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  What the world is saying about the Top 50 Marketing Management Posts:

   

  Darren Woolley and the TrinityP3 team really do have their fingers on the pulse of global advertising, and what brands need to do to adapt and prosper in today’s hyper-competitive markets. The tools, processes and recommendations in these articles provide guidance that every advertiser can benefit from.

  Kevin Freedman, Chief Executive, Freedman International

  Darren Woolley was the last face I expected to see nightly in my bed, but the distinctive books with his face on the cover are a great find. The succinct posts are insightful, informative and inspiring. There’s a level of authenticity that makes the book refreshing to read. Essential reading for practically improving your marketing leadership. Finish it quickly to avoid alarming your partner further!

  Ben Wilks, General Manager Marketing, Volkswagen Group Australia

  When we are all so short on time but need to keep pace with the change that is going to be more than just a series of the latest buzzwords, Darren is elegantly able to distil some of the core topics that really matter, answer some of the pressing questions, and importantly, encourage us all to ask the next question.

  Rita Harding, Executive Director, Marketing & Campaigns, Transport for NSW

  In a world full of noise, Darren sets himself apart with his authentic, human and resilient approach – all the attributes of a great brand. He has a keen understanding of the balance between organisational effectiveness, brand-building and genuine connection with customers. While others are chasing headlines, Darren is chasing tangible, measurable outcomes. He is relentless in continuing to challenge us all – marketers and businesses alike – to think differently and never become complacent.

  Nicole Sheffield, Executive General Manager, Community & Consumer, Australia Post 

  Darren Woolley is one of those rare beasts: both a genuine expert and a leader of experts. Battling an out-of-control agency roster, with a media plan that’s a black box, spiralling agency fees, and declining advertising performance? For help with managing the complexities of modern marketing, I highly recommend Darren and TrinityP3.

  Jon Bradshaw, Director, Brand Traction

  Darren can always be relied upon to say it how it is, in an industry that rarely does. And he’s not afraid to question the common marketing rhetoric, if it’s not common sense. Like when everyone is obsessing about digital transformation, he turns digital posts into an analog book.

  Brent Smart, CMO, IAG
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Introduction

 Our 19th year of operation sees TrinityP3 continue to develop and experience growth – not just growth through our expansion globally, but the growth and development of new tools, resources and our consulting offering.

 The consulting business and our offering has matured, with projects more focused on strategic management consulting, including restructuring the marketing function across a range of client categories, and improving performance metrics for marketing and the agencies and suppliers working with them. With Michael Farmer and his team in the US, we developed a new ScopeMetric Unit (SMUTM)1 for media known as the M-SMU, and we’ve published an Agency Fee Decision Tree2 to assist marketers and agencies in assessing the best agency fee model.

 It is by being responsive to the needs of our clients that we have developed new and innovative solutions to many of the major challenges facing clients today. We call them the Big Six, as follows (in no particular order):

 1. improving marketing performance and especially driving growth, at a time when many businesses struggle to deliver top-line growth

 2. assisting in the digital and data transformation of marketing through technology that allows organisations to become customer-centric at scale

 3. improving media transparency and maximising media value and investment performance in the face of a murky media supply chain

 4. optimising the performance of marketing agencies and suppliers to eliminate waste and duplication and deliver improved results

 5. becoming more agile and nimble in marketing implementation, and being more responsive more quickly to the market and customers

 6. delivering growth in an ethical, social and environmentally sustainable marketing manner against the UN sustainability initiatives.

 This has brought a renewed focus on our clients, to ensure we deliver the maximum results in addressing their most pressing marketing challenges.

 In analysing the results for 2018, it is great to see that a large number of posts in the top 50 are written by the TrinityP3 consultants, including Michael Farmer, our Chairman in the US; David Angell, our Head of Media; Julian Barrans, our Business Director in South-East Asia; Anton Buchner; Christopher Sewell; former consultant Areef Vohra; and Mike Morgan, Director of High Profile Enterprises.

