as to its veracity. Second, like data,
there’s no context. Going back to my Internet search of my
symptoms, even if WebMD provides a probable diagnosis of my
illness, without proper training and experience, I may be entirely
off the mark.
3. Knowledge. Knowledge
has a much longer shelf
life than information and is
usually supported with years
of education and experience.
Knowledge isn’t something gained
by reading articles in newspapers,
magazines and internet blogs.
You may digest information from
those sources, but you won’t
earn any knowledge without being
able to place that information into
a historical context with a view of
relevant but interrelated factors.
While knowledge is valuable, it too changes over the years.
Physicians’ knowledge of the methods and medicines used to
treat leukemia, for example, is vastly different today than it was
even five years ago. Like data and information, knowledge also
has a shelf life, albeit a longer one.
4. Wisdom. In contrast, wisdom, the highest form of information,
doesn’t have an expiration date. Most of the world’s major
religions are predicated on the wisdom of how to live a full and
good life as a human being with all of our faults and foibles.
Wisdom can also be found in many of the best medical, legal and
financial professionals.

6
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Some professionals have knowledge gained from years of experience but
lack the wisdom to choose whether one course of action is better than
another—which is the wisdom of how to best apply that knowledge.
None of us know what the future brings, not even the most
knowledgeable professionals. Life has a way of surprising us.
True wisdom comes from a unique ability to filter knowledge and
experience into a fabric of understanding while communicating that
understanding in a way that endures. It’s not always sexy or flashy, but
clients know wisdom when they hear it.
Just recently, in fact, I visited with prospective clients, a married couple
who sat down with me to discuss what turned out to be a rather
complicated estate plan. They had several different types of assets and a
blended family. When it came time to quote my fee, the husband paused
and said, “That is about double what I expected.”
Hearing that, I reviewed their goals and concerns again, highlighting the
steps that we would take to solve their problems. It’s important to note
that I didn’t give my clients the answers to all of their problems, only the
steps that we would take to consider their issues and arrive at a plan to
achieve their intended results.
In fact, I wasn’t sure what those answers may be, since the solution would
result from our collaborative efforts that would take place over the course
of the next several meetings.
You can’t find that on the Internet. After that five minute review, the
clients happily signed my engagement letter. They really didn’t care about
which documents we were going to use to achieve their goals. I didn’t
mention irrevocable trusts, generation skipping tax exemptions, income
with respect to a decedent or family limited partnerships. Those words
never came up in our discussion.
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Instead, we talked about their worries and their concerns. I described a
road that we would journey together to achieve their goals.
What they wanted was my wisdom, not the commodity.
Now that you understand the basics of the commoditization trap, we’ll
consider how to break through it.
The first thing to consider is who exactly is your target market so you can
identify the means by which you’ll add client value rather than engage in
commoditized transactions. Then you have to be careful not to give all of
your value away before you get a signed engagement agreement. That’s
what we’ll discover in the next chapter.
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Chapter Two

Identifying Your Target Market
The first step to creating the most effective marketing plan is to identify
your target market. Because I practice in a resort area with wealthy
semi-retirees and retirees who are current and
former business professionals, I target those
families.
Many of those clients are
seasonal residents,
spending half
the year in
another state.
These individuals
face residency and tax issues
when updating their estate plans.
Everyone has his own niche. You might be an
expert with physicians’ asset protection planning
or live in a community of farmers who have
land wealth.
Perhaps you developed a following with
performing artists or professional athletes.
Many of us counsel blended families in
which each spouse has children from a
prior marriage, or maybe you have a special
talent for business succession planning.
Chances are you developed expertise within a client niche and found that
many of your referrals come from within an estate-planning subspecialty
or two. When you’re a hero to a specific group, that group is your target
market.
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Don’t Give Away Your Value to Tire Kickers
You can’t turn on the television without watching one of those incessant
personal injury lawyer ads promising no fees unless they successfully sue
the pants off someone for you. As a result, clients expect all attorneys,
no matter the specialty, to offer a “free initial consultation.”
Should you do it?
Yes and no. You may for some, but not for others.
Allow me to explain. As estate-planning attorneys, our prospective clients
aren’t going to generate fees amounting to one-third of a multi-million
dollar settlement.
Yet the client expectation regarding free initial consultations remains, and
if we buck the trend, we might miss out on genuine opportunities. At the
same time, we’ve all been trapped spending our valuable time with tirekickers only interested in picking our brain with no intention of signing
an engagement letter.
So how do you sift through the pyrite to consistently find real client gold?
You have to identify the client mindset that best suits you and your firm.
Ask yourself, or even your client, a number of questions: Is he open to
new ideas and thinking? When your team asks for information, is he
responsive? Is your experience and expertise important to him? Does he
have reasonable expectations as to the time, complexity and value of your
services?
These are just a few of the questions that you might explore when
thinking about your best clients and which ones you’d like to replicate
inside of your practice. I have an online client mindset exercise that
helps determine whether a client is a good match for my estate planning
system. See felp.estateprograms.com/mindsetquiz.
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Gaining insight to the client mindset offers a preliminary filtering system
that you may not have considered before, but it’s just one step of many
that leads to identifying A+ clients.

Client Intake Process
Let’s examine your client intake process. My guess is that you may be
missing some elements that I’m about to describe. Let’s take the situation,
for example, when a prospective client telephones your office and asks to
speak with you, so you take the call.
“Tell me, Mr. Attorney, how much do you charge for a will?”
WARNING – when the first question indicates fee sensitivity, it’s more
likely than not that you have a tire-kicker on the other end of the line
only interested in picking your brain.
“That depends on a number of factors,” you answer, “whether a will or
trust is right for you, whether estate tax planning is needed, whether you
have a blended family and so on.”
“My situation is REAL SIMPLE,” prospective client begins, “I’m in a
third marriage with a blended family. Most of my assets are in annuities
and individual retirement accounts, although I have a large brokerage
account. I own a part of a family business, but my family considers me
the black sheep for reasons I don’t understand. When I die I want my
wife to only get $1,500 a month for the rest of her life then everything
should go to my kids, not my rotten step-kids, blah blah blah blah
blah…”
Now you’re trapped! You might attempt to quickly end the conversation
and suggest that this person schedule an appointment. Alternatively,
you may have already decided that this person’s expectations and fee
sensitivity are such to not meet your criteria of an A+ client. Either way,
you’ve wasted 20 minutes (or more) that you’ll never get back.
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Suppose you’re wise enough not to take those calls, but instead your staff
schedules an appointment. Do you send out a client organizer? If you
have a client organizer, what information does it ask for? Do you ask for
it to be completed and returned before the first meeting? What other
materials do you send along with the client organizer?
A well thought out client intake process is invaluable not only to you,
but adds value to your intended client experience. And don’t be afraid
that you don’t have the time or resources to filter A+ clients into your
conference rooms. With enough coaching and implementation of
thoughtful systems, you can overcome these obstacles.

