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l. INTRODUCTION

In 2010, the war in Afghanistan demonstrated that the Marines continue to be a
highly capableandlethal expeditionary force.Maintaining that combative edge in the
everchanging combat environment requires the adoption of new technology, which, in
WXUQ FDQ FUHDWH D JUHDWHU GHPDQG IRU HQHUJ\ 5HS
Afghanistan consued in excess 0f200,000 gallons of fuel per dayuUSMC
Expeditionary Energy Office, 2011, p..7)n the first three months of 2010, nearly 300
convoys delivered fuel and water tmchtions throughout the countrfSMC
Expeditiorary Energy Office, 2011, p7). Often these convoys travelled miles in
unsecured territory, exposing the Marines who traveled with tiwethe possibility of
ambushegUSMC Expeditionary Energy Office, 2011, p. 8Ynfortunately, during the
course of these 300 convoys, six Marinesre wouded in insurgent attacks.The
860& ([SHGLWLRQDU\ (QHUJ\ 6WUDWHJI\ DQG ,PSOHPHQWDW
QDWLRQYY DGYHUVDULHYVY UHFRJQL]H WKLV JURZLQJ YXOC
convoys, knowing full well the second, third aralifth order effect®f disrupting our
supply chain  860& ([SHGL Wedrdy @idice) 2011, p. 7).General James F.
Amos, Commandant of the United States Marine Corps (CMC), was explicit, arguing,
STHWKHULQJ RXU RSHUDWLRQV W Rdeyg X0r Qebpgditibram VXSS O\
capabilities and ultimately puts Marines at risk. To maintain our lethal edge, we must
FKDQJH WKH ZD\ ZH XVH HQHUJ\" 860& ([SHGLWLRQDU\ (QH!

General Amos created the Expeditionary Energy Office (E20) in 2000tine
PLVVLRQ WR :DQDO\]|JH GHYHORS DQG GLUHFW WKH 0ODULQ
expeditionary capabilities BRURVY DOO ZDUILJKSMT EXpeRitpfay LR Q V'’
Energy Office, 2011, p. 5)He envisioned &orps that is liberated from its dapdency
on fuel, one that maintains its expeditionary capabilities by staying fast, lethal, and
austere, and one that reduces unnecessary risk for its M&uSdC Expeditionary
Energy Office, 2011) The E20 established the USMC Expeditionary Energyesfyao
FRPPXQLFDWH WKH 3&0&TV YLVLRQ PLVVLRGry aRIDOV DQG
LQV WD O ODWUIMQ Expeditidnad/\Energy Office, 2011, p. 3poth the CMC
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understand that achieving this vision will require a fundamental change inathéhes

Marine Corps conduct business. Never before in Marine Corps history has such focus
EHHQ SXW RQ 3HTXDWLQJ idr@ywitd toDIiaGefedtivemessUIME H I I L F
Expeditionary Energy Office, 2011, p. 3T.he Corps wants to create a behawvlbange

WKDW SURPRWHY HQHUJ\ SHUIRUPDQFH DV D 3SULPDU\ FRQ
decision making, and exedon of the Marine Corps missionfUSMC Expeditionary

Energy Office, 2011, p. 3).

In 2013, two related studies were conducted at NBBe study explored factors
WKDW 3LQIOXHQFH ODULQHVY DWWLWHKIGHM PQW MWHFXIQRIMR.
(Ciarcia, 2013). Ciarcia found that awareness, perception of functional risk, image, and
relative advantage or disadvantage were thtofa more likely to lead to the decision to
adopt technology or minimize the resistance to that adoption. The other study
LQYHVWLIJDWHG GULYHUV WKDW PD\ LQIOXHQFH ODULQHV !
(Nguyen, Eddy, & Greenwald, 2013). Ngyudfddy, and Greenwald concluded that
opinion makers, communication channels, and the proper management of perceptions
surrounding the new technology were the three most influential drivers that lead Marines
to adopt technology. Based on the findings of g studies, we decided to explore
ZKDW UROH VRFLDO PHGLD ZRXOG SOD\ LQ LQIOXHQFLQJ I

technologies in the 13. Marine Corps.

A. PURPOSE AND RESEARCHQUESTIONS

7KH SXUSRVH RI WKLV VWXG\ LV Y& of XSeastigW WKH 0]

combat effectiveness through efficient energy using a comparative case analysis to

explan the usefulnesef social media in influencin@rgescale behavioral change. We

selected and analyzed eight cases that varied on four categamiesnal vs. external
communications, successful vs. unsuccessful social media campaigns, new vs. legacy
communication methods, and government vs. commerciatuitiehs. These research

cases selectefftom teaching cases, cases used as data in acadardies, company

websites and press releases, and reports in news media. Our study identifies themes,

events, strategies, drivers, barriers and outcomes in each case and displays the data in

2



tables and diagrams (within case analysis). Theravedyzel acoss the cases to identify

patterns, similarities and differences between the cases.

The primary question of this research is: Is social media likely to be effective in
the shaping attitudes and behaviors in th®. Marine Corps? The secondary questions

we answer include

X How might the Marine Corps use social media?
X What are thénfluencersto successfully implementing a social media
campaign?

7KLV VWXG\ GUDZV IURP DFDGHPLF OLWHUDWXUH RQ
and social cognitive theory, Dab QG /HQJHOYfV PHGLD ULF&EQddedV WKHRU\
naturalness theory.

B. RESEARCH APPROACH

Research suggests that social media can generate behavioral change (Lewis,
2011). Our study conducts a comparative case analysis to investigate the effect of socia
media across multiple organizations selected to represent varied organizational
characteristics and goals and methods of using social media. The goal of the study was to
identify which situations and organization types certain mediums of social media ar
effective and ineffective. Based on our findings, we identify influencers of social media
that might affect the creation of cultural change in the United States Marine Corps. A

detailed description of our method is discussed in Chapter IV.

Using acadein literature, we developed a theoretical framework categorizing
social media along two dimensions related to behavioral change. This theoretical
framework guided the selection and analysis of cases.

C. ORGANIZATION OF STUD Y

This report examines the effeativess of using social media to create behavioral
and cultural change within the USMC within the realm of energy efficiency. Chapter Il
presents a context for the study. Chapter Ill presents a literature review on the academic

concepts and theoretical ned to compose the research framework. Chapter IV

3



explains the methadogy of this study to include the selection criteria for the case studies
used in the research. We discuss the implications of our findings in Chapter V through
within-case and crossase analyses. We conclude with recommendations for the use of
social media in Chapters VI.



. BACKGROUND

A. INTRODUCTION

7KLV FKDSWHU FLWHYV UHFHQW VWXGLHY LQ RUGHU WR
digital world and within the U.S. Marine Corps. Will clarify what communication
mediums are included in the term social media for the purpose of this study. The purpose

of this chapter is to create context for the analysis and findings of this study.

B. WHAT IS SOCIAL MEDIA ?

Social media is described #se different means by which people connect with
one another to share information and engage in conversations on topics of mutual interest
(Department of the Navy, Office of Information, 2011). Social media often refers to
digital media such as social netrking sites, blogs, and online videos. It is difficult to
define social media simply as a list of social networking sites or blogs since new
platforms are continuously created and popularized. The Conversation Prism (Figure 1)
below includes many of éhsocial media platforms that were in use when it was updated
in 2013 (Solis, 2013). If it were updated today, it wanldude additional platforms.

The military has recognized the importance of social media. Senior military
leadership such as Admirdames Stavridis adopted and popularized the use of social
media. As Southern Command (SOUTHCOM), Admiral Stavridis was the first
geographic combatant commander to use Facebook and a personal blog (Miles, 2009).
Those tools gave him the means to convyeyitnportance of partnership and cooperation
to confront threats facing Latin America and the Caribbean. His success in using social
media to communicate his message led him to continue using it as European Command
(EUCOM) and Supreme Allied Commander &pe (SACEUR). The U.S. Navy Chief
of Information (CHINFO) argues that it is important for an organization to be familiar
with the strengths and capabilities of emerging social media platforms. An organization
PXVW EH DEOH WR FR P Pedl@rhd-ddWdtnentdf Boeiat medibDdod be
UHVSRQVLYH WR WKH FRPPHQWY DQG IHHGEDFN RI >WKHL|



3Z2LOO VLPSO\ JHW WKHLU LQIRUPDWLRQ HOVHZKHUH" 'H

Information, 2011, p. 4).
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Figure 1. Conversation Psim(from Solis, 2013)

C. SOCIAL MEDIA TRENDS
The data collected by the Pew Research Center on the Internet and social media
habits of the digitallyconnected give a clear picture of current trends in social media.
Based on their findings, it is difficult targue against the impact digital media has made
7TKH VWXGL

RQ WKH ZzD\ WRGD\TV VRFLHW\ FRPPXQLFDWHYV
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XVH IRU HYHU\ GHPRJUDSKLF RI WRGD\YV VRFLHW\ )LJXU

adults 65 and older who are commhpconsidered to be the most resistant to the adoption
of new technology. Given the goals of this study and the population of the Marine
Corps, the focus of this studytise 1829 and 3049 age groups.

Change in internet use by age, 2000-2009

w= Teens 12-17 93%

/\ All adults —

— A 18 and older

Adults 18-29 93%

Adults 30-49 81%

/ we Adults 50-64  70%

Adults 65 0
/_/\/v_/ - and Older 38 /D

Ty
T § PewInternet

of age group onln
N

0%

2000 2009

Figure 2. Change in Internet Use by Age, 26R009
(from Pew Research Center, 2013)

Coinciding with the rise imnternet use was a rise in the use of social networking
sites, a major contributor to the category social media (Pew Research Qéaty,
Although the data wereollected over a different timgeriod, Figure 3 shows that a rise
in the use of social networking sites is evident amongst all ages. According to the studies

JLIXUH 3 RI RQOLQH DGXOWV QRZ XVH D VRFLDO
42% use multiple social networking sitege@WResearch Center, 2013, p. 1). The data in
Figure 4 are based on the use of five of the major social networking sites in use today:
Facebook, Twitter, Instagram, Pinterest, and LinkedIn. More users use multiple sites
than only one. The frequeneyhich users access social media is also an imposgadt
distinguishing characteristic. Figuredisplaysthe number of daily FacebooKwitter,
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and Instagram users dwalfe number of less frequent users. It is evident from these
findings that the Internetna social media are becoming one of the most popular means

of communicating.

Social networking site use by age group, 2005-2013

% of internet users in each age group who use social networking sites, over time

100%

90%

80%

70%

60% e A\ll internet users

50% 18-29

40% e 30-49
w— 50-64

30% ——

20%

10%

0%

¢ 2 3§ < £ 2 & 2 8 8 &

Source: Latest data from Pew Research Center’s Internet Project Library Survey, July 18 — September 30,
2013. N=5,112 internet users ages 18+. Interviews were conducted in English and Spanish and on landline
and cell phones. The margin of error for results based on internet users is +/- 1.6 percentage points.

Figure 3. Social Networking Site Use by Age Group, 2eRIEL3
(from Pew Research Center, 2013)



Number of social media sites used

% of internet users who use the following number of
social networking sites (sites measured include:
Facebook, Twitter, Instagram, Pinterest, and LinkedIn)

36

12

No sites One site Two sites  Three Four Five sites
sites sites

Pew Research Center's Internet Project August Tracking Survey,
August 07 -September 16, 2013. N=1,445 internet users ages
18+ Interviews were conducted in English and Spanish and on
landline and cell phones. The margin of error for results based on all
internet users is +/- 2.9 percentage points.

PEW RESEARCH CENTER

Figure 4. Number of Social Media Sites Used
(from Pew Research Center, 2013)



Frequency of social media site use

% of social media site users who use a particular site

with the following frequencies (% is reported among

each specific site’s user groups, e.g., 63% of Facebook
users use the site on a daily basis)

mDaily ®Weekly Less often

Facebook
Instagram
Twitter
23
Pinterest 30
45
13
LinkedIn 34
52

Pew Research Center's Internet Project August Tracking Survey,
August 0T -September 16, 2013. Interviews were conducted in
English and Spanish and on landline and cell phones.

PEW RESEARCH CENTER

Figure 5. Frequency of Socidlledia Site Use
(from Pew Research Center, 2013)

Combined with findings of the Pew Research studies, user statistics collected
from various social media sites support the conclusion that the popularity of social media

is growing. Social media use is gaigimecognition as the norm rather than the

1C



exception. As of March 2014, Facebook reported to have on average 802 million daily

active users with 609 million mobile daily active users. Monthly, they have 1.28 billion

monthly active users with 1.01 billiomobile monthly active users (Facebook.com,

2014). YouTube, the onliradeo forum, reports greater than 1 billion unique monthly

users who watch over 6 billion hours of video. Users upload videos at a rate of 100 hours

per minute (YouTube, 2014). Twittehe social networking and microblogging service,

has 255 million monthly active users who send 500 million Tweets per day. Acquired by
Facebook in 2012, Instagram, the photo and velearing service, reports 200 million

monthly active users who shaae average of 60 million photos per day. After having

RQO\ XVHUV LQ SLQWHUHVW EHFDPH FURVVHG 3WKH
PDUN IDVWHU WKDQ DQ\ RWKHU VWDQGDORQH VLWH LQ KLV
Update 2013 (Pew Remeh Center, 2013) found Pinterest surpassed the more senior

Twitter and Instagram in percentage of all online users who follow the site.

D. SOCIAL MEDIA AND THE MARINE CORPS

The Marine Corps has been paying attention to the societal impact of social media
as demonstrated in studies and academic research. CurrentliSME officially
sponsors 368 Facebook sites, 33 Flickr sites, 70 Twitter accounts, 41 YouTube pages, 2
Tumblr sites, two Google+ pages, six blogs, and a Pinterest page (U.S. Marine Corps,
201 $W MXVW XQGHU PLOOLRQ 3OLNHV® WKH 8QLWHG ¢
KDV WKH ODUJHVW DXGLHQFH RI DOO WKH RWKHU PLOLWDL
Marine Corps, 2014). Interestingly, in August of 2009 the Marine Corps baooid s
networking sites from Marine Corps Enterprise Networks (MCEN). It was in February
2010 that the USMC finally became the last service to allow the use of social media on
their networks (Knabe, 2013). In the MARADMIN announcing the ban, a social
netWRUNLQJ VLWH ZDV -Baddd $giiGesBhdt &lowzZbhiinunities of people
WR VKDUH FRPPRQ LQWHUHVWY DQG RU H[SHULHQFHV«RU«
GLIITHUHQW IURP WKHLU RZQ™ $0OO0OHAQ 7TKHVH FKDUDFW
social networking sites, today may prove to be an important factor in enacting behavioral

change in the Marine Corps.
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In order to address the strengths as well as the vulnerabilities of social media, the
Marine Corps released the Social Corps, the U.S.Ma&aEMedia Principles, in 2011
(Marine Corps Production Directorate, 2011). One of the contributors to this handbook
was Staff Sergeant Mark Fayloga who served as a Marine Social Media Strategist. In
2013, Fayloga was interviewed by. [€@ol Knabe of theNational Defense University
GXULQJ WKH VWXG\ 36RFLDO OHGLD OHDVXUHPHOW +RZ W]
LQ LWV 6RFLDO OHGLD 3UmRheUdddwing are(k&yHiktings that came
from her interview:

X The Marine Corps focus on FacebodlOV *H[DPLQLQJ ZKR LV WDON
DERXW WKH VHUYLFH  DQG 3ZKR LV VKDULQJ WKH P
2013, p. 29).

X 70% of Marine Corps followers on Facebook fell in the 13 tye3-old
range (Knabe, 2013, p. 29).