 Also included are contributions from current and past members of the Marketing FIRST Forum: Stephan Argent in Canada and Dan Hestbaek in Denmark. And there is a healthy dose of thinking from our guest authors, including Adrian Jenkins from Financial Progression, the PR Warrior Trevor Young, and Peter Bray and Richard Knott, the co-founders of Puzzle Creative Technology Solutions.

 Of course, without Mike and his team at High Profile Enterprises, who manage our SEO, social media and content, this would be a much smaller publication read by a much smaller audience.

 I also want to thank all of those people – marketers, advertisers, procurement professionals and agency personnel – who took the time to provide feedback on our first five books of Top 50 Marketing Management Posts.

 Looking back across the collection, this book is definitely becoming a compendium of the top issues and topics that have caught our attention in the past 12 months, and those that have prompted interest and engagement from you – the marketing, advertising, media and procurement professionals around the globe.

 Today, the TrinityP3 blog has almost 1500 posts covering a wide range of marketing management topics and is read by more than 200,000 people each year, a number that continues to grow. We are grateful to everyone who participates and engages in the conversation, either by commenting on social media or sharing our content with their colleagues and friends.

 When we reviewed the blog posts with the highest readership during 2018 to prepare this new edition, we were pleasantly surprised to find that 111 posts had been published in the five previous editions – 2013, 2014, 2015, 2016 and 2017 – and continue to enjoy huge popularity.

 These evergreen articles are listed on the following pages so that if there is a post you are interested in, you can either read it in one of the books, which are available from most online bookstores, or on the TrinityP3 blog.

 Thank you again to Paul Smitz for editing and proofing to make us all seem a little more coherent and intelligent. Thank you to Xinying Cheng for the layout, finished art and design to make it all look great, and the production management to make it all happen with a minimum of fuss. Thank you also to our printer, 17print, for committing our thoughts and insights to ink on paper.

 And a big thank you to our ever-expanding group of clients at TrinityP3, especially those who have continued to work with us over the years. It is through your engagement and support that we are able to develop and provide greater insights and share the trends, to help in some small way to improve the advertising, media, digital, data and marketing process for all.

 Thank you also to all of our readers and commentators, and those who share our content with others.

 This is the best of our 19th year. We look forward to writing, publishing and sharing more with you in the coming year.

 Thank you.

 Darren Woolley, founder and Global CEO
TrinityP3 Marketing Management Consultants
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  POST 1

  Confused about the advertising industry? Who isn’t? Read on!

  Posted 13 June 2018 by Michael Farmer

  Holding company shares are falling. Their ad agencies are shrinking, with low morale, low salaries and hiring freezes. Accenture and Deloitte are the new, growing competitors. Advertisers are cutting spend but investing in-house. Chief creative officers (CCOs) are disappearing, not entirely due to sexual harassment charges.

  Confused by some or all of this? Read on!

  1. What’s going on with the holding companies?

  Holding companies are entering the third phase of their strategic development.

  Phase One (‘squeeze the fat’) lasted from 1980 to 2005. Overstaffed agencies – holdovers from the commission era – were bought and then encouraged to raise their profit margins, from 5% to 10% to 15%, through tough annual budgets. The agencies downsized, and they could certainly afford to do so. Downsizings were appropriate.

  Phase Two (‘maintain/grow under fee pressures’) began after 2005. Holding companies continued to set ambitious targets, but their agencies downsized instead of managing price and fees upwards in line with growing workloads. Agencies cut staff and juniorised, eliminating much of their senior talent and leaving too few people to handle growing (and undocumented) scopes of work. Quality suffered, along with relationships and fees. The focus on downsizing rather than on price management turned out to be a major strategic blunder.

  Phase Three (‘centralise and downgrade the silos’) is the recent holding company development. Agencies are short of talent and insufficiently integrated or creative, so holding companies are taking over as super-agencies.

  Publicis Groupe calls this ‘The Power of One’. WPP’s concept is ‘horizontality’. IPG and Omnicom have yet to brand their approach, but they’re out selling it anyway. The super-agency organisation faces a dilemma: it is staffed by the very agency people whose poor managerial practices created capability problems in the first case.

