
I N A RECENT INTERVIEW, Gerald Kane, an associate professor of information systems at 

the Carroll School of Management at Boston College, aptly described the rapidly evolving role of 

social business tools w i t h i n companies. "Any new technology experiences a faddish hype cycle 

where people adopt it because they feel they have to," Kane said. " W i t h social, we are passing the 

peak of faddishness. Companies are starting to crack social's code and turning to it for business 

advantage, intelligence and insight." 

In year two of the Social Business Global Executive Study and Research Project, MIT Sloan Man

agement Review and Deloitte' surveyed executives' views on what we call social business and how 

companies are harnessing its value. (See "What Is Social Business?"p. 84.) The survey included 2,545 

respondents from 25 industries and 99 countries. It also incorporated interviews wi th 33 executives 

and social business thought leaders. (See"About the Research," p. 84.) 
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Echoing Kane's observation, a key finding of the 

survey we conducted in the fall of 2012 is the rapid 

growth in importance of social business in the cor

porate world. In the 2011 survey, 18% of respondents 

said social business was"important today." In 2012, 

that number doubled to 36%. Even those who don't 

yet see social business as important expect it to grow 

in importance soon. In the 2011 survey, 40% of re

spondents agreed that social business would be 

important in one year. In the 2012 survey, the com

parable number leaped to 54%. 2 (See "The Growing 

Importance of Social Business.") 

Data from the 2012 survey affirm the need for 

effective leadership of social business initiatives, 

especially when they are at an early stage: 

•Fifty-two percent of managers say their companies 

are at an early stage of developing social capabilities. 

•For these managers, the top barriers to using social 

business are a lack of strategy, no business case and 

a lack of management understanding. 

Companies that have strong C-suite support for 

social business initiatives can make significant 

strides. For example, at Dell Inc., CEO and founder 

"Michael Dell's leadership really paved the path to 

us becoming a social business," explained Richard 

Margetic, Dell's director of social media. "We've 

seen so many other peer companies struggle to get 

leadership support, but we've been fortunate to 

have leaders across the company, not just Michael, 

who both get it and use it." 

Dell's seven-year track record of social business 

achievements includes starting a corporate blog as 

early as 2006, conducting a crowdsourcing ini t ia

tive in 2007 that led to the implementation of 500 

new product ideas and launching a social media 

l is tening command center in 2010 in order to 

moni tor discussions about Dell on social media 

platforms and in other Internet forums. In 2012, 

Dell further enhanced its ability to monitor Web-

based discussions about the Dell brand in real time 

by adding a social technology that grabs, sorts and 

analyzes vast amounts of d igi ta l conversations 

about Dell, its competitors and specific technolo

gies. This tool performs natural language processing 

on more than 25,000 online mentions of Dell each 

day to create sentiment analyses of customer needs 

and preferences. The company then uses that data 

to inform its marketing strategy and customer ser

vice offerings. 

The Need for Effective Leadership 
Part of the reason executive leadership and sup

p o r t is especially i m p o r t a n t to companies or 

departments that are just developing social capa

bilities is that getting employees to adopt social 

tools is not like getting them to use the newest 

update to a word-processing program. Adopt ing 

social technologies can often mean changing the 

way people work, and that means leaders need to 

invest t ime and effort in explaining the purpose 

and value of the new tools as well as providing the 

necessary financial and organizational support to 

sustain these workflow changes over time. 

Executives are increasingly recognizing the 

value of social business to their organizations: 

Thir ty- f ive percent of C-suite respondents said 

social business was important in our 2012 survey, 

up from 20% in our 2011 survey. (See "The Impor

tance of Social Business in the C-Suite," p. 86.) 

While C-suite awareness of social business' impor

tance is on the rise, the perception of its most 

important value varies among the C-suite's mem

bers. (See "How C-Suite Executives Value Social 

Business," p. 87.) For instance, CEOs and CMOs 
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were more l ikely to believe that d r i v i n g brand 

affinity was the most important use of social tools, 

whi le CIOs were more l ikely to say managing 

projects was most impor tan t . Throughout the 

C-suite, however, a majority of executives see so

cial business as having the potential to transform 

the way work gets done. (See "The Transformative 

Potential of Social Business," p. 88.) 

