
Bob Glazer: Welcome to Outperform, the Acceleration Partners podcast. My name is
Bob Glazer and I'm the founder and managing director of Acceleration 
Partners. Today's episode is about some of the struggles that agencies 
and marketing agencies in particular face, trying to balance their core 
service offerings with the demands of their clients. Here to speak with 
me on this topic is Dan Golden. 

As President and Chief Search Artist of Be Found Online, a full service 
online marketing firm based in Chicago, Dan knows all too well how 
challenging this balancing act can be. So, without further ado, welcome
Dan. 

Dan Golden: Thanks for having me. 

Bob Glazer: All right, so before we get into the topic of what agencies should be 
doing and not doing, tell us a little bit about Be Found Online and how 
you started it. 

Dan Golden: Sure. Well, it started as a side project, and digital marketing is all I've 
ever done. So, I graduated college, I toured with a band for a couple 
years, and I found the search marketing gig on the side, and fell in love
with it. 

The company kind of grew organically. I had really focused on paid 
search, that was my bailiwick, and a partner that I had shared some 
business with had a small SEO consulting firm ... a match made in 
heaven. We had about nine months where we forgot to bill each other, 
and decided to just merge companies. So, our original core 
competencies was pretty obvious, right? Paid search and SEO, 
everybody who had one thing needed the other. And I guess one way, 
when I talk about how our service offering has evolved, a lot of that 
has been based on fulfilling needs that are complimentary to our core 
services. 

In some cases, we've tried and failed to take on new things, and that's 
really solidified what our approach is now, you know, as a small shop 
and a growing shop, we can't be great at everything. So, we spent a lot
of time trying to figure out what we are great at, what we're best at, 
but we also have to align that with what our clients needs, and how do 
we fulfill that while still staying with the core of what it is that we do. 

Bob Glazer: Yeah, it's complicated, and particularly as you grow. So, BFO has a 
strong reputation for digital marketing. Can you give us an example 
sort of, so what are the core services you offer today, and how did you 
decide on those or that those are what you are going to be offering to 
your clients? 



Dan Golden: Sure, so anything having to do with search marketing is at our core. 
And when I talk about ... so, that means paid search, that means SEO. 
When we talk about SEO, that also means a lot of different things, from
technical on site SEO to content development and content marketing, 
and what we now ... we don't use the word link building anymore, but 
off site and outreach, and a lot of those services tend to intersect with 
PR and social. And the nature of the work that we do has gotten a lot 
more complex, and it's not about one product or service. We really 
need everything that compliments that. 

So, that's been kind of the age old challenge. One of the things when 
we first ... our first big client, we pitched a bunch of things, a bunch of 
ideas that we had never serviced, and it was reputation management 
and local search, and this was 10 years ago, so I would say a lot of 
those services, no agency offered, right? We pitched it, and then we 
figured out how to do it. So, there's a little bit of that entrepreneurial 
aspect of we're a smart team, we can figure things out if it falls within 
our core. So, it's a balance of staying with the stuff that you know 
you're great at, but also, we have to be flexible, right? 

If you're a social agency, pretty quickly you have to be a Snapchat 
expert and a Pinterest expert, depending on who the client is. So, we 
sort of have to ask that question. Is this service the core competencies,
like do you have staff that really knows how to do this, or are you 
gonna be faking it? That's really where we draw the line on when to 
bring in partners or when to outsource. 

Bob Glazer: Yeah, I mean, you bring up a good point. It's a real delicate balance 
between staying focused and then having to innovate and evolve. One 
of the things that I've heard is that when you're getting your company 
started and maybe under five million, success is about sort of saying 
yes to everything and figuring out how to do it. And then sort of above 
five million, success starts to be about saying no. So, I'm curious, 
what's one of those times where someone asked you to do something 
or pushed you to do something, and you wish you had said no to it? 
You can add whatever level of anonymity you would like to add to that. 

Dan Golden: So, I would say early on ... so, website development, right? Part of 
what, when someone asks what we do, I say, "We do everything other 
than build websites, but we certainly tried and failed to do that." We 
had some white label development partners and tried to ... maybe it 
was a little bit of brand pride of wanting to say BFO did everything, but
getting in the middle of those projects, one, it wasn't profitable. We're 
not adding value to the equation, we're really just playing telephone. 
And so we learned by failing, or by losing money on a bunch of projects
that didn't make sense for what we do. And we've taken those 
learnings forward. 

