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Matthew: Hello and welcome to Marketing Smarts, a podcast brought to you by 
MarketingProfs. I am your host, Matthew Grant, Managing Editor here at 
MarketingProfs, and I thank you for listening. 

 Communities have always been important to business, but with first, the 
appearance of user groups built or grown around particular technologies, and the 
subsequent mass adoption of social media, community outreach, community 
growth, and especially community management have become all but essential. 

If anyone understands this business of community, it is Rachel Happe and Jim 
Storer of the Community Roundtable. They just published their 2012 State of 
Community Management report—their third, actually—which provides a very 
detailed look at the stages of community management maturity and how 
companies move from their first tentative steps in this direction, all the way up to 
a surprisingly thorough integration of community into their operational and 
business models. 

I was lucky enough to get Rachel on Marketing Smarts recently to talk about the 
report, issues around defining community in a highly networked world, and the 
far-reaching business impact that true community engagement brings with it.  

Before we get started, I want to remind everyone that if you like what you hear on 
Marketing Smarts, and even if you don't, you can always leave us a review on 
iTunes or a comment on our site. You can also reach out to me directly via email. 
My email address is mattg@marketingprofs.com 

All right. Without much further ado, let's get started. Rachel, welcome to 
Marketing Smarts. 

Rachel: Thank you, Matthew. It's great to be here. 

Matthew: Thanks for joining us, and I'm sorry that your other half, Jim Storer, can't be with 
us today. 

Rachel: Well, yeah. Like I said, we're almost mind-melded, so. 

Matthew: Perfect. We're here to talk about your recently published State of Community 
Management report, but before I get into the reports and your findings, and 
actually want to hear details about the exact state of community management 
today, I thought it might be useful to our listeners for us actually to define this. 

And before we define community management itself, I was wondering if you 
could talk about the relationship or difference between community the way you 
guys talk about it and communities that people might be friends, or fans on 
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Facebook, or an audience is also how marketers talk about these people they 
interact with, their buyers or customers. 

Rachel: Yes. 

Matthew: What is the community in community management? 

Rachel: It's funny, because it took us a while to define this, because obviously there's a 
lot of different network structures. A group is a network, a community is a 
network. Everybody on Facebook is a network, but they're 800 million people, so 
obviously it doesn't seem right to call that a community. That's almost the world. 

 And when you look at traditional definitions, they're very geographically based, 
which obviously, online, doesn't apply any more. So what then is an online 
community? And what we ended up with is: a group of people with unique shared 
values, behaviors and artifacts.  

What that means is, it's not everybody in the world who likes the color blue. It's 
everyone who really loves the color blue because of a specific reason, who 
paints their houses blue, who wears blue, who have unique terminology for all 
the different shades of blue. Meaning they share values, behaviors and artifacts. 

Matthew: Right. Could you give an example, because when I start thinking about 
communities, I do think of them, I guess, both in terms of informal communities 
and then formalized communities, or other formalized informal communities, 
almost, and then truly formal communities.  

I think there could just be the bunch of people who are fans of your products and 
stuff like that, and maybe even talk about it— 

Rachel: Yeah, and I think of communities kind of in three ways. The kind of exclusive 
communities, where there's a high barrier to entry, and people really know they're 
a member. It's not at all vague. 

Matthew: Right. 

Rachel: And then there's the discrete communities, where kind of online, you have to go 
to their home page, or go to the community site to participate in the community. 
And some of those, you know, the company calls them communities, but if it's 
like the AT&T forums, does everybody who participate consider themselves a 
community member? Maybe.  

There's certainly a core there that's very active, that would definitely associate 
themselves with community. But it's a little less concrete, whether you're a 
member or whether you're not. 
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 Then I talk about distributed communities, which are communities that interact all 
over the web. But, again, to me, a community really has to share this purpose, 
these values, these behaviors, these artifacts. They have to be working towards 
the same end. 