If social business initiatives need leadership and 

many leaders see the potential of these initiatives 

for their organizations, an impor tan t question 

remains: What constitutes effective leadership for a 

social business initiative? Through interviews, con

sulting experience and reviews of published work, 

we have identified three key leadership behaviors 

that appear in many types of successful social busi

ness initiatives. 

1 . Don't J u s t P lan: E x e c u t e a n d F o l l o w T h r o u g h , 

Too . Many experts encourage managers either to 

l ink social business activities to important business 

challenges or to give social business activity a pur

pose, rather than simply providing the tools and 

hoping that business value results.3 Indeed, our own 

survey found that there is a relationship between 

companies that have more advanced social business 

capabilities and the application of these capabilities 

to important business objectives. However, ensur

ing that adoption of social technology prevails over 

time, often requires a display of leadership commit

ment t h roughou t the early phases of a social 

business initiative, not just at the start. 

Lauren Boyman, director of digital strategy at 

Morgan Stanley Wealth Management, has helped 

her company become an industry leader in social 

business by working wi th her company's financial 

advisors to use Twitter in communicating wi th cl i

ents. When asked what made her social media 

program successful, Boyman replied, " I f I didn' t 

have senior leadership support, and if I hadn't had 

the head of our sales force tell me that we had to be 

the first in the industry to do this, then it never 

would have happened." Boyman further noted that 

even when the financial advisor project "hit init ial 

bumps because of the realization it would require 

t echnology dollars ," Morgan 's head of sales 

"remained committed, kept people focused and got 

the resources needed." 

Once past the early phases of a social business ini 

tiative, executives face the challenging task of scaling 

up social media from small experiments to wider ap

plications within an enterprise. This is indeed difficult: 

Gartner, for example, has predicted that 80% of all 

social business projects wi l l not meet expectations 

by 2015. To beat those odds and achieve success, 

executives should foster collaboration on a social 

technology platform, and doing that sometimes 

requires changing the way people work together. For 

example, at one global company in the entertainment 

industry, an operations executive identified the need 

to share marketing data across several business units. 

He wanted to bui ld a collaboration platform that 

would enable the marketing departments in those 

business units to share information about products 

and promotions in real time. The hitch was that the 

marketing heads of these business units typically did 

not share information with one another; they did not 

know each other very well, and one of the business 

units was much larger than the others. 

When the operations executive pulled together 

the marketing heads to have a face-to-face discus

sion of his idea, many in the group had reservations 

about the value of participating in a shared data 

platform. The operations executive cultivated sup

port for the idea, and by the end of the meeting the 

group had begun hammering out a process for col

laborating on the project and developing the new 
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platform. After 18 months, they had put the proto

cols, processes and systems in place to capture 

social media data about customer reactions to var

ious marketing campaigns across the enterprise. 

Insights from this collaborative effort led to the 

creation and adaptation of promotions and prod

ucts in real time. 

2. L e a d by E x a m p l e . At Enterasys Networks, a 

global networking infrastructure company, chief 

marketing officer and chief customer officer Vala 

Afshar and other executive leaders decided to use 

Salesforce.corn's enterprise col laborat ion too l , 

Chatter. When ro l l ing Chatter out , each of the 

executives knew that without leadership's partici

pa t i on in the new social channel , employee 

commitment to the social tool would likely floun

der. Accord ing to Afshar, "It 's a fundamental 

equation: no involvement (by leaders), no commit

ment (by employees), no exception." 

Michael Dell is one of many senior executives 

who now use social channels to communicate wi th 

their employees, customers and other stakehold

ers, and who in so doing signal the importance of 

the social medium. Enterasys CEO Chris Crowell 

uses social media to publicly recognize and con

gratulate the sales professionals who deliver the 

best results. WTien Linda Hudson became the chief 

executive of BAE Systems, the B r i t i s h global 

defense and security company, she launched an 

internal blog as a way to both communicate w i th 

employees and get their feedback. She found that the 

blog "proved an important tool for helping employ

ees better understand my values and convictions as a 

leader who was new to the organization."4 

3 . T a k e a P r a g m a t i c A p p r o a c h t o M e a s u r e 

m e n t . Measuring the impact o f social business 

initiatives is a wel l -known problem. The leader

ship implications of this issue, however, are less 

familiar. In the early stages of a social business pro

gram, measurement can be as much about learning 

as about evaluating success or failure. Ralf Larsson, 

director of online engagement at Electrolux in 

Stockholm, observed that "it's hard to have an ROI 

on something like ' implement ing social media' 

