“THINK LIKE A PUBLISHER” 
by Jeff Ogden &  Jim Burns
JO:
Hello, everyone and welcome to Demand Generation with the Fearless Competitor, Jeff Ogden, providing fresh and innovative ideas to drive revenue in your business.  I’m really pleased to have a prior guest back on the show.  Jim Burns, president and CEO of Avitage.  Welcome back, Jim.

JB:
Thanks, Jeff.  Pleasure to be here.  

JO:
Yeah.  Just to remind our listeners, for about 15 years Avitage has been helping companies involved in B to B complex sales imply innovative communications using multimedia and web delivery for marketing and selling outcomes.  Basically, you develop remarkable content if I can --

JB:
We like to think so.

JO:  Yes, yes.  And the topic that Jim and I talked about the last time we think fills a very big need, and I’m quite passionate about this too, is the problem people are having, and I had a – LeadSloth did a podcast with us. And he talked about the seven reasons marketing automation fails.  Number two on it was not good enough content.  And I think that’s such a huge problem for businesses that I think this topic, “think like a publisher,” is going to be a very good one.  
So without any further ado, Jim, you know, why don’t you share just some background on why you think this is important and why it’s an issue for so many folks out there?
JB:
Yes.  Great, Jeff.  And a little bit, just a little bit of background, I did have the pleasure of spending three and a half years with Ziff Davis back in the ‘80s when we were looking at moving his print publishing to the electronic publishing world, and that has really colored my thinking for all about this for really about the last 25 years.  

If you think back over the last oh, 10 years or so, marketing thought leaders have told those of us working in marketing that we needed to build our content thinking about two parts of a matrix:  one, thinking about the different stages of the customer’s buying process and the second is to think about the different roles that people have and how do you feel those boxes with the appropriate content for each role and each stage of the buying cycle?  So great theory, turns out a lot of work to do.  Now, along comes marketing automation.  And what does marketing automation tell us?  We want to automate all that.  We can automate the delivery of relevant content based upon behaviors and personas.  And so marketing automation, Jeff, I think has really upped the ante in this whole world of creating content.  

And I liked what you said about good enough.  I would break it into two.  We need good content, and we need enough content.

JO:
Yeah, I would say that, and the appropriate content.  And one other thing I think just to color what you're saying about marketing automation, 

the other thing that marketing automation enables us to do is to track digital body language, you know, who is visiting, how many pages did they visit, which pages did they visit, and we can kind of interpret what marketing content to provide to them based on what their behavior is. 

And I think, as you described 

the matrix of the buying process and the buyer roles, it’s not colored by you need to be much more reactive to provide the right content at the right time based on their behaviors.  So I think this job has gotten even harder. 


What are your thoughts, Jim?

JB:
Yeah, I think you raised some great points. You know, the digital body language is terrific theory, I completely buy in.  It’s really hard to do.  It’s really hard.  So let’s table that for a few minutes because 

there’s a lot of things that we can do before we start thinking about how do I build out content the consumption of which tells me something about the customer, because that’s a real art, that’s a real nuance.  But I think it’s really, really important.  

You also said reactive, you know, be able to be reactive.  I’m going to actually use it proactive meaning that 

I have to have this content ready when somebody comes to my landing page, my site, my newsletter, whatever it might be, and clicks on it, not just the click on the primary link of whatever content that I want to be able to offer, but what am I going to send down stream a day, three days, or a week later?  That all has to be planned out, that all has to be built out.  

So we have to really -- I’m going to talk probably a fair amount of shifting our thinking.  Thinking like a publisher is different from the way we do today.  So we’re going to look at that a little bit, I think, but 

we really have to shift our thinking to I got to have this stuff ready to go now, and most of us are scrambling to pull content together for our webinar in three weeks.

JO:
Yeah, I think that’s a very good point because most marketing that I’ve seen tends to be very event driven as opposed to conversation driven.  What are the kind of mistakes you see out there, Jim and what do you recommend that folks do about it?  

JB:
Yeah.  So maybe a little bit more prescriptive rather than critical here in terms of our discussion, but let’s start with the event thinking that you just raised.  I think it’s a great point.  

