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For Lynne and the salesforce.com employees, customers, 
and investors—without whose unconditional support 
we would not be successful




Foreword

In 2001, in the midst of our previous economic meltdown, Marc Benioff came to me worried. Internet companies had evaporated overnight, and salesforce.com, a two-year-old company with a high proportion of dot-com customers, was ailing. “I’m scared about the future of my company,” Marc said. “We can’t get venture capital. I’m worried about survival.”

It was a precarious time, but I knew then, as I know now, that economic shakeouts need not bode misfortune for technology companies. Not, at least, for innovative ones. Technology does not recognize economic recessions or depressions; it always continues. And, as all visionaries know, in chaos there is opportunity. I assured Marc that salesforce.com would last. “This is your time,” I said. “You can do this.”

I was bullish on salesforce.com and Marc, not because I have a crystal ball (though that certainly would be convenient), but because there was a need for change in the software industry and an audience ripening for salesforce.com’s “End of Software”  revolution. I had seen similar issues with affordability and accessibility plague the hardware industry when I started Dell.

Computers have long been a personal passion; growing up, I was fascinated with the machines but also struck by the inefficiencies in the industry, which required that we purchase computers from dealers, who bought them from distributors or manufacturers. Not only did that system yield a computer that cost four times the value of the parts inside, but it took so long that the machines were obsolete by the time customers got them. Buying direct from the source was an unprecedented idea in the industry, but it made common sense—even to a college student. The drive to implement simple new ideas and defy traditional ones has been the foundation of Dell—and the biggest reason our company has reaped huge rewards.

Salesforce.com sought to solve similar inefficiencies in the software industry. Enterprise software was exorbitantly expensive and onerous to implement, and, in the end, it didn’t work very well. This was what enterprise customers came to expect. (Forget smaller customers; they couldn’t even afford it.) Marc changed that reality when he used the Internet as a platform to deliver business software and reduce the risks and costs long associated with the client-server model. Salesforce.com made its service available to the masses, and it attentively and creatively engaged with its entire audience. It worked for the people who used the service (not only the folks paying for it), and it built what they requested. This earned salesforce.com an army of enthusiasts. And the company’s focus on customer success forced all companies in the software industry—and far beyond—to rethink their models.

It certainly has inspired new thinking at Dell. Over the past few years, we committed to making some fundamental  changes. We needed to refocus on providing the best customer experience, and we wanted to scale far beyond the commodity game and rapidly increase innovation. I went to Marc, who always seemed to be a machine for new ideas, and asked him, “How can we innovate faster?”

Marc told me about an internal networking technology they were using at salesforce.com to work with customers and create a “feedback loop.” This discussion led to IdeaStorm, an online community forum that we now use to engage our customers, elicit their ideas, and help determine which ones to put into practice. The site, which is like a live 24/7 focus group, has helped field ideas from more than ten thousand customers and allowed us to offer better products, such as notebooks with Linux OS preinstalled, backlit keyboards, and computers with more USB ports. At the time I am writing this, our customers have contributed 11,289 ideas, which have been promoted by other customers more than 651,394 times, with over 84,908 comments. IdeaStorm enables us to listen as never before, and it was a turning point in restoring our reputation as a customer-centric company.

At Dell, we’ve seen the benefits of having Marc and salesforce.com on our side. It has helped us align twenty thousand members of our global sales team, integrate thousands of our global channel partners, and rapidly evolve ideas. That’s why we’re now deploying the service across Dell and putting it at the center of every customer interaction.

Eight years ago, Marc had concerns about salesforce.com’s survival, but of course it didn’t just survive—it thrived. It has earned the distinction as the first dot-com listed on the New York Stock Exchange, and today it generates more than $1 billion in annual revenue. Salesforce.com changed corporate  philanthropy by integrating giving into its business model—and sharing that model so that myriad companies have collectively flooded talent, products, services, and billions of dollars into their communities. Because salesforce.com offers employees an opportunity to make a difference, not just earn a paycheck, it’s known as one of the best places to work. Its original application has become the number-one hosted CRM service, and the company has established itself as the leader in the Software-as-a-Service (SaaS) industry it pioneered. And, through relentless focus, creativity, and passion, salesforce.com inspired an enterprise cloud computing industry. In short, the new and unconventional ideas that salesforce.com has evangelized have changed the way we do business and changed the world.

There has been a profound shift toward cloud computing in the past few years. Nearly every major public and private cloud is powered by Dell, and we are ecstatic to be running today’s most exciting companies, including salesforce.com, Facebook, Microsoft, and many others. What motivates me most about this new way of computing is its potential for mass innovation. Now, for the first time, developers across the globe can access unlimited computing power. It’s extraordinary that with a simple Web connection, anyone can build applications and deploy them to users everywhere.

By igniting the SaaS industry and then offering its Platform-as-a-Service, salesforce.com has spawned an ecosystem of countless new companies. It has offered large companies (such as Dell) and smaller companies just starting out valuable insights on how to innovate and succeed in the future.

In Behind the Cloud, Marc Benioff shares his unconventional advice in a clear and entertaining way. The lessons in this  book are not exclusive to technology companies. They are applicable to all companies and all leaders who want to change the status quo and make a difference. Marc tells the inspiring story of how they did it at salesforce.com, and reveals how anyone else can, too. This is a great guide for any aspiring entrepreneur or CEO navigating the landscape of the future. It’s the playbook for Enterprise 2.0.

We are in unprecedented economic times, but we are also in a new era of innovation. I tell anyone running a business today exactly what I told Marc when he was weathering a challenging climate: this is your time. You can do this. And, with the tools in this book, it will be easier and more rewarding than ever before.

 

Michael Dell
 Founder, Chairman, and CEO of Dell




Introduction

This book is the story of how salesforce.com created a new industry, made our customers successful, and established itself as the market leader, all while making the world a better place. In this playbook, I’ll share the strategies that I’ve developed during my thirty years in the technology business, the last ten as the cofounder and CEO of one of the fastest-growing software companies in the world.

I started salesforce.com in a rented apartment in 1999 with the goal of making enterprise software as easy to use as a Web site like Amazon.com. That idea—to deliver business applications as a service over the Internet—would change the way businesses use sophisticated software applications and, ultimately, change the way the software industry works. In less than a decade, our business has grown from a simple idea to a public company with more than a billion dollars in revenue.

We have achieved success by approaching business in a new way. The new models we have created—for marketing,  sales, technology, finance, philanthropy, global expansion, and leadership—have been effectively employed by other companies, and we believe that any company can succeed with our strategies.

At a time when more entrepreneurs are starting companies faster and cheaper than ever before, the simple, accessible, and unconventional advice offered here will help you stand out, innovate better, and grow faster in any economic climate. The book follows the same easy-to-use and easy-to-implement mantras as our service. Divided into 111 “plays” (a fitting number, as our 1-1-1 model is so responsible for our success), it tells you how we developed award-winning breakthrough products, toppled much larger competitors, won customers of all sizes—and reveals how you can do all this too. As we promise customers who use our service, expect to see immediate results. That’s not all, though. I’ll show you how to build a business that’s not just profitable but inspiring: good for your employees, good for your customers, and good for your community.

Perhaps like you, I have always wanted to be an entrepreneur. I grew up watching my father run a chain of women’s clothing stores, and my grandfather, an innovative and unusual attorney, run his own practice and create BART, the San Francisco Bay Area Rapid Transit system. My obsession with software began when I wandered into a computer lab in high school. I would beg my grandmother to drive me to the local RadioShack so I could use the TRS 80 model 1. Later, I used the income I made at my after-school job (cleaning cases at a jewelry store) to buy my own computer. I wrote my first piece of software (How to Juggle) and sold it for $75.

What I really loved was the ways we could use computers to share information. When I was fifteen years old, I started my first company, Liberty Software, with some friends. We wrote  adventure games for the Atari 800. My grandmother wrote the music for the games, and my parents were supportive of my entrepreneurial endeavors, even permitting me to travel to Europe on my own to research a castle I was going to replicate in a game. (The sense of independence that trip initially fostered was quelled when I forgot to phone home and my panicked mother called Scotland Yard. Embarrassing, but true.)

It was incredible to sell something that I had created from nothing. I took the reviews very seriously; even back then I knew that to be successful I needed to listen to the users. Luckily, the games did well. I was sixteen years old and earning royalties of about $1,500 a month. It was enough to buy a car and cover college.

