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“Put simply, your business likely doesn’t understand your customers nearly
well enough. Big Social Mobile provides startling insights and a simple blue-
print for smart brands looking to build strong, loyal relationships with their
customers.”

—Larry Drebes, CEO and CTO, Janrain

“As a mobile first company, we're always educating our customers about why
a multifaceted mobile strategy is key to their continued evolution. Big Social
Mobile is a great springboard to a mobile first approach and will help readers
guide their companies into the future”

—Irfan Mohammed, Co-founder, Personagraph

“Organizations today are still in the early stages of determining how to apply

social media, big data, mobile technology, and other digital initiatives in a way

that fits with their existing business model. Big Social Mobile is a must read on

how to use these evolving technologies and methods to achieve a competitive
edge while avoiding the pitfalls they often present.”

—Gary Cokins, Founder, Analytics-Based Performance

Management LLC and co-author of

Business Predictive Analytics

“David has bridged the gap between the disparate worlds of big data and enter-
prise information to establish new fundamentals that executives and special-
ized practitioners alike should learn. Applying these will help ensure that
enterprises remain competitive and can easily adapt to the rapidly changing
environments around them.”

—Claudia Imhoff, Founder, Boulder Business
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INTRODUCTION

ASTWRITE THIS, I'M FLYING FROM NEWARK, New Jersey, to Las Vegas
on a major airline, sitting in the first-class section. Trish, a flight attendant,
approaches me after takeoff, smiles, and says, “Hello, Mr. Giannetto, will you
be joining us for lunch?” She turns to the two women with Russian accents
across the aisle and asks them both the same question, also addressing them by
name. Perhaps because I spend a great deal of my life working with companies
to help make them customer-centric, information-driven, highly integrated
enterprises, I notice that Trish is doing everything she can to make sure she
personally connects with each passenger. She addresses all of us by name and
seems genuinely interested in every passenger to whom she speaks.

When I ask Trish about her personalized approach, she explains that it’s a
result of her training and she takes it to heart. No doubt, her employer recog-
nizes the value of customers in first class having a positive experience. Frequent
flyers take the service they receive seriously, but they usually don't call the air-
line’s customer service department when they have a complaint.

They don’t have to—not anymore.

The most senior of travelers—the Global Alliance or 1k travelers—will
receive a text from the airline asking about in-flight service before they even
make it up the airplane’s exit ramp. And they’ll respond. If Trish doesn’t address
them by name, they may well report this omission, and a complaint will be
logged in her file and she’ll be counseled next time she checks in for a flight.

Training attendants to personalize service and retraining them when they
don’t are not new processes. What's new, though, is the use of technology to
make the process happen in real time to improve the customer experience. This

airline recognized that when these customers didn’t have a good experience
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they—their most influential customers—were tarnishing their brand online, via
social media and mobile technology, to their most profitable market segment.

The airline’s social media analysts were the first to spot and respond to
this dissatisfaction among their best customers. They deleted negative com-
ments on social feeds, directly messaged these dissatisfied customers to
apologize on behalf of the company, and suggested they contact customer
service to complain. But these actions didn’t help. In fact, they often made
matters worse because these customers would then post complaints about
the poor customer service response and how useless the airline’s apologies
were.

This airline’s initial response to the growing power of customers is typical. It
demonstrates how digital initiatives—social media, mobile technology, and the
resulting big data—are adopted. They are islands within their enterprise, seg-
regated from the people, processes, technology, and information that make up
what can now be considered traditional enterprise functions: Sales, Operations,
and other core departments. Increasingly, though, employees who work within
these segregated digital initiatives—social, mobile, or big data experts—find
themselves interacting with consumers and customers more frequently and
intimately than traditional customer-facing departments. Consumers are
demanding that these experts solve their problems and provide the latest infor-
mation about products and services.

Unfortunately, these specialized practitioners often lack the knowledge and
skills to do so. As a result, customers become increasingly dissatisfied, com-
plaints mount, and management becomes aware that this segregated approach
is causing larger problems for the organization.

When encountering this problem, most business leaders do one of two things.
First, they pour more money, time, and resources into these segregated digital
initiatives in an attempt to solve the problem. Or second, they seek to reinvent
their organizations as highly social, highly mobile, and big-data-friendly; they
see the problem as part of a much larger issue and use it as a catalyst to reinvent
the company with a new and “improved” structure and substance. Both of these
approaches are doomed to failure because they only serve to further fragment
the organization. Reinvention erodes the unique identity and value proposition
upon which the company was built.

Consider a third option. All business leaders want results. They’ve spent the
money and assigned the resources necessary to build large social communi-

ties, develop mobile applications, and collect massive amounts of data. They’ve
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done the work to become more sophisticated in how they manage and use
these digital initiatives. But they want these initiatives to generate traditional
business results: increased revenue and profit, reduced expense, and improved
performance. They want these digital initiatives to translate into bottom-line
results, such as more customers, higher conversion rates, increased customer
lifetime value, new markets, and greater opportunities.

This book is designed to help you achieve these results within your own
organization—to help organizations both big and small become a Big Social
Mobile enterprise.

Big Social Mobile is not about the standard list of topics these digital initia-
tives bring to mind—increasing your company’s friends and followers, design-
ing the coolest mobile application, and collecting more big data. Rather, it
is built upon the premise that these three major digital initiatives—big data,
social media, and mobile technology—have the potential to radically improve
business performance, if they are implemented in a way that enhances and sup-
ports what has traditionally made a business unique and profitable—if they
are integrated into each other and into the goals, objectives, people, processes,
technology, and information of the organization itself.

Big Social Mobile takes a position that strikes me as firmly grounded in
traditional business principles, but it is one that others might find radical. It
holds that business has not changed despite all of these technological advances,
and neither has the way organizational success is measured. What has changed
is how you must play the game, how technology and methodology must be
blended together, one enabling the other, all filtered through the perspective of
how an organization can—and must—adapt to meet the evolving demands of a
new social consumer in a new social economy.

On the journey to become Big Social Mobile, organizations do not start from
ground zero. Most already have initiatives in place. Employees strive within
them to succeed; managers seek to achieve goals, become more effective and
efficient, and satisfy customer and consumer demands. But these fine efforts
also pull the enterprise apart because they are segregated from the organiza-
tion’s core culture, philosophy, value proposition, and beliefs. Huge amounts
of money are invested to develop new mobile applications or to increase the
company’s social community, cool technology and more followers are the only
results. There is little impact on revenue and a negative impact on profit.

As each of these segregated initiatives grows in complexity, it becomes an

iceberg, where only the smallest amount of the problem it is creating is visible
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to business leaders. On the surface, the segregated initiatives seem to meet their
objectives—they attract followers, increase engagement and usage, and pro-
duce more data—but in this segregated state they are not creating real growth.
They produce an increase in complexity and cost without a resulting increase
in profit. It is unsustainable. Only through better integration will organizations
overcome the larger obstacles that these segregated initiatives represent.

In the first section of this book I'll begin by exploring the problems these
initiatives cause when organizations adopt a segregated mind-set and how an
integrated approach can solve these problems. Using examples that illustrate
the benefits of the latter and the perils of the former, I'll describe organizations
that have grappled with the same issues your organization is facing. As you
proceed deeper into the book, you will see how to shift your thinking, setting
aside the common lens through which social media, mobile technology, and
big data experts see these digital initiatives and instead see them from a tradi-
tional business perspective—how they can, and should, create tangible business
results. From this new perspective, you will understand how you don’t have to
reinvent your organization to achieve these new objectives but simply integrate
these initiatives into the core of your organization itself.

The middle section of the book defines a methodology that my clients have
adopted to achieve ambitious business objectives. From analyzing digital rela-
tionships to identifying ideal digital behaviors, I'll provide specific steps and
advice that organizations can follow to become Big Social Mobile. The final
chapters examine three issues that will arise as organizations attempt to adopt
an integrated mind-set—the challenge that consumer-controlled mobile tech-
nology presents, the need to demystify big data, and the importance of antici-
pating the impact of new technology on the future.

I've written this book in a way that will be relevant to a wide range of busi-
ness readers. It addresses topics that should resonate with executives who have
a deep understanding of business as well as with specialized practitioners of big
data, social media, and mobile technology who possess a deep understanding
of their specialty.

I've also written it with a firm belief that though these initiatives have
not changed business itself, the audience for these initiatives has changed.
Consumers now have more power than ever before, and for organizations to
take back power in this corporate-consumer relationship, they must discover

how to reshape themselves without reinvention. They must change the way they
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think about these initiatives without losing sight of what makes them unique,
and valuable. An integrated mind-set is the key to this improved approach.

Unfortunately, few companies have yet to become effective at integrating
these digital initiatives into their enterprise, creating a seamless experience
for customers and consumers across both the physical and digital landscape,
merging the multiple spheres that online consumers exist within, and creating
tangible business results.

Therein lies the opportunity. By reshaping your organization into a Big
Social Mobile enterprise you can seize that opportunity. This book will explain

why doing so is critical and how do to it.
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THE NEW SOCIAL ECONOMY HAS NOT changed how success in business

is measured but rather how success is achieved.




Chapter 1

THE INTEGRATED
ENTERPRISE

JUST ABOUT EVERY MAJOR ORGANIZATION AROUND the world has
invested heavily in three key digital initiatives—social media, mobile technol-
ogy, and big data—in recent years. This investment has been in dollars and in
people. Companies have recruited specialized practitioners for each of these
digital initiatives, adopted new technology, and hired third-party specialists.
They have a lot riding on the success of these initiatives.

Executives have been told they must re-invent themselves as highly social or
highly mobile or big data-friendly; some say the sustainability of their enter-
prise is at stake, that these digital initiatives have revolutionized business. Big,
social, and mobile are on all leaders’ minds, and they’re looking for results.

At first glance it may seem as if these efforts have paid off. Most organiza-
tions have seen huge percentage increases in friends, fans, and followers on a
wide array of social platforms. A majority of larger organizations have launched
mobile applications that are state-of-the-art, highly downloaded, and praised
as user-friendly. They revel in the volumes of data theyve generated or col-
lected, proclaiming that they now know more about consumers—website visi-
tors, social media followers, and mobile users—than ever before. And these
things are all true.

But look below the surface of these results. They represent narrowly defined

gains in separate, highly specialized areas and not much else. How have digital
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initiatives helped companies achieve traditional business goals: increasing rev-
enue, reducing expenses, and improving profit? Has this new, greater under-
standing of or improved relationships with customers or consumers led to these
tangible measures of value or the things that directly drive them? Have they
helped businesses evolve so that they are better suited to operate in a global,
digital world, where consumers inhabit both a physical and digital landscape?

The answer to these questions is a resounding “no.” Certainly the poten-
tial is there for social media, mobile technology, and big data to achieve these
objectives. But that’s never going to happen as long as organizations continue
to launch these initiatives in a segregated manner—segregated from each other
and from the larger organization itself, its mission, and its objectives. As long as
the emphasis is on boosting the number of friends and followers, creating ever
more technically sophisticated mobile applications, or collecting increasingly
greater amounts of data, these initiatives will have a minimal impact on the true
measures of organizational performance.

If, on the other hand, these initiatives are integrated into the enterprise itself,
woven together and into its people, processes, technology, and information,
they can drive results that build upon and enhance the company’s differen-
tiators and value propositions, properly position them to connect with today’s
social consumer, and compete in a diverse new social economy, adding real,
tangible value. When integrated properly, these initiatives can yield the results
that executives are seeking and can turn any organization, both big and small,

into a Big Social Mobile enterprise.

BIG SOCIAL MOBILE VERSUS THE TRADITIONAL ENTERPRISE

The differences between Big Social Mobile enterprises and ones that separate
and isolate these digital initiatives are numerous and multifaceted. It’s not just
a matter of actions but attitudes. Leaders within integrated enterprises, for
instance, have a very different perspective on these three initiatives. These
leaders esteem the traditional measures of organizational performance and the
value proposition that made them successful and yet understand that social
media, mobile technology, and big data are strategic initiatives that must be
blended together and integrated into every aspect of their organization. They
are constantly questioning and talking about how these initiatives contribute

to major business objectives and the supporting goals of each department.
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They are actively and continuously involved in decisions that impact these
initiatives.

In organizations that handle big, social, and mobile in the traditional, seg-
regated manner, leaders often have little awareness of or involvement in these
initiatives; each initiative is run by a separate, specialized subject-matter expert.
Since executives do not focus upon them, their success is measured in terms
that these specialized practitioners define as success: more friends or followers,
more downloads, or more data.

Here are the traits that differentiate an integrated from a segregated

organization:

THE SEGREGATED APPROACH—SEE FIGURE 1.1

e Runs isolated projects in each of the three areas. Marketing or digital
marketing manages social media with a low-level marketer/analyst in
charge; the Information Technology (IT) group manages mobile with
the help of an outsourced third-party developer; and IT manages the
consolidation of big data.

e Fails to tie initiatives to corporate goals. Social media objectives
focus on numerical measurements of followership, engagement, and
sentiment; mobile objectives relate to the number of downloads and
usage metrics; big data efforts concentrate on the amount of data col-
lected.

e Creates self-contained initiatives that aren’t woven into core processes.
Traditional enterprise functions, processes, technology, and informa-
tion outside of the three digital initiatives are disconnected from these
initiatives; marketing promotions are not integrated with digital mar-
keting efforts; sales opportunities arising in these areas are not handled
by Sales; customer issues are not handled by Customer Service; and
big-data-related information is not utilized for planning and decision
making. The customer experience is inconsistent across mediums and
channels.

e Lacks executive oversight of these initiatives. Corporate leaders see big,
social, and mobile as supporting efforts that should be run by subject-
matter experts.

e Does not tie social and mobile data (big data) to traditional enterprise

data. Customers are unique within each data set and cannot be identified
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Figure 1.1 The segregated approach to digital initiatives, leaving them isolated

from core, traditional enterprise functions.

across each of these different digital spheres or across both the physical
and digital landscape.

e Looks at information as a nonstrategic asset of the organization.
Perceives information to be relative to each initiative and separate from

core processes and enterprise information.

THE INTEGRATED APPROACH—SEE FIGURE 1.2
e Measures the success of digital initiatives using traditional metrics
such as revenue, expense, and profit and their ability to influence these,
while also measuring elements unique to each initiative (number of
fans, engagement, downloads, video views, etc.)
e Seeks to create a similar customer experience across both the tradi-

tional and digital landscapes, through all channels, creating processes
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to standardize this experience. Uses this standardization to create
internal efficiencies, improve customer and consumer satisfaction, and
increase brand loyalty.

e Views digital initiatives as directly impacting the company’s long-term
success; information generated by big data is used to gain a strategic
advantage, improve performance, and is used by every function within
the enterprise; big data and traditional data are merged into one data set.

e Embeds digital initiatives into core enterprise processes, with subject-
matter experts owning only the technology and processes specific to
each initiative; subject-matter experts facilitate enterprise-wide involve-
ment.

e Encourages department and functional leaders to be socially aware;
digital initiatives are integrated into departmental planning, and this
information is combined with traditional enterprise information.

e Disperses social media, mobile technology, and big data information
throughout the enterprise; the enterprise runs active processes that seek
to bridge the gap between enterprise and big data so that customers are
uniquely identified and so that behavior can be analyzed using new tech-
niques and can be leveraged with new marketing and sales techniques.

e Makes sure the owners of digital initiatives articulate and disseminate
their vision for how their efforts will support the company’s core value

proposition and drive traditional profit-oriented results.

In looking at these traits, be aware that most organizations are not all one or the
other. Few companies have achieved the ideal, fully integrated approach, and
a dwindling number of organizations remain saddled with a completely segre-
gated model. The goal of today’s executive should be to apply consistent and
persistent pressure that helps their organization evolve to become a Big Social
Mobile enterprise. This means breaking down the barriers that exist between
each of these initiatives. It also requires tearing down the fences between these
new specialties and the traditional enterprise processes and policies.

But this does not mean that the organization must be reinvented, magi-

cally transformed into something different, web-based, highly social, or purely
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Figure 1.2 The integrated enterprise, where each digital initiative is woven into the

people, process, technology, and information of traditional enterprise functions.

mobile. Executives cannot allow the organization to lose sight of what made
their company what it is and the value proposition upon which it is based.
These traditional drivers of success are the stakes in the ground upon which
everything big, social, and mobile must be tied. Despite the constant hype
associated with these digital initiatives, the basic rules of business have not

changed.

ONE COMPANY’S JOURNEY TO BECOME BIG SOCIAL MOBILE

For a large photography and imaging consumer goods company, the jour-
ney to become Big Social Mobile started with a simple question: What rebate
amounts would prompt consumers to buy their products? Carl, the Chief

Marketing Officer (CMO), was relying on historical information that varied
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discounts by geographic market and product. The results were highly influ-
enced by retailer strategies, local economics, seasonality, and supply chain
performance.

Carl knew that the company’s social and mobile initiatives might provide
a different answer. His company had approximately 40,000 fans within their
social media communities; an unimpressive number. But their largest retailer
possessed a 7-million-member social community and was always eager to part-
ner on promotions. Carl gave the green light to begin testing rebate amounts
on their social community. Once it began, other retailers got wind of it and
requested the same promotional programs. Carl was able to widen the tests,
and his company’s social community quickly began to grow.

After the test had run for two months, Carl had sufficient data to answer the
original question. And the information was specific; the CMO could now see
the relationship between different rebate amounts and consumer demand. He
deduced he could use these social communities to test new rebate price levels,
even combining them with different promotions and marketing language to
quickly see their impact on consumer behavior—something impossible with
the traditional approach.

But in the course of doing so, Carl discovered that his company had no way
of comparing data about online consumers who took advantage of the rebates
to the customers in the company database. In addition, the data on the 80,000
users who downloaded his company’s third-party-developed mobile app were
also completely separated from his traditional customer and social media data.
Thus, customers had multiple, separate identities—the traditional data identi-
fied them by product registration or sales order numbers; the social media and
mobile apps identified them by email address, user IDs, or mobile numbers.
His company’s big data initiative didn’t tie these different identities together or
uniquely identify their customers or consumers.

Even more alarming, the silos went beyond the data. No one in the Customer
Service department was tracking, comparing, or responding effectively to issues
raised by social media and mobile customers; no one in Product Development
was tracking product improvement suggestions that came through social
media; Sales was uninvolved when a customer was looking for an upgrade or
a consumer showed interest in a new product; and no one was comparing the

behavior of consumers online to consumer behavior in physical stores.
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Carl began implementing a series of changes in response to these discon-

nects, including:

e Fostering executive involvement in all social and mobile initiatives
so that they were tied directly to the achievement of corporate goals.

e Changing the focus of the company’s big data initiative so that it brought
together all data—traditional enterprise, social, and mobile data—in a
way that not only showed larger trends, but also identified specific cus-
tomers.

e Introducing new types of analyses that tied consumer demographics to
behavioral patterns so that functional department heads could integrate
information into their processes and decision making.

e Modifying the existing Customer Service technology and processes to
ensure that Agents received information about customers from both
their traditional enterprise applications and social and mobile plat-

forms so that they could respond to inquiries more effectively.

Mobile was a bigger problem; since the company’s primary products were
cameras, smart phones, with their built-in cameras, were actually preventing
growth of core product lines. Product Development was paired with Social
Media to solicit suggestions from consumers for the company’s new line of
“social products” The company also fought back by changing its mobile app
to embed discounted instant printing, to promote the functionality of higher-
grade cameras, and to push discounts directly to consumers likely to upgrade at
holidays or when big data revealed they were planning a vacation. Videos and
articles were designed to highlight what could be done with real cameras that
couldn’t be done with smart phones.

With these and other efforts, Carl put the company in a much better posi-
tion to determine which customers represented the greatest opportunity and
then use this information to target these customers with specific marketing
techniques. They also were able to learn which customers were likely to need
new supplies and at what times of year, allowing them to capture these cus-
tomers with advertisements, discounts, and seasonal promotions. Carl was also
able to leverage the integrated enterprise and big data to change how the com-
pany marketed, adopting a micro-marketing technique—targeting small and
specific consumer groups with messages that were designed to have a higher

sales success rate.
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Perhaps the most significant change, though, was that every function and
leadership level in the company became involved in social, mobile, and big
data initiatives. Wider distribution of the information pulled from big data and
process changes made social and mobile efforts meaningful to each functional
department; social and mobile consumers became just as tangible to employees
as customers who called on phones or sent emails.

While Carl’s company is still in the early stages of becoming a Big Social
Mobile enterprise, it has already reaped significant, tangible benefits from
their new approach, ranging from increased sales to improved long-term prod-
uct development strategies. Finding specific areas where big data, social, and
mobile initiatives could be directly tied to the entire enterprise removed the
confusion caused by the increased complexity these initiatives represent. This
complexity often overwhelms executives—and entire organizations. When
this happens, they adopt an approach that is easy to understand—one focused
on specific, simple goals like increasing followers or engagement, building a
better mobile app, or collecting more data. However, as we have seen, these

goals are often contrary to the overarching goals of the enterprise.

THE CHALLENGE OF COMPLEXITY

As businesses grow, they often become too complex for the current leader-
ship, processes, and systems to control. An increase in the number of cus-
tomers creates the need for additional personnel; higher transactional volume
requires better technology to process requests; additional products creates the
need for additional product developers, warehouse workers, warehouse space,
and assets. New business channels, in a potentially global market, can give rise
to issues ranging from problematic legal requirements to excessively complex
supply chains. Emerging technologies that fuel growth are quickly trumped by
even better emerging technologies. Leaders scramble to keep pace and make
difficult decisions in the gray area between right and wrong.

To meet this increase in complexity caused by growth, companies add peo-
ple, processes, and technology. Management of the business becomes dispersed
among a new group of leaders and employees who are increasingly grounded in
functional specialties: Sales, Marketing, Operations, Information Technology,
Finance, Accounting. But at the same time, the core value proposition of the
business—what customers find valuable about that business—changes very lit-

tle. In addition, the new managers who are now responsible for communicating
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this value proposition to prospects, delivering it to customers, and disseminat-
ing it through various mediums are one step removed from the original idea
upon which that business was built, the one that intrigued or convinced con-
sumers. Being specialized and one step removed from the core of the business,
these new managers and practitioners show an increased tendency to focus
solely on their area of expertise. They attempt to think holistically, but their
perspective, the goals they set, and the results they strive for are influenced by
their previous experience and expertise.

While specialization in the face of growth helps companies navigate com-
plex new issues and problems, it has negative side effects. Companies must
invest tremendous amounts of time and energy trying to control how products
and services are positioned, sold, and delivered across new channels and new
territories. The core strategy that made the company unique often suffers while
the company struggles to understand and adapt to its position in a changing
marketplace. Specialized managers and new employees skew the corporate per-
spective and pull energy into localized initiatives that detract from what the
business was actually put there to do—generate profit. It’s not that corporate
leaders intentionally commit these mistakes, but that the complexity caused by
growth causes people to become focused on narrow goals that contribute little
or not at all to larger business objectives.

And this is only the complexity that comes from growth—the need to do the
same things at an increased volume and velocity.

Add social media, mobile technology, and big data, and things become expo-
nentially more complex. Social media has performed the wholesale renovation
of branding and marketing techniques and has created a fundamental shift in
the corporate-consumer relationship; mobile technology has mainstreamed a
brand-new platform of disparate devices completely controlled by a changing
consumer; big data has introduced a much larger volume of data and informa-
tion fragmented across a broader digital landscape.

To meet these new challenges, leaders add new, increasingly specialized
practicioners: digital marketers to manage social media, mobile developers to
create mobile apps, and information technologists and analysts to handle big
data. Management of the organization is again further dispersed.

As you might imagine—as you’ve probably experienced—things become
lost in this translation. No matter how much executives try to educate them-

selves, social media, mobile technology, and big data are foreign concepts.
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The existing systems and processes that these leaders became familiar with
over the years clashes with the demands of operating in a digital world. This
digital landscape is too far removed from the center of the corporate enter-
prise, and the skills required to operate effectively there are too specialized
and too new. Leaders need subject-matter experts—big data, social, and
mobile practitioners—who possess very different skills and backgrounds and
perspectives than they’re used to.

While leaders don't give carte blanche to these experts, they are much more
likely to give them more freedom to control their areas than they accord to other
functional managers in disciplines that are familiar to them, such as Finance,
Operations, and Sales. They do not question engineers on design specification,
developers on proprietary algorithms, or the graphic designers on layout tech-
niques, and so they also don’t question these new specialized practitioners. They
allow these experts to operate as free-standing entities within their enterprise.

Have you ever walked into the engineering wing of a corporate headquar-
ters, the cubicle world of developers, or the open air office of graphics artists
and felt that you have entered another world, one far removed from the larger
corporate culture that employs them? They look and feel different from the rest
of the company. These groups, with their own independent people, processes
and technology, take on a life and culture of their own, one that is far removed
from the strict value proposition that appeals to the customers. The offices of
social media marketers, mobile developers, and big data analysts often feel the
same; they too are subject-matter experts in charge of knowledge that seems
esoteric or at least unfamiliar.

Organizational leaders do not manage these specialized areas in the same
hands-on fashion they do core areas of their business, justifying this looser
approach because they lack the expertise to be as involved as they normally are.
In addition, experts tend to operate at the fringes of the enterprise, far removed
from direct interaction with customers. Leaders and mainstream managers act
as buffers between these independently operating experts and the consumer.

What'’s different about social media, mobile technology, and big data—and
what makes the situation more complex—is that each of these functions are
actually on the front line of customer interactions. Within their separate silos,
these three areas see, understand, and deal with consumers through a never-
ending feed of information, one that is far more intimate than the periodic

interactions managers and employees within the Sales, Customer Service, or
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Account Management departments have with customers. Enmeshed in their
own specialized functions, the purveyors of these digital initiatives aren’t post-
ing content, designing applications, or managing data in a way that relates their
effort to the larger corporate strategy; the complexity of their work and their
tasks insulate them from corporate goals in the same way that product design-
ers aren’t held accountable for the revenue their products eventually generate.
This lack of accountability and integration these digital initiatives have with
the core of businesses must change. Complexity is an obstacle but should not
be an excuse. Organizations need a process that pushes them past the complex
issues they’re facing in order to access the valuable information these specialists
possess—information that Big Social Mobile enterprises use to great competi-

tive advantage.

THE TRANSFORMATIVE POWER OF DISTRIBUTED INFORMATION

On the surface, the manner in which many organizations deal with information
generated from their social media and mobile technology efforts makes sense.
They analyze social media data for how effectively consumers respond to com-
pany posts or how actively they engage with the brand. Mobile data provide
insights into how effectively customers are adopting the mobile application,
and how frequently they use it. This information helps social and mobile prac-
titioners improve consumer engagement and sentiment, something that will
benefit the company in the long run.

High-performing companies have learned how to shatter these silos within
their organization, encouraging and even forcing one function to interact and
share information with another. Research and Development launches a new
product, Marketing promotes it, Sales sells it, and Operations delivers or imple-
ments it. And then Operations feeds back to Research and Development infor-
mation that drives product improvement and highlights to Sales and Marketing
what customers find most valuable, and how they are using the product in ways
the company never anticipated. As a result, the focus of marketing materials
and sales presentations improves to resonate more deeply with new prospects
(see Figure 1.3).

Big Social Mobile enterprises understand the value of using information in
a similar manner. They analyze posted content and solicit information based

on corporate needs: they determine what consumers love and hate about their
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Figure 1.3 The difference between how segregated and integrated high-performing
organizations interact with the market and share information between departments to
increase learning and effectiveness. Integrated enterprises have more direct interaction,
leverage big data, and combine big data with traditional enterprise data for greater

insight.

brand; they assess how this love or hate impacts consumer sentiment; they
examine what products or services consumer value most, and where they stack
up versus competitors; they figure out what marketing campaigns resonate
most deeply and how and when these campaigns convert prospects to custom-
ers. They analyze the nuance of consumer behavior relative to every interaction
they so that they can employ more effective techniques. They use information for
more than just increasing followers, engagement, and improving sentiment.
And Big Social Mobile enterprises capitalize on the information in even
more impactful ways. Not only do they use it to understand consumers, the

marketplace, and trends from a broad perspective, they are able to extract
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individual opportunities from the data—specific prospects to pursue, specific
problems to solve, specific people to solicit, specific new groups that could
potentially become customers. And they put all of this information directly
into the hands of those employees that can put it to the best use, at exactly
the right time. Information is not retained with isolated initiative silos, but
distributed across the organization so that not only is the entire enterprise
socially aware, but each function is able to leverage the results of these digital
initiatives.

As a result, the enterprise realizes both hard and soft returns from their
digital initiatives, while at the same time allowing the consumer to benefit as
well. Consumers are now interacting with the employee who can add the most
value to the conversation or solve the problem quickest—something that is
vitally important to and builds brand loyalty with today’s social consumer—
and they are getting a consistent experience regardless of whom they interact
with, across any medium.

Big Social Mobile enterprises also actively break down the barriers between
data and information silos. Most companies keep traditional customer data
separated from social and mobile data, but fully integrated enterprises tie social
and mobile customer data to the traditional data that reside within other data-
bases, such as those that support customer service, order entry, and customer
relationship management. This integration of traditional enterprise informa-
tion and big data allows the company to understand and target consumers more
effectively. These information-savvy organizations don’t distinguish between
traditional customer interactions and ones that occur digitally; they extract,
compare, and use data from both.

Information, then, is the driver of an integrated approach. Big Social Mobile
enterprises do not expend significant resources to manage big data for big
data’s sake, but for competitive advantage. They recognize that the rise of social
media and mobile technology presents them with opportunities that go far
beyond improved engagement and they understand that they can make their
overall business more successful—by integrating big, social, and mobile into

the enterprise.

REDEFINING SUCCESS

To create a Big Social Mobile enterprise—one that uses new technol-

ogy and techniques but is driven and united by traditional organizational
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objectives—organizations need to redefine what success is for these three digi-
tal initiatives. Until they are defined in terms that relate them to the broader
enterprise, they will continue to measure themselves based upon metrics that
are commonly used by their peer group of fellow practitioners.

This redefinition requires a change in perception. While big data, social,
and mobile initiatives may look like other specialized efforts, they are actually
quite different. Management, however, tries to classify them using traditional
labels: social media as a new marketing technique; mobile development as a
technology effort; big data as analytics. The use of traditional labels isolates and
minimizes the impact of digital initiatives.

A social media practitioner is hired and creates a presence on Facebook,
Twitter, YouTube, LinkedIn, and other social media platforms. This digital
marketer sets about attracting a base of friends, fans, and followers. They incor-
porate marketing materials into their efforts and borrow content from press
releases and brochures. Their initial measure of success involves the number of
followers generated, and as their initiative progresses they focus on consumer
engagement and sometimes sentiment. Some companies generate more fol-
lowers than others, or more engagement than others, but generally, an effort
is considered successful if the number of followers and degree of engagement
increase over time.

Consider, though, that the digital marketer is interacting with followers who
might never learn about the actual value proposition the company was built
upon and might never buy the company’s products or services. The initiative
is operating within a vacuum. It is led by a social media practitioner whose
expertise lies in posting content and managing online communites; someone
who has been taught to borrow content from wherever they can find it in hopes
of attracting more and more friends, fans, and followers.

This initiative is doing little to communicate the brand’s message or its dif-
ferentiators; it is doing nothing to generate profit. But it is generating consider-
able expense.

At the same time another initiative is under way within the enterprise.
Mobile developers have been hired, or outsourced, and a mobile app has been
created and launched. It is deemed a success if it offers consumers a way to
find the company, see its goods and services, and allows customers to reach
Customer Service Agents via phone, email, or chat when necessary. But it, too,
is generating expense and doing little to create profit or further the corporate

mission.
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As these social and mobile initiatives grow they are creating data—a lot of
data—and another initiative is launched, one that seeks to gather, consolidate
and interpret this data. It is being run by the company’s internal IT staff and
requires entirely new applications and infrastructure completely separate from
the enterprise’s traditional technology infrastructure. Its purpose is to interpret
what is happening as a result of the social and mobile initiatives and provide
management with information they can use. It is considered a success if it pro-
duces evidence that friends and followers are increasing, provides demographic
information these followers and demonstrates that their apps are being used.
This initiative, too, generates significant expense and no profit, and it too oper-
ates without being tied in to larger corporate objectives.

These criteria for success are understandable if not acceptable. They can
be justified because today every company believes they must have a social and
mobile presence, and deal with the resulting data. But these initiatives are not
successful when viewed from an enterprise perspective, the traditional per-
spective that executives must maintain when executing against the basic profit-
oriented or value-based mission of every organization.

For years, companies have relied on clearly defined sales processes to drive
their businesses. Sales might be retail workers behind a counter, cold callers
from an overseas third-party call center, or traditional sales people that knock
on doors and ask for business. Some companies rely more on sales promotions,
others on brand-building advertising—but all are designed to turn consumers
into customers.

Operations, in turn, followed Sales to satisfy the commitment made to the
customer during the sales process. Operational processes and departments var-
ied widely by industry and by company. But regardless of the simplicity or com-
plexity of operational processes, or the inclusion or exclusion of departments
such as customer service, order processing, warehousing pick/pack, retail, or
delivery operations, companies satisfy their customers through these opera-
tional processes.

Sales and Operations have traditionally been the core of companies because
they satisfy the main purpose of all companies: generating customers and sat-
isfying their needs. This does not mean that other areas of the business do not
also have the ability to win or lose customers, but that a company must have
efficient Sales and Operations to remain viable for any significant period of

time. And because they are the core of business, Sales and Operations share
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the same performance metrics used by the business itself. Sales is measured
by revenue generated and Operations is measured by the expense generated
while delivering products or services. When combined they create the basic
profit equation.

Other departments—Marketing, Finance, Product Development, Infor-
mation Technology—are measured based upon these secondary measures
which show their ability to help Sales and Operations achieve the core company
objectives. These departments must manage their expenses like all depart-
ments, but they are not held to the same standard. It is the unwritten rule of
business: those who directly interact with the customer, those who generate
them, deliver products and services to them, and then keep them happy, turn-
ing them into repeat customers driving long-term customer value, are most
accountable.

Social media and mobile technology are changing this. Many customers
now use social media as their first touch point to investigate a brand, to see if
they feel any connection to its image, and to determine whether their friends
and family are familiar with its products or services. If these social consumers
decide to become customers or experience a problem, social media is often the
first place they return to. They reflexively go back to their first point of interac-
tion with that company. New social consumers also check to see whether the
company has a mobile application. If it does, it often becomes the first place
they go when they need to interact with the company for any reason: product
problem, add-on products or services, or to repurchase. Mobile technology, like
social media, has become deeply embedded in both the Sales and Operations
processes.

Social and mobile initiatives are measured as if they are supporting func-
tions when in fact today’s social consumer has turned them into core business
functions.

The highly specialized employees working within social and mobile ini-
tiatives lack the knowledge and skills to perform these Sales and Operations
functions. They have no experience or training in upselling customers and
maximizing revenue per sale or customer lifetime value. Moreover, these spe-
cialized employees often aren’t astute about brand messages or the larger goals
of the company. They may communicate with the customer in a way that com-
moditizes a product or service or that emphasizes speed of delivery instead

of quality. As skilled as these specialists are at increasing engagement, the
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segmented environment they work within does not equip them with the tools
they need to function as extensions of Sales or Operations..

The company could attempt to reinvent itself, putting even more resources
into social and mobile programs. But in doing this it would dilute what made
the company unique and successful to begin with. The answer then is to
integrate these functions back into the enterprise so that the employees who
understand how to maximize interactions with the consumer are there dur-
ing critical moments: generating leads, closing business, servicing custom-
ers, gathering key information. To do this the company must have processes
in place that ensure customers can interact with the employees who are best
suited to respond to their issue—just as businesses have done long before this
digital revolution.

Organizations can determine whether they’ve redefined success in an inte-

grative manner based on how they answer questions such as the following:

e How often do highly engaged consumers become customers or make
repeat purchases?

e What is the conversation rate of social consumers to customers com-
pared to the company’s traditional conversion rate? How does this com-
pare to consumers registered on a company mobile app?

e Do highly engaged, social consumers have a higher lifetime value than
traditional customers, and which are more easily influenced?

e What is the actual volume of leads coming from the social and mobile
channel?

e What percentage of existing customers are downloading mobile appli-
cations and how much more efficient are these apps making interactive

processes? How much is the company saving as a result?

Companies can also measure whether they’ve redefined success by asking ques-

tions related to their strategic objectives:

e How many product improvements came from social and mobile channels?

e What does the competitive landscape look like from the consumers’
perspective?

e How many product upgrade inquiries have come as a result of content

posted on social platforms?
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e How have social platforms extended the reach of the organization,
opened new market segments, or identified highly profitable subseg-
ments of existing markets?

e How has social media or mobile technology increased brand recogni-
tion, and has this increase resulted in tangible sales opportunities?

e How realistic is the organization’s long-term strategy considering the

new social consumers’ attitudes and behaviors?

As organizations attempt to transition from a segregated to an integrated
approach, they should monitor how theyre answering these questions. Over
time, they will find their answers changing, and they can chart their progress
toward an integrated ideal by the shift in their responses. The easier they find it
to answer these questions, the more progress they’re making.

Now let’s turn to another litmus test that measures an organization’s prog-

ress toward becoming a Big Social Mobile enterprise: the mobile application.

AN APP FOR THE AGES

You can often tell a Big Social Mobile enterprise by its mobile app. Too often,
companies create technologically advanced apps that have little to do with their
overall mission or strategy. Starbucks became 2012’s most dominant player in
the $500-million mobile wallet market with a deceptively simple app that fits
perfectly with their overall strategy.! When Starbucks began their rapid expan-
sion in the late 1980s, they did so with a marketing campaign that positioned
their coffee shops as destinations where coffee lovers could get more than
just the best coffee in the world. Their stores were what they called people’s
“third place,” the place people went when they wanted to get away from home
or work—a home away from home. And the company meant it. They created
spacious, stylized store layouts in areas that were often the most expensive real
estate in urban areas. They were one of the first chains to offer free wi-fi. This
approach, combined with the quality of their coffee and American’s interest
in the new sophisticated coffee craze Starbucks created, drove growth that at
its peak allowed them to open an average of two stores per day for nearly a
decade.

Starbucks became more than just a brand. It became a lifestyle brand, some-

thing never before done in the coffee industry; something people would have
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said was impossible. Its success was built upon customer loyalty and a long-term
view of customer value. Making the buying experience as rich and rewarding
for the consumer as possible became natural objectives of that strategy.

The Starbucks mobile application was launched in 2011 and initially mir-
rored their highly successful customer gift card program—a program that led
to one in ten US adults receiving a Starbucks gift card during the fourth quarter
of 2012, a quarter when more than $1 billion was loaded onto those cards.? At
a time when other companies were developing apps that had as many bells and
whistles as could be conceivably added, Starbucks mobile app was noticeably
low-tech. It could do little more than load the digital gift cards and subtract
money at the point-of-sale. But this was enough. Consumers flocked to the
app and made it the only highly adopted, fully utilized digital wallet app on the
market for the next five years. No other mobile wallet or payment system has
even come close to its success.

To some it seemed that Starbucks was taking the easy way out with a bare-
bones app that did nothing more than facilitate a sales transaction. But what
Starbucks actually did was tremendously difficult—they ignored the advice of
typical mobile developers and what was considered best practices at the time.
Starbucks focused on harmonizing the app with their core value proposition—
not coffee, or not just coffee—but the experience that their most loyal custom-
ers loved about the retail experience and what could make it even better.

This experience has to do with the sheer volume of orders they execute on a
daily basis—approximately 10.5 billion cups of coffee per day, in North America
alone.> With a total of 87,000 possible drink combinations, this volume could
easily bring nearly any process to a halt, leading to frustrated customers and a
high percentage of abandoned sales.? Yet despite this volume, the average time
from a consumer entering the line to receiving their drink is well under three
minutes, and declining. Starbucks redesigned ice scoopers in order to shave a
mere 14 seconds off of iced drink preparation time and accepted credit card
orders of under $25 without signatures—the part of the purchasing process that
takes the longest time.” The customer sales ordering and fulfillment processes
are as highly engineered as the most complicated drink recipe on the menu.

The mobile app reduced the payment portion of the ordering process to
less than one second for more than 20 percent of orders, it represents a sig-
nificant cost savings for Starbucks and a significant improvement in the overall
Starbucks experience for customers each time they visit. The app is still one of

the most downloaded apps each week.®
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Starbucks shows what is possible when a company remains true to its core
value proposition and accepts that social and mobile must be embedded into
the core processes that deliver this value to their customers. For Starbucks,
social and mobile had to make the customer experience better, reinforcing the
corporate focus on customer lifetime value, while at the same time driving rev-
enue or reducing expense. The Starbucks mobile app does this, and more.

A key driver of the success of the Starbucks app is that it rewards the most
loyal customers with a free drink after a preset number of visits. This encour-
ages consumers to mentally engage with the app and work toward achieving
the goal—what is often called “gamification” The loyalty program does drive
adoption and usage, but more importantly it drives the average number of visits
per customer and therefore improves customer lifetime value. Starbucks could
have used a different incentive program. They could have used the most com-
mon reward program: spend a certain amount and get a percentage discount.
But Starbucks didn’t. Their program is driven by number of visits, regardless
of the amount spent. This approach and these performance measures support
Starbucks strategic focus on the long-term relationship with customers.

How did Starbucks know the exact number of drinks that would trigger
an improvement in customer visits? They used the big data generated by their
mobile app to understand customer behavior, and then manipulated the Sales
and Operations processes until they found the optimal solution—optimal
meaning it maximized revenue and customer experience. Social media, mobile
technology, and big data all tightly integrated with each other and integrated
the corporate objectives to create a Big Social Mobile enterprise.

Starbucks received tremendous benefits from an app that reflected the Big
Social Mobile principles of integration. In the next chapter, we will examine the

range of benefits organizations receive when they convert to this thinking.



Chapter 2

BOTTOM LINE,
MISSION-CRITICAL
BENEFITS

FOR MANY EXECUTIVES, THE BENEFITS OF SOCIAL MEDIA, mobile
technology, and big data have been amorphous—they know that they must
engage in these activities but they’re not sure how to monetize the results. They
may add 100,000 followers, see thousands of people downloading their mobile
application, or collect servers full of data, but translating any of this into some-
thing that will directly drive business results seems impossible.

While collecting followers, downloads, and data are all important, they will
produce limited tangible benefits because they reflect a segregated mind-set.
When big data, social media, and mobile technology initiatives are linked to
each other and the organizational mission, benefits that are both more specific
and more wide-ranging can be realized. Specifically, organizations can expect

the following positive outcomes:

Identifying and gaining consumers more cost-effectively
Facilitating micro-marketing to improve conversation rates
Uncovering new potential customer markets

Improving consumer targeting to reduced costs

Leveraging followers to sell and improve products and services, and

processes
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e Improving customer satisfaction

e Shaping consumer behavior into more profitable patterns

We'll look at each of these benefits individually, but first let’s focus on a
company that has realized a wide range of positive results because of its
successful integration of digital inititatives into its organizational strategy:

Dunkin’ Donuts.

SOCIAL MEDIA GOES STRATEGIC

As we saw in the previous chapter, Starbucks benefited from its integrated
approach, using mobile technology to reinforce its value proposition and stra-
tegic objectives. But this is only one of many ways companies can benefit from
their digital initiatives. Big Social Mobile enterprises can solve a variety of
problems and take advantage of many opportunities.

Compare how Starbucks’ main rival, Dunkin’ Donuts, took advantage of
an integrated strategy. While Dunkin’ Donuts was late to utilize mobile tech-
nology, it was one of the first brands to create a strong, cohesive social media
program. Like many companies using social media, Dunkin’ Donuts first
built a large base of followers and then focused on consumer engagement.
Once this was achieved, it went significantly beyond these common initial
objectives. Kevin Vine, interactive marketing manager at Dunkin’ Donuts,
describes the company’s ambitious objectives: “Our social media strategy
is aimed at growing and maintaining a highly engaged global community
of Dunkin’ Donuts fans. We work to consistently provide meaningful con-
tent and promote a two-way dialogue between the brand and our passionate
fans”!

How, then, does a social media strategy provide broader benefits when its
primary goal appears to be increased engagement?

