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1. Introduction 

Today, most organizations interact with its consumers online to gain a competitive edge, and 

social media is often the chosen tool to connect with a large audience. Social media can be an 

important intangible resource for organizations to engage with its consumers globally, but 

how can social media assist organizations with effective communication and brand 

management? 

The digital media revolution has changed the traditional way of branding. Before social 

media, marketing and PR-departments controlled communication activities regarding its 

brand. Organizations had the power to control the messages, they wanted to present to its 

audience, and although any communicational effort must be contemporary, it could take time 

publishing through traditional mass media compared to social media today. Social media has 

given the power to the social media users. Any social media user can express their opinion, 

share content and images, and come together in communities of shared opinions regardless of 

geography. Social media binds users together in communities and intensify their 

collaboration and their influential power. These communities can have a cultural influence 

which might be important for corporate brand management. Brands only succeed when they 

break through in culture, i.e. when society accepts the corporate image and identity. If social 

media users do not accept the brand and corporate initiatives, their cultural influence can 

have a negative impact. 

Social media have, for a long time now, been an important part of a good corporate 

communication strategy. But it isn’t just an important platform for broadcasting and 

communicating with the outside world. If used correctly, it is also a tool to get to know 

organization’s own consumers and track what is being said about a brand. Social media also 

give organizations the opportunity of instant reception of the market and the ability to engage 

itself with consumers. Organizations can use social media to monitor and manage its 

reputation and improve its online efforts. So how does an organization use social media for 

brand management? How should it react and respond in situations where social media users 

can have a negative effect on its brand and reputation on social media?  This is what we want 

to investigate in this study.  

Social listening is a process of tracking conversations and mentions of specific topics, 

keywords or brands, and this data can be used to discover opportunities or make even more 

focused content to consumers/audience. Social listening differs from social monitoring as 
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social listening requires analysis and reflection, and it can therefore be used for many 

purposes such as tracking an organizations’ overall brand health.  

While social listening gives organizations the opportunity to manage its brand reputation, it 

will also help the organization keep track of negative feedback and communication about its 

brand on social media. As branding needs social acceptance for success, it is important to 

monitor and manage communicative activity regarding branding initiatives.  

We will analyze how social listening could be used as a communicative tool when a brand is 

faced with criticism on social media. Social media is a widely preferred channel for 

consumers to express their opinions and social listening provide the means to obtain detailed 

insights to social media users perceptions and judgements.   

A tool to effectively use and manage the outcome of the online communities' collaborations 

and data from the monitoring is knowledge management. Knowledge management is a 

process of using and controlling already existing information and data about specific topics, 

e.g. a certain brand or product. Social listening can be used to harvest knowledge from 

external sources and use it to one’s own advantage i.e. knowledge management.  Using a 

knowledge management system can help organizations track its overall brand health and 

reputation on social media. We will therefore analyze and reflect on how knowledge 

management as a system and social listening can complement each other.  

To our knowledge there is a need for further studies in the area of social listening, and we 

need to learn more about how social listening can provide insights for effective corporate 

brand management. Our study focuses on social media as a communicative tool in branding 

and communication management, and it draws on social constructivism and positivism to 

conceptualize social media as a resource in branding.  

2. Research question 

To what extent can social media be a communicative tool in brand and communication 

management? 

▪ Why should organizations use social media as a communicative tool? 

▪ To what extent do stakeholder’s emotions affect their activity on social media? 

▪ How should organizations respond if their brand is criticized on social media?  
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3. Abbreviations 

In our study, we will use several shortenings, which are listed in the table below. 

Full term Abbreviation 

Social Media Management Platform SMMP 

Social Media User SMU 

Social Network Site SNS 

Social Visibility of Consumption SVC 

Social Listening Data SLD 

Customer Brand identification CBI 

Word-Of-Mouth WOM 

4. Methodology 

The overall purpose of this study is to investigate whether social media can be a beneficial 

tool in corporate brand and communication management. Social media is a mean to 

communicate directly to SMU’s and organization’s own brand community. Social media is 

also a cost-efficient way of communicating to reach a broad audience with the opportunity of 

customizing communication and branding efforts to a specific segment (Facebook Business, 

2018). However, social media can also be a risk full tool as organizations cannot control 

conversations regarding its brand. Social media gives every social media user the opportunity 

to express their opinion and form communities regardless of national borders. The power of 

brand communication has shifted from organizations to social media users who can form 

communities of significant sizes and affect an organization’s general brand health. Many 

organizations engage with their consumers on social media with the risk of becoming the 

center of negative word of mouth and criticism from both consumers and the general public. 

In this chapter, we will outline the scientific thoughts, research approach and the 

methodological framework in our study. The reader will also be introduced to the study’s 

own table that illustrate the connection between the study’s research questions and the 

methodological and theoretical framework. This will give the reader an overview of the 

academic choices that were made to answer the research questions of this study.  
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4.1. Philosophy of science 

Philosophy of science and choice of paradigm define how information was collected and used 

to conduct the research. The choice of paradigm will affect the methodology, the practices 

and the data analysis in the thesis. The following two dominant paradigms will be explained 

and discussed in relation to our research.      

4.1.1. Social constructivism 

The purpose of this thesis is to investigate whether social media can be a beneficial tool in 

corporate brand and communication management Therefore, our general approach will be 

social constructivism. Social constructivism seeks to understand the world and develop 

meaning based on each individual’s experience. According to social constructivism, these 

meanings or knowledge is created through interactions with others (Kjørup, 2008). Learning 

and knowing is therefore explained as a social process situated in physical but also socio-

cultural contexts and distributed across persons and tools (Kjørup, 2008). 

This approach is highly relevant for our focus as part of the research question will be 

answered based on qualitative data in the form of social media content from different online 

communities and also created by individuals, i.e. social media users. By means of this data, 

this thesis seeks to investigate how social media can be used as a communicative tool in 

regard to reputation, i.e. how meanings created in a social context can become useful 

knowledge for a brand or organization.  

4.1.2. Positivism 

As obverse to the social constructivism approach, another part of our thesis will be based on a 

positivistic approach. Where social constructivism is a highly subjective approach, positivism 

seeks to be objective.  

This approach becomes relevant, as part of our thesis will be based on quantitative data 

gathered through social listening. The data gathered through social listening is numbers and 

statistics about likes, mentions and other activity about a brand or corporation among other 

things. Some of the social listening data can, however, have a subjective background; we 

assume that statistics about good or bad mentions, as an example, has been subjectively 

assessed to be either one or the other.    
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4.2. Methodology in context with philosophy of science 

Our empirical research method is both qualitative and quantitative. The ontology of our study 

is realistic based on the quantitative data, but the qualitative data is relativistic due to the 

subjective influence from SMUs. In the quantitative research process, data from social 

listening is gathered to create a statistical overview. The same data from social listening also 

provides qualitative data where subjectivity must be considered, e.g. sentiment and content 

analysis. The combination of quantitative and qualitative data, i.e. positivism and social 

constructivism, means that this study’s epistemology is both subjective and objective.  

The SMUs who are the authors of comments, mentions, shares and likes in this study, are 

considered as opinion makers that use social media to communicate their point of view to a 

specific topic which, in this study, will be a brand. The content of the message can diversify 

in many ways, and the content is subjective. When the message is published on social media, 

it allows for further commenting, mentions, shares and likes that can spread the message and 

gather a community, i.e. unspecified number of people who gather around the same cause 

and/or opinion on social media. This data is qualitative and gives us insight to SMU’s 

opinions and thoughts on specific topics.  

The same method of data collecting from social listening allows for access to quantitative 

data. Although the field of social media, branding and communication is often investigated 

and analyzed with a humanistic theory of science, the digital evolvement of social media has 

made it possible to gather quantitative data through social listening. Social listening can give 

an overview of key metrics, e.g. sentiment, engagement, activity, number of followers, 

demographics and more. The quantitative data can provide an overview of a brands health on 

social media if the data is analyzed and used appropriately.  

