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… GUERRILLAS EACH AND EVERY ONE



Introduction


I remember the shock I felt at age fifty when I learned that the average college graduate is better informed than the average fifty-year-old. But unless that fifty-year-old studied all the important new books and all the magazines, newspapers, TV documentaries,
Web sites, and webcasts, he or she would know less than that college guy or gal, whose daily curriculum diet included the cream of the new information.


This fourth edition of Guerrilla Marketing, a scion of the first edition, which I wrote as a service to my college students at the University of California, Berkeley Extension Division, is like that college grad. It’s got all the new and good stuff about marketing—some timeless, some brand new—all insights that can give you the upper hand in the marketing battles.


Marketing continues to evolve and mature, just like that former student. This edition is a chip off the old guerrilla block.
It’s not going to abandon its principles, as humans have not abandoned their natures. But it is going to give you a clue or two about the multitude of ways that marketing has changed since I wrote the first edition and each edition after that. C’est la guerre.

Take heart that every change can represent money in your life if you learn about it and do something about it. There is no way that you can capitalize on all the changes, so you’ll have to pick and choose. If you’re as bright as you look, you’ll pick some of the tried and true marketing weapons and tactics and more than a smattering of the new ways to leave your competitors standing on scorched ground.


I’m intentionally going out on a limb by cautioning you that failure to upgrade your marketing effort is a symptom of corporate demise. Success-found companies are either growing and changing or dying. Failure to adapt is the leading cause of death.


This new edition is all about the adaptations you can make to power up your marketing. It’s also about the attitudes and attributes that are mandatory in the current and coming business environment. A key to prospering with guerrilla marketing is the art of paying attention. You’ve got to be constantly attuned to the media, the competition, the customers, the current events, the whole scene. If you’re not paying close attention, you’ll nibble on your popcorn at the movie while the on-screen hero reaches for a box of your competitor’s snack treats. That’s the kind of attention I mean. That’s the kind of marketing I mean. That’s the kind of buzz you want. That’s the kind of change I mean.


You’ll read some of the guerrilla marketing advice in this book and say to yourself, “I knew that.” You’ll read other revelations and say, “We could do that!”


I don’t blame you for being excited. I’ve been excited since I first thought of bringing guerrilla marketing into the b-age,
the age when entrepreneurs think of billions rather than millions. Marketing experts see today as two separate ages. One requires the age-old principles of patience and commitment for the eventual profit. The other requires a can’t-refuse offer, a large and responsive mailing list, and online dexterity for the quick profit. The guerrilla marketer of today operates comfortably in both ages.


Guerrilla marketers are delighted that marketing is undergoing so many changes. These marketeers are aware that most of their competitors are looking the other way when it comes to modernizing their marketing and getting it to bloom in the sunshine rather than simply look pretty.


But to get it to bloom, you’ve got to be the sun. You’ve got to be the energy that keeps your marketing alive. Lean closer and become intimate with the reality of the next two sentences.



1. Guerrilla marketing is about theory and action. I supply the theory. What kind of action are you supposed to take? The first is gaining an understanding of what marketing really is and why guerrilla marketing is putting so much money into so many bank accounts around the world.

2. Become aware of your options as a guerrilla marketer. With so many new options now available to guerrillas, it’s almost too easy to succeed. But I know that’s your job, and it’s my job to help. So let’s get going.




PART I


The Guerrilla
Approach
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What Is Guerrilla Marketing Today?

Marketing is every bit of contact your company has with anyone in the outside world. Every bit of contact. That means a lot of marketing opportunities. It does not mean investing a lot of money.


The meaning is clear: Marketing includes the name of your business; the determination of whether you will be selling a product or a service; the method of manufacture or servicing; the color, size, and shape of your product; the packaging; the location of your business; the advertising, public relations, Web site, branding, e-mail signature, voicemail message on your machine, and sales presentation; the telephone inquiries; the sales training; the problem solving; the growth plan and the referral plan; and the people who represent you, you, and your follow-up. Marketing includes your idea for your brand, your service, your attitude, and the passion you bring to your business. If you gather from this that marketing is a complex process, you’re right.

Marketing is the art of getting people to change their minds—or to maintain their mindsets if they’re already inclined to do business with you. People must either switch brands or purchase a type of product or service that has never existed before. That’s asking a lot of them. Every little thing you do and show and say—not only your advertising or your Web site—is going to affect people’s perceptions of you.

That’s probably not going to happen in a flash. Or a month. Or even a year. And that’s why it’s crucial for you to know that marketing is a process, not an event. Marketing may be a series of events, but if you’re a guerrilla marketer, marketing has a beginning and a middle but not an ending.

By the way, when I write the word marketing, I’m thinking of your prospects and your current customers. Nothing personal, but when you read the word marketing, you’re probably thinking of prospects only. Don’t make that mistake. More than half your marketing time should be devoted to your existing customers. A cornerstone of guerrilla marketing is customer followup. Without it, all that you’ve invested into getting those customers is like dust in the wind.

Marketing is also the truth made fascinating.

When you view marketing from the vantage point of the guerrilla, you realize that it’s your opportunity to help your prospects and customers succeed. They want to succeed at earning more money, building their company, losing weight, attracting a mate, becoming more fit, or quitting smoking. You can help them. You can show them how to achieve their goal. Marketing is not about you. It’s about them. I hope you never forget that.

Marketing, if you go about things in the right way, is also a circle. The circle begins with your idea for bringing revenue into your life. Marketing becomes a circle when you have the blessed patronage of repeat and referral customers. The better able you are to view marketing as a circle, the more you’ll concentrate on those repeat and referral people. A pleasant side effect of that perspective is that you’ll invest less money in marketing, but your profits will consistently climb.

Marketing is more of a science every day as we learn new ways to measure and predict behavior, influence people, and test and quantify marketing. It’s more of a science as psychologists tell us more and more about human behavior.

Marketing is also unquestionably an art form because writing is an art, drawing is an art, photography is an art, dancing is an art, music is an art, editing is an art, and acting is an art. Put them all together, and they spell marketing—probably the most eclectic art form the world has ever known.

But for now, brush aside those notions that marketing is a science and an art form. Drill into your mind the idea that at its core, marketing is a business. And the purpose of a business is to earn profits. If science and art help a business earn those profits, they’re probably being masterminded by a guerrilla marketer—the kind of business owner who seeks conventional goals, such as profits and joy, but achieves them using unconventional means.

A bookstore owner had the misfortune of being located between two enormous bookselling competitors. One day, this bookstore owner came to work to see that the competitor on his right had unfurled a huge banner: “Monster Anniversary Sale! Prices slashed 50%!” The banner was larger than his entire storefront. Worse yet, the competitor to the left of his store had unveiled an even larger banner: “Gigantic Clearance Sale! Prices reduced by 60%!” Again, the banner dwarfed his storefront. What was the owner of the little bookstore in the middle to do? Being a guerrilla marketer, he created his own banner and hung it out front, simply saying “Main Entrance.”

Guerrilla marketers do not rely on the brute force of an outsized marketing budget. Instead, they rely on the brute force of a vivid imagination. Today, they are different from traditional marketers in twenty ways. I used to compare guerrilla marketing with textbook marketing, but now that this book is a textbook in so many universities, I must compare it with traditional marketing.

If you were to analyze the ways that marketing has changed in the twenty-first century, you’d discover that it has changed in the same twenty ways that guerrilla marketing differs from the old-fashioned brand of marketing.


1. Traditional marketing has always maintained that to market properly, you must invest money. Guerrilla marketing maintains that if you want to invest money, you can—but you don’t have to if you are willing to invest time, energy, imagination, and information.

