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Conferência de Planejamento
 2008 December 1, 2008
 Strategy: beyond advertising.
 1
 I must admit I was quite nervous when I looked at the agenda and saw that I was the very last speaker of the day.
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The last speech should be:
 Refreshing
 Energizing
 Optimistic
 Reinvigorating
 Inspiring
 2
 The last speech has very high requirements. It needs to refresh you after a long day of lectures, energize you about all the new possibilities and fill you with optimism. It should make you want to go back to your work reinvigorated and inspired to put everything you've learned into practice.
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Adrian is:
 Not refreshing
 Not energizing
 Not optimistic
 Not reinvigorating
 Not inspiring
 3
 It's pretty obvious that Ken, Daniel and the rest of the committee must have forgotten about that when they put me last because I am not really any good at doing any of these things.
 So, I had a bit of a panic for a few days trying to think about what I could possibly talk about that might be interesting, and then finally it hit me. The perfect topic, something that would be sure to be inspiring:

Page 4
                        

Failure.
 http://www.flickr.com/photos/corsimaster/
 4
 Failure
 In America, failure makes people sad, but in England where I grew up we have a much healthier attitude towards other people's failures. Failure makes us laugh. We like seeing other people who are worse off than ourselves because it makes us feel better about our lives.
 http://www.flickr.com/photos/corsimaster/
 http://www.flickr.com/photos/corsimaster/

Page 5
                        

5
 I did a quick check on Twitter to make sure that Brazilians appreciate failure as much as the British, and was told that you do. So I decided that I'd talk about two of the biggest failures in my career, because they are directly responsible for what I am doing today.

Page 6
                        

2003.
 6
 My story starts in 2003. I was the head of planning at Fallon in Minneapolis. Our client United Airlines had declared bankruptcy and was in the middle of restructuring their business to become more profitable.
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United needs more business travelers.
 http://www.flickr.com/photos/sandy_pics/
 7
 As a part of their plan, they needed to grow their business with frequent business travelers, (FBTs) a group who made up only 20% of all travelers but 60% of revenue.
 http://www.flickr.com/photos/corsimaster/
 http://www.flickr.com/photos/corsimaster/
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Their only difference is their paint.
 http://www.flickr.com/photos/mayhem/
 8
 Unfortunately, they had no money to make any real changes to their products or services, and we already knew from existing research that most business travelers thought United was no different from any other airline. They saw no reason whatsoever to fly United over any other airline.
 Our only hope was branding. We needed to make the United brand the preferred brand among FBTs and worth paying more for.
 http://www.flickr.com/photos/corsimaster/
 http://www.flickr.com/photos/corsimaster/
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Gucci
 Prada
 Burberry
 Tag Heuer
 Tumi
 Business travelers pay for status symbols.
 http://www.flickr.com/photos/justanotherhuman/
 9
 Fortunately, we quickly noticed, business travelers are used to paying more for certain brands. They are much more likely to drive BMWs, wear Prada suits and Gucci shoes than the average person. In fact they are far more likely to purchase status brands of all kinds, they tell the time on Tag watches, write with MontBlanc pens and carry Tumi luggage.
 http://www.flickr.com/photos/corsimaster/
 http://www.flickr.com/photos/corsimaster/
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Insight: travel = success.
 http://www.flickr.com/photos/taco-man23/
 10
 We conducted research to understand why. We learned that FBTs are typically the most ambitious people within their companies. They are driven to succeed and business travel plays a very important role. Being chosen to travel is proof that that they are important to their companies, it is proof that they are succeeding. Status brands are simply another way of letting everyone else know how important they are.
 http://www.flickr.com/photos/corsimaster/
 http://www.flickr.com/photos/corsimaster/
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Strategy: make United a symbol of success.
 http://www.flickr.com/photos/plequere/
 11
 This gave us an idea. We realised if we could turn United into a status symbol, a symbol of success, it would give them a very strong reason to choose and prefer United over other airlines. That became our brief, to show that: "United is an essential part of the lives of people on the road to success."
 We created some very nice advertising like these two spots:
 http://www.flickr.com/photos/corsimaster/
 http://www.flickr.com/photos/corsimaster/
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Page 13
                        

13
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Brand preference increased 122%.
 14
 And it worked.
 We increased brand preference by 122%,

Page 15
                        

Passenger volume increased.
 TV Launch
 Flight 1{ Flight 2{
 15
 We increased the number of people flying United

Page 16
                        

United’s average ticket price increased.
 TV launch
 16
 And we increased United's average ticket price at the same time that the ticket prices of all of our competition declined. We won a bunch of creative awards and a gold Effie.