Dunkin’ Donuts integrated social media into its strategic planning process;
it intended to use social media to meet the objective of improving brand loyalty,
something that had a very direct impact upon its bottom line, by increasing
the number of times each customer visited one of their stores. Their approach
enlisted regional partners to hyperlocalize social media efforts, connecting
with local communities and therefore building loyalty to the overarching brand

through these highly personalized interactions. This personalized connection
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directly appeals to today’s social consumer, who is willing to make purchasing
decisions based upon this connection.

At the same time that Dunkin’ Donuts was directly appealing to highly
social consumers, they were also using social media to pull traditional
customers—those who have not yet integrated social and mobile into their
decision-making process, and who are actually a larger percentage of their
customer base—closer to their brand, making them more social in the pro-
cess. Dunkin’ Donuts ran traditional ads during Monday Night Football
that used Twitter’s new Vine video service. These videos would feature hot
and iced coffee cups squaring off on a football field to rerun key plays from
the Monday night NFL game. This campaign was then expanded to allow
Dunkin’ Donuts’ social community to ask questions of the NFL announcers
that would be answered on air. ESPN called the campaign “groundbreaking”
and frequently referenced it.2

Dunkin’ Donuts was using traditional media, billboards, and television
commercials, combined with social media, to create a social connection to
their brand, something it then expanded with the #DDRedCarpet campaign
(where community members could ask questions of their favorite star dur-
ing award season via the television shows Extra and Entertainment Tonight)
and ultimately with the #MyDunkin campaign in late 2013, which featured
real consumer-created content.> Dunkin Donuts had integrated social and
mobile into its traditional enterprise processes of marketing, sales, and
operations.

All of these efforts support Dunkin’ Donuts’ main value position: good,
quality coffee for the average Joe, concisely expressed in the “America Runs
on Dunkin™ slogan. These integrated efforts constantly reinforced their mes-
sage across multiple mediums and reinforced for consumers the message that
their experience with Dunkin’ Donuts” will be great no matter where they are.
These efforts create a connection that not only brings customers into stores
more frequently; it also improves the actual overall value of the brand for both
the franchisor and the company itself. This approach compensates for the weak
brand loyalty that the franchise business model creates, one that would have
been very expensive to overcome before social media. Since the launch of its
social media strategy, Dunkin’ Donuts has earned the number one ranking for
customer loyalty in the coffee category by Brand Keys.* This is social media

tightly integrated into corporate strategy.
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For Dunkin’ Donuts, social and mobile are not only extensions of market-
ing, but also extensions of branding, Product Development, Sales, Operations,
and many of the other departments and processes that support the core of their
enterprise.

Every organization can connect big, social, mobile to their enterprise to
realize many different benefits—let’s look at each of the seven benefits men-

tioned earlier.

IDENTIFYING AND GAINING CONSUMERS MORE COST-EFFECTIVELY

Big Social Mobile enterprises use digital initiatives to reduce the cost of customer
acquisition. Traditional methods relied on mass advertising and the physical
location of facilities and assets to reach consumers, and lacked the precision
necessary to distinguish which consumers could most easily be converted into
actual customers. That precision was left to sales people. When combined, this
effort represented a significant percentage of a company’s overall expense.

A presence on social media, on the other hand, costs even less to create than
a professional website, while professional-looking and functioning mobile apps
can be created by wizard-type functionality that never requires interaction with
a real person. Posting content via any social media platform is free, aside from
the salary of the posting employee. Given time, and even the most basic, segre-
gated approach, any company can build an online, social community.

Big Social Mobile enterprises, though, can do a lot more than simply foster
community growth. While integrated enterprises see even this fledgling effort
as valuable, they also possess a larger vision for that community and see it as
made up of consumers who could be sold to, current customers who could
be upsold, influential people who can promote their brand, and people with
whom they can solicit feedback to help their company improve and grow.

Integrated enterprises also mine their communities for information—
derived from big data—on what will most successfully draw new people into
this community, increase their engagement, and influence them to behave in
ways that benefit their organization. Because of the continuous and seamless
flow of information between consumers and all organizational functions, these
companies can increase engagement in ways that go beyond the typical social
media definition—they can help create meaningful relationships between con-

sumers and Sales and Operations.
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Big Social Mobile enterprises have a constant feedback loop that uses their
social communities to test new approaches, survey responses, solicit specific
feedback on improvement, and distribute this information throughout their
organization, thereby improving their approach. This works to grow their
community, launch effective marketing campaigns, successfully introduce new
products and services, and improve their internal operations. Through digital
initiatives, they can leverage their most passionate and supportive consumers
to help them better understand and approach the market at a relatively low
cost, especially when compared to the blunt-pencil approach of traditional
mass media marketing and Sales.

The superior content an integrated approach provides also facilitates effec-
tive relationships with customers. Consumers want more than just the market-
ing content of a company reformatted and delivered via social media (what has
become the norm)—they want more meaningful insight into how the product
or service works, how it adds value to their life, and how they can get it for the
lowest cost possible. They also expect the person with whom they interact with
via social or mobile platforms to be more than a talking head—a key distinction
between a segregated and an integrated approach. When organizations provide
their social communities with value-based content created or delivered by the
right people, communities grow, engagement deepens, propensity to purchase
improves, and loyalty increases.

A segregated company never realizes these benefits. Their social media
expert posts marketing content intended to convince consumers to buy. He
or she might also post general industry information, holiday messages, and
general company information. But once a consumer purchases a product, the
marketing content has achieved its purchase and the content has lost its value.
Put another way, of what value to the consumer is any ongoing connection to
the company through social or mobile technology if its only intent is to sell
them? Maintaining the social connection is not creating any additional value.
If the customer has a problem, he or she is lucky if the social analyst within a
segregated organization directs them to Customer Service or web content that
could solve their problem—actions social consumers could easily take on their
own. Contrast this with a social media feed that goes into deeper detail on
new, creative uses for the product a consumer purchased. This is expert-created
content that people typically don’t have access to, and making it available gives

consumers a reason to remain attached to the brand.
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The benefit for Big Social Mobile enterprises is that they’re measuring suc-
cess not by the limited measures of followers, users, engagement, or data col-
lected but rather by the more meaningful metrics of opportunities generated,
consumers converted to customers revenue, expense reduction, or customer
lifetime value. Valuable content creates these beneficial effects within the social
community; meaningless content does not.

Consider, too, that customers are likely to stay with a company that deliv-
ers truly valuable content. When people need to replace or upgrade the
product they purchased, they are unlikely to switch and forsake rich content
unless there is a significant price difference. Valuable content is “sticky”” It
increases customer retention and customer lifetime value—it delivers hard
returns.

Search engines have made this benefit even more essential. They have become
more sophisticated in their measurements, assessing the value of the content
being delivered, not just the amount. Today, search engines have evolved to a
point where companies must be conscious of the content they deliver via the
web; self-serving marketing content can actually hurt their ranking in search

engines.

FACILITATING MICRO-MARKETING

By analyzing the big data associated with consumer behavior, companies can
not only target consumers who are most likely to become customers, but also
time their interactions exactly when each consumer is most likely to become
a customer. By analyzing search keywords contained in big data, the pho-
tography and imaging consumer goods company mentioned in the previ-
ous chapter was able to tell when a consumer was planning a big vacation.
Traditional enterprise data, including survey questions included during the
product registration process that asked what prompted a customer’s purchase,
had long proven that a high percentage of customers upgraded their camera
right before a big vacation (see Figure 2.1). By combining these two pieces of
information—i.e., by integrating big data with enterprise information—the
company was able to target these potential customers at exactly the right time,
even while they were researching a competitor’s product, sometimes stealing
them away while they were standing beside a competitor’s salesperson in a

retail establishment.



BOTTOM LINE, MISSION-CRITICAL BENEFITS 37

Mirco-Marketing Process
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Figure 2.1 Micro-marketing in action. How integrated enterprises key off specific
consumer behaviors and combine interactions across various mediums to uncover
opportunities.

In a truly integrated enterprise, this marketing strategy can be automated
by technology that actively looks for behaviors or patterns and responds with
specific, highly personalized communications, information, or offers when that
exact right moment arrives. For example, when a search engine flags vacation
search terms, a sidebar advertisement for cameras can be prompted, followed
up by email or banner ads that highlight the value of capturing memories that
will last a lifetime over the next few days. This highly targeted marketing, or
what I call micro-marketing, was never before possible; it was simply too expen-
sive using traditional methods.

If social media, mobile technology, and big data are used in the proper
manner—tightly integrated into each other and into the enterprise itself—
information can be gathered and analyzed to yield greater perception into a
consumer’s wants and needs, improving the success of highly targeted and per-

sonalized messages.



38 BIG SOCIAL MOBILE

UNCOVERING POTENTIAL NEW CUSTOMERS

Big Social Mobile enterprises can expose their products and services to groups
of consumers who were previously unreachable. But this is only possible when
companies integrate data generated from interactions with consumers into
mainstream business functions and decision making.

Prior to the social media revolution, a company always led with its brand, via
its name, logo, or tag line, or with its product, via the product name, its picture
or logo, or its marketing slogan. This was necessary because mass marketing—
television, radio, print, email, websites and even text—is based upon a push
technique. Companies pushed their message out to as wide an audience as pos-
sible and hoped their name or product would stick in the minds of consumers
and result in a purchase when the right moment came. Push marketing was
necessary because it was difficult for companies to identify exactly when con-
sumers wanted or needed their product—what is called pull marketing.

Pull techniques are more effective because when people have expressed a
need for a product they are much more likely to buy; pull methods are more
successful at converting consumers to customers. Social media and mobile tech-
nology are all based upon pull philosophy (although push techniques are often
implemented via these platforms) because they are predominantly consumer
technologies. Consumers use social or mobile to find what they are interested
in, and if they “like” or follow a brand, it signified that they are interested in the
company and what it has to offer.

Yet at some point organizations will reach a point of customer saturation—
social and mobile techniques no longer pull in many consumers because they’ve
all been pulled in by one company or another. When this occurs the only way
to grow is to steal each individual customer from a competitor—typically using
discounts. This is not an optimal growth strategy for many reasons, whether
using traditional approaches or social media. Big Social Mobile enterprises,
though, have another option.

An integrated approach makes it possible for a company to associate their
brand with something that appeals to a group of consumers totally outside of
their target market—what I call associative marketing. Associative marketing is
based upon the premise that there can be value in this association itself, espe-
cially in fully saturated market segments, because data itself is valuable to Big
Social Mobile enterprises; they gather, analyze and use the information con-

tained in big data in creative ways to grow their customer base.
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This is exactly what Proctor & Gamble did with their woman’s deodorant
brand Secret by associating it with an anti-bullying campaign called “Bullying
Stinks” On the Bullying Stinks website that Proctor & Gamble supports, the
Secret logo is visible, but the website’s focus is clearly on what consumers are
passionate about: the negative impact of bullying. Conventional logic holds
that the Secret brand is earning goodwill among its consumer base, many of
whom are woman, but that it’s unlikely to spur a real increase in market share
(because it is a fully saturated market) and therefore is not worth the cost. But
by employing the associative marketing technique, the company is able to use
this passionate connection to achieve two objectives.

First, the website captures the personal, demographic, and behavioral data
of every member, many of whom are woman and some who are not current
customers. Proctor & Gamble can then directly target these consumers using
social and mobile techniques to incrementally grow sales in a way that is far
cheaper than could be done traditionally and would not even be possible if they
did not have a way to capture this information. At the same time the company
is growing its community and gaining long-term insight into a much broader
community than they could obtain through their own social initiative. The
Bullying Stinks campaign is creating a corporate asset—information. And this
information is then integrated into every function of the enterprise to drive
growth and create product and operational improvements—it is not confined
to social media experts.

Second, some of the members of the Bullying Stinks community will be
men or young girls who do not yet purchase their own deodorant. Proctor &
Gamble also mines data about these community members who can then be
targeted, again using incrementally inexpensive social and mobile techniques
that capitalize on the goodwill the brand has built through their anti-bullying
campaign. When these individual consumers are in a situation where they
can influence the purchase of woman’s deodorant—a young girl going shop-
ping on her own for the first time or a father stopping at the supermarket
with his daughter or for his wife—the brand is at top of their mind. When
the product arrives in the consumer’s home, a discussion may ensue about
why this particular product was chosen and not the typical household brand.
In some cases, the conversation will focus upon the anti-bullying campaign,
reinforcing the passionate connection between anti-bullying and the brand

(see Figure 2.2).
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Figure 2.2 Associative marketing in action. How integrated enterprises uncover

new market segments by associating their brand with social causes, themes, events,

not-for-profit organizations, and other consumer interests.

To carry out this type of associative marketing campaign, corporate think-
ing must be wide-ranging and interconnected. To capture and leverage data
that exist “outside of the box,” social media experts, researchers, marketing and

sales specialists, corporate leaders, and others must be included in the planning,
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data analysis, and outreach efforts. This is the only way that a bold associative
marketing campaign makes its way from idea to implementation. Given that
it defies the conventional wisdom, it requires the support of top executives. It
demands that a diverse group of corporate specialists put their heads together
to determine the right cause to associate with and the unorthodox audience to
target. Many different corporate perspectives must come together to maximize
its value to the organization.

If these requirements are fulfilled, companies can uncover new markets for

their product using this new method.

IMPROVED CONSUMER TARGETING

The big data that social media and mobile technology generate is often praised
for its ability to help companies understand consumer behavior, to see and
play the long game better than ever before. This is often done by looking at the
trends associated with different market segments and key demographic group-
ings that a company markets to—for example, of all the new functionality that
could be added to a specific product, which will consumers actually pay more
for? Big Social Mobile enterprises use the information generated from big data
for this purpose within each area of their business, but also leverage this infor-
mation in another, very different way.

On the journey to becoming Big Social Mobile, executives become increas-
ingly aware that their approach allows them to go beyond just marketing to
the right people; they can now reach the right people with the right message
at exactly the right time. They understand that to group men buying via their
web channel into groups based upon age, such as 25-34, is simply too general-
ized. They can gain better engagement, increase mindshare, and have a greater
chance of influencing buying behavior when they create smaller sub-segments
of their target market; they can take a more personalized and results-oriented
approach with these smaller groups. This represents a tactical use of big data,
and integrated enterprises are able to take advantage of it because of their high
level of internal connectivity.

To use big data tactically, organizations must segment the market into
increasingly smaller groups to make content sufficiently personable. They can
then create smaller, tighter messaging that will have a greater impact upon the

individual group members. For instance, a retailer can target a specific consumer
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in a specific aisle getting ready to make a decision about buying a television;
they can dispatch a salesperson to meet this prospective buyer, increasing the
likelihood of a purchase being made. Consider another example: an automotive
dealership that uses a television campaign to not only advertise but also to cre-
ate a social connection with consumers looking to purchase a new car, starting
a dialogue with them, and thereby collecting their information and beginning
to build a relationship with them. Or a camera company that targets consumers
to upgrade from a smart phone to a consumer-grade SLR camera right before
they go on vacation because big data has told them that at that exact moment
they are more likely to be receptive.

None of these targeted benefits will be realized unless the gathered informa-
tion is embedded into different functional areas and core process throughout
the enterprise. There has to be an infrastructure that alerts a sales associate that
a customer is in the final stages of making a decision about buying a television,
automobile, or camera. This infrastructure must also provide sales personnel
with insights into how to interact with, help educate, and counter the behaviors
of highly social and mobile consumers. Marketing might get the consumer to
the right isle, but Sales must interact with them to close the deal. This requires
an integrated approach: Sales, Marketing, and Operations must work together
based upon knowledge gained by analyzing big data. The process must be
driven by a Marketing person and a Sales person who both understand and
agree upon the options that the social consumer has available to them and the
best tactic for communicating with that individual.

If that salesperson shows up at the point of purchase and does little more
than ask if the shopper needs help, today’s social consumer is likely to decline
assistance; empowered consumers aren't likely to respond positively to a gener-
alized offer of help. And, in many cases, social consumers know how to access
competitive information better than an untrained salesperson. But if that
salesperson is armed with knowledge derived from analysis and is advised by
the right people within the organization, then the balance of power shifts; the
salesperson can utilize a mobile device to help the potential customer do the
research necessary to decide whether to buy. Perhaps even more important,
this also requires that the salesperson has even more information on how to
make the offer more appealing than that of a competitor. Doing this requires
an integrated approach: a sales department that has worked with their social

media staff to understand a consumer’s social options, incorporated into
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training delivered by the human resource department so that the sales person
is prepared; a sales department that has already worked with big data analysts
to understand and put in place a process that gives their sales people, or their
sales managers, the right pricing or incentive options that counter competitive
behavior; a sales department that has worked with their financial analysts to
understand the behaviors that impact total customer lifetime value so that they
are not giving away more profit than necessary.

Creating the tight integration that allows for these behaviors within an
enterprise might seem challenging; it is. But it’s a challenge that any Big Social

Mobile organization can meet—and must meet to remain competitive.

INCREASING CREDIBILITY USING THIRD PARTIES

The value of third-party endorsements is undisputed; marketers grasp that peo-
ple are much more likely to become a customer based on an impartial recom-
mendation of a product or service versus an impersonal (though much more
expensive) marketing campaign featuring advertising, sales promotion, and so
on. This is why Amazon and so many other companies feature reviews from
unknown consumers. These reviews aid would-be buyers in the narrowing-
down process, giving them the extra confidence they often need to make the
purchase on the spot. In this same way, even companies with highly segregated
approaches still enjoy the benefits of leveraging third parties to help them sell.
An integrated approach, though, capitalizes on a much larger number and
greater diversity of influential third parties. Just as important, this approach
creates credibility through those individuals I refer to as Social Influencers.
Social Influencers are those people who have access to alarge number of con-
sumers within the company’s target audience over which they exert influence to
affect their decision making or opinion. Big Social Mobile enterprises under-
stand who these influencers are within their social communities and actively
build relationships with them. Further, they grasp that these influencers’ power
is based upon their perceived impartiality. If they were hired by a company,
overnight their influence would evaporate. Integrated enterprises, therefore, do
not co-opt these influencers in any way or create schemes that hide the fact that
influencers are being rewarded. Instead, Big Social Mobile enterprises expose
these influencers to, and help them understand, the value of what a company

has to offer through blogs, posts on social platforms, video demonstrations,
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and even personal interactions. This is what Amazon’s Vine service seeks to do.
It provides their most respected reviewers with access to new products so that
they can write the first online reviews. This provides an impartial third-party
perspective that helps consumers understand these products and their value,
earning Amazon goodwill as a trusted source of impartial information.

Part of the integrated approach relies upon social and mobile being a clear
reflection of the company’s culture and core value proposition; they cannot
fake value. They don't try to make the organization seem “hipper” or alter its
strategy or mission to make a better impression on influencers. Instead, they
take their core value proposition and reinforce it—clearly communicating what
defines the company, consistently and powerfully.

In this way, organizations develop honest, open, two-way relationships with
Social Influencers. Companies bend over backward to share information with
these influencers, to answer their questions, to put them in touch with key peo-
ple throughout the organization—everyone from social media experts to R&D
to the CEO. In turn, these influencers are responsive and willing to provide
the organization with a tremendously valuable third-party endorsement. This
endorsement may also expose some of the company’s weaknesses, but that is
part of what makes the Social Influencer trusted—and influential.

The way Big Social Mobile enterprises build relationships with Social
Influencers is reflective of how they utilize their entire social community. They
actively solicit members that will help them discover the next great product or
service innovation, to create more effective or efficient processes and generate
better content, to design a superior mobile application, and to expose them to

new markets.

IMPROVING CUSTOMER SATISFACTION

Integrating big, social, and mobile initiatives with one another creates syner-
gies. Mobile efforts become more social; the social techniques and messages
become embedded into mobile technology; the voice of the enterprise becomes
one over time. Big data then begins providing insight into how successfully
these now-identical initiatives are influencing and affecting consumers.
However, if this is the extent of the integration—if these initiatives are not
integrated into the enterprise itself—then the enterprise will begin to duplicate

functions. As customers begin using social media for product inquiries, the
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company’s social analysts will begin to function as sales people or engineers;
as customers begin to use social media to have their problems addressed, these
same analysts or digital marketers will begin to function as customer service
representatives. Not only is it wasteful to have duplicate functions, but social
media professionals should not be handling functions outside of their area of
expertise. In a truly integrated enterprise, customer questions and feedback
are directed to the employees that specialize in helping them, not to those
who have little knowledge of how to interact with customers, answer product-
oriented questions, or offer insight into products and services. In fact, when
you find an organization that has a “social customer service” department,
it’s a clear sign of a segregated mind-set—social media analysts shouldn’t be
functioning as customer service agents; they have no training, expertise, or
experience.

When big, social, and mobile are embedded into the enterprise, customer
service inquiries received through any channel are directed toward the cus-
tomer service department; sales inquiries or opportunities spotted by any
employee using traditional, social, or mobile channels are directed toward
Sales. The primary function of each department remains the same, with those
in charge of social and mobile directing traffic, or controlling processes that
direct traffic, as necessary. Consumers use phones, email, direct chat, social
feeds, and mobile apps to access whomever they need within the enterprise,
in the way that is easiest for the consumer. Behind the scenes, the company is
working hard to ensure that the processes supporting these separate mediums
of communication are consistent. But of even more value is the positive experi-
ence that consumers are having in addition to the value they are realizing from
the company’s product or service itself. And they are sharing this positive expe-
rience throughout their entire social network.

Big Social Mobile enterprises also satisfy consumers by providing them with
direct access to information whenever possible, without the need to interact
with company employees. For instance, their mobile apps show what products
the company offers, in which stores it is available, and also the inventory level
within each store, so that consumers don’t waste a trip to a retail establishment,
becoming frustrated in the process.

Consumers can order online, through a mobile app or via phone, and then
have the product drop shipped or waiting for pickup at any store. And when
customers arrive to pick up their order, they don't have to wait in a checkout
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line. They have a separate pickup area, getting them in and out of the store as
quickly as possible.

To provide this benefit of increased consumer satisfaction, organizational
leaders must embrace the new logic of social consumers. In the past, orga-
nizations would have considered it unthinkable to allow a customer to enter
and exit a physical location without maximizing the customer’ in-store time.
There’s a reason escalators put you deeper into a store before allowing you to
exit or why the most common consumables are placed at the farthest end of an
aisle. This is traditional manipulation of a consumer.

While integrated organizations certainly hope to sell to consumers while
they’re onsite, they also recognize and prioritize the big, social, and mobile
gestalt. They would rather sacrifice an in-store opportunity to sell in exchange
for giving consumers the opportunity to interact with and obtain valuable
information from the company in the way that the new social consumer pre-
fers. These companies believe that the more positive the experience, the more
loyal consumers are to the brand. Some Big Social Mobile enterprises are even
allowing consumers to shop throughout the store, scan items, place them in
their shopping cart and exit the store without the need to interact with any store
employee. Billing and delivery of an electronic receipt is done automatically,
storing their information to make it easier for shoppers next time they return
to the store. They don’t have to remember easily forgotten shopping details the
next they return to the store—the type of printer a consumer needs ink for, or
the brand, favorite flavor, or proper size for each family member. Integrated
enterprises open their systems to consumers and facilitate their access to infor-
mation and online assistance.

It is important to remember that these companies are doing all of this
because it not only improves consumers’ satisfaction but also because it gener-
ates more revenue per customer, per shopping experience, and per each cus-
tomer’s lifetime, while also improving customer loyalty, the brand’s reputation,

and the efficiency and effectiveness of internal processes.

SHAPING CONSUMER BEHAVIOR

Smart companies have always understood that each step in their marketing and
sales process is designed to do one thing: motivate the customer to purchase

their product or service. Every advertisement, brochure, marketing pitch, or
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sales presentation is designed to move the customer toward that moment of
conversion. With the arrival of social media and mobile technology, though,
many companies feel as if they have lost control over the consumer’s decision-
making process. Customers can now stand in their store and look at impartial
third-party reviews, non-company educational videos, or even competitive
pricing. This sense of lost control is due to many factors—social and mobile
being consumer-controlled technologies, the shift toward pull marketing, and
reduced barriers to entry for smaller competitors.

Big Social Mobile enterprises accept this loss of control and adapt to
these new dynamics, while segregated organizations avoid dealing with these
changes by considering them only social and mobile problems. There is a his-
torical parallel between how companies are handling this loss of power and
how quickly some companies adapted to the Internet, while other struggled.
The Internet was the first major technology to erode corporate power because
it distributed information so effectively. Companies quick to adapt responded
by becoming “customer-centric.”

Customer-centric organizations view themselves through the eyes of the
consumer. These companies analyze every personal interaction, process, and
technology that a consumer encounters on their journey to becoming a satis-
fied customer to ensure that each contributes to the best overall experience
possible. They try to create the best and most consistent overall experience. For
example, within power utilities—an industry notorious for its monopoly mind-
set because consumers lack options—a traditional enterprise puts emphasis on
power generation and power delivery, investing in engineers and technology
that support them; customers are treated indifferently and customer service is
often understaffed, relying on old technology.

Some power utilities, especially municipal utilities that are owned by their
customers, have chosen to become customer-centric. These progressively
minded utilities understand that consumer opinion is not shaped by power
generation and delivery and the army of expensive engineers with whom cus-
tomers never interact, but rather by the lowest-paid employees in the often-
understaffed customer call center.

Management in a customer-centric power utility understands that there is
both a hard and soft cost associated with mass-scale customer dissatisfaction,
just as there are tangible benefits to satisfied customers—for example, surveys

show that satisfied customers will pay slightly higher prices. Therefore, they
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ensure that a department such as customer service receives equal priority in
the distribution of resources. Power generation and delivery are still important,
and inherently more expensive, but their importance is relative to their impact
on the overall customer experience.

Customer-centric companies inherently make the transition to becoming
Big Social Mobile more smoothly because they already understand that the
consumer’s perspective has a tangible impact on value. Big Social Mobile enter-
prises simply take this concept to the next level. Integration provides them with
the mentality and the means to not only understand the customer experience
better than ever before but to measure and use it to their best advantage.

Integrated enterprises collect and use information about process efficiency
and combine it with social and behavioral information contained within big
data. Big data is so big not because it helps companies understand trends with
broad brushes (what companies have traditionally used it for), but because it is
so precise in detailing the experience for each individual consumer. Integrated
enterprises possess insight into the intricate social community each person is
part of; to a large extent they know each time customers interact with their
brand; they can track their physical locations during these interactions and the
technology they are using. They also know quite a bit about consumers on a
personal level. They know who they are friends with, what social influencers
they respect, what their personal interests are and even events that are going
on in their life.

All of this information restores the balance of power between corporations
and consumers, and integrated enterprises are in the best position to use this
regained power. They create systems that ensure that this information flows
strategically to just the right employee within the organization at just the right
time; and that these employees have the mandate to use this information to
achieve larger organizational goals.

The photography and imaging consumer goods company previously men-
tioned was one of the first to apply this technique to shape interactions with
consumers. Their customer service agents would see a series of icons appear
next to the customer’s account information when they called. These icons drew
on social and mobile data to provide the agent with insight into what the cus-
tomer’s current sentiment might be, and how influential they were deemed

within the social community. Sometimes the agent would know exactly why
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they were calling before they even started the conversation. Agents were also
alerted about past interactions, required information or potential items that
might have led to the call. When combined, this allowed the agent to under-
stand not only who the customer was and what their current mind-set was
likely to be at that exact moment, but also the overall estimated “worth” of that
customer to the company. This shaped the entire interaction, everything from
what additional products or services might appeal to them, to what additional
discounts and promotions it made sense to offer them, if necessary.

This type of highly personalized interaction appeals to today’s social con-
sumer. They expect to have a relationship with the brands they purchase from.
This is allowing companies to begin to shift the power back in their favor, toward
those things that most benefit the company, ensuring that consumers under-
stand not only their core value proposition but also the philosophy behind it-
why they do what they do, why they do it the way they do, and how consumers
should be benefiting from it. All of these things add up to reinforce the value of

the consumer maintaining an ongoing relationship with the company.

The road to realizing all of these benefits begins with an acceptance that
big data, social media, and mobile technology are all part of one bigger
movement that has changed some of the basic market dynamics companies
have grown used to. These benefits are not as unreachable as most execu-
tives might think. Most organizations already have these building blocks in
place. They possess social media programs, mobile applications, and nearly
all of the technology that manages data and transforms it into information.
Therefore, it becomes more about using these assets in a new way and less
about creating something new—more about properly aligning the organiza-
tion rather than reinventing it.

Achieving this has its challenges, which we’ll explore next.



Chapter 3

OBSTACLES TO
INTEGRATION

EXECUTIVES HAVE BEEN BOMBARDED BY ONE digital initiative after
another during the last decade—social media, mobile technology, and big data.
In response to this rapid change, creating separate initiatives seems to make
sense. It’s a logical reaction to hire and allow subject-matter experts to build the
infrastructure, programs, and approaches that will work to address these new
demands. This is, after all, how organizations have dealt with similar initiatives
in the past. Six Sigma, Lean, Kaizen, Just-In-Time inventory, open sourcing,
outsourcing, reverse innovation, and risk management all have been handled
by creating new initiatives. Some added lasting value while others didn’t. But
when these trends faded, companies went back to business as usual.

Many companies have handled these new digital initiatives as they have
handled others in the past—they’ve launched initiatives but haven’t seen a need
to address their larger implications, believing that given enough time, these
too will fade. But these are not hype-driven management trends. They are con-
sumer trends, reflecting fundamental changes in consumer behavior. And con-
sumers will not suddenly give up the power social media has given them; they
will not become less mobile. Therefore, nearly all of the significant obstacles
organizations face while becoming Big Social Mobile stem from this conflict
between how companies have traditionally dealt with the changes initiatives
have placed upon them and how these traditional approaches conflict with the

demands of today’s social consumer.
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THE EIGHT-YEAR RULE

Never before have companies been at such odds with consumers. The tradi-
tional approach of creating segmented initiatives to deal with new market-
driven demands fails to address new consumer concerns and needs effectively,
although to organizations they seem to be doing the job—creating large com-
munities of followers that are actively engaged with their organization. But big
data, social media, and mobile technology actually require a different response
than the norm. If we continue to treat these changes as we did those in the past,
we will unknowingly create obstacles to integration.

Consider the first major digital development that prompted a significant
change in consumer behavior was handled: the Internet. By now, most busi-
ness readers are familiar with its simple beginnings as a way for Department of
Defense scientists to share information and its stagnant growth until the 1990s,
where it reached a peak size of approximately 4,000 institutions. In 1995 it was
decommissioned from government control and quickly grew to over 16 million
users; by the year 2000, there were over 300 million users; a billion by 2005.! By
2015 Internet usage will exceed 3 billion individual users—an 18,650 percent
growth rate in personal use in 20 years.

This is consumer-driven change; it reflects the most rapid adoption rate of
any technology in history. Even smart phones, tablets, laptops, and computers
have not come close. Companies had no other option but to respond, and most
of them initially responded with a segregated approach.

Symbolics.com, a Massachusetts-based computer manufacturer, was the
first to respond in 1985, registering the first domain and kicking off the .com
and .net structure we know today.? But despite its early adoption of this new
consumer-based technology, Symbolics was actually slow to adapt to the
changes it represented. Former Symbolics employee Dan Weinreb explains:
“The world changed out from under us very quickly... We at Symbolics were
slow to acknowledge this. We believed our own ‘dogma’ even as it became less
true. It was embedded in our corporate culture. If you disputed it, your co-
workers felt that you ‘just didn’t get i’ and weren’t a member of the clan, so to
speak. This stifled objective analysis. (This is a very easy problem to fall into—
don’t let it happen to you!).®

Within ten years Symbolics was bankrupt.

From that first .com the Internet has grown to over 275 million active

domains—entities or individuals operating as entities—conducting commerce
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or information sharing via the Internet through a fixed web address.* But this
number is misleading.

The digital world operates the same as any land-based community. A
domain is essentially the same as a physical location in the real world. It is
connected to other sites via links that form the streets upon which consumers
travel to locate the goods, services, and information they desire. Within these
small digital communities consumers encounter others who share common
attitudes, interests, and goals that are mutually re-enforcing—the very defini-
tion of a community. But a community is not stable. People come and go; com-
panies succeed and fail.

Across the entire digital landscape 15 percent of Internet locations are
empty lots owned by someone but sitting idle and empty. Another 21 percent
are the equivalent of under construction or coming soon, or are so simple they
offer little benefit to consumers. Only 64 percent of the Internet locations, or
domains, consist of multipage sites that will actually help make consumers’
lives better, or at least more interesting.” That means that only 180 million of
the 275 million domains are active in the true sense of the word. And just
like in the real world, some of these are in the process of going out of busi-
ness—>50 percent of small businesses in the real world fail within the first five
years of their existence.®

According to Whols, over 75,000 Internet domains are abandoned each
day—approximately 1 million per year. Larger companies, such as the bankrupt
Symbolics, possess enough capital power, assets, or intellectual property to sell
their business. As legal ownership of these companies changes hand in the real
world their digital assets, including the digital land they own, changes hands.
This occurs over 270,000 times per day or 3.2 million times per year, with most
of these domains eventually merging into the purchasing entity’s domain.

It is this behavior that makes the 275 million entities or individuals oper-
ating via the Internet misleading. Even the adjusted number of 180 million
entities actively operating via the Internet is misleading when compared to the
additional 4.2 million entities that come and go from the Internet each year.

But this still doesn’t tell the entire story. All of these numbers actually need
to be calculated cumulatively back to the very beginning of the Internet itself. In
approximately three decades, the Internet has accumulated only 180 million or
so entities currently using it to conduct business or share information, whereas

that same number fails every 8.5 years, at the current rate.
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Again, here in the real world 50 percent of new companies fail within five
years. For larger corporations the number is much lower: only 10 percent fail
each year. In the digital world the equivalent of the entire community conduct-
ing business dies every 8.5 years.

What does this mean?

Symbolics actually beat the odds. The vast majority of companies that attempt
to compete in the digital world, where more and more consumers are spending
their time, fail—and fail quickly. This is because the segregated approach they
adopt fails to accommodate the larger consumer-driven changes that digital
initiatives such as the Internet, and social media and mobile technology, create.
Organizations must fully commit to meeting the changing demands of today’s
highly social, highly mobile, information-driven consumer or they will not
remain viable for long—as we will see throughout this book in several examples

of well-known companies that have fallen prey to the Eight-Year Rule.

THE CORPORATE-CONSUMER RELATIONSHIP

The Internet prompted a change in consumer behavior that has created an
overarching obstacle for organizations. After the Internet became established,
companies were able to deal with this obstacle by making sure each depart-
ment’s core functions were mirrored on their websites. The ability to find
information, request Marketing or Sales literature, place an order, or contact
Customer Service were consumer expectations at that time. But as social media
and mobile technology took hold, the consumer became more empowered,
demanding a fundamental shift in the corporate mind-set—a shift from segre-
gated to integrated thinking. Unfortunately, this shift has not occurred in most
organizations—or has been erratic and piecemeal—and has caused companies
to struggle with how they relate to the growing power consumers now possess.
Consumers will no longer respond to the attitudes, approaches, and processes
that companies relied upon in the past—they will no longer become customers
if corporations will not meet them on their own terms.

To overcome the obstacle that an empowered consumer presents, organiza-
tions must create a seamless, cross-channel experience (sometimes called an
omni-channel) for all the stakeholders who cross their digital path. Consumers
not only expect to receive the same product or services at the same price via

multiple modes of distribution—retail store, web, phone, third-party sales,
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social, or mobile—they also expect the same level of service, responsiveness
and understanding from each employee they interact with, both personally and
digitally, through each of these channels. Today, consumers have little toler-
ance for entering personal information into a phone-bot only to be asked for
the same information again by the Customer Service Agent. Social consumers
expect every employee to understand their needs and respond with informa-
tion that is specific to them. However, most organizations do not have the pro-
cesses set up or the information available to provide this seamless response to
customer inquires coming in via social or mobile technology and their multiple
traditional channels.

Powerful consumers are particularly vexing to organizations because these
consumers can now influence the brand reputation of even the largest and
most powerful corporations. In 2009 United Airlines damaged guitarist David
Carroll’s custom guitar and refused to resolve the situation. As of the writing of
this book, the video he created about the incident has received over 13 million
views on YouTube alone, millions of additional views on other social platforms
and news outlets, and has become a standard business school case study. United
Airlines finally did offer to resolve the situation, but not until significant dam-
age had been done to the brand.

This incident marks one of the first displays of consumer power. Digital
initiatives, beginning with the Internet, have created a fundamental shift in the
relationship between companies or controlling entities and the consumer, what
I call the corporate-consumer relationship. When companies fail to acknowl-
edge that power has shifted from the corporation to the consumer, they lack
the motivation to integrate big, social, and mobile into their enterprise. They
persist in believing that a lone consumer—even one as motivated as David
Carroll—can’t really cause much harm to their organization.

To overcome this counterproductive thinking, organizations must focus on
the proper use of information. By embedding information into all business pro-
cesses—information about consumers and the other options from competitors
that they now have easy access to—organizations can provide a seamless expe-
rience across channels (what is often called an “omni-channel” experience) and
spot and resolve potential individual problems before they become national
news stories or cause other headaches. Both corporations and consumers now
have greater access to information; consumers are committed to using it. To be

successful, organizations must be equally savvy and committed.
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Most of the information consumers are using to gain the upper hand has
always been available, but was never easily accessible. The Internet made this
possible; social media made it mainstream; mobile technology, as the constant
companion to the consumer, has made it a problem for corporations that sim-
ply cannot be ignored.

It is understandable, however, why organizations do ignore or minimize the
obstacles created by empowered consumers. History exerts a powerful influ-
ence on the corporate mind-set, and consumers have not had or asserted domi-
nance over corporations in over 500 years.

Over 500 years ago, before the arrival of the wage-labor economic model,
individuals traded goods based upon need and relative value, what would be a
direct consumer-consumer relationship or a non-technical form of today’s eBay,
where a price is reached based upon a supply-demand or perhaps more accu-
rately a need-value tradeoff between individuals. Individual merchants gained

a reputation in their community (probably just their town or nearby towns)
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based upon the quality of their goods, and this reputation preceded them wher-
ever they went. Although transactions were conducted between individuals,
the community itself was acting as an “internal control,” determining relative
worth based upon three factors—availability, relative value, and quality. This
information made individuals powerful; they had economic power and could
bargain more effectively.

Over time, individuals stopped trading consumer to consumer and began
trading their time to an employer for money, and this money was then traded
for what they needed. The consumer-consumer relationship was replaced by
the corporate-consumer relationship. This is the wage-labor system in use
today—where a person’s labor is literally exchanged for a wage. And within this
new system, the majority of people had only one resource to trade: their time.
Individuals no longer had power, other than through the amount of capital at
their disposal; corporations (or companies or entities) had gained substantially
more power, especially economic power [See Figure 3.1].

Corporations did not gain this power because they wielded greater economic
wealth, as is commonly thought. They gained power because one technology
after another allowed them to operate across increasingly larger areas, until
by the turn of the twenty-first century, the Internet had fully globalized com-
merce. This growth of operating area removed the consumer’s internal control.
Word of mouth could no longer travel as far as corporations could reach. Mass
media advertising influenced consumer opinion more than any localized repu-
tations and corporations constructed sophisticated marketing and sales pro-
cesses designed to turn consumers into customers as rapidly as possible, at the
highest level of profitability possible. To make matters worse, because corpora-
tions had near complete control, they weren't creating processes centered upon
helping consumers understand value; their processes were designed entirely
around this conversion process. From the layout of escalators through depart-
ment stores, to the ethnicity and demographic characteristics of fashion models
and background elements in commercials, to product names, logos, and color
schemes. The goal was to manipulate consumer opinion and behavior in a way
that yielded the highest conversion rate and the highest profitability. Missing
was any broad consumer check-and-balance.

From a consumer’s perspective this may seem unethical, but from a corpo-
rate perspective this is the purpose that they were created for and the promise

they make to their consumer-shareholders: maximizing profit.
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The quality of service, for the average company, became the minimum
acceptable. Some companies used high quality of service or customer care as
a differentiator—Nordstrom, Southwest Airlines, or Dell, for example—but
the average company placed less emphasis on customer service or quality
(even though they rarely admit it), than they did on customer generation.
The Internet did something more than just globalize competition. It would
take years for consumers to realize it—actually until Facebook became the
dominant social media platform in 2004—but the Internet allowed consum-
ers to gain back power in this corporate-consumer relationship, and perhaps
more importantly it changed their expectations. Consumers came to expect
quality; not only quality goods and services, but also quality interactions.

Social media also gave consumers back their “internal control.” They could
now communicate across the entire operating area of even a fully globalized
corporation, totally outside of systems controlled by the corporation, to discuss
the relative worth of goods and services, their quality, and more importantly
other options that consumers had. This new ability to communicate and share
information has put consumers back in control.

Thus, the digital revolution has undone the 500 years of history upon which
most of today’s organizational structures, processes, and technologies are based.
It’s one thing to tell organizations that they should overcome the obstacle the
empowered consumer presents; it's something else to do it, given 500 years of
dealing with a disempowered consumer.

Fortunately, increased profitability is a powerful incentive to change, as our
earlier examples of Starbucks and Dunkin’ Donuts illustrated. So are continu-
ously declining margins in the face of stiff competition. Today’s leaders need
to wrap their heads around the fact that consumers now have the upper hand
and aren’t going to relinquish it, and once they do that, they will find it easier to

embrace an integrated approach.

THE MISUSE OF INFORMATION

Segregated organizations don’t always understand the real value of information
in the age of big data, and these misunderstandings prevent them from real-
izing the value contained within this data. They labor under preconceived and
outmoded notions of what information is and how it is used. They fail to inte-

grate it into business processes and strategy in a way that reflects performance
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across both the physical and digital landscapes. Three major misconceptions
reinforce this segregated thinking, and stand in the way of organizations

becoming Big Social Mobile.

MISCONCEPTION #1: IF WE COLLECT IT, VALUE WILL COME

Big data specialists within organizations are like fishermen dragging huge nets
across the sea floor. They sweep up everything from fish to seaweed to old
discarded shoes, but unfortunately they don't know what may be valuable, and
what will be worthless, until they’ve already done the work of getting it into
the boat. Because of the sheer quantity of social and mobile interactions being
monitored, organizations quickly find themselves accumulating huge amounts
of data about consumers and accumulating the high costs that go along with
collecting, storing, and analyzing it. They can’t determine its value until it has
been collected and stored. And even then, these specialists cannot themselves
determine the value of this data, and therefore the accumulation of data itself
becomes the goal.

The term “big data” reinforces this thinking, encouraging management to
think of the data and the technology required to support it and not the infor-
mation that can be derived from it. Functional or departmental managers, who
are concerned with information such as how many orders did we receive, by
what channel, or how many calls did Customer Service receive versus how
many were resolved, or even more complicated but traditional metrics such as
margin per order, product, or customer, quickly dismiss the information con-
tained within big data. They need information to answer business questions,
not more—bigger—data.

As a result, big data is often considered important to only those special-
ists who deal with big data itself, or the social media or mobile initiatives that
generate it. Statistics about followership, engagement, and adoption don’t mean
much to anyone outside of the social media and mobile technology groups and
therefore it is never connected to the organization at large. Since mainstream
managers have dismissed it, and these specialists don’t know what to do with
it, big data and the information contained within it remains segregated along
with these initiatives.

The underlying cause of this segmentation is the lack of ability to trans-
late this data into information that answers traditional business questions.

And unlike traditional enterprise information, the bridge between this
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big-data-related information and traditional enterprise information has not

yet been built. It remains unintegrated and underutilized.

MISCONCEPTION #2: THE COMPANY CAN DEMAND INFORMATION

Social media and mobile technology are unlike anything else that enterprises
have encountered; they both represent user-owned technology. Users decide
whether they will participate with companies via it, decide how they want to
participate, and decide when not to participate. Organizations cannot control
this. They must adapt their processes and design principles to accommodate
user wants and needs, while at the same time ensuring that they add value to
the consumer’s experience and lives. The needs of the organization must come
second to the wants of the user.