2. Traditional marketing is so enshrouded by mystique that it intimidates many business owners, who aren’t sure whether marketing includes sales or a Web site or PR. Because they are so intimidated and worried about making mistakes, they simply don’t do it. Guerrilla marketing completely removes the mystique and exposes marketing for exactly what it really is—a process that you control—rather than the other way around.

3. Traditional marketing is geared toward big business. Before I wrote the original Guerrilla Marketing in 1984, I couldn’t find any books on marketing for companies that invested less than $300,000 monthly. Although it is now true that many Fortune 500 companies buy Guerrilla Marketing by the caseload to distribute to their sales and marketing people, the essence of guerrilla marketing—the soul and the spirit of guerrilla marketing—is small business: companies with big dreams but tiny budgets.

4. Traditional marketing measures its performance by sales or responses to an offer, hits on a Web site, or store traffic. Those are the wrong numbers to focus on. Guerrilla marketing reminds you that the main number that merits your attention is the size of your profits. I’ve seen many companies break their sales records while losing money in the process. Profits are the only numbers that tell you the truth you should be seeking and striving for. If it doesn’t earn a profit for you, it’s probably not guerrilla marketing.

5. Traditional marketing is based on experience and judgment, which is a fancy way of saying “guesswork.” But guerrilla marketers cannot afford wrong guesses, so it is based as much as possible on psychology—laws of human behavior. For example, 90 percent of all purchase decisions are made in the unconscious mind, that inner deeper part of your brain. We now know a slam-dunk manner of accessing that unconscious mind: repetition. Think it over a moment, and you’ll begin to have an inkling of how the process of guerrilla marketing works. Repetition is paramount.

6. Traditional marketing suggests that you grow your business and then diversify. That kind of thinking gets many companies into hot water because it leads them away from their core competency. Guerrilla marketing suggests that you grow your business, if growth is what you want, but be sure to maintain your focus—for it’s that focus that got you to where you are in the first place.

7. Traditional marketing says that you should grow your business linearly by adding new customers one at a time. But that’s a slow and expensive way to grow. So guerrilla marketing says that the way to grow a business is geometrically—by enlarging the size of each transaction, engaging in more transactions per sales cycle with each customer, tapping the enormous referral power of each customer, and growing the old-fashioned way at the same time. If you’re growing your business in four different directions at once, it’s tough not to show a tidy profit.

8. Traditional marketing puts all its effort on making the sale, under the false notion that marketing ends once that sale is made. Guerrilla marketing reminds you that 68 percent of all business lost is lost owing to apathy after the sale—ignoring customers after they’ve made the purchase. For this reason, guerrilla marketing preaches fervent follow-up—continually staying in touch with customers—and listening to them. Guerrillas never lose customers because of inattention to them.

9. Traditional marketing advises you to scan the horizon to determine which competitors you ought to obliterate. Guerrilla marketing advises you to scan that same horizon to determine which businesses have the same kind of prospects and standards as you do—so that you can cooperate with them in joint marketing efforts. By doing so, you’re expanding your marketing reach, but you’re reducing the cost of your marketing because you’re sharing it with others. The term that guerrillas use for this outlook is fusion marketing. “Fuse it or lose it” is their motto. You’re watching TV and see a commercial for McDonald’s. Midway through, you realize that it’s really a commercial for Coke, and by the time it’s over, you see that all along, it was for the latest Disney movie. That’s fusion marketing. And that’s just some of the big guys who do it—like FedEx and Kinko’s, too—but most of the fusion marketing in the world, as led by Japan, happens on the level of small business.

10. Traditional marketing urges you to have a logo that represents your company—a visual means of identifying yourself. Points made to the eye are 78 percent more memorable than points made to the ear. Guerrilla marketing cautions you that a logo is passé these days—because all it does is remind people of the name of your company. Instead, guerrilla marketers have a meme that represents their company—a visual or verbal symbol that communicates an entire idea, such as international traffic signs. In these days of record-breaking clutter, a meme says the most in the least time. It is a godsend on the Internet, where people may spend no more than a few seconds at your Web site. We’ll talk a bit more about memes up ahead. It’s a new word that was coined in 1976. And it’s a guerrilla idea that can revolutionize your profit-and-loss statement.

11. Traditional marketing has always been “me” marketing. Visit almost any Web site, and you’ll see “About our company.” “About our history.” “About our product.” “About our management.” But people don’t care about you. Me marketing makes them sleepy. That’s why guerrillas always practice “you” marketing, in which every word and every idea is about the customer, the visitor to a Web site. Don’t take this personally, but people simply do not care about your company. What they care about is themselves. And if you can talk to them about themselves, you’ll have their full attention.

12. Traditional marketing has always thought about what it could take from a customer. Guerrillas have a full understanding of the lifetime value of a customer, but they also concern themselves with what they can give a customer. They’re always thinking of things they might give away for free, and now that we’re smack dab in the middle of the information age, they try to give away free and valuable information—such as booklets, informative Web sites, brochures, TV infomercials—wherever they can. Don’t forget what I said about marketing as your opportunity to help your prospects and customers succeed at attaining their goals. It’s also your golden chance to help them solve their problems. Can you do it for free? If you can, you’re a guerrilla.

13. Traditional marketing would have you believe that advertising works, that having a Web site works, that direct mail and e-mail work. To those antiquated notions, guerrilla marketing says nonsense, nonsense, and nonsense. Advertising doesn’t work. Not anymore it doesn’t. Web sites? Get serious. People learn daily that they are paths to financial oblivion and shattered dreams. Direct mail and e-mail used to work. But not anymore. So what does work? Guerrillas know that marketing combinations work. If you run a series of ads, have a Web site, and then do a direct mailing or an e-mailing, they’ll all work, and they’ll each help the others work. The days of single-weapon marketing have been relegated to the past. We’re living in an era when marketing combinations open the doors to marketing success. I know a small retailer who runs small ads and short radio spots—all directing people to his Web site. That Web site motivates people to visit his showroom, where he sells his $3,000 beds briskly, effortlessly, and profitably. The ads and spots, combined with his Web site, are the marketing combination that brings home the bacon for him.

14. Traditional marketers, at the end of the month, count money. Guerrillas count new relationships. Knowing that people actually do want relationships, guerrillas do everything they can to establish and nurture a bond between themselves and each individual customer. They certainly do not disdain money, as indicated by their penchant for profits, but they know deep down that long-term relationships are the keys to the vault.

15. Traditional marketing has rarely emphasized technology, primarily because the technology of yesterday was too expensive, limited, and complicated. But that has changed completely, as today’s technology gives small businesses an unfair advantage. It enables them to do what the big spenders do without the necessity to spend big. Guerrilla marketing requires that you be very technocozy; if you’re not, your technophobia is holding back your small business. If you suffer from that affliction, make an appointment with your technoshrink immediately. Technophobia is fatal these days.

16. Traditional marketing has always aimed its message at groups: the larger the group, the better. Guerrilla marketing aims its message at individuals or, if it must be a group, the smaller the group, the better. Traditional marketing broadcasts; guerrilla marketing narrowcasts, microcasts, and nanocasts. Let’s say that you market a product for erectile dysfunction. If you run a TV spot on network television, that’s broadcasting. If you run it on a cable channel devoted to men, that’s narrowcasting. If you run it on a cable channel program focused on men’s health, that’s microcasting. If you run it on a cable channel program centered on men’s sexual issues, that’s nanocasting. The smaller the group, the bigger the bull’s-eye.

17. Traditional marketing is, for the most part, unintentional. Although it embraces the big guns of marketing—radio, TV, newspapers, magazines, and Web sites—it tends to ignore the little details, such as how your phone is answered, the décor of your office, the attire worn by your employees. Guerrilla marketing is always intentional. It pays close attention to all the details of contact with the outside world, ignoring nothing and realizing the stunning importance of those tiny but supercharged details.

