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Measuring programming progress by lines of code is like
measuring aircraft building progress by weight.

Bill Gates, Founder and Chairman of Microsoft

ANALYZE WHAT IS GOING ON

If your enterprise social network (ESN) is going to be a success, it will

represent one of the major business processes within your organiza-

tion. Collaboration, knowledge sharing, innovation, person-to-person

support, and a considerable part of your organizational culture will be

riding on it. Like any other important business process, you should not

be flying in the dark about where your ESN is heading and how it

performs. You want to measure and track it.

Some effects are easy to measure, and others will seem completely

intangible. Douglas W. Hubbard, in his book How to Measure Anything,1

outlines that, with the right approach and clear expectations about

precision, it is actually possible to measure things that at first did not

seem measureable.

I have used an approach that Hubbard calls Fermi decomposition in

my knowledge flow initiatives before.2 Using this method, you basically

get a combination of measured inputs as well as some additional
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estimates to come up with a fairly good idea of the value of sharing

knowledge. One strategy I have used was to build confidence by taking

a conservative approach to estimating this value, which was still worth

a great deal of money, despite the necessary investment. In fact, the

investment costs were actually assessed with a conservative view as

well, in that efforts were estimated on the high side.

With a social network there are usually a number of metrics that

you get right out of the box as part of the software package. I will go

into selecting good key performance indicators (KPIs) in the last sec-

tion of this chapter, but just to name a few measurements that might

be of interest:

j Number of registered users

j Number of connections (follower relationships)

j Number of posts (total, per user, per group, per topic, etc.)

j Percentage of users posting

j Percentage of users commenting on other posts

j Percentage of users reading content

j Hot/trending topics

What all those measures have in common is the fact that they are

activity measures focusing on quantitative effects. They do not nec-

essarily say much about the quality of those activities or the potential

or real value obtained. As Charlene Li points out in a report3 by analyst

company Altimeter Group, you need to focus on the value. She

recommends that organizations:

j Measure gap closing, not engagement.

j Track relationships, not conversations.

The type of measures that will let you focus on value are outcome

measures. If you manage to create a reliable link to an outcome based

on the flow of knowledge it will be a powerful way of making a

business case. One that Bob Buckman mentioned to me is: ”Sale of

New Products less than 5 years old.” Those will work in certain

environments but need to be used with care in others. Attributing an

outcome to a mixture of influencing activities is not always easy.
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Activity measures are straightforward to get. To get those measures

that actually represent value, you will have to work a bit harder, and

the methods by Hubbard might actually have some answers on how to

get there. One way to track relationships is with social network

analysis (SNA), and I will go a little deeper into that method later, but

this might be a good time to clarify some terminology.

The chapter is called “Social Media Analytics,” while the method I

just mentioned is social network analysis (SNA). How are those two

related, if at all? Social media analytics is concerned with analyzing the

activity and effects of connections in social media platforms of any kind.

Currently, it is primarily understood as analyzing the activities hap-

pening on external social platforms where organizations and indivi-

duals interact. Meanwhile, SNA is a specific tool to analyze networks

and relationships. You could say that SNA is one tool within the overall

framework of social media analytics (SMA). Some other examples of

tools related to social media analytics would be the following:4

j Social monitoring

j Customer sentiment analysis on feedback

j Predictive analysis used to anticipate certain events

To start out with, I will look at some basic measures typically used

to analyze ESN platforms and then see how one might use more

sophisticated social media analytics methods.

For a moment let’s have a look at activity measures and if they have

any value at all. While they might not be good indicators for value (and

one of the dangers is, in fact, that people rely on them for indication of

value), they can still be useful for assessing what is going on in your

network. For one, it is good to track how adoption of the system is in

general. How fast is it growing? Howwell are your marketing initiatives

performing in order to get a large portion of your targeted audience to

participate? How well are certain divisions, departments, regions, and

countries participating? Your targets might differ. Maybe you target

only a certain portion of your organization to start with; or maybe you

have the expectation that your complete organization will adopt the

network as soon as possible. Some of the activity measures can also give

an indication that certain groups are adapting much slower than others.
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If, for example, you track it by countries (or organizational locations, if

you only operate in one country) a comparative report on activity

might actually highlight some areas where there is a need for digging in

deeper as to why that particular location is using the social network

considerably less than others.

