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“Smart Business, Social Business is comprehensive in scope and a 

must-read for all businesses grappling with the rapidly changing world

of social media and its potential positive (or negative) impact on

business.”

Chip Rodgers, Vice President and COO,

SAP Community Network, SAP AG

“Social media has empowered the social customer, which is forcing 

all businesses to be more human and in touch. It is imperative that

companies today understand what social business means and how

they can begin to effectively practice it internally and externally within

their organizations. Michael Brito’s book, Smart Business, Social

Business, is an outstanding guide to understanding ‘social’ and the

steps necessary to leverage its power to compete effectively in today’s

changing business landscape.”

—Jon Ferrara, CEO, Nimble.com

“If you’re not considering your customer’s network value, you’re a fool.

Let Brito help you.”

—Joe Fernandez, CEO and Co-founder, Klout

“Social media for enterprise markets has a much different set of

complexities than social media for consumer markets. Michael Brito

has successfully captured and explained these complexities in such a

way that enterprise marketers can and should use this book as a how-

to manual for social business for years to come.”

—Jennifer Leggio, ZDNet business blogger and enterprise marketer
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“Articulate, succinct, and inspiring! Michael has captured the essentials

of running and building a business in the social media world. This is a

must-read for small business owners and Fortune 500 executives

alike.”

—Ted Murphy, Founder & CEO, IZEA, Inc.

“Michael Brito is an industry veteran who’s experience and knowledge

shows. The guy knows the social customer. Not only does he know

who it is, but he knows what businesses need to do to adjust to the

new reality that the social customer brings. That can’t be said about a

lot of people. But once you’re done reading this book, you’ll know it

can be said about Michael Brito.”

—Paul Greenberg, Author, CRM at the Speed of Light
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Foreword by Brian Solis

Adapting Businesses to Meet the Needs of the
Connected Customer

The social media movement is far more important than we realize.

Several years ago I compared the democratization of information to

the economic impact realized during the Industrial Revolution.

Indeed, social media is much more than Twitter, Facebook, and

YouTube. Social media is a lens into the future of business and the

relationships that are created between brands and customers. However,

social media can only benefit the organization if its promise is

unlocked across the entire organization and not siloed in any one

department or function.

Hosting a dynamic Facebook presence and active Twitter stream does

not make a business social. Pointing to these accounts in marketing

and advertising material also do not make a business social. So what,

then, defines a social business? 

A social business is one with its communities, wherever they reside. As

customers view businesses as one brand and not as a series of discon-

nected units or departments, a social business is connected, engaged,

and adaptive. United on all fronts, a social business connects the dots

between value and customer experiences as it heralds a new era of

relationships and operates under a banner of transparency and open

leadership.

Once-reluctant businesses are now increasingly turning to social

media as a means of capturing customer attention. Read any blog or

turn to any mainstream media source, and you’ll find countless stories

of how social media represent the panacea for all business ills. These

ills, however, plague every business. While social media represent a

wonderful opportunity for businesses to get closer to their customers,

businesses could also benefit from a little soul searching. Why?

In addition to improving customer relationships, social media also

represent an amplifier for all aspects of customer experiences—the

good, bad, and the ugly.
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Despite this realization, businesses invest in the cultivation of dedi-

cated communities in fledging social networks because there’s a pre-

vailing perception of necessity, or in some cases it’s recognized as a

tactical advantage. We don’t have to venture too far before we stumble

upon success story after success story. For example, Coca-Cola has

impressively amassed 26 million “Likes” on Facebook, and the

Starbucks fandom has percolated to 22 million. These examples

become the standard to which other businesses aspire and serve as

best practices for others to follow.

These social presences offer the semblance of consumer magnetism

and honestly, the numbers are nothing short of staggering. In compar-

ison, traffic to the traditional web sites for Coca-Cola and Starbucks

pale by comparison at 270,000 and 1.8 million monthly visitors,

respectively. With every example we read, we’re led to believe that

Facebook, Twitter, et al represent sure-fire magnets for customer atten-

tion and catalysts for interaction—and ultimately loyalty. At the same

time, presences in social media enable and inevitably invite customer

engagement and feedback. A social business looks at customer activity

and designs click paths and experiences internally to guide external

experiences.

In a 2010 study, my colleague at Altimeter Group, Jeremiah Owyang,

examined the social media architectures within enterprise businesses

and found that 50% of all social media initiatives reside within the

marketing department. When combined with corporate communica-

tions and web/digital teams, almost 90% of social media is siloed

within a marketing function and thus trapping social media’s potential

at transforming the organization into a social business. Thus, it’s time

to rethink the future of social media. If businesses are truly to become

social businesses, they must match the behavior of customers to effec-

tively meet their needs and expectations instead of simply responding

to them.

Everything begins with the realization that customer needs and char-

acteristics aren’t created equally. In order for businesses to truly

become social, the tenets of social media must permeate the entire
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xixForeword

organization. These businesses build a foundation based on three

important pillars:

Connected

Engaged

Adaptive

The 3 Tenets of
Social Business

ADAPTIVE

Transparent

ENGAGED

CONNECTED

These pillars prepare a business for the dynamic nature of customer

engagement across the distinct categories that define what I call a

“market in transition.” This shifting landscape is segmenting the cus-

tomer base into three very distinct groups: traditional, online, and now

social. This social customer is important because he finds and shares

information, qualifies prospects, and makes decisions unlike the other

two groups. As a result, they require a different level of engagement.

