
127

■
 

W
e

e
k

 4
: In

f
l

u
e

n
c

e
 a

n
d

 M
e

a
s

u
r

e
m

e
n

t

Week 4: Influence 
and Measurement

If you could ask your customer just one question — 

and your business depended on the answer — 

wouldn’t you want to ask that question? The Net 

Promoter score, developed by Fred Reichheld, is 

based on one simple question: “How likely is it 

that you would recommend [name of company, 

product, service] to a friend?” It turns out to be a 

fundamentally important metric and central to the 

successful implementation of social media. Think 

about it: If your own customers would not recom-

mend you…well, you can see the problem.

This chapter starts with an in-depth look at 

the Net Promoter score. It continues and covers 

existing metrics, some of which you are probably 

already collecting, and then it shows how these 

metrics can be used to make a case for the utiliza-

tion of social media and used to create a basis for 

the determination of success. 

Chapter Contents
Influence and the Social Web

Applying Influence: Social Media

Metrics: Influence to ROI

Quantifying the Conversation

The Main Points

7
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The Net Promoter Score

In this chapter, I refer to the Net Promoter score, created by Director Emeritus and Bain Fellow 
Fred Reichheld. Although there are other methods for computing social performance, I believe 

that this method is by far the best. It is easy to understand: Based on one question, 
it can be added to existing surveys that you are doing now. It is easy to build an 
action plan based on it: Knowing how likely your customers are to recommend your 
product or service takes you straight into the kinds of product or service changes 

that lead to the increased likelihood of a strong, powerful recommendation. Most importantly, 
the Net Promoter score takes into account the powerful impact of detractors. On the Social 
Web, the detractor — positioned opposite the evangelist — plays a pivotal role. For a complete 
treatment of the Net Promoter score and how you can apply it to your business, please read The 
Ultimate Question by Fred Reichheld (Covey, 2006). I highly recommend it.

Influence and the Social Web

Measurement and the Social Web go hand in hand, although it’s not always obvious 
how to go about measuring something as dynamic as a conversation. Further, because 
the Social Web is a relatively new medium, many of the measures you’d like either 
aren’t available or aren’t yet proven as fundamental indicators of success as it applies to 
marketing. Reach and frequency, developed for mass advertising over a period of years 
and refinement, are solid mass media indicators. As a largely — but not exclusively — 
online phenomenon, social media measurement borrows heavily from existing online 
metrics. At the same time, questions like “How likely is it that you would recommend 
me to a friend?” are rooted in the principles that drive social media.

In the opening sections of The Ultimate Question, author Fred Reichheld makes 
two fundamental points:

C•	 ustomers who are willing to evangelize, based on direct experience, are the 
only sustainable source of long-term profits.

P•	 rofits earned through any form of coercion, trickery, or misleading advice are 
at best short term and will — if left unchecked — ultimately destroy the firm.

Look at these two items and think about the Social Web. Customers who are 
“willing to evangelize” are precisely the customers that I identified as actively talk-
ing in Chapter 5, “The Social Feedback Cycle.” These are the customers who have 
tried your product or service and have something to say about it. What they have to 
say may be a different matter, but nonetheless these are the customers that are both 
inclined and able (i.e., have the online tools and skills) to talk about the experience 
you have delivered. At the same time, you’ve (hopefully!) earned a profit on these  
customers. Running a sustainable, healthy business requires a profit, after all, and  
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for most businesses the only source of that profit is your customer. Yes, you can spend 
less, and you can be more efficient with resources. These kinds of disciplines and 
activities can improve your profit margins and help you establish a long-term competi-
tive cost advantage. At the end of the day, however, the cash flow you need to operate 
comes from exactly one place — your customers’ wallets.

If you buy into the idea that your customers are both informed and inclined to 
make smart choices, then the Net Promoter score makes quite a bit of sense. The direct 
implication for generating long-term profits, according to the principles Fred defines, is 
that if you have generated your revenue through any activity or business practice that 
doesn’t delight your customers — or wouldn’t if they fully understood it — your days 
are numbered. The precise number of days may be large: Some businesses run for a long 
time all the while abusing their customers in one way or another simply because their 
customers have no other choice. However, eventually those firms either change or fail.

Think about mobile phone companies, who often give new customers a better 
deal than existing ones. Automobile dealers — who have long made the bulk of their 
profits on service and parts sales (not car sales) created price floors for the quick lube 
and replacement parts providers and in so doing gave rise to the businesses that now 
undercut them in these areas. Full-cost airlines who long enjoyed near monopolies in 
heavily regulated markets gave rise to upstarts such as Southwest Airlines that made 
customer satisfaction in the context of efficient, affordable travel their primary goal. 
Not coincidentally, Southwest Airlines is consistently profitable, has never accepted a 
government bailout, and depending on the day is worth about as much or more on the 
stock market than all other airlines combined.

Building a winning brand and maintaining one are two different things: Dell 
built a commanding position in the personal computer (PC) market by offering a bet-
ter way for its customers to buy one. When its customer service floundered, however, 
Hewlett Packard (HP) gained and retook the global market share lead in the third 
quarter of 2006. Dell is now pushing hard to regain its top spot, and not coincidentally 
social media and the positive practices that drive it are part of Dell’s program. In all of 
these cases, the role of the customer recommendation is central to the rise — or fall — 
of the brand.

