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Abstract: Presented paper offers a comprehensive framework that identifies and classifies social media marketing 
strategic actions. The conceptual framework covers actions that support both transactional and relationship marketing. 
This research also positions social media marketing strategy and strategic actions in the context of the marketing 
organization theory, and discusses the impact of the incorporation of social media on the concept of marketing 
organization. The study offers valuable theoretical insight on social media marketing actions and the deployment of 
social media marketing strategies in companies. The investigation also provides hints about how to maximize the 
benefits from social media marketing for customer-oriented, market-driven organizations. 
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1. Introduction 

Businesses are aware of the need to foster the creation of relationships among their industry value chains. 
Consequently, the development of marketing theory and practices is also undergoing a paradigm shift from a 
transactional to a relationship orientation (Hollensen, 2010). Businesses and industries have increasingly noticed the 
importance of social media to support market-driven, consumer-oriented organizations, due its intrinsic 
characteristics, such as interactivity and focus on usergenerated contents. Nevertheless, many companies have yet to 
integrate social media into their branding and marketing strategies, in order to adopt a customer-oriented approach on 
social media (Niessing, 2014).It is therefore evident that companies need to manage socialmedia applications more 
effectively to integrate them into their marketing strategies. 

Social media marketing studies are in an emerging stage. Despite the existence of scholarly works, reports of 
best practices or anecdotal views, few of them offer a strategic view onhow companies can better implement and take 
advantage ofsocial media as marketing tools.Considering the current state of the art in social mediamarketing, this 
study proposes a conceptual framework onhow companies develop their social media marketing (SMM) strategic 
decision process, and how they translate and deploytheir SMM strategy (SMMS) into strategic actions. The frame-
work proposal includes a classification of SMMS actions. The study also assesses the fit of SMMS with marketing 
organization theory, and the benefits deriving from its application to relationship and transactional marketing 
approaches. The next section presents the literature review and theoretical foundations of the research. The 
investigation builds on a systematic literature review of current research on social media and SMMS. Then, this study 
lays out the proposal of the SMMS framework for companies, followed by a discussion of the fit of the framework 
within the marketing organization theory. The lastsection draws the conclusions and the practical and academic 
contributions of this study to the field of social media marketing. 

2. Literature review 

The literature review provides hints of further development on many research streams. First, there is still need 
for formalization and classification of business and industrial SMM strategies; in particular, it is interesting to explore 
how companies develop their SMM strategy, and the implications of SMM strategy on the firm’s marketing activities. 
Second, research on specific SMM activities or the impact of strategic actionson marketing performance is still scant. 
Furthermore, more specific areas of marketing – e.g. relationship marketing –still offer many opportunities for 
research; for example, thequestion of how social media can contribute to the marketingperformance of the 
organization remains unanswered. Lastly,there is also scarcity on research in terms of organizational behavior and 
SMM relations – i.e., how SMM can contribute to business strategic decisions. 

The limited number of studies on SMM makes it necessary to adapt theories and concepts from other related 
fields prior to the conceptualization of SMM strategy. Therefore, the underpinnings of this conceptual framework 
stem from literature on marketing management and generic corporatebusiness strategy. Slater and Olson (2001) 
develop a taxonomy of marketing strategy typologies by identifying firms’ marketing activities through their market 
segmentation, targeting, positioning, and marketing mix. Slater and Olson (2001) see marketing strategy as a set of 
integrated decisions and actions by which acompany expects to achieve its marketing objectives and meetthe value 
requirements of its customers. From the prior conceptualization of generic business and marketing strategy, in this 
study social media marketing strategy (SMMS) refers to the integrated means and set of actions by which a company 
or organization expects to achieveits marketing objectives and meet the requirements of its target market through the 
use of social media tools. Consequently, global strategic decisions of the firm drive their SMMS. 

Each of the social media platforms – or social media channels – has distinctive characteristics, functionalities 
and features. Hence, companies should consider these differences when they define their SMM activities within the 
social media sphere. For example, some social media platforms may be more adequate for a particular type of content 
compared to others – e.g., Instagram or Pinterest for graphic contents – and some platforms may be more appropriate 
for a particular type of audience within the network (Falkow,2011). 