They’re connected. They’re influential. Their experiences steer the

actions of others. Engaging them and building a business to support

them over time, is mutually beneficial.
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How customers use social technology opens new feedback loops that

teach those who listen…namely, the social business. It is in the identi-

fication of this customer and the construction of an interactive social

framework that enables a business to effectively engage and learn from

them. Doing so benefits the brand, the social customer, as well as the

other two customer segments. Additionally, designing products and

services that through monitoring reflect acknowledgement and under-

standing of the social customer creates relationships built on value and

mutual benefits. As a result, the development of a social business

makes a company not only modern and adaptive, but also relevant.

Social media is both a right and a rite of passage. At some point, every

business will feel the power of their social customer. The question is,

what are businesses going to do about it? Perhaps more importantly,

what are businesses going to do with feedback to offer closure, resolu-

tion, and steer positive outcomes. It starts with connecting the dots

between marketing and customer service, between customer service

and product development, and also across all departments affected by,

or possess the capacity to affect, outside social activity.

Everyday customers are increasingly relying on social networks as

their primary way to connect and communicate with one another and

also make important decisions. The old adage of happy customers

telling a few friends and unhappy customers telling many more is not

only coming to life in social networks, but also the effect of doing so

in social networks hurls sentiment from person to person and from

network to network across hundreds and even thousands with every

Like, ReTweet, comment, and reaction.

Listening to the social customer is just the beginning. Responding to

them when they’re in need or simply to express gratitude in real time

in their channels of relevance opens a door that cannot be closed.

Unlike Pandora’s infamous box, the resulting activities and the change

in dynamics of business is not unwise—it is, to the contrary, shrewd

and necessary. The door of self-expression was opened with or with-

out your consent. For those businesses that seek engagement and rele-

vance in new media, let’s consider the broader implications of a simple

conversation. In fact, think of a conversation as a conduit for desirable

outcomes that carry benefits on all sides of the customer equation.

Smart  Bus iness, Soc ia l  Bus inesssxx
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Today, getting closer to customers is a top priority for executives. It’s

almost ironic considering that mainstream business practices were

almost in direct conflict with this new sense of renewed customer

centricity. Over the years, businesses have moved in an opposite direc-

tion distancing representatives from customers through technology,

automated process, and through the introduction of outsourced repre-

sentatives. Customers were practically penalized for trying to seek

attention. All was done, however, in the name of operationalization,

efficiency, and profitability.

Now we see an about-face through the convergence of media, market-

ing, and service. Businesses now aspire to social prominence following

in the digital footsteps of the much publicized and studied examples of

@ComcastCares and @ATT on Twitter. In these cases, if a customer

Tweets a problem or a question, Comcast and AT&T have fully staffed

Twitter and other social media accounts ready to listen and also

respond when necessary. Empowerment is an important characteristic

for a social business. Often these representatives can solve problems

on the spot or retrieve useful information or trigger next steps to

achieve resolution. But at the same time, the shared experiences of

customers also vocalize recurring trends that require that attention of

other departments. Before we can collaborate externally, we must first

collaborate within. Doing so creates processes and systems that proac-

tively fix problems through constant product improvement, redesign,

or further experimentation. Most representatives on social networks

are disconnected from influencing or expediting internal change for

the betterment of the customer experience and ultimately the senti-

ment associated with the brand. A social business is designed to opti-

mize experiences.

Whether it’s through traditional means or through social networks,

responding to problems is by default reactive and focused solely on

negative origins. Although still important and necessary, reactive-

based engagement attempts to change customer perceptions or

impressions once they’re already experienced. Proactively translating

that insight into continuous innovation positions the businesses

toward a much more productive position, one where positive experi-

ences eclipse the unfavorable.

xxiForeword
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A good business will use social networks to identify and solve prob-

lems as they arise. A social business will then connect the dots within

the organization to adapt and positively steer experiences of con-

nected customers through an integrated approach⎯an approach of

oneness. A social business will design the organizational framework to

liberate social media from any one department and focus while unit-

ing silos to connect, engage, and adapt. As a result, success will then be

measured in sentiment, referrals, and loyalty.

Whether in social networks or in real life, people naturally share expe-

riences. In the end, customers will inevitably share experiences

whether they’re negative or positive. The opportunity here is that now

more than ever, businesses have a say in the matter. They can choose

whether those shared experiences are positive or negative, starting at

the development of a product or service and enlivened through the

company’s sales, marketing, and service programs. The social customer

for all intents and purposes deserves a seat on the board of advisors of

any social business. They are stakeholders. They are the guiding light

toward relevance and success. And, they require nothing less than the

complete transformation of business.

I’ve had the opportunity to work with Michael Brito over the years,

and his work is nothing short of inspirational. In this book, Michael

shares his insights into the needs of a new generation of connected

customers and the importance of building an adaptive framework of a

social business. In Smart Business, Social Business Brito gives you

actionable steps to help you chart your course toward success. By the

time you’re done reading this book you will not only get closer to cus-

tomers, but learn how to place customers at the front-and-center of all

aspects of business where social equates to relevance and where rele-

vance equals allegiance.

You are the architects of a new era of business where adaptive organi-

zations are measured by the ability to shape and steer positive cus-

tomer experiences before, during, and after transactions.

Brian Solis

Principal of Altimeter Group and 

Author of Engage! and The End of Business as Usual
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Introduction

This is not a book about social media marketing.
Within these pages, you’ll find no hidden formula
that will teach a business how to increase friends,
fans, and followers. It’s not a book about viral mar-
keting, and it doesn’t condone using social media to
broadcast one-way messages to the masses. This
book is different.

