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Foreword
If you’re considering quitting, it’s almost certainly because you’re not
being successful at your current attempts at influence. If you have called
on a prospect a dozen times without success, you’re frustrated and giving
up. If you’ve a boss who just won’t let up, you’re considering quitting your
job. And if you’re a marketer with a product that doesn’t seem to be
catching on, you’re wondering if you should abandon this product and
try another.
If you’re trying to influence just one person, persistence has its limits.
It’s easy to cross the line between demonstrating your commitment and
being a pest. If you haven’t influenced him yet, it may very well be time
to quit.
One person or organization will behave differently than a market of
people will. One person has a particular agenda and a single worldview.
One person will make up his mind and if you’re going to succeed, you’ll
have to change it. And changing someone’s mind is difficult, if not
impossible.
If you’re trying to influence a market, though, the rules are different.
Sure, some of the people in a market have considered you (and even
rejected you). But most of the people in the market have never heard of
you. The market doesn’t have just one mind. Different people in the
market are seeking different things.
Influencing one person is like scaling a wall. If you get over the wall the
first few tries, you’re in. If you don’t often you’ll find that the wall gets
higher with each attempt.
Influencing a market, on the other hand, is more of a hill than a wall. You
can make progress, one step at a time, and as you get higher, it actually gets
easier. People in the market talk to each other. They are influenced by each
other. So every step of progress you make actually gets amplified.
(From The Dip, by Seth Godin)
(Reproduced with permission. Thanks, Seth.)
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Something had to break
When I first began investigating the role of influencers back in 2002, there
were few signs that the role of the two most prominent influencer
categories – journalists and industry analysts – was declining. There
were no data at that stage to intimate that, nor had I read any articles to
suggest as much. But having worked with journalists throughout the
1990s, I felt that the amount of money and resource being poured into
securing press coverage, compared to the returns it often generated, was
creating an unsustainable situation. Journalists in their twenties were
routinely being flown all over the world, on business class flights, staying
in five-star hotels in order to meet with top executives in the hope that
positive news articles would result. Resentment was growing amongst
vendors at the efforts they were having to go to entice journalists to meet
them. And not all journalists were playing fair. Some were taking far more
than they were giving, knowing they could do so because they alone held
the keys to coverage in certain sought-after titles. I often wondered what
would happen if those titles stopped being so sought-after?

The aftermath of the global downturn
In the early part of this decade, two events colluded to usher in this era of
influencer marketing. One was the global economic downturn. The US
and Japan were the first to suffer, seeing softening markets from mid-2000.
Japan, having been held up as the economic poster child for much of the
1980s and 1990s, had quietly but surely become seriously unstuck. While
Europe had been relatively inoculated to these early warning signs, it had
no choice but to listen once 9/11 struck. In many industries, sales fell off
the proverbial clifftop and wouldn’t recover until 2004. On the basis that
there was no point in marketing to people who weren’t in a position to

viii

Preface

buy anyway, marketing budgets worldwide were cut, in some cases
dramatically. Experience costs money so in-house marketing departments cut their most experienced staff. Marketing suppliers, especially
advertising, PR and sales promotion agencies, saw income streams dry up
almost overnight. Publishing houses which had been so lucrative
throughout the 1990s saw advertising levels drop while production
costs rose. The cosy and extremely profitable marketing sector faced
its nuclear winter.
The second was an aftershock of the arrival of the web. By 2002 the
almost universal adoption of broadband access enabled businesses to live
on the web rather than merely visit it. The significantly lower distribution
costs of online over physical, in tandem with the worsening economic
climate, sped the move online. As companies searched for new income
streams, as every cost was scrutinised, as our faith in our traditional highcost advisors was waning, so all of our customers expected more for less.
Accustomed to paying $250 for a magazine subscription? Cancel it and
find something almost as good online for free. No longer afford that
analyst firm subscription? Find a cheaper alternative. No longer have a
purchasing support team in place to advise you on which solution to buy?
Make up your own criteria. The old rulebook on B2B purchasing
had been discarded. New people, new processes, new thinking had
replaced it, and this time there were fewer kingmakers. Everything had
fragmented.
Analyst firms had downsized, key staff had left and formed start-ups that
now competed with their former employer. As had print publications
whose former staff were now freelancers. So too with management consultancy firms, resellers, events organisers, forum hosts and others. Within
the space of three years, instead of there being perhaps four main firms in a
particular market sector, there were now ten, all much smaller but boasting similar client experience. As customers returned, they found they had
greater buying power, greater leverage and could demand achingly high
service levels from suppliers whose margins had shrunk out of existence.
But the most important long-term effect of this fragmentation? Greater
choice for the customer as a result of the greater dissipation of talent.
There were now more influencers than ever before, and they were more
evenly spread out.
So began the recent rise of the B2B influencer marketing concept.
Purchasing decision-making had become a more drawn-out, more
committee-based and more formalised process. For the suppliers, there
were more people to reach, yet less money to reach them with. And they
were people who didn’t want to be marketed to. Research was beginning
to show their importance to the buying process yet they weren’t people
that the salesperson could get to meet. Suppliers needed to appeal to
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them . . . somehow. Because the traditional marketing mix just wasn’t
cutting it any longer.