Some likely reasons include:

j Awareness. For some reason, your rollout of the social network

has not reached the target audience in a particular location to the

same degree as elsewhere. This might be due to a missing local

driver keeping the pulse alive and inform about the platform on

an ongoing basis—not only on launch day.

j Culture. It might be the general culture that keeps certain

people from being open enough to get involved with one of

those networks and share their experiences. It could also be a

more specific social media culture issue, where people are less

familiar with those tools than others and are less social-media

savvy. Just like the rate of Facebook users differs from country

to country, there are similar differences on internal social media

platforms.

j Local processes. Depending on how strongly people cling to

local processes, they might feel that the social media network is

a major shift away from “the way we do things around here.”

Local processes include competing systems for sharing some

of the knowledge that is supposed to be shared on the social

media network.

j Management Support. The attitudes of senior and middle

management towards the social media platform play at least

as big a role as awareness and culture. Depending on the

strength of the hierarchy of an organization, this might have

effects on a local level as well. Are local managers participating

in the social media platform, are they ever talking about it? If

so, what are they saying? If there is a disconnect between local

management and local staff, or if there are local communication

issues, it is common for employees to reach out to other parts

of the organization to find the communication flow that they

are missing.
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j Size of an organization. Communication is a core process in

almost any organization. Location size and the possibilities of

interaction with others play a role in how likely it is that

someone will get involved with those around them or reach out

to the wider organization. (Culture plays into this one as well, of

course.) Experts might feel isolated in a small location because

they have no one to share their passion with. In that case, the

possibility to reach out to like-minded people in other offices

becomes a lot easier with a social media platform and it will lead

to a higher chance of adoption.

Activity measures might not directly reveal what is behind lower

adoption rates, but they are good indicators of where to start digging

on a more qualitative level. You could start with interviews and one-

on-one conversations with employees at the location. It would be best

to travel there and experience the processes, culture, and environ-

ment, as that can provide a wealth of information.

Adoption and activity measures need to be taken with care, as

mentioned before. Not only do they not necessarily show the actual

value, but they can also be deceiving and require further qualification.

A typical situation is a gap between adoption and activity. It might well

be that there is a high adoption rate (with people signing into the

platform and creating a user profile), but that activity drops off very

quickly. Reasons could be:

j They don’t find the time (or priority) to use the platform on an

ongoing basis.

j They are not convinced it does provide value.

j They go back to the old way of collaboration, because that is how

they always did it and the new platform seems like extra work.

That is why it is so essential to have an ongoing initiative that will

highlight the value of the platform again and again to reach a critical

mass of people that are truly active on it and who, over time, will

encourage their peers (even the skeptical ones) to participate as well.

Activity measures can be useful, but, as mentioned, you need to be

very careful with their interpretation and make sure to only see them

as a start to the real measuring of value that an ESN might provide to

c08 24 August 2012; 15:56:18

S O C I A L M E D I A A N A L Y T I C S¥ 143



your organization. In order to really understand what is going on, you

need to add some value measures.

The reason the majority of organizations do not go beyond the

activity measures so far is that it appears to be a bit harder (and

potentially more expensive) to collect data for value measures. If you

were to constantly ask people to estimate the value of their ESN-based

conversations, it could lead to survey fatigue, where people just don’t

have the time or patience to keep answering questions.

An alternative is to combine certain measures that you already

have in a smart way and start interpreting them based on some

experiences. One example that Charlene Li names is the idea that a

rising number of private groups in a social network indicates a higher

degree of maturity, as users go beyond superficial browsing to deeper

discussions that might previously have taken place only offline. The

privacy of an invite-only group can support this type of communica-

tion. This is just one of the signs of a more mature, more entrenched

ESN—and it is easily measured.

Another way to obtain value indicators and look at some outcomes

is by collecting success stories and assessing the value that each of them

brought to the organization. In some cases, this is fairly straightforward.

In others it might actually represent a fairly intensive investigation.

With The Hub, we used an interesting method to find these success

stories. We introduced a special tag named #hubvalue that we recom-

mended people use whenever they reaped a benefit on The Hub (e.g.,

finding a solution, getting a helpful answer to a question). While the tag

does not have a perfect adoption rate, it is used frequently, and with a

simple search you find a considerable number of potential candidates

for a success story. We could also go ahead and track the number of

occurrences of those #hubvalue tags to get a fairly good measurement,

assuming that awareness and adoption of the tag is quite high. Other-

wise, you might just be tracking the growth of the tag’s adoption, but

not the growth of successes.