Many organizations today spend a lot of time,
resources, and money trying to understand the social
landscape and engaging externally with their cus-
tomers and prospects. They’re on a quest to become
a social brand. They’re investing in Facebook appli-
cations, branded communities, and blogs; many also
are using online monitoring solutions to listen and
see what people are saying about the brand. From
this perspective, many companies today are doing a
decent job.
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Friends, fans, and followers are important, yes. And brands increase

their social equity by engaging in two-way dialogue with their con-

stituency, yes. And transparency is key to these external engagements,

yes. But while many organizations are trying desperately to humanize

their brand, they are failing to understand that they need to humanize

their business first.

Therein lies the business challenge. As social network sites such as

Facebook and Twitter gained popularity and social customers became

more influential, companies of all sizes and from all industries began

to join the conversation. Customers learned to expect companies to be

part of the social web. And social influencers started criticizing brands

for every action—or inaction—they took online.

Companies listened. Organizations are now aggressively hiring com-

munity managers and social strategists, allocating budgets to social

media, hiring agencies, and creating engagement strategies. They are

doing everything a “good” social brand should be doing.

But this book is not about social brands. It’s about an organization’s

natural (sometimes forced) evolution into a social business. A social

business deals with the internal transformation of an organization and

addresses key factors such as organizational models, culture, internal

communications, collaboration, governance, training, employee activa-

tion, global and technology expansion, team dynamics, and measure-

ment philosophy.

To do this effectively, companies have to get smarter; acquire new

technologies, intelligence, and talent; and become more open and

transparent. They have to establish business processes, governance

models and rules of engaging on the social web that protect the organ-

ization yet empower their employees. They have to change the way

they do business—and that starts with the people of the organization.

An organization that uses social media to engage externally with cus-

tomers is a social brand but not necessarily a social business. There’s a

huge difference between the two.

From the outside looking in, most people wouldn’t recognize or

understand the challenges that social media has created in an enter-

prise. The anarchy, conflict, confusion, lack of communication and

collaboration, and organizational silos that exist behind the firewall

Smart  Bus iness, Soc ia l  Bus inesss2
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are not visible. These challenges make the process of becoming an

effective social brand much more difficult and less effective. For some

organizations, this quest to become a social brand and a social busi-

ness is done simultaneously.

The premise of this book is that organizations cannot and will not

have effective external conversations with consumers unless they can

have effective internal conversations first. This involves much more

than internal conversations, conference calls, and a collaboration

forum. For this evolution to take place, organizations need to adopt

social behaviors in every aspect of their business.

Figure I.1 illustrates the evolution of social business. It started with the

growing influence of the social customer. The immediate response to

the social customer was that companies began to adopt behaviors of a

social brand—brands/companies and organizations started engaging

with the social customer on the social web. Today, this is causing a

multitude of challenges internally, such as no governance and policies,

employees running wild in social media, social media ownership

issues, and more for many organizations. Now organizations are trying

to operationalize social media internally to become a collaborative

social business.

3In t roduct ion

•

•
•

•

•

•

•

•

•

•

•

•

•

•

Technology Innovation gives 
customers a voice
They are Influential
Amplified voice across the social 
web 
Google indexing critical 
conversations about companies
Social Customers are trusted 
among their peers as influence 
grows

Companies and brands join 
Twitter, Facebook, and create 
corporate blogs
Engage with the social customer 
in various channels
Social Media teams are forming 
slowly
Small budgets are allocated on a 
project basis to social media 
engagement and community 
building

Organizations begin humanizing 
business operations
Organizational models are formed 
to include social media 
Organizational silos are torn down 
between internal teams
Governance models and social 
media policies are created
Social becomes an essential 
attribute of organizational culture

SOCIAL  BRAND

SOCIAL  BUSINESS

THE EVOLUTION OF SOCIAL BUSINESS 2008 to Present

2003 to Present

1995 to Present

SOCIAL  CUSTOMER

Figure I.1 The evolution of social business

This is the key takeaway of this book.
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This book aims to equip business leaders, marketers, and communica-

tions professionals with the knowledge necessary to transform their

business. It provides actionable insights for them to take back to their

teams and organizations to begin facilitating change. The social busi-

ness evolution will not happen overnight. It may take years. But it has

to happen and it will happen. This book helps make that happen.

Chapters at a Glance
Chapter 1, “Human Capital, Evolved,” deals with the organization’s

most valuable asset: its people. It addresses the need to facilitate orga-

nizational change in an effort to break down organizational silos and

communicate more effectively. Much of that communication should

involve organizational failures in the social space so that teams can

learn what not to do and avoid making the same mistake more than

once. The chapter also discusses the importance of gaining executive

support from either the CEO or someone close to him or her who can

champion the evolution internally. A big part of this chapter discusses

the need to empower employees to engage in the social web; it offers

examples of how to manage teams and employees across different

business units and geographies. The chapter concludes with an

overview of three common organizational models related to social

media: centralized, decentralized, and a fully collaborative and inte-

grated social model.

Chapter 2, “Surveying The Technology Supermarket,” discusses

technology and the importance of choosing the right social software.

It’s not a comprehensive overview of every technology vendor in the

market; rather, it covers a subset of vendors—some old, some new—

that are driving innovation on the social web. The chapter discusses

collaboration/internal community software, social listening, and social

relationship management vendors. It also discusses the importance of

internal scalability and the need to have IT involved when sourcing

vendors. The chapter concludes by making a few predictions on the

social landscape for Facebook and Twitter.