Put these two concepts together — the evangelist as the key to long-term 
growth, and that profit earned by means that fail to delight your customers threatens 
your long-term viability — and you have what is essentially a formula for success not 
only on the Social Web but in businesses as well. On the Social Web — made up of 
social media applications such as blogs, photo and video sharing, collaborative event 
planning tools, ratings and reviews, and more — the conversations that stem from 
actual, delightful experiences with products and services are the key to driving and 
sustaining evangelism and hence long-term growth. Traditional marketing programs 
are essential in driving awareness and seeding markets. Evangelism — the impact of 
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which is shown in Figure 7.1 — causes a steady amplification that builds over time 
through the combination of word of mouth and digital content on the Social Web.  It 
literally creates markets. Contemporary brands and their social reputations are being 
built through practices that encourage evangelism. 

Figure 7.1 ​ Evangelists Driving Sales

You can counter that price, or some other single killer feature, rules in the cre-
ation of evangelists. To be sure, I don’t know anybody who doesn’t like a deal, and 
attributes such as price do get talked about. But at the same time, a good chunk of your 
customer base will enthusiastically promote you for a variety of reasons if you’ll only 
give them the means. This desire goes beyond any single characteristic — for example, 
price — associated with your brand. There are a few million people out there who do 
not want Southwest Airlines to go out of business and who are willing to pay extra to 
make sure it doesn’t. This was made clear following September 11, 2001, as customers 
literally wrote in to support the airline, offering cash contributions and emotional sup-
port to keep the airline in the air, and to keep all of its employees working. That’s love, 
and that’s a key ingredient in the development of evangelism with regard to a brand, 
product, or service.

This connection to the brand, based on actual experience, is the reason the Net 
Promoter score is so powerful in social media applications. It treats equally what you 
are perceived as doing right as well as what you are perceived as doing wrong. This is 
where most satisfaction surveys fail. 

Here’s an example: Suppose that 60 percent of your current customers were 
highly likely to recommend you, while another 20 percent were reasonably satisfied  
but perhaps not moved to the point of offering spontaneous recommendations. The 
typical satisfaction survey asking the analogous questions directed at satisfaction 
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rather than likelihood of recommendation will often group both of these, and con-
clude that 80 percent of the customers surveyed were basically satisfied or better. Who 
wouldn’t be happy to learn that the majority of their current customer base considers 
the product or service acceptable?

The problem with this type of analysis is two-fold. First, it lulls everyone — 
including the CMO, CEO, and COO — into the false sense that everything is fine. 
Eighty percent sounds like a lot, and in truth it is. It’s “almost everyone.” The prob-
lem is that on the Social Web, which is where your social media campaign will play 
out, 100 percent of your customers are present. “Eighty percent satisfied or better” 
is not “fine” if it means that 20 percent of your customers are walking around actively 
telling people not to buy your stuff. The typical satisfaction survey and conventional 
analysis can and often does conveniently hide this fact. What do you suppose will 
happen when you invite all of your customers to talk about you? The Social Web, by 
definition, is open to all participants. Do you think these 20 percent will stay home 
that day? They won’t. If you don’t know that they are there, or what they are likely to 
say, or what you will say when they start talking, that 20 percent will quickly become 
your worst nightmare.

Satisfaction surveys — unless they differentiate influential respondents — can 
also fail by missing the “key” social participants. Suppose you have equal numbers of 
lovers and haters, for example. That’s good data, but it’s not enough. It is also impor-
tant to know the makeup of each group: Which group contains more of the “A List” 
bloggers? Which group reflects the comments of people participating in the 100,000- 
or 1,000,000- versus 1,000-member forums? Which bloggers are your potential cus-
tomers listening to? This same caveat applies to your Net Promoter surveys, so be sure 
that you consider this. You may not be able to get this data right away; but if you ask 
for it, you can build it up over time and gain valuable insight into your audience on the 
Social Web.

The Net Promoter score helps you in three ways. First, it correctly identifies the 
share of customers that will stand up and recommend you. A score of 7 or 8 out of a 
possible 10 means they think you’re OK, but it doesn’t mean that they’ll go out of 
their way to actively recommend you. A score of 9 or 10 means they will. So right off, 
you’ve got a big leg up in preparing for and managing social campaigns: You know 
what kind of active support you’re likely to have. Second, you know what share of your 
customer base is going to give a negative recommendation.

In our simple survey, we asked only one question: In practice, you’ll probably have 
more information available to you, including the type of customer, purchase history, 
demographics, and more. You can use this information to pinpoint issues, which brings 
us to benefit number three. Using the Net Promoter score and the methodology Fred has 
developed, you can put a plan into place that reduces the number of detractors while 
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you also work on building the number of promoters. This is a huge gain for you: Actively 
working to reduce both the influence and the number of detractors takes you deeper into 
the operational aspects of your brand and can get at things that are often passed over 
and dismissed with excuses such as “We can’t fix that” or “It’s not my department.” If 
detractors are beating you up about it, whatever it is does matter, and you must fix it. 
Looking at promoters versus detractors can also expose internal practices considered 
sacred: “At Jones & Jones, we simply don’t do things that way.” Maybe this a good time 
to start! Seriously, while I am making light of what can be real challenges, when tracked 
over time the Net Promoter score is an invaluable yardstick for social media practitio-
ners. It is easy for your colleagues to understand, share, and internally promote. Most 
important, it gets directly at what drives the conversations that occur on the Social Web.