Consider the product registration process, or the “For More Information”
web form. The primary desire of a company is to identify the person they are
interacting with so that they can effectively target and make them a customer
or upsell them. Traditionally, companies did this via a long and complicated
process that included requests for extensive personal information. Consumers
complied with these requests because they feared not being supported if they
had problems. On a mobile app this same function is completed via the reg-
istration process. And the number one reason that consumers delete apps
after they download them is a complicated or time-consuming registration
process. Unlike their traditional counterpart, the social consumer will not
tolerate cumbersome processes that are obvious in their intent to benefit the
company; they will find another organization that better understands their
desires. Users eventually delete 90 percent of all mobile apps they down-
load, and with over 100 million active apps in the Apple marketplace alone,
and over 1,000 new apps being added to it per day, they have plenty of other
options.”

If organizations persist in the misconception that they can demand informa-
tion from consumers, they will never obtain the information that truly inte-
grated organizations require. They must create value in the interaction itself,

and valuable information will follow.

MISCONCEPTION #3: ALL DATA ARE CREATED EQUAL
Traditional enterprise data and social and mobile big data are inherently differ-
ent. Bringing the two together requires a change in both mind-set and technique.

Traditional data and the information they create are exact and specific. There
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is only one version of an invoice or sales order, ordered by only one customer.
A customer might be an organization that has multiple contact points within it,
but the relationship is still relatively easily understood and quantified.

Big data, on the other hand, is inherently messy and incomplete. With big
data it is often possible to tell that something happened—a person made a pur-
chase, or contacted customer service, or requested more information—and it
is possible to know many additional details about where that person was, what
they were doing at the same time and potentially even what was nearby influ-
encing them—all without knowing who the exact person is. Individuals can
have separate or multiple profiles on different social or mobile platforms or
choose not to reveal who they truly are altogether.

In addition, big data can never fully explain why something happened. There
is no true causality between the actions that can be observed and the result.
Therefore, the common, and limiting, organizational view of information
within big data is that it is directional, providing broad insight, but it cannot be
used for the specific purpose of improving bottom-line business results.

One leading big-box retailer proved this wrong. They found that they could
determine when a shopper had entered into a significant relationship (before
they officially changed their relationship status on social media) based upon the
social information and behavioral patterns contained in big data related to that
shopper. This customer’s big data was integrated into the traditional enterprise
data the company already had on that customer, to identify how this new rela-
tionship influenced the shopping pattern. Their analysis was so good that they
could often determine which two shoppers had become a couple. They would
then micro-market to each of the two customers using their partner’s social
data (such as what brands they liked) to suggest gifts. While they typically had
to rely upon discounts to prompt an additional purchase from consumers, this
retailer found that among these couples if they suggested the right product at a
critical moment (such as an anniversary or after predetermined interval of time
had passed) they could often solicit a purchase without offering any discount—
and often increase the value of gifts as the relationship progressed and became
more serious.

This usage of big data and its integration into traditional enterprise data
overcomes the misconception that big data related information is solely direc-
tional, showing how Big Social Mobile enterprises collect, store, analyze, dis-

tribute and use this data differently than organizations that follow a segregated
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approach. They understand how to translate big data into actionable business
information.

Thinking of information pulled from big data in this context is itself a for-
eign concept for many executives. Value is easily placed on information about
customer orders, inventory fulfilment, and financial transactions because they
are necessary to process customer orders effectively; they are necessary for the
creation of profit. Some executives, especially within Sales groups, can see value
in the detailed information stored within Customer Relationship Management
software applications because it allows them to manage interactions with their
customers and prospects and the opportunities that might generate new busi-
ness. Some managers can see the value of a large social community that can be
marketed to or a large number of users that interact with the enterprise through
the more efficient functionality of a mobile application. But they often fail to
grasp that the minor data points that accompany each social and mobile action
or interaction—location, direction, speed, previous search terms, other appli-
cations installed or open, duration of usage, operating system specification, or
even weather data—may have a significant impact upon the future success of

their organization.

The retailer in the example mentioned above was able to use data in this new,
creative, integrated fashion not only because it actively brought together big
data and traditional enterprise data to create meaningful information, but also
because it overcame the three information misconceptions I've described. It
used information to tie the behavior of an unknown person—a random con-
sumer in big data—to things that it did know, such as loyalty card numbers, cell
phone numbers, and email addresses. In this way, it was able to identify specific
people that customized marketing would appeal to based upon the patterns
found in big data. This is micro-marketing in action. And micro-marketing has
an advantage that traditional marketing does not. Once the idea and the link-
ages in data are determined, the technology will then do the work for the enter-
prise. The cost to penetrate the market incrementally is nearly zero dollars per
transaction. There is true value in information; Big Social Mobile enterprises
understand this and make the effort to overcome the obstacles that stand in the

way of realizing this value.
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LOSING SIGHT OF TRUE VALUE

As organizations work to adapt to the changes that digital initiatives have had
on their organization, they often lose sight of their core value proposition or
what consumers most value about them. The increased complexity that these
digital initiatives create often distracts the organization from those things that
made it successful in the first place, and from the objectives that generate tan-
gible business results. This is an obstacle to the achievement of an integrated
enterprise, and causes companies to fail in the digital world—as reflected in the
Eight-Year Rule.

New social platforms, new mobile technology, additional communications
mediums, and new Marketing and Sales channels all demand new processes
and approaches to old things. Leaders, though, often become confused in this
unfamiliar and rapidly changing environment. Some feel overwhelmed and
become entrenched, believing they cannot burden their organization with
entirely new approaches, technology, and consumer and competitive behavior
that they don’t fully comprehend. As a result, they refuse to change at all. They
either come up with one excuse after another about why it is not yet the right
time to launch any meaningful digital initiatives or they launch small, separate
digital initiatives that have little tangible impact upon how the organization
operates.

Others executives go to the opposite extreme, seeking to revolutionize them-
selves and their industry. They spend exorbitant amounts of money pursuing
social and mobile strategies, hire additional staff, and fund the development of
a variety of mobile apps. They try one approach after another, using the latest
techniques only to find that in the end they may have grown large social com-
munities, launched cool applications, and collected enormous amounts of data,
but have found few tangible benefits.

Both of these reactions fail to produce the desired results because they dis-
connect the company’s value proposition—what made that company valuable
and unique—from the consumer. In the former instance, organizations can
no longer communicate their value proposition effectively to a changed con-
sumer, while in the later instance, they are so focused upon change that what
the consumer values about the company is diminished or gone, swept away by
change. In both situations, because they have either refused to change and see

their company failing or they have tried multiple new techniques and not seen
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results, executives believe that they need to revolutionize the entire organiza-
tion in order to compete effectively—they believe that only wholesale change
will be effective.

I am all for revolutionary thinking if a revolution is called for, but for
most organizations such thinking ends up hurting more than helping. In
many cases, when organizations attempt to revolutionize, a belief persists
that the accomplishments of the past must be set aside or that only sudden
and marked change will achieve the necessary result. It forces the organiza-
tion to lose touch with what made it unique in the first place—what custom-
ers have historically valued, such as their reputation for high quality, for
responsible leadership, for affordability, or other differentiators. These are
the value propositions upon which entire enterprises are built upon. They
must be communicated to consumers on a constant and consistent basis.

Revolutionary thinking has caused problems for many organizations, most
notably among them: Yahoo!. Yahoo! was created to revolutionize the Internet.
At a time when most other websites used automated “spiders” programs to
crawl the web, capturing, storing, and organizing the ever-growing list of web-
sites and their content, the founders of Yahoo! believed that they had found an
entirely new way to organize the contents of the dynamically growing World
Wide Web. They were right; in only two years they created the first widely used
Internet portal. Yahoo! went public for $85.8 million, $33 per share, and in
2000 it peaked at $500.13 per share.

The Yahoo! portal collected and categorized information on topics relevant
to the user, anything from websites to weather to traffic patterns. But the World
Wide Web was growing too fast, and the expert staff that they relied upon to
evaluate each website couldn’t be scaled effectively. They had to augment their
personalized ranking with a simple search engine that allowed users to easily
find other nonranked information they wanted. They outsourced this simple
search functionality to an increasingly popular, spider-based search engine
called Google. Google was becoming so popular that Yahoo! Internet Life
even named it the “Best Search Engine on the Internet”

“We’re extremely proud that Yahoo! has selected Google to complement
its existing directory and navigational guide,” added Sergey Brin, Google co-
founder and president. “This is a significant milestone for Google and a strong

validation of our business strategy.”®
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Less than a year later the Internet bubble burst. Yahoo! stock dropped to an
all-time low of $8.02 per share, and after much criticism for not having created
a search engine of its own, Yahoo! acquired two spider-based search engine
companies and dropped their partnership with Google. This move marked a
significant change in the company’s focus. They would give up their personal-
ized approach to user portals and become a spider-based search engine that
used proprietary algorithms just like their competitors.

As aresult, Yahoo! all but collapsed—in just over eight years. Google rapidly
became the company and term synonymous with the Internet.

It may seem that Yahoo! failed because they gave up what made them unique:
a portal of information that would provide users with everything they needed
to enrich their daily lives. What the founders didn’t realize, though, was that its
users valued the Yahoo! site’s ability to instantly search for information on any
topic, not just topics that were relevant to their daily lives. Yahoo! had created
the first widely-adopted Internet search engine inside of the portal they placed
so much value upon. Their customers loved the search engine, not the portal.

Yahoo! didn't fail because they stopped believing in the value of a portal;
they failed because they had the wrong mind-set. Their belief that they had
revolutionized the Internet itself caused them to lose touch with what consum-
ers truly valued. And this misconception proved to be their undoing.

If the executives of Yahoo! had focused instead upon understanding the
changes in consumer behavior, and how they could best meet it, and how they
had to adapt to better meet it in the future, they would never have missed their
true value proposition as consumers saw it.

It is easy for executives to get so caught up in the changes that digital initia-
tives create that they fail to see their place within the market. Others fail to
take these changes seriously enough, or to place proper value on information—
information that can more accurately tell them their place in the market than
ever before.

Amazon, on the other hand, was not thwarted by losing sight of true value
or a desire to revolutionize the market. The company was created to give con-
sumers something they always wanted: access to a vast catalogue of books from
multiple publishers, and a customer-friendly, streamlined shopping experi-
ence where it was easy to find books they might be interested in. The Amazon

team did an amazing job meeting this need. Within its first 30 days of business
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in 1995, Amazon sold books to people from all 50 US states and 45 different
countries.

Jeff Bezos, the founder of Amazon, knew little about the book industry
when he was tasked with researching new Internet-based business opportuni-
ties in the early 1990s.” As a computer science graduate of Princeton University,
he understood computers and their potential. His research revealed that two
large book publishers had their entire catalogs available in digital form, eas-
ily sharable via the web. He combined these two things—the catalogs and the
Internet—to solve challenges that had long been obvious about the book indus-
try: no physical bookstore could possibly carry even a fraction of the catalogs
of major publishers, let alone every book available in print, and sourcing books
directly from a publisher, without the need to distribute, display, and support a
retail operation, would be significantly cheaper.

Bezos saw problems that had long plagued the book industry, problems that
most people in the industry already knew. But what Bezos saw differently was
a completely new, integrated approach to solving these old problems using the
latest technology and techniques available. He used these to streamline supply
chain operations, replacing the entire retail operations with a website; auto-
mated financial transactions; and used information to make the consumer
book-selection process easier for the customer. He combined technology and
physical process in a new way.

Because this had never been done before, and perhaps because of the astro-
nomical success of Amazon, it is often said to have revolutionize the book
industry, as if it created something new from nothing. But that is not what
happened. Amazon did not change the inherent value proposition of the book
industry or the reasons why consumers valued the products offered by it; Bezos
kept his team focused upon their ability to meet this core value proposition.
It was the unmoving stake in the ground around upon which everything else
was built. And it could not have been changed even if Bezos tried. Consumers
decide what they value. A company can either choose to satisfy it or fail in the
process.

What Bezos actually did, after all of the hype surrounding his achievements
is set aside, is help the book publishing and selling industry evolve to its next
logical, more effective, and efficient model. He did not revolutionize it; he did

not create something entirely new.
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It is this focus on evolution—gradual, incremental change to a better form—
and not a desire to revolutionize, that made Amazon successful. Starbucks dis-
played this evolutionary mind-set when it used a mobile application to vastly
improve sales and operations at the point of maximum impact with its cus-
tomers. Dunkin’ Donuts had it when it used social media as a means to over-
come a strategic weakness inherent in a franchise business model. The big-box
retailer had it when it began using relationship status and big data to determine
how it could drive incremental sales within a customer base of newly coupled
consumers.

This mind-set focuses on the business’ value proposition and doesn’t allow
the organization to become distracted by change. In an integrated enterprise,
corporate leaders make sure that their subject-matter experts don't lose sight
of the value proposition amid their excitement about creating social commu-
nities and building better mobile applications. These leaders make sure that
everything flows from the value proposition, whether it's a new product, an

improved service, or a digital strategy.

THE TECHNOLOGY-BUSINESS GAP

Integrated enterprises are brilliant at breaking down the barriers between
information technology and the “business” Unfortunately, many organizations
struggle to bridge the gap between technologists and business professionals
themselves. This creates an obstacle for the integrated approach.

This gap can often be seen when companies try to implement new Enterprise
Resource Planning applications. The technology integrators and functional
managers have problems communicating with one another about how the appli-
cations should accommodate processes and what would be easiest for users. As
a result, the implementation runs over schedule and over budget; functionality
must be additionally revised; and management reports must be continuously
rewritten. At the end of the implementation, management remains frustrated
because they still can’t answer the questions they were asking. This gap ema-
nates from the inherently different language, training, and experience of these
two groups. They see business differently.

This problem does not stem from IT personnel being technologists; the

problem exists because most technologists are highly specialized subject-matter



68 BIG SOCIAL MOBILE

experts whereas most functional managers are generalists. Subject-matter experts
most often operate as a support function and have a support mentality, whereas
managers in charge of “the business” are directly responsible for business results.
The goals set for subject-matter experts and managers are fundamentally differ-
ent—one generates expense while the other generates revenue.

This gap between subject-matter experts and managers is an obstacle for
every sizable organization, but it presents an even greater challenge as organi-
zations attempt to move from a segregated approach to a fully integrated, Big
Social Mobile enterprise. Each initiative—big data, social media, and mobile
technology—requires an additional number of specialists. Each of these spe-
cialists speaks their own new language; each sees the business differently.
Since these experts have little training, experience, or expertise in the core
business functions within Sales or Operations, they have a mentality similar
to technologists: they act as support functions, they set unique goals and mea-
sure success using metrics specific to their area. They think and often act in
isolation.

This is commonly referred to as operating in silos. And much like a silo
itself, these groups are vertically oriented. They must interact with those above
them, and therefore are better at communicating vertically than horizontally.
This dynamic is aided and reinforced because their boss often shares their
background and understands them best. Big data, for example, typically falls
under the larger IT department. Big data practitioners and IT professionals
might not speak the exact same language, but they share much of one. This
reinforces the silo mentality. Social media and mobile technology, while simi-
lar to big data, create an even more segmented, specialized mentality because
they are relatively new specialties to most organizations. They do not share a
language with any group that existed before they arrived. But they must report
to someone, so social media is considered digital marketing and placed within
Marketing, while mobile technology requires technical developers and is there-
fore put within the IT group. This too reinforces the silo mentality and keeps
these functions disconnected from the larger organization.

When these specialized initiatives are segregated from the mainstream func-
tions of the organization they rarely contribute to the success of the enterprise
in any tangible way.

To overcome this obstacle to integration, organizations often consider using

a matrix approach to connect these initiatives with other areas of the business.
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A matrix structure does away with the traditional pyramid, hierarchical chain
of command. It blends individuals with differing skill sets into working groups
that lack clear reporting lines, allowing these groups to deal with issues of
greater complexity and ambiguity. The common belief is that it does a better
job of forcing mid-level managers to make more holistic decisions by exposing
them to, and making them feel jointly responsible for, the success of a more
diverse group of coworkers or subordinates from throughout the organization.
Unfortunately, it is unlikely this will create the necessary integration.

While matrixes do often create more diverse management perspectives
and theoretically might create synergies among diverse parts of the organiza-
tion, they don’t close the gap between subject-matter experts and business
managers—at least not with regard to digital initiatives. If anything, the loose
reporting structure can widen the gap, allowing managers to remain focused
on the core business functions with which they are most familiar and believe
to be most important, while social, mobile, and big data specialists floun-
der without any clear guidance or even self-direction. Matrix management
does nothing to educate business people about how important these digital
initiatives can be to the success of the enterprise, or even how they might be
utilized. Nor does it educate these subject-matter experts on the company’s
business strategy, value proposition, or critical processes.

The only effective way to close the gap between these subject-matter experts
and management—or more appropriately these digital initiatives and tradi-
tional business functions—is by using a definitive process that embeds big data,
social media, and mobile technology into the enterprise itself. When this inte-
gration is effective, it shifts the corporate mind-set, allowing the company to
then capitalize on these new capabilities. In fact, all of the obstacles discussed
here can be overcome by people thinking differently about how these digital
initiatives can and should be utilized. For many individuals, social and mobile
are easily integrated into their personal lives, but this integration is more dif-
ficult in their professional lives.

Organizations need to shift their default perspective, and one catalyst that
often creates this mental shift is recognizing that a major redefinition of con-

sumers is in order—a redefinition we’ll explore in the next chapter.



Chapter 4

UNDERSTANDING THE NEW
SOCIAL CONSUMER

ORGANIZATIONS THAT GRASP THE CHANGING NATURE of consum-
ers possess both the motivation and the insight to become Big Social Mobile.
They know they can no longer interact with consumers the way they did in the
past, recognizing that individuals have become much more diverse and much
more powerful. Just as important, they realize how the consumer has changed
and acknowledge the need for a more holistic, integrated approach that com-
municates with them more effectively.

Yet understanding the new social consumer is not as easy as it sounds. While
every organizational leader understands that social communities and mobile
technology have changed the essential nature of their markets and that new
analytics offer tools to learn far more about these markets than previously pos-
sible, these leaders may still not “get it” They may not have the time or incentive
to understand the true nature of this new social consumer. As a result, they see
no reason or opportunity to embrace the integrated approach.

Recognizing how dramatically consumers have changed, however, can serve

as the much-needed wake-up call.

REDEFINING THE CONSUMER

Today’s consumers are smarter than they have ever been, utilizing social media

and mobile technology as part of their decision-making process, and doing so
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in a way that gives them the most options at the lowest price. But these are
only the superficial changes. The underlying evolution in consumer behavior
is having a more significant impact upon how organizations structure and
utilize the people, processes, information, and technologies that touch the
consumer.

In the past, companies were able to identify who they cared about as either
a customer or a prospect. Anyone that did not fall into one of these two catego-
ries was considered secondary or tangential; the broader market beyond these
two groups was relatively unimportant to most companies.

Not anymore. Now almost anyone can affect a company’s brand—positively
and negatively.

As a result, organizations must cater to and care about a much broader
group than just those individuals who generate revenue. This new definition
of “customer” will certainly include traditional customers and prospects, but
might also include social activists, organizational allies, suppliers, consultants,
financial analysts, influential bloggers, and other social influencers in any cor-
ner of the world. Executives must think of their customer as any stakeholder
who can influence the brand. Because this definition is broad, companies must

now be concerned with two things:

e Creatinga way to identify and communicate effectively and consistently
with individual consumers.

e Creating a consistent way of interacting with the entire market that
defines and reflects the company’s attitude, opinions, and value propo-

sition, and meets the expectations of all social consumers.

While this is a difficult task for companies who reflexively talk to customers
from the narrow perspective of “what can I sell them,” Big Social Mobile enter-
prises are motivated to understand today’s consumer not only so that they can
convert consumers to customers but also so that they can create an influen-
tial community attached to their brand—a community that will multiply its
reach and influence and generate additional sales opportunities. The new social
consumers are happy to do these things for brands they love and especially
for companies that practice an integrated approach. These are organizations
that can speak the language of the new consumer and speak it expertly across

a diverse range of communication channels: social, mobile, and traditional
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websites, traditional and digital marketing, customer service and sales, product

development, researchers or engineers, and even the executive management

group.

THE VALUE OF CONNECTING

A consumer’s choice to make a purchase, like a brand, or follow a company’s
social feed has implications beyond the action itself—implications for the con-
sumer and for the company with which they choose to connect. They are mak-
ing a public statement, something their friends and family will see posted on
their social media pages, in their profile, and in the content they share. And for
those friendships that they maintain exclusively in the digital world—long-lost
friends from high school or college, ex-boyfriends or girlfriends that they still
wish to secretly impress, even their professional peer group that they are com-
peting against—these decisions will shape how they are perceived.

This may seem a foreign concept to some generations, but it is no differ-
ent than the choice those Americans made in the 1950s when they decided to
wear white T-shirts and leather jackets or sweaters and ties. The choice between
being labeled a Greaser or a Soc defined an entire American generation. The
car, or truck, or sport utility vehicle (SUV) people choose makes the same state-
ment; their decision goes beyond just the functionality of the vehicle. Or do
they refuse to buy a car at all, using only mass transit and bicycles to show the
world how important the environment is to them?

In a way, this is nothing new; people have always made statements about
themselves based on the brands and products they buy. Organizations usually
grasp that they should align everything from the look of the product to the look
of their logo with consumer preferences. Some companies learned that going
even further could create greater loyalty with their consumer base—valet park-
ing in front of exclusive retail locations, private shopping areas inside stores, or
dedicated phone numbers and customer service agents for high-value clients.

Some companies, however, fail to recognize that they must adopt the same
practices for social consumers across digital mediums. These segregated enter-
prises take one of two different approaches. Some define themselves with tradi-
tional processes—branding, marketing, sales, and operations—and then mimic
the approach they use in these areas within each of their digital initiatives. They

use content, campaigns, and processes designed to meet the needs of their
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traditional customers to appeal to today’s social consumer. These companies
find that they can sometimes build a community using these methods, but that
they cannot effectively leverage that community. The community is not actively
engaged; it only responds to simple offers of value such as coupons, discounts,
or closeouts.

Other segregated organizations allow digital initiatives to operate as an
island, creating the persona that they believe will best resonate with their digi-
tal community of social consumers. They may use standard company content,
and their social feeds and mobile apps may have the same company logo at the
top of each page, but everything that their community sees and experiences
is filtered through social and mobile subject-matter-experts. If the brand is
strong and the vision of the social and mobile practitioners resonates, these
companies will create communities and can sometimes even leverage them,
but success will always be limited. The problem is that when consumers inter-
act with the company they see a disconnect between the social/mobile image
and the organization’s true beliefs and goals. Social practitioners may com-
municate that the company is doing everything possible to become a green
organization, for example, but their business policies and practices may con-
tradict the social propaganda. These companies then find themselves deal-
ing with highly vocal, dissatisfied consumers posting negative comments and
undermining the brand within their social circle. Their digital initiatives focus
on damage control, and the digital community becomes transient; consumers
come and go often.

Both of these segregated approaches suffer from a failure to internalize the
consumer’s perspective. Segregated companies adopt the platform but not the
process. Facebook, Twitter, YouTube, LinkedIn, and any other social platform,
in addition to the mobile apps that companies might create or allow themselves
to become integrated into, are all valuable platforms for companies to leverage.
But these are consumer platforms. For companies to use them effectively, they
must use them in the same way the consumer does—as an extension of who
they are, what they value, and the beliefs they hold dear.

The segregated approach does not extend the enterprise into the digital
landscape; the social and mobile initiatives are not a true reflection of the com-
pany’s culture and belief system. Integrated enterprises, on the other hand, are
honest and transparent in the way they connect with social consumers. They

make sure that every digital interaction reflects the company’s mission and
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core values and that social and mobile subject-matter experts communicate
this clearly and consistently.

Failing to connect with social consumers in this way is a huge mistake.
Consider that 90 percent of people under the age of 30 use their smart phones
first thing in the morning. Seventy-five percent of the time, they are checking
their texts, email, and social feeds while they are still in bed. Forty-six percent
of people do it while eating, and 33 percent while in the bathroom. And per-
haps most surprisingly, 66 percent of people say they spend more time with
their friends online than they do in person.' These individuals consciously
evaluate the messages sent by organizations they like and follow, and if they
sense a dissonance between what a social media expert tells them and what the
company is really about, they will quickly become disengaged.

Only by integrating digital inititatives into the very core of the enterprise
will companies be able to reflect the behavior that today’s consumers place
such high value upon, and demonstrate this each time the consumer inter-
acts with them. Adopting this approach creates a lasting connection with the

consumer.

THE POWER OF PASSION

Social consumers want to believe in as well as buy from their companies. They
want to follow and do business with organizations whose values reflect their
own. With a segregated approach, however, a company’s values and beliefs
rarely filter through to digital interactions. Because senior leadership and the
heads of traditional departments are kept out of the digital loop, social con-
sumers are usually not exposed to the people who shape the company’s poli-
cies and practices. As a result, they don’t feel as though they know the Chief
Executive Officer (CEO) personally or see his or her commitment to solving
social problems: food deserts in poor urban communities or the enlightened
human resources (HR) policies that provide women with the flexibility to bal-
ance the demands of work and family.

Executives interact with consumers through a tightly controlled mix-
ture of press releases, scripted interviews, and financial briefings, keeping as
much information about their performance, their plans, and their problems
as private as possible. They are the ones who create the company’s culture and

shape its values, but other employees create the actual connection. Leaving this
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connection to the social media and mobile experts, unfortunately, results in
interactions that do little to energize and inspire most social consumers.

Today’s consumers want open, honest communication; they want to know
whether the belief system of the company aligns with their own. While con-
sumers may still buy from the company and even remain loyal for a period of
time, the connection between company and consumer is weak in segregated
organizations. Without the emotional connection that comes from multiple
interactions with a diverse group of managers and leaders, social consumers
don’t develop a vested interest in the company. Without this emotional connec-
tion, consumers are more easily swayed by other brands.

Integrated enterprises understand that they must facilitate online communi-
cation between organizational leaders and social consumers. The goal is not just
to let leaders tell consumers what they believe in but to find out what’s important
to consumers and factor that into corporate strategy and culture. Social consum-
ers look at the entire performance and policies of a company, not just the value
of its individual products and services, before they emotionally commit.

Amilcar Perez, vice president (VP) of Marketing for The Nielsen Company;,
speaks to this point in a recent report that reflects that 8 out of 10 of the world’s
Internet users—today’s social consumers—believe that it is important for com-
panies to implement programs that benefit the environment or society: “A
global social conscience is one of the biggest trends to have emerged in the last
decade. Globalization, the media and rapid penetration of the Internet have
turned key international social and political issues into personal issues. From
human rights to poverty and war, and most significantly, the environment—
global consumers are collectively speaking out and demanding that corpora-
tions make a positive contribution to society.”>

It may seem challenging to integrate this type of consumer mind-set into the
modern day processes of a corporation, but it is possible. For instance, a publi-
cally traded software company made a decision to interact with the market in
a much different way than the traditional segregated enterprise. The manage-
ment team decided to remove the barrier between their executive group and
the consumer, so that they could build the type of meaningful, personal rela-
tionship that their customers, potential customers, and social influencers were
looking for.

While Christian, the CEO of this software company, was gearing up for the
quarterly financial analyst briefing, his Chief Marketing Officer commented
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on recent studies that showed it was financially advantageous for companies
to link themselves with social or environmental issues. This spurred a discus-
sion about various social issues that the senior management team believed they
should take a stand on.

During this meeting, the management team agreed that they needed to do
a better job of turning their beliefs about social issues into programs and let
people outside of the company know where they stood. Many of the people in
the room, including Christian, were concerned about the growing problem of
homelessness in their area and decided to help combat it. Christian mentioned
his company’s new activism program during the financial analyst briefing and
it went largely unnoticed. He then told the young man in charge of the com-
pany’s social media initiative to post news about the program on their social
feed. Almost instantly, it became the most popular post in company history.
Followers wanted to know what this commitment meant in concrete terms.

Christian met with his senior managers and then the three employees in his
social media department and eventually decided that he himself would post a
series of explanations about the company’s efforts on their social feeds, under
his own name, in his own words. He would respond to comments whenever
possible or through his social media staft if he couldn't.

Consumer engagement increased instantly, both within their community
and among bloggers, writers and other industry experts. The company con-
tinued its normal practice of posting news about their products and services
and found there was a spillover effect; engagement continued to increase. As
Christian noted to his staff, the community had become “supercharged; our
passion became their passion.”

At the next quarterly analyst briefing, Christian decided to run the meeting
as usual, but also decided to record it and make it publically available. In addi-
tion, Christian would then run another briefing session for the social influ-
encers in their community—those people who had become most engaged on
the topic of their new program. It would be conducted like an interview with
questions from their public feed, so that he could answer on the spot, without
preparation.

Christian said he was surprised at the outcome of the two-hour social influ-
encer briefing. He had expected most of the questions to be about the new
programs to help the homeless, and some were, but the majority were about

where the company was going strategically, what new products they would
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launch, and what they expected the financial impact would be—and why they
were making these decisions. Christian couldn’t answer some specific ques-
tions because they would reveal too much information to competitors, but he
answered most of them, providing insight about his leadership team’s decision-
making process.

The entire community—financial analysts included—responded positively
to Christian’s efforts. They were aware of the social media buzz that resulted
from Christians attempt to make sure his team was involved in and honest
about their communication through social channels. The directness and sin-
cerity of Christian’s interaction in the social influencer briefing impressed
analysts, as did the way the discussion broadened to a range of other business
topics. They could see that Christian was connecting with his online audience,
and they saw his leadership in this area as one additional reason to recommend
the company.

The company’s valuation improved significantly.

Since the value of a company is largely influenced by a prediction of future
performance, not its actual past financial performance (as many people falsely
assume), the better information analysts and consumers have—especially
information that is coming unfiltered, in near real-time directly from senior
executives—the more confidence they have in their prediction. This is reflected
in stock performance, with companies that have a strong customer focus out-
performing the market on cumulative return by 28.5 percentage points, while
companies without this focus average 33.9 points less than the market aver-
age.” Christian had discovered that there was a tangible value in their new
transparency.

Social consumers, whether they know it or not, are highly influenced by
their emotional connection to a brand: the greater the passion, the greater the
connection, the greater their commitment. This connection has a tangible
financial value, since a significant percentage of these highly engaged consum-
ers are likely to become loyal, long-term customers. In turn, these passionate
individuals will aid the company in growing the social community and bring-
ing in new customers; they also are more willing to aid the company in under-
standing their place in the market, their differentiators, and how they might
improve products and even internal processes.

A passionate connection with consumers has always been powerful, but it

was traditionally created only by lifestyle brands—brands whose popularity
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was driven by the interests, beliefs, or attitude of a definable group. Consumers
were passionate about brands such as Apple or Rolex years before social and
mobile came into existence, but they weren’t more likely to actively engage with
these brands. They were passionate because the brand image dovetailed with
their own self-image. The connection established by companies like Christian’s
runs much deeper. When a company’s digital persona reflects its beliefs and is
integrated into processes, policies, and procedures consistent with these beliefs,
it creates passion. Big Social Mobile enterprises communicate in a way that is
authentic and meets the social consumers’ desire for authenticity. This doesn’t
mean that leaders like Christian have to engage directly with consumers via
social and mobile media all the time, but it shows that allowing a diverse group
of decision makers from throughout the organization to interact directly with
consumers has a positive effect. These leaders often understand why processes
or policies are put in place, why a product was designed the way it was, or even

why the company’s social policy is the way it is.

SPEAKING THE CONSUMER'S LANGUAGE

Consumers are used to existing within a community that includes family and
friends, coworkers, casual acquaintances, and people with whom they share
interests. These individuals understand them, speak their language and can
therefore influence the decisions they make—not just big life decisions, but
also small day-to-day ones, such as what clothes to buy, what concerts to see, or
which products will make them happiest.

Companies are used to being included in this social circle and being part
of the customer’s decision making process. They didn’'t have to do much more
than provide good products at a fair price, offer reasonable service, and be eas-
ily accessible (either online or through a convenient physical location) in order
to make consumers feel like they were necessary. But, unfortunately for com-
panies, this has changed. No longer is convenience, price, or even satisfactory
service the primary driver of customer loyalty or consumer purchasing. The
new social consumer needs more—they need to feel a passionate connection
to the brand and believe that an organization is speaking their language before
they commit. And they are willing to incur a bit more expense (driving a little
farther or paying slightly more) to get it. This does not mean they will not ever

purchase from companies with whom they do not feel these things, but rather
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that they will select the company to which they feel most connected whenever
there is an option.

Companies that continue to use traditional approaches—most of which are
the digital equivalent of push marketing (who shouts the loudest and the most
frequently)—will find themselves excluded from the consumer’s social circle.
The result is a missed opportunity, and less revenue or profit than they might
otherwise have generated. Big Social Mobile enterprises have learned to com-
municate and operate in ways that makes them feel more than just necessary to
consumers. They speak the consumer’s language and this earns them a place in
the consumer’s social circle.

Consider that the most accepted empirical study puts the average atten-
tion span of a person that frequently uses the Internet as having dropped from
12 seconds, in 2000, to 8 seconds in 2008—less than the average attention span
of a goldfish. Consider, too, that 25 percent of teens forget major details of
close friends and relatives and 7 percent of people forget their own birthdays.
We're bombarded with information, we're busier than ever before, and con-
sequently, were remembering less. Traditional branding, which relied upon
memorable marketing campaigns so that the consumer recalled the brand at
their moment of need, are becoming increasingly less effective as consumers
retain less information.

Even more significant, communications across the digital landscape—web,
social, or mobile—have shifted from content posted in status updates, or simple
text-based posts, to linking these posts to articles, to posts using pictures for
content, and finally to video posts. Today, the only medium consumed via the
Internet capable of holding the attention span of consumers is video, with an
average viewing time of 2.7 minutes (it is important to note that this number
is skewed by the influence of web-based television, which typically runs longer
than advertisements). While watching a video, the average office worker will
have checked his email five times.* But even video is falling prey to a drop in
consumer attention span. The new YouTube venture, MixBit, limits videos to
16 seconds, a full 10 seconds longer than Vine allows, and 1 second longer than
Instagram allows.

This creates obvious problems for companies trying to connect with con-
sumers and speak their language. Video is now the most effective medium to
create tangible results within digital sales channels: retail site visitors who view

video stay two minutes longer on average and are 64 percent more likely to
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make a purchase than other site visitors. Marketers who use video in email cite
increased click-through rates, increased time spent reading the email, increased
sharing and forwarding, increased conversion rates, and increased dollars gen-
erated as the top benefits and visitors who view product videos are 85 percent
more likely to buy than visitors who do not.’

At the same time, only one out of four marketers uses video in email cam-
paigns, with 43 percent of marketers citing a lack of available video content as
their reason for not using video in email campaigns. This shows how, despite the
widespread acknowledgment that video is the format of the future, few social
and mobile initiatives have access to the resources necessary to create video
content. Therefore further integration between an organization and its social
media programs is required. Not only must these initiatives be integrated into
core processes (so that valuable content is created), they must also be integrated
into the content creation process itself—the processes that actually create print,
digital, video, and multimedia content—while this content is being created, not
after the fact. Moreover, consumer demands are constantly changing, and the
content creation process must be flexible enough to take these changes into
account, so that this content will actually attract their attention.

Making it even more challenging for companies to connect with consumers,
social and mobile consumers don't read everything that companies post. The
average Internet website page contains 593 words. Digital consumers read only
28 percent of them, and stay on that page less than four seconds 17 percent of
the time. ¢ Although difficult to calculate, the average number of words read on
a webpage is approximately 50 words.

Given short attention spans and the tendency to read a relatively small
percentage of what companies post, the right people must communicate the
right information. Unfortunately, social and mobile practitioners are usually
in charge of adapting sales and marketing language to short, digital bursts, and
the most valuable part of the message can get mangled in the process. Leaders,
managers, sales people, and even perhaps traditional marketing professionals
understand and have deep experience communicating the value proposition
of the company. These experts can create language that has a positive impact
on social consumers. Social and mobile practitioners may be skilled at boil-
ing the message down to 140 characters, but they lack the insight and experi-
ence to ensure it's a message that reflects the organization’s key principles and

responds to consumer concerns and expectations.
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A sure sign of a segregated approach is substituting entertainment value
for a clear, compelling statement that consumers “get” Cool mobile applica-
tions and funny videos are fine, but this isn’t what social consumers want as
much as a company that understands what matters to them, why they are
interested in the company, and what they need from the company (infor-
mation, ideas, decisions, processes, functionality, feedback). Big Social
Mobile enterprises understand what social consumers are looking for, and
by speaking honestly, perceptively, and helpfully—in the language of the tar-
get audience group—they motivate consumers to become loyal, long-term

customers.

THE CONSUMER'’S DEFINITION OF VALUE

Segregated companies provide social and mobile consumers with a basic level
of value. They can entertain, answer questions, and supply information—all
basic and necessary things. However, this does not equate to what social con-
sumers now define as value or valuable. For them, value means content that
has a meaningful impact on their purchasing decisions and even on their lives.
They expect companies to draw upon their vast resources and tap into their
expertise to give them something that they could not obtain on their own.
Integrated organizations can do this because the interactions they have with
consumers are connected to all corporate sectors. The right information flows
from the right source to the right consumer at the right time.

You would think that after ten years of trying to capture the attention of
social consumers on a wide variety of platforms, all companies would be aware
of this more advanced definition of value. This definition, though, remains a
moving target. As companies evolve to become more effective on a changing
digital landscape, consumers are also changing as they react to new technolo-
gies, platforms, and approaches. They are incrementally redefining what value
means to them, and no doubt, the definition will change in the future.

The consumer’s definition of value, as interpreted by executives, influences
all of the activities that employees are tasked to perform, either in concert or iso-
lation. If these leaders believe that consumers still define value in the most basic
of ways, then they will see no reason to create truly meaningful content—or,
by extension, to become a Big Social Mobile enterprise capable of consistently

producing and delivering high-value content.
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Typically, here’s how segregated companies approach digital initiatives based

on their limited interpretation of what consumers will find valuable:

e It must be social, and therefore companies become involved on the
social platforms that accommodate this.

e It must be entertaining, and therefore companies attempt to share or
create content that is funny, interesting, or at least attention-grabbing.

e It must be a routine part of the consumer’s life, which is accomplished
through the widespread adoption of mobile technology and the avail-
ability of social platforms on mobile devices, or through mobile applica-

tions that the company creates.

Enlightened social and mobile practitioners take these four requirements one
step further. They talk about the ratio of purely entertaining messages delivered
via social platforms or mobile devices versus those that are clearly sales-oriented
and designed to prompt a purchase. And they talk about how their digital initia-
tives must be personal, showing that companies are paying attention to consum-
ers, can communicate effectively with them one-on-one, and allowing them to
voice their opinions and complaints.

The Big Social Mobile mind-set goes even further, making these discussions
meaningful, ensuring that the most current consumer definition of value is
addressed. Integrated enterprises measure the success of their social and mobile
corporate-consumer interactions in terms of their ability to increase revenue,
reduce expense, and improve profitability, and things that directly drive these
ultimate measures of business. Consequently, they must give social and mobile
consumers more than funny videos. Is there real value in entertaining the con-
sumer for entertainment purposes alone? No, not when viewed through the
profit lens. Will this entertainment further the purposes of the company, even
something as nebulous as maintaining a connection with the consumer so
that they can be marketed to? No, because there are too many other sources of
entertainment. Even companies whose sole purpose is to provide social enter-
tainment for the consumer must provide more than just entertainment to cre-
ate any real connection.

Consider MySpace. Both MySpace and Facebook met the same basic need
for consumers: they both provided an entertaining social platform through
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which users could interact with their social community. MySpace empha-
sized customizable home pages, blog-like user posts, and photographs while
Facebook emphasized personal connections and interactions, but their core
value proposition was the same.

The Internet wasn't big enough for two mega-brand social networks. One of
them had to go. From its creation in 2003, it took MySpace exactly eight years
to become the number one social platform, to be toppled from that place by
Facebook, enact massive layoffs, and be sold at a relatively discounted price.”
MySpace still exists, but no one you know uses it.

MySpace failed for many reasons—namely a poor corporate take-over,
pressure to produce revenue before social media was mature, and a lack of
innovation—but its primary reason for failure was not keeping up with the
changing definition of what consumers found valuable. As consumers began
to fully understand the potential of social media their opinion about how
these two platforms facilitated social interaction changed. While MySpace was
focusing its resources on designing functionality that enabled direct market-
ing to generate revenue from its community, Facebook focused on enabling
greater social interaction within its community. Consumers responded.

Facebook and numerous other success stories demonstrate how consumers
value information and interactivity that they would otherwise not have access
to above anything else. For Facebook this was social interaction—and then
social interaction tied to direct marketing. What consumers valued came first.

All companies are the experts on their products and services. They know
how to use them most effectively or in ways that consumers might not have
thought of. They know where the consumer can find them most easily, at the
cheapest price. They also understand industry trends, research, and events that
the consumer might find useful. They are gathering houses for information
that customers and potential customers wish they had access to.

Integrated enterprises don't limit themselves to dispensing sales and mar-
keting information but broaden their role to include sharing information that
will make the lives of those in their social communities better. They can share
how other consumers are using their products and services in new and creative
ways—ways they might not even have thought of themselves. They can share
their insights into the bigger issues, tying the discussion into the social con-
sciousness of their community to create more passion or to promote the latest

news stories, providing value-added insights or perspectives.
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Consumers may also value how the company itself operates, makes deci-
sions, and creates policy, from multiple perspectives inside the organization.
Followers often relish gaining access to an executive or a technologist, or see-
ing the CEO debate a company’s products, services, processes, place in the
market, or social policy. That’s interesting. That’s something people will follow
and engage in. That’s a community consumers want to be part of and a com-
pany they want to support. Big Social Mobile enterprises possess the capac-
ity to quickly channel all of their expertise to consumers to create this type of
engagement.

This approach still accommodates the same three basic rules of digital social
interaction—it must be social, entertaining, and routine—and it also accom-
modates the things that more progressive social and mobile practitioners are
focused on—making it personal and balancing marketing versus value—but
does so in a way that makes the company irreplaceable. This does not mean
that companies should never post content that is purely entertaining and is only
tangentially related to their brand or industry. This content is important; it is
fun. But it is only filler. If it comprises the majority of content an organization is
delivering via social or mobile, mixed in with the occasional sales pitch, then the
company is not creating real value in the eyes of the consumer. When the con-
sumer finds something more entertaining, or when the consumer finds another
company that can meet their needs while delivering this truly valuable content,

they will quickly spend their valuable, limited time with this competitor.

COMPETING FOR THE CONSUMER

Social, mobile, and big data subject-matter experts often fail to think in com-
petitive terms. These specialists focus on building communities without under-
standing that they are actually vying for a highly prized commodity in today’s
social economy: time. The consumer’s time.

An increasing number of companies, platforms, applications, and technol-
ogy are clamoring for consumers’ attention. These specialists understand that
engagement is key, but they often don’t grasp how to secure this engagement in
a highly competitive environment where their failure equals a competitor’s gain.
They also don't grasp that their digital initiatives are vying against many other
digital efforts for not only a dwindling supply of consumers’ time but also a fixed

amount of revenue generated by each consumer throughout their lifetime.
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Talking about the competition for time isn't semantics. Consider that not
only do consumers struggle to find time for multiple social platforms—as
MySpace learned—but they also only have a limited amount of usable space
on the first screen of their smart phone or tablet, the favorite’s bar of their web
browser, the top half of their favorite’s menu, or key positions on their com-
puter desktop; they will only allow a small number of companies to clutter their
social news feeds. The companies that make themselves valuable enough to
earn these top spots are also most likely to earn a larger percentage of the con-
sumer’s mindshare and wallet-share.

If you possess an integrated mind-set—if you view the digital landscape as
connected to the bricks-and-mortal environment—then you probably under-
stand the fierce competition for social consumers’ time. Shelf space, end caps,
high traffic areas, and eye-level shelves are highly prized and highly analyzed
locations for companies that sell their products via retailers. The measures of
their performance abound: volume, revenue, and margin per placement and
linear foot, number of facings, foot traffic, and velocity. On the Internet, similar
analysis is done on banner placements, key words, and ad words, and a signifi-
cant amount of money is spent to ensure the highest ranking in search engines
because that means more eyeballs and higher click-through rates. The value of
Internet real estate even follows the ancient mantra: location, location, location.
The most common words with a .com extension are worth the most money
when sold as domain names.