Get Information before Meeting
I believe that gathering personal data during a first meeting is a waste
of everyone’s time. To that end, I also request a copy of the client’s
current estate-planning documents and require that the entire package
be delivered to my office at least three business days prior to that first
meeting.
This accomplishes a number of goals. First, we’re not wasting time
gathering information that can easily be transmitted prior to the meeting.
Second, I have the opportunity to review the client’s situation before
walking into the conference room, giving me helpful context to the
questions she may have as well as the foundational information that I
need to update her plan.
Third, it shows my prospective client that I’m serious about their
matters and don’t view our meeting as a casual sit-down. Fourth, the
thoroughness and organization of my firm is evident from the outset.
Moreover, we’re prepared to give meaningful direction at that very first
meeting.
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This process prompts two questions: What if the client is unwilling to
complete the organizer and provide her current documents? And more
importantly, how do we avoid giving away all of our value—our wisdom
in the form of our advice—for free before we receive a deposit and a
signed engagement letter?
As to the former, I have a simple answer. If the client expresses
discomfort in completing the organizer before she engages my firm, my
staff has a scripted answer about the importance of our receiving that
organizer and how it’s in the client’s best interest.
This way, the client receives as much advice as possible during that first
meeting rather than our wasting time collecting data. If that answer isn’t
good enough, then our response is to cancel the appointment.
I’m not willing to spend my valuable time on anyone who isn’t willing to
complete some simple forms
that, after all, are in her
best interest. I’ve
decided that those
types of clients
aren’t a good fit
for me or for
my firm.
As to the latter,
you should never
give away your
knowledge and wisdom
for free. Early in my career, I made the mistake of expounding on all of
the client’s issues and problems, and how I would go about solving her
problems before I received a signed engagement letter.
That was a mistake. Too many people are happy to take that advice and
then either try to do it themselves or take that advice to another attorney
to see if they can get a “better deal.”
13
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So how do you add value without giving away the farm? It’s really quite
easy. It all centers on who your meeting is focused on. It shouldn’t be
focused on you—rather it should be focused on them. Your goal during
that meeting isn’t to arrive at a solution anyway. Your goal should be
focused on what concerns your clients have and why they’re sitting in
front of you. If that meeting goes well, you’re probably on your way to
an A+ client relationship.

Identify Common Goals and Concerns
Packaging your wisdom requires you to identify your target market’s
common issues. The next step is to employ Strategic Coach founder Dan
Sullivan’s methodologies to identify those clients’ common dangers or
concerns:
•
•
•
•
•
•
•

What keeps your target market clients awake at night prompting
them to schedule an appointment?
Do these clients miss important issues until you bring them up
for discussion?
What misconceptions do they harbor?
What legal, tax and financial opportunities do you point out when
discussing how they may address their concerns and achieve their
goals?
How do you ensure client success in taking advantage of those
opportunities?
What are the common strengths that you find among this target
market?
How can those strengths best be used?

By answering these questions you’re now on the path to systemizing how
you create unique client value. Recall in the Georgetown Law Center
report that those firms who provide client value will be more likely to
adapt to the competitive, commoditized legal marketplace. Next let’s
define what we mean by client value.
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Chapter Three

Value Creation Monopoly
Let’s now assume you have the engagement and are busy drafting your
client’s new estate-planning documents. The initial consultation went
well, and you believe that you’ve laid the foundation for a successful
attorney/client relationship.
Much has been written about creating client value, but what exactly does
that mean for an estate planning law firm? Drafting superior documents?
Implementing avant-garde strategies? Being receptive to client calls and
inquiries?
Yes. Yes. Yes.
But it’s more than that. According to Sullivan, “creating client value in a
service industry is about three things, and each of those things you can
apply to any discipline. Those three things are: leadership, relationship
and creativity.”
How do we apply
the framework
of leadership,
relationship and
creativity to an estate
planning firm? Let’s
examine together
each element
separately.

Leadership
Leadership means
providing direction, eliminating dangers, focusing on opportunities and
implementing strategies. Clients often appear at our doorstep believing
15
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that their estate plan is simple until you delve into the details. It’s fairly
easy for a client to express his goals, but it becomes more difficult when
he must decide how to best accomplish those goals while you’re pointing
out some of the dangers associated with the various strategies.
All of a sudden, things aren’t so simple.
A great example of this is illustrated with a client in her second
marriage, who has a significant portion of her net worth in individual
retirement account assets. “I’ll name my husband George as the primary
beneficiary of my IRA and then my son and daughter will be named as
the contingent beneficiaries,” she might say, believing that her dispositive
intent would be properly satisfied.
You promptly point out that if George survives, he can name whomever
he wants as his beneficiary once he rolls over her IRA. Even if George
does name her son and daughter as his primary beneficiary, if he should
remarry without a nuptial agreement then the account may still be at
risk of benefiting an unintended beneficiary. You advise that additional
planning steps are necessary to satisfy your client’s intent.
By exposing previously
unconsidered but vital issues,
while mapping potential
solutions to those issues, you
exhibit true leadership.

Relationship
Relationship means providing
comfort and clarity as opposed
to creating confusion. We all
know attorneys who paint
estate planning as a muddled
picture only they can decipher
in an attempt to enhance their own stature. In my practice, exactly the
16
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opposite is true. We provide the greatest value when translating complex
matters into the simple.
Consider the plethora of information available on the Internet and how
that can overwhelm clients. Who hasn’t researched a loved one’s medical
issue only to become more confused by conflicting advice found online?
The same holds true when your clients begin to research legal, tax and
financial questions. When you use your knowledge and wisdom to help
your clients sift through the vast amounts of data and information to
hone in on the relevant issues, you’re creating a tremendous amount of
value.
A strong attorney/client relationship serves to build client confidence
and clarity. This is something that neither online document preparation
services nor lesser law firms provide. One step of our estate planning
program, that can easily be adopted into your practice as explained in
Chapter Nine, is when we transfer client assets, accounts and properties
into the trusts that we create for them. Rather than handing them an
instruction sheet describing how to fund their trusts, we increase their
certainty and confidence by doing it for them. To ensure that their
trusts remain properly funded,
we instruct our clients to keep us
in the loop when opening new
accounts or acquiring new assets,
solidifying our relationship with
them. This is a crucial element of
our Annual Maintenance Program.

Creativity
Finally, being creative provides
client value. Does this mean that
even the most routine revocable
trust should somehow be avantgarde? No. It doesn’t.
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Creativity means providing capabilities to your client that she didn’t
possess before. This is much easier than it sounds. Most of us who’ve
been practicing estate-planning law for any length of time fail to realize
that our most basic knowledge is unfamiliar to most of our clients.
“Wills avoid probate, right?”
“I can just put everything in joint name with my daughter, and she can share it with
her sisters?”
Creativity speaks to our specific skills, knowledge and wisdom. Of
course, it will be different for each one of us. My unique abilities aren’t
the same as yours. Creativity also speaks to creating and implementing
effective systems and processes.

