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Matthew:   Hello. Welcome to Marketing Smarts, a podcast brought to you by MarketingProfs. I’m 

your host Matthew Grant, Managing Editor here at MarketingProfs, and I thank you for 
listening. 

 
 For about three years now I’ve had a bottle opener bearing the logo of a company called 

Convince and Convert. I mention it here because said bottle opener was handed to me 
by today’s guest and the company’s president, Jay Baer, when I first met him at a 
MarketingProfs event back in 2009. If I remember correctly, he was actually using the 
bottle openers as business cards. Though, I admit that the mists of time may have 
fogged my memory. 

 
 If you don’t know, Jay Baer is a long time social media practitioner and, dare I say, 

thought leader who along with Amber Naslund last year published a book on the 
business impact of social media entitled The Now Revolution.  

 
 Given his ongoing involvement in the real world application of social media, as well as 

his continued contribution to the conversations around these technologies and their 
many practical uses, I invited Jay to Marketing Smarts to talk about social as a 
philosophy, social media monitoring tools, and the types of people companies need to 
hire in order to execute on their social and content strategies. The ensuing conversation 
is the result. 

 
 Before we get started I want to remind you that if you like what you hear on Marketing 

Smarts, and even if you don’t, you can always leave us a review in iTunes or a comment 
on our site. You’re also welcome to reach out to me directly via email. My email address 
is MattG@MarketingProfs.com.  

 
 Without much further ado, let’s get started. Jay, welcome to Marketing Smarts. 
 
Jay: Mr. Grant, it is my distinct pleasure to be here. Apparently they will let anybody on this 

show.  
 
Matthew: They will. Well, you have to be from the heartland. So as long as you’ve lived in Arizona 

you were a little too sketchy.  
 
Jay: I was not available. But, now I am from Bloomington, Indiana. 
 
Matthew: You’re right there, that’s close enough. 
 
Jay: We went to the Indy 500 this weekend, speaking of the heartland.  
 
Matthew: Oh my gosh. They still run that thing?  
 
Jay: They do. It was an amazing race this year.   
 
Matthew: Wow. Was Mario Andretti in it?  
 
Jay:  Marco Andretti, the grandson of Mario Andretti.  
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Matthew: Oh my gosh, the grandson? 
 
Jay:  Yes. How does that make you feel? 
 
Matthew: I’m old, so it makes me feel as old as I am. Wait a second, do they have any women  
  driving?  
 
Jay:  Danica Patrick used to run Indy and now runs Nascar. But, there were three or four  
  women in the race this year. That’s 10% or more, which is kind of exciting.  
 
Matthew: When you say it was an exciting race, were there any big crashes or anything? I thought  
  that’s why everyone went to those things. 
 
Jay:  Not a ton of crashes, because they have a new car that’s safer this year. But, it was very 
  close, nobody ever pulled away. Easily set the record after 96 runnings of the race for  
  the most lead changes in a single race. It was very exciting up to the last lap. 
 
Matthew: Is it fun to go to those things? Is it really hot? I haven’t ever been. 
 
Jay:  In addition to setting the record for the most lead changes, also set the record for highest 
  temperature. It was definitely hot this year. Crazy hot. Africa hot, as they say in the  
  movies. It was a warm long day filled with beers, but it was a good time. There’s like 60  
  people that we go with, so it’s a fun afternoon. 
 
Matthew:   Wow. So you’ve gone before? 
 
Jay: I have. I went last year as well, yes. 
 
Matthew: Have you ever been to the Kentucky Derby?  
 
Jay: Funny you say that. No. But, that is real close to our house as well, about two hours from 

where I am standing right now. That is on the agenda for next year.  
 
Matthew: I know it’s funny, friends of mine up here always have a Kentucky Derby party so I 

always go watch it there. I’ve never actually been down there. I don’t know why not, it 
seems like it would be a fun thing.  

 
Jay: Go stay at Jason Falls house, he lives right there. Come on down. 
 
Matthew: I’ll have to get Jason on here and confirm that that’s going to be cool with him though. I’ll 

bring the bourbon.  
 
