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      A Sundae?


      Maybe this is familiar. It is to me, anyway:

      You go to a marketing meeting. There’s a presentation from the new Internet-marketing guy. He’s brought a fancy (and expensive)
         blogging consultant with him. She starts talking about how blogs and the “Web 2.0 social media infrastructure” are just waiting
         for your company to dive in. “Try this stuff,” she seems to be saying, “and the rest of your competitive/structural/profit
         issues will disappear.”
      

      In the last ten years, the Internet and radical changes in media have provided marketers everywhere with a toolbox that allows
         them to capture attention with seemingly little effort, planning, or cash. Six years after the dot-com boom, there are more
         Web sites, more e-mail users, and more viral ideas, online and offline, than ever before. There are hundreds of cable TV networks
         and thousands of online radio stations. Not to mention street marketing, e-mail marketing, and MySpace.
      

Corporations, political parties, nonprofits, job seekers, and yes, even people looking for love, are all scrambling around,
         trying to exploit the power of these new tools. People treat the New Marketing like a kid with a twenty-dollar bill at an
         ice cream parlor. They keep wanting to add more stuff—more candy bits and sprinkles and cream and cherries. The dream is simple:
         “If we can just add enough of [today’s hot topping], everything will take care of itself.”
      

      Most of the time, despite all the hype, organizations fail when they try to use this scattershot approach. They fail to get
         buzz or traffic or noise or sales. Organizations don’t fail because the Web and the New Marketing don’t work. They fail because
         the Web and the New Marketing work only when applied to the right organization. New Media makes a promise to the consumer.
         If the organization is unable to keep that promise, then it fails.
      

      New Marketing—whipped cream and a cherry on top—isn’t magical. What’s magical is what happens when an organization uses the
         New Marketing to become something it never used to be—it’s not just the marketing that’s transformed, but the entire organization.
         Just as technology propelled certain organizations through the Industrial Revolution, this new kind of marketing is driving
         the right organizations through the digital revolution.
      

      You can become the right organization. You can align your organization from the bottom up to sync with New Marketing, and you can transform
         your organization into one that thrives on the new rules.
      





   
      For Natalie

   

      A Meatball Sundae

      Messy, disgusting, ineffective. The result of combining two perfectly good items that don’t go well together.

      The meatballs are the basic staples, the things that people need, the stuff that used to be marketed quite effectively with
         TV ads and other mass-market techniques.
      

      The topping is the New Marketing. MySpace, Web sites, YouTube, permission marketing, and viral techniques are all part of
         the magic that makes up the top of the sundae.
      

      It’s not an accident that almost all the brands, products, and careers that have succeeded with New Marketing are brand-new
         and fresh. The New Marketing demands more than a meatball. It insists on a reinvention of the entire organization and the
         products it creates. Marketing is now about a lot more than just the yodeling. It’s about the entire package. What you say
         as much as how you say it. New Marketing is our future. Unfortunately, it doesn’t work so well with meatballs.
      





 

 

1964

      My best advice: Make average stuff for average people. Get retail shelf space. Use every penny you’ve got left to buy TV time. Sell as much
         as you can. Repeat with a different product.
      

      2010

      My best advice: Realize that most businesses are still living in 1964. Time to get in sync with the New Marketing.
      



      Executive Summary

      What business are you in?

      Marketing determines the answer to that, and marketing just changed.

      1. For a century, successful organizations have been built around traditional marketing tactics. Marketing was an expensive
         investment, but it was worth it. Take an average product for average people and spend enough money promoting it, and you were
         likely to make a significant profit. TV was a miracle worker, and the secrets to leveraging the miracle were an efficient
         factory, consistent products, and the willingness to spend money to tell people about those products.
      

      2. The New Marketing has really shaken up traditional marketers. First, excessive clutter and dozens of new media alternatives
         have ended the guaranteed effectiveness of television. Just as the old rules were changing, new techniques—ranging from Web sites to Google ads to digital word of
         mouth—came along and picked up the slack. To a traditional marketer, an effective New Marketing technique is an even better
         miracle than TV. Very fast results at almost no cost!
      

