
June 2014 (13:2) | MIS Quarterly Executive   97

Social Media Chaos1 

For many business managers and executives, social media is chaotic territory. The two text 
panels below show the perils of ignoring social media or inappropriately engaging with them. 
To avoid these perils, organizations need a systematic approach for extracting value from the 
mayhem of social media. Starting with the notion of the organization as a capital-conversion 
system, we provide a structured approach to implementing a social media strategy that can 
create capital out of chaos. We demonstrate how to convert internal and external social media 
activities into social, symbolic, human, organizational and economic capital.

1  This article is being published as a SIM-sponsored report.

Generating Capital from Social Media

Social media represent a chaotic and diverse set of offerings that few organizations 
can afford to ignore. Starting with the notion of the organization as a capital-conver-
sion system, we provide a structured approach for developing a social media strategy 
that can make capital out of the chaos. The approach links organizational strategy 
to capital-generation goals that shape social media strategy, which includes a mix of 
four tactics: Listening and Branding, Mining and Deciding, Conversing and Sharing, 
and Co-creating and Innovating.1
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Perils of Ignoring Social Media: “United Breaks Guitars”
Over 12 million people have viewed “United Breaks Guitars” by David Carroll and his band. 
�ĂƌƌŽůů� ŚĂĚ� ŚŝƐ� dĂǇůŽƌ� ŐƵŝƚĂƌ� ĚĞƐƚƌŽǇĞĚ� ďǇ�hŶŝƚĞĚ� �ŝƌůŝŶĞ Ɛ͛� ďĂŐŐĂŐĞ� ŚĂŶĚůĞƌƐ� ĚƵƌŝŶŐ� Ă� ŇŝŐŚƚ�
ŝŶ�ϮϬϬϵ͘��ŌĞƌ�ƚŚĞ�ĂŝƌůŝŶĞ�ƌĞƉĞĂƚĞĚůǇ�ĚĞĐůŝŶĞĚ�ƚŽ�ƉĂǇ�ĨŽƌ�ƚŚĞ�ďƌŽŬĞŶ�ŐƵŝƚĂƌ͕ ��ĂƌƌŽůů�ǁƌŽƚĞ�ĂŶĚ�
ƉŽƐƚĞĚ�Ă�ƐŽŶŐ�ƚŽ�zŽƵdƵďĞ͘�,ŝƐ�ƐƚŽƌǇ�ǁĂƐ�ƉŝĐŬĞĚ�ƵƉ�ďǇ��EE�ĂŶĚ�The New York Times. He later 
ǁƌŽƚĞ� Ă� ďŽŽŬ�ǁŝƚŚ� ƚŚĞ� ƐĂŵĞ� ƟƚůĞ͕� ĂŶĚ� ŚŝƐ�ŵŽƐƚ� ƌĞƋƵĞƐƚĞĚ� ĐŽŶĐĞƌƚ� ƐŽŶŐ� ŝƐ� ͞hŶŝƚĞĚ� �ƌĞĂŬƐ�
Guitars.”

�ĂŶŐĞƌ� ŽĨ� /ŶĂƉƉƌŽƉƌŝĂƚĞ� �ŶŐĂŐĞŵĞŶƚ�ǁŝƚŚ� ^ŽĐŝĂů�DĞĚŝĂ͗�'D͛Ɛ� /ŶǀŝƚĂƟŽŶ� ƚŽ� �ƌĞĂƚĞ� �ŚĞǀǇ�
Tahoe ads
/Ŷ�DĂƌĐŚ�ϮϬϬϲ͕�'D�ůĂƵŶĐŚĞĚ�Ă�ǁĞďƐŝƚĞ�ŝŶǀŝƟŶŐ�ǀŝƐŝƚŽƌƐ�ƚŽ�ĐƌĞĂƚĞ�Ă�ϯϬͲƐĞĐŽŶĚ�ĐŽŵŵĞƌĐŝĂů�ĨŽƌ�
ƚŚĞ� ϮϬϬϳ� �ŚĞǀƌŽůĞƚ� dĂŚŽĞ͘� �ŶǀŝƌŽŶŵĞŶƚĂůŝƐƚƐ� ƚŽŽŬ� ƵƉ� ƚŚĞ� ĐŚĂůůĞŶŐĞ͕� ĂŶĚ� ŽŶĞ� ĂĚ� ƐŚŽǁĞĚ� Ă�
dĂŚŽĞ�ĚƌŝǀŝŶŐ�ƚŚƌŽƵŐŚ�Ă�ĚĞƐĞƌƚ͘�/ƚƐ�ŵĞƐƐĂŐĞ�ǁĂƐ͕�͞KƵƌ�ƉůĂŶĞƚ Ɛ͛�Žŝů� ŝƐ�ĂůŵŽƐƚ�ŐŽŶĞ͘�zŽƵ�ĚŽŶ͛ƚ�
ŶĞĞĚ�'W^�ƚŽ�ƐĞĞ�ǁŚĞƌĞ�ƚŚŝƐ�ƌŽĂĚ�ůĞĂĚƐ͘͟ �dŚŝƐ�ǁĂƐŶ͛ƚ�ƚŚĞ�ƐƚŽƌǇ�ƚŚĂƚ�'D�ǁĂŶƚĞĚ�ŝƚƐ�ĐƵƐƚŽŵĞƌƐ�
to tell.
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Five Types of Capital2

Humans are creators and transformers of 
capital, which is a durable and transforming 
factor of production generated by a prior 
investment. For tens of thousands of years, 
we have been fashioning culture and building 
environments through creating and transforming 
ϐ���������������������������ȋ����������ͳȌǤ

A company typically starts with a mix of 
human capital (entrepreneurs), social capital 
(their connections) and economic capital (e.g., 
venture capitalists or angel investors). For 
example, when Jobs, Wozniak and Wayne started 
������ ���ͳͻ͹͸ǡ� ���������������������������������
circuit boards and build rudimentary computers 
(human capital). All three had valuable links in 
the electronics industry (social capital), and the 
initial economic capital came from a venture 
capitalist, who also provided organizational 
capital because of his business experience.3 
Subsequently, Apple used its initial capital to 
market products (economic capital) and fashion 
a brand (symbolic capital). Today, Apple is a 
massive generator of economic capital, the 
����������������Ǧ�������������������ϐ���Ǥ

We view the organization as a capital-
����������� ���� Ǧ��������� ������� ȋ���� 	������ ͳȌǤ�
It takes in capital, converts it from one form to 
another or enhances it (e.g., educating recruits), 
with the ultimate goal of generating capital 
���ϐ����Ǥ� 	��� �������ǡ� �� ϐ���� ����� ����� ��������
(economic capital) to hire certain key skills 

2 Dean, A. and Kretschmer, M. “Can ideas be capital? Factors of 
production in the postindustrial economy: A review and critique,” The 
Academy of Management Review, (32:2), 2007, pp. 573-594.
3  Linzmayer, O. $SSOH�FRQ¿GHQWLDO������7KH�GH¿QLWLYH�KLVWRU\�RI�
WKH�ZRUOG¶V�PRVW�FRORUIXO�FRPSDQ\� No Starch Press, 2004.

(human capital) to conduct R&D to generate 
intellectual property (organizational capital). 
�� ϐ���� ���� ����� ����������� �������� ������� ȋ�Ǥ�Ǥǡ�
a knowledgeable employee leaves). Economic 
growth occurs when the myriad of capital-
����������� �������� ȋ�Ǥ�Ǥǡ� ϐ����ǡ� ������������ǡ�
hospitals) in an economy collectively generate 
more output than input. Indeed, competition 
ensures that capital stocks increase as those that 
do not master capital conversion fail.

Social media, if handled correctly and because 
of their growing pervasiveness, are a means of 
������� ��� ���� ϐ���� ������ ��� �������Ǥ� ������ ��������
creation as a lens, we show how organizations 
can convert the jumble of social media options 
into capital.

Table 1: Capital Typology2

dǇƉĞ�ŽĨ��ĂƉŝƚĂů �ĞĮŶŝƟŽŶ

Economic /ŶĐůƵĚĞƐ�ĮŶĂŶĐŝĂů͕�ƉŚǇƐŝĐĂů�ĂŶĚ�ŵĂŶƵĨĂĐƚƵƌĞĚ�ĐĂƉŝƚĂů�ƌĞƐŽƵƌĐĞƐ

Social dŚĞ�ĂďŝůŝƚǇ�ŽĨ�ĂŶ�ŝŶĚŝǀŝĚƵĂů�Žƌ�ŐƌŽƵƉ�ƚŽ�ĐĂƉŝƚĂůŝǌĞ�ŽŶ�ƐŽĐŝĂů�ĐŽŶŶĞĐƟŽŶƐ

^ǇŵďŽůŝĐ dŚĞ�ĂŵŽƵŶƚ�ŽĨ�ŚŽŶŽƌ�Žƌ�ƉƌĞƐƟŐĞ�ƉŽƐƐĞƐƐĞĚ�ǁŝƚŚŝŶ�Ă�ŐŝǀĞŶ�ƐŽĐŝĂů�ƐƚƌƵĐƚƵƌĞ

Human ^ŬŝůůƐ͕�ŬŶŽǁůĞĚŐĞ�ĂŶĚ�ĂďŝůŝƟĞƐ�ƚŚĂƚ�ŝŶĚŝǀŝĚƵĂůƐ�ƵƐĞ�ƚŽ�ŐĞŶĞƌĂƚĞ�ŝŶĐŽŵĞ�Žƌ�ŽƚŚĞƌ�
ƵƐĞĨƵů�ŽƵƚƉƵƚƐ

KƌŐĂŶŝǌĂƟŽŶĂů /ŶƐƟƚƵƟŽŶĂůŝǌĞĚ�ŬŶŽǁůĞĚŐĞ�ƐƚŽƌĞĚ�ŝŶ�ĚĂƚĂďĂƐĞƐ͕�ƌŽƵƟŶĞƐ͕�ƉĂƚĞŶƚƐ͕�ŵĂŶƵĂůƐ�ĂŶĚ�
ƐƚƌƵĐƚƵƌĞƐ

Figure 1: The Organization as a Capital-

Conversion and -Creation System
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^ǇŵďŽůŝĐ
�ĂƉŝƚĂů
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Social Media as a Capital-Creation 

Opportunity

Social media can operate in two broad 
spaces, within and without the organization. The 
external space includes the public, customers 
and prospective customers, legislators and 
regulators, competitors, suppliers, distributors 
���� ���� ϐ����������������Ǥ� ������������� �����������
����� ������ ��� ǲ������� ϐ����ǳ� ��� ������ ���� �������
(see Figure 2). The organization’s social media 
channels can be leveraged to generate and 
improve all of its different types of capital. 