The early enthusiasm of Europe
It was in this context that I began to research the early thought leaders
in influencer marketing. I was living in London at the time, reading
The Tipping Point, The Cluetrain Manifesto and The Influentials, all
American. I saw how businesses needed to identify those people now
influencing their prospects, and realign their marketing accordingly.
I doubted anyone was doing this effectively. The first company I
approached, a software company just got it. Straight away. They were
salespeople, and smart. I’d rehearsed my responses to use when my wouldbe client questioned the existence of influencers, their importance or
whether it was possible to successfully identify them. No one in the
room asked anything of the sort. Their questions were all based around
my ability to execute. We agreed a deal.
I talked to more and more companies in that summer of 2003. I read
everything I could. It appeared that pretty much no one, except for Palm,
the US hand-held device manufacturer, and Apple Inc., had devised any
specific programmes for influencers. What they had in common was they
were underdogs in their marketplace, ironically both competing with
Microsoft and its vastly superior marketing budget. Both companies
knew that they couldn’t outpunch the Seattle giant, so they had to outthink it. They couldn’t get to more people, so they had to get to the right
people. This was exactly the message that I found resonated with those
companies I was talking to. Our client base grew.
We established a methodology for evaluating and then ranking influencers according to their particular marketplace and we put in place activity
programmes for what to do with influencers once we’d identified them. But
one thing puzzled us. We’d continued to be surprised that so few others
were talking about the same subjects as us. And how even the largest brand
name clients that we met with had no such programmes underway in
Europe, nor had they even heard of any from their US counterparts.
Tentative budgets were beginning to return to the European subsidiaries
of the US companies. I expected the full-service global marketing firms to
stride into the influencer space in Europe with comprehensive service
offerings. None did. Maybe they knew something we didn’t. We attributed
it to the still faltering European economy. That summer I left for the US,
determined to find out how influencer marketing was really being done.
What I found bemused me. If I’d thought that Europe was quiet on the
subject of influencer marketing, American business was silent.
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A strangely quiet America
I’d expected to find many of the West Coast brands busily integrating
influencer programmes and hear of many marketing agencies aggressively
launching themselves into the space. I found almost nothing. I met many
agencies and found them concentrating on meeting the demand of their
clients with ‘vanilla’ campaigns. By late 2005 the US economy was back
on its feet and Silicon Valley was rediscovering its marketing budget.
Marketing agencies were tentatively beginning to re-staff having culled
their workforce to the bone over the previous few years. But the
programmes they were now implementing were their traditional homeground activities – direct mail, online promotions, PR and the like. That’s
what their clients were asking them for, and they didn’t feel ready to push
the envelope with ambitious thinking. I found it disappointing.
In 2005 WOMMA, the Word of Mouth Marketing Association, began
gaining momentum. Its burgeoning membership proof that others shared
the groundswell disenchantment with traditional marketing. By early 2006 a
few agencies were working on real projects with real budgets and brandname clients. Surprisingly, to me, most of these weren’t in the tech sector,
nor even in the B2B space, but companies like Proctor & Gamble, Pepsi,
Budweiser, Virgin Mobile and Yahoo were all working with consumerfocused agencies to create genuinely new and interesting influencer campaigns. Agencies such as Ammo Marketing in San Francisco and beverage
sector specialists Liquid Intelligence in Chicago. B2B companies were attending WOMMA events, not with their own examples, but there to listen and see
how they could apply this consumer experience to their own sectors. It was
clear that influencer marketing, a specific take on word-of-mouth marketing,
had reached that part of the wave where there was no turning back.