X The focus on Twitter wastheFRQYHUVDWLRQ WKDWV RFFXUUL
[that Marines are] posting. This allows the Twitter monitors to gauge
SFRPPDQG FOLPDWH ~ $Q H[DPSOH RI D FKDQJH LQ
evident on Twitter immediately following a tweet announcing the change
intKkH SK\WVLFDO |LWIKnebe¢\20¥3MDGDUGV’

X Twitter is recognized as an avenue to communicate changes in policy to
service members due to its ability to encourage unfiltered feedback from
Marines. This allows for the recognition of emerging patef concern
ZLWKLQ LWV UDQNV 7KLV LQIRUPDWLRQ FDQ EH X
contentto reinforce or clarify policy .QDEH . S

X JOLFNU ZzDV UHFHQWO\ UHPRGHOHG WR RQO\ GLVSC
the day which allowed for easitracking of responses to them. While FB
allows an easier medium to post more pictures, the quality of the photos
on Flickr result in more secondary sources downloading the photos for
reposting on other wider ranging publications and sites such ad Wire
magazine and Business Insidknabe, 2013, p. 30)

X Pinterest is the anomaly in the Marine Corps social media portfolio since
LWV IROORZHUVKLS RQ WKDW VLWH LV IHPDOH
split or predominantly male followership on its otkées. Taking into
account the audience, the Marine Corps increased Pinterest followership
by 12,000 in a 36 hour tirgpan by posting daily Marine Corps workouts
XQGHU D FDPSDLJQ WLWOHG 3'XPS WKIWWOXPS” IHD
Days of Pinspiratin” . QDEH 0). S

Headquarters Marine Corps (HQMC), Division of Public Affairs (DivPA)
VSRQVRUHG D VWXG\ WR 3DVFHUWDLQ WKH RYHUDOO HIIH
12



LQWHUQDO FRPPXQLFDWLRQ HIIRUW’ ek GhaWié&sof GHWHUP L C
communication +40& 'LY3$ . ABhough the focus of the study was on

KRZ ZHOO 3QHZV® ZDV GLVVHPLQDWHG LW GLG JLYH LQVL
media channels. Figures 6 and 7 show the percentage of Magnage and rank

respetively thatused a specific communication channel to receive news pertaining to the

Marine Corps

All Marine Age
Marines [~ 1720 | 2124 | 2696 | 37+ |

(A) (B) (©) (D)
Word of Mouth ~ 70% T2% o 0% o 0% o 05% ABC
Chain of Command 64% 65% 63% 65% 67%
www_marines.mil’ www.usmc.mil 58%| 53% o 953% co  62% sep  69% ABC

Marine Corps Times/website 50% 38% sco 47% aco  98% s D9% AB
Online Search Engines 50% 47% sen 43% aco % e 99% a8
MARADMINS/ALMARS ~ 47% 25% sco 3% aco  64% sep  06% ABC

Base newspaper/magazine 32% 29% co 28% co  39% sep 49% ABC
Base website  27% 22% co 21% co  33% aep 40% ABC

Marines Magazine  22% 33% sco 19% an 20% a0 25% ABC

Family Readiness Officer 21% 20% sco 19% aco  26% sep 0% ABC

Unit website  19% 22% o 13% aco 21% s 31% ABC

Leatherneck Magazine/website 18% 26% sco  16% an  16% a0 21% ABC
USMC Facebook Page  16% 24% sco  14% s 4% a 1% A

Marine Corps Gazette/website 15% 15% o 10% aco  17% sp 31% ABC
Unit newsletter/ magazine 12% 13% sco (%0 aco  16% aep 22% ABC

American Forces Network 1% 20% sco 9% a 10% a 1% A
USMC YouTube Channel 8% 13% gco (% A B8% a0 4% ABC
Marines TV 8% 15% sco 6% s 6% s 8% A

Pentagon Channel 8% 11% e 9% aco 8% aep 12% BC

USMC Blog 2% 8% sco 1% ac 2% s 1% A

USMC Flickr Page 1% 6% sco 0% aco 1% s 1% e

USMC Twitter Account 1% 4% sco 0% aco 1% se 1% 48

Figure 6. Sources Used by Marines in the Past 90 Days to Receive USMC
News and Informatioffrom HQMC DivPA, 201}
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Marine Rank
Al Junior Junior Senior Senior
(A) (B) (C) (D (E)

Word of mouth (peers, scuttlebutt) 70% 70% sc 1% ac  64% s 12% 70%
Chain of command  g49 63% g0 73% ac 65% 5 73% A T1%
www marines mil / www usmc mil 58% 54%  gepe  69% A 67% a0 T4% ac T4% A
Online Search Engines 50% 47%  peoe  G3% ac  96% se0  68% ac  B5% a
Marine Corps Times/website 5% AT% scoe  60% s 60% A 56% A B4% A
MARADMINS/ALMARS 479, 35%  scoe  82% o 82% a0 92% s 91% A
Base newspaper/magazine 32% 29%  peoe 39% ape 4% ape  90% sec 96% ABC
Base website 279 23%  acoe  43% ac 3% s A1% A 43% A
Marines Magazine 22% 23% g 18% & 21% 23% 23%
Family Readiness Officer 999 18%  scoe  29% A 29% A 27% A 30% A
Unit website g9, 16%  scoe  26% A 26% o 33% ac 33% A
Leatherneck Magazine/website 18% 18% 21% 18% 16% 23%
USMC Facebook page 16% 17% sco 11% s 14% s 11% s M%
Marine Corps Gazette/website 15% 11% scoe 42% acoe  18% appe 50% spce 29% e
Unit newsletter'magazine 12% 10% scoe 22% ac 17%  appe 2% ac 27% o
American Forces Network 11% 1% 12% 1% 12% 15%
Marines TV 8% 8% 6% 8% 5% %
Pentagon Channel  goy, 7% o 9% 10% A 13% A 13%
USMC YouTube channel 8% 9% sco 4% aa T% 4% A 5%
USMC Blog oo 3% sc 1% A 1% s 2% 1%
USMC Flickrpage 49, 2% o 1% 1% A 1% A 0%
USMC Twitter account 1% 1% 1% 1% 1% 0%

Figure 7. Sources Used by Marines in the Past 90 Dayetteive USMC
News and Information (from HQMC DivPA, 2011)

Their findings revealed similarities with data collected for the Pew Research
studies. Despite the differences between the unique culture of the Marine Corps and the
culture existing in the gendrpopulation, these data sets suggest that strategies that were

effective in the greater population may be effective in the Marine Corps.

7KH 6RFLDO &RUSV KDQGERRN ZDUQV WKDW 3LI \RX G
audiences you are communicating with,rthtbe inteaction will be of limited valué
(Marine Corps Production Directorate, 2011)For this reason, it is important to
understand who exactly amongst Marines is your message targeting. In a study
conducted by the Headquarters of the Marine §€dvfarine and Family Programs the
&RUSV ZDV IRXQG WR 3WKH \RXRUMWWH IRXG PALROVW MK QEa.HR
(Marine Corps CommunityServices (MCCS), 2013, p. 2).36 L [trée percent of
Marines are 25 and youngér +40& ODULQH DQG )2PU3(p\ 23 &ahB4PUD P V
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percent of Marines rank-8 or below (HQMC, Marine and Family Programs, 2013, p.
7KH 3HZ 5HVHDUFK &HQWHUTV 6RFLDO 1HWZRUNLC
3 Rl ,QWHUQHWXXWHWRFLDO QHWZRUNhQentet|2mB)Y "~ 3HZ 5H\

Figure 8. Who Uses Social Networking Sites
(from Pew Research Center, 2013)
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Given this data, it is reasonable to expect that 68% of Marines ag#&3 4d

64% ages 2P4 use social networks for news.

Figure 9. Marines by Age: Sources Used for Generalvisle
(from HQMC DivPA, 2011)

36 RFLDO QHWZRUNLQJ VLWHV VXFK DV )DFHERRN DUH
(HQMC DivPA, 2011, p. 1). An interesting caveat to that finding is that these Marines
SDUH UHOXFWDQW WR DFFHVV VRFL DOinfrhstianbechus€® J VLWHYV
RI SULYDF\ DQG VHFXULW\ UHDVRQV™ +40& 'LY3$ S
keeping the social aspect of social media social and notretated. This is reflected in
the social media channels being ranked in the bottolin diamost popularly used
information channels (Figures 6 & 7).

Despite the overall reluctance for combining the social aspect andrelat&d
information within social media, Marines have expressed an interest in using social
media channels for USMC news and information. Compared to the only an 8% use by

16



Marines of WKHLU VHUYLFHVY <RX7XEH FKDQQHO <RX7XEH UD
percentage of Marines who are interested in using it. Interestingly, Chain of Command
and Word of Mouth, two channels reasonably argued as highly differentiated from social

media rankat the bottom of this list.

Figure 10. Marines: Percent Ietested But Not Currently Using
(from HQMC DivPA, 201}

Through data collected in several Pew Research studies and the study conducted
by the U.S. Marine Corps Division of Public Affairs, similaritiesfeliénces, and trends
in social media were identified. Based on the findings, the use of social media in many
organizations is increasing in both number of occurrences and in popularity. The next
chapter will look into theories explaining the creatiorbehavior change and learning in
order to identify a possible connection between the effects of social media and behavior

change within an organization.
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lll.  LITERATURE REVIEW

A. INTRODUCTION

This chapter focuses on the academidWHUDW XUH UHODWHG WR D DQ L
to learn and replicate behaviors and b) communication models to increase effectiveness in
messaging. Social learning theory, social cognitive theory, media richness theory, and
media naturalness theory cootEXWH WR WKLV VWXG\fV WKHRUHWLF
framework provides a lens that we used as a key premise for this research: social media,
as a business communication medium, has the potential to encourage behavioral change

within an organization and effévely communicate message content.

B. INFLUENCES ON BEHAVI ORAL CHANGE

Behavioral change research has its roots in social psychology. Albert Bandura,
one of the most published social psychologists from 19800Q was ranked the fourth
most prominent psydtogist with 5,381 cites in professional yphological journals
(Haggbloom et al.2002). Bandur® social learningtheay (1977, focused on how
individuals learn and acquire behavioral patterns throughout their lifetime. He also
explained how individua use a vigorous modeling process to continuously regulate
themselves through individual and various social influences. Before Bandura published
his foundationalsocial learningtheory, he first studied the aspects of observational

learning.

Observationblearning became popular with the Bobo Doll experiment (Bandura,
Ross & Ross, 1963). In this experiment, children were exposed to three types of modeled
behavior: a live model in which an individual demonstrated the aggressive behavior
(punching and kiking a Bobo doll), a verbal instructional model in which an individual
describes the aggressive behavior, and a symbolic model in which a cartoon film (media)
was displayed performing the aggressive behavior on the Bobo doll. The children in the
experimein who were exposed to the live model or the symbolic model were twice as
aggressive towards the Bobo doll as the children who were just exposed to verbal
instructions (Bandura, Ross & Ross, 1963).
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Further research by Bandura (197#xplained how individals use a modeling
process for behavior. The review of this particular theory focuses on how individuals
learn through observational learning and the modeling process, particularly the use of
four sub processes: attentional, retention, reproduction, remdorcement and

motivation processes.

Attentional processes require individuals to recognize the essential features of the
modeled behavior. Bandura (19&tates that mere exposure to the model will not illicit
compliance, but simply allows the indiudl to ignore or accept specific aspects of the
behavior and model themselves accordingly. Individuals tend to have interpersonal
attraction to the selected model due to interesting characteristics. These interesting
characteristics prompt the individued focus on the modeled behavior and allow for
observational leaing to take place (Bandura, 1977

Once the individual has attended to the model or individual, there must be
retention of the etual observation (Bandura, 1977Bandura defines retention processes
as the long term retention of the modeled behavior. Bandura states that imagery and
verbal representation systems, absent of stimuli, are the two ways in which an individual
can recall previously observed modeledhdngor. Verbal coding tends to be cognitively
easier to recall then images. For example, Bandura discusses a sequence of turns on a
travel route being easier to recall by storing RLRRL instead of right, left, right, right,
then left. Once the observedodeled behavior has been coded into one of these two
representation systems, it is paramount the individual rehearse the observation mentally.

If the observation is not rehearsed, the ability to recall that behavior will be reduced.

Now that the individal has attended to and retained the modeled behavior, he
must physically repragce the behavior. Bandura (197iefers to this as motoric
reproduction processes. The individual must recall the modeled behavior, apply it to the
current situation, and physlly enact the said behaviorA problem arises if the
individual does not have the set of skills necessary to reproduce the behavior. The skills
have to be developed and honed to alfowthe reproduction to occurThe individual

will make an approxnation of the expected behavior based on the recalled observation

20



and make corrective actions as necessary to refine the result. This works well for simple

tasks, but complex tasks may require feedback from others based on the results.

The final componet that Bandura discusses in the modeling process is
reinforcement and motivational processes. An individual could have attended to,
encoded and retained, and developed the skills necessary to reproduce the behavior;
however, one needs to have positiveeintives to display the observational behavior
(Bandura, 1965). If there are negative incentives, resulting in decreased motivation, then
the behavior will not be exhibited. Positive and negatives motivations will affect whether
the individual will actully observe, retain, and reproduce future observational learning.

In order to elicit future reproduction of desired behavior, models must have matching

behavior and motivation.

Bandura expanded further on tascial learningtheory by delving deeper into
human behavior and determining how it is shaped by not only the observational modeling
process but by the environment as well. Bandura (1978) lays out the framework that
describes the three factors that affect behavior: behavioral factors, enviroriaetotal
and cognitive factors themselves. Each of these three factors can influence the other two
depending on the situation. Each factor is not unidirectional, but potentially bidirectional
as it can influence one or both of the other factors makiem treciprocal in nature.

Human behavior is determined by the influences of the three factors (Figure 1
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Figure 11. Social Learning Theory Modelrbm Bandura, 1978)

Behavioral factors are the learned responses that derive from the observational
modeling processAs previously discussed, through a fatiep sukprocess, individuals
will attend, retain, reproduce, and reinforce specific behavior based on learned
observation. As the individual codifies the model and mentally reproduces the behavior,
he or she is dé to retain the model and develop the necessary skills to develep self
efficacy. The selefficacy will allow the individual to be prepared for success should a
situation occur that requires that anticipated behavior. The level okffiedcy
influencHV WKH LQGLYLGXDOYV FRQILGHQFH OHYHO IRU SHUIRI

Environmental factors are comprised of actual physical surroundings, physical
features of the individuals present (height, sex, attractiveness, etc.), and social norms
suchasal,QGLYLGXDOYV DELOLW\ WR LQIOXHQFH RU EH LQIOX
status (Bandura, 1978). Depending on the context of the communication setting, specific
social norms can be incredibly influential such as those found in military organiz ati
executive level meetings. This influence may suppress both cognitive and behavioral

factors based on the level of influence he or she possesses.

Cognitive factors are developed through life experiences and shape expectations
of a specific situation If behavior X has resulted in positive rewards in the past, the

individual will most likely possess a strong positive attitude towards the performance of
22



that recalled learned mode. Conversely, if behavior X has resulted in negative
punishment, the indidual will have an apprehensive attitude towards exhibiting that

model. This belief system is a strong determinant with respect to the level of influence
both the environmental and behavioral factors will have on the cognitive factors and

resulting huma behavior

The reciprocal nature of the three factors (cognitive, environmental, and
behavioral) allows for each factor to influence the other factors depending on the
VLWXDWLRQ JRU HIDPSOH LI DQ LQGLYLGXDOGs®#I¥W EHKDYLR
efficacy or lack of practice of the recalled model, and the environmental factors dictates
that he is engaging with ttohief executiveofficer (CEO) of the company, the individual
may be tentative about expressing the expected behawis beliefs, or cognitive
factors, recall previous experiences where-oonfident behavior resulted in a lotgm
perception problem of his ability with the CEO. Therefore, environmental and cognitive
factors have greatly influenced the behavioral factors and edahg way the individual
will behave. Conversely, if the same situation arises, but the environmental factors
dictates the individual is surrounded by trusted peers or subordinates, he may express the
behavior based on his social role within the orgdiima His belief and expectations
(cognitive factors) are based on his trust for his peers and subordinates and their
acceptance of his social role. In this example, his behavioral and cognitive factors have
influenced the environmental factors and thsuiting behavior.

$OWKRXJIK %oDi&) BakrihDtfiadry was published in the 1970s, he has

continued to develop his theory to incorporate the technologies of the new media age,
specifically social media. Bandura (2001) discusses the psychosocisamsach that
influence individual action and affect based on the exposure to mass media. Bandura
discussed the importance of observational learning and the modeling process in the Social
Learning Theory, but that was based in an era in which social medizotexist. In

2001, he acknowledges the importance that the various forms of mass media in the digital
age have on influencing the actual modeling process (Bandura, 2001).

%DQGXUDTV Gnifilzzare SieswibesRWo lpaths: a direct influence path

straight from media to the individual to create behavior change, and the path in which
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media influences the social system and networks, which in turns influences the individual
to create behavior chaeag Regardless of which path is taken, media informs, guides,
enables and motivates individuals (Bandura, 2001). A simple representation of the model

is shown in Figurd2.