Internally, an organization seeks to generate 
competencies (human capital) and connections 
(social capital) among its employees. It creates 
��������������� �������� ��� �������� ��ϐ�������
operations and generate innovations. Externally, 
enterprises endeavor to attract relevant capital 
to build linkages, legitimacy and relationships 
with key stakeholders (social capital). The 
use of social media is an important element 
of brand- and reputation-building (symbolic 
capital); the examples of United Airlines and 
GM show how social media can reduce symbolic 
capital. Learning how customers react to 
products and services, particularly failures, 
facilitates the development of human capital 
(e.g., understanding which features work well) 
and organizational capital (e.g., building better 
��������� �������ȌǤ� ���� ǲ������� ������� 
������ǳ�
incident was ignored for months, resulting in a 
loss of symbolic capital that still persists because 
of the song’s popularity. United failed to create a 

response protocol for such events (organizational 
capital) that would limit the loss of symbolic 
capital. Finally, a positive social media review can 
stimulate sales (economic capital).

�������������� ���� ����������� ��� ϐ���� ��
systematic way to manage social media. We 
provide a framework to guide the generation of 
organizational value through capital development 
enabled by social media. The framework is 
presented in conjunction with case studies that 
illustrate good practice and challenges to avoid. 
(The Appendix describes how the cases were 
sourced and the framework was developed.)

A Strategic Framework  

for Generating Capital  

from Social Media

��� ��ϐ���� ������� ������ as the technological 
enablement and enhancement of human 
interaction in society and organizations. Thus, 
������� ������ ϐ���� �������� ���� ������� ������� ���
organizations and society. They are part of the 
input, throughput and output that underlie 
and represent the generation of capital in 
organizations. Our strategic framework 
comprises four complementary tactics for 
generating capital from social media:

 Ɣ Listening and Branding—learning and 
engaging that drives human, social and 
symbolic capital generation

Figure 2: Four Types of Social Flows

1. Organization-to-Environment ϯ͘��ǆƚĞƌŶĂů��ŽŵŵƵŶŝƚŝĞƐ�ĂŶĚ�&ŽƌƵŵƐ

2. Environment-to-Organization



100    MIS Quarterly Executive | June 2014 (13:2) misqe.org | © 2014 University of Minnesota

Generating Capital from Social Media

 Ɣ Mining and Deciding—data-driven analysis 
and decision making that creates human 
and organizational capital

 Ɣ Conversing and Sharing—knowledge 
generation and dissemination that develop 
human and social capital

 Ɣ Co-creating and Innovating—creating new 
products or solving problems to generate 
organizational capital.

Organizational strategy shapes capital-
creation goals, which in turn drive social media 
strategy (see Figure 3). The four social media 
���������������������ϐ����������������������������
capital-creation targets. The appropriate mix of 
������ �������� ����� ��� �����ϐ��� �������Ǧ�����������
goals is an organization’s social media strategy. 
This strategy is assessed in the context of capital 
������� ���������� �������� ��� ����������Ǧ�����ϐ���
����������� ����� ��� 	�������� ǲ�����ǳ� ��� ��������
hits. 

Many organizations have dipped their toes 
into the social media vortex but have often 
�������� ���� �����ϐ�������� ��� �����Ǥ� ��� �����
retrospectively analyzed social media endeavors 
by focusing on capital creation. This emphasis 
informs organizational strategy by providing a 
�������� �����ϐ�������� ���� ����������� ��� �������
media strategy in terms of capital creation. The 
capital-centric approach allows organizations to 
stay focused on (a) generating value rather than 
operating technology and (b) provides tools to 
��ϐ���ǡ� ������� ���� ���������� �� ������� ������
strategy.

Social Media Tactic 1: 

Listening and Branding

The Listening and Branding tactic is about 
using social media to learn about and engage with 
current and prospective customers, suppliers 
and employees. It is the activity that generates 
���������	���������������������ǡ�������ϐ��������

product reviews on Amazon. When it works well, 
this tactic can facilitate an organization staying 
in touch with its extended community (social 
capital), reinforce its value proposition (symbolic 
capital) and enable it to immediately sense and 
respond to opportunities and threats by learning 
how stakeholders react to initiatives (human 
and organizational capital). However, because 
the entry cost is low, Listening and Branding 
projects typically represent an easily overlooked 
line item in corporate budgets, and it is easy to 
disregard the strategic impact. Such projects can 
easily morph into embarrassing disasters that 
damage an organization’s capital. There are three 
key actions that govern how well an organization 
implements the Listening and Branding tactic: 

 Ɣ Co-mingling of marketing and corporate 
communications so that reacting to 
consumers’ comments becomes an 
opportunity to create symbolic capital 
through effective linkages with opinion 
leaders. 

 Ɣ Rethinking the corporate brand as a social 
construct where control is shared with 
stakeholders.4 The brand—i.e., symbolic 
capital—is now co-generated by the 
organization and its stakeholders. 

 Ɣ Leveraging electronic word-of-mouth by 
complementing the conversations between 
consumers to enhance the brand and also 
to learn about what creates customer 
value.

The Listening and Branding tactic also 
generates risks. For example, consumers often 
see social media only as a coupon-generation tool, 
resulting in a reduction of revenue (economic 
capital). Encouraging complaints and surfacing 
problems without an appropriate reaction system 

4  Pitt, L. F., Watson, R. T., Berthon, P., Wynn, D. et al. “The 
penguin’s window: corporate brands from an open-source 
perspective,” -RXUQDO�RI�WKH�$FDGHP\�RI�0DUNHWLQJ�6FLHQFH (34:2), 
2006, pp. 115-127.

Figure 3: Determinants of Social Media Strategy

 

Organizational
^ƚƌĂƚĞŐǇ

�ĂƉŝƚĂů-�ƌĞĂƚŝŽŶ
Goals

Social Media
^ƚƌĂƚĞŐǇ
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(organizational capital) can reduce symbolic 
capital. 

Organizations can mitigate the risks by: 
 Ɣ Ensuring that projects have working 

partnerships among marketing, 
communications and legal so that when 
the organization inserts itself in the 
social media stream it can respond in an 
integrated manner

 Ɣ Establishing monitoring tools and 
������������������������ϐ����������������ǡ�
where appropriate, respond

 Ɣ Implementing metrics to analyze and 
measure social interactions and the 
effectiveness of various responses to 
provide the foundation for long-term 
strategic direction and assessment of 
capital goal-realization. 

At the minimum, most organizations should 
���� ������� ������ ��� ǲ������ǳ� ��� ������ ���������
community and learn from it. The challenge 
facing organizations is whether they should 
��������� �����������Ȅ�Ǥ�Ǥǡ� ǲ�����ǳȄ������ �������
media.

Implementing the Listening and 

Branding Tactic

To implement the Listening and Branding 
������ǡ� �������������� ����� ��� ϐ����� ������ ����
tactic in context (see Figure 4) and align 
implementation to capital-generation goals. 
In organizations where social media are part 
of substantial positive capital generation, they 
should be part of the overall organizational 

strategy. Conversely, when the likely impact 
of social media is of little import, operational 
�������� ������� ���ϐ���Ǥ� ��� ������ ���� ����������
severe negative consequences of the Listening 
and Branding tactic, there needs to be an 
organizational defense team to mitigate such 
consequences. A marketing-centric approach 
is called for when there are moderate capital-
creation prospects.

Implementing the Listening and Branding 
social media tactic creates an elasticity challenge 
because it means relinquishing control and 
strategic direction. It creates tension between 
major stakeholders (customers, suppliers and 
competitors) and the enterprise as they jointly 
stretch a brand in four distinct but related 
directions: Control, Information, Criticism and 
Socialness (see Figure 5).5

Organizations aiming to build symbolic capital 
will have to carefully manage the level of Control; 
������� �������� ���� ����� ǲ������� ����ǡǳ� ���� ���
moves the brand in an undesirable direction. 
There are three strategies an organization can use 
������������������������������ǣ�ͳȌ���������������Ǧ
up approach and allow and accept emergent 
consumer control (e.g., the Facebook page is 
owned by a fan); 2) follow an emergent bottom-
���������������� ǲ������������ ���������ǳ� ��� ������

5  Adapted from Fournier, S. and Avery, J. “The uninvited brand,” 
%XVLQHVV�+RUL]RQV (54:3), 2011, pp. 193-207.

Figure 4: Context of the Listening and 

Branding Tactic

Figure 5: Dimensions of the Listening and 

Branding Tactic

Socialness
� Community
� >ŽŽƐĞ��ĨĨŝůŝĂƚŝŽŶ
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^ǇŵďŽůŝĐ
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a valuable conversation; or 3) follow a top-down 
��������� ���� ������ �������� ����� ��� �����ϐ���
elements determined in advance (e.g., Snuggie, 
a U. S. provider of novelty blankets, encouraged 
consumers to create parodies of its products). 

An enterprise can position itself anywhere 
along an Information͸ continuum ranging from 
secretive to transparent. This positioning will 
have an impact on its symbolic and social capital-
creation opportunities. The three strategies an 
organization can adopt are: 

1. Proactively determine in advance what 
information they want to disclose (e.g., 
a CEO blog in which problems with a 
product are discussed openly)

2. Follow a reactive model and have a 
process in place to respond to and 
provide information based on events or 
requests (e.g., what information to release 
if a product’s safety is questioned in a 
discussion forum)

3. Decide to remain closed. Consumers 
will often ascribe positive attributes to 
organizations that are open and authentic 
in social media forums, and this can build 
symbolic capital by establishing positive 
ǲ�����������Ǥǳ�

With the Criticism dimension of the Listening 
���� ��������� ������� ������ ������ǡ� ������ ���� ϐ����
strategies organizations can adopt: 

1. Invite criticism (e.g., Domino’s Pizza 
feedback process͹)

2. Have a process and resources in place 
to respond to criticism (e.g., Comcast’s 
customer service agents respond to 
negative tweets8)

3. Fight back when the criticism is 
damaging, and mobilize action by positive 
stakeholders

6  Note: The term “information” here refers to the policy on 
providing formal information, such as documents, facts and so on. 
Information at its most basic level is embedded in all dimensions of 
the Listening and Branding tactic, including Control, Socialness and 
Criticism.
7  Domino’s has made customer feedback and transparency a key 
element of its strategy, including listing the names of employees 
who are making individual pizzas on its online tracker, openly 
listing customer complaints and, more recently, launching a major 
advertising campaign acknowledging the complaints and how it is 
responding.
8  In 2009, Comcast won praise for its Director of Digital Care, 
whose job is to interact with customers on Twitter.

4. ǲ�������������������ǳ������������������������
and openly discussing remediation

5. Ignore criticism in the hope that it will 
fade. Ignoring criticism is a viable strategy 
given that social media is fast-paced and 
conversations and issues often have a 
������ǲ����Ǧ����Ǥǳ�

Criticism builds both symbolic and human 
capital because the opportunity to respond to 
customers can create brand value as well as 
facilitate deep learning about customers’ needs 
and preferences. 