Our research method for drawing a conclusion is inductive (Kjørup, 2008, p. 47). We will use 

our empirical research for observations which we then will discern a pattern from. Based on 

our observations, we will construct a number of hypotheses, which we will use our data and 

theory to study further. Our research will lead to the final discussion and conclusion. 

With our empirical research, we make a generalization that answers our research question and 

a generalization as our conclusion.  
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4.3. Netnography 

Today’s customers are uncreatively online before, during and after interactions with service 

or product providers, which creates massive amounts of information about their activities and 

experiences (Heinonen and Medberg, 2018). Most of this information is publicly available, 

which offers new opportunities for customer insights and more personalized, higher quality 

service (Heinonen and Medberg, 2018). Netnography is a research tool for collecting and 

analyzing online customer information and data, and in today’s environment of digitalization, 

it is a more relevant method than ever (Heinonen and Medberg, 2018). Netnography is a 

qualitative research that provides rich and naturalistic data, which accurately depict the lived 

realities of the customers, thus offering researchers a view of customers’ everyday lives 

(Heinonen and Medberg, 2018). Netnography is a fast and simple method, but it also has 

some limitations; the main concern is regarding the authenticity and quality of the data 

(Heinonen and Medberg, 2018). It can be difficult to establish the exact demographics of 

informants, and a netnography approach might therefore not be suitable for research that is 

sensitive to factors such as age, ethnicity, gender and so on (Heinonen and Medberg, 2018).  

This study’s approach of collecting empirical data is netnographic through social listening 

and the use of social media.     

4.4 Social listening as a research method 

The overall purpose of this study is to investigate whether social media can be a beneficial 

tool in corporate brand and communication management. Therefore, it is our first sub-

question in our study.  

Social media can help organizations communicate directly to and with SMU’s (social media 

users), consumers, organization’s own brand community and the general public. Establishing 

a social media account is also often a cost-efficient way of communicating to a broad 

audience, and it can provide opportunities for customizing communication and branding 

efforts to specific target groups. However, corporate presence and communication on social 

media also comes with a risk. Organizations cannot control conversations regarding its brand 

and SMUs may seek a brand’s attention through negative word of mouth and criticism. Social 

media gives every SMU the opportunity to express their opinion and form communities 

regardless of national borders. The power of having a public voice has shifted from 

organization’s own PR and marketing departments to SMUs who can use their voice and 

come together in communities of shared views and opinions. SMUs have the power to affect 
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an organization’s general brand health, and many organizations engage with their consumers 

on social media with the risk of becoming the topic of negative word of mouth and criticism. 

Therefore, we will use theory on social media and brand management. We expect that the 

current research on these topics will help us analyze whether an organization would benefit 

from being present on social media. Even though social media is a communicative tool where 

conversations about brands are out of organization’s control with the risk of negative 

mentions being widespread transnationally. Theory on brand management will inform us on 

how organizations can manage its brand and reputation the best way possible, and we will 

investigate the theory to social media by using social listening and its opportunities.  

At the beginning of our study, we investigated the opportunity to access a social media 

management platform (SMMP) to determine whether it was possible to use it as a data source 

for this study. SMMP can be a comprehensive tool that helps organizations manage its brand 

reputation, join online conversations and provide efficient customer service. SMMP can track 

multiple channels with no delay that helps organizations provide immediate response to 

SMU’s inquiries, and within the organizations, several employees can be registered as agents, 

so inquiries are located and assigned to the right agents. SMMP’s effectively speed up the 

process of communicating on social media with a structural management system. Within the 

SMMP lies the function of social listening that we wanted to gain access to.  

We contacted several companies who specialize in SMMP’s, and fortunately some companies 

replied quickly that they were glad to help. We were given time limited access to Talkwalker 

which is an organization that specializes in social media analytics, reporting and social 

listening. The access to Talkwalker’s SMMP gave us the means to gain data from social 

listening for our analysis. The limited access to SMMP gave us the opportunity to look 

approximately one year back on specific brands of our own choice. We have chosen different 

case studies that we will use to support our analysis.  

Every comment, mention, share and like is data. It contains the authors attitude towards a 

specific topic. We consider the qualitative data from social media as substitute to interviews. 

At first, we considered conducting interviews which purpose would be to provide insight into 

the respondent’s perceptions of specific brands using images and questions. We talked about 

the risk of leading questions that could affect the respondent’s answers. Furthermore, we 

could not ensure that the respondents demographics were widespread, which we wanted for a 

more trustworthy conclusion on our study. In interviews, the interviewer will inevitably 
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influence the data collection as no interview will be the same, i.e. the same questions will 

rarely be asked, and the atmosphere will never be the same in each interview. Therefore, we 

investigated the opportunity for social listening which provides explicit and frank opinions 

from individuals who actively share those over the world. SMUs are responding to the exact 

same content, e.g. a post, image or comment. And it is not only the content of comments, but 

also the activity in likes and shares that provides a general overview of brand health on social 

media.  provides a general overview of brand health on social media.  

However, social listening only provides insight into SMU’s activity and opinions as a 

response to a brands activity, i.e. posts, shares or public reputation. Brands social media 

activity will also be considered a data source, i.e. brand content. Brand content will be used 

as a concept for a brands activity on social media, e.g. content on posts, likes and shares. We 

will investigate the specific brands activity with reference to data from social listening. This 

will enable us to compare and draw a pattern from the brand content that creates activity from 

SMUs.  

4.4.1. Talkwalker 

Talkwalker develops and supplies a social listening and analytics platform to manage and 

monitor social media activity across channels, i.e. SMMP. The company has been recognized 

as a strong performer and have developed one of the leading social listening tools in the 

world with a high score in reporting and data quality.  

Talkwalker’s product is comprehensive with many functions. Its platform has image 

recognition, so it does not miss a mention on social media even though it does not consist of 

words. The platform also has an advanced sentiment that can analyze customer opinions 

including sarcasm and irony. This function provides data that can give companies insight to 

brand opinion or any other topic that it might find relevant to know customer opinions about.  

The platform provides extensive data on sentiment, SMU’s demographics, and other key 

metrics that companies can use for brand management, customer service, sales increase or 

other goals. The social media analytics tool can help identify the most efficient way to 

communicate.  
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4.4.2. Content analysis 

In addition to the netnographic empirical data from social listening, this study will also use 

content analysis as a method. In this study, we refer to content analysis as the process of 

analyzing generated content, i.e. selected posts from Facebook and tweets from Twitter. The 

content may be generated by social media users or the brand/organization.  

The content analysis will support the empirical data from social listening while providing a 

comprehensive analysis to our research question because a content analysis provides context 

to the positivistic data. We regard the content analysis as a social constructivist method of 

gathering and processing data.  

4.5. Literature study 

To answer a part of our analysis, we will conduct a literary study on chosen theory and/or 

literature about knowledge management, customer knowledge management and social 

listening. The purpose of this study is to use existing theory about knowledge management 

and customer knowledge management and understand and explain the notion of social 

listening in a knowledge management context. The study will show how social listening fits 

into or differs from the framework and models of knowledge management and customer 

knowledge management. The results of the literary study will not only support our further 

analysis; it will also contribute in answering our research questions.   

4.6. Case studies 

Throughout our analysis, we will use a series of small case studies. We will use cases on 

different brands that have used social media to communicate and manage their brand in 

certain contexts. This is inductive method, where we will search for patterns through social 

listening in each case study. Based on this data and the chosen theory, we will conduct an 

analysis. With the case studies we want to generate meaning from the social listening data 

collected to identify patterns that may or may not support our hypotheses.  