Jay: Perfect. I don’t understand a Kentucky Derby party, it’s a two minute race. That seems 

like a very short party. At least the Indy is three and a half hours, you’ve got a long way 
to go.  
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Matthew: Of course the party starts about four hours before the race actually commences. That’s 
where the party part comes in. In fact, many times, and just this year, I’ve had to leave 
before the race itself even happened.  

 
 Jay, like I said, I’ve known you a couple years now through the MarketingProfs world 

and I’m really glad to finally have you on the show here. I’ve been talking with a couple 
different people. I had your former partner in crime, Amber Naslund on here with Matt 
Ridings talking about social business, I want to say about two months ago. Maddie Grant 
was just on a couple weeks ago (no relation) talking about her book Humanize and how 
social media is forcing not just changes in marketing, but organizational change.  

 
 I know you have some thoughts on the matter. Specifically, you had recently written that 

social is foremost a philosophy and not a set of behaviors. I was wondering if you could 
layout what is this philosophy and what does that mean when you say such things?  

 
Jay: I think I wrote that at ConvinceandConvert.com. We talked about this in the Now 

Revolution, Amber and I’s book, that ultimately what your organization needs to do is to 
set out to be social and worry a little less about doing social media.  

 
 At the end of the day, if you can determine what sort of relationship you want to have 

with your customers and prospective customers, then how that relationship manifests 
and what tools and what outposts becomes a much easier question of you ask it second 
instead of first.  

 
 What we find is that, sure you can put up a Facebook page or whatever kind of tactical 

social media shenanigans you want to involve yourself in you can do that quite easily. 
But, you can’t be great at it unless you really believe in the primacy of the customer and 
the primacy of the employee. That is a cultural imperative. That is about value system, 
not about tools and technology. 

 
Matthew: I was wondering if you could talk a little bit more about that. We hear about the primacy 

of the customer, but actually just in our last episode of Marketing Smarts that we 
recorded live down in Miami I was talking to a woman named Janet Altman who does 
marketing for a big accounting firm down there and their main focus really is on their 
employees. That’s their primary focus, they want to be a great place to work, they 
constantly win these awards for great place to work. A lot of their social media stuff 
focuses on their culture and how fun it is to work there.  

 
 I know that people talk about being customer centric. I like that she was talking about 

employee centric, the idea was that, especially for an accounting firm, you want to be 
employee centric because that’s what your clients want. They want work with the same 
accountant every year, for example. So employee retention ends up being very 
important to the customer, so it was a way of being customer centric. 

 
 What do you think about this balance between employee centric and customer centricity 

and what companies need to do to make that a reality in their organizations? 
 
Jay: I actually did a whole study of that not too long ago where I combined the Dachis Group 

Social Business Index with the Best Places to Work list to see what the commonality 
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was, to see how many companies were both best places to work as voted on by their 
employees and particularly good at social media as indicated by the multifaceted Dachis 
Group Index.  

 
 What we found was that there wasn’t a tremendous amount of commonality between the 

two. However, there were more than perhaps you would expect. It was 15 or 20% of 
companies were present on both lists.  

 
 I think what I asked about in that post is perhaps a good jumping off point for us here. It’s 

almost a chicken and the egg question. Can you be a more socially successful company, 
can you bake social into every corner of the company better if you embrace customers 
first and then employees? Or if you embrace employees first and then customers?  

 
 I think it’s the latter. I think the companies that are truly good at social, that have social in 

their DNA, are companies that embrace their employees and give their employees the 
opportunity to work off script. That freedom manifests itself in how those employees treat 
customers using social tools. 

 
Matthew: You mention this working in a couple of other things you’ve written on Convince and 

Convert that this seems to be a critical component of being a social company is allowing 
your employees to work off script. I guess my question is what’s more important in 
making that happen, is it about having policies and being open and having managers set 
examples, or is it really just about hiring the right people?  

 
Jay: It’s both. Absolutely. One is a short term fix. Having good managers and policies and 

examples, and ongoing training. There are a lot of companies out there that say, “We did 
social media training 18 months ago.” Fundamentally, you haven’t done social media 
training because 18 months is an era right now. So it needs to be ongoing training on 
best practices. That’s the short term fix.  

