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Chapter 2 - Prospecting 
 

A simple way to begin thinking about how to carry out activity arrow number one on The PACE Pipeline 
model is to ask,  “If, in three years time we were to have a ‘designer’ client base, what would it look like?  
What sort of organisations would populate our ideal P4 segment?”  The aim is to create this client base of the 
future. 

 
Narrow the focus 

 
As David Peoples in his book Selling to the Top said, “If you try to be everything to everybody then you will 
be nothing to nobody”.  The firms that we see as being most successful in the management of new business 
development have a very clear perspective of the markets in which their prospective new clients operate.  
Moreover they tend to organise themselves along market facing lines rather than along practice area lines.   
 
It is easy to understand why professional firms organise themselves first and foremost along practice lines.  It 
makes firm governance much easier.   
 
However that cuts little ice with clients and prospective clients.  One of the demands that virtually all clients 
have of their advisors is that they expect them to understand their business and the market in which they 
operate.  In the past auditors have said to us, “An audit is an audit.  It doesn’t matter whether it’s a retail 
business or a haulage company.  The principles are exactly the same.”  Whether or not this argument is 
factually correct matters not in the slightest.  What matters is the client’s perception.  Most clients want to 
talk with people whom they believe have a deep understanding of their business. 
 
Imagine for a minute that people in your firm had no need to prospect for new clients, that the telephone was 
ringing regularly with people who wanted to talk with you and your colleagues about potentially carrying out 
work for them.  Now why would this happen?  The most obvious reason would be that your firm has a 
distinctive reputation.  It would be well known for something, perhaps even famous.  Yet in legal directories, 
for instance, one sees even quite small firms that claim to be ‘full service’ and list almost every imaginable 
market sector as the areas in which they have expertise.  In trying to cover every option these firms are 
indistinguishable from dozens of others who all make similar claims about the width of their capabilities and 
their market sector experience. 
 
If a firm wants to stand out and make itself attractive to a sector of the market then it has to decide what 
sector(s) of the market it wishes to focus upon.  Very often this will not mean beginning from scratch.  In 
many firms there is already a weighting toward certain types of clients.  These clients may be in financial 
services, in the not for profit (charities) sector, in the utilities sector, in the public sector or in any other 
subset of the marketplace.  In the case of our own business the sector was professional services.   
 
Worrying about the ‘too many eggs in one basket’ concern causes firms to ‘spread their risk’ and to try to win 
work in new business sectors where they have little expertise and no reputation.  This is not a smart way to 
market.  The aim should be to build on strength and focus more of the firm’s business development activity 
into a small number of market sectors where ability is proven and a reputation is at least partially built. 
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Selection Criteria – Filters and Triggers 
 
An exercise that we carry out on our Managing Business Development workshops involves the use of two 
flipcharts. They look as below. 
 
 
What factors could indicate that a prospective client could be: 
 
 More attractive / less attractive 
 Easier / more difficult to approach? 
 

 
 
 
What factors could indicate that it may be timely and appropriate to approach a prospective client? 
 

 
 
We then ask the assembled participants for their suggestions as to what factors could populate each of the 
sheets.  A typical output could look as follows. 
 
On the first flipchart we have examples of selection criteria that we refer to as filter factors.  The positive 
presence of a number of these factors motivates us to want to win work from a prospective client and we 
perceive the prospect as being approachable.  Who wouldn’t want to pursue a prospect where we know they 
spend lots of money on our kind of capabilities, where we have an excellent track record and where we know 
the managing director from a previous client relationship? 
 
What factors could indicate that a prospective client could be: 
 More attractive / less attractive 
 Easier / more difficult to approach? 
 
Prospect has a track record of utilising our kind of services 
Prospect has limited internal capability 
Prospect is neither too sophisticated for our kind of capabilities nor too unsophisticated 
We believe that there could be a good cultural fit 
The prospect spends a lot of money on our kinds of capabilities 
The prospect is in a market sector that we understand and where we have a strong track record 
The work that the prospect gives out is appealing to us 
We know people within the prospect with whom we can gain entry 
We know people outside the prospect who can introduce us into the organisation 
The size of the prospect in relation to our firm and our ideal client 
The geographical location of the prospect 
The image of the prospect – lack of probity issues 
The (lack of) possibility of conflicts 
 

 
On the second flipchart we have examples of selection criteria that we call trigger factors.  On the assumption 
that there is work to be won within a prospective client, if we have a number of filter factors in our favour 
then we have probably identified a good prospect.  However this does rely on that assumption – that there is 
work for new advisors and that hopefully that this work is plentiful.   
 
