
The future of planning and the future of agencies are 
conjoined. Their future lies in the speedy execution of ideas 
with "real planning" at the heart of this process 
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ne of the many seminal articles 
by the late, great Stephen King, 
co-founder of account planning, 
is titled 'Has marketing failed, 
or was it never really tried?' 

He identifies the failure of what he calls 
'marketing department marketing', where the 
marketing department is simply bolted on 
to the standard company organogram and 
concerns itself with its own partial objectives, 
rigid processes and jealously-guarded tech
niques. He contrasts this with what he calls 
'real marketing', which is a matter of harness
ing all the company's resources to link what 
the customer wants with what the company is 
(or could be) uniquely able to provide, so that 
it can prosper by doing so. 

There is an instructive parallel here with 
the development of account planning - the 
discipline most concerned with tackling the 
thorny question of how advertising works. 
And how it works has changed fundamentally. 
It used to be that consumers were passive 
receivers of advertising. It worked in a linear, 
sequential way. Models like A I D A were de
veloped, which said that first you had to get 
Awareness, then you could generate Interest, 
then you could create Desire, and then trigger 
Ac t ion .And your consumers would fol low you 
like sheep along that path, responding dutifully 
in the way your communications required 
them to.That was the first age of advertising. 

The second age began with the realisation 
that it wasn't what advertising did to people 
that made it work ; it was what people did with 
advertising.They used it actively, in different 
ways, to find out more, to relate to a brand, to 
confirm or make a shortlist, and to confirm or 
change their attitudes or expectations. Adver

tising became less rational and simplistic, and 
more complex and emotionally engaging. 

N o w we're in the third age of advertising. 
People aren't just engaging with the messages; 
they're interacting with the media. Brand 
communication that fails to get consumer par
ticipation is increasingly wasted. It has to be so 
powerful, so entertaining, so useful, that people 
won't skip it. It's even better if they want to 
hunt it out and pass it on. Ideally, they should 
want to be part of it, talking about the brand 
and interacting with it. 

THE POWER OF PARTICIPATION 

For agencies, creativity no longer means just 
big TV. The smarter ones know advertising 
works by unleashing the power of participat
ion at all brand touchpoints, almost certainly 
these days putting digital at the heart of the 
communication. But this is hard to do. Par
ticipative communication is only of value if it 
builds on the big idea behind the brand and ad
vances consumers' relationship with it. It must 
be 'integral' participation. If it's just bolted on, 
it remains outside the brand context and lacks 
meaning and power; brands just become game 
show hosts, and have to incentivise people 
to act. Instead, they should inspire people to 
act. Inspiration to act can come from differ
ent motivations: people might be attracted to 
something they can use, contribute to, play 
with, create or join. 

There's a great deal more to think about 
these days when planning an ad campaign. A n d 
the ads could take the form of a TV or radio 
commercial , a press ad or poster, a direct mar
keting piece, a PR programme or experiential 
event, sponsorship, a packaging or in-store re
design, an internet viral, a brand blog, a website 
or app and many other things besides. A n d it's 

not just advertising that has changed: what we 
understand a brand to be, distribution, avail
ability and shopping patterns have also shifted, 
and the business wor ld has become faster and 
more competit ive than ever. 

Despite all these changes, there have 
been only two significant developments in ad 
agencies: the loss of the media buying function 
(and media planning with it) to media agencies 
(bad); and the invention of account planning 
(a step in the right direct ion, but not a big 
enough one).The result is that, today, most ad 
agencies lack the appropriate competencies 
and structures to meet clients' needs properly, 



leaving them vulnerable to other agencies 
and consultancies. So what went wrong? Wel l , 
planning went wrong. 

Account planning was invented to help 
the agency get the advertising right more 
often, more consistently, as it became ap
parent that advertising was less of a science 
and more of an art. ( 'Art ' was seen as bad for 
business, since the agency could not sell an ef
fective campaign with any degree of proof, and 
the client could not buy one with any degree 
of certainty.) 

Planning's function was to provide the 
discipline of process and the input of research 

on the basis of which advertising could be 
developed, executed and evaluated.'Creativity' 
could be explained and rationalised to both 
the marketing objectives and the client's satis
faction. Planning heralded a brave new wor ld 
in which agencies could become all-round 
experts in effective marketing communications, 
going to the top in client contact and getting 
paid handsomely for the work. 

The problem was that planning was 
confined to a separate departmental func
t ion, doing 'planning department planning' in 
the same way that Stephen King's bolted-on 
marketing departments do marketing depart
ment marketing. The debates raged over the 
years about what planning is and how it's done, 
as planners huddled together for warmth, 
navel gazed and came under fire. Many good 
ones left agencies because they had all the 
responsibility for advertising effectiveness but 
none of the power required to achieve it. 

Looking at the titles of some articles from 
Admap and Campaign in the 1970s and 1980s 
gives an idea of what was going on. 'Account 
planning - threat or promise: what it should 
involve as a separate agency funct ion' ; 'Account 
planning: today's concerns, tomorrow's dangers 
and planning myopia'; and 'Account planning 
- has it a future?'.These articles considered 
questions such as: is account planning a threat 
to account management?; does account plan
ning swamp creativity?; is account planning t oo 
expensive?; and what are account planners for? 

These debates created a sideshow that 
distracted ad agencies from making real change, 
prevented them from fulfilling the potential 
that planning had promised, and all but lost 
them the industry high ground. To remedy 
this, they have to stop thinking of planning as a 
separate department and start considering it 
in terms of what the whole agency does and 
how it goes about doing it. The real question 
is not: 'What are planners for? but: 'What are 
advertising agencies for?' 

The answer is that advertising agencies 
are in the business of applied creativity; they 
have a company-wide responsibility to find 

creative solutions to business problems. They 
are all about the conception, execution and 
management of ideas that are creative, effec
tive and fast (speed to market being a source 
of competitive advantage). The idea is king; not 
one department or another. 

So the agency should be structured as a series 
of ideas teams centred around its clients' busi
nesses, each team consisting of a partnership of 
three directors - business, planning and creative. 
The business director should be responsible 
for both the team's input to the client's busi
ness and the account as a piece of business in 
the agency; the planning director should come 
from a traditional advertising, media, digital or 
design background; and the same applies to the 
creative director - depending on the nature of 
the account and the client's requirements. 

The ideas teams should have centralised 
resource pools to draw on: managing, plan
ning, creative, production, buying, finance and 
administration, for example. The role of agency 
management should be to populate, manage 
and quality-control both the ideas teams and 
the resource pools to ensure workload is 
properly allocated and prioritised across the 
agency, and also to work hands-on in the teams 
and pools - the agency should have a structure 
and a lack of hierarchy that makes it a genuine 
creative partnership. 

The future of planning is inextricably 
linked to the future of agencies - if we're clear 
about what advertising agencies are for, what 
they do and how they do it, the future of 
planners and planning becomes equally clear. 
'Real planning' is a matter of harnessing all the 
agency's resources to link consumer insights 
and motivations with the benefits the client's 
brand is (or could be) uniquely able to provide, 
so that it can prosper by doing so. 





Text Box
Fonte: Admap, Washington, v. 45, n. 2, p. 28-31, February 2010.




