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Management tends to attract left brainers, people who are verbal, logical, and analytical. Marketing tends to attract right brainers, people who are visual, intuitive, and holistic.












Preface: Your Divided Brain






Your brain is divided into two completely separate hemispheres. Each hemisphere processes information differently.


Your left hemisphere processes information in series. It thinks in language. It works linearly and methodically.


Your right hemisphere processes information in parallel. It thinks in mental images. It “sees” the big picture.


One side of your brain or the other is dominant. In itself, that should not be surprising since it’s consistent with another well-known human trait.


Some people are left-handed and some people are right-handed. In a similar fashion, some people are left brainers and some people are right brainers.


(The two are independent. Left brainers can be either right-handed or left-handed. And vice versa.)


What are you?


If you’re the CEO of a major corporation, chances are good you are a left brainer. Before you make a decision, you want to be supported by facts, figures, market data, consumer research. It couldn’t be otherwise in a world where the ultimate measurement is the bottom line and the stock price.


If you have a job in marketing, chances are good you are a right brainer. You often make decisions by “gut instinct” with little or no supporting evidence. It couldn’t be otherwise in a creative discipline like marketing.


 


Verbal vs. visual thinking.


Another striking difference: left brainers have a strong preference for verbal thinking, while right brainers favor visual thinking.


When a management type makes a speech, he or she usually stands behind a podium and reads a script or the words on a teleprompter.


When a marketing type makes a speech, he or she usually stands in front of a screen using dozens of visuals.


Even when a left brainer uses PowerPoint slides, the visuals usually aren’t visuals. They’re usually nothing but words.


Because they are verbally oriented, left-brain people are usually good talkers. Right-brain people are usually good writers.


Why are right brainers good writers? Because arranging words on a page is as much a visual challenge as it is a verbal one. In letters and e-mails, for example, right brainers will often arrange the words so that each line contains a complete thought.


 


Analytic vs. holistic thinking.


Then there are the left brainers who developed the art and science of risk management. They hired PhDs to build sophisticated computer systems to comb through complicated mortgage portfolios to analyze everything that could possibly go wrong.


Now it looks as if they missed about $700 billion worth of things that could possibly go wrong.


Right-brain holistic thinkers would have looked at the big picture. Why are they lending money to people who can’t afford to pay it back?


The computer is the ultimate left-brain machine—magnificent at analyzing and keeping track of millions of details, but totally lost when it comes to looking for the big picture.


Wall Street’s reliance on computers to determine investment risks is typical left-brain lunacy. As Warren Buffett once said, “Beware of geeks bearing formulas.”


An electronic brain can only look backwards; it can only analyze existing data. A human brain, especially one with a right-brain bias, can “visualize” what might happen in the future.


 


Certainty vs. uncertainty.


Logical, analytical thinking tends to build confidence in a person’s ability to predict the future. After all, if you’ve studied a situation in great detail, then you should be able to foresee what will happen next.


That’s why left-brain leaders often have supreme confidence in their ability to do just that.


If there are a number of strategic moves on the table, there’s no room for discussion if a CEO weighs in with his or her assessment of the future. “We will do strategic move A because it will produce the best results over the foreseeable future.” Discussion over.



We have left meetings like this totally frustrated. There’s no point arguing with a CEO who has an uncanny ability to know exactly what is going to happen should a company adopt a particular strategy.


Did you know, for example, that all printed media, including the book you are reading, are going to be obsolete by 2017? At least that’s what Microsoft CEO Steve Ballmer predicted back in 2007.


“Within 10 years, the consumption of anything we think of as media today, whether it is print, TV, or the Internet will in fact be delivered over IP and will be digital,” said Mr. Ballmer. “Everything will be delivered digitally. Everything you read, you’ll read on a screen.”


As we remember, radio was going to make newspapers and magazines obsolete. Television was going to make radio obsolete. And the Internet was going to make everything obsolete. We’ll see.