Chapter 3, “Establishing a Governance Model,” discusses the need

for organizations to establish governance models that address employ-

ees’ use of social media, disclosure, and moderation policies (on and

off domain). Several real-life (and very public) examples illustrate
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what happens when organizations do not have policies in place to

guide employee behavior. The chapter also discusses the need for

organizations to become more intelligent through ongoing training

opportunities and through noncompetitive collaboration with other

companies to share enterprise best practices. The chapter concludes

with a discussion of the need to create social media executive councils

that will help shape governance, training, and deployment internally.

Chapter 4, “Embracing the Social Consumer,” discusses the evolu-

tion of social customers and their growing influence on the social web.

It also covers their business counterpart: the social media practitioner,

the employee responsible for establishing, fostering, and guiding a

conversational exchange with the social customer. The chapter also

discusses the difference between corporate social profiles and personal

profiles as this relates to social media practitioners. Much of this chap-

ter also illustrates the importance of integrating customer support into

social media, as well as using the channels to solicit feedback from the

community.

Chapter 5, “In Response to the Social Customer: Social CRM,” is all

about social CRM. It defines the process of managing and responding

to the social customer via social CRM channels. The chapter goes in

depth about various applications and use case models of social CRM

and categorizes different types of customers that organizations must

pay attention to. Roles and responsibilities are also discussed. The

chapter concludes by highlighting three vendors that are taking social

CRM to the next level.

Chapter 6, “Establishing a Measurement Philosophy,” discusses the

importance for organizations to agree on a measurement philosophy

that works for everyone. The chapter also discusses financial impact

and nonfinancial impact-measurement philosophies, including ROI-

driven metrics, purchase funnel metrics, owned-earned-paid media

values, community health, and share of voice metrics. The chapter

concludes with a discussion of how to measure influence, the value of

a Facebook fan, and challenges that organizations will face when

determining a measurement philosophy.

Chapter 7, “How to Choose the Right Vendors, Agencies, and

Technology Partners,” outlines a step-by-step process for choosing

the right technology vendors and spotlights issues to consider before
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making any purchase decisions. Additionally, the chapter highlights

three agency perspectives and three perspectives from Fortune 500

companies (Intel, Cisco, and Adobe) and shares valuable advice on

what to consider when selecting a social agency. It concludes with a

quick case study showcasing Cisco and its process for choosing tech-

nology vendors.

Chapter 8, “Marketing Investments on the Rise for Social Business

Initiatives,” discusses the recent trend of organizations allocating

marketing dollars to social business budgets, both internally and exter-

nally. The chapter cites several research studies from eMarketer,

MarketingSherpa, Econsultancy, ExactTarget, Meltwater, StrongMail,

Zoomerang, and Alterian as it relates to 2011 predictions and insights

into social media budgets within the organization. The chapter also

highlights data from the Altimeter Group as to which job functions

and social media initiatives the budget dollars are getting allocated to.

The chapter concludes with a framework that organizations can use to

determine budgets internally and to develop buy-in and support from

senior management.

Chapter 9, “Creating a Comprehensive Social Media Strategic Plan,”

helps business leaders and marketers define and create a comprehen-

sive social media strategy, taking into consideration the difference in

an organization’s mission, goals and objectives, strategy, and tactical

plans. The chapter goes in depth to explain the value of audience seg-

mentation and gives global snapshots of social media usage, behaviors,

and adoption in Latin America, Europe, and Asia Pacific. Finally, it dis-

cusses the importance of integrating social media with paid media.

Chapter 10, “The Rise of Customer Advocacy,” examines the differ-

ence between influencers and advocates. The chapter details how to

create a robust customer advocacy program and highlights a well-

known vendor’s program. The chapter concludes with a case study

about marketing automation SaaS company Eloqua.

Chapter 11, “Ethical Bribe: Relevant Content Matters,” is about

content. It discusses how strategic, relevant content can add business

value to the online conversation. The chapter gives specific

recommendations for companies on adding value to the conversation,
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becoming a trusted advisor, being authentic and believable, building

trust, and listening. Relevant content can increase the reach of branded

messages and increase the organic search results for certain terms.

Chapter 12, “Social Businesses in the Real World: EMC and Intel,”

highlights two case studies of companies that exemplify the character-

istics of a social business and are succeeding in the social space, EMC

and Intel. EMC first gained focus internally and created a fully collab-

orative, social organization before unleashing its employees externally

to engage with customers. Intel, on the other hand, began its journey

as a grassroots effort more than 10 years ago when technology experts

and IT managers were engaging in forums and chat rooms, talking

shop with other IT managers. This natural groundswell effect from

employees, coupled with management’s vision to socialize the organi-

zation, drove Intel to become a leading brand in social media.

Based on Actual Events
The views, theories, strategies, and recommendations presented in this

book are the culmination of my 12 years of experience working in the

enterprise; I’ve held positions in top technology firms such as Sony

Electronics, Hewlett-Packard, Yahoo!, and Intel Corporation and have

specialized in building social media programs that focus on building

long-term relationships with customers. In short, I consider myself not

an academic, but rather a practitioner with practical in-the-trenches

experience and real-world perspectives.

That said, it’s important to make a distinction between this book and

many others written on the topic of social media. Most of them are

written specifically from the theoretical perspective, which makes

sense because of the relative newness of social media, especially within

business. Here, however, I’ve focused on practical strategies, tactics,

and lessons learned, which can effectively evolve internal culture into

something that is much more appropriate and effective for today’s

social business.