Be Consistent
The challenge when creating value is to do so consistently and
systemically for each and every client. Because our clients come to us
with different backgrounds, assets, goals and concerns, you might think
that creating one system for all of them is impossible. It’s not.
If you take the time to consider the steps that you took when counseling
your three best clients from the time that they called your firm to the
time that they signed their documents, I bet that you can find many
commonalities in the processes. It started with your client intake process
and moved on to conducting your initial consultation. From there, it
progressed to the way that you draft documents and review them to
ensure they’re correct. Finally, you somehow keep them up to date
with changes to the law and to their own personal financial and family
circumstances.
Each one of those steps involves both back stage and a front stage
processes that demonstrate your creativity, leading to client value. In the
next chapter let’s review how you can view your practice as a theatre
production to create these client value systems.
18
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Chapter Four

Your Practice as Theatre
I’ve always said that I could write a hysterical Broadway comedy based
on the day-to-day craziness that is my estate-planning law practice. Jason
Alexander would be the perfect actor to play my role in the production,
with Carol Burnett as a whacky client, Tina Fey and Amy Poehler as a
couple of paralegals, Bob Newhart as a retiring law partner and a few
others to round out our distinct cast of characters. It would be a hit!
While I’m sure you’ll laugh considering which famous actors best
represent your office, to create the intended client experience, it helps to
think of your law practice as theatre.

Pre-Production
In theatre, there’s pre-production work, such as creating the play’s theme
as well as writing the script. This speaks to the experience that the
playwright intends for his audience to have, whether it’s to be a comedy,
drama or tragedy. When applying this idea to your estate-planning
practice, first envision the client experience you want to create.
This experience starts with the initial client contact either through the
Internet, email or telephone, through the time that the client walks into
your office. What does your set (office) look like? Is it welcoming? How
will the ushers (receptionist) greet your clients? Will it be by name? What
does your program (initial client package) contain?
I include an entire segment on how you convert a prospective client into
an engaged client in my practice development programs. The theory
behind the entire client intake system is more thorough and definite than
you can imagine. In order to understand that theory, however, you must
fully realize the type of client experience you want to produce.
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In the book The Experience Economy, authors Pine and Gilmore argue that
successful businesses orchestrate memorable events for their customers
and that the more advanced “experience” businesses charge for the
transformation that the experience offers.

This is how, for example, Disney can charge $40 for a breakfast when
you can purchase the same food at First Watch or Denny’s for $8. The
experience that you and your family have when Mickey Mouse and
company interact with your children commands a premium.
Pine and Gilmore identify four possible experience realms that businesses
can offer: entertainment, esthetic, escapist and educational.
Entertainment experiences include the Disney and Universal theme
parks, as well as Internet social media and gambling sites.
Bass Pro Shops, REI Outfitters and Canyon Ranch Spas offer esthetic
experiences, immersing their customers in a world different from their
own to create the desired effect.
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Backroads Travel Company, Regent Seven Seas Cruise Line and Four
Seasons resorts are great examples of escapist experiences.
Thinking about these examples, it’s easy to see how many businesses
contain elements of more than one type of experience.
Obviously, those of us in the estate-planning arena will look toward the
educational realm to provide unique client experiences.
Therefore, when considering the experience you wish to create, how are
you going to build an educational experience that transforms your client
relationship? Will your website offer information beyond bland articles
describing wills, trusts and probate? What interactive materials, videos,
webinars and podcasts might you develop to set the stage for your client
experience? I review this in Chapter Eight. How do those materials
coordinate with everything else you offer?

Production
The production is the actual client experience itself. The goal of any
estate planning practice should be to provide a uniquely positive client
experience that can’t be replicated anywhere else at any price.
This is called a “value creation monopoly,” which we will explore later in
this book. When you consistently succeed in providing your clients with
this type of experience, then you’ll never have to worry about having
enough business. Your biggest concern will be to determine which clients
to accept and which to not.
Determining how to replicate your intended experience is the tough part.
This requires what Pine and Gilmore refer to as “front stage” and “back
stage” processes. Think about the steps that you take when you consider
how you served your three best clients. What your clients experience is
the front stage.
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What you and your team did for the client to enjoy the front stage
experience is your back stage. Most offices operate on what I call the
“Talmudic” version of getting things done.
This refers to the ancient Jewish Rabbinic texts that were passed down
orally from generation to generation. It wasn’t until the Babylonians
destroyed the First Temple in Jerusalem in 587 BCE that these oral laws
and traditions were transcribed into the written word. The problem, of
course, with the Talmudic version of operating your office is when a
staff person leaves, all of her wisdom and knowledge leaves with her.

Therefore, it’s important to document each and every one of your back
stage processes. This includes everything from how the receptionist
should answer the phone to how the finished client documents are
delivered. Most importantly, documenting processes allows your team
members to grow into new positions you’ll need as your practice grows,
leaving behind a complete training manual for those occupying the prior
position.
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Post-Production
Uniquely positive client experiences shouldn’t end with the delivery of
your clients’ completed documents. You realize that sticking an estate
plan in a drawer for years is asking for trouble. This is your opportunity
to further educate your clients and provide greater value.
Do you offer a maintenance program that promises to keep your
clients documents up-to-date for a fixed fee? Do you provide ongoing
educational workshops, webinars, podcasts and newsletters to keep your
clients abreast of the ever-changing estate, trust and tax laws?
These are all methods that create an ongoing relationship, which is
one of the foundations for providing client value and foundational
to The Freedom Practice™ Front/Back Stage Estate Planning and
Administration Practice Systems, described in Chapter Nine. Moreover,
scheduling continuing client events builds a community of like-minded
clients. And we all know the adage of “birds of a feather flock together.”
Creating client value through educational experiences will develop client
loyalty that results in increased business.
Having a team, or production crew, in place that create this grand
experience will help you and your practice grow not only your yearly
revenues, but also as individuals and a business. Just as a theatre requires
a back stage production team and front stage performers, the next
foundational element to practice development is building your team.
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Chapter Five

Building the Perfect Team
When I began my career at my present firm back in 1992 my “team”
consisted of me and one legal assistant. Today my team includes four
attorneys, twelve support staff and another dozen or more outsourced
contributors. As you’ll discover when you get to the chapters on
systemizing your practice and packaging your deliverables you’ll see that
it takes a whole lot more than an attorney and an assistant to provide a
uniquely valuable client experience.
You won’t have to become a mega-firm, however. How you decide to
build your team will be up to you. You may choose to outsource more of
your back stage than I do. My practice systems back stage support might
be an answer, as you’ll see in Chapter Nine.
Nevertheless, building an A+ team
is necessary to provide A+ client
service. To that end, allow me to
review some hard-earned lessons I’ve
accumulated over the years.