Page 17
                        

2004.
 17
 But we didn't get much time to celebrate.

Page 18
                        

Sony wanted to reclaim personal audio.
 18
 Because almost immediately afterwards, we were called by Sony to pitch for their Walkman business. We flew out to San Diego to meet with them and were briefed on the problem: iPod. Sony felt that Apple had stolen their rightful place as the leader in portable music. They felt that they had missed the move to digital music and wanted to fix that. They had some new products that were good, well designed but not revolutionary. They were counting on advertising to do a lot of the work.

Page 19
                        

Apple owns the market.
 http://www.flickr.com/photos/thomashawk/
 19
 We flew back home to Minneapolis thinking that what they were asking was impossible. Even in 2004, Apple had a dominating lead. Over 70% of all mp3 players were iPods.
 http://www.flickr.com/photos/corsimaster/
 http://www.flickr.com/photos/corsimaster/
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MP3 market All adults
 Apple: 70%
 Don’t own an MP3 player: 89%
 Own an MP3 player: 11%
 20
 But we quickly discovered one thing: only 11% of adults had an mp3 player. 89% of people hadn't gone to digital music. We started doing research to find out why.

Page 21
                        

Non owners: had lost their love of music.
 http://www.flickr.com/photos/bakuhatsu1/
 21
 We discovered that many of them felt they had lost their relationship with music. They had listened to music a lot when they were younger, but as they had grown older, they had found it difficult to keep up with all the new bands. The radio seemed to play a lot of pop music that didn't appeal to them and so they ended up listening mainly to old music. They didn't really see a need to carry it with them and so they didn't bother with an mp3 player.
 http://www.flickr.com/photos/corsimaster/
 http://www.flickr.com/photos/corsimaster/
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Insight: digital reconnects you to music.
 http://www.flickr.com/photos/mowls/
 22
 We realised we had found an opening. We knew from personal experience that owning an mp3 player like an iPod changes your relationship to music. You actually end up listening to more music and more different kinds of music because you have your music with you all the time. We had seen this all happen to us. Everyone that owned an iPod agreed, and as music had become more important to us, so had our mp3 players.
 http://www.flickr.com/photos/corsimaster/
 http://www.flickr.com/photos/corsimaster/
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Love of music drives MP3 player ownership.
 Technology Adoption
 High 3.4% Adults2.5% Penetration
 10.7% Adults8.2% Penetration
 17.1% Adults29.1% Penetration
 Medium 9.7% Adults0.5% Penetration
 15.2% Adults2.5% Penetration
 10.7% Adults15.3% Penetration
 Low 16.4% Adults0.5% Penetration
 11.3% Adults2.7% Penetration
 5.4% Adults14.8% Penetration
 Passion for Music Low Medium High
 23
 We wanted to be sure that this would be true for everyone else, so using some syndicated research we looked at penetration of digital music players against love of music and love of technology. We found that love of music does drive adoption of mp3 players, while love of technology has no affect whatsoever.

Page 24
                        

Strategy: help people rediscover music.
 24
 So we created a strategy for Sony - Be the brand that helps to reconnect people to their love of music and show Sony's role using Walkman and Connect - their music store - in helping you go digital. "Walkman and Connect open your ears."
 We presented this strategy and some initial ideas to Sony at a tissue session. They loved it, so much so that they stopped the pitch halfway through and gave the account to us. It was a huge win for Fallon, it was a high profile account in a high profile category, we knew everyone would be watching so we put our best creatives on it. We also presented them with a lot of other ideas. Working with some digital creative people - who are now my partners - we showed how their products could work even harder to help reconnect people to music.

Page 25
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 25
 Starting with the music library software on the computer - their version of iTunes. Instead of making your program look just like iTunes we recommended making their program look more like Sony's other stereo equipment. Make it appealing to people who aren't that used to computers. Make it more familiar to people who are used to Sony's other products. We also recommended bringing back elements of physical music like album covers, liner notes and lyrics.