To come back to Hubbard, it would be possible to create a measure-

ment that estimates the average value of a success story (I recommend

keeping this conservative) and using it to create a value indicator.

This could be measured on an ongoing basis by tracking the number of

success stories.
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The core questions to ask before jumping into those metrics relate

to how these metrics can help your business. So, as Charlene Li puts it,

tie your ESN metrics to your highest-value business metrics. If com-

munication is a big issue at your organization and represents one of the

issues you plan to fix with an ESN, then you can measure this via a

regular internal communications survey. At SAS, one of the key

questions we asked was how well users felt informed about company

strategy, for example. Differences before and after the introduction of

an ESN clearly indicate the effect of the platform—unless there are

other parallel initiatives that could confound the results (e.g., growing

the number or changing the style of executive webcasts).

Collaboration and interaction are key drivers for success in orga-

nizations, and are clearly based on knowledge and innovation. Even in

environments that are traditionally not as connected, learning and

sharing knowledge becomes more and more important. One approach

has been to try to codify the knowledge into documents and share

knowledge across the organization in that way. While this codification

strategy is still of value in some cases, in themore dynamic organizations

it is not always possible (or cost-effective) to try to codify everything for

sharing via document or some otherwise packaged asset. The rise of

ESNs is an indicator that people are returning to connecting with others

to get information to build the knowledge they need.

The output of collaboration comes in many forms:

j A solution that saved a small amount of time.

j Unblocking a hold-up on a project, which can be a small gain or

a highly valued project-saver.

j The start of a new innovation.

j An ongoing collaborative effort that leads to a product or a

patent, both of which can be valued fairly accurately, but usu-

ally with a considerable lag time.

If an organization has this type of collaboration and innovation as one of

their key strategies, an ESN would be well suited to support that goal.

Collaboration is also based on trust and relationships. One way to

evaluate the effect of ESNs would be to measure relationships. This is

usually an activity that is quite expensive and labor-intensive, so the
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question is: At what level can relationships be measured and quanti-

fied? There are some methods, however, that can help assess rela-

tionships at a high level, and the most widely used is SNA, discussed in

the following section.

SOCIAL NETWORK ANALYSIS VERSUS
REPORTING

We are usually tuning our processes to increase efficiency, and a social

network is part of this goal. Intruding on social media interactions on

an ongoing basis (e.g., sending surveys and follow-up questions to

people after they have valuable interactions) might kill the gain in

efficiency that you tried to reach by introducing the ESN in the first

place. Anecdotes and stories are ways to do some sampling, as I

pointed out in the previous section.

But how do you really measure relationships? Usually, you would

have to go through detailed interviews to learn about people’s rela-

tionships, but it is actually possible to learn at least something based on

a few selected quantitative measures. Examples might be people’s

interaction frequency, the number of links they have, the type of

subnetworks they are connected to, and so on. Together with addi-

tional data on each of the network nodes, there is potential to make

real, business-relevant observations.

SAS, the organization that launched The Hub, has been focusing

on providing analytics solutions to customers, as well as internally, for

many years. In recent years, the company started providing solutions

that help organizations to analyze social networks as well.

There are some differences between analyzing a network at an

insurance company to detect fraudulent behavior and analyzing an

internal social network to get a better feeling of the connectivity of

employees. But the techniques to visualize what is happening are very

similar in both cases. For an internal social media platform, the goal

will be more to view progress (or degress) in the network and to

visualize entities. You can visualize follower networks as well as what I

would call “posting-links” (i.e., Person A posts and Person B com-

ments, answers, or just refers to Person A). This can be a measured to

find the degree of collaboration in the organization. It can show where
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knowledge could be flowing, albeit not in a direct fashion, as infor-

mation flow alone does not guarantee knowledge flow and value.

Paired with the analysis of topics and topic clusters, you can

actually get a feeling of the communication structures in your orga-

nization. But this requires an attitude of trust, and analysis should be

always on an aggregated level. It is not only dangerous to go down to

the individual level (for legal and trust reasons), but it also would not

make much sense, as you want to improve collaboration for the

organization as a whole. If there are problem areas, it is a matter of

HR and management to go in and investigate those deeper. The task

of this type of social network analysis is to provide a high-level

overview of what is going on at the moment and where things are

predicted to move.

Other types of analytics can analyze topic clusters in order to get an

overview and early warning on trends. This can answer questions

about whether or not a certain competitor is coming up more often or

a particular technology is becoming a trend. You can also use tradi-

tional product marketing techniques to get answers to those questions,

but the issue is that those holding the knowledge (the crowd out there)

might be too busy to answer your questions, and asking them on a

daily basis is likely not possible.