Don’t Make the Mistake of
Hiring Mini-Me’s
A basketball team filled with point
guards with no shooting guards,
forwards or centers wouldn’t fare
very well. A football team made up
exclusively of offensive lineman,
without a quarterback, running backs
or wide receivers (not to mention
a defense) wouldn’t win any games either. Just as sports teams require
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athletes of different sizes, shapes and skills; your legal team requires a
variety of people all with different attributes and proclivities to provide
the best client service.
How do you go about doing that?
Without a team, I spent the majority of my time drafting documents
for clients, a skill that I am quite good at, but one that is not the highest
and best use of my time. Nor was it in the best interest of my clients for
me to be locked up in my office, not taking telephone calls or holding
conferences because “I had to get the work out.”
“Won’t these clients stop calling me, wondering where the drafts of their
documents are?” I wondered in frustration. “If they only would leave me
alone, I’d be able to get the work done.”

Concentrate on What You Enjoy Doing
Not only was I bogged down, but there was also the matter of bringing
in new clients. In order to be successful, estate planning practices require
a continuing influx of new clients. Where was I to find the time to meet
with referral sources, write professional articles, conduct workshops and
perform the other tasks that one does in order to keep our doors open?
That’s when I realized that I had the whole thing backwards. My A+
activities don’t center on holing myself up in an office and drafting
documents. What I truly enjoy doing, and can do all day without
losing energy, is developing marketing systems, front stage and back
stage processes, meeting with clients to develop their estate plans, and
schmoozing with referral sources. I had to figure out how to free myself
up to do those things, while simultaneously providing the best client
service possible.
And you know what? To do just that requires a team.
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But like the basketball team with only point guards I alluded to, it
requires building a team complete with different capabilities and
mindsets. I couldn’t hire a bunch of mini-me’s and find success. When
I looked at a number of different professional offices that I work with,
I noticed that’s exactly what they had. Everyone seemed to fit the mold
of the founding partner. That’s fairly easy to do without putting much
thought into the hiring process since we all tend to feel most comfortable
with those similar to us.

Determine Skill Sets Needed
The first step in the building a team process was to consider what skill
sets I needed. If I didn’t enjoy drafting, I had to find attorneys who do
enjoy that and are skilled at it. Same with my support staff, who prepare
funding documents, draft probate pleadings and deal with client clerical
issues.
How do you go about finding those people? When interviewing, how
can you tell who you are hiring is someone that fits the description of the
needed mindset and skills?
There are a variety of online tests that work very well. The one I most
rely on is the Kolbe Index. The Kolbe profile is a short online quiz
that takes no more than thirty minutes to complete. There are no right
or wrong answers, as the test is designed to reveal your propensities for
dealing with day to day decision making. It creates a profile based on four
attributes—Fact Finder, Follow-Through, Quick Start, and Implementer.
I don’t have enough space in this column to flesh out what each of these
mean, you can go online or even buy Kathy Kolbe’s book which will give
you far more insight.
Not only is there a test to determine your profile, but there is also
another profile that you can take where you indicate the certain attributes
of the position you wish to fill. The program then compares a candidate’s
propensities to the profile you created for the position. I had everyone
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(including me) in my organization take the Kolbe profile, and the results
were informative and enlightening. It fostered better delegation and
communication between the attorneys and staff.
We branched out beyond Kolbe and also use the DISC profile and
Strengthsfinder. Both provide different types of information on all of
our team members and have assisted us in creating what I believe to be a
fantastic working atmosphere.
While personality profiles aren’t meant to be the “be all, end all”, they
can serve as a useful tool when building a bigger team than an attorney
and his secretary.
A couple of
decades ago,
estate-planning
attorneys might
have gotten
by with a legal
assistant or two.
Today, you may
need an army to
provide excellent
client service. I
prefer to call my colleagues and assistants our estate-planning “team.”

Team Elements
My team starts with me and one of my law partners, who’s also board
certified in wills, trusts and estates. We have an associate attorney
who has an LL.M. in taxation, and we’ll be adding another associate
attorney in the near future. The team also consists of two probate/
trust administration assistants, two drafting assistants, three funding
assistants, a scheduler, receptionist, bookkeeper, technology assistant
and program manager, as well as some others along with a variety of
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part-time help mostly in the form of local university students. We also
outsource work that doesn’t require full time staff, such as networking IT
support, marketing, public relations, web design and implementation and,
occasionally, legal research.
Sure, there are larger firms that employ more attorneys who fill various
roles. For a firm of our size, my philosophy is to put everyone to the
highest and best use. Don’t use an attorney for tasks that a paralegal can
complete, and don’t give a paralegal something that an entry-level clerical
worker can handle. There’s also no sense in hiring full time help with
tasks that are best managed by outside firms.
To have a team of this size a decade or more ago would have been
unthinkable. How could my revenues support it? Certainly a team like
mine can’t be built overnight. But I do believe that the old model of an
attorney and an assistant or two won’t survive in today’s marketplace.
Now, everyone demands individualized attention and first class service.

Clients Demand More
Take the example of funding revocable living trusts. In the old days, you
might’ve gotten by with handing a client a sheet of instructions how to
fund their own trusts and sending him on his way. We used to do that in
my firm.
My experience is that the client either did nothing or completed only half
the job, or what he did try to complete was wrong. I know that many of
my colleagues throughout the country experience the same thing, since
I inherit clients who move to Florida from somewhere up north, and
while many have trusts, many of those trusts arrive to me completely unfunded.
Today, purchasers of goods and services demand more. We expect to be
taken care of. That’s why we might purchase a Lexus or Infinity instead
of a Toyota or a Nissan. We prefer how the luxury car dealer’s service
department gives us a loaner car or picks us up and drops us off at work.
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So, along those same lines, in my estate-planning system we do the
funding for our clients. That required me to hire and train team
members to complete those tasks. That meant additional overhead,
but I compensate by charging a fee appropriate for the work involved.
In fact, in my standard engagement, we allow for a maximum number
of accounts/deeds/instruments for the fixed fee, with an additional
surcharge for overage. This protects me, for example, from the client
who has 25 certificates of deposit scattered about town that we must
fund into her trust.
Occasionally I lose a client to a competitor who charges less. In most
instances, that competitor doesn’t include funding in his estate-planning
package, so the price comparison isn’t truly apples to apples. We educate
the client so that she can make an informed decision.
Those clients who realize the value of the services my team is
performing are usually more than willing to pay the additional costs
associated with that task, as it’s tedious, time consuming and easily
botched. And for those potential clients that don’t recognize the value—I
don’t mind seeing them go to the Toyota dealership.