The presence of one or more appropriate trigger factors means that there will probably be work for 
professional firms.  Triggers are all about change.  Very often this is change over which the prospective client 
has no control – such as changes in their marketplace or changes in legislation.  It is a fact that when most 
organisations face change they do not possess all of the expertise internally to deal with this change.  They 
need to employ external advisors to assist.   
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What factors could indicate that it may be timely and appropriate to approach a prospective client? 
 
Change in senior management 

Deterioration in relationship with current advisors 

Change of incumbent’s relationship partner. 

Impending reorganisation 

Relocation 

Potential acquisition or merger 

Potential MBO / MBI 

Decision of prospect to enter new markets / business area 

New legislation / regulation affecting prospect 

Change in business fortune – downturn or sudden increase 

Appropriateness of incumbent advisers to prospect’s current situation 

Major new capital acquisition 

Change in prospect’s market conditions             e.g. new competition or new technology 

 
In the early years of the twenty first century professional firms have suffered from (sometimes substantial) fee 
income reductions as a result of a severe downturn in one form of trigger event – the merger or acquisition.  
Acquisitions require merchant bankers, lawyers and accountants.  Properties need to be valued so there is 
work for the property consultants.  Pension funds need to be restructured and so the actuaries find gainful 
employment.  Then once the acquisition or merger has taken place the new organisation has to be built.  
Enter the HR and IT consultants and a raft of other advisors.   
 
Yes, mergers and acquisitions are good news for most professional services businesses.  They are an excellent 
trigger and therefore we may, for instance, wish to consider a prospective client’s merger and acquisition 
track record as a trigger factor.   

 
This may provide an indication to the likelihood of us knocking on a prospect’s door at around the time there 
is work to be won. 
 
However firms, practice areas and market facing groups that have experience in using filter and trigger 
selection criteria do not just take one criterion in isolation.  They use a basket of factors – looking at a 
number of both types of selection criteria.  To start the process of isolating the Defined Prospects that we 
wish to populate our P1, Prospecting segment with, we have found in practice that it is usually much more 
practical to begin by selecting a number of filter factors.   As our clients have remarked to us over the years, 
the trigger factors are very powerful but it may take a lot of research to find out if a particular prospective 
client is ‘trigger rich’.  And what is the use of all the effort involved in coming to that happy conclusion to then 
decide that the geographical location of the prospect’s offices makes the whole pursuit very unattractive?  
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Applying Filter and Trigger Selection Criteria 
 
A while back we were working with the facilities management (FM) practice of a large consulting engineering 
practice.  The FM business had a good track record in the public sector and some expertise in certain parts of 
the private sector.  The management of this business had been given the mandate by the parent company to 
grow the FM business substantially.  The growth was to come from the private sector.  Like many firms this 
business had no dedicated sales and marketing resource.  Three professionals, who also had other roles to 
fulfil, were mainly responsible for the business development effort.  Being so resource constrained the firm 
had to target its selling efforts very carefully and so they put in place a set of selection criteria that would help 
them with the choice of the businesses that they wished to target. 
 
Their application of filters and triggers selection criteria is shown on the next page. 
 
The first two filter factors were quite easy to determine.  What experience did the firm have in the prospect’s 
market sector and how good a match was there between the location of the prospect’s properties and the 
siting of the firm’s main support centres? If the match was very good, then the prospect would be scored five 
points (right hand column).  If the match was reasonable then the prospect would score two points (middle 
column) and if the match was poor the prospect would attract no points (left hand column).   
 

