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There are many paths to becoming a social business that is more 
collaborative, conversational, and aware of customer and market needs. 
Driven by big (and small) data, the mobile workforce, and socially savvy 
customers, it’s no longer a question that “outside in” forces can disrupt 
the ways we buy, sell, and interact. Instead, how organizations harness 
this disruption and look at creative ways to empower their teams and 
bring the power of social to the flow of everyday work becomes the new 
challenge. The good news is that many companies are already turning 
to social media to reach new audiences and engage with customers in 
ways that are more authentic and conversational. Why not apply many 
of these same techniques with an eye to our employees and partners 
– the “market within”? In fact, leaders need to embrace the notion that 
they already are a social business; they should instead focus on treating 
their employees like customers with processes and consumer-style tools 
that help them become more responsive to their internal and external 
constituents using the power of social, mobile, and smarter apps.  

In this paper, we’ll review the state of social adoption and where 
innovative companies are focusing their investments. Then we’ll outline 
a new model for characterizing the stages, or “local markets,” within a 
modern social business to provide a framework for “thinking globally 
while acting locally” when it comes to enterprise adoption. Finally, we’ll 
outline strategic recommendations and action items for readers to assess 
and adapt their own efforts – one market at a time – to becoming a more 
responsive social business.

Executive Summary
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Social business is here. It’s not the next big thing 
or something leaders can ignore. In fact, forward-
looking organizations are already reorienting their 
approaches and structures around the customer and 
the employees who serve them. They are allowing 
employees greater autonomy and equipping them 
with tools that help to make work more productive 
(and fun!), tap each other’s know-how, and foster 
greater understanding of the market. Some are 
embracing the virtual workplace, and many are 
looking at ways to not only harness the power of 
big data, but also bring these insights to everyone 
who impacts the bottom line. In fact, a recent MIT 
study found that more companies are using social 
to understand market shifts (65%), improve visibility 
into operations (45%), and identify internal talent or 
key contributors (45%).1  

But if many business are adopting social, what 
differentiates leaders from laggards? The answer lies 
in how well organizations recognize the unique value 
of social (and mobile) channels for their specific 
market and workforce, and how they ultimately treat 
their employees as customers. This only happens 
when they listen and are truly dedicated to bringing 

the power of social to the flow of everyday work – not 
just special initiatives or PR-ready campaigns that are 
more about looking the part instead of demonstrating 
real commitment! 

Of course, this commitment requires hard work. 
It demands top-level vision, but more importantly 
front-line actors and evangelists, to explore, test, and 
question how social fits and make sure that solutions 
scale down and are optimized “locally” to fit differing 
roles and cultures.

Bringing Social Inside the Business

“ Successfully integrating social requires top-level vision as 

well as front-line actors and evangelists. ”



The Market Within  |  Digital Clarity Group 4

Balancing ‘Inside’ and ‘Outside’ Activities
policy on our intranet, but as a consumer there is no 
way I would spend that amount of time searching for 
similar information on my favorite travel website. At 
the same time, the role of culture and what I know 
about other employees are typically much different 
from what I (immediately) know about my customers, 
aspects that must inform our social business strategy.

Envisioning a more responsive social 
business 

Time is money, as the saying goes. Historically, if you 
took too long to reply to a customer complaint, you 
risked losing that customer. Take too long today and 
that customer will tweet about it, post their gripe on 
Facebook and influence hundreds, if not thousands, 
of potential customers. Inside the organization, 
timeliness is equally important, whether it’s related 
to time to market, responding to a competitive threat, 
or meeting production deadlines for the holiday rush. 
That’s why the next wave of social business is about 
creating the right culture and incentives, along with 
processes and tools, to become more responsive to 
both internal and external constituents. 

