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Leveraging Social Media

The corporate development or an integration group that cracks this nut as they bring their target
into the fold will definitely be at an advantage. They would say, “Let’s start identifying the tribes
that matter, asking the leaders are, how they communicate, who we need to communicate with,
etc.” When this approach is carried out, the quality of the integration has to increase. The
hidden value that comes from the target has to be improved.
Ed Moran, Co-author of The Hyper-Social Organization

Part I

JC:

Tell me what you mean when you say that, “The Hyper-Social shift should be based on the
realization that your customers can now interact with you and others in the way they always
wanted to but couldn’t”?

FG:

There is an asymmetry between the information that was available from companies and the
information that people could find out about the products those companies offered. We are
not hardwired to deal with corporate entities and getting corporate speak sent to us but yet
from a scalability point of view, for the longest time, this was only way we could get information
about products and services that we were buying. Deep down, we trust friends and colleagues
and people from our tribes who are giving us information about where to go and not to go. All
of a sudden, when social media came out about, what happened is, we now have massive
platform for participation that allows the social, for which we humans are hardwired, to scale to
the point where it makes a difference again in business, and all of a sudden we had enough
critical mass of other people that we could talk to and get recommendations from, which is
something that we much prefer, versus getting information from companies. The other thing to
realize is that one of the core human features that we are seeing at work here is that of
reciprocity: I will scratch your back, because I know that at some point, someone in the
community will scratch my back when I need it. One of the things that we do that is human is
being reciprocal. When you have a conversation with another person, it typically is steeped in
reciprocity. When you talk to someone at a party, it triggers something in the other person’s
head. She will build up on it. That will trigger something – And that is how a conversation
builds. If somebody is just spewing information about themselves, you are going to quickly

move on to somebody else at that party. The same is true in business environments. We much
rather get information in a reciprocal fashion than in a non-reciprocal fashion. That is what
companies tend to do with us. We don’t treat our customers in the context of reciprocity. We
just up stuff at them. That is why we gravitated back to something we felt more comfortable
with, and some we are just more hard-wired to deal with rather than to deal with faceless
organizations.
EM:

People read review sites. People want information that comes from their tribes. The
conventional wisdom a few years back was that people don’t trust other nameless and faceless
people on the web. People get past that. If you are looking for a product, you will look at the
star ratings and reader views and come to a conclusion that this is something I want to buy or
not.
People, when they engage with companies, want to hear what other people are interested in
that product or lifestyle are doing and their decision making. When you think about
conventional legacy business, that is usually not part of the equation. You have channels. You
send information down that channel to your customer or target. That is not the way people in
the digital economy think.
We try to communicate to companies that this hyper-social shift is not discretionary.
Companies need to make room for the way human beings do commerce – socially.

JC:

How does a company migrate from being a collection of “business” processes to becoming
network of “social” processes?

EM:

I am going to guess that “socializing” the integration processes is not on the “deal checklist.”
I argue that understanding the tribes within the target company should be on at least the post
merger “to do” list.
When you think about social media and you thing about your target that you just acquired has a
bunch of tribes, both within it – engaging in the day to day operations of that company, and also
tribes of customers that company dealt with on a day to day basis, you start to realize how
important it is to understand who these tribes are, who is important within them and how they
could help the company in core business processes. When I acquire a technology company, I
acquire it because they have people, products and patents that are interesting to me. If you
engage in social media, you start to understand the company’s tribes. Essentially, you will do
that in due diligence. You will understand the chances for combining products, what the value
proposition is, what might be issues with the products that you might not be aware of on the
surface. When you get to the post merger integration phase you can think about how you will
really be able to connect much more effectively with these new employees who are going
through a wrenching experience now having their company being absorbed, the uncertainty of
what that means for their future and their careers.

