CHAPTER 1

An 8,000-Year-Old
Owvernight Sensation

had hit a personal low. I was out of work for the first

time since I was seventeen. I had no job, a blank date

book, and so much time on my hands I could lunch
with the girls. Sure, I had money. But I was also a bit lost.
The kids were grown and living their own lives. Without
work, which had been central to my identity and my self-
esteem for so many years, | was no longer sure who I was.
[ had been retired for two months, and already I was pan-
icked.

My husband, Stewart, who was still very much in the
thick of business and suffering none of my existential woes,
invited me to attend a business meeting. He wanted me to
serve as a sounding board for a new venture we had been
working on for years. Maybe I would have something use-
ful to say? Maybe. Maybe not.

Here was the situation: after having acquired more
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than 100 acres of mature pomegranate trees in the San
Joaquin Valley of Californiain 1987, Stewart had seadily
planted hundreds of acres more throughout the 1990s
Like mog crops, pomegranates were bascally a commod-
ity, albeit on amuch snaller scale. But when the orchards
were well managed, pomegranates could produce congd-
erably better returnsthan the citrus amonds and piga-
chiosthat occupied mogt of our acreage. While the market
for pomegranateswas gill tiny, it was growing.

The meeting wasn't about marketing pomegranates It
was about creating a market for pomegranate juice. There
were several problemsthat made thisunlikely. For darters
only about one in ten Americans said they were familiar
with pomegranates and fewer than half of that group said
they had eaten one in the pad year. So we weren't exactly
responding to pent-up demand. We were talking about
producing juice from afruit that the overwhelming mgor-
ity of Americansdidn’t know exiged.

But we were responding to something. In 1996, we had
begun funding medical research into the health properties
of pomegranates ingired, in part, by centuries of myth
and folklore about the pomegranate’'s medicinal virtues
For centuries different partsof the fruit—arils rind, juice,
bark—have been used to treat a wide range of aillments
In his Natural History, written in the rg century, Pliny
the Elder gated that “the branches of the pomegranate
keep away snakes, the little buds. . . neutralize the gings
of scorpions and the fruit isin reques for easng the nau-
sea of women with child.”

The Greek phydcian Dioscorides cited pomegran-
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ates as a treatment for ulcers, earaches, and, according to
one early, unintentionally comic, trandation, “griefsin ye
noghrills” The tenth-century Italian physcian Shabbetai
Donnolo recommended pomegranates not only for ear-
achesbut for laryngitis aswell.

Elsawhere, pomegranateswere asymbol of fertility and
weadlth. In the Odysssy, Homer wrote of pomegranatesin
the gardens of the kings of Phrygia and Paecia. M aximil-
ian 1, the Holy Roman Emperor, adopted the pomegran-
ate as his personal emblem and held one in hisleft hand
ashe sat for a 1519 portrait by Albrecht D trer. Jewish folk-
lore maintainsthere are 613 lustious ruby arilsindde the
pomegranate, one for each good deed to be accomplished
in alifetime.

The Koran advisesagaing acting “extravagantly” when
the pomegranate hasborne fruit. In the Bible, the Song of
Solomon identi eslove with pomegranatesin bloom. But
the pomegranate was a0 used to animate less amorous
passons When Queen Issbella (the troublemaker who
garted the Inquigtion) launched her conques of the Mus-
lim south of Spain, she vowed to take Andalusalike aripe
pomegranate—‘one seed at atime.”

Whilethe fruit wasn't well known in the United States,
it had clearly cut an impressve swath across much of the
world, egablishingan honored placein culturesasfar away
asIndiaand China. We gured you didn't get areputation
like that—across different eras, lands and cultures—un-
lessthere wasat lead alittle bit of truth to the gories Still,
we had no idea what this bundle of myth, superdition,
genuine folk medicine, and ancient wisdom would yield in
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termsof real health bene ts Wasthere anything here that
could be documented by real science?

The early resarch, conducted a& UCLA, UC Da
vis Rutgers the Technion Inditute in Isael, and other
leading inditutions was jaw-dropping. Among the rg

ndings. pomegranate juice inhibits in ammation and
pain. In addition, pomegranates turn out to be asonish-
ingly rich in antioxidants which inhibit oxidation in the
body that can damage cells Indeed, pomegranates are
ggni cantly richer in antioxidants than red wine, green
tea, or jud about anything else known to humankind. In
addition, the fruit wasshown to reduce arteria plague and
factorsleading to atherosclerods Subsequent sudies sug-
geded that pomegranates have a powerful effect againg
progate cancer.