Smart phone users check their phone on average of 150 times per day, or
approximately once every 10 minutes. If you subtract time spent sleeping, this
number is closer to once every six minutes.® If companies were truly conscious
of the competition for consumers’ time, they would create measures for the
company’s ability to secure and utilize these highly trafficked social consumer
locations.

Unfortunately, many otherwise smart executives and digital subject-matter
experts don't think in these terms for two reasons. First, this is an entirely new
thought process for them. Only the most progressive Big Social Mobile enter-
prises can use traditional methods of measurement across the digital landscape,
such as those that actually quantify the value of a specific social influencer or
the margin of a customer that originated via social media. Second, the answers
are contained in big data, not traditional enterprise data. Only integrated enter-

prises have taken the time to blend these two different and disparate data sets
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into one view that seamlessly reflects performance and profit across both the
physical and digital landscapes. This allows management to see the connection
between what has traditionally driven the success of their enterprise and how
this corresponds with consumer behavior in the digital space.

Companies that make these connections train their big, social, and mobile
experts to think in competitive terms and integrate them into the functions of
the enterprise. As a result, these experts see digital performance in the same
terms as the traditional drivers of performance in the physical world. These
experts understand big data and consumer behavior from an integrated per-
spective. Their role is not to act as islands within the enterprise but as bridges
between the modern consumer and traditional management—the latter group
investing heavily in these digital initiatives individually but still seeking to real-
ize the returns that only integration can provide.

Perhaps most important of all, Big Social Mobile enterprises understand the
decision-making process that results in a purchase far better than their more
segregated competitors. They have a grasp of the process in which the consumer
is seamlessly transitioning from the physical world to the digital world and back,
over and over. When consumers decide they want or need a product they search
the web to see what their options are and where it is available. Sometimes they
go to the physical location. And when they are there they search competitive
information and pricing on their mobile device. Armed with this knowledge
they talk to a salesperson about the added benefits of one product versus another
or additional discounts. They fact check this information online while in-store
and review the company’s social media presence, sometimes watching videos
about the product. They post questions on social media to solicit the advice of
their friends. After the purchase they register it online, they post their opinion,
and they check for social and mobile feeds relative to it as they drive home.

Consumers have removed the barrier between the physical and digital
worlds. They live in both simultaneously, rapidly, and fluidly transitioning from
one to the other. To take advantage of these new behaviors, organizations must
broaden and deepen their view of these social consumers. They must design
integrated processes and measures that take these behaviors into consideration.
This can only be done if social and mobile practitioners are routinely interact-
ing with marketing, sales and other core business functions (and in some cases
supporting functions), and only if these new behaviors of today’s social con-

sumer are integrated into corporate strategy.



Part I

CREATING A BIG SOCIAL
MOBILE ENTERPRISE

MOST LEADERS CAN ASSESS THE CONSUMER standing in front of them,
gauge their mood by the tone of their voice or the length of a pause, and esti-
mate the likelihood of them becoming a customer. They need to become just as
adept at assessing today’s social consumer in the same way—despite their lack

of physical presence.




At the heart of what makes an organization Big Social Mobile is the way digital
initiatives are woven into its fabric—the way all people, processes, technology,
and information work together to provide one consistent view of consumer
demographics and behavior across both physical and digital landscapes. This
view allows executives, managers, and employees at all levels of an organization
to give consumers a uniform experience regardless of which medium, chan-
nel, or portion of the enterprise they are interacting with (sometimes called
an “omni-channel” experience). Integrating big data, social media, and mobile
technology fully into the organization also provides leaders with insight into
larger, long-term trends or changes in expectations. All levels and functions
throughout the organization are ready to engage consumers so that each inter-
action creates greater attachment between the consumer and the organization,
while also influencing them to exhibiting the behaviors that the organization
seeks. This means that not only can organizations maximize the value of each
interaction, but also that they can proactively or intentionally control or manip-
ulate consumer behavior (what is sometimes called “predictive marketing”).
Most organizational leaders believe in this ideal—the idea of becoming
Big Social Mobile, but they always ask one question: How? The methodology
described in this section aims to provide a step-by-step understanding of the
skills necessary to operate in an integrated fashion. To provide context on where

these steps will be taking you, an overview of the process is provided here:

1. Understanding Digital Relationships: Segmenting your current com-
munities into five different types of digital relationships—customers,
prospects, influencers, partners and competitors—to understand how
each can be best leveraged.

2. Defining Customer and Consumer Interactions: Detailing the interac-
tions that your organization is having with customers and consumers
in both the physical and digital worlds, from the moment you first meet
them until they stop interacting with your organization.

3. Identifying Ideal Digital Behaviors: Defining how your organization
would prefer to interact with consumers and customers, and how
you would prefer them to behave so that their behavior is leading to

the highest conversion rate, the lowest costs, the highest revenue per
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customer; and being able to position them for add-on/up-sales, the
highest customer lifetime value, and other tangible benefits.

4. Analyzing Profitable Patterns and Segments: Understanding how the
gap between current interactions and ideal interactions can be closed
using five different types of analysis—behavioral, social, geospatial,
device, and financial—and how this analysis helps sub-segment your
organization’s communities to identify perfect customers and promote
ideal behaviors.

5. Aligning Digital Initiatives with the Enterprise: Creating the right
organizational structure that integrates all of the skills and processes
necessary to achieve the Big Social Mobile ideal into your organiza-
tion’s people, process, technology,and information; facilitating the right
behaviors among your community, interacting with social consumers
in the way that they prefer, and providing a consistent consumer experi-

ence across all channels.

Many organizations have already launched segregated initiatives that have
created communities, collected data, and developed mobile applications. The
process here can be used to bring existing but segregated initiatives into the
enterprise core. Although the process is laid out as linear steps for the sake of
easy comprehension, these steps are not nearly so linear in real life. Instead, they
may be implemented simultaneously, reiteratively, and with greater emphasis
on one step than another depending on an organization’s particular issues.
Putting the process into practice requires testing, assessment, and exploration,
helping management continuously improve their effectiveness at interacting
with consumers across both the physical and digital landscape.

Put another way, this process is designed to help you gain an incremental
understanding of your customers and the social consumers within it, expand-
ing your knowledge to consumers you interact with and the market as a whole,
to uncover new consumers and segments that can be sold to. Eventually, the
process will help you transition to a perspective where you are seeking to not
only to understand but also to control interactions. This will allow your orga-
nization to adapt its processes so that they solicit ideal behaviors and responses

from your customers and consumers, maximizing your results.



Chapter 5

UNDERSTANDING
DIGITAL RELATIONSHIPS

EVERY COMPANY CREATES A STRATEGIC PLAN designed to do one sim-
ple thing: turn consumers into customers. From this simple beginning spring
complex strategic objectives, financial projections, management teams, and
then knowledge workers and supporting personnel. A set of processes weave
these together so that they can gather or create the tangible assets, both physical
and digital, necessary to identify, influence, and convert consumers to custom-
ers. All activities within the enterprise must participate in the creation of profit.
And profit can only be created in one of very few ways: by obtaining new cus-
tomers, by convincing current customers to purchase more, or by reducing the
expense associated with these efforts. Even departments that seem to have little
positive impact on the profit equation can be tied back to it. HR provides the
necessary people to perform the tasks that create profit and seeks to constantly
increase the collective skills and capabilities of the organization. Legal seeks to
negotiate to the company’s best advantage and protect it from revenue-draining
lawsuits. Improvement efforts, such as Lean or Six Sigma, seek to help the orga-
nization operate more effectively and efficiently.

Big data, social media, and mobile technology must be held to these same
standards.

To adhere to these standards, organizations must analyze the digital rela-

tionships that these initiatives are creating. When companies understand where
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they stand relative to key groups within their social communities, they are in a
much better position to integrate their big, social, and mobile efforts into their
core, profit-making strategy. To grasp the value of analyzing digital relation-

ships, let’s look at a recent example from the accounting industry.

ACCOUNTING COMES OF AGE

Analyzing digital relationships and combining this analysis with the broader
definition of what a “customer” is helps create different subsegments within
a company’s social community that can be used in different ways, each to the
company’s best advantage. This is particularly important within an industry
that is fully saturated and highly competitive, such as the accounting industry;
within this industry, every consumer that needs an accountant already has one.
To make matters worse, technology-driven solutions entered this market over
a decade ago, undermining the traditional relationship-based model where an
account works one-on-one with clients to prepare their taxes.

These technology-driven solutions (where a person answers narrative
questions) at first gained little traction because companies couldn’t anticipate
the wide range of questions and information people required before they felt
comfortable answering tax-related questions. While this technology could
complete annual tax returns at a fraction of the cost of a real accountant,
customers were dissatisfied. It could not bring the same people back year-
after-year, improving customer lifetime value, the meaningful metric for soft-
ware-based solutions.

Seeking to find a better approach that still relied on technology, one com-
pany in this industry added Customer Service Agents who would be available
to the customer base via email, website submissions, and eventually online
chat. These highly trained agents would be able to respond to specific customer
questions. But this solution was unsustainable; it was too expensive.

In response to this, a competing firm analyzed the relationships they had
within their social communities—their digital relationships—and discovered
that on their social feed (where customers often posted tax-related questions) a
number of people within their community were providing answers to people’s
questions. Their feed was monitored and managed by a low-level marketing
person with no accounting experience.

During the break before the next tax season, this company revised its soft-

ware to include direct access to a social feed that they would monitor and
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manage. They also provided direct links and search functionality to a knowl-
edge base where customers could pose specific questions. At the same time
they identified those individuals within their community who responded
most frequently, focusing on their degree of accuracy and average response
time. They learned that these people were providing consistently sound advice
and responding more quickly than their own Customer Service professionals.
Additional research revealed that some of these community respondents were
certified public accounts and that they shared certain demographics—most of
them were older, retired accountants who were answering the questions as part
of their online social activities and because it allowed them to continue to use
their hard-won knowledge in useful ways.

They invited these “community experts” to become VIP community mem-
bers, gave them software that allowed them to oversee the social feed and
knowledge manager, created special profiles for them, and ran a competition
among them, awarding significant prizes based upon accuracy, response time,
and the number of answers they provided. This firm also advertised their VIP
advice feature, driving people toward their social community and capitalizing
on consumer frustration with other online accounting services. Every perfor-
mance metric moved in the right direction: new customers, returning custom-
ers, customer satisfaction, and market share. In one year the firm was able to
integrate social media and big data into the core function of its enterprise,
operations, and software solutions; create a competitive advantage; and help
the software-based accounting industry evolve to its next, better form.

This firm is an example of a company that analyzed its digital relationships
and reaped competitive advantage as a result. Rather than allowing their social
initiatives to languish within the segregated confines of their social media experts,
they broadened the scope of this initiative so that a cross-section of their orga-
nization was involved in the effort. This is the first, crucial step of integration—
looking closely at the relationships you have within your social communities.

Let’s examine how to analyze each of the five types of digital relationships

(see Figure 5.1):

Digital customers
Digital prospects
Social influencers

Partners

Competitors
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5 Types of Digital Relationships

- Customers

- Prospects

- Social Influencers
- Partners

- Competitors

DIGITAL LANDSCAPE 6 PHYSICAL LAND

INTEGRATED
ENTERPRISE

SOCIAL DATA
DEVICE DATA

WEB &

TRADITIONAL

ENTERPRISE DATA BIG DATA
DATA -

Figure 5.1 The five types of digital relationships integrated enterprises maintain.

DIGITAL CUSTOMERS

Digital customers come in many forms. They place orders via websites, cus-
tomer service centers, email, phone, or even physical storefronts. In all of these
cases, they leave a digital fingerprint in an order entry system, an ecommerce
website, a loyalty program, or another application designed to facilitate this
transaction. The social or mobile initiatives of a company may also facilitate
these transactions and leave similar fingerprints. Each company will have
a variety of channels, some of which generate actual customers and some of
which do not, but in all cases the company knows exactly who they are and
what they have purchased.

These customers can be leveraged by the company in many ways, both at a
macro-level, with techniques such as broadcast marketing (sometimes called
“batch & blast” campaigns) and at a micro-level, with tailored emails or micro-
marketing, SMS messages, traditional mail, or even phone calls—because the

company knows exactly who they are.
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Categorizing Consumers
(logical hierarchy)

CONSUMERS
TRADITIONAL SOCIAL

CONSUMERS CONSUMERS

Are they a member
of the organization’s
social community?

Have they
made a purchase?

NO YES NO YES

PROSPECT CUSTOMER UNKNOWN

Can the company
uniquely identify them

using only data? MOBILE
DEVICE(s)

NO YES
DIGITAL BRIDGING SOCIAL
SdEvelI=A CUSTOMER DATA CONSUMER

Figure 5.2 The logical hierarchy between the different types of relationships

integrated enterprises maintain and how they are categorized.

Customers that can be uniquely identified using only their data are consid-
ered “digital customers” Conversly, if a customer cannot be uniquely identified
using only their data they should not be considered digital customers. Every
organization will have many customers, only some of which are digital custom-
ers who can be leveraged using Big Social Mobile techniques [See Figure 5.2].

This distinction is important because it has a real world impact. For example,
employees working for companies in physical locations, such as retail outlets or
restaurants, often know high-value customers by sight, either because they see
these customers more frequently or because the greater amount of money they

spend causes employees to make a mental note. These employees know these
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customers should be treated differently. But, other employees, those who will
only interact with these customers digitally, only know to treat these customers
differently if the data tells them.

Therefore, being able to determine who a consumer is based solely upon
data holds special significance within Big Social Mobile enterprises. Leaders
within these organizations understand that their digital initiatives can only
create greater long term value if their processes are adapted to accomo-
date these needs (such as the need to uniquely identify digital customers
whenever possible). While these requirements may not seem important to
organizations using a segregated approach, they are critical to integrated
enterprises.

These specific questions will help you understand how many of your current

or past customer are actually digital customers:

e How many channels does your company have that generates customers?
Retail, websites, partners, partner websites, email, phone, fax, portals,
etc.

e How many specific, individual customers can you identify for each
channel? And when were each of these customers gained?

e What percentage of your total customers are therefore digital customers
(because they can be uniquely identified)? What can you organization
do to increase this percentage?

e How robust is the information you have on each customer? How com-
plete, how accurate, and how up-to-date? If you wanted to reach out and
have a meaningful conversation with this customer, how helpful would

this information be?

The example of how high-value customers are treated differently from average
customers shows that all customers—whether digitally identifiable or not—are
not created equal.

Some customers, those who can be thought of as traditional customers
(people who have not yet become social consumers), interact with the company
because they need or want the company’s products or services. They might
reference online reviews that give them insight into how to return a product
or reach customer service if they have a problem, but they do not care about

the company itself. These customers take from the company without giving, or
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rather, they give only revenue in exchange for goods or service. The relation-
ship ends there.

Other customers—ones who arrive and/or stay connected via social media
and mobile technology—feel a connection to the company itself and often
believe they are building a lasting connection. These are the most passionate
group of consumers associated with the brand. Whereas traditional customers
care only about what is in it for them, social consumers view the transaction
as part of a larger, longer-term relationship. As such, they are willing to help
the company in many ways. They are willing to invest more than just revenue
into the relationship. The distinction between traditional customers and social
consumers is just as important, and just as fundamental, to Big Social Mobile
enterprises as is the distrinction between digital and nondigital customers.

These distinctions are more than nuance; they are behavioral. When
researching the Customer Service performance of a company, a traditional cus-
tomer asks: Will I be able to get good service if I need it? A social consumer
asks: Do I want to be associated with a brand that offers this type of service to
its customers? The traditional value proposition of the company still retains a
powerful influence over this social consumer, but social consumers are willing
to allow additional factors beyond just the base value of a product or service
to influence their propensity to buy. These customers—social consumers who
become customers—are the lifeblood of the Big Social Mobile enterprise.

Companies can separate their digital customers into two groups, traditional
customers and social consumers, through a simple process. Traditional cus-
tomers (who are digital customers) leave a clear data trail through traditional
sales channels (retail, direct sales, customer service order entry, or ecom-
merce, for example). These customers are identifiable in the central Enterprise
Resource Planning application because they ordered and received a product
or service at some point in the past. They may also be contained in Customer
Relationship Management software or normalized within larger data stores or
data warehouses.

During the process of becoming a customer, many customers will have given
the company their email address or their phone number at the time of purchase
(or through a more complicated process of purchasing and joining a loyalty
program at the same time). Most companies already capture these items as part
of the purchasing process or transaction. These two data points are the most
common “bridge” between consumers as they exist in the physical world and

their profiles in the digital world—their social and mobile profiles.



100 BIG SOCIAL MOBILE

In segregated enterprises, however, these bridges lead nowhere. The com-
pany cannot directly connect the customer (whose information is contained
within traditional enterprise data) to any social or mobile profile (contained
in big data); the company does not know anything about the social or mobile
behavior of customers and can find no trace of them in the information they
glean from big data. While these customers have created a digital copy of them-
selves during the sales transaction, the connections that are at the heart of Big
Social Mobile enterprises don’t exist in segregated organizations. As a result,
these customers cannot be identified as social consumers and therefore cannot
be leveraged.

Within integrated enterprises, these same customers, through these two key
data points and others, can be directly connected to one or more of their social
profiles. This connection allows the company to track and analyze the behavior
of these physical customers across the digital landscape. They leave a trail of big
data behind them that can be used to specifically identify and target them, to
influence them, and to interact with them.

Some companies can clearly identify every customer they have ever done
business with—their traditional customer base. They can also identify the peo-
ple they are interacting with through any number of social or mobile platforms.
But they cannot connect the two. Without this ability, they can never become
truly Big Social Mobile.

This then becomes the first step of becoming Big Social Mobile: separating
customers that can be leveraged as social consumers from those who cannot.

You can facilitate this analysis by taking the following actions:

e Determine how many uniquely identifiable digital customers have
records containing bridging data such as phone numbers and email
addresses.

e Assess whether these identifiable customers’ records also contain social
or mobile identifiers or profile names; calculate the percentage of cus-
tomers who can also be identified as social consumers.

o Identify the number of different mobile applications or social media
platforms that can be identified using this customer data and how many
customers are identified on each.

e Connect these customers to information about them contained within

big data that the company gathers.
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If your company has adopted a segregated approach, it’s likely you will struggle
to take these actions and that a very low percentage of your company’s digital
customers can also be identified as social consumers.

Most segregated organizations initially concentrate their social and mobile
efforts on building as big a community as possible as quickly as possible. They
then encourage their community to engage with the brand. While this creates
a community that can be leveraged, it cannot be fully leveraged until com-
munity members (and their relationship to organization) can be uniquely
identified (because techniques such as micro-marketing, predictive marketing
and personalized interactions rely upon this understanding to be effective).
By identifying and understanding each customer, the company will be able to
take the next step in the process of becoming Big Social Mobile: understanding
how your organization is interacting with each consumer in order to maximize
the tangible benefits.

This approach also creates the proper mind-set for everyone within the
organization. It connects them to the primary goal of the enterprise itself:
generating customers to maximize profit. Integrated enterprises use all of
their assets and all of their channels to achieve this goal, social and mobile
being just two. Starting with this focus clearly lets the organization know that
all of its efforts—digital initiatives included—must contribute to organiza-
tional objectives in meaningful, tangible ways. For those in charge of digital
initiatives it clearly says that creating friends, followers, and even engage-
ment (while important and worthwhile) is not the primary goal—creating

customers is.

DIGITAL PROSPECTS

Just as customers who can be digitally identified as social consumers are
more valuable to the enterprise than unidentifiable or traditional customers,
digital prospects who can be identified as social consumers also possess the
same higher value. Big Social Mobile enterprises recognize this value, not just
because these prospects are more easily converted to customers—more valu-
able customers—but because they too can be used in creative ways to assist the
organization.

The process of identifying these prospects is similar to that of identifying

social consumers who have become customers, and the same rule applies: If
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they cannot be uniquely identified using only their data, then they are not
social consumers (or prospective customers) [see Figure 5.2].

Unlike the moment a social consumer becomes a customer and identifies
themselves, for businesses no clear point exists where a prospect must self-
identify during their decision-making process. Most often, companies require
self-identification only at the point of purchase, or perhaps at the point of reg-
istering for a discount or coupon, when consumers have already made their
decision. Therefore companies might have thousands of names in Excel spread-
sheets, Customer Relationship Management (CRM) applications, or other data
stores collected from Internet newsletter signup sheets, at trades shows, or
other events, and not know anything other than an email address or, at most,
prospects’ names and locations.

It is unlikely that these sparse data points can be tied directly to one or more
social profiles and therefore, they are not truly part of the company’s social
community. Recall that segregated enterprises remain rooted in the mind-set
that consumers are pursuing a relationship with the company, while Big Social
Mobile enterprises believe that the company must work to become part of the
consumer’s social circle—so that they can then leverage these relationships to
reach additional prospects.

To analyze your universe of prospects, ask yourself the following questions:

e How many prospects has the company made contact with? When was
each of these contacts made?

e How usable is the information gathered during these initial meetings via
traditional methods your company has used in the past, such as direct
email, email “batch & blast” techniques, phone, or in-person visits?

e How many of these prospect records contain bridging data and how
many of these prospects can be connected to profiles on any social or
mobile platforms?

e What is the total size of the company’s social community on all social
and mobile platforms? And, can this be determined down to the indi-
vidual, so that these individuals can be categorized as prospects or cus-
tomers and appropriately marketed to?

e How does the number of customers your organization has compare to

the number of prospects it has gathered data on, what percentage has
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bridging data, can be identified as social consumers, and can be identi-
fied across both the physical and digital landscape? What is the quality

of this information?

If a company has launched digital initiatives in the past, it is likely that it will
already have thousands of followers in its social community, all of whom are
clearly social consumers and can be leveraged. But segregated enterprises can-
not automatically tell which of these social consumers are also customers,
which are prospects, and which are neither. Integrated enterprises, however,
understand and fine-tune this analysis. Customers who are only connected via
social media alone are less valuable than those who have also interacted with
the enterprise via web sites, emails, salespeople, and Customer Service; these
traditional interactions are tracked in Customer Service, CRM, or other enter-
prise applications, and when these interactions are combined with an analy-
sis of social and mobile behaviors—contained within the big data collected by
the company—they offer far richer insight into the behavior and mind-set of
each individual consumer and groups of consumers the company is interact-
ing with.

Organizations will need to break their digital prospects down into smaller,
more workable groups. First, they will need to note those prospects that are
uniquely identified in both the digital and physical world—whether their data
inside the traditional enterprise is connected to their social or mobile pro-
file, or both. This group of prospects can then be segmented in many ways:
through the explicit information that they have provided, such as personal
demographics; through implicit information, such as their level of interest;
through information about them that can be derived, such as what product
they are interested in; through social information, such as who they are con-
nected to or what their interests are; or through their behavioral information,
such as what sites, pages, or files they have visited and for how long. These
social consumers will also be segmented by how engaged they are with the
brand and their sentiment [see Figure 5.3].

Second, they will need to identify which prospects are identifiable only in the
data stores created by real-world interactions. Third, they will need to identify
those who interact on clearly identifiable digital sites, such as websites, social

platforms, or mobile applications. Fourth, they will need to identify those about
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Types of Information

Explicit Information - information the consumer has specifically provided,
such as their email address, phone number, name, date of birth or other

information solicited through direct (although sometimes creative) methods.

Implicit Information - things that can be inferred about the consumer
based upon other information (of different types) gathered, such as their
propensity to buy or product of interest. Implicit information is often

confirmed through the use of explicit methods.

Derived Information - what can be determined to be factual based upon
other information provided, such as calculating age based upon date of birth
or determining products of interest by combining explicit information with
social and behavioral information to derive an appropriate list of products

for a specific consumer.

Social Information - reveals the relationship between the consumer and
other consumers, their interests, activities and hobbies, the locations at
which these occur, and often the nature of their relationships, such as peer-

to-peer or consumer-to-influencer.

Behavioral Information - the factual activities in which a consumer
engages, such as the websites they visit, the terms they search, the links
they click on, the position and duration of their mouse on the page or those
activities which occur in the physical world, such as where they go, who they

call or meet with and what stores they frequent.
(S )

Figure 5.3 The five types of information (or data) that integrated enterprises use to

better understand consumers.

whom the organization has almost no knowledge except data points such as
those contained on mailing lists.

Collectively, the consumers within these groups make up the entire target
audience that the company currently has some connection to. However, from
a data perspective, each of the consumers within these four prospect groups
exists in a separate digital sphere. The goal of an integrated enterprise is to
first identify and analyze their relationships with each of these groups of pros-
pects, and then, over the long-term, connect these spheres so that any con-

sumer interaction can be tracked across disparate spheres and also across both
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physical and digital landscapes. Only then can their benefit to the organization
be maximized.

Use the following questions to categorize your prospects:

e How many prospects can be identified in each sphere? And, how many
can be clearly identified across both the physical and digital land-
scapes?

e How many and which platforms are these identifiable prospects using?
How does this compare to the platforms being used by the customer
base?

e How many of these prospects, and which specific ones, became custom-
ers? Via what channel? Were any prospects converted to customers as a
direct result of social or mobile interactions? If so, how many and which
ones?

e Which of the five types of information—explicit, implicit, derived,
social, and behavioral—can the company use to better analyze and

understand its prospects?

SOCIAL INFLUENCERS

Asimportant as it is to analyze the organization’s relationship to digital custom-
ers and prospects, because they are the consumers that will directly generate
revenue, organizations also need to broaden their analysis of their digital rela-
tionships to include those who can influence the organization’s customers and
prospects. I call these people Social Influencers.

Companies will already know some social influencers from their experience
in the real world: financial analysts, leading members of the media that cover
their industry, better-known journalists, columnists, and even online maga-
zines and prominent bloggers. These can be easily identified, and they are usu-
ally willing to build a relationship with companies. These relationships may be
formal, wherein the company pushes out controlled, marketing-oriented mes-
sages. They may also be adversarial—columnists or bloggers make a living pro-
viding information or insight that often contradicts the company’s messaging.
While all companies are aware of these influencers, Big Social Mobile enter-
prises seek to manage and leverage these relationships using a more inclusive

and strategic approach.
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Giant Eagle, a $9-billion food retailer that is one of the largest in the nation,
takes a very aggressive approach to managing its relationships with social influ-
encers. “We actually spend a lot of time and put a lot of resources to engaging
our influencer network,” says Donna Pahel, senior manager of interaction and
online marketing. “So predominant bloggers in our geographical footprint, we
are constantly educating them, holding events for them, and creating things
where they can engage and incent their audiences and getting them to educate
on our behalf and advocate on our behalf. We have found that those earned
impressions are invaluable. When we do these events and we get those guys
talking about us it is like friends and family talking it. It's not Giant Eagle telling
you their own stuff is great™!

Giant Eagle is identifying and analyzing their relationship with social influ-
encers throughout its community; the better it understands them, the easier it
will be to figure out what it needs and how to reach out to them in a way that
makes them friendlier to the brand. These influential people often will not join
the company’s community except to gather information; the company must
join theirs in order to effectively engage them and, ideally, to leverage them.

To analyze relationships with social influencers, you should ask the follow-

ing questions:

e Which public figures have the most influence on specific target mar-
kets that your company is seeking to penetrate? Which of these have the
most dominant social presences?

e What platforms are these influencers using? What is the number of fol-
lowers per platform, what does the overall mix of followers across these
platforms look like, and how are they trending over time—which are
gaining and losing influence?

e For each social or mobile platform, how many influencers are using it?
Does the platform influence the tone of these influencers? Is their tone

different from one platform to another?

Big Social Mobile enterprises also seek out “hidden” social influencers. These
influencers are hidden because they have not yet reached a significant level of
celebrity in the real or digital world. Nonetheless, they wield influence within

a target market. These people can only be found when a company segments
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its markets into smaller groups. Within these smaller target markets the social
circles are tighter because the community members more closely share demo-
graphics, interests, viewpoints, behaviors and even actual friendships or fam-
ily relations. These smaller market segments adopt a form of groupthink—or
more accurately, what I call digital groupthink. They experience the same desire
for conformity and are therefore more likely to be less analytical in their deci-
sion making; they value loyalty and have difficulty expressing opinions or tak-
ing action that might alienate them from the group; but since their connection
is digital they are more willing to express alternative opinions. As a result they
are more susceptible to being influenced by these hidden social influencers.

Many organizations can identify these hidden influencers. Social subject-
matter experts often have access to information or technology that rates the
“klout” of individual social contributors. Those with a higher klout score are
considered to be people whose opinions, comments, posts, and content reach
more people and have greater impact. These hidden influencers, like their more
recognizable counterparts, are creating content and going above and beyond to
educate their audience, drawing connections that help people think differently
about a subject, in addition to providing their insight and opinion. It is this
value-added information that makes these influencers respected by the broader
consumer base, and results in their higher klout scores.

However, while social media practitioners may have the ability to identify
these influencers, they do not have the information or expertise necessary to
connect with them at a deeper level. Within segregated enterprises this leaves
the company exposed, since the influencer may not have accurate insight into
why the company operates as it does, why it has created products or services in
the manner that it has, or what future plans might be influencing its decision
making. It also leaves these influencers open to build deeper relationships with
the company’s competition.

To overcome these challenges, integrated enterprises have their social media
practitioners work directly with managers or other subject-matter experts,
such as engineers, product developers, technical developers, trainers, or inter-
nal consultants, who have the detailed information and content necessary to
deepen the relationship with and sway the opinion of these influencers—often
having them interact directly. Only these experts have the ability to assist the
influencers in increasing their influence, and, while doing so, can shape the

influencers’ opinions to the organization’s best advantage.
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Companies can identify these influencers by performing the following

analysis:

e What are the major subsegments of the markets that the company is
pursuing? How are these subsegments reflected in online communi-
ties?

e Who are the most influential people within these subsegments? Are
they less-known media personalities or organizations? Who are the
most active contributors that create the most engagement or get the big-
gest response when they post content to social communities?

e What platforms are these influencers using and on which are they most
willing to engage with your brand? How many followers do they have
per platform, what does the overall mix of followers across these plat-
forms look like, and how are they trending over time—which ones are
gaining and losing influence?

e How many influencers are using each social platform? Does the plat-
form in use change the tone of these influencers? Which platform is best

for your organization?

Once a company has identified the full spectrum of influencers, it can begin
to understand its relationship to them in greater detail. The company should
analyze these less-known influencers in the same manner as they did popu-
lar influencers, figuring out the viewpoint of each, where they stand in sup-
port or opposition to the brand, and how large their social circle is. This will
reveal which ones are worth pursuing, and how they can be best used by the

organization.

PARTNERS

The low cost of entry and operations on social media and mobile technology,
and of the Internet in general, gives companies an opportunity to partner with
organizations that in the brick-and-mortar world would be cost prohibitive.
Integrated enterprises can create partnerships that expose their product and
services to new markets, extend their brand’s reach and influence, and create
value-added content—generating more revenue than either company could

alone.
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This behavior can be seen through the proliferation of the group coupon
(from which Groupon took its name) or deal-of-the-day industry. This indus-
try has become a standard Internet model because it is a partnership between
two companies that are both working together to create synergistic benefits. For
little expense, both companies reach new markets, become part of previously
untapped social communities, create new content in the form of news posts and
coupons, and generate revenue that could not otherwise be created. The not-for-
profit federation of motor clubs AAA, for instance, is boosting its performance
by creating deal-of-the-day offerings. AAA has a passionate, active community of
over 51 million members. By partnering with technology providers, it was able to
leverage this community to create an entirely new division and revenue stream.

Analyzing the organization’s relationships to digital partners, then, is an
essential task for integrated enterprises—enterprises that prioritize connecting
digital consumers to each other and the organization. Partnering has become a
more significant organizational endeavor because in the new social economy,
information can often be used as a form of currency. AAA could create a deal-
of-the-day program not because it has a large community—there are many
buying groups that would find it impossible to launch this type of initiative—

but for three key reasons:

1. The combination of a large community and a technology infrastructure
that makes this community available to partners (available in the form
of usable big data)

2. The ability to analyze big data, providing insight into the preferences of
its community at both the group and individual levels

3. A management team that values integration and understands the impor-
tance and power of digital initiatives despite the traditional beliefs and
values of the automobile industry; they grasp the synergies that are pos-

sible when untraditional linkages are created

Consider these questions that can help you evaluate potential opportunities to

partner:

e What new partner opportunities has the company entered into that rely

upon its digital initiatives? What has the reach of these efforts been,
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and how much revenue or other tangible value have they created for the
company?

e What digital assets does the company have that other companies might
find valuable? This might be information stores, behavioral data, quan-
tified expertise, or the datafication of new processes or procedures.

e What partners within your organization’s supply chain can integrate
their data into your company’s enterprise data so that performance
across an entire supply chain can be measured? How can this perspec-
tive be used to create efficiencies?

e What partners does it make sense to share customer-facing processes
with (including processes that get customers to incrementally share

information about themselves or that aid in their identification)?

Answering these questions can help organizations think about and work with
digital partners in a much more holistic—and profitable—way. Approached
this way, companies can use these partners to extend their reach. Because
digital initiatives can easily take on the look and feel of different compa-
nies (as long as the core value proposition remains the same), they can be
used to enter new geographic markets, new industry verticals, or market
subsegments, or combine with new offers, such as with original equipment
manufacturers (OEMs), without generating the high cost or creating the risk
associated with new ventures. A company can combine its product or ser-
vice with an expert in these areas that helps it create an entirely new value

proposition.

COMPETITORS

Companies spend significantly less time researching their competition via
social media, or analyzing the mobile applications of their competitors, than
they should. Part of what people find so appealing about social media is that
it is largely unfiltered. People say, share, or comment on whatever they want,
often without restriction. This creates a goldmine of opportunity for companies
to see what their competitors are doing behind the curtain, what they plan to
do, and what they believe are their strengths and weaknesses. More impor-
tantly, it provides insight into what the market thinks of a company and its

competitors relative to each other.
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You can gain this insight by joining the social communities of your competi-
tors, watching their news feeds, and even asking questions. If your competitors
are using a segregated model—where its social media is managed by a social
practitioner who may not understand exactly what should and should not be
shared—you will find that they are willing to provide competitive information
that was never before available: new or planned product and service offerings,
new features and functions soon to be released, upcoming pricing and promo-
tions, newly acquired customers or new opportunities they are pursuing, or
even their financial position.

However, most organizations—everyone from the owner of a local small
business to the social media analysts of a Fortune 500 brand—will find the
effort of joining the multiple platforms your competitors are using (under an
anonymous user name), monitoring their activity, and comparing it to your
own organization’s activity, engagement, and presence simply too cumbersome
and time-consuming to be effective. But new, mobile technology is helping.

Perch, a mobile application created and distributed by Closely, Inc., helps
companies focus on doing just that. By entering and selecting a competitor’s
company by name, the Perch application will collect information from all of
their social feeds across many different platforms and bring it together so that it
is easily reviewed and monitored (see Figure 5.4). At the same time, the applica-
tion is gathering data about the competitor’s activities and their resulting reach
and engagement, and comparing it to your own company’s performance. The
result is a simplified workflow that allows a manager, in any department of
an integrated enterprise, to quickly and easily see and understand what their
competitors are doing.

“Business owners and executives are overwhelmed with the complexity and
pace in which consumers comment and interact about businesses and their
products,” says Perry Evans, CEO of Closely, Inc. “By delivering a personal-
ized stream of content narrowed down to just what is important to that one
company, about both themselves and their competitors, we deliver a clear sig-
nal through all of the noise. Delivering this as a mobile application allows us
to notify users when things urgently deserve attention, and allows them to fit
its usage into their natural downtimes, such as in line for coffee or between
meetings.”

While this application and approach may seem most applicable to a small

business whose local area is heavily influenced by what their direct competitors
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Figure 5.4 A screen shot of the Perch mobile application showing a consolidated

social feed of competitor related activity.

are doing, consider that what influences many managers throughout even the
largest organizations is also localized: the manager of a national chain restau-
rant location is still competing with other local restaurants, just as most sales

people are competing within a geographic or industry segment against other
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sales people who are doing the same. Localized knowledge no longer means
just a local town center.

You can also gain insight on your competitor’s activity by becoming active
within those communities that your competitors are not yet part of. Directly
ask these communities about your competitors. Because your competitors
aren’t present and haven't yet established any positive sentiment, community
members will be willing to tell you exactly what they think. This not only
provides information about your competitor, but also provides insight into
the groupthink of that community, revealing how it can be more effectively
leveraged.

Analyze your competitors using these questions:

e Where are key competitors most present online?

e What do their social and mobile communities look like in comparison
to yours?

e Do their posts and the engagement of their communities reveal whether
they are using an integrated or segregated approach?

e What features or functionality are they using within these communities
and applications to increase or influence interaction?

e What are they doing well, or poorly at, that your company should take
into account or advantage of? The goal is not to duplicate their efforts,

but to take the best part of them and make them your own.

MULTIPLE (ONLINE) PERSONALITIES

If an organization does not analyze their social and mobile communities to
identify and understand these five types of digital relationships, they will not
know who they’re actually interacting with online or the complex but critical
web of connections between them. Of equal concern is the fact that a consumer
may have multiple personalities online; one or none of these multiple digital
personalities may actually represent the real person or persons, or represent a
customer or influencer without the company’s knowledge. Any of these might
also be a competitor. There are also small social communities sharing informa-
tion or working in concert to understand a company’s true position on a topic,
the options that the consumer has or how they might maximize discounts.

Companies often fail ro realize the implications of this complexity.
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Many of the leading rental car companies offer a discount on their next
rental if customers complete a survey after they rent a car. One rental car
company failed to take into account how well connected highly mobile social
consumers are and how consumers might have more than one role within a
community. These customers figured out that if they used the coupon pro-
vided after the completing the survey, it negated other discount options avail-
able on check-out, thereby actually increasing the cost of their next rental.
This information didn’t make front-page news, but it spread through the social
community—which is also the densest collection of the company’s most valu-
able customers. The real loss for this rental car company wasn’t the incremental
revenue lost by underhanded (even if inadvertent) couponing; it was the loss of
loyalty their social consumers felt, and the damage done within the company’s
social circle, because the company failed to understand that a customer or a
prospect might also be a social consumer, and might also be influential—or
even a competitor

Companies literally do not know who they are dealing with anymore.
Integrated enterprises overcome this by actively working to identify individual
consumers—to have them self-identity, to verify them, and to proactively iden-
tify them where they can’t or won’t. This helps them not only leverage consumers
more effectively and appeal to them in the more consistent and helpful manner
that the social consumer prefers, but also helps them avoid mistakes and reduce
risks. But analyzing digital relationships in and of itself adds no extra value to
a company. It is what you can get them to do when you understand them that
is most valuable. And the key to doing that is understanding how you are cur-

rently interacting with them—as we will see in the next chapter.



Chapter 6

DEFINING CUSTOMER AND
CONSUMER INTERACTIONS

NOW THAT YOU ARE AWARE OF the five types of digital relationships
your organization has formed, you should look at each of these relationships
from a pragmatic, historical perspective. More specifically, you should under-
stand each interaction that your organization has had with each consumer—
from the moment you first interacted with them until the moment the consumer
stops being engaged with your organization. Doing this will establish a baseline
that shows the relationship between the results that these interactions are creat-
ing versus the ideal results, or behaviors, that you are striving to produce

This analysis may reveal that some consumers behave in ways that are far
from ideal. Prospects will fail to become customers, customers will depart too
quickly, influencers will fail to influence in your organization’ favor, and com-
petitors will counteract your intentions. These discoveries, though, provide
information that allows your organization to become more effective and move
toward the Big Social Mobile ideal.

This analysis will apply most directly to customers and prospects, and to a
lesser extent, influencers. You may find that with some influencers your orga-
nization has had no interactions; you have not yet built a relationship to be
leveraged. In these cases you should try to determine who they have been inter-

acting with and the impact this has had on your decision making. For partner
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organizations, examine their interactions comparatively—how their interac-
tions compare to your own and how a partnership might make both of you
more effective. It is likely that you have had no interaction with competitors,
but the techniques discussed in this chapter will help you analyze how well (or
how poorly) they’re leveraging their digital relationships.

To provide a sense of the value that can be derived by defining customer
interactions, consider this example of an organization that benefited from this

knowledge.

KNOWLEDGE FUELS PERFORMANCE

National Oil and Gas, marketers of Marathon, Phillips 66, Sunoco, and Clark
gasoline and diesel fuels as well as co-located convenience stores, was having
problems with their customers who traveled on highways or interstates through
their service areas but often didn’t know about their stations. Customers would
randomly choose a station, selecting the one closest to the exit ramp or choose
the one with the lowest advertised gas prices. Those customers that did select
National Oil stations often failed to fill up their tank completely, didn’t always
shop in their convenience stores, and sometimes failed to come away feeling any
loyalty to their brands—all behaviors that were in the company’s best interest.

While National Oil was aware of these customer behaviors, they did not have
a holistic solution that would change them; they also lacked an understanding
of how they might capitalize on specific behavioral changes. They decided to
partner with iSign, a provider of wi-fi and Bluetooth mobile technology that
delivers location-aware messages to consumers, engaging them at both the
right time and the right place to influence behavior. iSign’s technology uses a
physical device to communicate with mobile technologies that enter its area,
gathering data from these devices, and sending back to them, via text message,
an offer. While this offer could be anything depending upon the needs of the
company, National Oil offered potential customers a $.10 off per gallon of gas
coupon when they filled up.

The theory was that potential customers driving down the local highway
would pass the iSign antenna, receive a text message, and know that the cheap-
est option to fill their tanks was the National Oil station just ahead. The com-
pany recognized that text messages have the highest and quickest open rate of

any communication method. Of the over 2.7 million connections made, over
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15 percent of viewers not only read the National Oil text, but clicked through
to accept the coupon. It changed consumer behavior and resulted in over 8,000
additional gallons of fuel sold at the station’s pumps.

This is the power of mobile technology. But it still isn’t Big Social Mobile
behavior.

This approach only overcame the first problem: finding a National Oil station
and choosing it over the competition. It made National Oil a more profitable
gas station. But it didn’t overcome other problems: ensuring that the consumer
filled their tank, propelling customers from the pump into the convenience
store, and creating loyalty among this new customer base. Overcoming these
problems represented significantly greater value and improvement to the bot-
tom line for the company. But to clear these hurdles, National Oil had to adopt
a fully integrated approach. They had to go beyond customer behavior to the
behavior of consumers in general; they had to bring two different internal
departments—fuel and convenience stores—together into one strategy, and
they had to understand and measure success in a way that went beyond selling
gas or convenience items—they had to sell both. They also had to analyze what
worked across multiple channels, incorporating consumer behavior, environ-
mental factors, and financial transactions, blending big data and traditional
data.

National Oil set out to change consumer behavior—to get them into their
convenience stores. They required that the coupon be redeemed at the register.
This meant that some consumers might not redeem the coupon, passing the
station by entirely, but from the company perspective this forced customers
to behave in a way that was most profitable. The profit on a gallon of gas is
insignificant compared to the average margin on convenience store products.
And once consumers were in the store, they could be targeted by additional
marketing and coupons.