Matthew: Right. It's interesting, the idea that—whether or not—that people could belong to 
communities and not necessarily think of themselves as part of the community, 
but they are, maybe through their actions. 

Rachel: Well, and this is where it gets very squirrely. Because if you're—and ultimately, I 
look at the social network graph of the two to distinguish the difference, right? So, 
in social media, you don't have to have a community. You can have a very hub 
and spoke-looking network, where you're interacting, it's social, there's a lot of 
dialogue, but there's not a lot of relationships between all of the participants in 
the network. 

 In community management, your goal is really to create dense relationships 
between this community, and almost—not disassociate yourself, but scale 
yourself. Kind of give over power to the community to decide, not be the hub of 
the action, necessarily. 

Matthew: All right. I like the visual of that, the idea of the hub and spoke, and you could be 
interacting with a bunch of people, I mean, like me and my friends on Facebook 
or something like that, where if I'm the hub and they're the spokes, there might 
not be any interaction between them. 

Rachel: Right. Or could you do what I say—community management, to us, is really a 
discipline. You could be in the role of a community manager, but you could also 
be Matthew Grant and community managing your Facebook friends, by which 
you're trying to create relationships between all your friends.  

Or you could treat it as a hub and spoke system, and say, “I'm the center of the 
universe and everybody's going to talk to me, and I don't care whether they 
develop relationships with each other.” 

Matthew: That's right. I feel much more comfortable in the center of the universe role. 

Rachel: It's the same with brands, right? 

Matthew: Quite frequently. 

Rachel: You could say, I want to interact with my audience on Facebook, and I'm going to 
do a lot of Q&A, and back and forth, and this and that, but I'm not going to do 
much to kind of network weave, as some people call it. 
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Matthew: I like that, too. Because again, it's this, connecting the dots, in that once you have 
the spokes, somehow, you can make a lot of wheels and a lot of very 
complicated connections between all of them, ideally, and then you have a true 
community. 

 So, I wanted to ask a little bit more about this notion of community management 
as a discipline, and something you mentioned in the report, actually: this 
community management mindset. So what are the elements of the discipline or 
what are the practices that belong to this discipline of community management. 

Rachel: I would say it's how you view the constituent groups with whom you interact, and 
how you view the negotiation or the relationship between you and them. If it's 
very transactional, that's not a community mindset.  

The community mindset, to me, primarily, is about shared value. Shared value 
creation, value exchange, value exchange that's not just monetary but can also 
be monetary. In a transactional relationship, it's all about goods and monetary 
value. 

Matthew: Though I think you sort of point at this in the report as well, that it's important, 
from the leadership standpoint within companies, if you're trying to activate the 
community or create a community, or formalize communities that already exist, 
that one of the things that the leaders of the organization are going to look for, if 
they're going to devote resources to this, are real business results. i.e. money 
and results. 

Rachel: Yes. 

Matthew: So there is a transactional piece somehow, that needs to be in there, right? 

Rachel: Absolutely. And one of the things that I would say is, the type of network you 
create is not good or bad on its own. But when you think about the business goal 
that you're trying to achieve, then you really want to optimize the network for that 
goal, and the more complicated that goal is, the more complex the market 
environment that you're working in or the constituent environment that you're 
working in, the more densely connected that network needs to be to execute on 
that goal. 

Matthew: Right. And you talk about—and we'll get into this in a second—this maturity 
model of companies at different stages in their, sort of, community management 
journey, if you will.  

But you say, at some point companies will start to see business results from their 
community interactions. I was curious about that. What are the sorts of business 
results that companies are seeing today from this, their community management 
efforts? 



Marketing Smarts, Episode 28  
A Marketing Podcast    April 18, 2012           Guest: Rachel Happe 
  

	  
Page	  5	  of	  13 

Copyright	  ©	  2012	  MarketingProfs	  

Rachel: Okay, so I'll loosely bucket these. There's lots of different use cases, but loosely 
bucketed: there are marketing use cases, there are support use cases, there are 
product innovation or service innovation use cases, where there is some kind of 
internal collaboration or expertise location. 