  Holding companies are aware of the need to upgrade and correct managerial deficiencies, but they have little experience to draw on. They must certainly document scopes of work and negotiate fees appropriately lest they repeat the errors that plagued their agencies.

  2. What’s going on with advertisers?

  Since 1980, advertisers have been governed by ‘increased shareholder value’, which means executives must deliver results or find another job. Chief marketing officers (CMOs) jumped on the digital/social bandwagon and migrated media spend.

  At the same time, they significantly increased digital/social scope-of-work workloads for their agencies, reasoning that digital/social work was either cheap or free compared with TV/print/radio. Lurking in the background, though, were the non-consuming millennials, who became the largest demographic group; e-commerce (that is, Amazon); and the financial meltdown of 2008.

  The net result: brand growth ceased, and digital/social spend did not provide a solution. CMOs lost credibility and their job security declined to 3–4 years.

  Procurement stepped in to aggressively cut costs. They slashed agency fees and media spend. This, of course, accelerated the decline of the outside ad agencies, which did not put up enough of a fight. Advertisers are now investing in in-house agencies to do the ‘low value’ work in the scopes of work, but surely they will be tempted to go the whole hog and do more high-value creative work, replacing or at least competing with their outside agencies.

  In the meantime, brands remain stagnant.

  3. What’s going on with scopes of work?

  Digital/social marketing significantly altered scopes of work. A 1993 ‘traditional’ scope of work requiring 50 creatives contained about 400 executions – eight per creative per year. By 2013, the count had increased to 600 executions – 12 per creative per year.

  In 2018, the integrated scope of work contains as many as 15,000 deliverables, involving email marketing, Facebook posts, and a variety of little social executions that can see a typical creative cranking out 300 deliverables per year, or one per day, with little strategic content.

  Predictably, few clients think that they need high-cost agencies to do this kind of work, so the scopes of work are migrating elsewhere, particularly to in-house agencies and to low-cost countries like India. High-priced CCOs have no obvious role in this high-volume world, so agencies may begin cutting them out.

  4. What’s going on with the consulting firms?

  Management consulting has been a growth industry since the 1970s, and consultants have perfected the art of doing strategic work and then implementing projects to generate results. Consultants have focused on organisation, manufacturing, distribution, supply-chain management, cost reduction, digitalisation and information technology (IT). Low brand growth is now getting their attention.

  Deloitte and Accenture are big players, acquiring media and creative agencies at a rapid clip. They are not trying to ‘get into the agency business’, as many agencies believe. The consultants see their newly acquired agencies as part of their implementation capability, required to retain clients after brand strategy work has been done.

  **************************

  What does this mean? Agency brands are under serious threat, but the agencies brought this on themselves. Their holding company owners have no option but to do a better job of it, although they must now contend with in-house and consulting firm competitors along with all the other management challenges associated with organisational transformation.

  Where will this end? This is a question that cannot be answered today. Let’s hope that it won’t take an autopsy to answer it in the future.

  This post was first published at MediaVillage1.

  Do you carry out detailed reviews with all your agencies? Are these reviews quarterly, half-yearly or annual? Are contracts and remuneration reviewed annually with each agency in the roster? Contact us to learn about roster performance management2.


 


Footnotes

  
  
   1	 mediavillage.com/article/confused-about-the-advertising-industry-who-isnt-read-on

  

  
   2	 trinityp3.com/agency-performance/roster-performance-management

  

  










  POST 2

  Who are the real victims of the lack of transparency in advertising production?

  Posted 9 May 2018 by Darren Woolley

  Last year, the Association of National Advertisers (ANA) responded to the investigation by the US Department of Justice into agency production practices1, including this in their call for greater transparency in advertiser and agency relationships.

  The concern was that agencies, and especially the holding companies that own the agency groups, were competitively tendering for advertiser commercial productions against the independent production companies in an unfair and biased manner. Effectively, it was claimed that the agencies were lining their own coffers by undercutting the independent production companies2. They were having them tender for and then provide competitive services at a lower price, effectively and unfairly squeezing them in the market.