Publishers know that they’re going to put out a publication every week, two weeks, newspapers every day, ever month, you know, for the next, for the next 12 months.  So they’re not thinking terms of the event, like oh my gosh, let’s put a paper out, like we do.  Oh my gosh, let’s do a webinar, let’s do a white paper, or let’s do a campaign.  They’ve got a continuous process in place.  So they have a whole different thinking to it that drives the process, and one of the first things they do is they set out an editorial process.  You can go to any publication and say what are your magazines going to be talking about over the next 12 months?  And I think the corporate B to B world equivalent to the editorial calendar is the message map.  We need to have a message map that maps out the messages that are relevant by these different roles, these personals, and then we need to look at these different stages and say well, how do I message who we are at the very first stage where I’m just trying to capture their attention versus the second stage, I’m trying to maybe get them a little bit more educated, or the third stage where I’m really maybe starting to get them engaged and I need to give them some history?  So we need to take these messages and disaggregate them creating a message map that becomes an equivalent of our editorial calendar and starts to guide, you know, the work that we’re going to do.  

 

JO:
That’s a very interesting point, Jim.  I think you're absolutely right.  And it’s something that so many companies struggle with.  You know, I’m on B to B websites all the time and I just see the same tabs and, you know, it’s like OK, what makes you any different?  So, yeah, I think that is certainly that businesses need to do is come up with a message map and a plan.
  

JB:
And if you think of publishers and publishing, what are they out to do?  Well, they’re really out to educate us, to enlighten us.  They’re not trying to sell us anything other than, you know, obviously they want us to buy advertising.  But their mechanism, their tool is educational in nature and I think this is the other shift in the thinking that has actually gotten a lot of discussion over the last three or four or five years, but it’s so hard to do is to think from the customer’s perspective and really understand what information does this customer in this role in this stage of the buying process given their business needs and issues, given the competitive alternatives to what I offer that they’re considering.  What is it that they need?  What is it that they need that would be valuable to them?  And all of the great writing in the last couple of years in lead management and marketing automation have really tipped over saying you're not going to -- and I like to think of content as the bait for those of us who are in the selling area -- the bait has got to be relevant and appetizing to the customer, not about us, not about our features and functions, not until much, much later into the sales process.  So that’s another shift, is we need to come at this from a customer’s perspective, build content that they would really want.  It’s closer to educational kind of a content.

JO:
Yeah, I think that’s a great point and taking an educational approach, I thin kit’s probably -- I mean, as someone who runs a business I think it takes a leap of faith to go from, OK, salesperson, dial that phone, find us some opportunities, close the deal to OK, we’re going to back up, we’re going to develop a message map, we’re going to take an educational approach.  I think probably there’s a fear that the revenue stream drives up when the opposite is the case.

JB:
Yes.  And I think we can talk about the educational piece, but 

this idea of drip marketing or literally, of nurturing the growing.  Nothing grows in an instant, right?  So we don’t want to go out as though our content is the water or the fertilizer and drown or burn the plant, so we have to know how we’re going to drip that to optimize the growth process that takes place.  


And let me give you an example.  

We help customers build out multimedia vignettes that are the equivalent of videos that help deliver this kind of nurturing information in very compelling kind of ways. And in working with clients one of the biggest challenges that we have is we’ll look at a five or six-minute vignette and we’ll say you’ve got four stories inside of that, you’ve got four messages.  It’s very hard for a lot of people to sit in on that one kind of message realizing that hey, you can deliver that message today and then you could deliver the next one in another week and another one in a week after that.  A lot of people say I’ve got a problem with -- I don’t have enough content.  Well, it’s the way they’re building the content that’s crippling them because they’re building it with the textual equivalent of the fire hose 


instead of really boiling it down and focusing in on one aspect of it, which then that is what allows you to start to do the digital foot printing to say did anybody really look at this one concept?  Is it resonating?  Is it relevant?  Do I continue to use it or do I have to change it?  

JO:
I think you raised a very good point that people need to consume information in bite sized increments and confusing it by tacking on other ideas and other approaches just dilutes the effectiveness of it.  So, yeah, I think that’s a very good point that you bring up there.  And I think that is another challenge for them is to take -- not just create content, but create simple focused relevant content, as you say.  You know, it’s like using your analogy, you can’t put like, grasshoppers and worms and everything on a hook and think you’re going to catch more fish.

JB:
Right, right.  Right.  


So maybe it’s useful to kind of just pull back a little bit and look at what are the content challenges and requirements in building out content in general, but particularly for marketing automation.  And we’ve identified basically seven.  In the traditional production world, if you go to a production company, for example, they’ll tell you I can produce something for you good, fast, or cheap, pick any two.

