An excerpt from the book:

Tribes

by Seth Godin

What is a Tribe?

A tribe is a group of people connected to one another, connected to a leader and connected to an idea. A group needs only two things to be a tribe. 1 - A shared interest and 2 – a way to communicate.
A crowd is a tribe without a leader. A crowd is a tribe without communication. Most organizations spend their time marketing to the crowd. Smart organizations assemble the tribe. Crowds are interesting, and they can create all sorts of worthwhile artifacts and market effects. But tribes are longer lasting and more effective. 

Tribes are the most effective media channels ever, but they’re not for sale or for rent. Tribes do not do what you want. They do what they want. Which is why joining and leading a tribe is such a powerful marketing investment.
The new marketing involves: Assembling a large and influential tribe of people who look to you for leadership. We are drawn to leaders and their ideas, and we can’t resist the rush of belonging and the thrill of the new (we want to belong not just to one tribe, it turns out, but to many). People want to be part of something that matters.

There is no tribe of normal

People don't coalesce into active and committed tribes around the status quo.

The only vibrant tribes in our communities are the ones closer the edges, or those trying to make change. The center is large, but it's not connected. If you're trying to build a tribe, a community or a movement, and you want it to be safe and beyond reproach at the same time, you will fail.

Heretical thoughts, delivered in a way that capture the attention of the minority--that's the path that works.

· Heretics are the new leaders. The ones who challenge the status quo, who get out in front of their tribes, who create movements.

· All tribes are made up of partisans, the more partisan the better. If you’re a middle of the roader, you don’t bother joining a tribe. 

New rule: If you want to grow, you need to find customers who are willing to join you or believe in you or donate to you or support you. And guess what? The only customers willing to do that are looking for something new. The growth comes from change and light and noise. People don’t engage merely to remind one another of the status quo. Instead they eagerly engage when they want something to improve.

Change isn’t made by asking permission. Change is made by asking forgiveness later. 

Leaders figure out how to step into those vacuums and create motion. They work hard to generate movement – the sort of movement that can transform a group into a tribe. 

A leader who backs off is making a commitment to the power of the tribe, and is alert to the right moment to step back in. Someone who is doing nothing is merely hiding.

And it does take leadership. 

There’s a myth that all you need to do is outline your vision and prove it’s right – then, quite suddenly, people will line up and support you. In fact, the opposite is true. Remarkable visions and genuine insight are always met with resistance. And when you start to make progress, your efforts are met with even more resistance. Products, services, career paths – whatever it is, the forces for mediocrity will align to stop you, forgiving no errors and never backing down until its over. 

If it were any other way, it would be easy. And if it were any other way, everyone would do it and your work would ultimately be devalue. The ying and yang are clear: without people pushing against your quest to do something worth talking about, it’s unlikely to be worth the journey. Persist.

In an article posted on his technium website, Kevin Kelly brilliantly described the world of 1000 True Fans. A true fan, he argues, is a member of a tribe who cares deeply about you and your work. That person will cross the street to buy from you and bring a friend to hear you or invest a little extra to support you. An individual artist needs only a thousand true fans in her tribe. It’s enough. It’s enough because a thousand fans will bring you enough attention and support to make a great living, to reach more people, to do great work. It’s enough because a throusand fan, true fans, form a tribe. A true fan brings three friends with him to a John Mayer concert or to the opening of a Chuck Close exhibiti. A true fan pays extra to own the first edition, or buys the hardcover, instead of just browsing around on the web site. Most important, a true fans connects with other fans and amplifies the noise the artist makes. 

A corporation or a non-profit or a church may need more than that – perhaps a million fans if you’re Starbucks, or fifteen million if you’re running for president. But it’s beyond doubt that there’s a number – you can figure out what it is – and it’s probably fewer people than you imagine.

Starbucks doesn’t serve coffee to the majority of people in the United States. The New York City Crochet Guild appeals to just a small percentage of the people who encounter it. That’s okay. You don’t need a plurality or even a majority. In fact, in nearly every case, trying to lead everyone results in leading no one in particular.

Some businesses get better when they get bigger. Some non-profits do as well. Tribes that work better when they’re bigger, get bigger. Political parties, for example, thrive when they’re the majority. Facebook works precisely because everyone uses it. You have a fax machine only because everyone you work with does too. But bigger isn’t always the answer.

Some tribes do better when they are smaller. More exclusive. Harder to get into. Some tribes thrive precisely because they’re small. Push to make one of these tribes bigger and you just might ruin the entire thing. “no one goes there anymore, it’s too popular”. It’s always a choice, your choice. 