The Socialness dimension of the Listening 
and Branding tactic concerns the basic human 
����������� ��� ǲ����� ��������ǡ� ��� ϐ��� ��� ���� ���
������Ǥǳͻ The primary strategy is to build a 
community, but forming and sustaining a 
���������� ��� �� ���ϐ������ ����Ǥ� �� ����� ��� ������
��ϐ��������� �������������� ��� ����������� ����
casual interaction is likely more feasible for most 
organizations, or the organization can choose 
to interact with each individual on a one-to-one 
basis. 

The following sidebar describes how 
Campbell’s Kitchen implemented the Listening 
and Branding social media tactic.ͳͲ 

Listening and Branding Tactic Key 

Insights

Campbell’s Kitchen follows a relatively 
lightweight approach and has outsourced the 
���Ǧ��Ǧ���������������� �����ǡ��������� ���� ǲ����ǳ�
on the company is light. Other organizations 
follow a heavier approach to social media content 
management. Campbell’s Kitchen, however, has 
taken a cautious and deliberate approach to 
��������� ��������� �������Ǥ� ��� ���������� ����ϐ���
of its approach of carefully thinking through each 
process in advance is that it: 

 Ɣ Moderates the need for human and 
organizational capital investments

 Ɣ Reduces the perceived project risk
 Ɣ Reduces the cost
 Ɣ Likely increases top-management support. 
When the Listening and Branding tactic is 

actively managed, it can lead to human capital 
development, as employees have an opportunity 

9  Fournier, S. and Avery, J., op. cit., 2011, p. 195.
10  Based on interviews with managers and analysis of public 
website.
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to learn directly by listening to key stakeholders. 
This interaction can add social capital through 
the creation of relationships and connections. The 
Listening and Branding tactic can create symbolic 
capital as the organization leverages the social 
ϐ������������������������������Ǥ

Social Media Tactic 2:  

Mining and Deciding

The Mining and Deciding social media tactic 
is concerned with making sense of the chaos 
and turning it into advantageous human and 
organizational capital. This tactic involves 
analyzing text (e.g., comments on a discussion 
forum), usage records (e.g., who is accessing 
what on a website) and demographics (e.g., 
identifying long-term trends). Above all, it is 
about unearthing the relationships and trends 
among and between current and prospective 
customers, suppliers, employees and competitors. 
When it works well, the Mining and Deciding 
tactic can yield critical and previously unavailable 
insights (human capital) on what drives value. If 
������������������������ϐ��������������������������
standard operating procedures, such as a new 
customer service process, then organizational 
capital is created.

The Mining and Deciding tactic brings risks. 
Social media data is often unreliable (e.g., false 
�������� ����� ��� ���ϐ������ ��� �������� ��������
product shortcomings), and discussion forums 
and call logs are messy and huge. Text mining 
does not have the same precision as numerical 
data analysis, and natural language includes 
���������ǡ� �������ǡ� �����ǡ� ����ϐ���ǡ�������������ǡ�
deceit and abbreviations. Yet, despite the 
messiness and analytical challenges, the data may 
in aggregate be predictive. That is why there is an 
immense opportunity to generate capital from 
social media data. 

Implementing the Mining and Deciding 

Tactic

�������������� ����� ��� ϐ����� ��������� ����
����� ���������� ������� ϐ����� ���� ����� �������
the appropriate mix of tools, skillsets and data. 
�������ǡ� ��� 	������ ʹǡ� ��� ������ϐ���� ����� ������ ���
������� ϐ����ǡ� ���� ������ ϐ����� ���� ��� ������ ���
generate and improve capital (see Table 2).

Social media have created an unprecedented 
opportunity for organizations to expand their 
horizons by providing new communication 
��������Ǥ����������������������ȋ	����ͳ����������ʹȌ�
can be augmented by environmental scanning to 
add human and organizational capital (Flow 2). 
External communities and forums (Flow 3) are 
challenging because they often involve chaotic 
���������� ��Ǧ������������ ������������ ϐ�����
among the members of the organization and the 

,Žǁ��ĂŵƉďĞůů͛Ɛ�<ŝƚĐŚĞŶ�/ŵƉůĞŵĞŶƚĞĚ�ƚŚĞ�
>ŝƐƚĞŶŝŶŐ�ĂŶĚ��ƌĂŶĚŝŶŐ�dĂĐƟĐ

�ĂŵƉďĞůů Ɛ͛�<ŝƚĐŚĞŶ�ƉƌŽǀŝĚĞƐ�ƌĞĐŝƉĞƐ�ĨŽƌ�ŝƚƐ�ƉƌŽĚͲ
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ĂŶĚ� ŐŽ� ƚŚƌŽƵŐŚ� ĂŶ� ŝŶƚĞƌŶĂů� ƌĞǀŝĞǁ�ƉƌŽĐĞƐƐ� ŝŶͲ
ǀŽůǀŝŶŐ� ŵĂƌŬĞƟŶŐ� ĂŶĚ� ůĞŐĂů͘� ͞�ŽŶǀĞƌƐĂƟŽŶƐ͟�
ƚĂŬĞ�ƉůĂĐĞ�ŽŶ�&ĂĐĞďŽŽŬ͕�ǁŚŝůĞ�Ă�ǁĞďƐŝƚĞ�ŝƐ�ƵƐĞĚ�
ƚŽ�ƉŽƐƚ�ĂŶĚ�ĐŽůůĞĐƚ�ƌĞǀŝĞǁƐ�ŽŶ�ƌĞĐŝƉĞƐ͘��Ɛ�ŽĨ�̂ ĞƉͲ
ƚĞŵďĞƌ�ϮϬϭϮ͕��ĂŵƉďĞůů Ɛ͛�<ŝƚĐŚĞŶ�ŚĂĚ�ƌĞĐĞŝǀĞĚ�
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ŚĂƐ�Ă�ƉĂƌƚͲƟŵĞ�ŝŶƚĞƌŶĂů�ŵĂŶĂŐĞƌ͖�ĚĞǀĞůŽƉŵĞŶƚ�
ĂŶĚ� ĚĂǇͲƚŽͲĚĂǇ� ŽƉĞƌĂƟŽŶƐ� ĂƌĞ� ŽƵƚƐŽƵƌĐĞĚ͘�
dŚĞƌĞ� ĂƌĞ� ŶŽ� ĨŽƌŵĂů� ĞǆƉĞĐƚĂƟŽŶƐ� ĨŽƌ� ƌĞǀĞŶƵĞ�
ĂŶĚ� ĂůŵŽƐƚ� ƚǁŽ� ǇĞĂƌƐ� ĂŌĞƌ� ƐƚĂƌƟŶŐ͕� ƚŚĞ�ǁĞďͲ
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ŵĂŶǇ� ĐŽŶƐƵŵĞƌ� ƉƌŽĚƵĐƚƐ͕� ƚŚŝƐ� ĂƉƉƌŽĂĐŚ� ŵĂǇ�
ŚĂǀĞ�ŵŽƌĞ� ůŽŶŐͲƚĞƌŵ� ͞ůĞŐƐ͟� ƚŚĂƚ� ůĞĂĚ� ĞǀĞŶƚƵͲ
ĂůůǇ�ƚŽ�ĞĐŽŶŽŵŝĐ�ĐĂƉŝƚĂů�ƌĂƚŚĞƌ�ƚŚĂŶ�ƐŚŽƌƚͲƚĞƌŵ�
ŐĞŶĞƌĂƟŽŶ�ŽĨ�>ŝŬĞƐ�ĂŶĚ�ǁĞďƐŝƚĞ�ŚŝƚƐ͘�

�ĂŵƉďĞůů Ɛ͛� <ŝƚĐŚĞŶ� ŚĂƐ� ĂĚŽƉƚĞĚ� Ă� ƚŽƉͲĚŽǁŶ�
�ŽŶƚƌŽů� ƐƚƌĂƚĞŐǇ� ŝŶ�ǁŚŝĐŚ� ƌĞĐŝƉĞƐ�ĂƌĞ�ĂǀĂŝůĂďůĞ�
ǁŝƚŚ� ĨĞǁ� ƌĞƐƚƌŝĐƟŽŶƐ͕� ĂŶĚ� ĐŽŶƐƵŵĞƌƐ� ĂƌĞ� ĞŶͲ
ĐŽƵƌĂŐĞĚ� ƚŽ� ĐŽŵŵĞŶƚ͘� :ƵĚŝĐŝŽƵƐ� ŝŶƚĞƌǀĞŶƟŽŶ�
ŽĐĐƵƌƐ� ǁŚĞŶ� ŽďũĞĐƟŽŶĂďůĞ� ĐŽŶƚĞŶƚ� ŝƐ� ƉŽƐƚĞĚ͘�
dŚĞ� /ŶĨŽƌŵĂƟŽŶ� ƐƚƌĂƚĞŐǇ� ŝƐ� ƉƌŝŵĂƌŝůǇ� ƌĞĂĐƟǀĞ͕�
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ƚŚĞ�ƵƐĞ�ŽĨ�ŝƚƐ�ŝŶŐƌĞĚŝĞŶƚƐ͘�/ƚ�ŝƐ�ĂůƐŽ�ŽƉĞŶ�ƚŽ�ĐƵƐͲ
ƚŽŵĞƌƐ͛�ƌĞĐŝƉĞƐ�ďƵƚ�ƚĞƐƚƐ�ƚŚĞŵ�ĮƌƐƚ͘�dŚĞ�ĐŽŵƉĂͲ
ŶǇ Ɛ͛��ƌŝƟĐŝƐŵ�ƐƚƌĂƚĞŐǇ�ŝƐ�ƚŽ�ƌĞĂĐƚ�ƚŽ�ĨĂĐƚƵĂů�ĂŶĚ�
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ŝŶŇĂŵŵĂƚŽƌǇ� ĐŽŵŵĞŶƚĂƌǇ͘� &ŝŶĂůůǇ͕ � �ĂŵƉďĞůů Ɛ͛�
^ŽĐŝĂůŶĞƐƐ� ƐƚƌĂƚĞŐǇ� ĨŽůůŽǁƐ� Ă� ůŽŽƐĞͲĂĸůŝĂƟŽŶ�
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ůŝĐ�ƐƚĂŶĐĞ͘
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external environment of customers, suppliers, 
regulators and others. However, when there is 
a structured process in place to mine this bi-
directional interaction it can generate valuable 
human and organizational capital to aid strategic 
decision making. For example, an organization’s 
branded customer-directed social media 
channels can be mined to learn about common 
support problems and be used as a foundation 
for improving customer satisfaction. This can 
add human capital to marketing and increase 
organizational capital by improving product 
design. 

