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Integrating Communication, a Magic Word
For the DnBNOR case analysis Communication Leader Summit, September 29, 2010
Peggy Simcic Brønn

Introduction
Integration is a magic
word.
C. van Riel

The communication
function breaks strategy
into pieces and sells the
right pieces to the right
audience.
—Kevin Rollins, president
and CEO Dell
(Argenti, Howell & Beck,
2005, p. 8).
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Van Riel (2005) calls the integration of communication a magic word(s).
This is because it is easy to talk about, but less easy to do. He prefers to
use the term orchestration of communication and emphasizes its
necessity if organizations are to build reputation in any consistent
fashion. The resulting reputational capital can be viewed as the sum total
of impressions derived from every single source of an organization’s
communication. It is recognized as one of the very few organizational
assets that can provide competitive advantage.
The orchestration of all the instruments in the field of
organizational identity (communication, symbols and behavior of
organizational members) in such an attractive and realistic
manner as to create or maintain a positive reputation for groups
with which the organization has an interdependent relationship
(often referred to as stakeholders).
In order to understand orchestration/integration/ it is important to first
discuss the different communications functions within an organization.
The two primary communication functions are marketing and public
relations. Public relations activities comprise communications between
(and to) all other stakeholders than consumers and the organization. It
has a number of objectives including publicity, image building, and
internal consensus building, among others. Marketing communication is
typically communication directed at customers (B2B or B2C) and its
primary objective is driving sales. As can be seen, the communication
functions are differentiated by their objectives, constituencies and
channels employed.
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Integrating Communication
The idea of integrating these functions is not new, and was proposed
more than 30 years ago by leading marketing academics such as Philip
Kotler (some authors place its beginnings as early as the 1930s, others as
1960s). Depending on the “class of an organization,” the two functions
might be two separate but equal functions, equal but overlapping
functions, marketing or PR as the dominant function and marketing and
PR as the same function.

Purists versus Pragmatists
Prior to the 1980s the dominant view of marketing and PR was that they
are distinct and separate functions with very different objectives and
target groups and different ways of communicating. Typically public
relations was defined as publicity or non-paid communication by
marketing people and marketing was seen on pushing product to
customers by public relations people

Calls for Consistency
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There was also polarization within academia itself with those supporting
integration viewed as pragmatists and those opposing it as purists. The
pragmatists accept the concept enthusiastically, almost without question,
as they see the need for communication consistency as even greater
today. The “purists” on the other hand, see integration as superficial and
lacking theoretical grounding. In the Excellence Studies, which have
become for some the standard for how public relations should be
organized, they challenge the idea of marketing as the dominant
function. They believe that the marketing function, because of its
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budgets, perception in the organization, etc., would subsume public
relations if allowed too close proximity. Furthermore, they adhere to
the oft-repeated argument that anything developing out of marketing
cannot be strategic communication, as it can never understand the
concept of dealing with multiple stakeholders.
Good internal
communication but poor
external communication is
like a person who drives
without looking through
the windshield.
Good external
communication but poor
internal communication is
like a reckless driver
being in a highperformance race car.
Poor internal and external
communication is like a
rotten driver with
dangerous equipment and
poor visibility. (Kreps,
1990)

This was further compounded by public relations believing it employed
symmetrical communication, while marketing is asymmetrical. Dialogue
is the hallmark of symmetrical communication with its emphasis on
two-way balanced communication. Asymmetrical implies that the
organization knows a lot about their target but really has no dialogue
with it and the organization as a marketer maintains the superior role.
There is also concern within public relations for what is referred to as
encroachment. Encroachment occurs when people with no education,
background or expertise within a field, take or move into jobs within
that field. There is evidence of an existing assumption that public
relations, unlike marketing, can be done by anyone, and thus
organizations fill these positions with persons without requisite
experience or education.
However, since the 1980’s, there has been a realization that this ‘silo
thinking’ is not productive. Greater emphasis was being placed on the
complementary nature of the two functions as well as on the areas where
they overlap.

Marketing
Market assessment
Customer
segmentation
Product development
Pricing
Distribution
Servicing
Salesforce
Sales promotion
Product advertising

Public Relations
Marketing/PR
Image assessment
Customer satisfaction
Corporate reputation
Media strategy
Corporate advertising
Employee attitudes

Publications
Events
Issues management
Community relations
identity/corporate
imagery
Media
Lobbying/public
affairs
Social investments/PR

IMC, IM, IC
The integrated approach to communication management, calling for
increased cooperation and interaction between communication
functions, has gained popularity in recent years. Concepts such as
Integrated Marketing Communication, Integrated Marketing and
Integrated Communication gained popularity in the 1990s defined as
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1) a cross-functional coordination that enables more interaction between
communication disciplines or 2) a merging of the same disciplines into
one department.
This cross-functional process should assist organizations in managing
profitable, long-term brand relationships through bringing people and
corporate learning together. This would then:
1. maintain strategic consistency in brand communications
2. facilitate purposeful dialogue with customers and other
stakeholders, and
3. market a mission that increases brand trust
4. creates brand value
5. is a blueprint for managing relationship-sensitive factors such
as critical brand contact points, two-way interactivity with
customers and aftermarket support.
Other benefits of a integration include:
1. It is holistic and comprehensive; at the point of origin,
integrated communication considers the company’s overall
vision and positioning, as well as all of its constituents
2. It leverages the power of cumulative voice, overcoming the
challenge of message “noise” (common starting points)
3. It builds credibility and trust through consistent messaging
4. Constituents hear the same messages from different sources
5. It is a strategic tool, by supporting corporate vision,
positioning and goals and by creating alignment among
constituencies
6. It is efficient, leverages communication investment spending
The need for consistency in communication is suggested as the primary
reason for integration. The marketing department that creates ad slogans
that are inconsistent with an organization’s stated identity of ethics,
trust, etc., can damage an organization’s reputation. Common sense
dictates that organizations have oversight of who is saying what to
whom.
Further, there is a greater acknowledgement among organizations today
that they need to communication with a wide range of stakeholders, not
just those who have financial interests in the firm such as customers,
investors or suppliers. This is evident in the increase in media coverage
of firms and society’s demands for responsible behavior.
Thus a holistic approach to communication is needed, one that draws
from the concepts, methodologies, skills and experiences of both
marketing communication and public relations.
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Corporate Communication
IMC, IM and IC set the stage for the discussion of the importance of
integration; they never really caught on as a title of a department or
function. One reason for this is that there is still a need for both public
relations and marketing and the names of these functions have also
stayed the same.
The idea of harmonizing communication activities that led to the rise of
corporate communication. The instruments of corporate identity -communication (including marketing communication, PR and
management communication), symbols and behavior – should be
orchestrated or harmonized in order to project a consistent positive
image in the minds of the organization’s stakeholders. This is done by
anchoring the organization’s communication in common starting points
(CSP's). These are seen as central values that provide the basis for the
consistency in all forms of communication used by an organization in
order to build the organization as a brand.
Corporate communication would combine the expertise and practices of
multiple communication disciplines, including public relations,
marketing, organizational communication, and human resource
management, in order to handle and integrate different messages under
one banner. While viewed by some as evolving from public relations, it
is also seen as removing the ’stigma’ from PR, which for many is
synonymous with press relations or publicity.
This centralized corporate communication office can thus:
1. set communication standards for the organization
2. enforce conformity in brand-related messages
Challenges
Organizing an integrated communication effort into a single corporate
communication office has a number of challenges. One of the main
barriers to integration are organizational issues. If the communication
function is to be autonomous and contribute to strategic decision
making, allow practitioners from different disciplines to work together
and align their communication outputs, then organizations have to
carefully consider their organizational structure.
Three recommendations are: consolidating and centralizing
communication functions into one department, locating the department
within the organizational hierarchy with access to decision makers,
making it a staff function; or implementing cross-function coordination
mechanisms. The two first suggestions imply a vertical structure and the
third a horizontal structure. The communication function is often viewed
as a staff function that has the ability to give advice throughout the
organization, advising the CEO and senior management team, assisting
line managers.
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Some issues arise that impact the degree of integration, i.e. public
relations consolidated with marketing. One issue is the concept of staff
versus line. Marketing is often viewed as a line function concerned with
production, distribution, and promotion, while as noted previously all
other communication functions have a more general corporate focus and
are viewed as advisors. Domain similarity and resource dependencies
are two other issues, the first dealing with the sharing of similar tasks,
skills and goals and the latter is how the two disciplines view their
abilities to obtain advice from the other. The third issue is economies of
scale, saving money.
By bringing together the functions into one unit, the organization can
benefit from better and more advice throughout, people can share
knowledge, and there can be financial benefits. This is easier said then
done. The ability to implement integrated communication is dependent
on organizational culture and structure.
Organizations are likely to exhibit some characteristic of four types of
culture even though one type is normally dominant:
• Clan culture: norms and values associated with teamwork
• Adhocracy: assumptions of change and risk taking
• Hierarchical: reflects values and norms associated with
bureaucracy such as control, stability, and security
• Market: emphasizes productivity and efficiency
A clan culture is often assumed to be appropriate for integrated
communication because of its emphasis on affiliation and teamwork.
These are seen to be critical criteria for successful integration.
Integration raises a number of questions including:
•
•
•
•