Too many organizations care about numbers, not fans. They care about hits or turnstile clicks or media mentions. What they’re missing is the depth of commitment and interconnection that true fans deliver. Instead of always being on the hunt for one more set of eyeballs, true leaders have figured out that the real win is turning a casual fan into a true one. Fans, true fans, are hard to find and precious. Just a few can change everything. What they demand, though, is a generosity and bravery. 

The development of the trust with these people is the foundation for all of your success in the future. One business that threw a wildly successful party for their tribe said, “The party didn’t take four minutes to organize. It took four years.”

The first thing a leader can focus on is the act of tightening and deepening the tribe. As your tribe grows, it’s tempting to accelerate that growth, to get more members to spread the word, to find more people to join the tribe.

This pales, however, when juxtaposed with the effects of a tighter tribe. A tribe that communicates more quickly, with alacrity and emotion is a tribe that thrives. 

How to Grow Your Tribe:

Growth doesn’t come from persuading the most loyal members of other tribes to join you. They will be the last to come around. Instead, you’ll find more fertile ground among seekers, among people who desire the feeling they get when they’re part of a vibrant, growing tribe, but who are still looking for that feeling. I’m not talking about disaffected outsiders, loners who work hard not to affiliate. I’m talking about people at the fringes, individuals who might jump from one thing to another with less angst. If you’re trying to persuade the tribe at work to switch from one strategy to the other, don’t start with the leader of the opposition. Begin instead with the passionate individuals who haven’t been embraced by other tribes yet. As you add more and more people like these, your option becomes safer and more powerful – then you’ll see the others join you. 

Tribes are about Communication:

There’s a difference between telling people what to do and inciting a movement. 

The movement happens when people talk to one another, when ideas spread within the community, and most of all, when peer support leads people to do what they always knew was the right thing. Great leaders create movements by empowering the tribe to communicate. They establish the foundation for people to make connections, as opposed to commanding people to follow them

Tribe communication can be one of four kinds:

· Leader to Tribe

· Tribe to Leader

· Tribe Member to Tribe Member

· Tribe Member to Outsider

So a leader can help increase the effectiveness of the tribe and its members by

· Transforming the shared interest into a passionate goal and desire for change

· Providing tools to allow members to tighten their communications, and 

· Leveraging the tribe to allow it to grow and gain new members

A Tribe has a Shared Worldview:

This leads to an interesting thought: you get to choose the tribe you will lead. Through your actions as a leader you attract a tribe that wants to follow you. That tribe has a worldview that matches the message you are sending. 

Important clarification: Great marketers lead people, stretching the boundaries and bringing new messages to people who want to hear them. The core of my argument is that someone's worldview, how they feel about risk or other factors, is beyond your ability to change in the short run. Sell people something they're interesting in buying. If you can't leverage the worldview they already have, you are essentially invisible. Which is a whole other sort of magic, one that's not so profitable.

If you are leading a tribe focused on saving the world by fighting global warming, the tribe will of course have a worldview that includes the idea that global warming is a problem and that it includes the idea that global warming is a problem and that it can be addressed through its actions. They come to the tribe with that in mind and your leadership resonates with them. 

If, on the other hand, you choose to work to persuade a different group, one with a very different worldview, they will likely reject you. Al Gore started leading his tribe when he didn’t know who they were. He stated his message and people found him.

Ultimately, people are most easily led where they wanted to go all along. While that may seem as if it limits your originality or influence, it’s true. Fox News didn’t persuade millions of people to become conservatives, they just assembled a tribe and led them where they were already headed.

Tribes are increasingly voluntary. No one is forced to work for your firm or attend your services. People have a choice of which music to listen to and which movies to watch. So great leaders don’t try to please everyone. Great leaders don’t water down their message in order to make the tribe a bit bigger. Instead they realize that a motivated, connected tribe in the mist of a movement is far more powerful than a larger group could ever be.

As the ability to lead a tribe becomes open to more people, it’s interesting to note that those who take that opportunity (and those who succeed most often) are doing it because of what they can do for the tribe, not for what the tribe can do for them.

This is the heart of the matter: Every leader cares for and supports a movement. A movement like the free speech movement at Berkeley or the democracy movement in Tiananmen Square or the civil rights movement in Mississippi. Or maybe a movement like the obsession with hand roasted coffee in Brooklyn or the worldwide collection of people obsessed with tattoos.