Building a Team Sets You Apart
By taking the steps to build a team that fully supports your practice, you
set yourself apart. It takes courage to hire staff and incur that overhead.
Like any project vital to your firm’s growth and development, it starts
with a plan.
First, identify the services that your firm provides. What would it typically
take to consistently provide your clients a first-rate finished project? Do
you rely on your client to complete any of those elements? If so, what
team members would you add if money were no object?
Next, you want to budget. Figure out how much more in overhead you’ll
need to spend to start building your dream team. Then divide that extra
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overhead into the number and types of files you normally serve in a year.
Now you have a rough estimate of how much you’re going to need to
add to your charges to cover this increased overhead.
You may save money by outsourcing tasks. I’m in the process of creating
a funding outsource that will complete this work for other attorneys.
There are a variety of options out there if you don’t want to hire your
own full time assistant. In any event, have the confidence that you can
provide additional services and get paid for those services.
As you build your team, it’s important to document each team member’s
role. That’s where systemizing your practice comes in.
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Chapter Six

Systemizing the Client Experience
Front Stage Processes
In order to systemize your front stage and back stage processes, you need
to remember that you don’t sell wills or trusts. Those are commodities.
You sell an educational experience. I have a trademarked client estate
planning experience, The Family Estate & Legacy Program™, which does
just that. It serves as the content
for my law firm’s website and
focuses on what the clients
want. Partnered with The Estate
Settlement Program™—used
for estate administration—we
emphasize the transformative
experience.
Our front stage unique process
is supported by videos, blogs,
books and podcasts, all
processes we can help you build
into your practice. These are all
educational in the sense that the media answers our target market clients’
most common questions. Note that all of this educational content also
becomes marketing tools designed to enhance our clients’ estate planning
experience and serve to attract prospective clients.
Author Simon Sinek, I mentioned earlier, instructs that your client
experience should always start with why a client should meet with you.
Consider how many times during your career, for example, you have
informed an otherwise blissfully ignorant client that he has a major estate
planning or tax issue. Until you educated him, he had absolutely no idea
why he needed your services.
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Starting with why becomes your marketing launch pad. The obvious
distribution channel is your firm’s website. Rather than building a site that
talks all about you, showcase the material that speaks to your prospective
clients’ concerns.
Educate your client so that she can make an informed decision. If you
decide to self-publish a book, for example, do so on a limited topic that
your prospective and current clients may find of interest. Don’t try to
write an entire book encompassing everything that there is to know
about estate planning. It would be too long, and no one would have any
interest in it.
My most recent book, Selecting Your Trustee, went into all of the various
nuances into how a client should go about choosing who should fill this
important role. I’m not trying to make a killing as the next John Grisham.
Instead, we give away the books to clients and prospective clients to
enhance the educational experience that we deliver as well as to attract
clients.
I use the material from my books to record podcasts, webinars and
videos that we email to our clients, centers of influence and others
who have stated that they want to receive the material. We also post the
materials on our websites. I can’t begin to describe to you the amount of
business that these efforts generate.
All of this adds up to create client value before they even step foot
into my office. Our front stage process speaks to the client from her
perspective. This value translates into additional revenue in that our fees
become less of an issue. We’ve created our own playing field—a value
creation monopoly, which you may recall is a uniquely positive client
experience that they can’t find anywhere else at any price.
The front stage experience you want to deliver must review each and
every step that you take your target market clients through when
delivering your services. You must then consider from the time that
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the first call to your office is made until the last interaction occurs what
exactly you want that experience to look like, feel like and sound like.
Once you’ve accomplished that thinking, you must determine how to
consistently deliver that custom experience to each client.

Back Stage Processes
The method by which you and your office deliver your front stage client
experience is to map out the back stage elements necessary to deliver it.
For every front stage element, there might be three, four or more back
stage processes necessary. Consider, for example all of the steps that your
staff takes simply to file a probate pleading.
While it may seem superfluous to document each and every step,
consider that most offices go about their day by rote: finishing tasks
without much thought about how they accomplished them or what effect
that those tasks have on your client’s experience. When you consider
that your goal is to create
a uniquely positive client
experience that can’t be
found anywhere else—at
any price—then everything
becomes more intentional.
You systemize your back
stage.
For your front stage estate
planning experience to
succeed, you must document
all of the specific steps
you and your team perform
to intake a new client, interview that client to understand her goals
and concerns, provide drafting instructions to your staff, explain the
documents and ultimately implement the plan.
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I suggest that you have each party who is responsible for their own piece
to write each step down. Ultimately you or another professional in your
office will have to read, review and ask questions once these steps are
documented.
First, your staff may not be as articulate in such documentation as you
may be. Second, someone who does not typically complete the steps
being documented should be able to read, understand and mimic how a
particular task is accomplished once he reads the documented back stage
process. If that can’t be done, then the process isn’t complete.
With that said, you will likely receive resistance. When I began this
process with my staff, they all thought that I was trying to document
their systems and processes so that they could be replaced.
Some staff members viewed their unique capability to perform a task or
skill as job security, so my directive to have them record how they did
their jobs appeared as a threat to their value in our firm.
It will take a great deal of communication on your part to overcome
this presumption. I began by assuring my team members that they are
important, and that all of this is an investment in their future. The better
our firm performs, the more revenue we make and consequently the
higher salary and benefits we can afford.
But we can’t raise fees without providing the highest client value, similar
to a Four Seasons Resort. The Four Seasons Resorts provide first class
service by documenting all of their back stage systems.
The other important fact I highlighted is that these back stage processes
will always undergo improvement, which can’t happen without input
from very important team members on the ground that work with clients
solving problems that arise.
A great example of this is with the back stage to The Family Estate &
Legacy Program’s funding process.
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Our funding assistants found confusion and resistance on the part
of clients divulging their assets, account numbers and beneficiary
information which were all necessary for us to properly fund the trusts.
We came up with worksheets and a client funding meeting that not only
improved the efficiency of our funding department, but also resulted in
higher client understanding (education) and satisfaction. I know that no
other law firm in our community conducts anything close to a funding
conference—which realizes our value creation monopoly goals.

How Do You Get the Word Out?
Once you’ve created your front and back stages, how do you get the word
out? Advertising in newspapers can be expensive and so is the creation
and broadcasting of television ads.
But with the Internet you have a lot of reasonably priced opportunities
available. And don’t forget your centers of influence as well as your own
client base. Covering all of your bases is important as there is no one
successful way to market your experience.
Marketing is not about any one specific technique. In the estate planning
arena it’s about branding and distributing consistent educational
content to your target client market. In the next chapter we’ll consider
foundational marketing concepts that may be counterintuitive to many
attorneys.
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Chapter Seven

No Such Thing as the Silver Marketing Bullet
Those who know me understand that I love marketing my estate planning
law practice. I believe that we have thorough front-stage processes and
back-stage methods that take care of clients in a uniquely positive way.
To get the word out, I’ve written professional articles for trade journals,
as well as newspaper columns for laymen, posted blogs, conducted
workshops, created brochures, shot videos, recorded podcasts and
authored books geared toward my target client market. I use all of these
materials in educating my clients, which naturally leads to attracting likeminded prospective clients.