The cases will involve three selective brands, which have recently been exposed for criticism 

on social media. By using actual posts and activity on social media, we will examine and 

analyze how these brands have acted on social media in relation to their situation. The case 

studies are a suitable method, as it allows us to analyze a series of different activities and 

different sources and how they play out in a certain context.  
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In regard to case studies as a method, it is important to stress that we as researchers can be 

biased when interpreting social media posts and activities, and therefore the data outcome 

will, to some extent, be affected by subjectivity. 

4.6.1 Nike and Colin Kaepernick 

Nike launched a new ad campaign featuring Colin Kaepernick, a former quarterback for the 

American football team, the San Francisco 49ers, to celebrate the company’s 30th-anniversary 

for the brand “Just do it” in September 2018 (Kelner, 2018). The former quarterback has not 

played professional football since 2016 where he sank to his knees during the American 

national anthem in protest of police brutality and racial injustice. He was later joined by other 

NFL players in his protest (Goldman, 2018).  

The athlete and civil rights activist Colin Kaepernick stated: “I am not going to stand up to 

show pride in a flag for a country that oppresses black people and people of color. To me this 

is bigger than football and it would be selfish on my part to look the other way. There are 

bodies in the street and people getting paid leave and getting away with murder” (Kelner, 

2018). 

The controversial decision is the core of Nike’s decision to make him the face of their new 

campaign. Nike seeks to sell inspiration. Although some people still rage at Kaepernick’s 

political stance and at the fact that, yet another political rebel is rewarded, it is the narrative 

of an individual driven by the fight for justice although he is fighting a lonesome crusade 

against powers stronger than himself (Cobb, 2018).  

Following, the President Donald Trump launch a sensational attack on NFL players who did 

not stand in protest during the national anthem. During a speech in Alabama on September 

22, 2018, he said: “Wouldn’t you love to see one of these NFL owners, when somebody 

disrespects our flag, to say, ‘Get that son of a bitch off the field right now. Out! He’s fired. 

He’s fired!” Donald Trump encouraged people to leave stadium in counter-protest if they are 

attending NFL games and see a player kneeling during the national anthem. (Graham, 2017). 

Although it may have seemed as a strategy ill-considered, it was indeed Nike’s intention to 

shake the ground a bit. Gina Fisanotti, Nike’s vice-president of brand, said: “We believe 

Colin is one of the most inspirational athletes of this generation, who has leveraged the power 

of sport to help move the world forward. We wanted to energize its meaning and introduce 

‘Just Do It’ to a new generation of athletes” (Kelner, 2018). Colin Kaepernick does not stand 
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alone in Nike’s campaign. Serena Williams, a professional tennis player, is also featured as a 

woman who have faced racism and sexist attacks throughout her career. Lebron James, the 

best basketball player in the world, will also be featured, a as man whose intelligence has 

been publicly insulted by the President of the United States (Cobb, 2018). 

It was a gamble for Nike to bet on that most of the world understands Kaepernick’s decision. 

Nike’s share price fell by 2 % the day after the release as the response to the protests and 

boycotts of people burning Nike products and cutting Nike logos of their socks (Kelner, 

2018). Protesters from around the world gathered on social media and posted content 

threatening a complete boycott of the Nike brand.  

The way the message was sent divides the audience in age. Among Americans ages 18-34, 

67-21 percent approved Nike’s decision while American ages 65 and older disapproved the 

decision, 46-39 percent.  

Mark Parker, chief executive of Nike, said: "It's resonated... quite strongly with consumers, 

obviously here in North America, but also around the world," Mr. Parker told analysts. "Like 

many campaigns, it's driving a real uptick in traffic and engagement, both socially as well as 

commercially" (BBC Business, 2018) Nike gained 170.000 followers on Instagram and 

follower commented on post twice as much as any other Instagram post from Nike, although 

not all were positive or supporting (Goldman, 2018). 

The reactions were many and many were intense. Famous and political profiles have spoken 

their minds, so-called patriots are divided, and memes are flourishing social media. The 

campaign invoked emotions both negative and positive which spiked the general level of 

mentions from approx. 2 million to 10 million around the time of the launch. 69, 4 million 

people spoke their mind on social media while mentioning Nike in their content, and 1,4 

billion people engaged in content that related to Nike.  
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4.6.2. Donald Trump 

Donald John Trump is the 45th President of the United States. However, he has worked on 

crafting his own brand long before he was elected President. He established Trump 

University, sold Trump steaks, cologne and vodka, and he even created his own Trump board 

game (Sodic, 2017). The billionaire real estate mogul really turned his name into a brand 

when he became a reality television star. In 2004, he starred in the NBC reality series “The 

Apprentice”. Over fourteen seasons, the series helped turn Donald Trump into “a titan of 

industry, nationally admired for being, in his own words, “the highest-quality brand” 

(Nussbaum, 2018). He was also omnipresent in pop culture, where he played himself, often 

with a punchline, e.g. in 1994 on an episode of “The Fresh Prince of Bel Air” and in 1996 on 

an episode of “The Nanny”, both as his own TV persona.  

On “The Apprentice”, audiences found entertainment watching Donald Trump determine 

who has “a lousy personality” or who “is not very well liked” among the contestants, most 

often with the female constants which looks he rated reflexively. His crude behavior often led 

to negative and undermining comments, e.g. “This suit [red. A product designed by a 

contestant] is really gross,” Donald Trump said to a black gay contestant (Nussbaum, 2017) 

and his catch phrase “You’re fired!” permeated pop culture (Sodic, 2017). Even though 

Trump was considered outrageous, no one thought of him as ridiculous. All contestants in 

The Apprentice were grateful for any attention for just the chance to near him and ultimately 

be worthy of becoming an employee. He portrayed himself as a confident, self-assured, 

successful and bold but also superior, a boss who does not consider stakeholder emotions on 

his way closer to the top. 

After “The Apprentice” stopped airing, he used his own celebrity persona in the World 

Wrestling Entertainment as a highly masculine, firm, violent and angry character. Donald 

Trump’s appearance helped him introduce himself to an even larger crowd.  

However, he turned his brand into a politician which won him the presidential election from 

the well-established lifetime politician, Hillary Clinton, while gaining a following of people 

eager to serve as the core of his political supporters. He was famous for his no-nonsense 

attitude in the boardroom of “The Apprentice” which portrayed him as the positive symbol of 

capitalism and what it could do for America. His past of spinning failures into necessary steps 

toward success even faced with lawsuits and financial losses of millions of dollars, Donald 

Trump was always self-assured and stabile. He had branded himself as someone who not 
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only could navigate in a capitalistic world, but also dominate it. And furthermore, he does not 

worry about being politically correct. 

4.6.3. Serena Williams 

During the US Open 2018 final between Serena Williams and Naomi Osaka, Serena Williams 

received three code violations leading to an emotional outburst. 

Early on in the second set, Williams received a coaching violation after a hand gesture from 

her coach, which lead to Williams furiously telling the umpire, Carlos Ramos, that she would 

rather lose than cheat (Lovett, 2018).   

The second violation came after she smashed her racket, and she was docked a point, which 

lead to Williams calling the umpire a thief for stealing a point from her (Lovett, 2018).  

The umpire gave Williams a third violation for verbal abuse, which resulted in a game 

penalty, putting Osaka ahead and serving out the victory (Lovett, 2018). It all continued at a 

vocal protest where Williams also accused the umpire of being “sexist” (Francis, 2018). 

Many accept that there is sexism in tennis, but thought it was wrong of Williams to bring it 

up at that moment (Francis, 2018). 

During the presentation ceremony, Williams appealed for calm as she said: “I don't want to 

be rude. She played well. Let's make this the best moment we can, let's not boo anymore.” 

(Tingle, 2018). 

Back in 2009, there was a similar situation on the same arena, where Williams lost control 

and threatened to ram a tennis ball down a line judges throat (Tingle, 2018).   

According to her Twitter and Facebook account Williams herself hasn’t made any statement 

about the emotional US Open final. 
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4.7. The structure of the study 

We have created a table that illustrate the structure of the study. We have listed each sub-

question with the data and theory, we will use to answer the question. This will provide the 

readers with an overview of the data and theory, we will use to answer each research 

question. 