National Oil’s strategy resulted in significantly greater in-store traffic,
greater sales basket value, and more credit card transactions processed. In addi-
tion, 54 percent of the customers that used the coupon also joined the com-
pany loyalty program. And this was only the beginning. The company could
also perform analysis on the data generated and tie sales to local temperatures,
weather patterns, and customer demographics to determine what coupon price
and offering would have the biggest impact by time of day, day of week, user

device, and other variables.
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iSign technology differs from typical mobile location-based technology
that requires what is called “geo-fencing,” large longitude and latitude defined
areas. When customers approach the coffee kiosk or even when they pass it by,
the technology is capable of targeting them with an additional coupon—this
time for coffee and a donut. The data revealed that 74 percent of the time that
teenagers can smell food, the coupon motivates them to buy. Big data, social,
and mobile technology all were working together to improve National Oil’s
bottom-line results. [See figure 6.1]

National Oil would not have achieved these results if it had failed to under-

stand how prospects could be converted to customers and how customers can

Integrated Interactions

(example)
Consumer Actions Integrated Response
Consumer
Requires
- Often doesn’t know Fuel - Uses technology to identify nearby
the area prospects
- Is highly influenced - Pushes opt-in, value-based marketing
by what they see message (i.e. coupon for fuel)
- Is highly influenced - Captures user data when opt-in
by price when no is accepted
loyalty exists
Consumer
Selects
Station
- Often can't find - Simplg q[rections or automated map
station route initiated on consumer device
- Often doesn't - Offer modified to solicit most profitable
completely fill tank consumer behavior (i.e. must fill tank)
Consumer
Prepares - Offer modified to solicit most profitable
consumer behavior (i.e. must redeem
to Leave coupon in-store)
- Often doesn't also - ‘One-click’ loyalty program offered;
enter convenience mobile app offered
store - Additional information gathered &
- Often doesn'’t feel consumer profiled
loyal to station - Consumer targeted with additional

offers and incentives in-store

- Consumer behavior modified to the
most profitable pattern

- Consumer behavior spans multiple
organizational segments & products

- Long-term relationship established
for additional opportunities

Figure 6.1 How an integrated enterprise maximizes each interaction with

consumers to elicit the most beneficial behaviors.
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be upsold and cross-sold to drive tangible business results. The company gained
this understanding and leveraged it by focusing on how its digital relationships
responded to specific interactions; it analyzed where it was successful getting
customers to behave in ways that were most profitable to reveal how it could
elicit these same behaviors from other customers and prospects.

In most organizations, each department or division operates independently,
and each focuses on customer behavior specific to its own area. The manage-
ment team in charge of one channel does not concern itself with how other
channels operate or how they appeal to prospects, customers, influencers, and
partners. The tactics, and sometimes even the strategy, used by one area of the
business is rarely adopted or even considered by another. Getting consumers
from the fuel pumps into the stores is something everyone understands to be in
the organization’s best interest, but is not something anyone is actually respon-
sible for. Conceptually, it is simple; in practice it is highly complex.

To get past this complexity, organizations need to understand how they are
interacting with consumers and connect these interactions to the appropriate
people, processes, and technology within the organization. National Oil was
successful, in part, because it took an honest look at how it was interacting with
customers and consumers—even if the interactions weren't ideal.

Understanding how your organization is interacting with consumers with
respect to each of the five different types of digital relationships is a step that
can’t be skipped. Focusing on just prospects and customers and connecting
their interactions with different people and processes within your organiza-
tion will be tremendously beneficial, as National Oil discovered. But by ana-
lyzing all five groups, the organization will be in an even better position to
determine what overarching behavioral patterns produce the most significant
benefits.

To many organizations, this seems like a daunting effort. They often doubt
their ability to follow customers as they interact with consumers in the real
world—the foundation of being “customer-centric’—let alone also following
consumers across the digital landscape. Integrated enterprises, however, rec-
ognize that despite the additional effort, if they are unable to follow consum-
ers through the numerous transitions they will make from the physical to the
digital and back again, they are unable to provide them with a consistent expe-
rience, reshaping their behavior regardless of landscape or medium. The inte-

grated approach allows them to understand what interactions help and hinder
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consumers from behaving in ideal ways and allows them to redesign entire
customer-facing processes or specific interactions to achieve better results.
National Oil accepted that adopting an integrated approach would be chal-
lenging and would require them to take a fresh look at how they interacted
with their customers and consumers. But it is this effort that allowed them to
see behaviors that would improve tangible results within one sales channel—
increasing revenue from fuel sales—and dynamically improve their results
across multiple channels and mediums—increasing high-margin product sales
within convenience stores in addition to the increased fuel sales and improved
long-term loyalty. None of this would have happened had they not learned how

to better define their organization’s interactions with consumers.

TURNING CUSTOMER-CENTRIC INTO CONSUMER-CENTRIC

To become customer-centric is challenging. It requires the ability to see and
understand each interaction from the customer’s perspective. While challeng-
ing, when organizations adopt this perspective, they can connect customer
behaviors to the people, processes, technology, and information within their
company that have the biggest impact upon the customer’s experience, so that
they can then improve that experience.

In the past, few companies were willing to redefine internal processes to
best meet customer expectations. Certainly there were already companies that
built their entire business model around this goal—such as Nordstroms, the
best retail shopping experience on the planet; Apple, the best consumer goods
technologies; Disney, the best entertainment experience—but for the average
company, average service levels had long sufficed. But this attitude has changed
over time—the movement to become customer-centric is now widespread.

But the leap from customer-centric to consumer-centric is one most compa-
nies have yet to make. It is a significantly greater challenge.

A big part of what makes this leap so challenging is that organizations can-
not clearly define what a consumer is. The definition of a consumer can vary
wildly from one department to another, one channel to another, or even from
one executive to another. It is often highly influenced by which specific types
of consumers, customers, prospects, or influencers each individual employee
actually interacts with. Leaders therefore often struggle to understand how they

can get their organization to present one consistent impression and experience
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to consumers when they cannot even agree upon a consistent definition. At the
same time, leaders understand that because digital mediums allow consumers
to interact with them at any time and place (and often without consumers iden-
tifying themselves), digital initiatives have forced them to be concerned about
the consistency of their organization’s interactions with consumers across dif-
ferent mediums, segments, channels, and even individual employees.

In the face of this challenge some leaders panic. I've witnessed manage-
ment teams become paralyzed by the need to change from a customer-centric
to a consumer-centric model. When this happens, they convince themselves
that they must revolutionize the entire organization or reinvent themselves—a
sure path to fulfilling the eight-year rule. In so doing, they end up eliminating
their most viable essence in favor of something that lacks inherent or intrinsic
value.

Instead of attempting to reinvent themselves, organizations should do some-
thing that feels counterintuitive to becoming consumer-centric: Begin with a
very narrow definition of customer.

This is the process that Seattle City Light, a municipal power utility, used
when they won the Business Finance Magazine Vision Award for their pro-
gressive use of performance management techniques contained within The
Performance Power Grid (Giannetto/Zecca, Wiley, 2006) to become customer-
centric. They began the process by defining exactly when a consumer became
a customer: typically signing a contract, making a purchase, or placing an
order. From there these customers were categorized according to their primary
needs. As a power utility (attempting to become customer-centric), this meant
grouping them according to residential, small business, large projects, and
new construction. From this initial moment, each customer segment was then
tracked through its own process until they become happy, satisfied customers.
Along the way each customer segment touched a wide variety of people, pro-
cesses, and technology; a wide variety of information was required to under-
stand this path. Some segments, such as residential and small business shared
resources—Customer Service. And sometimes they didn’t share resources they
actually should—Engineering. But the process was laid out exactly as the cus-
tomer experienced it.

Seattle City Light discovered gaps between what they expected their inter-
actions to be and reality. For instance, management assumed that power

was turned on for a customer on the date it was requested but learned they
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sometimes failed to collect information about exactly when the customer
wanted power. They also found that sometimes their customers lacked access
to essential information about their services that they had assumed customers
could easily find. This revealed to management what the customer experience
was and how it needed to change.

Defining customers in this narrow manner may seem like a simple process,
but it is often challenging. Consider a typical power utility. These organizations
tend to see themselves as generators and deliverers of power, as engineers, as
people who work in crisis-prone environments. Given this traditional perspec-
tive, the customer is almost an after-thought, and the consumer is non-existent;
power utilities concentrate on the operational side of their business. And those
who deal most directly with customers—Customer Service—are often the low-
est-paid employees with the highest turnover rate and the oldest technology.
Some executives don’t have any idea what it takes to turn a consumer into a
customer, let alone make them happy.

Given this background, it should come as no surprise that organizations
struggle to follow the path of a customer through their organization, to see
the obstacles that the customer encounters, and even to see the obstacles that
their own employees face when they attempt to help these customers with their
problems. Customer interactions fade into the bureaucratic background while
operational emergencies, financial issues, and other matters take precedence.

Despite all the talk in organizations about customers, the reality is some-
thing quite different, especially when it comes to defining customer experi-
ences and behaviors, and responding to them. Have you ever attempted to get
Legal, Finance, or even HR to do something counter to standard processes and
industry norms because it is in the customer’s best interest (and the company’s
long-term best interest) and met stiff resistance? Have you ever encountered
the pricing conflict between Sales, which wants the highest margin to improve
their personal compensation, and Operations, which often wants to focus on
customer adoption to drive long-term marginal contribution? This is a reflec-
tion of organizations’ inability to see things from any other perspective but
their own.

Understanding your own organization as the customer experiences it is eye-
opening; concentrating on a narrow definition of what a customer is makes
this process easier. As we will see, this is just the starting point—Ilater this effort

can be expanded to include all consumers, and then further refined for each
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customer segment and even subsegment. In the end, this analysis can and
should be conducted from many different customer perspectives (customers in
different subsegments, with different demographics or even different attitudes
and opinions, inherently see the same interaction differently). These many per-

spectives can be winnowed down by answering these questions:

e What are all of the interactions that your organization has with con-
sumers that actually turn them into customers, both digital and physi-
cal (typically moments within financial transactions)? Which of these
produce the most customers, the most revenue, and if possible, the
highest margin?

e For each group of consumers who became customers via the same inter-
action, define the people, processes, information, and technologies—
all of the additional interactions—that they then must interact with
before they become happy, satisfied customers? This should include
any major documentation, both physical and digital, web forms, phone
calls, demonstrations, meetings etc. that are necessary.

e For each major process the customer encounters, what are the major
requirements to make the process possible (for example, a customer
order is required before a product can be pulled from a warehouse or
staff assigned) and the necessary outcomes, such as a sales orders, prod-
ucts shipped, or staff creating deliverables?

e When a customer becomes dissatisfied, or requires additional goods
or services, what are all of the interactions along the paths they take
to make these additional purchases, have their problem solved, or stop
being a customer? What missed opportunities exist along these paths
where the company can retain customers about to depart or maximize

the value of those who are willing to make additional purchases?

EXAMINING CONSUMER INTERACTIONS

Asimportant as it is to focus on how customers are interacting with your organi-
zation, it can’t stop there if your organization is to create one consistent impres-
sion and experience for all consumers—if it is to become consumer-centric. In
a new social economy, prospects, influencers, and partners—sometimes even

competitors—represent tremendous value when they can be leveraged, value
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that far exceeds the revenue and profit they produce. Therefore, the same analy-
sis that allowed the organization to understand how it is interacting with cus-
tomers must be expanded to include consumers in general.

Companies have traditionally defined how they wish to interact with con-
sumers by first defining their market channels: direct or indirect sales, whole-
sale versus retail versus ecommerce, or partner channels. Each of these sales
channels uses specific sales techniques that allow for the greatest exposure of
their brand to these groups: retail locations, trade shows, and websites or third-
party ecommerce portals. Localized marketing and sales processes and materi-
als are then created to support each of these channels.

Some companies define how they would like to interact with consumers by
first segmenting consumers based upon consumer needs. For a power utility,
the needs of a residential consumer are inherently different from the needs
of a commercial location or a multiyear construction project. These obvious
customer groupings define the marketing and sales processes that will support
them. These approaches reflect how the company believes it will be the most
effective and efficient at attracting customers from different customer group-
ings. As a result the company creates different impressions of who they are, and
the experience consumers have when interacting with them will vary.

Customer-centric companies use a different approach. They segment the
market based upon their understanding of the consumer. Starbucks, for exam-
ple, essentially offers one product: a high-end, sophisticated coffee-oriented
experience. As the chain expanded outside Seattle, they first targeted areas
based upon consumer demographics such as average income, real-estate val-
ues, age, and percentage of disposable income. These demographics defined
their primary markets and where their first new stores should be located. Their
secondary markets were areas that had positive scores in many of these demo-
graphics but not all. Stores in these areas could be proportionately scaled down
in cost but still had to maintain the same overall look and feel if the customers
were to have a consistent impression and experience. This approach worked
with great effectiveness since they were in essence bringing something of value
to the consumer’s community. It was a value-based transaction. The company
gave them an experience they could not otherwise get and consumers gave
them revenue. Because the experience was consistently positive, customers
also became loyal. The company understood these consumers and how they

could get them to exhibit the ideal behaviors they desired by adopting sales
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and marketing processes and techniques that reinforced, or more specifically
solicited, behaviors that were in the company’s best interest.

Starbucks succeeded because they clearly defined who they were and sup-
ported this with one consistent experience across their entire organization.
They could have handled it differently, especially in the face of failure. Once
Starbucks saturated their primary and secondary markets, they moved into ter-
tiary markets—groups of customers who share some of the same demographics
but not enough to create the same “ideal behaviors,” as we will label them in the
next chapter. Within these areas, their standard marketing and sales approach
and the consistent look, feel, and experience of their retail locations could not
create the same ideal behaviors that generated the revenue or loyalty required
to make stores in these areas sustainable over time—eventually leading to their
massive store closures of 2008.

It might therefore seem impossible to become truly consumer-centric; the
market is too big and diverse.

Starbucks’ massive success—new store openings and growth rate equaled by
few other companies in history and none ever within their industry, the evolu-
tion of the US coffee consumer to new levels of sophistication, the redefinition
of what American coffee is—and its failure—massive store closing, rapid with-
drawal from numerous markets, allowing McDonalds and fast food brands to
steal large market share—reveals how a company can actually become consum-
er-centric; how it can succeed and what will cause failure.

What is different about the consumer-centric approach is that it must start
with only one thing: what makes your organization valuable to consumers. And
from this one thing springs the answer to how the organization must approach
the market: consistently. Whereas the traditional approach is to create multiple
sales channels and then create processes, design marketing materials, and hire
sales people that will be most effective in those channels, the consumer-centric
approach starts by defining what the company brings to market—a world-class
coffee experience, the best entertainment experience, the best consumer good
products, or even affordable but reliable products. From this one starting point,
a consistent message and experience can be built.

Starbucks, Dunkin’ Donuts, 7-11, the corner kiosk, and even the traveling
coffee truck are all competing for the same consumer dollar, but doing it in
different ways. However, while a sophisticated coffee drinker can still afford a

cup of coffee at the corner kiosk, someone who only has $1 simply cannot buy
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a $4 cup of coffee—not every day. Starbucks cannot be all things to all people,
just as all people cannot be convinced that a McDonald’s latte might actually
taste better; personal opinions about the brand might preclude it. This is what
caused nearly uniform failure in tertiary markets for Starbucks. They could
not incentivize these customers to behave in ideal ways, or more specifically
they could (for example, they could offer steep discounts) but it would not be
sustainable. Starbucks’ failure was not being able to detect and understand the
behaviors of these consumers until it was too late, until they had already fully
invested in these markets.

The same technique used to understand customer interactions can also
be applied to consumers in general. Using a clear statement of what your
organization stands for and the value your organization will add to the con-
sumer’s life as a starting point, you can then ask how consumers will react to
it. In turn, you can break consumers down into meaningful segments based
upon their different demographics and situations and their differing views
on needs versus value. Different consumer segments will respond differ-
ently; some will respond positively, and others, no matter what the company
does (as Starbucks learned), will respond negatively. You can then begin to
structure how you will interact with each segment through a step-by-step
process that eventually leads consumers to become customers.

To understand the interactions that your organization has with consumers,

answer these questions:

e How do customers first become exposed to the brand and in what ways
do they investigate it?

e How do they understand and validate its offering?

e How do they express their needs or show interest in the products or
services?

e Do they refer to other people (influencers) or resources during their
decision-making process? How do they interact with these influencers?

e When do they get serious about making a buying decision and what
triggers this? And when they do, how do they narrow down their choices
and what drives them?

e What price, promotions, features, or functions do they investigate or

inquire about the most before they make their decision?
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Analyzing this process reveals the intricate web that shows the relationship
between potential customers and the organization, and those other, external
entities that also influence the decision-making process—external entities
whose opinion customers rely upon during the decision-making process. This
is the process of prospects interacting with influencers, deciding among com-
petitors, buying from the company or through partners, and finally becoming
customers—this behavior seen and understood through the eyes of the con-
sumer. Although digital initiatives have made this process more complicated,
they haven't changed the logic of this decision-making process itself. They have
only added more options and information. The process of connecting behavior
to the enterprise remains the same despite the new mediums that connect the
physical and digital landscapes.

Beginning with the value proposition also has another, highly beneficial
effect: through it, the company is creating one consistent identity within the
market. It is not pretending to be high-touch in one channel and a low cost
provider in another—not unless this can be clearly explained and consistently
understood by the consumer. It is firmly grounded upon those things that have
made it successful, and more likely to avoid losing sight of its true value—more
likely to adopt an evolutionary than revolutionary mind-set. Since digital ini-
tiatives, especially social media, are accessible to every consumer regardless of
what category they fall within, this approach allows an organization to have one
voice in the market that speaks for all of its channels. And this highly unified,
consistent message is what the social consumers expect and demand, and what

opens the door for their long-term, more passionate connection to the brand.

DIGITAL CONNECTIONS TO THE ENTERPRISE

When you define the interactions that customers and consumers have with your
organization, the tendency will be to define the interactions that occur in the
physical world, or through traditional channels. This is natural. These are the
interactions that are a result of processes that have been in place throughout the
organization for some time. As a result, most of these interactions will leave a
mark—they will appear as a digital fingerprint that details a customer order,
a request for more information, a website visit, an email being sent, or any of
the other numerous interactions that might occur. But others, such as a sales

person using a phone to call a customer or a retail sales associate answering a
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random question while passing a consumer in an aisle, may be undetectable
because no record of these interactions exists.

Big Social Mobile enterprises actively seek to ensure that even these interac-
tions are captured. They cultivate information about every interaction, record-
ing, monitoring, and analyzing it as if it were the basic substance from which
money is made—and it is, at least in terms of gaining insight into how behavior
is translated into tangible value.

When defining each interaction and reviewing the information available rel-
ative to it, you will discover that two things are occurring. First, some interac-
tions are designed to leave a fingerprint but don’t—or at least fail to do so some
of the time. Therefore, in cases where data about these interactions should be
available but is sporadic or incomplete, you can focus on improving the internal
process that creates this information. For example, sales people often call cus-
tomers but fail to record that they did. If this action is not recorded digitally it
cannot be used to determine (for instance) how many and which touch points
are necessary to convert a consumer to a customer. The process of recording
such calls must be enforced or made easier.

Second, some interactions have no process in place to record their occur-
rence. How can a retail sales associate record a random question from a pass-
er-by consumer? It is notoriously difficult but can be done. In many retail
locations these sales associates now carry tablets. When consumers approach
them they answer their random question but also attempt to engage the con-
sumer in further conversation. To make this conversation meaningful they ask
for personal information: a loyalty number, phone number, email, or other
identifying information. During this exchange, the sales associates uses the tab-
let application to record the interaction. Other companies solicit this informa-
tion at checkout by asking if the customer received help from any associate or
if they have been in the store looking for this product during prior visits. While
these checkout counter methods do not define interactions with the accuracy
that integrated enterprises desire, they provide them with a starting point from
which to improve.

Using a mobile device to document an interaction that would previously
have gone unrecorded is now standard practice in integrated enterprises. Social
and mobile technologies not only allow organizations to interact with consum-
ers and customers within their communities, they also generate, store and share

data about these interactions. These technologies are most often the starting
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point for creating the five types of data: explicit, implicit, derived, social, and
behavioral. This data reveals to companies more information about consumers
than they would otherwise ever be able to solicit from consumers on their own.
Therefore, this information directly fills in many of the gaps that exist when
consumers interact with the organization.

For example, when a customer makes a purchase at a retail store there are
several levels of data made available to the retailer, the distributor who provided
the product to that retailer, and the manufacturer who made it. The availability

and sharability of this information can be generalized at three levels:

e If a customer is part of a loyalty program then all personal (explicit)
information about the consumer is available to the retailer, and may
also be available to the distributor and manufacturer if the retailer
has chosen to partner with these organizations to make it available to
them. Since loyalty programs are typically attached to social media—
through a social login—then the consumer’s social information and
some of their behavioral and implicit information are also available to
these companies. Since the consumer has made a purchase, he or she is
uniquely identified. If this identification is attached to the customer’s
actual profile, then all of the implicit and behavioral information is
available. From this, these companies can any derive information that
can be calculated or inferred.

e If a customer has made the purchase using any credit device most (but
not all, largely depending on their level of sophistication, terms, condi-
tions, and relationship with the credit provider) retailers will then know
explicit information about the consumer. This information is often not
passed to distributors and manufacturers in detail, but may be passed
in summary form. For example, the retailer’s partners will know the
quantity of products or services ordered and may know the demograph-
ics of the purchasers, but will not know them individually. If retailers
can connect this customer to any information in any of their enterprise,
social, mobile, or big data stores—via bridging data—they will know
everything about this customer.

e Ifa customer pays cash and leaves no personal digital fingerprint dur-
ing the interaction—they do not provide their phone number or email

address, participate in a survey, utilize a rebate or coupon, later register
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the product online or provide any other bridging data—then they are
not uniquely identifiable. In this case, the retailer, and its partners, will
only have detailed (explicit) information about the transaction and not
the customer. Anything that can be derived from it is possible, but it

typically cannot be attributed to one individual person.

Today, digital interactions provide organizations with nearly all of the informa-
tion they need to understand how they are interacting with consumers, and the
resulting behaviors.

In addition, any interaction conducted via social or mobile—or through a
site with social login, or that collects bridging data, or that uniquely identifies a
consumer behind the scenes—supplies similarly useful information. Any action
a user takes on nearly any website is also recorded—everything from the click
path, the hovering behavior of mouse pointers, the time spent on each page,
the information downloaded, even sometimes forms only partially filled out.
Smart phones, tablets, laptops, computers, and increasingly even televisions,
cable boxes, gaming consoles, any smart device (anything from light bulbs to
automobiles) connected to a consumer’s personal device via an application or
the Internet also supply a range of information that adds greater detail about
how consumers and customers interact with organizations and their products.

When taken in total, this information—digital fingerprints from interac-
tions across both the physical and digital landscape, the correlated information
from social and mobile technology, the big data from smart technology—clearly
defines how the organization is interacting with the outside world. For inte-
grated enterprises this information is invaluable; it provides them the leverage
they need to influence consumers and outpace their competition. And it can be
used in many ways, ways that makes the organization generate more revenue or
profit, or operate more effectively and efficiently. It can also be used to under-
stand how well the current interactions of customers and consumers conform
to the ideal behaviors that are most beneficial to the organization—the focus of

the next step in becoming a Big Social Mobile enterprise.



Chapter 7

IDENTIFYING IDEAL
DIGITAL BEHAVIORS

NOW THAT YOU'VE DEFINED HOW YOUR organization interacts with
consumers and customers (or any of the five types of relationships), it is impor-
tant to compare and contrast these interactions with their ideal behaviors—
those behaviors that lead to the best outcome for your organization. It may
be something simple: Perhaps consumers who view online video content are
more likely to purchase your products or services than those who never do,
for example. Or it could be something more significant: Those consumers who
actively engage the brand across both the digital and physical landscape gener-
ate greater revenue per transaction and have greater customer lifetime value
than those who only engage online, for example. The process or pattern of
interactions your organization uses must solicit or elicit these ideal behaviors.

Let’s look at two organizations that identified ideal digital behaviors in dif-
ferent but highly effective, integrated ways. Then, we’ll look at how to apply the
lessons from these examples to your organization.

In the beginning it didn’t look as if Netflix’s new video by-mail rental service
would be sustainable. After the initial surge that came with the newness of its
by-mail offering passed, Netflix began suffering the same problem common to
the retail-based movie rental industry: Customers didn’t rent often enough to
make the business profitable. The company had a subscription-based model,

with a recurrent charge, and customers would quickly drop their contracts,
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leaving Netflix to carry the revenue loss that came from acquiring them as new
customers in the first place. Netflix could reduce marketing expenses or the
amount they paid their partner companies for each new subscriber, but both
of these reduced their market presence and would quickly kill the company.
Lacking any physical presence that made them part of the consumer’s com-
munity, they had to find some way to make their service more present in their
customers’ lives; they had to change the way consumers thought about them,
and how they behaved.

The first solution that began tipping the scales in their favor was the creation
of functionality that on the surface seemed minor: allowing users to create a
queue of movies that they wanted to watch instead of asking them to order
movies one-by-one. Netflix could then continue to send new movies as soon
as they received the old ones back. This not only made Netflix more present
in their customers’ lives, it made it more likely that customers would increase
the number of movies per month they had in rotation. Both of these strategies
helped get their customers behaving in ways that were more beneficial to the
company and helped make the Netflix business model sustainable—increasing
average customer retention to 25 months and Customer Lifetime Value to an
average $291.25.!

Wireless carriers Verizon and AT&T were up against a similar problem.
Customer turnover in the industry averaged 1.8 percent of customers per
month. This number was troublingly high, especially considering the need to
offer steep discounts that in some cases caused a net loss on new client equip-
ment purchases at the start of their contract. But these discounts were com-
mon practice since analysis proved that the number one reason for customer
turnover was the average age of a device—customers were most susceptible to
switching carriers when needing a new phone. If a customer did not stay with
one carrier for a significant period of time, that carrier could not earn back its
initial loss—Customer Lifetime Value heavily influenced their strategy.

However, one carrier in the industry challenged the common view. They
segmented their customer base by profitability per customer. They found that
among their most profitable group of customers, the primary behavior that
heralded their likelihood of switching carriers was a drop in average monthly
recurring charges. When these customers reviewed their contract to reduce
their average monthly fees—for whatever reason they decided to do so—they

were most likely to switch carriers. Among this group of customers, the average
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age of their equipment was only 20 percent as strong an indicator as average
monthly customer value was—implying that a short-term view was necessary.

The solution was a significant change for this carrier. They would have to
base their long-term strategy on Customer Lifetime Value, but their tactical
approach on monthly revenue per customer and behavioral triggers. Their
Customer Service Agents, retail associates, Internet websites, mobile applica-
tions and partner network—all of which interacted with these customers at
critical moments—would have to adopt new processes that incentivized their
most profitable customers to stay at exactly the right moment, when they were
most likely to switch. Only this combination of customer behavior and com-
pany response could maximize customer value.?

The changes this telecommunications company was facing were significant.
But they had identified something valuable: an ideal customer behavior that
would directly result in tangible business value. They had done it by analyz-
ing customer interactions—the data that reflected them—to uncover this ideal
behavior, or more accurately, a behavior or moment in time at which the cus-
tomer or consumer could be manipulated to elicit an ideal behavior. In this
case, this ideal behavior was the continued loyalty of their most profitable cus-
tomer segment. In an industry where margins are low and competition is high,
this type of discovery could be the difference between surviving and dying.

In any industry, identifying the outcomes that are in the best interest of the
company is valuable. But it is at the heart of what makes Big Social Mobile
enterprises more effective than their segregated competitors; it is what makes
the costs associated with integrating digital initiatives into the enterprise worth
it; it creates the tangible business results that executives are seeking.

As important as it is to understand your company’s digital relationships and
how you are interacting with them, it is only when these five types of digital
relationships begin behaving in ways that benefit your organization that addi-
tional value can be created. Therefore, the next step in the process of becoming
Big Social Mobile requires your organization to identify those behaviors that
are most beneficial to them. With this knowledge, you can create more valuable
interactions.

Companies often fail to identify ideal behaviors and fall short of the Big
Social Mobile ideal because they define success for these digital initiatives based
upon standard, subject-matter-defined objectives, such as increasing followers,

engagement, sentiment, downloads, or data processed. Digital initiatives are
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then never required to measure their success in ways that align them with core
functions of the business: increasing revenue and profit, decreasing expenses,
improving operational effectiveness or efficiency, or other things that directly
drive these results.

There is also a tendency to use project milestones—creating a presence on
each social platform or launching a mobile application and then launching each
successive new release—as the measure of how successful these initiatives are.
When these initiatives are implemented using a segregated approach, the mile-
stones never include objectives such as identifying consumers, prospects, and
influencers, creating a digital linkage between physical customers and social
consumers, and removing the multiple online identities that consumers often
Create.

Ideal behaviors fall into two different categories. The first are those that
are specific to a company’s strategy—long-term loyalty versus maximizing
shopping cart value or minimizing transaction cycle-time versus accepting
a longer sales cycle in order to create greater intimacy. The second category
comprises those behaviors that are ideal because if consumers do not behave
in a specific way, the organization cannot operate as an integrated enterprise.
Integrated enterprises require information in order to take back power in the
corporate-consumer relationship, appeal to social consumers, leverage rela-
tionships, and measure success and failure. Therefore, they constantly seek to
acquire information that allows them to more effectively interact with specific
consumers. This means that within every segment of every social community,
the most important of these types second types of behaviors is to get each

consumer to first tell you who they are.

THE ART OF SELF-IDENTIFICATION

Companies have long understood the value of knowing exactly who their cus-
tomer is. The photography consumer goods company previously mentioned
issues over $20 million worth of retail rebates, but their primary objective
was not to improve sales but to capture consumer information. They knew
this information was valuable—not only did it provide them insight into con-
sumer behavior that influenced their strategic approach, it also allowed them to

improve sales incrementally by micro-marketing.
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Investing this type of money to collect consumer information was standard
practice for years. Before the proliferation of social media it was actually rela-
tively easy for companies to identify their customers. All that they had to do
was offer them something of value, typically a discount. This easily evolved into
loyalty programs; many readers still carry small, plastic barcode IDs on their
keychain. This standard practice was quickly integrated into ecommerce plat-
forms: customers had to create profiles if they wanted to register for discounts
on a website or order a product. In all of these cases, the consumer told the
company who they were—they self-identified.

Social media has made the identification of consumers more difficult
because interactions are no longer transactional in nature; they are conversa-
tional. Companies can’t ask consumers to fill out web forms before they can
talk to someone from the company; this was acceptable ten years ago, but now
consumers will not tolerate it.

Social platforms targeting consumer adoption reinforce this mind-set. They
do not require consumers to self-identify. Most consumers do choose to self-
identify, because it is often in their best interest to do so, such as on profession-
ally oriented social platforms, or because building a network on any legitimate
platform relies upon people using their real names and supplying information
about themselves to connect with people they know. But companies cannot
actually rely upon this data, or more accurately, they cannot create processes
and a data management plan based upon it. Today’s social consumers are smart
enough to understand that companies are trying to identify them and will often
go to extreme lengths to prevent it. It is not unusual for social consumers to
have a separate email address that they use when interacting with companies
that they are unsure they want to build a long-term relationship with.

But consumers will tell a company who they are if they believe the relation-
ship will be valuable to them. As a result, organizations must be ready and
waiting when a consumer is willing to tell them who they are in exchange for
something they believe will be valuable. In segregated organizations, this readi-
ness is unlikely, since only the social media practitioners are focused on inter-
acting with consumers through the platforms they manage. These experts aren’t
concerned with a person’s true identity—if you ask many of them if they know
who these people actually are, the question will visibly startle them. Integrated

enterprises focus on getting consumers to self-identify; they then verify this
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identity and have widespread awareness of and responsiveness to consumer
online behaviors. They are attuned to the path that a consumer takes—from
that first moment they have the tiniest inkling of a need that the company might
be able to satisfy to the moment they become a customer, and beyond.

The moment consumers self-identify is of vital importance because creat-
ing consistent interactions across Marketing, Sales, Operations, and Customer
Service interactions, through any medium, with social consumers, is not possi-
ble without uniquely identifying who they are. In addition, personalized inter-
actions are not only more effective at converting social consumers to customers
and improving customer loyalty, they are also more effective at using customers
to extend the reach of the enterprise, expose them to new markets, serve as
influencers, and achieve other benefits.

Here are the points on the path (in reverse order) where consumers often

self-identify, given certain conditions:

When they become an actual customer, if the process is not overly
cumbersome; and when becoming a customer is tied to additional ben-
efits, such as warranties, use-case information, discounts on accesso-
ries, etc.

e After the consumer has made a decision to purchase from your com-
pany but before the actual purchase, if there is an incentive. While it
seems as though this might be unnecessary (since they have already
made the purchasing decision), remember that your competitors will
be willing to offer their highest discounts to steal them away at exactly
this same moment

e During their deepest research on the limited number of final options
they have selected, if they have access to information that will help them
more than the general information available to them

e At any time during the research phase at which a mobile application
appeals to them

o At the onset of their research if the overall brand appeals to them on a

personal level and is able to emotionally engage them

These moments will vary by company, industry, and business model, as will
the way in which a company motivates the consumer to self-identify. But what

all of these points on the path have in common is that they attempt to offer
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something of value to the consumer in order to get them to behave in a way that
is in the company’s best interest. And it is important to note that the consumer
is not making this decision based upon actual value; the consumer is making
this decision based upom perceived value. The consumer is exchanging their
personal information for something they perceive will be of value to them. The
use of perceived value can trick them into doing it—as we saw with the rental
car company issuing fake coupons—at the risk of sacrificing brand loyalty and
alienating social consumers.

Answering these questions will help you understand whether your company

is taking an integrated approach to consumer self-identification:

e What different points in your marketing and sales processes allow or
cause customers to self-identify? Which of these points are most effec-
tive at getting them to do so? Do you measure this conversion?

e What incentives are being used to get customers to self-identify at these
critical moments? Are they truly valuable to the consumer or are there
other things that consumers would find more valuable?

e How certain are you that your digital consumers are supplying you
with reliable information? When comparing data from different digital
spheres, does the same phone number or email address (or other key data

points such as name combined with address) appear for different people?

The art of getting consumers to self-identify is quickly becoming a science,
thanks to mobile technology. Mobile devices are unique and typically used by
only by one person. These devices allow only a single instance of an application
to be installed on them. Although multiple people might log in to that applica-
tion, the app itself will manage who is who and pass this information back as
part of the (big) data stream it generates. The company tapping into that stream
will be able to differentiate users. This means that a phone number (and often
an email address) is one of the few data points that allow companies to bridge
the physical and digital landscapes for individual consumers. This is part of the
reason companies run SMS campaigns, often tying them to television or radio
advertisements. When a consumer responds, not only does it allow the com-
pany to know who in the market is considering a purchase, it does it in a way

that uniquely identifies them.
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This is a behavior of Big Social Mobile enterprises. They use one medium
integrated into another so that behind-the-scenes data from one sphere is inte-
grated into another. This allows them to consistently engage the consumer
regardless of where that consumer is on the physical or digital landscape. When
a consumer responds to a television advertisement using their phone, they are
actually beginning a digital conversation with the company. This will generate
a series of strategically placed advertisements on the Internet while this con-
sumer is browsing, accompanied by emails and perhaps even hard mailings
sent to their home. Eventually, if the company’s campaign is effective the con-
sumer will make a purchase, call them on a phone and tell them who they are or
even appear before them in a retail location—probably with their smart phone
in hand to verify everything that the salesperson says is accurate.

The ability of a company to follow a consumer across both the digital and
physical landscape seamlessly is only possible when the company has fully inte-
grated these digital initiatives into their enterprise and into each other, and
significantly easier if they have convinced the consumer that it is in their best
interest to self-identify.

GETTING CONSUMERS TO SHARE

What happens when a consumer won't tell you who they are? Companies must
be adept at getting consumers to do digitally what they have been doing in the
physical world for decades. They must invent ways to interact with consum-
ers so that they can slowly get to know them. Eventually they will be able to
uncover enough information about a consumer that they will be able to iden-
tify them and then use the right triggers to turn them into customers. Without
the ability to uniquely identify consumers, companies cannot craft personal,
highly-tailored sales and marketing messages that are significantly more effec-
tive with social consumers than generalized techniques.

Although the complexity of today’s physical and digital environments is creat-
ingan exponentially more complex relationship with consumers, the technology
itself facilitates consumer identification. Within each digital sphere technology
is working hard to help companies get to know their consumers. Some tech-
nologies operate behind the scenes (consumers are unaware that they’ve been
launched by an interaction) and look for unique information about the user

that has been stored on their device when they visit a company’s website. Other
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technologies place a small bit of information on the user’s device that becomes
an identifier; some devices have a unique address of their own; others record
the unique address of the location a device is connecting to the Internet from.
These unique numbers then become the person’s “name,” tracking their behav-
ior until their true identity can be determined. This method allows companies
to monitor individual behavior within specific digital spheres: visiting websites,
reading or downloading information, using mobile applications.

Technology today is capable of all of these things. However, in a segregated
enterprise the emphasis is often not put on using technology to actively identify
consumers because those in charge of the initiatives are not tasked to do so.
They are tasked with achieving initiative-specific objectives. Integrated enter-
prises ensure that their websites, social platforms, mobile apps, and the pro-
cesses that support them are all working to achieve this objective when they
are designed.

Integrated enterprises use these techniques to build a record of who they
are interacting with and their demographics, what their common behaviors
are, what their social community looks like, and what their interests are. Even
without knowing exactly who they are, companies can still understand con-
sumer behavior and personalize their targeting and content. Let’s say a con-
sumer is considering adopting a cat. Suddenly their browser will be full of
advertisements for cat furniture, toys, and food; video sites begin suggesting
cat videos. Once the system can detect the person’s email address, it will soon
identify emails and email advertisements featuring cat-related products. This
is the most basic technique marketing technology uses behind the scenes
to help companies better target consumers using the information they have
learned about them.

This is marketing targeted to that consumer, but it is not highly personalized
because the company or companies working together have not uniquely iden-
tified the consumer. They will continue to pound away at the consumer with
incentives, tricks, and behind-the-scenes techniques in hopes that they can. At
some point the consumer will begin to receive these cat-related advertisements
across all of their devices because they have been identified across multiple
digital spheres—even if companies still don’t know exactly who the consumer
is. And until they do they will collect one small piece of the consumer’s identity
after another until they can complete the puzzle. When the puzzle is finally

complete they will attach all of this retained history to the person’s true identity,
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completing the picture of who they are, the opportunity they represent, and the
interactions, or pattern of interactions, they will respond most effectively to.
Companies rely on multiple techniques to facilitate self-identification,

including:

e Regularly searching consumer devices for personal information

e Placing unique identifiers on consumer devices (often called cookies)
that can then be tracked by the company

e Identifying the unique location from which the device is connecting to
the Internet

e Using incremental surveys that ask the consumer for one or more
small pieces of information each time they visit a location within a
network

e Asking for unique “bridging data” each time the consumer actively
interacts with them through any sphere

e Employing gamification techniques that use competitive behaviors to
motivate consumers to disclose information

e Offering incentives—sometimes you just have to pay them to get them

to share

Within segregated organizations, these techniques are only marginally effec-
tive. While these companies can have personal and meaningful interactions
with individual consumers through any one medium—conversations on social
platforms, SMS exchanges via mobile, chat sessions on the Internet, or phone
calls to Sales or Customer Service—they cannot follow an individual as that
consumer moves from one medium to another, from the physical to the digital
and back again. They cannot provide this individual with a consistent, highly
personalized experience that actively moves the consumer toward the moment
of conversion. More specifically, they cannot guide each consumer toward the
interactions or patterns of interactions that are most likely to get the consumer
to behave in an ideal way.

To achieve this goal, social and mobile data must be connected to enter-
prise data so that the information contained within this big data can be used
to create a uniform customer or consumer experience across multiple channels
and mediums, and shape their behavior as necessary. Disparate digital initia-

tives must be integrated with each other and into the enterprise. This allows
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the company to know specifically who an individual consumer is, calculate the
current or expected value of them as a customer or consumer, identify where
they stand in the decision-making process, and perhaps even learn what will
motivate them.

Fortunately, social and mobile platform providers now understand how
important it is to companies that consumers share information about them-
selves and are making it easier to collect this information. Since these platform
providers are themselves being forced to create fully integrated, profit-driven
usages of their technology, they are creating functionality within their plat-
forms that tracks a consumer across different locations on the digital landscape
and in some cases the physical world.

For most companies, social logins begin this function. These logins allow
consumers to use their core social profile, typically on one of the major pro-
viders, such as Facebook, Google+, Twitter, or LinkedIn, to log in to less well
known websites or to link their profile from one platform to another. Social
logins work anywhere across the digital landscape, bringing together multiple
social platforms, mobile applications, and traditional websites (see Figure 7.1).

Janrain, the first company to make social login possible using an existing ID
from any of the major social platforms, quickly realized that despite how much

consumers liked social logins (consumers are more than 50 percent more likely

)
Sign in with your DavidGiannetto.com account Sign in using your preferred Soclal Network

n Facebook

Social Login Powered by Janrain

i Support

Figure 7.1 The social login on DavidGiannetto.com powered by Janrain technology.
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to register for a website if it has a social login®), the real value of their technol-
ogy was using the data they were collecting to create a richer, more meaning-
ful relationship between their clients and their clients” digital customers. Over
time, what began as a simple approach to unify consumer usernames and pass-
words quickly became a customer profile management platform.

This technology provides the information that becomes the foundation of
integrated enterprises. It not only gets consumers to share their identity, it con-
nects them across multiple digital spheres—social and mobile platforms, and
desktop, laptop, and mobile devices. For companies this means that the power
of what was once an isolated community on their stand-alone website becomes
multiplied, because social login not only increases membership, it provides
more information about that consumer’s behaviors, social circle, demographics,
interests, posts, and other information. Information that the consumer would
never give to an individual entity becomes available and is used to uncover the
profitable patterns and segments discussed in the next chapter.

Social login also provides an organization with the “bridging data” neces-
sary to connect big data to traditional enterprise data at its lowest level: the
individual consumers. This allows an integrated enterprise to create a consis-
tent customer experience across multiple mediums and channels. Traditional
departments—Marketing, Sales and Operations—are seeing the same identity
and information about a consumer when they interact with them as those
within the organization’ digital initiatives.

“This is allowing organizations to think differently about customer informa-
tion,” says Larry Drebes, CEO of Janrain. “Where once they relied solely upon
sales transactions and customer relationship management updates to under-
stand the consumer they were talking to, they can now look at who that actual
person is—their likes and dislikes, their behaviors, and their social circle—and
treat them like individuals. This means that not only can they create consistent
marketing messages from one interaction to the next, they can have consistent
and personal conversation one-on-one.”

Social logins also allow organizations to consolidate the multiple online
digital personalities a consumer might have, remove false identities, and more
frequently identify consumers the first time they interact with them—all things
that make integrated enterprises more efficient. This added insight into who a

consumer is means that an organization can understand the full extent of the
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consumer’s social network, and their importance within it, so that they can use
it to extend their reach and influence.
To assess your company’s ability to incentivize consumers to share informa-

tion, answer the following questions:

e After analyzing the traditional enterprise data relative to your cus-
tomers and consumers, are consumer identities identifiable across
multiple platforms? If you perform this same analysis on datasets rela-
tive to the digital spheres your company operates within, what are the
results?

e Are the major social platforms that your company operates on also
connected to the communities you store and analyze data from? For
example, do you use social logins, and do customers log into a website
to register or request information?

e What physical and digital processes does your company have in place to
learn more about customers and consumers incrementally? When you
audit these processes, how effective are they?

e When your company offers broad discounts, coupons or rebates,
what information are they getting in return for these offers? Does
your company focus on growing and using information as a company

asset?

Despite the insight they provide, the real power of social logins comes from
their consumer adoption rate. For consumers, these logins provide real value;
they don’t have to remember as many usernames and passwords or fill out
one profile after another. Consumers are willing to try a new social commu-
nity or website because the effort to gain access has been drastically reduced.
Social logins get consumers to share—to behave in an ideal way—because the

consumer sees value in them: it makes their life easier.

BEHAVIORS THAT CREATE REAL VALUE

For many organizations, their social community is managed separately from
the core functions of their business that generate real, tangible value—processes

that facilitate and fulfill financial transactions. To become an actual customer,
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potential customers within the social community must be directed elsewhere,
to another process, even if that destination is just a single mouse click away.
Because of this separation between social interaction and sales transaction,
consumers within the company’s social community make no commitment
(actual or emotion) to contribute to the organization, even though they may be
deriving benefits from it.

This dynamic is at the core of why social media, and even mobile technol-
ogy (which can more easily function as an ecommerce platform but often
doesn’t), should be considered a new approach to marketing and not a new
approach to business itself and must be integrated into core functions (not
vice versa); this is why companies cannot reinvent themselves as highly
social or purely mobile and succeed. When companies reinvent themselves
in this way, they not only lose their unique value proposition, they also lose
customers—sometimes a lot of customers—because they are making it too
easy for the consumer to interact with the organization without committing
to tangible contributions.