Spend a minute thinking about this: It’s the fundamental essence of social media 
management from a marketing perspective. You cannot “control” the social conver-
sation in the same way as you can control your advertising message. Look at it this 
way: Yes, you can control the ad campaign. But, you can’t control the response to it. 
Social media is an articulation of the response, to your brand, product, or service in 
actual use. The ad or PR campaigns you create set the expectations against which that 
response is generated. Fundamentally, the Social Web is built on conversations that do 
not belong to you but instead belong to someone else. Instead of trying to control the 
conversation (or worse, the participants), you have to change your product or service 
experience that drives the conversation. This, along with your behavior on the Social 
Web, is the only element of a social media campaign over which you have full control.

If you’ve got a great product that is delivering a superior (delightful) experience, 
then use social components such as blogs or video sharing that encourage more talk: 
Use the Social Web as a platform to spread your message. If you’ve got work to do, 
use tools such as support forums to identify and correct issues: Use the Social Web as 
a listening tool and take the conversation to the COO where you can fix the problems. 
Above all, participate, and be open and honest about what you are doing.

Quantifying the Conversation

This week is about establishing some basic metrics and using them to gauge influence. 
On Monday you’re going to set up a call sheet and questionnaire and start calling. 
Hopefully you’re not scared to call your customers. No customers to call? If you are 

T i p :  ​ You influence conversations on the Social Web by simultaneously increasing the share of promoters while 
decreasing the share of detractors.

44026c07.indd   132 9/3/08   3:02:02 PM



133

■
 

Q
u

a
n

t
if

yi
n

g
 t

h
e

 C
o

n
v

e
r

s
a

t
io

n

working in a prelaunch startup, or are a student or in some other role that does not 
provide access to customers, then pick a brand and call your friends or colleagues and 
ask them the questions posed about that brand instead. On Tuesday you’re going to 
make more calls, and continue to ask your customers (or friends) how likely they would 
be to recommend whatever it is you are calling them about. By Wednesday you’ll be 
wrapping up the results. There’s a chance that you won’t have connected with everyone 
on your list by Wednesday: In that case, continue on with the exercises and move into 
the next chapter. However, keep working on this exercise until it is complete because 
what you learn here will be critically important in developing your actual social media 
campaign.

T i p :  ​ A set of worksheets covering this week’s exercises can be found in the appendix of this book. In addition 
to these printed worksheets, you can also download electronic copies and access related resources at the website 
accompanying this book. Complete information regarding these resources and the website is included in the 
appendix.

Influence and Metrics

Turn back to Fred’s “ultimate question”: “How likely are you to recommend Company 
X?” Embodied in this simple question is everything that powers (or destroys) a brand 
on the Social Web. This one question is the basis of a very simple — but powerful — 
measure of influence. 

When your customers willingly support you through a pricing structure that 
provides a profit based on satisfaction, and are at the same time willing to evangelize 
your brand — to recommend you to others — you are in a very good place. Applying 
social media will be a very straightforward and largely risk-free proposition. After all, 
your customers are already talking about you favorably, and you have a business model 
that will stand up over time. Are you worried about “managing the conversation”? In 
effect, you already are. Through the experience of delight that you already provide, you 
are influencing the conversation in a way that is favorable to your position.

The experience of delight is the only way to positively influence the conversation 
on the Social Web. Delight can arise as the result of great experience, or, because you 
handled an experience that was less than great…in a great way. Provide a great experi-
ence, and the conversation will take care of itself. In contrast, provide a poor one, and 
the conversation will reflect that instead. The measurement of influence, and in par-
ticular tracking it over time, is key to managing your social presence and fully tapping 
the Social Web.
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Monday’s One-Hour Exercise

Today you’re going to spend an hour identifying a set of customers that you can call. 
You’ll be putting together a basic call sheet. I’ve provided a starting script that you can 
follow: You are, of course, free to improvise as long as you still ask your customers how 
willing they’d be to recommend you. Note that asking them if they like you, if they are 
happy with your relationship or with the last order, or if everything is going OK, is not 
the same as asking them how willing they’d be to recommend you. Liking someone is 
different than personally vouching for them. There is a higher degree of commitment 
implied, and it is for exactly this reason that a recommendation and the measure of 
likelihood is worth so much.

A Sample Call Script

“Good afternoon, this is ____ from ____. We’ve been doing business for ______ years and it 
occurred to me that I’ve never asked you about whether or not you’d tell others to try us. So, I’m 
calling today to ask you: On a scale of 1 to 10, where 1 means “no way” and 10 means “absolutely, 
without hesitation,” how likely would you be to recommend our firm to your colleagues or others 
who you feel could use our ______ (product or service)?”

Your script can be as simple as that. You’ll want to say “thank you” at the end 
of your call, too. You may well find that this call opens a dialogue, especially if the 
answer to your question starts out along the lines of “Well, I’m glad you called because 
actually….there are a couple of issues that would prevent me from recommending you.” 
Structure your call sheet like the one shown in Figure 7.2. If your call does open a dia-
log about challenging issues, be sure to note these issues. Add these to your notes for 
use later when you build your plan.

