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According to Deloitte’s 2019 CMO Survey, B2B 
services companies allocate close to 80% of their 
marketing budgets to digital marketing initiatives. The 
same survey shows that investment in traditional 
advertising for the next 12 months will drop by almost 
1% while investment in digital marketing will rise by 11%. 
This followed the Chief Marketing Technologist 
survey, in which 60.7% of marketers reported that 
marketing and/or IT are being reorganized to better 
leverage marketing technology.

Given the importance of the digital marketing function 
today, how do law firms staff and structure their digital 
marketing departments? What are best practices 
when it comes to digital marketing in law firms? 

Created in partnership by Infinite Global and the law 
firm business consultants at Calibrate Legal, the 
Digital Marketing in Law Firms survey aims to help law 
firm leaders benchmark their digital marketing 
function against that of peers, and to understand the 
talent and digital services necessary to advance it.

The roughly 100 qualified respondents to this survey 
(those who completed the survey and are employed by 
or working for a law firm) were mostly from larger firms. 
Fifty-three percent of respondents reported that they 
were at a Director level or above (thus, most have a 
high level of expertise and strategic knowledge of their 
firm’s digital marketing programs and processes). 
Additionally, more than half of respondents said that 
the tenure of their CMO or equivalent first-chair 
marketing lead was more than 5 years.

Digital marketing has grown in recent years to the 
extent that it is now virtually indistinguishable from 
marketing; very little marketing today exists without  
a digital component.

About This Survey

500 OR MORE 
ATTORNEYS

39%
1-100 ATTORNEYS

17%

100-500 ATTORNEYS

44%

Survey respondents

Note: Percentages in some 
charts may add to more than 
100 due to rounding

https://cmosurvey.org/
https://chiefmartec.com/2017/10/martech-modern-marketing-organizational-structures/
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The digital marketing revolution has produced a 
dramatic expansion in the number of channels 
marketers are expected to leverage to reach 
customers: the web and email, search engine 
marketing, social media and IoT. Marketers today must 
learn to navigate all these channels to create the 
valuable touchpoints, or points of interaction, that 
further relationships and create opportunities.

As a result, marketers’ job descriptions have 
expanded dramatically. As well as the core functions 
of communications and strategy, marketing roles 
today require at least a rudimentary understanding of 
design, video, analytics, software programming 
disciplines (including, increasingly, voice recognition) 
and so on. 

Digital marketing encompasses all things marketing 
as related to the use of electronic devices or the 
internet. Digital marketing strategies help companies 
connect with buyers and prospects where they spend 
much of their time: online.

And the composition of marketing departments has 
changed over time to accommodate these new 
skillsets and develop best practices for enhancing 
cooperation between disciplines. 

Given this, how have law firms kept up? Let’s find out.

Digital Marketing: At the Core
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62%
(PERCENTAGE OF RESPONSES)

1-5 5%

11-20

7%

6-10

26%

0

ONE OR MORE PEOPLE 
SPECIALIZING IN DIGITAL 
MARKETING TASKS AND 

STRATEGY

57%

NO DEDICATED DIGITAL 
MARKETING ROLES; DIGITAL 

IS PART OF EVERYONE'S 
JOB DESCRIPTION

29%
INTEGRATED TEAM OF DIGITAL 
SPECIALISTS REPORTING INTO 
A DIGITAL MARKETING LEADER

14%

How many people are 100% devoted to digital 
marketing at your firm?

Which of the following models best describes your 
firm’s approach to the digital marketing function?

I. Digital Marketing Team and Skills
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Is it better to have a dedicated digital marketing team, 
or responsibility for digital marketing spread among all 
team members? Every business is different, but for 
medium- to large-size law firms, Calibrate Legal 
believes that some form of Digital Marketing Center  
of Excellence model will deliver best results. In this 
model, deep digital marketing skills are resident within  
a central team that makes those skills available  
to the entire firm.

Categories of roles in a digital marketing team  
should include the following, according to the  
Digital Marketing Institute:

• Insights & Analytics: marketers who provide 
market, customer, product and channel insights 
across marketing and sales to drive decision-
making grounded in data.

• Customer Experience & Marketing Innovation: 
marketers who identify customer segments, 
customer experience strategies and customer-
focused marketing innovation to advocate for 
“customer first” marketing.

• Marketing Strategy & Planning: team members 
responsible for setting strategy, annual plans, 
budgets and a high-level campaign calendar.

• Marketing Operations: the marketing execution 
arm that provides cross-functional program 
management, agency management, marketing 
tools management, process excellence, print and 
fulfillment, and reporting.