“Certainty” is the mark of a left brainer, whereas holistic right brainers are never quite sure. (The world is too big, too complicated, and too confusing for any one person to comprehend.)


If you are uncertain of the outcome of a number of different strategies, then you are more likely to take a chance on a novel concept.


Once again, what are you?


While it would be nice to think you could operate both sides of your brain with equal facility, the research suggests otherwise.



 


Ambidexterity vs. ambibrainerity.


Take ambidexterity, a condition that is extremely rare. Most people who are thought to be ambidextrous (switch-hitters in baseball, for example) are really left-handers who, with a great deal of practice, have taught themselves right-handed skills. Or vice versa.


Ambibrainerity is also extremely rare. While you can learn to exercise the less-favored half of your brain, working both sides equally is almost impossible. Depending on how you were born, you are going to have to live your life either as a left brainer or a right brainer.


That’s not necessarily bad.


It takes all types to make the world go round. It takes artists and bankers. Accountants and musicians. Schoolteachers and real-estate agents. Writers and engineers. Architects and lawyers.


Every occupation seems to attract people who favor one side of their brain or the other. It might take logical, analytical thinking to run a corporation, but it also takes intuitive, holistic thinking to run the marketing program for that same corporation.


 


Once more, what are you?


When first exposed to the concept, most people assume they are left brainers. Why is that? Because most people have a deep reservoir of self-confidence. They assume they are always right. And that anyone who disagrees with them has to be wrong.


“I’m right and you’re wrong” is an almost universal attitude of a human brain, and a healthy attitude at that. But how does a person develop such strong beliefs? People assume it must be the result of logical, analytical thinking.


That’s not necessarily true. You can be a self-confident right brainer, too. Intuitive thinkers can be just as sure of themselves as logical thinkers. Maybe even more so since they don’t need facts to support their conclusions.


Even though your brain is unbalanced, you still use both sides to think while favoring one side or the other, much like a person uses both hands to do manual work while favoring either the left or the right hand.


A person whose brain is too much out of balance, however, is likely to suffer from one of the brain disorders such as autism (on the left) or dyslexia (on the right).


In young children whose brains are still developing, some neuroscientists believe it’s possible to permanently correct these disorders by a hemispheric approach, that is, by stimulating one side of the brain more than the other. Brain Balance Centers is a pioneer in this approach.


 


Managers vs. entrepreneurs.


The left-brain/right-brain concept also helps to explain the difference between entrepreneurs and managers.


Entrepreneurs are invariably right brainers. They are usually “visionaries” who focus on the “big picture,” oftentimes suffering in the short term. (A good example of intuitive, holistic thinking.)


History suggests that entrepreneurs may not make good long-term managers. Perhaps it takes a right brainer to get a company off the ground and a left brainer to manage that same company when it does get off the ground.


“Without entrepreneurs,” writes Stefan Stern in the Financial Times, “there would be no businesses. But if we always put entrepreneurs in charge, there wouldn’t be so many businesses left either.”


 


Battles in the boardroom.


In our years of consulting work, we have participated in many of these battles, and we have the scars to prove it.


There seems to be a common theme to these lost battles. Management argues for ideas and concepts that are just plain “common sense,” a reflection of their left-brain thinking.


We argue for ideas and concepts that might not be logical, but intuitively we believe are ideas that will work, a reflection of our right-brain thinking.


Who decides? The deck is stacked. Every marketing decision has to be approved by management.


In this book, we explore twenty-five different areas in which there are a difference of opinion between management thinking and marketing thinking—between left brainers and right brainers.


Not all management people are left brainers, of course, nor are all marketing people right brainers.


One CEO who is obviously a right brainer is Steve Jobs, the business world’s greatest presenter. Mr. Jobs disdains market research and is highly visual, two traits of a right brainer.


 


Diversity in the boardroom.


Many boardroom battles take place between two groups who have the same objectives but think differently. As long as both sides understand each other, this diversity can be a good thing.