18. Traditional marketing believes that you can make the sale with marketing. That may have been so a long, long time ago, but that doesn’t often happen anymore. That’s why guerrilla marketing alerts you to the reality that marketing today can hope only to gain people’s consent to receive more marketing materials from you. Most people will withhold their consent, and you’ve got to love them for doing that, because they’re telling you to save your money and not waste it on them. But some will want to learn more, giving rise to one of the newer terms in the dictionary: opt in. A woman operating a summer camp in the Northeast runs ads in the camping directories in the back of several magazines. She does not attempt to sell the camping experience, only to get people to request her free DVD. She has a booth at local camping shows and gives away the same DVD. People view her DVD and see happy campers, trained counselors, beautiful surroundings, and superb equipment. Does the DVD attempt to sell the camping experience? No. It simply attempts to motivate people to call for an in-home consultation, at which more than 80 percent of parents sign their kids up for camp. And not just one kid: sometimes, a brother or sister as well. And don’t forget the cousins and classmates who might come along for the summer. And we’re not talking just one summer. Summer camp can be for four or five summers or more. And all because the camp director didn’t go for the sale. She merely went for consent, and then she broadened that consent. The whole idea is wonderfully described by Seth Godin in his landmark book, Permission Marketing.

19. Traditional marketing is a monologue. One person does all the talking or writing. Everyone else listens or reads. Hardly the basis of a relationship. Guerrilla marketing is a dialogue. One person talks or writes. Someone else responds. Interactivity begins. The customer is involved with the marketing. That’s one of the joys of the Internet. Relationships grow from dialogues. You’ve got to invite dialogue by asking people to register for something, sign up for your newsletter, send for a freebie, enter a contest, vote in an online poll. And you’ve got to respond to them. Small businesses can do this. Big corporations aren’t usually quite as fast and flexible on their feet.

20. Traditional marketing identifies the heavy weapons of marketing: radio, TV, newspapers, magazines, direct mail, and the Internet. Guerrilla marketing identifies two hundred weapons of marketing, and many of them are free.



   The heart of guerrilla marketing is the proper utilization of those weapons you choose to use. A basic precept of guerrilla marketing calls for you to be aware of all two hundred weapons, to utilize and test many of them, and then to eliminate those that failed to hit it out of the park for you. The idea is for you to end up with an arsenal of lethal and proven weapons.
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The Need for Guerrilla Marketing

If you’re an entrepreneur, you need guerrilla marketing more than ever because the competition is smarter, more sophisticated, and even more aggressive than it was in the past. That is not a problem for guerrillas.

Assume that you have a fine business background and are well versed in the fundamentals of marketing as practiced by the giant corporations. Admirable. Now forget as much as you can. Your marketing agenda as an entrepreneur is vastly different from that of an esteemed member of the Fortune 500. Some of the principles may be the same, but the details are different. A good analogy is that of Adam and Eve. In principle, they were very much the same, but they varied in crucial ways—and thank heaven for that.

You’re about to become a master of guerrilla marketing, the type of all-out marketing necessary for entrepreneurial success. Guerrilla marketing used to be virtually unknown to the large corporations, though some of them are catching on. Be grateful that guerrilla marketing tactics are rarely practiced by the titans, for the large corporations have the benefit of big bucks, and you don’t.

You must rely on something just as effective but less costly. I’m happy to report that your size is an ally when it comes to marketing. If you’re a small company, a new venture, or a single individual, you can use the tactics of guerrilla marketing to their fullest. You have the ability to be fast on your feet, to use a vast array of marketing tools, and to gain access to the biggest marketing brains and get them at bargain-basement prices. You may not need to use every weapon in your potential marketing arsenal, but you will need some of them. Therefore, you should know how to use them all. And the Internet must become one of your favorite comfort zones.

Your business may not need to advertise. But it will need a marketing plan. Word of mouth may be so favorable and spread so rapidly that your venture can reap a fortune simply from it. If this is the case, the word of mouth was most likely motivated by an effective marketing strategy. In fact, a strong word-of-mouth campaign is part of marketing. And so are business cards, stationery, hours of operation, and the clothes you wear. Location is also important in marketing, though it is becoming more and more apparent that the best location is online.

Marketing is the painfully slow process by which you move people from their place in the sun to their place on your customer list, gently taking a grasp of the inside of their minds and never letting go. Each component that helps you sell your product or service is part of the marketing process. No detail is too insignificant. In fact, the smaller the detail, the more important it is to a customer. The more you realize that, the better your marketing will be. And the better your marketing is, the more money you will make. I’m not talking about sales; I’m talking about profits: the bottom line.

That’s the good news. The bad news is that one day, you’ll no longer be an entrepreneur. If you successfully put the principles of guerrilla marketing into practice, you’ll become rich and famous and may no longer have the lean, hungry mentality of the entrepreneur.

Once you’ve reached that stage, you may resort to the textbook forms of marketing, for you may feel too encumbered with employees, traditions, paperwork, management levels, and bureaucracy to be flexible enough for guerrilla marketing. However, you probably won’t mind that state of affairs too much. After all, Coca-Cola, Microsoft, Procter & Gamble, and Ford were all started by entrepreneurs. You can be certain that they practiced guerrilla marketing techniques as much as possible in their day. You can also be sure that they do their marketing by the numbers these days. And I doubt that they complain about it.

In time, large companies may be surpassed in size by companies that are today being founded and nurtured by entrepreneurs such as you. This will happen owing to the result of a combination of factors. Marketing genius will be one of them. Count on it.

I am assuming that you understand that to be successful, you must offer a quality product or service. Even the best marketing in the world won’t motivate a customer to purchase a poor product or service more than once. In fact, guerrilla marketing can speed the demise of an inferior offering, because people will learn of the shoddiness that much sooner. Do everything in your power to ensure the quality of your product or service. If you’re selling quality, you are ready to practice guerrilla marketing.

It is also mandatory that you have adequate capitalization—that is, money. Note that I didn’t say that you need a lot of money. Sufficient capitalization to engage in guerrilla marketing will be enough. This means that you’ll need enough cash or cash reserves to promote your business aggressively for at least three months and ideally for a full year. It might take $300; it might take $30,000 or even $300,000. It depends on your goals.

There are thousands of small businesses in the United States. Many of them offer superb products and highly desirable services. But fewer than one-tenth of 1 percent of those businesses will make it to the point of phenomenal financial success. The elusive variable that makes the difference between merely being listed in the yellow pages and being listed on the New York Stock Exchange is the marketing of the product or service.

You now hold in your hand the key to becoming part of that tiny percentage of entrepreneurs who go all the way. By realizing that many facets of your business can fall into the category of marketing, you have a head start on competitors who don’t see the difference between advertising and marketing.

The more aware of marketing you are, the more attention you will pay to it. And the increased attention will result in better marketing of your offerings. I’d venture a bold guess that fewer than 10 percent of the new- and small-business owners in America have explored as many as a dozen of the marketing tools available to them. Among these methods are a Web site, canvassing, personal letters, telephone marketing, circulars and brochures, signs on bulletin boards, classified ads, outdoor signs, direct mail, samples, seminars, demonstrations, sponsoring of events, exhibitions at trade shows, T-shirt ads, public relations, using searchlights, such advertising specialties as imprinted ballpoint pens, and advertising in the yellow pages, newspapers, and magazines and on radio, television, and billboards. Guerrilla marketing demands that you scrutinize each of these marketing methods, and a lot more, and then use the combination that is best suited to your business.

Once you’ve launched your guerrilla marketing plan, keep track of which weapons are hitting your target and which are missing. Merely knowing can double the effectiveness of your marketing budget.