 
 The long term fix is absolutely cultural. It’s employee based, it’s who do you hire, it’s 

getting everybody rowing in the same direction in your company. That is a war of 
attrition. That takes a long time. For every new hire say, “Is this person culturally aligned 
with the value system that we have in this organization?”  

 
 We need to start hiring for passion and training for skills, instead of the other way 

around. We’ve done it the other way for 1,000 years and now we’ve got to start going the 
other direction. Let’s find people in every position of this company who love this 
company and love what we stand for. Eventually that’s going to be the killer skill set. 

 
Matthew: I’m wondering, does this all depend on the size of the organization?  
 
 I live out in Concord, Massachusetts where there are a lot of people in the financial 

industry who have funds and stuff like that that they manage. I was talking to a guy the 
other and I got the sense that he has a very small crew and he was saying, “We only 
want to hire the best and the people who are really gung-ho and have the fire in the belly 
about what we’re doing here.”  
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 It made sense to me, at a certain point you have to make this tradeoff between “I want 
the best, but it depends on how much money I want to spend.” It was seeming to me 
somehow if the organization is small enough, when it’s just you and your squad of 10 
people, it’s easier to make sure everyone is on board.  

 
 But, as soon as you have 100 employees or 600 employees or more, that somehow 

because of the division of labor people are doing much more granular things and 
sometimes you really do just want to hire someone for skills. I’m just wondering is there 
a limit where it becomes more and more difficult in a sense to be social just because the 
size of the organization starts imposing certain limits on you? 

 
Jay: I think there’s no question from a math standpoint that that’s true. But, you can look at 

some of the companies that are really leading the true social business charge, this 
notion of social from the inside out, instead of social from the outside in. To me that’s 
how I most succinctly define social business.  

 
 Some of the companies that are true social business leaders are enormous 

organizations; IBM, Intel, Dell, Ford. These are not lemonade stands. They have said, 
“Look, culture is job one and empowerment is job 1A.”  

 
 So it can be done. Is it easy? Absolutely not. If it was easy we wouldn’t be writing books 

about it, because everybody would just know how to do it.  
 
Matthew: Right. On the hiring front is something else you were writing about recently, which was 

that executives seem to underestimate the labor demands of social media or trying to 
become more social.  

 
 Your main point seemed to be that there’s so much advertising and marketing around 

some of these social media platforms and tools that it almost gives the sense or the false 
impression that you can become social just by having the right social software in place. 
They seem to forget that being social means that you actually need even more humans 
on board, Machines aren’t social. Ultimately the people are.  

 
 First of all, was I just getting your point right that people think, “I can solve the social 

problem with software,” and they neglect the human part of the equation.  
 
Jay: Yes. When you get past the corporate culture and empowerment level and get into the 

operational level, usually you’re talking your VP Director level of oversight, what we find 
is that there is belief in software that we just need to get Buddy, Vitru, Involver, Radian6, 
or fill in the blank here, and that’s going to make all of our pain go away. 

 
 The reality is that social success is much more about the wizard than it is about the 

wand. You have to make that software do something. Where that starts is understanding 
what questions you’re trying to answer with software, what capabilities do you not 
possess with humans that you hope that software can bring to the table. That is a 
tremendous misalignment in most organizations. 

 
 I’ve had a lot of companies, including companies that are big enough that you think they 

would have a handle on this, ask me things like “We need to manage our Facebook 
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page. We need Radian6 for that, right?” I say, “No, they don’t do anything like that.” “We 
need to tune into what people are saying about our brand. We need some other kind of 
software to do that.”  

 
 There’s a huge amount of misunderstanding about what social software does, who the 

players are, what the pricing is, what the weaknesses are. I’ve done quite a bit of writing 
on that at Convince and Convert recently and tried to segment social software into 
different buckets to make it easier to understand what’s the right tool for the job. At the 
end of the day, the right tool for the job is a person that is assisted by software. 

 
Matthew: I liked your taxonomy, the way you constructed it, it wasn’t about “these are the 

monitoring tools and these are the platform management tools.” You came at it from the 
standpoint of the buyer really, “If this is the question you’re asking then this is the tool or 
platform that you should be looking at.”  