      3. But the New Marketing doesn’t work for everyone, and it doesn’t work as well as some would like. The question marketing
         consultants are asked all the time is, “But how can we make this new stuff work for us?” And there’s frustration because this is exactly the wrong question.
      

      This is a book about the right question. Not “How do we use the cool new tools to support our existing structure” but “How do we become an organization
         that thrives because of the New Marketing?”
      

      The wrong question is, “How do we use this New Marketing to maintain business as usual?” The right question is, “If we’re
         not growing the way we’d like to, how can our business itself be altered?”
      

      Ask not what the New Marketing can do for you.

      Ask what you can do to thrive with the New Marketing.

      Successful organizations got that way by leveraging what worked. They built factories and gave people (and the media) what they wanted, in quantity. Average stuff for average people, delivered straight from the store to you. I call this
         a meatball, a commodity, a branded item of little differentiation and decent quality. We’ve always needed meatballs. Call them staples
         or commodities or the basic building blocks of civilized society, but we need them advertised, and we need them in quantity.
      

      Yes, you can still sell plenty of meatballs, but if you’re in the meatball business, bad news looms. The media you depended
         on to sell average stuff to average people is fading. Network TV, newspapers, telemarketing, and cold-calling are all in trouble.
         Tactics from the New Marketing are taking the juice out of the Old Marketing, without completely replacing it. Traditional
         organizations can’t thrive if they rely on the New Marketing to do their Old Marketing for them.
      

      So, we’re at a crossroads. Down one path is ever-increasing frustration as harried marketing VPs are challenged to use some
         of that New Marketing “Internet stuff” to prop up traditional organizations. Down the other path are nimble, intelligent
         organizations that are poised and prepared, ready to be propelled by the fresh tactics of the New Marketing.
      

      The New Marketing is lousy at selling meatballs. Today, growth comes from an integrated approach, one that combines the New Marketing tactics with fundamentally different products and services.
      

      Are you stuck with meatballs? Everyone knows how to make and market a meatball. That approach appears safe and straightforward,
         but it doesn’t lead to growth anymore. You can’t grow with meatballs because they’re ubiquitous. The New Marketing is whipped
         cream and a cherry, a collection of techniques that offer huge payoffs—but the New Marketing works only for organizations
         that can get in alignment, stop making meatballs, and start making something that goes very well indeed with hot fudge and
         marshmallow sauce.
      


      Fourteen trends are completely remaking what it means to be a marketer. And while these trends are transforming organizations
         that have the right products and the right approaches, they are crippling the organizations that are stuck with nothing but
         meatballs. Once again, marketing is transforming what we make and how we make it.
      





   

      Shortcuts

      What am I, stupid?

      You would think I’d learn a lesson. My short books sell much better than my long ones. So why not make this book really short?
         Two reasons. First, because there’s a lot of juicy stuff here, tactics you can use right now, stories that can inspire change.
         Second, because I’m asking a lot out of you once you’re finished reading.
      

      Business as usual isn’t working anymore.

      If I’m going to ask you to radically change the strategy you’re using to support your marketing, I need to lay out enough
         information to make it easy for you to sell yourself (and your peers) on taking action.
      

      The Internet has taught us all to read paragraphs, not chapters, to look for quick hits of insight and then to surf on. This
         book is formatted to support that approach to acquiring information.
      

      You can read this book in ten minutes. Or you can take two hours or even a few days. Up to you. If you want to know what it’s
         about, just read the executive summary. If you want the high points, jump from one boxed item to another. Or, if you want
         to dive in deep, grab a pen, scribble in the margins, and start right here.
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      THINKING ABOUT THE MEATBALL SUNDAE








      
      

      
      
      Before, During, and After

      
      Before Advertising, there were hundreds of thousands of companies. And all of them looked the same. They were small and local, and they built
         things by hand. Most of these companies failed to make the transition to the next era. They underinvested in marketing and
         weren’t willing to shift gears from bespoke to mass.
      

      
      This was the blacksmith or the local general store. This was a traveling musician or the local physician. Sure, there are
         a few left, but it’s not a particularly sexy way to make a living.
      

      
      During Advertising, companies looked the way most of them look today. They made average products for average people, advertised heavily, and
         created in bulk.
      