No advertising agencies specialize in guerrilla marketing. When I worked as a senior executive at some of the world’s largest (and smallest) advertising agencies, I found that the agencies didn’t have a clue as to what advertising or marketing tactics make an entrepreneur successful. They could help the big guys but were helpless without the bulging muscles of big bucks. So where can you turn to for help? The first place is Guerrilla Marketing. Next, take advantage of your own ingenuity and energy. And finally, you will probably have to seek the advice of a marketing or advertising professional in the areas where guerrilla marketing overlaps traditional marketing. But don’t expect the pros to be as tough in the trenches as you are. Most likely, they operate best from high in a posh skyscraper.

Guerrilla marketing requires you to comprehend every facet of marketing, experiment with many of them, winnow out the losers, double up on the winners, and then use the marketing tactics that prove themselves to you in the battleground of real life.

Guerrilla marketing involves recognizing the myriad opportunities out there and exploiting every one of them. In the marketing of any product, problems are certain to arise. Solve these problems, and continue to look for new problems to solve—problems of prospects and customers. Businesses that solve problems have a greater chance of success than those that don’t. Today, with time becoming recognized as even more important than money, businesses that save time for people will flourish. Why? Lack of time is a problem, and growing numbers of people in industrialized societies see it as such. The time-saving industry will become an important one in our society.

You must seize the important opportunities, yet you cannot neglect the smaller opportunities or overlook the minor problems. You’ve got to go all out. This is one of the foundations of successful guerrilla marketing.

Energy alone is not enough, however. Energy must be directed by intelligence. Intelligent marketing is marketing that is first and foremost focused on a core idea. All your marketing must be an extension of this idea: the advertising, the stationery, the direct mailings, the telephone marketing, the yellow pages advertising, the package, the Internet presence, the whole thing. It isn’t enough to have a better idea; you need to have a focused strategy. Today, many large and supposedly sophisticated companies go to one expert for a trademark, another expert for an advertising program, yet another expert for direct-mail planning, and possibly one more professional for location selection. This is nonsense. Nine times out of ten, each of these experts will pull the company in a different direction.

What must be done is to have all the marketing pros pull in a common direction—a preagreed, long-term, carefully selected direction. When this is done, a synergistic effect is automatically created, and five types of marketing tactics do the work of ten. The preagreed direction will always be clear if you encapsulate your thoughts in a core concept that can be expressed in a maximum of, first, seven sentences and then seven words. That’s right: a maximum of seven. Think it can’t be done? Try it for your own business.

Here’s an example. An entrepreneur wanted to offer courses in computer education but knew that most people suffer from “technophobia”—fear of things technical. His advertisements for proposed courses in word processing, accounting by computer, and the electronic spreadsheet produced little response, so he decided to restate the basic premise of his offering. At first, he stated it thus: “I wish to alleviate the fears that people have regarding computers so that they will recognize the enormous value and competitive advantages of working with computers.” He then reduced this thought to a seven-word core concept: “I will teach people to operate computers.” This brief statement clarified his task—clarified it for himself, his sales staff, and his prospective students. Later, he developed a name for his company, one that reduced his core concept to three words: Computers for Beginners. This bypassed the problem of technophobia, stated his premise, and attracted hordes of beginners. Originally, his concept was six pages long. By condensing his ideas, he was finally able to achieve the succinctness necessary to ensure clarity. And clarity led to success. It usually does.

The concept of focusing your marketing on a core idea is a simple one. When you begin to market your offering this way, you are a member of an enlightened minority, and you’re well on your way to marketing success—a prerequisite for financial success.

Guerrilla Marketing simplifies the complexities and explains how entrepreneurs can use marketing to generate maximum profits from minimum investments. Put another way, this book can help make a small business big. This book can help an individual entrepreneur make a lot of money as painlessly as possible. Often, the only factor that determines success or failure is the way in which a product or service is marketed. The information in these pages will arm you for success and alert you to the shortcomings that lead to failure.

Stop for a moment and ask yourself whether you’re marketing properly right now. You can be pretty certain that the answer is a resounding no! if any of these seven danger signals is present.


1. My sales are driven mostly by price.

2. Customers cannot distinguish my products or services from those of my competitors.

3. I use disconnected sales gimmicks.

4. I do not have a unified plan for imparting my message to my customers and to the trade.

5. Most sales leads come from my sales staff.

6. Longtime customers say, “I didn’t know you offered that.”

7. I do not have a customer or prospect database.



If you’re guilty of generating any one of those signals, let’s change all that. Even with the changes in marketing, markets, and the media, the guerrilla approach remains the sensible one for all marketers. For entrepreneurs, for small businesspeople, and for all businesspeople, the guerrilla approach is crucial. The successful small-business owners who have prospered in the face of a limited budget and a torrent of competitors will tell you that it is crucial that you make the guerrilla attitude and smarts part of your permanent mindset.

Here is what guerrilla marketing is not: expensive, easy, common, wasteful, taught in marketing classes, found in standard marketing textbooks, practiced by advertising agencies, or known to the majority of your competitors. Be grateful that it is not these things. If it were, all business owners would be guerrillas, and your path to success would be a paved one rather than a secret route to the end of a rainbow with a bigger pot of gold than you ever imagined.

In an article in the Harvard Business Review, John A. Welsh and Jerry F. White remind us that “a small business is not a little big business.” An entrepreneur is not a multinational conglomerate but a profit-seeking individual. To survive, that individual must have a different outlook and must apply different principles to his or her endeavors than does the president of a large or even medium-size corporation.

Another difference between small and big businesses is that small businesses suffer from what the Harvard Business Review article calls “resource poverty.” This is an opportunity that requires an entirely different approach to marketing. Where large ad budgets are not necessary or feasible, where expensive ad production squanders limited capital, where every marketing dollar must do the work of two dollars, if not five dollars or even ten, where a person’s company, capital, and material well-being are all on the line: That is where guerrilla marketing can save the day and secure the bottom line.

A large company can invest in a full-scale advertising campaign run by an ad agency, and that company has the resources to switch to a different campaign if the first is not successful. And if the company ad manager is smart, he or she will hire a different agency the second time around. This luxury is not available to entrepreneurs, who must get it right the first time. Entrepreneurs who are guerrillas get it right because they know the secrets—and so will you.

This is not to say that I hold the techniques used by the big corporations in contempt; quite the contrary. While creating advertising for Alberto-Culver, Quaker Oats, United Airlines, Citicorp, Visa, Sears, and Pillsbury, I frequently used big-company marketing techniques. I was acting properly. But to suggest that the individual entrepreneurs I advise use the same techniques would be irresponsible, not to mention financially wasteful. Instead, I resort to the techniques of guerrilla marketing, techniques that might get me laughed out of a Procter & Gamble or IBM conference room.

Many of the approaches and some of the techniques overlap. Entrepreneurs need to govern tactical operations by marketing strategy and to weigh their marketing efforts against that strategy. They also need to examine all the marketing avenues available to them. The critical difference is the bottom line: Entrepreneurs must keep a far keener eye on the bottom line than do the giant firms. If a guerrilla had a tattoo, it would be of a bottom line.

Entrepreneurs have to spend far less money testing their marketing tactics; their marketing must produce results at a fraction of the price paid by the biggies. The entrepreneur’s use of marketing will be more personalized and realistic.

Large companies think nothing of producing five television commercials for testing purposes only. Small companies wouldn’t dare do this. Large companies employ many levels of management to analyze the effectiveness of their advertising. Small companies entrust the judging to one individual. Large companies look first to television—along with the Internet, the most far-reaching of all the marketing media. Small companies usually look first to small newspaper ads in local papers. Big companies hire expensive consultants to maximize their presence on the Internet. Small companies do this themselves. Both are interested in sales that generate profits but will achieve that goal in dramatically different ways.