Figure 12. Dual Path of Influenceffom Bandura, 2001)

As an individual goes through theodeling processes (attentional, retention,
reproduction, and reinforcement and motivation), positive and negative reinforcements
are doserved and noted (Bandura, 1R771n mediarelated social networks, individuals
will initially be hesitant towards addpgy new models until the consequence of such a
model becomes advantageous to imitate. Early adopters play a key role in the social
system to encourage and support the diffusion of the model to others (Bandura, 2001).
The direct path can simply teach thedel and expected outcomes to the individual,
while the path that flows through the social system can reinforce and support the modeled

behavior because of the social influences (Bandura, 2001).

Social network structure is a major factor in determinirey réite of adoption in
the social cognitive theory of masscommunication Bandura, 2001). A social network
structure can beomposedf numerous multlinked social networks, of which some may
be interconnected resulting in multiple interactions daily |tosely connected with little
interaction Each individuaimay belong to numerous social networks and have different
roles as part of the social norm within each network. Regardless of what role the
individual plays in the social network or the levelioferaction, individuals are more
likely to learn new ideas from those individuals and networks that interface infrequently

compared to the daily interaction that occurs in some networks (Bandura, 2001). Social
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media has allowed for the expansion of thember of networks that individuals can
belong to without having to be physically present in the network allowing greater

interface with many different individuals on a frequent basis.

C. WHY MEDIA CHOICE IS IMPORTANT

Effective organizational communication shébeen a constant issue between
managers and their employees. The ability for a manager to effectively select the type of
medium to communicate simple and complex messages has proven paramount in meeting
organizational goals and improving performanceer&€hmare many academic theories that
have discussed the media choice dilemma. Our research framework focuses on a
foundational theorymediarichnesstheory and a more recent theongdia naturalness
theory with respect to media choice.

Daft and Lengef \/media richnesstheory (1983) was designed to improve
HIHFXWLYH PDQDJHPHQWIV GHFLVLRQ SURFHVVHV ZLWKLC
Each and every day, there are multiple messages that are required to be distributed within
the organization. Some ofdbe messages are simple, and some of those messages are
complex. The manager is responsible to match the richness of the media choice to the
level of potential ambiguity to ensure effective communication (Raftengel 1986).

Choosing which communicatio medium is paramount for ensuring success. If a
message has the ability to be equivocal, then the media choice should be rich in nature to
eliminate the possibility the message will be transferred and decoded incorrectly by the
receiver (Dafi& Lengel| 1986).

'‘DIW DQG /heQarkdidédsgtheory focused on communication based on a
richness scale (Figure 35LFKQHVV LV GHILQHG tbW cayintg SRWHQW
FDSDFLW)\ (Bdft & Da&kidel, 1983, p. 7) Simple tasks can be communicated
through leaner mediums such as general email, documents, or posters; however, the more
complex messages have to be communicated through richer mediums. There are four
characteristics that determine richness: capacity for immediate feedback, capacity for
multiple simultaneous cues, the utilization of natural language, and the capacity to have a

personal focus (Dafk Lengel, 1983)
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Figure 13. Media Richness Theory Moddirdm Daft & Lengel, 1983)

In richer mediums, the communication method allows for simultaneous ltates t
both the sender and receiver can engage in and respond accordingly resulting in feedback.
The richest medium is fade-face because it allows for the individual to immediately
take into account body language, voice tonality, and facial expressitash of these
cues can relay positive or negative feedback, understanding or confusion, or acceptance
and denial between both the sender and receiver. As one moves down towards less media
richness, the communication process moves away frorrtdefeee al begins to remove
various combinations of these informational cues. For instance, a telephone conversation
may allow for tonality cues in the voice, but removes facial expressions and body
language cues thus limiting potential feedback. That same catieer done through
video teleconferencing will generate a more robust interaction because of body language
cues. Taking that same conversation one step further, using a high definitisizdife
video conferencing system such as CISCO TelePresenceokegircan now introduce
facial expression cues in addition to the voice and body language cues to simulate a face

to-face interaction and make the medium rich.

Different types of communication mediums must also take into account the type
of language usedn the message. Daft and Wiginton (1979) define two types of
languages: low variety or high variety. Low variety tend to communicate simple

messages that are not very ambiguous and narrow in meaning, while high variety
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language tend to be equivocal iatre and can communicate a various ranges of ideas.
The natural language concept is using the right variety of language in the right type of
medium. Complex language that is ambiguous and symbolic in nature for a complex task
or message would be unnalin an email; however, low variety language such as
simple mathematics or rudimentary charts would be more appropriate in that leaner

medium.

The personal focus of the communication is also imperativieetmédiarichness
theory. Facdo-face and voicecommunication are personal in nature and thus rich,
whereas generic media such as posters, billboards, or even a mass email are not personal
in nature and are considered a leaner media. Personal focus incorporates a few or many
of the informational cueand requires some type of feedback. fensonal focused type

messages are often disregarded or result in very slow feedback.

Daft and Lengef Whediarichnesstheory was based on research done during the
1970s and 1980s. With the advent of new commupitaiedia such as personal
FRPSXWHUV LQ WKH V D Qdb opporfMity Y atislt the rpdis W H G
richness theory. EiShinnawy and Markus (1996) determined the validity ofrtieslia
richnesstK HRU\ ZLWK UHVSHFW WR 3S$HR SaoHd ¥ndSBiMgW HU Q V
DOWHUQDW LShihn&Ww&NMddKus, (1097, p. 462)

They looked at the ability for a message to be uncertain or equivocal in nature,
and what communication medium would the individual prefermad or voice mail.
Daft andLengelf Wediarichnesstheory would state a message that could be perceived
as uncertain or equivocal should be transmitted using a very rich medium such as video
teleconferencing or faem®-face to ensure the elements of feedback, cues, personal focus,
and natural language are present.

El-Shinnawy and Markus (1997) were able to show that in the age of new
electronic media, the results only partially supportedribdiarichnesgheory. Based on
their study results, individuals preferred email to voical iwith respect to uncertainty
and equivocality in the message. The study did not support that prediction and many of

the respondents felt that vocal cues introduced noise into the message and that email
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conveys the true meaning of the message by elimmahe noise (EBhinnawy &

Markus, 1997) The study did support th@ediarichnesstheory on the prediction that
messages which are uncertain in nature could use a leaner medium such as email.
Respondents in the study felt that email was more capabtgoducing an accurate
message when the volume of information to be exchanged was large and quantitative in
nature and both sender and receiver could encode and decode the message more
efficiently (EFShinnawy& Markus, 1997)

There were three explanat® that EIShinnawy and Markus (1997) provide as to
why the mediarichnesstheory may be deficient in certain medium choices. The first
explanation is based on the four elements in Daft and L&ngeldiarichnesstheory:
feedback, cues, personal focasd natural language. The combination of these four
elements in unexpected ways is unique to the new communication era. Email can have
almost instantaneous feedback and is very quick in nature versus the leaner medium of

writing a letter. The traditiohanedia is not the same as the new media.

The second explanation that they provide is that individuals can value different
factors of media richness. They describe the fact that many participants in the study
prefer the textual nature of email, the cleature of the email, and the ability and ease to
store and retrieve the email at a later date. These factors make the email communication

valuable for complex tasks and its referential value.

The final explanation they provide is based on the fact tleam#diarichness
theory assumes both parties engage in communication equally whereas new media does
not necessarily follow that construct. -&hinnawy and Markus (1997) view that
communicators will prefer certain media choices based on their role anarypreceiver

or primary sender.

Dennis and Kinney (1998) supported a similar premise with respect to the
perceived benefit of media richness matched to task equivocality. They conclude that the
media richnesstheory is applicable for older media, butt mecessarily for the newer
media that is richer in feedback and cues (De&niSnney, 1998).
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As new media choices continued to expand, another theory emerged that
continued to build on thenediarichnesstheory to compensate for the new electronic
communication era. Thenedia naturalnessheory, developed by Ned Kock in 2002
(Figure 14), is based on the communication medium from an evolutionary standpoint.
Through a biological evolutionary process, fagdace communication is the most
natural, andas the communication medium decreases from its natural state, it causes a
mismatch between the biological communication apparatus and communication media
characteristics (Kock, 2005).

Figure 14. Media Naturalness Theory Modétgm Kock, 2002)

In contrast to thenedia richnesgstheory, themedianaturalnessheory describes a
process that is more compatible in the new electronic communication age.{ Kecka
naturalnesgheory delineates a process by which the individual can overcome a lack of

fact to facanteraction through its dependent constructs.

Kock (2002) focused on five elements of natural communication and three
dependent constructs that are activated once one or more of the elements are removed.
The five elements are: high degree of@eation,high degree of synchronicity, ability to
convey and observe facial expressions and body language, and the ability to convey and
listen to speech. The suppression of any combination of these elements leads to
decreased naturalness and initiates a resptmseigh themedia naturalnesstheory
dependent constructs: cognitive effort, communication ambiguity, and physiological

arousal.

The first of the five elements that Kock defines isamation. Celocation is the

LQGLYLGXDOYV DELOLWer Wdriidwe HTHxsQeeménH &llaivsDidp fhe
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individuals to communicate under the same environmental factors such as temperature,
physical location, and ambient noise allowing for heuristic cues towards to the context of

the communication.

Synchronicity § the ability of the individuals engaged in communication to
provide and exchange feedback through various stimuli. The verbal anrderah
elements can invoke various thoughts, feelings, and responses for the individuals

involved.

7KH LQGLY Lt 6 Dransniit & bli3erve various facial expressions, body
language movements, and speech tones gives context to the communicating individuals.
There are mental and physiological responses to various verbal avénbah cues that

result from face todce interaction.

If one or more of these elements are removed, then the dependent constructs are
used to compensate for the lack of naturalness. Cogeitv® UW LV EDVHG RQ WKH K
ability to create new pathways or circuits based on learned expesid@ncenable
effective communication. Fade-face interaction is considered natural because it has
the five elements of natural communication and would follow the natural circuitry;
however, if one or more of the five elements is suppressed, cognitiveieéngaged to
create these new pathways. These newly created circuits are based on learning
experiences and therefore can differ from person to person making the encoding and
decoding of the communication process difficult and time consuming. Kbetsrto this
SURFHVV DV 3IOXHQF\ thédagh@unGdfl time) takén td\coDvey & certain
number of words through different communication media, which is assumed to correlate
(and serve as a surrogate of) the amount of time taken to conveyaim cennber 6
ideas through different media .RFN , p. 123. Researctconducted by Kock
showed that a decrease in media naturalness resulted in an increased cognitive effort and
that on average, fluency was 18 times higher in face to face commaomicadtead b

email for complex group taskkock, 1998)

Another dependertonstruct is ommunicationambiguity. This is based on the

individuals learned schema. Each individual is influenced by different experiences
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throughout their lives creating smimas. In the absence of certain information in a
communication setting, the individual will rely on those schemas to fill in the gap. This
construct allows the individual to interpret the communication message in the absence of
information. When variousnedia naturalnesgheory elements are suppressed due to
various forms of notflaceto-face communication (i.eemail, video teleconferencing,

etc.) informational gaps are filled by these schem@mce each individual has unique

life experiences and cress their own unique schemas, it increases the chances that the

message will be misinterpreted causing communication ambiguity.

Kock (2005) describes thehysiological arousal construct as the human
communication apparatus reaction to stimuli roedia naturalnesstheory elements.
Human evolution has rE RQGLWLRQHG DQ LQGLYLGXDOVY UHVSRQVH
facial expressions, body language, tonality, gestures, and other verbatrbah cues.
The suppression of one or more of thedia naturalnesstheory elements lowers
physiological arousal and consequently makes the communication process less
interesting. Communications that are complex and of high importance tends to be done
face to face versus other media choices to ensure thehysga arousal to allow for

increased emotional connection to the message.

D. STUDY FRAMEWORK

The study framework (Figure 15) was designed around the theories mentioned
DERYH LQ WKH OLWHUDWXUH UHYLHZ 7KH YHUWLFDO DJL
media richness theory and media naturalness theory. The media richness theory
describes richness of media on a linear scale suggesting that the most simple of tasks can
be done with the leanest media, while the most complex tasks can be better accdmplishe
through the richest media, fat®@face communication. The media naturalness theory
compensates for the shortcomings of the media richness theory when applied te an ever
changing electronic communication world. Although the media naturalness theory
aserts that the faem-face communication is the most desired based on human
HYROXWLRQ LWVY GHSHQGHQW FRQVWUXFWV FRJQLWLYFH

physiological arousal) suggest that effective media choice can be more flexible
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dependingon ® LQGLYLGXDOYY OHDUQHG FRPPXQLFDWLRQ H[SHL
theory and media richness theory focus on-tagace communication as paramount for

complex messages to ensure proper decoding and encoding. Low media fit results when

the media chae is not appropriate for the type of communication. Unsuccessful results

can occur when the media choice is too lean given the complexity of the message
resulting in low fit or when media choice diverges from the natural form of
communication (facéo-face) and other dependent constructs needed to compensate for

the unnaturalness are lacking. A high media fit occurs when the correct media choice is

used for the intended messages.

Figure 15. Study Framework

7KH KRUL]JRQWDO D[LV LV EDVHG RQ DVSHFWV RI %D
observational modeling and reciprocal determinism. Individuals learn through attending,
retaining, reproducing, and reinforcement. The observational learning process will help
the individual develop the skills and selfficacy to seHregulate their behavior;

however, environmental factors and cognitive factors can either be influenced by their
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learned behavior, or influence their behavior. Social learning interactivity adds an
additional complexity to our framework. Operating in the social media and electronic
communication paradigm allows for not only social interaction (immediate feedback)
between two individuals to many, but unintentional learning and collaboration asAwell.

low social learning interactivity suggests the media choice does not allow for
collaboration, unintentional learning, or immediate feedback. A high social learning
interactivity encourages the aforementioned qualities. High social learning inteyactivi
should result in a clearer message encoding and decoding process, as well as advocating

social conversation regarding the subject matter.

This framework allows potential media to be positioned along the horizontal or
vertical axis dependent on the siioa. For instance, classroom type training can be an
appropriate media fit depending on the complexity of the intended communication and
the need for rich or natural media. If the media is too rich, then in theory, it could slide
vertically from a morenatural or richer media to a less natural or less rich media. With
respect to the Social Learning Interactivity axis, if a social media platform was used (i.e.,
Facebook, Blogs, Forums, etc.) and it becomes awaryecommunication method, it

could slide fom high to low.

33



THIS PAGE INTENTIONALLY LEFT BLANK

34



V. METHODS

A. OVERVIEW

This study builds theory and derives recommendations by analyzing case studies
XVLQJ (LVHQKDU G w4 shafyRcBl piode$s \(\L 88AHis process, depicted in
Figure16, includes the analysis of qualitative or quantitative data obtairom selected
case studies7KH FDVHV FKRVHQ IRU WKLV VWXG\ SURYLGH WDQJ
use of different types of socialedia b influence behavioral change.

Figure 16. Process oBuilding Theory from Case Study Research
(from Eisenhardt, 1989)
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Eisenhardt (1989) suggests that analyzing witlsise data is the heart of laliiig
theory from case studiesWithin-case analysis entails organizing concepts and ideas
from individual detded case writaups and processing the informatito identify unique
patterns within each caseThis provides a thorough understandioigeach case and

facilitatescrosscase analysis and comparison.

Crosscase analysis is the process of comparing théimitase analyse$o
identify patterns bycomparing thedataacrossmultiple dimensions. Eisenhardt (1989)
provided an example of cresase analysis in strategic decisi@ategorizing and then
comparing the cases across the categg¢eigs, founderunvs. professional management
compaties, or large vs. small size\While some categories provided no clear patterns,
other important patterns of withgroup similarity and acrosgroup differences were
discovered. The crosscase analysis is designed wrde researchers to think beyond
initial impressions and view data througtultiple lenses. The intent is to improve the

probability that theory and data are closely aligned.

B. CASE SELECTION
1. Selection Criteria

In order to effectively explore whether inviegt in social media would be an
HITHFWLYH PHDQV WR LQIOXHQFH 860& EHKDYLRUV WRZDI
mission, a wide selection of case studies is necessary to provide a logical

recommendation.