Over the years, it’s become a self-perpetuating cycle. It does, however,
take a continual and significant investment of time, money, creativity and
planning.
A colleague for whom I consult on these matters recently asked me,
“What’s the one marketing strategy that works above all others?”
“All of them!” I answered.
You see, he was overwhelmed with the prospect of creating his own
marketing strategy, so he was searching for that “silver bullet”—the one
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effective tool that can be employed resulting in A+ clients knocking your
doors down. It just doesn’t work that way.
With that said, here are five insights, some previously mentioned,
that will, over time, help you to create your own effective marketing
campaign. Let’s review how we’re going to intentionally engineer our
practice to become a value creation monopoly, then we’ll discuss how to
build and distribute educational content that promotes your firm’s unique
client experience.
1. Consider the Clients You Wish to Attract.
When building your marketing strategies, as I discussed in
Chapter Two, identifying your target market is probably the single
most important step. The common error many estate-planning
attorneys make is to seek clients with a certain minimum net
worth. “I will only take clients worth over $5 million,” you might
proclaim to your centers of influence.
That’s a mistake.
I’d rather have a client who’s worth $2 million and has the right
mindset over one worth $10 million who doesn’t. The first insight
is to identify the best client mindsets. Again, is he open to new
ideas and thinking? When your team asks for information, is he
responsive? Is your experience and expertise important to him?
Does he have reasonable expectations as to the time, complexity
and value of your services? These are just a few of the questions
that you might explore when thinking about your best clients and
which ones you’d like to replicate inside of your practice.
I went so far as to create a mindset exercise that we ask
prospective clients to take. If you go to our website
felp.estateprograms.com/mindsetquiz/ you can see exactly what
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attributes we’re looking for in clients. If, during a meeting, we
feel that a client doesn’t have the right mindset we won’t take the
engagement.
2. Identify the Client Experience Your Firm Offers.
You want to appear different from your competitors, so how do
you accomplish that? In chapters three and four I reviewed how
you can create client value through leadership, relationship and
creativity, while avoiding the commoditization trap.
By thinking about the front stage elements that create each
of your clients’ uniquely positive experiences, as well as the
back stage methods your team takes to consistently deliver that
experience, you have the beginnings of a system that you can
build a marketing strategy around.
When reviewing the front stage steps, record and name them.
That’s the beginnings of your client process that you will market
to set yourself apart.
3. Educate Your Clients.
In today’s experience economy, the best clients are looking for a
relationship with a qualified attorney and great firm, as opposed
to completing a transaction such as a client might find with online
document preparation software. How do you consistently create
experiences that lead to valuable relationships? In our field, you
do this primarily by educating your client.
With that said, different clients appreciate different levels of
information, so you need to develop materials that will meet
these varying desires. For those fact finders who can never get
enough, you may consider self-publishing a book.
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As I mentioned previously, you want to write a short book on a
narrow subject matter. If you aren’t especially adept or have the
time to write a book, you can enlist a ghost-writer. You might
even find a series of books in your niche that are authored by
another but you can brand as your own. I’m working on such a
series now. Licensees of my systems can include their profile on
my book to distribute to their own clients if they don’t have the
time and inclination to write their own.
Authoring books isn’t the only educational tool. I conduct regular
workshops for my existing clients in my firm’s estate-planning
maintenance program, as well as for prospective clients. Don’t
just conduct the workshop and let your efforts vanish into thin
air, either! Video record them and then have them professionally
edited to include on your web site.
4. Incorporate Different Delivery Methods.
Some prospective clients will want to listen to your podcasts
while driving, while others like to read a short blog on your web
site. Consequently, you have to deliver your content in several
different formats, recycling it if you will. As an example, I’ve
turned my weekly estate-planning column into one of my books.
Chapters and sections of my books then become material for
short podcasts and webinars. In the next chapter I’ll review how
simple it is to create and upload multi-media.
The greater your variety of distribution channels, the more likely
you are to reach your target market. We live in extraordinary
times. A few years ago, you might have had to spend thousands
of dollars to create and deliver your content on television, radio
or print advertising. Today, a multitude of inexpensive channels
exist to reach those who are searching for someone like you right
now!
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I would by untruthful if I told you that all of this can be created
in a short period of time. I’ve been at this content creation
for more than 15 years, with the last few years being the most
productive. The cost of creating electronic or web-based content
has decreased significantly, plus it has the incredible power
of reaching broad audiences. You must, however, have a plan
carefully laid out and executed.
5. Finish Off with Great Graphics and Design.
Finally, don’t just type your content out in Word and copy it
for clients. Nothing looks less professional than a bunch of
blotchy copies of old newspaper articles or lists made from your
secretary’s computer. Your content needs to look professional
and have a graphically themed interface. The look you create for
your brochures, on the web, and in print and media advertising
should have a consistent look and feel.
There are numerous web applications, such as fiverr.com, that
can design professional logos for a fraction of the cost of what
marketing firms might charge. Do whatever it takes to get it
done right the first time, even if it means spending money on
a marketing agency. The benefits of doing it right the first time
far outweigh the cost of having real professionals on your team.
Having a good team also adds value just the same as you add
professional value to your own clients’ needs.
The Internet has a lot to offer. Distributing your wisdom in electronic
form is just the tip of the iceberg.
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Chapter Eight

Podcasts, Webinars, and Website Basics
Media such as videos, webinars and podcasts give you new capabilities
and confidence in your marketing efforts. Today’s cost of producing and
posting multimedia is a fraction of what it once was. Rome wasn’t built
in a day, nor will your client‘s educational experience be so built. If it was
that easy, then everyone would do it, but it still doesn’t take a technical
guru with loads of cash.
Most small to medium
size estate planning
law firms don’t have
the budget to
create, produce,
edit and run
a large-scale
media advertising
campaign.
Newspaper
advertising rates
in many markets
are very expensive, even as
readership declines. Television advertising, likewise,
is both expensive and fragmented.
Yet, in today’s experience economy, content is king. I’ve harped on the
necessity of creating a valuable educational experience to promote your
practice. Many people are both mystified and intimidated by the thought
of sitting down with an attorney to create a good estate plan.
While you might guess that wealthier individuals have much more
experience dealing with professionals, and consequently would be
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comfortable discussing complex estate-planning issues, the reality is that
no one wishes to discuss their own demise.
Death, taxes and complex family relationships aren’t at the top of
our “what we should talk about today” lists. Somehow, we need to
impress upon our potential clients the need, and then demonstrate
that we provide a uniquely positive client experience. When you create
educational content you psychologically satisfy your prospective clients’
trepidation while answering questions
that they have but may be afraid
to voice. This lays the groundwork
for the engagement of your firm’s
services.

Creating Content
You need deliverables. Since you’re
striving for an educational experience,
you need to educate your clients as
to why they need your services. But keep this in mind—it’s not about
you. It’s about them. Begin by considering why most clients employ you.
Is it because they’ve heard recent tax law changes require an update to
their plan? Have they relocated to a new state and wonder whether their
existing wills or trust remains valid? Did their family or financial situation
recently change?
Once you’ve narrowed that list, you can begin strategizing how best
to answer the common questions. This is the first step to creating
educational content that will attract clients just like the ones you typically
serve. I suggest starting by writing out the common questions you hear
and the answers that you typically give.

