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Edmund Bradford is founder and Managing Director of Market2win Ltd, a research, 
training and consultancy business focused on the challenges of strategic marketing 
and account management.  In addition to supporting client programmes he is also a 
regular writer and conference speaker on the subject. 
 
Before setting up Market2win, Edmund spent over 10 years as a consultant and 
practitioner helping organizations implement customer and supplier management 
change programmes.  He spent a number of years managing the Global Account 
Management Programme for a major aerospace business and was also the Global 
Account Manager for their British Airways account. Prior to this Edmund spent two 
years lecturing in universities in China.  He holds an MBA from Warwick University 
in the UK. 
 
Neil Bamford and Mark Higgins are both senior executives in the European 
Marketing Team of Jones Lang LaSalle  
 
Introduction 

Most of us know how complicated it is to buy and sell a house.  Imagine the 
complexity of buying and selling an office block, a HQ, or a retail park.  Add to that, 
managing the entire facility, the rental income and the millions of pounds of 
investors’ money tied up in the property, then multiply that by thousands of properties 
worldwide and you get some idea of the daily life of Jones Lang LaSalle.   

Jones Lang LaSalle is one of the largest providers of commercial real estate and 
investment management services in the world. It serves clients from offices in over 
100 markets on five continents and has around 7,500 employees providing 
investment, transaction and management services. In the year 2000 it leased over 
11.2million m2 of real estate worldwide and undertook €23.8 billion worth of property 
investment transactions.  

In 1997, the company realised that it needed to introduce a more structured client 
management approach, based on internal and external best practice, which harnessed, 
managed and measured the way it served its international clients across Europe.  
“Client Management in our organization was an instinctive style of behaviour.  There 
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was no real definition of good practice nor real evidence that such good practices 
were endemic” says Mark Higgins, Head of European Marketing Services at Jones 
Lang La Salle.   

As a way of addressing this challenge it established the European Client Relationship 
Management (ECRM) programme. 

ECRM followed a deliberate path that carefully selected those clients suitable for pan-
European management and developed specific client strategies for improving service 
delivery with them.  It also drew together cross-functional and international thinking 
to ensure the full capabilities of the organization were harnessed. 

Along the way it has had to ride the turbulence created by a merger, changing from a 
partnership culture to a publicly quoted company, changes in key project personnel, 
and the on-going harmonisation between European and American businesses. 

It has left behind a practical set of tools and processes for on-going professional client 
management which have become a critical backbone to global integration and 
enhanced performance. 

This is a lesson in how a small team of dedicated professionals can ride the waves of 
change and deliver an outstanding, lasting solution. 

Step 1: Configure a Credible, Cross-Functional Team 

It was recognised right from the start that a Core Team of professionals would be 
needed to act as the engine of change.  These did not need to be full-time on the task 
but they did need to be personally dedicated to improvement, willing to discuss their 
vision of the future and supportive to making it a reality of the company’s future.  
They also needed to represent both the “occupier” (e.g major corporations who own 
or lease the property) and “investor” (e.g pension funds who are landlords of a 
property portfolio).  

From discussions within the business, five people were quick to identify themselves 
as interested in forming the core team (see Diagram 1).  Beyond these were other 
Client Managers and Functional Heads that became involved in the Programme and 
provided valuable input to the solutions.  “We had some fantastic people out there 
working with clients and our objectives were to corral their thinking, support central 
management and form a Masterclass for taking best practice forward” explains Mark.  

It was recognised that to fully succeed, the company had to overcome the traditional 
limitations built into a country-based structure.  Neil Bamford, Marketing Director – 
European Capital Markets for Jones Lang LaSalle underlines this.  “The pan-
European dimension is a crucial issue.  We have traditionally had national businesses 
dealing with predominantly national clients.  However, we had noticed that there was 
an increasing degree of cross-border investment that we could be servicing better.  A 
large cross-border client would often be a relatively small client in another country 
and they would not be treated consistently across Europe.” 

Therefore, in order to secure and maintain pan-European support, the European Board 
was established as the Steering Group to the Core Team.  Key issues were fed back to 
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the European Board and they were helpful in making critical decisions and resolving 
international client management issues. 

 

Client Managers Functional Support 

• IT

• Finance

• HR

ECRM Steering Group 
European Board

• Investor Clients

• Occupier Clients

• Project Team Leader

• Investor Input

• Occupier Input

• Best Practice Input

• Marketing Support

Core ECRM Team

Diagram 1: The Core ECRM Team and wider Programme Input 

 

Step 2: Use Internal Knowledge for Rough 80:20 Analysis  

To select those clients most suited to Client Management it is important to understand 
the future business potential and the quality of the client relationships.  This analysis 
could not be done efficiently on hundreds of clients across Europe.  Therefore, a high-
level 80:20 fee analysis was undertaken to get the number of clients to a manageable 
set. 