Research question Data Theory 

Why should organizations 

use social media as a 

communicative tool? 

 

▪ Social listening 

▪ Content analysis 

 

▪ Social media 

▪ Brand management 

▪ Communication theory 

▪ Knowledge management  

 

To what extent do 

stakeholder’s emotions 

affect their activity on 

social media? 

 

▪ Social listening 

▪ Content analysis 

▪ Brand management 

▪ Social media  

▪ Ethical branding 

How should organizations 

respond if their brand is 

criticized on social media?  

▪ Social listening 

▪ Content analysis 

 

▪ Crisis management 

▪ Social media 

▪ Knowledge management 

▪ Brand management 
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4.8. Limitations  

Technical investigation of platforms and data limitation 

There are many technical factors influencing the use of social media. The thesis will not go 

into detail about the underlying technical algorithms on Facebook and Twitter as these are 

constantly changing. In addition, we will not provide detailed explanations of the technical 

data processing behind social listening analysis.   

Internal communication and knowledge management 

Because of limited time and number of pages, the thesis is delimited to external 

communication and knowledge management. Thus, internal communication and the internal 

use of knowledge management will not be included in the analysis.  

Finances and stock market 

When analyzing how well a brand is doing, we will only use data from social media. Thus, 

we will not investigate the brand’s status on the stock market or any other economic factor, 

e.g. financial reports.  

Social media channels 

When talking about social media, there are several channels. This thesis will focus only on 

the social media channels Twitter and Facebook. The thesis will be delimited from blogs, 

vlogs, discussion forums, consumer review networks and other social network sites. Thus, 

when using the notion of power, brand management, knowledge management and so on, the 

analysis only refer to the theory in the context of the chosen social media channels.  

Biased authors 

In this thesis we will analyze snippets of tweets and posts from Twitter and Facebook that are 

created by SMUs. As authors, we will inevitably be biased by our personal background, 

opinions and so forth and thus the analysis of social media data will be partly subjective.   

Transnational view 

The analysis focuses on the social media channels Twitter and Facebook where 

communication extends across national boundaries, which makes them transnational. 

Regional data, e.g. cultural differences, will not be taking into considerations in the analysis.  
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Social listening data and data limitations 

Using social listening and social media analytics, endless data can be collected. We were 

given three weeks of access to Talkwalker’s social media analytics platform. Our initial 

thought on the purpose for our thesis was to focus on rebranding and use data from social 

listening to measure the effect and success of different case studies. But we were limited to 

only three months of data with the comprehensive analytics program. Therefore, we changed 

our purpose which meant that we had to use Talkwalker’s Quick Search as we found other 

more relevant case studies because an employee at Talkwalker had been kind to customize 

our initial SMMP to the initial brands we chose regarding rebranding. 

Talk Walker Quick Search gave us limited key metrics that we have used for our analysis. 

Unfortunately, this does not include reach, i.e. how many social media users any given 

content may or have reached.  

We will only gain access to data from SMUs and not any individuals who have chosen not to 

share their thoughts and opinions on social media. There is a risk that the data only stems 

from SMUs with the strongest opinions and emotions, negative or positive, and this can affect 

our study’s result.  

This study will only include data from social media which delimits analysis from information 

and data directly from the specific brands. This means that we do not have access to data 

about web traffic to the brand’s own website from social media, ROI on the brand’s use of 

social media, i.e. Return On Investment, and the selected brand's response time, e.g. in 

relation to customer service.  
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5. Theory 

This chapter will present the theories that will be used in this study. Our analysis relies on 

utilizing existing research on the topics of social media, brand management, knowledge 

management and crisis management to provide data for a multi-dimensional analysis. The 

theory will be applied simultaneously.  

5.1. Theory on social media 

The new digital era of social media has resulted in a paradigm shift in organizational 

communication. Not long ago, PR and marketing decided what to communicate to which 

segment. Organizational communication was essentially controlled by the organization itself.  

The power within marketing and public relations has now shifted to the individuals and 

communities that can create, share and consume content on social media (Kietzmann, 2011, 

p. 242). On social media, communication about a brand will happen with or without consent 

from the organizations, and the organization must decide if, and how, they use social media 

as a communicative tool.  

Before going deeper into the theory of social media, we will go through and define some of 

the basic social media terms, that will be used in this thesis.  

Term Definition 

Social Media “Social media employ mobile and web-based  

technologies to create highly interactive platforms 

 via which individuals and communities share,  

co-create, discuss, and modify user-generated  

content” (Kietzmann, 2011, p. 242) 

Notification A message or update sharing new social media  

activity – e.g. if somebody likes your photo,  

you get an update about it (Fontein, 2016) 

Post A Facebook status update or an item on a forum (Fontein, 2016) 

Like Liking something on social media, such as posts  

or pictures, has evolved into an understood  

expression of support for the given content (Fontein, 2016) 

Comments/Reply User generated feedback to posts or shared content (AgilityPR, 2018) 

Tweet A Twitter status update (Fontein, 2016) 

Big data Massive sets of complex and unstructured data (Fontein, 2016) 

Reach Post reach – how many unique users who saw your post 

Page reach – how many users saw any content you posted 

Organic reach – how many users saw your  

content, of their own accord 

Paid reach – how many users saw your promoted piece (Talkwalker, 

2018) 



Julie Minet Dyngby Petersen Master thesis November 15, 2018 

Josephine Cadalin Petersen Copenhagen Business School MA IBC MC 

 

 21/120 

 

Tag “A social media functionality, most often used on Facebook and 

Instagram, which lets users link back to the profile of the person shown in 

the photo or targeted by the update” (Talkwalker, 2018) 

Traffic Visitors to a website (Talkwalker, 2018) 

Thread Beginning with an original post, the conversation and comments that 

follow (Talkwalker, 2018) 

User-generated content  Content shared by people online (Talkwalker, 2018) 

Page A profile dedicated to businesses, brands, celebrities, organizations etc. 

(Beese, 2017) 

Group A place where users with shared interests can group chat – groups can be 

private or public (Talkwalker, 2018) 

Profile A user's personal, custom page (AgilityPR, 2018) 

Engagement Users interacting with a brand e.g. by liking, sharing, commenting etc. 

(Talkwalker, 2018) 

Memes An activity, concept, catchphrase or piece of media that spreads virally, 

often as satire or mimicry (Minall, 2015)  

Emoji A small icon that can be placed in line with text (Techterms, 2018) 

 

5.1.1. Facebook and Twitter 

Facebook is a popular SNS (or social media channel), and with its 1.47 billion daily active 

users on average (Facebook, 2018), it is the largest SNS. Facebook allows for users to create 

a profile where they can post a number of information about themselves e.g. occupation, 

religious and political views, favorite movies and musicians (Hughes, 2012). On such profile, 

both the user and their “friends” can post links, pictures, videos etc. of interest (Hughes, 

2012). Facebook also makes it possible for its users to send both private and public messages 

to other users, engage in real time instant messaging, create applications, create groups and 

fan pages - all of these features are what makes Facebook popular (Hughes, 2012). Even 

though Facebook is the largest SNS, there are others and common to all of them is, that they 

facilitate online, social interaction, yet they have different services and focus (Hughes, 2012). 

Twitter is another large SNS, which focuses onsharing opinions and information, rather than 

on social interactions like Facebook does (Hughes, 2012). Twitter allows users to update their 

account with short statements (Tweets) with a limitation to 280 characters, other users are 

then able to ‘follow’ these updates (Hughes, 2012). Different from Facebook, Twitter offers 

the opportunity to reinstate some of the anonymity previously sought in online 

communication as users do not need to post personal information to find ‘friends’, and thus 

Twitter focuses less on ‘who you are’ and more on what you have to say (Hughes, 2012).   
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5.1.2. Social listening 

Every hour millions of tweets and Facebook posts are published. There is an extensive 

amount of valuable information for organizations, and it can be difficult to survey and 

understand this big data without the right strategy and tools to do so.  