In the call sheet shown in Figure 7.2, I want to call out one specific attribute: 
influencer. As you are calling, or through research that you do ahead of time, identify 
the role that each of your contacts plays in generating influential social content. It may 
be, for example, that the customer you are speaking with also runs a well-read blog 
or is a moderator in a popular forum. The recommendation metric is unchanged, but 
knowing that this person is more or less influential than your average customer is valu-
able when you are looking to stem negative conversations or quickly communicate pos-
itive developments that you initiate through social media later on. To get a handle on 
influence, look for blogs authored by the person you are calling: Use Google and search 
for the person’s name and company or title, for example, or ask questions like “Have 
you ever recommended us or one of our competitors?” If the response is, “Yes, all the 
time. In fact, just last week…” then go ahead and check “Influencer.”
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Contact

Drew Smith

Diane McNish

Pilar Mouten

Ed Crocker

Diane Elison

Larry Page

Phone

867-555-1324

328-555-2781

888-231-5555

878-444-2387

999-231-1989

878-231-8765

Date

5/2/08

5/3/08

5/2/08

5/2/08

Score

7

9

5

8

Influencer

X

X

Notes

surprised that we wanted to know this

participated in business summit last fall

need to schedule follow-up with Ops

referred APX account; industry blogger

Figure 7.2 ​ A Typical Call Sheet

Depending on your organization, you may need to work with sales or an alter-
native team when compiling a list of customers. Most importantly, do not call only 
those clients you know will tell you what you want to hear. Don’t avoid “problem” cus-
tomers. They can be your greatest source of insight. Sure, you can stack the deck, but 
then the only thing you’ll learn is how to make a call, and you probably already know 
how to do that. Instead, pick customers randomly: You want a few who you know are 
tough and some with whom you have a great relationship. Approaching this week’s 
exercise in this way is sure to produce some new learning, and after all isn’t that why 
you are taking the time to read this book? 

Now it’s time to make your calls. Create a list of customers, and enter them into 
a list like that shown in 7.2 Next, pick a random subset to call. I suggest calling at least 
10 customers, so you want to start with a list of 20 or more. 

T i p :  ​ To pick customers at random, sequentially assign numbers to each of the customers in your initial list. 
Then, jump over to www.randomizer.org/form.htm. Generate a list of random numbers and call the custom-
ers corresponding to those numbers.

Figures 7.3 and 7.4 show how the randomizer tool can be used to make picking 
customers easy and truly random. In the figures, I have asked for 10 random picks from 
my list of 50 customers. I will be calling the customers numbered 26, 44, 34, etc., from my 
list of 50 customers.
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Figure 7.3 ​ Randomizer.org Input

Figure 7.4 ​ Randomizer.org Output
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The randomization process may seem like extra work, but it’s actually quite 
important. When you do a survey, you always want to take that extra step to push 
bias, however unintended, out of the system. Besides, when your colleagues start  
peppering you with questions about how you did your survey, won’t it be nice to be 
able to look at them and say “We used a standard randomization method to select our 
sample population from our current customer base.” That usually impresses the nay-
sayers, helping you to successfully win support for your program when the time comes.

For the next hour, work through the following items. Don’t rush — take the 
time to talk with your customers. You’ve got tomorrow as well to finish any calls you 
don’t get to today.  

U•	 sing your script and call sheet, make your calls.

U•	 sing your call sheet, record notes from each call.

T i p :  ​ Though it may take longer, you can use an email or other type of survey instrument if this works better in 
your specific case. Use the same randomization method when determining who to include and adapt the script for 
use in these alternate survey tools.

Monday’s Wrap-Up

Today you set up a basic call sheet and even made a few calls. What new things did 
you learn? Most people have a preset expectation of what they are likely to encounter. 
You may, for example, expect that a certain feature or competitive lack thereof, or 
a recent price increase is going to come up in every call. Did it? By calling custom-
ers at random and then asking about the likelihood of a recommendation rather than 
“How’s it going?” or “Do you like our new products?” you focus the conversation on 
the issues that really drive the conversation on the Social Web. No one “likes” a price 
increase. Real business issues may prevent you from matching a competitor’s offering 
feature for feature. But neither of these necessarily stands in the way of a strong, posi-
tive recommendation. 

Looking at your call sheet, is it working for you? You may want to modify your 
call sheet to fit the kind of information you are getting. If you have time and the incli-
nation, replace the sheet altogether with a simple database so that you can expand the 
questions down the road and track the results over time. This would be a great project 
to get a larger team involved in, too, and thereby build support for your social media 
program. 
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Tuesday’s One-Hour Exercise

Today you’re going to spend an hour finishing your calls and making any final notes 
based on what you have learned. Tomorrow you’ll use the information you’ve gathered 
today and yesterday to determine your Net Promoter score.

Go back to the call sheet you set up yesterday and work through any remaining 
clients. Here are some helpful points that will ensure you get the most out of this exercise:

I•	 f you’re getting all “tens,” do a quick reality check. Have you picked your “ten 
best” customers, or did you choose them randomly? Are your customers being 
frank with you?

I•	 f they say they’re very likely to recommend you, can you think of a customer 
you have now that was such a referral?

I•	 t may be that you need to do the survey anonymously, too. In that case, go 
ahead and do that: You can set up the survey and then move on in next week’s 
exercises while waiting for the responses to come back.

Central to both yesterday’s and today’s exercise is getting the information that 
you need. If the people you are talking to are saying nice things about you — that they 
like doing business with you, or that you have been one their longest-running suppliers — 
push harder. Don’t upset them, of course, but do make sure you get the information 
you need. The question you want answered — the only question you want answered for 
this exercise — is the question pertaining to the likelihood of a recommendation. More 
information is great, but make sure you get the answer to this one question.

