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          Introduction
        
      

      When you set foot on the floor of a well-run martial arts school, thereʼs usually someone who can give you a brief tour, give you an idea of what you might learn, and perhaps get you started with an introductory class. As a white belt, as a beginner, your mind is totally open to new ideas, untainted by dogma or doctrine. During the course of your white belt training in a well-run school, you learn all of the basics and foundations of the new martial system. In subsequent belt and grade levels, youʼll dig into each of the topic areas and learn techniques in depth, but the goal of white belt training is to get you involved in the system and see the big picture.

      Wouldnʼt it be nice if the world of marketing was the same as the world of martial
arts? In marketing today, very often youʼre thrown into the job with little or no preparation, few tools, and no clear direction about what youʼre supposed to do except to “market”, whatever that means. In the digital marketing world, this problem is especially prevalent as many people find their way into marketing roles without any marketing training whatsoever. Entrepreneurs also find themselves in this very difficult situation quite frequently, starting from a one person show in a garage or home studio and suddenly needing to attract people to their creations.

      This short guide, then, is your white belt course, your white belt overview to some marketing basics, looking at a collection of tools, ideas, frameworks, and methods, condensed down to the bare minimums that you need as a new marketer. This guide is not and does not pretend to be a comprehensive course in marketing - a local business school or community college can give you that level of depth if you truly need it. Nor is this guide a replacement for experience or deep study - take an MBA course for that.

      What this guide is intended to be, however, is a primer on marketing for the person thrown (un)willingly into a marketing role or the entrepreneur not sure where to start in the world of marketing It does also serve as a handy refresher for many marketing professionals a few years out from their academic experiences, a reminder of the fundamentals. Approach it with the same feeling as a white belt - with an open mind and an open heart!

      After you finish this guide, you should have a better idea of what youʼre supposed to be doing and a more clear sense of where you should be directing your next line of study.

      Gambatte kudasai, as we say in the dojo. Good luck, and keep going!

      
    

  

How To Read This Book
This book is structured exactly like the kind of experience youʼd have at a martial arts dojo, where youʼll be introduced to some main concepts and ideas, followed by practical exercises to try for yourself. It is very much a white belt course in the sense that we’ll look at the basics, but not delve deep into any one area. Weʼll be focusing on four
“elemental” ideas from the Japanese martial art that Iʼve studied, translated into marketing. Each area of focus looks at a particular aspect of marketing and offers some insights into the basics of those areas.
“Earth”: Fundamentals, strategy, and command
From the idea of earth we look at the foundations and fundamentals, the solid ground on which we stand in order to make our marketing programs work.
“Water”: Science, insight, metrics, and measurement
From the cool, calm, collected insights of water we look at understanding how to measure things, how to take a step back and see the big picture, and how to remove common misconceptions about marketing.
“Fire”: Connection, relationship, creativity, content

From the passionate, intense heat of fire we examine the human aspects of marketing as well as understanding networks, relationships, and how things spread quickly like wildfire.
“Wind”: Service, application, doing, making meaningful contributions

All of the planning and learning is for naught unless we actually do something with the knowledge, put it into action, and make it useful. From gentle breezes to fierce gales, we learn to put our plans into motion like the wind.
The fifth element (besides being a wonderfully fun film by Luc Besson) is void, or the seamless, totally appropriate combination of ideas, tactics, and methods as needed and dictated by the situation. When you become proficient at marketing, you approach everything, every client, every challenge from the idea of an empty mind, no pre-conceptions or pre-drawn conclusions to mislead you or your clients, no assumptions that will damage your campaigns the moment they launch.


Chapter 1 : Fundamentals


Basic Business Models for Making Money

At the end of the day, you have to make money in order to pay the bills and stay
in business. Thereʼs no avoiding that reality: somewhere, resources must be provided in order for you to do what you do, whether youʼre a Little League baseball team or a Fortune 50 mega-brand.

In order to make money, you have to provide something in exchange. As marketers, itʼs incumbent on us to understand how our businesses work so that we can
understand where and how we provide value, then help share that value proposition with our customers.
While there are nearly limitless ways to provide value, most business strategies fall into four big categories:
 
	Product. You make something and sell it. This could be your bestselling social media book, clay pottery, aged cheese, whatever. It can be polished goods or raw commodities, but whatever it is, itʼs a thing you sell. In exchange for the goods, you receive money. For most of human history, people made stuff and sold it, and their business fit into this category.

	Reseller. Someone else makes something and you buy it from them, then resell it. Youʼre not actually making anything, but chances are you package up the product or provide additional value-added services for it. For example, Walmart buys stuff from manufacturers and resells it to you. Their value-add is ubiquitous locations from which to buy stuff. Amazon does the same online.

	Service Provider. You do something for someone. Maybe youʼre a virtual assistant, a life coach, an email service provider, a stripper, a hotel, a stock broker, or an enterprise CRM in the cloud. You do something for someone, but donʼt make any tangible good that you can hand over. In exchange for the service you provide, you receive a fee.

	Media. While this could be considered a service, what makes the media model different is that the person youʼre providing a service to isnʼt necessarily the person who is paying you, and youʼre not reselling something else. The word media is derived from Latin and literally means in between. In the media model, you aggregate the attention of an audience and then sell access to that audience, standing between buyers and sellers. Broadcast media, affiliate marketers, bloggers, and social media outlets all fit in this category.


Why are these basic archetypes important? Understanding where youʼre starting
from will lend insight as to where your business can go next and how you as a
marketer can help illuminate your value. Businesses have ways to transform the value they provide, including customization and service. Understanding where youʼre starting from can guide you where you need to go.
Customization is the act of taking something and giving customers the ability to
add or remove things from it based on their needs. How would this look with these archetypes?
 
	Product: You can order an iPad with a variety of different features, then add or
remove apps to suit your needs.

	Reseller: Customization is really hard for resellers because youʼre not making
the products. About the best you can do is package and bundle products together, offering different combinations of other peopleʼs stuff.

	Service Provider: Add or remove services you need or donʼt need. Mobile phone companies have menus of different services that match the size and scope of fast food restaurants these days.

	Media: As an audience member, you can customize the content and delivery you want, and as an advertiser, you can customize which audience you want to interact with.


Service is the act of taking something and providing helpful interaction with your
business. Customer service is most often the basic service use case, but other services like education and training equally apply. How would service apply to the different archetypes?
 
	Product: Obviously, customer service applies to fix broken products, but you can also provide education and training. Apple does this especially well with classes, the Genius Bar, and 1-to-1 training.

	Reseller: Hereʼs where resellers can make their money – teaching people how to
use and get the most out of other peopleʼs products. Stores like Lowes do this especially well, with clinics on how to garden, paint, etc.

	Service Provider: Service can exist on top of service. Blue Sky Factory, as an example, provides software as a service but adds a ton of customer service, strategy, and training on top of its software service.

	Media: Most often, media doesnʼt do much at all in the way of service, which is a critical mistake. Help your audience understand better what is available and how to make the most of the content you create, and help your advertisers be more strategic and effective in leveraging the audience you aggregate. As part of
standing in between two parties, you can help both communicate more
effectively with each other.