A tool for this purpose is social listening. With this tool, companies can monitor, analyze and 

extract key insights from billions of data, and based on that make better and more deliberate 

strategic decisions (Meltwater, 2018). Social listening differs from social monitoring as it 

goes beyond monitoring and replying to incoming questions or comments about your brand. 

It is about analyzing the bigger picture and applying the key insights from social 

conversations to the overall strategy. Social listening is a process of tracking conversations 

about specific topics, keywords, phrases, brands or industries and using the insights to 

discover market opportunities or create relevant content for the audience (Sproutsocial, 

2018). Social listening goes beyond customer service on social media, as there are huge 

groups of people talking about brands and products everywhere on social media 

(Sproutsocial, 2018).  

An important aspect of social listening is that it can be used to create audience adapted 

content. Social listening platforms like Talkwalker enables companies to conduct trend 

reports to see what hashtags, keywords or topics people are using, when talking about a 

certain brand. This gives an understanding of how target groups talk and what phrases and 

trends they associate with the given brand (Talkwalker, 2018).  
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5.1.3. The role of social media and social listening in crisis communication 

The emergence of social media has given users the ability to instantly add their voice to 

internet conversations, which gives them a new power to influence by reacting to anything 

online and offline (Lambret & Barki, 2017). Lambret and Barki (2017) argue that because 

social media has created a fertile ground for corporate crises because these new “voices” are 

charged with emotions that might impact the extend and seriousness of an online crisis. 

Therefore, there is a need for organizations to better understand how to react to their 

stakeholders' emotions. People can use this new power on social media to frame the “public 

narrative” of a crisis and thereby fulfilling their informational and emotional needs in relation 

to the crisis. Thus, SMUs play a growing role in shaping organizational reputation as 

reputation reflects stakeholders’ shared interpretations of an organization (Lambret & Barki, 

2017).  

Based on previous studies on the field, Lambret and Barki’s (2017) studies addresses the 

dynamic between stakeholders and organizations expressing emotions on social media once a 

crisis breaks out online and focus on organizational response strategies. It is argued that the 

definition and choice of the best response strategy are based on the connection between the 

origin of the crisis, the degree of attribution of responsibility for the crisis, and the 

stakeholders’ emotions in reaction to the crisis (Lambret & Barki, 2017).  

 

 

             Lambret and Barki (2017) 
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                Lambret and Barki (2017) 

Lambret and Barki (2017) suggest a matrix articulating these commonalities to build a 

framework which is built on two axes of analysis: the degree of attribution of responsibility 

for the crisis by stakeholders and the origin of the crisis. The matrix uses Coombs two 

response strategies; defensive response and accommodative response (Lambret & Barki, 

2017), and the authors argue that the choice of response strategy depends on the width of the 

reputational threat, which is determined by the three before mentioned interconnected forces; 

the emotional response from stakeholders, the origin of the crisis, and the degree of 

attribution of responsibility. Reputational threat spectrum goes from left (mildest threat) to 

right (strongest threat) and the emotions of stakeholders are ordered according to their 

relation to the reputational threat spectrum; from less negative emotions to more negative 

emotions (Lambret & Barki, 2017). This matrix should help determining an efficient response 

strategy (one that reduces reputational threat), as it makes it possible to analyze the crisis 

from different angles. (Lambret and Barki, 2017). 

When using social media there is a lot of risks associated such as spiteful users, rumors, 

frustrated clients, criticism and so on. Therefore, it is important to be aware of potential 

threats and to have a prepared strategy in case of danger (SentiOne, 2018). Social listening 

and sentiment analysis can automatically sort statements that are neutral, positive by 

communicating nice content about a brand, or do the brand wrong by spreading negative 

word of mouth. This enables the organization to be the first alerted about anything unusual or 

potential threats regarding their brand (SentiOne, 2018). This makes it possible for a 

company to take control of their brand health and reputation.    
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5.1.4. Brand communities 

Brand communities help consumers share their experiences with brands, exchange 

information, solve problems, and meet similar consumers who can serve as representatives 

for the organization (Martinez-López, 2016). Online brand communities have existed since 

web 1.0, where portals were managed by companies or initiated by consumers operating 

independently of the company. But it was not until the emerge of social web, that social 

media took over and many companies and users began to utilize websites as media for 

creating and organizing communities around certain brands (Martinez-López, 2016). A brand 

community form around their basic asset, which is the brand itself and they later grow by 

building relationships between members interested in the same brand (Martinez-López, 

2016). The early brand communities emerged because of high-level engagement between 

brands and consumers, where the newer communities have emerged as a consequence of the 

massive adoption of internet advances, social media and mobile technology (Martinez-López, 

2016). 

The most commonly used definition on brand communities is “a specialized, non-

geographically bound community based on a structured set of social relationships among 

admires of a brand” (Martinez-López, 2016). A brand community is, however, not only build 

on relationships between brands and consumers, but also on relationships among the 

consumers themselves. Thus, a brand community consists of different groups of individuals 

associating with others, organizing themselves based on their affinity for the brand 

(Martinez-López, 2016). There exists both brand-sponsored communities and non-sponsored 

communities, that are promoted by independent individuals or groups (Martinez-López, 

2016). Brand communities seems to be a good medium for building relationships between 

consumer and brands, as they offer values that can create deep, lasting and effective bonds 

between consumers and the brand (Martinez-López, 2016). Members, through their 

relationships with the brand and the community, get a feeling of collective belonging. 

Therefore, good relationships between community members are important for the success of 

the community (Martinez-López, 2016).  

Online brand communities allow companies to manage communication with consumers, 

obtain valuable ideas and improve relationships with the providers. Thus, companies are now 

recognizing that the use of online brand communities can be a source of competitive 

advantage (Martinez-López, 2016). When members identify with other users and compares 

the brand to competing brands, it reinforces the community as a hole, which has a positive 
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repercussion on brand loyalty (Martinez-López, 2016). There can be many psychological 

factors motivating consumers to gather and relate in brand communities. Therefore, it can be 

argued that online brand communities have the following goals (Martinez-López, 2016): 

• Being a source of creative ideas for improving products and services 

• Serving as support tools for changing company culture 

• Improving brand image and relationships with consumers 

• Increasing sales  

Consumer-generated communities are created by the users themselves, and provide 

information that is useful for the consumers, shares experience and the advantages of the 

product seen through the eyes of the consumer. Therefore, there is a risk of negative content 

about the brand (Martinez-López, 2016). In other words, consumers are no longer passive 

receivers and observers. They want to influence brands as they feel like the brand belongs to 

them, as much as it belongs to the companies (Martinez-López, 2016).  Managing these 

communities is therefore important as members of brand communities are involved in 

shaping brand identities.  

5.1.5. Social listening terminology 

The powerful practice of social listening involves using key metrics to monitor brands. 

Organizations can use social listening for a number of objectives. In the following we will 

describe the key metrics that are relevant in this thesis.  

Social listening can be used to conduct a sentiment analysis, which is the application of 

natural language processing, computational linguistics, and text analytics to identify and pull 

out subjective information from content with the goal of understanding the attitude, emotion 

or opinion of a person (Talkwalker, 2018). It can be used to track the overall brand health or 

reputation as it aims to see how negative or positive sentiment impacts an organizational 

brand overall particularly on social media (Sproutsocial, 2018). Another advantage of this 

analysis is that it provides both historical data over time, and allows you to account for 

seasonality, product releases and other trends. This also gives the opportunity to identify the 

reasons behind any changes in mentions, sentiment and so on; does the changes correlate 

with a certain situation, news story or something else? (Sproutsocial, 2018). Social listening 

also provides instant access to real-time data (SentiOne, 2018), which makes it possible to 

detect a potential threat or crisis by monitoring SMU’s sentiment towards relevant topics 
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among other options.   