Determine Distribution Channels
Now comes the tough part. In today’s marketplace, there are a thousand
ways to get your content out, but that also means that your target market
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is constantly bombarded with marketing. How do you cut through the
clutter?

Podcasts & Videos
It’s as simple as recording and uploading video content from your
Smartphone, at least to start. Further down the line, it’s wise to produce
content that appears professional and not amateurish. Prosumer video
equipment, while not quite the equipment that network news stations
purchase, is better than your Smartphone and affordable and easy to use.
I converted a 72 square foot file room in my office into a soundproof
video and podcast studio, and there’s little stopping you from doing the
same.
Nevertheless, have your videos professionally edited. Editors are available
on freelancing websites like Upwork.com and Guru.com.
Podcasts are yet another educational medium from which you can launch
from your website. Five years ago, creating and uploading podcasts was
prohibitively expensive. Today you can record and upload a podcast,
again, from your Smartphone. Podcast hosting resources like Blubrry.
com work well. Once again, to obtain professional results, find affordable
audio editors using your freelancing resources.
Podcasts and videos are valuable in that many people don’t take the time
to read your lengthy letters or posts on your website. But they’ll take five
minutes to listen to something interesting. To that end, make sure that
your podcasts are short and to a very specific point or subject. Need help
tackling the technical aspects of recording and distributing your podcast
series? Chapter Nine explains how we can help you do just that.

Books
The world of publishing on demand, including e-books makes creating
your own easier than ever. Amazon’s Createspace, Outskirts Press and
Archway Publishing are just three of a plethora of self-publishing
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choices available. You can become an expert in your field by authoring
your own book or series of books.
A word of caution—do it right. Take the time to consider your book’s
subject. When writing books, you don’t have to write a several hundredpage treatise on estate planning law. In fact, you shouldn’t. Your books
should be short and limited to a single topic. Hire an editor to tighten
up your content and grammar. A good graphic design artist can create
both an enticing cover and make the insides look as if your work is
the product of a major publishing house. My most recent book has
color illustrations throughout, which add pizzazz to what could be an
otherwise dry subject.
Don’t just wait for your audience to buy your book. Quite frankly, that
won’t happen. You’ll need to purchase it in quantity and distribute it for
free to your existing clients and centers of influence. If you happen to
earn some income selling it on amazon.com or some other website, all
the better, but your efforts shouldn’t be on becoming the next Ed Slott.
Focus instead on using your book as a great educational tool for your
clients, which in turn will peg you as the expert.

Webinars
Your clients may appreciate receiving current advice through seminars,
but don’t have the time to attend live productions. You can easily produce
webinars online via sites like Gotowebinar.com or Clickmeeting.com. It’s
uncomplicated and inexpensive. If you know how to create a PowerPoint
presentation and can speak articulately, you have the ability to produce a
webinar.
While the webinar is live, clients can view from the comfort of their own
homes. They can send you questions that you can answer at your leisure
without interrupting the flow of your presentation. On top of that, the
webinar can be recorded either through a third party screen capture
program like Camtasia or via the webinar hosting program/website itself.
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That way, just like with videos and podcasts, clients can view and receive
valuable information from you at any time, day or night. It’s possible that
you’re asleep or on vacation abroad. All the while, your clients are still
receiving valuable information that’s only a click away.

Website
Your website is an obvious starting point. If you haven’t yet invested
dollars and time in a good website, now’s the time. Websites are today’s
calling cards. If yours is out of date, lacking information or just plain
boring, you’re losing business. It’s also your very own advertising space
to create and post the educational content that you should be creating to
attract A+ clients.
In today’s technologically booming society, methods of creating websites
are nearly limitless. Perhaps you employ a marketing firm and they build
you a top notch website, but that costs you a pretty penny. Other options
do exist; it’s just about delving into your resources to figure out how to
get the best website for your budget.
Most websites require images, graphics, videos, downloads and audio
components. Most of this can be created in-house. What you can’t
produce yourself, you can hire freelance artists to create for a reasonable
fee. Websites like Wix and certain Wordpress templates make it so you
need virtually no website building experience to be able to edit and
maintain your own digital presence.

Advertising This Content
How to attract prospective clients to your content varies. Some will
surf the web and find you, but you need to make sure that you have
quality search engine optimization. For this I strongly suggest finding
professionals in the business.
You may decide send out mass emails using MailChimp or
ConstantContact, but you must be aware of your state bar’s ethical rules
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regarding individuals who are not clients of the firm. Another idea is to
send those same emails to your centers of influence and referral sources.
When developing these emails you want to include your video, podcast
and webinar links, or even embed a video. Again, make sure that you
design a quality template.
Running print ads for webinars and seminars is usually expensive, but is
also a time-proven means of attracting clients to your workshops. I have
developed a workshop on how to produce an effective workshop of your
own. Information on it can be found at www.4freedompractice.com/
producing-effective-workshops/.
Don’t forget that your existing client base is often also your best referral
source. Even though they already completed their planning with you,
continue to send them content as you create and update it. Your clients
will appreciate it, and they often forward it to friends who may become
your clients.
Keep in mind that success is forthcoming. You can do this. But you have
to be intentional. Use this book to map out the architecture of your
future practice. Then, once accomplished, consider the various means
discussed in this book that you can employ to attract those A+ clients to
your conference room.
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Chapter Nine

The Freedom Practice™ Development Systems
By the time you get to this chapter, you may feel overwhelmed. It seems
like a large undertaking to create front and back stage systems that create
a first rate educational experience.
I understand.
It took me nearly 13 years to create what I describe in this book. I’ll add
that this book only skims the surface on these topics.
But you don’t have to create all of this on your own. I’ve developed
practice development systems for you. They are found at
www.4freedompractice.com where you can choose from a variety of
offerings to take your estate-planning practice to the next level. My
systems offer complete front stage and back stage processes that will
transform your estate planning and administration practices into your
community’s exclusive value creation monopoly.
Competition and commoditization confront even the most ambitious,
innovative estate planning attorney.
How do you thrive given client expectations and the availability of
information technology commoditizing your practice? The Freedom
Practice™ breaks through your ceiling of complexity, providing
sophisticated front/back stage solutions that will make your practice rise
above others in a competitive marketplace.
Whether you want to transform your practice in a specific area or want
to completely game change the way estate planning is practiced, our
programs offer various levels of cutting-edge training and systems to
help you and your practice thrive in today’s changing legal marketplace.
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Are you afraid that you don’t have the manpower to implement these
systems? The Freedom Practice™ offers backstage support to those firms
who request it or require it due to the manpower necessary. For example,
we can prepare your clients’ funding from our home office. We offer
additional services that we will review in our Test Drive workshop.
Ultimately, The Freedom Practice™ strives to give you increased freedoms
of time, money, relationship and purpose.