���� ��������� ���������� ϐ���� ȋ	���� ͶȌ� ���
not a new idea and has manifested itself in 
various forms over the past two decades (e.g., 
groupware). However, the low cost, ease of use 
����������������� ������������ ȋ�Ǥ�Ǥǡ� ǲ	��������ǳȌ�
offered by social media means that social 
media are supplanting traditional means of 
implementing organizational communities. The 
��������� ϐ����� �������� ��� ������������� ��������
human and organizational capital by capturing 
expertise. For example, some companies use 
blogs and wikis to capture knowledge from their 
most experienced employees.

The Listening and Branding tactic is 
���������� ������������ �������� 	����� ͳǡ� ʹ� ����
3. The Conversing and Sharing tactic and the Co-
creating and Innovating tactic (discussed below) 
are implemented through Flows 3 and 4. The 
most ambitious social media strategies extract 

valuable insights by carefully mixing all four 
ϐ��������������������Ǥ�

To implement the Mining and Deciding social 
media tactic, organizations need an appropriate 
mix of tools and expertise to manage and 
������������������ �������������� ȋ�Ǥ�Ǥǡ� ������ ϐ������ǡ�
newsfeeds and call logs). Combining traditional 
structured data (e.g., customer IDs, date stamps), 
unstructured data (e.g., comments on a blog) and 
data that can be structured (e.g., times a product 
is mentioned) with pure unstructured text 
(e.g., a review) can enhance the generation of 
�������Ǥ� ���������� ������������� ϐ����� ���� �������
the patterns of interaction and identify opinion 
leaders. The analysis can track the impact of a 
particular comment as it spreads by word-of-
mouth through one or more networks, much like 
a virus propagates. Valuable insights can arise 
through the cross-validation of transactional and 
social media data (e.g., a product that is selling 
well but getting negative reviews might indicate 
������Ǧ������������ϐ���ȌǤ�

To implement the Mining and Deciding 
tactic, organizations will need to invest in 
existing infrastructure, such as extending data 
warehousing and risk management to control 
large, messy and potentially litigious social 
media datasets. Since privacy and liability 
regulations and cultural sensitivity vary by 
country, there is an inherently greater risk of 
making a mistake in analyzing social media 
ϐ����� ��������� ��� ������������� �������������

Table 2: Mining the Social Flows

^ŽĐŝĂů�&ůŽǁ &ŽƌŵƐ�ŽĨ�DŝŶŝŶŐ�ƚŽ��ƌĞĂƚĞ��ĂƉŝƚĂů

1. KƌŐĂŶŝǌĂƟŽŶͲƚŽͲ�ŶǀŝƌŽŶŵĞŶƚ x�̂ ƚƌĂƚĞŐŝĐ�ŵĂƌŬĞƟŶŐ�;Ğ͘Ő͕͘�ĂŶĂůǇǌĞ�'ŽŽŐůĞ�ĂĚƐͿ
x�WƵďůŝĐ�ƌĞůĂƟŽŶƐ�;Ğ͘Ő͕͘�ƐƉŽŶƐŽƌ�ĐĂƵƐĞƐ�ŽŶ�&ĂĐĞďŽŽŬͿ

2. �ŶǀŝƌŽŶŵĞŶƚͲƚŽͲKƌŐĂŶŝǌĂƟŽŶ x�̂ ĞŶƟŵĞŶƚ�ŵŽŶŝƚŽƌŝŶŐ�;Ğ͘Ő͕͘�ĐŚĂƩĞƌ�Ăƚ�Ă�ĨŽƌĞŝŐŶ�ĨĂĐƚŽƌǇͿ
x�̂ ĞƌǀŝĐĞ�ƌĞƋƵĞƐƚƐ�ĂŶĚ�ĐŽŵƉůĂŝŶƚƐ�;Ğ͘Ő͕͘�ŝŶƚĞƌƉƌĞƚ�ĐŚĂƚ�
ůŽŐƐͿ

x�WƌŽĚƵĐƚ�ƐƵŐŐĞƐƟŽŶƐ�;Ğ͘Ő͕͘�ŵŝŶĞ�ĚŝƐĐƵƐƐŝŽŶ�ĨŽƌƵŵƐͿ
x�tĞď�ĂŶĂůǇƟĐƐ�;Ğ͘Ő͕͘�ĂŶĂůǇǌĞ�ƉĂŐĞ�ƌĂŶŬŝŶŐƐͿ

3. �ǆƚĞƌŶĂů��ŽŵŵƵŶŝƟĞƐ�ĂŶĚ�&ŽƌƵŵƐ x��ƌĂŶĚĞĚ�ĚŝƐĐƵƐƐŝŽŶ�ĨŽƌƵŵƐ�;Ğ͘Ő͕͘�ŝŶƚĞƌƉƌĞƚ�ĚŝƐĐƵƐƐŝŽŶͿ
x�&ĂĐĞďŽŽŬ�&ƌŝĞŶĚƐ�ĂŶĚ�>ŝŬĞƐ�;Ğ͘Ő͕͘�ŵĂƉ�ƐŽĐŝĂů�ŶĞƚǁŽƌŬƐͿ
x��ƌŽǁĚƐŽƵƌĐĞĚ�ĞǀĞŶƚƐ�;Ğ͘Ő͕͘�ŐĂŝŶ�ŝŶƐŝŐŚƚƐ�ĨƌŽŵ�Ă�ĐŽŶƚĞƐƚͿ

4. /ŶƚĞƌŶĂů��ŽŵŵƵŶŝƚǇ x��ŵƉůŽǇĞĞ�ƌĞƚĞŶƟŽŶ͕�ƉƌŽŵŽƟŽŶ�ĂŶĚ�ǁĞůůͲďĞŝŶŐ�;Ğ͘Ő͕͘�
ůĞĂĚĞƌďŽĂƌĚƐ�ŝŶ�ĚŝƐĐƵƐƐŝŽŶ�ĨŽƌƵŵƐͿ

x�<ŶŽǁůĞĚŐĞ�ŵĂŶĂŐĞŵĞŶƚ�;Ğ͘Ő͕͘�ĂƐƐĞƐƐ�ƐŚĂƌŝŶŐ�ĂŶĚ�ƌĞƵƐĞͿ
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(e.g., U. S. pharmaceutical organizations must 
report adverse reactions to the Food and Drug 
Administration (FDA); with social media, 
this could result in thousands or hundreds of 
thousands of reports).

The sidebar on the right provides an example 
of Mining and Deciding in the context of Obama’s 
ʹͲͲͺ����������������������Ǥ

Mining and Deciding Tactic Key 

Insights

As shown in Table 2 above, social media 
have created an unprecedented opportunity 
for organizations to expand their horizons by 
providing many more channels for scanning 
and improving their human and organizational 
capital. 

���� ����� ��������� ������� ϐ����� ���� ����������
bi-directional; analyzing only one-way effects, 
such as recording Facebook Likes, misses the 
reciprocity that encourages co-creation and 
������������Ǥ� 	��� �������ǡ� ��� �����ǯ�� ʹͲͲͺ�
presidential campaign, the more a candidate was 
discussed by traditional media, the more Twitter 
���������� ����� ���������ǡ� ������ ��ϐ��������
����������� ��� �����ǡ� ������ ��� ����� ��ϐ��������
Facebook conversations, as well as traditional 
media, and so on. 

Organizations should both fear and desire 
the bandwagon phenomenon where brands 
��� ǲ�����ǳ� ��� ����� �� ��������� ȋ��� �����������Ȍ�
spiral of ever-increasing exposure. The 
bandwagon can operate within and across all 
����� ��� ���� ������� ϐ����� ������ ��� 	������ ʹ� ȋ����
also Table 2). Organizations that can differentiate 
through mining and purposeful decision making 
���� ������� ����� ������ ǲ������ �����ǳ� ����� ���������
new capital. 

Most organizations have mature business 
intelligence strategies for transactional data. 
�������ǡ� ���� ����ǡ� ���������� ���� �����ϐ��� �������
required to analyze social media data may mean 
that social media mining has to be a separate 
activity. Nonetheless, the largest payoff is when 
organizations can merge social media and 
enterprise data.

The Mining and Deciding social media tactic 
can generate valuable human and organizational 
capital when organizations use the data to 
ask questions that yield new patterns that can 
��� ����ϐ���� ȋ��������������� �������Ȍ� ���� ����

insights (human capital). These types of capital 
generation depend on the prior establishment of 
organizational capital for capturing, storing and 
������������������������ϐ����Ǥ11

Social Media Tactic 3: 

Conversing and Sharing

The Conversing and Sharing social media 
������� ��� ������ ��� ������������� ���� ϐ�������
ideas and knowledge in a network. It is about 
forming a community and the overall pattern 
of connections: whom you reach and how 
you reach them, and how network members 
��ϐ������� ����� �����Ǥ� ��� ��ǡ� ���� �������ǡ� ������

11  Wattal, S., Schuff, D., Mandviwalla, M. and Williams, C. 
“Web 2.0 and Politics: The 2008 U. S. presidential election and an 
e-politics research agenda,” 0,6�4XDUWHUO\ (34:4), 2010, pp. 669-
688.

KďĂŵĂ͛Ɛ�ϮϬϬϴ�WƌĞƐŝĚĞŶƟĂů��ĂŵƉĂŝŐŶ

KďĂŵĂ Ɛ͛� ƐƵĐĐĞƐƐ� ŝŶ� ǁŝŶŶŝŶŐ� ƚŚĞ� ϮϬϬϴ� ƉƌĞƐŝͲ
ĚĞŶƟĂů�ĞůĞĐƟŽŶ�ŝƐ�ĐƌĞĚŝƚĞĚ�ƚŽ�ŚŝƐ�ĞǆƚĞŶƐŝǀĞ�ƵƐĞ�
ŽĨ� ƐŽĐŝĂů�ŵĞĚŝĂ͘�KďĂŵĂ� ƌĞĂĐŚĞĚ�ŽƵƚ� ƚŽ� ǀŽƚĞƌƐ�
ƚŚƌŽƵŐŚ�ƐŽĐŝĂů�ŵĞĚŝĂ�ĂŶĚ�ĞŶĂďůĞĚ� ƚŚĞŵ�ƚŽ� ŝŶͲ
ƚĞƌĂĐƚ�ĚŝƌĞĐƚůǇ�ǁŝƚŚ�ƚŚĞ�ĐĂŵƉĂŝŐŶ�ĂŶĚ�ǁŝƚŚ�ĞĂĐŚ�
other. 