Agencies . . . it’s Show and Tell time
Today I look at Microsoft, Google, Intel and SAP and I see early stage programmes in place. Not in Europe but in the US. In Europe the major vendors are
almost universally warm now to the concept of influencer marketing. When in
doubt they contact their US counterparts and are getting supportive responses
back. Often they’re getting offers of funding from the US too. But no one is
pushing influencer marketing onto the agenda of the European marketing
heads. It almost feels, as seems to happen once each decade, that clients are
leading their agencies. It’s a situation that is rarely allowed to last long.
Nick Hayes
San Francisco, November 2007
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What this book is about
This book outlines a number of cultural changes since 1990 that have
impacted how purchasing decisions are now being made, and how decision-makers are now getting their information. The fact is, marketing
departments haven’t kept up with those changes. They’ve been too busy
moving to online tactics – web advertising, webinars, blogs and social
media – to look deeper into who they’re communicating with and what
those people need to hear. Not surprisingly, they’ve primarily targeted the
purchaser themselves.
What this book shows is that decision-makers act within communities
of influencers. The stakes are too high for making decisions alone these
days. Decisions are too complex for individuals to make in isolation, and
personal risk is too high to chance a mistake. Instead, decision-makers are
creating their own ‘ecosystems’ that frame their major purchase decisions. And marketers need to identify and engage with the individuals that
populate these ecosystems. For these individuals are the real business
influencers today.
Influencer marketing is a new approach to marketing, important
because sales forces both understand and support it. It directly addresses
the most common sales barriers within prospective customers and focuses
attention on those individuals who advise decision-makers. We call these
people influencers, and they are as crucial to the sales process as the
prospects themselves.
What we don’t cover here is how to exert influence, become more
persuasive or win at negotiation. There are plenty of books on these
subjects, and we suggest a few at the end of this chapter. We’ve focused
in this book on understanding who has the influence, what they do with it,
the dynamics that exist between influencers that operate in your market
and how you can use influencers in your marketing activities.
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Who this book is for
We’re written this book with two audiences in mind. The first is the
marketing profession, which is under so much pressure these days to
deliver better results with reducing resources. Though we point out the
deficiencies in marketing we are not anti-marketing. We support marketing as a discipline. We help others to do marketing. We do marketing
ourselves. We think marketing is really important. Marketing is a major
spend for firms. If marketing is not performing, then it undermines the
whole business.
But we also admit that much of the criticism of marketing is justified,
because marketing so often under-performs. More seriously, as the market
changes and enabling technologies emerge, much of marketing remains
static and decreases in its effectiveness, relevance and value.
Our second audience is the sales force. Salespeople get a rough ride,
with their quarterly targets and relentless pressure. We couldn’t do it.
Influencer marketing is a new movement in marketing that directly
and specifically enables sales forces. It directly addresses the most common sales process barriers within prospective customers and focuses
on those who advise decision-makers. When we’ve shared our ideas
with sales people they are among the quickest to ‘get it’. We hope you
do too.
Our background is predominantly the technology and telecoms industries, so we’ve leant heavily on these areas to provide examples of
influencer marketing. But influencer marketing is equally applicable
to every other B2B sector, and many B2C markets too.