Hopefully you’ll find such an approach a refreshing change that allows

you to quickly and easily apply the ideas presented to your business.
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4
Embracing the
Social Customer

In a perfect real-world scenario, this book is meant to
mirror, in chronological order, the natural evolution
into a social business. That is, a business undergoes
a cultural change and a shift in the way it operates:

Tearing down silos and communicating effec-
tively across the organization � adopting social
technologies that foster communication globally
� instituting governance models that empha-
size smart participation on the social web �
employing tactical considerations that address
the social customer.
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People have always been social, even before the Internet. Sharing expe-

riences with others about the brands, products, and services that they

love or hate comes naturally. The difference today is that the social

customer now has a voice that travels well beyond the living room.

The social customer is influential and isn’t afraid to blog about nega-

tive experiences, share thoughts on Twitter, and post critical comments

within status updates on Facebook. Some customers even spend hours

writing well-formed critical product reviews on Consumer Reports,

CNET, Epinions, Amazon, and Yelp. The end result of all these conver-

sations happening in the social

space is that every review, rant,

criticism, praise, opinion (positive

or negative), blog post, and tweet

is appearing in Google search

engine results—and has been for

many years now. Companies

might face a reputation-manage-

ment problem when others see

criticism in the search results

when searching for a brand or

product.

Companies need to embrace social customers and learn how to work

with them collaboratively. This starts with a social media practitioner,

the point person in any organization who establishes, fosters, and

guides conversations with customers across the social web.

The Value of a Social Media Practitioner
The social media practitioner is potentially any employee with sanc-

tioned authority to represent the brand or the product or service on

the social web. The social media practitioner is essentially responsible

for interacting and engaging with the social customer. This person

might or might not have “social media” in the job title and could be a

customer support agent or an engineer. Social media practitioners are

mainly responsible for managing the daily operations of a community

or routing service requests, product insights, or sales inquiries to the

appropriate subject matter experts or departments. Social media

practitioners might also be responsible for collecting actionable
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intelligence, insights, and reports, as well as making specific recom-

mendations for editorial changes to corporate blogs and communities

based on those insights.

Social media practitioners can include the CEO, the chief marketing

officer (CMO), or even the information technology (IT) analyst who

just started with the company. Often the title “social media practi-

tioner” is synonymous with “community manager.” This depends on

how the company is organized internally.

The value of social media practitioners is twofold. First, customers see

them as trusted sources of information, more so than corporate com-

munications and advertising personnel. Why? Because people trust

other people like themselves. This was discussed in Chapter 1,

“Human Capital, Evolved,” when referencing the Edelman Trust

Barometer. Second, the social media practitioner is the company’s first

line of communication with the social customer, so the trust factor is

an extremely important attribute.

Social media practitioners are the human link between a company and

its customers. Because this is such an important responsibility, com-

panies need to consider several criteria before hiring an employee for

this role.

Hiring Social Media Practitioners
The phenomenon known as the “social media expert” is largely a

myth. Avoid individuals who promote themselves with such a label.

The very nature of this space involves constant change and adaptation.

It is said that true knowledge is found in understanding that there’s

always much to learn, and the same is true for social media.

That being said, it’s still important for companies to hire and train

social media practitioners and help them develop expertise about both

the brand and social media technologies and best practices. When hir-

ing specifically for a social media practitioner, it’s important to look

for certain qualities in candidates:

• A passion for social media—A good social media practi-

tioner knows about popular new social technologies and has

an ongoing interest in news related to the progression of
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social media and its application to business. He or she is also

passionate about customers and the brand or product.

• A people person—Look for someone who can communicate

effectively online, offline, and in blog posts, in 140 characters

or less. He or she must also be able to communicate the value

of social media to senior management.

• Strategic thinking—The candidate must be able to set

measurable goals and look beyond social media when

creating marketing plans. The ability to see the big picture

is important.

• Effective collaboration skills—Communication skills and

effective sharing of ideas can make a significant impact across

the company in various business units and geographies.

• Analytical thinking—The candidate must be able to under-

stand various methods of tracking the effectiveness of external

social media engagements, and then extract key and action-

able insights to use for future plans.

Whether a company is hiring social media practitioners or simply

empowering and training existing employees, a governance model

must provide direction and guidance when creating social media pro-

files, specifically with Twitter.

For example, when engaging with

social customers on Twitter, it’s

absolutely vital to be 100 percent

transparent in all communications

with them, and this starts with disclo-

sure. It’s good practice to disclose the

nature of the relationship between the

practitioner (the employee, contrac-

tor, or agency) and the company rep-

resented somewhere in the bio. This

can be as simple as stating, “I work for

company X, but these opinions are

my own.” At all costs, social media

practitioners also should avoid spam-

ming the community with one-way
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marketing messages and promotions. An overly commercial message

is a very easy way to convince the social customer of your irrelevance.

It may even spark a groundswell movement of criticism, which is

never good for any brand.

Perhaps one of the best ways to find qualified talent is to leverage the

collective networks of those who already have a solid grasp of the

social media space. Cisco is a good example of a leading-edge social

media organization that exemplifies this behavior. Candidates there

are sourced internally from the networks of existing staff.

After a company has identified, hired, and trained its social media

practitioners, the next step is to determine how those people should

represent themselves on the social web and establish a social media

profile to engage with the social customer.

Corporate Profiles Versus Personal Profiles
When employees first began using social media professionally, they

were tweeting and blogging about anything and everything. Some

employees were disclosing where they worked, and some weren’t.

Some were using the corporate logo as their profile picture, and others

were using their own head shots. Others were spamming anyone and

everyone with one-way marketing messages and promotions. The

social web was basically a free-for-all—and the source of major inter-

nal headaches for senior management. Few companies established

governance models and began to think through tactical approaches to

external engagement.

Specifically, few companies considered the management and gover-

nance of social media profiles and, more importantly, what happens

when employees decide to leave a company after they have built sig-

nificant brand equity within those social profiles.