The cases selected for this study vary on factorsh sas organization
structure/culture, program goal, program audience, media use, and outcome. Specific
categories were identified to provide diverse scenarios where social media played a role
in shaping behavior. Cases were selected within the categaridsto maximize
variance, as listed below:

X Medium for transmission

X Legacy/Old Technology
X Modern/New Technology

X Outcome of implementation
36



X Successful
X Unsuccessful
X Type of organization
x Government/State
X Public/Forprofit
X Audience
x External/Customers
X Internal/Employees
The cases chosen to represent the dimensions listed above will be analyzed in the

following chapter.

2. Data Sources

Case studies were collected from archival data including teaching cases, cases
used as data in academic studies, comparhsies and press reless and reports in
news media.Whenever possible, amplifying data was obtained from multiple sources to
strengthen case study findingsA summary of the data sources utilized in the case

selection is listed in Table 1.
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Case Name

Dimension

Data Sources

Flex Your Power
Campaign

Government/State

Case studies, utility
company website

CISCOProduct Launch

Public/Forprofit

Company website, socia
media websites, press
releases

Stanford Three
Community Study

Legacy/Old Technology

Medical journals, case
studies, medical library
archives

How the Presidential
Candidates Use the Web
and Social Media

Modern/New Technology

Case studies

Starbucks Successful Press releases, case
studies, company social
media platforms
Tekcompany (TEKCO) Unsuccessful Case studies, press relea
Dell External Audience

Case studies, company
website

Tupperware Nordic

Internal Audience

Case studies, company

website, press releases

Table 1. Case Study Data Sources

3. Analysis Approach

Individual case studies were selected to represent the categodetimensions
listed in the section above. 3GRSWLQJ (LVHQKDUGW(YV
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approach, we identified themes, events, strategies, drivers, barriers and outcomes in each
case and evaluated qualitative data utilizing witase analysis.We then examined
findings from each of the withitase analyse$fo identify patterns, similarities and
differences between the caseBhe lessons learned from the case studies weraatedl

to provide suggestions to the Marine Corps in executing an effective social media
campaign. The analysis was driven by questions such as the following: What were the
influencersof successful social media campaigns? Could the types of social media
presented in these case studies be effective in shaping Marine behaviors towards
maximizing energy efficiency and reducing consumption? The themes of successful
social media campaigns will be addressed in the withse analyss and the crossase
analyss. The possibility of social media used to effectively shape behaviors will be
addressed in the implication section.

The crossase analysis compared and contrasted inteveasus external
communications, successfukersusunsuccessful social media caamgns, newversus
legacy communication methods, and governmamsuscommercial institutions. Key
themes such as successful characteristics and factors that drive the outcomes were
evaluated using our study framework analysis. The lens for evaluadntatle studies
incorporated behavior and communication models such as BBrfifigicial learning
theory (1977 and social cognitive theory (1978), DIW D QG /HeQid HcOnBss
tKHRU\ D Q ediRratirfInesstheory (2002). The study framewd
analysis determined if social media, as a business communication medium, has the
potential to encouragéehavioral change within an organization and effectively

communicate message contemte results of the analysis follow in the next chapter.
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V. ANALYSIS & FINDINGS

A. INTRODUCTION

The data for this research were collected from cases used in academic studies,
information from company websites, and press releases. The cases selected provide a

diverse group o$cenarios for an expansive comparison

A within-case analysis identifietthe underlying circumstancesch organization
facedand how they anticipated social media might promote desired behavioral change.
Background information along with the methods ewgpl during the social media
campaigns providedwith a summary of the outcomeédditionally, we will observe the
caes through the lens of the study framework to determine media fit and social learning

interactivity.

This chapter discusses the wittuase analysesonducted for each of the case
studieschosen to determine themes, events, strategies, drivers, barriers and outcomes.
These elements identified in the witkiase analyses wetlgen compared with other case
studies in a crossase analysis tdistinguishrecurring themes in successful social media

campaigns.

B. WITHIN -CASE ANALYSIS

Eight caseswvere sudiedto compare the effectiveness of social media within their
organizations.The following withincase angses were performed with the observations

listed below.

1. Stanford Three Community Study
a. Background

In 1973, the Stanford Heart Disease Prevention Program (SHDPP) and the
Department of Medicine at Stanford University launched a-ytear, bilingual mass
meda health education campaign designed to reduce cardiovascular disease (CVD). The

campaign was carried out in two communities (Watsonville, CA and Gilroy, CA) with a
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WKLUG FRPPXQLW\ 7UDF\ &$ VHUYLQJ DV D WBRQWRIRO  $(
reduced effort followed (Fortmann, Williams, Hulley, Haskell, & Farquhar, 1981).

b. Method

7KH WKUHH QRUWKHUQ &DOLIRUQLD FRPPXQLWLHV VHC
market towns with economies centered largely around agriculture and with 1970
populations EHW ZHH Q DQG " JRUWPDQQ :LOOLDPV +
Farquhar, 1982, @7). In each community, a sample of men and women residents 35
59years old were invited to participate in a baseline health survey during the fall of 1972.
7KH VXUYH\ 3SLQFOXGHG Lrelated khwledigey atiitedes<and Behavior,
and measurements of blood pressure, relativeldle!w DQG EORRG ©@dt8ILGV" )RUW
1982, p.77). Baseline scores were established for each participant according to the

information provided on the surveys.

The mass media campaign was started in January 1973 and continued through the
VXPPHU RI 7KH FDP S D [(BnQlishZabdvSiiahish). §hd XI&ligered
through various media, including television, radio, newspapers, and billboards.
Pamphlets, cookbooks, and other informational items were distributed by direct mail to
the basdine VXUYH\ SDUWLFLSDQWO8L, pprR31\W PHa Qapticiakits nO
Gilroy received the mass media only without any personal counseling from health
professionals. Twhirds of the Watsonville participants were selected for special
WUHDWPHQW FDOOHG 3L QW Haihiny ehelhi\oiNHe X\VatdohwRI®Q © ZKLOH !
sample received massedia treatment only, similar to the participants in the Gilroy
FRPPXQLW\ 7KH 3LQWHQVLYH LQVWUXFWLRQ™ JURXS UHF
physician who explained their risk status to theemd set specific targets for health habit
changes, and nine follean counseling sessions which varied in length from 1% to 3%
KRXUV" 6WHUQ )D WIRuUkdell) 199d) p82R.E Upon conclusion of the
VWXG\ WKH SDUWLFL S D Qointe\bagelknb estatiisied duridrtReSritidl H G

survey.
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C. Outcome

Both intensive instruction and masgdia campaigns led to significant reductions
(20 £40%) in cholesterol and saturated fat consumption in both men and women, with
WKH 3SLQWHQVLYHORX® WHIXEFMWHGCGWR RXWSHgdRtoP WKH SI
massmedia alone (Steret al., 1976). Within the two communities that received the
mass media campaign, declines in dietary cholesterol and saturated fat intake were
uniformly larger than irthe ontrol community (Fortmanet al., 1981).  The results
SLQGLFDWH wWhkdiaweaNKedudaliok' ¥ampaigns can lead to significant changes
in dietary practices in the general population with potentially importankicobbalth
LPSOLFDWLRQV, 19®WiH U Q $GGLWLRQDOO\ 3*WKH UHVXOWYV
encouragement that large groups of people are able to apply information on health and
behavior obtained from mass media to make changes in dietdily pPWLFHY DQG REHVI
(Fortmanret al., 181, p.2037).

Communities solely exposed to mamsdia demonstrated desired behavioral
change. However, communities that were exposed to the-mmextia campaign and
peerto-peer involvement (dietician or physician counseling) showed the largest
improvemerWV. % RZHV W ZDV QRWHG WKDW 3LQWHQVL
significantly better than individuals exposed to mass media alone in improving their
overall health, suggesting improved communication of the more subtle dietary message in
the persaal QW HUDFW LR Q evall WWavd, @832). 6 WHUQ

In the years following the Stanford Three Community study, the SHDPP
GHYHORSHG WKH *+HDOWHKRRPRY QIKKIDQUWIHRQRGHD ™ VKRZQ L

below.
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Figure 17. TheHealth CommunicationtBehavior Change Miel
(from Farquhar, Maccoby, & Solomon, 1984)

The SHDPP concluded that influencing some behavioral changes, such as
VPRNLQJ FHVYVLRrequirt\the lddeibl Guppor and fatee IDFH LQWHUYHQWLR!
(Bowes, 1997, The Stanford Three Community Study section, para. 2). Given the
success in influencing behavioral change with$kenford Three Communigudy, the
SHDPP conducted a folloan campaign tied The Stanford Five City Projecaimed at
reducing risk factors for heart disease. This campaign also produced improvements in
FDUGLRYDVFXODU KHDOWK WKURXJK 3FRPPXQLFDWLRQ KH
cOPPXQLW\ RUJDQ L]Déanal, R3S, paa LY. X KD U

d. Study Framework Analysis

The Stanford Three Community Study demonstrated that the best forum to
achieve the complex task of improving cardiovascular health was-tgpeer
interaction. Implementing and sustaining 4#fiyle changing bedvior required the

richest media available to realize the optimum results.

The constant exposure to the media campaign in the forms of radio, television,
billboards, and newspapers also produced improvements in behavioral change. Although
these forms of mdia are not as rich as pdefpeer interaction, they still played a
significant role in social learning. This theme is clearly evidenced in the community that

improved cardiovascular health by exposure to the social media alone.
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The Stanford Three Camunity Study also utilized the most-tipdate forms of
social media available to them to ensure that they achieved the widest distribution
possible. The repetition and constant exposure to the material in diverse audio and visual
formats enhanced the pAFLFLSDQWVY VRFLDO OHDUQLQJ GXULQJ WKH

The campaign effectively utilized the mediums available to them to reach
different demographic segments of the population also. For example, the campaign
removed the language barriers to learning by pragidnedia materials in Spanish to
predominately Hispanic communities. This careful targeting of their audience ensured

that the intent of the message was received properly.

2. Flex Your Power Campaign
a. Background

In summer of 2000, electricity in California deme a topic of public concern.
Facing an inability to meet peak power demand, California policymakers launched a
multi-million dollar social media campaign called Flex Your Power aimed at getting
customers and businesses to take ensaging actions. Ae Flex Your Power campaign
ZDV QDPHG DV D PHDQV WR JHW 3UHVLGHQWY DQG EXVLQF
FRQVHUYDWLRQ zZDV UHDOO\ LQ WKHLU KDQGV"™ O0OF*XLUH
3). The initial goal for summer 2001 was to reduceHthSUHYLR XV \HDUfV HOHF

FRQVXPSWLRQ E\ PHIJDZDWWYVY DQG WR 3PDNH HQHUJ\
HIILFLHQF\ D zZD\ RI OLIH™ OF*XLUH 6HWWLQJ 2EMHFW
b. Method

The 2001 Flex Your Power campaign targeted two key approachesidce
electricity consumption: conservation and lesudfting (McGuire, n.d.). The mass media
FDPSDLJQ }IRFXVHG RQ WKH LPPHGLDWH REMHFWLYH RI UH
peak demand by percent compared to the same month in the previous yewgattthg
FRQVXPHUV WR YROXQWDULO\ DGG WR WKHLU UHSHUWRL
Moezzi, Gossard, & Lutzenhiser, 2002, &17). The objective campaign designers
KRSHG WR DFKLHYH ZDV FKDQJLQJ FRQVXP HWhgbiHKDYLRU D
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creating the image that conservation is smart and simple to do and, ultimately, allows for
abetterlifH IRU DOO &DOLIBREIQ2DP.17)% HQGHU

Mr. Walter McGuire, the principal creator and manager of the Flex Your Power

campaign dscribes his strategy for targeting the correct audience:
9HU\ HDUO\ RQ ZH GHFLGHG ZKDW EHFDPH NQRZQ DV
7KH p&Y LV FRPPHUFLDO p,f LV LQGXVWULDO p*f L)Y
DJULFXOWXUH p59 LV UHVLGHQWY, DM@ key:H IRFXVHG F
messengers in each of those sectors. There are many measures that people
could take, but we basically selected about two or three within each sector

and put allof our concentration on themM¢Guire, 2006,Targeting the
Audience section)

ThecDPSDLJQ PDQDJHUV XWLOL]J]HG QXPHURXV PHGLXPV
WKH HQHUJ\ ILQDQFLDO DQG HQYLURQPHQWDO EHQHILW
&DOLIRUQLD (GLVRQ 3URJUDP 6WDWHPHQW VHFWLRQ SDU
and synergisticange of marketing and outreach strategies including television; radio and
newspaper ads; earned media; printed educational materials; events; a website resource;
and cooperative marketing and outreach efforts with business, government and nonprofit
organzDWLRQV"- 6RXWKHUQ &DOLIRUQLD (GLVRQ 3URJUDP 6W

Specific examples of the targeted media campaign include translating television
and radio advertisements into Cantonese, Korean, and Viethamese in Asian communities.
The case retd DUFK QRWHG HDUO\ RQ 3SWKDW PRVW $VLDQV GLG
energy and paid little attention to public announcements unlesswikey directly
DIITHFWHG et 8#.HZD@HAB.18). The Flex Your Power campaign strategists
targeted the VLDQ FRPPXQLWLHV WR 3GHOLYHU D SUDJPDWLF G
cOHDU SHUVRQDO & u.Q2002, WV~ % HAIQK\Heid@adlvBuls, such
as chopsticks, were also incorporated into print mes¢gag R DWWUDFW BIWWHQWLR
al., 2002, p8.18).

Another example of the effectiveness of the social media campaign was observed
through elementary schools in California. Homework was issued to fourth, fifth, and
VLIWK JUDGHUV WR FDOFXODWH WKHHQWPWV ISOD\YM WV VZHG H

to sign the homework assignments, which essentially led to parents becoming more
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educated on the energy conservation topics their children discussed in school (McGuire,

2006, Delivering the Program section, para. 7).

C. Outcome

The ombined conservation and efficiency programs reduced peak electricity
demand by anstimated 6,369 megawatts (Ben@eral.,, 2002, p8.16). Over the course
of 2001, Californians, on average, reduced their peak demand by 8.9% and tigir ene
consumption ¥ 6.7% (Bendeet al., 2002, p8.25). The lessons learned from 2001 Flex
Your Power Campaign (Southern California Edison, Program Statement section, para. 5)
are listed below:

X Continuity in marketing research and outreacho be effective, statewide
marketing and outreach programs need {targn planning cycles to build
and maintain lasting relationships, ceffectively take advantage of mass
media strategies and leverage additional public and private resources to
make the most of the limited fundjravailable

X Constant information Consumers must have constant and consistent
messages to take action.

X Compelling information To effectively communicate to consumers
through mass media, the internet and other forms, the messages conveyed
must be cleacompelling and concise.

X Consistency and coordination across the stdteorder to avoid
confusing customers and amply compelling messages, California should
coordinate messages and timing with the myriad of programs offered by
program providers in theate.

X Leverage resources to promote energy efficier@iven their limited
funding, energy efficiency marketing and outreach programs need to
leverage private sector and other resources.

California applied these lessons learned and continued to refinegyene
conservation efforts by adapting the newest forms of social media. Currently, a demand
response program operated by the California Energy Conservation Network provides
Flex Alerts. The Flex Alerts effort has since replaced the Flex Your Power Campaig
and provides California residents with energy saving tips via the latest forms of social
media. The Flex Alert website is available in multiple languages and provides consumers
the options to receive information through phone texts, emails, as wetltiisations

through Facebook and Twitter.
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d. Study Framework Analysis

California residents felt they were empowered to take decisive action in reducing
energy consumptionCognitive factors such as knowledge, expectations, and attitudes
were clearly enhamel through audio, print, and visual mediums. The social media
campaign informed residents that individuals could make a difference and that making a
more conscious energy conservation effort was easy to accomplish. The repetition of
television commercial and print newspaper ads facilitated observational learning and
enforced the behavioral skills necessary to reduce energy consumption. The commercial
themes illustrated simple, energy conserving tasks such as adjusting a thermostat, turning

off lamps, ad using energy efficient light bulbs.

The campaign effectively targeted diverse audiences and enabled positive
behavioral change to happen with desired outcomes. By tapping into the learned schemas
and personal experiences of the varied demographic grompividuals received
messages tailored to their ethnic backgrounds and unique lifestyles. As a result, the
messages were understood by the intended recipients.

Additionally, the California energy conservation movement managed to keep
current with the dvances in social media. The diverse channels of communication reach

across numerous demographics to share information and promote social learning.