Which businesses are doing influencer marketing
already?
Of course, there are some companies who are already proving extremely
effective in identifying and working with their major influencers, yet they
prefer to keep their successes confidential. In researching this book, we
have found this often to be the case. We wish we could have brought more
examples to light, but the reticence of these ‘early adopters’ is understandable: they are gaining competitive advantage through their influencer
programmes. In several of our chapters we have included mini case studies
of companies that are leading the way in their targeting of influencers as a
critical audience in their sales activities. Clearly more exist, and we would
welcome their future inclusion on the website affiliated to this book
(www.influencermarketingbook.com).
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Who we’ve been influenced by
We make no claim to be the first to write about the power of influencers to affect decision-making. There are plenty of books that give
the broad background to the subject, but a few individuals and texts
stand out as particularly shaping our thinking.
Three seminal works cover the ways in which influence can work.
In 2000 Malcolm Gladwell wrote The Tipping Point, a book that introduced to the mainstream the terms mavens, connectors and salesmen to
describe the types of individuals that communicate ideas and views. His
taxonomy of influencers is so powerful that his terms are now used
in conversations everyday. Jon Berry and Ed Keller’s 2002 book The
Influentials brought to prominence the role of influencers in everyday
life, both business and social, explaining how one in ten people affect
what the other nine buy, think and do. It is considered the high water
mark for sociological research into how influence works between consumer peers. And thirdly, Frederick Reichheld’s 2003 paper published in
the Harvard Business Review entitled The One Number You Need to
Grow, set out the Net Promoter Score proposition that the single most
important indicator of a business’ future growth was how it fared when
its customers were asked ‘Would you recommend this company to
others?’ It has since had enormous effect on how companies seek to
manage their reputation, promote their capabilities and create new
customers.
To these three works we’d add Robert Cialdini’s Influence: Science and
Practice, which explains clearly and somewhat disconcertingly how we
can all be influenced, and which provided the basis for the measure of
influence we term the Cialdini test. And we must mention Purple Cow, by
Seth Godin. It contains the idea that ‘It is useless to advertise to anyone
except sneezers (connectors) with influence’. That’s a reasonable one-line
summation of this book.

Case studies
In this book we set out to illustrate the concepts of influencer marketing
with examples. But we hit three big problems: there are no widely
referenced examples in the public domain; it’s too early for many firms
that have begun an influencer marketing programme to talk about their
experiences; and those firms that have delivered tangible results are
gaining competitive advantage, so have no inclination to divulge their
strategy.
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Some of the companies that were willing to share their stories requested
anonymity to protect their commercial advantage. But we convinced
others to identify themselves in the hope that their household name status
will encourage others to adopt Influencer Marketing approaches.
To all of our case study participants we extend our thanks.

1

Marketing is broken

In this first chapter we look at the evidence for declaring that ‘marketing
is broken’ and how marketing today rarely helps your sales force.

You know the scene
It’s painfully familiar. You’ve just heard that a competitor has won a deal
that you were banking on. You’d been marketing to that account for
months. Your sales rep had a good relationship with the decision-maker,
felt in control of the sales process and you’d submitted a strong proposal.
Nothing left to chance. So what happened?
The rep calls the prospect to try and save the deal but it’s too late. When
you ask why you lost the sale, your prospect says that his team didn’t
believe your pitch, was unconvinced by your ability to deliver and was
unimpressed by your service capability. But didn’t they read the proposal?
You don’t know how or when, but your competitor managed to turn the
prospect away from you and towards them. The decision was made before
you wrote your proposal.
This is news that you didn’t want to hear. You’re finding it harder to get
prospects’ attention. You miss out on tenders because you just didn’t hear
about them in time. But somehow your competitor did. You’re invited to
tender on bids but you feel you’re just making up the numbers. You find
out about deals your competitor closed that you didn’t even know about.
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Your lead generation numbers are flagging, and your leads-to-sale conversion rate is down.
You want to apply more science to marketing, because you know much
of your spend must be wasted. But you don’t know what marketing works
and what doesn’t. You’re doing this year what you’ve always done, but
now it doesn’t seem to work.
And the sales director is looking for you. A bad sign.
Look at the situation from the prospect’s viewpoint. They are being
bombarded by marketing messages from you and your competitors, pitching
similar products with similar features at similar prices. Your attempts at
differentiation are just adding to the noise. Your prospects are confused and
they need someone to help filter the useful information from the background
chatter. Who do they turn to? Who do they listen to? Who do they trust?
Marketing is broken. This shouldn’t come as news to you. The fact
that you’re reading this book means that you’re interested in marketing,
you’re curious to discover new marketing approaches and, we assume,
you’re aware that all is not well.
In the background research for this book, we examined the opinions of
a range of experts in marketing, from academics to gurus and practitioners.
It is depressingly easy to build a list of statements that confirm that marketing is failing. Here’s our list, but you should try making your own:
&