One example is the Twitter profile. Three types of Twitter profiles have

evolved in the last few years: personal, corporate, and hybrid.

A personal profile is self-explanatory: It’s used for personal reasons (to

share relevant content with friends, ask and answer questions, promote

one’s own content, ramble, and in some cases build a personal brand).

If employees are using a personal profile to talk about the company

they work for, they should disclose that they are employees of that
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company. This is standard practice, and most people are doing this

today. Additionally, most personal profiles link to a personal blog,

Facebook page, or LinkedIn profile.

A corporate profile usually has the trademarked name as the Twitter

handle (as in @Intel, @Dell, and @Adobe). The look and feel of this

profile is company branded and matches the corporate identity of the

organization. Often the logo serves as the profile photo. Much of the

content shared on a corporate profile is specific to company-related

news (announcements, staff hires/departures, press releases, product

launches, press briefings, quarterly earnings, and so on). Additionally,

companies are creating Twitter profiles specifically for products such

as @Photoshop, which are used just to share product-related content

and interact with their community. Customer support usually has its

own corporate profiles as well. For instance, Adobe has @Adobe_Care,

used to solve customer support inquiries across all product lines.

Hybrid profiles come in a variety of shapes, sizes, and colors. No set

standard or existing nomenclature is used; a hybrid profile embodies

characteristics from both the corporate and personal profiles. One that

really stands out is Scott Monty’s Twitter account. Monty runs digital

marketing for Ford Motor Company. A close examination of his pro-

file reveals that he uses elements from both a corporate profile and a

personal profile. His Twitter background is completely branded Ford,

so at first sight, it looks like he is either a Ford enthusiast or an

employee. As his profile photo, Monty uses a picture of himself with a

Ford logo at the bottom. He fully discloses that he works for Ford, and

much of his daily interaction involves evangelizing about the Ford

brand, interacting with his community, or answering Ford-related

questions. Monty links to his personal blog, where he writes mostly

about social media marketing and not so much about Ford.

The question “What happens when Monty decides to leave Ford?” sud-

denly turns into a serious business concern, especially because he has

almost 50,000 followers and has built significant brand equity for Ford

and himself. That’s why it’s important for organizations to think about

the long-term implications when appointing external spokespeople
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and empowering social media practitioners to engage online.

Companies must consider two issues to protect themselves:

• Establish a governance policy that addresses personal and

company profiles. More importantly, for personal profiles,

companies must determine how much of company resources

can be used to promote their growth and expansion.

• Empower more than one employee to be external spokes-

people for the brand. Dell has done an outstanding job of this

over the last five years by empowering multiple employees to

engage externally and even standardizing their Twitter

accounts (as in @richardatdell, @chrisatdell, @deniseatdell,

and @manishatdell).

Empowering more than one person to engage with the social cus-

tomer is good practice because it potentially solves a few problems

before they even arise. First, although these Twitter accounts are per-

sonal profiles, the standard nomenclature makes it naturally transpar-

ent where Richard, Chris, Denise, and Manish work. In addition, if one

of them decides to leave Dell, the company would face minimal

impact because the others would be able to take up the slack and con-

tinue to engage with the community.

One of the most common ways for companies—specifically, social

media practitioners—to address the social customer is through cus-

tomer support. Most conversations that involve the social customer

are complaints and concerns about a company’s product or services—

and maybe even the support department itself—so this is a natural

first step.

Integrating Customer Support into Social Media
Obviously, social customers have a voice. And since the birth of chan-

nels such as Twitter, they also have an audience, some big and some

small. Regardless of the audience size, these consumers have no prob-

lem slamming companies that offer substandard customer service or

products. Even worse is that many of these critical conversations on

Twitter, blogs, and review sites appear in search results for others to

read—and they live on the Internet forever. This new, disruptive
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behavior from the social customer is causing chaos to companies big

and small, and forcing them to adapt their business models.

There’s perhaps no better native and out-of-the-box use for social

media in business than for customer support. The social customer is

online and increasingly bound to social media networks of all types.

A 2009 study by Cone Research revealed that 43 percent of consumers

expect companies to use social networks to solve consumers’ prob-

lems. It’s no surprise, then, that these same customers also assign enor-

mous convenience value to resolving the inevitable customer support

problem via their favorite social network.

Companies can integrate customer support initiatives with social

media in two ways. The first is to assign social media practitioners to

data-mine the Internet looking for customer support-related inquiries

that they can respond to. This can be achieved easily by investing in

social media listening software and monitoring brand- or product-

related terms (see Chapter 2, “Surveying Technology Supermarket,” for

more information on social media listening software). The social

media practitioners can then either fix the issues themselves or create

processes and workflows to filter and assign the identified conversa-

tions to the appropriate support channel. Second, and probably a bet-

ter long-term solution, is for organizations to operationalize the

support department to include social media as a viable support and

outreach channel, just as they would a contact form on the corporate

website or a toll-free number. Many companies today are doing both.

Due to Twitter’s real-time conversation, it’s natural for social media

practitioners to use this channel to address customer issues. However,

some companies are also monitoring comments on their YouTube

channel and Facebook Wall, and within the corporate blog. They’re

also watching for comments posted on third-party sites, such as their

competitors’ pages and Amazon.com’s review pages.