 
 When you say the tool you need is a person – and I know the one takeaway here is that 

people need to hire more tools – what is the type of person? I feel like ultimately with 
social it doesn’t mean you need to hire more customer service people, does it mean you 
need to hire more content creators, what type of person do you think companies need to 
hire and that they’re neglecting to hire or they thinking they can do without?  

 
Jay: Obviously it depends on the company, the type of company, the size of the company, 

and their strategic objectives. I think as a general rule (I should write about this and I 
have not) there are three categories of participant that we most often see in our 
business, which is primarily midmarket strategic consulting.  

 
 You have some listen-in response oriented individuals who are leaping into engagement 

opportunities that are directed at the company. That most often is a customer service 
person or a customer service department, which are usually cross-trained and not hired 
from scratch. Your Frank Eliason type of individual who is the epitome of that role, 
somebody who comes from a customer service background or a few people that come 
from a customer service background and let’s teach them how to use listening software 
and how to respond to company directed inquiries on Twitter and beyond.  

 
 The second category would be your proactive community management types. People 

who are going out there and figuring out what we should say on an outbound basis. 
Facebook is the one that’s probably most often used for that, to some degree Twitter. 
Perhaps you get into satellite opportunities like Pinterest, Instagram, Google Plus, or 
things of that nature. It’s trying to figure out how to tell your brand’s story in a way that’s 
relevant and quite concise.  

 
 The third piece, which I think has historically been thought of not part of this but 

increasingly should be, is the chunkier content strategist, content marketer, let’s tell the 
story in a longer format. We need a blog, we need info graphics, we need podcasts, we 
need Slide Share, we need videos. I think that’s the third category of participant, which is 
your online storytellers, your brand journalists if you will. 

 
Matthew: Also, we had Joe Chernov on here talking about their brand journalists there. That’s 

what I was wondering, if you’re seeing that more. My background was as being a 
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content creator freelance for a lot of different companies. It seemed like the classic thing 
that one of my clients said to me was, “It’s always easier to just outsource the 
communications part.” It was the kind of classic model of let’s have the marketers who 
are vendor managers or project managers and we’re not going to hire these people that 
you’re talking about. 

 
 Obviously at Eloqua they are, but are you seeing companies becoming more open to 

this idea of content creators on staff rather than “I’m going to have my pool of 
freelancers and maybe some adjunct people from my agency do this stuff, but I’m not 
going to try to have it happening in-house.”  

 
Jay: Definitely, I think that’s the trend. You’ve already had that trend occur, or is occurring, on 

the first two – your listening people and your community managers. Although, there’s still 
a fair amount of outsourcing going on in that area as well.  

  
 On the content side, because it doesn’t have the same sort of visceral reaction time, the 

best practice is not necessarily to do an info graphic a day the way it is to do two 
Facebook status updates a day, so you don’t have the same kind of river of participation 
that you have on the other side. I think it’s always been inherently easier to outsource 
content marketing and content creation.  

 
 As companies start to embrace the concept, and rightfully so in my estimation, the 

stories that you tell aren’t necessarily newfangled brochures. It’s not about “look how 
awesome we are,” bullet point, bullet point, click here. It’s truly telling stories. It’s getting 
beyond features and benefits and talking about things that are a little bit more about 
customers, about the soul of the brand, etcetera.  

 
 Those stories are perhaps better told with people with more time in the saddle within the 

organization itself. The more personal, visceral, and human the story, the harder it is to 
outsource that.  

  
Matthew: You’ve been recently talking more about this critical role that the content plays. I feel like 
  it’s the next step. First of all, it’s you don’t just solve the social with just a tool or software 
  product, you need people who are doing something with that. Also, social doesn’t just  
  happen. Even if you have the people who are listening and responding, and you have  
  the software in place, you still need to be producing a lot of content.  
 
 You seemed to imply just not that organizations finally realized this is something you 

need to do. Or is it still something that people are just not convinced? Or they 
understand it, “Oh yeah, I understand you need to produce content from an SEO 
standpoint, but I don’t really see spending a ton of money on maintaining a blog.”  