Topics being discussed on a daily basis in your ESN can give you

that information. Again, it is not about knowing that Joe talked about

X and Paula had a question regarding Y; it is more about X or Y being

on the minds of a growing group of people and that those topics are

trending. This is where knowledge flow management and analytics

meet. The output of those types of analytics can make it into dash-

boards, tag clouds on the Intranet, and be used in the boardroom to

include the wisdom of the crowds into the decision-making process.

SNA can also be applied in the more traditional sense, where

people are asked questions about their peers. This can happen in either

an open fashion, where you start with a certain person or group and

follow links that they indicate they have, or in a closed fashion, where

you focus on one or more predefined groups and measure the links

between them. Those surveys usually focus on only three to five key

questions about interactions and relationships, but they still can be

fairly labor intensive to score.
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When performing SNA-type analytics, the additional data you

have available on the nodes in your network (i.e., people) can help

you discover answers to questions or just uncover dependencies

between certain factors.

Here is an example of how analyzing the data leads can yield some

insights and finally provide a sensible measure for your ESN (provided,

that you are allowed to evaluate this type of data in consent with your

legal and HR departments).

1. You start out by measuring the connectivity of your ESN via

follower relationships.

2. As a next step, you merge age and length-of-service information

with the relationship data.

3. For privacy reasons, you would then make the nodes anony-

mous. For the sake of this analysis, it is not relevant who is

behind each individual node.

4. Using some graph theory, you could now calculate the average

connectivity of members and also analyze it at the level of age

group or time with the company.

5. This way you could come to a measurement that would provide

insight on connections between old and young colleagues and

newcomers and longtime employees.

A bigger mix of age and length of service will help with issues like

knowledge lost due to retirement or the successful on-boarding of new

employees, both processes seen as important these days.5 This is only

one simple example of how you can create business relevant insights

on top of your ESN.

The promise of an ESN is that it might produce interaction indi-

cators from activity data. The activity of following another person is

the very first level of connection and relationship, and might reveal

some information about connectivity. As always, interpretation has to

be done carefully. There is more than one reason why people follow

someone else. It could be that they think they must follow a person,

not because they are really interested, but because it is their boss or

because they feel that they must reciprocate connections with those

who follow them.
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A relationship of “I am interested in what you have to say” might

be only a fraction of all the follow links. A sample survey might help to

give you a distribution of those cases, but it also has to be repeated, as

the culture might actually change with growing social media maturity.

Here is an example of an error we experienced early on in our

social network regarding this measure. There was a feature named

Follow All, which was a checkbox that led to a person following all

new users of the network. There were actually a number of people

that checked the flag, underestimating the effect it would have.

With the strong growth of the network, some people actually followed

more than 7,000 users—clearly not really the idea of following. The

company that provided the platform realized the impact of that flag

and it was removed from standard profiles. It might have made sense

for a very small group of users (say a small organization with 20 people

using the platform), but not for a growing population of users at a large

organization such as ours. We finally reset the connection lists for

those Follow All users and kindly asked them to pick the people they

were really interested in from the user registry. This is just one case

where a certain feature in the system skewed the results considerably,

and why metrics always have to be looked at in quite some detail

before relying on them in any way.

A follower relationship is a very light form of relationship. What

you might visualize is to what degree those following each other react

on other’s posts. This can include the number of likes and comments

that one would leave on someone else’s post in their network. As

mentioned in Chapter 5’s discussion about network pulse, The Hub

recently introduced a feature that allows users to send thank-you

notes of different levels and types to others. Those could give addi-

tional quality to the follower relationship. But there is a certain ele-

ment of reciprocity here as well that should be estimated and taken

into account.

So far we mainly concentrated on analyzing the network via some

type of SNA. But social media analytics goes a lot further. A growing

number of organizations are starting to discover the value that this

type of analytics provides them with regards to their presence on

external social media platforms and there is still a lot of growth

potential. As the aforementioned HBR report6 pointed out, about
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a third of those engaging in social media activities had not yet mea-

sured the effectiveness at all. Knowing what your customers and

prospects say about you is so important, however, that the rate of

measuring will definitely go up in the coming years.