Large companies often aim to lead an industry or to dominate a market or large market segment, and they use marketing ploys designed to attain those lofty ambitions. However, small companies or individual entrepreneurs can flourish merely by gaining a tiny slice of an industry, a fraction of a market. Different wars require different tactics.

Large companies must advertise from the outset and continue to advertise with virtually no interruption, but smaller enterprises may advertise only during the start-up phase and then rely solely on guerrilla weapons and word-of-mouth advertising. Can you imagine what would happen if Budweiser depended on word-of-mouth advertising? Miller would sell many more six-packs.

An individual entrepreneur may be able to get enough business simply by dealing with one gigantic company. An acquaintance of mine was able to survive financially (and in gracious style, I might add) merely by conducting small seminars for one large banking firm. No large company could exist off the income he was generating, but my friend was able to target that one firm until he was given his first assignment. Then there were others, and still others. Now, he is conducting his seminars for a large chemical company. Working with companies of that size, he needs very few customers. Needless to say, his marketing was tailored to this reality.

A descriptive brochure sent to a single large corporation may result in enough business to keep an energetic telephone marketing trainer in the chips for a long time. Try to find a New York Stock Exchange–listed company that could do the same. Impossible!

Many entrepreneurs get all the business they need by posting signs on bulletin boards. A large company would never consider such a possibility. If it did, it would be known as Shrinking, Inc., in short order. The point is obvious: Sauce for the small goose is not necessarily sauce for the large goose. And vice-versa.

For example, an executive at a large company may carry business cards that are plain and straightforward. The executive’s name, company name, address, and phone number are suitable. Perhaps a title is necessary. For a smart practitioner of an individual enterprise, however, the business card should contain more information. For example, a word processor I know has a business card with the preceding information, along with the message “Legal, theses, statistical, manuscript, resume, and business word processing.” Her card does double duty, and it needs to. That is what guerrilla marketing is all about.

A business card can double as a brochure, a circular, a wallet-size advertisement, and a listing of your services or products. It can open up to become a minibrochure. Customers appreciate such minibrochures: Their time and space are at a premium, and your card saves them time while taking up little space. The cost to produce such a card is not much more than that for a standard card. A business card can be more than a mere listing of one’s name, address, and phone number; it can be a marketing weapon.

A huge corporation can run radio or television commercials and at the end of each message tell the audience to get the address of the nearest dealer by consulting the yellow pages.

But the individual entrepreneur dare not direct listeners or viewers to the yellow pages. That would only alert prospective customers to the competition or to the dominance of certain competitors. Instead, the astute entrepreneur directs prospects to the white pages, where there will be no competitive ads, where the organization’s small size will not appear as a detriment, and where recognizable promotion themes and symbols will not woo a customer away.

Perhaps the biggest difference between an individual businessperson and a large corporation is the degree of flexibility each possesses. Here the balance tips in favor of the small business. Because it hasn’t indoctrinated numerous levels of management and a gigantic sales organization in the tactics and strategies of its marketing plan, the small business can make changes on the spot. It can be fast on its feet and can react to market changes, competitive ploys, undeveloped service niches, economic realities, new media, newsworthy events, and last-minute offers.

I recall how a major advertiser once was offered an unbelievably good media buy for a fraction of its normal price. Because the offer did not fit into the company’s engraved-in-bronze plan, and because the person to whom the offer was made had to check with so many bosses, the company turned down the offer. A tiny business then accepted it: a thirty-second commercial just before the Super Bowl, for the incredible price of $500. The cost of this commercial slot (in the San Francisco Bay area) normally sold for ten times that amount at that time. Owing to a lack of flexibility, the giant corporation was unable to take advantage of the bargain. Speed and flexibility are the essence of guerrilla marketing.

Business in each decade is fueled by a single burning concept. In the 1980s, that concept was quality. Quality was so important that it became the ticket to admission to doing business in the 1990s. The concept of the 1990s became flexibility. The more you can offer, the better service you can provide and the more customers you can satisfy. Word-of-mouth marketing will flourish from the spring of flexibility. During the first decade of the twenty-first century, the key concept has been innovation. However, guerrilla marketers should first develop a reputation for quality and flexibility and live up to their praises consistently. Then they can focus on innovation.

A success-bound entrepreneur must learn to think about marketing and advertising on a different wavelength than does a corporate advertising executive. Although you must think about the primary marketing tools much as the executive does, you must also develop a sixth sense for the other opportunities available to entrepreneurs. It may be that a personal letter or visit is in order. A corporate manager might never consider such mundane tactics. Perhaps a telephone marketing campaign is in order. Can you picture Coca-Cola getting involved in telephone marketing to customers? Can you imagine Shell Oil going one on one with its prospects?

The one-on-one capabilities of the small business represent an extraordinary opportunity to business owners who recognize a good thing when it stares them in the face. Small businesses can win and keep business; they build and grow the business by focusing on seemingly tiny details. The small business can get up close and personal with its customers.

There’s a certain warmth associated with being a mom-and-pop business. And even though you may run yours with the acumen of the multinational conglomerates—most of which are not run with much acumen, or they’d focus more acutely on their prime talents—you can benefit from the close personal connection associated with small business simply by injecting an extra dollop of warmth into your modus operandi.

You have the flexibility, the speed, and the disregard of image that enable you to use radio commercials and to hire high school students to distribute printed circulars on street corners. You don’t have a body of rules to follow, a committee to answer to, a set structure to follow. You’re a guerrilla. You are the organization. You answer to yourself. You make the rules and you break the rules. That means you get to be amazing, outrageous, surprising, unpredictable, brilliant, and quick.

You also may be able to enjoy the rare luxury of relying on consistent word-of-mouth advertising. If you’re really good at your work and know how to generate word-of-mouth marketing and referral business, it might be enough to keep your coffers brimming. I know of no Fortune 500 companies that can enjoy that amenity.

Incidentally, please understand that what appears to be word-of-mouth advertising is often a combination of newspaper, magazine, radio, direct-mail, and word-of-mouth advertising. It’s the mouth that gets the credit, not the media. Don’t delude yourself: You cannot succeed without media advertising. Succeeding with this strategy would be like winning the lottery with your first ticket. It can happen, but don’t bet your boots or your business on it.

The point to remember is that no large corporation can succeed by means of word-of-mouth advertising alone, and some entrepreneurs can. Do yourself a favor and don’t leave everything up to the recommendations of your happy customers. They probably have more important things to talk about. Even for a guerrilla, consistent marketing is crucial to success.

An overall marketing plan for a person engaged in individual enterprise might consist of a listing in the yellow pages, a Web site, an e-mail campaign, a mailing of circulars and business cards, a posting of signs, and a follow-up telephone call to prospects to whom the promotional material was sent. That six-pronged effort (yellow pages, Web site, e-mailing, mailing, sign posting, and telephoning) might be all it takes to get a business off and running. You can be certain that no big company has a marketing plan so short, simple, and inexpensive.

Imagine that a staple gun and a handful of circulars were the only marketing tools necessary to conduct a business. IBM would boot me out of its corporate offices for suggesting such a thing. However, many a successful word processing service uses only these devices. The word processing woman I mentioned earlier started out by typing her circulars, thereby lending credibility to her typing ability. She posted them with her staple gun on bulletin boards on local college campuses. Today, she no longer posts circulars, and her staple gun gathers dust. Word of mouth has taken over, and she gets all the business she needs through referrals.