unt i l you have changed the processes." He contin

ued: "When you launch it and embed social into 

the innovation process, that's when the process has 

changed — and it's then you can find the ROI. It 

takes t ime to figure this out . . . You won't see the 

benefits unt i l after you have changed the ways you 

work." 

Apply ing social business tools to operational 

issues may generate results that can be tied to tradi

t ional business metrics. John Hagel, cochairman 

of the Deloitte Center for the Edge, encourages 

companies to identify "pain points" in their opera

t ional processes and then determine if and how 

social tools can help address them. Leaders can 

assess a given social business effort by connecting 

the resolution of these pain points w i th operating 

and financial metrics that matter to the organiza

t i on . 5 This does not always mean new metrics. At 

Enterasys, for example, the company introduced a 

new collaboration platform to improve call center 

operations, but leaders of the initiative did not call 

for new metrics because the company was already 

measuring relevant key performance indicators. 

In an interview, Beth Kanter, an expert in non

profi t performance measurement, stressed that 

companies and their leaders should focus on incre

mental advances. Leaders can tie a social business 

program to existing business objectives such as 
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improved customer service or sales growth and 

track a small number of metrics, eventually bui ld

ing more broad metrics over time. 

Our survey data supports Ranter's point of view: 

Companies tend to apply more metrics as their so

cial capabilities develop. According to results from 

our 2012 survey, those respondents who said that 

their companies had the least-developed social 

business capabilities were also much more likely 

than other respondents to say that they d id not 

have metrics for their social business initiatives. 

Since most companies we surveyed are in the early 

stages of social business development, leaders 

should be pragmatic about how and what to mea

sure and when to require these measures. 

The Impact on Executives' Roles 
So far, we have discussed the need for leaders to 

guide social business and how to lead these efforts. 

In many cases, however, social business success 

itself brings about changes in leaders' 

roles and responsibil i t ies. In other 

words, managing the development of 

social business capabi l i t ies often 

means not only changing the way sub

ordinates work but also changing how 

leaders themselves work together. 

A case in point is the changing re

lat ionship between chief market ing 

officers and chief information officers 

at companies that have begun embed

ding social business practices in their 

organization. Increasingly, marketers 

are capitalizing on digital technologies 

such as social tools that are becoming 

more pervasive, more powerful and 

easier to access. This increased i n 

vo lvement in d i g i t a l and IT gives 

marke t ing a greater de facto level 

of leadership in a company's overall 

technology init iat ives, wh ich in t u r n enhances 

marketing's oversight and leadership of the orga

nization's social business efforts. 

Marketing's increased focus on digitization and 

data-driven strategy has translated into making 

more technology-related purchases as well, wi th a 

greater focus on the strategic use of informat ion 

technology. The trend toward using more technol

ogy is so pronounced, in fact, that Gartner analyst 

Laura McLellan predicted that by 2017, CMOs wi l l 

be spending more on IT than CIOs. 6 

The CIO can help the C M O anticipate and pre

pare effectively for growth, according to John Hagel 

of the Deloitte Center for the Edge. Part of the 

value CIOs bring, Hagel explained, is the ability to 

"pull back and look at larger architectural implica

tions. They can create more value by anticipating 

upfront what k ind of architectures are needed to 

scale the project, rather than creating one-off solo 

initiatives that over time would have a harder time 
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communicating wi th each other." The CIO, Hagel 