How should resources be allocated to advertising, sales promotion,
direct response, public relations, and other marketing
communications options?
How can companies resolve "turf battles" and combat fears of
budget loss?
How should the different players--agencies and suppliers--be
compensated?
And most importantly, how can the impact of an integrated strategy
be measured and made accountable?

Finally, there is some concern that integrated communication and
centralization of it as a function is contrary to the basic tenants of
marketing and also conflicts with findings from organizational theory
that stress flexibility and responsiveness. The control aspect of
integrated communication (communication standards and conformity)
hampers marketing’s ability to be flexible and adaptable, and to listen to
their environment. Further, if the future is characterized by increased
diversity, turbulence and ambiguity then integrated communication as
defined today would not be compatible with these developments.
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Conclusion
Communication managers’ roles are emerging because organizations are
putting more emphasis on the processes of organizational
communication. Organizations are still trying to find some optimal way
to organize their communication functions so that communications are
more effective and consistent. There is still not much empirical
evidence that integration of public relations and marketing is more
effective than non-integration, even though there is a large body of
anecdotal evidence that integration is a good idea. Organizational
structure is also a key element in communication management with
recent research indicating that communication may even be a driver of
how organizations are structured.

Integrated communication matters
– establishing the chain of evidence
Communication
department’s
capabilities

•Accountability
•Innovativeness and creativity
•Stakeholder connections
•Cross‐functional integration

Communication
department’s
influence within
an organization
(= improved
possibilities for
integrated
communication)

Reputation
of the firm

Business
performance

Company‐specific
characteristics
Environmental
characteristics

(from Korhonene-Sande)

Reputation follows relationships, and relationships are an outcome of
communication. Managing communication thus becomes vital to
creating value. Even though public relations or communication
professionals are often described as boundary spanners themselves we
get a different picture if we look at 1) how organizations communicate,
2) who within the organization is communicating, 3) who is actually
building relationships with stakeholders, and 4) what systems are
necessary for stimulating communications. It seems everybody in the
organization is capable of boundary spanning and indeed should be
encouraged to do so.
Further, in order to stimulate communication (relationship-building)
activities by employees and thus facilitate the development of internal
and external communication networks organizations must pay attention
to at least four issues: 1) the availability of internal resources, 2) the
network orientation of human resource management, 3) integration of
the communication structure and 4) openness of corporate culture.
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Integrert kommunikasjon,
muligheter og fallgruver
– en normativ tilnærming
Peggy Simcic Brønn, førsteamanuensis, BI

Marketing

HR

PR

Silo Thinking

1
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PR‐Marketing Differences: Objectives,
Constituencies, Channels

1930s, 1960s, 1990s

Kotler and Mindak 1978
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Critical Works
Grönstedt Ph.D. Thesis: Integrated
Marketing and Communications at
America’s World‐Class Companies ‐‐ ca.
1990

1993

IMC

1997

IM

2000

IC

Marketplace realities
1. Relationships are a company‐wide
responsibility
2. Stakeholders automatically integrate brand
messages
3. Increased brand message clutter
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What Integration Can Do
• It is holistic and comprehensive; at the point of origin,
integrated communication considers the company’s overall
vision and positioning, as well as all of its constituents
• It leverages the power of cumulative voice, overcoming the
challenge of message “noise” (common starting points)
• It builds credibility and trust through consistent messaging
• Constituents hear the same messages from different
sources
• It is a strategic tool, by supporting corporate vision,
positioning and goals and by creating alignment among
constituencies
• It is efficient, leverages communication investment
spending

Strategy of consistency
CORPORATE
REPUTATION
High

BRANDING
POSITIONING
Impact
CAMPAIGN
PROMOTION

Low
Short
Term

TIME

Long
Term
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Two Separate Functions with Overlapping, Complementary
Areas

Marketing
Market assessment
Customer
segmentation
Product development
Pricing
Distribution
Servicing
Salesforce
Sales promotion
Product advertising

Public Relations
Marketing/PR
Image assessment
Customer satisfaction
Corporate reputation
Media strategy
Corporate advertising
Employee attitudes

Publications
Events
Issues management
Community relations
identity/corporate
imagery
Media
Lobbying/public
affairs
Social investments/PR

INTEGRATING COMMUNICATION
So that management can harmonize all
consciously used forms of internal and
external communication as effectively and
efficiently as possible in order to create a
favorable basis for relationships with
groups upon which the company is
dependent.
Cees B. M. van Riel

Peggy Simcic Brønn
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Today: Corporate Communication
• The management function that focuses on the entire
organization and thus is responsible for making sure
that communication is harmonized and the corporate
identity mix orchestrated well.
• ". . . in such an attractive and realistic manner as to
create or maintain a positive reputation for groups with
which the organization has an interdependent
relationship (often referred to as stakeholders)."
• Includes both:
– Marketing
– Public Relations (and all subset communication activities)

Future: Organizations will seek strategic
advantage through their ability to
manage communication

Build
Capability

• Organization capabilities are
the collective abilities of an
organization to execute its
strategy.
• Communication capability
refers to the entire
organization’s ability to
manage the communication
system.
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Challenges for Managers
• Constructing and reconstructing public opinion
• Changing environments and changing people
• Understanding that almost all managerial roles are
communication roles
– Interpersonal (figurehead, liaison, leader)
– Informational (monitor, disseminator, spokesperson)
– Leadership, decisional (entrepreneur, disturbance
handler, resource allocator, negotiator)

• Staying reflective in all their roles

Challenges
• Organizational culture
• Organizational structure
• Consistency (control) nature of integration
is contrary to flexibility required of
marketing and the description of the
future business environment
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Integrated communication matters
– establishing the chain of evidence
Communication
department’s
capabilities

•Accountability
•Innovativeness and creativity
•Stakeholder connections
•Cross‐functional integration

Communication
department’s
influence within
an organization
(= improved
possibilities for
integrated
communication)

Reputation
of the firm

Business
performance

Company‐specific
characteristics
Environmental
characteristics
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A processual and structural perspective to integrated
communication
Theoretical framework for the DnBNOR case analysis Communication Leader summit,
September 29, 2010
Silja Korhonen-Sande

Bringing corporate communications to the heart of the
decision making

“As our company
grows so do the
communication
challenges, our role
becomes more and
more important” 1

A recent survey confirms that corporate communications is perceived
as an important partner for the top management in achieving strategic
business goals 2 . This is hardly surprising. A communications function
possesses the information that is needed for evaluating the
consequences of the strategic decisions for the firm’s relationships
with its key constituencies. In addition, communications professionals
can offer valuable insight into the best approaches to persuade the
constituencies to back up the strategic goals 3 .
Yet corporate communications is a business function that needs to
achieve more with less. The worldwide trend is that of communication
budget cuts 4 , and the communication function needs to justify its
existence – and expenses.
The communication function’s decision making influence within the
firm and respect among the top managers is dependent on its capability
(Figure 1) 5