The client managers were then surveyed for more detailed information about these top 
fee clients.  For example, they were asked for their views on the current: 

• buying process 
• mutual benefit from client management 
• country spread 

Amongst other questions the client managers were also asked about future: 

• growth potential 
• profitability 
• service range 

The responses were captured in a Client Prioritisation model that shows Business 
Potential vs Relationship Needs for investor and corporate clients (see Diagram 2) 
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Diagram 2: Client Prioritisation Model 

Those clients in the top right hand corner are the priority ones for effective client 
management. 

The Client Manager survey was also used to identify where there were current 
examples of internal good practice that could be deployed elsewhere.  The survey 
therefore became a useful audit tool for evaluating current practices and in facilitating 
meetings between the Core Team and Client Managers.  

 

Step 3: Use External Knowledge to Identify First Wave Clients and Client 
Management Gaps 

Once the priority clients were established, permission was sought from the Client 
Managers to meet with senior decision-makers in the client and audit the current 
client relationships.  A comprehensive survey was developed that explored all facets 
of the client relationship including: 

• importance to them of pan-European relationships 
• Jones Lang LaSalle’s understanding of their needs 
• their perception of the critical areas of the relationship 
• their view on what makes an outstanding client manager 
• Jones Lang LaSalle’s performance levels 
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• their buying process 
• their perception of the consistency of the service 
• future changes in their needs 

From this comprehensive internal and external client management audit a number of 
gaps were identified that needed closing.  For example, it became quite clear that the 
client managers needed to improve both their client relationship management and 
internal business management skills.  (see Diagram 3) 
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Diagram 3: Understanding the Role of the Client Manager 

An important outcome from the audit was the development of a set of core Guiding 
Principles for Client Relationship Management (see Guiding Principles below). These 
help to define and cement good practice across all the European operations. 

The Guiding Principles of Client Management 
 
There are four main principles to Client Management: Focus, Authority, Co-
ordination and Accountability. 
 
1st Principle: Focus 
 
Any client in the Client Management programme will have a nominated Client 
Manager from Jones Lang LaSalle. Typically, the Client Manager will be 
geographically located close to the main decision-makers in the client. 
 
2nd Principle: Authority 
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The Client Manager will act at all times in the interests of the overall relationship and 
will draw together those services that best enhances the relationship irrespective of 
geographic or business unit borders. The Client Manager has the authority to veto 
any activity that is not in line with the Client Business Plan. 
 
3rd Principle: Co-ordination  
 
The Client Manager will be a central point of co-ordination, not a single point of 
contact with the client.  He/she will seek to encourage and co-ordinate relationship 
development at all levels and across all boundaries between Jones Lang LaSalle and 
the Client in agreement with the Client Business Plan. 
 
As such the Client Manager will be responsible for leading a team of multi-skilled 
individuals to deliver value to the client.   
 
4th Principle: Accountability 
 
The Client Manager will be accountable for the relationship and business 
performance of Jones Lang LaSalle with the client.  Likewise, the client team will be 
accountable to the Client Manager and this should be recognised in their 
performance appraisal 
. 

Step 4: Design Client Management Plan Template 

A pivotal tool in developing the Client Managers into better business and relationship 
managers is the Client Development Plan.   

 

The Client Management Vision
Jones Lang LaSalle

Business
Line

Business
Line CountryCountry Support

Units
Support

Units CountryCountry Business
Line

Business
Line

The Client Business Plan

Diagram 4: Client Management Vision 
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“The old expression that ‘what doesn’t get measured doesn’t get done’ is never truer 
than with Client Management.  We felt we suffered a little from this and saw the Plan 
as a key instrument for providing greater structure to our activities” says Mark. 

The Plan is the control point for developing, managing and measuring long-term 
profitable relationships.  It may be likened to a music sheet that everyone in the 
organization must play to.  The Client Manager  may be seen as the conductor that 
develops the orchestral teamwork and delivers a seamless result (see Diagram 4) 

It was important to harness the existing national and corporate planning templates 
from the start.  This will facilitate later integration between the client, national and 
corporate information and help earlier adoption of the new client template. 