The sentiment analysis also provides content to the other key metrics such as engagement. 

Engagement monitors an organization’s long-term relationship with its followers. It is not 

only a single interaction but the committed and lengthy relationship in which organizations 

use social media to build a great customer experience, e.g. customer service with quick 

response time.  

SMUs do not always mention the brand itself, but the content may still concern the 

organization if the content involves topics such as the relevant industry, competitors, products 

and emotions towards a relevant subject, e.g. green energy or politics. SMUs often want to be 

heard but they do not always talk clearly. Top themes help organizations gain insight to the 

key topics that SMUs use that is relevant for the organization. It visualizes the most 

commonly found words contained within the results, i.e. the brand, and it can help 

organizations gather information regarding the general sentiment and strategize future 

communicative action in relation to the information. Positive engagement with SMUs on 

social media can generate positive word of mouth and loyalty through SVC (So et al, 2018). 

It provides an opportunity for organizations to learn from its consumers and followers. 

Organizations can use current events and topics to bring new traffic to their own social media 

channel and start conversations.  

Mentions are the act of tagging another SMU’s handle, i.e. another name such as 

@Talkwalker or account name in social media content. These mentions often trigger a 

notification to the mentioned SMU. A mention also often allows other SMUs to click on the 

mention itself to see the tagged profile which can generate traffic to an organization’s social 

media site. Mentions is an important part of social media as it is a key feature in what makes 

it social.  

Unique authors are the actual number of individual authors that mention the brand. 

An influencer is a SMU that has the power to reach and influence a significant audience and 

create awareness about a company, product, topic or trend. The audience can be large, small 

and all types of target groups. The importance of the influencer is that the person is a 

passionate brand advocate that generates positive word-of-mouth on social media. However, 

influencers often wish to stay impartial towards brands to maintain their own credibility with 

their audience. If organizations want to use influencers, it often involves strategizing with 
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Marketing, Public Relations and Customer Service teams. By using social listening, an 

organization can find out who has been the most influential author on a specific 

configuration.  

Most engaging posts is an engagement rate, i.e. a metric, that is used to describe the amount 

of interaction a post receives such as likes, comments and shares.  

Demographics is shown by top countries, top language, age and gender breakdown between 

the authors. It also lists their top occupations and top interests. 

The Word Map displays the arrangement of results to the geographical areas that they 

originate from. (In the full access analytics program, it is possible to zoom in on the map to 

break down larger regions) 
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5.2. Theory on corporate brand management 

A corporate brand has been given many definitions. Daly and Moloney (2004, pp. 30) 

describe a corporate brand as a valuable asset that communicates a clear set of values to its 

stakeholders. But a corporate brand is not only the values that it chooses to communicate. It is 

also a behavioral expression of an organization’s business model (Schmidt and Redler, 2018, 

pp. 189). In Brahmbhatt and Shah’s paper (2017, pp. 33), a brand is referred to as “a name, 

term, design, symbol, or any other feature that identifies the seller’s goods and services as 

distinct from those of other sellers”.  

A corporate brand has also been described as a promise, controlled by managers, that an 

organization makes to its stakeholder (Melewar et al, 2012, pp. 601) and as stakeholder 

images and corporate expression of an organization’s identity (Abratt and Kleyn, 2012, pp. 

1050). The latter definition is related to Urde and Greyser (2015, pp. 95) definition: 

Corporate branding comprises of two components; corporate expression and stakeholder 

brand images. The same article states that corporate identity and reputation can be two sides 

of the same coin. Identity is primarily the internal perspective, i.e. corporate expression, and 

reputation is primarily an external perspective, i.e. stakeholder images. Therefore, we reason 

that brand management is most efficient by managing both identity and reputation. In this 

chapter, we will investigate and analyze existing theory on brand management. 

5.2.1. Brand identity and reputation 

Abratt and Kleyn (2012, pp. 1051) defines corporate identity as the defining characteristics of 

an organization. It refers to what the members of the organization perceive, think and feel 

about their organization. Identity is a commonly-shared and collective understanding of the 

organization’s values and characteristics. Corporate identity is multifaceted. It consists of an 

organization’s strategic choices and the values that are expressed. Core values, whether they 

are explicit or not, is very important for an organisational brand and are mostly held by the 

staff and management (Abratt and Kleyn, 2012, pp. 1052). The values manifestation in 

behavior and organisational culture frames the way the organization behaves, and it must be 

aligned with the corporate expression which is another important part of corporate identity 

(Abratt and Kleyn, 2012, pp. 1052).  

Corporate expression is decisions concerning the brand promise, visual identity, brand 

personality and brand communication.  
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The authors define reputation as stakeholder’s overall evaluation of an organization over time 

(Abratt and Kleyn, 2012, pp. 1057). Corporate reputation is based on stakeholder’s 

experiences with the organization and its brand along with its relationships to consumers, 

employees, representatives and others who perceive symbolism and communication that 

provides them with information about the organization’s actions and/or a comparison with its 

rivals. A stakeholder is perceived as any group or individual who can affect or is affected by 

the achievement of the organization’s objectives (Abratt and Kleyn, 2012, pp. 1058). We 

argue that this definition is limiting when only including the organization’s objectives.  

A part of brand management is identifying the dimensions that drive stakeholder’s 

perception, i.e. corporate reputation (Abratt and Kleyn, 2012, pp. 1058). Abratt and Kleyn 

(2012, pp. 1050) identify seven dimensions; performance, products and services, citizenship, 

service, innovation, workplace and governance. The dimensions are issue-specific as 

managing corporate reputation is complex. These dimensions stem from the strategic choices 

that are also made in corporate identity, e.g. brand promise and communication. The 

corporate reputation is therefore linked to its identity.  

We argue that corporate brand is the interface of corporate identity and corporate reputation.   

 

Abratt and Kleyn (2012): Corporate identity, corporate brand and corporate reputation – an integration 
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5.2.2. Brands as a resource and sustainable competitive advantage 

A corporate brand has become increasingly important as a way to differentiate an 

organization from its competitors. But exactly why are brands important?  

In a resource-based view, a resource is all assets, capabilities, organizational processes, firm 

attributes, information, knowledge, etc. controlled by a firm that enable the firm to conceive 

of and implement strategies that improve its efficiency and effectiveness (Wright et al, 1994, 

pp. 303) Therefore, we argue that a brand is an organizational resource.  

A sustainable competitive advantage is different from the concept of competitive advantage. 

A competitive advantage is only sustainable when other organizations are not able to 

duplicate its benefits (Wright et al, 1994, pp. 303) there are four criteria that determines 

whether the resource is a sustainable advantage: it must be valuable, it must be unique, it 

must be inimitable and non-substitutable (Wright et al, 1994, pp. 304). 

For a brand to become a sustainable competitive advantage, the organization must enable it to 

become so. Rahman (et al, 2018, pp. 115) uses Aaker’s (1991) four dimensions as dimensions 

to identify four strategic assets that may create and sustain competitive advantage: brand 

awareness, brand loyalty, perceived quality and proprietary assets. Starting with the last-

mentioned, proprietary assets are for example a brand logo and the engendered emotions that 

are associated with it. An aesthetic appeal may bolster customer-relationship and 

commitment, and therefore proprietary assets fulfill all four criteria. Perceived quality or 

brand association is linked to brand equity (Brahmbhatt and Shah, 2017, pp. 34) and also 

fulfills all four criteria. Brand loyalty can make customers less receptive of competitors and 

reduce incentives of looking for substitute products, and therefore it also fulfills all four 

criteria. The last assets to be described is brand awareness, which is a valuable asset that is 

not easy to imitable or either substitutable. But it is not rare as a customer can easily be aware 

of other brands on the market. 