  
Example of application of filters and triggers selection criteria – facilities management business 

 
Value 

Selection Criteria 
0 2 5 

Our sector expertise None Little / some Substantial 

Geographical match of 
premises with our centres 

Poor  Very good 

Financial resilience XXXXXXXXXXXXXXX XXXXXXXXXXXXXXX Strong / viable 

Potential income per 

annum 
< £250K  > £2 million 

Merger / acquisition No In past Recent 

Growth of business Static  Very fast 

City pressures 
Viewed as performing 

well 
 

Seen as 
underperforming.  
Under pressure 

Key personnel changes None  New MD / FD 
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The third filter took a bit of desk research.  How financially resilient was the prospect?  This was a ‘default’ 
filter.  A prospect had to score five points or it was automatically eliminated at this point.  This factor was the 
only default criterion that the firm used in its selection criteria.  The fourth filter factor involved an estimate 
of the level of income that could be derived from the prospect.  By knowing the size, type and location of the 
property portfolio a rough calculation could be made.  Clearly the greater the income potential the more 
interesting the prospect looked to the FM business. 
 
Having examined potential prospects through the lens of the filter factors, the business then took the best 
scoring organisations through examination against a number of trigger factors.  Had there been a merger or 
acquisition in the recent past where the business was still looking for economies?  Was the business growing 
quickly – and therefore wanting to devote its energies to its core business?  How did the City see the business 
– was it critical of its profitability?  Had there been any changes in senior personnel in the reasonably recent 
past – were there any new brooms looking to sweep clean? 
 
This is a good example of the practical implementation of selection criteria for the following reasons. 
 
 All the criteria were very relevant to the business concerned and were selected by the people who would 

be involved in the new business acquisition programme. 
 There were a good number of criteria used (eight) which made the process quite robust.  At the same 

time not too many were used, which would have made the selection process very prolonged and time 
consuming. 

 There was a good mix of both filter factors and trigger factors with just one default criterion included 
(financial resilience). 
 

It was gratifying to maintain contact with the management team of this business during the next couple of 
years.  The organisations they directed their marketing toward and followed up with were those that scored 
most highly against their selection criteria.  The businesses that they engaged in initial discussions were of 
course these same entities and the new clients that came on board in the next eighteen months to two years 
were, inevitably, the Defined Prospects that they had chosen at the outset. 
 
To create a ‘designer’ client base a firm, practice area or market facing group has to firstly set out the criteria 
that determine the most attractive prospective clients for the capabilities and value proposition that it brings 
to the market. Secondly it must devote the energy and activity to scan the potential market through the lens 
of these criteria in order to arrive at its set of Defined Prospects.  This is activity arrow one of the PACE 
Pipeline. 

 
Defined Prospects and Key Defined Prospects 

 
We usually find that when a firm goes through the process of using selection criteria to determine its most 
interesting Defined Prospects, that the sifting process produces three ‘grades’ of output.   
 
Firstly there are very often a large number of prospects that are not brought into the P1 Prospecting segment 
of The PACE Pipeline.  They don’t make the cut and remain as ‘undefined prospects’ – usually for a 
combination of reasons.   
 
At the other end of the spectrum there are a fairly small number of highly exciting Defined Prospects.  There 
is a very strong correlation between these organisations and most of our selection criteria.  These are our 
Key Defined Prospects.   
 
The group in the middle are interesting Defined Prospects – not quite as exciting as the ‘top set’ Key Defined 
Prospects – but definitely worth winning work from.  The total number of Defined Prospects and Key Defined 
Prospects identified must be manageable.  Too many firms target quantity, not quality.  There is no point in 
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generating a Defined Prospect base that cannot be pursued in any concerted way by nominated individuals and 
teams who have many other commitments. 
 
Most of our marketing (which we examine in the next chapter) will be aimed toward Defined Prospects and 
Key Defined Prospects.  However, we will need to adopt our most strategic and focused approaches to 
winning those most attractive Key Defined Prospects.  This strategic approach is discussed overleaf. 

 
Populating the Database 
 
When creating its database a firm should also register all of the organisations that it has examined using its 
selection criteria including those that it has decided to classify as P0.  Alongside the name of these entities 
should be a code or a note that explains why this organisation was not considered to be a desirable Defined 
Prospect.  This code or note should also be dated.   
 