  But from our perspective of more than 30 years of industry experience, this lack of transparency exists at every level of the production process in some form – in fact, all parties, from the advertiser whales down to the smallest minnows, could be more transparent in the process.

  The sad fact is that the people who ultimately end up suffering in this process are the smallest, such as the crews that subcontract to the production companies.

  Advertisers and their agencies

  Let’s start at the beginning and follow the money trail. The whole process begins with an advertiser wanting to produce a television commercial (or these days, some video or film content). This starts with the brief, which becomes the first point where lack of transparency impacts the process. It is because very few advertisers feel comfortable providing the agency or the production company (if they are working directly with them) with a budget3.

  The perception is that if they provide a budget, then the agency or production company will use the whole budget and perhaps then some. But here is the kicker for the lack of transparency: not providing the budget can end up being incredibly inefficient and costing you a lot more.

  The budget should represent your level of investment or the value of the project. There are many ways to calculate this, and we have helped many advertisers create customised methodologies to do this. Without a budget, the agency and production company have no idea how much they can spend, although it is in their interest to make the creative idea as outstanding as possible (read: as expensive as possible) to build their reputations. So they come back with ideas and you fall in love with one of them, only to find out when it is quoted that it is going to cost you 10 times more than you had budgeted for.

  At this stage, you should drop the idea and get the agency to do the work again, this time with a budget in mind. But because the clock is often ticking and because you have fallen in love with a concept you cannot afford, the way forward is to try and get the concept delivered for a cost closer to the budget. The problem is that if these cost reductions are substantial, it leads to corner-cutting and compromises in the production and quality of the final product.

  In one case, an agency concept, which won Link testing and the advertiser loved, was found to cost more than $1.5 million, when the advertiser’s actual budget was $300,000. The production cost was slashed though a series of decisions and significant pressure on the production company to just $650,000 (still a significant amount of money). But the resultant television commercial was never broadcast because the quality reflected so badly on the brand and the company.

  In another case, three days of unseasonal rain incurred weather days, which were not budgeted for. The additional cost came from cutting the media budget, leaving media reach below optimal performance. While the advertiser got the concept they loved, it came at a significant cost that could have been avoided if they had been more transparent with the budget.

  Agencies and the production companies

  Agencies and their holding companies have for many years realised the benefits of providing production capabilities to their clients. By mounting the production within the agency, or creating a wholly owned production company, they are able to capture more of the advertiser’s budget and the associated profit.

  These agency-owned and run production companies are a legitimate alternative to the independent production companies in the market, and can be ideal for particular clients and projects. Problems arise when the agency production company is not only competing with the independents, it is running the selection process as well.

  But likewise, the independents have been complicit in this practice, providing to the agency production department what is known in the industry as ‘check quotes’4. These are quotes provided to the agency to create the appearance of a competitive process where the production company knows they will not win the tender but are promised future work for compliance.

  But even if the agency does not have their own production company, the lack of transparency in the agency production process can be seen in the way the agency presents the quotes to the client for approval. Typically, the agency will present a summary of the costs with around two-thirds in a line item called ‘Production house’ or ‘Film company’. Behind this cost centre are often multiple pages of production company estimate details prepared by the production house in developing their cost proposal. But it can also hide agency fees, rebates and payments.

  In one case, an agency had inflated the production company cost on their estimate to hide thousands of dollars of unbillable agency hours. It was only once the film company cost was requested that the discrepancy was discovered.

  More difficult to discover is where production rebates are provided, especially between post-production house and production companies. But increasingly, agencies are negotiating deals with post-production houses and dub distribution companies that are billed to the client and then rebated either as cash or credits.

  When decoupling post-production for a client (see details of this process below), who wanted to manage this directly, we were able to negotiate a 35% volume discount typical of volume rebates in market.

  Production companies and the crews

  But it is not just the clients and the agencies that lack transparency in this process. The production and film companies are also guilty. A major issue is the standard production company contract.

  It is usual that this is a fixed-price estimate with no right to audit. But increasingly, it contains the line: ‘We [the production company] reserve the right to negotiate all contracts upon award’. This means that the production company reserves the right to negotiate their supplier contracts after appointment.