Today, you can have a narrow movement, a tiny movement, a movement in a silo. Your movement can be known by ten or twenty or a thousand people, people in your community or people around the world. And most often, it can be the people you work with or for, or those who work for you. 

The web connects people. That’s what it does. And movements take connected people and make change. What marketers and organizers and people who care are discovering is that they can ignite a micromovement and then be propelled by the people who choose to follow it.

Leadership is Responsibility:

If you hear my idea but don’t believe it, that’s not your fault it’s mine. If you see my new products but don’t buy it, that’s my failure, not yours. If you attend my presentation and you’re bored, that’s my fault too. If I fail to persuade you to implement a policy that supports my tribe, that’s due to my lack of passion or skill, not your shortsightedness. 
If you are a student in my class and you don’t learn what I’m teaching, I’ve let you down.

Adam Gopnik quotes Swiss as saying “Magic only happens in a spectator’s mind. Everything else is a distraction…. Methods for their own sake are a distraction. You cannot cross over into the world of magic until you put everything else aside and beside you – including your own desires and needs – and focus on bringing an experience to the audience. This is magic. Nothing else.” Substitute leadership for magic and there you are.

It’s really easy to insist that people read the manual. It’s really easy to blame the user, student, prospect or customer for not trying hard, for being too stupid to get it, or for not caring enough to pay attention. It might even be tempting to blame those in your tribe who aren’t working as hard at following as you are at leading. But none of this is helpful.

What’s helpful is to realize that you have a choice when you communicate. You can design your products to be easy to use. You can write so your audience hears you. You can present in a place and in a way that guarantees that the people you want to listen will hear you. Most of all, you get to choose who will understand (and who won’t).

Moving the line (the power of a zealot)
Extremists move the middle.

Compromise is everywhere. Most of us can't possibly be pure extremists or true fundamentalists, so we draw the line somewhere in the middle.

Consider the choice of what you eat (or don't eat). It ranges from the omnivore at one end to the fruitarian at the other:

Cannibal... chimps... dogs... cats... cows... pigs... chickens... fish... foie gras... unfertilized eggs... honey... yeast... cherries... dust

My guess is that few people care so little about their role in the food chain that they're willing to eat humans (one end of the spectrum), and there are very few strict fruitarians out there (but I've never met someone who wouldn't eat yeast). Most of us draw a line somewhere between the extremes. That means we're already compromising, we just argue about how much.

Consider government:

Karl Marx...Maoist...socialist...progressive...fiscal conservative...libertarian...Ayn Rand

Again, I don't think that many people would be happy at all living at either end of the spectrum above, so we each draw a line. It's ad hoc, it's based on our community, but we pick it and then magically, we stick with it. Not just stick with our ad hoc line, but argue about it, defend it and get angry about it.

Private jet...fried baby seals...SUV...'organic' dry cleaning...Prius...bicycle...localvore...burlap sacks...No impact man

It's interesting to note that an enormous amount of apparently principled argument goes on about relatively tiny movements in where the line is being drawn. In most cases, to paraphrase an old joke, "we've already figured out what sort of girl you are, now we're just arguing about the price." It's not the principle, in fact, it's just the degree of compromise we're comfortable with and content to argue over.

And so it's left to the zealots. The people at either end have little hope of moving the masses all the way to their end of the argument. Instead, what they do is make it feel safer to change the boundaries, safer to recalibrate the compromise. Over time, as the edges feel more palatable, the masses are more likely to be willing to edge their way closer to one edge or another. Successful zealots don't argue to win. They argue to move the goalposts and to make it appear sane to do so.

The Seven Things You Can Do To Create Your Tribe:

1. Publish a manifesto: Give it away and make it easy for the manifesto to spread far and wide. It doesn’t have to be printed or even written. But it’s a mantra and a motto and a way of looking at the world. It unites your tribe members and gives them a structure (point of view)

2. Make it easy for your followers to connect with you: It could be as simple as visiting you or emailing you or watching you on television. Or it could be as rich and complex as interacting with you on Facebook or joining your social network on Ning.

3. Make it easy for your followers to connect with one another: There’s that little nod that one restaurant regular gives to another recognized regular. Or the shared drink in an airport lounge. Even better is the camaraderie developed by volunteers on a political campaign or insiders involved in a new product launch. Great leaders figure out how to make these interactions happen. The internet allows some organizations to embrace long distance involvemenet. It lets charities flip the funnel, not through some simple hand waving but by reorganizing around the idea of engagement online. This is the new leverage. It means opening yourself to volunteers and encouraging them to network, to connect with one another, and yes, even to mutiny. It means giving everyone of your professionals a blog and the freedom to use it. It means mixing it up with volunteers so they have something truly at stake. This is understandably scary for many non-profits, but I’m not so sure you have a choice. You can use tools like Blogs, Twitter, Basecamp, Facebook, Ning, MeetUp.com, LinkedIn.com and others.

