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Booklet 1 in a series of conversations

Seth Godin
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Here's the idea: Some of my favorite moments are spent interacting with marketers (be
they entrepreneurs, managers, CEOs or non-profit organizations) about how they can
spread their ideas more effectively.

Alas, these interactions aren’t very highly leveraged. | might get to help one or two
people aweek, but since I’ ve chosen not to be a consultant, | can’t realy scaleit.

It occurred to me that it might be interesting to write down some of these interactions and
package them as ebooks. If | do it right, you'll get the benefit of the conversation without
having to actually have one! Sort of like artificial grape lollipops—most of the flavor,
none of the painful backbreaking stooping.

Anyway, | digress.
These booklets are not copyedited, glossy, long or indexed. They are just what they
seem—alook at a particular individual’ s issues. Hopefully, as you see Micah and | work

on his site, you' |l see the same issues in your work, and be able to apply similar thinking.

Asaways, take it with agrain of salt. Your mileage may vary.



You can find every one of the screen shotsin full, glorious color and fine fidelity by clicking right
here._http: //sethgodin.typepad.convphotos/micah/

BACKGROUND:

| ran into an old colleague at a conference (old as in we worked together on Guts in 1990,
so don't tell me you’ ve been online along time, okay?). Susan isavery talented web
designer, and like most web designers, she’s sort of in between the * oh boy, we need a
website, let’s hire someone!” stage and the “oh no, the economy isin the tank, let’s cut
costs!” stage.

| promised to drop her a note about the burgeoning niche | see for web designers, and
hereitis:

Susan,
Within two years, companies are going to spend about $5 billion a year on search engine

advertising, adwords, keywords and other smart ways to get strangers to click on over to
thelir sites.


http://sethgodin.typepad.com/photos/micah/

Further proof that the web is now officially a direct marketing business.

YET, at the same time that all these companies are aggressively spending to build the
right kind of traffic (not the, “hey, | tricked you with a pop-under or spyware or an opt
out box or seduced you with abikini” ads) they’re dropping the ball.

Less than 10% of these advertisers regularly measure results.

Far fewer than that are changing their offer pages hourly.

What awaste.

People like Andrew Goodman (his site is Traffick.com) understand this. They realize that
test and measure and evolve is the secret to direct marketing. There are no once-and-for-
all secrets. It's a process, not an event.

So who'’ s going to do this work?

| think it’s going to be the next generation of web designer.



It goeslikethis:

Y ou say to the prospect: | will work with you to build afour-page engine of revenue. The
idea: the client loads it up with targeted traffic that he buys by regularly trying and testing
adwords and other relevant, measurable media. (if the client iswilling to spend enough,
she can buy as many people as she wants to visit her site—once.)

Then, | will regularly, constantly tweak (or redesign) the four page site to turn those
strangers into friends (and maybe, if your product is great and your followup is
appropriate, you can turn those friends into customers).

Thething is, it’s probably cheaper to constantly measure and evolve and redesign a four
page offer site than it is to build the annual 400 page website overhaul. And there’' s no
guestion it’s more effective.

It takes patience. It takes alack of ego. It takes awillingness to be creative and to try new
stuff, to measure what works and to do it more.

The great news about direct marketing is that when it works, you know it worked. That
makes it easy to get new clients. It also makesit easy for your clients to grow.



The future belongs to disciplined designers, talented copywriters and patient, honest and
respectful clients/marketers.

Have fun with it!

In anutshell, | believe that virtually all marketers (and we're all marketers, aren’t we?)
are dropping the ball online. We're getting better at the glamorous part—buying
keywords and other sorts of mediathat get a person to our site the first time.

Then what happens?

What happens after someone shows up and visits that first page for the first time?

My guessisthat you have no clue. My guessis that you can’t/don’t measure the
outcomes of those visits as closely as you might, and that even if you do, you’ re probably

not altering the pages people see at first as often as you can.

What if you did?



THE POWER OF THE MATH:

Say you buy clicks from Google for 40 cents each.

Say that one out of ten people who arrive at your site read your first page and click where
you hope they will click.

And say that one of out ten of those people read the second page and take the action
you' d like (they subscribe, they buy, they phone, whatever).

