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Marketing is all around us. From your very first memories to the moment
before you opened this book, you’ve been inundated by marketing. You
learned to read from the logos on the side of the road, and you spend your
time and your money in response to what marketers have paid to put in
front of you. Marketing, more than a lake or a forest, is the landscape of
our modern lives.

Because marketing has been done to us for so long, we take it for
granted. Like the fish who doesn’t understand water, we fail to see what’s
actually happening, and don’t notice how it’s changing us.

It’s time to do something else with marketing. To make things better.
To cause a change you’d like to see in the world. To grow your project,
sure, but mostly to serve the people you care about.

The answer to just about every question about work is really the
question, “Who can you help?”

This is marketing

e Marketing seeks more. More market share, more customers,
more work.

e Marketing is driven by better. Better service, better community,

better outcomes.

Marketing creates culture. Status, affiliation, and people like us.

Most of all, marketing is change.

Change the culture, change your world.

Marketers make change happen.

Each of us is a marketer, and each of us has the ability to make

more change than we imagined. Our opportunity and our

obligation is to do marketing that we’re proud of.

How tall is your sunflower?

That’s what most people seem to care about. How big a brand, how much
market share, how many online followers. Too many marketers spend



most of their time running a hype show, trying to get just a little bigger.

The thing is, tall sunflowers have deep and complex root systems.
Without them, they’d never get very high.

This is a book about roots. About anchoring your work deeply in the
dreams, desires, and communities of those you seek to serve. It’s about
changing people for the better, creating work you can be proud of. And
it’s about being a driver of the market, not simply being market-driven.

We can do work that matters for people who care. If you're like most of
my readers, I don’t think you’d have it any other way.

It’s not going to market itself

The best ideas aren’t instantly embraced. Even the ice cream sundae and
the stoplight took years to catch on.

That’s because the best ideas require significant change. They fly in the
face of the status quo, and inertia is a powerful force.

Because there’s a lot of noise and a lot of distrust. Change is risky.

And because we often want others to go first.

Your most generous and insightful work needs help finding the people
it’s meant to serve. And your most successful work will spread because
you designed it to.

Marketing isn’t just selling soap

When you give a TED Talk, you're marketing.
When you ask your boss for a raise, you're marketing.
When you raise money for the local playground, you're marketing.
And yes, when you'’re trying to grow your division at work, that’s
marketing too.
For a long time, during the days when marketing and advertising were
the same thing, marketing was reserved for vice presidents with a budget.
And now it’s for you.

The market decides



You’ve built something amazing. You have a living to make. Your boss
wants more sales. That nonprofit you care about, an important one, needs
to raise money. Your candidate is polling poorly. You want the boss to
approve your project . ..

Why isn’t it working? If creating is the point, if writing and painting
and building are so fun, why do we even care if we’re found, recognized,
published, broadcast, or otherwise commercialized?

Marketing is the act of making change happen. Making is insufficient.
You haven’t made an impact until you've changed someone.

Changed the boss’s mind.

Changed the school system.

Changed demand for your product.

You can do this by creating and then relieving tension. By establishing
cultural norms. By seeing status roles and helping to change them (or
maintain them).

But first, you need to see it. Then you need to choose to work with
human beings to help them find what they’re looking for.

How to know if you have a marketing problem

You aren’t busy enough.

Your ideas aren’t spreading.

The community around you isn’t what it could be.

The people you care about aren’t achieving everything they hoped.

Your politician needs more votes, your work isn’t fulfilling, your
customers are frustrated . . .

If you see a way to make things better, you now have a marketing
problem.

The answer to a movie

Filmmaker and showrunner Brian Koppelman uses the expression “the
answer to a movie,” as if a movie is a problem.

But, of course, it is. It’s the problem of unlocking the viewer (or the
producer, or the actor, or the director). To gain enrollment. To have them
let you in. To get a chance to tell your story, and then, even better, to have
that story make an impact.



Just as a movie is a problem, so is the story of your marketing. It has to
resonate with the listener, to tell them something they’ve been waiting to
hear, something they’re open to believing. It has to invite them on a
journey where a change might happen. And then, if you've opened all
those doors, it has to solve the problem, to deliver on the promise.

You have a marketing question, and it’s possible that there’s an
answer.

But only if you look for it.

Marketing your work is a complaint on the way to better

They say that the best way to complain is to make things better.

It’s difficult to do that if you can’t spread the word, can’t share those
ideas, or can’t get paid for the work you do.

The first step on the path to make things better is to make better
things.

But better isn’t only up to you. Better can’t happen in a vacuum.
Better is the change we see when the market embraces what we’re
offering. Better is what happens when the culture absorbs our work and

improves. Better is when we make the dreams of those we serve come
true.