I focused my studies at the University of Southern California on building companies and creating new technologies, and ran Liberty Software out of my dorm room. The lessons I learned as an entrepreneur were pivotal, as were those I learned working for somebody else. In 1984, I had a summer job at Apple writing some of the first native assembly language for the Macintosh. I had the opportunity to work on the most exciting and important project at Apple, and it was like getting paid to go to Disneyland. There were fruit smoothies in the refrigerators, a motorcycle in the lobby, and shiatsu massages.

The very best part was being able to witness Steve Jobs walking around, motivating the developers. Steve’s leadership created the energy and spirit in the office. Apple encouraged the “think different” mind-set throughout its entire organization. We even had a pirate flag on the roof. That summer, I discovered that it was possible for an entrepreneur to encourage revolutionary ideas and foster a distinctive culture.

That lesson became even more obvious when I returned to Apple for a second summer internship as a technical sales support person with an Apple partner. Although only one year had passed, Apple was an extraordinarily different place. Steve Jobs had been fired, and everything I enjoyed about Apple’s visionary culture had evaporated.

While the environment was not as invigorating, I learned another critical lesson that would guide the rest of my career: the power of each customer exchange. If the exchange was executed as well as possible—if we made the customer truly successful—we had the opportunity to transform him or her into an Apple loyalist and evangelist. This opened my eyes to the importance of customer success.

At heart I was still a shy computer programming geek addicted to building technology, but right before graduation, two of my entrepreneurship professors, Tom O’Malia and Mac Davis, offered some direct advice that significantly altered my path. They told me that the most successful business executives would be the ones who got real-world experience before starting their own companies. In their opinion, “real-world experience” was a sales position focused on building relationships with customers. They called it “carrying a bag.”

Their advice led me to accept a job at Oracle, answering customer service calls that came into the software company’s 800 number. I wasn’t convinced that I wanted to dedicate myself to sales, and I didn’t want to be an 800-number operator, but I soon discovered that working with customers was much more fun than writing code, and it turned out that I was pretty good at it.

Oracle had about two hundred people when I started, and the fast-growing company prized the efforts of young people and rewarded them. Founder and CEO Larry Ellison regularly  walked the halls to chat with employees. (I usually took these opportunities to share my enthusiasm for Macs.) Soon after I sent Larry a note asking when Oracle would be on the Macintosh and included a business plan about how to make us successful in the Apple market, Larry made me the director of Oracle’s Macintosh division.

Being responsible for the division that created software for personal computers was an amazing opportunity. Then, after Tom Siebel, the executive who ran direct marketing, resigned and recommended me as his replacement, I inherited an even more exciting and formative role.

It was Larry’s vision that inspired me. He wanted me to create an “electronic village” and the next generation of sales and marketing using state-of-the-art electronic conferencing technology, software systems, and multimedia. Larry envisioned a world of interconnected computers that could easily share information across the planet at the touch of a button. The Internet seemed to offer a path to reach small and disaggregated customers, and I believed it could ultimately transform the industry.

By the mid-1990s, such companies as Amazon and Yahoo! were introducing a new way of life for consumers. Many of my colleagues were leaving Oracle to lead their own companies, most of which were traditional software plays. In many ways, Oracle served as an incubator where you got your legs, built a network of friends, and learned what you needed to go off on your own—and ultimately compete with Oracle. Although I had invested in several of these companies, I wasn’t quite ready to leave Oracle University. I felt tethered to the growing corporation by the excitement of a powerful job and the security of a lucrative salary and addictive stock options. In addition, there  was the relationship I had with Larry, my mentor and friend, one of the greatest software entrepreneurs in the industry’s history. I was learning from the best.

During my tenure at Oracle, the company exploded into the second-largest software company in the world, right after Microsoft. Although its culture prized innovation, the company could no longer respond quickly or easily to new directions or opportunities. I found that limitation extremely challenging, and it eventually drove me to seek opportunities outside Oracle.

Maybe you are thinking about leaving a secure job to start your own company, or perhaps you are already running your own business. For me, launching salesforce.com was a way to respond to new directions and new opportunities that I could not pursue from inside an established corporation. It was a license to do things differently. From the very beginning, salesforce.com set out to build a new technology model (on-demand, or delivered over the Internet—now called cloud computing), a new sales model (subscription based), and a new philanthropic model (integrated into the corporation). Ten years later, we had succeeded on all of these fronts. We also had surpassed my expectations by creating the first $1 billion cloud computing company and spawning a new $46 billion industry, of which we are the market leader.

Read on to learn how we became one of the world’s fastest-growing software companies and about the tremendous fun we’ve had along the way. You’ll travel with us as we have our big entrepreneurial epiphany, as we turn a simple idea into a start-up company, and as we develop innovative technology and sell it through unconventional strategies. You’ll witness our struggles, including coming close to bankruptcy during the dot-com disaster. Finally, you’ll see how our unconventional  ideas were validated through our listing on the New York Stock Exchange and how, through it all, we’ve found a way to give back.

The tactics and strategies that define our story can help any company succeed, and even become the next salesforce.com. So turn the page and envision your success. This is the first step in making it happen.




PART 1

The Start-Up Playbook




How to Turn a Simple Idea into a High-Growth Company




Play #1: Allow Yourself Time to Recharge 

Some ideas hit with a big bang. Others take time to stew. The idea for salesforce.com had been simmering since 1996 when I was a senior vice president at Oracle. I had been there for ten years and was becoming something I had never anticipated: a corporate lifer.

I knew that I needed a change, but I wasn’t sure what I wanted to do. Quit? Start a company? Take Oracle in a different direction? I was searching for balance in my life as well as an opportunity to pursue something meaningful. I took a badly needed sabbatical from work and rented a hut on the Big Island  of Hawaii, where I enjoyed swimming with dolphins in the ocean and having enough time by myself to really think about the future.

My friends, including Oracle colleagues, came to visit. We had long talks about what the future would look like and what we wanted to do. Katrina and Terry Garnett were among those who spent time with me. Terry and I became friends when he ran marketing and business development for Oracle. He later moved to Venrock, the Rockefeller family’s venture arm, celebrated for its wise investments in companies like Apple and Intel, and he was making investments in early-stage start-ups. I had a great respect for his market instincts. One day, during a swim, we began discussing online search engines and how the Internet was changing everything for consumers.

I was intrigued by Web sites such as Amazon.com, which revolutionized the way consumers shopped. I thought the Internet would change the landscape for businesses, too. I told Terry that I was exploring how to take the benefits of the consumer Web to the business world. He enthusiastically encouraged me to pursue my own Internet technology business. “You’ve been at Oracle forever; you know the safe route,” he said. “But I think you are an entrepreneur. I think you can do something new.”

After three months in Hawaii, I traveled to India for two months with Arjun Gupta, a good friend who was at a similar crossroads. We had an incredible awakening in India. One of our most invigorating meetings was with His Holiness the Dalai Lama, who talked about finding one’s calling and the importance of community service. We also sought insight from the Hindu guru and humanitarian leader Sri Sri Ravi Shankar. But the most pivotal meeting for me was with Mata Amritanandamayi,  commonly known as Ammachi, “the hugging saint,” because she warmly embraces everyone who comes to visit her. She’s hugged at least thirty million people and has calluses on her face from so many encounters. Known as the “mother of immortal bliss,” she has dedicated her life to easing the suffering of others.

Arjun and I met privately with Ammachi, and it was she who introduced me to the idea, and possibility, of giving back to the world while pursuing my career ambitions. I realized that I didn’t have to make a choice between doing business and doing good. I could align these two values and strive to succeed at both simultaneously. I told her I was thinking about leaving Oracle, and she told me, “Not yet.”

My sabbatical was one of the most productive periods of my career; it was certainly one of the most influential. Don’t be afraid to take time off when you need it. You could learn something that will change the course of your life, and at the least you will stave off the burnout that plagues so many driven, entrepreneurial people.




Play #2: Have a Big Dream 

I saw an opportunity to deliver business software applications in a new way. My vision was to make software easier to purchase, simpler to use, and more democratic without the complexities of installation, maintenance, and constant upgrades. Rather than selling multimillion-dollar CD-ROM software packages that took six to eighteen months for companies to install and required hefty investments in hardware and networking, we would sell Software-as-a-Service through a model known as cloud computing. Companies could pay per-user,  per-month fees for the services they used, and those services would be delivered to them immediately via the Internet, in the cloud.