Those two pages have converted strangers into friends at the cost of :
40 cents divided by .1 divided by .1 equals $40.
That’ s right, $40.

Now, if you tweaked those two pages and changed the one out of ten to one out of five,
the mathiis:



40 cents divided by .2 divided by .2 equals $10.

If you're buying 1,000 outcomes a day, you’ ve just changed the total cost of those
outcomes from $40,000 to $10,000. Changing two pages on your site is worth $30,000 a
day! More important, it changes the math of your business from negative to positive. It
creates a positive engine for growth.

If you make a profit of, say, $12 on each and every signup you get, spending $40 a
signup is stupid. Spending $10 a signup, on the other hand, is brilliant. So doubling your
rate of acquisition on those two pages is the difference between losing money and making
afortune.

Y ou may have 4,000 pages on your site. Y ou may have Flash and Shockwave and
rollovers and efficient HTML. Y ou may have metatags and an RSS feed. The fact
remains, if the math is broken, your site is broken.

And for most of us, the math is broken.



THE FOUR STEP PROCESS:

1. Acknowledge the math, and start measuring it.

2. Figure out what “success” meansin terms of converting leads.

3. Redlizethat there are many vernaculars in direct marketing, and you don’'t have to
be cheesy to succeed.

4. Tedt, test, test.

That'sit.



MEASURING IT:

It's not particularly difficult to track what happens on your site. Y our webmaster might
not have organized the site for this function (webmasters aren’t marketers—why would
they measure the right stuff?), but all you need to do is put in some invisible counters or
other whizbang tools that make it quite easy for you to see (in realtime) which pages are
working (which means they’ re not losing visitors) and which ones are working (which
means they’ re accomplishing what you set out to accomplish.)

Keep the pages that are working. Change the ones that are broken!



YOUR PAGE CAN ONLY DO FOUR THINGS:

1. get someone to buy something right now

2. get someone to give you their email address or phone so you can build arelationship
3. get someoneto tell afriend

4. get someone to go to another page on your site.

That’sit. Only four things worth doing.
So, what are you trying to accomplish? (Hint: picking just one works better than picking
two, and picking more than two is silly.) (Hint #2: Most strangers just aren’t going to buy

something from you the first time they visit).

My advice to you isto figure out what you want, then figure out what you can get, and
obsessively focus on doing just that.



WHAT ABOUT THE VERNACULAR?

The tone of voice you use matters agreat deal. If you take alook at
www.audiogenerator.com, you can see what | mean. Here's a site that takes the idea of
direct response very seriously indeed.
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There' s absolutely nothing wrong with this approach—it’ s extremely effective at selling
acertain kind of product to a certain kind of person. However, it certainly wouldn’t work,



say, for Lockheed as atool to get Pentagon generals to inquire about the new model B-52
bombers!

Every audience has atone of voice, avernacular, that they are comfortable with. And
within various markets, a mismatch of vernacular means you are not respected. Y ou
might even get ignored.

Show up at a Goldman, Sachs conference with those inexpensive photo business cards
that mortgage brokers use, for example, and you’' ve blown it.



WHICH BRINGS ME TO MICAH...

Micah Solomon runs Oasis CD Manufacturing (oasisCD.com), the single most
impressive firm doing duplication of CDs for independent musicians. In a nutshell, he
helps musicians self-publish their music, creating replicated CDs in beautiful jewel box
or cardboard packaging. He also provides, for free, aton of promotional help. In an
industry with alot of fly-by-night operators, Micah isthe real deal.

Right now, as we begin, his site looks like this:
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In order for him to grow, he needs to have an engine of revenue where he can buy traffic
(from print ads, publicity, Google adwords, whatever) and turn that traffic into a series of



interactions that lead to asale. And the first page they see is the most leveraged moment
in that entire sequence.

My problems with his site? Well, he has no real goal (what | call a banana, the thing he
wants people to click on right now.) Instead, heistelling everything at once. Y ou
wouldn’t sell to someone in person that way. You wouldn’'t go on afirst date that way.
Y ou wouldn’t run for President that way. Y ou shouldn’t start your web interaction that
way either.