Marketers make things better by making change happen.

Sharing your path to better is called marketing, and you can do it. We
all can.

For more on the ideas in this book, please visit
www.TheMarketingSeminar.com


http://www.TheMarketingSeminar.com

CHAPTER ONE

Not Mass, Not Spam, Not Shameful . ..

Marketing has changed, but our understanding of what we’re supposed to
do next hasn’t kept up. When in doubt, we selfishly shout. When in a
corner, we play small ball, stealing from our competition instead of
broadening the market. When pressed, we assume that everyone is just
like us, but uninformed.

Mostly, we remember growing up in a mass market world, where TV
and the Top 40 hits defined us. As marketers, we seek to repeat the old-
fashioned tricks that don’t work anymore.

The compass points toward trust

Every three hundred thousand years or so, the north pole and the south
pole switch places. The magnetic fields of the Earth flip.

In our culture, it happens more often than that.

And in the world of culture change, it just happened. The true north,
the method that works best, has flipped. Instead of selfish mass, effective
marketing now relies on empathy and service.

In this book, we’re working together to solve a set of related problems.
How to spread your ideas. How to make the impact you seek. How to
improve the culture.

There isn’t an obvious road map. No simple step-by-step series of
tactics. But what I can promise you is a compass: a true north. A recursive
method that will get better the more you use it.

This book is based on a hundred-day seminar, one that involves not
just lessons but peer-to-peer coaching around shared work. In
TheMarketingSeminar.com we assemble thousands of marketers and



challenge them to go deeper, to share their journey, to challenge each
other to see what truly works.

As you read through, don’t hesitate to backtrack, to redo an
assumption, to question an existing practice—you can adjust, test,
measure, and repeat.

Marketing is one of our greatest callings. It’s the work of positive
change. I'm thrilled that you’re on this journey, and I hope you’ll find the
tools you need here.

Marketing is not a battle, and it’s not a war, or even a contest

Marketing is the generous act of helping someone solve a problem. Their
problem.

It’s a chance to change the culture for the better.

Marketing involves very little in the way of shouting, hustling, or
coercion.

It’s a chance to serve, instead.

The internet is the first mass medium that wasn’t invented to make
marketers happy. Television was invented to hold TV ads, and radio was
invented to give radio ads a place to live.

But the internet isn’t built around interruption and mass. It’s the
largest medium, but it’s also the smallest one. There’s no mass, and you
can’t steal attention for a penny the way your grandparents’ companies
did. To be really clear: the internet feels like a vast, free media
playground, a place where all your ideas deserve to be seen by just about
everyone. In fact, it’s a billion tiny whispers, an endless series of selfish
conversations that rarely include you or the work you do.

The magic of ads is a trap that keeps us from building a useful story

For a long time, the most efficient way for a commercial enterprise to
make large-scale change was simple: buy ads. Ads worked. Ads were a
bargain. Ads paid for themselves. Besides, they were fun to make. You
could buy a lot all at once. They made you (or your brand) a little famous.
And they were reliable: money spent equaled sales made.

Is it any wonder that, pretty quickly, marketers decided that
advertising was what they did? For most of my lifetime, marketing was



advertising.

And then it wasn’t true anymore.

Which means you’ll need to become a marketer instead.

That means seeing what others see. Building tension. Aligning with
tribes. Creating ideas that spread. It means doing the hard work of
becoming driven by the market and working with (your part of) that
market.

On getting the word out (precisely the wrong question)

“How do I get the word out?”

The SEO expert promises that you will be found when people search
for you.

The Facebook consultant tells you how to interrupt just the right
people.

The PR professional promises articles and mentions and profiles.

And Don Draper, David Ogilvy, and the rest will trade your money for
ads. Beautiful, sexy, effective ads.

All to get the word out.

But that’s not marketing, not anymore. And it doesn’t work, not
anymore.

We’re going to talk about how you’ll be discovered. But it’s the last
part, not the first.

Marketing is important enough to do right, which means doing the
other part first.

Shameless marketers brought shame to the rest of us

A short-term, profit-maximizing hustler can easily adopt a shameless
mind-set. Spamming, tricking, coercing. Is there any other profession
that proudly does this?

You won't find civil engineers who call senior citizens in the middle of
the night to sell them worthless collectible coins. You won’t hear of
accountants who extract customers’ data without permission, or
orchestra conductors who proudly post fake reviews online.

This shameless pursuit of attention at the expense of the truth has
driven many ethical and generous marketers to hide their best work, to



feel shame about the prospect of being market-driven.