From a web development standpoint, there are so many great firms out
there that it's their focus, or app development is their focus. So, we've 



tried a few things, failed at a few things, and I think we have a pretty 
decent process for balancing the stuff that we know we can figure out, 
but when it comes down to, especially as a small agency, we have 
about 40 full-timers in the U.S., asking the question, who's gonna do it?
How much experience do they have? What kind of depth do we have to
that knowledge and that team, right? Is this ... I'm using air quotes, I 
know it's a podcast, is this service really just one person's side project, 
and if they were to leave, are we at square zero? 

And so those types of questions kind of tell you if it really makes sense 
for you, or if it's something you shouldn't fake. 

Bob Glazer: And ... I have so many questions that I could follow up there. Let's start
with the AOR model, which you know is agency of record. It's sort of 
translated into the digital world from the analog world. How do you see
that? Do you agree with it? Do you think it's necessary at all? What's 
your interpretation on sort of the AOR concept in the digital world? 

Dan Golden: Sure, I mean, it is evolving. I think there's a lot of benefits and a lot of 
clients that don't want to have 10 different specialist vendors, and 
that's, I hate to say, but convenience in having a unified vision is where
that AOR model I think can add a lot of value. I think we add more 
value for our clients acting as a digital agency, a record when we aren't
only thinking about paid search or only thinking about specific 
products. 

I think we add a lot more value to our clients when we're thinking 
about their entire business. In terms of the AOR model being we're just 
gonna outsource everything to this one, you know, to our digital 
agency or record, and I don't care how they do it, but they're gonna do 
it all, that's dying. That model I don't think is gonna survive in its 
current form.

Again, as I mentioned, when we first tried to build websites and 
wanting to call it our own, we are all about transparency nowadays, 
and bringing in the right partners who are really great at each 
discipline, and you really ... you know, I think there's a lot of value that 
brands get from working with specialist shops. So, the AOR model, I 
think becomes more of a hybrid model, and AOR meaning we don't do 
everything or we don't have to do everything ourselves. I know there's 
a lot of agencies out there that take pride in saying, "We do everything 
in house." Do you do everything great in house? Probably not, right? 

Bob Glazer: With 10 people, how does that work? 

Dan Golden: Yeah. 

Bob Glazer: One of the tests that I always do is whether the number of practice 
areas for an agency exceeds the number of employees on their 



website. So, they have 10 employees, but 13 different service level 
areas, which doesn't lead to best in class. So that led to my next 
question. One thing ... I think BFO's a little like Acceleration Partners 
kind of I would say one of the more boutique agencies who are 
comfortable about what they do and don't do, and bringing in partners,
and as you said, saying, "Look, we can bring in a partner for this, but 
we'll work with them, but you can contract directly and it's just not 
what we do." 

I know some people don't want to hear that, but how do you 
differentiate between, if you think about different services, you can be 
great at something, and scale, right? I think those are two different 
things, in terms of having competency. So, how do you think about 
having a competency, and is world class and scale, are those one in 
the same, or maybe are they two separate things and you can have 
one or the other? 

Dan Golden: Right. I think it depends on how you define scale, right? Is scale like 
scale as in growth, or we do a lot of one thing, or scale as in-

Bob Glazer: Sorry, scale in a specific competency. Like for example, if you said, 
"We're good at paid social. We can do paid social. But we're really good
at the $10,000 to $50,000 a month budgets. If you have 10 million to 
deploy, I just don't think we have the resources to manage that sort of 
campaign. But a 10 to 50, we're great at." 

Dan Golden: Got it. Yeah, I mean, understanding what clients are in your sweet spot,
what size projects are in your sweet spot, yeah, most agencies aren't 
built for doing all of that. Or some that can handle clients from SMBs to
enterprise, you know, they have different teams that work on each one
of those different types of projects. And that's one of the ... you need 
to know what's in your DNA, you need to know how you staff projects.

We did a lot of analysis of every client project that we worked on. We 
created a score called PCI, which stands for the perfect client index. A 
number of different factors go into that, from softer metrics on do we 
like them and are they nice, to is it profitable and what kind of hours do
we work. So, we did a lot of data-driven soul searching to figure out 
what kind of projects are actually a good fit for us, where we can add 
value and make money. 

And that doesn't mean that ... it has to do with what's right for each 
agency, right? There are a lot of ... the kind of model you need as an 
agency to service a bunch of smaller clients is much different, right? 
You build your teams differently to handle that type of scale where you 
have operations and client services as kind of separate teams. So to 
me, it's about finding the right fit for what your agency model is and 
what's in your DNA, and then you scale that. Scale can mean ... I 
mean, I think scale and world class certainly go together. When you 
find something you're great at and do a lot of that, I think where those 



two things diverge is like growing agencies that grow horizontally, that 
just start doing a bunch of different things for the same client. 