Finally, itʼs important to note that few companies are pure plays in any one archetype.
You can make your own products and resell others, or you can make a product and sell a service alongside it. You can be a media outlet and have product to sell directly to your audience. You can be a service provider and resell other services with yours.
The important part isnʼt trying to pigeonhole your business into one category
alone, but to try and understand which archetypes and models drive the most
value for your business. Once you understand your core value propositions, you can be a much more effective marketer for your business.
Exercises - Basic Business Models for Making Money
Exercise 1: Identify what business model aptly describes the business you are in now. If you do not currently have one, try to imagine what your ideal business would be.
Exercise 2: After you have identified the business model you currently provide, identify some form of customization or service you can layer on top of your current model.
Exercise 3: Even if it doesn’t make perfectly logical sense at the moment, try to describe your business using an alternative model. For example, if you sell a product, what would your business look like if it were a reseller?
Marketing Strategy
Strategy is one of the most overused and misused words in business. It encompasses a range of meanings from “why we exist as a business” to “what should we do today”.
Sometimes itʼs even grossly misused to mean just the use of a tool, such as having a
“Twitter strategy” or an “email strategy”. Letʼs clarify, then, what strategy actually means.
In the biggest picture, your organization has a reason for existing. You have something you want to achieve, some way you want to change the world, and thatʼs your mission.
For example, at the company I work for, Blue Sky Factory, our mission is to help you become a better marketer, through effective email and social media marketing. A mission isnʼt a strategy, but it will inform strategy. It will help you make decisions about what choices youʼll make as an organization. For example, if Blue Sky Factory were to consider opening, say, a perfume boutique, doing so would be completely irrelevant to the mission of helping make you a better marketer and thus weʼd reject that option.
Once you know why you exist and what function you need to serve in the world, you have to determine how youʼre going to achieve your mission. This is the domain of strategy: determining what you need to do in order to achieve your mission. At this level, the scope of strategy encompasses the entire organization and organization-wide goals are set, such as revenue targets and market share.
After youʼve established your overall business strategy, itʼs time to decide the strategies for the individual business units and departments in the company. As an analogy, if the overall mission is to build a community to live in, your business strategy is the neighborhood layout. Each department or business unit is a house in the community, and your job is to build the marketing house.
Like any house, before you build, it helps to have a blueprint. This is your marketing strategy, the blueprint by which youʼll build and the way to measure that youʼve accomplished what you set out to accomplish. Once you know what youʼre going to build, itʼs just a matter of putting together the right raw materials, tools, labor, and skills to bring the blueprint to life.
Setting Strategic Goals
The use of email as a way to drive business isnʼt a strategy any more than a hammer is a blueprint. A hammer can, in the right hands with the right accompanying materials, be extremely useful when it comes to working towards building the house in your blueprint, but by itself itʼs merely an inanimate object. In the hands of an untrained individual or an individual with malicious intent, a hammer can be exceptionally dangerous.
With this in mind, one of the first things you must do is establish your overall marketing goals. Setting goals in a vacuum, however, is as dangerous as trying to build a dream house with no blueprint and no idea of what materials or skills you have on hand. To draft that marketing blueprint, set those goals, as effectively as possible, we have to ensure that our marketing goals are in alignment with our business goals.


One of the simplest business goals to measure is net profit. After all, if youʼre not earning money faster than youʼre spending it, youʼre going out of business sooner or later. Thereʼs no way around that. Everything that we do as marketers, as business people, must have a clear line of sight back to net profit, or ultimately itʼs not a priority compared to keeping your business running and your bills paid.
Net profit comes from two gross business buckets: margin (the net profit per unit of action, such as a sale) and volume, or the number of units of action. In turn, margin comes from income and expense. In order to improve your margins, you have to do things like raise price or reduce the cost it takes to produce your goods and services.
Income is generally a product or service development function – someone like a Product Director determines the features, benefits, and pricing of the product. Expense is generally an operational function, finding ways to reduce the costs of your products or services.
Equally in turn, volume comes from audience and action. In order to improve your volume, you have to do things like increase the amount of audience you have and increase the number of actions that audience takes. Action is generally a sales function, whether automated or executed by dedicated sales professionals whose job it is to motivate consumers to buy. Audience is marketingʼs primary function – finding
people to bring into your community and getting them engaged in what you do.
Exercises - Marketing Strategy
Exercise 1: What is the primary end goal your business is trying to achieve? Describe it in 140 characters or less.
Exercise 2: The function of growing audience is marketing’s primary role. What current strategy and tactics bring the most new audience to your business?
Exercise 3: Identify the path clearly, drawn out on a sheet of paper, by which audience members become customers.
The 4 Ps of Marketing
One of the earliest lessons I learned from my master teachers Ken Savage,
Mark Davis and Stephen K. Hayes was that in order to develop wisdom, you need an even
balance of theory and application. Theory provides you with models, frameworks, forms, and methods to learn. Once youʼve gained competency in the basics in their textbook formats, you learn to apply them. You try them out, take them apart, vary them, and see how they work in application. After learning form and variation over a very long period of time, you transmute them both into experience and wisdom.

Martial artists and marketers tend to go wrong in similar ways when it comes to understanding how these two broad concepts work. Some folks think that theory is useless, that all you need to do in order to be effective is just put some gloves on and get into the ring, to wing it and hope. Other folks think that application is just a polite word for chaos and incompetence, deriding its lack of structure and “purity”. Both limited points of view are, of course, are wrong.
Generally speaking, you need to start with theory, with models, with something to hang your hat on. Knowing what a house should look like and how it should function is generally a better place to start than simply nailing together wood beams and hoping it turns into a place to live. So for this week on the blog, weʼre going to look at some of the basic frameworks and ideas that make up marketing theory. Like white belts in the dojo, donʼt expect these frameworks to instantly revolutionize your social media or marketing efforts without extensive application and trial. Like white belts in the dojo, donʼt rush into social media or marketing, hoping youʼll just learn it magically along the way.
Marketing Mix, or the 4 Ps
The most basic framework in marketing is the 4 Ps. Hereʼs how it breaks down:
•Product
•Price
•Place
•Promotion
Letʼs review these basic components:
1. Product. This is the thing that you want to sell to people. It can be a book, a service, even an emotion. Everything that provides value is bundled up in product, from packaging to features & benefits.
The most common mistake made by companies? Attempting to use marketing
to fix a product problem. The bottom line is that if your product sucks, if your product is something that no one wants or needs, you wonʼt develop growth. Yes, youʼll sucker a few people here or there into buying your stuff, but they wonʼt buy again and they wonʼt tell their friends anything positive about you.
2. Price. How much do you sell your product or service for? More broadly, how much value does your product or service deliver?
Pricing is its own science, but one of the key things marketers get wrong is failing
to connect price to value, to the benefit delivered for a price. If, as an example, youʼre trying to sell a financial service, and your price is $1 but your service delivers value of $4 for every $1 spent, then you can raise your price and still deliver value to your customers.
Conversely, if your service costs $1 but delivers 50 cents of value, youʼve got a long death spiral ahead of you. Marketing can slow it down, but youʼre still doomed.
3. Place. Where can someone get your product or service? This is a much trickier question in marketing now than it used to be. In the early days of the industrial revolution, place was simple. You went to a store to buy products. In the information age, place can be virtual.
One area that gets especially murky in marketing (and martial arts! ) is that place also has a time component. Yes, you can market on Twitter or Facebook, but to make your marketing effective, there is also a time in a relationship youʼve built to do that marketing. If you understand place but not time, you still wonʼt get the results you want, even though you may be standing in the same place as a competitor.
4. Promotion. This is the mainstay of marketing, the part that has all the visibility and attention – rightly so, because itʼs the part that generates the most results and the part thatʼs hardest to gain proficiency with. Promotion is telling the right people about your product or serviceʼs very existence so that they can learn more about it and ideally buy it from you.
If you left off promotion, youʼd have a marketing strategy known as “build it and they will come”, assuming that great product in the right place at a fair price will automatically attract qualified buyers. Nothing could be further from the truth in
todayʼs attention-deficit world. Promotion is largely about attention – whose attention should you be getting, and how will you get it? Promotion is the heart and soul of marketing, and the part youʼll have to work hardest at to develop excellence in.
This basic framework, the 4 Ps, is a good place to see the biggest possible picture of your marketing efforts – what youʼll be marketing, where, at what price, and to whom.
Once you understand this, youʼll be ready to dig into individual areas to accentuate strengths and firm up weaknesses.
Exercises - The 4 Ps of Marketing
Exercise 1: Describe briefly the four Ps for your business. Pay careful attention to how easy or hard each P is to identify.
Exercise 2: Of the four Ps, which was the easiest to describe? Why?
Exercise 3: Of the four Ps, which was the hardest to describe? Why?