This may seem like a lot of work to go through for an organisation that the firm has no interest in pursuing 
contact with.  However this is a short term view.  No doubt the firm will, within a few years, be re-examining 
the market place looking for new opportunities.  Another practice area may repeat the exercise within 
months.  So often we have seen businesses re-plough the same furrow because no one had kept any record of 
the prospects that had been consciously left (but not recorded as left) in the P0 zone outside of The PACE 
Pipeline. 
 
A strategic approach to Key Defined Prospects - Lanchester Strategy 

 
The military connection 

 
In our workshops on business development we very often use a flipchart to draw a picture.  The picture is of 
a lone soldier armed with a rifle.  In front of him is a tall, rocky mountain and perched on top of the mountain 
is a fortified castle – a bit like the schloss in the old film, Where Eagles Dare.   Minefields pepper the 
approaches to the edifice and the only track is exposed and covered by enemy guns.  We explain to the 
workshop that this soldier is part of an army advancing into enemy territory and this particular fellow is faced 
with this terrain immediately to his fore.  A general comes up from behind the soldier and says, “You’ve 
drawn lucky today.  You have been presented with a target that any soldier in our army would be delighted to 
tackle.  When you take this enemy stronghold your name will go down in history as a hero of our nation.  
Good luck, soldier.”  The general then disappears.   
 
We turn to the workshop group and say, “OK.  Put yourself in this guy’s shoes.  The general has disappeared.  
What would you do?”  Nobody has ever suggested storming the castle single handedly.  There are lots of 
jokes.  “I’d dig a very deep hole and jump into it”.  “I’d work on a strategic plan, probably for a few months - 
then I’d review it.  Hopefully the war would be over by then”.  “I’d shoot the idiot general”.  And so on.  A lot 
of the comments border on the stupid – but then the initial scenario we presented had set the tone.  It’s 
somewhat like a marketing partner saying to one of his colleagues, “We’ve allocated our key prospects John, 
and you’ve been lucky enough to draw BP.  I just know that you can get us in there and when you succeed 
your name will be associated with that client forever.  Good luck John”. 
 
There have been many books written over the last few years that draw the parallels between what it takes to 
be successful in the military context and what it takes to be successful in the business world.  Books like 
Corporate Combat, Marketing Warfare and Sun Tzu and the Art of Business use case studies of both military 
campaigns and business battles to make their points.   
 
The real fundamental of military success has been known for centuries.  Sun Tzu, a supremely successful 
Chinese general who lived more than two millennia ago and who wrote The Art of War, had the key.  
Napoleon Bonaparte knew the answer and once said, “God is on the side of the big battalions”.  A Prussian 
general, Carl von Clausewitz, in 1838 wrote a massive tome entitled On War.  He penned the following.  
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“Keep the forces concentrated in an overpowering mass.  Always to be aimed at before all and as far as 
possible.”  This is known as the principle of force - and is the fundamental principle for military success.  
Success, Clausewitz was saying, is about concentration of one’s forces.  That is the very first thing that a 
general should be trying to achieve and he should be trying to achieve this aim to the greatest possible extent.   
 
Again, Napoleon knew that success in battle came from having superior forces to the enemy “at the point that 
is to be attacked or defended.”  Here is the real key.  Success is not about size.  It is about the concentrated 
application of force at chosen points.  This is why a mighty nation like the US could be humbled by a mainly 
guerrilla army in Vietnam.  Some years after the Vietnamese war, a senior US General, looking back on the 
conflict said, “We forgot the lessons of Clausewitz”.   
 
It is why Napoleon in his 1796 Italian campaign with a force of 35,000 could defeat a combined Sardinian / 
Austrian army of 60,000.  Knowing that the forces that faced him were in two separate camps with a weak 
point between them, Napoleon threw his entire army at the smaller Sardinian force, decimating them.  He 
then turned his largely intact army against the Austrians, winning another great victory.  Unfortunately at 
Waterloo, when Napoleon sent Marshall Ney off to sort out the Prussians before turning his attention to the 
British, Ney’s execution was poor and the Prussians arrived with a significant force late in the day of the main 
battle.  The rest, as they say, is history.   
 