And so in some cases, that can be a positive thing. From the agency 
side, you're like, oh great, we're getting all these upsells, and we're 
growing our client relationship so we can do more with them. And you 
just have to be careful about not biting off too many projects that are 
not putting the 90% at risk 'cause you want to try this new thing with 
10% of their budget that you've never done before. And if there's a 
partner out there or an agency that's great at that, bring them in, be 
transparent, and I think there's kind of that hybrid model, I call it gray 
labeling, when you bring in partners that act as part of the same team,
and maybe your account services is still the main point person. So, 
clients do want simplicity. They want one person to call who 
understands their vision and goals and all the vendors in the 
ecosystem. So that to me is the winning model, gray label, where-

Bob Glazer: Yeah, we use the same term, and I've had the same discussions with 
firms around hey, if they want integration to project management, and 
they find it easier to work with you guys, we're happy to sort of report 
into you and act in an integrated way, but not hiding who we are.

I mean, we a couple times have been asked ... one time our team was 
asked to go into a meeting supporting a function for another agency 
and to pretend that they worked for that agency even though we had 
never done any work with that agency before, and they said this to a 
couple people on the team right before they walked into the meeting. I 
was just sort of stunned at what that would do to your credibility. You 
know, in the world of LinkedIn, what that sort of does to your 
credibility, it's just, there's some agencies that really struggle with 
saying that they don't do something or are not good at it. 

Dan Golden: Yeah. 

Bob Glazer: I don't know, as the founder in charge of our brand, I would never have
someone else pretend to be my agency. That would keep me up at 
night. 

Dan Golden: Yeah. No, it should, 'cause you get caught and there's no good reason. 
You lose all credibility. I mean, I got a couple of anecdotes, and as you 
mentioned in the world of LinkedIn, our company's not just a clever 
name, I can be found online, right? So, I got two war stories here. I'll try
and make them quick. 

One, we were working through a partner agency, white labeled as 
them, who was working for another partner agency, white labeled for 
them. I was literally three steps removed from who I had to say I was in
this meeting with the client, who eventually found out, and it caused 
all sort of a raucous, and luckily we did really great work and they 



ended up not caring a couple conversations into it, and they were just 
like, "Just tell us." 

The other one, I'm gonna omit names on this, but a Fortune 500 client, 
we were completely white labeled through a partner agency, and on a 
Thursday afternoon, I got a phone call from their CFO who said, "Dan, 
hey, I'm in Chicago at one of our warehouses. I want to swing by the 
office tomorrow." So, we literally called our agency partner who 
immediately FedExed two dozen mugs, pads of paper, and gave us the 
full shebang. They were like, time to ... It's time to dress up as our 
agency. We literally-

Bob Glazer: Did they give you a new sign for the lobby too? 

Dan Golden: We literally put a new sign on the wall, and we velcroed it to the door, 
and this guy literally shows up, walks up the stairs, goes to the door, 
jiggles the sign, rips it off, and says, "Velcro?" And then calls the 
president of the agency immediately. And it was, you know, it was the 
same type of conversation of like, "I already kind of knew, just be 
straight with me." 

And it ended up all working out fine. They just wanted transparency. 
That's what everybody wants. The price you pay for trying to hide stuff 
is certainly not worth the perceived value of I can do everything. 

Bob Glazer: You know, you mentioned transparency a few times, and I've written 
some articles recently I think on what programmatic has done to 
transparency in marketing and how it has heightened everyone's 
awareness of this. I think you know you probably have always been a 
core principle for you, but is this something where the tide is, do you 
think, turning? Is this becoming less acceptable as you hear the IAB 
and people start more making a bigger deal about marking things up 
and incentives and knowing who you're dealing with? Is the tide 
shifting on this? 

Dan Golden: I think so, but I think there's still so much ... the word programmatic is 
still sexy and buzz worthy enough that people want it even if they 
don't know what it really means or what the trade offs are. And when 
you dig a level deeper, I know P&G is doing a lot ... I mean, not 
everybody loves the way they're going about it and strong arming 
agencies, but there's a huge lack of transparency in terms of who gets 
paid in that ecosystem. There's a lot of platforms out there, 
programmatic platforms, and at the end of the day, if you're 
producing ... if you spend a certain amount and it gives you a positive 
ROI, who cares who's making money, but it's important to know about 
that, right? Every one of those audiences that you use from Axiom, 
LiveRamp, Datalogics, third party sources, like, you're paying for that. 
It's in the CPM. 