Chapter 2: Science

Always Be Testing

If thereʼs one piece of advice, one method of marketing that surpasses all others, itʼs simply this: always be testing. One of the greatest mistakes a marketer can make is to assume that things stay the same. Iʼve even heard executives of major corporations and agencies say, “Weʼve tested enough, letʼs just do this” or variations thereof. There is something to be said for just doing it, but itʼs equally important to reject the false choice of test or ship. You can, and should, do both.

Why test? It seems like the ultimate rhetorical question, but itʼs quite a serious one if you want to justify testing as an ongoing activity. There are two fundamental reasons to keep testing even after youʼve gotten statistically valid results: migration and fragmentation.
Migration is when your audience (remember that audience is at the top of your marketing funnel) moves from one place to another. This can happen over a long period of time (MySpace moves to Facebook) or a very short period of time (Q&A folks ditch everything else for Quora). Either way, if your market is moving (and it is, constantly), you will never know if you donʼt test. Whatʼs more, the speed of migrations is faster now than ever before because of the ease of moving from one platform to another.
Sometimes, however, you may be looking at more than a migration – you may be looking at a fragmentation, when your audience simply shatters into many pieces and thereʼs no clear move to an “heir”. MySpace ceded the game largely to Facebook, making it a migration. But when network television became cable television, there was no clear winner. All of ABCʼs audience didnʼt suddenly move to Home Shopping Network – that “Big 3″ audience shattered into a thousand small audiences across many channels. The digital landscape is the same, constantly fragmenting and shattering.
Testing is one of the few ways you can determine a massive change in your
audience. Only through testing different marketing methods, advertising, content, and tactics on a constant basis can you continue to adapt to what your audience is doing.
The greatest danger that testing overcomes isnʼt just a fragmentation or migration, but a relatively slow one. You will notice and know when a rapid migration in your audience happens, or when a medium shatters overnight. Youʼll see massive drops in your analytics and know something is up worth investigating. What kills most corporations,
most dominant players, is a slow migration, a la MySpace or Altavista, where change happens just slowly enough that you never really pay attention to it until itʼs too late. Only testing can help you detect those subtle, small changes that nibble away your audience a percentage point at a time.
What should you test? Thatʼs a fairly easy question to answer. Look at the marketing plan mind map from the previous white belt lesson. Each branch is not only an area of focus, itʼs also a question to be answered with testing. Who is your audience? Test.
What methods should you be using? Test. Where should you be marketing? Test.
How do you test? Simply put, you test design of content, content itself, and the deployment of content.
Design of content doesnʼt alter the message, but does change how we perceive it, how we process it, and how we get it into our heads. You test psychological and design elements, such as colors, shapes, contrast, geometry, symmetry, etc. Check out Design Basics for Creative Results by Brian Peterson as an excellent primer on the design of content.
You test the content itself, its value and message. Test whether you should include more or less information, approach from different angles and opinions, test long form or short form. Test offers or no offers, different calls to action, different voices and views.
When you test content, you are testing the message itself.
Finally, you test the deployment of content. Again, deployment doesnʼt affect what the contentʼs value is or how we process it. Instead, deployment focuses on how the content even gets to us. What channels do you deliver it in? On the side of a bus is significantly different than a web page. Test time of day you deliver content, day of week, who you send it to, how frequently you send it.
The ground underneath your current marketing can shift in a minute. Unless you are constantly testing that ground, it could very well vanish and you might not know until your profits vanish from a withered funnel. Always be testing!
Exercises - Always Be Testing
Exercise 1. Draw out your marketing funnel on a sheet of paper. Identify each stage clearly, and then next to your funnel, indicate whether or not you have done any testing of your marketing in that stage.
Exercise 2. Identify the part of your funnel that is weakest, then determine 3 different items you can test in that stage.
Exercise 3. Identify the part of your funnel that is strongest and performing best, then determine 3 items you can test in that stage.
Marketing Funnels
If thereʼs a more time-honored concept in marketing than the funnel, I donʼt know what it is. There are more variations on the marketing funnel than virtually any other model as well. The marketing funnel is elegantly simple: illustrate the different stages that
people go through to become customers. Most marketing funnels are based off the 1898 AIDA concept promoted by St. Elmo Lewis.
The AIDA funnel has four basic stages:
 
	Awareness, when someone becomes aware of your product or service.

	Interest, when someone becomes interested in learning more about your product or service.

	Desire, when someone wants to buy from you.

	Action, when someone buys something.


The tricky part of Lewisʼ AIDA model is that it expresses verbs or actions that someone takes, which makes it difficult to measure effectively. If you make a funnel of the
nouns that are implied by Lewis, you get something like this: Audience: the number of people you have access to that are potentially qualified to buy your stuff. For example, if you sell college textbooks, there wonʼt be that many folks under the age of 16 interested in your wares.
Audience becomes aware of you and turn into…
Prospects: the number of people who identify themselves as being in the market sooner or later for your goods and services. For example, these are the people who follow you on Twitter and visit your web site from an organic search query. They are self-identifying as people who want to hear what you have to say. Theyʼre shoppers, shopping for what you have to offer.
Prospects become interested in you and become…
Leads: the people who raise their hand and engage you to begin the purchase process.
This might be something as casual as signing up for an email list or as dedicated as filling up a shopping cart (real or virtual) with stuff.
Leads express their desire and take action to become…
Customers: the people who choose to give you their money in exchange for your goods and services.

One area where Lewis falls flat is what happens after someone becomes a customer.Enthralled with your fine quality and wonderful service, they become repeat customers, and more importantly, join your marketing team as…
Evangelists: your unpaid marketing force that refers people to you and canʼt stop talking about you in a positive way.
By identifying the nouns, the people, in Lewisʼ model, we have something to measure
a little more objectively and cleanly. You can now take all of the data and analytics information you have access to and start putting it in buckets that you can measure. For example, you can use Google Ad Planner, Facebook ads, and social media monitoring tools to identify audience pools, then plug in Google Analytics traffic data for your prospects, the people who stopped by. Turn on goal and conversion tracking in Analytics and you can measure leads. Depending on your business model, you might even be able to track sales, but if not, your CRM will measure sales and customers.
Youʼll then head back to Analytics to measure your evangelists, as well as social media.
Donʼt throw Lewisʼ model away, however! It still provides tremendous value.
Something that Ken Savage, owner and head instructor of Winchendon Martial Arts, admonishes us frequently is that if part of a technique is failing, head back to the
previous step and fix what you broke there, since mistakes tend to cascade. By keeping Lewisʼ verbs in place, you know exactly what actions your audience are or are not taking, and can take appropriate steps to fix them.
For example, if prospects are not becoming leads, they are not expressing interest in you. Why is that? Is there a conversion mechanism on your site thatʼs broken? Is there an unclear or absent call to action? By keeping the verbs around, you can diagnose what actions arenʼt happening and repair them quickly to get people moving through the funnel smoothly again.
Finally, keep in mind that these funnels are only examples. If your business operates differently or has different goals in mind, you can draw your own funnel using this structure. As long as you can ensure that each stage can be accurately measured, nearly any funnel model can work for you. The basic template is: Bucket of people
take an action to move into the next
Bucket of people
take an action to move into the next
Bucket of people
etc.
Draw that out, assign metrics and tools to each bucket, and youʼve got a marketing funnel that will work for your specific business.
Exercises - Marketing Funnel
Exercise 1. Draw your marketing funnel, stage by stage.
Exercise 2. Identify quantifiable metrics for each stage.
Exercise 3. Identify which stage is weakest and which stage is strongest.
The SWOT Analysis
For the past 40 years, strategists have used a model created by Albert Humphrey of Stanford University called SWOT to determine how achievable a business objective is.
SWOT stands for Strengths, Weaknesses, Opportunities, and Threats.
SWOT is a deeper analysis than it first appears when itʼs explained to you. It can be a powerful tool for understanding your business, your marketing, and your overall strategy for any given objective, whether itʼs dominating Twitter in your niche or cornering the market in your industry. Letʼs walk through each of the components.
First, SWOT is broken up into two categories, internal characteristics and external
factors. Strengths and weaknesses are internal characteristics of your company or team that give you advantages or disadvantages. Understanding this half of SWOT alone can do wonders for your business, as it requires a great deal of mental flexibility.
Any attribute of your company or team can simultaneously be both.
For example, letʼs say your company is a small company. Nimbleness and agility in the marketplace are strengths, but lack of bench depth and resources are its weaknesses.
Or, letʼs say your company has chosen an intern to run your Twitter account. The strength of this approach is very low cost, but the weakness is that the intern probably has no idea how to manage your brand.
Internal characteristics are important because they are largely under your control.
You can enhance a strength or mitigate a weakness by your choices. If you feel, for example, that a mobile strategy is an important area that is currently a weakness, you can train or hire someone with that skill set and make it a strength, an internal characteristic of your organization.
The second half of SWOT is a look at opportunities and threats. These are external factors that are probably not going to be in your control (or minimally so) and can impact your ability to achieve your objectives.
Opportunities are external events
or conditions that can give you a market
advantage. For example, if you banked on Foursquare becoming a dominant local marketing channel for your restaurant and became an early adopter, your investment may have paid off. If you foresaw the shift from metal to grunge in the 90s and hired new bands accordingly, you were able to seize the opportunity and profit from it. You had no control over the opportunity itself, but were able to ride the wave.
Conversely, threats are those external events or conditions that can disadvantage you.
For example, the US government completely wiped out the federal student loan market a couple of years ago, making business for student loan companies extremely difficult.
Craigslist has steadily depleted newspapersʼ income by replacing their classified ads revenue with the free or almost-free Craigslist service.