3. Tupperware Nordic
a. Background

Tupperware Nordic is the northern European branch of Tupperware, the plastic
container manufacturer. The Tupperware Nordic headquarters was established in
Copenhagen, Denmark in 1962. This branch of Tupperware services markets in Sweden,
Denmark, Norway, Finland, and Iceland. In 1996, Tupperware Nordic also began
servicing the Blic markets located in Estonia, Latvia, and Lithuania. The Tupperware
Nordic organization consists of 16,000 consultants and team leaders who operate from 48
distribution centers and warehouses across the Nordic region (Tupperware Nordic &
Baltic, n.d.).
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Stein Ove Fenne assumed the responsibilities of marketing director for
7XSSHUZDUH 1RUGLF LQ 2FWREHU YJHQQH LQKHULWHG
distance between the headquarters in Copenhagen, Denmark and the rest of the
RUJDQL]DWLR Qpilov+ X012a, $.76). Improving the working relationships
between the distributors and sales consultants and the headquarters office was the first
SULRULW\ XQGHU )HQQHYV OHDGHUVKLS +LV SK\WLFDO DI
with his use of saal media bridged the gap between upper management in Copenhagen
and the sales staff throughout the Tupperware Nordic region.

b. Method

Fenne realized that the distributors played a significant part in the Tupperware
value chain and sought to establish peasamlationships with the consultants and
distributors. In addition to personally visiting their major centers of activity, he invited
his distributors to the Tupperware headquarters on a regular basis. During these visits by
distributors and sales per@oQHO KH 3OLWHUDOO\ UROOHG RXW D ORQJ
DV D V\PERO RI DSSUHFLDWLRQ ™ +X\ 6KLSLORY E
Scandinavian business culture typically frowned on this type of behavior. As a result of
JHQQHTV XKh gestDresOhis distributors were flattered by their treatment and
naturally enjoyed their visit to the Copenhagen headquarters. The experiences were
discussed extensively in physical and virtual conversations amongst Tupperware Nordic

employees.

Fenne VRXJKW WR XVH VRFLDO PHGLD DV D ZD\ 3WR UHI
IHHOLQJV DERXW WKH FRPSDQ\ WKHLU FROOHDJXHV DQG
para. 5). His numerous communications with employees included podcasts, emails, and
blogs which IOXVWUDWHG KRZ WKH FRPSDQ\ YDOXHG WKH FR
FROQWULEXWLRQV JHQQH 3 SHUVRQDOO\ UHDG DOO FRPPXQ
(Huy & Shipilov, 2012a, p77). To reduce the amount of time responding, Fenne would
answer withaeeOLQH UHVSRQVHV VXFK DV 3:RZ :H DUH SURXG RI
SHUVRQYYVY QDPH 7TKHVH UHVSRQVHV GLG QRW WDNH ORQJ
DSSUHFLDWHG IRU WKHLU DFKLHYHAH @Qalinohally,xenne6 KLSLORY
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utli]HG )DFHERRNTTV 3/LNH" RSWLRQ DV D ZD\ WR DFNQRZOHCGC
+H REVHUYHG WK D Winé @elspbh@s] weiz @i&ctR&®whys to increase his
FRQVXOWDQWVY PRWLYDWLRQ WR H[FHO LQ WKKLU ZRUN I
WKDQ PLQXWHV +X\ 6KLSLORY D %HFDXVH )HQQH
by his behavior in the physical world (such as personal visits arcarpét receptions),

consultants perceived Fenne to be an authentic leader and were willing 8Dgaah

PHGLD FRPPXQLWLHVY WKDW KH FUHMDWHG ~ +X\ 6KLSLORY

C. Outcome

7XSSHUZDUH 1RUGLF 3LQYHVWHG OHVV WKDQ LQ
& Shipilov, 2012a, p75). However, the social media campaign designed to bring upper
managerant closer in Copenhagen closer to the sales workforce throughout the Nordic
region proved largely successful. One benefit observed was a 15% decrease in the

turnover rate of Tupperware sales consultants.

$ 3 7XSSHUZDUH 5DGLR 6KRZ yFZénde BsGViethbd/fav $alEeO LV KH G
consultants in the Nordic region to participate and post live comments on Facebook,
ZKLFK KH SHUVRQDOO\ UHVSRQGHG TKH 37XSSHUZDUH !
SZHEFDVWYV IURP J)HQQHTV RIILFH ZKUHREBHKR | DO KLV K\RVE DK R
(Huy & Shipilov, 2012a, p78). The results of this initiative were impressive: one such
VKRZ 3JHQHUDWHG v R | -Qalyl fredkEnd i VarRiaryHA01Mwik K U H H
RQO\ ¥ LOQYHVWPHQW LQ WHOQULER®PR, YL BDWLRQV EDQGZ

Fenne successfully used social media to build emotional capital within his
HPSOR\HHYV +LV HIIRUWYVY UHVXOWHG LQ LQFUHDVHG LQI
WXUQRYHU DQG KLJKHU HPSOR\HH PRWMA)Y DAY&4 RIt + X\ 6 K
of his effective leadership style and use of social media to improve operations during his
four years at Tupperware Nordic, Stein Ove Fenne was promoted to President,

Tupperware United States and Canada.
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d. Study Framework Analysis

*LYHQ WKH FRPSOH[LW\ RI WKH )HQQHYYV FKDOOHQJH \
consultants and the headquarters staff in Copenhagen, Fenne began with the richest form
of media: peeto-peer communication. This immediately facilitated collaboration,
unintertional learning, and immediate feedback. The follmwsocial media platforms
employed by Tupperware Nordic also facilitated high social learning interactivity. This
resulted in a clear message decoding process, as well as advocating social conversation

regarding the subject matter.

7KH FOHDU PHVVDJH DQG DXWKHQWLFLW\ RI )HQQHYV I
LQ NHHSLQJ ZLWK HQQHYTV DFWLRQV LQ SHUVRQ )HQQH V
who | am. On Facebook, which is the main platforar tommunicating with
consultants, | am Stein Ov#the private person, | am not Tupperware. | have my private
inspirations, thoughts, and pictures. This builds authenticity and helps consultants feel
WKDW WKH SHUVRQ WKH\ VHBELR@ra.BFHERRN LV UHDO" /HH

7TXSSHUZDUH 1RUGLFYY DSSOLFDWLRQ RI RWKHU VRFL
37XSSHUZDUH 5DGLR wasRigh inZmddig Bit\valsovand led to enhanced

social learning.

4, Tekcompany (TEKCO)
a. Background

7(.&2 WKH FRPSDQ\TV sguisdi@o Qré&séni¢ dohfidentiality) is a
technology company that invested heavily in social media for internal use. Upon learning
about the success of social media within other organizations, TEKCO executives agreed
to establish a social media platforor their company. Upper management at TEKCO
KRSHG WKH VRFLDO PHGLD LQLWLDWLYH ZRXO@nitIODWWHAOQ
FRPPXQLFDWLRQV™ +X\ ®WKLSLORY D S

b. Method

7KH VHQLRU OHDGHUVKLS DW 7(.&2 B3PREIWROL]JHG HIS

applications that mirrored the functionality of Facebook and Twitter and built a platform
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WKDW DOORZHG IRU WKH FUHDWLRQ RI LQWHU®RPO ZLNL SL
$V SDUW RI WKH GHVLJQ HIIR U-8durcé(te&hhofolgdedtoert® Q\ RSHQ
EXLOG QHZ FROODERUDWLRQ WRROV™ +X\ 6KLSLORY E

The social media platform created by TEKCO enabled the employees to partner
DQG VKDUH LGHDV , WV VRFLDO QHWZRUNLQJ DSSOLFDWLI
identify oohHU SHRSOH ZKR FRXOG ZULWH LQ WKH VDPH SURJL
Shipilov, 2012a, p78). In order to avoid unauthorized information leakage, the company
decided to stay away from Facebook and other publicly used forms of social media.
Lastly, TEKCO eQIRUFHG PDQGDWRU\ 3SDUWLFLSDWLRQ LQ WI
FRPPXQLWLHYVY DV D SDUW RI WKH HPSOR\HHVY SHUIRUPDQ
p.74).

C. Outcome

TEKCO executives could not easily identify any tangible benefits that resulted
from their socl media implementation. = The social media adoption by TEKCO
SLPSURYHG QHLWKHU WKH HDVH RI LQWHUQDO LQIRUPDWL]|
RSHUDWLRQ HIILFLHQF\ ZzDV XQDIIHFBVHG ™ +X\ 6KLSLORY

7(.&2 3IROORZHG DQ LPS@dhPthhQ Wwiedtéd R Qraditisral R
LQIRUPDWLRQ WHFKQRORJ\ PLQG WB)WExeculles abTEKSQ O R Y [
exclaimed that technological aspects (such as the ease of use and availability of social
media tools) account for the success or failufresaxial media communities (Huy &

Shipilov, 2012a). Emotions or employee perceptions of the company leadership were not
FRQVLGHUHG JRU H[DPSOH B3HPSOR\HHV DW 7(.&2 JUHH\
HIHFXWLYHVY EORJ SRVWV DQG &RGmMDNMY\SRIritDEeEasy WKH LP
the same executives had previously engaged in a massive restructuring that involved
OD\RIIV" +X\ 6KLSLORY E SDUD

Executives at TEKCO delegated the task of responding to employee ideas to their
assistants. Thess DPH DVVLVWDQWYV 3ZHUH DOVR LQ FKDUJH RI1 F
EORJV HQDEOLQJ WKHP WR UHVSRQG DV WKH\ GHHPHG
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employees learned that they were communicating with assistants instead of the executive

staff, distrust abouhe social media initiatives set in among employees.

The required use of internal wikis for knowledge sharing as part of the
HPSOR\HHVY SHUIRUPDQFH DSSUDLVDO OHG WR SRVWV ZL
ODQ\ HPSOR\HHV FR QWU L E XdslH@disvVdamvukitle sFoRIfP B Bafsfff V' V R
company mandates. As a result of the significant investment and minimal benefits

realized, TEKCO abandoned their social media efforts.

d. Study Framework Analysis

The TEKCO case provides an example where social medidowhs were
custom tailored to facilitate information sharing and internal collaboration amongst
management and employees. While these forms of social media were high on the scale
of media fit, little social learning and interactivity transpired. Due7t6. &2V ULJLG
hierarchical structure, pe&s-peer interactions between upper management and
subordinate employees were almost 1ief LVWH QW 7KH 7(.&2 OHDGHUVKL
actions were not in keeping with their actions observed through social mednpsat
This led to unwillingness by subordinates to adopt the newly created social media

platforms.

The communication via the social media platforms essentially becameveagne
avenue for communication. Upon taang that upper management wag reading the
comments submitteddEKCO employees essentially stopped applying effort to the social
media platforms. Additionally, the assistants that TEKCO executives delegated to
respond to employees could delete or alter posts as they desired. €hiedid¢fie intent

of sharing information and new ideas.

5. CISCO ASR 1000 Launch
a. Background

7TUDGLWLRQDO SURGXFW ODXQFKHV VXFK DV WKH OD:
System (CR&L) had many drawbacksncreased cost due to flying in key people for the

event; lost productivity of company executives, environmental impact of travel; limited to
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only one physical location resulting in smaller audience participation due to time and

distance constraints; lingitl audiencéeedback (Suckow, 2010 7UHQGV WRZDUGYV 3Q
FRPPXQLFDWLRQ FKDQQHOV VXFK DV EORJV DQG RWKHU \
product launches lessfettive (Suckow, 2010, p. 3Print ads and direct postal mailings

were no longer generag as much awareness for their products. In an effort to reduce

costs for both the company and its audience, to increase engagement with the audience,

and to attract a wider audience, CISCO decided to try a completely virtual launch of its
Aggregation Sevices Routers (ASR) 1000 Series.

b. Method

The virtual launch presented CISCO with numerous advantages over the
WUDGLWLRQDO ODXQFK ,W 3HQDEOHG DQ\RQH LQ WKH ZF
ODXQFK HYHQW’ ™ 6XENRIBCO increased audience engagemdyt
HQFRXUDJLQJ 3DXGLHQFH LQWHUDFAWERQW ZHULD WM N ML RERD
(Suckow, 2010, p. 3) and seeking out dialogue with bloggers who could promote
continued conversations about CISCO products. Facebook tted social media
networking sites were also used to encourage discussion about the product. CISCO
focused on building an audience several weeks in advance of the launch through
interactive dialogue on CISCO.com, Facebook, Twitter, and YbeT&uckow, 200).

They used widgets that allowed for easy syndication of CISCO videos, information, and

images. Knowing that video games were popular amongst their target audience, CISCO
UHOHDVHG WKH ' JDPH 3(GJH 4XHVW"™ WKDW GdAGd FWHG WK
network. Those who scored the most points in the game awarded an ASR plus

$10,000 (See Figure 18).
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Figure 18. Edge Quest 3D Gan{érom Socialmediaexaminer.com, 2014)

In order to accommodate audience members stretched across several time zones,
&,6&2 PXQFKHG WKH SURGXFW" DW IRXU VHSDUDWH HYHQ
WKURXJKRXW WKH GD\ LQ D VFKHPH FDOOHG 3IROORZ WKH
who were located thousands of miles away were brought into CISCO offices in San Jose
using CISCO TelePresence, their neygneration video conferencing technology.
THOH3UHVHQFH DOORZV IRU FRPPXQLFDWLRQ DQG FRQYHL
gesture, facial expression, and subtle voice inflection& , 6 & 2 ). QTK& individuals
on the soeen were proportional in size, even sitting at the same type of furniture to give
all participants the perception that everyone was in the same room together (See Figure
19).
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Figure 19. CISCO TelePresen¢éom CISCO, 2014)

C. Outcome

La Sandra Brill, CISCO senior mager of global social media, was proud to
UHSRUW WKDW WKH ODXQFK RI WKH $65 ZDV RQH RI WKH
history (Hibbard, 2010). Social media was used to start building the audience and to
amplify the company message weeks beforeetlent. The ASR event attracted 7,000
participants with 3,100 attending the actual live event versus an attendance of 1,625 for
the CRS event. At a cost of $2.6 million for the ASR event, CISCO reduced product
launch spending by 75% when compared to&8e& million spent on the CRS launch
(Suckow, 2010, p. 5). With around 245 articles written on the ASR, CISCO gained three
WLPHVY PRUH SUHVV FRYHUDJH YHUVXV WKH &56 6XFNRZ
SRVWLQJV KHOSHG VSUHD Gt (badkawH ZDHIY . "6)R MThe/ WrtlalS U R G
FDPSDLJQ JHQHUDWHG D WRWDO RI PLOOLRQ LPSUHVVLR
a measure of the number of times an ad is seen, whether it is clicked on or not. Over
42,000 gallons of gas was estimated teehldeen saved since no person was needed to be
flown to a physical location. Another important benefit of the virtual launch was its
freedom from timeconstraints. HeQRWHG WKDW 3WKH ODXQFK QR ORC(
conclusion of our live program, but ratheres on through material available on our
ZHEVLWH DQG WKURXJK RXU FRQW LQu¢koW 20QW A UDFWLRQ YL
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Figure 20. Comparison Between Traditional & Virtual Product Launch
(from Suckow, 2010)

d. Study Framework Analysis

Through the use of social media, CISCO achieved a successful launch of its ASR.
&,6&2TMV VKLIW IURP WUDGLWLRQDO WR YLUWXDO ODXQFKF
leaner media such as posters, billboards, and bulk mail and towards richer technology
media. This launch showed the positive effect active and engaged discussion have on
promoting the ideas of an organization to an external audience. It also showed that rich
and natural media are key determinants in promoting that discussion. TelePresence

provided users with body language, voice tonality, and facial expressions, making it the
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richest and most natural of all the social media channels used by CISCO. Through
Telepresence, potential customers for the ASR were able to be at CISCO headijuarters

San Jose without physically being there. CISCO understood its audience and sought to
LQFUHDVH LQWHUDFWLYLW\ ZLWK WKHPinBhlitée@ehDesLQJ WKHP
DQG WKH JDPLQJ ZRUOG® +LEEDUG S 5HFRJQL]L
professionals play video games, CISCO chose a medium that was more receptive to them

and pulled over 20,000 network engineers into playing the Edge Quest video game. The

use of blogs and social networking sites provided a medium for timely feedback, shared
opinions, answers to questions in a mémynany conversation. CISCO made many

correct choices in selecting media channels that were high in both media fit and social

learning interactivity.