&

&

&

&

&

&

Chris Anderson cites in The Long Tail ‘We’re entering an era of radical
change for marketers. Faith in advertising and the institutions that pay
for it is waning, while faith in individuals is on the rise’.
Jim Stengel, global marketing officer for Procter & Gamble ( P&G), said,
‘Today’s marketing model is broken. We’re applying antiquated thinking and work systems to a new world of possibilities’.
Seth Godin, in Purple Cow, writes ‘The traditional approaches (to marketing) are now obsolete. One hundred years of marketing thought are gone.
Alternative approaches aren’t a novelty – they are all we’ve got left’.
McKinsey & Co. states that ‘Today’s chief marketing officers confront a
painful reality: their traditional marketing model is being challenged,
and they can foresee a day when it will no longer work’.
Laura Ramos of Forrester Research writes, ‘Marketers cling to marketing
tactics that they admit fail to work . . . it’s time to leave these outmoded
methods behind’.
Thomas Friedman of The New York Times states ‘The new model in
business is that you involve your community and customer in an
ongoing conversation about every aspect of your business’.
Richard Edelman, founder and head of Edelman PR, believes that ‘traditional marketing is in its twilight years. (It is premised on) an old model
of persuasion that worked from the ’50s through the ’80s’.

Marketing is broken
&

&
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Professor Philip Kotler, the marketing guru and author of the Harvard
Business Review ‘must read’ text Ending the War Between Sales
and Marketing, states that the average person ‘is exposed to several
hundred messages a day and is trying to tune out . . . marketers must
consider other methods of getting customers’ attention’.
Robert Scoble and Shel Israel, in Naked Conversations, see ‘a clear and
present danger for practitioners of traditional, unidirectional advertising
and marketing’.

Marketing no longer sells anything
Our starting point for this book is not to reveal that marketing doesn’t
work very well, but to try and articulate how we think it can be fixed. Our
research has shown that, while everybody seems to be aware of the
decline in marketing, few do anything about it. The lack of innovation in
marketing is ironic, given its supposed creative core.
When we say ‘marketing is broken’ what do we mean? Simply, that it no
longer does its job. Marketing is orientated around sales. If it doesn’t
initiate, assist or close a sale then it is failing. And failing it is. The largest
single item on most firms’ marketing spend is advertising, accounting for
between a quarter and three-quarters of budgets. In some industries,
marketing accounts for a third of revenues. Yet the link between marketing
and consequential revenues is rarely demonstrable. Astonishing.
Marketing is based on notions that are 20 years out of date. The notion
that if you put enough messages out there some of them will be heard. The
notion that ‘building the brand’ is money well spent. The notion that people
believe what they see and read. Recent initiatives to take advantage of Web
2.0 technologies are merely reactions that apply old techniques to new
media. Marketing needs to rethink the messages it is communicating, to
whom it’s communicated and the methods being used. Many companies are
disappointed at the lack of tangible return on their multi-million pounds
marketing activities. Advertising remains the largest budget item on most
firms’ marketing plans. Advertising may be a fixture in a company’s annual
spend, but management boards are increasingly questioning why this is. The
most recent Brandchannel survey in 2007 illustrates this point well. Four of
the world’s five largest brands have never conducted any advertising, and
the same is true for seven out of the 10 fastest growing brands. There is no
proven causal relationship between advertising and financial performance.
And advertising is just the tip of the melting marketing iceberg.
There is no strong evidence to suggest that advertising has any effect on
sales. The academic research on marketing and return on investment (ROI)
is paltry in number and unconvincing in conclusion. There is an awful lot of
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assertion from the profession itself, and several claims to the link between
brand and revenues or stock price. It is true that firms with big revenues and
profits usually have well-known brands. Yet brand awareness could equally
be an outcome of high sales, rather than a driver of it. Google has never
advertised, yet it has become the world’s most powerful brand.
There exists in most companies a disconnect between sales and marketing. This manifests itself at an operational level in departmental warfare
where, according to marketing guru Philip Kotler, ‘sales forces and marketers feud like Capulets and Montagues – with disastrous results’. If you
haven’t heard Philip’s 30-min audio download of Ending the War between
Sales and Marketing then we’d suggest you do.
Inside almost every company there lies a gulf between marketing and sales.
Rarely is there harmony, at best just an agreement to silently walk past on
opposite sides of the corridor. At worst, it can totally paralyse an organisation.
Separate territories, with neither able to see the other’s viewpoint.
Recent trends in marketing – the move online, campaign management
systems, the creation of brand personalities – have done nothing to bring
the two divisions closer.
Continuing disillusionment with traditional marketing and its dubious
returns are leading many organisations to question how, or if, to continue
with their current marketing levels. Marketing executives are under pressure to show results, ones that will impress the management team. There
has never been so much interest and activity in marketing performance
metrics and dashboards. While this focus on measurement is encouraging,
most metrics concentrate on monitoring the effectiveness of the marketing operation, how well it does what it does, rather than the marketing
execution. Does marketing result in more leads, more sales? The answer,
across industries and geographies, is typically ‘We have no idea’.