1

•

To link communication strategies and actions to financial
performance measures: Accountability

•

To initiate innovative concepts/ products and services within a
firm and to come up with new and creative communication
programs: Innovativeness and Creativity

•

To link the focal offer of the firm to stakeholder (customer,
supplier, community, investor and employee) needs:
Stakeholder Connections

•

To communicate and collaborate with other company
functions: Cross-functional integration
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Communication department’s
capabilities
• Accountability
• Innovativeness and
creativity
• Stakeholder connections
• Cross‐functional
integration

Communication
department’s
influence within
the firm

Reputation
of the firm

Business
performance

Company‐specific characteristics
Environmental characteristics

Figure 1: Communication function’s influence within a firm – antecedents
and consequences 6

Influence within the
firm arises from
-

accountability

-

innovativeness

-

stakeholderconnecting
ability

-

organizational
integration

2

There appears to be a wide consensus among the academics and
business practitioners that the communication professionals need to
understand budgeting and know how to measure the value of
communication to the organization 7 . The inability to account for
communication’s contribution to the company success makes it
difficult to justify the communication expenditures. The issue of
accountability is also closely linked to the achievement of functional
goals – the definition of the success (or failure) of the communication
activities.
The need for innovation is further enhanced by the development of
social media that has turned the landscape of corporate
communications around. Strategic and creative use of new technology
is called for as the traditional communication practices are dying out,
top-down control of communication is not an option and the
consistency of the message is more important than ever.
Corporate communications should also demonstrate a good
understanding of how stakeholder needs can be taken into account in
the strategy and then translate the stakeholder needs into corporate
practice. This type of behaviour is perhaps most evident in companies
where communication department works in close co-operation with
the marketing function in order to connect with the customers.
Communication managers also have more responsibility than before
for the investor relations 8 . Institutional investors have become more
prominent in the management of large companies and they include the
ethical investors 9 , which highlights the influence that corporate social
responsibility issues have on the bottom line.
In order to fully capitalize on the potential benefits of corporate
communications, an integrated approach is needed. Integrated
communication is commonly defined as linkages between different
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types of media in planning and execution of corporate communication.
The focus of this paper, however, is on corporate communications as
one of the corporate functions. Integration thus refers to organisational
issues –alignment and co-ordination of various disciplines within
companies 10 . This type of integration is crucial for having
communication professionals as an equal partner in the decision
making as Figure 1 shows. It is also needed for delivering the message
and media integration, as exchanging and sharing information about
target audiences requires adequate horizontal and bottom-up
communication.
The rest of the paper first discusses integration in communication
management from processual and functional perspective and then
explains how integrated communication can support customer
orientation (and vice versa) in the banking sector.

Integration in communication management
Large, multinational companies are filled with communication
boundaries. Geographical distance, power distance between different
departments and positions, time zones, and cultural distance at the
national, company and professional level all create barriers that
communication professionals need to cross during the course of their
daily work.
Organizational silos
are here to stay –
and for a good
reason

In the leading financial institutions of the world, organizational silos –
deeply specialized units typically organized around geographical area,
customer segment or a subproduct – are increasingly common.
Organizational silos are typically considered as something negative.
They lead to turf wars, duplicates of data and activities, and a
generally ineffective, conflict-filled work climate. The barriers
sometimes exist, however, for good reasons 11 .
The complexity of products demands greater specialization, and b-2-b
customers in particular require tailor-made services. Lack of common
domain between expert employees strengthens intra-organizational
boundaries, but in order to respond to the market demands, banks need
to become knowledge organizations par excellence that recruit people
with deep, specific skills and relationships. Within the field of
communication, these barriers are clearly visible. Advertising, branch
offices, sales promotions and public relations address different
audiences and have developed different operational practices 12 .
Barriers are enhanced also by geographical distance and the sheer size
of the company. It is challenging for employees to get an overview of
each subunits’ goals and competencies. Geographical distance
hampers the serendipity of communication and the usage of electronic
communication devices increases the likelihood of miscommunication.
Instead of identifying themselves with the company, individuals
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increasingly bestow their sense of workplace self at the job and work
group level, which makes functional identities highly salient in the
daily work 13 .
Yet financial institutions globalize rapidly and it is the presence in the
new growth economies that is the corner stone of their competitive
advantage 14 . In addition to reaping the benefits of a market upswing,
being close to the customers and other external stakeholders is part of
the companies’ tailor-made offerings.
How to integrate
communications
without
compromising the
benefits from
specialization and
local understanding?

The question arises: How should a company integrate communications
without compromising the benefits stemming from specialization and
local understanding?
The classic interpretation of integrated communication is that of
wholeness and unity of messages – achieved through centralization
and control 15 . The key questions are: Who (which function) is in
charge? In which location this responsibility is concentrated? What is
the total corporate message? What is the content of each
communication programme? How does each stakeholder contact point
of the organization convey the total corporate message?
Needless to say, this type of integration requires much planning and
management, and in organizations that are streamlined, flat, lean and
mean, the coping skills of the upper-echelon communication managers
are frequently put to test. Although centralization at this level may
well work within one communication campaign, assuring control over
time over the total set of corporate messages in a multinational
company remains as an ideal stage presented in communication text
books. Furthermore, full communication control implies that the
organization needs to become a tightly coupled system where change
in one part affects all the other parts 16 . This is not desirable assuming
that an organization faces not one but several operating environments,
and some of them require rapid responses to unexpected situations.
According to the contemporary communication theory, integrated
communication in a multinational company should thus be approached
as more of a decentralized process than an outcome 1 .
Communication coordination is a multilevel task, where the top
management sets the context for communication in terms of formal
structure, allocates resources, and provides the common starting points
and end points (goals) 17 for the communication efforts through a
participative process. The starting points are the central values of the
corporation that should assist in creating clear priorities in
communication as well as in other types of activities. Corporate
culture has an important role in the implementation of integrated
1

The irony of this approach is of course that it makes it even harder to demonstrate the importance of a

communication function and to provide information about resource usage and performance effects of
communication efforts.
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communications. Culture is the shared set of values and norms held by
employees that guide their interactions with peers, management and
clients 18 . Organisational norms are perceptions, attitudes and
behaviours that are approved by the organisation and required of its
members. Organizational climate, in turn, is the visible part of culture
and represents a pattern of behaviours 19 .

Integrating through
values and norms is
facilitated by
-

Adequate
resources,
stability and
cross-functional
training

-

High-quality
leader- member
exchange

-

Interdependence

5

Is it possible to manage culture and climate? The answer is yes, but
only indirectly 20 . Consider the following examples of how to facilitate
norm building between two functional departments.
First of all, possessing adequate resources is crucial for establishing
and maintaining the norms of flexibility, solidarity and information
exchange between organizational members. Frequent organizational
change hampers norm building as functions easily start to behave
opportunistically and fight for resources. Finally, cross-functional
training is perceived as a ‘function-specific’ investment and as such it
is a positive signal for the both parties that the two functions intend to
improve their relationship.
Perceptions of the collective climate are shaped largely outside the
formal organisational structure. Those individuals embedded in a
network characterised by frequent informal communication seem to
have a greater consensus on climate relative to those within formal
organisational units 21 . Nevertheless, leadership has a special role in
influencing climate. The quality of their relationship with
organizational members plays a key role in shaping the nature and
strength of climate perceptions 22 . Namely, leaders influence climate
perceptions of those members with whom they have a good leadermember exchange 23 . High quality relations involve open discussion
surrounding non-routine problems, strong shared values, more joint
decision making, and minimal power distance between the leader and
subordinate 24 .
Increasing interdependence between two functions tends to motivate
norm building because of the long-term perspectives and importance
of the relationship. There are three types of interdependence to be
considered: input, process and output 25 . Input interdependence means
that the members need to share resources and technologies in order to
accomplish their tasks. Process interdependence refers to the way
work is organized: low process interdependence means that it is
possible to do the work sequentially. Outcome interdependence is
essentially reward and feedback interdependence: individual rewards
are linked to a group’s performance. More interdependence focuses
members on the common identity, increases intergroup contact,
information exchange and discussion 26 . Nevertheless, there seems to
be a threshold level of interdependence 27 : as an example, departments
that are widely different in terms of ‘functional thought-worlds’
performing moderately independent tasks experience the most
conflicts compared to high or low interdependence. If the
interdependence is high, it increases interaction between the members,
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and accordingly, it improves knowledge incorporation and abilities to
handle conflicts through better developed norms. Low
interdependence, in turn, enables employees to scale down interaction,
thereby reducing the possibilities for conflict arising from differences.
Those groups “stuck in the middle” may never have so much
interaction that they would get to know each other well, but enough
interaction to cause misunderstandings and conflicts.
Improving crossfunctional
integration