The Four Freedoms
The goal of our systems is to provide you and your team the four
freedoms of time, money, relationship and purpose. Everyone will work
within his or her own unique ability, and you will learn how to build the
best team to achieve your goals. You will once again enjoy your practice,
and that enjoyment will transform your team as well as your clients.
The Four Freedoms are what we all strive for. Implementing these
systems will move you, your staff and clients towards these life-changing
qualities.
1. Time. Spending your time on what you enjoy and in your
“unique ability.” Not spending time on that which you do not
find fulfilling.
2. Money. Having the money to spend on the things that you want
to do or to have. Not spending money on those things that do
not enhance you.
3. Relationship. Have the best client relationships, and get rid of
your problem clients. Have the best colleagues and staff of highminded, quality people.
4. Purpose. The freedom to be involved in those activities that
are most important to you, which may be physical, emotional or
spiritual.
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Allow me to introduce to you our estate planning and administration
systems:

The Family Estate & Legacy Program™
The result of our estate planning system is for your practice to become
a value creation monopoly in your community, meaning that you
consistently create a positive client experience that cannot be found
anywhere else, at any price.
Over those many years we have found that clients who possess a certain
mindset often realize the most successful planning experience. These
clients view their estate plan as more than an exercise that divides their
assets into who gets what.
Instead, they appreciate the opportunity to set the stage for family
harmony, to protect
their loved ones from
the dangers of losing
or squandering their
inheritance, and to take
1
advantage of the most
2
7
up to date legal and tax
strategies.
3
6
Organizer

Maintenance
Program

Goals & Responsibility
Conversation

5
We approach our clients’
4
needs from a unique
perspective and a seven
module system, actively
listening to assist our
clients in accomplishing
their goals. Our program utilizes the most advanced research, analysis
and technology available.
Design

Funding
Process

Advisor Coordinator

Document Builder

Learn more about The Family Estate & Legacy Program™ by visiting our
website, which can feature your practice, http://felp.estateprograms.com.
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The Estate Settlement Program™
The result of our estate administration system is to break down
what clients perceive as a complex process (probate and/or trust
administration) into an easy to understand seven module system designed
to provide them with comfort and clarity.
Nothing is more difficult than
losing a loved one. Lawyers ask
clients to sign legal documents,
CPAs discuss tax returns and
their financial advisors discuss
repositioning asset portfolios.
These are the people that they
least want to deal with in their
time of grief.
The Estate Settlement Program™
was developed by board
certified attorneys with decades
of experience. It consists of
seven modules designed to
lead your client through their
loved one’s probate and/or
trust administration. They remain in control of all decisions, yet the
experienced legal team guides them every step of the way, helping them
navigate an otherwise complex legal, tax and financial world.
Learn more about The Estate Settlement Program™ by visiting our
website, which can feature your practice, http://esp.estateprograms.com.
When you implement our practice systems, you (and your staff) will:
•
•
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•
•
•
•
•
•

Break the commoditization trap by packaging your wisdom;
Filter clients through our efficient intake process matching the
use of the right attorney and/or staff to each client situation;
Implement self-managing practice systems so that each
staff member works to their highest capabilities within each
individual’s unique abilities;
Increase firm revenue to levels you could not imagine through
client value creation;
Become the estate planning practice in your community; and
Enjoy more free time, higher revenues, while working with quality
clients and staff

The Freedom Practice™ is not a marketing system, although it includes
marketing elements that we have created and that you can utilize to
achieve significant client and revenue growth, nor is it trust/probate
document preparation software.
It is a different way of viewing the estate planning and administrative
marketplace, given how increased competition and Internet
commoditization changes how our clients view estate planning services.
By implementing our practice systems and attending ongoing educational
workshops you will transform your practice from the inside out. Our
systems include books, websites, webinars, podcasts, brochures and
other educational and marketing materials using all of today’s advanced
technology that can be personalized to your firm.
The superior content that we continually create for The Family Estate &
Legacy Program™ and The Estate Settlement Program™ will be used to
promote your capabilities to the outside world and to leverage your time
and that of your staff. There is nothing like it in today’s marketplace.
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Epilogue

It Takes Commitment and Courage
Creating an educational experience through content isn’t easy. It takes a
commitment both of time and money. I like to consider it an investment
in my future and that of my firm. As you begin your journey, keep in mind
that this is a marathon and not a sprint and won’t happen overnight.
You’re going to need
a mindset geared
toward taking
calculated
risks and
being
intentional.
When
attorneys ask
me how much
to budget for
these endeavors, I
usually suggest to budget
10% of your annual gross revenue to begin. While you may consider
that a large investment, recall that firms who don’t adapt to the new
legal marketplace will ultimately flounder. Just as you invest in personnel,
computers, servers and software, practice development is another necessary
piece.
In fact, as a tool to developing a bigger future, practice development has
the most potential to increase revenue and profits. We will show you how
not to waste those dollars to maximize your return on investment. Over
the course of my development and implementation of these systems, I
have quintupled our gross revenue. There is no reason that your firm can’t
experience exponential growth.
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Having an effective marketing plan is not only about being intentional
in attracting the best clients; it’s also about having the right mindset. I
previously pointed out how many attorneys loathe advertising because they
feel it somehow cheapens their image or is otherwise undignified.
If you follow the advice in this book, you’re on the way to creating
something you’re proud of, far from the screeching ad of a personal injury
attorney or the boring ad featuring you and your colleagues in suits and ties
that does nothing to develop your practice.
You are creating a unique educational experience for all of your clients.
Producing this educational content for your target clients is something so
much more than advertising. If you wish to feel altruistic, consider that by
distributing this educational content you help even those who never choose
to meet with you.
Even those who read your material now for their benefit but don’t
schedule an appointment may one day actually become clients. I’ve written
a weekly estate planning column in a local newspaper since 2002. It’s not
uncommon for a new client to inform me that she’s been reading my
column for years before she decided to schedule an appointment.
The same holds true for those who attend my seminars and even for others
who listen to my podcasts and watch my videos on my firm’s web page.
You never know what will trigger a client to schedule that appointment.
But if you don’t have all of that material that you are constantly creating
and distributing, then you are unlikely to create the trigger that brings that
client to your doorstep.
Now I’ll also tell you that many attorneys won’t start this process of
adapting their practice to the new market realities until they feel confident.
If you wait until you feel confident, you’ll never take the first step.
Confidence is a by-product of committing to a course of action and
having the courage to spend the time and resources necessary to bring your
practice’s front and back stage systems into the 21st century.
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As you develop new capabilities, you’ll continue to gain confidence to
supplement your content, buttressing the client experience by leaps and
bounds. Trust me when I tell you that you’ll command premium fees by
offering something that clients desperately want and can’t find anywhere
else.
I hope that this book triggers in you a feeling that you have valuable insight
that can create a whole new playing field that transforms estate planning in
your community. You can only get the rewards if you take the field. Here’s
to your bigger future!
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