We recently completed a consulting session for a client in India. The product went on to become a big success. And the client hired us for a second project.


Later, the chief executive told us he thought our idea was “foolish,” yet he used it because he had confidence in us.


That’s typical of what needs to happen. If you are a left-brain logical person, you are unlikely to be enthusiastic about marketing concepts developed by right-brain people. They just won’t make sense.


It’s our hope that management people will take the time to better understand the principles of marketing, especially the difference between common sense and marketing sense.


It’s also our hope that marketing people will take the time to better understand why management often rejects their proposals and especially the need to reframe those proposals in logical, verbal, analytical terms.


These are the primary objectives of this book.
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According to a recent Spencer Stuart survey, a company’s chief marketing officer has the shortest tenure of any top executive. “This job is radioactive,” reported BusinessWeek.














Introduction: The Velvet Curtain





From General Electric in New York to the Walt Disney Company in Los Angeles, a velvet curtain has descended across the country separating marketing people from management people.


It’s a conundrum. “Marketing is too important,” said David Packard, cofounder of Hewlett-Packard, “to be left to the marketing people.”


On the other hand, marketing is too complicated to be left to management people who have little experience in marketing and who don’t understand its principles.


 


The gulf between the two.


It’s getting wider. It’s seriously undermining the cohesiveness that a good team, in business or in sports, needs to be successful.


That ancient motto “All for one and one for all” is seldom heard in the corridors of corporate America today.


In many companies, left-brain management and right-brain marketing are at war. It’s not good for the companies; it’s not good for the careers of management or marketing people; it’s not good for consumers; and it’s not good for the economy.


Deloitte recently conducted 217 in-depth interviews of executives in five European countries. “The majority of CEOs believed their organization understood the role of marketing,” reported the accounting firm, “a view that was categorically refuted by the rest of the senior executives and marketing community we surveyed.”


Fortune magazine also dramatized the gulf. To celebrate its seventy-fifth anniversary, the publication selected “75 books that teach you everything you really need to know about business.”


Apparently, marketing isn’t one of those things you really need to know about business because no marketing book made the list.


Take Jack Welch, former CEO of General Electric and Fortune’s “Manager of the Century.” In his two best-selling books, Straight from the Gut and Winning, what does the Manager of the Century have to say about marketing?


Almost nothing.


He does, however, have kind words to say about the human resources manager. “The head of HR should be the second most important person in the organization.”


(A busy person indeed, replacing all those CMOs who last only twenty-six months on the job.)


Jack Welch did a great job at General Electric. One reason, of course, was that he didn’t have to worry much about marketing because GE already had an extremely powerful brand.


Put Mr. Welch in charge of Chrysler and the results would have been much different.



 


Our sympathies vs. our finances.


As marketing people, our sympathies are with our fellow marketing executives. But our finances are dependent on the chief executive officers of the companies that hire us to help them with their marketing strategies.


As marketing consultants, we have had the pleasure (and pain) of working with hundreds of companies in dozens of different industries. Invariably, it’s the CEO who hires us. Invariably, it’s the CEO who outlines the problems facing the company. Invariably, it’s the CEO who decides whether or not to follow our recommendations.


Where are the company’s marketing people in the strategy sessions we conduct? They’re generally sitting on one side of the table. On the other side are the company’s management people. In between the two sides is the velvet curtain.


This book is our attempt to lift that velvet curtain. To bridge the gap between the two sides. To help explain marketing to management. And management to marketing.


 


Educating a chief executive.


As marketing consultants, you might think we spend most of our time advising clients on the strategies and tactics to use in their marketing programs. But we don’t. We spend most of our time educating management on the principles of marketing.


Most CEOs are exceedingly bright. A dim bulb seldom lights up the corner office. When a CEO understands what marketing can (and cannot) do, the CEO can usually figure out what to do.


Unfortunately, those exceedingly bright CEOs also have an exceedingly warped sense of what marketing is all about.