Is anybody there?
If the paucity of tangible and reliable ROI metrics from marketing, across
all industries and geographies, suggests how marketing is broken, it begs
the question: why is it broken? Why does marketing not deliver higher
sales or better lead generation?
The answer is that nobody is listening anymore. By the time you go to
bed tonight you’ll have seen roughly 1000 commercial messages. There
are just too many to remember, so they’re all ignored. TV advertisers
reckon they need to show an advert between 7 and 10 times before the
audience can recall seeing it, and even then they don’t necessarily remember what it was advertising – ‘Yes I remember the house with the rubber
floor but no, I can’t remember which beer it was advertising’.

Marketing is broken
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Besides the sheer volume of messages bombarding us everyday, have
you noticed that they all sound the same? A consistent theme in marketing
literature is the blandness of messages. Advertising is the price for being
dull – you have to pay to get people to listen to you.
There is a chronic lack of marketing innovation in the technology industry. Compare your core message with that of your competitors’. Your
product is easy-to-use, fast, leading-edge, proven, customisable, flexible,
scalable and available in mauve. Welcome to the club. Part of the problem
is the unsustainability of competitive advantage, due to the rapid transmission of ideas and technical capability. Your competitors can deliver a
similar product 6 months after you innovate. If you work in a service-based
industry your competitors can clone your offer by tomorrow.
There’s also a problem in the way that marketers talk. Imagine you’re at
a party. A man comes up to you, but instead of introducing himself, he
yanks your head back, pulls your jaw down and looks at your teeth. ‘I’M A
DENTIST!’ he explains.
That how marketing sounds. It’s one way. It’s abrupt. It has no concept
that the listener may not want to hear the message. It lacks social graces.
It intrudes, by demanding your attention. There are no pleasantries.
There’s no engagement with the listener. It’s what Seth Godin aptly calls
interruption marketing.
In fact, it doesn’t really matter if you’re heard above the noise or if your
message is innovative and relevant. Because your prospects don’t believe
you. You’re selling something, which means you’re biased. Prospects may
like your message but they want to hear it from someone they trust.

We’ve decided to decide in a different way
A decade ago decision-makers used two types of sources to influence their
opinions and agenda. The first was the printed media, either the general
business press or industry-specific trade press. These covered current
trends, macro-economic reports and experiences from the field. The
second source was industry analysts, used heavily in the technology and
telecoms sectors, but also appearing in retail, banking, manufacturing,
pharmaceuticals and others. Together journalists and analysts made up the
bulk of influencers on business decision-makers.
Our own research has tracked the continued decline in share of
influence amongst journalists and analysts between 2003 and 2007
( Figure 1.1). The research begs a key question: if journalists and analysts
are diminishing in their share of influence, who is replacing them?
The answer is that decision-makers use a wide variety of influencers
to inform their judgments, from inception to implementation. We’ve
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Figure 1.1
declining

Journalist and analyst share of influence is

identified over 20 different categories of influencer and they may play a
number of different roles throughout a decision process. For any one decision,
there could be a dozen or more individual influencers involved at some level.
In a market there are typically hundreds of people exerting their influence.
But marketing has not kept in line with this trend. The vast majority of
marketing activity with influencers is still founded on PR (public relations)
and AR (analyst relations). Our research suggests that, instead of devising
programmes that target journalists and analysts and ignoring the remaining
15 per cent or so of miscellaneous influencers, as you could have done 10 years
ago, you would now be missing out on at least half of the main influencers, an
omission that can no longer be justified. Something has to change.
The most fundamental challenge for marketing is that it has no idea who
these influencers are, nor their relative ranking of importance, and therefore has no formalised programme to contact them. If marketing was able
to identify them, it could use them as a channel through which to reach
prospects. And prospects would listen to influencers because they are, by
definition, influential.