And history may have dealt more kindly with General Custer at the Battle of the Little Big Horn.  If only the 
Indians had come over the hill one at a time he may have gone down as a hero.  Unfortunately Crazy Horse’s 
braves did not oblige and instead kept their force in an overpowering mass.  The result was a massacre.  Our 
flip chart with one lone soldier staring up at a heavily defended enemy stronghold is just an exaggerated 
example of the antithesis of a very simple principle. 
 
Whilst virtually everyone will have heard of Napoleon, Rommel and Alexander the Great, our experience is 
that no one (virtually) has heard of Frederick Lanchester.  Considering the man’s achievements in his lifetime 
this is astounding.  Lanchester, who was English, was born in 1868 and died in 1946.  He was an engineer, a 
mathematician and a military strategist.  He was a latter day Leonardo da Vinci.  He built the first petrol driven 
four-wheeled motor vehicle in the UK in 1895.  Amongst dozens of inventions he invented and patented disc 
brakes, rack and pinion steering, the pre-selector gearbox and automatic engine lubrication.  He built the first 
armoured cars and many of the concepts that he introduced in his 1916 publication Aircraft in Warfare were 
used during World War Two.  Lanchester Polytechnic kept his name alive for a number of years until it 
became Coventry University but the university’s new library – built in 2000 - is named in his honour.  For 
more about Frederick Lanchester visit the website www.lanchester.com  
 
During the First World War Lanchester turned his mind to military strategy.  The battlefield had changed 
considerably in recent decades and the attentions of the so-called most civilised nations were directed at 
finding ever more fiendishly effective ways of killing their enemies.  Concentration of force no longer meant 
having more troops than the enemy.  The efficiency of the weapons used by both sides had a major impact on 
the likely outcome of a battle.   
 
Lanchester arrived at two mathematical formulae – one that related to battle situations in ‘traditional’ warfare 
and one that related to modern warfare where the efficiency of the weaponry was highly significant.  By using 
this second formula a modern military officer should be able to calculate the firepower and fighting men 
needed to take a military objective.  Lanchester strategy was based on: 
 Intelligence 
 Concentration of firepower 
 Dominance of positions taken. 

  
Whilst Lanchester’s formula may have been studiously overlooked by the British generals commanding forces 
on the Western Front, the Americans did take notice some time later.  In the Pacific Theatre during the 
Second World War the US military used Lanchester’s formula to calculate the forces required to take 
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Japanese held islands.  The US forces were steadily driving the Japanese back across the Pacific in their ‘island 
hopping’ campaign.  Each and every island was taken but it was critical that the attacking forces were of 
sufficient concentration to enable the objective to be taken.  At the same time resources (even for the US) 
were not limitless.  Lanchester’s calculation provided the basis for formulating a force with the requisite 
firepower. 
 
 
The commercial application of Lanchester Strategy 
 
After his death the name Lanchester all but disappeared from the public consciousness. However in the 1970s 
Lanchester’s principles and formulae suddenly became interesting to the Japanese.  Their interest this time 
was not in military application but in commercial application.  The commercial application was all about: 
 Intelligence of the market, customers and competitors 
 Concentration of marketing and business development effort 
 Dominance of customers and markets won. 

 
Consultancies specialising in helping their clients to apply the principles of Lanchester Strategy sprang up.  
Marketing supremos belonged to Lanchester Societies.  Major Japanese companies adopted Lanchester 
Strategy as their underpinning marketing principle.  Honda came to dominate the world motorcycle market 
using Lanchester Strategy. 

 
All this may seem far removed from marketing the services of a professional services firm.  However, let us 
return to the picture of the soldier facing the fortress and the ridiculous notion that he could ever win 
through in such a situation.  Let us also re-visit the almost equally ridiculous notion that a fee-earner be 
allocated a top FTSE 100 prospect and be expected to win this organisation as a client.  Where’s the 
concentration of force? 
 
There is a perverse logic to the way that many firms go about pursuing new clients in their marketplace.  If a 
person (or a practice area) has four Key Defined Prospects to pursue then by doubling this number to eight 
one also doubles the chances of winning work from one of them.  How much safer then to double this 
number - then double it again?  With 32 Key Defined Prospects we are practically assured of having a win 
whereas with just four the risk of not winning any one of them seems high.   
 