Unwarping those minds is difficult because almost everything logical, left-brain management people know about marketing is wrong.


Marketing is not common sense, nor is it easy to learn. If it were, there would be no reason to hire a CMO in the first place. Just let the company’s commonsense management run the marketing side of the business too.


Company after company gets into trouble because they hire hard-charging CEOs with great knowledge and common sense, but little or no understanding of marketing.


Take Chrysler, for example. In 2006, Chrysler sales fell 7 percent and the company lost $1.5 billion. That’s one reason why in 2007 Daimler virtually gave away the company to Cerberus Capital Management.


What did Cerberus do next? They hired Robert Nardelli, the former chief executive of Home Depot, to drive Chrysler out of the ditch.


And what is Mr. Nardelli’s expertise? According to newspaper reports, he’s a “cost-cutting, manufacturing” expert.


“They got it,” Nardelli said of Chrysler management, which plans to cut thirteen thousand jobs. “If we can do it faster, if we can do it more efficiently, that’s what we want to do.”


Faster? More efficiently? Is that what Chrysler’s problem is? Any marketing person knows what Chrysler’s problem is. It’s not a manufacturing problem, and it’s not a pricing problem.


Name one reason to buy a Chrysler. We can’t; can you?


 


Chrysler has a marketing problem.


Making cheaper Chryslers faster is not going to do it. Chrysler products, on a comparative basis, are already less expensive than Toyotas, Hondas, or Nissans.



Chief executives have a hard time recognizing marketing problems. You don’t get to be CEO until you first fall in love with your company and then express your everlasting loyalty to your company’s brands.


Even an outsider has to first genuflect in the direction of the company’s brands.


As Nardelli said when he joined Chrysler, “This is more than financial. This is about trying to bring Chrysler, this unbelievably iconic brand, to its proper place.”


You can’t solve a problem until you first recognize the problem. What marketing person would ever refer to Chrysler as an “unbelievably iconic brand”?


Mercedes-Benz, maybe. But Chrysler?


From a marketing point of view, most Chrysler brands are a mess. What’s a Chrysler? Is it an inexpensive PT Cruiser or an expensive Chrysler 300?


What’s a Dodge? Is it a cheap car? Or an expensive truck? Or vice versa?


Yet it’s common sense for companies to think they need a full range of products to market under each of their brand names.


When Chrysler bought American Motors years ago, that company also was a mess. The only American Motors brand with a strong perception was Jeep. (And even then, American Motors thought its Jeep dealers also needed to sell passenger cars under the Eagle brand.)


After the acquisition, the only American Motors brand that Chrysler kept was Jeep. The rest were parked in history’s garage.



 


Two different “takes” to every deal.


There’s a management take and a marketing take.


When Daimler-Benz bought Chrysler in 1998 for $36 billion, it was, according to the International Herald Tribune, “…a landmark deal initially hailed as a blueprint for the future of the global auto industry.”


What does that sound like to you? To us, it sounds like a typical left-brain management take.


The right-brain marketing take is just the opposite: a German-American car company selling cheap, expensive vehicles?


Intuitively, that doesn’t make marketing sense.


It didn’t make financial sense, either. After selling Chrysler to Cerberus Capital Management in a complex deal, the $36 billion that Daimler paid for its acquisition, according to our calculations, was worth just $1.6 billion. (Daimler recently wrote down the value of its Chrysler stake to zero.)


Why was the Chrysler acquisition such a disaster for Daimler? It was a management decision made without an understanding of the marketing consequences.


Management people (and their merger-and-acquisition allies) like to put two companies together that complement each other. That way, the combination has a larger potential market to shoot for.


True enough, but as marketing people would point out, that kind of merger can destroy brands. DaimlerChrysler was a car company lacking authenticity and a sense of purpose. How could DaimlerChrysler build its brands on such a weak foundation?


(It’s like combining Coca-Cola with Eastman Kodak to produce a conglomerate called Coca-Kodak.)