JB:
Right, you can have it high quality and fast, but you’re going to really pay for it.

JB:
And so forth.  Well, one of the things that we realized a long time ago is we’re evolving into this, and particularly in the digital world, we want to optimize all three.  I need it to be professional quality, it can’t denigrate my image or my brand.  The message has got to be quality messaging and well delivered, so I need it good.  I need it now.  I need it immediately.  I need it to be developed quickly.  I haven’t got 90 days to build out a piece of content or 60 days to build  out something.  I need it in two to three days, fast.  And cheap.  


A lot of this content in fact might only have 120-day shelf life.  How much can I invest?  I need it out there now, particularly around product launches, talking with a number of companies and acquisitions and new product launches.  They got to get the messaging out now, and they can’t be spending six to eight weeks to build it out, or spending this kind of money.  It’s just not what they’re looking for.  So we started with OK, we need to optimize good, fast, and cheap.  And then we started working with clients and realized that in the digital world and that when you look at marketing automation in particular, I’m actually going to have a huge volume of content.  

Let me give you one example. Let’s take the classics that the thought leaders say that you want to tailor your content by stakeholder, buying stage, key needs or issues that they’re interested in, and we’ll just start with those three.  Let’s say you have four options for each one.  You have four different stakeholders, you have four different stages of the buying process, and you have four different years.  And you’re going to build out content that way.  You're at four to the third power, which I think is 32 --

JO:
64, right?

JB:
64 documents.

JO:
Right.

JB:
Now that’s just three parameters and four variables.

JO:
Right.

JB:
We haven’t gotten into competition -- we haven’t gotten into some of the other elements.  So volume is right there and we’re in the first cousin of volume is what I was just really referring to.  And that is the ability to tailor and even personalize this content.  And that’s why we need the 64 and that -- but I need to tailor it so that it’s role specific or else it’s just not going to be relevant and on target enough.   

And having done all of this I also need to be able to extend the shelf life of this content.  You know, if I build it out I do need to be able to have some pieces of it, particularly if I’m doing it very quickly.  It’s entirely possible -- and this is true of all messaging -- it’s entirely possible I’m not going to get my messaging right in the first place.  Publishers don’t worry about that.  They get it out and then they learn and they put it back out again and they keep iterating through a story.  Sometimes these stories will evolve.  

You know, the Watergate story, to date myself a little bit, they didn’t wait until they had the whole thing figured out.  They came to the newspaper everyday with the story and it iterated.  I think we need to do more of that with our messaging that goes out.  So those are some of the challenges, and I didn’t mention some of the others, like how do I get it into foreign languages because I’m selling, you know, globally.  But those are the primary challenges and I think 

thinking and acting like a publisher helps you address those challenges by way of a methodology or the process that you put in place. And in particular, if you think of publishers they work with templates.  Many of us learned this with websites.  Many of us now populate our websites form a content management system, so we have a database on the one hand and then our websites are templates and we publish from the content management system into the template, and that’s how we’re able to produce and then keep changing this content in a very dynamic way.  We need to do the same thing for the way we build our other materials.


JO:
Yeah, that’s interesting.  Now, one thing that just impresses upon me is if I was a traditional B to B marketer and we were doing a few webinars, maybe we have some case studies, and maybe we have some product brochures, to go to something fast, instant delivered, map to buying process, map to buying roles, that’s got to be scary.  I mean, it seems it’s a sea change in approach.  What has been your experience in talking to people who made that transition from a traditional push it out kind of approach, you know, event based approach, to a more scientific approach of developing, you know, very, you know, relevant content for the person and the stage of the buying process?

JB:
Well, first, those who have done it I would welcome to hear from them because it’s a small community and we can all share a lot of insights in having gone this road for the reasons that you just, you know, sort of enumerated.  So I would love to hear from anyone that is really working down that path because the other thing that happens is you immediately start raising the bar, and you start saying gosh, I can’t just do this with my web pages, I now need to start doing it with my other documents, or now I want to start doing it with my multimedia content and my video based content and my live meetings and my virtual events.  And they’re all getting bigger and bigger in terms of how we want to instantly deliver highly compelling and tailored content.  There’s lots and lots of ways in the digital world.  We got to the digital devices.  You know, how can I build content that can play on an iPhone or a Blackberry or -- you know, these are all -- the delivery challenge is the other element in there that I am, I neglected to lay on that list.  How do I build content once that I can deliver through all these different delivery vignettes, podcast, multimedia vignettes, web meetings, and so forth.  And so it is, it is and can be daunting and as a result, not many people have done it and not many people have done it very well.  And it’s a continuous process of trying to improve.  I think too, most of us have focused in on websites as jeez, we’ve got to be able to figure out how to do that on our website before I start worrying about customizing videos and customizing other documents.  But at the end of the day, this is where we’re headed.  And again, I come back to marketing automation for lead management has really upped the ante because if you don’t have this capability of building up this content, of being able to tailor it to the different delivery mechanisms then you have nothing to put into your marketing automation system.  Those systems are as successful as is the quality of your content and the quality of the execution.