Engaging with these people allows you to understand the dynamics of the relationships with
those tribes. Who are the people that are important? How is product development done?
Does customer care process have any processes that could easily be rolled into your customer
care? Is there something that you can learn from the organization?
We believe that the culture will be extensively impacted by social media. It will be the way our
culture is defined and transferred between people in the company. If you understand these
factors, you understand how critical social media is as far as how people are interacting with
one another. How are they using this in their business processes?
Let me flesh out what we mean by social processes. When we socialize a process, it is not
something that it is not something that needs to be done from the top down. People are
socializing processes. In most companies right now, people are doing things that are probably
not their “official” jobs within their job description, because they like it, they are good at it and
they have a passion for it. We found through our research and our studies that organizations
that allow people to do that, to cross over boundaries and do things outside their job
descriptions actually increase the quality of their outputs.
Some companies expand the process outside the organization, which is a marked shift from the
past. You look at what are the present processes that are important and ask how they can be
socialized. Some of these could go outside of the company. For example, marketing could be
successfully handed off to the tribe, with the result that the internal marketing effort is shut
down, realizing that the people that are already using the product are doing a great of
generating demand and awareness

JC:

What are the Four Pillars of Hyper-Sociality and how can an organization transition to embody
them?

FG:

The four pillars of Hyper-Sociality are how companies are thinking differently about their
business when they are successful in being hyper-social and leveraging social media as part of
their business.
The first is to stop thinking in terms of market segments, which are based on my personal
characteristics. That is, I am married, I am that age, I live there, I have so many cars, etc.
Instead what they focus on is on tribes.
Wal-Mart is successful on focusing on market segments. They have not been as successful on
social media. The reason for that, I think is that they continue to focus on the market segments.
What they are missing is that their market segments are actually a collection of tribes. You have
frugal moms that buy frugally because they have no other choice. You have frugal moms that

buy frugally because the like the art of the deal. When they find one, they can’t stop talking
about it. These moms like to hang together too, but not with the first group. That is where the
difference comes up.
Another example is the many communities that focus on small businesses. Again a small
business is a market segment. Within small business there are multiple tribes. There are small
businesses that are in the pharmaceutical space that did a $100 million last week, there are
woman owned small businesses, and then there are small businesses that are mom and pop
shops. Those do not want to hang together. They want to hang together among themselves.
That is why companies that are successful at finding their tribes are tending to back away from a
market segmentation approach to things. Another way they think differently is they realize that
a majority of buying decisions happen without anybody of the company or any content being
used as part of that buying decision. Research from McKinsey says that across all industries, 63
percent of all buying decisions happen without anybody from the company being there.
If people are no longer listening to you, you should stop thinking about information channels to
reach your customers because 60 to 8 percent of your customers are not listening to you. They
are listening to peers Instead, you have to start thinking about is start focusing on those
knowledge networks where those decisions are happening. You need to find ways to get a seat
at the table. A good way of doing that is getting everybody with a passion for something, like
music, to be involved. Those people are being trusted by their friends, not as salespeople from
a company like Best Buy, but as musicians themselves. You need to think about information
channels and how to get more seats at those tables where those things are being talked about.
The third pillar is a willingness to give up on company-centricity or product centricity and
become customer-centric, employee-centric, and human centric to a fault. A good example of
that is the Fiskateers. Fiskars is a $ 630 million consumer goods manufacturer based in Finland.
At some point Fiskars decided to build communities to help with the sales of our scissors. They
did not build a community around scissors. They recruited passionate scrapbookers. They
asked those scrapbookers if they would like Fiskars to help set up a community. The
scrapbookers said, “Sure, we will call ourselves Fiskateers. It’s going to be a close community.
You need to talk to us before you can be accepted into the community. We will give parties,
raves and demos….”
Fiskars had a goal of 250 Fiskateers in the first six months. They beat that in 48 hours. They had
about 5000 Fiskateers in the first six months. Those people are talking about the experience as
one that is changing their lives. One Fiskateer donated a kidney to another one. Talk about
reciprocity within that community! When they participate in demos in big box like stores, those
stores typically see their sales of Fiskars products go up by 300 percent. The host stores are now
the ones that are financing the whole project. Fiskars related sales went up by 600 percent.
They did not a community around scissors, which is what most companies would do. They built
it around the people and the shared interests of those people. That is what successful
companies do when being a hyper-social organization works.

The last pillar is social messiness versus process and hierarchies. Hyper-social organizations are
willing to let go of some of the rigidness that is traditionally associated with hierarchies and
processes. They are sort of willing to embrace the messiness that comes with the social. They
realize that sometimes people will mess up. They also realize the benefits of leveraging the
social is much bigger than the downsides that you could get from it.