This begins by taking an “outside in” view into your 
social business design. Listen to your customers, and 
even make them part of your planning process. More 
so, if you want to be among the leaders in customer 
engagement, loyalty, and profitability, you need to 
mirror your external best practices in your internal 
culture and processes . This is the essence of targeting 
the market within. Treat employees like customers 
and customers like stakeholders. Focusing on the 

A social business strategy has multiple facets, but 
at a high level you have elements that are directly 
touching customers and partners – the “outside” part 
– and the rest, which we’ll call the “inside” part. But 
while there are distinct activities and tools for each, 
such as social profile management and campaign 
tools versus internal collaboration platforms, good 
things happen when we look at ways to cross-
pollinate and bring in relevant consumer ideas to 
our business environments.2 This has clearly been 
proven with trends such as the mobile workforce and 
the adoption of tablet computers in such fields as 
finance and medicine.  

A helpful starting point for finding this balance is 
looking at what is common and what is different 
in social business versus social media. The first 
similarity, and a key foundation, is a user-first design 
model, which tailors experiences to roles, anticipates 
the need for timely answers, and enables participants 
to connect and share with friends and colleagues. 
Second, as we experience in consumer apps and 
services ranging from Amazon to Foursquare to 
Nike’s FuelBand, there is tremendous value in 
delivering specific, simple-to-consume, and socially 
ready insights and information (so-called “small 
data”) to customers and the teams that serve them. 

In terms of differences, the level of commitment 
when you are an employee versus a customer sets 
up differing expectations, as well as tolerance levels, 
when it comes to social (and nonsocial) engagement. 
As an employee, I may spend 10 minutes looking 
for a document on our company’s overseas travel 
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section, we’ll explore a framework for characterizing 
these paths, measuring progress, and helping leaders 
“think globally while acting locally” when it comes to 
their social strategy.

timeliness of insights and responses will go a long 
way to delighting both camps. 
 
Once you are on this path, it’s critical to recognize 
that building a more responsive social business is 
not a six-month project. You can create and finish a 
blueprint, but you’re never going to stop building. 
For this reason, it’s great practice to leverage early 
adopters and build small successes while keeping an 
eye on broader goals. This approach is not unique 
to social business and has been critical to successful 
enterprise initiatives I’ve been involved with over the 
years for customer relationship management (CRM), 
e-business and even knowledge management (KM). 

But most importantly, being responsive starts 
locally, with local stakeholders, incentives, and 
measurement. Each will have specific starting points 
and “end states,” depending on the participants and 
goals: e.g., doing better work, sharing content with 
partners, gaining customer insight, etc. In the next 

“ If you want to be among the leaders in customer 

engagement, loyalty, and profitability, you need to mirror 

your external best practices in your internal culture and 

processes. ”
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Stages of Social Business
• Connect. At the root of social networking sites 

such as Facebook and LinkedIn, connecting is 
all about making it easy for users to find, learn 
about, communicate, and see who is around 
via ”presence” apps, as well as what content 
or data can answer this question. There is also 
an opportunity to drive employee learning 
and recognition via social tools. Plus, on the 
system side, this includes connections to 
enterprise systems of record such as CRM and 
HR.

• Create. From blogs, to YouTube, to review 
sites such as Yelp and TripAdvisor, the ability 
to share opinions and insights, or just status 
updates, has fueled the social revolution. 
Today, the notion of creating encompasses 
tools for creation, distribution (and 
promotion), and management, along with new 
processes to encourage the use of content to 
build relationships and share expertise.

• Crowdsource. Tapping a network of 
contributors to invent new solutions to 
common problems, or even creating such 
challenges as the Ansari X Prize, has proven 
fruitful in certain industries.4 In fact, a recent 
study reported by MyCustomer found that 
54% of top innovators said they scrutinized 
customer comments from direct interviews 
and social networks and studied customer 
data for innovation inspiration.5 On the 
consumer side, ratings and reviews use 

It’s temping to think of the social business journey 
as a linear path – first we build out our public social 
profiles and internal resources, then we assign 
content owners, then we encourage adoption, then 
we start to see engagement and sharing, and so on. 
In fact, I’ve created these types of roadmaps dozens 
of times, and they work at the right scale. But as 
mentioned above, social business at the enterprise 
level incorporates a number of local markets or 
states. Some organizations need most of them, while 
others really only need one or two. Some start with 
a focus on “outside” priorities, while others are all 
about measured rollout of new internal productivity 
tools. 