That’s not okay.

The other kind of marketing, the effective kind, is about understanding
our customers’ worldview and desires so we can connect with them. It’s
focused on being missed when you’re gone, on bringing more than people
expect to those who trust us. It seeks volunteers, not victims.

There’s a groundswell of people doing marketing because they know
they can make things better. They’re prepared to engage with the market
because they know they can contribute to our culture.

People like you.

The lock and the key

It doesn’t make any sense to make a key and then run around looking for
a lock to open.
The only productive solution is to find a lock and then fashion a key.
It’s easier to make products and services for the customers you seek to
serve than it is to find customers for your products and services.

Marketing doesn’t have to be selfish

In fact, the best marketing never is.

Marketing is the generous act of helping others become who they seek
to become. It involves creating honest stories—stories that resonate and
spread. Marketers offer solutions, opportunities for humans to solve their
problems and move forward.

And when our ideas spread, we change the culture. We build
something that people would miss if it were gone, something that gives
them meaning, connection, and possibility.

The other kind of marketing—the hype, scams, and pressure—thrives
on selfishness. I know that it doesn’t work in the long run, and that you
can do better than that. We all can.

Case Study: Penguin Magic
Hocus has left the building.



Penguin Magic is the sort of company that they invented the internet
for.

You may have grown up near a magic shop. There’s still one in my little
town. Dimly lit, with fake wood paneling, almost certainly with the owner
manning the counter. While he may have loved the work, he certainly
wasn’t very successful.

Today, if you care about magic, you know about Penguin Magic. It’s
not the Amazon of magic tricks (because being the Amazon of anything is
difficult indeed). Instead, it has grown to significant size by being very
different from Amazon and by understanding precisely what its audience
wants, knows, and believes.

First, every trick for sale on the site is demonstrated with a video. That
video, of course, doesn’t reveal how the trick is done, so tension is
created. If you want to know the secret, you’ll need to buy the trick.

To date, their videos, on the site and on YouTube, have been seen more
than a billion times. A billion views with no cost of distribution.

Second, the people who run the site realized that professional
magicians rarely buy tricks, because they only need ten or twenty regular
tricks in their bag. Since the audience changes every night, they don’t
worry about repeating themselves.

An amateur, on the other hand, always has the same audience (friends
and family) and so he’s hooked on constantly changing the routine.

Third, every trick is reviewed in detail. Not reviewed by the
knuckleheads who hang out on Yelp or Amazon, but reviewed by other
magicians. It’s a tough crowd, but one that appreciates good work. There
are more than eighty-two thousand product reviews on the site.

As a result, the quality of stock on Penguin cycles very rapidly. Creators
see their competitors’ work immediately, giving them an impetus to make
something even better. Instead of a production cycle measured in years, it
might take only a month for an idea to go from notion to product on
Penguin. To date, they’ve carried more than sixteen thousand different
items on their site.

Going forward, Penguin continues to invest in building connections
not just with the community (they have an email list of tens of thousands
of customers) but across it as well. They’'ve hosted three hundred lectures,
which have become the TED Talks of magic, as well as going into the field
and running nearly a hundred live conventions.



The more magicians learn from each other, the more likely that
Penguin will do well.

You’re not a cigar-smoking fat cat

You don’t work for a soap company. You're not an obsolete industrial
marketer.

So why are you acting like one?

Your Kickstarter is nearing its deadline, so sure, you have a good
excuse to spam every “influencer” you know, begging for a link. But they
ignore you.

You work for a content marketing company, and you obsessively track
how many clicks your articles get, even though the crap you write
embarrasses you.

You make graphs of how many Instagram followers you have, even
though you know everyone else simply buys followers.

You lower your price because people tell you your rates are too high,
but it doesn’t seem to help.

It’s all the same old thing—the industrialized selfish same-old, made
modern for a new generation.

Your emergency is not a license to steal my attention. Your insecurity
is not a permit to hustle me or my friends.

There’s a more effective way. You can do it. It’s not easy, but the steps
are well lit.

It’s time

Time to get off the social media merry-go-round that goes faster and
faster but never gets anywhere.

Time to stop hustling and interrupting.

Time to stop spamming and pretending you're welcome.

Time to stop making average stuff for average people while hoping you
can charge more than a commodity price.

Time to stop begging people to become your clients, and time to stop
feeling bad about charging for your work.

Time to stop looking for shortcuts, and time to start insisting on a long,
viable path instead.



CHAPTER TWO

The Marketer Learns to See

In 1983, I was a very young and inexperienced brand manager at
Spinnaker, the startup software company I joined after business school.
Suddenly, I had millions of dollars in my budget, fancy lunches with ad
reps that I didn’t ask for, and an urgent need: to get the word out about
the software my amazing team had created.