sĂůŝĚĂƟŶŐ�KďĂŵĂ Ɛ͛� ƐƚƌĂƚĞŐǇ͕ � Ă� ƐƚƵĚǇ�ŽĨ� ƚŚĞ�ϭϱ�
ϮϬϬϴ� ƉƌŝŵĂƌǇ� ƉƌĞƐŝĚĞŶƟĂů� ĐĂŶĚŝĚĂƚĞƐ� ƐŚŽǁĞĚ�
ƚŚĂƚ� ŽŶůǇ� ďůŽŐ�ŵĞŶƟŽŶƐ�ǁĞƌĞ� ƐŝŐŶŝĮĐĂŶƚůǇ� ĂƐͲ
ƐŽĐŝĂƚĞĚ�ǁŝƚŚ�ĐŚĂŶŐĞƐ�ŝŶ�'ĂůůƵƉ�ƉŽůů�ƐƚĂŶĚŝŶŐƐ͘�
DĞŶƟŽŶƐ�ŝŶ�ƚƌĂĚŝƟŽŶĂů�ŵĞĚŝĂ�;ds͕�ŶĞǁƐƉĂƉĞƌƐ͕�
ƌĂĚŝŽ�ĂŶĚ�ǁĞďƐŝƚĞƐͿ�ǁĞƌĞ�ŶŽƚ�ƐŝŐŶŝĮĐĂŶƚ͘11�^ƵĐŚ�
ƌĞƐƵůƚƐ� ĐĂůů� ŝŶƚŽ� ƋƵĞƐƟŽŶ� ƚƌĂĚŝƟŽŶĂů� ǁŝƐĚŽŵ�
ĂďŽƵƚ� ŵĞĚŝĂ� ĂŶĚ� ŚŝŐŚůŝŐŚƚ� ƚŚĞ� ŝŵƉŽƌƚĂŶĐĞ� ŽĨ�
ŝŶǀĞƐƟŶŐ� ĐĂƉŝƚĂů� ƚŽ� ĨƵůůǇ� ƵŶĚĞƌƐƚĂŶĚ� ƚŚĞ� ƐŽĐŝĂů�
ŇŽǁƐ� ƚŚĂƚ� ŐŽ� ŝŶ� ĂŶĚ� ŽƵƚ� ŽĨ� ŽƌŐĂŶŝǌĂƟŽŶƐ͘� �Ŷ�
ŽƌŐĂŶŝǌĂƟŽŶ�ƚŚĂƚ�ŝŐŶŽƌĞƐ�ƚŚĞƐĞ�ŇŽǁƐ�ǁŝůů�ŵŝƐŝŶͲ
ƚĞƌƉƌĞƚ�ĐŚĂŶŐŝŶŐ�ƐŽĐŝĂů�ŵŽƌĞƐ͘

^ŽŵĞƚŚŝŶŐ�ƐŝŵŝůĂƌ�ŚĂƉƉĞŶĞĚ�ŝŶ�ϭϵϰϴ�ǁŚĞŶ�dƌƵͲ
ŵĂŶ Ɛ͛�ŵĂƐƐŝǀĞ�ĞůĞĐƟŽŶ�ǀŝĐƚŽƌǇ�ǁĂƐ�ůĂƌŐĞůǇ�ĐƌĞĚͲ
ŝƚĞĚ�ƚŽ�ŚŝƐ�ĨŽƵƌͲŵŽŶƚŚ�ƚŽƵƌ�ŽĨ�ƐŵĂůů�ƌƵƌĂů�ĂƌĞĂƐ͘�
zĞƚ͕� ƚŚĞ�ĚĂǇ�ĂŌĞƌ�ƚŚĞ�ĞůĞĐƟŽŶ͕� ƚŚĞ�ŚĞĂĚůŝŶĞ� ŝŶ�
the Chicago Tribune� ǁĂƐ� ͞�ĞǁĞǇ� �ĞĨĞĂƚƐ� dƌƵͲ
ŵĂŶ͘͟ � dŚĞ� ŶĞǁƐƉĂƉĞƌ� ĨŽůůŽǁĞĚ� ĐŽŶǀĞŶƟŽŶĂů�
ǁŝƐĚŽŵ� ĂŶĚ� ƉŽůůŝŶŐ� ĚĂƚĂ� ƚŚĂƚ� ŚĂĚ� ƉƌĞĚŝĐƚĞĚ�
�ĞǁĞǇ Ɛ͛�ǀŝĐƚŽƌǇ͘�dŚĞ�ƉƵŶĚŝƚƐ� ŝŐŶŽƌĞĚ�dƌƵŵĂŶ Ɛ͛�
ƚƌĂŝŶ�ũŽƵƌŶĞǇ�ĂŶĚ�ƚŚĞ�ŶĞǁ�ǀŽƚĞƌƐ�ŚĞ�ƌĞĂĐŚĞĚ͘
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participating in discussion forums, creating a 
blog to share knowledge with peers, looking 
for an expert on LinkedIn, forming a group in 
Facebook to share best practices or creating a 
SharePoint site to facilitate knowledge exchange. 
The Conversing and Sharing tactic builds social 
capital by creating linkages among community 
members. By carefully injecting itself in social 
media conversations, an organization can build 
social and symbolic capital that lead to new 
human and organizational capital. Organizations 
need to understand the power of many-to-
many communication, including the high speed, 
low formality and low level of control within a 
community. 

The risks of implementing the Conversing 
and Sharing tactic include security, privacy and 
intellectual property challenges in engaging 
within and across organizational boundaries. 
Organizations can lose focus by conversing 
too much, in which case the tactic becomes a 
sinkhole with no clear business value. Further, 
����������� ���� ������� ����ϐ���� ����� ���
organization joins or establishes a community 
only to discover that group norms resist sharing 
and reuse.

Implementing the Conversing and 

Sharing Tactic

Humans readily converse and share, and 
organizations can tap this instinct to implement 
�� ǲ���������� ���� ���� �����ǳ� ��������� ������ǡ�
outside or across organizational boundaries. 

To generate capital, conversations must be 
sustained beyond the novelty period, and 
social mechanisms and platforms to prolong 
engagement are essential.

There are four models for sustaining 
conversations (see Table 3). The network effects 
model is relevant for maintaining human, social 
or symbolic capital generation. Organizations 
that require in-depth knowledge sharing and 
reuse to generate valuable organizational capital 
will likely need to more precisely understand and 
apply the mechanisms for the other three models 
so that they can continue to duplicate and sustain 
use. 

Organizations also face challenges in 
������������ ���� ǲ�����ǳ� ������������� ��������� ����
conversing and sharing. This is partly because 
���� ������� ��� ����������� ���� ��ϐ������ ����������
approaches that mix the models described in 
Table 3. One way to differentiate platforms is 
through feature sets. Yet the implementation 
challenge is almost always sustaining conversing 
and sharing, not features. So the implementation 
of the Conversing and Sharing tactic should 
start with the capital goals, followed by 
������ϐ�������� ��� ���� ��������� ����������� ������
and then alignment with a platform. For example, 
Facebook (or a similar platform) is rich enough 
to sustain the social capital model, while a 
lightweight platform such as Twitter messaging 
can generate network effects. A full-featured 
document and collaboration platform such as 

Table 3: Models for Sustaining Conversations

Model Mechanism /ŵƉůĞŵĞŶƚĂƟŽŶ

Social 
/ŶŇƵĞŶĐĞ

KĐĐƵƌƐ�ǁŚĞŶ�ĂŶ�ŝŶĚŝǀŝĚƵĂů͛Ɛ�ďĞŚĂǀŝŽƌ�
ŝƐ�ĂīĞĐƚĞĚ�ďǇ�ŽƚŚĞƌƐ�

x�WĞƌƐƵĂĚĞ�ŝŶŇƵĞŶƟĂů�ŵĞŵďĞƌƐ�
x�ZĞƋƵŝƌĞƐ�ƌĞŐƵůĂƌ�͞ƌĞĮůůƐ͟�ŽĨ�
ĚĞŵŽŶƐƚƌĂƟŽŶƐ

Social 
Exchange

ZĞĐŝƉƌŽĐŝƚǇ�ĂŶĚ�ĐŽƐƚͲďĞŶĞĮƚ�ĂŶĂůǇƐŝƐ�
ĂŶĚ�ĐŽŵƉĂƌŝƐŽŶ�ŽĨ�ĂůƚĞƌŶĂƟǀĞƐ

x��ǆƉůĂŝŶ�ďĞŶĞĮƚƐ�ƚŽ�ƚŚĞ�ĐŽŵŵƵŶŝƚǇ�
x�ZĞŐƵůĂƌ�͞ĞǆĐŚĂŶŐĞƐ͟�ƚŽ�ƐƵƐƚĂŝŶ�

involvement

^ŽĐŝĂů��ĂƉŝƚĂů� ��ŚŽůŝƐƟĐ�ƚŚĞŽƌǇ�ĂďŽƵƚ�ůŝŶŬĂŐĞƐ͕�
ƌĞůĂƟŽŶƐŚŝƉƐ�ĂŶĚ�ƐŚĂƌĞĚ�ůĂŶŐƵĂŐĞ�
ĂŶĚ�ĐŽĚĞƐ�

x�DĂŬĞ�ƉƵďůŝĐ�ƚŚĞ�ůŝŶŬĂŐĞƐ�ĂŶĚ�
ƌĞůĂƟŽŶƐŚŝƉƐ

x��ĂŶ�ǇŝĞůĚ�ƐƉĞĐŝĮĐ�ůĞǀĞƌƐ�ƚŽ�ƐƵƐƚĂŝŶ�ƵƐĞ�ŝŶ�
Ă�ƉĂƌƟĐƵůĂƌ�ŽƌŐĂŶŝǌĂƟŽŶ

Network 
�īĞĐƚƐ

Engagement is driven by the number 
ŽĨ�ŽƚŚĞƌƐ�ĐŽŶǀĞƌƐŝŶŐ�ĂŶĚ�ƐŚĂƌŝŶŐ�

x�DĂŬĞ�ƉƵďůŝĐ�ƚŚĞ�ŶƵŵďĞƌ�ŽĨ�ƵƐĞƌƐ
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Microsoft’s SharePoint could support all four 
models but at the cost of additional complexity.

The sidebar on the right describes how 
Lockheed Martin Unity implemented the 
Conversing and Sharing social media tactic.ͳʹ 

Conversing and Sharing Tactic Key 

Insights

Top management buy-in is a standard mantra 
for most projects. But when implementing the 
Conversing and Sharing social media tactic, 
the requirement is much less about buy-in 
than it is about participation; top management 
participation is critical for success because 
���� ������� ϐ����� �������� ���� ��������� ������
of human capital. An organization’s human 
capital will need continual guidance, examples 
and leadership from executives who have the 
����������� ���� ���������� ��� �������� ���� ϐ���Ǥ� ���
Lockheed Martin, the project was championed 
by top management down to line managers. 
������� ����������� ���� ���������ǡ� ���� ������� ϐ����
will also need a community manager to lead 
the conversation and identify and manage 
appropriate rewards and incentives. 