Moreover, in order to respond to environmental complexity, flexible
integration relies to a great extent on decentralized practices. The
alignment of semi-autonomous subunits is facilitated through bottomup and horizontal information flows. The latter are ensured through
cross-functional integration (i.e., increasing interdependence).
Cross-functional integration stands for the degree to which functions
work as a team and share resources to make strategic decisions,
develop implementation plans, and assess performance of these
strategies and plans 28 . The basic assumption in cross-functional
integration is that the two functional areas produce more value
together than they would in isolation. The potential for improved joint
value creation is contingent on the business environment, and
environmental uncertainty strengthens the need for integration.
Cross-functional integration occurs through two key mechanisms that
facilitate the creation of weak and strong ties among organizational
members 29 :
1) Structure

-

Structures

-

Processes/
systems
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2) Process/ systems

•

Decentralization

•

Job rotation and training

•

Cross‐functional teams

•

Integrated goals

•

Integrators

•

Incentives

•

Communication

•

Information systems

As to the formal structure, integration and cross-functional
coordination should take place at lower organizational levels and
decentralize to a possible extent. A possible approach is to form
cross-functional teams responsible for the integration efforts. Crossfunctional teams demonstrate a good understanding of various
functional perspectives and tend to have a strong sense of ownership to
the decisions. Equal influence among the project members ensures that
problems related to cross-functional co-ordination do not develop into
functional power battles, but can be solved task by task. Special
integrator roles can also be established. Although these persons do
not typically have the authority to affect the way various functions
work, they can use their unique skills and understanding of multiple
functions to reduce conflicts and maintain a balanced view.
Job rotation and cross-functional training create more informal
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boundary spanners who develop a good understanding of another
function’s culture, activities, goals and constraints. These people must
have gained enough legitimacy and trust to be listened to when
returning to their home functions. A more straightforward way to align
the interests of several functions is the establishment of integrated
goals through a participative process. Those employees with high
functional identification, as an example, share information more easily
if they have integrated goals that require collaboration 30 . Reward and
recognition systems that are contingent upon attainment of those
goals further improve the integration efforts. The joint goals can in
some cases even overrule the already existing norms. Finally,
determining the frequency, formality and channels of communication
is one of the key drivers of cross-functional integration. Formal
channels with low media richness are best utilized when reporting the
outcomes of jointly developed decisions and routine information
exchange 31 . More informal communications with high media richness
are needed there is need for ambiguity reduction and interpretation of
complex, subjective messages 32 .
In what follows, these principles of integration are discussed in the
context of customer orientation within financial institutions.

Integrated communications and customer orientation

Customer
orientation as a
common starting
point in integrated
communication

Improved customer orientation (CO) is a typical strategic goal in
today’s banking business, and rightly so: CO improves business
performance through increased customer satisfaction, employee
satisfaction and innovativeness 33 . In the best case scenario, CO
provides a common cognitive frame and a unifying focus for the
efforts and projects of the whole organisation 34 . CO can thus offer a
common starting point needed for integrated communication.
Some of the globally competitive Norwegian companies manage to
achieve just this 35 . They use CO as an in-built compass for their
employees. In other words, CO offers the context within which the
messages from the management should be understood and enacted.
A great benefit for the internal communication is that CO affects the
attitudes of the employees regarding the need for proactive change. It
helps to justify the rationality of these decisions already before
declining performance; economic crisis or increasingly outdated
processes make the need for change painfully obvious or urgent. CO
thus assists in change communication.
CO also improves cross-functional communication as it offers an
adequate common framework to facilitate the reaching of consensus
concerning priorities in operations, for example, and enhanced
understanding of different problem-solving, reasoning and judgment
processes in cross-functional team work.

7
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In these companies, the goals of the employees and the rewardsystems are partially tied to customer satisfaction, which also includes
the firm-internal customers, e.g., other functions. As CO is combined
with work autonomy, each employee is able to decide how to best
realize the common goal in each service situation internal and external
to the company. Although the starting point and the goals related to the
CO are shared, it is enacted differently depending on the profession.
This improves the consistency of the message in terms of service
quality.

Corporate
communication
assists in building
customer
orientation

CO can thus make integrated communication easier whereas corporate
communication may, in turn, assist in the implementation of CO in
two ways 36 . Corporate communication can identify and build
awareness of the needs of various customer segments and then
articulate, together with marketing, what the company can do (or
cannot do) to meet those needs. In addition, if the CEO has a strategic
plan for improving customer satisfaction, corporate communications
can help establishing the culture, and to ensure that the employees
understand what it is that the firm wishes to achieve.
But what do the customers then want from communication? A recent
survey among the customers of Europe’s leading retail banks revealed
that banks appear to send too much irrelevant marketing information
and are too traditional in their approach. Consequently, segmentation
and more targeted messaging would lead into improved customer
loyalty and improved sales revenues 37 . At the same time, however,
customers wish to maintain multiple channels of communication –
from branch offices to SMS. There are also cultural differences, which
make multinational banking communications even more challenging.
Whereas the Finnish customers in the biggest cities, as an example,
visit branches increasingly seldom and are happy with the online
service, customer visits in the UK have increased 38 .

Implementation of
customer
orientation through
flexible integration:
three pitfalls to be
avoided
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The implementation of customer orientation thus calls for flexible
integrated communications, the success of which hangs on avoiding
three key pitfalls 39 :
Inadequate input from the shop floor
If the company wishes to transport the corporate branding
programme fixed and predetermined into every subunit and
customer segment, it most likely needs to ignore objections
from the employees, who realize that the centrally managed
integration project ignores the needs and wishes of specific
customers, and prevents rapid responses 40 . Integrated
communication should instead develop over time through
continual input from employees at all levels. This involvement
is stimulated through formal and informal organizational
design that ensures horizontal as well as bottom-up
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communication. The principles of corporate marketing are tried
and tested in frontline activities, and integrated
communications should be enacted differently in different
situations.
Impatience in implementation
Company culture needs to support the brand, and the
inconsistency between cultural elements can be detrimental to
brand success. Yet research conducted within financial services
organizations shows that organizational subcultures adapt only
gradually 41 . Accordingly, trying to rapidly impose integration
programme over whole organization is not feasible. Over time,
some inconsistencies also need to be tolerated if the company
wishes to ensure learning and new insights. Some units (such
as spin-offs) could be left to operate relatively autonomously
vis-à-vis the official communication programme.
Talking customer orientation but acting sales orientation
The most common pitfall in implementing customer orientation
in the banking sector 42 appears to be that the employees get
confused of the common end point: the goal. The customerdriven message of the top management turns into sales focus in
action. In other words, the emphasis on short-term financial
performance undermines other longer-term and more holistic
goals such as brand equity and customer satisfaction. In order
to ensure that the corporate brand delivers a unified customer
experience, the banks first need to make sure that their internal
incentive system communicates the customer and service ethos
to all the employees.
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Implementing
integrated communication
through
cross-functional integration

Silja Korhonen-Sande, BI

Integrated communication matters
– establishing the chain of evidence
Communication
department’s
capabilities

•Accountability
•Innovativeness and creativity
•Stakeholder connections
•Cross‐functional integration

Communication
department’s
influence within
an organization
(= improved
possibilities for
integrated
communication)

Reputation
of the firm

Business
performance

Company‐specific
characteristics
Environmental
characteristics
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Building interdependencies btwn functions
Adequate resources, less need
for continuous organizational
change

Informal coordination
mechanisms
Norms of information
sharing, solidarity and
flexibility

Formal coordination
mechanisms
Establishing and
supporting
interdependencies
through
‐ processes
‐ structures

Increased intergroup contact,
information exchange… ‐>
Common identity, Shared
mental models, Decreased
conflict level…

Improved business
performance

Better business
processes (integrated
communications,
improved service quality,
new product
development etc.)