I wasted all that ad money. The ads didn’t work because the ads were
ignored. Somehow, though, the software sold.

Over the years, I've launched dozens and dozens of projects and sold
goods and services to businesses and individuals. I've worked with Jay
Levinson, the father of Guerrilla Marketing, with Lester Wunderman, the
godfather of direct mail, and Bernadette Jiwa, the doyenne of storytelling.
My ideas have built billion-dollar companies and raised nearly that much
for important charities.

Mostly, the journey has involved noticing what works and trying to
understand what doesn’t. It’s been an ongoing experiment of trial and
error (mostly error) with projects and organizations I care about.

And now I have a compass for what marketing is today, about the
human condition, and about our culture. This approach is simple, but it’s
not easy to embrace, because it involves patience, empathy, and respect.

The marketing that has suffused our entire lives is not the marketing
that you want to do. The shortcuts using money to buy attention to sell
average stuff to average people are an artifact of another time, not the one
we live in now.

You can learn to see how human beings dream, decide, and act. And if
you help them become better versions of themselves, the ones they seek
to be, you're a marketer.



Marketing in five steps

The first step is to invent a thing worth making, with a story worth
telling, and a contribution worth talking about.

The second step is to design and build it in a way that a few people
will particularly benefit from and care about.

The third step is to tell a story that matches the built-in narrative and
dreams of that tiny group of people, the smallest viable market.

The fourth step is the one everyone gets excited about: spread the
word.

The last step is often overlooked: show up—regularly, consistently,
and generously, for years and years—to organize and lead and build
confidence in the change you seek to make. To earn permission to follow
up and to earn enrollment to teach.

As marketers, we get to consistently do the work to help the idea
spread from person to person, engaging a tribe as you make change
happen.

This Is Marketing: An executive summary

Ideas that spread, win.

Marketers make change happen: for the smallest viable market, and by
delivering anticipated, personal, and relevant messages that people
actually want to get.

Marketers don’t use consumers to solve their company’s problem; they
use marketing to solve other people’s problems. They have the empathy
to know that those they seek to serve don’t want what the marketer
wants, don’t believe what they believe, and don’t care about what they
care about. They probably never will.

At the heart of our culture is our belief in status, in our self-perceived
understanding of our role in any interaction, in where we’re going next.

We use status roles and our decisions about affiliation and dominion to
decide where to go and how to get there.

Persistent, consistent, and frequent stories, delivered to an aligned
audience, will earn attention, trust, and action.

Direct marketing is not the same as brand marketing, but they are both
based on our decision to make the right thing for the right people.



“People like us do things like this” is how each of us understands
culture, and marketers engage with this idea every day.

Ideas move through a slope. They skate through the early adopters,
leap through a chasm, and slog their way to the masses. Sometimes.

Attention is a precious resource since our brains are cluttered with
noise. Smart marketers make it easy for those they seek to work with, by
helping position the offering in a way that resonates and is memorable.

Most of all, marketing begins (and often ends) with what we do and
how we do it, not in all the stuff that comes after the thing is designed and
shipped.

Your tactics can make a difference, but your strategy—your
commitment to a way of being and a story to be told and a promise to be
made—can change everything.

If you want to make change, begin by making culture. Begin by
organizing a tightly knit group. Begin by getting people in sync.

Culture beats strategy—so much that culture is strategy.

Things marketers know

1. Committed, creative people can change the world (in fact, they're
the only ones who do). You can do it right now, and you can make
more change than you can possibly imagine.

2. You cannot change everyone; therefore, asking, “Who’s it for?”
can focus your actions and help you deal with the nonbelievers (in
your head and in the outside world).

3. Change is best made with intent. “What’s it for?” is the posture of
work that matters.

4. Human beings tell themselves stories. Those stories, as far as
each of us is concerned, are completely and totally true, and it’s
foolish to try to persuade them (or us) otherwise.

5. We can group people into stereotyped groups that often (but not
always) tell themselves similar stories, groups that make similar
decisions based on their perceived status and other needs.

6. What you say isn’t nearly as important as what others say about
you.



CHAPTER THREE

Marketing Changes People Through Stories,
Connections, and Experience

Case Study: VisionSpring—Selling glasses to people who need
them

Each person has a story in his or her head, a narrative used to navigate
the world. The extraordinary thing is that every person’s narrative is
different.

A few years ago, I went with a small team to a village in India, trying to
understand the challenges that VisionSpring faces in their work.