 


Low prices vs. high prices.


Logical left-brain management wants to build sales. So management’s emphasis is on cost cutting and manufacturing expertise.


Intuitive right-brain marketing wants to build brands. Often the best way to build a brand is to make your product more expensive than the competition. That way, you create the perception that your brand must be “better.”


(Examples: Starbucks, Red Bull, Absolut, Grey Goose, Rolex, Lexus, Mercedes-Benz, Bose, Dyson, Evian, Grey Poupon, Godiva, and dozens of other brands.)


A higher price is not necessarily a negative. One definition of a brand is a product or service that consumers will pay more for than an equivalent commodity.


If consumers won’t pay more for your brand than they would for a commodity, then you really don’t have a brand. All you have is a commodity with a name on it.


The early history of Federal Express illustrates the difference between the management approach and the marketing approach—in other words, the difference between competing on “pricing” and competing on “branding.”


Early on, Federal Express tried to compete with air-cargo-leader Emery Air Freight by undercutting it on price. Each of Federal Express’s three services (overnight, two-day, and three-day) was priced lower than the comparable Emery service.


It didn’t work. In the first three years, Federal Express lost $29 million.


Then entrepreneur Fred Smith switched to a branding approach. He narrowed the focus to overnight delivery and increased his advertising budget fivefold, using the slogan “When it absolutely, positively has to be there overnight.”


The turnaround was astonishing. Federal Express went on to dominate the overnight-delivery business and became a much larger company than Emery.


The irony is that Federal Express never did give up its two-day and three-day services. These alternatives can still be found on the company’s airbills.


Yet from a perception point of view, FedEx is still the “overnight” delivery service.


 


Expansion vs. contraction.



Management and marketing are poles apart when it comes to evaluating a company’s strategy.


Left-brain management’s first thought is usually to expand the business. At Home Depot, one of Nardelli’s first moves was to expand its building-supply business by acquiring some twenty-five wholesale suppliers. (Home Depot eventually sold that business.)


Right-brain marketing’s first thought is usually to narrow the focus. You can’t build a brand if you don’t stand for something in the consumer’s mind. Often the best way to stand for something is to isolate a single service you can dominate or an attribute you can own.


Where would FedEx be today if the company had hired a “cost-cutting, manufacturing expert” as its chief executive officer?


Probably in the same situation as Chrysler.


Let’s lift the velvet curtain. Let’s get management to understand marketing and marketing to understand management.
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In a survey of twelve hundred consumers, Crystal Pepsi was voted the “best new grocery product of the year.” Twelve months later, the product was gone.
















CHAPTER 1


Management deals in reality.


Marketing deals in perception.






The first responsibility of a leader,” said Max DePree, former CEO of Herman Miller, “is to define reality.”


Management deals in facts and figures, a left-brain analytical approach to a problem. “Getting to the bottom of the situation” is the goal. In short, management deals in reality.


Marketing deals almost exclusively in perception. What matters to marketing people are not the “facts” of a situation, but what’s in the minds of consumers that may or may not correspond with reality.


Since perceptions are difficult to measure, marketing people often use right-brain intuitive, holistic thinking.


Management people, of course, are aware of the importance of perception. The problem is they believe perception is a mirror. It’s just a reflection of reality. Change the reality and you change the perception.


Marketing people disagree. Changing reality is easy. But changing perception is among the most difficult jobs in the universe.


 



“This is our surest move ever.”


That’s what one chief executive said before the launch of a new product that could make or break his company.


That chief executive was Roberto Goizueta, former CEO of Coca-Cola, who confidently predicted the success of New Coke.


How could it miss? The company conducted almost two hundred thousand consumer taste tests that proved conclusively that New Coke tasted better than the original formula.


New Coke was a new, improved product. And doesn’t the better product win in the marketplace?