      
      Imagine Tesco or Marks & Spencer. Consider the Red Cross or your local health insurance giant. All are large organizations designed to work well with the masses. This is the sort of organization that investors invest in, that CEOs
         yearn to run.
      

      
      Why are we so quick to imagine that most of the companies that work so well with mass (mass marketing, mass markets—the DA
         era) will seamlessly transition to the After Advertising (AA) regime?
      

      
      After Advertising, organizations will look as much like the DA companies as the DA companies resembled those from the BA era. In other words,
         not very much.
      

      
      It’s human nature to imagine that the future will be just like the present, but with cooler uniforms and flying cars. That’s
         not what’s happening. Instead, the landscape of tomorrow (and the day after tomorrow) is fundamentally changed from the environment
         that drove commerce and organizations for the last hundred years.
      

      
      The organization you work for today was almost certainly invented and optimized and evolved to work perfectly in a world of
         retailers, media ad buys, local factories, and commodity products.
      

      
      When those things are altered forever, what will happen to you?

      
      
      
      The Foundations of the New Marketing

      
      The New Marketing isn’t a single event or Web site or technology. It’s based on a combination of more than a dozen trends,
         each of which is changing the way ideas are perceived and spread. Here are the trends I’ll be referring to throughout the
         book:
      

      
      • Direct communication and commerce between producers and consumers

      
      • Amplification of the voice of the consumer and independent authorities

      
      • The need for an authentic story as the number of sources increases

      
      • Extremely short attention spans due to clutter

      
      • The Long Tail

      
      • Outsourcing

      
      • Google and the dicing of everything

      
      • Infinite channels of communication

      
      
      • Direct communication and commerce between consumers and consumers

      
      • The shifts in scarcity and abundance

      
      • The triumph of big ideas

      
      • The shift from “how many” to “who”

      
      • The wealthy are like us

      
      • New gatekeepers, no gatekeepers

      
      I define Old Marketing as the act of interrupting masses of people with ads about average products. Masses of people could be processed quickly
         and cheaply, and some would respond to your message and become customers. The key drivers of this approach were a scarcity
         of choice and a large resource of cheap attention.
      

      
      New Marketing leverages scarce attention and creates interactions among communities with similar interests. New Marketing treats every
         interaction, product, service, and side effect as a form of media. Marketers do this by telling stories, creating remarkable
         products, and gaining permission to deliver messages directly to interested people.
      

      
      New Marketing treats every interaction, product, service, and side effect as a form of media.



      
      
      
      We Make What We Can Sell

      
      It’s always been this way: Organizations match the medium.

      
      In 1984, I went to Toy Fair for the first time. Toy Fair is an annual convention for the toy industry, and in those days (back
         when there were actual toy stores), every major toy company and every major toy buyer attended. In secret meetings with toy
         buyers, the toy companies would show off the lineup for the coming year. Here’s the thing: Toy Fair was in February, nine months before the Christmas shopping season. Why such a long lead time? Because the toy companies didn’t show off the toys. They
         showed off the commercials. The commercials that got the best reception led to toys getting made; the rest were canceled.
      

      
      In the U.S.A., if you buy a pair of chinos from L.L. Bean, drag them behind your car for a few hundred miles, pour grape juice
         on them, and then cut them with scissors, you can send them back to the store for a full refund. Why on earth would L. L.
         Bean have a policy that allows such abuse?
      

      
      Even worse: Hundreds of people a year visit a Sears store, buy a roomful of furniture, throw a party, and return the beer-stained furniture the next day for a full refund. Sears doesn’t like it, but it’s part of doing business.
         Why?
      

      
      In 1912, L. L. Bean started his mail-order business by mailing a circular to men in Maine who had hunting licenses. What Bean
         discovered early on was this: While mail order saved him money on rent, people were hesitant to buy something unknown and
         untouched. As a result, Bean put a substantial portion of the money he saved on rent into customer service and his guarantee.
         He realized that this investment enabled his business to grow.
      

      
      Sears understood the same thing. As they rolled out their dry goods offerings via catalog, they discovered that they could
         sell just about anything (even houses) if they offered a guarantee that people believed in.
      