Organizations will typically need to provide 
incentives to sustain involvement with the 
Conversing and Sharing tactic. However, 
��������� ������� ���� ����ϐ���� �������� �������
paid experts may see them as demeaning. 
Lockheed Martin experimented with 
������������� ȋ������� ��ϐ������Ȍ� ���� �����������
various incentive schemes (social exchange), but 
in the end, defaulted to slowly and continuously 
understanding and changing the culture (social 
capital). 

����������� ���� �������� ���� �����ϐ��������
enhance social and symbolic capital and lead 
to valuable human and organizational capital. 
Social media present an opportunity to extend 
organizational learning networks and reach 
��������ǲ�������������������ǳ������������������
capital. There is an opportunity to uncover 
successful practices and convert them into 
enterprise procedures (organizational capital). 
To generate this capital, the organization must 
ϐ����� ������� ��� ����������� ��� �������� ���� �������
ϐ���������������������������������������Ǥ

12  Based on interviews with users and managers, analysis of the 
platform, and survey and archival data.

Social Media Tactic 4:  

Co-creating and Innovating

The Co-creating and Innovating social media 
tactic is about sourcing ideas, evaluating and 
garnering solutions from employees, customers 
���� ���������ǡ� �������� ��� ����� ���� ǲ�����Ǥǳ� ��� ���
thus about crowdsourcing, getting ratings and 
reviews, and awarding achievements to the best 
source. The goal of this tactic is to engage a wide 
range of stakeholders in the mutual creation of 
innovative products, processes and services. An 
example would be running competitions through 
TopCoderͳ͵ to source solutions from a large 
number of experts or empowering employees 
to use a prediction exchange to identify new 
products and sources of revenue. Fundamentally, 
the Co-creating and Innovating tactic is 
about developing organizational capital (e.g., 
product improvements) that can be converted 
into economic capital. However, success will 
depend on recognizing that this tactic leverages 
distributed individuals who are often outside the 
normal hierarchy (e.g., content from consumers, 
open source cooperative activity undertaken in 

13  http://www.topcoder.com/

,Žǁ�>ŽĐŬŚĞĞĚ�DĂƌƟŶ�hŶŝƚǇ�/ŵƉůĞŵĞŶƚĞĚ�ƚŚĞ�
�ŽŶǀĞƌƐŝŶŐ�ĂŶĚ�^ŚĂƌŝŶŐ�dĂĐƟĐ

dŚĞ�>ŽĐŬŚĞĞĚ�DĂƌƟŶ�hŶŝƚǇ��ŽůůĂďŽƌĂƟŽŶ�ƉůĂƚͲ
ĨŽƌŵ� ;Ă� ƐŽĐŝĂů� ŶĞƚǁŽƌŬͿ�ǁĂƐ� ůĂƵŶĐŚĞĚ� ŝŶ� ϮϬϬϳ�
ĂŶĚ�ĐĂƚĞƌƐ�ƚŽ�ƚŚĞ�ĐŽůůĂďŽƌĂƟŽŶ�ŶĞĞĚƐ�ŽĨ�ϲϱ͕ϬϬϬ�
ĞŶŐŝŶĞĞƌƐ� ĂŶĚ�ŵŽƌĞ� ƚŚĂŶ� ϭϮϱ͕ϬϬϬ� ƚĞĐŚŶŝĐŝĂŶƐ�
ĂŶĚ�ƉĂƌƚŶĞƌƐ͘� dŚĞ�ĞŶŐŝŶĞĞƌƐ� ĂƌĞ� ĐƵƐƚŽĚŝĂŶƐ�ŽĨ�
ŵĂƐƐŝǀĞ� ĂŵŽƵŶƚƐ� ŽĨ� ĐƌŝƟĐĂů� ŝŶƚĞůůĞĐƚƵĂů� ƉƌŽƉͲ
ĞƌƚǇ͕ �ĂŶĚ�ĞŶŐŝŶĞĞƌ�ĂƩƌŝƟŽŶ� ŝƐ�Ă�ĐŚĂůůĞŶŐĞ͘�dŚĞ�
ĐŽŵƉĂŶǇ� ƐŚŝŌĞĚ� ĨƌŽŵ� Ă� ŶĞĞĚͲƚŽͲŬŶŽǁ� ƚŽ� Ă�
ŶĞĞĚͲƚŽͲƐŚĂƌĞ� ĐƵůƚƵƌĞ� ďǇ� ĞŶŚĂŶĐŝŶŐ� ŝŶƚĞƌŶĂů�
ŬŶŽǁůĞĚŐĞ� ƌĞƚĞŶƟŽŶ� ƚŚƌŽƵŐŚ� ƚŚĞ� ĐƌĞĂƟŽŶ� ŽĨ�
͞ŶĞƚĞǆƉĞƌƚƐ͕͟ �ƉĞŽƉůĞ�ǁŚŽ�ĂƌĞ�ƚŚĞ�͞ŐŽ�ƚŽ͟�ŶŽĚĞƐ�
ŽŶ�ƚŚĞ�ƐŽĐŝĂů�ŶĞƚǁŽƌŬ͘�

dŚĞ� ƉƌŽũĞĐƚ͕� ǁŚŝĐŚ� ƐƚĂƌƚĞĚ� ŝŶ� ŽŶĞ� ĚŝǀŝƐŝŽŶ͕�
ĞǀŽůǀĞĚ�ƌĂƉŝĚůǇ͕ �ĂŶĚ�ŝŶ�ϮϬϭϮ͕�ŵŽǀĞĚ�ƚŽ�ŝƚƐ�ƚŚŝƌĚ�
ŵĂũŽƌ� ĞŶƚĞƌƉƌŝƐĞͲǁŝĚĞ� ƌĞůĞĂƐĞ͘� >ŽĐŬŚĞĞĚ�DĂƌͲ
ƟŶ Ɛ͛� ƐƵĐĐĞƐƐĨƵů� ĐŽŶǀĞƌƐŝŶŐ� ĂŶĚ� ƐŚĂƌŝŶŐ� ŝŶŝƟĂͲ
ƟǀĞ�ĞŶĂďůĞƐ� ŝƚ� ƚŽ�ĐĂƉƚƵƌĞ�ƚŚĞ�ŬŶŽǁůĞĚŐĞ�ŽĨ� ŝƚƐ�
ĞǆƉĞƌƚƐ͕�ƚŽ�ŵĂŝŶƚĂŝŶ�ŝƚƐ�ƐƚŽƌĞ�ŽĨ�ŚƵŵĂŶ�ĐĂƉŝƚĂů͕�
ĂŶĚ�ƚŽ�ĞŶŚĂŶĐĞ�ŝƚƐ�ŽƌŐĂŶŝǌĂƟŽŶĂů�ĐĂƉŝƚĂů͘
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the public sphere and crowdsourced ideas from 
outside the organization). 

When co-creation works well it can lead 
to innovation as well as solutions to complex 
��������Ǥ� ����� ��� �����ǡ� ��� ���� ��� �� �����ϐ������
waste of time and energy for participants 
and demotivate the very individuals that the 
organization is trying to leverage.

Implementing the Co-creating and 

Innovating Tactic

���� ���ϐ��������� ��� ��������� ���� ��Ǧ���������
and Innovating tactic include getting a project 
started, getting buy-in, and ensuring high-
�������� �������� ���� �����������Ǥ� ���� ϐ����� �����
is to establish which of the four approaches 
to implementing the tactic, shown in Table 
4 (marketplace, community, incubator and 
clan),ͳͶ is most appropriate and then actively 
managing the process to ensure success. The 
chosen approach should match the organization’s 
capital-generation goals. For example, a 
showy externally visible one-off marketplace 
often generates symbolic capital but little 
organizational capital. A sustained community 
conversely may generate social capital but 
requires more effort to create organizational 
capital. 

A formal project management approach 
is needed to implement the Co-creating and 
Innovating social media tactic. This will help to 
avoid the risks as well as the tendency to lose 

14  Adapted from Yoo, Y. and Hill, T. L. “Managing Open 
Innovation: How and What to Open,” 7KH�,%,7�5HSRUW��Temple 
University, 2010.

������ ��� ������ ����� ��� ǲ����� ����������Ǥǳ� �����
organizations are better off outsourcing project 
management because the required skillsets are 
unique and expensive.

The sidebar on the next page describes the 
Popular Science Predictions Exchange (PPX), 
������ ��� ��� ʹͲͲͻǡ� ��������� �� ��Ǧ��������� ����
innovation platform.ͳͷ

Co-creating and Innovating Tactic Key 

Insights

Organizations implementing the Co-creating 
and Innovating social media tactic need reliable 
stewards to broker their interests in public 
forums. The intents and processes of co-creation 
are hard to communicate, and the problem 
is exponentially increased with unknown 
������������ǡ� ������ ����������� ��� ���ϐ������
to control. Organizations should build checks 
���� ��������� ��� ����� �������������� ϐ�����
smoothly. Gaming (e.g., as in the Popular Science 
Predictions Exchange) remains a serious concern 
since publically available rules and algorithms 
are susceptible to manipulation. Organizations 
������� �������� ������������ ��� ��������� ǲ�����ǡǳ�
and policies to deal with disruptive elements. 
There is a paradox because those who seek to 
game are often the most creative and motivated 
contributors. 

Appropriately managed co-creation and 
innovation can generate new organizational 
capital in the form of new procedures and 

15  Based on participant observation, commentary on public 
discussion forums and Wikipedia (http://en.wikipedia.org/wiki/
Popular_Science_Predictions_Exchange).

Table 4: Four Approaches to Implementing the Co-creating and Innovating Tactic

On-line &ĂĐĞͲƚŽͲĨĂĐĞ

dƌĂŶƐĂĐƟŽŶĂů Marketplace
x� Ideas
x� >ĂƌŐĞ�ŝŶ�ƐĐŽƉĞ
x� WĂƌƚŶĞƌƐ�ƐŚĂƉĞ�ĚŝƌĞĐƟŽŶ
x� ZĞǁĂƌĚ�ĨŽƌ�ƉĂƌƟĐŝƉĂƟŽŶ

Incubator
x� ,ŝĞƌĂƌĐŚŝĐĂů
x� �ŽĚŝĮĞĚ�ŬŶŽǁůĞĚŐĞ�ĞǆĐŚĂŶŐĞ
x� /ŶƚĞƌŶĂů�ĂŶĚ�ĞǆƚĞƌŶĂů

ZĞůĂƟŽŶĂů Community
x� Solves problems
x� /ŶƚĞƌŶĂů�ĂŶĚͬŽƌ�ĞǆƚĞƌŶĂů�
x� >ŝŐŚƚůǇ�ŽƌŐĂŶŝǌĞĚ�ĂŶĚ�ŝƚĞƌĂƟǀĞ
x� /ŶƚƌŝŶƐŝĐ�ƌĞǁĂƌĚƐ

Clan
x� &ŝǆĞĚ�ŐƌŽƵƉ
x� <ŶŽǁůĞĚŐĞ�ĞǆĐŚĂŶŐĞ
x� ^ƟĐŬ�ĂƌŽƵŶĚ�ĨŽƌ�Ă�ůŽŶŐ�ƟŵĞ
x� Evolve into labs
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products, and also generate social and symbolic 
capital. Investments in organizational and 
human capital must be made to release the latent 
capital embedded in an enterprise. Leveraging 
a larger and previously inaccessible pool of 
human capital to drive innovation to generate 
organizational capital can yield high payoffs. In 
addition, the tangible costs are small and even 
micro innovations can provide a good ROI.