Although it will take a bit longer to set up, an anonymous survey may be the 
way to go. Typically, you would employ an outside service provider and then work 
with them to set up the survey you want done. The results can be very valuable and 
quite telling. One of the teams I worked with talked with its customers regularly, and 
over time confirmed that they were indeed “well liked.” However, when they ran the 
same basic survey anonymously and had the survey firm probe more deeply, it was 
clear that while they were liked they weren’t necessarily seen as a business partner. 
Being viewed as a business partner more often than not results in a strong recommen-
dation as compared with the significantly softer “being liked.” What was subsequently 
learned about how to change the perception of the firm to that of a business partner 
was worth much more than the cost of the anonymous survey that identified and quan-
tified the underlying issues. 

Tuesday’s Wrap-Up

If you were able to make 10 calls and talk with 10 customers, that’s great. If you have 
a few more or a few less, that’s fine too. As long as you called randomly, you’ll be fine 
in this exercise. Ultimately, you’ll be going out to the marketplace with a social media 
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campaign: It’s much better to learn about issues that are preventing recommendations 
now. Likewise, it will be very helpful in presenting your case for using social media 
if you can stand in front of your colleagues and confidently say, “I talked with our 
customers. They indicated that they would be very likely to recommend us.” If you’ve 
called your favorite customers, your colleagues will see right through it. Even worse, 
if you have, and they go along with it, then when you do go out in the marketplace 
the customers you avoided are likely to chime in. More than anything else, you really 
want to avoid surprises on the Social Web. The best way to avoid unhappy accidents 
is through a combination of excellent customer experiences and advance knowledge of 
what your customers think of you. 

Applying Influence: Social Media

On Monday and Tuesday you conducted a basic customer survey focused on the social 
media fundamental of “recommendation.” Recommendations are a critical component  
of social campaigns — in fact, recommendations are social campaigns. When you decon-
struct a traditional campaign, you find at its core a message crafted by a professional 
PR firm or agency creative team. You find a message that is aspirational with regard to 
the brand: It’s what the brand manager and agency account executives hope you will 
think, which will then carry you all the way through the purchase funnel to the cash 
register. There is of course nothing wrong with this: I am not being judgmental here. 
Rather, it is simply how most consumer transactions are thought about from a purely 
business and advertising perspective. 

This stands in contrast to a recommendation. Recommendations — whether in 
the form of a conversation or a video clip — power the Social Web. A recommenda-
tion, often appearing along with a review or a rating, is an expression by one person of 
what might be useful or helpful to another. Ratings quantify the strength of the recom-
mendation: Five stars on Amazon means I really got a lot out this book. Reviews add 
depth. When Robert Scoble takes the time to create a multimedia presentation of his 
“social media starfish” on Kyte TV, part of his message is an implicit recommendation 
that you think about adding some of these components to your toolbox. You’ll spend 
more time on those components in Chapter 11, “Reviews, Ratings, and Recommenda-
tions”: For now, you are focused on the role of the recommendation in relation to its 
power as a conversation driver.

Unlike the aspirational or persuasive marketer-generated message, a consumer-
generated recommendation is often a purely informational component in the purchase 
process: Consumer-generated messages are both positive and negative, and they are 
generally first-person, adding authenticity and urgency to the message. Think back 
to the social feedback cycle: The conversation — however it is expressed — enters the 
purchase process in the consideration phase, between awareness and purchase. Social 
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media covers the range of emotions and views that are raised in the post-purchase 
experience. Consumer-generated content can sway, convert, or dissuade, depending on 
its polarity (positive or negative). By comparison, marketer-generated messages nearly 
always attempt to positively persuade. “You’ll love our product because….” So much 
of what happens in advertising is positive (that is, encouraging and supporting a pur-
chase), the general response has become “Nice, but you’re really only giving me part of 
the story. What about the negative? What happens after I buy?” Of course, that ques-
tion leads directly onto the Social Web, where it gets answered.

By comparison,  political “attack” ads are one of the few examples of marketing 
communication where the entire ad (not just a feature comparison) is often negative: 
They are often deliberately styled to appear to be more like consumer-generated media 
in terms of (lower) production value and a more direct speaking style. This is not gen-
erally the case in mainstream traditional advertising, again separating that medium 
from social media. Ford, for example, would never run an entire ad directly attacking 
Chevy, whereas plenty of pickup owners will post emphatically in online forums about 
how they’d rather push a Ford than drive a Chevy. There are some things that consum-
ers can get away with which marketers generally do well to steer clear of. When dealing 
with social media, and consumer-generated media in particular, you are dealing with 
the statements of individuals woven together into a conversation. Using social media, 
you can tap the emotional elements of consumer-generated media by influencing — but 
not controlling — what happens on the Social Web.

Influence on the Social Web — expressed through the diverse set of social media 
components — is indeed powerful. Trust — covered extensively in Chapter 2, “The 
Marketer’s Dilemma” — is a big part of the driver. It is for this reason that being open 
and honest is critical: Any indication that integrity is in question causes an otherwise 
well-intentioned social campaign to weaken. At its extreme, it will wreak havoc on 
your brand. It is influence — not control — that you are really after in your social 
media campaigns. It is influence that can be applied tactically at the point of consid-
eration in the purchase process. This is the exact point where a purchase decision is 
being formulated and validated. Understanding who is likely to recommend you (or 
who will not) and to what degree along with why (or why not) is critical in assessing 
your readiness for a social media campaign.