added, can add value by "helping figure out where 

there are other resources w i t h i n the enterprise 

architecture — IT platforms that could potentially 

add value to these social software initiatives."7 

Nigel Fortlage, CIO of GHY International, an 

import-export brokerage company based in W i n 

nipeg, Canada, wro te about how he came to 

recognize that IT and marketing have something 

in common. CIOs, he wrote, should "be involved 

in business development and marketing. They may 

not be leading the charge, but they should be at the 

table contributing to the organizational ability and 

understanding. That is the role I've learned to 

play."8 

Genevieve Shore at Pearson PLC is someone 

ideally positioned to see the intersection of the two 

roles, as she is both the company's CIO and its d i 

rector of digital strategy. In an interview, Shore told 

us that while "the C M O needs to own customer in 

sights, consumer data, the voice of the customer, 

the customer experience, the brand and the com

munica t ion strategy," these responsibilities are 

"clearly a very different job than the technology job 

. . . [and] the C M O is going to need to have some

one from technology to work wi th them. My job is 

to provide the technology to do all the things the 

C M O needs to do regarding customers." 

Shore added that it is her responsibil i ty "to 

make sure that the company has all the social 

media capabilities it needs to understand our 

customers and deliver rich services." This respon

sibi l i ty spans several areas, inc luding providing 

social capabilities in the products themselves; 

using, collecting and storing social data; and deliv

er ing messages and services. " M y job," Shore 

explained, "is to be able to look across all of that 

and make sure that the right tools, capabilities and 

platforms are available to our business, whichever 

of those things they want to do." 

The Emergence of the 
Chief Digital Officer 
"More and more CIOs are becoming more market-

facing," Shore added. "I th ink there are different 

roles emerging, such as the chief digi tal officer, 

which is what I could easily be called — a CDO." 

Indeed, the chief digital officer is an emerging role 

in the C-suite that coincides w i th the convergence 

of a number of digital trends involving social busi

ness, the consumerization of technology, mobile, 

the cloud, analytics and cybersecurity. Tuck Rick-

ards, a leader of the digital transformation practice 

at the executive recruitment f i rm Russell Reynolds, 

said that his organization began seeing increasing 

interest in the CDO role in 2011, particularly in the 

media and retail industries. Since that time, Rick-

ards said, he has seen a growing number of CDOs 

in financial services, health care and industrial or

ganizations and recently, the position has appeared 

across virtually all industries. 

Whi le the specific responsibilities of a C D O 

vary based on the industry and company, the basic 

mandate of the CDO role is to provide broad lead

ership of key digital-based initiatives that affect the 

entire organization or its critical focus areas. Today, 

many well-known organizations — both for-profit 

and nonprofit — in a wide range of industries em

ploy a chief d ig i t a l officer. A m o n g them are 

Gannett , N B C , Simon & Schuster, Starbucks, 

Columbia University and Harvard University. 

Under what circumstances would a company 

hire a CDO? Gartner analyst and group vice presi

dent Mark McDonald, coauthor of the book "The 

Social Organization," to ld us that one of the key 
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reasons that a company would create such a posi

t ion is "to have some kind of coordination point or 

single responsibility center." 

Will Leaders Adapt to 
Social Business? 
Many business leaders today recognize the impor

tance of macro trends in social media, such as 

consumer use of social media on tablets and 

phones, to their organizations' marketing func

t ion . Executives are also hearing more and more 

stories about how other companies are f inding 

ways to use social tools to improve product ivi ty 

and operations. 

The reality, however, is that using social media 

to connect wi th customers in valuable ways tends 

to be easier said than done. What's more, finding 

ways to use social tools to increase employee pro

duct ivi ty can look very much like a quest for an 

elusive holy grail — a quest that would require both 

significant investments of financial and human 

capital and the deployment of intellectual capital 

that may not exist wi th in corporate boundaries. 

Moreover, applying half-measures tends not to 

produce desired effects. As some researchers have 

noted, simply providing the tools and praying that 

they get used is not a recipe for success.9 Incorpo

rating social business platforms and initiatives in 

an organization can require changing the way peo

ple work just in order to get the platforms up and 

running, even before work patterns shift as a result 

of using these platforms. This situation puts the 

onus on leaders to believe, and act on the belief, 

that social tools can help solve important business 

problems before people in the company are pre

pared to use these tools. Michael Del l is a great 

example of a social media champion who believes 

in and supports his company's use of social media. 

The question is: How many senior executives at 

other companies wi l l follow his example? 
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Text Box
Fonte: Mit Sloan Management Review, Cambridge, v. 54, n. 4, p. 83-89, Summer 2013.