 
 A lot of companies two years ago said, “We need to have a blog.” And then six months 

into it they’re like, “Why are we doing this?” because even on the SEO front maybe they 
weren’t seeing any results. Is it just that they were doing it wrong or has content turned 
the corner? People say, “No, no. There is a right way to do it and that’s what we need to 
be doing now. Let’s get us some content creators in here.”  
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Jay: I’d like to think that our clients and people that read Convince and Convert have turned 
the corner.  

 
Matthew: I know they have. You’re preaching to the converted, so to speak. 
 
Jay: The point is true that there are people who have embraced content and pulled back. I 

don’t want to be cavalier about that, but I think in many cases they didn’t do it well 
because the content was about themselves and how great they were and didn’t truly tell 
stories.  

 
 Taking your product brochure and turning it into a series of blog posts is not going to be 

effective. I think just as a general rule we put as an industry, as marketers, way too 
much emphasis on social media and not enough emphasis on content.  

 
 The way we see it at Convince and Convert is that content is fire and social media is 

gasoline. The easiest way to be successful in social is to be social about content instead 
of being social about your company. It’s a lot easier to get people excited about an 
interesting and useful, factual, helpful ebook, presentation, or podcast like this than it is 
to say, “Aren’t we awesome? Please share with your friends, retweet us.”  

 
 I think content is the coin of the realm and will be increasingly so as consumers tire from 

the invitation avalanche that they’re being faced with as every company of every size 
and description asks them to like them on Facebook and follow them on Twitter, watch 
their YouTube videos, check in on Foursquare, etcetera.  

 
 The way you cut through that clutter is with relevant content that’s useful. It’s less about, 

“Here’s my nifty tweet.”  
 
Matthew: It’s funny that you mention the invites, “like us on Facebook,” and stuff like that. I had 

gone to Taco Bell with my 13 year old nephew and I didn’t realize that Taco Bell now has 
the Doritos Locos tacos.  

 
Jay: Cross marketing, right?  
 
Matthew: Have you had one of those? 
 
Jay: I have had one of those.  
 
Matthew: I had three. I’m not proud, but I did. It was funny, even my 13 year old nephew was like, 

“It’s weird. There’s this Facebook stuff on everything now.” On the Doritos packaging it 
said, “Like us on Facebook.”  

 
 For me personally, the idea of doing that – people do that, but I don’t know why I would 

do that necessarily.  
 
Jay: Here’s the counter to that. Imagine you’re in Taco Bell and what you have on the 

wrapper is right now just a Facebook icon or a “like us on Facebook.” What if instead 
you had a short URL or even god forbid a QR code, although in this case it would 
actually make sense, that led you to a video, story, or downloadable ebook that said, 
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“How the hell did this happen? How did this freaky Frankenstein marriage of Taco Bell 
and Doritos come about? A) Why didn’t this happen 20 years ago? B) How do you get a 
Dorito into a taco shell?” What’s the story behind this experiment? How many did you 
test? How did you test it? What is the documentary film maker deal here?  

 
 I would download that before I got the first two bites down, because it’s relevant and 

interesting. It’s also relevant and interesting at that exact moment.  
 
Matthew: Touché, Mr. Baer. I was ready to be a naysayer and a hater and just say, “This is 

stupid.” 
 
Jay: The point is they’re not doing that. It could be, but they’re not. Doritos or Taco Bell, if 

you’re listening to Marketing Smarts just Google “Jay Baer” and we’ll get you 
straightened out.  

 
Matthew: I think you’re onto something there. Doritos and Taco Bell, you’re on notice.  
 
 I was wondering about the content creation piece and storytelling piece. I know that I 

used to teach writing when I was a grad student and the problem was there were some 
really great writing teachers – I never was one. The main reason was I still believed in a 
kind of magic, like this kind of romantic idea that you’re either a good writer or you’re not. 
You either have something to say and you know how to say it artfully, and you know how 
to choose words properly, or you don’t.  

 
 I think there are some people who are good at writing and you can help them by 

coaching, help them refine what they’re doing. But, I always harbored in my heart this 
idea that the people who are bad writers in the class I couldn’t give them the magic in a 
sense.  