It is important to understand the difference between simple

reporting that looks at the past and sophisticated analytics that can

help predict and optimize the future. The latter tools, especially if

integrating the data from social media with data from other systems

and processes within an organization, can provide a lot more value for

guiding an organization in the right direction. Understanding causal-

ities that were discovered through analyzing very large amounts of

data can help to react in a way that will open up new opportunities or

help avoid crisis situations. The analytical mind is not a nice-to-have

option; it is a critical success factor for competitiveness.

Just like how the use of social media has moved from external

environments into organizational environments, analytics should fol-

low along. ESNs of tens of thousands of employees are becoming more

and more common, as it is those large organizations that are most

likely to create silos that need connecting. Even if there are only a few

hundred users on your ESN, it is worth it to start looking at the data

with an analytical eye, but with networks of thousands, data quickly

gets really big. With the right analytical mind-set and tools, there are a

number of opportunities, not only to fine-tune your ESN for effective

usage, but also to use it as a detection engine for trends in a more

general business sense.

James Surowieki talked about the use of prediction markets in

organizations in his book, The Wisdom of Crowds.7 One of the downsides

of prediction markets is that they need active participation, which

requires yet another effort (prediction markets are similar to betting

games, which might actually be fun to do, but not everyone will see it

that way).

In contrast, analytics of social media content can work with what is

already there. There are important differences in some of the measures

you should be looking at and especially how you look at them, as I

pointed out in the section on motivations in Chapter 2. Social media

analytics is still developing on the external side, and taking the next

step to apply it to your ESN would give you a head start over other

c08 24 August 2012; 15:56:18

150 ⁄ C O N N E C T I N G O R G A N I Z A T I O N A L S I L O S



organizations that are not at that level yet. I predict that social media

analytics in larger ESNs will become as common as those networks

themselves, and organizations will become more mature in running

them in the future.

CHOOSING THE RIGHT KPIs

Measuring the value of knowledge flows is not easy, and one should

be rather careful in approaching it. In the previous section, I intro-

duced some example measurements and tools that will help you get

some insight into your ESN and where it is heading. However, one of

the key questions is what some of the most useful measurements—

also called KPIs—might be. In her Altimeter report, Charlene Li

pointed to the fact that one should concentrate on metrics that sym-

bolize some closing gaps between issues in the organization rather

than participation metrics.8

The most frequently used way to assess the closing of business-

issue gaps is via surveys. One of the downsides of surveys is that they

can lead to survey-fatigue, where people just get fed up with filling

them in all the time. So, while I fully agree that those measures are the

most valuable ones to have, there is a limit as to how many of them

you can have without annoying your users to the point where only a

fraction of people will answer, skewing the results.

In the end, you will have to use a balanced set of metrics. Partic-

ipation measures alone will be insufficient. They might be able to tell

you something about the number of people in the organization who

are aware of the system, but how many of them are engaging in

valuable conversations is a different kind of question. Measuring the

ratio between those that are actively contributing to the ESN and those

that are merely reading other content is a more useful metric.

As with any of the other measures, you need to be very careful

when you look at targets for them. In this example, one might assume

that it would be good to strive towards 100 percent participation. In a

couple of example ESNs that are considered to be running quite well, I

have seen that roughly about 10 percent of users were active con-

tributors, and 70 to 80 percent were readers, even after a year. This can

actually be okay. It depends in part on your adoption rate in comparison
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to the complete organization. You could have an adoption rate of 1

percent, and even if 100 percent of those are actively contributing, it

wouldn’t tell you much about the overall connectivity of the organi-

zation because the community is too small. The ratio of contributors to

consumers will very likely be below 100 percent if you have a larger and

diverse audience. It lies in the human nature that some people are more

likely to participate through contribution than others. The targets for

measures like that should be looked at very closely and you will also

need to adjust those targets as things progress.

One example measurement that Charlene Li mentioned in the

report is to what degree employees might feel connected to executives,

and if an ESN can reduce that power gap.9 Similarly, you could take

the distance values between old/young and new/longtime employees.

There are some types of measures that are a lot more general and

fall into the outcome measure category. For example:

j Number of patents

j Number of new products developed based on collaborative

efforts between one or more people from separate locations

j Shareholder value

The issue with those measures, even though they represent real

value, is that it is often quite hard to attribute the proper amounts to a

single initiative, like the ESN in our case. This would really only work

if the ESN were the only parameter that changed, which is unlikely in

today’s dynamic organizations. In the case of patents, for example,

there could be a range of reasons why there is suddenly an increase of

them. Better communication and collaboration might be one of those

reasons, but how reliable is it to put a value on the exact contribution

of a single factor?