If we hosted it ourselves and used the Internet as a delivery platform, customers wouldn’t have to shut down their operations as their programs were installed. The software would be on a Web site that they could access from any device anywhere in the world, 24/7. This model made software similar to a utility, akin to paying a monthly electric bill. Why couldn’t customers pay a monthly bill for a service that would run business applications whenever and wherever?

This delivery model seems so obvious now. Today we call it on-demand, Software-as-a-Service (SaaS), multitenant (shared infrastructure), or cloud computing. In fact, Nicholas Carr, former executive editor of the Harvard Business Review and one of the most influential thinkers in the IT industry, has since written two best-selling books validating this idea. Carr has even suggested that “utility-supplied” computing will have economic and social impacts as profound as the ones that took place one hundred years ago, when companies “stopped generating their own power with steam engines and dynamos and plugged into the newly built electric grid.”1

The industry has come a long way, but consider that when we started, we didn’t have these industry supporters, or even these words, to describe the computing revolution we believed was beginning. Although there was yet to be any kind of SaaS industry, I believed that all software would eventually be delivered in the cloud. I would soon find that in order to pursue my dream, I had to believe in it passionately and be ready to constantly defend it. This lesson learned during our earliest days still guides us today.




Play #3: Believe in Yourself 

While I was in Hawaii, the customer relationship management (CRM) company Siebel Systems went public. I had worked with the founder, Tom Siebel, at Oracle, and was familiar with a sales force automation product called Oracle Automatic Sales and Information Systems (OASIS), which he had developed and had parlayed into Siebel. I thought a program that allowed salespeople to track leads, manage contacts, and keep tabs on account information was a great idea, and I had been an early angel investor in his company. Siebel took off, and the IPO netted me a great return, yet I also knew the product’s flaws. This made me think about sales force automation (SFA) or CRM as an application category with revolutionary potential to be delivered on-demand, as a service.

SFA is a huge market; every company has some kind of sales force. In the late 1990s, when I was investigating the category, there was certainly room for improvement. Enterprise software was especially burdensome for the customer. It required maintenance and customization that needed months, or even years, to get right. It also required a hefty IT resource commitment, and more money than many companies wanted to spend on this aspect of their businesses. It struck me as curious that although this software was so troublesome, it remained wildly popular. I attributed this to the fact that if the software could increase sales productivity by even 5 percent, it made a meaningful difference to a business. What would happen, I wondered, if we offered a product that could increase productivity by the same amount, or more, and we made it easier to afford and use? Could you get a return on investment in six to twelve months rather than in three to five years? Replacing the traditional client-server model for an  on-demand service that was simple and inexpensive seemed like a sure thing to me.

I had a number of conversations with Tom Siebel about creating an online CRM product. Typical licensing software was selling for extraordinary amounts of money. The low-end product could start around $1,500 per user per license. Worse, buying pricey software wasn’t the only expense. There could be an additional $54,000 for support; $1,200,000 for customization and consulting; $385,000 for the basic hardware to run it; $100,000 for administrative personnel; and $30,000 in training. The total cost for 200 people to use a low-end product in the 1990s could exceed $1.8 million in the first year alone.2

Most egregious was that the majority of this expensive (and even more expensively managed) software became “shelfware,” as 65 percent of Siebel licenses were never used, according to the research group Gartner.3

I told Tom about the SaaS CRM solution I envisioned. We would have “subscribers” pay a small monthly fee ($50 to $100, which added up to less than half the cost of the traditional systems), and we’d “operate” it so there would be no messy installation for the customer. Tom liked the idea so much that he invited me to join Siebel.

Through further discussions, however, I realized that Tom saw the potential only with the small business division, a tiny percentage of Siebel’s market. I saw the idea as having much wider appeal. I thought it was something that could revolutionize the software industry. I knew Internet-based applications would eventually replace traditional offline software. I became passionate and obsessed with this idea, and decided to go after it on my own.




Play #4: Trust a Select Few with Your Idea and Listen to Their Advice 

I was certain that I wanted to start salesforce.com, but I wasn’t ready to openly discuss my idea. In fall 1998 I met for lunch with Bobby Yazdani, a friend from Oracle and the founder of the human capital management company Saba Software. We were getting together to discuss Saba, in which I had invested.

Like me, Bobby was struck by the transformation that was happening because of the Internet. We knew we were witnessing a major shift, and it wasn’t long before our conversation turned to the subject of ambition and entrepreneurship.

“The number-one mistake entrepreneurs make is that they hold their ideas too closely to their chest,” Bobby said. “Their destiny is their destiny, though. If they share their ideas, others can help make it happen.”

I considered what Bobby was saying and silently acknowledged how I hadn’t mentioned the idea of starting salesforce.com to anyone since Tom Siebel. Maybe Bobby had a valid point. I told him I wanted to build CRM online and deliver it as a service.

“It’s very good you told me,” he said.

“Why’s that?”

“I have three men working for me as contractors. Not only do they have SFA experience, but they have experience with major Internet applications as well. They are the best of both worlds.”

I couldn’t believe this coincidence, or my good fortune. Bobby explained that the three developers had their own company, Left Coast Software, and that he had wanted to buy them  out, but they weren’t interested. They wanted to grow something, and felt that Saba was too far along. “They are brilliant engineers with good vision,” Bobby said. “Let me introduce you to Parker Harris.” I wasn’t aware of it at the time, but by the end of that lunch my destiny was set.




Play #5: Pursue Top Talent as If Your Success Depended on It 

I met with Parker Harris as soon as possible. “So, are you guys good?” I asked.

“We’re some of the best people you’ll find in the Valley.”

I liked that confidence, especially considering that it was bolstered by what I had already heard. Still, I prepared myself for a very short meeting. Although Parker seemed like a promising technical candidate, I wasn’t sure that this was the next move he had envisioned for himself. I’d heard that Parker had recently returned from a six-week trek in Nepal and told his business partners that he wanted to do something more meaningful than helping salespeople sell more. I was concerned that Parker would be fundamentally opposed to SFA and that he would think it boring because he had done it before.

I also thought that enterprise software was boring, but my vision was to do something much bigger. My vision was “the end of the software business and technology models” as we knew it. I believed that this was a great story and would appeal to Parker, who had majored in English literature at Middlebury College. Building this service also provided an intellectual challenge inasmuch as it had to be highly scalable, reliable, and secure; the service had to be something every customer could use simultaneously. I knew that the scaling  test would be compelling to any great developer. I also had a trump card: Parker wanted to be in San Francisco. Every day, he endured a long commute from his house in the city to the Saba offices in Redwood Shores. “I have the same problem,” I told him. “Salesforce.com will be in the city.”

Parker was sold, but he had to get his business partners, especially the more pessimistic Dave Moellenhoff, to see the light.




Play #6: Sell Your Idea to Skeptics and Respond Calmly to Critics 

On a Saturday morning in November 1998, the developers from Left Coast Software came to my house on Telegraph Hill to discuss building salesforce.com. I had written a short business plan in preparation for the meeting. After the developers read it, Dave told me all the reasons why it was “a crackpot idea” and would never work.

“It’s an enterprise sale,” Dave said.

“This is totally different than all of enterprise software. It’s the next generation of companies that don’t even sell software. It is a new, more democratic way. It is the end of the software technology model. It is the end of the software business model. It is the end of software as we know it,” I replied.

“You’ll have to invest a ton of time to land customers,” Dave said. “Why would they trust this? Why would they buy this?”

“People want to be a part of something that is the future,” I said. “Besides, people are frustrated with the current systems. This will be better: we’ll deliver the applications as a Web site with easy-to-use tabs. It will be as simple as Amazon  or Yahoo! Unlike our competitors, we’re not asking for a big investment up front. The concept is a simple subscription model of $50 per user per month. It’s 10 percent of what people are paying for Siebel—and, unlike Siebel, we’ll have our customers forever.”

“What about Siebel? Don’t you find its dominance frightening?” asked Dave. “Is there room for someone else?”

“Siebel is unable to satisfy most companies out there. The Internet will allow us to give all companies an alternative solution for which they don’t have to pay a fortune and that they will enjoy using. The Internet, with all this power and capability, will destroy the client-server companies that stand today. Technology is always becoming lower in cost and easier to use. It’s a continuum. Let’s ride it.”

Dave tried to provoke me with negative comments about the products we built at Oracle (where I was still working). “Frankly, Oracle hasn’t created anything great other than its database,” he said.