JO:
Yeah, I think you're exactly right that content is the fuel for marketing automation companies, marketing automation systems I should say.  And that, you know, you’re not putting the right fuel and it’s not going to run very well.  So I think you’re exactly right.  What other thoughts do you have about how companies go about doing this?

JB:
Well, if you think about publishers, what they’re doing is constantly, constantly acquiring content.  Every situation is an opportunity to interview people, to record those interviews, to capture pictures, to draw diagrams, to get people the right things up for the database, constant acquisition.  We’ve been saying this for 15 years.  Every opportunity to record customers’ conversations, to interview customers, to record technical experts, CEOs.  Audio is an underutilized medium, but we want to be able to capture knowledge continuously.  That’s something that is very much a part of the publishing process.  And now as you do that it’s relatively simple to get that audio transcribed and now you have some documents, you know, some documentation that you can work with in order to edit it into a web blog, in order to edit it into an article, it in order to edit it into twitter posts, in order to script into vignettes or podcasts, all of the above.  And so thinking like a publisher says how can I take this interview today with Jeff, record it, and get as much content out of it as I can.  

JO:
Yeah, I think that that’s a terrific point.  And I lived that experience with my website of, you know, just contacting people like you, Jim, and doing these interviews and constantly being hungry for great content.  And it’s amazing how quickly you can build that up if you focus on it.  

JB:
That’s right.  It does require resources and discipline.  It benefits from having a really good process, and just as we’ve learned with websites and to a lesser degree, tools like PowerPoint, we need to have defined standards and defined templates, and defined procedures as to how we’re going to do certain things.  One of the things that we’re finding with customers with marketing automation is the lack of templates and standards around things like landing pages.  We had a customer that said OK, you need to help us convert our vignettes into basically a format that will fit inside our landing page appropriately.  And we said great, what size would that be?  We don’t know.  

JO:
Right.

JB:
Well, they also have three different product groups that are all building out landing pages, none of them have gotten together to say what would be a good template for a landing page so that we don’t have three different groups thinking about it separately, let alone communicating to different folks that we need video content formatted a certain way, you know, to play in that.  So these issues of standards, policies, you know, what is our policy around getting releases?  I love to quote John Chambers from Cisco is I think appropriately putting the focus on video coming to the web in a big way, such a big way that acquires a company that makes the flip camera, the flip video camera.  And he was talking at his user conference a short while ago about sales people going in and recording customer interviews with this little flip camera, to which I immediately start running through my brain has anybody got the process set up to make sure that the salespeople are getting a release from the customer to use that client?  Have they gotten any training on how to produce it so that the quality -- remember one of those seven elements -- quality was any good?  Do they have a message map so that they’re asking the right questions so that that content can be used for multiple purposes than just a particular purpose that rep wants to have.  What is the process by which that content will be vetted, approved, potentially legal looking at it, and ultimately, deployed into the infrastructure so it can be shared by everyone else?  Do we really want our salespeople out there recording and therefore then editing videos?  Do we have that much extra time on our hands?  Is that really the best way to do it?  Well, it might be in some cases, no question about it.  The question is if it’s happening through a void of a policy and a process or whether it’s being driven by a policy or process, and there we keep pointing to PowerPoint.  For those who have been critical of the whole PowerPoint experience, what did you learn?  Are you getting out ahead of this multimedia the way you didn’t get out ahead of PowerPoint and didn’t provide good templates, didn’t demand adherence to the use of those templates, didn’t define standards around how images and texts and colors would be used.  And so lots and lots of building and rebuilding of PowerPoint, we can’t afford to do that as it moves to flash animation and video.  And so publishers work through templates and standards and they have processes and policies in place so that everybody knows how to get this stuff done that doesn’t bite back most of the time.  