Another category of measures can be derived from specific content.

You will remember how at SAS we introduced a special #hubvalue tag

for users to indicate in the stream of messages that they received real

value from a post or comment. So you could actually count the number

of #hubvalue tags and see whether they are increasing, for example.

Again, the conditions under which people actually use that tag might be

significant. Did they know about the tag? How many people actually
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use it? Howmany do not use it, even though they derived value from a

post? A number of unknowns might make the result hard to interpret.

One measure I consider rather useful is the average speed to an

answer. If someone asks a question, how long does it take until a reply

or answer is posted? The average speed of reaction could be compared

to other systems like an internal problem-tracking system. What it

does not include, though, is an evaluation of the real value of that

answer. For example, if you were to make that measurement visible to

all participants and request that questions get quick responses, the

effect could well be that a certain fraction of users would shoot back a

quick reply that they did not properly research, just to fulfill the speed

requirement. The result would be worse service even though the speed

measurement would appear to show an improvement.

An indication of the value of a post or answer can be communicated

with a like button. That is the shortest form of feedback that needs the

least effort to use, which is probably why likes are more common than

comments. Especially with the rise of mobile devices, where it is

somewhat awkward to type a long comment, it is simple to hit a like

button. Evaluating the frequency of hits can be a good indicator for

activity as well as how many people liked certain answers, and value

can also be evaluated by investigating which topics and hashtags pro-

duce predictions about certain trends. To interpret the quality of this

data, you will need to be careful to not misinterpret writing ability

for content. Some of the posts might be irrelevant or off-topic, but they

could get a lot of attention (e.g., likes, comments) because they happen

to be funny or well written. Most often it is a good strategy to look for

a combination of content (e.g., an interesting, relevant topic) and tone

(e.g., nicely said). As long as you are aware of those two dimensions,

analyzing like buttons could really add to the understanding.

One interesting measurement that Charlene Li mentions in her

study is the ratio of private (closed) groups in comparison to public

groups. She argues that a rise in the number of private groups is an

indication of the maturity of an ESN.10 When I first read that, my

reaction was skeptical, as I would have thought that the creation of

private groups would have been something that people were more

likely to do when they are new to an ESN and don’t want their dis-

cussions fully exposed. Especially when groups are created in complete
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alignment with existing organizational structures, I would still see that

as a motivation to make groups private. However, when an ESN gets

beyond the first bootstrap phases, I do see her point. The maturity of

an ESN is also based on the degree to which those offline conversations

migrate to the online world. The more this happens, the more likely it

is that people will also need private rooms to discuss things that are

confidential or not ready for wider distribution. Privacy is also pre-

ferred by a group that puts a large emphasis on focus and, therefore,

wants to determine and limit the audience.

What I always find important is to have a portfolio of KPIs that

balance each other to provide a more complete picture. Activity could

give you one little piece of the story, and evaluation and comments can

supply another piece. Also, when you are not 100 percent sure how to

interpret certain measurements, a fallback strategy could be to look

more at trends than at absolutes. Often it is more revealing to discover

growth rates rather than usage rates. Similarly, to follow numbers

over time it can be quite interesting to look at them in geographic

perspective (and, similarly, by organizational entity). Comparing

numbers from country to country could reveal information that will

help you learn more about how and why your users are using the ESN

or not. What could be the reason that the French office is contributing

three times as much as the German office? By feeding back some of the

results, you can also create some type of competition. You can also plan

events around the data, like a company-wide brainstorm, where people

generate as many ideas as possible in a given timeframe. This could

be measured in a competitive way to designate a winning office or

team. Keep in mind that these types of events encourage quantity and

not necessarily quality, but such rare single events might raise the ESN’s

visibility and adoption rate (two metrics you will want to track).

One way to measure overall connectivity within an ESN is to look

at brokers and how they develop. Brokers are users who are very

active, have large networks, and make it a habit to lead people to other

users. The number and activity level of brokers can be an indicator

of how connected the overall network becomes. If you are aware of

certain silos you could measure this specifically by looking at individual

brokers within each of your organizational silos. And as an action
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item have the CM (community manager) encourage broker functions

within parts of the organization known for showing silo behavior.

As some of those examples have shown, choosing the right KPIs is

not always easy. It is most important that you check the hypothesis

behind a measure regularly to make sure that a measure indicates

what you expect it to. This can be done through small surveys or just

by talking to users and other stakeholders on a regular basis.
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