4. Realize that money is not the point of a movement: Money exists merely to enable it. The moment you try to cash out is the moment you stunt the growth of your movement.

5. Track your progress: Do it publicly and create pathways for your followers to contribute to that progress. The big win is in turning donors into patrons and activists and participants. 

6. Involve them in the Tribe’s Growth: The biggest donors are the ones who not only give, but also do the work. The ones who make the soup or feed the hungry or hang the art. My mom was a volunteer for years at the Albright Knox Art Gallery in Buffalo, New York, and there’s no doubt at all that we gave more money to the museum than we would have if they’d sent us a fly once a month.

7. Develop a simple and believable strategy to create change: Hope without a strategy doesn’t generate leadership. Leadership comes when your hope and your optimism are matched with a concrete vision of the future and a way to get there. People won’t follow you if they don’t believe you can get to where you say you’re going. It should be simple. An idea that when people hear it they think, “Yes . . . that would work.”

Six Tribe Building Principles:

1. Transparency really is your only option: Every failed televangelist has learned this the hard way. The people who follow you aren’t stupid. You might go down in scandal, or more likely, from ennui. People can smell subterfuge from a mile away.

2. Your movement needs to be bigger than you: An author and his book, for example, don’t constitute a movement. Changing the way people apply to college does.

3. Movements that grow, thrive: Every day they get better and more powerful. You’ll get there soon enough. Don’t mortgage today just because you are in a hurry.

4. Movements are made most clear when compared to the status quo or to movements that work to push the other direction: Movements do less well when compared t other movements with similar goals. Instead of beating them, join them.

5. Exclude Outsiders: Exclusion is an extremely powerful force for loyalty and attention. Who isn’t part of your movement matters almost as much as who is.

6. Tearing others down is never as helpful to a movement as building your followers up.

Tribes Case Study: Gary Vaynerchuk runs Wine Library TV (http:://tv.winelibrary.com/) and he has a tribe. Millions of people around the world turn to him to narrate their passion for wine. He helps them discover new wines and better understand the wines they love. But Gary doesn’t market to this audience, and he doesn’t manage them either. He leads a tribe instead. It’s an act of generosity and the fuel for a movement, not a marketing stunt. He doesn’t push, he leads. Were people writing about or talking about wine before? Of course. Information has never been difficult to come by. What makes Gary so successful is the way he uses a new medium and new techniques to communicate his passion, to connect people and to create change. And so a movement grows.

Tribes Case Study: http://www.patientslikeme.com/ From their website - “Founded in 2004 by three MIT engineers whose collective experience spans from running the world's only non-profit biotechnology laboratory to large-scale online commerce applications, PatientsLikeMe is a privately funded company dedicated to making a difference in the lives of patients diagnosed with life-changing diseases. Our personal experiences with ALS (Lou Gehrig's disease) inspired us to create a community of patients, doctors, and organizations that inspires, informs, and empowers individuals. We're committed to providing patients with access to the tools, information, and experiences that they need to take control of their disease.

In 1998, a young carpenter named Stephen Heywood was diagnosed with ALS. The Heywood family began taking charge of Stephen's care, searching the world over for ideas that would extend his life and improve the way he lived. This set in motion a series of events that have led to PatientsLikeMe, a new system of medicine by patients for patients. We're here to give patients the power to control their disease and to share what they learn with others. We're here to help you.

Our goal is to enable people to share information that can improve the lives of patients diagnosed with life-changing diseases. To make this happen, we've created a platform for collecting and sharing real world, outcome-based patient data (patientslikeme.com) and are establishing data-sharing partnerships with doctors, pharmaceutical and medical device companies, research organizations, and non-profits. Contact us if you're interested in working together to achieve our goals.

Our operating costs will be covered by partnerships with healthcare providers that use anonymized data from and permission-based access to the PatientsLikeMe community to drive treatment research and improve medical care. We only share anonymized data with trusted partners and all our patient information is kept safe and secure. For more information, read our privacy policy.”