This ‘safety in numbers’ argument seems to make sense but in fact it is flawed.  What happens when we have 
32 points to attack is that we spread our forces – perhaps to the point of them being practically useless.  We 
fly in the face of the principles of Clausewitz and Lanchester.  The resources used for new business 
development in any firm are defined and limited.  A firm must make the tough decisions about which small 
subsection of the prospect base that it is going to concentrate its forces upon.  Even harder it has to decide 
which prospects it will not be actively pursuing.  As Henri Bergson once said, “To choose means to exclude”. 
 
So how does a firm, practice area or market facing group implement Lanchester Strategy? 

 
The process has eleven stages. 

 
Stage 1 Selection of targets   
This has been the subject of the major part of this chapter. 

 
Stage 2 Selection of ‘task force’   
One thing should already be very evident.  Successful major new client acquisition is not achieved by allocating 
targets to individuals and then expecting them to go and hunt out the opportunities by themselves.  This is a 
team game.  It is by combining the knowledge and abilities of a number of people that we create the 
concentration of force needed to win a substantial new client.  Teams do not need to be 20 strong.  For Key 
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Defined Prospects the team may have five or six members.  On the other hand it may be just two or three 
people, but these individuals must be the most appropriate people for the job – not who is available. 
 
Stage 3 Agreement to intelligence required about the Defined Prospect 
We will already have some information about the Defined Prospect in question.  The fact that we have chosen 
this organisation to target means, that by definition, we know something about them.  However, if we are to 
mount a campaign that will really have effect, we probably need more intelligence.  For instance, who are the 
key players in their organisation that we should be targeting?  What exactly are these people responsible for?  
Which of our competitors are they using today – and for what type of work?  What internal capabilities do 
they have and how sophisticated are they as clients? 

 
Stage 4 ‘Satellite’ observation 
By this we mean gathering information usually available in the public domain.  The prospective client’s web site 
is the starting point along with getting hold of all printed information such as corporate brochures and Report 
and Accounts.  Again these may be available from the web site.  It may be useful to visit the web sites of the 
Defined Prospect’s main competitors to gain a comparative view.  Almost certainly the prospect will be part 
of some industry association, so contacting them may prove helpful.  News feeds, cuttings services and trade 
press may provide information.  We may know of people who work for the prospect.  Talking with them 
should be considered as well as talking with other (non-competing) advisors who have relationships. 
 
Someone on the team must have overall responsibility for this intelligence gathering exercise.  Whilst he or 
she will not carry out every element of the process, this person will be responsible for making sure that each 
person who is a part of this process carries out their role.  This coordinator is responsible for pulling 
together all the data gathered. 

 
Stage 5 Yes / No decision point 
Too often this sort of initiative develops a momentum of its own.  A team has decided to pursue prospect x 
and nothing will deflect them from this.  Anything that is not an eventual client win must be, by definition, a 
defeat.  However, there is a difference between a defeat and a tactical withdrawal and a team should meet and 
together they should: 
 Share the intelligence gained.  At some point the intelligence coordinator must decide that the team has 

got about as much data as it is likely to get from ‘public’ sources.  The danger of ‘analysis paralysis’ has to 
be avoided. 

 Make a decision (based on the information to hand) as to whether the prospect in question is still a 
suitable candidate for a Lanchester approach.  It may not be – in which case the team should drop the 
prospect and consider other candidates that are more fitting for the application of Lanchester Strategy. 

 
If the Key Defined Prospect is taken forward then the team should reconsider its composition.  Based on 
what has been learned so far, does the team have the best mix of members to approach the prospective 
client?   

 
Are some surplus to requirements – having knowledge and skills unlikely to assist in the pursuit of this 
prospect’s business?  Does the team need to recruit other members who are likely to bring more applicable 
abilities? 