Matthew: Okay. 

Rachel: Those are kind of, very high level. But then you get down to, you know, you can 
pick apart the marketing ones and say, are you trying to build awareness? Are 
you trying to build advocacy? Are you trying to reduce the cost of sales? You 
know. What is it under that banner of marketing that you're trying to do? 

On the awareness, branding, end of things, that's a very—it's a much lower 
complexity outcome. Meaning, you're trying to get attention, and some kind of 
awareness that you exist.  

That's a very different complexity outcome than trying to achieve advocacy, 
which is making people so passionate about your brand that they don't work for 
you, but they're willing to basically market for you. 

Matthew: Right. So you're mobilizing them in service of your brand. But it sounded like 
something else that was complex was the element of using community for 
product or service improvement. 

Rachel: That's very complex. It's one of the more complex outcomes. And because of 
that, you typically want smaller communities, because it's very hard to really get 
that density in a really large network. Like, you don't want to do that on your 
Facebook page, never mind the legal ramifications of doing it on Facebook. 

But you just can't get that collaboration and that idea generation and that 
innovation from a huge, huge community. You know, if you look at 
Communispace, which does a lot of this market research and kind of the front 
end of the innovation process, I think their communities tend to be 300 to 600 
people. They're not huge.  

If you get into the back end of innovation, which is, you're inviting your customers 
to co-innovate and do beta testing and all of that other things, again, it's probably 
the hundreds of members, not thousands, or certainly not ten thousands or 
definitely not a million people. 

Matthew: Right. And since we're talking about this product innovation and a kind of group 
collaboration, when I was reading about that in the report, it did make me think 
about crowdsourcing, and, sort of, what's the difference—because it feels like 
there are differences to me. I was curious, what are the differences between a 
crowd in that sense and a community? Or crowdsourcing versus community 
sourcing? 
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Rachel: I think they set a different point in the innovation process. So I think—I'm an old 
product development process person, so—when I—when you start with the 
innovation funnel, you want lots of ideas.  

You want to know what your entire market is thinking. You want to do a lot of 
listening. You want a big network. And you can listen on Facebook, on Twitter, 
on all of these social channels for that, kind of see generally what are people 
talking about? 

 But as you kind of vet that scope and say, Okay, now I have very specific things 
that I'm interested in. One, you typically don't want to project the details out to the 
wider network, because you don't want to tip your hand necessarily to everyone 
out there and you need time and space to really get it right.  

That’s when you bring it into a smaller, private community of people you know 
have really good insight about the problem area, have experience, and have 
some kind of vested interest in solving the problem. 

Then you work with them to refine it. And then you get even smaller for a while, 
as you get into the actual development team that's working on it, because you 
can't effectively build complexity with hundreds of people, even. You need the 
project team sitting there and coming up with the beta idea, or the design 
documentation.  

But then you go back out to the small community of experts, or vetted people, 
and say, “Okay. We've come up with this design concept. What haven't we 
thought about? What should we be thinking about? What's wrong?” 

You can use that community in an iterative process until the product is ready to 
ship, and they're you first beta testers. Then, all of a sudden, you've got this 
imbedded group of advocates. Then you go back out to the wider network, again, 
and those advocates help you get attention and awareness for all the work that 
they've been invested in throughout the development process. 

You need all of these different sized groups, but just at different points. 

Matthew: Right. So, first of all, I wanted to say, you might want to have a drink of water. 
That might— 

Rachel: Oh. Yes. 

Matthew: And then, I did want to get into the report itself. So this is, as I understand it, 
2012 report is the third State of Community Management report that you guys 
have issued. And, of course, you've been doing this community-related work for 
even years before that. 
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I'm just curious now. Here we are in 2012 and it's not uncommon to see people 
with the job title Community Management, or hear this be talked about. Whereas 
I think it was something—it was just emerging, like, four or five years ago, I think, 
is maybe when I first started hearing it? So it's much more established, even very 
mainstream companies probably have community managers on staff. 