I knew better than to take offense, and I simply disagreed politely. Later, Dave told me that he had planned to grill me to see how I would convince people of the concept and was also testing to see how I would react to negativity. He assumed that I must have had a temper to survive and thrive at Oracle—a Machiavellian environment perpetuated by Larry’s well-known “management by ridicule” style. (It was no secret that insiders described the culture with the phrase “We eat our young.”) That wasn’t how I liked to operate, though. The time I’d spent in India and my commitment to practicing yoga and meditation served me well, as did reading Sun Tzu’s The Art of War, which advocates keeping one’s cool at all times.

How to Stay Calm in the Eye of the Storm

“He who is quick tempered can be insulted,” Sun Tzu explained in the Art of War. These four checkpoints can help you stay cool—and retain your power—even in the most heated situations:• Stay in the present moment.
• Observe your feelings. Do not become your feelings. Be aware of your reactions.
• Do not take on others’ feelings, but listen to others—and yourself.
• Ask yourself, “How should I handle this? Should I react at all?”








Play #7: Define Your Values and Culture Up Front 

On March 8, 1999, Parker Harris, Frank Dominguez, and Dave Moellenhoff began working in a one-bedroom apartment I’d rented at 1449 Montgomery, next door to my house. We didn’t have office furniture, so we used card tables and folding chairs. What we lacked in furnishings, we made up for with an amazing view of the San Francisco Bay Bridge. I hung a picture of the Dalai Lama over the fireplace and another of Albert Einstein on the wall. Both were part of Apple’s new ad campaign, and each said, “Think Different.”

My summers at Apple had taught me that the secret to encouraging creativity and producing the best possible product was to keep people fulfilled and happy. I wanted the people who built salesforce.com to be inspired and to feel valued.

That wasn’t to say there was anything glamorous about those early days. (The original server room was the bedroom closet, which also held Frank’s clothes because he was flying down from Portland for the workweek and sleeping on a futon under his desk.) We built a culture simply by doing what we enjoyed. We wore Hawaiian shirts to instill the aloha spirit in the company. We ate late breakfasts at one of my favorite restaurants, Mama’s, just down the street on Washington Square. Dave brought his dog to work. I got a dog too, a golden retriever named Koa, who also joined us in the office and soon got promoted to CLO (chief love officer).




Play #8: Work Only on What Is Important 

We built the first prototype within a month. It didn’t take very long because the developers knew sales force automation from their previous experiences. Further, it was a lot easier to build a Web site than to create complicated enterprise software. Our overarching goal was, as the developers said, to “do it fast, simple, and right the first time.” The user interface was bare bones almost to a fault, but we wanted the service to be extremely easy to use. It had only the necessary information fields, such as contacts, accounts, and opportunities, which were initially organized by green tabs at the top of the screen. “No fluff,” one of our first developers, Paul Nakada, used to say. Exactly like Amazon, I thought.

Our focus was directed at developing the best possible and easiest to use product, and this is where we invested our time. Realize that you won’t be able to bring the same focus to everything in the beginning. There won’t be enough people or  enough hours in the day. So focus on the 20 percent that makes 80 percent of the difference.




Play #9: Listen to Your Prospective Customers 

I invited friends and colleagues to visit the apartment, which I called the Laboratory, and asked them to test the prototype and offer feedback. Michelle Pohndorf Forbes, a family friend who was in sales, was one of the first people we invited to cycle through the prototype. She constantly reminded us to make the site easy to navigate with as few clicks as possible. My friends who worked at Cisco shared everything they hated about using traditional enterprise software products, and they walked us through what wasn’t working for them. We listened and then responded by designing salesforce.com to be all the things that traditional software wasn’t.

Unlike the way software had traditionally been developed—in secret—everyone was welcome at the Laboratory. When a group of Japanese businessmen were in town, they came to see what we were creating. We eventually became a stop on a tour for visiting Korean businesspeople who were interested in seeing an American start-up. Being inclusive of potential users from large and small companies across the world helped us gain valuable insight. After all, our goal was to build something that could serve as a global CRM solution for the masses.

In addition to asking dozens of people to cycle through the application, we hired Usability Sciences in Texas to test the product. The company provided feedback and videotapes of people using the site so that we could see what else needed tweaking. One problem we discovered, for example, was that  our “create a new account” button was in the wrong place. It was on the right-hand side, and it disappeared on some monitors. By simply moving it to the left side, mirroring the way people read, we saw a huge improvement in the way people used the site. This experience proved the value of involving prospective users in order to build a user interface that was intuitive.




Play #10: Defy Convention 

Asking users for feedback so that you can fine-tune a product or service to their needs is common sense. Yet this practice was completely counterintuitive to the way the software industry worked. Don’t be afraid to ignore rules of your industry that have become obsolete or that defy common sense.

Creating an attractive user interface that people enjoy using is the key to building a truly great product. This seems so obvious, but it wasn’t the way in which software design was customarily approached.

Steve Jobs is the master of building computer products that create customer excitement and loyalty. It’s also no coincidence that his products look like nothing else out there. Think differently in everything you do.




Play #11: Have—and Listen to—a Trusted Mentor 

When we first started building salesforce.com, I was still working at Oracle, where I was creating a new software product called Internet File System and developing the company’s philanthropy program. I had many long conversations with my boss, Larry  Ellison, about my outside endeavor. Brainstorming with Larry about new ideas and products had always been the best part of my job, and Larry was very insightful and encouraging when it came to salesforce.com. He gave me permission to work at salesforce.com in the mornings and come to Oracle in the afternoons. I was grateful for that unusual arrangement.

Then, after I’d been running and self-financing salesforce. com for ninety days, Larry suggested I take a leave of absence from Oracle. He said that if salesforce.com didn’t work out, I could come back—a remarkable and generous offer. Larry valued loyalty, and until that time, he’d been quick to say “good riddance” to anyone who expressed an interest in moving beyond Oracle. Larry was much more than my boss, though. He was my mentor for more than a decade as well as a close friend.

Throughout the thirteen years we worked together, Larry and I spent countless hours discussing potential future innovations. Larry believed that salesforce.com was the next big idea, and he invested $2 million in seed money and joined the board of directors. He knew that I needed top talent, and as he was aware that Oracle would be the first place I would look to find it, he requested I take only three people from Oracle with me to salesforce.com.




Play #12: Hire the Best Players You Know 

I obliged Larry’s request to limit my use of Oracle as a recruiting fair, but I was ecstatic about the opportunity to handpick three talented and well-trained individuals to help build salesforce.com. I asked Nancy Connery to run recruiting and human resources, something we desperately needed. I tapped  Jim Cavalieri to build the hardware on which the software would run. Jim didn’t know anything about sales force automation, as his background was large databases, but I believed he could build a system with the right infrastructure that would allow us to scale to support millions of users. Later I hired Mitch Wallace, whom I had also met at Oracle. I had been impressed by the inventiveness Mitch showed in building an application for the California Mentor Initiative, and he had been a key player in helping me build Oracle’s philanthropy program.

Thanks to Nancy’s focus on hiring, we began to grow, and our burgeoning team soon took over the entire apartment. I based the developers in the Laboratory, which was upstairs, with the view, and moved the marketing and salespeople, aka the “talkers,” downstairs so that they wouldn’t distract the engineers. (Engineers rule.) Eventually, I banned the talkers from the upstairs entirely in order to maintain a serene environment for the developers. We used the balcony as the conference room. Our friend Jim Gray, the legendary computer scientist and head of Microsoft research, who was tragically lost at sea in 2007, was nearby as well. He sent me an e-mail in 1999 asking what I was doing. When I told him, he replied, “There goes the neighborhood.”

The Larry Ellison Playbook

Many of the lessons I learned from Larry still guide me today. Most of all, he taught me that accomplishments are fueled by faith. When Oracle entered its darkest days, every employee, customer, analyst, and even the people closest to him doubted the company would rebound. Even in that difficult climate, Larry’s resolve never faltered. What I learned from Larry:• Always have a vision.
• Be passionate.
• Act confident, even when you’re not.
• Think of it as you want it, not as it is!
• Don’t let others sway you from your point of view.
• See things in the present, even if they are in the future. (We joked that Larry got his tenses confused because he would talk about things that hadn’t happened yet as if they had. This taught me that a successful leader is one who is always thinking about the future, not just the present. Wayne Gretzky famously put it another way: “Skate to where the puck is going, not where it has been.”)
• Don’t give others your power. Ever.