 
Stage 6 Creation of prospect’s willingness to engage in dialogue 
We know that at some point we have to engage directly with the prospective client.  We have to meet with 
decision makers across their desks or in their conference rooms and talk business.  The fact is that these 
people are busy and they already have advisors who, ostensibly, do the same things that we say we can do.  
Also, most likely, they have some loyalty to these advisors.  After all, they appointed them.  Added to which 
these advisors are probably doing a reasonably good job – this is a sizeable and prestigious client, which is why 
we are adopting a Lanchester approach.  Why wouldn’t the incumbents be concentrating on doing a really 
good job for this organisation that we are targeting?   
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If we are fortunate and there are people within the Defined Prospect that we know, then we should be setting 
up meetings with them.  In fact we should probably have been doing this back in Stage 4.  Very often, in the 
real world, there are no such lucky shortcuts.  We don’t conveniently know the CEO.  The FD is not a 
member of our golf club.  We are starting from scratch.  These sort of people need to be aware of our firm 
and to know what we can do.  At some point we have to find ways of making them believe that we are very 
good at what we do what do – probably better than the people they are using today.  Our marketing efforts 
have to achieve this and in Chapter 3 we will examine exactly what tools we have and how we should use 
them in order to get the people that we want to talk with, to want to talk with us. 

 
Stage 7  On the ground ‘spying’ 
The aim of our marketing effort is clear.  We have to be invited through that Defined Prospect’s door, into 
their reception area and then through into their meeting rooms.   
 
All too often professionals have the wrong perspective on these early meetings with prospective clients.  
These meetings are seen by many as selling opportunities - and selling is about convincing the prospective 
client.  It is obvious that to convince the other person that you have to pitch – putting forward cogent points 
and arguments.  So one plans exactly what one wishes to convince the prospective client about and at the first 
opportunity launches into the pitch.   
 
What can be forgotten is that the overall objective is to win the client.  It is not to win the client today.  In 
fact such a rushed approach will probably mean that the first meeting may well be the last.  Early meetings are 
still a part of the intelligence gathering.  They are the first opportunity to move from electronic intelligence to 
human intelligence (HUMINT as it is called in the spy books). 
 
HUMINT is not gathered by talking.  It is gathered by listening.  In Chapter 4 we will look in some more detail 
how these meetings should be structured and some of the intelligence that a professional should be trying to 
gather. 
 
Stage 8 Yes / No decision point 
Just as we suggested at Stage 5, a Lanchester approach to a Key Defined Prospect should not be perpetuated 
by its own momentum.  It should go forward because the team believes that the expenditure of energy and 
resources will bring commensurate wins and rewards.  At some point after the early meetings with the Key 
Defined Prospect the team should reconsider the situation.   
 
Face to face meetings with the prospective client can reinforce the team’s hunger to win part of their work.  
On the other hand it is possible that we can learn things that make the prospect seem a lot less desirable.  It 
may become clear that the way that they deal with professional advisors is very different to any relationship 
that we would want to engage in with a major client.  We may find that the incumbents have cemented their 
relationship in ways that we would find difficult to emulate – and that may be against the ethics of the way we 
work.  We may discover that their decision making process is complicated and fragmented and that work has 
to won from a multiplicity of points making the relationship difficult to manage and any individual instruction 
expensive to win. 
 
Decisions need to be taken.  Do we continue to approach this Defined Prospect using Lanchester Strategy?  
Do we continue with the same team? 
 
Stage 9 Concentrated attack 
If the decision is taken to continue, then the firm must then ensure that the resources are available in order 
to continue a prolonged penetration of the prospective client.  The best prospective clients are nearly always 
another firm’s key clients and it should be anticipated that they will be well defended and the siege may take a 
long time.  It should be pointed out (in case there is misunderstanding) that we are not attacking the 
prospective client, but the competitors who are currently entrenched within that client.  In Chapter 4 we will 
look at how we can continue this sort of campaign and some of the tactics that we can use. 
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Stage 10 Establish bridgehead and defend 
At some point in a successful Lanchester approach we will win an initial piece of work.  Our experience 
suggests that this initial instruction will not be large.  That is a high risk decision for a client to make.  To 
defend this initial bridgehead it is imperative that the fee-earning work is executed impeccably. The client’s 
first impression of engaging the firm should be superb in terms of the way the work is planned, executed and 
managed and in respect of the way we communicate with the client during the lifetime of the project or 
instruction.   On the basis of such excellent management of the fee-earning work we should be well placed to 
win similar instructions. 
 