I'm just wondering, what is the state of community management and, really, how 
have things changed over the last four or five years? 

Rachel: Well, when we started three and such years ago, we thought we were doing 
something—certainly that had a decent market size, but something relatively 
niche.  

That's changed, which is last year in our report, one of the things that had 
changed is everyone was talking about community management, across the 
board. There was just a really large increase in the number of people talking 
about communities and community management. 

 This year, what's really interesting to me is, first of all, the impact that online 
communities have had in the world. So, if you look at the Arab Spring, the Bank 
of America incident, the protests for SOPA and PIPA, or on the positive side the 
It Gets Better campaign or the KONY 2012 campaign, the issues with Susan G. 
Komen. All of these things were really impacted by the online community around 
them. 

 And so that surprised even me. Just the flashpoint that has happened. Goldman 
Sachs is the most recent example of one person kind of setting off the tenterhook 
or the—wrong word for it—the tender. 

Matthew: Right, the tinderbox. They lit the tinder. 

Rachel: Tinderbox. Thank you, that's the word. 

Matthew: They ignited the firestorm. 

Rachel: Yes. But, you know, that's making all organizations stand up and say, Okay, we 
need some kind of strategy. 

Matthew: Though, that's, again—this does, though, bring me back to this difference 
between community management in terms of, I don't know, tamping down or 
trying to contain some kind of social firestorm, as opposed to companies like—I 
think we talked about years ago, when I first met you—like SAP, who has a very 
developed within their own business model, notion of community and what 
they're doing with this, with their communities— 
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Rachel: But all of that, even at SAP, is morphing. And so it's really, now, this level of 
concentric circles that spill over into each other. So, Susan G. Komen has a 
tighter circle of people that participate in their walks, and really engage with them 
at a level that most of us don't. At least, I don't. 

Matthew: Right. 

Rachel: They're the ones that were the most offended, I think, by some of the policy 
changes. And they spilled out into the wider arena because they wanted the 
attention. 

Matthew: Though, that, the Susan G. Komen thing—it highlights how, with certain—at that 
level, the community so identifies with the brand that when the brand does 
something that's out of sync with their thinking, they get up in arms with it. 
Whereas I think—I guess, I'm also aware of communities in terms of user 
communities, you know, people who use a particular software package and so 
they visit forums, and things like that. 

Some of them truly are fans, and if the company does something, they'll get 
enraged about it, but a lot of them are just people who are going to the forums 
because it's a good resource for them, and they just use the community as a 
resource, and they don't have a higher level identification with the people who 
are sort of managing the community. 

Rachel: Right. To me, I look at all of these things that happen and say, a really robust 
community that had a really tight relationship with these organizations, would 
have been the risk mitigation strategy for a lot of this. Right?  

Because if they had been integrated enough to what the decision-making 
process was, and what was going on, they could have been many spokespeople 
in the wider network to help spread, kind of, education and awareness of what 
the decision-making process was.  

None of these organizations really had that kind of relationship with a wider 
group. 

Matthew: That's actually an interesting point, where you can have a community like Susan 
G. Komen, where the people are very identified with the brand, and yet the brand 
itself hasn't given up a certain hierarchical standpoint vis a vis this community 
that, you know, drives it, in a sense. That's what came out during this crisis.  

Rachel: The other thing that happens—like the SAP community, for example. There are a 
lot of big issues that get smacked around in that community, but it never—it very 
rarely spills over because SAP is there. Like, if you want to talk to SAP and have 
it out with them, they're participating in their community. 
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Matthew: Right. 

Rachel: So they kind of contain the conversation a little bit. Not in a trying to tamp it down 
kind of way, but being available kind of way. 

Matthew: Right. It was my understanding with their communities, too, that they go out of 
their way to create these bonds between the company and the emergent leaders, 
like kind of organically emergent leaders from within the community, by giving 
them greater access to people within SAP. 

