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Abstract. In a globalized world, where companies operate across different
locations and work becomes increasingly complex, collaboration in a diversity
of ways is required among employees to perform tasks more effectively.
Following a case study methodology that involved six interviews across three
different country locations, this research addresses the phenomenon of Enterprise
Social Networks (ESN) in a multinational corporation with a focus on the
assessment of ESN success.

The findings show that the company, while trying to assess the success of
Yammer, the freemium social networking service at use, has mainly relied on
analytics tools to measure usage through indicators such as the total number of
users. However, the extent to which ESN is used does not provide a complete
picture of ESN success. Business value from that ESN usage is another
dimension to be considered to assess success. Therefore, the study of specific
ESN usage scenarios that are perceived to have a trackable impact on business
results can be used to assess ESN business value on top of ESN usage to fully
understand ESN success.

Keywords: Enterprise Social Networks, Benefits, Success Criteria, Success
Assessment.

1 Introduction

As the name suggests, Enterprise Social Networks are social networks that were
tailored to meet specific requirements of the organizational context, to engage and
connect employees, to boost collaboration, communication, information exchange, and
to create a community feeling among users [1,2]. Different authors use different
denominations when they address ESN topics, e.g., Social Networking Technologies
[3] or Enterprise Social Networking Systems [4]. An evidence of a young research field
in development [5]. Usually, these platforms support several social media
functionalities such as status updates, microblogging, groups and communities, instant
messaging, or content management. ESN also provide personal profiles, the possibility
to like and comment content and to follow or unfollow different users [6]. By increasing
interaction between employees and encouraging collaboration and communication,
knowledge management infrastructures are being incorporated with social features to
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capture tacit, social and individual knowledge [6,8]. These technologies became very
important in large and distributed companies to support knowledge sharing among
individuals, teams and units spread by different geographical locations and time zones
[8]. Employees choose to meet new people instead of just reaching out to people they
already know, sharing work and non-work-related content, and using the platform to
spread messages to larger audiences [9].However, there is a small understanding of how
ESN can be used in organizational simple work practices [2]. Organizations have
difficulties to assess the potentialities of Enterprise Social Software (ESS) in general,
in which ESN are included. Nevertheless, the lack of knowledge about these
technologies makes organizations to implement them without clearly defining the
strategy and the expected business outcomes [10]. Therefore, this work, following a
case study methodology, intends to provide some insights on ESN, pursuing an answer
to the following research question “How to assess the success of Enterprise Social
Networks?”, in the context of a multinational corporation.

2 Enterprise Social Networks Success

Delone and McLean IS success model [11] is one of the first research initiatives trying
to provide a holistic overview on the topic of Information Systems success
measurement. An extensive literature review has highlighted a set of metrics used over
the years to assess IS success in categories as system quality, information quality, use,
user satisfaction, individual impact, and organizational impact. However, Richter et al
[12] argue that existing theories and models fail by being too theoretical as they don’t
provide examples on how success can be measured in a practical way.

Large multinational organizations are increasingly dependent on successful
knowledge sharing among individuals, teams, and units because of their high degree of
geographical dispersion throughout locations and time zones, what has led to the
adoption of ESN [8]. Even though there are several models explaining the adoption of
technology, “acceptance is not equivalent to success, but rather a necessary
precondition to success” [12]. Success seems to be a much broader concept then just
having users using the tool.

As more ESN start to be used in organizations, it becomes important to understand
how the success of these platforms can be measured. If on one side decision makers
have to justify their Information Technology (IT) investments and the owner of the
system wants to improve the usage of the platform, on the other side, the added value
of the ESN use must also be understood by users [12]. Herzog et al. [13] support the
same idea as they refer many IT executives are pressured to clearly show the benefits
of using such technologies recurring to understandable methods and indicators.
However, the impact of using those technologies is not easy to prove.

Steinhueser et al [14] propose a set of indicators and barriers to measure ESS
expenditures, assets, use and organizational performance impacts. A McKinsey study
has presented a matrix highlighting the increase in the value added for different types
of Enterprise 2.0 technologies for different levels of penetration of the technologies in
the organization. The results come from a survey conducted between 2007 and 2015 in
1500 companies. However, the study doesn’t provide any guidelines about how these
returns can be assessed for specific technologies in specific organizations [15].



A set of measures for the ESS success and group them in two categories: usage and
business value [13]. To tackle the inexistence of an “integrated and easy to apply
approach” to measure ESN success, a very similar approach that identifies measures
for seven specific ESN usage scenarios [12]. The resulting Success Measurement
Framework is also structured in two dimensions: usage and business value. The authors
distinguish between the measurement of the usage of the platform, that usually can be
assessed using analytics platforms, and the measurement of the organisational impact
caused by ESN usage. Business value can be measured in the form of business cases
analysis or return on investment.