The universal answer to this question in the boardrooms of corporate America is “Yes, of course, the better product wins. That’s why we spend millions of dollars benchmarking our competitors. We won’t launch a new product until we can develop a definitive competitive advantage.”


That’s reality at work in left-brain management circles. That’s also why the vast majority of new supermarket and drugstore products fail in America today.


 


“The best idea I’ve ever had…”


That’s what David Novak, now CEO of Yum! Brands, said about Crystal Pepsi. And, he quickly added, it was “the worst executed.”


“Crystal Pepsi was an idea that was well ahead of its time,” said Mr. Novak. “It was a brilliant idea.”


Nor did he let Crystal Pepsi’s failure undermine his confidence in his ability to predict the future. “We could have been clearer in the positioning to have it taste a little more like Pepsi, like people suggested, and it would have been a home run.”



Crystal Pepsi hit the supermarkets in 1992, a year when the “clear craze” was sweeping the country.


Also introduced that year was Miller Clear. At the launch of the product, one of the brand managers said, “If you close your eyes, you would think you were drinking regular beer.”


An editor attending the press function replied, “Tastes like regular beer only if I close my eyes?”


Clear beer, clear cola, clear toothpaste, clear mouthwash, clear dishwashing detergent, clear window cleaner, clear deodorant, clear antiperspirant, clear cosmetics, clear gasoline, and dozens of other clear products were launched into the market.


None of these clear products made much of an impact.


Actually, Miller Clear only tasted like regular beer if you did close your eyes. When you drank Miller Clear with your eyes wide open, it tasted like watery beer. Perception always trumps reality.


What keeps bad ideas alive at the management level is the disconnect between strategy and execution. The CEO who dreams up the bad idea can always blame the execution.


“The best idea I’ve ever had and the worst executed.” Many management people, many politicians, and many motion-picture producers can say exactly the same thing. And do.


The irony is that the “red color” in a cola drink is just a dye added to the mixture before it’s bottled. No matter.


The perception in the consumer’s mind is that a cola product has to be reddish-brown. You putter with this perception at your own peril.


Crystal Pepsi a home run? It could taste exactly like regular Pepsi and still strike out. That’s marketing’s point of view.


 



“The most compelling luxury vehicle currently sold.”


A pet project of Volkswagen supervisory board chairman Ferdinand Piech, the luxury Phaeton model was introduced in 2003 and received exceptionally good reviews.


“It might be the most-compelling luxury vehicle currently sold,” reported Business 2.0 magazine, “It is overwhelmingly the best value among high-end luxury cars. Without question it is a magnificent vehicle.”


Volkswagen recently announced it was withdrawing its Phaeton model from the U.S. market. No surprise there. Since its introduction in November 2003, VW has sold just 3,354 Phaetons in the United States.


Why would Volkswagen, a company known for small, relatively inexpensive cars, introduce the Phaeton, a sedan that started at $68,655 for the V-8 model and went up to $100,255 for the twelve-cylinder version?


Reality at work. With the low end of the market being taken over by brands from Japan and Korea (Toyota, Honda, Nissan, Mazda, Hyundai, Kia, and others), the folks at Volkswagen figured they would have to move upmarket.


Furthermore, low-cost Chinese brands are poised to enter the American market. With all this competition at the low end, it makes sense for Volkswagen to get into bigger, more-expensive, and presumably more-profitable cars. That’s left-brain logic at work.


Hence the Phaeton, a model that would not only stake out a claim at the high end, but whose success would also add luster to the rest of the Volkswagen product line.


We can visualize what happened in the boardroom. Grown men, with decades of experience in the automobile field, sat around a conference table and decided to launch a Volkswagen vehicle with a price tag reaching six digits.


(We don’t know any right-brain marketer who would have thought that was a good idea.)


Forbes called the Phaeton “a great car.” USA Today gave it a glowing review: “Styling is nice. The interior decor sets a standard for class and taste. Comfort is exceptional. Driving personality is ever-so-lovely. Power’s right.”


“And
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