6. 2012 Presidential Campaign
a. Background

In 2012, after one term ioffice as the United States President, Barack Obama

faced the Republican presidential candidate, former Governor of Massachusetts Mitt
Romney. Since making a serious impact during the 2004 presidential race when
candidate Howard Dean used the web to gereearly support and fundraising, social

PHGLD zDV SOD\LQJ D PRUH LPSRUWDQW UROH LQ FDPSDL
more prominent in the 2008 campaign when tBenator Obama was able to win a large

number of younger voters through the usehefweb. Taking lessons from the defeated
FDPSDLJQ Rl 6HQDWRU -RKQ OF&DLQ LQ WKH 5RPQH\ F
GLJLWDO JDS" EHWZHHQ LW DQG WKH 2EDPD FDPSDLJQ 5F
case study will focus on how President Obamastdf his 2008 social media campaign

strategy to take advantage of new social media channels. This case will also include

comparisons between the Obama campaign and the Romney campaign.

b. Method

Both campaigns predominantly used social media as a meaes tteeg talking
SRLQWYVY RXW WR WKH YRWHUV $V VXFK HDFKtoFDPSDLJQT

many capability of social media. Although the g@aenany capability is arguably not the
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strength of social media, it was sufficient for the simpl& tdgelaying a message to the

largest possible audience.

The Obama campaign took greater advantage of the available social media
channels in 2012 compared to the Romney campaign. The list of social media channels
used by President Obama included FackpoatuTube, Twitter, Google+, Pinterest,
Tumblr, Flickr, Instagram, Spotify, and blod®ew Research Center, 2012, P.
5RPQH\YY FDPSDLJQ XVHG )DFHERRN 7ZLWWHU <RX7XEH )
networking and microblogging service Twitter maitke presidential election debut in
2012 with President Obama making more use of it than Governor Romney. In 2008,
<RX7XEH zZDV XVHG E\ WKH 3UHVLGHQW 2EDPD 3WR SRVW
SROLWLFDO DGYHUWLVLQJ ™ 3HZ.5HeVddibinhEKhi& € W H U
YouTube in 2012, posting on average two videos d@llgw Research Center, 2012
The Romney campaign posted one video daily on average. The 2012 Obama campaign
increased its effort at localizing social media messages to sptaifjet audiences,
groups, and locations compared to 2008. @ The Romney campaign did not customize
content to specific groups and locations until June and, even then, the sites were found to
be lacking in timely contenPew Research Center, 2012Both @andidates used far less
external and traditional media such as news stories on their sites. In 2008, external news
stories often had links on campaign sites. In 2012, most news stories included on
campaign sites were generated by the campaign themselves.
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Figure21. SUHVLGHQW *REYDHADJRU 5RPQH\YY :HEVLWHYV
(from Pew Research Center, 2012)

C. Outcome

The findings of the Pew Research Study show that the Obama campaign made
much greater use of social media compared to the Romney campaign. Of course, the
Obamacampaign had the advantage over the Romney campaign having established a
social media following four years earlier in 2008. Despite this early lead in the use of
social media, Obama did not let up on the aggressive use of these platforms. On the
opposingside, the Romney campaign found itself lagging significantly in its use of and
recognition on social media. In 2012, the Obama campaign increased the number of

social media channels that it communicated on with Twitter being the newest of its

outlets.
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Figure 22. Obama Leads Romney in Digital Activity
(from Pew Research Center, 2012)

6WDUWHG LQ 2EDPDYYV )DFHERRN SDJH JDUQHUHG
friends compared to 1.7 million in the previous election (Pew Research Center, 2012).
One metric that is iportant when considering the effectiveness of social media in
creating a buzz is the People Talking About This (PTAT) score measured by Facebook.
Facebook determines this metric by tracking the number of unique users who have
interacted with a specific ppH E\ GRLQJ VXFK WKLQJV DV 3OLNLQJ  \
FRPPHQWLQJ RQ RU VKDULQJ \RXU SDJH SRVW 3WDJJLQJ’
in or recommending your place (Darwell, 2012). During the time period occurring before
June 6, 2012, PresidentEDEDPDfV 37%7 VFRUH ZDV IRXU WLPHV WKDW
Research Center, 2012, p. 26).
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Figure23. 6RFLDO OHGLD 5HVSRQVH WR &DQGLGDWHVY
(from Pew Research Center, 2012)

President2EDPDfV <RX7XEH VXEVFULEHUV LQFUHDVHG E\ L
over 800,000eactions (likes, dislikes, and comments), and pulled in over 207 million
YLHZV S5RPQH\TV <RX7XEH FKDQQHO RQO\ EURXJKW LQ F
the number of reactions. Despite being new, Twitter gained 1&mibhilowers for the
presidet while Romney only had 787 thousand followers. Exploiting Twitter to the
IXOOHVW 2EDPD SRVWHG RQ DYHUDJH WLPHV SHU GD\
RQH GDLO\ SRVW 2EDPDYV IROORZHUV UHWZHHWHG KLV V
5R P Q B8\dDU (Pew Research Center, 2012, p. 25). Retweets are an important measure
as they show increased voter engagement given that retweets are user generated and are
shared on a multiplied amongst all followers of the retweeting uBegsidentObama
also made significantly more use of the interactive capability of Twitter by retweeting
404 tweets vice simply tweeting original content. During the same period, Romney only
retweeted once and that tweet was from his son Josh (Pew Research Center, 2012, p. 21)

Another social media channel that had the potential to foster user interaction was blogs.
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The Obama campaign blog allowed the most citgenerated content compared to other

F KD Q QH O3h-ten3pdsty (42%) were written (or taken, in the case otgsh by
FLWLIHQV" 3HZ 5HVHDUFK &HQWHU S 7KH 5RPQH
two blog posts that were citizegenerated during the time period of the Pew Research

VWXG\ 2YHUDOO DFURVYV DOO FKDQQHOVr fimMeKkas 2EDPD FI

much content as the Romney campaign and was active on nearly twice as many

SODWIRUPV" 3HZ 5HVHDUFK &HQWHU S 2EDPDTYV (
WKH QXPEHU RI VKDUHV YLHZV DQG FRPPHQWV FRPSDU]I
Center, 2 &RQVLGHULQJ WKDW 3YRWHUV DUH SOD\LQJ DQ L(

WR FRPPXQLFDWH FDPSDLJQ PHVVDJHV  DQG WKDW 3WKH W
RU YDOLGDWRU KDV OHVVHQHG 5RVHQVWLH®at OLWFKHO
the candidate who mastered the use of social media is more than likely to come out
victorious. Although causation between success on social media use and victory in the
presidential election cannot be determined from empirical data at this timey ksistovs

the President Obama was reelected with five million more popular votes than Romney
(FederalElection Commission, 2013 DQG WKDW 2EDPDfV VRFLDO PHGLD

clearly more effective.

d. Study Framework Analysis

The graph below (Figure 2&howsthe significant role social media played in
convincing voters and their friends and family to vote. By participating in channels such
as Facebook and Twitter, both presidential candidates actively engaged voters on the new
frontlines of campaigning. Saimedia gave the candidates a means to engage voters
3LQ D QHZ OHYHO RI PFRQYHUVDWLRQf«WUDQVIRUPLQJ F
G\QDPLF PRUH RI D GLDORJXH WKDQ LW ZDV LQ WKH w
2012, p. 1). Had a candidate not pap@ated in social media, the results would arguably

have been disastrous for him.
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Figure 24. Percentagef Voters Announcing Their Vote
(from Pew Research Center, 2013)

The following table (Figure 25demonstrates how social media has developed its

influential nicke in geating votes for any candidate.

Figure 25. Percentage by Method Thafluences Voters
(from Pew Research Center, 2012)

When combined with traditional means of communicating (phone callstdace

face, etc.), social media can have a profound effect on the outcome of an election.
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7TKHVH VWXGLHY RQ WKH SUHVLGHQWLDO FDPSDLJQ VK
deliver messges and ideas on a large scale is unmatched when compared to traditional
means. This advantage is further amplified given the interactive nature of social media.
Ideas and messages can generate awareness and informed discussion leading to the
solidifying or changing in voter decisions. Although, both campaigns did not capitalize
RQ WKH VWUHQJWK RI VRFLDO PHGLDYV VRFLDO OHDUQLQ.
the message out was sufficiently fulfilled using either campaigns communication
stratH J\ SUHVLGHQW 2EDPDYV FDPSDLJQ JDYH LWVHOI WKH
the available social media channels and exploiting the wide reach of each channel. His
VRFLDO PHGLD VWUDWHJ\ GHPRQVWUDWHG WKH NQRZO
communican habits. Indirectly, this saturation of his message into technology that is
XVHG HYHU\ GD\ FUHDWHG D 3FRQYHUVDWLRQ" DERXW WKH

7. Building a Social Media Culture at Dell
a. Background

Dell was founded by Michael Dell in 1984 incallege dormitory room. The
company grew from a couple of individuals building computers and selling them via a 1
800 number out of a single room, to having over 110,000 employees and $62 billion in
revenue in 2013 (Deshpadé Norris, 2014). But even h this success, Michael Dell
understood the power of collaboration and conversation based on his technology savvy
roots. In the 1989 before he started Dell, he discussed how the creation an electronic
bulletin board to engage with other early technglagdopters provided a social
conversation experience and unanticipated collaboration. This set the foundation for the
Dell Company to engage in social media platforms in the fulDest{pandé & Norris,

20149).

Despite Dek {focus on listening tohieir cusomers, by the mi®00G those
conversations forced Dell to -evaluate how they would approach this interaction
(Deshpandé & Norris, 20)4 They soonrealized many customers were keeping the
conversation onsided, and derogatory blogs began to surfamgentially harming the
FRPSDQ\TV UHSXWDWLRQ D Q Gadjisitheiv $ocidlDnedi\strategly@®@O KD G W
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engage with the customer or allow the ebb and flow of social media to drive the

reputation and lose control of the messaging.

Dell decided ¢ engage the social media concept and begin to implement a
strategy that started with hiring Richard Margetic as the director of social media and
community in 2005 Peshpandé & Norris, 2014 He focused on not just implementing
social media for consumersut for their business to business relationships, and for their
internal employees. One of his key assessments in the strategy was to be nonspecific on
the type of social media platforms used as they change based on audience, functionality,
and time, pls things are done differently in various regions and countries throughout the
world (Deshpandé & Norris, 20)4 A snapshot of the timeline shows the quick changes

to the social media strategy as technology changed (See Egjure

Figure 26. Social Media Timelingfrom Deshpandé & Norris, 2014

b. Method

There were several aspects to the social media strategy that were implemented.
One of the first aspects was to create a social media operations center. After
implementing the operations center, Dell createdinect2Dellblog in July 2006 which
was directed at customer focused communications to include various Dell events,

products, and company newidgshpandé & Norris, 20)4
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In 2007, Dell created thieleaStormblog which was used to allow customers to
interface with Dell and announce what they wanted as a consumerldéd&&tormhas
been a successful interaction between Dell and its customers. Visiting the website
www.ideastorm.com on May 11, 2014, it show®1020,936 ideas have been submitted,
100,360 comments posted, over 744,287 votes cast about those ideas, and 547 ideas
implemented by Dell. These blogs allowed Dell to influence the conversation direction;
however, the customers were also able to drid&rection based on their thoughts and
ideas. Some of the posts also can reflect a negativity towards certain products or services
that Dell offers, but management made the decision to allow negative reviews to remain
on the blogs so that Dell could gadrast with the customer®gshpandé & Norris, 20)4
7KLV GHFLVLRQ zZzDV SDUW Rl '"HOOfV LQWHQW WR LQFUHDYV

Dell then began to branch out and joined all the various social media platforms to
ensure robust coverage. Rloyees began to interact through all the various social media
channels with no procedures in place. Dell began to realize that some employees were
consistent in their social media presence while others were not. In July 2011, Dell
created the Social MddD DQG &RPPXQLW\ 60D& WHDP WR SHPEHG \
culture at Dell, creating a dispersetather than cerditized +social media structure
(Deshpandé & Norris, 2014. 6) The SMaC team was to serve as mentor and provide
guidance to various dapgments within the company. In August 2011, the team created
SMacC University (SMaC U) to encourage Dell employees to be trained in social media.
After completion of vaous courses at SMaC ,UWhose employees were given a
FHUWLILFDWLRQ [Ra®n héh&fRREZtHeGcomdany Wighout worrying about
approval fom company executives or lawyeDeshpandé & Norris, 2014. 6) SMaC
U proved to be very popular in the corporation with just over 2000 people certified within
two months of the launch, ary mid-2013, over 17,000 employees have been trained
(Deshpandé & Norris, 20)4

Dell then moved towards implementing an inttanpany social media platform
as well by using a tool called Chatter provided by Salesforce.Bashpandé & Norris,
2014). This tool allowed for employees to publicly or privately communicate online
within the company and by 2013, over 10,000 employees was using Chatter on a daily
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basis to include the chief executive officer Michael DBleghpandé & Norris, 20)4
This social nedia app allowed the employees to gain insight on various working
documents within the company to include new programs and projects and who

specifically was working those specific areas.

In December 2010, Dell launched the Social Media Listening CommantiCe
that used the Radian6 monitoring tool (Swallow, 2010) and was able to monitor up to
25,000 daily social media conversations in eleven languages twenty four hours a day,
seven days a week (Rooney, 2012). According to a Dell YouTube video tour
(http:/Mvww.youtube.com/watch?vinwU1HsRog) of the Social Media Listening
Command Center, Radian6 software allows the Dell command center to follow various
conversations around the globe. Each conversation is color coded to be positive,
negative, or neutral asel as the amount of influence the conversation originator
possesses in the social media world (number of followers, percentage of the conversation,
etc.). Any type of viral conversations and the regions they affect around the globe is
tracked in order foDell to address the issue. The software tracks over 400 plus metrics
in real time for Dell to evaluate and address.

C. Outcome

In 2009, Dell had discovered how to use the social media platform Twitter to
LQFUHDVH UHYHQXHV E\ 3W Z Htsl MsulGhd in @i i@dedsa&S 'HOO SUR:
million in sales since it first joined Twitter in 200Dgshpandé & Norris, 20)4 Dell
also used a Twitter handle @DellOutlet to advertise deals for its online store to its

Twitter followers which increased sales byréilion (Deshpandé & Norris, 20)4

By using online forums on various social media platforms, customer support
technicians were able to service calls to its Service department by 20% in 2012. This
also increased employee productivity by 15% as thenerfbrums were less expensive
than traditional service call center cost structibeshpandé & Norris, 20)4 Of note,
some of the solutions for problems came from actual Dell customers as advocates for
Dell products. Their ability to resolve problemsdgut it out on social media reduced

the burden on Dell for all service issues.

68



'HOOTVY QHW SURPRWHU VFRUH 136 DOVR LQFUHDVH
enablers in the areas of creating value, getting it right the first time, effortless resolution,
ard world class online experienceDeshpandé & Norris, 2014. 6) Dell used these
metrics to determine their ability to provide a quality customer experience. These scores
increased by 59% in the first year (2010) and increased by another 39% the following
year Deshpandé & Norris, 20)4

'HOOYV 60D& 8QLYHUVLW\ LV ZHOO UHQRZQHG LQ WKt
grown in just three years from a small certification course for a few hundred employees
to over 28 individual courses for over 17,000 certifiedpletyees from 55 different
countries. Over BDcompanies have visited SMaCdJobserve and compare their social
media progressDeshpandé & Norris, 2014 ZLWK WKDW Rl '"HOO(Y{V 60D& 8 ZI
to provide the training and certification necessary witha organization to ensure Dell
employees would participate in the social media universe in a very consistent and timely

manner.

d. Study Framework Analysis

The Dell approach was to ensure the right types of media were to be used to train
and interact with their employees as well as their customer base. They used the concept
of Media Fit to address various messages to ensure the appropriate media for complex

messages and more lean media for less ambiguous messages.

They used a high Media Fit approach when they created the SMaC U. In order
for an employee to have the authority to interact in the social media realm without any
approvals from the company, thbgd to be certified in various courses at SMaC U. Due
to the complexity of advertising and the legalities involved, as well as the potential
pitfalls of the social media universe, fateface training was conducted. These resident
courses allowed notnty oneto-many training, but also allowed for social conversations
to take place in a highly interactive environment. It gave any employee willing to get
certified through the program the necessary tools and knowledge, credentials, and self

efficacy to speak on behalf of Dell in the social media universe without executive
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management or legal screening approvals. This approach had a direct influence on

changing Dell employee behavior in social media.