An asset should not only create but also sustain competitive advantage because it can aid the 

organization to withhold a strong brand over time. These assets are linked to a brand and 

contribute to its overall brand equity. 
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5.2.3. Brand equity  

A strong brand can be defined as brands with high brand equity. Brand equity is a set of 

assets and liabilities linked to a brand, its name and symbol, that adds to or subtracts from the 

value provided by a product or a service to a firm and/or to that firm’s customers. It is the 

added value that a brand confers to a product or service (Brahmbhatt and Shah, 2017, pp. 34).  

Modern consumers are more demanding and look further than the products itself. Besides the 

functional benefits of a products, there often has to be intangible advantages with purchasing 

and owning a product, e.g. status, lifestyle, image, personality, success among other. 

Consumers often use brands as a part of their own self-expression and identity, e.g. Mac or 

Microsoft, Nike or Adidas, Heinz or Beauvais and so forth. An organization’s brand is a part 

of the consumers own storytelling. Therefore, “the salient objective of brand management is 

to build strong brand, i.e. brands with higher brand equity” (Rahman et al, 2018, pp. 115).  

Many have researched on the benefits of brand equity. A strong brand can enhance trust or 

reduce risk (Alwi et al, 2017, pp. 401). Employees of organizations with strong brand are 

typically more motivated to create greater customer value and thereby increase customer 

loyalty which leads to more stable revenues and cash flows (Rahman et al, 2018, pp. 115). 

Brand equity affects consumer perceptions of product quality, stock prices, emphasis on 

competitive advantage, consumers’ preferences and purchase intentions and market-share, as 

some examples (Brahmbhatt and Shah, 2017, pp. 34) High brand equity can lead to higher 

stock returns, greater purchase intention and loyalty and high consumer preference. It also 

enhances the credibility of the information provided with the product and reduces perceived 

risk.  

The many benefits of high brand equity also reveal the reasons why brand equity 

measurements are important (Brahmbhatt and Shah, 2017, pp. 40-41). It can help guide 

management in marketing and selling decisions both long-term and short-term and measure 

the effects of these decisions in terms of brand equity. Measurement of brand equity also 

helps track the brands status over time, evaluate the extension of the brand and helps to 

financially evaluate the brand for other purposes, e.g. financial reporting, selling and 

acquisitions.  

So how does an organization measure a tacit resource as brand equity? Brahmbhatt and Shah 

(2017, pp. 41-43) discusses several research articles on brand management. However, the 

most theoretically sound is Aaker’s (1991) four dimensions as Rahman (et al, 2018) uses to 
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identify a sustainable competitive advantage; brand awareness, brand loyalty, perceived 

quality and brand associations, i.e. proprietary assets. Brand awareness is the extent to which 

consumers or target group know about the brand in general. For instance, if a consumer needs 

a new phone, the brand should be top of mind at all times for high brand equity. Brand 

loyalty is the extent to which consumers or target group choose one brand over its 

competitors. For instance, if a consumer needs a new phone and has high brand loyalty, they 

are less likely to scope the market for substitutional products. The brand is part of their self-

expression so the brand itself is as important as the product. Perceived quality is how 

consumers and target group identify and value the brand and its products. If the perceived 

quality is high, it is likely that the consumers trust the brand as well. However, if the 

perceived quality is low, trust will be as well, and it is less likely that consumers will achieve 

brand loyalty. Brand associations is identified as the brands name or symbol. Rahman (et al, 

2018) elaborate on the dimension by adding the engendered emotions that is associated with 

the brand, e.g. visual identity such as colors, pictures, font. If a consumer does not identify 

with the brand or perceive it as being a positive part of their own self-expression, it is likely 

that association to themselves are negative. Aaker (1991) identifies brand association as the 

reason for a buying decision and brand loyalty. Kotler and Keller (2012, pp. 164) agrees on 

the importance of brand association and defines it as “consisting of all brand-related thoughts, 

feelings, perceptions, images, experiences, beliefs, attitudes, and so on that become linked to 

the brand node”.  

The notion of brand associations underpins the importance of how stakeholders perceive a 

corporate brand. Brand equity can add great value to a brand but how does an organization go 

about that to ensure its brand is a sustainable competitive advantage? 

5.2.4. Ethical branding 

A brand is the interface of corporate identity and corporate reputation. It is the values it 

identifies itself with and the perception from stakeholders. Achieving high brand equity 

means adding value to a brand that may create an emotional bond to stakeholders, i.e. brand 

associations. So, a brand is no longer just the interface between the company and its 

customers; it is the face of the company. Therefore, organizations should pay attention to how 

the general public perceives its behavior.  

Ethics refers to a moral system or principles of behavior and that for deciding what is good 

and bad. On contrary to morals which have an element of subjective preference, ethics has an 
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aspect of universal fairness to determine if an action is responsible or not.  “An ethical brand 

should not harm the public good; instead it should contribute to or help promote public good” 

(Fan, 2005, pp. 343). Alwi (et al, 2017, pp. 394) defines an ethical brand as a concept in 

which the corporation is a citizen of a society with rights and responsibilities. A brand is no 

longer just perceived and judged by its sales revenue, financial reports, product quality and 

etcetera. A brand is perceived and judged by the general public for its behavior as a citizen 

and its ability and willingness to contribute positively to society. 

Being an ethical brand means that the brand must (1) consider economic, social and 

environmental responsibilities, (2) act morally, (3) create added value for the organization, 

customer and its stakeholders and (4) have integrity, honesty, accountability and commitment 

to do the right thing (Alwi et al, 2017, pp. 398). The fourth attribute to ethical branding stems 

from Fan’s theory (Fan, 2005) who argue that an ethical brand enhances an organizations’ 

reputation. As the corporate reputation is defined by stakeholder perception and feelings 

about an organization, there is a close link between ethical branding and corporate reputation. 

If organizations create stakeholder perceptions that it is contributing to community programs, 

supporting artistic and social activities and attempting to improve the welfare society as a 

whole, it can create the association of a socially responsible corporate image (Fan, 2005, pp. 

346-347).  

Corporate social responsibility (CSR) is often used interchangeable with ethical branding, but 

it is two different concepts. Robin and Reidenbach (1978, pp. 45) define the two concepts: 

“Corporate social responsibility is related to the social contract between business and the 

society in which it operates. Business ethics, in contrast, requires that the organization or 

individual behave in accordance with the carefully thought-out rules of moral philosophy”. 

They further elaborate on the term social contract as a set of generally accepted relationships, 

obligations and duties between major institutions and the people that exist at any time in any 

society.  

The two concepts may often lead to the same conclusion, but they are not the same. A 

responsible action in a social contract may not be found acceptable by the moral philosophy. 

Almost any action that is accepted as socially responsible by one group is likely to be 

disapproved by another.   

However, “ethical branding is an important intangible firm asset that should be embedded in 

the overall corporate marketing strategy”. (Alwi et al, 2017, pp. 413) Using ethical branding 
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as a mediator enhances corporate reputation as corporate credibility, based on consumer trust, 

increases. (Fan, 2005, pp. 414). A stronger positive emotional response from stakeholders 

and society will improve the corporate image that is vital. It will in turn help enhance 

corporate brand equity, performance and its sustainable competitive advantage (Fan, 2005, 

pp. 396).   

5.2.5. Halo effect 

The halo effect is defined as “a generally positive attitude toward the company that lends the 

company immunity to a certain extent” (Kim, 2017, pp. 277). Coombs and Holladay (2006) 

researched on the halo effect as the result of a favorable pre-crisis reputation, i.e. the 

valuable, intangible asset that is the evaluation stakeholders make about an organization, that 

can lessen the damage from a crisis. The theory of the halo effect suggests that people 

attempt to maintain consistency in their beliefs and attitudes which can affect their behavior 

toward an organization’s actions. The changed behavior can cause selective exposure (people 

select messages consistent with their attitudes), selective perception (people interpret 

messages in a way that supports their attitudes) and selective retention (people retain 

messages that are more consistent with their attitudes) (Kim, 2017, pp. 279). The halo effect 

occurs when people bias affects the general evaluation of an event or action. 