The second problem is that he doesn’t have the vernacular right. Many of the people who
are considering hiring him don’t see the world thisway. | asked Micah for alist of sites
that his prospects might seein the average day. Here' s hislist:

google.com
CDBaby.com
garageband.com
bmi.com
mp3.com
buzzfactor.com
amazon.com



mtv.com
sonichids.com
musi-cal.com
gaaris.com

Picking one at random, | come across CDBaby. It looks like this:
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S0, thisis where we need to start.
1. Micah hasto boil down the offer page (that’s the first page people land on) to

something that offers no more than two choices and
2. It needsto have alook and feel that is pleasant, light, and trustworthy.

Alas, hisfirst response was pretty typical:
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Bravo for taking strides in the right direction, but like many expensive web sites, this one
IS proving very recalcitrant to wholesale change. The people involved get stuck on the
look, the feel and the way it works. Most troubling, they worry that if they don’t include
an option, people will leave because they can't find it.

So | went back to Micah and said, “What if you offer them only two choices. afree price
guote and a free five page report on how to market their music for aimost no money.”

Asfor the layout, what if we included a picture of you and your team? Preferably with
your guitars on? (Micah's got agreat band).

And last, what if all the brown stuff became blue?
Micah was concerned that a photo of the team would look to me-centric. | responded:

| don’t think it’s selfish because the prospect wants to be sure that you' re big and serious
and real.

| think your colors don’t match the vernacular, and the site is hard to read and pretty dull.



| think you can be clean and neat and solid and real without being brown.
Asfor the price quote, | wouldn’t give them a custom quote. What | would do is say:
Give us your email and what you have in mind (quantity, packaging) and we'll instantly
email you our basic pricelist. In that email, you can offer them a coupon or a special
upgrade on packaging or whatever.
S0, the path looks like this:
Keyword - landing page
Landing page to either

-> Qet free pricing or

—>get freetips

Get free pricing leads to an email back with price list and a coupon

Free tips goes to a page that has your sampler, your cdbaby deal and 8 others



On every page are linksto:

Y our affiliations (better biz bureau)

Your client list (include all the famous people you’ ve handled)
Y our “home” page

All three of these links are small and subtle.



MICAH'S THOUGHTS IN RESPONSE:

In other words, my site looks good to me because it looks like high end design lifestyle
magazines (Saveur), not funky musician magazines (Recording). But |, who have grown
fat and happy, am not my target market; my lean and hungry client is my target market.

BUT; conversely, | propose that | have important ground here that | need to stand.
Primary colors are something we avoid on our site because they yell out not only
“Preschool” but also “SALE!!!.” And OasisisNOT interested in looking like the
Hyundai of CD replication.

Having said that, | just peeked at the Amazon site and it’s pretty blue as opposed to
brown. And | do readlize there are technical issues: Web-approved colors. Perhaps we
have violated some rules here? Y ou'd know far better than me.

Seth, | have aquestion: when we PAY for agoogle “adword,” should we have the paid
adword lead to http://oasisCD.com or to http://oasisCD.com/music ?” Common sense
would say have it lead to /music since the vast majority of our customers are musicians,
but since | read that amazing book “Why We Buy” by Paco Underhill about retail, I’'ve



been intrigued by hisideathat the best entrances to stores don’t assualt prospective
customersright away. They start with afree zone, where customers can catch their
breath before the onslaught of shopping. http://oasisCD.com is such a zone: they only
have to choose between ROM and music. On the other hand, it doesn’t make logical
sense to even ask them that question, since we know which they want-- Since we have so
few ROM customers, we don’'t even expend any ad $ prospecting to them on google.

Micah and | are making progress here. My answers.

1. No comment on whether you' re getting fat, but as we all know, taste isrelative.
My only objective isto help you build a site that 1ooks like other sites that are
working! In other words, if your goal is not to change the state of the art of web
marketing, you should find the vernacular that is proven to be effective. | have
never encountered a site that looks like yours, never seen one like it that works, so
by my math, it’s not worth the journey.

I’m not saying that you should be boring or copycat. I’ m saying that within that
vernacular you must still use copy and graphic creatively to make the journey



3.

worth it. You must make aremarkable offer. Y ou must have a remarkable product
to sell. But you do. So don't bury it.

| think Paco’ s understanding of retail shopping is second to none. But it has
nothing at all to do with the web. Y ou never get a second chance to make afirst
impression, but your first impression must never get in the way of getting
permission to continue the interaction. Few retail shoppers walk into a store and
immediately turn around, leave and drive away. They give the place afew
minutes because they invested in the trip. A web site is different. Googleisjust a
<back> button away, and they’ll useit.