The Center of Excellence Model

The vast majority of law firms report having either 
no one (26%) or only 1-5 people completely 
devoted to digital marketing (62%). In terms of 
organization, 29% of firms report that digital marketing 

is part of everyone’s job, 57% report they have one or 
more people specializing in digital marketing tasks 
and strategy, and 14% report an integrated team of 
digital specialists.

Team Size and Structure

I. Digital Marketing Team and Skills

When it comes to the skillsets of individual digital 
marketers, the most successful team members tend to 
be characterized by the concept of the “T-shaped 
marketer.” Championed by global design consultancy 
IDEO’s Tim Brown, the T-shaped individual has  
“a depth of skill that allows them to contribute”  

as well as “the disposition for collaboration across 
disciplines.” In the digital marketing world, T-shaped 
individuals can successfully take on many different 
types of digital projects because they have inherent 
expertise and are secure enough to bring in other 
experts when needed.

The T-Shaped Marketer

https://digitalmarketinginstitute.com/en-us/blog/how-to-create-the-ultimate-digital-marketing-team
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I. Digital Marketing Team and Skills

To recruit and grow successful T-shaped digital 
marketers, marketing departments need to be 
flexible, supportive and fostering of collaboration 
between disciplines. Often this means outsourcing 
certain functions to find best-in-breed expertise in 
certain areas. 

What digital marketing functions do law firms tend  
to outsource versus build internally? 

The top 10 skills that firms report outsourcing  
are as follows: 

• Website building (69%)

• UX design (40%)

• Video content development (33%)

• Crisis communications (24%)

• SEO/SEM (19%)

• Public Relations (19%)

• Podcasting (19%)

• AdWords (18%)

• Email Design (13%)

• Marketing Automation (10%)

Outsourced vs. Insourced? 
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CROSS-DISCIPLINE COMPETENCE
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Project 
Management

Marketing 
Automation CRM Opportunity 

Management
Social Media 
Management

Asana Vuture InterAction OnePlace Hootsuite

Smartsheet HubSpot HubSpot Salesforce Sprout Social

Microsoft Project Marketo ContactEase InterAction HubSpot

Basecamp Clearview Social

Firms report using a wide range of digital marketing 
tools. The following were mentioned most frequently:

While we did not ask respondents for a budgetary 
breakdown of what they spend on martech, 
Gartner’s CMO Spend Survey reports that such 
spending jumped from 22% of marketing budgets  
in 2017 to 29% in 2018. 

What Tools Are Used?

The good news is that law firm marketing departments 
seem to be empowered to make the decisions they 
need to make vis-à-vis martech. In our survey, 83% report 
that marketing is primarily responsible for managing and 

allocating spend for marketing technology platforms, 
while only 7% report that IT is responsible for this, and 
very small percentages report that attorneys or finance 
are responsible (about 3% each).

Who Makes Technology Decisions?

II. Marketing Technology

https://www.gartner.com/marketing/research/the-2018-2019-cmo-spend-survey-spotlight.html
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When we asked about time spent on marketing 
technology management, content and CRM data 
took center stage:

Of particular interest here is the relatively low  
priority given to audience segmentation, a critical 
component in a firm’s ability to deliver personalized 
content or client-centric marketing campaigns.

Note: Each chart bar 
represents the percentage of 
respondents who spent a high 
proportion of their time on that 
aspect of technology 
management. 

Where Is the Time Spent?

II. Marketing Technology

UPDATING WEBSITE CONTENT: 61%

MANAGING CRM DATA: 47%

CONFIGURING TECH FOR CAMPAIGNS: 25%

TROUBLESHOOTING: 22%

AUDIENCE SEGMENTATION: 18%

EXPERIENCE MANAGEMENT SYSTEM: 18%

SELECTING/PURCHASING MARTECH: 10%

CODING: 2%
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We asked law firms to rank the amount of time their 
teams spend on aspects of digital marketing execution, 
including marketing automation, CRM data mining, 
organic social, paid social and SEO/SEM. 

III. Digital Marketing Execution

Note: Each chart bar 
represents the percentage of 
respondents who spent a high 
proportion of their time on that 
aspect of digital marketing 
execution.

CRM DATA MINING: 63%

ORGANIC SOCIAL: 61%

MARKETING AUTOMATION: 42%

SEO/SEM: 30%

PAID SOCIAL: 8%

Paid social was at the very bottom of the categories, 
with only 8% of respondents reporting that they 
devoted a significant amount of time to it. In most 
industries today, paid social and/or pay-per-click 
(PPC) play an integral part of most if not all marketing 
campaigns; this is primarily because organic reach in 
social media is so dismal. For example, today on 
Facebook, only approximately 4% of followers will 
see a given post; organic reach for the platform 
dropped a shocking 52% in 2016 and has continued 
dropping ever since.