      
      The lesson isn’t that every mail-order business needs a guarantee. The lesson is that specific marketing models require specific
         organizational models to back them up. Which comes first? You find an organizational model that will take advantage of the
         marketing tools available to you.
      

      
      Microsoft built its monopoly on two pillars. The first was a relationship with the companies that made the computers. The
         hardware companies decided which operating systems were installed on their machines. Courting IBM—and then Dell and others—ensured Microsoft’s dominance. As long as the people who made the computers chose to install Microsoft’s operating
         system, Windows would dominate and Microsoft would win.
      

      
      The second pillar was an army of tens of thousands of independent consultants, VARs, and professionals whom Microsoft trained
         and catered to. Smart management realized that all Microsoft had to do for twenty years was to support one pillar or the other.
         When both pillars were fully supported, Microsoft won.
      

      
      Microsoft’s focus on computer companies and VARs is marketing, the same way an L. L. Bean catalog is marketing, the same way
         a TV commercial is marketing.
      

      
      Business growth doesn’t come from your factory; instead, it comes from satisfying the people who can best leverage your ideas.
         From Microsoft to Bullwinkle, there are centuries of data that confirm one big idea: We make what we can sell.
      

      
      What do marketers do?

      
      We spread ideas.

      
      We tell stories people want to hear and believe.

      
      We translate emotion into action.

      
      We close the sale.

      
      We make things people want to buy.

      
      
      We use the best available medium to reach the right people at the right time.

      
      Marketers run things. They always have. Sometimes, though, the people running things don’t realize that they are marketers.

      
      When Geico changed the structure of its life insurance to make it easier to sell by phone, they were making a marketing decision.
         The change involved the entire structure of the organization, but it was done to take advantage of a particular market opportunity.
         Geico’s new structure easily supports an annual ad budget of half a billion dollars at the same time that they offer the lowest
         prices in most markets. Geico doesn’t gain market share because they spend a lot on advertising. They gain market share because
         the marketing is integral to their organization.
      

      
      When Microsoft engineers choose the chipset for a new operating system or make critical decisions about the compatibility
         of an upgrade to a mail server, they are making a marketing decision.
      

      
      And when Quaker Oats tested a commercial before they made the cereal, they were making a marketing decision as well.

      
      
      
      Marketing Tools That Work

      
      Entire industries have been built around effective marketing tools. TV ads, for example, require factories to make items in
         sufficient quantity to pay for the commercials. They require shelf space, so that when hordes of people go to the store to
         buy the advertised item, it’s there. And they require average products for average people because TV reaches everyone.
      

      
      Compare this to direct mail. Direct mail permits specialty retailers to thrive in a way that they never could if they were
         stuck in a strip mall. Direct mail hates products that appeal to everyone. Direct mail can’t afford to go to everyone. It
         needs to be sent directly to just the right people, on just the right day. Direct mail requires teams of people to answer
         the phone in the middle of the night. It requires a sales force far more trained than a retailer’s. And it requires low inventory,
         because it’s too expensive to keep the warehouse full of an item that’s not selling.
      

      
      For a long time, the interruption tools available to marketers were fairly limited. You could interrupt people with advertising
         (in newspapers, radio, television, etc.). You could hire a sales force. You could develop packaging that stood out. Not only were your choices limited, but most of the tools had been around for a generation or more. Your business was
         based on running TV ads or handing DJs’ payola. Your organization had a sales force; it always had and it always would. Or
         you didn’t have a sales force, because you relied on a rep firm. Your chain of retail outlets was the backbone of your organization,
         or your phone team was, or your distributors were.
      

      
      Once you had a set of marketing tools, the organization got in line. You made what you could sell, and you sold what you could
         market.
      

      
      A week after I got to college, I signed up to be a sales rep for the Harvest Journal, a magazine you’ve never heard of. Though it was only 1978, the editors were publishing a New Age magazine, a literary journal
         about a new era. My foggy recollection is that the articles were pretty good, and the printing quality was excellent. My job
         was to ride the Boston subway system, stopping at just about every stop and selling ads, door to door. I wasn’t just a sales
         rep. I was pretty much the entire marketing department.
      