 
 I’m wondering what you think about that. If people need to be hiring more content people 

and they need to be able to tell stories, and the content needs to be not just keyword rich 
or something like that, but truly helpful to people, truly engaging, is this something that 
you can teach people or is it just a magic thing that they happen to have and you can 
help them refine it? What do you think?  

 
Jay: I think you can take good and make it great, but you can’t make good. That’s why we 

talk about being social more so than doing social. I think inherently you are comfortable 
with that role and what it requires or you’re not. While you can be trained to be 
adequate, you’re never going to be great. 

 
 One of the things I want to start writing about in the second half of this year is we’re now 

entering the next phase of this, which is to be good you have to be great. Good is table 
stakes now and you’re going to have to up your game to be better than your competitors 
and better than brands, and in fact better than humans in social and content.  

 
 You can’t just take somebody who doesn’t really believe in it, who is doing social at 

bayonet point because you included it in their job description and put them through a 
couple trainings and had them join MarketingProfs, gave them a book and said, “Go get 
‘em, tiger.” That’s not going to get it done anymore. 
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Matthew: Right. I know Ann Handley was also saying good enough is not and in order to be good 

you have to be great. I wonder is there then a good inflation or something like that. 
You’re basically it’s table stakes, because right now that itself can be a differentiator, 
you’re good at content. As soon as everyone is doing it, now you need to find another 
point of differentiation, which is to become the great.  

 
 Is it really the case that in a lot of industries everyone is good now on content? I don’t 

get that impression, personally. 
 
Jay: It’s a great question. I think good is a sliding scale. I think there’s good within your 

category and good within your competitive set. Pepsi versus Coke is one thing. Ball 
bearing manufacturer versus other ball bearing manufacturer is another thing. It’s the 
same competitive dynamic, but what constitutes good is different.  

 
Matthew: Exactly.  
 
Jay: Here’s the other thing on that, real quick. Social and content are the only things ever in 

the history of communication where we are asking brands to compete at the pixel by 
pixel level with real people.  

 
 If you look at your Facebook stream, your Twitter stream, your newsreader, anything 

else, what you see is my mom, my wife, my best friend, some other guy, Matt Grant, 
brand, my mom, some other brand. Literally, it’s at the pixel level companies are 
competing with our parents, our loved ones, our spouses and our kids for attention.  

 
 My mom is not buying radio time, my wife is not doing full page magazine spreads, my 

kids are not buying outdoor advertising. So in every other form of communication brands 
have it all to themselves. In social and in content we are asking them not only to 
compete with one another, but to compete with the people that we cherish the most.  

 
 That’s why great is what is going to be required.  
 
Matthew: Wow. That’s actually a really interesting point. Before it seemed like brands, especially if 

we just think of the TV world, they had to hitch a ride on the thing, the differentiators 
were between ABC, NBC, and CBS. I’m that old that I still only think in terms of three 
channels. Even the brands, it was what kind of star could you hitch your wagon to.  

 
 The idea now that you have the main channels that people are looking at are full of 

people we actually know and care about, that is a very different competitive landscape. I 
hadn’t really thought about that, an attentional landscape to work in. That’s interesting.  

 
 Jay, we only have a few minutes left here. Any final thoughts for our audience? 
 
Jay: You’ve got to realize that social media happens incredibly quickly in the microcosm, but 

the results accrue slowly because you’re winning hearts and minds a few at a time, or 
even one at a time, as opposed to other communication where you’re reaching people a 
big batch at a time. You have to give this thing infinite runway.  
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 Social is a process, not a project. Once you start you will never stop. You never can say, 
“We’re going to unplug the social telephone now. Once you’re involved, you’re always 
involved. So you have to think about it that way. There’s too much of this “How did we do 
this month? How many new likes did we get this month?” kind of thinking and that’s the 
wrong way to look at it.  

 
Matthew: Thank you so much, Jay, for joining us. Thank you, listener, for listening here to the end. 

This has been Marketing Smarts, a podcast brought to you by MarketingProfs. Talk to 
you next week.  

 