Further guiding principles were utilised in developing the client plan.  These were: 

• adoption of balanced scorecard measurement which looks beyond fees earned 
to include an audit on relationships, client processes and resources 

• short-term actions that drive the successful completion of medium-term 
objectives, that in turn develop long-term relationship goals 

• executive summaries that provide the most essential commercial, relationship 
and client information 

• incorporation of powerful tools (e.g relationship mapping) that help to 
diagnose key relationship issues and identify options for improvement 

• simple, practical and illustrative format that will foster and develop effective 
teamworking 

After repeated testing and consultation the Plan was whittled down to the following 
key areas on six pages: 

1.0 Client Key Facts 
 1.1 Background Facts 
 1.2 Occupier/Investor Facts 
2.0 Summary of the Plan 
3.0 Current Situation Analysis 
 3.1 Summary of Business Context 
 3.2 SWOT Summary 
4.0 Commercial Audit 
 4.1 Commercial Targets 
 4.2 Commercial Strategies (Offensive and Defensive) 
5.0 Relationship Audit 
 5.1  Organization Relationships 
 5.2 People Relationships 
 5.3 Key Relationship Needs for Change 
 5.4 Client Satisfaction Highlights 
6.0 Internal Resources Audit 
7.0 Process Audit 
 7.1 Process Effectiveness 
 7.2 Process Needs for Change 

The first page from the Client Development Plan is shown in Diagram 3 and shows 
the key facts about the client and Plan summary  
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However, it is worth bearing in mind the phrase, “a plan is nothing, planning is 
everything.”  The template provides an extremely useful control and communication 
tool.  But it does not change the relationship.  This is achieved by undertaking 
facilitated and structured planning sessions which harness and challenge the combined 
thinking of the client team. 

 

Step 5: Design and Run the Client Planning Workshop 

The Client Development Plan template is the background tool to the Client Planning 
Workshop.  It captures the thinking during the workshop and at the end of the process 
the delegates have a draft plan. The emphasis though is on the thinking, not the 
output. 

• To have developed at least 
one strategic option to 
grow the JLL business with 
the client

• To have defined a plan to 
Develop the Relationship 
with the client

• To have identified what 
additional information is 
required to complete the 
plan

• To gain pan-European 
commitment to the growth 
strategy 

• To detail out the service 
development & delivery 
strategy

• To define the JLL 
resources required to 
deliver the strategy

• To have completed a client 
plan

• To gain pan-European 
commitment to the whole 
plan

• To rehearse the 
presentation of the plan

Workshop 1 (Full Day) Workshop 2 (Full Day)

Fill 
Information 

Gaps

Diagram 5: Objectives of the two-day Client Planning Workshops 

From Jones Lang LaSalle’s experience it became quite apparent that the more 
represented the account team was, the better the thinking.  This was especially true in 
having account team members present from other European countries.  This positive 
experience was so important to one Client Manager that he invited and secured the 
main decision-maker in the client to attend as well.  “Undoubtedly this created quite a 
stir” declares Mark, “but it certainly created one of the most focused workshops we 
had!” 

During the workshop the client is viewed from both a commercial and relationship 
perspective and a market inwards approach is adopted. 

Further tools were introduced during the workshop.  Relationship mapping techniques 
were used to assess the strengths, weaknesses, opportunities and threats in the 
individual relationship positions. Another tool was used to explore alternative growth 
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options such as innovation, client penetration, service development and diversification 
strategies within this account.  

The planning workshops were run over two days with the first day focused on 
developing a new growth strategy for the nominated client and the second day on 
dealing with the implementation issues (see Diagram 5)  Neil believes the workshops 
were powerful exercises.  “They were a highly effective mechanism for identifying 
and addressing the real tensions a Client Manager is handling.   They helped the 
European client team understand the balance between local and company priorities 
and what could be achieved in the short, medium and long-term.” 

Step 6: Document the Client Management Process and Support its 
Implementation 

Once the Development Plans have been written, the Client Managers need on-going 
support into implementation.  The Core Team therefore wrote a comprehensive, 
practical reference guide that defined the use of the tools and how to get further 
support.  Furthermore, client managers were given one-to-one coaching from the Core 
Team and from holding on-site “surgery” days that encouraged them to book 
appointments with a member of the team and work through any aspect of the Plan or 
Implementation issue that were blocking their progress. 

The guide also defined the philosophy and principles of client management and 
therefore seeks to define the “gold standard” to which all the business units will 
operate. 

A guide to managing Client Relationships 
successfully. 
 