In a way, Jim Gray was right. It wasn’t long before our growing staff appropriated my house next door. The developers strung Ethernet cable out the office window, through the redwood trees, and into my home so that we could all communicate. (These were the dark days before wireless.) My assistant worked from my home, as did Nancy, who ran human resources in a downstairs bedroom with a product manager, a business development manager, and a part-time attorney. It wasn’t ideal. I would often come downstairs to get breakfast and find recruits sitting on my living room sofa. As we were growing into a real company with an amazing and dedicated team, salesforce.com was quickly filling every corner of my life.




Play #13: Be Willing to Take a Risk—No Hedging 

A few months into building salesforce.com, Magdalena Yesil, a fellow entrepreneur and salesforce.com’s first investor, and I were leaving a promising meeting with a potential investor when she turned to me and said, “The next major step is for you to fully leave Oracle and end your leave of absence. It is time to be a full-time entrepreneur.”

This caught me by surprise. I had assumed that I could nurture salesforce.com without abandoning Oracle. I had spent so much of my career at Oracle, and it had become so much a part of my identity. I realized that Magdalena was right, though. It was time to cut my other ties and devote everything I had to building salesforce.com. After all, I was relentlessly passionate about the idea, which made me willing to take an enormous risk. This was a major turning point in how I viewed the company and my role in it.

In July 1999, salesforce.com became my full-time job. The first decision I made was that having everyone working next door and out of my living room was not the most sustainable solution. On my first official full day of work, I went out to look for new office space. My sister’s friend recommended the Rincon Center. I liked it immediately because there were dolphins decorating the building, and I viewed this as a positive sign because I had developed the idea for salesforce.com while swimming with dolphins in Hawaii. Parker and the team came to see the new space. It was nearly eight thousand square feet and long and narrow. At the time, there were ten employees at salesforce.com. “That’s way too much space,” Parker said.

How to Leave a Place Where You Have Invested Everything—Without Burning Bridges

Leaving the comfort and security of a current position to start your own venture is exciting—and daunting. You’ll first need to do your own soul-searching to gain the necessary confidence. These five tips can help make the process of leaving easier, and ultimately make the venture more successful.

Seek the encouragement and support of your mentor. The best mentors encourage their mentees to take risks and push their limits. These mentors will serve as an important support system.

Build a welcoming environment with familiar faces. At salesforce. com, we initially hired people from our own circles—be it from our social circles, fellow alumni from Oracle, or even from college. Using this approach made it easy for me to feel fully confident in my team, and made our first employees—people who also left secure roles—feel more comfortable and excited about embarking on this adventure.

Embrace increased responsibility. The opportunity to grow your career is always a key reason to make a move from a secure company.

Consider the thrill of the unknown. Joining a start-up is one of life’s most exciting and rewarding experiences. Sure, it has its ups and downs like a ride at an amusement park, but for many people that’s enjoyable.

Weigh the ability to take risks. Having faith in your abilities is essential, but so is examining where you are in life and whether or not risk-taking is an option.





“We’ll never use it all. What are you doing?” He was very upset and concerned.

I wasn’t thinking about the company we were at that moment. I was thinking about the company I wanted us to be. “I like it; we’re going to take it.” I said. “We’ll be out of here before you know it.” Parker did not believe me.




Play #14: Think Bigger 

In summer 1999 we had ten employees and a two-page Web site (a home page and a recruiting page requesting that resumes be sent to cooljobs@salesforce.com). Everywhere we looked, Internet companies were growing wildly, and financial deals were heating up. We were constantly talking about the deals of the past few years, such as Hotmail, which had sold for $400 million.

“That’s a lot of money, Marc. Don’t you think that’s a lot of money?” asked Frank Dominguez, one of the salesforce.com developers and cofounders, referring to the Hotmail deal.

“No, I would never sell for that. They left a lot of money on the table,” I replied. Frank couldn’t believe that I could think so big when we were still so small. Although the other founders were initially leery about our move to the Rincon Center, they quickly grew to like the new larger space. They drove golf balls down the length of the office and flew remote-control helium blimps. We had no office furniture, so we put tables by the outlets that were already there. Everyone had to set up his or her own desks (we bought sawhorses and doors at Home Depot), and employees received their computers in boxes and put them together themselves. It was an archetypal California start-up scene with a dog in the office and a mass of young and energetic  people wearing Hawaiian shirts, working hard, and subsisting on pretzels, Red Vines licorice, and beef jerky.

In typical dot-com style, we exploded. By the time cofounder Dave Moellenhoff returned from his three-week honeymoon in November 1999, the staff had doubled. As I had promised Parker, about one year after we moved into the Rincon Center, we were bursting out of the space. Three salespeople had desks in a hallway, and five IT specialists had taken over the conference room. Our next move, in November 2000, was to shiny new offices at One Market Street. It was only a block away, so we put the servers on office chairs and rolled them across the street. Although we were not going any great distance geographically, the leap ushered in an entirely new era for our company.




PART 2

The Marketing Playbook




How to Cut Through the Noise and Pitch the Bigger Picture




Play #15: Position Yourself 

Even before salesforce.com officially launched, we understood the value of a marketing-obsessed culture, and we strove to generate excitement about our new on-demand delivery model. Don Clark, a reporter at the Wall Street Journal , visited us while we were still based in the apartment, and he wrote a front-page story called “Canceled Programs: Software Is Becoming an Online Service, Shaking Up an Industry.” Published on July 21, 1999, the article illustrated the shift that was occurring. Clark cited our company, founded only six months before, as one of the examples. He wrote that I was “driven by a chance to make high-tech history,” and he closed the article by quoting me saying, “This will be the spawning of a new industry.”1

The article helped us position ourselves as we had wanted (as revolutionaries) and made me realize that we were in the public arena. We needed a real Web site. Immediately. I asked Parker Harris to build it overnight, and that turned out to be an auspicious decision. We received five hundred leads the next day! It became clear that we were truly on to something.

We continued to unveil our idea to beta customers, and that fall, I went to Monaco to attend the European Technology Roundtable Exhibition (ETRE), the world’s most influential gathering of technology CEOs. At the time, we did not have a public relations agency to help us garner press. Although I had wanted to engage OutCast Communications, a firm with which I had worked on a project at Oracle, founder Caryn Marooney was too busy to start work for us right away. Luckily, Pam Alexander, a noted high-tech strategist, found me at the ETRE show and convinced me to have a press party. I hosted a small party in my suite at the beautiful Hotel de Paris, and I demonstrated the product to a group of thirty people.

Pam was correct in her assumption that the industry would be interested in hearing from us. Prominent journalists attended, including David Kirkpatrick of Fortune and David Einstein, the West Coast bureau chief of Forbes, and people understood that we were talking about something bigger than CRM: “The End of Software.”

We began to get more exciting press activity, mostly online at first. I believe that the coverage opened Caryn’s eyes that we had something important to say, and OutCast Communications took us on as a client. Having the right agency would be pivotal to our image and success.

Whether or not you engage a PR firm, always ask yourself, “What’s my message?” Position yourself either as the leader or  against the leader in your industry. Every experience you give a journalist or potential customer must explain why you are different and incorporate a clear call to action. This does not require a large team or a big budget; it just requires your time and focus.




Play #16: Party with a Purpose 

As the calendar flipped from 1999 to 2000, we readied ourselves to introduce salesforce.com to the world properly and officially. This was the era of the extravagant dot-com bash (one company hired performers from Cirque du Soleil; another flew in an accordion player from Turkey).2 Even against this backdrop of excess, I wanted the salesforce.com launch to stand out.

We held our event at San Francisco’s Regency Theater. Although we wanted our guests to enjoy the party and planned the menu and entertainment to ensure that they did, the event also carried a much larger mission. Unlike other dot-com parties, which functioned to introduce a company and its products, we needed to introduce an entirely new market (on-demand, or SaaS, or cloud computing) and promote a new way of doing business.

Salesforce.com used this difference to its advantage and created a story about waging war against the traditional and ineffective way software was delivered. Our mission was to offer a new and better way to serve customers. This story would be the keystone of our entire business. I believed that if we took our customers’ view—and figured out how to make them successful—we would be profitable. This approach might sound like common sense now, but at the time it was completely contrarian to the established model.

We hired the B-52s, the “world’s greatest party band,” which made for lively and unique entertainment. To tell our story, we transformed the lowest level of the theater into a space that represented enterprise software, aka hell. There were cages with actors playing captured enterprise salespeople locked inside. “Help, get me out,” they screamed. “Sign this million-dollar license agreement. I need to make my quota!” There were carnival games, including Pitch CDs in the Toilet and Whack-a-Mole, where the moles to be whacked were other software company logos.