  It is apparent that the production company is happy to charge the client full price, then negotiate with the crew or suppliers and pocket the difference. Well, what a surprise! What is more distressing (anecdotal evidence from the crew members contacted) is that the production houses say to those they do these deals with, that it is due to the ‘pressure to reduce costs’ coming through the agency from the clients.

  So by default, it’s the advertisers who are to blame for the reduced budgets, rather than the fact that along the way, the agency and the production company are holding on to more of the budget themselves. This lack of transparency also means that in the end, it is the smallest vendors in the supply chain who are paying the price for the behaviour of all those above them.

  The other problem with the lack of audit rights on the production company contract is it means you rely heavily on the agency, and especially the agency producer, to vet the production company estimate to ensure it is fair and reasonable, and that all contingencies, buffers and excesses are removed. But what is the incentive for the agency to deliver these savings beyond bringing the cost in on budget, if there was even a budget provided in the first place? The agency wants a great job, and the fear is that negotiating too hard may influence the director’s desire to take on the job. Seriously, this is often quoted as a concern of the agency.

  Besides, the agency would prefer to have contingency allowances in the production company budget, so that if they want to make changes, they can request this without having to ask their client for more money or pay for it themselves. But if these contingencies are not required, are they refunded to the client or do they go straight to the bottom line of the production house?

  The little guy pays for the lack of transparency

  So the advertiser often lacks transparency in the budget they are willing to spend and what they expect for the cost. Agencies often lack transparency in their efforts to maximise their share of the client budget and recoup revenue they have lost in other areas of their remuneration5. Film and production companies lack transparency in the way they quote their services, and the terms and conditions in their standard industry agreements that preclude the ability to audit. But who is the one who misses out?

  Well, certainly, advertisers are not always getting value for their production budget. But it is the smaller vendors and suppliers to the production industry, mainly the crew, who are paying the price. Often, overtime is negotiated out of their deals, while it is charged to the advertisers. Or they are asked to work three days for the price of two, and so on. These are often sole traders, partnerships and small companies who are the lifeblood of the production industry. This is the talent that makes the film and television industry function and thrive.

  It is sad that they feel that the reason they believe they are being screwed is because of the stinginess of the advertisers. At the other end, the advertisers feel like they are being overcharged by their agencies. Perhaps the problem is that the agency is providing concepts and ideas the advertiser cannot afford. Perhaps the advertiser is wasting the agency’s time by playing Guess My Budget. Or perhaps the problem is that everyone is out for themselves.

  But change is coming. We are seeing an alternative to the current structure, where the advertiser is being put directly in contact with the large number of small film and television production talents, effectively eliminating the intermediaries and providing access to a much broader talent and skill base than even the agencies can access.

  How to bring transparency back to production

  There are the steps that advertisers can take to make their film and video productions more cost-effective.

  1. Decouple production

  This is effectively implementing direct contractual relationships with the various suppliers previously managed by your agency. While this has been very popular overseas, in the Australian market it is hotly, if often anonymously, contested. The last time we helped a client with this process, it ended with a misleading and sensationalist article in the trade media6 based on anonymous accusations and coordinated by the industry body representing production companies and the agencies.

  But it is possible to decouple these arrangements if the effort justifies the rewards7, and it is becoming increasingly popular as advertisers are making more video content for their marketing strategy than the occasional television commercial.

  2. Upgrade production contracts

  As mentioned above, the suppliers write the industry production contracts8. This is often done with the support of the advertising agencies and their industry associations. A robust procurement process would be to do a very detailed review of these contracts before the client is bound to the terms and conditions. But our biggest concern is that many advertisers are totally unaware they are being bound to these contracts by their agency without their knowledge.

  More importantly, it is essential that advertisers update their agency contracts, especially the terms and conditions, to ensure the agency complies with a more rigorous and transparent production process9. We have advised many clients on how to achieve this, usually when they are selecting a new agency.

  3. Implement production management

  At the very least, advertisers spending any significant budget on video and film production should be looking at reviewing their current production management process10, and perhaps implementing a more up-to-date approach to minimise cost and reduce risk.