Page 26
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 26
 We also proposed changing their music store. For people who don't know current music, the iTunes store can be confusing. So instead of asking you what are you looking for, we created a store that asked, what do you like?" And using a music database it would allow you to discover new bands based on music you liked from the past.

Page 27
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 27
 This was so popular within Sony that they actually implemented this in Japan, and they put a version of this service into their product.

Page 28
                        

2005.
 28
 We were on a roll, the agency was flying high...

Page 29
                        

Sony fires us after 5 months.
 29
 But less than 5 months later we were fired.
 Because for all of our success on their product, we couldn't agree on advertising. We presented campaign after campaign and none of them could get approved. We couldn't create work that made both sides feel comfortable. Finally Sony Japan lost patience with the American team and cut the budget. They never ran any advertising in the end. They basically conceded the market to Apple.
 It was devastating blow, a very public embarrassment but it got worse.

Page 30
                        

United invests in seats not advertising.
 30
 Within a few months United called us and told us that they had decided to put their advertising on hold. They had raised enough money to make some improvements to their product and had decided that installing new seats in their first and business class would do more for their business than running advertising. We couldn't argue, even though it meant that the agency would suffer. We knew, no matter how great the advertising was that making their product better would be far more effective than creating more ads.
 Not surprisingly, everyone at the agency was disappointed, but I took it especially hard. I had been extremely proud of the work we had done on Sony and United. We had been given impossible marketing problems, yet we had still managed to find a solution.

Page 31
                        

Some of my best work fails.
 31
 As a pair of projects I think they are some of the best strategic thinking I have ever produced, however, ultimately they both failed. Sony failed because advertising turned out to be the wrong tool for the job they needed to do, and United failed because even good advertising couldn't do as much for their business as new seats.
 And I realised some very important things.

Page 32
                        

Advertising limits the power of strategy.
 http://vidauniversitaria.com.br/blog/?p=17090
 32
 From United I learned that It didn't matter how well I did my job, as long as I was working on advertising strategy, my ability to help my clients was going to be limited at best.
 http://www.flickr.com/photos/corsimaster/
 http://www.flickr.com/photos/corsimaster/
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What I learned from failing on United.
 Advertising for a product is never as important as the experience of using the product.
 Clients will always invest in their products before they invest in advertising.
 If you really want to differentiate you need to do something different.
 Most companies are the same as their competition, most need to do something different.
 33
 It was confirmation of something we have known for a while but have tried to ignore in the advertising world, that the experience of using a product is always going to be more important to customers than the advertising for that product.
 But what was new about the United situation for me was that a client who had been committed to advertising recognised the importance of product enough to realise that he needed to invest there first. And I saw this as a sign that more clients would follow his lead.
 It was also a reminder of the fact that it is very difficult for companies to hide behind advertising today. Information is available so freely about most companies that customers can do their own research on what is different about one company from another. If you want to prove you are different today you must actually be different, you can't just say it.
 And, I realised that most companies are like United. Most companies are the same as their competition and that means that more companies will be looking to make themselves different in the future and fewer companies will be looking to simply run advertising about being different.

Page 34
                        

You can build strategy into your product.
 http://vidauniversitaria.com.br/blog/?p=17090
 34
 From Sony I learned that strategy could be applied instead to the product itself instead of being limited to advertising for the product.
 http://www.flickr.com/photos/corsimaster/
 http://www.flickr.com/photos/corsimaster/
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What I learned from failing on Sony.
 Communications strategy must be simple, product strategy can be complex.
 Products and services can reward behaviour change, communications ask people to change
 You can invest in long-term assets instead of disposable advertising.
 Enhancing and improving products creates a real partnership with clients.
 I enjoy this kind of strategy so much more.
 35
 And in fact strategy is much more powerful when built into the product because instead of narrowing and focusing your strategy down into a single idea or message like we have to do in advertising, you can build very complex interactions into your products or services that allow you to communicate lots of different things to your customers.
 It is also more effective because communications are a very weak way of getting people to do things. So instead of sending out a message that you hope will change people's behaviour, you can enhance a product or service to reward people for behaving the way that you want.
 Applying strategy in this way is also a shift in thinking from creating advertising which is disposable to creating products which will last.
 And that completely changes the relationships you have with clients, because now you are both investing in something that is important throughout the company. You are partnering in a core business-building activity, rather than working on something that many people still view as non-essential.
 But, perhaps my biggest learning was that I found this kind of thinking so much more rewarding than working on advertising.