Companies have taken a variety of approaches to integrating their cus-

tomer service efforts with social media. Many of these companies are

being proactive and thinking long term about addressing the social

customer, but others have been thrown directly into the fire.
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Comcast
In spring 2008, Michael Arrington, founder and co-editor of

TechCrunch, a blog covering the Silicon Valley technology start-up

community, wrote a blog post about his discontent with Comcast, a

local cable service provider. After a cable outage, Arrington contacted

customer support and had a horrible experience. Not only did

Arrington write a blog post about his experience, but he also expressed

his unhappiness multiple times on Twitter, which was retweeted sev-

eral times.

This incident got a lot of press, and the conversation surrounding

Comcast’s poor customer service began to appear more often in multi-

ple social channels.

Comcast responded quickly and set up the Comcast customer support

Twitter profile and business initiative known as @ComcastCares, now

used to solve customer problems on Twitter.

What’s important to note here is that this one incident caused a signif-

icant culture change at Comcast and forced it to operationalize cus-

tomer support around a new channel—in this case, Twitter.

Today Comcast is considered one of the leaders in customer support

online and is often cited in case studies, blog posts, and whitepapers as

a company that’s using social media the right way. And, while Comcast

still isn’t perfect and still criticized, it is surely one company that takes

social customers seriously.

Best Buy Twelpforce
In 2009, consumer electronics giant Best Buy empowered hundreds of

retail employees to manage online customer support inquiries and com-

pany promotions using Twitter. Best Buy even used online media and tel-

evision commercials to promote this initiative and educate its customer

base. The way it works is pretty simple. Employees register their personal

Twitter accounts on a Best Buy site called Best Connect. When registered,

employees from across the company can send tweets from the

@Twelpforce profile; they add the hash-tag #twelpforce to make their

messages automatically show up under the twelpforce Twitter profile,

with a credit to their proper Twitter account (as in “via @ 

mytwitterhandle”).
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The following pledge from Best Buy management to its employees

sums up the company’s intentions with this initiative:

Why would customers want to talk to you on Twitter? The

promise we’re making starting in July is that you’ll know all that

we know as fast as we know it. That’s an enormous promise. That

means that customers will be able to ask us about the decisions

they’re trying to make, the products they’re using, and look for

the customer support that only we can give. And with Twitter, we

can do that fast, with lots of opinions so they can make a deci-

sion after weighing all the input. It also lets others learn from it

as they see our conversations unfold.

Best Buy is one of the first companies to publicly communicate that it

is using Twitter to engage with customers. While some may consider

this to be a bold move and hard to scale, this initiative certainly posi-

tions Best Buy as a company that trusts its employees and understand

the importance of personal communication.

Of course, no company can guarantee that it will solve every support

issue that arises online. But Best Buy’s Twelpforce has taken the steps

necessary to make an impact in solving customer problems.

Zappos
Tony Hsieh is the CEO and founder of Zappos.com, an online shoe

and retailer store that Amazon acquired in 2009 for $1.2 billion. Today

nearly one-third of all Zappos employees are using Twitter to solve

customer problems. What’s important to note here is that this shift in

culture dynamics started at the top, with Hsieh himself engaging with

customers in social media. What was once chaos trying to manage

customer support online is now standard operating procedure. The

social customer is top-of-mind for Hsieh, Zappos, and several hundred

employees who use Twitter. The reputation of Zappos customer serv-

ice has been amplified through normal conversations on Twitter.

These conversations aren’t meant to drive up sales or even offer pro-

motions. They’re simply meant to please and educate the social cus-

tomer, either new or existing. Such external engagement has also

resulted in cost-savings. According to tech blog ZDNet, Zappos
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estimates the cost of reaching out to past, present, or potential cus-

tomers on Twitter at $300,000 a year.

Additionally, one of the company’s core values is to deliver “WOW”

through service. All new employees are required to undergo a four-

week customer loyalty training course, which includes at least two

weeks of talking on the phone with live customers in the call center.

After the training is complete, employees are offered $3,000 to leave

the company immediately, no strings attached. This ensures that

employees are there for the love of the job and passion for customers;

not the money.

Zappos has created a culture of service and empowers each employee

to join Twitter and delight customers. The company’s culture focuses

on making sure every possible interaction with customers results in

them saying, “WOW, that was the best customer service I’ve ever had.”

And the initiative seems to be working: Zappos has seen triple-digit

revenue growth over the last three years.

These examples have shown the evolution of companies using Twitter

to solve customer support issues. They also have tremendous opportu-

nity to use the collective intellect of the community to innovate their

products.

Using Social Media to Solicit Product 
Feedback and Innovation

Some forward-thinking companies have already started listening to

customer feedback on social media channels and are innovating their

products, services, and business processes. This is also known as crowd

sourcing. A company uses the collective intellect of the community to

create or co-create a product or initiative. As a result of involving

social customers in the decision-making process, the company fosters

customer and brand advocacy and encourages loyalty to the brand.

Companies such as Dell, Starbucks, and Microsoft have established

such programs and are seeing a tremendous impact on the level of

engagement with the community. In some cases, these companies are

improving the customer experience for millions of customers and

solving real business problems at the same time.
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Dell IdeaStorm
Dell launched IdeaStorm in February 2007 as a way for the company

to talk directly to its customers. The site allows Dell customers to view

ideas posted by other community members, post new ideas about

Dell’s products or services, promote or demote ideas, and then see

what ideas were actually implemented. In the three years since the site

first launched, Dell has received more than 10,000 suggestions and

implemented nearly 400 ideas. What’s important to note here is that

teams of Dell product managers spend time interacting with commu-

nity members, sourcing good ideas that didn’t necessarily make it to

the top, and gaining insights into its customers’ biggest concerns. The

difference between Dell’s program and what other companies are

doing is that Dell is actually changing the way it does business based

on community feedback.