The platforms like to say, "Well, no, it's all included, so you don't have 
to deal with separate fees. It's all just included in the CPM," but 
whatever you call it, you're still charging money, and when you look at 
a lot of those dollars, you put in $100,000 bucks into a programmatic 
buy, you've got the ... Oftentimes, people are using manage service, so
you have the manage service charging 20%, and that's one thing I 
would ask agencies about. Who's actually doing the optimizations, 
right? Are you letting the machines do it? Are you just giving budgets 
to a vendor and saying, "Please optimize this?" 

I mean, that's a big thing in terms of transparency. There's a lot of 
agencies that leverage vendors that say they're doing all sorts of 
optimization, but really they're just signing checks, and occasionally 
making a phone call saying, "Make the numbers better." 

So yeah, there's I think a movement, and I think people are starting to 
understand the right questions to ask of like, what are the mark-ups? 
Who's making money on this and how? And it's certainly not evil. 
Platforms that build great platforms deserve to make money, and 
audience data aggregators that build really powerful audiences, they 
need to make money. But there certainly needs to be more 
transparency, 'cause then you have the agencies in the middle that are
also trying to mark that up. 

Bob Glazer: Yeah, I mean, one of the things that came out of P&G and the CMO's 
work there is that he said pretty specifically that agencies need to be a
little bit more honest where they're not making money, or stuff that 
they're doing that's just not net positive, so that they're not over-
charging in one area to cover another area and distorting the whole 
picture. 

So, I think there was one case where they found that they were using 
all their media float dollars to pay for something else because it was 
entirely unprofitable, and that wasn't the right thing to do, but they 
didn't feel that they could speak up and say that that was unprofitable.

Yeah, so what happens, so let's look at the reverse of this. So a client 
comes to you and says, "Dan, Dan, we'd love you guys ... we want to 
do some celebrity influencer marketing, and we just only trust BFO. 
Can you do this for us?" How would you reply to that? 

Dan Golden: Oh, you're tempting me to figure out how to become an influencer 
marketing agency. You know, there are ... so, we've tackled that one 
specifically. I try and smarten up. I want our account people to be more
knowledgeable about the space than only the service line items that 
we offer. 

So, where I would say yes on that is like, when we're putting together a
digital strategy, that's a part of it, and we need to understand how to 



measure it, what the ... how that fits in, but that situation, I know a ton 
of really great influencer marketing agencies, and there are platforms 
out there that do a really good job of measuring and finding the right 
kinds of influencers. If I were gonna fake it, that's what I would do, is 
align with some platforms that have a lot of that built in. 

But if it's a sizeable project, then we phone a friend. I mean, that's 
the ... be transparent with the client, and that I think is tangential 
enough to the services that we are engaged with a lot of our clients, 
when you talk about like content outreach and all of the ... We got into 
content marketing 'cause of SEO, and that certainly drives a lot of our 
recommendations, but the brands that are winning right now are 
creating good content because they want humans to read them, and 
read it and see it. So, kind of the outreach side that falls a little bit ... 
that originally fell outside of our wheelhouse, a lot of the stuff is 
connected. But that's, without me rambling anymore-

Bob Glazer: No, it's interesting. So the phone a friend, like I said, I think that'll ... a 
lot of the boutique agencies that I know really have this model of, hey, 
here's what we're good at, here's what we're not. And then these other
agencies, and I don't know, some of them aren't that old, but maybe 
they come from more of the nontraditional that just have this 
pathological, we can't tell anyone we don't do anything, say yes, and 
to figure it out later. 

Why have the genes developed differently there? Is it sort of the new 
agency versus the old agency? Or is it just different business approach 
and that these boutique agencies find each other and are really 
comfortable in their own skin? 

Dan Golden: I think it's about being comfortable. I think there's a traditional 
mentality in traditional agencies of we do it all, we want all the 
revenue, and some big shops can pull it off. And a lot of small shops 
can pull it off. I do the exact same thing. I go on LinkedIn and see the 
amount of partner agencies or web development firms that we've 
talked to, and I know what their knowledge share is in the stuff that we
do, that like, yes, we look at their sites, they are all about SEO and 
content, and everything is ... And then you ask them, and you try and 
learn what they really do, and they're a WordPress shop and they 
install Yoast, which is an SEO plug-in. 