Rachel: They give them a ton of access. They do it really, really well, but it doesn't keep 
those people from having major disagreements with SAP. And one of the 
reasons I respect SAP's leadership in this space so much is because, while if you 
ask them about any of these disagreements that happen, they'll have their own 
perspective on them, but they let them have it. 

Which is probably the crux of the problem, and as you mature through this 
community maturity model that we've laid out, as the community starts producing 
business value, they understand, or they start to understand, the power that they 
have. 

Matthew: Right. 

Rachel: They start flexing their muscles a little bit. And asking for participation in decision-
making. And companies need to renegotiate their balance of power with their 
various constituent groups, and it will fundamentally change how organizations 
negotiate and interact with their different audiences. 

Matthew: Actually having a successful community management approach ends up putting 
some pretty intense pressures on the organization to itself evolve, in order to now 
contain, it's not exactly a monster but, to contain this thing that they've created. 

Rachel: It's not a monster. And it's actually a good thing.  

Matthew: Yes. 

Rachel: Those communities keep the organization honest, keep them on track, or more 
tightly coupled with their market, which ultimately is a good thing. 

Matthew: Right. 

Rachel: But it changes who's making the decision and how decisions are made, and it 
requires a lot of really higher order facilitation—i.e. community management—to 
make sure. So two things typically happen.  

Either the community can kind of revolt if they don't like what's going on. Or the 
executives can just shut everything down and not participate, because they just 
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get PO'd that they have to renegotiate the balance of power. You don't want it to 
boil over into that. 

Matthew: Right. Can you really go back, though? Especially if you've put a lot of investment 
into cultivating, nurturing, managing the community—can you really then be like, 
I'm— 

Rachel: This is the interesting thing, because I think a lot of companies, even have 
innocently started Facebook pages, thinking it's just another way to access their 
customer. But it's a garden path that they're headed down that doesn't really go 
back. I don't think a lot of organizations have really thought about the implications 
of what that means. 

 I used to have a sign in my office that said, Expectations minus reality equals 
happiness. If you set that expectation that you're listening but cannot react 
because you haven't changed your internal culture, you're just pissing people off. 
So it would have been better had you not gone down that path at all. 

Matthew: Right. Though it sounds like, as you were saying earlier with this mainstreaming 
of social media and this emergence of community management, it's just 
something that's, now, every company has sort of realized that they need. 

I mean, is this just really the future for organizations? On that level, there is no 
going back or they're going to be—yeah. Is this future? And that's where all 
organizations, one way or the other, are going need to prepare themselves?  

That, whoever they're serving can first of all be organizing themselves, even sort 
of random—well, not randomly, but unintentionally—organizing themselves into a 
community, or they're going to find themselves reaching out, even just every 
once in a while, to the community—Oh, yeah, let's do this, let's check in or use 
our Facebook page, and then find out that once you've started asking a 
community for some input, they don't want to stop giving it, and you can't just 
back up.  

Is this really the future or are there places that it's just never going to really be 
community-oriented? 

Rachel: I think the caveat to that is organizations that have a good offline relationship with 
their customers, and have really good products. 

Matthew: Right. 

Rachel: Right? May not have to, you know—criticism always gets leveraged at Apple 
because they're not that, kind of, quote unquote, social. 

Matthew: Exactly. 
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Rachel: Well, they have great products, and their customers love them. So their risk isn't 
that high of not doing social. 

Matthew: But they do also—it's funny. Like, on that front, even through the Apple stores 
and stuff like that, they do have— 

Rachel: They have great relationships with their customers. 

Matthew: Yeah, exactly. They create a community feel, really, almost on a person-to-
person level, if you have to— 

Rachel: Right. So I don't think every company necessarily has to have a community 
manager role, if they are just constructed to be very close with their customers 
and their products are really, really well-received. 

Matthew: Right. 

Rachel: Or, you're a B-to-B brand that's so far away from getting public comment. 