Wednesday’s One-Hour Exercise

Today you’re going to score your survey. Referring back to Fred Reichheld’s Net Pro-
moter score, the methodology you’ll use is simple. A quick note is in order before you 
do this: The sample you have used is decidedly small. The intention is to show you how 
this works so that you can apply it on a larger and more rigorous scale as you build 
your social media program over time. 
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Here are the steps you will follow to compute your Net Promoter score based  
on some sample data. You’ll calculate your actual score following this example: 
1.	A dd up the number of customers who gave you a nine (9) or ten (10) and com-

pute the corresponding percentage. These are your promoters. If you called ten 
companies and six gave you either a nine or ten, the result of step 1 is a Pro-
moter score of 60 percent.

2.	A dd up the number of customers who gave you a six (6) or less. These are your 
detractors. If two gave a score of six or less, this is Detractor score of 20 percent.

3.	S ubtract the Detractor score from the Promoter score: Your Net Promoter score 
is the difference. In the example used, the Net Promoter score is 40 percent.

Forty percent?! That’s terrible! That’s FAILING, right? And what about the  
sevens and eights: Don’t they count?

First, 40 percent is pretty good. It means that you have more active promoters 
than detractors. When you are fighting for every share point, you want more people 
pulling for you than pushing against you. A score of 40 percent says that this is the 
case. That’s good. What’s a score that indicates problems that need to be corrected? 
How about negative 40 percent! A negative score means you have more detractors than 
promoters: Jumping into social media and expecting to use it as an outreach tool with 
a negative Net Promoter score is a lot like bringing a spoon to a knife fight. You’re in 
trouble before you even walk in. With regard to the sevens and eights, no, they don’t 
count, and here’s why: A score of seven or eight means people think you’re OK, but 
would not necessarily give you a strong recommendation. In a world driven by recom-
mendations, sevens and eights don’t count.

Now calculate your actual Net Promoter score, using the survey data you  
collected:
1.	A dd up the number of customers who gave you a nine (9) or ten (10) and com-

pute the corresponding percentage. These are your promoters. 

2.	A dd up the number of customers who gave you a six (6) or less. These are your 
detractors.

3.	S ubtract the Detractor score from the Promoter score: Your Net Promoter score 
is the difference.

4.	 Write down your Net Promoter score.  

Wednesday’s Wrap-Up

Today you determined your Net Promoter score and got your first real look at a metric 
that can guide your social media program. Understanding your current base of active 
promoters versus likely detractors is essential to successfully implementing social media. 
If your score was 40 percent or higher, that’s great. If it was 100 percent, run through 
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this chapter again with ten new customers. Seriously, if your score is 70 percent or 
higher, that’s really terrific. And yes, you still can improve: If you eliminate your 
detractors (not in the James Bond sense…), you could achieve a score of 80, 90, or 
even 100 percent. However, put this into perspective: Bain studied a group of respected 
companies. Scores ranged from near zero to the low 80s. One stood out for me per-
sonally: Harley-Davidson. Harley-Davidson scored 81 percent. What kind of cus-
tomer base drives a Net Promoter score of 81 percent? Customers who will tattoo 
your name on their body! Take a look at Figure 7.5: What would it take to get your 
name there, in permanent ink? Suffice it to say, 80 percent and above is indeed 
remarkable.
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Figure 7.5 ​ Harley-Davidson Tattoo

Metrics: From Influence to ROI

So far this week you’ve worked exclusively with the Net Promoter score. Think of this 
as the foundation for social media metrics, certainly as they apply to understanding 
your readiness to engage in promotional social campaigns. If your score is relatively 
high (if promoters outnumber detractors, for example), then the Social Web ought to 
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be reasonably receptive to your efforts, provided you follow the basic rules of etiquette 
and conduct as established: disclosure, transparency, and participation versus interrup-
tion. If detractors outnumber promoters, then engaging the Social Web directly — in 
other words, using social media as an outreach tool — is risky. Fortunately, even in this 
case you can still use the Social Web and social media. Using social media for outreach 
is just one of the two available modes: The other is listening and feedback. Particu-
larly for brands, products, or services with a low (or negative) Net Promoter score, the 
Social Web can be a great place to quickly and at low cost discover the kinds of things 
that, if addressed, will prove themselves valuable over the long run.

In addition to the measurements like the Net Promoter score, there are a range 
of similarly quantitative metrics available to you. If you currently have a company 
website or blog, or are using basic social media channels already, you can tap these for 
data. For example, if you have a website, link your sources of traffic to the metrics you 
collect there such as page views and detailed site visitor information, including length 
of time spent, traffic patterns, and entry and exit pages. If you are operating support 
forums or basic discussion boards, you can collect this same information and use it to 
get a handle on engagement or stickiness. If you maintain a blog, you can count the 
number of subscribers versus unique visitors, and compute the ratio of comments to 
posts and generate an estimate of the interest that people who frequent your blog take 
in its content. Together, these give you a baseline from which you can draw conclusions 
about the level of participation that currently exists. This is important in developing a 
baseline against which you can measure future changes as you develop and implement 
new or additional social media efforts.

Featured Case: Cymfony SONY Blu-ray

Using the Cymfony social media metrics platform from a group of nearly 18,000 posts from blogs, 
discussion boards, and consumer review sites, a sample of 2,000 were pulled for detailed analysis 
early in the Blu-ray/HD DVD battle. Early on, HD DVD had the lead: 2.5 times more posts discussed 
being impressed with the technology of HD DVD as compared with the number of posts mention-
ing Blu-ray technology, while 70 percent more posts discussed HD DVD’s advantages versus those 
that discussed Blu-ray advantages. There was little discussion of Blu-ray’s larger storage capacity 
or more sophisticated interactivity, both of which are significant differentiating features in favor 
of Blu-ray. In retrospect, Sony could have shortened the Blu-ray/HD-DVD battle if they had paid 
attention to how their marketing communications were failing to engage early adopters and 
influential writers and then quickly zeroed in and focused on this very important audience.