In short, the newson the health bene tsof pomegran-
ates darted off great. Then it proceeded to get better and
then asound. One dlitch: to get the full health bene tsof
thismagnanimousfruit, you would have to eat it virtually
by the pound—consuming two and a half whole pome-
granates per day. Pomegranates are hard to open, and
when they splatte—well, who has that many raincoats?
It wasall too impractical. D espite the emerging pro le of
the pomegranate as nature’s great gift, folks would never
be able to consume enough of them to get a daily dose.
Unless, of course, they consumed pomegranates in the
form of ajuice. Thismight sound like a reasonable solu-
tion, but trying to get consgent, high-quality juice from a
pomegranate crop isnot easy.
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We grow the Wonderful variety of pomegranates
When you combine Wonderfuls with the soil and cli-
mate of the San Joaguin Valley, you produce the tadied,
snveetes pomegranatesin the world. But even under these
ideal conditions pomegranates are ckle. They have to
be coaxed off the vine by hand. If the fruit is squeezed
too hard, extracting the maximum juice, it bites back—
producing a harsh, bitter aftertage. If you don't squeeze
enough juice, well, you'll pretty quickly go broke.

We literally gpent yearsexperimenting with juicersand
applications Eventually, we had to invent our own press-
ing technology. Then we had to gure out how to feed the
presesmore than amillion piecesof fruit each day, which
required amaze of conveyorsand elevatorsoperating with
all the precisdon of a Broadway chorusline.

Even now, there are 9gni cant variationsin sugar and
acidity from one year’s pomegranate crop to the next, and
they even differ from orchard to orchard. Each season, we
recalibrate the entire juicing processto accommodate the
mood of the lates harved.

| remember walking the orchardsone hot afternoon in
early fall. Usngajerry-rigged champagne pressright there
inthe eld, one of the farmersmade a batch of fresh juice
for me. When it'sdone right, pomegranate juice produces
not merely a speci ¢ tage but a full sensory explogon in
the mouth. It'start yet siveet, heady with arobug, complex
mouth feel. It hasmore in common with a ne Burgundy
than with lesser juiceslike grape, pear, or apple.

Thefoundation of thejuice bugnessisessentially wase
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management. (It's a lovely turn of phrasse—makes you
want to toagt your health.) In practice, it makesa virtue of
necessty. When grapes or apples are grown, for ingance,
there are always those unfortunate little specimens that
jug aren't pretty enough to pass the fresh-fruit threshold.
What do you do with them? Squeeze them. Under that
dightly bruised, discolored apple skin may be the sweet-
ed, mog deliciousfruit of the tree. In the spirit of making
lemonade from lemons growers manage their undghtly
“wage” by transorming it into juice.

IN THE CLUTTERED cHAOS Of Stewart’'sconference room,
the window ledges and conference table were srewn with
various juice bottles, nearly three dozen in all, each la-
beled with itsgenerally dubiouscontents Around the long
wooden table wasa collection of cheerlessmarketing con-
aultants and somber executives who no doubt wondered
what | was doing in their midd. | had run into amilar
gentlemen (there was not a dame among them) in the
pad. | wasfamiliar with their marketing gogpel and com-
mandments, their “thou mugs’ and “thou shalt nots”

The marketing gurusundersood the challenge; in ad-
dition to the fact that few Americans had ever heard of a
pomegranate, the fruit has a truncated harves season (it
beginsin October and lagslessthan three months) and a
high retail price. A complicating factor was presumed to
be a massve overproduction problem gemming from all
the acreage my “crazy” hushand had planted.
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The team leader began with the con dence of a man
who knows the one true path. “We will mix pomegran-
ate juice with ller juices like white grape and pear and
compete with those juicesin the ‘shelf-gable’ aidesof the
supermarket,” he announced in what sounded to me like
aeulogy for our unlaunched product. Visons of hideous
gasoline-type plagtic jugsdanced in my head.

He had already gured out the appropriate juice mix,
saying “We won't be able to use more than ten percent
pomegranate juice because it istoo expensve. M orewould
throw us out of our competitive advantage.” | believe at
thispoint | garted to squirm.

The mention of “competitive advantage” wasrequired
by the stting. After all, we were contemplating launching
abugness Without competitive advantage, there'sno bus-
ness But pomegranate juice hasonly two such advantages,
and theyre very diginct. The rg isitssensuoustage; the
second, itsremarkable health bene ts It ssemed the plan
was to dilute each of these powerful advantages by a full
90 percent. He was proposng to load diluted, adulterated
pomegranate juice onto the nation's supermarket shelves
next to amilarly adulterated junk juice and smply hope
for the bes. While thiswell-meaning expert droned on, |
imagined walking up the supermarket aidein arolling sea
of red—from Hi-C to Welch’s The only way to sand out
in that crowd would be to color our juice DayGlo lime—
except Gatorade had aready done that.