  Simply ensuring that the agency undertakes a robust procurement process in the selection of production suppliers11, including a transparent cost assessment and negotiation process, can deliver significant savings.

  You can find out more in our free Television Advertising Production Governance Guide12, which lets you map your current process against best practice.

  Our production management assessment provides a detailed evaluation of your current production operation and offers recommendations to achieve optimal performance13.
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POST 3

Managing Marketing – the changing role and challenges facing media agencies

Posted 23 April 2018 by Darren Woolley


Managing Marketing is a podcast hosted by TrinityP3 founder and global CEO Darren Woolley. Each podcast is a conversation with a thought-leader, professional or practitioner of marketing and communications on issues, insights and opportunities in the marketing management category – ideal for marketers, advertisers, and media and commercial communications professionals. Follow Managing Marketing on SoundCloud1.


David Angell2 is the General Manager and Head of Media at TrinityP3. Here, he chats with Darren about the increasingly complex role played by media agencies, and the challenges they face in meeting the needs and demands of their advertiser clients. As intermediaries between advertisers and the media providers, they are increasingly challenged with not just managing this complex relationship, but also contributing to overall marketing performance.
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Podcast transcript

Darren:

Welcome to Managing Marketing. Today, I’m sitting in a car in one of the many famous lanes of Melbourne, having a chat with David Angell, who is the general manager of TrinityP3 and our head of media. Welcome David.

David:

Thank you, nice to be here.

Darren:

I should say ‘Welcome Darren’ because we’re in your car. You’re hosting me.

David:

But technically it’s your city, though my city too.

Darren:

Your town, your paper.

David:

I’m hosting you in this lovely car in this lovely avenue, so it’s nice.

Darren:

You joined TrinityP3 about three years ago. But before that you had quite an extensive career in media from both an advertiser’s perspective and an agency’s perspective. I wanted to start off getting your reflections on that, the different perspectives.

We’ve had a lot of discussions about the relationships between agencies and advertisers. What do you see as the biggest difference between sitting on one side of the table with the budget, and on the other side of the table talking to your client?

David:

That’s an interesting question, and I would add that my experience with TrinityP3 has also been a very valuable client-side one because I’m effectively sitting with those clients when we are talking to agencies.

I think the challenge with media agencies has been to view the world in quite a myopic way. Sometimes that’s because they’re driven by the client to think like that and sometimes it’s because they haven’t got the skill sets to think more broadly. But the difference is where they are thinking of media as being a major component of marketing, the marketer is thinking of media being one of many, many channels that he or she has to navigate.

And the agencies that are winning at the moment are the ones that are able to translate what is effectively media strategy into a broader commercial marketing and business approach. And that’s something that continues to challenge agencies even today.

Darren:

That’s a great observation. One of the things you see is that so many agencies – media, digital – they almost go down the rabbit warren of their own media specialty and forget that they’re communicating with people who have got hundreds of moving parts.

David:

If the best agency in the world is the one that delivers truly agnostic transparency and recommendations to clients, there is a disconnect between having that approach and being a specialist agency. Because clearly, if you’re a digital agency and you think about digital 100% of the time, that is not always in the client’s best interest, whether you’re doing it for what you think are the right reasons or not.

That’s been apparent for many years as digital has arisen as a specialist component of the agency landscape. But what we’re finding more and more is that those specialist agencies are now trying to branch out in terms of their capability, which sometimes works and sometimes causes confusion, but they’re trying to find people, certainly senior people and leaders who do not come from a digital background or a media background. They’re looking for a diversity of commercial experience that enables their leaders to articulate these kinds of things to a client without being too narrow-minded.

Darren:

David, such a great term, commercial perspective, because I think marketers are under so much pressure to deliver commercial results, not just marketing results. And if agencies can get on-board with actually thinking in the context and framing of commercial performance and support their clients in doing that, that’s a complete game changer.

David:

It is, and it really attaches a significant value to the output of an agency that goes way beyond: are you buying your media cheaply and are you buying lots and lots of inventory? And I think that agencies and holding companies and networks are currently trying to find ways to really fit/pivot as best they can to this new reality. Of course, the role of data and tech plays a major role in that.