From the literature review, two works are particularly relevant to set the basis for a comprehensive conceptual 
framework: Mergel (2013) and Constantinides (2014). Mergel(2013) proposes a classification to explain social media 
adoption tactics by institutions from their social media activitiesin different social media platforms. Mergel’s work 
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originally focuses on the study of the deployment of social mediatactics by public service agencies among the US 
Federal Government, and describes three main types of social mediaactivities/tactics: 

1. Representation, a tactic related with the representation of the agency on the social media channels. Representation 
resembles a more traditional approach of “push” strategies. 

2. Engagement, a tactic that aims at the interaction betweenthe audiences and the agency, reflecting “pull” strategies. 

3. Networking and “mingling”, tactics that aim at keeping a measured voice and listening to the citizens (passive 
strategy). 

From a different view, Constantinides (2009, 2014) classifies corporate SMM activities based on the types of 
social media applications, and the correspondence between SMM activities and marketing objectives. Constantinides 
states that companies have two main approaches to their social media activitie as part of the marketing strategy: 
passive and active. The passive approach, listeningin, implies the use of social media applications as a source of 
customer voice and market information. The active approach, on the other hand, relates to the use of social media 
applications for the following marketing purposes: 

1. Public relations and direct marketing tools. 

2. Engaging personalities as a means to influence customersand as product/brand advocates. 

3. Personalizing customer’s online experience and allowingproduct customization4. Engaging the customer in the co-
creation and innovationprocess, as well as in product reviews or advertising con-cepts. 

Idea of relationship marketing and the interactions of the company inside and beyond the boundaries of the 
organization, Hult (2011) elaborates the concept of marketing organization in the context of Marketing Organization 
(MOR) theory. A marketing organization encompasses marketing activities that cross a firm’s internal and external 
boundaries, in an integrated way, creating business processesand networks to satisfy the needs and wants of relevant 
stakeholders.  

Figure 1. Elements of the marketing organization 

 

Source: Hult, 2011 

The fundamental premise of MOR theory lies on the notion that marketing activities represent the central feature of 
contemporary marketing, rather than a focus on the marketing department or marketing function. Overall, as shown in 
above, it encompasses an integrated foundation of (1) marketing activities (inside-out, outside-in, and boundary-
spanning activities); (2) customer value-creating processes (product development management, PDM; customer rela-
tionship management, CRM; and supply-chain management,SCM); (3) networks (internal, vertical, intermarket, and 
oppor-tunistic); and (4) stakeholders (primary and secondary). The key idea on Hult’s (2011) framework is the notion 
that implementation of marketing activities is a direct function of an organization’s superior and distinctive 
capabilities (Day, 1994). Day (1994) identifies three distinctive capabilities within a market-driven organization: 
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inside-out(internal), outside-in (external), and spanning. Inside-out pro-cesses encompass the internal resources and 
capabilities of the organization; for example, technology development, manufacturing/transformation processes, 
financial management and integrated logistics. 

3. N-REL: Networking, Representation, Engagement, Listening-in framework for SMM 

The literature review on SMM activities from the perspective of the social media mix suggests three different pillars 
that a firm should consider to build and develop its SMM strategy. First, the social media mix decisions that define 
which platform a company should use to conduct its marketing activities. Second, the impact and relevance of users’ 
social media content experiences in their attitudes and behaviors. Third, social influence contagions in social media 
that may as well affectusers’ attitudes and behaviors, and therefore their decision-making process. This social 
influence implies that marketerscan capitalize on the use of the online influencers within thesocial (media) network, 
engaging them in order to increase impact of the marketing actions on consumers. 

This study conceptualizes SMM strategy and activities following the prior suggested notions from the review on 
SMM-related sources and from business strategy literature. From Slater and Olson (2001), SMM strategies and 
activities refer to decisions on the following three areas: 

1. Market segmentation, targeting and positioning. 

2. Positioning based on marketing mix. 

3. Social media mix. 

Following the N-REL framework for SMMS, this section discusses how the framework fits in marketing organization 
theory, using Hult’s (2011) proposal as a starting point. Hult(2011) suggests the notion of a marketing organization 
from a cross-functional activity-based perspective rather than conceptualizing a marketing organization as a distinct 
functional entity.	The N-REL framework suggests that SMM activities encompass and interact with the different 
components of a marketing organization (Fig. 2). In this case, SMM activities cover a firm’s internal and external 
customer-value business processes. SMM activities also contribute to the creation of networks whose goal is to fulfill 
the needs and wants of stakeholders. SMM activities transform the dimensions of these elements to a bigger or lesser 
degree as defined by the structure and dimension – i.e., configuration – of its (social) networks and stakeholders’ 
roles. 