Summoning an inner grength usualy reserved for
saying “no” to pumpkin pie on Thanksgiving, | held my
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tongue through a couple hours of drategic marketing
jargon asthese gurus extolled the bene ts of adding ill
more volume to the supermarket’s red sea, despite an al-
ready periloudy high tide. Then the taging began.

Much of what America consumes when it buys pre-
packaged juices has mideading messaging. If the pack-
age says “Cranberry-Grape 100% Juice,” chances are it's
loaded with alittle cranberry and lotsof grape, pear, apple,
and other content chosen solely for economy’s sake. If the
label says something like “Cranberry-Raspberry Drink,”
you might aswell jus pour yourself a Coca-Cola, because
the main ingredientsare amog certainly water and high-
fructose corn syrup—a ubiquitous recipe that has done
much to advance the cause of obegty over the pag three
decades

Some people can Sng. Some can draw. | can tage. |
mean really tase. Stewart used to show me off a wine
tagings where, blindfolded, | could name the wine | was
drinking and the year it was produced. | never imagined
there would be a payoff to this particular talent—beyond
the amusement of my husand and a few friends My
memory of that delicious tage of pomegranate juice in
the orchard was gill very fresh in my mind; | knew what
pomegranate juice should tage like. The various forms of
pomegranate pretendersthat crossed my palate duringthis
meeting could not have been more of an affront to that
memory.

Various concoctions were pushed acrossthe table, but
their basc composgtion was the same: 10 percent pome-
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granate juice, 80 percent ller juices and a 10 percent
bonusof exotic avoring. These included watermelon (de-
liciousif you like Kool-Aid), lemon-lime (gag me), Hawai-
ian Tropical (whatever that means); they ran the dreadful
gamut of phony fruit avorings common in cheap candy
and awful soda. The presentation proceeded with al the
excitement of achemigry nal.

It was not my intention to insult the marketing team.
And | doubt, given their supreme con dence, that | could
have inaulted them even if | had wanted to. But like mogt
people in bugness | had been in these types of meetings
before, and | have seen people hold their tonguesbecause
they were intimidated by know-it-alls holding forth, be-
causethey didn't feel con dent enough to challenge them
or comfortable enough to upset the apple juice cart.

But | also knew that Stewart would soon turn to meand
pose a quegion. And when he did, | told him the truth.

“What do you think?’ he asked.

“I think you're crazy,” | said.

“Yeah, | know,” he countered. “But what about the
pomegranate marketing srategy?’

There are aways sveral different ways to make the
same point. Whether the discusson is corporate or mari-
tal (or in this casze a little of both), it's usually better to
take adelicate path, one of congructive criticiam delivered
in a polite, gentle, and supportive framework. Someday,
| promise, | will honor that universal truth. On this day,
| dropped the velvet glove and picked up the dedgeham-
mer.
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“It'swrong,” | said. “Jug plain wrong.”

“Thisisthe real deal,” | said to Stewart, “a gift from
God—perhaps the healthiex natural product on the
planet. If you water it down with ller juices you water
down its effectiveness. And if you do that, what do you
have left?’

This was greeted with the raised eyebrows and sde-
ways glances that welcome the loud and inebriated to an
art lecture. The marketing team was not amused, but |
had been asked to give my opinion, and | was not going
to coat it in suga—or corn syrup. Sometimes | think |
know something and feel an annoying little quiver in my
gut that tellsme that maybe it isn't 0. Thiswasnot one of
those times Degpite all the challengesinvolved in creat-
ing thisproduct—and at thispoint, | knew only afraction
of them—! wasn't burdened by self-doubt. My con dence
never wavered. Why?Because | knew these were rubiesin
the orchard; pomegranates had real value.

Pure and unadulterated, this juice was not only deli-
cious, it had the power to help heal people. It was health
in abottle. People needed pomegranate juicein their lives
(even if they didn’t know it yet), and | knew they would pay
what it wasworth.

Of course, there would be marketing challenges, but
marketingisall about overcoming those challenges If you
have a product with intringc value, you can nd a way
to prevail. Beddes the fact that Starbucks could charge
nearly $4.00 for alatte bolstered my resolve. A daily dose of
pomegranate juice would cog lessthan that—and ingead
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of giving you the three o'clock jitters it would give you
health.