The pressure that’s on marketers, a lot of that is to do with the fact that the C-suite has now woken up to the fact that all this data is sitting there. There’s customer data, and marketers are asked to become more customer-centric and more accountable as a result. And they need their agencies more than ever to help them navigate that stuff.

Darren:

Yet, as you said before, agencies, especially media agencies, have spent years and years becoming experts in media, and now it’s almost like that’s just a table stake: you don’t get to sit at this table unless you’re already an expert in media. But we want you to go to the next step, which is always to reframe it in our commercial reality.

David:

Yeah, and it’s getting the balance right from the client’s point of view – it’s really important. Media is just a table stake but it’s a very important one, obviously, that can’t be overlooked. So there’s a balance in that.

But from the agency’s perspective, how they get paid for this kind of work, how they get remunerated, come to a remuneration structure that is transparent and sustainable enough, is something that I spend a lot of time talking to clients about, because this kind of skill set does not come for free. And agencies have been traditionally quite challenged in monetising these kinds of services, and that’s why, in some areas, they’re underdeveloped.

Darren:

You’ve touched on tenders, pitches, requests for proposals [RFPs], whatever you want to call it. It’s interesting because we’re talking about marketers wanting these extra dimensions from their agencies, and yet so many times when you hear about a client going to market for a media agency, the selection criteria is all about the media. You know: how well do you buy, strategise?

It’s all about the minutiae of getting that important table stake raised. But it doesn’t often go beyond that in the traditional RFP, does it?

David:

It doesn’t. Some of that is to do with marketers either being in a comfort zone or not really thinking through enough what they could drive from an agency in terms of value, what that value equation is. The influence of procurement can sometimes play a part in that, and a lot of the work that we do in TrinityP3 is trying to align internally those two partners, those components, so that they are pulling in the same direction.

Darren:

My observation is that sometimes marketers and procurement are almost like separate stages in the process. The marketers will be really deeply involved in the first part, which is about interrogating and selecting the short list, and then it’s almost handed to procurement as a secondary phase to do the remuneration.

Yet from an agency point of view, the two parts don’t exist separately. It’s not just: you want all these services, how are we going to get paid for them? Yet the actual selection process is, first of all, select the agency we like because they’ve got X, Y and Z and now I’m going to hand it to my friendly procurement person here to take the gloves off and give you the examination.

David:

We always advocate the involvement of procurement as much as possible up-front in the process, and they are true stakeholders as opposed to just handling that area of things. We find that one of the trickiest components of any pitch process tends to be asking the marketing and procurement clients to develop a scope of services or work that truly reflects what they actually want.

We spend a lot of time up-front trying to define what it is that they want to achieve in this process: not just getting the right agency, but getting the right agency to set them up for the future. That is often about much more than how cheaply can you buy media. In fact, it should always be about more than that.

So bringing disparate parts of the business together that often have imbalances in power relationships and pulling different agendas is where we can add some value.

Darren:

You’re right, in that procurement, depending on the procurement team, often feel that their role is all about the financials. And yet the two are inextricably linked. The financials are linked to what it is you actually want the agency to deliver. And what’s the value part the agency is actually going to be delivering to that relationship?

David:

Yes, and how do you measure that when you’re a procurement person? I do understand their challenges: how do you measure that in a traditional procurement environment? We’re talking about human intellectual property [IP], about adding value to a business that can’t always be quantified on a spreadsheet.

It can be quantified over time by outcomes or outputs, but it requires different thinking and a different model, and certainly a different set of key performance indicators [KPIs] that go beyond the traditional.

Darren:

But are the agencies really helping this process at all, because they often end up in the same old resource cost, overhead/profit multiple rather than thinking through what value looks like.

David:

I think the agencies know what value looks like. I just think they don’t know how to achieve that from a commercial point of view, from their own side of the fence. I think they also struggle for the talent that really can bring that to life.

When you work in a media agency you graduate up through the media ranks, and I think a lot of agencies are now working much harder than they have been before on more-holistic training.
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