So, what are the key elements in our model? They are 
a mix of some classic Web 2.0 activities for certain 
employees (one market) and newer-age strategies 
and tools for others (other emerging markets) that 
break down into four Cs and one I as follows: 

• Collaborate. One of the original KM 
activities, collaboration today may leverage 
classic team rooms and forums, plus new age 
consumer tools (Google Hangouts) and other 
social apps, to break down organizational 
silos and make everyday work easier and 
more fun. In fact, by deploying social 
technologies, McKinsey has reported that 
companies have an opportunity to raise the 
productivity of high-skill knowledge workers, 
including managers and professionals, by 
20% to 25%.3
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If we think of these fi ve elements as stages in a state 
model, with entry points and pathways between 
states, we can illustrate three things: where diff erent 
businesses should start, how capabilities relate, and 
what might be measured to show progress at each 
stage. We can also think about the suppliers and 
consumers (users) for each stage and market. Note 
that this approach allows an enterprise to “chunk” 
down its strategy to smaller activities (local markets) 
focused on one state or goal, or the relationships 
between two or more. And it allows us to characterize 
various social businesses by their unique profi le of 
capabilities versus stages. (See Figure 1.)

the same underlying mechanism to steer 
shoppers to the most popular products or 
help buyers discover new artists, restaurants, 
and hotels. 

• Social Insight. The power of social as a 
listening channel for brand managers and 
product planners to track consumer needs 
and sentiment is well documented. Within 
the enterprise, blending  social data with 
online and transactional data, delivered via 
dashboards and small data techniques, off ers 
new insights to more users, enabling faster 
decisions and more responsive service.

Figure 1

‘State Model’ – Illustration of Entry Points, States and Pathways
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Becoming a more responsive social business starts 
with an assessment of where you want to focus, who 
you already have in place to support the initiative, 
and what tools are available to “activate” both the 
states and pathways in the model above. These tools 
can include both core consumer-style social enablers 
as well as more mainstream communication and 
information access tools attractive to later adopters6, 
such as: 

• Enterprise search
• Social-enabled web content management
• Mobile apps and tools
• Forums and portals

There’s a readiness exercise for leadership and 
culture as well. First, stakeholders need to embrace 
the idea that social business is already here. It has 
become the way we interact with customers and 
enable employees to collaborate, connect, create, and 
learn. With this realization, the next phase is to look 
at tactics to orchestrate and optimize local activities 
using such approaches as our 4Ci model, while 
creating oversight and key performance indicators 
(KPIs) that tie to top-level business goals. 

Measurement is the new engagement 
 
If all business is social, measurement is the new 
engagement. In other words, we need to shift focus 
to wiring up our digital channels so they track 
progress toward being more responsive. This needs 
to happen at all levels, from executive dashboards, 
to line-of-business reporting, to individual groups 
and contributors. Measurement is key to providing 
motivation, especially to individual contributors such 
as sale reps (think of a FuelBand for sales that shows 
if you are on track to hitting your monthly goal!).
New measures can also emerge from our state model, 
such as the alignment of resources, the duplication 
for a particular goal, or progress toward delivering 
social insights to a majority of key employees or 
customers. Other metrics can track content creation, 
the use of digital assets, efficiency of serving 
customers, and their feedback. 

The bottom line is that there are multiple paths 
to being more responsive as an organization by 
embracing social tools and approaches. By treating 
employees like customers and thinking of stages 

Conclusion

“ Deployed social tools can include both core consumer-style 

social enablers as well as more mainstream communication 

and information access tools attractive to later adopters. “
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of social business as distinct local markets versus 
a more global and linear project approach, we 
can more easily visualize and account for cycles 
and interdependencies. Plus, a local focus chunks 
down the problem and encourages continuous 
improvement as opposed to having fixed goals. 
Finally, by empowering all employees to drive 
improvement, insight, and innovation, we can not 
only create a more responsive social business, but a 
social business architecture that is more responsive 
to changing requirements and external (and internal) 
market needs.
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Digital Clarity Group
With a global research-driven advisory team, Digital Clarity Group
(DCG) helps business leaders navigate digital transformation in their
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