Integrated enterprise actively work to close these gaps between social interac-
tions and financial transactions by integrating digitial initiatives into their core,
value-creating process. This mirrors what experienced salespeople in nearly
any industry will tell you: connecting with consumers at the moment when
they are most likely to make the commitment to purchase is a key ingredient
for success. When these moments are missed, or when the consumer is forced
to complete complicated processes, such as creating a contract or completing a
registration, before the actual purchase, the customer can often be lost.

This approach has parallels in the physical world. Smart companies often
take advantage of those small windows of opportunity when a consumer is
most likely to commit to an act that creates real value. For example, the highest
margin products in a retail store often have little to do with the company’s core
products, but are placed closest to the cash register: candy, gum, magazines, or
soft drinks. These items are placed there because consumers are vulnerable at
that moment. Consumers have extra time while standing in line—they can be
prompted to feel hungry or thirsty, or drawn in by a headline—but the com-
pany does not have enough time to engage them in more meaningful activi-
ties or more complicated interactions. Therefore, this moment is used to solicit
an ideal behavior: an impulse buy. This behavior costs the company relatively

little, and directly contributes tangible value.
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When mapping out the consumer’s journey from initial interest to final con-
version (during which they will self-identify or share enough information to
be identified), organizational leaders must think outside of the box that their
experience, business model, or industry might force them into.

Club 4Sixty6 in New Jersey decided to break down the barrier between
their social community and their customer community. If you visit their
Facebook page or their company website, you will see an abundance of social
tie-ins, including Facebook and Twitter social logins—common to many sites.
But while their websites will allow users to get a feel for whether or not this
is a club theyd like to frequent, their events, DJs, and services (including sev-
eral full-service restaurants), visitors are frequently prompted to use the social
login before they can see pictures or videos or other detailed information.

It would be easy to assume that this is because Club 4Sixty6 is building
a community that it can effectively market to—and it is. But it doesn’t end
there. Club 4Sixty6 uses a technology called TidalWave on its web sites. What
TidalWave does is break down the barrier between social and customer commu-
nities by allowing for a financial transaction to occur directly within the social
platform. In technical terms, it reduces the number of interactions the company
must have with the consumer as the consumer is converted to a customer (or
when viewed from a customer perspective: the number of actions a consumer
must perform to become a customer). But TidalWave is doing much more—it is
adapting the consumer’s behaviors to the company’s ideal behaviors.

While nightclubs are looking to make sure they have enough people in their
club to make an event or evening profitable, what they are really trying to do
over the long-term is create a community of upscale clients who are willing to
upgrade their services: buying the more expensive bottle service, booking pri-
vate lounge areas, or combining a dinner experience with a nightclub experi-
ence. These customers not only generate more revenue per transaction (event)
for the club, they also bring in more people of a similar nature. Club 4Sixty6
is using a technology to exhibit these behaviors from this community by first
making it easier for people to behave in these ways, and then creating greater
community among this group and their social communities. This mimics and
reinforces the behavior of these small social communities when they are in the
club itself—sharing the private areas and expensive drinks—and also makes it
easier for these people to share the great experiences they had at 4Sixty6 with
their community—multiplying the club’s reach.
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This is social, mobile, and even big data working to create ideal behaviors.

TidalWave also does something else that allows Club 4Sixty6 to operate as
an integrated enterprise, bringing these digital initiatives together with their
operations in the physical world. Book a bottle service through Facebook, or
even leave a fingerprint that shows you are considering one, and TidalWave will
execute a workflow that results in a salesperson—or an event coordinator—
contacting the consumer to make sure they are going to have the best experi-
ence possible. As community members register to attend the event, providing
demographic information about their club-related preferences, the technology
alerts the group in charge of ordering supplies so they have the right amount,
alerts the entertainment staff on the average musical preferences of attendees,
prompts marketing to make decisions to increase or decrease promotions, and
alerts management to update financial projections. All areas of the organiza-
tion are using data-driven information to maximize the profitability of the
event. This is Big Social Mobile behavior and relies upon these digital initia-
tives being integrated throughout the enterprise—getting consumers to behave
in ways that are ideal and the enterprise reacting in ways that are in the best
interest of their social community, but also themselves.

This is why companies seek to identify and understand consumers: so that
they can sell to them and then sell more to them. While experts and support
personnel within the enterprise may lose sight of this fact, executives cannot.
Only three ways exist for an organization to grow: create new customers, sell
more to existing customers, or increase prices. Sooner or later, every company
must adopt one or a combination of these three as their strategy. All portions
of the enterprise must be equally focused upon its achievement—even digital
initiatives.

When the enterprise fails to focus on this goal, initiatives don’t produce tan-
gible business results and executives become frustrated—a reasonable reaction
given how much time and money their companies have invested in these initia-
tives. Integration, therefore, is the solution. Full integration can be seen within
Club 4Sixty6: Product Management creating an event; Marketing advertising it
and measuring market response; Sales selling it and gaining feedback on what
works and what doesn’t; Operations working hand-in-hand with customers. At
each step along the way, each group is feeding back to the groups that precede
them how the product or service itself is perceived; how it is marketed or sold;

and how it is delivered and needs to be changed for better conversion rates
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or increased customer sales. This is how a company forces its products and
services, along with the processes that bring them to market, to evolve, gain
traction, and produce tangible benefits for the organization.

This fully integrated, value-producing approach runs counter to the con-
ventional wisdom and so-called best practices for social and mobile initiatives.
Typically, social and mobile subject-matter experts focus on increasing engage-
ment with the consumer base, in conjunction with promotional or discounted
offerings that will prompt consumers to buy. This approach is equivalent to
a push marketing campaign delivered via newer technology: it is an attempt
to reach as many people as possible via as many mediums as possible so that
even a small success rate will create additional revenue. At best, this strategy
yields modest results. Increasingly, however, consumers aren’t responding to it
at all. What they are now responding to are more personalized approaches—the
antithesis of push techniques.

Integrated enterprises are doing all of these things to identify the behaviors

that are most likely to convert:

A consumer to a customer
At the lowest cost for the highest prices
Most quickly

In a way that places the new customer in the position most likely to
buy additional products and services—generating the highest customer

lifetime value possible

To assess your organization’s ability to understand what consumer behaviors

create real value, answer these questions:

e How effectively are the core processes of your organization working
together to reiteratively improve your conversion rate? Has the conver-
sion rate been improving over time?

e What new product or services, processes, or techniques have been intro-
duced based upon these improvements and how have they improved the
conversion rate of the organization?

e How do the processes that create customer conversion vary across the

physical and digital landscape? Have equal resources and organizational



148 BIG SOCIAL MOBILE

focus been applied to improve them, and as a result, which are more
effective? Can the best parts of each be leveraged to create a best-practice
approach internally?

e What is the value of each customer market segment at its lowest
granularity? Which is the most valuable in the short-term and long-
term?

e Are these groups defined by traditional methods: products purchased,
channels to market, geographic locations, length of relationship? And,
can this same analysis be done based upon the five different types of
data: explicit, implicit, derived, social, behavioral?

e Can your organization show, in clear, specific terms, the patterns that
lead to the highest conversion rate, the highest revenue per transac-

tion, and other positive outcomes discussed throughout this chapter?

PREFERED BEHAVIORS FOR EACH CONSUMER SEGEMENT

Not all digital consumers are alike, and therefore to determine what behaviors
you're seeking, you need to break these consumers into the five distinct groups
we identified earlier: customers, prospects, influencers, partners and competi-
tors. Your first goal is to encourage them to self-identify, and if that doesn’t
work, then you must discover a consumer’s identity on your own. Analyzing
behavioral patterns for each group is crucial, since when you understand each
current pattern you possess the key to generating additional revenue; you can
steer each group toward those behaviors that will create greater revenue directly
or indirectly; you can identify the groups within your organization that are or
should be interacting with consumers at these critical moments and shape pro-
cesses that solicit them.

By segment, here are some of the behaviors that Big Social Mobile enter-

prises should strive to create within their digital relationships.

CUSTOMERS

As previously discussed, ideal customer behaviors are those that lead them to
purchase products or services, to purchase more of these, and to be willing to
purchase them at a higher price. Other specialized metrics such as community
growth and engagement are helpful, but they don’t necessarily drive purchas-

ing behaviors, no matter how engaged they might be; or even if they do make
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purchases, revenue from them isn’t maximized just because theyre engaged
members of the community.

Analyze the pattern of interactions for those that maximize both short and
long-term rates of return, so that you know which behavioral patterns produce
the highest revenue per transaction (or preferably margin per transaction) and
which produce the highest customer lifetime value (again, marginal contri-
bution is preferred). The two patterns will not be the same. But you can use
the differences between these patterns to shape your approach to the market,
choosing a strategy that positions the organization properly.

In addition, integrated enterprises place a higher value on customers who
behave like social consumers. These consumers are likely to act as influencers,
connecting with other consumers and providing them with information or rec-
ommendations that turn them into customers. Segregated organizations focus
exclusively on turning consumers into customers, while integrated enterprises
take a more sophisticated approach, seeking to convert social consumers to
customers but also converting traditional customers into social consumers.

Beyond these behavioral goals, here are other behaviors that integrated

enterprises seek to generate among their customers:

e Share any information relative to why they did what they did. Did the
videos posted provide them with information that was specific enough
to prompt a purchase, was it the personal phone call or email from a
sales person, or was it the way a sales associate was open and informed
about the consumer’s other options? While companies often use the
insight gained from big data to infer these reasons, there is no true
casual relationship between data and behavior. The only way to know
for sure is to ask.

e Provide a qualitative measure of the company’s performance that helps
the company improve the effectiveness or efficiencies of its processes.
Companies possess overwhelming amounts of quantitative data, but
qualitative data about organizational performance is much more diffi-
cult to come by. Digital customers are often more willing than the other
four groups to supply this type of information.

o Offer suggestions for product and services, features and functions, pro-
cesses and technology improvements for the organization; get them to
function as an extension of the enterprise in their desire to see it operate

more effectively and efficiently.
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e Define the organization’s place within the competitive landscape, and
provide information relative to competitors’ products or services so that
it can compete more effectively.

e Regularly supply additional detailed information about themselves
and their behavior so that a company’s understanding of its customer
base continues to evolve. Data gathering does not end at the point of
conversion (as it sometimes does in segregated enterprises).

e Reveal which influencers they find most influential, and why.

e Reveal the full extent of their social circle.

e Behave as influencers.

PROSPECTS

Just as integrated enterprises understand that connecting the physical and
digital profiles of a customer will give them more opportunity to leverage and
generate revenue from each customer, they understand that this is most easily
done at the first point of contact—or rather, the first point of contact at which
the prospect can be uniquely identified. Therefore, your primary behavioral
goal for prospects is to motivate them to provide as much information about
themselves as possible during the initial encounters.

Beyond this primary focus, seek to create the following prospect behaviors:

e Provide information into the products and services, features, and func-
tions that they are most interested in, and what specific attributes they
find to be most valuable.

e Reveal what discounts, rebates, or incentives, or what combination of
products and services, would most influence them to become customers.

e Disclose what information, use case scenarios, or additional offerings
would most incentivize them to become customers.

e Provide insight into which specific interactions they found valuable,
and which added to or detracted from their willingness to interact with
the company

e Define what variables they find to be most influential during their
decision-making process, so that the company can use this information
with them and other consumer groups.

e Share information and insight into what and who most influences them

before they become customers.
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e Reveal the full extent of their social network. This is done not only so
that the company can market to this group, but also to find their con-
nection to current customers or influencers with which the company
has a good relationship, leveraging these connections to convert them.

e Provide this information relative to the company’s key competitors, so
that the organization is gaining insight into the actions it needs to take

to achieve competitive advantage.

INFLUENCERS
You may remember the uproar Facebook caused when placing ads in con-
sumers’ social feeds that used a friend’s picture to endorse a product—even
though that person never agreed to be used in this manner. Facebook quickly
ended this practice. But this approach did work, even though a majority of
people didn’t like it. It worked because these recommendations didn’t feel as
if they came from a company telling consumers how good their own prod-
ucts and services were; it was an impersonal third-party endorsement.

This first failed attempt to manipulate consumer opinion created a break-
through; it showed the power of social influencers over consumer behavior,
and actually proved that less well known or hidden influencers—those who
were only influential within a given individual’s own personal social circle—
possessed just as much klout as well-known media figures and other well-
known authorities. Consumers value opinions expressed via social media
because they believe these opinions are objective (unlike messages conveyed
through traditional marketing techniques). Therefore, you possess a clear
objective when it comes to influencer behavior: Get them to endorse your
products and services. Even if it isn’t the unequivocal endorsement that the
company might hope for, it is still powerful and certainly more beneficial
than any criticism.

Influencers are also great resources for competitive information. Beyond
serving as endorsers and resources, companies should strive to create the

following influencer behaviors:

e Define what behaviors, characteristics, processes or other variables
would make them view your organization most favorably. Influencers
will often give you the answers to what will make them positively

endorse your company and its products if they are actually asked.
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e Define their peer group, who they are influenced by and why, and in
their opinion what would make this group view your organization most
favorably. Once a personal relationship with influencers is created,
especially if it transitions from the digital to the real world, they are
often willing to provide all of the details the company needs to more
effectively interact with this group.

e Reveal what will make them view the organization, not just its products
or services, favorably. This will not only create greater influence with
the specific influencer, but will also be reflected in their willingness and
enthusiasm to positively endorse your organization.

e Provide insight into where your organization stands versus your com-
petitors—not just relative to their willingness to positively endorse your
products, services and organization, but also in the opinion of the con-
sumers over which they have influence.

e Reveal what makes them most engaged with your organization and
what interactions, products, services, or organizational characteristics
led to their engagement in general and at specific moments (for example
their very first interaction).

e Define the level of interaction they are seeking.

PARTNERS

Integrated enterprises recognize that partners can take on a wide range of roles
that benefit their organization. Partners can become extensions of the company
itself, add extra value to existing products or services, serve as influencers, dif-
ferentiate the company from competitors, and even help the company’s busi-
ness model evolve to the next best configuration. Motivating partners to take
on these and other behaviors is sometimes more challenging than creating the
behaviors associated with the previous three consumer groups (partners have
looser connections to organizations than customers, prospects, and influenc-
ers), but the effort is worth it. Therefore, Big Social Mobile enterprises strive to

have their partners engage in the following partner behaviors:

e Expose the organization to the greatest number of social consumers,
consumers that are uniquely identified, and consumer groups that are

identified as being most valuable.
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e Share the processes that they are using to identify consumers, convert
them to customers, up-sell, or cross-sell them or to prevent attrition.
How do these compare to your organization’s interactions?

e Share how they are collecting and using information, and share this
information about their communities in a way that easily integrates

with your organization’s information.

COMPETITORS
Leaders should know where their competitors stand on the scale between
integration and segregation. This will allow them to gauge the competitive
threat they are facing, since becoming Big Social Mobile is a concept that all
organizations will eventually embrace. Social, mobile, and big data subject-
matter experts are extremely adept at performing this competitive analysis.
While they may not fully understand the nuances of a competitor’s position-
ing, they do possess the skills necessary to analyze competitive feeds, appli-
cations, and technologies to assess where and to what extent these digital
initiatives have become embedded into these other organizations. They will
also perceive how competitors are using these initiatives to add value to their
own enterprise.

While organizations cannot force their competitors to behave in ways that
most benefit them, they can analyze the interactions they are having with their
communities so that these behaviors can be adopted, or at least countered. The

following questions should be asked about competitive behavior:

e What interactions are they having with their community, via which
platforms, and how do these interactions appear to be influencing their
engagement and sentiment? Segment your competitors into two groups:
traditional versus progressive. How does behavior differ among these
two groups?

e Which actions are generating the highest engagement and the most
positive sentiment for your competitors?

e Do interactions posted on social feeds reference any interactions that
occurred through other mediums? This will reveal which internal com-
pany processes, if any, are integrated into their digital initiatives and in

what fashion.
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e Which of the ideal behaviors identified for each of the groups within
this chapter are reflected on each competitor’s feeds? What content are

they providing that is soliciting these behaviors?

Beyond this analysis, it is routine for companies to monitor the social feeds of
their competitors and the overall quantity and tone of media attention they are
getting, just as closely as their own. This allows them to quickly exploit weak-

nesses and prey opportunistically upon trends.



Chapter 8

ANALYZING PROFITABLE
PATTERNS AND SEGMENTS

ONCE YOU UNDERSTAND YOUR DIGITAL RELATIONSHIP to different
types of consumers, how you are interacting with them, and how you would
prefer to interact with them, youre prepared to segment and analyze your
community, uncovering profitable patterns and segments your organization
can capitalize on. These can be discovered through a variety of techniques that
incorporate behaviors, trends, demographics, and other factors that help your
organization understand which consumers are conforming to the ideal behav-
iors. This analysis can help you to identify how you can get those falling short
of the ideal to behave in more profitable ways.

Let’s look at one organization that used this step in the process with great
success.

Comedy Central competes with a wide variety of entertainment outlets for
the attention of its core demographic—males aged 18-34. This demographic
falls within a sweet spot: old enough for alcohol and car advertisements to reso-
nate but too young for the major networks to really begin competing for adver-
tising dollars. For Comedy Central that is their “one thing”—the core value
proposition upon which everything else is built, from the comics they select to
their presence on multiple social and mobile platforms. And they’ve done such
a good job at focusing on it that after 20 years in business they’ve saturated

nearly the entire comedy market.!
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How then can the network continue to grow? New television shows that go
mainstream and draw massive new segments of audiences are hard to come
by, and expensive. It's much easier to lure in new viewers by reusing content
that will turn them into loyal network viewers that follow shows, storylines,
comics, and anticipate the next comedy special or DVD that they could buy.
But it is challenging to grab the attention of this demographic, all of whom are
social consumers. The solution is to find times—however small—when their
perpetually on-the-go target audience is available to be engaged; when they are
looking for something to entertain them and relieve the boredom.

According to an analysis of behavioral data, males aged 18-34 are often
bored on holidays—when they are stuck at “mandatory” events. During these
moments they always have their mobile devices, and have already adopted the
behavior of being more engaged with their phones than with their family.

Comedy Central capitalized on these small windows by pushing content out
via social, mobile, web, and email channels with greater frequency during these
times. They could analyze response to see what was working, and refine the
process with each new holiday—each new moment when their audience was
most available, even if each window of availability was very small.

Any organization can undertake this step of uncovering profitable pat-
terns and segments if they understand how their organization interacts with
each consumer segment and subsegment versus their ideal behaviors. With an
integrated approach, the organization will be able to create a moment where
this interactivity adds up to tangible value—in this case a nonviewer becomes
a viewer (increasing advertising potential and multiplying the organization’s
reach) and a potentially loyal viewer (creating long-term value and again mul-
tiplying organizational reach). To accomplish this, the organization must have
the ability to do two things. First, it must segment their communities at critical
moments. And second, it must analyze their community and subsegments of
it, to reveal with whom, when, and how they are most successfully getting con-
sumers to behave in ideal ways.

These two abilities combine to create a feedback loop allowing the organiza-
tion to uncover profitable patterns and segments. It can also spot consumers
who are not exhibiting ideal behaviors, discontinuing those interactions that
are having a negative impact and testing new interactions and patterns of inter-

action to create a closer-to-ideal response.
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While all five types of digital relationships should be analyzed using this
perspective, it is most applicable to customers, prospects, and influencers. For
this reason, I'll focus on these three groups, alluding to partners and competi-

tors as appropriate.

IDENTIFYING CRITICAL MOMENTS

An organization can segment its social community at any moment in time—
following any interaction. If this were done at the lowest level it would sepa-
rate consumers into two simple segments: those who did or did not take any
given action. These segments might be meaningful for very specific analysis.
For example, if a company closes its largest deal ever, it might be meaningful
to look at every single interaction that led up to this deal in order to under-
stand what led to that high-yield transaction (hoping to replicate it). Or, if a
company wants to know how expensive video content impacts their conversa-
tion rate versus other, cheaper alternatives, that too might be analyzed in this
way. However, a much more meaningful way to segment the business involves
focusing on those moments that have the greatest overall impact on the organi-
zation’s ability to create and retain customers.

Using these critical moments as starting points for analysis forces organiza-
tions to first focus on those actions that produce tangible value. It helps com-
panies identify what must be done well if the organization is to have long-term
success and avoid analysis-paralysis. Focusing on these moments also facilitates
integration. By concentrating on a very specific action at a specific moment in
time, it's much easier to involve multiple internal processes and departments
interacting across both the physical and digital landscape. If an organization
were to attempt a much broader analysis, leaders would feel (rightly) over-
whelmed, struggle to succeed, and likely revert to a segregated mind-set.

Starting with these moments also helps the organization see that the
approach to becoming Big Social Mobile is not fundamentally different from
how organizations have traditionally segmented and analyzed their business,
and also how they have measured their performance. Traditionally, companies
segmented interactions with consumers at the moment of contact, again when
they were qualified, again when they were issued pricing (in some models),

and then at the moment of conversion. They measured success based upon the
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organization’s or the sales person’s ability to close opportunities or convert con-
sumers to customers, either individually (as with high-touch sales) or in groups
(as in retail environments).

Digital relationships are segmented in a similar manner, at those same criti-
cal moments. The difference, though, is that because social consumers will be
leveraged and approached digitally, segmentation must include other moments,
such as when they self-identify, download a mobile application or otherwise
become uniquely identifiable.

Here are the seven critical moments when organizations should initially seg-

ment and analyze their customers and prospects [see Figure 8.1]:

e The moment of initial contact: when the organization first encounters
a consumer it has never before connected with. Companies can break
this group into subsegments by channel, platform, event, or other source
through which they were encountered, by the product or service they
are explicitly interested in, and whether they are truly a new consumer
that has never before been encountered or might simply be a duplication
of previously known consumers.

e The moment they choose to self-identify: when consumers choose to
uniquely identify themselves to the company on any social or mobile
platform or through any traditional process or interaction that stores
their personal information. This group can be segmented by the sources
through which they’ve self-identified or the explicit reason or interest
that caused them to self-identify.

e The moment the organization uniquely identifies them: when a com-
bination of interactions within one or multiple platforms allows for the
unique identification of a consumer. Enterprises can then divide this
group into subsegments based upon the sources through which they
were identified.

e The moment they are converted from prospect to customer: when the
first, initial financial transaction occurs between the organization and
a customer. Companies should subsegment this group by the product or
service purchased.

e The moment they are cross-sold: when a customer is sold a product or
service in a different category than the one that initially caused them to
become a customer. Companies should subsegment this group by the

additional product or service purchased.
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e The moment they are upsold: when the customer purchases addi-
tional products or services from the organization or its partners that
could not otherwise be used by the customer without having made the
original purchase. Subsegment them by their additional purchases.

e The moment they depart from the organization: when a customer
declares they will no longer pay for recurrent goods or services, or after
the average lifespan of the goods or services has been exceeded without the
customer making an additional purchase. This moment may also include
a pattern of nonresponses that shows that a consumer is highly unlikely to
make another purchase. Segment these departing customers based upon
the length of time or number of purchases made, the channel or products/

services previously purchased, or the explicit reasons for their exit.

Companies can also segment and analyze other key interactions, such as
when a consumer downloads a mobile application, follows the organization on
social media, when their customer record is linked to their social profiles, or

at those moments that have traditionally been important to the organization’s

Seven Critical Moments
Initial contact

When they choose to self-identify
When they are unknowingly,
uniquely identified

When they are converted from
prospect to customer

When they are up-sold

When they are cross-sold

When their relationship is over

INTEGRATED
ENTERPRISE

SOCIAL DATA
DEVICE DATA

WEB &

TRADITIONAL

ENTERPRISE DATA ‘ BIG DATA
BRIDGING
DATA

Figure 8.1 The seven critical moments most often used to segment consumer

interactions.
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business model. But the bulleted moments above are of primary importance.
They form the foundation of how a company leverages its prospects, custom-
ers, even its influencers, and perhaps its partners.

This segmentation process will facilitate the integration of digital initiatives
into the enterprise. None of the seven segments listed above include purely social
or mobile consumers, just as none of the information analyzed is drawn purely
from big data. The insights gained from this segmentation and analysis aren’t
only applicable to social and mobile practitioners. In fact, those who manage tra-
ditional business functions such as Marketing, Sales, and Operations and their
supporters will benefit the most. Marketing will begin to use social and mobile,
and the information contained within big data, to cost-effectively test multiple
marketing messages (something too expensive to be done via traditional meth-
ods) to improve responses based upon consumer feedback; Sales will begin to
understand that social and mobile are channels that generate new sales leads;
Operations will use these digital initiatives to gain insight into which customers
are dissatisfied, to improve their processes, and to adopt new methodologies.

Segment your prospects and customers, and to the extent possible your
influencers and partners, into groups at the moments identified. Analyze these
groups to determine consumer interactions that led to or away from ideal
behaviors. As you get better at this analysis you will uncover other nontradi-
tional subsegments that, at each stage of interacting with the organization, are
behaving in ways that produce or detract from the best outcome for the organi-
zation. These new segments are created using a variety of techniques described

in the remainder of this chapter.

TRADITIONAL FINANCIAL ANALYSIS

The most common form of analysis used to segment a group of customers,
and the most traditional, is a strict financial analysis of the cost to acquire
each new customer and the value that each customer adds to the business,
either in the short or long term. Digital initiatives, especially those newly
introduced to the business, are often divorced from these financial measures
because it is difficult to calculate and understand their impact on revenue,
margin or expense at the individual level. Such initiatives are often managed,
especially when a segregated approach is adopted, as projects where expense

budgets are assigned and revenue budgets are quietly absent. At the same



ANALYZING PROFITABLE PATTERNS AND SEGMENTS 161

time, subject-matter experts within these initiatives do not think in these
cost-benefit terms, and the advice they receive from industry experts does
not address or reflect this bottom-line mentality. A lack of financial account-
ability for digital initiatives is pervasive.

Because of this, it is not unusual to see a mobile initiative where it costs
$4.00 to acquire each new customer, but the average revenue generated per cus-
tomer is only half that amount, or a social initiative where the cost to acquire
is four times the customer lifetime value. These initiatives are financially
unsustainable.

A segregated mind-set, however, rationalizes the lack of financial account-
ability. It posits that big data, social media, and mobile technology efforts are
“different” and that they deserve an exemption from the financial rigor under
which all other corporate efforts are conducted. The segregated perspective
isolates the success or failure of these initiatives and reduces their strategic
value.

In reality, these initiatives can potentially contribute in many areas of the
business: they get consumers to respond to marketing programs, create new
leads for Sales, process customer inquiries and solve customer problems,
resolve accounting issues on client accounts, or generate new employee appli-
cants for HR—if they are integrated into the enterprise. An integrated approach
to measuring the financial impact of digital initiatives, therefore, ensures that
these initiatives will be implemented and measured based upon the outcome
achieved. It is akin to treating digital initiatives as channels for each traditional
function of the enterprise.

Start by relying on traditional financial analysis to reinforce an integrated
mind-set and the need to have all areas of the business contributing in tangible
ways. Despite the significant changes that big data, social, and mobile have
created within the business itself, this basic rule of business has not changed.

The following questions will help you adopt a proper perspective on how
traditional financial analysis can be used to segment your digital community.
Since these segments will rely upon profitability, and its revenue and expense
components, as the basic rule to create them, it is important that they are com-
pared to the traditional channels the organization uses to go to market. And, it
is also important that they be compared equally—credited using the same rules
to apply revenue and debited using the same expense categories and allocation

methods.
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e What is the cost to acquire new contacts? What percentage of new con-
tacts are also prospects, and what is the difference in acquisition cost
between a new contact and a new contact who is also a new prospect?

e What is the cost of each new consumer who self-identifies to the orga-
nization? Again, when are they and are they not prospects, and what are
the acquisition costs associated with these two different groups?

e What is the cost to your organization when it must uniquely identify a
consumer? What percentage of identified customers are actually pros-
pects and what is the cost to identify each of them as opposed to con-
sumers who are not valid prospects?

e What is the revenue per transaction for new customers? And the mar-
gin?

e What is the revenue associated with customers who are upsold or cross-
sold and the margin?

e What is the revenue generated by customers during their relationship
with the organization, and their customer lifetime value?

e Whatis the cost of contacting and identifying an influencer? How many
consumers within this influencer’s social community actually became
prospects and customers, and what is the value of each of those cus-
tomers (this provides a rough estimate of the financial worth of a one

influencer versus another)?

When this analysis is performed for each channel it will quickly become obvi-
ous that motivating consumers to behave in ideal ways—self-identifying as
opposed to the organization uniquely identifying them—is much cheaper and
more efficient, and makes each customer more profitable. This financial analy-
sis will reinforce the value of an integrated mindset, demonstrating how digital
initiatives can impact every area of the business positively and tangibly.

Now let’s look at an even more meaningful way that integrated enterprises
use information to uncover profitable patterns and segments within their

communities.

THE BASICS OF SOCIAL SEGMENTATION

Integrated enterprises think differently about how they analyze, understand, and

use their social communities; they do not rely solely on traditional techniques
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exclusively. They adopt techniques that mirror how social consumers think and
act.

Traditional analysis, which is heavily influenced by financial analysis, relies
upon averages: average revenue per transaction, average cost to acquire new
customers, or average customer lifetime value. When viewed across channels
this tells leadership where they are getting the most bang for their buck, where
they should place additional resources or seek to make improvements, and often
shapes their strategic approach to the market. As a by-product of this approach
the organization thinks in terms of averages, means, counts, and deviations to
explain the performance of the group from which the average has been taken.
Comparing one average, trend line or bell curve to another provides insight
into which direction the organization should go.

This is a foundational approach to analytics—segment or sample a data set,
calculate an average, compare it to other averages and decide on the next best
step—and is therefore hard to change. It is also integral to statistical analysis—
the foundation of modern analytical techniques—and therefore reflected in
most analytics technology. It also supports a top-down mentality that managers
are comfortable with: segment the business by channel and calculate averages
to know which performs best, then segment that channel by product, brand,
geography, sales person, or other important criteria and calculate averages to
know which areas are best and worst; continue until the required insight is
gained. This top-down analysis segments the organization’s customer and con-
sumer communities and allows them to make fact-based decisions.

It is at this point, the point of execution, where the logic of traditional anal-
ysis flies in the face of what makes Big Social Mobile enterprises more suc-
cessful than their segregated counterparts. Integrated enterprises understand
that profit is created by convincing one individual consumer after another that
they will find value in the company’s products and services. Therefore, analy-
sis must start at the level of the individual consumer; it cannot be top-down
(though companies obvious must be adept at both). A segregated approach
follows one logic: What is my most profitable segment so that I can apply more
of my resources to that segment? An integrated approach also uses a much dif-
ferent one: Who is my most profitable customer so that I can get more consum-
ers exactly like that one; or, and how do I get everyone else behaving like my
most profitable customer? Averages, while used, are less importent; and when
they are, they are seamlessly attached to granular transactional information so

that the root cause can be investigated; data sets are not sampled; summation
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remains connected to details. This type of analysis is hardly a mathematical
exercise at all.

Remember, one of the major distinctions between a traditional and social
consumer is that a social consumer expects to be treated as an individual dur-
ing every interaction with organizations they choose to patronize. Whether it
is a sales associate in the aisle of a retail store, a customer service agent on the
phone or a consultant selling in a boardroom, the interaction that convinces
a social consumer to buy will always be more successful when it is personal-
ized. The individual customer focus that Big Social Mobile enterprises have
keeps them more closely aligned with a social consumer’s expectations, and
allows them to adopt processes that rely upon personalized interaction to make
them more effective. (It is important to note that while modern marketing
techniques, such as predictive marketing, that rely on personalized messages to
create this connection may seem the same, for Big Social Mobile personalized
messages are only they beginning. Big Social Mobile enterprises are designing
entire processes around the ability to interact with consumers in a personalized
way across any channel.)

This is the mentality that forms the basics of social segmentation and anal-
ysis—what is sometimes called a “like-kind” or a “look alike” analysis. It takes
one ideal customer, or more often a small group of customers for each channel,
and seeks to find others who are the same, thereby facilitating (1) improved
targeting, because the organization knows what appeals to them; (2) increased
profitability, because they are converted more quickly and more often; and
(3) increased effectiveness, because they are likely to be part of a social circle of
other consumers much like them.

Recognize that you may encounter challenges with this alternative analytical
approach. It can be difficult to identify enough consumers exactly like the per-
fect customer; the more specific your criteria the less similar target consumers
are available. Be prepared to relax your definition of what a perfect customer
is so that you can identify consumers that are nearly perfect. At the same time,
be aware that these nearly perfect consumers must still behave in ideal ways
because these behaviors led to superior financial performance—or rather, it is
the task of your organization to get these nearly perfect consumers to behave in
ideal ways. This will allow your organization, over time, to identify and appeal
to increasingly profitable consumers within an increasingly profitable social

community—again reinforcing that financial measures, while not providing
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equal insight as other forms of segmentation and analysis, are still the principal
guiding factors for the organization, including the digital initiatives within it.
Integrated enterprises analyze their customer base in a variety of ways in
order to find more consumers who are like their perfect customer—techniques
that allow them to broaden their definition while still targeting consumers
most likely to adopt ideal behaviors. The following sections describe these tech-
niques. First, though, use the following questions to segment your community
based upon this basic technique. This analysis might seem similar to the exer-
cise used to segment your community under traditional financial analysis, but
remember, social analysis relies upon finding the one perfect customer within

a segment, not the average performance for each segment.

e For each channel, product line, or other key segment of your business,
who is your most profitable and therefore most perfect customer?

e Who is your ideal customer based only upon the initial purchases, and
then again based upon customers who were upsold or cross-sold addi-
tional products or services? Which customer is most profitable or ideal
when viewed at each of the critical moments of segmentation versus
total customer lifetime value?

e Given that the same customer will not be ideal at each critical moment
of segmentation, who is the perfect customer overall? How does this fit
with the organization’s strategy—its short- or long-term approach to the
market or average customer lifetime value versus the perfect customer’s

customer lifetime value?

BEHAVIORAL ANALYSIS

Your organization must become adept at analyzing the behavior of prospects,
customers, and influencers to identify the interactions, or pattern of interac-
tions, that led up to the preferred outcomes. This is called behavioral analysis,
journey-mapping, or pathway mapping and analyzes the consumer’s movement
from one critical moment—the six key points of segmentation—to another.
Once your organization understands the ideal pattern of interactions that con-
nect each critical segmentation point, you can analyze other critical moments
in this same way. For now, though, recognize that focusing on the critical

moments helps you pay attention to behaviors that clearly add value.
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Behavioral analysis covers a wide range of interactions. You may discover, for
instance, that when prospects take a given action, it moves them closer to the
point of conversion 75 percent of the time, or, when prospects take a different
action, they will continue to investigate options but rarely buy. These actions
show companies how to react and improve their processes. For example, it is
now a common marketing practice to customize a series of emails, texts, mes-
sages, or advertisement placements for a customer based upon specific behav-
iors or interactions. This personalizes the interaction (beyond personalizing it
with just an individual’s name, title, or other explicit information) and reinforces
the brand’s presence, its products or services, in ways that are similar to the tra-
ditional push marketing techniques. While this approach is more effective than
previous, impersonal contacts, it still reflects a segregated mind-set.

Integrated enterprises use behavioral analysis to be proactive. For example,
much has been made of the social consumer’s tendency to use mobile technol-
ogy to view competitive pricing while in-store (often called “showrooming”).
This behavior can cut both ways. The retailer with the consumer in their store
can monitor the usage of a consumer’s mobile device to understand what com-
petitive mobile applications they most frequently use to perform this search
and in some cases even monitor the search terms used and pages viewed. Over
time, the retailer can provide their sales associates with this information, mod-
ify their pricing, or create signage and advertisements that counters this behav-
ior. The retailer can now understand, more clearly than ever before, exactly
who and what they are competing against. To combat this response, other
retailers can “geofence” their competitor’s stores—using technology to monitor
when prospects enter and how long they remain there. This behavior can be
combined with the information they are getting from the consumer’s mobile
device, competitive information available on the web, and feedback from their
social community to craft messages, mobile offers, and discounts to win these
consumers back.

The company that understands the consumer the best, and has done a good
job of integrating all aspects of their organization to proactively modify con-
sumer behavior, will be most effective in the market. [See Figure 8.2]

Behavioral analysis can also be used in a more complex way to understand
intricate patterns that lead to ideal behaviors. In this application, organizations
prompt consumers to learn one more small fact after another that cumula-

tively help the consumer reach the conclusion the company seeks, maximizing
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Integrative Shopping Experience

(example)
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Online research to profile consumer & information available to
was helpful. Let assess opportunity consumer

me go see it.

In-store signage features product
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additional information online

Pl This item looks
go interesting

shopping!

What are my Mobile monitoring reveals

Purchase! other options? I'll consumer in-store behaviour,
check online. common competitive sites
accessed & other information

Wow what a knowledgable Salesperson with Management creates

WH e O approache concumer  optans and iegraive
And they matqhe:j the with detailed info on processes
online price! consumers, competitors

& 3rd party information

Figure 8.2 The interactive shopping experience in action. How integrated
enterprises cross the physical and digital landscape to understand consumer
behavior, counter competitors and use information to maximize the chances that

they will elicit profitable behaviors from consumers.

revenue or margin over the short or long-term. This more complex effort can

include the following actions:

e Identifying how and when consumers interact with social communities
and influencers, prompting the input of influencers at the right time.
e Setting mobile triggers that dynamically generate content based upon
factors such as:
e user behavior
e sales people that contact the customer personally at exactly the right
time
e exposure to value-added content that beats the competition during
the final stages of making a decision
e customer service representatives who are tied into the sales process
and know the right options to offer
e operations personnel who perform their job in a way that best posi-

tions the customer to be upsold or cross-sold
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This is behavioral analysis that will help you interact with consumers more
effectively. It will use specific interactions and patterns of interactions,
short-term situations where customer-facing employees can make decisions
on-the-fly, and long-term scenarios where entire processes, applications,
websites, and even product and services offers are redefined to solicit ideal
behaviors.

All of this is made possible by the information contained in data—big
data—combined with traditional information and put into the hands of the
right employees throughout each function of the Big Social Mobile enterprise.

To begin using behavioral analysis to understand how consumer interac-
tions are helping or hindering the achievement of ideal behaviors, use the fol-

lowing questions:

CUSTOMERS

e What journey—all of the individual interactions—did each ideal cus-
tomer identified for each segment make as they transitioned through
each critical point of segmentation? When viewed from a behavioral
perspective—the prospect converted to a customer most quickly ver-
sus the customer with the highest initial purchase—which custom-
ers become the new ideal customer? Which customer is most closely
aligned with the company’s ideal behaviors short and long-term? What
do the patterns of interaction look like for each of these different cus-
tomers?

e Does the identity of the ideal customer change at each segmentation
point? If so, what behaviors caused this change and is there another,
different customer that becomes ideal when behavior is analyzed across
multiple segmentation points?

e Which interactions most frequently achieve the desired outcome, and
which most frequently prevent it? Which of them need to be more
consistently utilized, changed, improved or removed to be more effec-
tive? Which interactions, when grouped at different levels, are most
effective?

e What people or organizations had the most influence over customers
during their journey, who did they trust most during the buying process

and what interactions reinforced or detracted from this?
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PROSPECTS

e How frequently are prospects conforming to the most effective patterns
of previous customers?

e What sections of their journey most often delay prospects (from becom-
ing customers) longer than the ideal customer? Are there interactions
that are present or missing that trigger these delays?

e Where are the points at which prospects who never become customers
most often depart from the typical path that customers take? What pat-
terns most often became dead ends?

e What patterns of interactions most often and most quickly led consum-
ers to self-identifying or to provide critical pieces of information, such
as bridging data that allowed your company to uniquely identify them

and therefore target them as prospects more effectively?

INFLUENCERS

e What interactions are influencers having with the organization and
which ones solicit positive or negative responses?

e When are influencers engaging with the company in the physical world,
and what interactions cause them to be willing to engage in deeper,
more meaningful conversations? When these occur, how do influenc-
ers use these interactions within their community and what created a
positive response?

e What content are influencers creating that has the greatest reach within
their social community and which interactions, if any, assisted influ-

encers in broadening their reach?

SOCIAL ANALYSIS

Like-kind analysis can also be used in another way that may be familiar to you;
social and mobile practitioners rely on it because it is enabled by social media
platforms themselves. All major social platforms now make available (often for
a fee) information about each community member’s demographics, their social
connections, relationships, pages, posts and organizations they follow or com-

ment on, those they most frequently engage in and other information about
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their preferences and personalities. All of this can be used to understand a con-
sumer’s social behavior. This information is so extensive that social platforms
and other technology are able to categorize consumers not only based upon
this information itself, but also based on what this information suggests about
their personality types, their values, and their hierarchy of needs. This, com-
bined with the geospatial information common to mobile data, is what actually
makes big data so big.

In turn, integrated organizations combine this information with sentiment
analysis—measuring a persons attitude, favorable or negative, toward a brand,
product, or other topic. To determine sentiment, unstructured data—informa-
tion contained in text fields, sentences or narrative form that does not have a
clearly defined data model behind it—is analyzed to determine how likely a
person is to respond favorably to an interaction. Organizations can conduct
this analysis even if they are not actively participating in the interaction, such
as when a person makes a comment on the quality of service they just received
on their personal social feed.

You can use this analysis to find prospects that most closely match the
social behavior or profile of your ideal customers. The better match someone
is to the organization’s ideal customer, the more likely they will respond in-
kind to the same value proposition, branding, and interactions. This type of
targeting is being used when companies apply different “hashtags”™—a way
of categorizing the topic based on its social message—to their social posts.
Consumers will follow or monitor hashtags related to their interests, giv-
ing companies a way to interact with them even though they might never
have made contact with them before. Like any other social information, an
organization can learn what hashtags should be used or monitored by ana-
lyzing the behavior of their ideal customers, prospects and influencers—or
competitors.

Integrated enterprises can also use social analysis to uncover new seg-
ments to which they can market based upon the social, political, cultural, or
other affiliation or belief that the organization has. Companies align them-
selves with trends, such as homelessness, bullying, hunger, or pro-democracy
demonstrations, using this analysis. If the organization is actively supporting
a cause, they can post content about their participation to their social feeds,
engaging consumers who are also interested in a given cause. This exposes

a wider range of consumers to their brand and eventually their offerings.
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While this is a valid and effective method of penetrating new markets, the
organization must be committed to the cause and be well informed about it,
since insincerity will alienate or damage the brand.

Use the following questions to help understand how your organization can
use social analysis to improve the percentage of prospects, customers, and

influencers behaving ideally:

e For customers, what are the interests, websites, organizations, social
groups and other social behaviors that define your ideal customer in
each segment? How narrowly defined is each type of behavior when
compared to other customers from that same segment; which behaviors
can be relaxed and by how much, to include more customers while still
being narrow enough to be effective—what is this range?

e For customers, how does their social behavior change prior to and
after each critical point of segmentation? How do these behavioral
changes influence their value over time and at each point of segmen-
tation?

e When subsegmenting customer groups based upon social behaviors,
focus on the subsegments comprising consumers who became custom-
ers the quickest, who generated the most revenue or margin, and who
took the least effort compared to the average and other groups. What do
these subsegments look like?

e For prospects, how closely do their social behaviors match up against
the behaviors of ideal customers? Is there a match between prospects
who are more actively engaged with the brand and those who are more
likely to buy? Are those prospects that have for all intents and purposes
become inactive less like ideal customers?

e When reviewing prospects based upon the source from which they
came, is one group more closely aligned with the social behaviors of
your ideal customers than others? How can they be subsegmented so
that they more closely align with ideal customers?

e What is the social behavior of social influencers? Does it vary for those
who support your organization versus those who do not? Can influenc-
ers be subsegmented in a way that reveals social behaviors that make

them more likely to behave in ideal ways?
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GEOSPATIAL ANALYSIS

Traditional geospatial analysis relies upon plotting customer-related informa-
tion, such as location, on a map so that the organization could decide how to
best use its resources—locations for new facilities, best routing for vehicles,
area grouping for sales territories, or where to hold meetings. This is common
because many companies are predominantly concerned with efficiency; con-
sumer behavior is often of little concern if it does not involve interaction with
or use of a company asset.