Like strengths and weaknesses, opportunities and threats can simultaneously exist for a company. If you ran a flea market, eBay delivered a swift kick in the shorts to your business, becoming the dominant competitor in your industry and a major threat.
However, it also created the opportunity for you and your vendors to sell to a global audience rather than a local audience. Instead of people looking for stuff for themselves and their houses, now flea markets are crowded with buyers and resellers who sniff out bargains and arbitrage them on eBay.
Conducting a SWOT exercise for yourself, your team, or your company is fairly straightforward. While you can do some very expensive, very complex analysis, the model equally lends itself to sitting down with a few folks, some drinks, and a few sheets of paper (or even a napkin). Letʼs say youʼre a social media consultant sitting down with a client. Youʼd divide up a sheet of paper (or run a mind map, or whatever) into four sections, then talk over each category. Hereʼs an example using a mind map of what a very simple SWOT might look like for a mortgage services company.
Whatʼs often not discussed in SWOT analysis is the connection between the
halves. Understanding your strengths and weaknesses is good and important, as is understanding your marketplace and competitive landscape. The next step after doing the basic analysis is to examine each opportunity and threat and determine how your strengths and weaknesses will impact each item.
For example, letʼs say youʼve identified that you have outstanding customer service as a strength, but at the cost of a lack of scalability. The marketplace shows an opportunity for service-oriented companies to do well on Twitter. When you dig into your analysis to evaluate Twitter as a marketing channel, you recognize that you can capitalize on your service abilities to deliver the same great service on Twitter. However, you also recognize that as your company grows, you simply canʼt scale the number of people needed to manage Twitter for your company. Now you have an idea of how your strengths and weaknesses impact this opportunity.
Another example, letʼs say youʼve identified that you have great technical agility but all of your digital assets are tied up in your nicheʼs SEO. Maybe you make carbolic smoke balls and the government is about to outlaw your core product entirely. You understand the threat, so you need to mitigate your weakness – locking yourself into one brand and product – by diversifying and getting new web sites up and running (and ranking in search engines) very quickly.
Finally, one of the most important areas where people go wrong with SWOT analysis is confusing the internal and external. Iʼve seen MBAs with wonderful degrees from top shelf business schools screw this up royally, so donʼt feel bad if you donʼt quite get it down on the first run. Internal are factors that you have control over.
External are factors you largely donʼt have control over. If youʼve mixed up the two, chances are you just need to rephrase and reframe the external as an internal factor.
For example, letʼs say you think a strength of the company is a #1 keyword ranking in Google. That is clearly an external factor – if Google changes its algorithm, tomorrow you might vanish in the search engine listings. However, what got you to be #1 in Google was a team that can generate great content and solicit links from A-list bloggers to your content. Thatʼs an internal factor, something you have control over, which in turn means itʼs something you can change if the external factors change. If Google rearranges its algorithm and goes from an opportunity to a threat, you can refocus your strengths to mitigate that threat and transform it back to an opportunity.
I hope this explanation of the SWOT analysis is useful to you in your white belt marketing training. SWOT, properly used, can be an incredibly valuable tool in your marketing toolkit for making decisions, setting strategy, and evaluating courses of action.
Exercises - The SWOT Analysis
Exercise 1. Using the template at the end of the book or your own, perform a SWOT
analysis for your business.
Exercise 2. Take either a strength or a weakness and write out how to transform it into its opposing counterpart. Reframe a strength as a weakness or a weakness as a strength.
Exercise 3. Looking externally, identify an opportunity that your reframed weakness from exercise 2 can be used to take advantage of, or identify a threat that your reframed strength must be mitigated against.
Marketing ROI
Pick a term that is bandied about the most but understood the least and chances are it will be ROI, return on investment. Before we go any farther, letʼs say a few things about ROI.