A Case Example of  

Moving from Tactics to  

Social Media Strategy

In the social media era, the most successful 
ϐ����� ����� ������ ����� ��������������� ��������ǡ�
identify capital goals and select appropriate 
tactics to create a comprehensive social media 
strategy. The next sidebar describes how one 

ϐ���ǡ�����������������ǡ� ������������������������Ǥͳ͸ 
The evolution of its social media initiatives is 
���������	������͸Ǥ

16  Based on participant observation, news reports and Piskorski, 
M. J. and Chen, D. 6RFLDO�6WUDWHJ\�DW�$PHULFDQ�([SUHVV� Harvard 
Business Publishing, 2012, pp. 1-24.

�ǆĂŵƉůĞ�ŽĨ�ƚŚĞ��ŽͲĐƌĞĂƟŶŐ�ĂŶĚ�/ŶŶŽǀĂƟŶŐ�
dĂĐƟĐ͗�WŽƉƵůĂƌ�^ĐŝĞŶĐĞ�WƌĞĚŝĐƟŽŶƐ��ǆĐŚĂŶŐĞ

dŚĞ�WŽƉƵůĂƌ�^ĐŝĞŶĐĞ�WƌĞĚŝĐƟŽŶƐ��ǆĐŚĂŶŐĞ�;WWyͿ�
ƉƌŽǀŝĚĞĚ�ƌĞĂĚĞƌƐ�ŽĨ�Popular Science with a virͲ
ƚƵĂů�ƉƌĞĚŝĐƟŽŶ�ŵĂƌŬĞƚƉůĂĐĞ�ƚŽ�ƐƉĞĐƵůĂƚĞ�ŽŶ�ƚŚĞ�
ĨƵƚƵƌĞ͘� hƐĞƌƐ� ƚƌĂĚĞĚ� ǀŝƌƚƵĂů� ĐƵƌƌĞŶĐǇ͕ � ŬŶŽǁŶ�
ĂƐ� WKWΨ͕� ďĂƐĞĚ� ŽŶ� ƚŚĞ� ůŝŬĞůŝŚŽŽĚ� ŽĨ� Ă� ĐĞƌƚĂŝŶ�
ĞǀĞŶƚ�ďĞŝŶŐ�ƌĞĂůŝǌĞĚ�ďǇ�Ă�ŐŝǀĞŶ�ĚĂƚĞ͘�&Žƌ�ĞǆĂŵͲ
ƉůĞ͕�ŽŶĞ�ŽĨ�ƚŚĞ�ĞĂƌůǇ�ƐƚŽĐŬƐ�ƚƌĂĚĞĚ�ŝŶ�ϮϬϬϳ�ǁĂƐ�
ǁŚĞƚŚĞƌ�͞&ĂĐĞďŽŽŬ�ďĞĐŽŵĞƐ�Ă�ƉƵďůŝĐůǇ� ƚƌĂĚĞĚ�
ĐŽŵƉĂŶǇ͘͟ �WĂƌƟĐŝƉĂŶƚƐ�ĐŽƵůĚ�ĚŝƐĐƵƐƐ�ĂŶĚ�ƚƌĂĚĞ�
͞/WKƐ͟ͶĂƐ�Ă�ƉƌĞĚŝĐƟŽŶ�ŽĨ� ŝŶƚĞƌĞƐƚ�ĂŶĚ�ŵĂƌŬĞƚ�
ƚƌĞŶĚƐ͘�WWy�ǁĂƐ�ĞǀĞŶƚƵĂůůǇ�ƐŚƵƚ�ĚŽǁŶ�ŝŶ�ϮϬϬϵ͕�
ďǇ�ǁŚŝĐŚ� ƟŵĞ� ŝƚ� ŚĂĚ�ŵŽƌĞ� ƚŚĂŶ� ϯϬ͕ϬϬϬ� ƌĞŐŝƐͲ
tered members. 

/ƚ�ŝƐ�ƵŶĐůĞĂƌ�ǁŚĞƚŚĞƌ�ƚŚĞ�ƐŚƵƚĚŽǁŶ�ǁĂƐ�ƉůĂŶŶĞĚ�
Žƌ� ĐĂƵƐĞĚ�ďǇ�ƉƌŽďůĞŵƐ� ƐƵĐŚ�ĂƐ� ŝƐƐƵĞƐ�ǁŝƚŚ� ŝŶͲ
ƚĞƌƉƌĞƚĂƟŽŶ�ŽĨ� ŚŽǁ�ŵĂƌŬĞƚƐ� ƐŚŽƵůĚ�ǁŽƌŬ͕� ƚŚĞ�
ĂůŐŽƌŝƚŚŵ� ĨŽƌ� ƉƌŝĐŝŶŐ� ƐƚŽĐŬƐ͕� ĐŽŶĐĞƌŶƐ� ĂďŽƵƚ�
ƚŚĞ�ŝŶĐŽŶƐŝƐƚĞŶĐǇ�ŽĨ�ƌƵůĞƐ͕�ĂŶĚ�ƚŚĞ�ƚĞŶƐŝŽŶ�ďĞͲ
ƚǁĞĞŶ� ĐŽŶƚƌŽůůŝŶŐ� ƚŚĞ�ĞǆĐŚĂŶŐĞ� ƚŽ� ĂƐƐĞƌƚ� ƐƚƌĂͲ
ƚĞŐŝĐ�ŐŽĂůƐ�ƐƵĐŚ�ĂƐ�ŝŶĐƌĞĂƐŝŶŐ�ƐƵďƐĐƌŝďĞƌƐ�ǀĞƌƐƵƐ�
providing power to players to develop a sense 
ŽĨ� ŽǁŶĞƌƐŚŝƉ͘� WůĂǇĞƌƐ� ǁĞƌĞ� ƌĞŐƵůĂƌůǇ� ĐĂƵŐŚƚ�
ĐŚĞĂƟŶŐ�ĂŶĚ�ďĂŶŶĞĚ�ďƵƚ�ǁŽƵůĚ�ƌĞƚƵƌŶ�ƵŶĚĞƌ�Ă�
new username. The administrators had to keep 
ĂůƚĞƌŝŶŐ� ƚŚĞ� ƌƵůĞƐ� ƚŽ� ĂǀŽŝĚ� ĚĞŵŽƟǀĂƟŶŐ� ůĞŐŝƟͲ
mate players.

,Žǁ��ŵĞƌŝĐĂŶ��ǆƉƌĞƐƐ�ŝƐ�DŽǀŝŶŐ�ĨƌŽŵ�dĂĐƟĐƐ�
ƚŽ�^ŽĐŝĂů�^ƚƌĂƚĞŐǇ

�ŵĞƌŝĐĂŶ� �ǆƉƌĞƐƐ� ;�ŵĞǆͿ� ǀŝĞǁƐ� ĚŝŐŝƚĂů� ƉůĂƚͲ
ĨŽƌŵƐ�ĂŶĚ�ƐŽĐŝĂů�ŵĞĚŝĂ�ĂƐ�ŬĞǇ�ĞŶĂďůĞƌƐ�ƚŽ�ŐƌŽǁ�
ĞĐŽŶŽŵŝĐ�ĐĂƉŝƚĂů͘��ŵĞǆ�ŝƐ�ƐĞĞŶ�ĂƐ�Ă�ƌŽůĞ�ŵŽĚĞů�
ĂŶĚ� ŚĂƐ� ǁŽŶ� ĂǁĂƌĚƐ͕� ƌĞĐĞŝǀĞĚ� ŝŶͲĚĞƉƚŚ� ƉƌĞƐƐ�
ĐŽǀĞƌĂŐĞ� ĂŶĚ� ĞǆƚĞŶƐŝǀĞ� ĐƵƐƚŽŵĞƌ� ďƵǇͲŝŶ͕� ĂŶĚ�
ŚĂƐ�ĂĐŚŝĞǀĞĚ�ƐƚĞĂĚǇ�ƌĞǀĞŶƵĞ�ŝŶĐƌĞĂƐĞƐ͘�

Engagement with small businesses: The online 
͞KW�E͟�ĨŽƌƵŵ�ĨĞĂƚƵƌĞƐ�ůŝǀĞ�ĐŽŶĨĞƌĞŶĐĞƐ͕�ƐǇŶĚŝͲ
ĐĂƚĞĚ�ĐŽŶƚĞŶƚ͕�ďůŽŐƐ͕�ĂŶ�/ĚĞĂ�,Ƶď͕��ŽŶŶĞĐƚŽĚĞǆ�
;ďƵƐŝŶĞƐƐͲƚŽͲďƵƐŝŶĞƐƐ� ǁŚŝƚĞ� ƉĂŐĞƐͿ� ĂŶĚ� ŵĞƌͲ
ĐŚĂŶƚ�ƌĞǁĂƌĚƐ�ƐƵĐŚ�ĂƐ� ĨƌĞĞ�&ĂĐĞďŽŽŬ�ĂĚǀĞƌƟƐͲ
ing. “Small Business Saturday” provides rewards 
ƚŽ�ĐŽŶƐƵŵĞƌƐ� ĨŽƌ� ƐŚŽƉƉŝŶŐ�Ăƚ� ůŽĐĂů� ƐŵĂůů�ďƵƐŝͲ
ŶĞƐƐĞƐ͘��Ǉ�ŐƌŽǁŝŶŐ�ƚŚĞ�ŚƵŵĂŶ͕�ƐŽĐŝĂů�ĂŶĚ�ƐǇŵͲ
ďŽůŝĐ� ĐĂƉŝƚĂů� ŽĨ� ƐŵĂůů� ďƵƐŝŶĞƐƐĞƐ͕� �ŵĞǆ� ŐĞŶĞƌͲ
ĂƚĞƐ�ǀĂůƵĂďůĞ�ƐǇŵďŽůŝĐ�ĐĂƉŝƚĂů�ƚŚĂƚ�ǁŝůů�ƚƵƌŶ�ŝŶƚŽ�
ĞĐŽŶŽŵŝĐ�ĐĂƉŝƚĂů�ŽǀĞƌ�ƚŚĞ�ůŽŶŐ�ƌƵŶ͘�

Engagement with consumers: The “Members 
WƌŽũĞĐƚ͟� ŝƐ� ĂŶ� ŽŶůŝŶĞ� ĐŽŵŵƵŶŝƚǇ� ƚŚĂƚ� ƐƵďͲ
ŵŝƚƐ͕�ĞǀĂůƵĂƚĞƐ�ĂŶĚ�ƐĞůĞĐƚƐ�ĐĂƵƐĞƐ�ĨŽƌ� ĨƵŶĚŝŶŐ͘�
͞DĞŵďĞƌƐ� <ŶŽǁ͟� ŝƐ� Ă� ĨŽƌƵŵ� ĨŽƌ� ƚƌĂǀĞůĞƌƐ� ƚŽ�
ƐŚĂƌĞ� ƚƌŝƉƐ͘� dǁŝƩĞƌ� ƵƉĚĂƚĞƐ� ĞŶŐĂŐĞ� ǁŝƚŚ� ĂŶĚ�
ƉƌĞƐĞŶƚ� ŽƉƉŽƌƚƵŶŝƟĞƐ� ƚŽ� ĐĂƌĚ� ŵĞŵďĞƌƐ͕� ƐƵĐŚ�
ĂƐ� ĚŝƐĐŽƵŶƚĞĚ� ĐŽŶĐĞƌƚ�ƟĐŬĞƚƐ͕� ĂŶĚ� Ă� &ĂĐĞďŽŽŬ�
ƉƌĞƐĞŶĐĞ� ŝŶĐůƵĚĞƐ� ƚŚĞ� ƵƐƵĂů� ĚŝƐĐƵƐƐŝŽŶƐ� ƐƵƉͲ
ƉůĞŵĞŶƚĞĚ�ďǇ� ƌĞǁĂƌĚ� ƌĞĚĞŵƉƟŽŶ͘��Ǉ� ĐƌĞĂƟŶŐ�
ƐŽĐŝĂů� ĐĂƉŝƚĂů͕� �ŵĞǆ� ŝƐ� ĞŶŚĂŶĐŝŶŐ� ŝƚƐ� ƐǇŵďŽůŝĐ�
ĐĂƉŝƚĂů͘�

Engagement with merchants͗� ͞^ŵĂƌƚ� KīĞƌ͟�
ƉƌŽǀŝĚĞƐ� ŝŶĐƌĞĂƐŝŶŐůǇ� ƐŽƉŚŝƐƟĐĂƚĞĚ� �W/Ɛ� ĨŽƌ�
ŵĞƌĐŚĂŶƚƐ� ƚŽ� ƉƌĞƐĞŶƚ� ƚĂƌŐĞƚĞĚ� ŽīĞƌƐ� ƚŽ� ĐƵƐͲ
ƚŽŵĞƌƐ�ďĂƐĞĚ�ŽŶ�Ă�ŶŽͲĐŽƵƉŽŶ͕�ƐƚĂƚĞŵĞŶƚ�ĐƌĞĚŝƚ�
ŵŽĚĞů͘�^ŵĂƌƚ�KīĞƌ�ůĞǀĞƌĂŐĞƐ�ƐŽĐŝĂů�ĐĂƉŝƚĂů�;Ğ͘Ő͕͘�
ĐŽŶŶĞĐƟŽŶƐ͕�ĨƌŝĞŶĚƐ͕�ĐƵƐƚŽŵĞƌƐͿ�ƚŽ�ĐƌĞĂƚĞ�ĞĐŽͲ
ŶŽŵŝĐ�ĐĂƉŝƚĂů� ĨŽƌ�Ăůů� ƐƚĂŬĞŚŽůĚĞƌƐ͕� ƚŚƌŽƵŐŚ�ĚŝƐͲ
ĐŽƵŶƚƐ� ĨŽƌ�ĐƵƐƚŽŵĞƌƐ͕� ƐĂůĞƐ� ĨŽƌ�ŵĞƌĐŚĂŶƚƐ�ĂŶĚ�
ĨĞĞƐ�ĨŽƌ��ŵĞǆ͘
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Amex’s social media strategy started 
with a fairly typical branding effort and 
then moved to more sophisticated tactics 
of listening, encouraging conversations and 
sharing knowledge among its customers, and 
maintaining and pushing its brand with relevant 
content. The Members Project sustained 
interesting conversations, but its attempt at co-
creation (identifying causes) ends with funding, 
which though worthwhile, only produces 
value for unconnected participants, and little 

engagement. The strategy evolved to a fully 
realized Facebook presence (supplemented by 
Twitter) that includes listening to customers on 
various channels, sustaining conversations, and 
apps for sharing and planning. The Facebook 
presence provides a platform in both the 
technological and conceptual sense to generate 
and sustain social, symbolic and ultimately 
economic capital.

Smart Offer connects customers and 
merchants using various attributes while 

Figure 6: Evolution of Amex’s Social Media Strategy
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Branding
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DĞŵďĞƌƐ
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^ĂƚƵƌĚĂǇ
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maintaining privacy and convenience. Offers are 
pushed out on different platforms to leverage 
word of mouth among consumers, and facilitate 
listening and branding among merchants, as 
�����������������������������ϐ���Ǧ���������������
decisions. Consumers can also search for and 
manage these offers, providing both parties with 
corresponding mining and deciding toolsets. 

Amex’s strategy of applying social media to 
create a digital platform is a leading practice 
because it: 

 Ɣ Moved the company from relatively 
��������������������ǲ�����ǳ����Ǧ����
initiatives to a suite of interrelated 
continuing activities that engage its 
stakeholders

 Ɣ Integrated different social media tactics 
into a comprehensive social media 
strategy 

 Ɣ Evolved from an initial focus on 
generating social and symbolic capital to 
generating organizational and economic 
capital.

Case Comparison of Capital 

Investment and Generation

Social media provide organizations with 
diverse options for generating capital. In Figure 
͹ǡ� ����� ��� ���� ����Ǧ������ ���������� �������� ���
placed in a relative position, and the primary 
capital-generation activity is indicated with a 
plus or minus sign. The placements illustrate 
the relative capital-investment and capital-
generation opportunities rather than absolute 
scores. 

The comparison suggests:
1. Even though the entry cost is relatively 

low, to generate sustained value, 

Figure 7: Comparison of Capital-Investment and -Generation Opportunities

Lockheed

Human Capital +
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^ǇŵďŽůŝĐ��ĂƉŝƚĂů�+

Amex Smart
Offer

�ĐŽŶŽŵŝĐ��ĂƉŝƚĂů�+
KƌŐĂŶŝǌĂƚŝŽŶĂů��ĂƉŝƚĂů�+

KďĂŵĂ
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organizations will need to invest 
�����ϐ�����������ǡ���������������ǡ��������
and symbolic capital. 

2. It costs less to acquire symbolic capital 
than other capital. It is also easy to lose. 

3. Generating economic, human and 
organizational capital will likely require 
in-depth investments in the Conversing 
and Sharing and the Mining and Deciding 
social media tactics. 

4. Creatively integrating social media tactics 
will likely yield the most promising 
capital-generation opportunities in the 
future. 

To enable organizations to assess relative 
capital-investment opportunities, we 
differentiate in tabular form the four social 
media tactics (see Table 5). The comparison is 
based on our experience in analyzing, advising 
and building social media strategies.

Generating Capital  

Out of Social Media

��� ���������� �� ������� ������ ��������ǡ� ϐ����ǡ�
think broadly about the types of capital you 
����� ��� ��������� ���� ������� ȋ��� ��ϐ����� ���
������ ͳȌ� ���� ��������� �������� �����Ǥ� ������ǡ� �����
how you will apply the four social media tactics 
to accomplish the goals. Isolated action will 

������� ��� �����ϐ������ǡ� ���� ������������ ���������
can create interactions that multiply the value 
of investments. For example, the Listening 
and Branding tactic can complement the Co-
creating and Innovating tactic to promote 
new services under the existing brand. Third, 
��ϐ���� ���� ����������� ��������� ��� �������� ����
social media opportunity into a larger capital 
pool. Capital is required to create capital, and 
when appropriately invested, it can have a 
multiplicative effect.

The use of social media by businesses 
is a social and economic reality of massive 
����������Ǣ� ��� ��� �� ������ ����� ����� ���� ϐ�������
most organizations with messages from 
customers, employees and other stakeholders. 
Floods can bring destruction, but they can also 
ϐ���� ���������������� ��� ��������� ������ ���� �����Ǥ�
Some executives might see social media as an 
������������� ϐ����� ��� ���� ϐ������� ���� �������
of individual opinions. We have shown how this 
deluge can be converted into a systematic and 
sustained opportunity to recharge the enterprise 
with new capital that enhances its ability to 
compete.

Appendix: Research Approach

This article is based on a case study approach, 
with a mini-case relevant to each of the key 

Table 5: Social Media Tactics Comparison

dĂĐƟĐ �ĂƉŝƚĂů�'ŽĂůƐ Skills Needed Risk Structure �ǀĂŝůĂďůĞ 
Measures

Listening and 
Branding

Human 
^ŽĐŝĂů 
^ǇŵďŽůŝĐ

EĞǁ�ŵĞĚŝĂ 
�ŝŐŝƚĂů�ŵĂƌŬĞƟŶŐ

Medium High High

Mining and 
Deciding

Human 
KƌŐĂŶŝǌĂƟŽŶĂů

�ŶĂůǇƟĐƐ 
sŝƐƵĂůŝǌĂƟŽŶ

Low High High

�ŽŶǀĞƌƐŝŶŐ�ĂŶĚ�
Sharing

Human 
^ŽĐŝĂů

Community 
management 
Knowledge 
management

DĞĚŝƵŵͲ
High

Medium Low

�ŽͲĐƌĞĂƟŶŐ�ĂŶĚ�
/ŶŶŽǀĂƟŶŐ

KƌŐĂŶŝǌĂƟŽŶĂů Digital 
entrepreneurship

>ŽǁͲ
Medium

Low High
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elements of the framework integrated into the 
narrative. Each mini-case was sourced through 
interviews, analysis of public documents and/
or where applicable, review and evaluation of 
���� �����ϐ��� ��������� ��� �������Ǥ� ���� ���������
of the framework were deduced from the 
mini-cases as key concepts to describe the 
relevant phenomenon. The framework was then 
iteratively developed and improved by: 

 Ɣ Feedback from two sessions with the 
Advanced Practices Council of the Society 
for Information Management (SIM APC), 
a group of about 35 CIOs from major 
organizations 

 Ɣ Review and feedback from sessions 
with SIM chapters in Philadelphia and 
Alabama, as well as from a SIM-sponsored 
webinar and a webinar for all IT 
employees of a major bank 

 Ɣ Application and revision in two Executive 
M.B.A. classes

 Ɣ Review and feedback from social media 
practitioners, including the founder and 
owner of two social media consulting 
ϐ�����������������������������������
Lockheed Martin and Campbell Soup 
Company.
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