After our guests worked their way through this inferno, they progressed to limbo. Finally, when they were ready, they were able to go up one more level and obtain Nirvana. The top floor represented heaven. There was a harp. There was light. There was salesforce.com.

At a cost of about $600,000 (the B-52s were $250,000 alone), the event wasn’t inexpensive, but it drew more than fifteen hundred attendees and earned us a firestorm of invaluable press. Most important, the audience and the press remembered the story of change we were disseminating.

At the time of the party, we had a small amount of revenue and were not profitable. I wasn’t concerned about that, but not because this was during the go-go days marked by the “profits don’t matter” mind-set. I was confident that salesforce.com would be very profitable. In order to get there, though, we needed to build a powerful brand behind our great service. There wasn’t time to waste; companies must embrace bold marketing tactics from the beginning in order to break through all the industry noise.

I stood up at the party and made a daring comment, but one that I believed wholeheartedly: “We are going to be a $100 million company three years from now,” I declared. “We’re going to be the last dot-com.”

A few weeks after the party, the NASDAQ hit its peak of 5,048. Dot-coms were flying higher than ever. Then, only a few months later, almost all of them came crashing down. As the dot-com rush panned mostly fool’s gold, many critics and colleagues wondered aloud about the future of salesforce.com. People suggested we drop the “dot-com” from our name, as the whole category was being branded “dot-bombs” or “dot-cons.” I never considered it. I still believed in the power of the Internet to change everything. And as any entrepreneur would agree, failure was not an option.




Play #17: Create a Persona 

I played the role of revolutionary at our launch party and even wore army fatigues because I needed to demonstrate that I was ready to lead our battle against the established software industry. This readiness to fight for what we believed represented the vision and values of our company. As the founder of this mission, it was my job to walk the talk.

Many CEOs are leery of getting too personal and are wary of inventing a mythical persona. Don’t be afraid to step into the forefront and take risks. Most of the world’s best CEOs are indistinguishable from the companies they run. Embracing a “role” establishes them as thought leaders and gives them a certain celebrity status that begets invitations to speak with the  press, at events, and on panels—prime opportunities to spread their messages.

Anyone can create a persona, but it takes time and energy to do it properly. Your “character” must fit with your company’s story to bolster your brand. It must be heartfelt and authentic to who you are if it is to be successful. It should not be mere artifice.

People seem to think this is difficult, or even impossible for somebody who is more reserved. That’s not the case. Anyone can do this, especially because it doesn’t require that you immediately accept a new part. I wasn’t wearing fatigues on our first day; the idea emerged months into building salesforce.com, after we developed our mission and honed our message. Learn and build as you go and allow your persona to develop.




Play #18: Differentiate, Differentiate, Differentiate 

When starting any new initiative, I like to seek the insight of the brightest minds. My “go to the guru” approach led me to hire Bruce Campbell to help brand salesforce.com. Bruce is one of the best admen in the business. He branded and launched Saturn, was part of the “Tuesday Team” for President Reagan’s Morning in America TV campaign, and helped in rebranding public television, Bank of America, and the Gallo Winery. I shared with him our “End of Software” mission, and he came to me with an idea for a NO SOFTWARE logo (the word SOFTWARE in a red circle with a line though it; think Ghostbusters). It was perfect. It was simple. It was sexy. It was fun. I especially liked that it fit on a button. I also appreciated the phone number it inspired, 1-800-NO-SOFTWARE, which provided customers an easy way to find us.
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Although I loved the NO SOFTWARE logo immediately, almost everyone else hated it. It was important to find out everyone’s reasoning, and my trusted advisers made some valid points. “It violates the number-one rule of marketing: never promote yourself with a negative message,” our PR team explained. Others were concerned that we would alienate customers. As they pointed out, many of our customers were software companies. Further, members of the press tended to get bogged down in semantics. “It’s not accurate,” they said. “You still make software; you just deliver it differently.”

Given these concerns, even the people on the salesforce.com team believed that moving forward with this slogan and logo was a disastrous idea. In fact, the staff tried to ignore it, hoping that it would disappear. Although research and logic were behind some of their concerns, I felt that their arguments were overruled by the most important rule in marketing—the necessity to differentiate your brand. Our differentiators were ease of use, a business model of shared risk, and low-risk commitment—everything that software was not.

The End of Software mission and the NO SOFTWARE logo effectively conveyed how we were different. I put the logo on all our communications materials and policed it to make sure no one removed it. (They did so anyway.) I wore a NO SOFTWARE button every day and asked our employees to as well. (They did  so, somewhat reluctantly.) It wasn’t just the logo that we used to gain recognition. The dot-com in our name and our gonzo PR strategies (more on those later) were also tactics that served our differentiation strategy.

In an effort to further raise the collective consciousness about our war against software, I created a provocative advertisement with a fighter jet shooting a biplane. The fighter jet represented our company, which was built on the most advanced technology and was a vast improvement on anything that came before it. The biplane was a metaphor for the software industry: obsolete and ill-suited for its task.

[image: 003]

The inside story is that I stole this entire concept from Larry Ellison and Oracle. Previously, Larry had commissioned an advertisement with Oracle as the fighter plane taking down its database competitors, which were depicted (you guessed it) as biplanes. I knew that an updated version would pay homage to my origins and serve as the perfect vehicle to introduce our cutting-edge End of Software campaign. After receiving permission from Rick Bennett, the advertising genius behind the Oracle ad, I hired the same artist Oracle had used, to  create an illustration for us. Our advertising agency thought the illustration was silly, but I had previously seen it effectively convey an important message. With a hunch that it could succeed again, I turned it into an advertisement for salesforce.com.

I showed the ad to Michael Liedtke and Jessica Guynn, reporters at the Contra Costa Times, who wrote a spirited weekly business column called “Synergize This.” They immediately appreciated the concept and understood that we were a different kind of company on a mission to disrupt the way things were done.

It was a surprise even to me, however, when the Times ran the advertisement as art on the front page of the business section along with an editorial feature on salesforce.com and The End of Software revolution. The newspaper included the entire color advertisement without our having to pay a cent for it! It was a coup in the ad business and a major triumph for our company. Bruce Campbell couldn’t believe it. He had thought the fighter jet ad was ridiculous. Imagine his surprise when the Contra Costa Times, his hometown paper, was delivered that morning! All of this made me very happy: we proved that differentiating ourselves was a powerful marketing strategy that worked. (As far as the particulars are concerned, if the press loves it, so do I.)

The epilogue to this story is that the ad did run as an advertisement in the Wall Street Journal , and its audacity drew even more attention to salesforce.com. The part I find most amusing is that no one except for Larry (and Rick Bennett) knew that I had stolen the concept from Oracle. Essentially, this was my way of bowing to Larry, who had taught me a tremendous amount. By allowing me to do this, Larry confirmed that he was truly my mentor, someone who encouraged me to take what I learned from him and elevate it to new heights.

A Brand Is Not Just a Logo—It’s Your Most Important Asset

I love the NO SOFTWARE logo; it’s not our brand, though. “A logo is simply a graphic representation of a company,” says Bruce Campbell, the creator of the logo and our chief creative officer. “A brand is more. It has to be a collective set of memories.”

To be effective, a company’s brand must be consistent. A company must use its people, its products, and its messaging to consistently reinforce the same positive points it wants to demonstrate. A delivery service that promises to meticulously care about your packages cannot have dirty trucks. A bank that says it cares about its customers can’t have twenty people waiting in line with only two tellers on duty. Brands cannot break the promises they make. Broken promises destroy customers’ trust. That ruins everything.

A brand is a company’s most important asset. A company can’t “own” its facts. If the company’s facts (speed, price, quality) are superior to the competition, any good competitor will duplicate them, or worse, improve upon them, as soon as possible. What a company can own, however, is a personality. We own NO SOFTWARE—not because we are the only one doing it but because we were the first to think it was important to customers. By consistently delivering an attitude that is future focused and pioneering, we have created a personality. We act the way people expect us to, which has made them feel connected to us. It goes beyond logic. It’s an emotional attachment, and that’s an asset that cannot be stolen by any competitor.






Play #19: Make Every Employee a Key Player on the Marketing Team, and Ensure Everyone Is On Message 

One day, early in our occupancy at the Rincon Center, our marketing director, a developer, a quality assurance person, and an engineer were in the elevator when another tenant in the building asked, “What exactly does salesforce.com do?” To my surprise, everybody gave a different answer.