Tribes Case Study: The Tesla Roadster is a $100,00 electric supercar, built in Silicon Valley. Impossible to consider thirty years ago. Now it’s sold out. The company has assembled a tribe – eager customers. Cheerleaders and vicarious fans. The Prius Hybrid is a new car based on a hundred year old technology that no domestic carmaker cared enough about to develop. Today there’s a long list of brands following Toyota. The tribe has turned into a movement. This is astounding – the biggest staidest consumer product industry turning itself upside down in just a few years. 

Tribes Case Study: The Grateful Dead created concerts to allow people not just to hear their music, but to hear it together. That’s where the tribe part comes in. 

Tribes Case Study: I just heard about Jack, an “occasional restaurant” run by Danielle Sucher and Dave Turner in Brooklyn. They open the restaurant only about twenty times a year, on Saturday nights. By appointment. Go online and you can see the menu in advance. Then you book and pay if you want to go.  Instead of seeking diners for their dishes, Danielle and Dave get to create dishes for their diners. Instead of serving anonymous patrons, they throw a party. Danielle is the food columnist for the popular Gothamist website, an she and Dave run the food blog Habeas Brulee. That means they already interact with the tribe. It means that once the restaurant is up and running, it becomes the central clearing house, the place to hang out with the other tribe members. If the food is daring and the service is generous, Jack can’t fail. 

Tribes Case Study: The National Rifle association has a huge impact on the political culture of the United States, far in excess of the organizations actual size. That’s because the tribe is extraordinarily well connected, communicating up, down and sideways, and because they have a passionate mission, not just a common idea. 

Tribes Case Study: How did Wikipedia become one of the top ten sites on the internet? It has only about a half dozen full time employees and no source of revenue other than small donations. The way that Jimmy Wales, Wikipedia’s cofounder, built the tribe is instructive. He attracted a small group of people (only five thousand people account for the vast majority of work on the articles on the site) and engaged them in a vision. He didn’t tell them what to do. He didn’t manage the effort, he led it. Wales connected the tribe members to one another with ever-evolving technology that made it easier and easier for them to engage and communicate. And he gave the tribe a platform they could use to engage the outside world. That’s it, three steps: motivate, connect and leverage. As Jimmy says, “Everything I did was for us, not for me. I didn’t manage, I led.”

Leaders who set out to give are more productive than leaders who seek to get. Even more surprising is the fact that the intent of the leader matters. The tribes can sniff out why someone is asking for their attention. Looking out for number one is an attitude, and it’s one that doesn’t pay.
Tribes Case Study: Peter Diamandis wanted to energize the tribe of inventors, financiers, and explorers who might pursue new solutions for space flight. Rather than blindly following the limited leadership that NASA provided, he decided to offer the X PRIZE, a $10 million award for the first team that could put a rocket one hundred kilometers into space successfully, twice in two weeks.

The team that won spent more than $20 million to collect the prize. All told, a simple act of leadership generated an investment by the dozens of teams that competed that was greater than ten tmes more than the prize itself. But more important, it generated a brand new field, with new participants and a new sort of community.

Peter told me when he first broached the idea, everyone thought it was stupid. He had no instant support, no one applauding or eager to sign up at the first blush. It was his leadership and commitment that made it occur, not the idea itself (which was nothing but an update of the prize that Lindbergh won more than half a century earlier). The idea wasn’t the point. Organizing the tribe was.

Tribes Case Study: Green Drinks

Tribes Case Study: Burning Man

Tribes Case Study: Non Violent Communication

Tribes Case Study: Warrior Sage Village

Tribes Case Study: Coachville.com

Tribes Case Study: Hoopcity.ca

Tribes Case Study: e-sage.ca 

Tribes Case Study: Judy Wicks

Tribes Case Study: Chris Chopik

Some Additional ‘Tribe’ Defining Questions:

1. What/who are you protecting them from?

2. What are the biggest lies told to your tribe?

3. Who are the biggest exploiters of your tribe?

4. What are your fondest hopes for your tribe?

5. What do you most want for them?

6. If your tribe were fully empowered (financially, emotionally, healthwise etc) what difference would that make to the world?

7. What frustrates or annoys you about your tribe?

8. What do you most wish they would ‘get over’ and ‘let go of’? What’s the tribe’s baggage and hang ups that’s holding it back?

9. What do you love most about your tribe?

10. If nothing changes – where is your tribe likely to find itself in 10 years?

11. What do you most want for your tribe? Complete this sentence: I see a world where all _______’s ______. (e.g. I see a world where everyone has found their soul mate/inner peace/has access to healthy food etc.)