      
      Five months later, I hadn’t sold a single ad. (I almost sold a one-eighth-page ad to Buzzy’s Sirloin Pit. I was so desperate,
         I offered to rebate my commission just so I could have a sale.) Because I didn’t sell any ads, the magazine folded.
      

      
      Obviously.

      
      
      Wait. Not so obvious. The magazine didn’t fold because the editorial staff couldn’t write good articles or because people
         didn’t want to read it. It folded because the real target customers (the advertisers) weren’t persuaded by the marketing (me)
         to support the magazine. The Harvest Journal was out of sync with its market (the advertisers) and the method of reaching that market (me).
      

      
      We make what people buy. If it doesn’t sell, it doesn’t get made.

      
      A year or two later, I started a snack service. The idea: Hire college students to walk up and down the corridors of the dorms,
         yodeling “Bagels,” pronouncing the word as if it had four or five syllables. For a dollar, you got a bagel and a little foil
         package of cream cheese. We bought our supplies (in big black-plastic garbage bags) for about ten cents each and paid the
         students a commission of a quarter for every bagel sold.
      

      
      We sold a lot of bagels. Tens of thousands of them.

      
      Was it the bagels? Of course not. They were ordinary bagels. What made the business work was the alignment of our customers,
         our sales force, and our distribution method. Nine P.M. at Tufts University was not a good time to get hungry—at least not until we came along.
      

      
      You have probably heard this before, but perhaps never in quite this way: Successful organizations are built around successful marketing tactics. Without the tactics, there’s nothing.
      

      
      
      The One Big Insight

      
      While I hope that there are a bunch of interesting ideas inside this book, there’s exactly one big insight. You just read
         it, but it’s worth repeating:
      

      
      New Marketing favors some approaches over others.

      
      Some tactics, products, services, organizations, distribution models, and stories work better with New Marketing than others
         do.
      

      
      So what?

      
      So why would you want to use the wrong tactics with the right techniques? Or vice versa?

      
      Avoid compromise. In a world of choice, no one picks something that is good enough. In a world of networks, few pick the isolated.
         In a transparent world, people avoid the deceitful.
      

      
      If the organizations of yesterday were optimized around the advertising, selling, and retail tools of that era, what happens
         now?
      

      
      The New Marketing doesn’t demand better marketing. It demands better products, better services, and better organizations.

      
      
      
      Is It All About the Yodeling?

      
      Here’s what happened while you were busy doing your job: The basic tactics of spreading ideas about your products (yodeling
         college students, billboards, radio ads, and commissioned salespeople) started to evolve. Slowly at frst, but then faster
         and faster. Innovations have not only created new ways to spread ideas, but have also made some of the old ways far less effective.
      

      
      At the same time that there are whole new ways to market, the tactics of building a business haven’t caught up yet. Marketers
         are trying to play a new game, but their coworkers are still busy playing the old one.
      

      
      If marketing is at the core of every organization, and marketing is different, then the organization that surrounds it must
         respond. Marketing doesn’t support the organization. The organization supports marketing.
      

      
      Nearly ten years ago, in 1999, Procter & Gamble made a huge bet on customized cosmetics. The idea behind Reflect, its line
         of makeup, was that any woman could formulate her own specific kind of makeup. P&G offered more than fifty thousand combinations
         of lotions and potions for every complexion. P&G had sneak previews and offered regular users free trials.
      

      
      In order to make Reflect work, P&G built an extraordinary multimillion-dollar factory. It was capable of turning out thousands
         of cases of cosmetics a day, each customized via a direct connection to the user via the Internet.
      

      
      In 2005, after six years of losses, P&G shut down Reflect.

      
      What went wrong? Certainly there were plenty of women online, and more every day. And online shopping was all the rage, with
         billions spent on everything from handbags to books.
      

      
      Reflect failed for a simple reason. It failed because it was run by P&G. America’s greatest marketer, the king of advertising
         and in-store displays, tried to build a mass-market business on top of a micromarket platform. They overstaffed, overplanned,
         overbuilt, and demanded that consumers respond in a way they expected. P&G jumped in with both feet, swallowing the hype of
         the moment, and it cost them a fortune.
      



OEBPS/images/9780748129263.jpg
MEATBALL
SUNDAE

Seth Godin