Matthew: Yeah, but still—even the B-to-B brand—I mean, that's where—it's funny, 
because even my brushes with community, in a sense, they have do with 
working with big, enterprise software companies, I mean, like SAP, but— 

Rachel: Yeah. I actually think the business case is higher for B-to-B, but they're not going 
to be driven to it from a crisis perspective in the same way that a B-to-C company 
is. 

Matthew: And it's not a mass community, or just a random, suddenly, everyone who loved 
your product is up in arms because you put out New Coke or something. 

Rachel: Right. So it's a little bit of a different dynamic there. 

Matthew: Yeah, totally. 

Rachel: I still think there's a very high value to having online communities, and B2B is 
where you get into more of the co-innovation, because they're usually more 
complex products, the customer has more vested interest in them, so. 

Matthew: I do have a question, but we just have a few more minutes here. Getting back to 
these conflicts, there was something that you guys wrote in the report that I 
wanted to ask you. 

Specifically, you said many of the problems and conflicts that exist in community 
management may be authenticity-related challenges. Could you talk a little bit 
about what that means? 
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Rachel: Well, so this came out of a call with C.V. Harkwell, who's awesome and does a 
lot of work with organizational authenticity. One of the issues with doing social or 
community management is—taking it back to the individual level, it's much easier 
to participate online if you're comfortable with yourself and you know yourself, 
and you know where your boundaries are in terms of your comfort level. But 
that's pretty hard to do, even at an individual level. 

 At an organizational level, it's really hard, because we haven't been forced to 
have to be consistent across the organization. So we've hired, at our really large 
organizations, we've hired for skill set, not for value match.  

We have all these sub-fiefdoms with different cultures around the organization. 
We don't know who we are. And that causes a huge problem when trying to 
figure out what your strategy is for engaging, and how. 

Matthew: Right. And when you're engaging with the community specifically, knowing 
exactly what, quote unquote, the company would say, if you only feel comfortable 
in your little part of it, or that's never even been articulated at the company level. 

Rachel: Right. So that's kind of what that's getting at, which is—there's a lot of work to do. 
And some of the big consumer brands actually, probably, are better off, because 
they have really well-developed brand personas. 

Matthew: True. 

Rachel: And so it's a little easier to figure out what that is. A lot of other companies, it's 
very hard to figure out, you know, who are we? And what's the tone? And one of 
the exercises we do with advisory clients is take them through this cultural 
exercise, and we do a lot of what ifs. 

And we're like, “What if you Tweeted from a corporate account congratulating a 
partner on a baby? Is that okay? Is that weird to you? Like, how does that make 
you feel?” 

Is that okay for your brand, or is that off-brand? Is it okay to congratulate them on 
a promotion but not a baby? You know, these aren't legal issues. 

Matthew: They're social issues and authenticity issues, like you're saying. 

Rachel: Yes. That's a really tough hurdle for companies to get at, because there is so 
much fragmentation at most of our large organizations, and it's hard to come 
back from that. 

Matthew: Right. Rachel, that's all the time that we actually have on this. In fact, the half-
hour went by pretty quickly here. I feel like we just scratched the surface, so we'll 
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have to have you—and if Jim can make it, Jim—back on Marketing Smarts at 
some point in the future. 

 I'm just wondering, though—in the interim, if people want to find out more about 
the State of Community Management 2012 report, where should they go? 

Rachel: It's on our website at community-roundtable.com and it's one of the top 
navigation tabs, and you should be able to find it there. And it's free to download, 
thanks to our sponsors. 

Matthew: Nice. So people don't—do they have to give an email address or something like 
that, or is it really just go for it? 

Rachel: It's on SlideShare, so you will get it for free on SlideShare. If you want to 
download it, we do ask for your contact information. 

Matthew: Rachel, thank you very much for taking the time to talk to us here. And thank 
you, listener, for listening to the very end.  

This has been Marketing Smarts podcast brought to you by MarketingProfs. I'm 
your host, Matthew Grant. I'll talk to you next week. 

 

 

 