'"HOOYfYV DSSURDFK DOVR IRFXVéll&or& g he@WweH UDFWLYL
employees to employees, employees to customers, and customers to customers, thus
falling very high along the social learning interactivity axis. They encourage the
DGYRFDF\ RI WKHLU FXVWRPHUV WR KHeéavihgVorRO¥td RWKHU F
offer solutions such as the DdétleaStormwebsite. This approach encouraged a social
conversation about a wide variety of issues, whether it was technical problems with Dell
products, or new ideas that Dell should implement for the customer base. Problems that
may appear to be more complex tdveothan an advocacy approach prompted Dell to
look into the specifics and address it at a corporate level and respond through various

social media avenues.

8. Social Media and Customer Dialog Management at Starbucks
a. Background

6WDUEXFNYTV KDV E brah@ tHat SoRahhy Oft€iR ¥reat coffee, but an
H[SHULHQFH WKDW LV VHFRQG WR QRQH 6WDUEXFNTV KDV
the finest details of the customer experience. Starbucks recognized that the products and
services offered by theicompany must evolve to ensure it meets the needs of its
customers to include reaching out to the customer the way they wanted to be
communicated with on a daily basis. Once social media began to take a foothold in
everydy culture during the early 2080Starbucks began to incorporate social media
interaction into the Starbucks experience. By 2009, Starbucks 17,000 worldwide outlets,
130,000 employees, and $9.7 billion in revenue was ranked as number three in the food
service category as well as the tfn for social media engagement (Gallaegh&
Ransbotham2010).

Starbucks was also a company that believed in social and corporate responsibility
within the various communities in which they serve customers and acquire essourc
Starting in the earl2000s, Starbucks produced the Global Responsibility Report Goals
and Progress on an annual basis (www.starbucks.com) to show their commitment to
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various responsibility topics such as the environment, fair trade, and community
involvement. Starbucks knethat these issues were very important to their customer
base as well, and that many of these customers were communicating through social media
about these issues. When it came to social and corporate responsibility, it was a budding

relationship betweent&bucks as a company and their customer base.

b. Method

Starbucks has been aggressive in adopting various technologies to better improve
the customer experience. They decided to create an online forum for Starbucks
customers calledMyStarbucksldedrom Salesforce.com (Gallaugher &ansbotham
2010). This online community was designed to offer polls to gauge various interests of
the customers as well as developing new ideas for potential products (Coffee,
Frappuccino, Food, and Merchandise), experience riogl& payment, atmosphere &
locations), and involvement ideas (building communities, social responsibility,
involvement ideas in and outside the U.S.). In 2008, there were over 180,000 individual
users registered withlyStarbucksldeghat had provided @r 80,000 new ideas of which
50 had been implemented (York, 2010). As of May 17, 20AyiStarbucksldedad
created 128,750 new Product Ideas, 41,690 experience ideas, and 24,711 new
Community Involvement Ideas. Starbucks even offered financial motivdton
contributors to the site by offering a Starbucks Gold Card to the top 100 contributors to
the website (Gallaugher &ansbotham2010). Their website even posts a monthly
leaderboard where registered users receive points for ideas, positive votestieym
XVHUV DERXW WKH LGHD FRPPHQWY SRVWHG DERXW
someone else idea. This leaderboard promotes interactivity amongst the users and gives

them the some stature within the online community.

The company also engagednnultiple platforms in the social media universe to
include not only their own media platfornviyStarbucksldea but also the mainstream
social media platforms such as Facebook, Twitter, YouTube, Pinterest, and Google +
(Schoultz, 2014). Starbucks is aldereach out to millions of customers through social

media, and recent figures show that Starbucks has 33 million followers on Facebook, 3.5
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million on Twitter, 1.0+ million on Google +, and 76 thousand on Pinterest (Moth, 2013)

as well as almost 30 thaaursd YouTube channel subscribers.

Each of the different platforms reach to slightly different target audiences, and
Starbucks used them to promote various business ideas. Starbucks used YouTube to
focus on corporate social responsibility and promote ntheig sold, Foursquare phone
app to provide locations for nearby Starbucks and provide instant advertising when an
individual arrived in the vicinity of a store, Facebook for forum posts, promotions, and
loading Starbucks payment cards, and Twitter for osri topics such as jobs,

environmental impact, and partner promotions (GallaughRa&sbotham2010).

In order to ensure the social media strategy was implemented and in alignment
with Starbucks overall strategy, Starbucks created several positioriedhsgd only on
social media. They created a position called the Vice President of Brand, Content and
Online and complemented that position with six full time staff members to coordinate
with the dozens of staff partners with the functional areas ob&tks (Gallaugher &
Ransbotham2010). Starbucks social media group used the various platforms to monitor
the social media conversations concerning their products and services. The monitoring of
positive and negative feedback through théyStarbucksldeawebsite forums,
GHPRJUDSKLF GDWD DQG 3/LNHV" RQ )DFHERRN -7ZLWWHU
WKURXJKVY" RQ YDULRXVY DGYHUWLVLQJ FDPSDLJQV DQG W
from the Foursquare app, continually kept Starbucks at the forefréimé inse of social
media (Gallaugher &Ransbotham2010). The metrics that Starbucks was measuring
allowed the social media team to continually adjust the social media strategy to keep it in

alignment with the overall Starbucks strategy.

The Starbucks soai media group also focused on monitoring all social media
conversations. Keeping with the ideal that social media must be honest and credible,
positive or negative comments were allowed to be posted; however, the social media
group was always looking tmunter false comments and prevent social media hijacking.
The Starbucks social media group was a key contributor to helping Starbucks culture get

involved in the social media universe.
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C. Outcome

Starbucks conducted a Free Pastry Day campaign using Facebdklo,
prompting over 1 million patrons to visit Starbuck locations in one day (Gallaugher &
Ransbotham2010) with printed out free pastry vouchers from the original Starbucks
Facebook post (York, 2010). Although there were no published numbersegjitbct to
overall sales increase for this one day campaign, increasing foot traffic in stores most
likely added to additional sales. In 2010, Starbucks had sales gains in same store
comparisons in a quarter over quarter comparison for the first timeanyéars by
focusing on digital and social media advertising versus the traditional television

advertising campaigns (York, 2010).

Starbucks has been able to use various platforms to have specific advertising
campaigns such as a new product campaign i1 28at gave away free Blonde Roast
coffee to individuals through Facebook and Twitter. Starbucks also created the Pumpkin
Latte campaign where Starbucks was advertising its return of the flavored latte by
offering it one week early to the city that coulttk up the most points using a special
Facebook App. This generated a significant amount of traffic on the Facebook page with
the ultimate winner being Chicago with over 10 million points (Moth, 2014). Another
campaign used on Twitter was the 2013 pobon calledTweetacoffeeas a way for
individuals to purchase coffee for their friends. This campaign resulted in a return of
$180,000 (Wasserman, 2013).

In 2009, Starbucks made a bold move to advertise on social media and the digital
universe compareatthe traditional television advertising paradigm that businesses were
accustomed. They were able to increase same store sales despite a shift from traditional
business advertising (York, 2010). The culture change from participating in social media
to adively engaging in social media was a result of Starbucks management pursuing
social media as not just a tool, but an interactive communication channel between

corporate and its customers.
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d. Study Framework Analysis

Starbucks was able to focus various adserg, messaging, and idea generation
through a variety of social media platforms. Their approach focused very high on Media
Fit based on the specific approach. They used simple images and messages to promote
social responsibility through platforms suab Pinterest and Twitter. Those messages
would not only generate conversations in the social media universe, but prompted many a
conversation amongst the patrons and employees at Starbucks locations. On more
controversial or complicated messadgemrbugs focused on a higher Medidt Fowards
their customers. Using a social media platform like YouTube to discuss a social
responsibility issue (i.e. fair wages for coffee growers in foreign countries) to ensure that
the various natural media cues woulddoesent (voice inflections, facial and neerbal

movements, etc.).

The creation of the Starbucks media group was a key contributor in changing
corporate attitudes towards social media. Creating a full time staff to become the social
media experts gave éhcompany the confidence to actively engage in the social media
universe. Each department could now consult with the social media group before
engaging in a social media campaign allowing the necessary expertise to ensure effective

communication.

The MySarbucksldeawas an example of placing high along the social learning
interactivity axis. It promoted social conversation through the forums not just from
customer to customer, or customer to business, but business to customer as well. The
immediate feeldack from other customers and Starbucks to ideas posted by an individual
allowed for collaboration and customer advocacy. Customers could collaborate with
other customers by adding suggestions to a previous post to come up with a bigger
proposed idea. t&bucks could then indicate via an icon on the website that they were in
the process of reviewing it and then post a response allowing website participants to

gauge how Starbucks was proceeding on a specific idea.
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C. CROSSCASE ANALYSIS

Influencersidentified from the eight withitase analyses were then compared
with each other in a crosmse analysis to distinguish recurring themes in successful

social media campaigns. Thdluences from the crossase analysis are listed below.

1. Exposure

Eachof the cases focused on reaching out and exposing the required individuals
or groups to the intended message. Each organization recognized that individuals are tied

into the organization through different communication channels.

a. Multiple Platforms

Utilizing multiple platformsensures that your message receives the widest
distribution possible. The Flex Your Power and Stanford Three Community case studies
utilized radio, television, and print media to reach their intended audiences. CISCO, the
2012 Presidntial Campaign, Starbucks, Dell, and Tupperware Nordic case studies all
used combinations of Facebook, Twitter, YouTube, Flickr, and other current social media
technology to communicate with their audiences. Of the case studies that we observed,
none ofthem relied solely on any singf@atform to achieve success in communicating

their message.

b. Repetition

Employing multiple platforms also ensumepetition Clear and simple messages
with a consistent theme served as simple reminders to take actiomon@tant exposure
of the message increases the likelihood that desired actions will be taken. Examples
observed from the case studies include radio and television commercials encouraging
residents to turn off lights and perform other energy conservirgunes during the Flex
Your Power campaign, reminders on Facebook and Twitter to vote during the 2012
presidential election, and notices about upcoming promotional events at Starbucks via
Google+ and PinterestRegardless of the message to be communicagpetition was

necessargver multiple platforms to ensure adequate exposure.
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C. Targeting the Audience

In addition tothe use of multiple media platforms, each organization strategically
andeffectivelytargeted their audiencesFor example, we observdakt effectiveness of
providing media in different languages or providing ethnic themed commercials in the
Stanford Three Community Study and the Flex Your Power campaign. We also observed
how game applications promoted active learning and engaged thefesgonals and
engineers during the CISCO ASR 100 launch.

2. Keeping 2 6 R F LilbSdcial Media

7KH RUJDQL]DWLRQV UHFRJQL]HG WKDW VRFLDO PH
communication channel. Social media is social in nature, allowing for individuals to
partidpate in a social setting by exchanging messages and ideas and working through the

social network to creating a oth@many communication channel.

a. Generating New Ideas

Social media has the potentialgenerate new ideaand encourage collaboration
to imprRYH SURGXFWV DQG SURFHVVHV 'HOO DQG 6WDUEXF
JHQHUDWRUV® ZKLFK KHOSHG WKHP WR EHWWHU XQGHUVW
Several ideas provided by consumers ultimately led to new product develogntent
service nitiatives Tupperware Nordic also employed a similar approach where sales
personnel and distribution centers could provide their recommendations on social media
platforms to upper managementimprove internal processed he idea generatatyle
platforms enablespen and honesliscussion without regard to position or statathin
the company It essentially flattened the hierarchy and reduced communication barriers
between lower level employees and upper management, allowingofopanywide

collaboration.

b. Advocacy

One of the key attributes that was attributed to the various organizations within
the case studies waslvocacy In the Dell, CISCO, and Starbucks case studies, various

groups of individuals who patrticipated in the social medecspm could be classified as
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either advocates for the organizations (defending a product or service), or an advocate for
another customer who had a similar bad experience. If the organization has a solid brand,
then the majority of advocacy will be pogé in nature. It is beneficial to allow these
individuals to form the various advocate groups within the social netwbhis allows

the organization to step back and allow the advocates to solve simple issues and/or

defend the products or services.

C. Social Interactivity

Effective social media campaigns must facilitatecial interactivity We
observed n the Starbucks and Detlase studies thatandid engagement between the
customers and company support staff tralespp These social media platforrasabled
consumers to communicate directly with company staff to provide feedback miagcer
products and servicesDell even designed the company social media policy to allow
customers to provide 80% of the discussion while Dell employees only contrifed
to the conversation.This was a conscious effort by Dell management to prevent the
customer from feeling as if the company was dominating the conversation. The
customers were participating in the forums to have their voices heard and that requires

the company to listen.

The Flex Your Power campaign also generated discussion amongst the
stakeholders. Elementary school students discussed their wasted energy calculations with
their parents which resulted in their parents becoming more energy constimisg
about energy conservatioalso penetrated the commercial, industry, government,
agricultural, and residential segments and ultimately led to a significant reduction in

energy consumption.

3. Authenticity

The various organizations within the sedgticases realized if social networks
were to be accepted by the various stakeholders, it would require having authenticity.
This requires that various opinions are presented for all to see in a transparent manner

and each of the opinions are actually esveéd and taken into consideration. If the social
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media appeared to be controlled by the organization with no legitimacy given to the

various participants, the desire for stakeholders to participate diminished.

a. Positive and Negative Feedback

Both positive and negative feedbaskould be accepted when using social media.
In the cases of Starbucks and Dell, they had social media platforms that facilitated free
and open discussion where consumers could post both satisfactory and unfavorable
remarks. Instehof trying to cover up or delete adverse comments, the staffs worked to
find a solution to the stated problem. Their efforts gained the trust of their customers and
ERRVWHG WKH FRPSDQ\fV FUHGLELOLW\ DV D UHVXOW

b. Reviewing Input

Several of the case studies demonstrated the importanceviefving input
provided by external consumers and internal consumers alike. In the Tupperware Nordic
case study the chief executive officer personally took time to read all of the comments
posted by his subordinates. Once his employees knew that he was reading their
comments, they felt empowered to contribute more to the social media platforms.
Contrarily, the employees at TEKCO discovered that upper management was not reading
their comments pdsd on internal social media platforms. Additionally, TEKCO
assistants who were delegated the task of reviewing the social media platforms edited or
deleted the comments provided by employees. This led to a perception that contributing

to social media pitforms was not worth the effort.

Starbucks and Dell realized the importance of reviewing the content provided via
social media channels and hired a -tutie staff to monitorcompany social media
platforms. This monitoring allowed staffers to review inpad provide almost instant
feedback to the customer.To ensure adequate review and feedbddk|l even
established a training program (SMaC U) to train employees to respond appropriately to

comments provided via social media.
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C. Genuine Output

Another characteristic observed in successful social media campaigns was
genuine output The importance of genuine output was demonstrated in the Tupperware
Nordic case study.,Q WKLY H[DPSOH WKH FKLHI H[HFXWLYH RIILFH
platforms mirrored his actionsinredd LIH $V D UHVXOW HPSOR\HHV SHUF
messages and commerds trustworthy and authenticEmployees and consumers
understand that regardless of the product or service, nothing is infallible. Positive and

negative concerns must be present to ensure genuine output.

&RQVHTXHQWO\ 7(.&2YV DFWLRQV RQ VRFLDO PHGLD
with actions physically displayed by company leadership. TEKCO subordinates did not
sense genuine feedback from theipariors which led to miniscule acceptancesodial
media within the company and eventually led to the downfall of the social media within

the company.

D. FINDINGS

The theoretical framework developed from the literature review was not
predictive, but ratherserved to guide the selection and analysis of cases. Based on the
within-case analyses and crasse analysis, the researchedeveloped a model
explaining the process through which social media influencésvile change (See
Figure 27).

Figure 27. ProcesdModel
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The use of social media is the first step in the process model. The social media
approach can be either single platform or rapilitform. All cases selected for this study
used a multplatform approach to take advantage of the unique ways tbhtseial
media platform attracts and interacts with specific audiences. The analysis suggests that a

multi-platform approach is better for any large organization that has diverse audiences.