“We know that pomegranates are very expensve to
grow and harved, and we know that hardly anyone knows
what a pomegranate is” | agreed. “But | don't congder
those reasons to go the way of all packaged goods | see
those reasons as the ingpiration to create a new category
of food.”

| wrote 'P@m on a piece of paper and pased it to
Stewart. “Hereisthe name of your product. T he heart will
immediately tell them it'sheart-healthy. We'll sl itin the
refrigerated section of the produce department, and I'll
dedggn a bottle for you that will embody the spirit of this
new food category.”

| had made my case. It was time to 9t back and wait
for the usual chorusof naysaying to begin. | waan't disap-
pointed. Although, in the end, it was less a chorus and
more like variations on the theme of Misson: Impossble
The meeting ended inconclugvely, with the variousjunk-
juice concoctionsgill littered about the room.

That evening, Stewart told me he undersood what |
had been sayingin the conference room. What’smore, he
waswilling to believe it might work. T hen, with the same
tone he useswhen he aks “What's for dinner?’ he said,
“Why don't you take over the busness? You seem to have
avigon for it.”

When will | learn to keep my mouth shut?
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I HAVE ALWAYS BEEN the marketer in the family. Stew-
art runs the shop, figures out the financing and margins,
and hires the core executive team. I work on building the
brands. A few people have very kindly called me a market-
ing genius. Naturally, I never tire of hearing that, but it
isn't true.

I know what and who I am—and I am not a genius. |
am, however, smart, disciplined, and hardworking. So far,
that has proved to be enough to create a life in marketing
that has often been thrilling. I have learned over and over,
however, that good marketing for bad products inevitably
leads to a dead end. I have been down that road myself,
and I've watched others travel it. But I've also seen good
products languish because they were poorly positioned,
misunderstood by the very people responsible for promot-
ing them.

For me, every marketing campaign begins with the
same question: What is the intrinsic value of the prod-
uct or service? When [ talk about “rubies in the orchard,”
that’s what [ mean. Where does the value reside? And how
can we coax it out and communicate it to consumers in a

creative and cost-effective way?

Every marketing campaign begins with the same question:
What is the intrinsic value of the product or service?

Before you are able to convince consumers of the

value of something, you have to be able to convince your-
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self. If it’s not immediately apparent to you, it won't be to
them either. That’s where research comes in. Before we
squeezed our first pomegranate into a bottle, I wanted to
know everything there was to know about this fruit—and
then some. I studied scientific data and interviewed doc-
tors who were conducting tests. I delved into history, art,
and literature. And I ate more pomegranates in more ways
than you can imagine.

It wasn’t enough for me to be passionate about the
product I intended to bring to market. Just because you
own a company (or an idea) doesn’t mean your colleagues
or employees (or spouse!) will follow you blindly into the
marketplace. You must market ideas to your team before
you can market them to the public. A lack of faith is deadly.
Everyone needs to be a believer.

For me, the hardest sell is usually Stewart. He always
plays devil’s advocate against both sides of every argument.
Grrrr! But in the case of 100 percent pure pomegranate
juice, he saw the same great promise I did and was on
board from the start. My first COO, however, wasn't quite
so enthused. He was extremely capable and uniquely
qualified to run the business with me, but he spent the
better portion of his working day hunched over his com-
puter, analyzing financial models that proved beyond
doubt that there was just no way this juice business was
going to work.

Business is often viewed as the realm of science and
industry, of logistics, numbers, and cold, hard, irreducible
facts. But like every other part of life, it’s also a matter of
faith. We see the proof of this every day, all around us. Tal-
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ented people who lack faith in themselvesor their misson
fail, while people with lesstalent and more faith succeed.
Bill Gatesturned his back on a bright future the day he
dropped out of Harvard. Ted Turner borrowed irregpons-
bly to buy the underperforming Atlanta televison gation
that he built into CNN.

We all know these as great busness gories But more
often, they're not busnessgoriesat al. That college drop-
out from Seattle didn’'t have abusness He had faith. The
cowboy entrepreneur with a plan for a twenty-four-hour
news channel didn’t have a nancia plan that any sober
executive would nd compelling (hiscompetitorsthought
it wasajoke). What he had wasfaith.

Business . . . is a matter of faith.

Building brandsis rdg and foremod, not about num-
bers It is about value and people. If, on the marketing
gde, you have people with faith in the value of the brand,
you can communicate and extend that faith to consumers
If even a anall core of consumers beginsto have faith in
your product, you've got the building blocks of awinner.

In the beginning, | washaving a hard time building a
team and getting the busnessoff the ground. Without the
COO’semotional invegment in the project, it washard to
get emotional invegment from others Everytimewetried
to take ight, something, some nagging doubt, some form
of diselief, would drag usback down to Earth.
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We had s0 many other hurdles to overcome—opera-
tions problems computer issues and, two years running,
agnaller crop than we had anticipated. (Demand outdis-
tanced our supply by 300 percent, which may sound like
good news but, | can assure you, it wasnot.)