Entrepreneurs can enjoy month after month of profitable business merely by advertising in the classified pages and in the many classified sections now online. I’m sure you’ve seen rafts of ads by independent contractors while perusing the classified ads. You do look through them, don’t you? The classified ads are recommended reading for entrepreneurs. They give you ideas. They alert you to the competition. They clue you in as to current prices. You’ll read more about them up ahead. The point I’m making here is that classified ads are an important tool for independent businesspeople. They are not a tool for large companies. I doubt whether the most professional advertising agencies in the world are well versed in proper use of the classified pages, but the classifieds may be invaluable to freelance earners.

The use of classified ads is hardly a secret to anyone. But there are significant marketing secrets that must be known by all businesses, large and small. Sixteen secrets in all. Even the tiniest of entrepreneurs must be aware of them. Your awareness will begin when you begin reading the next chapter.
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The Sixteen Monumental Secrets
 of Guerrilla Marketing


If you’re a guerrilla, these sixteen secrets are not secrets to you at all. I’m hoping that they are tattooed on your body, engraved on brass plaques in the offices of all who market or plan marketing for you, and pinned up—ideally in neon—inside your brain. These proven gems of marketing wisdom have somehow escaped the ken of large and small marketers alike. I keep wanting to say that there are no secrets at all, but there really are sixteen. I sincerely believe that it is next to impossible to market a product or service successfully unless these secrets are known and put into practice. I also believe that merely by learning these secrets and then living by them, you’re 80 percent of the way toward success with your marketing. Nope, make that 90 percent.

If you have a small business and want it to become a large business, forget it—until you put these sixteen secrets into practice. If you allow these concepts to become part of your mental marketing framework, you’ve got a giant head start on those who do not.

So as not to keep you in suspense any longer, I’ll reveal the secrets right here and now. They can be summarized in sixteen words, each ending with a handy memory crutch for you—the letters ent: commitment, investment, consistent, confident, patient, assortment, subsequent, convenient, amazement, measurement, involvement, dependent, armament, consent, content, and augment.


1. You must have commitment to your marketing program.

2. Think of that program as an investment.

3. See to it that your program is consistent.

4. Make your prospects confident in your firm.

5. You must be patient in order to keep a commitment.

6. You must see that marketing is an assortment of weapons.

7. You must know that profits come subsequent to the sale.

8. You must aim to run your firm in a way that makes it convenient for your customers.

9. Put an element of amazement in your marketing.

10. Use measurement to judge the effectiveness of your weapons.

11. Prove your involvement with customers and prospects by your regular follow-up with them.

12. Learn to become dependent on other businesses and they on you.

13. You must be skilled with the armament of guerrillas, which means technology.

14. Use marketing to gain consent from prospects, and then broaden that consent so that it leads to the sale.

15. Sell the content of your offering rather than the style; sell the steak and the sizzle, because people are too sophisticated to merely buy that sizzle.

16. After you have a full-fledged marketing program, work to augment it rather than rest on your laurels.



To make you an even happier guerrilla, keep in mind that these sixteen words come with a guarantee. If you memorize all sixteen and run your business by the concepts they represent, you will exceed your most optimistic projections. Memorize only fifteen, and don’t blame me if things go awry on your trip to the promised land.

Let me illustrate this for you with a story. I was employed by an advertising agency in Chicago, and we were called in to a New York cigarette company, which was dismayed by its ranking—thirty-first largest-selling brand in America—and its perception as a feminine brand. It was true in the early 1960s, more women smoked than men. But men smoked more cigarettes. So the client asked whether we were up to the job of improving that dismal ranking of the brand while changing the perception of it to something more masculine.

“Can you do that?” they asked. “We can try,” we countered, so we flew back to Chicago and to the ad agency. Immediately, we dispatched two photographers and one art director to a ranch owned by a friend of the art director. The ranch was in west Texas and ran a giant herd of cattle. We told the photographers to spend two weeks shooting cowboys working on the ranch.

“Unposed pictures,” we told them. “Show cowboys, horses, and beautiful scenery. No cows, no women, no poses.”

While they were gone, we invented a new place. “Marlboro Country,” we called it. And we came up with a theme line: “Come to where the flavor is. Come to Marlboro Country.” When the photographers returned, we developed their pictures, blew them up, and pasted our words across them. We thought we had accomplished our task and were psyched about making our presentation to the Marlboro brand group. We flew from O’Hare to JFK, hopped a taxi to the Park Avenue headquarters of Philip Morris, the parent company of Marlboro, and began to talk excitedly about the presentation we were about to make. The taxi driver caught wind of our conversation, turned his head and asked, “You guys in the ad game?”

“Uh, yes, we’re in the ad game,” we responded. “Do you really believe that stuff works?” asked the taxi driver.

“We believe it works,” was our answer.

The cabbie’s reply: “It sure doesn’t work on me. I’ve never bought anything as a result of marketing or advertising. I never have and I never will.” One of our guys asked him, “What kind of toothpaste do you use?” The cabbie answered, “Oh, I brush with Gleam, but it’s got nothing to do with the advertising. It’s because I drive a cab and I can’t brush after every meal.”

At that time, Gleam’s theme line was, “For people who can’t brush after every meal.” But the real punch line to this story was still to come. We presented the Marlboro cowboy to the brand group—Marlboro Country, the theme line, TV storyboards (we had rented the music to The Magnificent Seven for $50,000 a year because it was legal in those days to hawk carcinogens on radio and TV), billboards, and layouts for newspaper and magazine ads.

They loved it. In fact, they agreed to invest $18 million in the campaign the first year. The Marlboro Man was on radio, TV, newspapers, magazines, signs, billboards, all over the place. He had, in less than one year, become a cultural icon. At that time, there had been no correlation between cigarette smoking and lung cancer. We were oblivious to it, too. The Secretary of the Navy got on our case for using tattoos on our Marlboro Men, fearing infections to sailors at less-than-sanitary tattoo parlors, but the Surgeon-General remained silent.

After a year had passed, we flew back to New York to get our high fives, our pats on the back, and our well-deserved congratulations. After one year, Marlboro cigarettes, which had been the thirty-first-largest selling brand in America, was still thirty-first. Focus-group interviews in five cities revealed that this brand, once considered a feminine brand, was still perceived of as a feminine brand! We had shown real cowboys doing what real cowboys do on a real ranch. Every graphic we used was macho to the core. But still, people considered Marlboros to be a ladies’ brand.

Now, switch to today. We see that Marlboro is the number-one-selling brand in America. It’s number one to men. It’s number one to women. In fact, it’s the most popular cigarette brand in the world. One out of five cigarettes sold on Earth is a Marlboro. But here’s the real punch line: Nothing had changed in the marketing or advertising. It’s still the Marlboro Man. It’s still Marlboro Country. No more radio and no more TV in the United States, but the campaign has remained totally unchanged since it first made its debut.

It is now known as the best-marketed brand in history. The real hero of the campaign was Joseph Cullman IV, the chairman of Philip Morris. When we learned from him that the brand was still mired in thirty-first place, we were at a loss for words. But the good Mr. Cullman reminded us, “Hey, you guys said this would take time. Well, I can hang in there with the best of them.”

Commitment

That brings us to the first ent word: commitment. I hate admitting this in print, but mediocre marketing with commitment works better than brilliant marketing without commitment. What makes marketing work? If you were looking for a one-word answer to that question, that word is commitment. What makes a marriage work? What makes a business work? How do you finish running a marathon? Commitment is the answer, and all the winners know it.

If you’re not committed to a marketing or advertising program, it’s probably not going to work for you. I tell my clients that the single most important word for them to remember while they are engaged in marketing is commitment. It means that they are taking the marketing job seriously. They’re not playing around, not expecting miracles. They have scant funds to test their marketing—they must act. Without commitment, marketing becomes practically impotent.