Big Social Mobile enterprises use geospatial information for broader pur-
poses. They believe that their organization must be able to track a consumer
wherever they go, across both the physical and digital landscape—where they
interact with your organization versus your competitors, where they go to
understand the markets that you compete in, where they meet with those
who influence them, or where they most often check-in. The area of concern
could be as big as a sales territory or as small as the coffee kiosk in a conve-
nience store, as public as a social platform or as private as a members-only
group.

Therefore, they figure out how to reach consumers in any of these loca-
tions so that they are constantly reinforcing their same brand message across
mediums—advertising both in the physical world (because social consum-
ers check-in there and respond positively to cross-media marketing) and the
digital world (because customers, prospects and influencers frequent certain
digital locations in combination with physical locations). Geospatial analysis
helps foster this integrated approach. When organizations can identify where
consumers are both physically and digitally, they can tailor their interaction to
include not only the right person interacting with the consumer at the right
time, but also the right place.

This allows a brand to do many things: steal a customer before they enter
a competitive location, or while in it; steal a dissatisfied customer when they
leave the competitor’s location (by stepping in when a consumer posts a neg-
ative review for example); associate their brand with a consumer’s favorite
locations by timely and coordinated delivery of messages; take advantage of
consumers who are in locations where they typically have free time to view
extended content, such as watching videos waiting for the train or sitting on

a bus.
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Use the questions below to see how geospatial, or location-based, analysis

can help you understand how to get consumers behaving in ideal ways:

e Where are your ideal customers located across both the physical and
digital landscape when they interact with your organization? Do they
generally follow a sequential path through these locations or do they
frequent these places throughout their decision-making process? What
journey is actually ideal and leads to the most preferred behaviors? Do
certain places have greater influence?

e In what locations visited by your customers does your organization
maintain a presence? And how does your presence in these locations
compare to your competitors and those who are influencers? Where you
do have a presence, how extensive is it?

e How does the geospatial behavior of prospects compare to that of cus-
tomers, especially when prospects are grouped based upon those who
are still active and those that have gone stale? Are there places that
speed up or slow down their decision-making process, or bring them to
a dead-end entirely?

e In each of the locations that your prospects, customers and influencers
frequent, how available is the right person from your organization? Will
they be able to interact with the person most knowledgeable and able to
maximize the interaction, those who can properly deliver the message
that the organization wishes to deliver, and the one who can provide the
most consistent, personalized experience possible?

e How aware are you of consumer behavior when they are in your com-
petitor’s locations—both physical and digital? Can you influence them

when they are in these locations?

DEVICE ANALYSIS

Similar to geospatial analysis, most device-related analysis has to do with how
effectively mobile technology is used to get consumers behaving in ideal ways.
I'll discuss in greater detail how companies can use mobile technology to achieve
integrated goals in the upcoming chapter specifically on mobile, but for now, let’s
look at a range of devices—smart phones, tablets, and laptops as well as wearable

and smart devices (such as smart light bulbs)—that gather their own usage data.
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All of these devices provide automatically generated data or information to
those who want it (and in some cases are willing to pay for it). Because the
data is automatically generated it offers advantages that traditional enterprise
data (created by employee-influenced processes) and big data (some of which
is automatically generated but all of which is consolidated, analyzed and dis-
tributed by employee-influenced processes) do not. It is typically consistent
in structure and complete in scope. It tells those who use it everything about
behavior relative to its usage. A smart light bulb will detail each on and off. A
smart car will detail every mile it covers relative to every internal function that
is monitored. A smart kiosk will detail every consumer interaction, sometimes
including a photograph of the user and even—believe it or not—their finger-
print and biometric scan.

This device-related information helps companies understand the smaller
details regarding many of the interactions they have with consumers. Not only can
they make sure that the content they send each consumer electronically is prop-
erly formatted, they can infer personality traits, behaviors and beliefs, and derive
moments of availability when that consumer is most likely to respond ideally.

Answer the following question to learn how analysis information from

devices can help you get consumers behaving in ideal ways:

o Is all of the content sent to users properly formatted for the individual
device of the user receiving it? Does your organization have a presence
on every device being used by ideal customers that is specifically tai-
lored to that device?

e What devices are being used by ideal customers? How wide is the vari-
ance on types of devices being used by ideal customers? Does the type of
device have any impact on ideal customer behavior or is it only the infor-
mation about usage patterns that holds value to your organization?

e What applications or platforms are being used to interact with your
organization via mobile devices? What other, competitive or compli-
mentary applications are also on those devices? What are the patterns of
usage among your ideal customers, and how closely do your prospects
match this behavior, especially when prospects are divided into active
and inactive?

e What third-party devices would provide additional insight into the

behavior of your targeted consumers?
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THE ANALYSIS ADVANTAGE

Big Social Mobile enterprises are constantly searching for new segments and
patterns that provide insight into how they can get consumers to behave in more
ideal ways. But the expertise to identify and understand these ideal behaviors
comes from many different employees in many different places throughout the
enterprise. It is often not the social and mobile practitioners that create innova-
tive tactics based on the patterns that are discovered but the Marketing, Sales,
Operations, R&D, and other professionals who have the business knowledge
necessary to capitalize on what the company has learned.

The key to taking advantage of the information contained in enterprise and
big data is effective analysis—combining many different types to uncover prof-
itable patterns and segments. The ones explained throughout this chapter are a
result of new techniques and technologies, but they should be combined with
traditional forms of analysis. Market-basket analysis, for example, shows which
products and services most often sell together and can generate the highest
revenue and margin. Cross-sales and upsell analysis reveal which products and
services should be offered in combination and are most effective at generating
more revenue from each customer. Customer churn and attrition analysis iden-
tifies which customers, moments, or factors contribute to the loss of customers.
Next-best analysis (sometimes called “predictive marketing”)—very similar to
the behavioral techniques discussed here—uses predictive modeling to identify
what actions are most likely to achieve the desired outcome.

Becoming proficient at all types of analysis is essential. It creates a com-
petitive advantage for Big Social Mobile enterprises. They use the results of this
analysis to gain insight into what is working to generate customers, increase
profitability, and operate more effectively; to understand what causes influenc-
ers to be more favorably engaged with the brand, to glean product develop-
ment suggestions from customers, to forge alliances with partner companies
that operate as extensions of the enterprise.

For Big Social Mobile enterprises, this analysis forms the very foundation
of both tactical and strategic execution, and is also used to set objectives and
the strategic approach to the market. While segregated organizations might
also use analysis to fashion tactics—they respond to posts, emails, or phone
calls, they offer information and they change the types of posts they create—

they do so only within siloed functions and do not use the information derived



176 BIG SOCIAL MOBILE

from their analysis for larger business defining decision-making. But Big Social
Mobile ideal cannot be achieved, the results of all of this analysis cannot be
put to use, if the organization itself—its people, processes, technology, and
information—is not properly aligned to uncover these opportunities and take
advantage of them. This is the focus of the next step in becoming Big Social

Mobile.



Chapter 9

ALIGNING DIGITAL
INITIATIVES WITH THE
ENTERPRISE

AS IMPORTANT AS IT IS TO UNDERSTAND your community and your
interactions with them, their ideal behaviors, and profitable patterns, your
organization must be prepared to take advantage of these relationships and
behaviors when they manifest, or better yet, force them to manifest, molding
consumer behavior to these preferred patterns. This will not occur unless your
digital initiatives are properly aligned with your organization.

In some cases this means sending the right message—either an automated
or a manually generated message—to the right consumer, while in others it
means ensuring that the right person within your organization connects per-
sonally with a consumer. In addition, these interactions must occur at the right
moment—or more specifically, at the time when they are most likely to solicit
the preferred response or ideal behaviour from the consumer. All three of the
following criteria must be met for every interaction: the right person from your
organization connecting to the right consumer, at the right time.

Proper alignment makes this possible and also ensures that all employees—
knowledge workers, managers, and even executives—are working together to
create a consistent consumer experience across channels, to deliver a consis-

tent marketing and sales message, and to react consistently to changes in the
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market. This not only provides today’s social consumer with a personal and
consistent experience each time they interact with your organization, it also
maximizes your chances of soliciting ideal behaviors.

In some cases, the action your organization will take is simple—it will send
the most appropriate product advertisements when a consumer visits your
website; a customer service agent will provide the information that best sat-
isfies a customer during a phone call; the same customer service agent will
proactively ask for additional information to better understand or identify the
consumer; or the same agent will suggest exactly the right follow-on action that
will move the consumer closer to the point of conversion. In other instances,
you'll want your social media analyst to respond to an online comment that
directs an influential consumer to the appropriate digital resource for insight
into how the company’s products or services are superior or perhaps you will
direct your public relations manager to place a personal phone call when you
first detect that a consumer is becoming influential, inviting them to an event
and starting to build a valuable long-term relationship.

All of these interactions—and the myriad of others that Big Social Mobile
enterprises engage in—require the integration of diverse data, diverse skills
from different personnel, and diverse technology from different initiatives
seamlessly woven into the enterprise. Information, derived from big data,
must be woven into traditional enterprise data, delivered to employees who
work in traditional departments, but who will often require the assistance of
social, mobile, and big data practitioners to interpret and perhaps even respond
through social and mobile channels. At the same time, these big data, social,
and mobile practitioners require the insight, experience, and knowledge from
traditional departments to interpret the information and behaviors they are
seeing online. To make this possible, you must align digital initiatives with the
traditional enterprise itself—not vice versa. Your organization must integrate
them into your core processes, people, technology and information, in a way
that facilitates and makes these Big Social Mobile behaviors possible.

This is the next, and final, step in becoming Big Social Mobile.

THE PROCESS OF MANAGEMENT

Information, when used properly, can create alignment. Without it, it is impos-

sible to ensure that digital initiatives are helping the organization achieve its
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larger objectives. But to do so, the right information must flow between the
right people, at the right time.

Integrated enterprises often use information to understand their relation-
ships with different consumers, to see the gap between their behavior and the
preferred ideal, and to help employees throughout the organization understand
what they must do during each individual interaction. In this way, informa-
tion aligns execution across the enterprise to keep a consumer’s experience
consistent.

But information also provides much larger insights—new market trends vis-
ible across social media can improve the effectiveness of sales and marketing
processes, feedback from personnel in the field can improve the efficiencies
enabled by mobile apps, and slight changes in online content can solicit con-
sumer opinions that prompt new product and service offerings. It can provide
tremendous insight into whether all of these things are occurring, are effective
and efficient, and are generating the profit you are held accountable to create.

Used in this way, information makes possible what I call the process of
management.

Enterprise data and social or mobile data—big data—are generated as a
result of each interaction the organization has with a consumer. The digital fin-
gerprints left behind by each of these interactions provide the foundation upon
which all analysis occurs. Managers use the results to make decisions about
how the organization should interact with each individual consumer. They see
what is working and what isn’t, and adjust accordingly; they attempt to make
each interaction more effective. This is the process of tactical execution within
an organization.

At the same time a much larger process is taking place (or should be)—
something akin to strategic execution. Information also drives this process—
information merged together to provide one seamless view across both the
physical and digital landscape.

This process follows a set pattern: management asks a business question;
employees design a process to answer this question; technology is employed to
execute the process; and data is generated as a by-product, stored, combined
with other data, and transformed into information that answers the original
question. This process happens over and over, at different levels and points
within every organization. In high-performing organizations management is

fully conscious of this process and constantly seeking to ask better questions
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that drive their organization toward better answers that drive better bottom-
line results, creating more effective and efficient processes and improving
technology.

Managers use this process to understand how effective promotion cam-
paigns are, to reiteratively improve them based upon the market response to
offer the lowest discount and still capture the highest volume. They also use
it to set pricing, stock the appropriate amount of inventory, offer additional
incentives, and improve the content of social media posts, thereby increasing
their reach, number of followers, sentiment, and engagement. They also use it
to improve long-term processes, such as shifting their value proposition, their
sales approach in different channels, and product portfolios and banner strate-
gies. It is the process of continuously improving the organization.

To generate tangible and improved results over time, your organization
should master this “process of management.”

To accomplish this, information must be integrated vertically through the
organization, from the lowest level, where individual subject-matter experts
such as social media analysts, individual sales people, manufacturing floor
supervisors, channels managers or customer services agents operate, to
executives.

This is done by rolling information up: consolidating it from its smallest
granule—an individual unique interaction between your organization and a
consumer and the data that describes it—to the sum of all interactions that
take place within each of the segments uncovered through the different types
of analysis (financial, behavioral, social, geospatial, and device). This approach
helps management make decisions from an integrated perspective, using all
departments and levels of their organization (which includes information from
their digital initiatives) to improve strategic execution, to keep management
focused upon adapting and interacting more effectively with consumers, and
to remain ahead of their competition.

However, when using information to align the organization vertically you

will encounter two obstacles:

e Most managers solve problems from the top down. They break prob-
lems into generalized segments or key issues or major challenges and
then pull each of those apart, seeking to understand the larger issue

by understanding its individual components. They do this because
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the details are overwhelming and the solution must work to satisfy
many different customers, products or channels. Unconsciously this
approach causes them to find the best solution that will work the
majority of times—the average likelihood of success highly influences
their decision. This makes integrated information—the combination
of traditional and big data—inherently difficult for some managers to
include in their decision-making process. For example, the top-down
thought processes will lead management to analyze which channel
is most profitable and therefore where they should place the most
resources to capture the most customers, revenue or profit. This will
make it challenging for them to follow and accept the logic of identify-
ing their one, perfect customer (often defined as their most profitable
customer) and how redesigning an entire channel or process around
that one customer can maximize revenue or profit. This will seem
counterintuitive.

e The way information is reported in segregated organizations mirrors
this top-down approach. Since digital initiatives are separated into their
own silo from the very outset, it is difficult to see the impact they are
having or might potentially have on traditional business performance—
decision-makers rarely even consider factoring this information into
their decision-making process, and standard reporting reinforces this
segregated mind-set. This means, for example, that management often
cannot understand the long-term financial impact of adapting pro-
cesses around their most profitable consumer(s) because traditionally
this information is commonly displayed in ways that do not even allow
for the calculation of this approach—calculating the financial impact
of changing processes to create more ideal customers is itself too chal-
lenging to allow management to analyze these changes using fact-based

information and not conjecture.

To overcome these obstacles, your organization must make a commitment
to gather and deliver information in a way that reflects the impact of digital
initiatives on traditional business functions. Something as simple as showing
the number of sales leads that come in via social or mobile channels on sales
reports, or the number of customer queries that Customer Service handled as a

result of social or mobile posts on operational reports is a good starting point.
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With the basic information derived from this data, management can ask the
next better question in a way that integrates these initiatives into the enterprise.
Even if no new sales leads have come in via social media, seeing a zero in that
newly added column of a standard report will force management to ask a logi-
cal, crucial next question: “You mean with over one million followers on social
media we have not had one single new sales lead; why is that?” With this ques-
tion, the process of management will have been started—as well as the move-
ment toward becoming a Big Social Mobile enterprise.

Assess whether your organization is providing management with alignment-

creating information by answering the following questions:

e Isinformation about the impact of digital initiatives (social and mobile)
on traditional enterprise functions such as marketing, lead generation,
sales, and operations included in information that is presented to pro-
cess managers, heads of departments, and executives? Is information
about the performance of digital initiatives from this perspective avail-
able throughout your organization?

e Isthe performance of profitable segments identified through your social
analysis reflected on management reports, side-by-side with the tradi-
tional structure of information used by your management team?

e Can information about the impact of digital initiatives on traditional
functions be analyzed from summary level down to an individual
transaction, customer, or interaction? Can this be done for traditional
enterprise information or big data separately, and can it be done when

this information is combined?

STRUCTURING DIGITAL INITIATIVES

Just as information must be integrated vertically to help you manage more
effectively and guide the long-term direction of the organization, digital initia-
tives must also be integrated horizontally if the larger benefits that integrated
enterprises seek are to be realized. Without horizontal integration, all interac-
tions with social communities and individual social consumers are funneled
through social and mobile experts; all big data is delivered back to these spe-
cialists and never dispersed throughout the enterprise to influence decision

making.
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While integrating information vertically puts information relative to your
digital initiatives into the hands of executives for decision-making purposes,
horizontal integration focuses on integrating digital initiatives themselves into
the transactional processes of the organization. This allows the right person
within your organization to take action and reveals how digital initiatives are
aligned with the enterprise from a mechanical, process or tactical perspective.

The key to success is bringing resources from other areas of the organization—
everyone from business leaders to a variety of functional experts—into the social

and mobile conversation so that they can:

e Make sure that the right message is delivered. Working with social and
mobile practitioners (be they internal employees or consultants), they
can reinforce the core value propositions of your organization or its
products and services and the differentiators that make you better than
your competition. They can push conversations in a direction more
closely aligned with ideal behaviors, preventing conversations from
becoming unproductive. They can also shape consumer interactions to
conform to profitable patterns and behaviors.

e Spotimportant trends that might have an impact on your organization’s
position in the industry, influence product or service offerings, expose
weaknesses in key competitors, or identify opportunities to capitalize
on events as they happen in real-time.

e Suggest creative solutions to consumer problems that haven’t been pre-
viously thought of or internalize creative solutions within the organiza-
tion when customers or consumers suggest them.

e Shape the thought process and discussions taking place within your
company’s social communities so that they are in your long-term best

interests.

While these actions require treading on social and mobile practitioners’
turf, those professionals lack the depth of experience that operations person-
nel, product developers, engineers, experienced sales people, and other experts
have in these areas. At the same time, social media experts possess knowledge
and skills that others in the company lack. Horizontal integration is about cre-
ating the right structure and processes that put the right person at the right

place at the right time—to obtain the best outcome. When employees are held



184 BIG SOCIAL MOBILE

accountable to generate proper outcomes, they will overcome their initial reac-
tion of sacrificing results to protect their own turf.

Organizations are often hesitant to open up their social and mobile pro-
cesses to others in the organization. They’ve seen what can happen when
Dominos employees post pictures of them defacing customer food; how
Amy’s Baking Company was exposed on social media by its owners Ray and
Amy Bouzaglos, who, among other things, admitted to illegal behaviour;
or the negative impact of an IRS employee tweeting that they were bad at
math. While these types of disasters have occurred because non-social or
non-mobile experts interacted with consumer groups via social media, as
managers and functional experts have become social consumers themselves—
and as organizations have given them training on how to engage in social
media interactions—these disasters have largely become a thing of the past.
When they do occur these days, they are the results of big data, social media,
and mobile technology not being integrated into the very culture of the orga-
nization itself.

Horizontal integration is also important for another reason; it marks the
moment in time when the organization truly commits to becoming a Big Social
Mobile enterprise.

This commitment often does not change how these digital initiatives them-
selves are managed, but it will change how the big data, social, and mobile sub-
ject-matter experts interact with the rest of the organization. This interaction
typically takes three forms, the last of which reflects the preferred integrated
approach:

1. Segregated: No formal lines of reporting or processes connect digital
initiatives to each other or to other processes, initiatives, or depart-
ments throughout the enterprise. Those responsible for digital initia-
tives interact with others to solve problems, gather content, or make
decisions based upon the strength of their professional, and sometimes
personal, relationships with employees throughout the organization.
Therefore, the consumer experience will be inconsistent and discon-
nected from any larger business objectives.

2. Centralized: All functions related to digital initiatives are centralized
into the digital initiative itself; multiple initiatives might be consolidated

together but not into the organization at large. In some cases traditional
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functions are duplicated within the initiatives, such as with the creation
of “social customer service” but these functions are separate and seg-
regated from their traditional counterpart and are not integrated into
them. The consumer experience is consistent within one medium or
channel, but will not be consistent across all mediums, channels, and
both the physical and digital landscapes.

3. Hub and Spoke: All functions unique to the digital initiatives are
retained within these initiatives and all traditional functions of the
organization remain in their traditional location. Formal processes
connect digital initiatives to each enterprise function into which they
are then integrated. In the early stages, big data, social, and mobile
experts act as conduits connecting these functions to social com-
munities, but with time these conduits become unnecessary because
employees and management within those functional areas develop
Big Social Mobile skills. The consumer experience is consistent across

all mediums as long as processes are adhered to.

To many organizations the centralized model may seem preferable since it
allows the company the greatest control over its social messaging. However,
it comes with significant additional costs (since traditional functions are
being duplicated, adding additional people, processes, and technology to
the organization) and it still does not provide the consistent experience that
social consumers demand, nor does it create the integration that ensures the
larger business messages are properly communicated. It could be considered
a more sophisticated form of the segregated approach.

In contrast to this, the “hub-and-spoke” model seeks to keep the core func-
tions of big data, social media, and mobile technology within the departments
that manage them (typically I'T, marketing and IT, or Operations, respectively).
This model disperses the information gleaned from big data in the same way
that traditional enterprise information is distributed throughout management,
integrates social media usage throughout a wider user base across the enter-
prise, and connects mobile processes to their traditional counterparts. This
means that big data, social, and mobile subject-matter experts are still using
and controlling technologies unique to their initiatives. Digital marketers, for
instance, still manage social platforms and remain responsible for their sub-

ject-matter tasks (building social communities), but they are also responsible
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for supporting the usage or integration of their initiative within various tradi-
tional business functions.

Consider engagement. In a fully realized, Big Social Mobile enterprise, the
organization can create significantly greater engagement when subject mat-
ter experts from throughout the business—the people who truly understand
consumer needs and how the company meets them—engage directly with
consumers. The current practice of having a social media expert responsible
for engagement maximizes control, not engagement itself, and is less likely to
get consumers and customers to behave in ideal ways and produce tangible
results.

The hub-and-spoke model is sometimes compared to matrix management
or a matrix organizational structure because the big data, social, and mobile
specialists themselves are interacting with many people. As with matrix man-
agement, hub-and-spoke models of integration work best when enough indi-
viduals in influential positions have moved beyond the dotted-line debate of
who reports to whom and strong executive direction creates a clear under-
standing of organizational (and therefore departmental) goals. When this type
of culture exists, cooperation, teamwork, and communication result, allow-
ing these specialists to help departmental leaders achieve their goals using the
extra resources that big data, social media, and mobile technology bring to the
table.

The hub-and-spoke approach also helps overcome the common belief held
by many employees that those outside of digital subject-matter-experts cannot
benefit from digital initiatives or use them to shape interactions with consumers
in a way that yields tangible value. Big data, social media and mobile practi-
tioners also fail to grasp these concepts. Installing the hub-and-spoke model,
therefore, helps change employees’ attitudes as well as their actions—it creates
alignment both operationally as well as cognitively.

To gain an understanding of how well your organization is positioned to

achieve the hub-and-spoke approach, answer the following questions:

e When a consumer (a potential prospect) first makes contact with your
organization via social or mobile technology, what is your response and
who in your organization responds?

e When a consumer is clearly a prospect (when they are showing obvious

intent to purchase) who, if anyone, from your organization then takes
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that lead and is responsible for closing the sale? Do employees respon-
sible for social media or other digital initiatives usually interact with
this prospect, or do you have processes in place designed to secure the
involvement of someone from the sales department?

e When a customer shows additional interest in products or services via a
social or mobile interaction, how is it handled?

e When customers state that they have a problem with a product or ser-
vice via social or mobile, who responds? Does the customer problem go
to Customer Service or Operations; does it stay within the social media
initiative; or is there no response at all? Is the person who responds best
able to solve their problem?

e Are there product improvement suggestions on any of your social or
mobile feeds? If so, did this information make its way to someone who
can use it? Was it used in any way to benefit the organization?

e When an influencer makes a statement relative to your brand, who
responds from your organization? Are these responses helpful to the
influencer and do they seek to build a longer-term relationship that will
benefit both the influencer and your organization?

e When employees from your organization respond to opportunities
or problems presented through social media, is your organization
responding efficiently and effectively? How often are duplicative func-
tions required? Are these handled via standard processes or informal

relationships?

CONNECTING THE CUSTOMER JOURNEY TO THE ENTERPRISE

Creating alignment between digital consumers and the enterprise is compli-
cated by the fact that consumers have minds of their own. They prefer to follow
their own path, solicit advice from influencers with which the company has
no relationship, and engage in behavior that delays their progress and carries
them away from the ideal journey. And there’s another complication: Moving
consumers along on this ideal journey requires that you coordinate the efforts
of many different employees in many different departments, making sure they
work in concert to achieve this end.

To meet these challenges, your organization must have the ability to respond

at critical moments—moments where your organization intervenes to send an
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individual consumer down the ideal—the most profitable—path. Without this
capacity to respond at critical moments, your organization can observe and
analyze but fail to take meaningful action.

PetCareRx, a leading online pet products retailer, was struggling to move
its customers down the most profitable path. In just over 15 years they had
become one of the most successful pet pharmacy and product suppliers by
using standard techniques: a strong product portfolio, competitive pricing, and
creative marketing combined with superior service, clear vision, and thorough
understanding of their market and the passion of their consumers to care for
the pets they loved. Fortunately, this understanding allowed PetCareRx to see
the changes in behavior as their customers became social consumers. They
quickly realized that if they did not respond they would begin losing existing
customers and margins at an alarming rate.

Their solution was twofold: a change in methods supported by new tech-
nology. First, they adopted an integrated mind-set. This change relied, in large
part, upon a redefinition of what “marketing” meant to the organization and
an integration of marketing (the department in charge of many of their digital
initiatives) into other organizational functions. Second, they changed their “one-
size-fits-all” marketing and sales approach so that their interactions with indi-
viduals and groups of customers were aligned with the personalized approach
social consumers were demanding, while at the same time helping solicit pre-
ferred behaviors: reduced attrition, improved revenue and margin, increased pur-
chasing frequency, and greater loyalty. Achieving these outcomes would require
information generated from both traditional data (where customer orders and
products are detailed) and big data (where consumer behavior, preferences, and
demographics are recorded). Once combined, this would provide the insight
they needed to understand current behavior and how to influence it.

To accomplish this, they partnered with AgilOne, a predictive marketing
platform that provides insight into customer behavior so that organizations can
interact with individual consumers in a highly personalized manner. At first
they focused on proactively reaching out to customers to influence prescrip-
tion refill rates just before their pets’ prescriptions expired. This soon evolved
into customized offerings to specific customer segments, allowing them to do
away with a uniform calendar of discounts and promotions for all customers.

They then tested various offerings, incentives, and information combinations
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Figure 9.1 A screenshot from Agilone’s Predictive Marketing Platform showing

how consumers can be classified based upon their behavior.

on different behavioral segments to understand how various interactions and
patterns of interactions impacted customer lifetime value, average order size,
order statistics, campaign response rates, and other key metrics (see Figure
9.1). Eventually this allowed them to understand an individual consumer’s pro-
pensity-to-buy, allowing them to offer only the minimum discount necessary
to solicit the ideal response [see Figure 9.2].

Theresults were impressive: 38 percent year over year quarterly sales increase,
24 percent increase in net profit, 14 percent increase in quarterly retention,
more than double the expected value for ROI and campaign response rates, and
a zero percent increase in spending for promotions, discounts, or overall mar-
keting budget. PetCareRx had figured out how to use their digital initiatives to
not only improve the effectiveness of their customer-facing processes, but also
to achieve a competitive advantage.'

“Marketing is becoming more customer-focused because companies are
realizing the value of their company is the sum of its customers,” says Omer
Artun, CEO of AgilOne. “Marketing has been the first function to focus on
who customers truly are—comprehending their behavior, what motivates them
and identifying and acting on root causes to improve customer metrics. This
approach and strategy will eventually permeate to other departments, such as
finance, operations, merchandising, and customer support in a similar step-

wise approach. It all starts with metrics that serve this purpose, understanding
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Figure 9.2 A screenshot from Agilone’s Predictive Marketing Platform showing

how consumers can be specifically targeted based upon their behaviors.

levers that improve these metrics and focusing on exceptions to solve issues
and double down on successes.”

Social consumers want their journey to be aligned with the enterprise. As
consumers become more engaged with your company, they believe that your
social and mobile presence should be more than just a corporate marketing
tool or even a way to converse; they believe that it should be a portal giving
them access into all aspects of your organization and meeting their needs. But
this creates challenges for organizations because social and mobile platforms

are not designed to connect directly to an organization’s native platforms or
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technology. That gap must be closed by an integrated process, combined with
technology and employee interventions.

Consider how customers think when they have a problem. Typically, they
seek help by returning to the employee with whom they had their original
interaction—the retail salesperson, the account representative, or customer
service agent, in person or via phone, email, or web. These employees are often
not responsible, qualified, or empowered to solve the customer’s problem, and
yet in high-performing organizations, when this unhappy customer is referred
to a different employee or department, they feel understood and cared for; they
don't feel like they are dealing with separate departments, that one hand doesn’t
know what the other is doing.

Analytical technology facilitate processes that allow different employees
throughout the organization to have a consistent view of consumers, helping
them understand the consumer’s situation when they come into contact so that
consumers believe that employees have talked to each other, even though one
is a sales associate standing in a retail store, one is an overseas customer service
agent, and one is a social media expert. These technologies achieve this goal
by allowing different people within the organization to understand where the
consumer is on their journey through the organization—from the moment of
first contact until they eventually leave the organization behind.

To understand whether your organization is guiding consumers properly,

answer the following questions:

e Is your organization able to respond with a unique message to each
individual prospect that you come into contact with based upon an
analysis of his or her social, geospatial, device, or other behaviors and
their demographics? How quickly can these responses be sent and how
personalized can they be?

e How effective are your organization’s personalized messages at chang-
ing prospects’ behaviors to more closely match your ideal patterns or
behaviors?

e When during the prospects’ decision-making process can your orga-
nization intervene to change the course of their actions and how effec-
tive are these interventions? What effect do these have on increasing the
number or speed of prospects that are converted to customers? Does
this have any effect upon the value of their initial purchase, their likeli-

hood of being upsold or cross-sold and their lifetime customer value?
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e How successful is your organization at intervening in the decision-
making process of a buyer when they have selected to purchase from
a competitor? Are you able to intervene digitally or at their physical
locations?

e When consumers contact your organization, is each employee in each
department that interacts with them able to see important informa-
tion about these consumers, the value they represent, and their prior
interactions? Can each of your employees clearly understand what
next consumer behavior they should be seeking to elicit and how to
do so?

e Is your organization able to interact with consumers in a way that
improves the softer aspects of relationships with customers: improved
satisfaction and loyalty, more frequent mentions or recommendation
via social media, increased engagement that leads to product improve-
ment suggestions or market intelligence?

e Do your consumer interactions steer them toward processes that are
naturally more effective and efficient for your organization? For exam-
ple, when and how do you direct consumers toward your mobile appli-

cations and digital resources?

SENTIMENT, ENGAGEMENT, AND MANAGING RISK

There is a whole world of consumers out there beyond just those that have
identified themselves or that your organization has uniquely identified—the
prospects, customers, influencers, partners, and potentially even competitors
that your organization is interacting with. Rather than dismiss these unidenti-
fied consumers as segregated organizations do, integrated enterprises can cre-
ate alignment even with these unknown groups. By discerning who among
these groups are important to their organizations and inserting themselves
into conversations between these consumers, they can uncover new pros-
pects, influences, partners or competitors, shaping their behavior and market
opinion.

To capitalize on this unknown but valuable group of consumers, you
must understand how important your brand is to consumers within broad
social communities (sometimes reflected in “engagement” metrics) and

what their feelings are about it (called “sentiment”). This has long been
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a focus of social practitioners, used as a means to gauge the effectiveness
of their efforts to build and engage communities. Big Social Mobile enter-
prises do this as well, using engagement and sentiment to understand these
same things. However, they also use them to align their digital initiatives
with their enterprise, making sure the right person within their organiza-
tion is aware of what is happening in the market, allowing them to inter-
vene at critical moments.

More specifically, integrated enterprises create alignment by taking the fol-

lowing actions:

e Connect an engaged consumer to the right person within their own
organization who has the proper knowledge to influence the consumer’s
sentiment (typically a prospect or an influencer) or lead them toward
more profitable behaviors.

o Identify those consumers (most often prospects or influencers) who are
not engaged with the brand, but should be, and then connecting them
to the right person within their own organization. This is often based
upon the consumer’s interests, social circle, or demographics.

o Identify consumers with poor sentiment so that the right person from
within their organization can reach out directly to these consumers to
address their concerns and hopefully improve their sentiment.

e Identify groups of consumers who have needs or share interests relative
to the brand so that they can be converted to prospects or influencers
but also so that these groups will multiply the organization’s reach and
influence.

e Identify new influencers as they begin to gain influence (often by
tracking their Klout score) so that the organization can shape their
opinion and behavior; or find consumers with a positive sentiment
(toward the organization) to steer them toward the preferred behav-
iors of influencers.

e Uncover new topics (often through the use of tags or hashtags) that
could be relevant to the brand and could be used to extend the brand’s
reach or influence.

e Intervene at the right time, either to manage risk by spotting potential
problems while they can still be contained or opportunities that can be

exploited (which might include exposing a competitor’s problems).
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All of these actions revolve around the ability to identify and influence a con-
sumer’s engagement and sentiment, either for an individual consumer or the
market in general, and to intervene at the right time. Technology can help
organizations accomplish these tasks. The story of how this technology evolved
illustrates why it has become so crucial to create proper alignment between
consumers and organizations.

For over half a century, PRNewswire has been connecting organizations to
the media via press releases and formal announcements. But in 2009 they saw
the market shifting. Informal information being exchanged via social media
was gaining influence over brand opinion; formal quarterly financial state-
ments were no longer influencing consumer opinion as strongly; and brands
could no longer understand, let alone control, market opinion based solely
upon corporate-media relations. In response, PRNewswire introduced technol-
ogy that eventually became its current Agility platform.

Agility allows organizations to monitor conversations across all mediums—
across traditional media such as newspapers, magazines, television and radio,
and also across new media such as websites, blogs, e-zines, and social media
platforms—dispersing formal press releases across both the physical and digi-
tal landscape so that an organization’s message is consistent. It also integrates
this formal, often highly crafted messaging into the less formal communica-
tions occurring via social platforms, blogs, and other online media outlets. This
allows the organization to mass distribute information (the original purpose
of press releases) and then understand the market response. They can then
refine their content and approach to solicit the response they desire, at both a
broad level, and within specific demographic segments. This creates a feedback
mechanism for how they position themselves in the market.

But this isn’'t enough for integrated enterprises. Agility also allows organi-
zations to drill down into sentiment and engagement—all the way down to
individual consumers and individual comments or posts on any public social
media platform or community area. This means that an organization can now
fully integrate their marketing into Sales, Operations, R&D, and any other
departmental functions. Organizations can literally connect any employee
directly to any consumer on any platform and deliver a one-on-one or group
message about any topic. In integrated organizations, these communications
are personal, personalized, and value-based because the employee interact-

ing with consumers is the one who can best influence their engagement and
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sentiment, and can best steer them towards profitable behaviors. Sometimes
this will be the social media expert, but often it will not.

Organizations also have the ability to target any topic they choose. While it
is common to monitor one’s own brand and product names, it is also common
practice to monitor competitors, notable influencers, partner organizations,
or topics that represent a threat or an opportunity. And this monitoring can
be routed to various functions and levels throughout the organization, putting
information and the ability to act in the hands of a diverse group of employees
in key business functions. Just as companies can use geofencing to influence
consumer behavior and opinion within a competitor’s physical locations, this
technology allows them to utilize a similar approach based upon combinations
of tags, keywords, topics, companies and specific usernames.

As I've noted, some worry about allowing a disparate group of employees or
managers to interact with digital consumers, fearing they’ll say or do the wrong
thing. Using this type of monitoring technology, however, reduces this risk,
providing internal control over social conversations.

To assess whether your organization is properly positioned to monitor senti-

ment, engagement, and risk, answer the following questions:

e How many employees, either knowledge workers or management, are
able to interact directly with consumers of any type through social or
mobile platforms? What departments or functions are they from within
your organization?

e Have you set up a process where big data, social, and mobile practitio-
ners can call upon other resources/functions within the organizations
when they need them?

e Do employees from different departments and functions have the abil-
ity to monitor interactions occurring through digital mediums so that
they can intervene when necessary?

e How have consumers behaved when interacting with people from dif-
ferent departments or functions? When do these interactions lead to
preferred or ideal behaviors, what new responses do they elicit from
consumers, and when are they most and least effective?

e Isthere a feedback mechanism in place so that your organization under-
stands the market response to formal communications delivered to tra-

ditional and digital media? Is this feedback distributed to management



196 BIG SOCIAL MOBILE

and influencing future go-to-market strategy? Does this feedback mech-
anism also provide insight into informal responses to your organization’s
content? Does this feedback influence go-to-market strategy?

e Does your organization have the ability to intervene during consumer
conversations with both individual consumers and groups of consum-
ers? On what platforms? On what platforms is this intervention most
effective?

e Does your organization monitor consumer sentiment across the market
as a means to manage risk and spot opportunities? How effectively have

you mitigated risk and seized opportunities when identifying them?

The real power of properly aligning digital initiatives is to dynamically mul-
tiple the reach and influence of your organization to an increasingly broader
audience and opening up new market segments that could not be otherwise
reached. This allows the proper person to craft the right message, sometimes
delivered personally and sometimes by technology, to the right consumer or
groups of consumers at the right time. And yet, all pieces of the organization
are working in concert to deliver a consistent experience for the consumer and
a consistent message into the market.

Proper alignment also allows the organization to respond more proactively.
When big data reveals startling trends about how consumers are responding
to an organization’s content or interactions, Sales, Marketing, or Operations
can change the message or approach; when sentiment and engagement reveal
a sudden opportunity to enter a new segment or capitalize on a competitor’s
weakness, senior management is able to quickly take action; when specific
consumers have complaints, suggestions, or insights, a social media special-
ist can immediately engage in the conversation. Proper alignment enables the
integrated enterprise to take action—to solicit ideal behaviors, to solve prob-
lems, and to implement a process of constant improvement grounded in fac-
tual information. At its core, the multiplicative effect of an integrated approach
allows organizations to get results for the money they are already spending—
bringing these new tools and techniques to bear where those who are most
responsible for the performance of the organization can use them to create tan-

gible business value.
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CAPITALIZING ON
THE CONNECTION

IT IS ONLY A MATTER OF TIME before every television pays closer atten-
tion to the people it is watching than those who are watching it—not just their
viewing preferences, but also their responses, facial expressions, behaviors,

clothing—even their biometrics.




Chapter 10

CAPITALIZING ON THE
MOBILE MOVEMENT

AS YOU READ ABOUT THE PROCESS to become a Big Social Mobile enter-
prise, you probably noticed that more space was devoted to social media and
big data than to mobile technology. Though “mobile” is also the third word
in this booK’ title, neither its placement nor the space allotted to the subject
should be taken as suggesting that it is of tertiary importance. Rather, it’s a
result of a lack of the current business sophistication when utilizing mobile
technology. While organizations have become more astute about the business
advantages of big data analytics and social media strategies, they are still in the
early stages of understanding how to fully leverage the power of mobile tech-
nology. As a result, relatively few good examples of an integrated approach to
mobile technology exist. While organizations may spend a lot of money devel-
oping a technologically sophisticated mobile application, this expensive app is
often pedestrian from a business standpoint.

Organizations need to integrate mobile technology into their core business
process and strategies, and into their big data and social media initiatives. I've
referenced how companies such as Starbucks have done so successfully, but
we're just starting to see organizations wake up to the huge business potential
of mobile technology, and it’s time that more business leaders capitalized on
this potential.
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MOBILE HELPS FIGHT CAVITIES

Once every six months I get a text from my dentist telling me that I'm due for
a check-up. The office phone number is hyperlinked at the end of the text.
When the text comes in, I always click the link calling their office attendant
and schedule an appointment. According to my dentist, over 70 percent of her
clients do the same exact thing every time they get that same auto-generated
text message.

This simple application of mobile technology is significantly more effec-
tive than many of the thousands of expensive mobile applications devel-
oped by companies and corporations each year. My dentist’s use of mobile
helps her overcome two of the standard business problems in the dental
care industry: providing a repurchase reminder without regular patient
contact, and overcoming buying inertia because no obvious need to repur-
chase exists at that moment. When dentists fail to solve these problems,
customers often do not get both of the cleanings typically authorized by
insurance companies each year. My dentist estimates that over 30 percent
of her patients fall into this group. Her usage of mobile has nearly cut this
in half. If her dental group has 1,000 patients who fall into this category,
she is able to recover $85 per visit over $85,000 per year—plus the revenue
from other products and services that customers could be sold during the
extra visit."

Now consider the significantly larger revenue loss for a major corpora-
tion that fails to capitalize on mobile technology. Companies suffer tangible
losses when they fail to get customers to behave in ideal ways using mobile—
both the obvious cost of developing unprofitable mobile applications and the
opportunity costs that occur when customers are doing other things with their
time and money.

These costs are not obvious to most companies because mobile technol-
ogy emerged from simple cell phones and was therefore designed from the
perspective of a personal user. First impressions last, and people perceived
smart phones as personal technology that should make their lives easier, sim-
pler, more efficient, and more fun. As a result, companies developed applica-
tions largely focused on personal entertainment and personal convenience.
By the time businesses got around to adopting it as a business platform,

mobile had become synonymous with personal usage, and this influenced
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how companies developed their mobile applications. Most companies fol-

lowed one of three paths:

e Develop the simplest application possible, making only limited cus-
tomer interactions available to minimize development costs.

e Create as extensive an application as possible, allowing consumers
access to product catalogs, customer service, purchase, and payment
features and as many other parts of the business as possible.

e Create an application that has little to do with the mainstream business,

but is entertaining, thereby building brand goodwill.

Each of these three approaches lacks an integrated mind-set. Rather than
craft a mobile strategy based on core business objectives, these approaches
segregate mobile from the business. Each fails to use mobile to conduct busi-
ness in a more meaningful and profitable manner. Instead, mobile should be
viewed as another channel through which companies can interact with con-
sumers and do the things businesses have always done—marketing, selling,
servicing, and supporting them. As you will see, because of mobile’s power,

integrating it into the business should be the mantra of every organization.

THE MOBILE CHALLENGE

While consumers may not realize the extent to which their mobile devices
provide organizations with insights into their personal lives, organizations too
often possess little understanding of what they can learn and how to use this
knowledge. Mobile devices deliver deeper insight into a single user’s behav-
ior, decision-making process, and personality than any other technology
available.

Most organizations are aware of the basics—if a consumer downloads a
company’s mobile application, the company will know who they are based upon
their login information. If the application’s login is a social login, the company
will also get all information that the consumer authorizes this application to
receive, which may include personal details as well as their social network and
often their behavioral information. However, organizations are often denied a
great deal of information about consumers because social platforms can either
fail to capture all the information that companies might want or might choose

to not make all of this information available.
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As a result, integrated enterprises build data collection functionality into
their own mobile applications, just as they build appealing interactivity. This
interactivity, or functionality, sets the foundation for what data will be made
available to the organization. At the very least, to facilitate proper data collec-

tion the mobile application should do the following:

e Allow the consumer to interact with the company through chat, email,
and/or phone

e Implement automated processes that allow orders to be placed, status to
be tracked, or help tickets to be submitted

e Establish ecommerce or other payment methods

e Give consumers the ability to submit information to an organization in
various ways, including, for example, using a camera to automate check
deposits, or to gather information that they need, such as using a cam-
era to collect data or plot their location on a map

e Offer a means to respond to surveys or provide additional information
to a company that the company needs

e Launch loyalty programs, advertisements, discounts, or other incen-
tives that appeal to consumers but are actually provided as a means to

get the consumer to behave in specific ways.

This functionality will be combined with a social login, so that the organiza-
tion has access to social and behavioral information, as well as the standard
information relative to the device itself and the relevant geospatial information.
Integrated enterprises design this functionality to not only facilitate interactions
between consumers and their organization, but also to collect the information
necessary to define the relationship between the consumer and the organiza-
tion properly, to understand each interaction between them in granular detail,
and to match them up against their perfect customer and preferred behaviors.
Integrated enterprises then use this information in an unexpected way.
While their application appears to operate passively in the background, it is
actually managing the process which determines how the company will inter-
act with the consumer. Their applications collect data, analyze it to determine
where the application’s user stands relative to the organization’s ideal behaviors,
profitable patterns and the profile of their perfect consumer, and then creates an

automated response (or prompt a manual one) that determines when and what
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type of information will be returned back to the consumer via any medium.
The user’s response to this information then starts the process over again with
the goal of moving them ever closer to an ideal outcome. This is a repeated,
iterative process facilitated by the mobile application itself (sometimes while
interacting with other back-end technologies).