ROI is a financial term with an actual financial formula. There is no substitute for it and there are no factual, intelligent ways to weasel around it. Expressions like “return on influence”, “return on engagement”, and “return on conversation” are largely invented terms by people who donʼt know how to calculate ROI.
That said, ROI is not the ultimate measure of marketing performance. ROI is an objective metric (an endgame metric that tells you if youʼre there yet) only if cost containment is a primary goal for your marketing. If you are in a growth mode with an objective of capturing significant market share, ROI can actually be a hindrance to your marketing efforts because over-focus on it will prevent you from taking short-term losses in exchange for long-term potential gains.
To use a real life example, when your team is on offense in football, your goals are different than when your team is on defense. If your goal is to cover ground (offense) in order to get to the goal line, then using a strategy to prevent lost ground will prevent you from taking necessary risks to the next first down. If your goal is to minimize ground lost (defense), those same risks that make sense on offense could sink your company. If you are playing for cost containment via ROI (defense) but you should be stretching towards the next first down (another round of funding, IPO, etc.), youʼre going to lose the game.
So what is ROI? Simply put, it is the following formula: Income Earned from Marketing Efforts – Marketing Expenses / Marketing
Expenses = ROI
That is ROI. Itʼs a deceptively simple formula. The reason why itʼs so deceptively simple is that there are a lot of components in each of the two areas.
Determining income earned from marketing efforts requires the use of a good
CRM that allows you to track what marketing methods actually result in sales,
and what the revenue of those sales is. For example, letʼs say you sell chewing gum.
To the best of your ability, you need to be able to track exactly how much gum youʼve sold to consumers at what price, by marketing channel. The last part is the catch. Itʼs easy to figure out how much gum youʼve sold, but much harder to figure out what marketing channel drove those sales. Online is relatively simple – using tools like Google Analytics to track checkouts at a virtual store makes that fairly straightforward.
Offline is trickier and requires things like surveying and statistical sampling in order to accurately assess why someone bought a pack of gum.
Income can be even trickier to determine if itʼs decoupled from marketing, as is often the case with wholesalers and resellers. If you manufacture alkaline batteries like Duracell or Energizer, thereʼs a good chance you use a distributor or reseller like a Walmart or Target to resell your goods. As a result, your marketing efforts to build your brand are decoupled from the actual transactions because someone else is handling the sales – and as a result, all of your brand-building effort may be for naught if a reseller fails to display your products effectively. One of the few methods that gets around this problem to some degree is coupon redemption. If a manufacturer issues a coupon, they can get an actual idea of a channelʼs income generation potential by tracking how many coupons were issued vs. how many were redeemed from that channel.
The expense side of marketing is also fraught with danger, especially in fields like social media. Almost no one tracks the single largest expense in social media: time. Time is
not free. Time has never been free. How much you spend in any marketing channel isnʼt just a question of money leaving your bank account or corporate credit card, but time spent as money.
Hereʼs an example of determining time spent as money. Letʼs say youʼre in marketing and you earn $50,000 per year. The effective number of working hours you have per year is 52 weeks x 40 hours per week, or 2,080 hours. Your effective hourly pay, then, is $24.04 per hour. For every hour you spend on Twitter, Facebook, Quora, etc., you are effectively investing $24.04 of time as money in that marketing channel. Suddenly, channels like social media get very expensive.
So letʼs put the two sides, income and expense, together in an example so that you can see what marketing ROI looks like.
Letʼs say you decided to advertise using Googleʼs Adwords pay per click advertising.
Letʼs say you spent $500 in cash and 5 hours of your time (at a $50,000/year salary) to get Adwords up and running, and in turn, you earned $1,000 in sales of, letʼs say citrus-scented headphones.
Do the preparation math:
Income: $1,000
Expense (cash): $500
Expense (non-cash): $24.04 x 5 = $120.20
Total Expense: $620.20
The ROI formula is Income – Expense / Expense, so $1,000 – $620.20 / $620.20 = 61.24%.
This is an excellent ROI. It states that for every dollar spent, you earned the dollar back plus 61.24 cents. Any business would be very pleased with that ROI and would likely ask you to invest a little more time and a lot more money if that result remains consistent.
Letʼs try another example for the same person at the same company. Letʼs say youʼve decided that Facebook is the hottest thing since sliced bread and youʼre going to avoid outlaying cash on your Facebook efforts. You set up a Fan Page for your citrus-scented headphones, take 80 hours to set it up, administer it, manage the community, do outreach, etc. but you spend no money on it and you manage to sell $1,000 worth of those strange headphones. Youʼre feeling good about yourself – this social media stuff works, right?
Do the preparation math:
Income: $1,000
Expense (cash): $0
Expense (non-cash): $24.04 x 80 = $1,923.20
Total Expense: $1,923.20
The ROI formula shows $1,000 – $1,923.20 / $1,923.20 = -48% ROI. 
Uh oh. When you account for time spent as money, Facebook (in this example) is a money-loser. For every dollar of time you invest in it, youʼre losing 48 cents.
This is where itʼs decision time for you as a marketer.
Remember, if cost containment isnʼt a primary goal, ROI isnʼt the correct metric to
be focusing on. If youʼve made the conscious and strategic decision to take a financial loss (in cash and time spent as money) in order to grow a long term opportunity, then this ROI of Facebook for citrus-scented headphones may be acceptable. However, if cost containment is a primary goal for your marketing department, you have to make the decision whether to adjust your Facebook strategy or cut it out and stop your losses.
Ultimately, ROI is just one way to measure marketingʼs performance, but itʼs one of the least well-understood ways of doing so. By walking through this calculation, youʼll realize just how difficult it is to calculate with great precision and how meticulous
you must be in your tracking methods in order to capture even moderately good
quality data. If you can do that effectively, ROI is yours to analyze, but if you canʼt because of organizational structure or operational issues, then youʼll need to forego the use of ROI as a marketing metric.
Exercises - Marketing ROI
Exercise 1. Using your own spreadsheet or the template at the end of the book, perform an ROI analysis of any two marketing channels you currently use.
Exercise 2. Choose one channel and investigate one way to reduce the expenses of that channel.
Exercise 3. Examining the other channel not used in exercise 2, investigate one way to increase the income generated by that channel.