Improved cross‐
functional
integration

FORMAL COORDINATION MECHANISMS
Structures

Centralized, ’hierarchical’
structures

Decentralized, ’organic’,
’network’ structures

Centralization of
decision making

High

Low

Reliance on
standardized rules
and prodecures

High

Low

Autonomy

Low

High

Processes
Work flow

Sequential

Goal setting,
evaluation and
rewards

Related to functional/
individual/ company
outcomes

Conflict resolution

Hierarchical

Communication

Vertical, formal, impersonal,
infrequent

Training

Aiming for specialization

Concurrent
Related to joint project/ group
outcomes
Participative, consensual
Horizontal, informal, personal,
frequent
Aiming for multidisciplinarity
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Choosing more ’organic’ structures
for coordination
Winning in terms of:
Flexibility
Tailor‐made communication
Employee satisfaction

Losing in terms of
Efficiency of communication
Ability to show precisely how
resources have been used

Integrated communication through
(partly) decentralized organization?
1. Management allocates resources and sets the
–
–

formal structure
common starting points and goals

2. Message is the same but it will be enacted differently in
different contexts
3. BUT organizational subcultures (norms and values) adapt
slowly
• As a result
–
–
–

Developing IC takes time
Some units left outside
Special attention to internal communication, middle
management, incentive and training systems
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Case DnBNOR
- achieving customer orientation
through integrated communications
• Is it possible?*
• Probably, but (at least) three tensions to
be managed
*Christensen, L.T., A. Firat and J. Cornelissen. 2009. New tensions and challenges in
integrated communications. Corporate Communications: An international journal. 14(2),
207-219.

Standardisation-differentiation

Pressure for standardisation:
Banks need to be solid and reassuring
Legal review to ensure compliance

Pressure for differentiation:
Banks need to be easily approachable
Communication is driven by innovation,
personalisation and human touch

* This tension is pointed out in a survey ’How do you talk to your customers? A
customer‐centric approach to communications for financial services
companies’. 2008. Xerox corporation.
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Internal communication – external
communication
Resources allocated
for designing
external
communication

Resources allocated
for designing
internal
communication

• Internal communication is equally or even more
important than external communications
– Encoding of the top management message
– Increasing sales through managing employee
perceptions of company reputation*
* Davies, G., R. Chun and M. Chamins. 2010. Reputation gaps and the performance of service organizations.
Strategic Management Journal, 31, 530-546.

Align - adapt
Emphasis on existing
products and
services, passive
customer

Emphasis on new
products and
services, creative
customer

• ”In a perfect world”, communication with customers is*
– proactive, gives new ideas
– aims for making the dealings with the financial insitutions
easier, more convenient or cheaper
– When the origin of the most important commercial and
retail banking services was investigated….

• In 85% of the 47 cases, users had self-provided the
service before any bank offered it**
*Madden, P. and C. Perry. 2003. How do customers of a financial services instituion judge its communication? Journal of Marketing
Communications, 9, 113-127.
**Oliveira, P. and E. v. Hippel. Users as service innovators: the case of banking services. 2009. MIT Sloan School Working Paper 4748-09.
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• How do you ensure that your employees encode the top
management message in the intended way?
• What do your customers wish in terms of communication?
How do you ensure customization of the messages?
• How do you ensure that communication is a two-way process
and maintain an ability to listen to your customers and quickly
respond to the emerging needs?
• The starting point for the general discussion related to this
case could be: What do we win (or possibly loose) when
integrating marketing and PR?
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Organizational Communications and Intranet Technology
to Foster Learning and Innovation
For the Orkla case analysis Communication Leader Summit, September 29, 2010
29 September 2010
Carl Brønn

Introduction
“No one knows
everything, everyone
knows something, all
knowledge resides in
networks.”
(paraphrased by R.
Teigland)

Not surprisingly, electronic media have transformed many aspects of
both the value creation process and organizational behavior. In this
context, social networking is the most familiar, but there are important
relationships between this phenomenon and the core concerns of
organizational learning and innovation. For example, social networking
can revolutionize organizational learning through open innovation, a
process that ‘bridges the inside and outside of the organization’ by
facilitating collaboration. The exchange of knowledge and the creation
of value therefore is not a one-to-one process, but a many-to-many
process.
Social networks support creativity and innovation within the
organization. These are a part of the firm’s processes and products but
are, at least in the formative stages, intangible and difficult to measure
directly. Regardless, the fundamental importance of these organizational
capabilities cannot be underestimated. Internal computer-assisted social
networks such as intranets therefore introduce a new factor into the
social life of an organization. They provide employees a new platform
from which to interact, both formally and informally.
Clearly, increased accessibility to other firm members with special
knowledge can improve organizational performance. But is this
accessibility actually utilized? One may argue that unless the intranet
enables creation of new social networks that are associated with a
stronger learning orientation, then the implementation cannot be seen as
having fulfilled its potential. But in order to establish whether or not the
intranet has delivered on its promise, a baseline assessment of the
organization’s existing social networks and learning environment must
be conducted.
The organizational context
Organizations face many serious challenges in their efforts to utilize
fully their resources in order to remain competitive in a global market.
These challenges span the range from the obvious language, cultural,
and geographic differences to the more subtle issues of managing and
utilizing unique knowledge resources that the organization can access.
The geographical dispersion, combined with a strong focus on specific
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ICT – Information
and Communication
Technology

brands, can also result in the distributed divisions or daughter units
drifting apart and developing their own organizational life and identity.
Although ICT-mediated communication systems can contribute to
keeping units in touch with one another, this alone is not a sufficient
reason to invest in such systems. The real payoff, which can be
objectively assessed, is expected to come from enhanced business
performance through knowledge resource management that ultimately
leads to a more innovative business model. A secondary, but still
important, benefit is the development of a unified sense of
organizational identity. This, in turn, reinforces knowledge management
activities in the future.
Three types of organizational knowledge can be transferred among
firms: technological, managerial, and market knowledge. Market
knowledge may be most relevant because many different brand areas are
mostly fast moving consumer goods. Clever solutions in one brand area
may be directly applicable in another brand’s market. Technical
knowledge may play an important role in contributing to innovation in
the more specialized sectors. Managerial knowledge can be relevant for
all areas.
An additional benefit to the knowledge management process can be
realized in the social environment. As people from different parts of an
organization interact, they will become better known with each other on
both a professional and personal level. This familiarity can lower the
threshold for future contact, thereby contributing to the original intent of
the intranet in the first place. However, the biggest payoff is that ICTmediated exchange and subsequent knowledge exchange from
collaborating units can promote a degree of innovation that would
otherwise not be realized.