VisionSpring is a social enterprise that works to get reading glasses to
the billion people around the world who need them but don’t have them.

When the typical person only lived to thirty or forty years of age, it
didn’t matter that most people will need reading glasses beginning at age
fifty. But as lifespans have increased, more and more people find
themselves otherwise healthy and active but unable to work—because
they can’t read or do close-up work. If you're a weaver or a jeweler or a
nurse, working without glasses can be impossible.

VisionSpring’s strategy is to produce attractive glasses in bulk at a very
low cost, perhaps two dollars a pair. And then, working with local
traveling salespeople, they bring the glasses to villages around the world,
where they sell them for three dollars or so a pair.

The one-dollar difference between the manufacturing cost and the
price is just enough to pay for shipping, for local talent, and for the
organization to keep growing.

When we set up our table in the village, many people came to see what
was going on. It was the middle of a very hot day and there wasn’t much
else to do.



The men were wearing traditional Indian work shirts, embroidered,
each with a pocket on the front. I could see through the sheer fabric that
just about everyone had rupees in their pockets.

So now I knew three things:

1. Based on their age, many of these folks needed glasses. That’s
simple biology.

2. Many of them weren’t wearing or carrying glasses, so they
probably didn’t own a pair.

3. And most of the people milling around had some money in their
pocket. While the glasses might be expensive for someone who
only made three dollars a day, each person had access to cash.

One by one, as the villagers came up to our table, we handed each of
them a laminated sheet with an eye test on it. The test was set up so that
it even worked for people who didn’t know how to read, regardless of
which languages they spoke.

Then, the villager with the laminated sheet was offered a pair of
sample glasses and took the test again. Right there, instantly, he or she
could see perfectly. That’s how glasses work. It wasn’t a new technology
for these men and women, or an untrusted one.

After that, the sample glasses were removed and set aside, and the
customer was given a mirror and offered a choice of ten different styles.
Each was brand new, wrapped in little plastic sleeves. About a third of the
people who had come to the table and needed glasses actually bought a
pair.

A third.

This mystified me.

I was stunned that 65 percent of the people who needed glasses, who
knew they needed glasses, and had money to buy glasses would just walk
way.

Putting myself in their shoes, I couldn’t imagine making this choice.
The supply of glasses was going to disappear in an hour. The price was
amazing. The trusted technology worked. What were we doing wrong?

I sat in the sun for an hour, thinking hard about this problem. I felt like
all my work as a marketer had led me to this moment.

So I changed just one thing about the process.



One thing that doubled the percentage of glasses sold.

Here’s what I did: I took all the glasses off the table.

For the rest of the people in line, after they put on the sample glasses,
we said, “Here are your new glasses. If they work and you like them,
please pay us three dollars. If you don’t want them, please give them
back.”

That’s it.

We changed the story from “Here’s an opportunity to shop, to look
good, to regain your sight, to enjoy the process, to feel ownership from
beginning to end” to “Do you want us to take away what you have, or do
you want to pay to keep the glasses that are already working for you?”

Desire for gain versus avoidance of loss.

If you've been living in abject poverty, it’s hard to imagine the pleasure
that more fortunate people take in shopping. To feel the thrill of buying
something never bought before.

To go shopping is to take a risk. We risk time and money looking for a
new thing, a thing that might be great. And we’re able to take that risk
because being wrong isn’t fatal. Being wrong doesn’t cost dinner or a
medical checkup.

And if we’re wrong, not only will we live another day, but we’ll get right
back to shopping tomorrow.

On the other hand, with the realization that maybe others didn’t think
about shopping the way I did, or the way Western opticians did, I saw
things differently. Maybe the people we were trying to serve saw shopping
for something new as a threat, not as a fun activity.

Most teenagers at the typical suburban mall would bristle at the idea
that they didn’t get to try on all the glasses, that they didn’t get a choice in
the matter.

Most of us wouldn’t want a pair of used glasses; we’d want the fancy
new ones. Even if “used” simply meant tried on once before. But it’s not
helpful to imagine that everyone knows what you know, wants what you
want, believes what you believe.

My narrative about how to buy glasses isn’t better or worse than the
one the next villager in line had. My narrative is simply my narrative, and
if it’s not working, it’s arrogant to insist on it.

The way we make things better is by caring enough about those we
serve to imagine the story that they need to hear. We need to be generous



enough to share that story, so they can take action that they’ll be proud
of.

Consider the SUV

Most people reading this book don’t market cars. But most of us have
bought one.

The question to ponder is: Why did you buy the one you bought?

Why do people who will never drive off-road buy a ninety thousand-
dollar Toyota Land Cruiser?