Stage 11 Seek to expand areas of work 
One of the dangers of developing a great reputation with a client in a particular area of work is that we can 
become typecast.  This is one of the barriers to cross-selling that we examine in Chapter 5, where we also 
examine what we can do to reduce this problem.  We need to guard against this ‘pigeon holing’ as the firm 
probably has other areas of strength that it could equally deliver to the client.   

 
 

Applying a Lanchester approach 
 

So often when explaining the application of Lanchester strategy to clients someone will say, “This is not new.  
Do you know that’s almost exactly how we won the business from XYZ.  We may not have carried out every 
stage quite as rigorously as the model suggests and we didn’t know it was called Lanchester Strategy but we 
were pretty much in line with the process”.  The problem with this observation typically is that after the 
success no one captured the essence of the approach and distilled it.  Therefore the approach has probably 
rarely been replicated since – and if it has then only by accident.  Lanchester Strategy is not new.  The 
principle of force is not new.  Neither is the law of gravity.  They are all to do with physics – or the 
application of the principles of physics.  The key is to recognise the principle and to harness it. 
 
It is not uncommon for clients to say to us, “One of our main problems is focus, or rather a lack of consistent 
focus, in our business development activities”.  Concurrently however there is a pervading fear of ‘too many 
eggs in one basket’ and there is a real resistance to the implementation of a focused approach to business 
development.  If we follow an unstructured approach to try to win a small number of potentially highly 
lucrative prospective clients then the eggs fear is a real concern.  However, by rigorous implementation of 
Lanchester Strategy, using the opt out Yes / No points appropriately we have a process that can help win the 
most prestigious and lucrative new clients. 

 
 

Where to go from here 
 
Where to go from here if you run a firm or have overall responsibility for marketing and business development 
 
Make it a rule that every part of the firm must have a set of P1 Defined Prospects and Key Defined Prospects 
and that these prospective clients must have been identified through the application of relevant filter and 
trigger selection criteria. 
 
Champion, and take continued interest in, a couple of Lanchester approaches aimed at winning work from the 
firm’s most attractive prospective clients. 
 
 
Where to go from here if you run a business unit within a professional firm 
 
Sit down with a group of people from your business unit and reach clear conclusions as to the type of client 
that you should be trying to build into your ‘designer’ client base of the future. 
 
Then work out the specific selection criteria that will help you to identify the most attractive Defined 
Prospects from this market sector. 
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Assign someone to be responsible for carrying out the application of your chosen selection criteria – thereby 
leading to the identification of your business unit’s P1 Defined Prospect base. 
 
Choose one or two of your most attractive prospective clients and consciously adopt a Lanchester approach 
with the aim of opening them up as a new client of the firm. 
 
 
Where to go from here if you are a marketing or business development professional working with fee earners 
 
Work with a receptive group in the firm that recognises that it needs to win new work from the marketplace 
and introduce them to the concept of filter and trigger selection criteria.  Work with them to select the 
factors that will identify for them the most attractive Defined Prospects. 
 
Take responsibility for managing the process of applying the chosen selection criteria to this group’s 
prospective clients and help them to agree a final list of Defined Prospects and Key Defined Prospects. 
 
Gain commitment from one of the groups that you work with to run a ‘full blown’ Lanchester approach 
directed toward a significant prospective client.  Become a part of this team.  You should be able to make 
significant contributions at most of the first nine stages in the application of Lanchester Strategy process. 
 
Where to go from here if you are an individual practitioner within a professional firm 
 
Draw up your own list of selection criteria that would typify those prospective clients that would be of most 
interest to you in the future. 
 
Examine any prospects that you are currently pursuing (or intend to pursue).  How well do these prospects 
match with your criteria?   
 
Before becoming heavily involved in following up any future opportunities that may come your way, run any 
new prospects by your selection criteria to see how well they match up.  Don’t pursue those where there is a 
poor match. 
 
Take one of the most significant prospective clients that you have been allocated or that you just have a 
yearning to win work from.  Instead of approaching this as a solo effort see if you can encourage an 
appropriate team to form in order to approach the prospect using the application of Lanchester Strategy.  
Stick to the stages, one after the other. 

 