Chapter 3: Connection


Foundations of Creative Marketing
Marketing tends to be divided into two houses. One house is the analytical side, where data is the order of the day and results can be quantified with incredible precision.
Return on investment is a straightforward financial calculation and campaign performance is measured by wonderful tools and methods.
The other house is the creative side, where data, analysis, and calculation can be incredibly counterproductive. Ideas rule the roost in the creative side of marketing, finding new and different ways to communicate to your audience. Data can provide some starting points for creative, but after that, itʼs entirely about what appeals to our most human aspects.
At the risk of oversimplifying, great creative in marketing is founded entirely in passion and understanding.
You must deeply understand what it is youʼre promoting in every practical way possible so that you can understand how it will appeal to different people. Part of that understanding is driven by product knowledge, and part is driven by understanding how people who currently love your stuff relate to it. There is no substitute for talking to customers here, no shortcuts you can take, no instant surveys you can deploy that will lend this insight. Thereʼs also no substitute for actually using your products or services.
As a customer of what you have to offer, you can and should listen to yourself about the quality of experience youʼre having. One thing you hear often about new Apple products just before they come out is that “Steve (Jobs) has been using it and loves it!”, which is high praise from the most difficult customer you could imagine.
The second area that drives creative marketing is passion. In order to construct marketing creative that will appeal to people, you must care deeply about what it is you have to offer. In an ideal situation, that extends to the organization you work for (non-profits are especially good at this) and the customers you serve. Being passionate about what you have to offer the world isnʼt a skill that can be taught, any more than being passionate about a food you can like is something you can learn from a textbook.
Two areas where creative marketers tend to fall short with passion are simply not being passionate enough and being overly so to the point of blinding zealousness.
Lack of passion for a product, service, or company creates disconnected marketing, creative content that is confusing, and creative content that is undirected. It creates designs that are uninspired, ads that donʼt catch attention, and marketing that fails to stir any emotion. You see this most often when design is attempted by a committee of people – the very process of design by committee often prohibits a passionate love for a product that is singularly expressed.
Ultimately, if your marketing design and creative lacks passion, you either have to retake the design process away from committee, or in the case of a single person or creative director, if you lack passion for your products, services, customers, and company, you may simply need to switch jobs to somewhere else.
Too much passion in creative marketing is equally problematic in that it tends to blind you to what will actually appeal to your customers. Youʼre so sure of what youʼve created that you fail to test, fail to have customer experiences yourself, fail to talk to customers, fail to accept any input at all. The cliche that love is blind is never more true than here.
Iʼll leave you with two questions that can help clarify your level of passion to your products/services, company, and customers. Ideally, get your answers down to 140
characters or less. If these answers donʼt flow easily, work on them until you achieve clarity. In the process of doing so, youʼll get a better understanding of where your passion lies and be able to transmit that in everything you design and build. Not enough passion and youʼll stumble for answers for a long time. Too much passion and you wonʼt be able to crystallize and condense your answers into a tight, compact form that you can easily communicate.
1. Why are you here? This is your mission statement. Not the cheesy “commitment to industry-leading best practice synergies” corporate-speak, but a real sense of mission, of what is wrong with the world that you intend to fix.
Example: At Blue Sky Factory, we acknowledge that most of the world, to be frank, really sucks at email marketing. Thatʼs the ugly, honest truth. We aim to fix that. We aim to help you become a better marketer through effective email marketing.
2. What will the world look like after youʼve finished changing it? This is your vision statement. Again, not corporate-speak, but a very clear picture of how the world will look when youʼre done changing it.
Example: At the Boston Martial Arts Center, we know weʼve succeeded not when someone straps on a piece of black cloth around their waist, but when they have been transformed from weak people – weak of body, weak of mind, weak of warrior spirit – into strong people, people who can go out in the world and bring their strength to others deeply in need of authentic leaders and heroes. In the words of Stephen K. Hayes, we unleash your potential.
Do you see how easy it would be to go to work every day with compact, powerful answers to these questions? Do you see how the answers can infuse every aspect of your marketing with the vibrance and energy it needs to leap off the page or out of the ad and grab consumersʼ hearts and spirits? Thatʼs what your marketing needs. Go forth and get it!
Exercises - Foundations of Creative Marketing
Exercise 1. If you have them, write down your mission and vision statements for your current organization. If you don’t have them, create them now.
Exercise 2. If your mission statement does not clearly identify why you are here or what problem you are going to solve, rework and reword it until it does. Compare it with your current mission statement.
Exercise 3. If your vision statement does not clearly describe the world (or at least your industry) after you have radically changed it, rework and reword it until it does. Compare it with your current vision statement.
Marketing Starts With Audience
I was talking recently with Jon Merz, author of the Kensei (if you dig vampires, definitely grab a copy) about how some authors can move much more inventory than others with the power of the email list a little while back. He was wondering how it was that some authors are able to throw out a newsletter and clock in thousands of dollars in sales in a few days, while other authors who are equally or more talented donʼt manage that.
Unquestionably, having a good product is where you start in the big picture. If your writing is terrible, then no matter how good a marketer you are, you will not create a sustainable following that will buy everything you publish, from Tolstoyesque masterpieces to random scrawlings on a napkin.
That said, once you have a solid product, you have to start marketing it, and marketing is all about building the audience that wants your product. As much as some folks like to say that numbers donʼt matter, the unfortunate truth is that numbers do matter a great deal.
I like to make the analogy that starting a marketing program is a lot like starting a fire. In the beginning, thereʼs a lot of smoke, heat, and light as you ignite the tinder and get the kindling burning. Once youʼve got a few coals, the heart of your fire – the heavy logs – can go on and make a sustainable, warming fire. It wonʼt be as flashy as those first few moments, but you need those first few moments of ignition to get everything rolling.
In the case of the author, you absolutely want to put some large numbers of eyeballs on your various properties to start. While youʼre writing, spend time building your audience.
Grow your database as quickly as time and budget will allow. Gain permission from as many people as possible to communicate with them about your upcoming project.
Identify hubs of influence in the audience youʼre targeting and get them involved as soon as possible so that theyʼre able to communicate to their audiences at launch. Use as many audience capture methods as you can get away with to build your initial base.
In Jonʼs case, heʼs got a relatively rich niche to start from.  Go check Twitter search for the number of people tweeting about vampires. Yes, a decent number of them are the Twilight/Vampire Diaries crowd that might not stick around, but a subset of them will.
Follow the heck out of them. Get them to visit the web site, hit them with ye olde popup, and get sending to them with stuff they want.
Over time, youʼll see that initial audience wear down, like the tinder of a fire. Youʼll replace your initial flashes of light and heat with the heart of your audience that still wants to hear from you and participate in your work. These are the coals, and what throws more wood on the fire are word of mouth programs. All other things being equal, like interests attract like people, so having a strong word of mouth program will build that audience base. Give rewards to those who share more prolifically. Create a sense of exclusivity for your base with stuff that they get first.
Can you start with a word of mouth program and purely organic audience growth? Yes, if you like frustration, in the same way that you can start a fire eventually by taking your largest log and repeatedly holding matches to it. Eventually, itʼll burn as long as you have enough time and matches. Most people, however, donʼt have an unlimited supply of either, just as you donʼt have an unlimited supply of time and budget to wait for a marketing program to slowly catch fire.
Should you worry about things like conversion rate, calls to action, design, metrics, analytics, page layout, etc.? Absolutely. Theyʼre critical pieces of your marketing infrastructure. However, none of them matter if you donʼt cross the first hurdle of finding people to join your audience. The richest hickory Yule log is nothing more than a decoration if you donʼt get it to catch fire.
Exercises - Marketing Starts With Audience
Exercise 1. Identify your current audience and describe them as succinctly as you can while still capturing the essence of your audience’s profile. Feel free to use demographic and psychographic terms to describe them.
Exercise 2. Identify an audience that is closely related to your audience but not descriptive of your current audience. For example, if your audience is mothers 30-45 from households earning over $50,000, a related audience would be fathers 30-45 from households earning over $50,000. If your audience were Fortune 1000 CEOs, a related audience would be Fortune 1000 COOs.
Exercise 3. Using available public information and your social network, find out where your related audience congregates, online or offline, and what resources you will need to communicate with them in that place.
Network Size and Metcalfeʼs Law
Bryce Moore, one of my favorite minds to work with, and I have been chatting about Metcalfeʼs Law and how it applies to social networking. I credit our conversations together over the past year with at least half of this post. He did a great job fact checking me and ensuring that my logic and interpretation of the theoretical math was sound. Check his stuff out in the acknowledgements.
For those new to the concept, Metcalfeʼs Law basically states that the value of a network is proportional to the square of the number of connected users to the network.
A lone fax machine is just a copier with a phone line. A lone email account is basically an electronic sticky note system for yourself. As more nodes get added to the network, not only does the networkʼs value grow, but so does the value of your node, assuming youʼre connected in some way to each new node.
Metcalfeʼs Law, however, was written for hardware. The assumption is that nodes are directly connected and are not recursive. A fax machine can connect to any other fax machine but canʼt connect simultaneously to all fax machines. Social networks can. One tweet to your Twitter network reaches all nodes simultaneously (at least of followers).
This makes the network that much more valuable and powerful.
Asked about social networking, Metcalfe responded in an IEEE forum: Metcalfeʼs Law points to a critical mass of connectivity after which the benefits of a network grow larger than its costs. The number of users at which this critical mass is achieved can be calculated by solving C*N=A*N^2, where C is the cost per connection and A is the value per connection. The N at which critical mass is achieved is N=C/A. It is not much of a surprise that the lower the cost per connection, C, the lower the critical mass number of users, N. And the higher the value per connection, A, the lower the critical mass number of users, N.
This should explain and give you predictive abilities about any given social network. C is cost per connection – the cost of your time. A is the value per connection, or what you can expect to get for the time of acquiring the connection. N tells you how large your network needs to be before it reaches the point where its value is worth your investment.
Letʼs look at Twitter. Twitter has a very low cost of acquisition – C. Acquisition in many cases is just a reply or following someone, in the sense that you donʼt need much more than a single reply to initiate a friendship, a relationship. The connection starts with a single conversation, and the cost of that conversation is your time and not much more. (assuming fixed costs of an Internet connection, etc.)
A is the value you derive from that connection. In this particular formula, you donʼt need much value if connection acquisition is easy in order for your network – your personal network, not Twitterʼs – to reach a critical mass of value delivered to you. Thatʼs why things like reply bots, spam bots, and DM bots exist – the network connection costs are so low that any nearly any non-zero value created justifies the use of the bot. This also proves the value of services like Klout. If you can reduce the minimum value nodes of your network, you will hit critical mass – N – much faster.
That also means that actively working to build your Twitter network isnʼt a bad idea in and of itself. I know some folks like to call it card collecting, lunchboxing, or just plain whoring, and thatʼs fine. Thatʼs a perspective that is valid and will give you value. It will not maximize your networkʼs value, however, and hereʼs why: recursion.
Recursion occurs less frequently in a smaller network because there are fewer nodes to repeat back a network update. In a larger network, recursion can sometimes be perpetual. I still see updates from six months ago bouncing around the edges of my Twitter network because theyʼre being echoed back and forth among the outer nodes. In a smaller network, this sort of recursion doesnʼt happen much.
So now that youʼve gotten through the mathematical and theoretical part, what are the takeaways?
 
	All other things being equal, creating connections is better than not creating connections. Plain and simple, your personal network is more powerful with more nodes on it.

	All other things being equal, connecting with higher value nodes will give you returns faster than low value nodes. Systems like Klout, however imperfect they are, will continue to matter as long as their data even roughly correlates with actual node value.