This was troublesome. Everyone at our company needed to understand who we were and what we did. More important, they needed to be able to effectively relay it in one simple sentence to anybody who asked and everybody who would listen. Because that consistent message clearly hadn’t made its way to our employees on its own, we had to educate them. This presented an amazing opportunity: if we succeeded, we could transform every employee into a marketing representative.

To ensure that everyone was on the same page (literally), our PR firm, OutCast Communications, produced a two-sided laminated card. It was a marketing cheat sheet that stated in one sentence what we did. It also provided information about the benefits of our service, our newest customers and partners, and our most recent awards. With this card, we leveraged everyone—from developers to engineers to quality assurance people—as integral parts of our marketing organization.

The card would have been of little use if we had simply distributed it. Instead, we offered training to make sure that everyone was crystal clear on the message that we wanted delivered to the world. In the early days, we met with the whole  company for brown-bag lunch sessions to go over the latest marketing pitch for the company. Even though we were small, it was essential to ensure that our marketing was focused and first class.

Over time, as we grew, we required that all customer-facing employees become “certified” in how to position the service and how to deliver our messages. We taught everyone how to defend the messages against objections, which made them feel more prepared and confident. One of the more unusual aspects of our pitches is that we made them “role based,” meaning that we would present a different problem-solving solution angle to a CIO than we would to a sales manager. The ultimate result of this meticulous coordination is that everyone is on message with the precision of a sophisticated political campaign.




Play #20: Always, Always Go After Goliath 

We routinely updated the card to reflect our current customers and partners, but there was always one item that stayed the same: our competitor. Salesforce.com only acknowledged one competitor—the market leader. After all, that was the only position for which we were vying. Furthermore, it cast us in the right role as the underdog and the visionary. It’s always wise to play the visionary card. Everyone roots for you. If there is no Goliath in your industry, go after the status quo.

Although we wanted to position ourselves against Goliath, we hadn’t always planned to attack our much larger competitor directly. In a way, that started by accident. February 22, 2000, the day of The End of Software salesforce.com launch party, was also the day of a giant Siebel User Group conference in downtown San Francisco. This coincidence was truly unplanned,  but once we discovered it, we decided to use the flurry of activity around Siebel’s event to our advantage.

Is Everyone in Your Organization On Message?

First, take the time to answer the questions here. Your responses are what will determine how your company will be viewed by the outside world.

Invite your team to fill out the answers to these questions. If you see varied responses, it’s time to get everyone in alignment. Create your own “cheat sheet” card and distribute it throughout the organization.

 

 

What we are:

 

(What do we want?)

________________________________________

Benefits:

 

(What is important to customers about what we do?)

________________________________________

Customers:

 

(What are our most successful customer stories?)

________________________________________

Key partners:

 

(What makes them successful using our product?)

________________________________________

Competitors:

 

(How are we different from our competitors?)

________________________________________



On the morning of the conference, we sent protesters (in reality, paid actors) to the Moscone Center to picket the conference. They waved mock protest signs—NO SOFTWARE posters—and shouted, “The Internet is really neat . . . Software is obsolete!” We also hired actors to pretend to be a TV crew from local station KNMS, who came on location to cover The End of Software movement. “What do you think of the Internet?,” a fake TV reporter asked passersby, pointing a microphone toward them. I had originally planned to have a tank roll in with someone dressed as General Patton, but later decided that such a stunt might be too outlandish. Even without the general, we won the interest of conference attendees. We also captured the attention of the competition. Twenty Siebel executives poured out of Moscone to investigate. A Siebel executive called the police, who immediately arrived to protect the protesters!

The police presence only fanned the flames. The resulting hullabaloo helped attract an even larger audience, and the police couldn’t stop our mock protest because we were there legally. It was exciting to plan this attack, and the marketing team enjoyed watching the scene unfold from a stakeout car, but this effort had a higher purpose than having a good time at the competition’s expense. We approached every person who went into the Siebel conference and gave him or her an invitation to the salesforce.com launch party that night. (Many of them showed up!)

This marketing stunt worked across many fronts: we built salesforce.com morale, got great press coverage, and brought our competitor’s customers to our event to hear our message. Within  two weeks, more than one thousand organizations signed up for our service; most were introduced to it through articles about the launch. Later, our End of Software campaign was recognized by PR Week as the “Hi-Tech Campaign of the Year.” We would use this type of creative approach to attack the competition many more times.




Play #21: Tactics Dictate Strategy 

One idea alone is a tactic, but if it can be executed a number of different ways, it becomes a great strategy. Because the guerilla tactic of directly leveraging the activities of our competition worked so well, we repeated it and made it one of our marketing strategies. I learned this idea from the marketing classic Positioning: The Battle for Your Mind, by Al Ries and Jack Trout.

Everyone at salesforce.com constantly brainstormed about opportunities to leverage our competition’s activities for our own benefit. One of my favorite examples was when we found a way to use a Siebel conference in San Diego as a prime platform for our then-new “wake up and smell the salesforce.com coffee” success messaging.

On the day of the conference, right in time for the morning rush, Elizabeth Pinkham, senior vice president who runs our events, gathered a crew of temps on bicycle rickshaws outside the San Diego Convention Center. They offered rides to the two thousand conference attendees and handed out free Krispy Kreme doughnuts and Peet’s coffee in mugs that cited a great analyst quote, “Wake up Siebel, salesforce.com is a disruptive technology and is slowly moving in on the CRM prize.” (US Bancorp, Piper Jaffray) That wasn’t all. We gave Siebel customers  salesforce.com marketing materials with quotes from recent press articles, and during the rickshaw rides we had the chance to speak with them about the benefits of the salesforce.com service. The fun spirit we created sparked the interest of even the biggest Siebel devotees, and many brought salesforce.com-branded mugs (and talking points) into the conference. Even Tom Siebel graciously accepted a cup of coffee.

Later, we devised a way to transfer attention from the competition to our company at Siebel’s European User Week. The conference was in Cannes, France, which most visitors access by flying into Nice and taking an airport taxi to Cannes. We rented all the taxis and used the forty-five-minute drive, which we provided for free, as an opportunity to pitch our service. We decorated the vehicles with NO SOFTWARE logos and filled them with our marketing brochures. The executives, left with no other option than to take our rides, became irate and called the police (again).

We succeeded because we caught our competitor by complete surprise. (This was another tactic I learned from The Art of War, in which Sun Tzu advises, “appear at places where he must rush to defend, and rush to places where he least expects.”) Participating in our competitor’s events helped us weave our name into its stories, articles we knew would garner a lot of attention. To further leverage its announcements, we issued press releases about salesforce.com’s new features or new customers the same day its quarterly earnings releases went live. We meticulously planned so that anyone looking for Siebel always found salesforce.com. Eventually, when anyone thought about Siebel, he or she also thought about salesforce.com. The reality was that we were still the gnat on the back of an elephant, but our unusual tactics were making that elephant dance.




Play #22: Engage the Market Leader 

We were always looking for new ways to differentiate ourselves, and we began considering an ad campaign that would directly take on the competition. I called Rick Bennett, who had done the biplane ad, and he came up with “Don’t get bullied,” a campaign featuring a schoolboy writing on a chalkboard. One advertisement showed the schoolboy (my cousin) writing the message, “I will not give my lunch money to Siebel” one hundred times. Another had him writing, “I will not spend my summer vacation installing Siebel.”

The attack ads put our adversary’s executives in a quandary. To comment would be to acknowledge us as a viable competitor. It wasn’t long, though, before Siebel began to react. “There’s no way that company exists in a year,” Tom said of salesforce.com in an interview with Fortune. In response to the Wall Street Journal running our ad, Tom later commented, “I am surprised that any reputable publication would agree to run an ad of such questionable taste.”3 Although I don’t think that its executives ever understood this, the fracas with Siebel was not personal. We had a problem with the traditional software model that didn’t care about customers’ success. We believed that “business as service,” pursuing long-term customer engagement, was better for our bottom line.

There is a Japanese belief that business is temporal, whereas relationships are eternal. That’s true. One day you compete. The next day you partner. One day someone is your subordinate; the next day he or she may be your superior. At its finest, business is friendly competition, just like a game of tennis.