Big Social Mobile enterprises, however, can be even more aggressive and
innovative in how they incorporate mobile devices into their business strategy.

Personagraph, a mobile platform provider and developer, provides mobile
applications and application add-ons that help its clients collect information
about consumers via mobile devices and customize the user experience; their
technology utilizes data drawn from the device to match the user against a
company’s perfect customer profile (a “like kind” analysis). They are then able
to personalize and deliver advertisements and mobile content and even change
the look and feel of the application itself to fit that particular user’s interests and
demographics. This helps companies gain a more intimate understanding of
their consumers and modify the application in real time to solicit more profit-
able behaviors.

The benefits of this highly integrated approach include:

e Engaging the consumer more effectively using highly targeted notifica-
tions

e Timing notifications to appear at specific places the consumer is visit-
ing across both the physical and digital landscape—their home, gym,
retail stores, or retail websites

e Timingnotifications to appear when the consumer takes certain actions,
such as opening specific applications or remaining idle for certain peri-
ods of time

e Launching cross-media notifications that can tie mobile content to
emails, web browser advertisements, digital product placement, or other
digital devices

e Determining how demographic and social interests influence usage and
how these can be leveraged to monetize behavior

e Linking personal interests to the content the consumer receives so that
content delivered is tailored to appeal to that specific consumer—i.e., if
a person likes the outdoors or a certain animal, the background of an

application can adjust to feature these items
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[ SAMPLE INTERESTS* )
o Action Games o Movies
o Adventure Games e Music
« Antiques & Collectibles o News
o Arcade Games o Outdoor Activities
¢ Automotive o Parenting
o Beauty o Pets
« Board Games « Politics
 Business/Finance o Pregnancy
o Camera/Photo o Puzzle Games
o Card Games o Reading
o Casino Games o Real Estate
o Computer Games « Religion
« Consumer Electronics  Restaurants/Cafes
« Cooking « Role-Playing Games
o Deals o Self Help
« Dice Games « Shopping & Retail
« Education o Simulation Games
o Fashion  Social Networking
o Fitness o Software
 Food / Grocery o Sports
o Games & Toys e Sports Games
« Gardening o Tours & Sightseeing
o Health o Travel
« Health/Medical/Pharmacy o Travel/Leisure
e Magazines o Trivia/Games
*Not comprehensive. Actual Personagraph taxonomy
contains over 500 interests.
- J

Figure 10.1 A sample listing of the over 500 interests that Personagraph can track

based upon social information.

This type of integrated approach allows organizations that use technology,

such as Personagraph, to understand their application’s position and usage on

a consumer’s mobile device relative to everything else the consumer does on

that same device. This means that they can tell if their application sits on the
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highly valued “front screen” of a mobile device, or if the user has buried it in
a folder on the last screen they have to scroll, signifying that the application
is not an integral part of the consumer’s life, has little mindshare, and is likely
to be deleted. They can uncover patterns of device usage, digital behaviors,
and physical activities that trigger certain positive or negative outcomes for
the company. They can also identify a consumer’s preference relative to over
500 different interests, shaping content, products and service in ways that once
seemed unimaginable. [See figure 10.1]

With this functionality, integrated enterprises can compete for social con-
sumers even while they are standing in a competitor’s store, prevent showroom-
ing in their own, or pull them from a competitor’s website. It becomes one more
way—an important way—that they solicit ideal behaviors. This approach also pro-
vides much of the data—the big data—that integrated enterprises need to catego-
rize their digital relationships, understand interactions, profile their most valuable
customers, and match consumers against them. In the end, mobile applications
provide much of the information that allows companies to understand the value of

a consumer who is using their mobile application to connect to their enterprise.

MOBILE EMPOWERS EVOLUTION

Thinking about mobile integrated into the business has another advantage: It
helps overcome some of the problems that digital initiatives first created for
companies. The Internet, and then social media, removed many consumers
from the physical world where companies could see and touch them. It gave
consumers anonymity and private communication channels that helped them
seize power in the corporate-consumer relationship. Mobile, if approached cor-
rectly, can shift the balance in a more equitable direction.

Although mobile phones are digital devices connecting the consumer to the
world around them using a digital tether, the smart phone itself exists in the
physical world. Consumers realize this when they lose it. They can log onto a
website or call their service provider and find out exactly where their device is
located. For social consumers, times when their device is lost are the only times
their device is not physically with them. This tracking mechanism, though, is
always on, regardless of whether the phone has gone missing. Therefore, for the
first time, companies always know exactly where consumers are nearly every

time they are interacting with them.
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Mobile devices, through a social login or a login connected to the company’s
infrastructure, also reveal the consumer’s entire social network (typically by
sharing the consumer’s contact list or address book). Since most people travel
in social circles with people who are relatively similar, companies can uncover
numerous new prospects by mining information contained in their perfect
customer’s big data. The company can then quickly establish a relationship
with any of these prospects that it has not already interacted with—without the
original customer knowing. Companies that have integrated this information
with their enterprise data, and have included geospatial data, will also know,
with relative accuracy, the location of the consumer’s entire social community,
and the location of any customers and prospects that exist within it. The com-
pany can now see and understand the behavior across both the physical and
digital landscape (and multiple spheres within the digital landscape) and need
only modify their internal processes to provide the seamless experience social
consumers expect.

Creating a consistent experience is also made easier because mobile devices
are easily connected to the enterprise. They commonly collect bridging data
that is well structured and unlikely to change, directly connecting them to the
company’s data store that contains prospect and customer information. This
allows a company to see and understand how consumer behavior is chang-
ing over time—not just their actions, but also their attitudes and opinions.
Consumers often change, for example, their feelings based upon the economic
outlook, which influences their propensity to buy, just as they change their
stance on national or global issues, such as the need for organization to become
environment friendly. Integrated enterprises use this to understand how brand
positioning, product and service development, and marketing and sales tech-
niques need to be adapted to remain effective.

Organizations certainly understand the value of mobile, but all too often
they dilute that value by launching mobile applications that have little to do
with their core business. Consumers will not spend their valuable and limited
amount of time on an application that does not somehow provide them with
information, knowledge, and even skills that they could not get anywhere else.
Therefore, organizations should review their interactions with consumers to
determine how a mobile application can make it easier, more effective, and effi-
cient for consumers to interact with them. Individual interactions, or groups of
interactions, can often be streamlined within a mobile application and allow the

organization to collect data as a by-product. Social consumers, who understand
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that companies use applications to collect data, will not be offended if they
believe they are trading their personal data for useful functionality.

As critical as mobile is to the success of integrated organizations, leaders
need to guard against being swept up in the mania of reinvention. Though I've
stated this warning before, I reiterate it here because I've just detailed the amaz-
ing knowledge that can be gleaned from a sophisticated business approach to
mobile technology. A CEO may read it and think, “This is revolutionary! I need
to change our business.” It’s easy to think this way, especially because at first
glance many highly mobile companies seem as if they have revolutionized busi-
ness itself. Looking below the surface, though, shows how they simply seized an

opportunity to improve what already existed:

e Whatsapp didn’t invent messaging, texting, emailing, or any other form
of digital communication, but they did exploit a gap in the market that
allowed people to message each other, even from overseas, using a Wi-Fi
connection that allowed them to avoid texting or SMS fees.

e Hotel.com didn’t reinvent how to sell hotel rooms; they saw an opportunity
to sell rooms in underbooked hotels to travelers on-the-go—something
that could only be effectively done using mobile technology.

e Rovio, the company that created Angry Birds, didn’t reinvent their
mobile game or their organization once they saturated their core mar-
ket; they identified and penetrated new market segments by partnering
with brands, such as Star Wars, that exposed them to secondary mar-

kets they could not have entered otherwise.

This approach—using mobile along with social media and big data to help an
organization evolve to its next better form—relies upon a firm understanding of
the organization’s value proposition and an understanding of what the consumer
would find most valuable (most easily done when an organization is consumer-
centric). This must be combined with how an organization interacts with con-
sumers and their ideal behaviors so that an optimal solution and usage of mobile
can be achieved. Multiple people throughout the organization must grasp these
issues so they can interact effectively with the mobile development team. In this
way, their combined efforts can help create functionality that will appeal to the

consumer and maximize mobile’s value as a data collection device.



Chapter 11

DEMYSTIFYING BIG DATA

PERHAPS THE MOST COMMON MISUNDERSTANDING THAT segre-
gated organizations have involves big data. Organizations routinely separate
big data from enterprise information—they collect, store, and analyze big data
in one place, enterprise information in another. And often, little coordination
between data collection and information creation exists, either upfront in the
design of the information/data management programs or afterwards in the
analysis of what is received. Without this coordination, an integrative approach
is impossible.

Just as a purely technological approach to mobile can become an obstacle
to the integrated ideal, so too can this myopic view of information and data.
Removing this counterproductive approach and demystifying the label that has
caused such confusion and segregation can be done by adopting a different

perspective—starting with the problem of the name itself.

AN UNFORTUNATE MISNOMER

Any other label besides big data would have been better: social and mobile
data, consumer data, behavioral data, or even digital data. The right label (or a
better label) would have given leaders an understanding of what purpose this
data served and placed it in the proper context for them. Although other issues

besides its misleading name exist, the “big data” label has created expectations
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about how the information within it should be handled, utilized, and thought
about.

“Data” is the wrong word in and of itself, regardless of its size. Information
is a more appropriate choice: social information, mobile information, con-
sumer information, behavioral information, or even digital information. The
use of the “I” word would allow organizations to compare apples with apples; it
would encourage them to relate digital information to enterprise information,
management information, or executive information. Information, unlike data,
provides direct access to how consumers—social and otherwise—interact with
organizations and the larger world.

This isn’t just semantics. When organizations see digital and traditional
information as part of the same family, they are able to more easily see the
logic of merging the two into one information store that becomes a vital strate-
gic asset reflecting organizational performance and consumer behavior across
both the physical and digital landscape.

While we're stuck with big data as a term, we don’t have to be stuck with the
perspective it has imposed. To escape this mind-set, it’s useful to look at how
organizations launched big data initiatives—as segregated efforts focused on

gathering, storing, and managing big data as an IT project.

DATA WAS ALWAYS BIG

Organizations often perceive big data to be separate from traditional enterprise
data because it seems so large that the average organization cannot manage it
and therefore cannot put it to proper use. Organizational leaders, under the
influence of media hype and, sometimes, the influence of their internal IT spe-
cialists, expend time and resources debating how to manage it—as if managing
data sets that are increasingly large is something new.

Yahoo!’s quick rise to Internet dominance was driven by this same need to
manage overwhelming amounts of information. As the Internet expanded,
Yahoo! created a new type of portal and search engine to solve this problem.
But we can go back much earlier to see that this isn’t a modern problem—
technologists have endeavored for centuries to manage large amounts of infor-
mation effectively.

When the First Congress of the newly formed United States set about to

apportion the members of Congress relative to the population of each state,
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they had to figure out how to do something that was for them totally new.
They needed a method to collect and analyze a large amount of data (the first
US Census), a data set that turned out to be 3,929,326 people big—the largest
number ever counted in the new world. This was clearly big data for 1790.!
This was a sizable goal for a country that had just settled the revolutionary
war, and had no idea how many citizens actually resided within it. Congress
didn’t debate their ability to perform a census count to the point that it derailed
their efforts. Instead, they focused on the need to conduct it, the cost relative
to its value, and the purpose the resulting information would be used for—all
relevant business questions.

Eighteenth-century technologists later created technology to meet these
business needs. Herman Hollerith, early technologist, created the electric
punch card computer, the first ancestor of all computers.? Today’s descendants
of that first computer using new techniques to generating answers (relational
queries, On-line Analytical Processing [OLAP], and in-memory computing)
are all designed around the same approach: storing individual data points for
use within larger, more complex calculations.

Even before there were actual numbers, data existed that was too big to
be easily analyzed: Big Data. And technology quickly rose to meet the need.
Business leaders today should take a lesson from our founding fathers: focus
on the business issues that information can be used to address—focus upon the
needs and allow the specialists to ensure that those needs can be met.

Just as the first computer was invented to meet the requirements of its time,
today’s technology and methods have evolved to meet organizational require-
ments generated by big data, and at relatively reasonable costs (costs that are
rapidly declining with each new technology entering the market). Therefore,
the discussion of size relative to big data is a distraction, sidetracking organiza-
tional with technology requirements rather than enabling discussion on what
big data is necessary to meet management’s needs, how it is best handled, and
what is the most cost-effective approach. In fact, management and technolo-

gists should be having an entirely different discussion.

ENTERPRISE DATA VERSUS BIG DATA

Part of the reason that today’s leaders often focus on the size of big data is

because they do not clearly understand what information it contains. They
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understand traditional organizational data, knowing that at its core, tradi-
tional enterprise data is made up of information that relates customers to
products—what customers ordered what products, what products the com-
pany should maintain and from which vendors, what was charged for each
product ordered by each customer, and so forth. Many additional pieces of
information are then bolted on to these interactions between products and
customers as a business environment becomes more complex: what assets are
used to move products to customers and at what cost, how many times sales
people called or contacted a customer before they made a purchase, or how
many people does the organization need to hire, train, evaluate and develop
to be effective. Additional data then springs up around each of these new,
more detailed needs (asset management, customer relationship management
and human resources respectively) and is combined with the customer and
product information contained in route accounting systems and enterprise
resource planning applications.

For management, the connection between these business elements is clear.
They know that if they want to understand the total cost to meet a customer’s
needs, they need to combine the cost of goods with direct costs and then allocate
overhead. They can answer this important business question using simple facts
and math.

But if you ask management how to calculate the value of one specific digital
influencer with which the company maintains a relationship, they will have a
significantly more difficult time—because the answer requires the use of big
data combined with traditional data.

To understand how to answer this more complicated question, you must
first understand how big data is structured and how it is fundamentally differ-
ent from—but complementary to—traditional enterprise data. Recognize that the
question of an individual social influencer’s worth has two components: social and
traditional. The social component consists of the new customers this influencer is
connected to and how this influencer has influenced their behavior or decision-
making process. The traditional component involves the monetary value of their
contribution.

An integrated enterprise is able to determine the value of an individual influ-
encer by analyzing the social community of the influencer and identifying the
current customers who were once prospects within it. It can then determine

the date at which these customers were converted from prospects and how
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this coincides with the point in time when the influencer began asserting their
influence on the company’s behalf. The current value of the purchases of these
customers (or in some cases the average customer lifetime value of similarly
profiled customers) determines the worth of the influencer. An integrated enter-
prise is able to refine this calculation even further, factoring in the influencer’s
sentiment and engagement to understand more precisely how much they were
likely to have influenced these consumers leading up to their conversion.

In truth, the conversion of all of these consumers to customers probably
cannot be attributed to this influencer—some of them would have become cus-
tomers anyway. But the answer to the question of influencer’s value does not
need to be absolute. It can be relative, showing the value of one influencer rela-
tive to another, giving management the insight they need to make an informed
decision about the value digital initiatives are adding to their organization—
relative to the other ways that they could be using the organization’s resources.
Once management understands how to answer this type of question, they are
much better able to integrate information contained in big data into their deci-
sion making process.

When companies integrate big data (to address the social component) and
traditional data (to address the value component), they increase their ability to
create information that will help them achieve business objectives. Segregated
organizations often rely on big data to answer questions such as how many fol-
lowers do they have, what are their common behaviors, or what triggers a pos-
itive response from them. But what management truly desires are answers to
broader questions that end with a positive or negative impact upon traditional
business measures. This can only be accomplished when the information in
big data is taken a step further and tied back to (typically through the use of
bridging data) the revenue and cost components contained within the enter-
prise itself. This integration creates a view of performance that more accu-

rately reflects an organization’s interactions with today’s social consumers.

THE STRUCTURE OF BIG DATA

To identify the real value of an influencer (or similar complex questions), the
entire organization must understand what data they can retrieve from social
and mobile platforms, and what can be derived from big data. They must

understand the structure of big data itself.
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Social platforms make a significant amount of data available to organiza-
tions (some free and some paid for). This is the data used in the different types
of analysis that Big Social Mobile enterprises perform to better understand and
build closer relationships with their consumers. When data from these plat-
forms are joined together (either in a company-managed data store or through
third-party social login technology), each new consumer action creates a
more complete picture of who that consumer is, the make-up of their social
circles, their interests, their behavioral patterns and trends, and even their psy-
chographic information. Organizations can achieve a more granular, detailed
understanding of their perfect customers, creating a linkage between consumer
attributes and how they are likely to behave—whether they are prone to ideal
behaviors and how they react to each company interaction, pertinent news sto-
ries, advertisements, and other brand-relevant topics.

This distinction between what is relevant to the brand and what is not pre-
vents organizations from becoming lost in the size of big data. Too often, big
data practitioners collect all data possible, resulting in a quagmire of facts and
figures. Overwhelmed, some companies respond by focusing on a narrow
swatch of information; or they concentrate on the most accessible or easiest-
to-understand data (i.e., number of followers). This, however, contributes to
a segregated mind-set—little attempt is made to analyze this data with larger
business objectives in mind. Management fails to ask important questions
using this data—how are our social media efforts increasing customer value—
and instead settles on using just a small part of big data.

Integrated enterprises, on the other hand, analyze the data from their social
platforms in ways that combine sophistication with granular detail. Janrain, a
company that uses social logins to provide its clients with a deeper understand-
ing of their social consumers, can, for example, pull a significant amount of
data from social platforms, making it and the analysis of it available to their cli-
ents. For example they can currently collect information relative to four major
groupings, eight major sub-groupings, and over 35 individual data elements,
plus core profile information, from Facebook. [See Figure 11.1] Twitter, on the
other hand, only allows them to share relatively little information, only one
major grouping, two sub-groupings, and five individual data elements. [See
Figure 11.2] And they can do this for over 30 platforms, with new platforms

integrated as they become more popular.
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Figure 11.2 A screenshot from Janrain’s Social Profile Navigator showing the full
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range of information that can currently be collected from Twitter.

Social platforms are prone to sharing more information about their users, not
less, since these platforms predominantly generate revenue through advertising
(which relies upon this data for its increased effectiveness over traditional market-
ing) and partnering with companies that need this actual data itself (to increase
their effectiveness as Big Social Mobile enterprises do). While the information that
can be collected is different for every platform, it can always be broken down into

standard groupings (some of which will not be available on some platforms):

e Information that identifies an individual consumer

e Standard demographic information about the consumer

e The consumers’ interests, such as topics that attract them, televisions
shows or other media that they watch, hobbies they participate in and
career paths they’ve followed

e Consumer activities relative to a specific platform (such as sharing of
professional articles or sharing of personal photographs)

e The size of the consumer’s social network on the platform
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When thought of in these more clearly defined terms, organizations can see
big data as something that provides more insight into consumers as individu-
als, groups of similar individuals, and market segments as a whole. They can
then analyze information in ways that have a direct impact on major business
issues, answering traditional questions about consumers—such as the value of
an individual influencer. But this is only possible if big data is integrated with

traditional enterprise data.

INFORMATION, NOT DATA, GENERATES BIGGER CONTENT

Integrated enterprises value information over data. They determine what
information is crucial to their business objectives, and then they pursue the
data that fits into these objectives and yields viable information. Three ques-
tions will help you assess whether you are putting information before data:
First, upon what platforms should you seek to build a presence? Although
you may have a quick response from a data perspective, your answer could
be misleading because social and mobile platforms are consumer-controlled
technologies.

It is important to remember that consumers decide what role in their life
Instagram will fill versus the photo-sharing capabilities of Facebook, or Twitter,
or any number of new platforms that might arrive in the future. While it would
be easy to say that Facebook is preferred (Facebook shares over 35 data points
versus Instagrams’ 7), it would actually be much easier to get consumers to
share photographs of your products “in action” over Instagram because this
more naturally aligns with how consumers have decided to use the Instagram
platform. While organizations can gather more big data using Facebook, they
would likely see more value using Instagram because they would be getting
better, and more usable, responses (consumer engagement with this program
would be higher). Understanding what information you are seeking, along
with the business objectives, provides the proper direction for subject-matter
experts who may then step in to focus on the data.

Second, how will you know that the information you receive from these
platforms will be useful? Organizations actually don’t know if the information
they get will be useful—only what data points they will be allowed to gather.
To some extent this is because organizations often forget that interactions

via social media should be conversations. Sometimes you simply need to ask
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consumers for the information you need. By asking (for example, asking for
photos of your product being used in creative ways), you get answers that are
useful and insightful—often providing insight into questions that you would
never have thought to ask.

Therefore organizations must focus upon using content (in the form of
posts, questions, surveys, etc.) that will trigger responses that provide insight
or even epiphanies. Used this way, content can fill in information gaps that the
organization has, and help them understand how they can motivate consumers
to adopt profitable behaviors. Focusing on the right content will be challeng-
ing for organizations following a segregated approach because social practitio-
ners don’t know what information different areas of the business need or will
find useful and therefore do not know how to use content to solicit meaningful
answers.

Third, if content is used to solicit information and is conversational by
nature, how will you use this information since much of it will be delivered in
unstructured formats? Organizations using a segregated approach won’t be able
to use a significant percentage of the information contained in the unstructured
comments, posts, and pictures. While some technology can filter through this
information to determine a generalized response from consumers (as is done
to calculate sentiment), much of this information is too generalized to be used
for any more detailed purposes.

Integrated enterprises use a simpler method. Since integrated enterprises
disperse the usage of social and mobile information through a hub-and-spoke
model, they are putting the ability to solicit these responses into the hands
of the employees best able to analyze the resulting unstructured data—the
response from consumers to the content posted. Consider something as sim-
ple as a product manager posting content that solicits consumer feedback on
potential new features. Even by just skimming consumer response, the product
manager will quickly gain more insight into consumer opinion than would be
possible through even the most complicated, time-consuming survey. This can
then be combined with the quantifiable data, such as consumer demograph-
ics and behaviors, to better understand what suggested new product features
would appeal to the largest or most profitable or most influential group of
consumers.

The answers to these three important questions all involve big data. But, little

of the narrative comprising the answers to these questions has to do with data
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itself. This reflects the mind-set of Big Social Mobile enterprises. Information
comes before data so that the minimum effort is expended capturing the mini-
mum amount of data necessary—generating the maximum return.

Ultimately, information-savvy organizations will join the push to move
ownership of these types of technology initiatives into the hands of business
users (as opposed to its traditional ownership by IT professionals) and even
to view the entire IT department as a service itself, billing out the cost of the
department to users on an hourly basis. Business leaders are starting to take to
heart the philosophy of information before data. While technologists may be
loath to look at the relationship between technology investment and profit in
such clear-cut terms, the leaders of business do not have this same luxury.

But one thing is certain. Data will continue to grow. What is big today will
be even bigger tomorrow. Devices have become smarter and will be smarter in
the future, and social and mobile platforms are collecting and sharing more and
more data each day. Further discussion among today’s leaders about how this
bigger data will be handled will only serve as a convenient distraction from the
more important questions I've posed here about how this information should
be merged with traditional enterprise information to paint a clearer and more
holistic picture of consumer behavior and business performance.

Big data alone cannot provide valid answers to the questions leaders are ask-
ing because it cannot show the impact of this behavior upon the profit equation.
It is the difference between understanding the “cost per click” of a Facebook
campaign and the cost to create a new customer via a social media channel. The

first is anecdotal; the second represents tangible value.



Chapter 12

TECHNOLOGY TRENDS,
BUSINESS IMPLICATIONS

THE PACE, DEPTH, AND BREADTH OF ENTERPRISE integration are
only going to increase in the coming years. Organizations will find themselves
spending more of their time and resources trying to connect the disparate dots
between big data, social media, and mobile technology, between various func-
tions and these three initiatives, between information and data, and between
business goals and digital activities.

Increasingly, organizations will realize that making these connections is
the key to success. They will come to see that being the first to market with a
product or service, creating a splash with an expensive marketing campaign, or
coming up with innovative methods, processes, and products are all secondary
to an integrated approach. As important as all these tasks will continue to be,
changes taking place in how business is conducted will make forging seamless
links between disparate business tactics and strategies the number one priority
for all organizations.

Technology is driving this trend. Consider how it’s doing so.

BRIDGING THE PHYSICAL AND DIGITAL

Organizations are concerned that the power of online brands such as Amazon

will make the in-store retail shopping experience obsolete for nearly anything
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that isn't perishable, highly influenced by impulse, or required on demand.
They worry, too, that advancements in same-day delivery techniques may even
cause consumers to buy impulse items online. Much of this concern, however,
is fueled by the media hype that comes when Amazon introduces the idea of
same-day delivery via helicopter, but it does make executives question whether
they should attempt to reinvent themselves.

Online retailers do have some advantages: consumers can be more easily
manipulated during the online shopping experience, data collection is signifi-
cantly better, advertisement placements and personalization are more easily
targeted, and the cost of modifying consumer behavior is cheaper. But no mat-
ter how good the “recommended for you” algorithms of an Internet retailer is,
they will always lack a core value proposition that brick-and-mortar retailers
retain: the feel of a pair of jeans when you try them on, the weight of a hammer
when you hold it in your hand, the perfect shade of material that you can only
know when you see it.

Online retailers also provide convenience, price advantages, consumer
review information available at the click of a button, pictures and videos of the
product in use, and other advantages. At the same time, some of these advan-
tages are offset by the limitations of the online medium—it isn't convenient
when something has to be returned because consumers couldn’t hold it in their
hands and try it out before they take it home. Online retailers also don’t neces-
sarily have a price advantage—physical retailers price-match all the time, just
as they install video screens to show products in action and offer up consumer
reviews. Physical retailers also are able to place a video screen in the hands of
a knowledgeable sales person who can use it to provide shoppers with a more
satistying interaction than anything they could get by searching the Internet for
answers to their concerns.

What companies with segregated mentalities forget is that despite the
technology and the digital initiatives, the basic value of business really hasn’t
changed. According to a Motorola Solutions survey, 75 percent of US retailers
believe that developing a more engaging in-store experience will be critical
to their business in the next five years.! Brick-and-mortar businesses need to
adopt the behaviors of their more consumer-savvy online counterparts. And
when they do—which they will do because only the strong, only the inte-

grated, will survive—they will find that the rules of competition really haven’t
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changed: consumers, social or otherwise, determine value; those who provide
the most value thrive.

In the future, all organizations will find themselves in a perpetual arms race
to understand and meet consumer needs more efficiently and design processes
that more effectively shape consumer behavior. Their ability to achieve this goal
will center upon one thing: breaking down the barrier between the physical and
the digital world.

TECHNOLOGY BREAKS THE PHYSCIAL BARRIER

In the not-too-distant future, your organization will possess astonishing capac-
ities for learning about and interacting with consumers. Imagine every piece of
glass that consumers looked at or through was looking right back at them. Your
organization is able to “follow” consumers via computer screens, televisions,
mirrors, car windshields, storefront windows and in-store displays, and eye-
glasses. In the future, this glass will facilitate the organizational need to break
down the barrier between the physical and digital.

Envision being able to send a text message or an advertisement via these
communication surfaces that steers consumers to a nearby kiosk for additional
discounts, directions, or information. The kiosk has already downloaded infor-
mation about the consumers’ mobile devices and matched this information
to their digital profiles. The kiosk’s content, the color schemes, and the items
featured will all be automatically tailored to each specific consumer’s prefer-
ences. Facial recognition programs will identify the consumer and scanners
will identify their clothing, eyewear, and jewelry, instantly profiling the con-
sumer. When consumers touch their screens to make a selection, it will read
their biometrics and record these fingerprints and the unique arrangement of
sweat glands on their fingertips, giving you the knowledge you need to solicit
preferred behaviors from them.

Glass is becoming smart.

In fact, organizations should expect mobile device glass to become even
smarter than it already is—smart enough to sense consumers’ moods, men-
tal states, how long their attention span is likely to last at any given moment,
and even potential health problems. This information may seem relevant pri-

marily to device manufacturers, advertisers, pharmaceutical, or healthcare
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companies—only those that can directly generate revenue from this interac-
tion. But the impact will be significant for all organizations.

We are emotional creatures. We take actions and make decisions-love
brands or hate them, purchase what sometimes doesn’t make sense while
we delay purchasing what we need—based upon these emotions. At very
specific moments, our mental state combines with our physical state to
make us vulnerable to messages that would otherwise not trigger an emo-
tional response—just as we cry at the end of a movie on one day but remain
unmoved on another.

Once devices have the ability to sense these moments of vulnerability compa-
nies will no longer interact with consumers based on geospatial, behavioral, or
social analysis. They will target consumers based upon an emotional analysis.

Companies will compete for (and compete to generate) those small moments
where they could bring the right person from their organization in contact with
the right consumer, at the right moment with exactly the right message to con-
nect emotionally, in order to get them to behave in ideal ways. This could be
used overtly to detect when the propensity to buy is highest or more insidiously
to reinforce or increase a consumers’ emotional connection to a brand through
subconscious responses. Biometric feedback, combined with behavioral, social,
and personality analysis, will open an entirely new approach to selling: psycho-
sales.

Organizations don’t have to wait decades before capitalizing on some of
these techniques.. This approach to understanding and using people’s emo-
tional and physical states, combined with an understanding of their behav-
ioral patterns, historical reactions, and personality, is already possible. It is
used in very specific cases to analyze and modify the reactions of athletes,
astronauts and soldiers. Using it to influence the average consumer requires
only the installation of relatively inexpensive technology. The first step of
this installation has already been accomplished, in the form of the mobile
device.

Once the second step takes place—embedding more psycho-emotionally
sensitive technology into these devices on a widespread basis—companies will
have taken back power in the corporate-consumer relationship and once again
hold sway over widespread consumer opinion. Only this time it will not be

based upon the influence of mass marketing, it will be based upon the power of
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micro-marketing—and the power of companies to integrate this information

back into their enterprise.

ALL BRANDS WILL BE LIFESTYLE BRANDS

As important as this cutting-edge technology will be, integration in the future
will require a broader organizational view, one that includes not only tradi-
tional aspects, but also includes less tangible considerations, such as elevating
consumer sentiment to stategic importance.

Those things that social consumers have the deepest emotional connec-
tion with (measured as “sentiment” in the social sphere) influence all aspects
of their lives: the brand of clothes they wear, the coffee shop they frequent, the
luxury car they drive, the brand of golf clubs they swing, the makeup they wear,
and the television shows they watch. These are also the brands they spend the
most time searching for and researching online, the ones they follow on social
media, and the apps they download to their mobile devices. Lifestyle brands
have found a way to get consumers to follow them across the digital divide
because they display an attitude or represent values or a passion that consumers
identify with as part of their own personalities. This type of sentimental con-
nection to the brand goes beyond simply intriguing consumers, entertaining
them, or educating them.

In the future, all brands, even those that are thought of as mundane, will need
to think and operate as lifestyle brands if they want to become market leaders.
Some brands will attempt to do this using the current segregated approach that
relies upon marketing campaigns to draw consumers in; others will do this by
building hype around the new products and services they launch. But these
approaches will see little long-term traction, and although they might increase
sales, they will not create the deep emotional connection necessary to embed
the brand into the rhythm of the consumer’s natural daily life.

It may be difficult to conceive of a company that makes paper towels becom-
ing a lifestyle brand, but if you had asked business leaders 10 years ago if a cof-
fee company could become a lifestyle brand, most would have said no. Given
the approach Starbucks took, with its highly stylized and personalized brand-
ing, it is easy to see how it happened. But consider that it also happened for

Dunkin’ Donuts, a company that was struggling to build a strong brand image
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until it used social media to clearly define itself and create a personal emotional
connection to consumers.

Some companies create an emotional, lifestyle-like connection with con-
sumers by associating its brand with causes that resonate more deeply than
their products, just as Proctor & Gamble did by aligning their Secret deodorant
brand with an anti-bullying campaign. Other organizations use the services of
companies such as PRNewswire, aligning clients to major events such as the
NCAA basketball tournament.

Whatever the tactic chosen, organizations will take communicating their
business mission, values, and purpose more seriously in the future. They will
integrate their core business proposition into not only their social and mobile
content but also into every aspect of their business, every go-to-market strat-
egy, and every employee’s behavior.

Their corporate personality will then become what connects consumers to
the brand, exceeding just the draw of its products or services. It will impact
the way leaders think about the business. Executives in large companies are
used to relying upon the power of their organization, its economies of scale, to
dominate the market. They can operate over a larger area, reach more consum-
ers and create greater influence among them, make up for inefficiencies with
extra expenditure, and if all else fails, beat smaller competitors on price. All of
these things are true—but they will not sway passionate social consumers.

Social consumers will go to extremes to search out companies that are most
closely aligned with their own interests, beliefs, and values, and the Internet,
combined with social media, has made them easier to find. This diminishes
the competitive advantage that big brands and highly scaled operations have
over smaller companies because smaller companies often possess a more per-
sonalized message that consumers can connect with. These smaller companies,
too, are more willing than larger organizations to communicate their corporate
philosophy and provide a more consumer-centric experience.

Certainly, large organizations will maintain a competitive advantage in the

future, but they will need to use this advantage to:

e Create an understanding of their unique company culture among many
more consumers than their smaller competitors reach
e Generate larger communities by creating deeper content that reflects

their commitment to their brand image
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e Use their resources to understand consumers better

e Refine their messaging to be more on-point

By taking actions that integrate the company’s vision with consumer percep-
tions, they are in a much better position to create more effective social ini-
tiatives and mobile apps, glean additional insight from big data, implement

more effective internal processes, and execute creative, inventive strategies.

EMBRACING THE FUTURE

Advances in technology and methodology highlight how important an inte-
grated approach will be to the success of companies in the future. Now is the
time for organizations to embrace these changes with the same fervor that
social consumers have embraced them—with the same fervor that so many
of your employees have embraced them in their own personal lives.

You might look across your industry and see that these changes are not yet
taking hold; you might not be inclined toward early adoption; or you might be
an early adopter only in words and not in deeds. You also might believe that
your current level of success is good enough or that you still have time, or even
that the future I've presented throughout this book will never arrive. There are
many ways to justify waiting.

But with your greater awareness of what is going on around you that this
book has revealed, you should recognize that waiting or continuing with a
segregated approach imperils your organization; that savvy companies are
taking actions to integrate their initiatives today. At the very least, I trust
that what you’ve learned has shifted your perspective, that you are now able
to spot processes that remain segregated in only a physical or digital portion
of the landscape and see technology that fails to unite them; that you look at
reports and notice the gaps in performance and demand more insight, better
information, and new data. With this fresh perspective, delaying will begin to
seem difficult and dangerous. You cannot afford to wait until your industry
adopts new Big Social Mobile behaviors; it takes only one integration-minded
competitor to put you at a distinct disadvantage with social consumers.

Now is the time to take action to put your organization on the path to

becoming Big Social Mobile. Here are some actions that every organization
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can take right now to capitalize on the technological and other changes that

will affect them in the rapidly approaching future:

e Conduct an immediate assessment of whether big, social, and mobile
initiatives are operating in relative isolation or whether they might
already be showing signs of integration.

e Define what current resources you have to work with: people with digital
skills that can assist in integrating digital initiatives into the business,
processes that can bring together the physical and the digital, technology
that will assist in these efforts, information that can unify performance
and measurement across both the physical and digital landscapes.

e Survey the information you are getting from big data and determine
its connection to enterprise information and business performance,
viewing its connective nature from a top-line revenue and bottom-line
profit perspective, from the market’s perspective, and from the per-
spective of an individual consumer’s view of your organization.

e Set traditional goals for your digital initiatives; give managers of tra-
ditional departments and functions goals and objectives that are more
commonly found within digital initiatives, such as increasing engage-
ment, identifying new prospects or influencers, or increasing the num-
ber of (positive) interactions with potential customers.

o Redefine how your digital initiatives can be measured in concrete busi-
ness terms that reflect their ability to contribute tangible benefits to your
organization.

e Foster a new cultural mind-set by creating integrated teams to reex-
amine segregated initiatives and provide cross-training so that tradi-
tional business functions and digital initiatives are working in concert
to achieve the Big Social Mobile ideal.

e Bring senior management together to discuss your corporate iden-
tity, your beliefs, and defining principles, and how they can be more
clearly communicated through social and mobile channels.

e Examine whether the company’s larger social purpose is being conveyed
through its social and mobile initiatives.

e Review the big data available to your organization and select only one
or two specific points at which the integration of it into enterprise infor-

mation and specific processes could create real value.

* * *



TECHNOLOGY TRENDS. BUSINESS IMPLICATIONS 229

With these actions in mind, consider how they will position your company to
take advantage of technological advances that are much closer than you might
think. Consider the possibility that you can point a “smarter” phone at a bro-
ken appliance and it immediately tells you the part you need to fix it and gives
you instructions for doing it yourself, and delivers the part to your residence
within the hour. Imagine being able to summon a Customer Service Agent via a
mobile application when you're having a problem, or better yet, how an insight-
ful company might know to send customer service assistance (via any medium)
before you even realize it’s necessary. Sophisticated applications of technology
designed to create an emotional connection between a brand and a consumer
are powerful. These are the things we think of when we contemplate the power
of new technology to change our lives.

But these outcomes don't just happen. They require an organizational com-
mitment to integrating digital initiatives into the corporate fabric. It’s not the
initiative itself or the accompanying state-of-the-art technology that makes
these visions a reality. It's the commitment to and the execution of an inte-
grated approach. Organizations often launch digital initiatives that fragment
their efforts and segment their enterprise. Those leaders who do a better job of
integrating digital initiatives into their enterprise—their people, process, tech-
nology and information, their products and services—are seeing their organi-
zation rise to market dominance.

Big data, social media, and mobile technology will not be the last digital
initiatives that require executives to rethink how their organization oper-
ates, the place it holds in the market and how it will deliver value. As I've
suggested, the technology already exists that can turn every glass surface
into an interactive provider of critical information and a brilliant communi-
cation tool—new initiatives will flow from this technology and others as it
is developed and adopted by a growing number of organizations. Whatever
the initiative, however, companies should remember that the measures of
business success do not change, but how the game is played does. Integrating
each new initiative into your organization can allow it to remain competi-
tive, supporting and enhancing the value proposition that consumers have
already come to respect—perhaps even helping it evolve to its next more
powerful form.

Consumers have changed to become social consumers. Our economy has
changed to become a new social economy. Organizations must change as well.
They must become Big Social Mobile.
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and process of management, 178-82

social, 48, 60-1, 103-5, 129, 148,
170-1, 210

types of, 103-5

vertical integration of, 180-3

Instagram, 80, 218
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enterprise, 9-10

and analytics, 13, 14, 21, 20-2, 36-8,
40, 40-1

integrated approach, 117-20,
128-30
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Janrain, 141-2, 214, 215-17
Just-In-Time inventory, 51

Kaizen, 51
Klout scores, 107, 193

Lean, 51,93
lifestyle brands, 28, 78-9, 225-7
LinkedlIn, 23, 74, 141
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associative, 38-41
broadcast (batch & blast), 96, 102
and credibility, 43-4
predictive, 91, 101, 164, 175, 188,
189, 190
pull, 38, 47
push, 38, 80, 118, 147, 156, 166
third-party endorsements, 43-4,
47,151
video, 33, 80-1, 87, 131, 139, 149, 222
See also micro-marketing
McDonalds, 125-6
micro-marketing
and big data, 60-2, 134-5, 224-5
defined, 16, 37
to digital customers, 96
integrated approach, 31, 36-7, 101,
224-5
process and facilitation, 36-7
mobile technology
apps, 15-17, 18, 24, 26-9, 34, 45, 60,
63, 74,137,179, 199
capitalizing on, 199-207
dental check-up example, 200
traditional labels for, 23
See also smart phones; technology
trends
Monday Night Football advertising, 33
MySpace, 83-4, 86

National Oil and Gas, 116-20
Netflix, 131-2

nightclubs, 145-7
Nordstrom, 58, 120

omni-channel experience, 54-5, 91
original equipment manufacturers
(OEMs), 110

Pahel, Donna, 106

Perch (mobile application), 111, 112

Perez, Amilcar, 76

Performance Power Grid, The
(Giannetto and Zecca), 121

Personagraph (mobile platform
provider and developer), 203,
204, 204-5

PetCareRx, 188-9
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photography and imaging consumer
goods example, 14-17, 134

power utilities, 47-8, 121-2, 124

PRNewswire, 194, 226

process of management, 178-82

Proctor & Gamble, 39, 226

profitable patterns and segments. See
segmentation

project milestones, 134

psychosales, 224-5

pull marketing, 38, 47

push marketing, 38, 80, 118, 147, 156,
166

revolutionary mind-set, 63-7, 121, 127,
207. See also evolutionary mind-set
Rovio, 207

sales
cross-sales, 119, 153, 158, 159, 165, 167,
175, 191
in integrated approach, 17, 20-1
measurement of, 24-5
and mobile technology, 25-6
in segregated approach, 11, 15, 21,
24-5
upsales, 25-6, 34, 60, 119, 159, 162,
165, 167, 175, 191
search engines, 86
and content, 36
Google, 64-5
and micro-marketing, 37
Yahoo!, 64-5, 210
Seattle City Light, 121-2
segmentation, 32, 91-2, 183, 202
and analysis advantage, 175-6
and behavioral analysis, 165-9
Comedy Central, 155-6
critical moments, 157-60
and financial analysis, 160-5
and geospatial analysis, 172-3
and horizontal integration, 182
and social analysis, 169-71
social segmentation basics, 162-5
segregated approach, 2-4, 10-13, 21, 27,
31, 34-5
and analytics, 12, 20, 21, 36, 160-1,
163, 166, 175
of competitors, 87, 111, 113, 153
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and customer self-identification,
133-5, 139-40
and digital relationships, 95, 98,
100-3, 107, 111, 113
and information reporting, 181, 184-5
and new social consumers, 73-6,
82-3, 87,92
and social customer service
department, 45, 185
self-identification. See customer self-
identification
silo mentality, 15, 19, 20, 22, 68, 175, 181
Six Sigma, 51, 93
smart phones
and mobile applications, 200-1
screen space, 86
and technological advances, 229
tracking of, 205
use, 75, 86
social influencers, 48, 86, 171
as customers, 72
defined, 43-4, 105
and digital relationship, 95, 96, 105-8
hidden, 106-8, 151
and ideal digital behaviors, 151-2
integrated approach, 76-8
and interactions, 115, 119-20, 123,
126-7, 167
and segmentation, 169-73, 175
social media
blogs, 43, 72, 77, 106, 194
costs, 34
Facebook, 23, 58, 74, 83-4, 141, 145-6,
151, 214, 215, 217, 218, 220
hashtags, 170, 193
Instagram, 80, 218
integrated approach, 32-4, 145-6, 214,
215, 217,218
LinkedlIn, 23, 74, 141
logins, 141-3, 145
MySpace, 83-4, 86
traditional labels for, 23
Twitter, 23, 33, 74, 141, 145, 214,
216, 218
YouTube, 23, 55, 74, 80
Southwest Airlines, 58
specialization, 17-20, 25
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integrated approach, 45

segregated approach, 2, 9-11

silo mentality, 15, 19, 20, 22, 68, 175,

181

and social media, 18-19

of technologists, 67-8
Starbucks, 27-9, 32, 58, 67, 124-6, 199, 225
success, redefining, 22-7
Symbolics.com, 52-4

technology trends
breaking the physical barrier, 223-5
bridging the physical and digital,
221-3
capitalizing on, 227-30
and customer sentiment, 223-5
lifestyle brands, 225-7
mobile device glass, 223-4
psychosales, 224
technology-business gap, 67-9
telecommunications industry, 132-3
TidalWave, 145-6
Twitter, 23, 33, 74, 141, 145, 214, 216, 218

United Airlines, 55
US Census, 210-11

value
consumer-defined, 82-5
real/true, 62-7, 143-8
value proposition, 2-3, 10, 13-14, 17-19,
63-7
Verizon, 132
videos, 80-1, 87, 131, 139, 149, 222
and customer attention spans, 80-1
customer complaint, 55
and marketing, 33, 80-1, 87, 131, 139,
149, 222
third-party endorsements, 47
Vine, 33, 80
YouTube, 23, 55, 74, 80
Vine, Kevin, 32
Vine (Amazon review program), 44
Vine (video service), 33, 80

Weinreb, Dan, 52
Whatsapp, 207
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