The analysis indicates that a migtatform social media appach leads to the
generation of conversations and idedsach of the organizations in the selected case
studies used the most popular three to four social media platforms available during their
specific campaign launchThis approach was designed to gebimum exposure to the
targeted audience of the message or conversdfima.intent is to not oversaturate the
individuals, but ensure that the message is provided through the specific social media
platforms in which the individual decides to participate i

The conversations, whether initiated by the organization or initiated by the
individual, lead to ideas that can be further evaluated by the organization for merit.
Interactive forums, such as the DélleaStormwebsite, endle conversations to take
place by allowing participants to voice their ideas and opinions. These ideas and
opinions could then be developed and supportedebunked based on the advocacy of

various stakeholdersarticipating in the social network.

If the ideas that emerge froromversations are legitimate based on organizational
goals and objectives; they can lead to a policy chafkgem a business perspective, this
is simply the addition of a new product line or service in which social media and
conversations have shown as eed based on stakeholders. From a governmental
perspective, examples would include: improving processes, improving various efficiency

measures, and reducing resource cost for a specific program.

In military organizationsspecifically, policy change is pamount in order to
change how individuals are evaluated on job performance. Effective organizational
processes for evaluating individual performance include reward systems (e.g. pay bonus,
increased promotion opportunjtgnd informal recognitionthat cevelop and motivate

behavior in line with organizational goals. Ideally, the evaluation process will be aligned
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with organizational objectives. Individuals will perform based on how they are

evaluated. The objectives of their evaluation should be innittethe desired end state

of behavior.
1. Implications
a. Social Media and the Modeling Process

As discussed in the literature review, the modeling process involved four basic
steps: attention, retention, reproduction, and reinforcement/motivation. Thidimgode
process was initially created by observing -tm®ne interactions Social media allows
for a manyto-many interaction that exposes him/her to various potential social media
behaviors; however, the vast majority of social media is written in nat@ecial
psychology shows that individuals are able to retain and reproduce modeled behavior
through verbal and image codification versus just written communication. This supports
the basic premise that communication is most effective when done in-tofiaoe or

more natural environment.

In a traditional setting, individuals are influenced by their immediate synchronous
supervisors.  The supervisor tends to model the expected behavior for his/her
subordinates. Supervisors are evaluated based on tHeiR&WGLQDWHVY SHUIRUPDC
reward subordinates accordingly. Often this is done in a traditionaioemee format

and may not necessarily be seen by others.

Social media allows the opportunity to increase the number of individuals that can
observe an inglidual receivinga positive (or negative) reward through the broadcasting
of such a reward through the various platforms. For instance, individuals who are able to
provide a new idea, product, or service, can be rewarded publicly through social media.
Within that social network, the individual is lauded, and that individual gains some
additional influence and/or increased status. That network can exert the influence it has
with other networks promoting the positive messaffas is a tremendous tool extding
the reinforcement of positive and negative behavior beyond the immediate network of

employees to others within the company that may be geographically separated; however,
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behavioral change is more likely to occur through the-tadace modeling preess as it

allows for fewer misinterpretations of the expected behavior.

The researchers conclude that social media can be a worthwhile reinforcement
mechanism to promote positive behavionsotigh a multpronged approach through
targeted audience eapure. As more individuals and social networks are exposed
through social media the types of behavior that are rewarded, it lends legitimacy to that
behavior and encourages potential behavior changeverd® social networks within
organizations will predr to interact with different types of social media. The use of
multiple social media platforms, gives organizatiogreater capacity to engage in

conversation these diverse networks witthi@ entire organization

As shown in the process model (Figurg,a2lie USMC can use social media to
interactively engage in conversations with various stakeholders to determine what
changes in policy or processes need to occur to meet organizational objectives and goals.
Engaging stakeholders in conversations throsmgtial media will result in policies more
likely to affect behavior change at the influencer level and become modeled behavior
emulated throughout the organization.

b. Hierarchy

The PLOLWDU\YV KLHU &uUuld gotentalyprevant) Mol petsehnel
from presenting new ideaand sharingnsightful thoughtsthat mightlead to energy
efficient actions In several of the feprofit cases studies wexamired, personnel from
varioushierarchylevels of the company weeetuallyencouraged to provide suggestions
to improve company processes This process included providing negative feedback

without fear of reprisalirom immediate supervisors.

C. Sensitive Information Concerns

The Department of Defense must alBadresssensitive informatiorconcerns
External social media platforms were able to be viewed by notiot@gnal employees
but any individual with an internet connection and online community registration. The

military has to be cognizant of potentiaperatons security QPSEQ issues. This is
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D G G U H VMhEl Goclal@ofps’, but in developing a specific social media strategy, it
must be on the forefront in the implementation plan. While the military can monitor the
social media conversations just as thmivate sector peers do, the potential release of
classified information seldom applies to the private sector.

d. Social Media Trends

Studies conducted by the Pew Research Center on social media trends of the
digitally-connected, show an increase in the afsthe internet and social networks as a
means of communication. A study conducted by the U.S. Marine Corps Public Affairs
Division, shows a similar increase in the use of social networks and other digital
resources as a means of communicating newsh &oties point to a shift away from
traditional means of communicating amongst all demographics, military and civilian,
especially by those users betweer2B8years old. This group, commonly referred to as
Millennials, includes the largest age group gBrcentage within the Marine Corps. In
order to effectively communicate with the Millennials, the Marine Corps, as well as
private sectors business, must connect with them in an environment that is natural and

effective from the Millennial perspective.

2. Recommendations

Based on the findings from this study, there are two specific recommendations to

answer the following research questions:

X How might the Marine Corps use social media?

X What are the influencers to successfully implementing a social media
campagn?

The first recommendation is designed to answer the research question: how might
the Marine Corps use social media? The mebeas recommend the E20 experiment
with DQ 3,GHD *HQHUDWRU" ZHEVLWH 7KLY ZHEVLWH KDV V
impact in energy conservation and practices. Although some additional focus group
research will need to be pursued in order to adequately develop and launch such a
website, it potentially could develop significant ideas, and at a minimum, provide honest
feedlack regarding specific equipment, procedures, and policies that are currently in
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place and what recommendations that end users have to improve energy performance.
Proper initial design, implementation, participation, and interactivity will be paramount

in developing a successful produdturrently the United States Navy is experimenting
with a similar type website called Idea Scale. This program is designed to encourage the
most junior sailors to senior officers to provide input in the context of reglucin

administrative distractions (RAD).

The second recommendation is designed to answer the research question: what
are the influencers to successfully implementing a social media campaign? A social
media strategy that is developed to incorporate the follpwnfluencers: social in social
media, authenticity, and exposure. Each of these influencers has mieesub
influencers thaencourage engagement and active participation within the social media
networks. The influencers are the key attribuéeglired to ensure social media success.

a. 8,GHD *HQHUDWRU" :HEVLWH

The companies that were studied who employed this approach appeared to
GHYHORS VHYHUDO NH\ UHVXOWV WKDW FRXOG EH KLJKO
*HQHUDWRU ™ ZHEVLW &t with e DUStOrerdMtiat foloweq fthe brand in
very unique ways. The website allowed individuals to contribute ideas and suggestions
to the company that fit their specific needs. At the same time, it allowed many of these
raw ideas to be further develed by other customers and eventually created an advocacy
base. This advocacy base responded to negative inputs and solved problems at the
lowestlevel possible. Even a few good ideas or best practices by those who deal in the
energy production and comsption could help the E20 develop new ideas to increase
energy efficiency. This interactive website allows for collaboration throughout the
energy community within the USMC. Although Dell had a 2.61% rate (547 of 20,936)
and Starbucks a 0.01% rate (586f000) of implementing new customer ideas, over 100

thousand new ideas were submitted. The potential for the E20 could be very rewarding.

Secondly, the website allowed for-directional initiation of conversations. The
company could initiate a consgation and monitor the reaction of the customer base to

test specific topics and receive honest feedback. The customer could also initiate a
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conversation and either develop advocacy from other customers for the topic or rescind

based on the lack of adwaxy based on responses from other customers. This is simply

GRQH E\ VRPHWKLQJ DV VLPSOH DV D *OLNH"™ RU 3GLVOLI
mechanisms for influential contributors (i.e. leaderboards, most influential contributors,

etc.) it gave idea gemators and influential social media participants status in the social

media universe.

Lastly, additional topics or areas of interest could be added to the website as it
evolves based on the needs of the company and/or the desires of the customers. These
DGGLWLRQV FDQ EULQJ GLIITHUHQW JURXSV IRFXVHG RQ VS
into one location with the hopes of adding more diversity to the conversation. For
L Q VW D Q HdtaSterowel§site has various categories from products and serwces,
HGXFDWLRQ DQG ZRPHQYYVY LQWHUHVWYV (DFK RI WKHVH I

networks and groups to interact with Dell and provide ideas and feedback.

The E20 could develop a similar Idea Generator website that combines the
various topics ofrniterest to not only the E20, but to the various stakeholders involved
that can effectively improve energy efficiencies through new ideas and practices
throughout the USMC.

b. Social Media Strategy Development

Based on the case study analysis, the compdahetswere successful had a
specific social media strategy in place. The strategies incorporated three influencers and
nine subinfluencers that contributed to social media campaign success. The researchers
recommend that the E20 look to incorporate thefleencers into their social media
strategy.

Keeping 3 V R F lirbsOcial mediavas the first primary influencer with ability to
generate new ideas, social interactivity, and advocacy as thefkidncers that affected
social media strategy. By usingcsal media platforms that allowed customers (internal
and external) the ability to generate and post new ideas, gave those individuals a vested
interest in the product or service. This participation allowed for social interaction

between customer to custer, business to customer, and business to business.
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Individuals were able to promote their ideas for social recognition and prestige without
requiring a formal process to pitch ideas. This ownership in the brand also created
advocacy networks who workad a social setting to solve either company issues or

fellow peer issues.

,W LV UHFRPPHQGHG WKDW WKH ( 2 VKRXOG XVH WKH

mechanism to allow for this primary influencer and-guftuencers. It will allow for idea

generatiorto occur in a social environment with a professional Marine flavor.

Authenticity was the second primary influencer with positive and negative
feedback, review of input, and genuine output as theirdluencers. Customers
recognized that no one person ompany is infallible. Each of these companies allowed
both positive and negative feedback to be posted onto their various social media
platforms. Although there was some sort of monitoring mechanism in place to prevent
inappropriate or malicious socialedia content, legitimate negative content was allowed
to be posted. This gave the platform authenticity in the communication posted. It also

helped motivate the advocacy base for those posts that were inaccurate or disingenuous.

It is recommended thathe E20 allow authenticity into their social media
strategy. If the interaction does not seem authentic, individuals are less likely to
participate. There is possibility that certain topics may elicit responses not expected by
senior leadership, but asnlg as it is done in a productive and professional manner, it
should be allowed. An individual that has a criticism, very well may have the next great

solution.

Exposurewas the third primary influencer with multiple platforms, repetition, and
targeted adiences as the stibfluencers. Ensure adequate exposure across the audience
was vital. There may be certain segments of the audience the company chose to target
DQG WKDW WDUJHWLQJ PD\ UHTXLUH VSHFLILF VRFLDO
social media preference. Repetition is another keyiafloencer as many individuals
follow multiple forms of social media. The key here is to ensure you reach your targeted
audience. The last key sudfluencer is a multiple platform approach. Each company

recognized that social media has platforms have changed in the past, and will change
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again in the future. It is imperative that the strategy is not stagnant on just a few specific

platforms.

The E20 should consider developing a mpttnged approachlong the social
media spectrum. The social media strategy should link the target audience with the
applicable social media platforms and link them with the appropriate metrics. This
DSSURDFK FDQ DOVR EH WLHG LQWR WKHe3the m@in *HQHUDW
social media platforms initially (Facebook, Twitter, and YouTube), but allow for the
flexibility to expand into other social media platforms as their customers request or
WHFKQRORJ\ FUHDWHYV 8VLQJ WKH 3 GHD rétbQHVEDWRU "~ ZH
what social media platforms they want to engage in. This could be accomplished by
asking for input from the customer base and/or conducting short polls/surveys on the
website. This also allows for the flexibility to encourage additionafgutas as the

strategy expands.
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VI. CONCLUSION

A. FINAL THOUGHTS

This research was designed to draw conclusions from a comparative case study
analysis approach to determiifesocial mediais likely to be effective in the sham
attitudes and behaviors in the.SJ Marine Corps towards energy performance, the
influencers for successful social media campaigns, and how be&2enight use

social media.

Social media can be effective in shaping attitudes and behaviors, but not
necessarily in a direct causal manner. Social media is a powerful tool to create the
necessary conversations and ideas that can lead to policy change. Effective policy will
have specific objectives that the organization and individuals are accountalaedfo
measure on to determine satisfactory performance which will guide individual and
organizational behavior. This reiterative process will be refined multiple times as more

individuals are involved in the conversation and more ideas are presented.

The research approach worked towards analyzing various organizations
(government, nogovernment), various goals (public, forofit), and various audiences
(external customers, internal employees) to determine if social media was effective in
accomplishingorganizational goals anmhfluencing behavioral changeThis chapter
briefly describes the limitations and implications of the research conducted,
recommendd further research, and the benefits of this study

B. LIMITATIONS

Several of the case studies were conducted in the late 2000s and early 2010s.
Social media platforms, utility, and use have increased dramatically over the past few
years. As more and more companies (both public and private) are seeing the potential
bendits, more and more are investing in social media. Attitudes and expectations of both
the organization and the customer could have potentially have changed from the time

these case studies were analyzed by the original authors. Follow on investigation,
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research, and surveys to each of these organizations and their customer base would have

been prudent given the necessary resources and time to conduct such a follow on study.

There is also no clear consensus in the academic community with respect to the
true effect of social media on organizational behavioral change. The lack of empirical
evidence to directly correlate the implementation of social media andtdamg
behavioral change requires researchers to make assumptions as to whether a change is
direct or indirect in nature. As more and more social media analytic companies come
online, and more research is done in a quantitative approach, future results may sway an
organizations decision on whether to participate in external and internal social oredia f

the purpose of behavioral change.

C. RECOMMENDED FURTHER RESEARCH

There are several topics that are recommended for further research based on this
study. The case study analysis indicates that social media deployment will create
conversations about theespfic intended messages by the originator, but further research
may be able to clearly focus on the intended target audience to yield the most effective

results.

X Conduct a survey amongst the various age groups and ranks within the
USMC to determine whatharacteristics (categories.e. Energy
Practices, Energy Equipment, Energy Challenges, Energy Administrative
S5HTXLUHPHQWYVY HWF Rl DQ 3,GHD *HQHUDWRU" ~ ZH
participation by the individuaWlarine This would require a prototype of
DQ HB *HQHUDWRU"™ W\SH ZHEVLWH IRUPDW GHYHOTF
Possible consultation with the company Salesforce may provide additional
technical expertise. Purpost develop a working website format to
entice participation within the USMC.

X Conduct agrvey or analyze the initial metrics/results of the United States
Navy Idea Scale website. Purpost® determine cross over potential and
appropriate resource allocation to ensure return on investment.

X Conduct a survey amongst the various USMC Miliaocupational
Specialty (MOS) that are directly involved in energy to determine if they
are more likely to participatdan norenergy MOS personnel. Purpese
to initially target the E20 primary audience.

X Conduct a site visit to Dell Corporate Headquar(enultiple companies
have these types ofod@mand CentersCISCO, Starbucksetc.) to learn

9C



more about their Social Media Command Center and Social Media and
Community (SMaC) University to better understand how they incorporate
social media training formployees, monitor social media in the cloud,

and how they link the two into a coherent strategy. Purptwsdevelop

best practices from industry leader(s) for potential adoptichdig20.

D. BENEFITS OF THIS STUDY

The benefit of this study wasto provide the E20 with actionable
recommendations to address the effective use of social nredizaping attitudes and
behaviors.Through analysis of various academic literatures and a comparative case
analytical process, the research recommends the E20 develodp @HD *HQHUDWRU’
website in order to develop social conversations about improving energy conservation
and practices. The website has the potential to develop significant ideas and provide
authentic feedback regarding specific equipment, procedures, ddictep to improve
energy performance within the USMC. In addition, the research recommends that a
social media strategy be developed that incorporates three primary influencersiand th
respective suinfluencers: NHHSLQJ 3VRFLD O™ L OQntivifg,abdeSpd3ite&s LD D X W |

The influencers and stibfluencers will provide a successful social media strategy.
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