3 Research Methodology

3.1  Organizational and Technological Context

This study was conducted in a company with around 24 000 employees across more
than 120 countries. The company has introduced Yammer (http://yammer.com/), an
Enterprise Social Network provided by Microsoft, in 2014. After a series of initiatives
to introduce the platform and engage users, the network keeps growing and has already
22 000 users (May 2017). The company has also access to Tryane Yammer Analytics
(https://tryane.com/en/yammer_analytics.html), a web-based analytics tool that
provides insights into Yammer activity at global and group level.

3.2 Interviews

As the final goal of the study was to understand how the success was measured, the
interviews were developed around this topic in a semi-structured way. Four interviews
were conducted in person and two interviews were conducted using Skype for Business.
All the interviews were recorded and, then, transcribed using oTranscribe
(http://otranscribe.com/), a freemium web application suited for the task, and, then,
analyzed using QDA Miner Lite (http://provalisresearch.com/products/qualitative-
data-analysis-software/freeware/), a freemium qualitative text analysis software. Some
emails were also exchanged to clarify some aspects from the interviews.

3.3 Interviewees

Six semi-structured interviews were conducted to five IT employees and to one product
manager from Mexico. These five IT employees are the ones that have been responsible
for tracking ESN success in the company along the years. INT-1 and INT-2, were the
project leads of the initiatives undertaken to implement and launch Yammer. One
interviewee, INT-3, was part of both teams during that process. INT-4 is the current
owner of the tool and INT-5 is the head of the IT sub-department responsible for the
collaboration technologies. INT-6, Head of Product Management in Mexico, is the only
non-1T interviewee. He developed a competition on Yammer that is the current best
example of how Yammer has impacted business results in this corporation.



4 Assessing ESN Success

4.1  Analytics Tools

Analytics tools are a good resource to evaluate the health of a network. According to
INT-1, the level of engagement - percentage of users accessing the platform -, the
number of new users and the number of active groups, on daily and weekly basis, were
some of the indicators used to measure the adoption of the platform, and, therefore, the
health of the network. “If you have fifty or over engagement, you are doing really well
with your users. We looked anywhere that 30-50% range of engagement as being very
good. So, we definitely did analytics and looked at them weekly and provided the status
report for our management.” (INT-1). For INT-2, on a high level, the main success
criteria was to enable the exchange of knowledge and, then, to achieve a sustainable
usage: “we achieved it, we are not great, but we are in a good track, this is what we
achieved, so more than 40% of our usage rate”. INT-5 also believes the main target
was to “Get users on and get them engaged”, because the biggest success criteria is to
keep the engagement and the excitement with the platform high. “Social networking is
only working with participation (...) from a huge community” (INT-5).

Based on the assumption users “wouldn’t be active if itfYammer] was not something
that helps them” (INT-3), the increasing of engagement means new users found the
network beneficial for them. However, it is a challenge to retrieve meaning out of the
analytics and clearly understand what are the specific reasons triggering increasing
usage. “We can increase now 1% [of engagement], but what does that 1% mean? And
then, maybe, we don't know why that increase is happening. [If] We cannot measure
that, how can we replicate it?” (INT-4).

Because social networks live from the excitement and the contributions of their user
bases, understanding the reasons behind usage is important because they could be
advertised and make other users to join and to start contributing for the network. “1%
increase is because, suddenly, Japan started using it a lot. Maybe, in the global scale,
it's not that much. But if we replicate that in other regions, then, that 1% means 10%,
and that would be significant.” (INT-4).

Analytics tools like Tryane Yammer Analytics provide a set of indicators as the
number of comments, likes, most active discussions, more active groups, or more
discussed topics. That information is helpful by providing insights into the level of
collaboration, communication and information exchange inside the tool.

4.2  Limitations of Analytics Tools

There is a set of inherent benefits to the usage of social networks that can’t be clearly
measured recurring to analytics tools. By using Yammer, “people feel integrated, but
what exactly does that mean? A remote user, in a remote location, that does not talk
too much with his team? Or does that apply even on the region level or in a global
team? ”(INT-4). It seems important to understand these aspects in a deeper level. “I
think that if you don't measure something, then there is no way to improve. And that's
the challenge usually we have. That's the challenge also with those benefits.”.