According to Gartner’s CMO Spend Survey, which 
covered a wide range of industries, companies across 
the board spend roughly 10% of their marketing 
budgets on paid social strategies. That law firms 
appear to rely almost exclusively on organic social 
and email for campaigns implies they are spending a 
lot of time for much less potential return.

Paid Social – A Missed Opportunity
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We asked law firms to rank the amount of time their 
teams spend on various aspects of content marketing. 
The survey respondents told us that creating and 
editing content — whether original or attorney-
generated — takes up a large portion of their time.

IV. Digital Marketing Content 

Note: Each chart bar 
represents the percentage of 
respondents who spent a high 
proportion of their time on that 
aspect of content marketing 
strategy.

GHOSTWRITING CONTENT: 66%

EDITING/SCHEDULING ATTORNEY WRITTEN CONTENT: 66%

BUSINESS DEV./CRM/OTHER: 43%

CONTENT FOR MARKETING AUTOMATION: 16%

CREATING LANDING PAGES: 11%

Law firms report a relatively low focus on creating 
content for marketing automation (only 16% say it 
takes a high proportion of their time). Only 11% say 
they prioritize creation of landing pages for RFPs  
and other business development activities; while  
this warrants more research, this may represent lost 
opportunities. According to Marketo, strategic landing 
pages help 68% of B2B businesses acquire new leads 
and are integral to their marketing.

https://blog.marketo.com/2015/08/data-talks-2-proven-lead-generation-tactics-to-jump-on-now.html
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Most respondents identified multiple data sources, with 
CRM, firm website and financial management systems 
ranking highest. A surprisingly large percentage (63%) 
of respondents continue to rely to some extent on 
spreadsheets and homegrown databases. 

Having a large number of data sources can make it 
difficult for marketers to bring all the right data points 
together in a single view. Only 27% of respondents 
said they were very confident or confident in their 
firms’ ability to unify all client/prospect data sources.

We asked law firms to identify the data sources they 
use for their digital marketing campaigns. 

V. Data and Metrics for Digital Marketing

OTHER (PLEASE SPECIFY): 10%

HOMEGROWN DATABASES / SPREADSHEETS: 63%

PURCHASED EXTERNAL DATA: 14%

FIRM WEBSITE: 85%

SOCIAL MEDIA MANAGEMENT SYSTEM: 63%

OPPORTUNITY MANAGEMENT SYSTEM: 32%

MATTERS MANAGEMENT SYSTEM: 65%

FINANCIAL MANANGEMENT SYSTEM: 69%

MARKETING AUTOMATION SYSTEM: 50%

CRM SYSTEM: 90%

Note: Each chart bar 
represents the percentage  
of respondents who  
indicated that they used  
a particular data source.
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We also asked respondents to rank the amount time they 
spent on analysis, monitoring and reporting activities.

V. Data and Metrics for Digital Marketing

ANALYSIS AND MONITORING OF WEBSITE TRAFFIC: 5.67

REPORTING / USING ANALYTICS FROM SOFTWARE TO REPORT CAMPAIGN RESULTS: 5.58

MONITORING REPUTATION, CRISIS ISSSUES OR POTENTIAL ISSUES: 4.32

PR PLACEMENT AND BACKLINKS MONITORING AND REPORTING: 4.32

SEO / SEM MONITORING AND REPORTING: 3.87

PAID SOCIAL RESULTS MONITORING AND REPORTING: 2.45

PPC RESULTS MONITORING AND REPORTING: 2.07
Note: Chart bars represent 
consolidated ranking scores 
for each task area

Respondents reported spending the most time on these 
tasks for website traffic and campaigns. Unsurprisingly, 
given other survey findings, paid social and PPC ranked 
at the bottom of the list for these tasks. 
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Across industries, according to a Conference Board study, 67% of organizations 
say they have a social media policy in place; 80% of those companies say they 
have training for employees on social media use, with over half those respondents 
making training mandatory for all employees.

Our survey asked firms if they had:

VI. Plans, Policies and Training

2%
(PERCENTAGE OF RESPONSES)

I DON'T
KNOW

22%

SOMEWHAT
TRUE

11%
NO

65%
DEFINITELY

16%
(PERCENTAGE OF RESPONSES)

NO 52%
DEFINITELY

32%

SOMEWHAT
TRUE

A firmwide social media policy?