So, | think you need alook that says, “trustworthy, smart, professional, fast,
inexpensive” and that allows them to make a quick choice of easy alternatives
really fast. Listing a famous group as a client when they were starting out, for
example, sends way more of a message than awhole column of navigation
choices.

your google links should point straight to an offer page, never your home page.
Y our home page should be atiny link at the bottom or through your logo up top.



Micah did his homework. He wrote back that he realized that his home page needed to be
different than his offer page. He also came up with this offer:

1) If they click on the “I want a price quote”’ button, they’ll
receive the following message;

Greetings from the Oasis sales department! Here is pricing on some

of our most popular CD packages. All packages include complete jewel
box packaging, four color printing, etc. etc. They aso include our
renowned Tools of Promotion Suite of Services, which gets your music
out to to radio nationwide, our own radio program on XM Satellite
Radio featuring Y OUR music, national distribution, and much more:
[list goes here]

Since Oasis also manufactures DVD, SACD, and many other products not
listed here, and as Oasis makes many packaging options other than

plain old jewel boxes, hereisyour personal sales contact if you

want any other customer price quote:



Susan Carlson: susan@oasisCD.com
(888)296-2747 ext 243

Please feel free to contact Susan directly for additional custom
quotes, or if you would like a complete physical catalog and
absolutely free, no-obligation samples of our work!

2) If they click on the “Musicians' Guide To CD Manufacturing”
button, they’ |l get a nicely formatted email discussing CD
manufacturing and promotion, aswell as alink to where they can get
the same info as a PDF and permission to emalil it to their friends.
Since | can't resist tweaking, | suggested:

Great start.

I’d alter thefirst just a bit:

Greetings! My name is Susan and my computer is sending you the Oasis CD
pricing you just asked for. If you’' ve got any questions at all, please call



me (I’'m areal person!) and I'll help you. If I’'m not here, just ask for one
of my colleagues.

Hereispricing...

Then, I’d add a PS that says something like:

Y ou should shop around before you make such an important decision! If you
want alist of our competitors, just call and I'll be happy to give you
their names. When you check out other choices, be sure to ask about:

National radio distribution
Our own radio programming on XM Unsigned that features your music
Etc.

Micahison aroll now. He understands that his home page, his face on the world, is not
permanent nor isit the best way to make afirst impression. Sharpening his pencil, he
came up with this:
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http://oasiscd.com/goo
Seth Godin
click above to see the latest version online.


No, of courseit’s not perfect, nor isit the most beautiful site ever. So? If theweb isa
process, then thisis an absolutely great place to start the process. By the time you read
this, if Micah ison top of the process, the page he'll be using (and the process behind it)
will be radically changed. That's my point. [click here to see his |atest version].

Simple pages.
Measured pages.
Pages that change.

Which leads to emails that are measured and change, and offers that are measured and
change and products and services that are measured and change.


http://oasiscd.com/goo

DO | KNOW WHAT I'M TALKING ABOUT?

The point of this document was not to sell you on bright colors or bananas or copying the
vernacular of others who sell successfully to your audience. Those are just tactics.

What | am trying to sell you onisastrategy. A simple strategy that says that sites should
be measured (because they can be) and that pages should have a single purpose (because
things with afocus usually succeed better than those without.)

When people ask meto look at their site, they always say, “we'rein the middle of are-
do”. Alas, they usually aren’t. Your site should always be under construction, and | bet it
could be shorter (three pages!), more frequently updated (every three days!) and more
measured.



WHAT'S NEXT?

| wish | could have asimilar, customized conversation with you about your site. | can’t.
No time. What | can do iswrite down the best ideas I’ ve got. Sometimes they’re free,
sometimes my publishers make me charge. Y ou can find it all by clicking here.

Thanks for reading. Thanks for measuring.

Seth

See the entire oeuvre (eggs?) by clicking here.


http://www.sethgodin.com
http://www.sethgodin.com