Originally, the most popular suggestions concerned the Linux operat-

ing system on Dell machines. On May 24, 2007, just three short

months after the site launched, Dell started selling three computer sys-

tems with Linux Ubuntu 7.04 preinstalled in the computers. The arti-

cle requesting Linux eventually moved down the list and was replaced

by newer ideas promoted by other community members.

MyStarbucksIdea
MyStarbucksIdea was built with the same intentions as Dell’s

IdeaStorm: to crowdsource ideas with the community. Community

members can share, vote on, and discuss ideas, as well as see what

ideas are being implemented. As with Dell, the entire community site

is flooded with Starbucks employees listening to and engaging with

customers. The site can be characterized as a real-time, always operat-

ing customer focus group. Since March 2008, the community has sub-

mitted more than 70,000 ideas.

A few suggestions that Starbucks has implemented include free coffee

for Gold Card Members on their birthdays, a Starbucks VIP card, the

infamous Starbucks Splashstick, and the program that gives customers

a free cup of coffee when they buy coffee beans.
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Intel’s Ajay Bhatt T-Shirts
On a much smaller scale than the two previous examples, Intel took an

idea one step further to delight its customers.

In 2009, Intel launched Sponsors of Tomorrow, a marketing campaign

that centered on the people who work for the company, in an attempt

to humanize the brand. Part of the campaign was a TV commercial

titled “Your Rockstars aren’t like our Rockstars.” It featured Ajay Bhatt,

Intel Fellow and the co-founder of the Universal Serial Bus (USB).

In the commercial, while Bhatt (played by an actor) is walking though

the office, someone appears in the back holding open a T-shirt with

Bhatt’s face on it. The commercial was uploaded to YouTube and

shared across the Internet on various web properties and blogs; then it

was amplified through Twitter. Within days, these communities were

begging for Ajay Bhatt t-shirts. They were tweeting about it, comment-

ing on the Intel blogs, and posting on the YouTube channel and in

third-party tech blogs.

Intel moved fast, printing 100 Bhatt T-shirts and giving them away as

part of a month-long contest on Twitter. After the T-shirts were

shipped, the winners began to post pictures of themselves wearing the

T-shirts to Twitpic and Ajay Bhatt’s Facebook Fan Page.

These three companies have more in common than just the fact that

they’re listening to social customers. They were also cited in a 2009

case study by Charlene Li and Wetpaint titled Deep Brand Engagement

Correlates with Financial Performance. The report examined the top 50

brands and measured their depth of engagement with consumers on

the web; it also looked at their financial performance for the last 12

months. The analysis showed that the companies that were more

engaged in social media were seeing an increase of around 18 percent

in revenue during the reporting period; companies that were least

engaged suffered an average of 6 percent decline in revenue. Dell,

Starbucks, and Intel were all listed among the top 10 companies in

social media. It’s not an exact science, but it’s good food-for-thought

for brands that are seriously considering social media engagement.
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Taking the Next Step
The first step in addressing social customers is to decide who inter-

nally will be interacting with them. Someone in customer support?

The CEO? A dedicated community manager or a social media practi-

tioner who spends his or her days sourcing brand-related conversa-

tions and participating when appropriate? In any of these scenarios, it’s

important that companies be ready to scale and grow. Why? Because

once there’s even an ounce of interaction between a company and the

social customer, customers will expect the company to stay engaged all

the time.

Companies need to think about

ways to train social customers so

they don’t use Twitter just as a bull-

horn every time something goes

wrong. Setting up a support com-

munity similar to what Research In

Motion has done is a great model to

follow. RIM uses its

@BlackBerryHelp Twitter profile for

customer support, offering up tips

and tricks and also linking to rele-

vant BlackBerry.com blog posts and

forum discussion threads.

One of the worst things any com-

pany can do is create a thriving community and then abandon it.

Unfortunately, this happens all too often. Before launching new com-

munities, Facebook fan pages, and Twitter profiles, a company must

get a firm commitment from everyone involved to continuously

engage in these channels. Otherwise, the company will surely be at the

center of criticism and will probably be featured in a Harvard Business

Review case study titled “What Not to Do in Social Media.”

The next step is to get the customer support department involved, if it

isn’t already. In some cases, a company might need to justify human

capital and overhead expenditures for any external engagements. Of

course, the advantages of customer support engaging with the social
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customer goes far beyond where the audience is: Considerable cost-

saving side effects can be had by augmenting service and support

operations to include increasingly more social touchpoints and effi-

ciency. According to research data from the help desk industry, the

cost to answer a support call is between $13 and $40. Imagine a call

center that receives an average of 1,000 calls in a 24-hour time period.

On the lower end of $13 per call, that’s $13,000 a day ($4.7 million

annually), and this doesn’t even take into consideration the cost-per-

minute charges and other overhead costs to manage a call center.

Finally, it’s important to note that crowdsourcing has grown since 2004

with the publication of Wisdom of Crowds, by James Surowiecki. In his

book, Surowiecki argued that large groups exhibit more intelligence

than smaller groups and that the collective intelligence of a commu-

nity can shape business more effectively. That said, it’s important for

companies to create a community for their customers to interact in

and make product-related recommendations. With services such as

Get Satisfaction, companies can instantly create crowdsourcing and

support related communities that are integrated with corporate web-

sites almost instantly.

Social customers are here to stay and are gaining influence every day.

They’re not shy about providing public feedback about the companies

and brands they use, either. This can be either a serious threat to a

company or an opportunity to create customer advocacy. Companies

need to keep the social customer top-of-mind when optimizing inter-

nal business processes and creating external engagement strategies.
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