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To shift into a perspective where you can leverage the new possibilities involved in using
social media in integrations requires thinking in new (and at the same time really "old")
terms. By seeing your stakeholders as tribal, relating members - rather than atomized
individuals - you can now engage tribal "leaders" and the tribes themselves. The tribes are
based on what people feel is important to them. If you are connecting to that and to their
role in their structure your relationships will bloom. If not, a lot of effort may be spent of
efforts that yield meager results. Take advantage of the new perspective! Do the
background work, experiment with the "SEAMS" principles and report back on the gains that
you are making.
JC:
What is the significance of tribes in this day and age, and how does a
company identify/mobilize the social tribes that are relevant to it?
EM: One of the key advantages of this explosion of social media and the tools that are out
there is that you can do things that were impossible 15-20 years ago as far to look for these
communities. You can make a simple Google search and find where the scrapbookers are
hanging out, where are the big scrapbooking communities. If you are a company, you can
go there, identify yourself and start to listen to them. You can find out what they are doing,
who they are, what they consider to be important within their communities. That gives you
as a company, insights into how do we get mapping what they are doing.
The tribe concept is really about the affinity for one another. It is a key shift. It is about
doing something together, like scrapbooking or motorcycling. It seems simple and obvious
but it is not because companies still stick to a view that "our customers are between these
ages, have a certain kind of income, etc. That will get you part of the way but using these
tools, which we call listening platforms, we can find out what these people are doing. They
are probably not just hanging out about your product. They are hanging out around high
school sports coaching, which is what they do for part of their day.
Fiskars mobilized its business to meet the needs of its scrapbooker community. The tools
that are available ingest all of the blogs, and Facebook. They scrape Twitter as well, putting
all of this information together to identify in real time what people are saying about your
brand, your executives, a competitor's product, are they talking about your product in the
same conversation as they are talking about your competitor's product.
You may be surprised at the tribes that these tools uncover. You may find that weightlifters
have found your product meet their fitness needs and may be a very rich tribe.
FG:
Using the data from the systems you can apply methodologies like netnography, for
example, which has been adapted from ethnography to analyze the behavior of people and
what people are saying online and from that you can identify the tribes you might want to
engage with. In the 19th century, anthropologists shifted from having aboriginals come on
ships for interviews to understand what they were doing, to going as close as possible to
those people and living with them for a year, an agricultural cycle basically, to blend in as
much as possible. I realized that consumer research is still what anthropologists were doing
in the 19th century. We ask people to come over for a focus group, we pay them $100 and
they tell us what they think we want to hear.

When I see anthropologically oriented things brought over into market research I think it is
long overdue. It is not just important to find the tribes. Once you find the tribes, if you
don't know who their leaders are, it is going to be hard for you to engage with the tribe.
Within that leadership, some tribes are egalitarian, so sometimes the leadership is quite
hard to figure out. Sometimes it is more ranked. You have people at the top of it and it is
easy to identify them. But in most cases it is not that easy.
JC:
How would a company use the notion of "engagement" to shape its strategy
and behaviors, especially when it is taking on a major acquisition?
FG:
The most important part of engagement is the engagement that the tribe members
have with one another. It is not the engagement that the company has with the tribe. You
can have very little engagement with the tribe that is very engaged with one another and
derive an unbelievable amount of insights for your new product innovation process and be
very successful.
I don't think you need to measure the engagement. You should monitor the engagement
between your members. But, at the end of the day, the companies that are most successful
are those that measure the impact of what they are doing with tribes and social media, etc.,
on a particular business process the exact same way they would measure the impact of
another process. For example, if you are starting to leverage communities through customer
support, you are going to let people help one another and by doing so having fewer calls
into your call center and perhaps even better support than what you could deliver to your
customer, etc. Don't measure the impact of that community by looking at engagement.
Measure it the exact way you would measure call center support. How do you measure: Is it
customer loyalty, customer equity, etc? Measure the impact the same way as you would
measure any other program.
JC: What is the SEAMS framework and how does embracing it make the difference
in dealing with "hyper-social messiness"?
EM: One of the four pillars is social messiness. Sometimes people try to deal with social
messiness by trying to shoehorn it into legacy process and hierarchies of their company.
The larger the organization and the longer the organization has been around, dealing with
that kind of messiness can almost be paralyzing. We have seen it with large companies that
have polices that make it difficult for them to engage. In social media people could say
messy things about the company or ask difficult questions. The response is in many cases,
"I am just going to ignore it. That is going to be my policy in engaging with this messiness.
A number of these companies have very bad outcomes because they are now forced to
contend with messy and wish they had dealt with it earlier before an incident became a
tsunami.
We developed our framework which we call SEAMS, which is an acronym for:
· Sensing
· Engaging
· Activating
· Measurement, and
· Storytelling
We discussed the sensing earlier. It is a bit wrenching for a company to start dealing with
the blogosphere, social media and tribes that are opinionated, vocal and visible. There are
tribes both outside and inside your company who are communicating and very important to
the success of your business and your products. Find out who the leaders are. People like

status - it is one of the Human 1.0 characteristics. That is why they like to get their reviews
ranked on commerce sites. They like to be known as the best reviewer of certain products.
Find out how to interact with them. Then start mapping these tribes to your business. That
development is important to your business. Is there a community or tribe out there that
could be more engaged in helping with product development? Identify those people and
engage with them. Don't talk at them, talk with them. You may do very little formal talking
with them, giving them information, but you can identify what part of your message is
actually being picked up by the tribe and circulated. What is the 20 percent of your
marketing that tribes actually pay attention to.
Take what you are learning and map it to important processes like customer care, product
development, lead generation or acquisition integration. That means acting on what you
learn.
The next step is measure. You need to report back in terms that the organization
understands what you are getting out of this effort. "We are spending money. We are
opening ourselves up to new risks. This is a very open and transparent communication.
What are we getting from it? How are our processes changing and improving. Show me
metrics I understand that prove we are getting better and indicate what we can do going
into the future to have even better improvements."
As far as storytelling, we have seen that companies that are successful with this strength.
Having stories, such as about the Fiskateers, that can be retold both internally and
externally that can identifying the four pillars resonates with everyone involved.
The story tells how tribes can get involved with the design and use of the product and that
generated a number of very positive outcomes, both in the design of that product, the rise
of the status of that company with its user tribes, and by the way sales, etc. rose quite
remarkably as well. It sets the tone for the culture.
Using the SEAMS approach is an effective way for companies take this disorder and start
approaching it. You can look at it and see, "Here are the steps."
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