Why pay extra for the Ludicrous Mode on a Tesla if you never expect
(or need) it to go from 0 to 60 mph in less than 3 seconds?

Why put a three thousand-dollar stereo in your car if you only listen to
a thirty-dollar clock radio at home?

Even more puzzling: the most popular color for cars varies by the kind
of car being purchased.

If we’re unwilling to make utility the primary driver of our decisions
when buying a fifty thousand-dollar vehicle, what chance does a bottle of
perfume or a stick of gum have?

Marketing isn’t a race to add more features for less money.

Marketing is our quest to make change on behalf of those we serve, and
we do it by understanding the irrational forces that drive each of us.

That riff about the quarter-inch drill bit

Harvard marketing professor Theodore Levitt famously said, “People
don’t want to buy a quarter-inch drill bit. They want a quarter-inch hole.”
The lesson is that the drill bit is merely a feature, a means to an end,

but what people truly want is the hole it makes.

But that doesn’t go nearly far enough. No one wants a hole.

What people want is the shelf that will go on the wall once they drill
the hole.

Actually, what they want is how they’ll feel once they see how
uncluttered everything is, when they put their stuff on the shelf that went
on the wall, now that there’s a quarter-inch hole.

But wait . . .

They also want the satisfaction of knowing they did it themselves.



Or perhaps the increase in status they’ll get when their spouse admires
the work.

Or the peace of mind that comes from knowing that the bedroom isn’t
a mess, and that it feels safe and clean.

“People don’t want to buy a quarter-inch drill bit. They want to feel
safe and respected.”

Bingo.

People don’t want what you make

They want what it will do for them. They want the way it will make them
feel. And there aren’t that many feelings to choose from.

In essence, most marketers deliver the same feelings. We just do it in
different ways, with different services, products, and stories. And we do it
for different people in different moments.

If you can bring someone belonging, connection, peace of mind, status,
or one of the other most desired emotions, you've done something
worthwhile. The thing you sell is simply a road to achieve those emotions,
and we let everyone down when we focus on the tactics, not the
outcomes. Who's it for and what’s it for are the two questions that guide
all of our decisions.

Stories, connections, and experiences

The good news is that we don’t need to rely on the shiniest, latest digital
media shortcut—we have even more powerful, nuanced, and timeless
tools at our disposal.

We tell stories. Stories that resonate and hold up over time. Stories
that are true, because we made them true with our actions and our
products and our services.

We make connections. Humans are lonely, and they want to be
seen and known. People want to be part of something. It’s safer that way,
and often more fun.

We create experiences. Using a product, engaging with a service.
Making a donation, going to a rally, calling customer service. Each of
these actions is part of the story; each builds a little bit of our connection.



As marketers, we can offer these experiences with intent, doing them on
purpose.

The entire organization works for and with the marketer, because
marketing is all of it. What we make, how we make it, who we make it for.
It is the effects and the side effects, the pricing and the profit, all at once.

Market-driven: Who’s driving the bus?

Every organization—every project—is influenced by a primary driving
force.

Some restaurants are chef-driven. Silicon Valley is often tech-driven.
Investment firms in New York are money-driven, focused on the share
price or the latest financial manipulation.

The driver, whichever one you choose, is the voice that gets heard the
clearest, and the person with that voice is the one who gets to sit at the
head of the table.

Often, organizations are marketing-driven. They're slick, focused on
the offer, the surface shine, the ability to squeeze out one more dollar.

I'm not really interested in helping you become marketing-driven,
because it’s a dead end.

The alternative is to be market-driven—to hear the market, to listen to
it, and even more important, to influence it, to bend it, to make it better.

When you’re marketing-driven, you're focused on the latest Facebook
data hacks, the design of your new logo, and your Canadian pricing
model. On the other hand, when you’re market-driven, you think a lot
about the hopes and dreams of your customers and their friends. You
listen to their frustrations and invest in changing the culture.

Being market-driven lasts.

The myth of rational choice

Microeconomics is based on a demonstrably false assertion: “The rational
agent is assumed to take account of available information, probabilities of
events, and potential costs and benefits in determining preferences, and
to act consistently in choosing the self-determined best choice of action,”
says Wikipedia.

Of course not.



Perhaps if we average up a large enough group of people, it’s possible
that in some ways, on average, we might see glimmers of this behavior.
But it’s not something I’d want you to bet on.

In fact, the bet you’d be better off making is: “When in doubt, assume
that people will act according to their current irrational urges, ignoring
information that runs counter to their beliefs, trading long-term for
short-term benefits and most of all, being influenced by the culture they
identify with.”