Page 36
                        

I left Fallon with three partners.
 http://www.flickr.com/photos/codepinkalert/
 36
 Very soon after that I resigned from Fallon and began planning my new life.
 http://www.flickr.com/photos/corsimaster/
 http://www.flickr.com/photos/corsimaster/
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 I opened Zeus Jones at the start of 2007 with 3 other partners from Fallon who had come to the same realisation that I had.

Page 38
                        

Marketing as a Service.ZM
 Using marketing to do things for people.
 38
 Our basic belief is that actions speak louder than words and that it is better to spend your marketing money doing things for people like making your products and services better instead of saying things to them and creating advertising or communications. We believe that your customers will do a lot of your communicating for you as long as you deliver things that are of real value. It's only been 18 months and we are still small but our work is 100% focused on helping clients build their marketing into their products and services.

Page 39
                        

Doing things is better than saying things.
 http://vidauniversitaria.com.br/blog/?p=17090
 39
 And our learning continues. We have become more convinced of this approach with every day that passes.
 http://www.flickr.com/photos/corsimaster/
 http://www.flickr.com/photos/corsimaster/
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Things I’m still learning...
 Advertising only solves a few business problems, building marketing into products is more flexible.
 Most companies have many assets which can be used as marketing.
 Building marketing into the product is much more efficient and effective.
 Clients want this kind of thinking, but they many need to change how they are structured to use it.
 Clients are changing faster than agencies.
 40
 Advertising can only solve a limited number of marketing problems, but building your marketing into your products and services can address a much larger set of problems. It is very liberating not to have to think about what the right message is or where exactly you need to place it. Building marketing strategy in eliminates a lot of these questions.
 Clients have a lot of assets within their companies that can be modified to make them work as marketing. We have turned things like internal research programs, employee training programs, and distribution channels into very effective marketing vehicles for our clients.
 We have learned that this approach to marketing is, in general, far more efficient than traditional marketing. We have replaced a number of programs with ideas that cost less than 1 20th of the original and which also perform more effectively
 We have also learned that there are a lot of clients who appreciate and value this kind of thinking. But fewer who are set up to really take advantage of it.
 However, clients are moving ahead faster than agencies these days and the industry needs to move quickly to keep up.

Page 41
                        

Today, we are only limited by our talent.
 41
 More importantly, we now believe that what we do can actually make a difference. We're helping our clients make their products and services better. We're helping our clients make their customers happier. Our ability to help is limited to our talent, instead of being limited by our discipline.

Page 42
                        

Failure shapes us more than success.
 http://www.flickr.com/photos/chalkbass/
 42
 I think it's a universal truth in life that we learn more from our failures than our successes. I think it's because success is hard to duplicate but we can learn to avoid failure. However, while we know this as individuals, we haven't yet learned this as an industry. I think we are still trying to duplicate success instead of learning from our failures.
 http://www.flickr.com/photos/corsimaster/
 http://www.flickr.com/photos/corsimaster/
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43
 I think this chart is very revealing. This is a list of the top brands as voted by marketers. Only 5 of the top 10 brands uses advertising. And only only 1 of the top 5. To me this says that it doesn't matter how brilliant your strategy is, it doesn't matter how creative your advertising, it doesn't matter how smart your media strategy is, it doesn't matter whether you use traditional media, new media, or social media. To me this chart says that advertising isn't enough to take your brands to the top. And worse, you have a better chance of being a top 5 brand if you don't use advertising than if you do.
 Without question this is an industry that is failing.

Page 44
                        

How will our industry‘s failure shape you?
 44
 But just as my own failures created opportunities for me to do something new, I think the failure of the industry is creating lots of new opportunities to apply your talents in other places. I believe there really are so many new ways to make a difference. I hope my failure has inspired you in the same way it has inspired me.

Page 45
                        

Thank you.
 zeusjones.com/blog
 twitter.com/adrianho
 45
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