You can also measure the conversations that are occurring outside of your own 
online properties: For example, you can measure the number of times your product  
or brand is mentioned in blogs, and even the context (favorable or unfavorable) of the  
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mentions using tools like BlogPulse. With Cymfony you can quantify the conversations 
and measure uptake of traditionally delivered messages as well build an overall picture 
of your brand reputation. Figure 7.6 shows selected cultural expressions — memes — 
trended over the six months ending May of 2008. Mentions of “green” (in all of its 
connotations) not surprisingly tops the trends — it’s a common word, after all — with 
spikes on Earth Day (environmental green) and St. Patrick’s Day (celebratory green). 
Conversations referencing Iraq are of course steady, with a spike on March 19 marking 
the fifth anniversary of the start of the war in Iraq. As a measure of the continued rel-
evance of pop culture, conversations referencing Britney (Spears) command a continued 
share of all blog mentions, spiking on and after days of increased news activity.

Figure 7.6 ​ BlogPulse and Selected Memes

The challenge is of course to develop a way of interpreting and reporting these 
metrics that result in valuable insight or predict likely outcomes that are specific to 
your business. For this, I like to go back to the fifties, sixties, and seventies, and think 
about the kinds of empirical behaviors that, combined with data that was available or 
could be made available from networks, resulted in the robust metrics supporting tra-
ditional media today. In other words, while it may be true that there isn’t yet an agreed 
body of “social media metrics,” this doesn’t mean there aren’t some likely candidates. 
It certainly doesn’t excuse social media marketers from measurement altogether. As 
I’ve developed in prior chapters, standing in front of the CEO and COO, it’s going to 
be a tough sell on the part of the CMO or Marketing Director armed with only ideas 
and hunches about the value of social media. One way or another, some sort of quanti-
tative basis needs to be advanced to successfully make the case for a social media bud-
get, and more importantly to make the case for funding the kinds of operations efforts 
that need to be undertaken to positively influence the conversation on the Social Web.
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Table 7.1 provides an index to the most useful metrics that are commonly avail-
able. They are presented in a grouped format, where the groups themselves are taken 
from the work of Robert Scoble and others. Note that you may not have access to all 
of these metrics: You may have only a website right now, for example. That’s fine: You 
can begin with what you have and then build additional measures as you develop your 
social media program in upcoming chapters. 

P	 Table 7.1  Social Media Metrics

Target Knowledge Interpreted Information Underlying Metric

Audience Who’s reading Aggregate profile data

Unique visitors Page views, visitor info, blog mentions, 
click analysis, traffic patterns, sources of 
traffic via referrer measures

Web Analytics: Unique visitors

Influence Memes (thoughts, ideas, pop culture 
artifacts like “Britney” or “green”) and 
intensity over time (See Figure 7.6)

Time on site, blog context, 
review polarity

Engagement Clicked on 
Length of stay 
Conversation

Time on site, pass-alongs, 
comment-to-post ratio, blog 
mentions, reviews, bounce 
rates

Action Conversions Pass-alongs, conversions, 
reviews

Loyalty Trends: subscribers, repeat visitors, 
referrals

Pass-alongs, blog mentions, 
time on site, bounce rate

By taking the time to gather the kinds of data mentioned in Table 7.1, and then 
examining trends and patterns as you try discrete social media experiments, you can 
identify the metrics that are most valuable to you and that have the most potential for 
suggesting likely outcomes. You are a pioneer, and in the pioneer spirit you are looking 
for clues as to what lies around the next corner. 

Thursday’s One-Hour Exercise

Today you’re going to spend an hour reviewing and compiling the metrics that you have 
available presently, and then supplement that using BlogPulse or a similar online tool.

Think as well about metrics that you may also have but that aren’t listed. For 
example, how could you use your CRM data to refine or supplement the metrics sug-
gested in the table? If you don’t have this data handy — or don’t even know where 
to start looking — take heart: By adding quantitative metrics to your social media 
program, you are simultaneously building a platform for success, and differentiating 
yourself from the many who will try social media without measurement. You may have 
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to visit with IT, your webmaster, or your CFO to get the data you need. No matter, time 
spent on this now will pay big dividends later as you are sorting what works from what 
doesn’t and making the case to increase your participation on the Social Web. The 
main point of today’s exercise is this: Using the list in Table 7.1 as a start, find as many 
sources of data as you can that relate to how your customers perceive your brand, prod-
uct, or service, and how they interact online with whatever digital assets — website, 
a blog, customer service emails — you have in place now. You’ll sort them out in later 
chapters: For now you are simply identifying sources.

For the next hour, and using Table 7.1 as a guide:
T•	 rack down the sources of as many of the metrics suggested as you can, at least 
as far as those that apply to your business;

N•	 ote these sources of data in your emerging plan.

What you are looking for is the beginning of a measurement dashboard and 
“report card” — a standardized data presentation that you can build and sustain, and 
that you and those on or around your team can use to guide your social media pro-
gram. Note that not all of these may apply directly to social media right now: Part of 
the objective of this exercise is to connect you with the sources of data that may prove 
useful in the future, or that may indicate the types of data you’ll want to request later. 