Figure 2. Elements of the marketing organization 

 

Source: Hult, 2011 

From the comparison of Figs. 1 and 2, it is evident that the inclusion of social media in the marketing organization 
induces a significant change, facilitating and strengthening inter-relations among the different elements of the 
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marketing organization. Thus, in the first place, decision makers ofthe organization shall setup their strategic 
decisions on SMM implementation, and a correspondence must exist between the decisions and the company’s target 
market and marketing mix. The different decisions have an effect on the possible network configurations, the role of 
customers as stake holders and the definition of the customer-value creation processes. 

Prior to the deployment of SMM actions, the organization must conduct tactical decisions concerning thesocial media 
mix variables, such as which type of social media platforms to use. In addition, organizations must consider whether 
there are special types of applications or features (e.g.video, music, commercial applications, etc.) available within 
each medium or social media channel that match their needs.These tactical social media decisions shall guide the 
company into defining the key actors within their social networks. 

The resulting configuration of the social networks strongly influence the communication flows between network 
actors. Social media is egalitarian in nature (Peters, Chen, Kaplan,Ognibeni, & Pauwels, 2013), in contrast to 
traditional or other online media. Thus, a brand is essentially a network node, just like any other actor within the 
network. A brand is nolonger a single authority in a hierarchical structure that cancontrol one-way exposure to 
commercial communications ormessages. Brown, Broderick, and Lee (2007) suggest that, inonline social networks, 
each individual contributes to andreceives information from an online community. The configuration and structure of 
the social networks therefore define theroles and relative influence of each stakeholder. Peters et al.(2013) suggest 
that the following network dimensions describethe network structure of a social medium: 

1. Size (e.g. the total number of actors or the degree of local-ity). 

2. Connections (e.g. homophily, multiplexity, mutuality, net-work closure). 

3. Distributions (e.g. centrality, density, distance, tie strength).4. Segmentation (e.g. clustering coefficient, 
betweenness). 

Marketing activities are the defining key of the marketing organization. Representation actions in the N-REL 
framework (e.g. public relations, and promotion and sales process) areclose to the concept of inside-out marketing 
activities, because the goal of these marketing actions is to communicate the internal capabilities of the organization 
to its target market.Mostly, representation activities reflect transactional market-ing approaches. Some examples of 
representation actions include sharing success stories in social media (Andzulis et al.,2012), customer appreciation 
contents (He et al., 2013) or social media ads (Curran, Graham, & Temple, 2011). 

4. Discussion 

Presented study proposes the N-REL framework, a comprehensive framework that explains how companies 
develop their social media marketing strategic decision process, and howthey translate and deploy their SMM strategy 
into strategic actions. The framework extends prior literature on SMM strategy, offers a general perspective, 
irrespective of industry or sector of application, and covers both B2C and B2B marketing.	As marketers increasingly 
realize about the importance of relationship marketing, they turn to maximize the potential of social media use for 
their marketing strategy (Bačík et al. 2015). Within the paradigm shift toward relationship marketing, social media 
marketing is also consistent with transactional marketing, although SMM activities can particularly boost relationship 
marketing approaches. The N-REL framework, however, also has some limitations. For instance, it covers only SMM 
strategic actions initiated by the company, and the classification of SMM actions does not cover social media 
boundary-spanning activities that involve other actors in the social network. Hence, companies should anticipate the 
impact of these boundary-spanning activities in their marketing goals. 

The framework suggests that companies may capitalizeon the potential benefits of social media and their 
distinctive capabilities to enhance relationship with customers, supply chain, or business partners. Nevertheless, since 
social media marketing activities influence, and are influenced by, the social activities resulting from the interactions 
with social network actors or users, there is always the possibility to failto react properly to consumer or user 
responses. This maylead to negative eWoM in social media, an example being Nestlé’s handling of a negative 
campaign about their product (Berthon, Pitt, Plangger, & Shapiro, 2012). Conversely, andincluding a careful design 
of strategic actions, firms may benefit from boundary-spanning social media activities – e.g.,activities contributing to 
commercial or purchasing processes.Companies could also integrate other social media activities into customer-value 
processes – such as CRM, SCM, or product innovation – via collaboration with the online brand community. 
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