	Being on a network does not constitute your network. Simply being there is valueless. Yes, youʼre technically on Twitter or Facebook, but all of the nodes in the network are not connected to you until you establish some kind of relationship. Once youʼve got a relationship, only then does it become a part of the N=C/A equation.
	The network is independent of participation. I wrote about this last week. Delivery strategy is independent of content strategy. You can and should build network as its own initiative. There is value in the network itself, and if you had a large network with no content, youʼd still have something of value. Obviously, if you have great content, that increases the value of your node even more, but…

	Good content isnʼt enough. Good content + good network = great results.

	The more valuable you are, the more valuable you become. Metcalfeʼs Law, because itʼs exponential, indicates that once you cross that critical mass threshold, your network effectively begins to power itself. The faster you can get to critical mass, the faster youʼll get value out of it and the more value youʼll derive from it. This is more or less a mathematical reinforcement of the Matthew effect, a Biblical quote which states that the rich get richer while the poor get poorer. In social media, the more popular you are, the more popular you are. The difference is that you have the tools and access in social media that you donʼt have in, say, financial investing. Getting started and growing out of a poor social network is much easier and faster than exiting a poor economic situation.


If youʼre offended by the idea that you should just go around collecting friends, Iʼm sorry.
I canʼt change network effects or the way they work. Continue to do things as you see fit, and as long as youʼre getting value out of them, then youʼre “doing it right” . If youʼre looking to get the flat out maximum value out of social media, however, you will need to take network effects into account and leverage them for your growth.
Exercises - Network Size and Metcalfe's Law
Exercise 1. Using the publicly available tool twitterCounter.com, investigate your current followers and rate of follower growth, if any.
Exercise 2. Using the audience identified in the previous chapter, use a publicly available tool such as followerWonk.com to find and follow as many people in your target audience as possible.
Exercise 3. After a week, benchmark how your audience growth has changed. If your audience growth has not changed significantly, repeat the previous chapter’s exercise with a different audience, then repeat exercises 1 and 2 above.


Chapter 4: Service


Basic Marketing Campaign Plan
People are funny. In the absence of any map or plan, theyʼll tend to follow the first person who appears to have even a marginally reliable plan of action or map, even if that map and plan is totally wrong.

In order to be a successful marketer, you not only need to have a map and plan, you need to be out in front with yours, showing it to people so that they head in the general direction you want them to go. Letʼs walk through the basic steps of creating your campaign plan so that you can have yours ready to go as quickly as possible.
Creating a marketing campaign plan isnʼt rocket surgery. Instead of creating an elaborate 500 page document that no one will read, start with as simple a map as possible and answer these 5 questions from Journalism 101:
 
	Who? Who is the target audience for your campaign? What demographics and behavior will you be going after? Who are your marketing partners and vendors? Who on your team will be part of your plan and who is responsible for each area of stuff that needs to get done?
	What? What stuff does your plan need? Obviously, you need a product, but you should also have an offer, some campaign materials and content, a budget, and your ads.

	Where? Where will you be doing your outreach? Email? Social? If social, which channels? What about display ads like the side of a bus?

	When? When is the campaign supposed to happen? Is the timetable fixed or flexible? Are you competing against other marketing campaigns or events? For example, if you wanted to do a digital outreach to entrepreneurs, doing it during the week of SxSW would ensure no one paid attention to you.

	How? How will you know youʼve succeeded? What are your diagnostic and objective metrics that youʼll be using to measure your goals and progress?


The sixth question normally asked by journalists, why? is a meta-question in the plan.
For each of the branches and nodes in the map, be able to explain why you made each choice.
Two things kill marketing campaigns: complexity and absence. Absence of a plan is easily solved, but an overly complex plan is a greater challenge, one you need to vigorously avoid when creating your campaign plan. You can and should frame out an
entire marketing campaign plan on a single page of paper. Certainly, youʼd want to flesh out the details separately, or when you assign pieces of work, but creating a single overview of your marketing campaign plan is a great way to quickly make sure you havenʼt forgotten anything and everyone working with you can see the big picture for the campaign. Feel free to use the example above as a starting point for your own campaign plans and maps.
The last major warning when it comes to marketing plans is based on a cliche: best is very often the enemy of good enough. A perfect plan that lays in a 500-page binder somewhere and is never executed is worthless while a mediocre plan, vigorously executed, is far better for you and your company. Make a plan, make a map, and expect there to be the occasional diversion, the occasional area that doesnʼt work out. Design your plan for the shortest practical duration so that you can iterate, improve, and change things for plan 2.0, 3.0, 4.0, etc. rather than trying to doggedly stick with things that arenʼt working because the massive binder says you must stick it out until the bitter end of the plan.
Exercises - Basic Marketing Campaign Plan
Exercise 1. Using an actual or theoretical marketing campaign and the included sample framework, diagram out your marketing campaign as it currently stands.
Exercise 2. Using the sample framework as an example, identify which questions were left out or substantially underserved by your attention.
Exercise 3. Using the sample framework as an example, diagram out the underserved areas from Exercise 2. Are there new opportunities and new ideas you can now bring to this or future campaigns, new areas to investigate?
Understanding Fast, Cheap, Good
The old joke about quality goes something like this:
FAST CHEAP GOOD
Choose any two.
• You can have good and fast, but it wonʼt be cheap.
• You can have cheap and fast, but it wonʼt be good.
• You can have cheap and good, but it wonʼt be fast.