Then, having completed your basic list of metrics,
O•	 pen your browser and go to the BlogPulse website;

L•	 ook for posts about your company;

L•	 ook for posts about your competitors; 

L•	 ook for posts about the companies you interviewed in your Net Promoter score 
exercise.

Figure 7.7 shows a typical query: I looked for occurrences of the term “apple.” 
Try it with the name of your firm, and see if any of them reference your company, or 
your competitors. Look as well for the competitors of the companies you called when 
conducting your Net Promoter survey. This exercise will show you how broadly the 
conversations that matter to you extend on the Social Web.

T i p :  ​ You’ll find the BlogPulse website here:  http://www.blogpulse.com

T i p :   When visting the BlogPulse site, click on the spikes in the BlogPulse Trend Chart (see Figure 7.7) to see the 
detail from the days of interesting activity.

44026c07.indd   146 9/3/08   3:02:03 PM



147

■
 

Q
u

a
n

t
if

yi
n

g
 t

h
e

 C
o

n
v

e
r

s
a

t
io

n

Figure 7.7 ​ BlogPulse Trend Chart and Conversations

Blog Pulse will give you an indication of the blog coverage that you have cur-
rently. You can use this as a baseline as you take your current marketing program and 
expand it by adding social media. In the same way, move beyond the blogs themselves: 
Search Twitter, YouTube, and Flickr, along with other social applications that may be 
applicable to your business. As you do this, keep track of URLs or specific comments 
that are relevant to you.

T i p :  ​ If you know of specific support forums that reference your brand, product, or service, you will need to 
search these separately. First, tools like BlogPulse index blogs, as the name implies. They do not typically index 
support forums and social communities. Second, many of the support forums — for let’s just say technical rea-
sons — are largely invisible to indexing and search services. Therefore, you will need to search these, often as a 
member yourself, in order to add this data to your overall results. Do take the time to do this — this can be the 
source of the some of the best data. The easiest way to search support forums is through the search tools supplied 
with the forum.

Thursday’s Wrap-Up

Today you gathered a larger set of metrics, and then surveyed the blogs and social 
applications for evidence of conversations. The goal of this exercise is to begin putting 
together a map that connects the people that are most likely to be talking about you, 
or talking about others in your industry, with the actual conversation that they are 
having. This will reveal the types of recommendations that are occurring. When you 
combine this with the metrics you’ve identified in the first part of this exercise, these 
conversations and the references they contain will ultimately show you the value of 
influence on the Social Web.
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Friday’s One-Hour Exercise

Today you’re going to spend an hour writing up what you’ve pulled together this week. 
Spend the next hour condensing what you’ve learned. Relate it to your social feedback 
cycle, touchpoint map, influence measures and metrics selected and to your current 
marketing plan. 

Social Feedback Cycle

Pull out your social feedback cycle. Look at any specific comments you found using 
BlogPulse or when searching support or other private communities. The conversations 
you found are entering the purchase funnel at the point of consideration.

A•	 re these comments helpful, or are they creating obstacles that you have to  
overcome?

H•	 ow many of these specific comments can you relate to campaigns that you’ve 
run in the past?

I•	 s there a conversation that you found that references a customer service experi-
ence or a change in product design?

H•	 ave any of your prior marketing messages referenced this same thing?

Touchpoint Analysis

Look at your touchpoint map and consider the following:
H•	 ow many of the touchpoints or experiences created have been reflected in your 
search of social content?

H•	 ow do your digital touchpoints drive social conversations?

Influence

Look at the Net Promoter score surveys you completed this week and at the overall 
score you calculated. You should see the beginnings of a cohesive view when you  
compare this with the notes you have added to your consideration cycle and touch-
point map.

I•	 f your Net Promoter score and survey responses are distinctly middle of the 
road — sixes, sevens, and eights — then it’s likely that you have also found rela-
tively little talk or content on the Social Web.

I•	 f you have nines and tens — or ones and twos — you probably found a lot 
more. This is a direct indication of how much the Social Web is impacting you.

I•	 f you’re in the middle, the impact is less notable: This means you are missing 
out. Raise the performance of your touchpoints, and participate on the Social 
Web to get the conversations going.
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Metrics

Finally, look at the metrics based on Table 7.1 and integrate those with your Net Pro-
moter score, social feedback cycle, and touchpoint map. 

W•	 hile you may not have actual data at this point, create the shell for your report 
card based on the data you expect to begin collecting. Build relationships with 
the sources of that data.

Friday’s Wrap-Up

You’ve covered a lot, and it is important to document and organize what you’ve learned. 
In the upcoming section of the book, you’re going to start looking at specific social 
media components and applications. Based on what you’ve learned and documented 
this week, you’ll be building selected components into your actual social media mar-
keting plan.

What your customers have to say about you is where “the rubber meets the 
road.” By talking with a small set of customers, you are seeing how to begin a system-
atic and ongoing evaluation of all customers, current and prospective, and how to use 
what you have learned or will learn to refine your marketing. Congratulations! You are 
now ready to confidently step onto the Social Web. 

Chapter 7: The Main Points

T•	 he measurement of influence is critical to successfully implementing social 
media. The Net Promoter score works very well for capturing and tracking this.

I•	 nfluence — rather than control — is the central element you have at your dis-
posal on the Social Web.

T•	 aking the time to gather and distill quantitative metrics is essential: Speak with 
IT, your webmaster, media group, and your CFO to develop a comprehensive 
dashboard and report card that includes potential social measures.

I•	 ntegrate blog indexing services and any relevant online data that you have 
access to into your measurement platform. 
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