Gainingtraction for anew brand ishard enough under
the bed circumgances Without the level of emotional in-
vegment you get when people really believe in something,
it'sjugt about impossble. So before you spend a nickel to
convince a consumer of anything, make sure you've con-
vinced yourself and the people in your own of ce.

A month after that meeting in the conference room,
as| prepared to show my marketing plan to Stewart and
his sales force, | gill had faith, although the facts of my
particular Stuation were not all that encouraging. | was
driving my brilliant desgner, Bryan Honkawa, crazy.

| wanted something that would make POM 's bottle as
diginctive asits content. | didn’t know what it was but |
was pretty sure | would recognize it when | saw it. Know-
ing how important it wasto me, Bryan wasin the process
of producing about 100 different desgns hoping one of
them would be “it.”

There are many pointsin busness when you need to
compromise—either with your colleagues or with a sub-
born reality. There are al0 afew areasthat are o critically
important that compromise isfatal. To me, the desgn of
the POM bottle belonged in the latter category.

Why did the POM bottle have to gand out? If you've
ever walked the aides of a supermarket, you already know
the answer. The run-of-the-mill American supermarket is
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50,000 square feet of visual noise featuring nearly 50,000
SKUs (stock keeping units)—about one SKU for every
square foot. It’s an eye-popping cacophony of bold, bright
colors and logos—all screaming for attention. Junk cereals
and snack foods clamor to catch your child’s wandering
eye. Soft drinks scream out in bold reds, blazing oranges,
and bright greens, high-fructose heralds of the artificial
sweet life.

Many of these products benefit from marketing bud-
gets in the tens of millions. How could we compete with
them and distinguish our product from theirs if we all
looked alike and they had all the advertising money? We
couldn’t.

We had come this far by focusing on the fundamen-
tals, going deeper and deeper inside our product to under-
stand its intrinsic value. Everything we needed to know
was there inside the pomegranate. We had to resist the
temptation to “think outside the box.”

I know that’s become a fashionable cliché in recent
years, but it’s just about always wrong. The answers are not
outside the box—they're inside. Theyre inherent in what-
ever task you've undertaken, whatever product you want to
market.

When I walked in to review the bottle designs, the an-
swer was immediately apparent. It was so obvious, in fact,
that I would have had the same instant response if Bryan
had offered me 10,000 designs to choose from. The solu-
tion, of course, was fundamental, intrinsic to the pome-

granate itself, inherent in the product we were bringing to
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market. Among the many choiceswas a shape that resem-
bled one pomegranate on top of another. The bottle was
derived from the juice’snatural container. How perfect.

The answers are not outside the box—they’re inside.

There wasjug one little problem. Every packaging en-
gineer said thisbottle couldn’t be manufactured in plagic
(our rg choice) and it was near to impossble in glass
Sure, an artisan glasblower could eadly make one, but we
needed millions Bottle manufacturers are used to creat-
ing ample, cylindrical shapes at very high speeds Shap-
ing molten glassinto a delicate pomegranate crown while
itting out thousandsof unitsper minute Smply wasn'tin
their repertoire.

The unique shape of the POM bottle also made print-
ingon it dif cult. It took anumber of painful adjusments
to gurethat oneout. Finally, llingthe bottleswith juice
in a high-gpeed lling facility proved to be a shattering
experience—a bit like indugrialized bumper cars Bottles
congantly collided. With typical, Sraight-walled bottles,
thisbumpingisn't abigdeal. We solved the problem of our
crashing bottles by creating a barely perceptible graight
edge on the outdde of each sphere.

At each hurdle, it might have made sense to throw up
our hands admit defeat, and do what S0 many expertswere
telling usto do: get anormal bottle. The only catch to that
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“follow the rule” consensus was that we weren't going to
spend tens of millions of dollars to market our product.
That beautiful, distinct bottle was going to have to carry
part of the marketing load. It was integral to the product
and too important to the brand to simply let it go.

We climbed—and sometimes crawled—over the ob-
stacles. When [ finally made my presentation to Stewart
and his group, the marketing gang had the gung ho spirit
of children forced to eat Brussels sprouts.

“No one will ever pay $3.50 for a bottle of juice.”
“No one wants a glass bottle.”
“Men won’t buy POM with a heart on it.”

Oh, well. At least Stewart continued to stand by my

vision. We may have been sailing on a sea of doubt, but
there was still plenty of faith aboard ship.
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