You evolve a marketing plan, revise and rerevise it until it is a powerful plan for your purposes. You put it to work and you stay with it, no matter what (in most cases). You watch it slowly take effect, rise and falter, take a bit more effect, slide back a bit, start taking hold even more, stumble, then finally grab on and soar, taking you with it. Your plan is working; your cash register is ringing; your bank balance is swelling. And this is because you were committed to your marketing program.

Let’s examine that last paragraph. What if you weren’t patient enough during the time your plan “slowly” took effect? You might have changed the plan. Many entrepreneurs do. What if you dropped the plan the moment it faltered? You would have lost out. Many marketers do. What if you lost your cool when your sales slid backward? You might have scrubbed the plan. Suppose that you dropped it when it stumbled, as virtually all marketing plans do, at least temporarily. Disaster would have ensued. However, because you stayed with the plan—because you were committed to it—it took hold. Your success was very much due to your understanding of the concept of commitment. If you hadn’t been in touch with the essence of the concept, you probably would have killed the plan—and killed your chances along with it. If you understand the meaning of commitment, it will pay off for you.

A new sleep shop was opening in Boulder, Colorado. The owner of the business had heard about me, so he flew out to northern California to talk. We hit it off. We discussed the idea of commitment to a marketing program. He admitted that he knew zilch about marketing and turned the whole thing over to me. I developed a marketing plan, secured his approval, and then reiterated the importance of his commitment to the program. Mind you, I’m talking about a guy with one small store.

The marketing strategy was implemented. Six weeks later, my new client called me to tell me that although he was still committed to the program, he hadn’t seen much proof that it was for him. He said that he was completely relaxed about the whole thing because he felt he understood about commitment. After twelve weeks, he called to tell me he was beginning to see hints that the program was taking effect. After six months, he opened his second store. After nine months, he opened his third, and at the end of the year, he had five stores. He remained committed to the marketing program and within six years had forty-two stores in Colorado, Iowa, Kansas, Wyoming, and Missouri.

I doubt that my client would have progressed to the point where he could have justified a second store if he hadn’t stayed with the plan. He could have wavered and veered from the plan. But it was a well-conceived plan, a plan that was tailored to his needs.

At the outset, you won’t have any way of knowing whether your plan is good or bad, except for low-cost testing, your own intuition, and the counsel of others in whom you believe. But once you believe in your plan, you’ve got to back your belief with patience. Patience is commitment.

My client’s plan called for weekly newspaper advertising, daily radio advertising, strong in-store signs, weekly sales training, consistent customer follow-up, and free gifts for customers during promotions. That was in the 1970s. In the 1980s, it was augmented by daily TV advertising three weeks out of every four. And for the 1990s, though the business was sold for an obscene sum, it was supported even more by a video brochure and a Web site connected to other local and global businesses. But the framework remained the same—because the mindset of the owner would remain that of a guerrilla.

Create a sensible plan, and then stick with it until it proves itself to you. How long might that take? Three months, if you’re lucky. Probably six months. Possibly as long as a year. It took even longer than that for Marlboro. But you will never, ever, know within the first sixty days whether the plan is working. Commitment is directly related to time. The longer you live by a plan, the deeper your sense of commitment. If your boat sinks in the ocean and you start swimming to shore, you shouldn’t give up if you don’t hit the beach within one hour—or even five hours. To survive, you’ve got to be committed to swimming to that beach.

Think of this, and think of Marlboro when you consider altering your marketing plans after a short time. Lest you misunderstand, think about the following list each time you run an ad and get a response that doesn’t meet your expectations.


1. The first time a man looks at an ad, he doesn’t see it.

2. The second time, he doesn’t notice it.

3. The third time, he is conscious of its existence.

4. The fourth time, he faintly remembers having seen it.

5. The fifth time, he reads the ad.

6. The sixth time, he turns up his nose at it.

7. The seventh time, he reads it through and says, “Oh, brother!”

8. The eighth time, he says, “Here’s that confounded thing again!”

9. The ninth time, he wonders whether it amounts to anything.

10. The tenth time, he will ask his neighbor if he has tried it.

11. The eleventh time, he wonders how the advertiser makes it pay.

12. The twelfth time, he thinks it must be a good thing.

13. The thirteenth time, he thinks it might be worth something.

14. The fourteenth time, he remembers that he wanted such a thing for a long time.

15. The fifteenth time, he is tantalized because he cannot afford to buy it.

16. The sixteenth time, he thinks he will buy it someday.

17. The seventeenth time, he makes a memorandum of it.

18. The eighteenth time, he swears at his poverty.

19. The nineteenth time, he counts his money carefully.

20. The twentieth time he sees the ad, he buys the article or instructs his wife to do so.



The preceding was written by one Thomas Smith in London in 1885. So much for commitment. Now let’s talk about another ent word—investment—the second of the sixteen most important secrets of all.

Investment

Marketing and advertising should be considered conservative investments. They are not miracle workers. They are not magic formulas. They are not instant gratifiers. If you don’t recognize that marketing is a conservative investment, you’ll have difficulty committing yourself to a marketing program.

Suppose that you buy a blue-chip stock. If it drops after a few weeks, you don’t sell it. You hold on to it in hopes that its value will increase. And in all likelihood, it will. Such is the nature of a conservative investment. Look at marketing in the same way. If it doesn’t produce instant results, it’s because most marketing doesn’t. If it does produce instant results, excellent—but don’t expect this to happen every time.

Marketing will contribute to slow but steady increases for you. At the end of a year, you’ll be able to say that you’ve invested X dollars in marketing and received X plus Y in sales. Don’t expect marketing to suddenly double your sales. Although that has happened, it is unusual. Recognizing this, you’ll feel good about making a conservative investment in marketing the next year and the year after that. If you expect more from marketing, chances are that you’ll be disappointed. If you expect only that, chances are that you’ll be gratified. And successful.

Here is an example of a nearsighted business decision: I worked with a client who had never engaged in newspaper advertising. We developed a marketing plan for his four eyeglass stores, a creative strategy, and a media plan. We discussed commitment. Then we ran the ads. After four weeks, my client called to tell me that he was dropping the entire advertising program. When I asked why, he told me that he had expected his sales to at least double by this time. He admitted that I had explained that advertising does not work this way. But he said that he didn’t want to spend money on an expense that didn’t produce instant sales. I told him that although it might feel like an expense in the pit of his tummy, it’s really an investment.

I wish I had informed him even more emphatically that his advertising expenditure was a really conservative investment. Perhaps he would have better understood its powers—and limitations. But instead, he dropped the plan and lost his money. He didn’t understand the investment concept. He was expecting miracles, instant results, dramatic changes. Marketing does not work that way. Don’t expect it to. Don’t lose money because of it. Whenever you spend one dime for any type of marketing, use the term investing to describe your expenditure. By investing your money in marketing, you’ll earn more money than by spending your money in marketing. See the difference?

Consistent

The third major marketing secret is to make your marketing consistent. Don’t change media. Don’t change messages. Don’t vary your graphic format. Change your offers and headlines and even your prices, if you wish, but do not change your identity. Don’t drop out of the public eye for long periods. When you are ready to market your product or service, be prepared to put the word out consistently. Consistently means regularly—and for a goodly period of time. It means that instead of running a couple of large newspaper ads once every few months, you’ll run smaller newspaper ads and run them frequently. Instead of airing fifty-five radio commercials in one week every few months, run twelve radio commercials per week every week. You can even drop out of sight one week out of four. As long as you are a consistent marketer, you can pull out of the media for brief periods.

Consistency breeds familiarity, familiarity breeds confidence, and confidence breeds sales. If your products or services are of sufficient quality, your confidence in your offering, more than any other attribute, will attract buyers.