 
1. What is the vision? 
 1.1 What is the Client Relationship Management (CRM) vision? 
 1.2 Guiding Principles 

 1.3 The customer and market imperative 
1.4 The purpose of this guide 
1.5 The CRM Balanced Scorecard Model 

 
2. The Client Business Plan   
 
3. How to write a good Client Business Plan 

3.1 The Client Relationship Management toolbox 
3.2 Guidelines for writing an effective Client Business Plan 

 
4. How to Manage the Client Business Plan 

4.1 Key Principles 
4.2 Team Structure 
4.3 Planning, Review & Approval Process 
4.4 Interface to other Business Processes 
 

5. Appendix 
 Client Feedback Questionnaire 
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Diagram 6: Contents Page of Client Management Guide 

Client Development Plan for Advanced Holdings plc 

Client Relationship Manager: XXXX 
Geographic Focus of this Plan: e.g UK/Holland/Europe 
Author (if different)   XXXX   
Any other Plans in Existence? No 
Version: 1.0  Date:  26th October 2000 
 
 Client Key Facts 
 
1.1 Background Facts 
Name of Organization  
Blue Chip Status – Fortune 500 (or similar)  
Related Organizations  
Type of Client  
HQ Location  
Primary Geographic Locations  
Client Profile  
 
1.2 Occupier Client – Key Facts 1.2 Investor Client – Key Facts 
Floor Space 
(m2) 

 Total Portfolio   

Total Occupied  Total Managed by 
Jones Lang LaSalle 

 

Fill in these boxes 
if an Occupier 
client only.  
Otherwise fill in 
the Investor Client 
Key Facts boxes. 
Total Freehold 
 

 

Total Leasehold  
 

 

 
Other Key Facts 

 
 

 
2.0 Summary of this Plan 
 
Nature of 
Development 
Opportunity 

 

Key Issue(s) to 
be Fixed 

 

Requested 
Resources 

 

Summary of 
Planned Result 
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Moving Forward 

With the increasing degree of integration across Jones Lang LaSalle, the European 
thinking and toolbox on Client Management has been recognised as being of global 
excellence.  The global integration teams are now actively enhancing ECRM to be 
universally applicable across the business. 

It is also recognised that critical to the success of the client management is the 
exploitation of intranet technology to automate the routine management of the daily 
relationships and management of the plan itself. 

Furthermore, the next tranche of European clients have already been identified for 
roll-out. 

Key Lessons Learned 

This has been a four-year journey for Jones Lang LaSalle.  Like any business, taking 
time out from operational duties and investing it in development programmes is not 
easy – particularly when many of the staff are fee earners.  However, time will be 
invested if the staff sees it as providing practical answers to their operational 
problems.   The key lessons from this experience are: 

• pick a strong core team: one that is right for the job rather than one that is 
available for the job 

• ensure there is a close and strong link between the team and the CEO 
• invest time in securing the support of the international business units.  Take 

the message to them, listen to their concerns, and be prepared to modify 
solutions to accommodate their needs 

• carefully select the first set of clients for the programme using both external 
and internal research to provide a strong case for specific action.  A single 
quote from a client can be worth a thousand slides of analysis 

• ask the client managers about their clients and be supportive of them  
• a good external consultant on the team can help create fresh solutions, say the 

unsayable and knock down old barriers 

 

Conclusions 

Jones Lang LaSalle sees service excellence as a combination of superior Business 
Management, People Management and Client Management.  ECRM is a robust 
foundation for Client Management and also provides useful feeders into both 
Business Management (e.g business forecasting) and People Management (e.g Client 
Manager role definitions). 

To get Client Management in place you need teamwork.  The very nature of effective 
client management means people need to cooperate across business units, geographic 
borders and functions.  Teams tend to be better at challenging, innovating and 
delivering than individuals.  This is true for a development team as well as a Client 
Team. 
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Neil thinks that this has been one of the biggest gains for the company.  “The 
importance of working as teams to both develop and deliver effective Client 
Management has been very much underlined to us through ECRM.  We wanted to 
make this more than just a UK exercise and have laid significant foundations for 
further international collaboration and exploitation of the significant knowledge that 
lies across the firm.”  

Furthermore, organizations can spend a lot of time designing new ways of achieving 
Client Management only for good theoretical solutions to fail to be adopted. It is far 
better to get on with the job by using teams to design and test answers and to 
encourage participation in the process.  This means people need to step outside their 
functional responsibility. 

For example, marketing today is no longer the responsibility of the marketing 
department.   In today’s highly professional world, the best marketers are internal 
champions of change.  They spread principles and processes of marketing excellence 
around the organization and work hard to ensure their adoption.  

Mark concludes that “Client Management has been a solid foundation for the Total 
Performance Management Programme which now underpins all aspects of the firms 
global operations. The experiences learned from sharing knowledge within the firm 
and using a good external facilitator was invaluable in establishing proper Client 
Management within the organization.”   

Edmund can be reached on +44 (0)1527 542530  
or by e-mail on: e.bradford@market2win.com 
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