Background issues: Innovation, organizational learning,
social networks
The terms “innovation,” “organizational learning,” and “social
networks” are well-established in the academic literature, the popular
press, and the managerial mind. However, there is no single theoretical
perspective for each activity individually. Three distinct streams of
research dominate the field. Two of the streams, diffusion processes and
organizational innovation, take innovation and the organization as the
units of analysis, respectively. These perspectives have nothing to say
about the actual development and evolution of the innovation itself. This
is a dynamic phenomenon and is the object of research in process theory
models. The focus here is on how and why innovation comes about. This
discussion depends to a large degree on how “innovation” is defined. A
rather open conception it that innovation can be understood simply as
the creation and exploitation of new ideas.
Organizational learning has been a long running theme in studies of
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Knowledge
management
constructs:
•

Acquisition

•

Distribution

•

Interpretation

•

Organizational
memory

Barriers to
learning:
•

Role constraints

•

Audience effects

•

Superstition

•

Ambiguity

organizations from the earliest days of organization theory. Four
constructs capture the essence of the research in the field. These are
knowledge acquisition, information distribution, information
interpretation, and organizational memory. These constructs describe
how an organization gains access to or creates new knowledge, how it is
disseminated throughout the organization, how this information is
interpreted and understood by the members of the organization, and how
it is stored in the organizational mind. As learning is also a dynamic
process that is situated in a complex context, two perspectives have
developed to frame the activity. One perspective is to focus on barriers
to learning, understanding the factors and processes that prevent an
organization and its members from making the most of its knowledge
resources. The other perspective is to investigate the conditions that
support learning, in the sense of understanding the learning culture of an
organization and the influences that promote learning.
The notion of learning barriers or breakdowns is a critical factor, and
there are many different mechanisms that hinder an organization’s
ability to learn. For example, learning breakdowns may occur when:
•

Individuals are limited by their role in the organization and thus are unable
to act on their personal learning activities,

•

Individuals change their behavior but the effect of these new actions on the
organization’s behavior and action is ambiguous,

•

Organizational members draw incorrect conclusions regarding the impact
of organizational actions on the environment, and

•

Reasons for changes in the environment cannot be clearly identified; the
linkage between the environmental response and individual learning is
unclear.

Other learning barriers relate to the individual’s cognitive actions. Thus,
there is a crucial link between individual and organizational learning
processes.
Social networks exist parallel with the formal organization
structure and are a sort of “shadow organization” that emerges
spontaneously through human social interactions. The formal structure
certainly influences the development of social relationships through
reporting and responsibility channels. However, the formal system
cannot completely control social relationships, except in extreme cases
(i.e., prisons and other forms of total organization). The importance of
social relations to organizational performance was noted early in the
industrial revolution and continues into the post-industrial era.
A social network is a social structure comprised of nodes
(individuals or organizations) that are connected by one or more specific
types of relations. The contacts that an individual has within an
organization play a crucial role in that person’s ability to learn.
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Network
properties:
•

Transactional
content

•

Nature of the
linkages

•

Structural
characteristics

Learning, especially in organizations, is very much a social process and
has also been connected to creativity. However, the study of
organizational processes that link organizational learning and
organizational innovation is still relatively open territory.

Hierarchy

Heterarchy/
Network organization

Teigland 2003

People occupy many different roles in their social lives and
consequently are immersed in many different networks. Some of these
may well overlap to a large degree, but that is not necessarily a given.
Despite its informality a social network can be revealed through a
mapping process and subject to analysis. Whether or not the informal
structure is dysfunctional depends on the nature of the interactions
between members of the network.
Network types:
•

Task network

•

Grapevine network

•

Decision network

•

Innovation network

•

Client needs
network

•

Some of the different networks that can be revealed by a social network
analysis include the following:
•

Task network – “With whom do you exchange information,
documents, etc. and other resources to get your job done?”

•

Grapevine network – “With whom do you discuss what is going
on in the company?”

•

Decision network – “From whom do you seek inputs, opinions,
and advice before making an important decision?”

•

Innovation network – “With whom do you discuss new ideas and
innovations in technology, products, and services?”

•

Client needs network – “With whom do you discuss client needs,
requests, and feedback?”

•

Strategy network – “With whom do you discuss strategy and the
outside business environment?”

Strategy network

Along with identifying the individuals who comprise these
networks and it is to be expected that each network will include different
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participants, the strength of the relationship can be measured, as well as
the frequency of interaction. Additionally, groups external to the
organization can be included in order to assess network members’
interactions with important stakeholders outside the immediate firm
boundaries.

Network metrics:

An integrated framework

•

Size

•

Density

•

Clustering

•

Openness

•

Stability

Innovation, organizational learning, and social networks operate at
multiple levels of analysis and can include many different knowledge
domains. Understanding the interaction between these disciplines
requires a framework that is sensitive to these context characteristics.
One process model of knowledge brokering, consists of five stages and
is illustrated in the figure below.

•

Reachability

•

Centrality

•

Star

•

Liason

•

Bridge

•

Gatekeeper

•

Isolate

Step 1
Accessing the social
structure of the
organization

Step 3
Accessing and
exchanging
knowledge

Step 4
Linking old resources to new
problems, or new knowledge to old
problems by sharing knowledge
within the organization

Step 2
Gaining access to
multiple domains

Step 5
Building learning capability to
introduce innovations to new
domains

Linking networks, organizational learning, and innovation (after
Hargadon 2003).
Step 1 of the model is the process of accessing the organizational
context, which is composed of the formal organizational structure, and
importantly, the informal social structure made up of the individual
employees. Given the formal structure of the firm, we expect that the
initial social network structure will consist of relatively isolated clusters
that have tight connections within the group, but relatively few connects
across groups; it is fragmented and as a result knowledge resources are
likely to be underutilized.
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Learning
orientations:
•

Knowledge source:
Internal vs. external

•

Content-process
focus: “What” vs.
“How”

•

Documentation mode:
Personal vs. public

•

Dissemination mode:
Formal vs. informal

•

Learning focus:
Incremental vs.
transformative

•

Value chain focus:
Design vs. deliver

•

Skill development
focus: Individual vs.
group

Facilitating
factors:

Another important aspect has to do with the learning environment of the
organization. Steps two through five involve gaining access to multiple
domains (Step 2), gaining knowledge that is associated with those
domains (Step 3), linking new-found knowledge to local problems in
order to generate new (and innovative) solutions (Step 4), and finally,
expanding the use of new solutions back into the other domains by
utilizing the network to communicate out to the other domains (Step 5).
The four final stages of the process model are important steps in an
ongoing organizational learning process. The extent to which these
brokering and innovation processes are carried out is influenced by the
learning culture of the organization.
A framework for characterizing the learning conditions within
organizations sees social systems as evolving through experience, which
is influenced by the organization’s culture. Understanding organizations
as learning social systems requires identification of existing processes
through which knowledge and competencies are created, shared, and
employed. This defines the learning orientation - where and how
learning occurs. The facilitating factors relate to organizational aspects
that promote learning and are based on best practices and common
processes.
The learning orientations enable an assessment of how the learning
culture, which is a combination of macro, meso, and micro processes.
These levels are associated with the major operating companies (macro),
the divisions or departments within them (meso), and individual
behaviors of the employees (micro). Although the learning-innovation
cycle is an ongoing dynamic process, innovative behavior as the
significant output of this process.
Connecting New Social Media.
The emergence of the internet and computer-mediated communication
has provided individuals and organizations with a powerful tool for
business and social networking. Referred to as Web 2.0, this new
Internet technology includes blogs, wikis, RSS, podcasting, mashups,
and social networks and has the following characteristics:

•

Scanning

•

Performance gap

•

Measurement

•

Curiosity

•

user-created content,

•

Openness

•

the ability to tap into the brainpower of others,

•

Continuous education

•

a unique communication and collaborative environment,

•

Variety

•

major emphasis on social networks, and

•

Multiple advocacy

•

a unique sharing of content.