Confident

Actually, the fourth secret is to make prospects confident in your offering. Confidence is extremely important to you—more important than quality, than selection, than price, than service. Confidence will be your ally. And commitment, as proven by consistent marketing, will breed confidence.

I have a retail furniture client who has been with me more than forty years. When she first began to market her product, she spent a fortune advertising on television. Could she afford it? Of course not. But she believed that television was her key to success. With the number of dollars she had to invest, television was her key to doom because she could afford to run only two commercials per week, even though they were on the highest-rated show at the time. Ratings are virtually meaningless with only two spots a week. It doesn’t take a guerrilla to know that one can’t expect TV to produce profits with so few commercials. Today, my client runs lots of commercials on local cable TV, investing only a tiny portion of her marketing budget and enjoying exceptionally gratifying profits as a result. We’ll discuss TV in greater detail later, but for now, suffice it to say that unless you can use a medium effectively, you shouldn’t use it at all.

My client was able to salvage her business from her disastrous TV experience. When she met with me, we talked about commitment, investment, and consistency. We talked about the other guerrilla secrets as well. Since that day, she has run a tiny ad in the newspaper every Sunday, and her sales have continued to rise. She dramatically increased her sales without increasing her marketing investment as a percentage of her gross revenue. It happened over a period of several years. Her store has quadrupled in size, and her profits have followed suit. As I mentioned, she’s also back on television—running ten commercials per day, two weeks out of every four. The key to her glittering success was consistent advertising. She calls her Sunday newspaper ad, now not so tiny, her “meal ticket.” And she’s right. She tells me that most people who come into her store say that they’ve seen the original ad. You’d find that difficult to believe if you saw the small size of the original ad, but you’d find it easy to believe if you knew that she’s been running that and similar ads in the same newspaper in the same section on the same day for years. People are familiar with her operation. They’re confident in her offerings. And they buy from her.

Patient

She is committed. She sees her marketing as an investment. She is consistent and patient. And she has since added a multitude of weapons to her marketing arsenal.




Assortment

This assortment of weapons generates many new, higher-than-projected profits for her. The wider the assortment of weapons in your marketing arsenal, the wider the grin on your face when you review your financial statements.

Does my client send follow-up mailings to all her customers? Of course she does. She has learned that marketing doesn’t end with the sale.

Subsequent

It’s the marketing done subsequent to the sale that leads to the juicy profits. It costs six times more to sell a product or a service to a new customer than it does to an existing customer. My client always mails to existing customers, and she benefits from the repeat sales, which are the inevitable payoff.

Convenient

Her store is known as a very convenient place for buying. It’s open seven days a week. Hours are extended for the convenience of her customers—not for her own convenience. She has a fascinating Web site. She accepts every credit card under the sun. She takes checks, arranges partial-payment plans, delivers, installs, and is accessible twenty-four hours a day via voicemail, email, and fax. And parking is convenient.

Amazement

Although she takes much of her business for granted, she knows that her marketing must amaze people. So her marketing mentions that her custom-designed furniture is available at factory-direct prices because she has her own factory. The prices are amazing, and so is the homemade touch. It enables her to custom-design furniture and offer it at an off-the-floor price. This element of amazement attracts attention to her ads.

Measurement

Most amazing of all, she has doubled the effectiveness of all her marketing! How did she do such a wondrous thing? The answer is measurement, as if you didn’t know. She measured the effectiveness of all her marketing, asking people where they first heard of her. In this way, she was able to eliminate the weapons and newspapers that weren’t pulling their weight, and she doubled those that gave her the biggest bang for her bucks. The result: a doubling of her profits. The reason: measurement (also called sourcing by those in the know).

Involvement

One of the most delightful daily aspects of her showroom is the return of satisfied customers, who are always treated warmly and helpfully. There is a powerful feeling of involvement, the eleventh secret, between these people and the business. The business proves that it’s involved with customers by means of its continual follow-up: sending mailers, inviting customers to private sales, offering a selection tailored to their needs, providing a helpful Web site for them, and being especially nice to them, almost always remembering their names. The customers prove that they’re involved by coming back several times during the year to see what’s available for their homes and usually finding something to buy. They prove it by referring the store to their friends and frequently bringing friends in tow when they’re making a shopping foray. They show their involvement by providing testimonials and by completing questionnaires.

Dependent

My client does not see herself as a free-standing, self-contained, independent business owner. She instead views herself as quite dependent on her manufacturing business, her suppliers, on nearby furniture showrooms carrying noncompeting lines, on the media that alert her to special opportunities and open their minds to bartering time and space for a comfy sofa or two, and on competitors from distant places, with whom she trades war stories and chronicles successes during trade shows. These people are, in turn, dependent on her for information, business, and referrals. Everybody is learning that the more dependent they are, the higher their profits will be. Dependency is another guerrilla secret. Many small-business owners view themselves as independent souls, but guerrillas know that power comes from teamwork more than from rugged individualism.

When the first edition of this book was published, my client knew as much about computers as I know about what you ate for dinner last night. But today, her computer is an integral part of her business, enabling her to boost her profits while cutting down on her marketing expenses.

Armament

Dictionaries describe the equipment necessary to wage and win battles as armament. The armament of the guerrilla is technology. Armament is your computer, your online presence, your cellphone, your pager, your electronic connections within your business and within the entire world, voicemail, fax machines, and wireless connections to delivery vans. Within your factory, it also means equipment that allows you to produce more and better for less and with less. You can now create all these marketing weapons with an inexpensive desktop publishing system. The list is long and imaginative,
lethal to those who deign to compete, regardless of their size and bankroll.

Consent

At this point, I want to call your attention again to that relatively new phrase in the dictionary. That term is opt in, and it means voluntarily open to receiving new information about a topic or a company. These days, it is almost impossible to make a sale with an ad. So the best ads and the best marketing simply attempt to gain people’s consent to hear from you. Your job is to broaden that consent and then to make the sale. Remember the woman from Chapter 1 who successfully markets her summer camp by going after consent with her video, then broadening that consent until it leads to an in-home consultation. Web sites around the globe are aiming to gain consent, to widen that consent until it paves the way to a completed sale. The more you realize that, the less frustrated you will be with marketing, and the better it will work for you.

Content

The fifteenth secret—content — reminds you that consumers are savvier than ever and less prone to be won over by special effects and razzle-dazzle. They know the difference between style and substance. Although they may be attracted by style, they pull out their credit cards and write their checks for substance. The content of your offer—the real meat and potatoes that you offer—will win their hearts and their business. Like Clara Peller, the elderly woman in the old Wendy’s TV spots, the real money comes into your life when you can answer her famous question, “Where’s the beef?” You can pile on the lettuce and tomatoes and special sauce,
but people are looking for the beef, the content that you offer. If it’s not there, people will look elsewhere, just as you would.

Augment

And finally, the sixteenth secret nudges you in the ribs with its elbow when you’re sitting back thinking that your job is all over. Keep in mind that your competitors are getting smarter every single day. So your real job is to augment your marketing attack. Strengthen your plan. Beef up your Web site. Add a few more weapons to your arsenal. Add more fusion-marketing partners. Try to earn more profits from your marketing investment. Marketing is changing daily. What new tactics and techniques might you use to get a louder bang for a smaller buck?

These sixteen secrets—as embodied by sixteen words—are the most valuable secrets you’ll learn in this book. They are also extremely difficult rules to follow.

Your friends, employees, coworkers, partners, family, and suppliers may advise you to change your marketing plan when they don’t see instant results. These same well-meaning people will question a marketing program that does not produce a dramatic increase in sales over a short period of time. And they’ll be the first to tire of your marketing, to become bored with your ads or commercials. But your customers won’t feel this way. They’ll go through the process of developing confidence in your offering, and you should do everything in your power not to undermine that process.
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