And so there's certainly a lot of ... If I'm on the client side, you want to 
dig deeper into every service line and make sure that there's a depth 
of knowledge and not just the marketing guy at the web development 
firm that can do all the SEO and the Facebook's and the ... So, yeah, I 
think in some of the ... On the flip side of that, there are some small 
agencies that know how to get it done, that have partners that can 
execute on projects for half the price of a big agency because they 
don't have the overhead of everybody sitting in an office who does 
everything. 



Bob Glazer: Yeah. 

Dan Golden: So, I like to say we're an established company and we have a nice, big 
office, and we win awards and we're known now, versus like three guys
in a basement, but honestly, we did really great work when we were 
three guys in a basement, you know? So some of that is ... I'm 
speaking out of both sides of my mouth, 'cause there are some small 
agencies that are nimble and rely on partnerships or they have 
freelancer networks that are really established and trustworthy. It's not 
all about just you have to be the biggest in order to be the best. 
There's a lot of shops out there that get stuff done smarter for less 
bucks 'cause they have less overhead. 

Bob Glazer: So, let me ask you. If you could go back to your ... when did you start 
the firm?

Dan Golden: Officially in 2009, the beginning of 2009 when we became Be Found 
Online, but this was a side project since-

Bob Glazer: A great time to start-

Dan Golden: ... oh, of course, yeah. 

Bob Glazer: Yeah, but actually there's a great article on all the world class 
businesses that were started during a recession. All right, so if you 
could go back to yourself, in 2009, and say to self, you are now your 
business coach to yourself starting the business at that time, what 
would you tell yourself? What's the mistake that you made? I don't like 
the question what's the biggest mistake. What's the mistake that 
you've learned the most from that you've made either once or 
perpetually as you've tried to grow your business? 

Dan Golden: Sure. When we were first launching Be Found Local, our business plan 
was, it was just that, it was local. We were going after ... the idea for 
the company was literally written on a napkin in Las Vegas at a hot tub 
convention. 

Bob Glazer: Can you get more cliché? 

Dan Golden: I know, literally. But our initial thought was channel sales for these 
manufacturers that have a bunch of dealers across the country, 'cause 
frankly, we just had a few of those as clients, and those were the first 
people that said yes to us, so we assumed that must be our model. 
And so we spent a lot of time building it, and building the model, and 
building the infrastructure so that I could have a call ... I mean, I was a 
one person company, but I had a call center with scripts that made Be 
Found Local look legit. 



I guess my biggest mistake was having a business plan, 'cause we 
were so focused on trying to build that and execute against our 
business plan that we missed out on a lot of other opportunities, and 
when things really started clicking for us, it was the Toucan Sam 
advice, which is follow the nose. Follow the money. Find those 
opportunities and don't spend your time building something that you 
hope to sell to a specific organization. Find revenue and then go from 
there. 

Our business was launched based on agency partnerships. I never 
would have guessed that. It was dumb luck. I was on the rooftop of a 
Cubs game, seventh inning, a little bit sauced, and I got a phone call 
from someone at an agency saying, "Hey, I need digital and a pitch for 
tomorrow-" 

Bob Glazer: Hey, we sold something. Right, I was gonna say, "Hey, we sold 
something and we don't know how to deliver it." That story brings it all 
full circle. Well, our time has flown, Dan. Thanks so much for taking the
time to chat about this subject. I think that a lot of agencies struggle 
with this and don't do it very well in terms of figuring out kind of what 
they should be doing and what they shouldn't be doing. They either go 
to the extreme of being a jack of all trades, or they may get too niche 
focused, and as you talked about before, it sort of hurts their ability to 
innovate. 

So, finding that happy medium is I think critical for longterm success. 
So, how can our listeners find you? 

Dan Golden: Well, I can be found online. You can find me on Twitter, @thegoldendan,
BeFoundOnline.com, and I'm on all those other platforms as well. So, I 
always love talking shop, and Bob, as we've talked over the years, I 
call it agency owner therapy session. I love having blunt, real 
conversations about what this path and what this life is like, and 
always happy to talk about ... I love new clients, but always happy to 
talk to co-opitors and competitors and other folks in the space about 
how we chose our path and where we're all going. 

Bob Glazer: Yeah, I know, we've talked about this, and I agree. I get far more 
talking to people, competitors and co-optician than I ... I gain more 
than I think there really is any risk. I think there's plenty of business 
out there for everyone, and opportunities to work together.

So, to our listeners out there, we'll include some links to Be Found 
Online's site, and some of the other resources related to this topic, so 
watch out for that. And until next time, thanks for listening, and keep 
outperforming. 