•

Involved leadership

•

Systems perspective
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Examples of social networking include sites such as Facebook, Twitter,
MySpace and LinkedIn.
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Intranets are an
internal
communication tool
that can:
•

rapidly transmit
up-to-date
information

•

improve
communication
flows,

•

enhance
knowledge and
sharing of best
practice

•

encourage
innovation

One computer-mediated communication tool in wide use today is the
Intranet, organizations’ private computing networks, internal to an
organization and allowing access only to authorized users’. Intranets are
an internal communication tool and are appreciated for rapidly
transmitting up-to-date information, improving communication flows,
enhancing knowledge, sharing of best practice in context and
encouraging innovation. They are also recognized as a powerful tool for
enabling information transmission in several different forms efficiently
and effectively within organizations. However, most firms emphasize
publishing internal information on the Intranet and ignore the fact that it
can also be an effective tool for informal collaboration applications,
transaction-oriented applications, and formal collaboration applications.
There is no doubt that the information-sharing characteristics provided
by Intranets can create competitive advantage for organizations through
their ability to support organizational learning and subsequent
innovation activities. The challenge is getting people engaged in the
network. This is an issue of innovation diffusion where the object (the
Intranet) that can support innovative behavior is itself an organizational
innovation that must be accepted.
How rapidly an intranet is accepted as a useful tool; how quickly the
new technology usage diffuses through the firm, is a key element in
evaluating the corporate use of social media. As noted previously, in
order for social networks to work, people must engage in them. This
means that people must seek them. There will always be a group of
highly engaged persons, but if true learning is to occur organizationwide, it is necessary to activate those who are currently latent. This
means developing communication activities to encourage use of
networks, particularly internal networks. For example, social networks
should be inclusive, but an employee who has a job on a factory line
may not have the same access to daily computer-mediated networking.
This does not mean their input is that less valuable, and in fact there is
considerable anecdotal evidence that innovative suggestions by just such
persons have been key in product development.

Outcomes may
depend on the
abilities and skills of
the communication
manager.

Who is responsible for making the above happen is one issue not taken
up in the discussion on social networks and their ability to stimulate
learning and thus innovation. This outcome may depend on the abilities
and skills of the communication manager. Understanding and
acceptance of social media technology needs someone who can facilitate
its implementation and encourage engagement.
This is particularly critical when discussing such Web 2.0 applications
as a Facebook-type internal application. Corporate intranets face a
number of significant challenges to the full utilization of their potential.
As noted previously, the Web 2.0 Intranet can be a powerful tool in
stimulating two-way communication through building social networks
within organizations.
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The organizational communications manager plays a decisive role in this
context and thus in the firm’s learning processes. This is because of
their role in stimulating and sustaining conditions within the
organization for boundary spanning activities by employees. This entails
helping organizational members relate both to each other and to the
world outside the organization.
Three challenges face communicators regarding Web 2.0:
1. Restructuring the process of communication management
a. Tracking opinion building and identifying gatekeepers
b. Implementing social web applications for knowledge
management
2. Communicating with social media
a. Participating in popular platforms and channels
b. Establishing corporate media and networks
3. Linking social web communication to corporate strategies

a.

Communication
director as a
facilitator for
innovation

Implementing scorecards and strategy maps

The challenge is being a facilitator for innovation. A communication
director will need to develop innovation communication at the meso or
organizational level. The communication function at this level
systematically plans, implements, and evaluates communication about
innovation. At the micro level, the communication manager is tasked
with influencing attitudes toward innovation by leaders and other
influencers within the organization. As leaders buy into the Web 2.0
solution themselves, they begin to see it as a tool for innovation
development and in turn encourage their staff to engage. At the macrolevel, the communication director can become involved in the
information flow from their own organization to society in general by,
among other things, sharing research results. This contributes at the
societal level to the competitiveness of nations and regions.
Conclusion
This paper has discussed knowledge management, organizational
learning, and innovation through the lens of new social media. We used
the case of a corporate Intranet designed in a Facebook-like format to
encourage personal networking by employees across units and business
areas. This type of computer-mediated communication is special in that
it allows direct and personal interaction of employees on an informal
social level. Through this personal interaction, the intent is that
improved connectivity will stimulate employees to contribute more
effectively to making the organization even more competitive. But
exactly how this will happen is not at all clear. Competitiveness takes on
many characteristics. One important component is identification with the
organization, which can be directly influenced by a company-wide
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intranet that allows easy networking with others in the firm. The effects
of identification on performance are difficult to quantify but can be
significant.
However, another important potential benefit is improving the
organization’s learning culture through access to the firm’s knowledge
resources, as represented by tacit and explicit knowledge held by other
members of the organization. Clearly, the ICT system has an impact on
social networks, learning culture, and innovativeness.
The scope of impacts that ICT-based technologies are making on
organizations is dramatic, but there is a clear need for more research in
the area and in the context of many different types of firms and
organizations. Many firms are characterized by an intensely competitive
business environment; consequently, maximum and effective utilization
of current resources, tangible and intangible, is imperative for survival.
However, survival is not the same as success. In order to be successful, a
firm must continue to develop its resources and competencies, and how
better to do that than to engage the one group of people with the most
interest in the firm, the employees.
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A challenge of integration
• Learning processes
• Learning culture
• Facilitating factors
• Barriers to learning

Social
Networks

• Network types
• Characteristics

Organizational
Learning

Innovation
• Open innovation
• Closed innovation
• Divergence vs. discovery
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Networks are everywhere
Web Definition: A set of nodes, points, or locations
connected by means of data, voice, and video
communications for the purpose of exchange.
 Supply chains
 Alliances
 Organizations
 Neighborhoods
 Teams
 Communities of Practice

Social Networks
A social network is a
description of the social
structure between
actors, mostly
individuals or
organizations. It
indicates the ways in
which they are
connected through
various social
familiarities ranging from
casual acquaintance to
close familiar bonds.
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Structures within structures
The formal organization …

… and the "real" organization
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Typical social networks in an organization
• Task network
– “With whom do you exchange information, documents, etc. and other
resources to get your job done?”

• Grapevine network
– “With whom do you discuss what is going on in the company?”

• Decision network
– “From whom do you seek inputs, opinions, and advice before making an
important decision?”

• Innovation network
– “With whom do you discuss new ideas and innovations in technology,
products, and services?”

• Client needs network
– “With whom do you discuss client needs, requests, and feedback?”

• Strategy network
– “With whom do you discuss strategy and the outside business environment?”
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Two main types of networks
Structural Hole

Clique Network
 Dense structure
‐ High redundancy, less structural holes

 Creates social support and trust
‐ Acquisition of complex knowledge
‐ Development of effective sanctions that
guide behavior/opportunism reduction
‐ Facilitating coordinated action/shared
norms

Entrepreneurial Network
 Sparse structure
‐ Abundant structural holes, low
redundancy

 Creates information and control
benefits
‐ Access to diverse information
‐ Fewer constraints
‐ Brokerage opportunities
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Relational measures in a social network
• Awareness. An individual’s awareness of
another’s relevant expertise in a given area.
• Access. The ability of an individual to gain timely
access to that person.
• Engagement. The willingness of the person who is
asked for information is captured by this
dimension. Engagement implies active
involvement in problem solving.
• Safety. An atmosphere that encourages
creativity.
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Network properties
Network Property
Transactional content

Explanation
Types of exchange:
1.
Expression of affect
2.
Influence attempt
3.
Exchange of information
4.
Exchange of goods and services

Nature of the links
Intensity The strength of the relation between two individuals.
Reciprocity The degree to which a relation is commonly perceived and agreed upon by all parties to the relation.
The degree to which every pair of individuals has clearly defined expectations about each other’s

Clarity of expectations behavior in the relation.

Multiplexity The degree to which pairs of individuals are linked by multiple relations.
Structural characteristics
Size The number of individuals participating in the network.
Density (connectedness) The number of actual links in the network as a ratio of the number of total possible links.
Clustering The number of dense regions in the network.
Openness The number of actual external links of a social unit as a ratio of the number of possible external links.
Stability The degree to which a network pattern changes over time.
Reachability The average number of links between any two individuals in the network.
Centrality The degree to which relations are guided by the formal hierarchy.
Star The individual with the highest number of nominations.
Liason An individual who is not a member of a cluster but links two or more clusters.
Bridge An individual who is a member of multiple clusters in the network.
Gatekeeper A star who also links the social unit with external domains.
Isolate An individual who has uncoupled from the network.