You can make two mistakes here:

1. Assume that the people you're seeking to serve are well-informed,
rational, independent, long-term choice makers.

2. Assume that everyone is like you, knows what you know, wants
what you want.

I'm not rational and neither are you.



CHAPTER FOUR

The Smallest Viable Market

What change are you trying to make?

It’s a simple question, but a loaded one, because it implies that you're
responsible. You are an actor with intent, an agent of change, a human
being working hard to change other human beings.

It might be your job, it might be your passion, and if you're lucky, it
might even be both.

The change might be trivial (“I'm trying to make the market share of
OZO brand laundry soap go up 1 percent, and to do that, I need to change
some Clorox users to OZO users”) or it might be profound (“I'm trying to
help the twelve kids in my after-school program realize that they have
more potential and skill than the world tells them that they do”).

Perhaps it’s “I’'m going to turn nonvoters into voters,” or “I'm going to
transform people who seek to dominate into ones who desire affiliation
instead.”

Regardless of what the specifics are, if you're a marketer, you're in the
business of making change happen. Denying this is a form of hiding; it’s
more productive to own it instead.

Stumble 1: It’s tempting to pick a grandiose, nearly impossible
change: “I want to change the face of music education and make it a top
priority across the country.” Well, sure, that’s great, but it’s never been
done before, not by someone with your resources. I'm a huge fan of game-
changing home runs. I love the inspiring stories of people who beat all the
odds and changed everything.

But...

That’s a heavy burden, as well as a convenient excuse in moments of
despair. It’s no wonder that you're stuck—you’re seeking to do the



impossible.

Perhaps it makes more sense to begin with a hurdle you can leap.
Perhaps it makes sense to be very specific about the change you seek to
make, and to make it happen. Then, based on that success, you can
replicate the process on ever bigger challenges.

Stumble 2: You want to defend what you're already doing, which is
selling what you’ve already been charged with selling. So you reverse-
engineer a “change” that matches that thing, and you load it up with
buzzwords that mean nothing to anyone. Here’s one I just found:
“Activation and engagement for TNT’s new thriller that makes a meta-
statement about viewer identity.”

Really?

On the other hand, here’s an example from By the Way Bakery, which
my wife founded. It’s the largest gluten-free bakery of its kind in the
world. Their change? “We want to make sure no one is left out. By
offering people gluten-free, dairy-free, and kosher baked goods that
happen to be delicious, we let the entire community be part of special
family occasions. We change hosts from exclusive to inclusive, and guests
from outsiders to insiders.”

What promise are you making?

When the marketer shows up with his or her message (in whatever
medium), it always takes the form of a promise: “If you do X, you will get
Y.” That promise is often hidden. It can accidentally be set aside or
intentionally camouflaged, but all effective marketing makes a promise.

The promise isn’t the same as a guarantee. It’s more like, “If this works
for you, you’re going to discover. ..”

And so we can invite people to our jazz club to have more than a
pleasant evening. Or promise that if they listen to our tapes, they’ll begin
a spiritual journey. Or that our special kind of cheese will transport them
to Old Italy . . . We're not talking about slogans here, but these slogans
give you an insight into the kind of promise I'm talking about.

“They laughed when I sat down at the piano . . . but when I began to
play...” is a promise about status.

“Roll Tide!” is a promise about dominance.

“Choosy mothers choose Jif,” is a promise about status and respect.



“I pledge allegiance . . .” is a promise about belonging.

“The Earth needs a good lawyer” is a promise about affiliation and
justice.

Your promise is directly connected to the change you seek to make,
and it’s addressed to the people you seek to change.

Who are you seeking to change?

As soon as you ask yourself about the change you seek to make, it
becomes quite clear that you have no chance of changing everyone.
Everyone is a lot of people. Everyone is too diverse, too enormous, and
too indifferent for you to have a chance at changing.

So, you need to change someone. Or perhaps a group of someones.

Which ones?

We don'’t care if they all look the same, but it would be really helpful if
you had some way to group them together. Do they share a belief? A
geography? A demographic, or, more likely, a psychographic?

Can you pick them out of a crowd? What makes them different from
everyone else and similar to each other?

Throughout this book, we’ll return to this essential question: “Who’s it
for?” It has a subtle but magic power, the ability to shift the product you
make, the story you tell, and where you tell it. Once you’re clear on “who
it’s for,” then doors begin to open for you.

Here’s a simple example. Both Dunkin’ Donuts and Starbucks sell
coffee. But for the first two decades of its existence, Starbucks didn’t try
to sell coffee to people who bought from Dunkin’, and vice versa.