As I was hitting balls over the net, the competition should have been hitting balls back at me. Instead, whenever we pulled  off some guerilla PR tactic or beat Siebel to an account or lured over one of its executives, people at the company took it personally. That emotional reaction put the company at a disadvantage. Don’t ever let the competition make you angry. You must have clarity of mind to make your own decisions—not the ones that your competitors want you to make. You must be transparent to the competition. See, recognize, and understand what your competitor is doing.

Siebel executives did not see what was obvious (that we were trying to rattle them), and as the company began defending itself and acknowledging salesforce.com, we chipped into its airtime. The press began to see this fight as an increasingly interesting story, and that further legitimized us. The tail started to wag the dog. At this point, we had already won.




Play #23: Reporters Are Writers; Tell Them a Story 

Although the battle between salesforce.com and Siebel wasn’t driven by a personal feud, the press didn’t see it that way, and reporters loved building drama around this story. That makes sense. After all, reporters like to tell a story with a protagonist and a villain.

It was fortuitous that journalists already saw Siebel as the villain. At user conferences, Siebel irked reporters by separating them from everyone else and leading them around like sheep. Salesforce.com, in contrast, welcomed journalists, encouraged them to mix with customers at events, and eagerly introduced them to customers for interviews. “Talk to whomever you want,” we said. As customers shared stories of their successes with salesforce.com and this new model, we differentiated  ourselves and emerged as the little upstart that could. The press became our best ally.

The reality was that in terms of revenue and customers, we were still just a tiny little start-up. No one at the Wall Street Journal , the New York Times, or BusinessWeek really cared about a small start-up. However, they did care about a small start-up that pledged to upend the industry leader. Journalists welcomed hearing from a challenger that was a harbinger of an industry-wide transformation.

Being an agent of change was a key element of our marketing strategy. A David versus Goliath story is interesting, but we had to pitch the bigger picture. That’s where The End of Software story came in. We painted a picture that showed that the industry was changing. We talked about what our competitors did wrong. We introduced our solution. We explained why it was good for customers. We talked about the future and tapped into the large audience of people who cared about what would happen next.




Play #24: Cultivate Relationships with Select Journalists 

I enjoy meeting with journalists. As an author and someone who prizes communication as the most essential part of my job, I also identify with them. Even while I appreciate the conversations I have with these professionals who care about what they are observing in the world and who are constantly thinking about the future, I also consider my relationships with journalists and bloggers to be a pivotal part of our marketing strategy.

I never treat members of the media as adversaries; they are friends of the company. I keep a list of about two dozen  reporters whom I consider influential worldwide, and I pay extra special attention to them. I maintain my relationships with these individuals through in-person meetings and frequent contact. I ensure that it is simple for them to reach me. They have my direct contact information and do not have to go through our PR department to connect with me. I continually keep in touch by sending them information that I think would be helpful to them.

Developing these relationships has provided tremendous opportunities. Journalists immediately think of me as a resource for a quote or comment because they know that I will be available to offer fresh insight and meet their deadlines. Relationships engender trust so that when I send out a memo or comment, these journalists are more receptive to it. For example, when I heard that Microsoft (finally) announced that it wanted to enter the SaaS business with a CRM product, I fired off an e-mail to select journalists: “Well, it’s 7:29 A.M. in Singapore, and I just read that Microsoft announced a new offering to compete with us while I was asleep.” I included the interoffice memo that I had written (I’d done this before; tactics dictate strategy), and the San Francisco Chronicle ran an article about my response on its Web site. They included what I said in the e-mail and even reiterated their “favorite line” of the memo: “Steve Ballmer has publicly fretted that he would not be ‘out-hustled by anyone,’ but the fact is that Microsoft is being out-hustled by everyone.” Even better, they ran the entire memo in another section. No doubt, sending carefully chosen members of the press well-crafted office memos is one more way to get your story told.

A large part of our marketing and PR strategy is making sure that we always remain relevant. One of the ways we do this is by making ourselves available to discuss the direction of the  industry. We don’t just sit around and wait for someone to call. If something happens that I can leverage, I immediately send a journalist an e-mail with my comments or “leak” an internal memo. I also like to forward related articles and other people’s ideas that help establish our point. For instance, we often referenced Clayton M. Christensen’s The Innovator’s Dilemma and Nicholas Carr’s The Big Switch, two thought-provoking books that validated our crusade.

It is essential to spend time learning about what is happening in your industry to leverage these opportunities as well as to prevent being caught off guard. Using industry news to our advantage has served us very well. For example, when Microsoft made an announcement that it was planning to buy Great Plains, a competitor of salesforce.com, I sent a memo to our staff and forwarded my comments to journalists. Among other things, I explained that “Microsoft Great Plains will cause ‘Great Pains’ to the software CRM players who built their products in Microsoft’s path.” Not only was this quote reiterated in many industry articles, some used the “Great Pains” pun in the headline! (Home run.)

I’m a believer in the power of public relations. It’s significantly cheaper to encourage a journalist to write a story than it is to buy an ad in the Wall Street Journal , where a repeating full-page advertisement in a prime spot can run in excess of a million over the course of a year. That’s an unreasonable amount considering that most people won’t buy a service because they saw it in an ad. People buy because an expert said it was good or because a user told them about it. Think about it. How many times have you gone to a restaurant based on a giant ad? If you’re like me, that has happened very few times. How many times, in contrast, have you followed the recommendation of a friend or a  positive review in a magazine or newspaper? Unbiased references by experts carry tremendous power.




Play #25: Make Your Own Metaphors 

I spend a lot of time thinking about what I want to say to journalists and how I want to say it. I like to come up with simple metaphors to help explain what we are doing and communicate our message. Early on, for example, I said, “salesforce.com is Amazon.com meets Siebel Systems,” then it was “AppExchange is the eBay of enterprise software,” and later, “Force.com is the Windows Internet operating system.”

Metaphors are the simplest way to explain your services and communicate your message. Here’s how to do it: relate your product to something that is current and relevant and that everyone understands. Don’t forget to test your metaphors before you put them out there. Try a few and run them by customers, analysts, and people in your network to make sure they work. Creating these metaphors takes time up front, but it’s well worth it. Journalists on deadline are too pressed for time to come up with their own metaphors, so they use the ones we supply. This further aids our effort to remain consistent and on point with our messaging.




Play #26: No Sacred Cows 

Roughly two years after we started our company, George Hu, an analytical and enterprising Stanford MBA student, joined salesforce.com as a summer intern. (Six years later he would lead our global marketing organization.) George was tasked to investigate new vertical markets, such as health care or  financial services, for our business to pursue, but on his own initiative he began to examine our sales process and analyze the effectiveness of our marketing dollars. At the time, we were spending $2 to $3 million a month on direct mail and advertising campaigns.

George used the Salesforce application to determine the number of sales leads being generated by our direct mail campaigns. He found that we had fourteen leads in six months. We were shocked, and none of us could believe how much money we were wasting. Although some of the campaigns were extremely successful at differentiating our brand and garnering a firestorm of publicity, George’s metrics demonstrated that they weren’t winning customers. It was time for a drastic change. After all, it didn’t make any sense to create something truly innovative and then rely on tired methods to market and sell it.

This led to a new marketing model, which we based on tactics that were working. (We’ll detail those in Part Three.) Keep in mind that the landscape is always changing; you must always examine what’s working, evolve your ideas, and change the way you do things.




End of sample




    To search for additional titles please go to 

    
    http://search.overdrive.com.   


OEBPS/beni_9780470535929_oeb_001_r1.jpg
Behind
the Cloud

the untold story of how salesforce.com
went from idea to billion-dollar company—
and revolutionized an industry

Marc R. Benioff

Chairman & CEO of salesforce.com

Carlye Adler

]. JOSSEY-BASS
»

A Wiley Imprint
www.josseybass.com





OEBPS/page-template.xpgt
 

 
	 
		 
	

	 
		 
	

	 
		 
	

	 
		 
	

	 
		 
	    		 
	   		 
	    		 
		
	



 
	 






OEBPS/beni_9780470535929_msr_cvt_r1.jpg
Marc Benioff






OEBPS/beni_9780470535929_msr_cvi_r1.jpg
the untold story of how
went from idea to billion-dollar company—
and revolutionized an industry

the
salesforce.com
playbook






OEBPS/beni_9780470535929_oeb_004_r1.gif





OEBPS/beni_9780470535929_oeb_002_r1.gif





OEBPS/beni_9780470535929_oeb_003_r1.gif





OEBPS/beni_9780470535929_msr_ppl_r1.jpg