Insights from a social network study
• Typical insights from a social network study…
– Bottlenecks
– Number of links
– Average distance
– Isolation
– Highly expert people
– Organizational subgroups or cliques
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Social network analysis and knowledge
management ‐ 1
SNA helps to identify the following issues in analyzing a
knowledge management system:
• Bottlenecks ‐ Central nodes that provide the only
connection between different parts of the network.
• Number of links ‐ Insufficient or excessive links between
departments that must coordinate effectively.
• Average distance ‐ Degrees of separation connecting all
pairs of nodes in the group.

Social network analysis and knowledge
management ‐ 2
• Short distances transmit information accurately and in a
timely way, while long distances transmit slowly and
can distort the information.
• Isolation ‐ People that are not integrated well into a
group represent both untapped skills and a high
likelihood of turnover.
• Highly expert people ‐ Not being utilized appropriately.
• Organizational subgroups or cliques ‐ Can develop their
own subcultures and negative attitudes toward other
groups.
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The basic experiential learning cycle

The organizational learning process
• Knowledge acquisition

– The development or creation of skills,

insights, and knowledge.

• Knowledge sharing

– Dissemination of what has been learned.

• Knowledge utilization

– The integration of learning so that it is widely

available and can be generalized to new
situations.
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The cultural iceberg
Associated with the Learning Orientation

Primarily in
awareness

fine arts literature
drama classical music popular music
folk dancing games cooking dress

notions of modesty conception of beauty
cosmology ideals governing childrearing rules of descent
relationship to animals patterns of superior subordinate relations
definition of sin courtship practices conception of justice incentives to work
notions of leadership tempo of work patterns of decision making
conception of cleanliness attitudes towards the dependent theory of disease
approaches to problem solving conception of status mobility eye behavior
roles in relation to status by age, sex, class, occupation, kinship etc..
conversational patterns in social contexts conception of past and future
definition of insanity nature of friendship ordering of time conception of “self”
patterns of visual perception preference for competition or cooperation
body language social interaction rate notions of adolescence
notions about logic and validity patterns of handling emotions facial expressions
arrangement of physical space ...AND MUCH, MUCH MORE...

Primarily out of
awareness
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Organizations as learning systems
Two components…
• Learning orientations

– The values and practices that reflect where

learning takes place and the nature of what is
learned.
– Orientations define the learning style.

• Facilitating factors

– The structures and processes that affect how

easy or hard it is for learning to take place.
– These are standards based on best practice in
dealing with generic issues.
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Seven learning orientations
1.
2.
3.
4.
5.
6.
7.

Knowledge source: Internal – External
Product‐process focus: What? – How?
Documentation mode: Personal – Public
Dissemination mode: Formal – Informal
Learning focus: Incremental – Transformative
Value‐chain focus: Design – Deliver
Skill development focus: Individual - Group

Learning orientations

how learning occurs and what is learned
Knowledge Source
Content-Process Focus
Documentation Mode
Dissemination Mode
Learning Focus

Internal – External
Preference for developing knowledge internally versus preference for
acquiring knowledge developed externally.

“What?” – “How?”
Emphasis on accumulation of knowledge about what products/services are
versus how organization develops, makes, and delivers its products.

Personal – Public
Knowledge is something individuals possess versus publicly available knowhow.

Formal – Informal
Formal, prescribed, organization-wide methods of sharing learning versus
informal methods, such as role modeling and casual daily interaction.

Incremental – Transformative
Incremental or corrective learning versus transformative or radical learning.

Design – Deliver

Value-Chain Focus

Emphasis on learning investments in engineering/production activities
(“design and make” functions) versus sales/service activities (“market and
deliver” functions).

Skill Development Individual – Group
Focus Development of individuals’ skills versus team or group skills.
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Ten facilitating factors
1. Scanning imperative
2. Performance gap
3. Concern for measurement
4. Experimental mind‐set
5. Climate of openness
6. Continuous education
7. Operational variety
8. Multiple advocates
9. Involved leadership
10.Systems perspective

Facilitating factors

practices and processes that facilitate learning
Scanning
Imperative
Performance Gap
Concern for
Measurement
Experimental
Mind-set
Climate of
Openness
Continuous
Education
Operational
Variety
Multiple
Advocacies
Involved
Leadership
Systems
Perspective

Information gathering regarding conditions and practices outside the unit; awareness of
the environment; curiosity about the external environment in contrast to the internal
environment.
Shared perception of a gap between actual and desired state of performance; performance
shortfalls seen as opportunities for learning.
Considerable effort spent on defining and measuring key factors when venturing into
new areas; striving for specific, quantifiable measures; discussion of metrics as a learning
activity.
Support for trying new things; curiosity about how things work; ability to “play” with
things; “failures” are accepted, not punished; changes in work processes, policies, and
structures are a continuous series of learning opportunities.
Accessibility of information; open communications within the organization;
problems/errors/lessons are shared, not hidden; debate and conflict are acceptable ways
to solve problems.
Ongoing commitment to education at all levels of the organization; clear support for all
members’ growth and development.
Variety of methods, procedures, and systems; appreciation of diversity; pluralistic rather
than singular definitions of valued competencies.
New ideas and procedures advanced by employees at all levels; more than one champion.
Leaders articulate vision, are engaged in its implementation; frequent interaction with
members; become actively involved in educational programs.
Interdependence of organizational units; problems and solutions seen in terms of
systemic relationships among processes; connection between the unit’s needs and goals
and the company’s.
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Barriers to organizational learning
Situational
Learning

Role‐
Constrained
Learning

5

Individual
Mental Model

Individual
Action

Individual
Experiential
Learning

1

Fragmented
Learning

Audience
Learning

6

2

4

7

Learning
Under
Ambiguity

3

Organizational
Shared Mental
Models

Organizational
Action
Opportunistic
Learning

Environmental
Response
Superstitious
Learning

Modified from March & Olsen (1975) and Kim (1993)

Example: Barriers to knowledge acquisition
Learning
barriers

Network structure

Learning
orientations

Scanning

Clique networks
Learning under
ambiguity

high network
constraint;
small effective size of

Facilitating
factors
Imperative

Knowledge Source

low support

mostly internal

Experimental
Mind-set

network

low support

Entrepreneurial
Situational
learning

Performance Gap

networks

Content-Process

low support

low network

Focus

Concern for

mostly how?

Measurement

constraint;
large effective size of
network

low support
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Example: Barriers to knowledge sharing
Learning
barriers

Network
structure

Learning
orientations

Clique networks
Role-constrained
learning

Fragmented
learning

high network
constraint;
small effective size of

Facilitating
factors
Operational Variety

Dissemination Mode

low support

mostly informal

Multiple Advocacies

network

low support

Entrepreneurial

Climate of

networks

Openness

low network

Documentation Mode

low support

constraint

mostly personal

Continuous

large effective size of

Education

network

low support

Putting it all together…
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Innovation trade‐offs
• The open approach
– Stimulates innovation by combining the efforts of
a large and diverse group of complimentary skills,
leading to increased product diversity and better
match between products and customer
preferences.
– Openness increases coordination costs, including
communication, because multiple actors are
involved

Approaches to innovation
• Two perspectives
– Closed approach and the Open approach
– All choices regarding product development made
internally, or
– Should its own technology be opened to outsiders, and
should externally developed sub‐systems be adopted.

• Trade‐offs involved in assessing these approaches
– The benefits of discovering new combinations of product
features from open innovation versus the costs of
suboptimal coordination due to divergent objectives.
– Simulation studies have found that open innovation is
superior to closed innovation when complexity is not
high.(Almirall, E. and R. Casadesus-Masanell (2010). “Open versus closed

innovation: A model of discovery and divergence,” Academy of Management
Review, Vol. 35, No. 1, pp. 27-47.)
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Linking networks, learning, and innovation
Step 1.1
Accessing the
social structure of
the organization

Step 1.2
Assessing the
learning culture of
the organization

Step 2
Gaining access
to multiple
domains

Step 3
Accessing and
exchanging
knowledge
Step 4
Linking old resources to new
problems, or new knowledge
to old problems by sharing
knowledge within the
organization
Step 5
Building learning
capability to
introduce innovations
to new domains
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