While there are external hints about the two groups (in Boston, you
would find more taxi drivers and construction workers at a typical
Dunkin’ Donuts than you would at a Starbucks) the real distinction
wasn’t external but internal. Starbucks set out to serve someone with a
very precise set of beliefs about coffee, time, money, community,
opportunity, and luxury—and by obsessing over this group of someones,
Starbucks built a brand for the ages.

Worldviews and personas

But which market?



Which people?

If you have to choose a thousand people to become your true fans, who
should you choose?

Begin by choosing people based on what they dream of, believe, and
want, not based on what they look like. In other words, use
psychographics instead of demographics.

Just as you can group people by the color of their eyes or the length of
their ring fingers, you can group them based on the stories they tell
themselves. Cognitive linguist George Lakoff calls these clumps
worldviews.

A worldview is the shortcut, the lens each of us uses when we see the
world. It’s our assumptions and biases and yes, stereotypes about the
world around us. Loyal Fox News viewers have a worldview. So do fox
hunters. So do people who show up at the midnight screening of The
Rocky Horror Picture Show. Everyone deserves to be treated as an
individual, with dignity and respect for their choices. But as marketers,
we must begin with a worldview, and invite people who share that
worldview to join us. “I made this” is a very different statement than,
“What do you want?”

We can make pretty good assumptions about how someone will react
or respond to a piece of news or a work of art if we have evidence about
their worldview.

When Ron Johnson was hired as CEO of JCPenney in 2011, one of his
first acts was to end the constant stream of discounts and urgent sales
that the store was always pitching to its customers. Johnson took that
action based on his worldview, on his bias about how to shop. He didn’t
think it was possible that a quality retailer, a store he’d like to shop in,
would be constantly pitching clearances, coupons, and discounts, and so
he tried to transform JCPenney into his kind of store. As a result, sales
plummeted by more than 50 percent.

Coming from his previous position as senior vice president of retail
operations at Apple, Johnson saw the world of retail through a lens of
elegance, of quiet, mutual respect. He was a luxury goods buyer, and he
liked selling luxury goods as well. As a result of his worldview, he
abandoned Penney’s true fans: people who loved the sport of bargain
hunting. Or the urgency. People whose worldviews differed from his.



Penney’s customers were playing a game, one that made them feel like
they were winning.

Yes, we're typecasting—willfully exaggerating people’s attitudes and
beliefs in order to serve them better.

A convenient shortcut in this exercise is to identify the different
personas we might encounter. There’s Bargain Bill, who’s playing a sport
when he shops at the same time he wrestles with his narrative about
money. And there’s Hurried Henry, who is always looking for a shortcut
and is rarely willing to wait in line, read the directions, or think it
through, at least not when he’s traveling for business. Next to him in line,
though, is Careful Karla, who’s suspicious of the cab driver, sure that
she’s going to get ripped off by the desk clerk, and would never drink out
of the hotel mini bar.

Everyone has a problem, a desire, and a narrative.

Who will you seek to serve?

Forcing a focus

The relentless pursuit of mass will make you boring, because mass means
average, it means the center of the curve, it requires you to offend no one
and satisfy everyone. It will lead to compromises and generalizations.
Begin instead with the smallest viable market. What’s the minimum
number of people you would need to influence to make it worth the
effort?

If you could only change thirty people, or three thousand people, you’d
want to be choosy about which people. If you were limited in scale, you'd
focus your energy on the makeup of the market instead.

When the Union Square Cafe opened in New York, its founder, Danny
Meyer, knew that he could only serve six hundred people a day. That’s all
the dining room could serve. If you can only delight six hundred people,
the best way to begin is by choosing which six hundred people. Choose
the people who want what you're offering. Choose the people most open
to hearing your message. Choose the people who will tell the right other
people . . . The magic of Union Square Cafe wasn’t the real estate (it was
in a lousy neighborhood when it opened) or in the famous chef (they
didn’t have one). No, the magic was in the guts it took to carefully curate
the customers. Choose the people you serve, choose your future.



The smallest viable market is the focus that, ironically and delightfully,
leads to your growth.

Specific is a kind of bravery

Specific means accountable.

It worked or it didn't.

It matched or it didn’t.

It spread or it didn’t.

Are you hiding behind everyone or anyone?

You'll never be able to serve everyone, which is comforting, since
you're less likely to be disappointed when it doesn’t happen.

But what if you committed to the smallest viable audience? What if you
were specific about who you were seeking to serve and precisely what
change you were trying to make?

Organize your project, your life, and your organization around the
minimum. What’s the smallest market you can survive on?

Once you’ve identified the scale, then find a corner of the market that
can’t wait for your attention. Go to their e