On the other side, if we want to relate Yammer to productivity gains, the task can
get even harder. INT-2 expresses the difficulty in measuring the productivity gains
because there are different aspects that can influence productivity. INT-3 follows the
same idea: “the effect of collaboration cannot be directly putted to euros science”. INT-
4 adds: “The benefits are there, but if we want to put a number, a money value, to that,
that might be a little bit more tricky.” To execute this kind of analysis, the solution
seems to resort on high level studies that have focused on the topic. McKinsey’s study
“Taking the measure of the networked enterprise” [15] relates the percentage of
penetration of different Enterprise 2.0 technologies to companies results. “I came back
to the situation of 20/30 million yearly that should bring for [the company]. (...) We
had, in that year, also a huge productivity gain, when we started to do it properly. But
I would not be so bold to say all of that is related to that [Yammer], but some portion
of it, definitely, is based on Yammer. It would be wrong to say there is a real
correlation.”.

4.3  Resorting to Specific Usage Scenarios

One case from the Mexican Sales Organization is a good example on how benefits
from using Yammer can be assessed. Globally, one of the organizational targets for the
sales agents is the performance of product demonstrations, however, in the Mexican
organization, there wasn’t a strong culture of product demos. On average, a sales agent
performed 0,3 demonstrations per day. Even though, in a survey answered by sales
agents and sales managers, 40.5% said that more than half of the demonstrations
resulted in one products sale.

Because product demonstrations seem to be related to sales, - “If you don’t do demos,
you lose money.” (INT-6) -, there was the idea to create a competition among sales
agents to promote product demonstrations in an exciting way. The competition was
developed from February 2016 till December 2016 and Yammer was the driving
platform used. In a brief way, each sales agent should upload demo photos or videos in
the Yammer group and, then, he or she would be awarded points depending on the
product being demonstrated. Strategic products were worth more points. The number
of likes received in a specific demo would also be converted in points. Sales agents had
the possibility to challenge others to perform demos. If the challenge wasn’t accepted,
points would be deducted from the challenged sales agent’s overall score.

In the end of the competition, prizes were awarded to the agents in the top of the
ranking. The results showed an increase on the rate “number of demos per sales agent,
per day” from 0,3 to 1,40. The top 10 sales agents also achieved a sales result 3% above
the plan. Furthermore, the competition was important for the sales guys that worked in
remote areas to feel integrated in the team and to make a change on sales agents’ mind:
making product demonstration wasn’t an imposition, but something natural to do.

The Yammer group used during the competition was week after week among the
five most active groups in the network, what can be correlated with the following
statement: “l do believe by reviewing the Yammer analytics for groups and individuals
that you should be able to directly correlate increased collaboration with relationships
to new innovations, improved processes, decreased implementation times, successful
product launches, increased sales and even happier employees” (INT-1).



Initiatives like this one provide a good example on how the success of ESN can be
assessed in a more understandable way. In this case, the business was positively
impacted due to a higher number of product demonstrations and good sales results.

Even though it’s not possible to directly link the platform with the achieved business
results, Yammer was the platform used to engage users in the competition.

5 Discussion and Conclusion

The company mainly relies on the information provided by Tryane Yammer
Analytics to assess the success of the network. Even though there is an overall concern
to assess the business impact from using such technology, the reality is that the main
success criteria is based on the total number of users and the percentage of active users.
These indicators are specifically identified as measures of the usage of the platform.

However, there is an understanding that analytics platforms are limited when there
is the need to assess a new set of benefits that can’t be measured using analytics tools.
Log analysis, among other analytic methods, can be used to measure the usage of a
platform [12]. However, when business value needs to be assessed, authors seem to
resort among other, in a set of qualitative methods as users interviews [12]. This
evidence expresses the need to select the approach depending on the intended
assessment. These ideas were referred by INT-3 when “asking the users” is presented
as a valid and non-quantitative alternative to assess the success of the network. Indeed,
a quantitative assessment of ESN business impact seems difficult, mainly when
organizational global results are desired. Measuring reduced times to find information
or reduced amounts of emails seem to be more attainable indicators [12].

The existence of successful Yammer initiatives that have a trackable (direct or
indirect) impact in business results provide an evidence of ESN success. The
demonstrations competition in Mexico illustrates how Yammer social features can be
useful to accomplish organizational targets.

In summary, the evidence from data collection in this multinational corporation
suggests that the assessment of ESN success falls into two dimensions: usage and
business value. However, the company resorts heavily on usage information. A clear
concern to assess the impact of the ESN on business value appears later. Innovations
are only worth it if they are used in work processes, thus, their benefits have to be
clearly explained to end-users so they can understand how to take advantage of such
tools for their own work [16]. Therefore, companies should start assessing the ESN
success from the very first beginning to understand the impact of Yammer in work
routines and business results. A clear understanding of these aspects would not only be
a clear proof of concept for ESN introduction, as it would also be important for users
to understand why ESN is used and ultimately how the organization can benefit from
it.
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