Why hasn’t the power of influencers been realised
until now?
It’s a fair question. The answer is in three parts:
1. Those behind the scenes ‘influencers’ were being targeted as prospective purchasers in their own right and so it was believed didn’t justify
being treated separately as influencers.
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2. The tools and research tactics weren’t in place to economically identify
who these influencers were.
3. The breadth of influencers used to be far narrower, such that journalists
and resellers might have been responsible for upwards of 80 per cent
of the influence. And these two categories have long been targeted
separately. Today the influence circle is dramatically fragmented.

The rise of the decision-maker ecosystem
Most marketing directors plan their activities by reviewing their previous
year’s spend, then deciding how to tweak it for the upcoming year. It’s
astonishing that trade shows are booked, at a cost of tens or hundreds of
thousands of pounds, without asking potential customers whether they’re
planning to attend those events. A more reliable approach would be to
meet with, or interview, several prospective purchasers as to how they
approach the buying process to start with. Where do they look for their
information? What form does their research take? How do they involve
others in their search? How do they decide which events to attend? At
what stage would they let a vendor know of their interest? By asking such
questions marketing departments would markedly change how and what
they communicate, and to whom. For they’d identify many people they
had not previously considered, yet who have a major voice in scoping,
shaping, evaluating and approving the majority of deals. These people
make up the decision-maker ecosystem (DME).
A good friend of ours, Nilofer Merchant, the head of California strategic
marketing firm Rubicon Consulting, said recently that she sees such ecosystems as a direct result of the gradual decline in the role of ‘trusted advisors’ in
all aspects of our lives, over several decades now. Hundreds of years ago there
were religious leaders, coupled with senior, older members of the communities in which we lived. Earlier this century this small group of personal
influencers would have included our school teachers, or elder relatives and
our parents. For the past 50 years the rise of mass entertainment media meant
that we deferred to radio presenters, news readers and TV show hosts, and in
parallel, advertising that accompanied, and interrupted, their appearances.
These shaped both our morality and our aspirations. We have seen the
demise of the ‘extended family’, where several generations of a family lived
together in the same house or community. We now don’t expect a job for
life, and most of us now work only a few years for the same employer. It is
increasingly difficult to establish a stable set of trusted advisors either in our
personal or professional lives. So, we now foster temporary advisors, perhaps
running several in parallel, and often on very specific subjects. We feel free to
recruit them when we need them and drop them as soon as we don’t.
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As a culture we are no nearer making our decisions in isolation than we
have ever been. But our points of reference have changed. With our
lessening respect for age and seniority, our immediate peer group has
increased in importance, as have subject matter experts, those we need to
help us navigate our way through increasingly complex issues. These
people are likely to have been unknown to us yesterday, today we treat
them as a close ally, tomorrow we will have moved on. All of these factors
combine to mean that our circle of influencers are ever more transient,
flexible, dynamic and therefore harder to predict. No sooner has an
influencer circle been identified than it may be disbanded, or at least
morphed into some other shape.
While DMEs in business are transient, and shift quickly depending
on the decision focus and process, they are not impossible to map.
One factor is that in business situations, such ecosystems are established primarily to help a linked, and time-bound, set of decisions.
Though they may start off informally, they are stable and persistent for
the duration of a particular project or activity. In fact, businesses try
to keep such networks in place in a similar form over several years,
both to benefit from previous experiences and to encourage cohesion
from one decision to the next. There’s little point zigzagging from one
tactic to the next because the decision-making process relied on
radically different criteria each time. So, if only for expediency, companies tend to try to keep their ecosystems intact for as long as they
can. This means that longevity is an important attribute in influencers.
Now where there’s money there’s opportunity, and where there’s
opportunity there’s someone looking to benefit from it. So inside every
market sector there’s an infrastructure of consultants, advisors, strategists,
production houses, developers and others all with their own views on
how companies should solve their business problems. Inevitably, those
forming this infrastructure are, in themselves, fighting to become key
influencers, some very successfully.
Think of Intel in the early 1990s. A company making computer chips
that no user ever thought or cared about, suddenly faced lower cost
competition to its traditional hegemony. Customers caring only for
the brand name on their PC, and the fact that it would run Microsoft
Windows, could have easily and unknowingly switched to lower cost PCs
with non-Intel chips. Intel had to make their brand matter. In one of the
most expensive and long-term single advertising campaigns in recent
history, the chipmaker stamped the ‘Intel Inside’ logo into all of our
minds. Customers decided that a formerly almost anonymous chip really
did make a difference. We were well and truly influenced. But at a reputed
cost to Intel of over $1 billion in marketing alone. Such expense was
necessary because the chipmaker was forced to influence every individual
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decision-maker likely to buy a PC at the time. It would have been so much
less costly had they influenced the decision-makers’ influencers, rather
than wait and so have to impact the decision-makers themselves. That
should be a warning to all suppliers.