Want to do a back of the envelope competitive analysis? Look at your company through this lens to understand your vulnerabilities.
If you canʼt deliver fast, cheap, or good, youʼre pretty much dead meat and itʼs time to polish the resume and get out as quickly as possible before the ship sinks beneath your feet. You donʼt even need a strong competitor to lose – one mediocre competitor will eat your lunch.
If you can deliver on one of the three qualities, fast, cheap, or good, then you have at least some competitive advantage, but your competitors will be able to maneuver
around you fairly easily. If youʼre fast, but not cheap or good, a competitor doesnʼt need to be as fast as you to beat you – they need to be reasonably fast and either cheap or good, and youʼll lose customers to them.
If you can deliver on two out of the three, youʼve made life difficult for your
competitors. Chances are whatever axis is left of the three is difficult to compete on or is extremely expensive operationally to compete on. For example, most fast food restaurants can nail cheap and fast, but not good. To deliver good, youʼd have to either innovate or cut one of the other two areas. Most companies that are competitive in the marketplace can deliver on two out of three qualities to hold a competitive edge.
If youʼre one of the very, very rare companies that can miraculously deliver on all three qualities, youʼre going to obliterate your competition. Google has gotten search to be fast, cheap, and good and as a result, itʼs nearly impossible to compete with them in search. The more dominant you are, the more profit you have to dedicate to improving on any of the three qualities and solidify your market position. The only way you get dethroned is if the product sector changes entirely and you fail to adapt.
So, which qualities does your company possess? Which qualities do your competitors possess? How much danger are you in based on this simple but elegant test?
Exercises - Understanding Fast, Cheap, Good
Exercise 1. Identify which of the three qualities your product or service embodies. You may have fewer than 2/3 - there is a chance that your company’s product is 0/3.
Exercise 2. Of the qualities identified, which is the easiest or least expensive to increase - i.e. can you make your product or service faster, cheaper, or better? Why?
Exercise 3. Of the qualities identified, which would be the most difficult to increase - cost decrease, speed increase, or quality increase? Why?
The Marketing Spirit
One of the hardest things to do in sales and marketing is maintain a strong spirit in the face of adversity. No one knows this better than sales and marketing folks who are routinely rejected, sometimes in the strongest possible terms, on a regular basis by their audience. From doors being slammed in your face (sometimes literally) to widespread condemnation of your ideas, the world of marketing and sales can be brutal.
To take a little of the sting away, there are 3 things you need to have working for you.
Your community. Whether itʼs a family, a circle of friends you can hit the pub with, or a social network, you need that community to turn to when the pressure is on, people you can rant to safely and vent off anger and frustration.
Your mission. If you have something worth believing in, some reason for you to get up on the rainiest Monday and race to work, then setbacks will be minor annoyances, speed bumps at worst. Youʼve likely been on both ends of this spectrum. When you have something you believe in, nothing can stop you from achieving your goals.
Conversely, when you donʼt believe in what youʼre doing, even a minor setback can be crushing and deaden your momentum. To the extent that you can, work for an organization that inspires you to believe.
Your indomitable spirit. Believing in yourself and all you are capable is by far the tallest order of the three, but itʼs the one thing you can do that, if you master it, can provide you with endless motivation, endless resilience in the face of any setback or failure. How you develop that spirit is up to you.
Some people find great meaning in running marathons or climbing mountains, building their spirits through physical challenges to overcome. Some people find great meaning in temples, mosques, churches, and synagogues, bolstering their spirits with faith and practice. Whatever path you choose to a stronger spirit, commit to doing it on a regular basis.
You. Your mission. Your community. If you can get all three working for you together, aligned and charged up, there is no setback in business or anywhere else that you canʼt tackle and challenge right back. You wonʼt always win, but the resilience you gain from your spirit will let you jump back up after falling, ready to punch the next dragon in the face.
Find your spirit, and no challenge will keep you from achieving your goals.
Exercises - The Marketing Spirit
Exercise 1. Of the three components of marketing spirit - yourself, your mission, and your community, which is the weakest? Which is the strongest?
Exercise 2. For the weakest quality, what is one substantive step you can take to bolster it immediately?
Exercise 3. For the strongest quality, what is one substantive step you can take to increase its strength?
The Path to Success
What makes someone a success?
Is it luck?
Opportunity?
Hard work?
There are some who argue that circumstances, the family youʼre born into, even the generation youʼre born into create an immoveable destiny from which you can never unlock yourself. You are born into a station in life, and thatʼs where youʼll live and die.
Thatʼs partially true.
There are others who argue that you can do anything, that the only thing holding you back is yourself, and that the world is your oyster, if only youʼre willing to work hard and persevere. Thatʼs partially true as well.
As with everything in life, there’s a little bit of truth to each view. Let’s take an alternate tack. In the world of police detective stories from Sherlock Holmes to CSI, criminals need three things to accomplish a crime: means, motive, and opportunity.
Means. Do you have the capability to commit the crime? Is it within your ability to do so, and do you have the resources needed?
Motive. Do you have the motivation to commit the crime? Do you have a good reason to do it?
Opportunity. Is there an opportunity to leverage your means, powered by your motives, to commit the crime, or is there no chance of it occurring?
Apply these to nearly any endeavor. You may have the motive to become a famous photographer, and you certainly have the opportunity with the ubiquity of photo sharing, but if you donʼt own a camera – the means – the chances of you becoming a famous photographer are virtually impossible. Obviously, your motivation can power you to find the means, but if you donʼt have a camera in your possession, you donʼt have a camera in your possession.
You may have the means and the opportunity to achieve your goals, but without motivation, theyʼll be nothing but daydreams and unharvested fields.
You may want to be President of the United States and may have the vast fortune and political base to do so as well as the burning motivation, but the opportunity only really comes once every four years, so the opportunity isnʼt there at this very moment.
(assuming youʼre not reading this in a Presidential election year) Accomplishment isnʼt driven solely by motivation alone. Understanding which of the three areas of means, motive, and opportunity youʼre weakest in first will guide you as to what you need to do to accomplish your goals. Simply saying “just do it” takes a lot for granted and presumes that the only gap in your lack of accomplishment is lack of motive and motivation when there may be deficiencies in all three areas. Address whatʼs most deficient first to move closer towards achieving your goals.
Exercises - The Path to Success
Exercise 1. Which area - means, motive, or opportunity - is weakest?
Exercise 2. What internal resources might you find useful to mitigate or address that weakness?
Exercise 3. What outside resources might you find useful to mitigate that weakness?


Chapter 5: The End of The Beginning


Preserving the Beginnerʼs Mind
Youʼve reached the end of your journey through the most basic of basics, through the white belt marketing material. Youʼre now ready to start really learning, to put practical experience and elbow grease behind many of the concepts, ideas, and frameworks in this book.
One of the most important things you need to do now on your journey through the world of marketing, through successive “belts” and years of practice and training, is to preserve how your mind is right now, the beginnerʼs mind.
Nothing will serve you better or make you a more powerful, successful
practitioner of the marketing arts than always keeping an open mind, ready to
learn, ready to explore, ready to see things in a new light. At the pace the world of marketing is changing, adapting, and growing, the beginnerʼs mind is your only sure-fire guarantee of success - the ability to change, adapt, and grow with your environment.
I wish you all success on your marketing journey. The path ahead, though shrouded in mystery, is an exciting one, an exciting time to be a marketing practitioner, and Iʼm excited to have you along. Thanks for reading this book, and Iʼll meet you on the path!
About the Author


Christopher S. Penn has been featured as a recognized authority in many books, publications such as the Wall Street Journal, Washington Post, New York Times, BusinessWeek and US News & World Report, and television networks such as PBS, CNN, CNBC, and ABC News for his leadership in new media and marketing. He has been called upon for expert information by researchers for the Congressional Advisory Committee on Student Financial Aid, the Federal Bureau of Investigation, the US Department of Health and Human Services, and many other state and federal agencies.
Mr. Penn has spoken before diverse audiences ranging from executives of major venture capital firms, to multiple state and federal agencies, to aspiring college students looking to make their mark on the world. Each of his talks is tailored to the audienceʼs needs and level of understanding, with a focus on giving audiences down to earth understanding of new media and practical tools & advice they can use immediately.
Mr. Penn is Vice President of Strategy and Innovation at Blue Sky Factory, an email marketing company based in Baltimore, as well as co-founder of the groundbreaking PodCamp New Media Community Conference, and co-host of the Marketing Over Coffee marketing podcast. He is an adjunct professor of Internet marketing and the lead subject matter expert and professor of Advanced Social Media at the University of San Francisco.
Mr. Penn holds a Bachelorʼs degree in Political Science from Franklin & Marshall College and a Masterʼs degree in Information Systems from Boston Universityʼs School of Management.



Table of Contents
Acknowledgements and Credits
Introduction
How To Read This Book
Chapter 1 : Fundamentals
Basic Business Models for Making Money
Exercises - Basic Business Models for Making Money


Marketing Strategy
Exercises - Marketing Strategy


The 4 Ps of Marketing
Marketing Mix, or the 4 Ps


Exercises - The 4 Ps of Marketing


Chapter 2: Science
Always Be Testing
Exercises - Always Be Testing


Marketing Funnels
Exercises - Marketing Funnel


The SWOT Analysis
Exercises - The SWOT Analysis


Marketing ROI
Exercises - Marketing ROI


Chapter 3: Connection
Foundations of Creative Marketing
Exercises - Foundations of Creative Marketing


Marketing Starts With Audience
Exercises - Marketing Starts With Audience


Network Size and Metcalfeʼs Law
Exercises - Network Size and Metcalfe's Law


Chapter 4: Service
Basic Marketing Campaign Plan
Exercises - Basic Marketing Campaign Plan


Understanding Fast, Cheap, Good
Exercises - Understanding Fast, Cheap, Good


The Marketing Spirit
Exercises - The Marketing Spirit


The Path to Success
Exercises - The Path to Success


Chapter 5: The End of The Beginning
Preserving the Beginnerʼs Mind
About the Author



images/00008.jpg





images/00011.jpg





images/00010.jpg





images/00013.jpg





images/00012.jpg





images/calibre_cover.jpg
Marketing White Belt

Basics for the Digital Marketer

Christopher S. Penn





images/00015.jpg





images/00014.jpg
A





images/00017.jpg





images/00016.jpg





images/00002.jpg





images/00001.jpg
We offer three kinds of service:

D - CHEAP - FAST

*You can pick a any two

—





images/00004.jpg





images/00003.jpg





images/00006.jpg





images/00005.jpg





images/00007.jpg