A firmwide social media strategy?

https://www.conference-board.org/retrievefile.cfm?filename=TCB-The-State-of-Digital-and-Social-Media-Risk-Management1.pdf&type=subsite
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While many respondents report having social media 
plans and policies in place, most do not have a digital 
policy relating to crisis situations, and a large 
percentage of firms state their policies and plans may 
be out of date. Infinite Global recommends clients 
review their social media polices every six months to 
ensure they are updated according to the latest 
technologies and trends; these guidelines are followed 
in other industries, especially at large B2B companies. 

When it comes to training, the vast majority of law 
firms report providing training to attorneys on social 
media as well as content and biography generation. 
Far fewer report providing training for digital practices 
in the event of a crisis:

VI. Plans, Policies and Training

23%
(PERCENTAGE OF RESPONSES)

DEFINITELY

23%

SOMEWHAT TRUE 
PLAN OR POLICY IS OLD,

NOT REVISITED IN A WHILE 

4%
I DON'T KNOW

51%
NO

SOCIAL MEDIA TRAINING: 95%

CONTENT + BIO WRITING TRAINING: 88%

CRISIS DIGITAL PRACTICES: 16%

GRAPHICS OR PHOTOGRAPHY TRAINING: 4%

Note: Each chart bar 
represents the percentage 
of respondents whose firms 
spent considerable time 
and resources on that 
aspect of training.

A codified plan for the digital marketing 
department’s role in crisis management?

https://mashable.com/2012/10/06/social-media-policy-update/
https://mashable.com/2012/10/06/social-media-policy-update/
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Nearly three-quarters of respondents stated that they 
have project and process management skills within 
their digital marketing teams. However, only 38% 
reported that they used project management systems, 
and an even smaller percentage (33%) used work 
intake systems to manage their work. 

Digital marketing campaigns — especially those that 
are personalized — typically require coordination of 
multiple deliverables from multiple people or teams. 
Manual project management approaches do not 
scale well in a digital marketing world. Firms who 
have not adopted project management or work 
intake need to consider this.

In addition to executing major campaigns and 
projects, digital marketing teams must respond 

efficiently and effectively to demands for one-off, 
routine marketing requests. Infinite Global and 
Calibrate Legal recommend that teams:

• Identify core repeatable deliverables for  
the team

• Document process steps for each deliverable 
(including handoffs between team members)

• Embed process steps in a workflow system

• Create time benchmarks for completing  
each deliverable

• Create a “single window” intake system for  
all requests

We asked survey respondents to rate their confidence 
in their firms’ ability to deliver on the fundamentals of 
client-centric marketing.

Respondents showed a low level of confidence in their 
firms’ ability to deliver client-centric marketing 
campaigns and programs. Twenty-five percent or less 
of respondents said they were either very confident or 
confident in their firms’ ability to:

• Create a shared, single view of each client 
across practices

• Understand each client’s purchasing journey

• Personalize digital marketing campaigns to 
create more relevant experiences for clients and 
prospects

VII. Client-Centric Marketing

VIII. Project and Process Management

CREATE A SINGLE, SHARED VIEW OF EACH CLIENT: 25%

PERSONALIZE DIGITAL MARKETING CAMPAIGNS: 24:%

UNDERSTAND EACH CLIENT’S PURCHASING JOURNEY: 24%
NOT CONFIDENT

CONFIDENT
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Unfortunately, it appears that law firm budgets may 
not be keeping up, as indicated by the responses to 
one of the last questions on our survey. 

When asked for an estimate of the percentage of 
firm revenue spent on marketing, respondents 
cited, on average, just 2.1%. This is roughly in line 
with data from other surveys over the past few 
years (the 2018 Calibrate Legal/ALM Revenue 
Enablers Survey reported a median spend of 2.1%, 
and BTI reported an average of 2.5% in 2017).

In other words, legal marketing budgets have not 
grown in response to the larger and more complex 
mandates driven by the advent of digital marketing. 

The advent of digital marketing has made marketers’ jobs 
infinitely more complex. Marketers are covering more 
territory than ever before, trying to do a lot with a little. 

In contrast, marketing budgets across other 
industries average about 11% of revenue, according 
to Gartner’s CMO Spend Survey.

While all industries face challenges associated with 
digital marketing, law firm marketers are asked to 
do so with significantly less. To compete with each 
other as well as the cadre of other industries — 
from technology to consulting and accounting — 
that have been gradually taking legal market share, 
law firms must up their game.

IX. Conclusion

https://calibrate-legal.com/2018/11/law-firm-revenue-enabler-compensation-study/
https://calibrate-legal.com/2018/11/law-firm-revenue-enabler-compensation-study/
https://www.bticonsulting.com/themadclientist/law-firms-to-add-big-to-marketing-budgets-in-2018heres-how-to-get-yours
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