The implications for traditional marketing
There are two immediate implications of changes in influence. The first is
that suppliers (or vendors as they are known in some industries) must
identify and rank those influencers within their market(s). This is not a
trivial exercise, since influencers are typically invisible to sales and marketing professionals. There is no off-the-shelf list of influencers. They don’t
have ‘influencer’ written on their business card and a person influential to
your company may be irrelevant to another firm in a similar field.
Importantly, influencers may never have bought, and may never buy,
anything from you. You won’t already have them in your customer database, because they’ll never be customers.
The second implication for marketers is that they must focus attention
on those individuals with most influence on their target market(s), and
scale back relationships with those with less. This adjustment is necessary,
because marketing is a finite resource, and the number of influencers to
address cannot simply be added to forever. This reallocation of marketing
budget, and activity, is not trivial since many influencers won’t know
that they are influential, won’t appreciate your traditional marketing
approaches, and couldn’t care less about your market messages. A new
approach is required.
When we discuss influencer marketing it is important early on to state
that we are not talking about any form of illicit or underhand techniques. We
are all aware of covert, guerrilla or stealth marketing, which misleads the
consumer or intended audience. Remember the ill-conceived ‘black-box
placement’ campaign throughout Boston in mid-2007. Designed to promote
a games TV programme, an outsourced marketing agency placed flashing
light boxes in public places overnight, causing the public to contact police in
their hundreds fearing them to be explosive devices. Understandably, it led
to the resignation of senior executives at the commissioning TV network.
Marketing agency staff loudly conduct conversations on street corners
and in public places extolling the virtues of particular products, with the
intention of weaving innocent members of the public into their conversation and making them believe this is natural word-of-mouth (WOM) recommendation. It’s unethical at best, a con at worst and it drags marketing
deeper into the mire than it is already. Our concept of influencer marketing could not be further away from stunts and scams such as this.
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At all times it is to be open, honest and candid, made stronger by the fact
that the vendor company wants to eschew its conventional marketing
techniques in favour of a 1-to-1, near full-disclosure relationship. No
money or material favours change hands. Influencers should, and hopefully could, never be ‘bought’. Nor is there any form of coercion or
pressure applied. The fact that only a relatively small number have been
identified, certainly in comparison with the typical company’s prospect
database, means that each influencer is treated with more rather than less
respect. Influencer marketing firms are to date at the forefront of ethical
marketing, and the leading four or five companies are all members of
WOMMA, the Word of Mouth Marketing Association, which takes a strong
and very public stance on this issue.
We are proposing a marketing initiative with great promise, and which
appeals to senior management, marketing professionals and sales force
alike. Influencer marketing encourages greater selectivity in targeting
segments, increases understanding of each sector, demands more thought
when deciding how and what to communicate, and massively reduces the
waste and white noise level of badly thought-out ‘blanket’ saturation
onslaughts. Such an initiative must come well-proven, both as a concept
and out in the field. This book is intended to convince you of both.

Key points in this chapter
1. Marketing is broken, because it no longer contributes directly and
tangibly to sales. This situation pits marketers and sales forces against
each other in animosity.
2. Marketing doesn’t work because there are too many marketing
messages bombarding prospects, all the messages sound the same,
and even if your message is heard, prospects don’t believe you. But
they do believe influencers.
3. Influencer marketing is an approach that identifies and targets
influencers in a market. Influencers make up communities called
Decision-maker ecosystems, which revolve around a decision-maker.