JO:
Very interesting.  I like your John Chambers story too about how -- you know, you really have to think about the process.  It’s not just the event of giving a camera to a salesperson, but the whole process of collecting and distributing that video.  As you say, the standards, is it lit correctly?  Are they asking the right questions?  There’s just so many things, so many factors that, you know, you have to think like a publisher and think of that entire process.

JB:
Yes, that’s right.  A good sort of visual metaphor, if you will, around this thinking like a publisher and this need to pre-produce the content, you have to have it ready to go for your marketing automation, but also for I think as a sales aid.  So when a sales person hangs up the phone they shouldn’t be thinking how do I write an email to this person or what content do I need to create to send to this person?  It should already be in the bag.  So how do you know how to do that?  And that’s what publishers are really all about.  A couple of weeks ago in the New England area Senator Ted Kennedy died.  He died at 11:30 at night and his death was announced at 1:30 in the morning.  My wife and I were up and watching news at 5 a.m. and on the news that day were extended minutes, extended minutes of high production value video and stories and edits of Ted Kennedy’s life and his impact on many, many different fronts.  They didn’t build that between 1:30 when the announcement went out and 5:00 when they were on the air.  Thinking like a publisher means knowing what your story editorial process and pre-producing that so that it’s ready when you need it.  Because when you miss that opportunity you’ve missed it, there’s no going back.  And this stuff shouldn’t surprise us if we have done a good job at looking at our customer needs and the underlying issues, the different roles that we’re selling to, and we then mapped out how does the customer need to take this information ad they move through the buying process, and what elements are the most complex and critical for me to communicate so that I can express my value?  And that’s, that’s how I see this whole publishing thing coming together.

JO:
Yeah, I think you’re exactly right, Jim.  And I think getting closer and closer to that customer, understanding what drives their behavior, what is their buying process, what are the roles they play in the buying process, what devices do they use?  Do they check email on a Blackberry, on an iPhone?  What trade shows do they go to?  What blogs do they read?  I mean, those are all kinds of things -- if I were talking to a marketer -- I’d be interested what you’d think -- I’d say go out there and talk to your customers.  They’ll tell you!

JB:
Yes.

JO:
Yeah.
JB:
No question about it and --

JO:
What kind of content did they want?  They’ll tell you!  Right.

JB:
And ultimately, what we’re finding with the marketing automation technologies is the ability to build into this content short little survey elements that’s relevant to the topics of the content so that it becomes a two-way kind of conversation.  I don’t want to just deliver the message, I want to capture from those who are willing to share some of their thoughts around that content and that becomes a very good way to get feedback so you don’t necessarily even have to go out, although I’d agree with you, I think that means a lot of sense.  But we keep capturing three or four elements from little surveys off of each piece of content that gets used across the whole breadth of going on, very quickly we’re going to start to get a lot of good data back as to what people are interested in, what they’re thinking about, and what they find relevant.

JO:
Yeah, you’re exactly right and there are ways to do it, yeah, with short surveys.  You’ve also got Twitter and other tools that you can use to track conversations.  You know, there’s a lot of things available to marketers that they didn’t have a few years ago that makes a lot of this possible.  Well Jim, thank you.  This has been a fascinating discussion, and I think it’s extremely relevant for marketers and sales leaders out there, and even CEOs about this, and I’m sure this is peaked a lot of interest.  Where can they go to continue the conversation and learn more about this, Jim?

JB:
Probably my blog is the best place, Jeff, which is salesvpi.typepad.com and salesvpi stands for “veritable plethora of information.”  But I am writing and interested in conversing with anyone that is looking at the challenge of creating, managing, and delivering compelling content in support of marketing and sales outcomes.  And so I’m writing a lot about that at salesvpi.typepad.com.

JO:
Yeah, and I certainly encourage the listeners to go to that website and enter comments and I’m sure Jim will be more than happy to engage in a conversation with you.  I‘d also like to point out my blog, which is very simple.  It’s fearlesscompetitor.com.  So I like this particular topic as well, Jim.  I think it’s something that -- it needs to have a lot of conversation and interactive discussion. 

JB:
There’s an awful lot here and as we all begin to start working down inside of this there’s even more details that become important.  The devil is in the detail.  And we welcome the opportunity to share insights with others as they pursue this journey as well.

JO:
Jim, thank you and thank you for sharing these great insights with our listeners.

JB:
Jeff, thank you.  Great being with you today.  

END OF TRANSCRIPT
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