The halo effect can act as a buffer. If an organization has a favorable prior reputation, it can 

protect an organization from potential negativity when it faces criticism or during a crisis 

(Kim, 2017, pp. 279). On social media, the halo effect can be beneficial as information is 

often limited, and activity on social media can lead to rumors and speculation. The 

organization’s reputation can affect the public’s acceptance of new information and sense of 

trust.  

Two notions have been used to explain the halo effect; benefit of the doubt and shield (Kim, 

2017, pp. 279 and Coombs and Holladay, 2006, pp. 125). The theory of shield suggests that 

people cling to their positive evaluation of an organization even during a crisis because they 

want to retain their initial impressions even when they are confronted with adverse evidence. 

The notion of benefit of the doubt lies in the assumption that the holistic positive impression 

of an organization affects people’s judgments and the extent to which they attribute 

responsibility to the organization.  
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5.2.6. Brand management efficiency  

Brand management efficiency is a term that provides a measure of how many resources 

organizations use to achieve the desired brand equity outcome (Rahman et al, 2018, pp. 114). 

Efficiency refers to the relationship between input and output. Input can be various types, e.g. 

personnel, that organizations use to generate output, e.g. sales revenue, in their business 

activities. To be considered efficient, an organization has to be able to produce an expected 

level of output using a minimum amount of input. In context to brand management, 

organizations aim to obtain a certain output, i.e. brand equity, while utilizing a minimum 

amount of input such as advertising. Brand management efficiency is therefore defined “as a 

firm’s capability to minimize utilization of resources (inputs) such as advertising to achieve 

an optimal result (output) such as brand equity” (Rahman et al, 2018, pp. 114).  

Brand management efficiency may enable organizations to obtain sustainable competitive 

advantages with efficient utilization of resources and assets by building and maintaining high 

brand equity.  

5.2.7. The challenge of social media in brand management 

Organizations lose control of its brand communication on social media. User-generated 

content is changing consumer’s attitude and behavior probably more than any organizational 

marketing effort (So et al, 2018, pp. 728). Therefore, it is important to examine how user-

generated content and visibility of consumption, i.e. SVC, social visibility of consumption, 

influences customers and other stakeholder’s relationship with the brand, i.e. customer brand 

identification (CBI). CBI refers to the consumers’ psychological state of perceiving, feeling, 

and valuing belongingness with a brand (So et al, 2018, pp.728). It contributes significantly 

to brand loyalty and positive brand evaluations. 

People develop a social identity to articulate their sense of self and they may seek 

identification with certain brands of unique value propositions and embody images and 

identities that fulfill their self-definition and strengthen their self-identity (So et al, 2018, pp. 

728). Therefore, a high volume of word-of-mouth, i.e. SVC, may threaten a brands image and 

affect brand loyalty and equity. SVC is increasingly facilitated by social media and is 

therefore and increasing threat to organizational brand management.  
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5.3. Theory on crisis management 

This chapter will investigate and elaborate on theory on crisis management in the social 

media context.   

A crisis can become expensive which can be incitement to mitigate, avoid and respond to 

crisis in a way that best protect human resources and capital and in general the corporate 

reputation. The goal is to protect the organization’s integrity and legitimacy by managing its 

resources through various disciplines such as public relations (Coombs and Holladay, 2010, 

pp. 1) 

“A crisis can be viewed as the perception of an event that threatens important expectancies of 

stakeholders and can impact the organization’s performance. Crises are largely perceptual. If 

stakeholders believe there is a crisis, the organization is in a crisis unless it can successfully 

persuade stakeholders it is not. A crisis violates expectations; an organization has done 

something stakeholders feel is inappropriate” (Coombs and Holladay, 2010, pp. 6).  

Coomb’s definition of a crisis highlights the importance of subjectivity. The audience of an 

organizational message or action determines whether the organization have neglected to live 

up to any expectation they might have and thereby determine if it is a crisis.  

5.3.1. Crisis and communication 

Communication is the core crisis management as a crisis creates a need for information 

(Coombs and Holladay, 2010, pp. 25). It is through communication that information is 

collected, processed into knowledge and shared with others, so it is important during the 

entire crisis management process. 

Coombs’ underlines the importance of differentiation between two basic types of crisis 

communication (Coombs and Holladay, 2010, pp. 25). The first type is crisis knowledge 

management which involves identifying sources, collecting information, analyzing 

information (knowledge creation), sharing knowledge and decision making. It is the work 

that the crisis team does behind the scenes to create public responses to a crisis. The second 

type is stakeholder reaction management which comprises communication efforts and 

activities such as words and actions to influence how stakeholders perceive the crisis, the 

organization in crisis, and the organization’s response to the crisis. 
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5.3.2. Attribution theory 

Attribution theory is a social-psychological theory that is often extended to crisis 

communication. The theory attempts to explain how people make sense of events and as a 

crisis is dependent on whether stakeholders perceive or believe there is a crisis, it is highly 

relevant. (Coombs and Holladay, 2010, pp. 37) 

Attribution theory suggests that as an event happens, people will try to determine why it 

happened, especially if it is a negative event. Then people will make attributions of 

responsibility for events based on the limited information they receive. There is a general 

attribution that responsibility either lies with the person, or organization in this case, involved 

in the event, i.e. internal, or environmental factors, i.e. external.  

The attribution of whether the responsibility is internal or external shapes the affective and 

behavioral responses (Coombs and Holladay, 2010, pp. 37). Attribution theory is audience-

oriented, and it seeks to understand the attributions that stakeholders makes and how various 

factors shape these attributions. In turn, it can help the crisis management team lay the right 

strategy for response.  

5.3.3. Situational crisis communication theory (SCCT) 

SCCT provides an evidence-based framework based on Attribution Theory. The core of 

SCCT is crisis responsibility (Coombs and Holladay, 2010, pp. 38). Coombs (2010, pp. 38) 

describes its premise as following: “Crises are negative events, stakeholders will make 

attributions about crisis responsibility and those attributions will affect how stakeholders 

interact with the organization in crisis”. As Attribution Theory, SCCT is audience-oriented as 

it seeks to understand how people perceive a crisis, how they make attributions of the crisis 

and the effects of those attributions on their attitude and behavioral intentions. Such 

attributions on crisis responsibility have a direct effect on organizational reputation.  

SCCT propose a two-step process to deal with a crisis (Coombs and Holladay, 2010, pp. 39-

40). The first step is to determine the frame that stakeholders use to categorize the process 

with three crisis types: victim (low crisis responsibility/threat), accident (minimal crisis 

responsibility/threat) and intentional (strong crisis responsibility/threat). The three crisis types 

represent the increasing level of attribution and by determining the frame of crisis 

responsibility, the crisis management team knows the base threat presented by the crisis.  
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The second step is to determine whether any of the two intensifying factors exist; crisis 

history and prior reputation crisis (Coombs and Holladay, 2010, pp. 39-40). Crisis history is 

whether or not an organization has had similar crisis in the past. If the organization have a 

history of crisis, it increases the threat by establishing a pattern of “bad behavior”. 

Stakeholders will therefore attribute higher crisis responsibility if there exist past crises. Prior 

reputation is how good or poorly an organization has treated stakeholders in the past. It is 

about the general state of an organization’s relationship with stakeholders. If an organization 

have a negative prior reputation, they are attributed greater crisis responsibility for the same 

crisis than organizations that are unknown or have a positive prior reputation. These 

intensifying factors can alter stakeholder’s attribution of crisis responsibility and thereby 

intensify their reactions and the threat from a crisis.  

SCCT also include affect and behavioral intentions in its framework (Coombs and Holladay, 

2010, pp. 39). View of attributions of responsibility can lead to a specific affect, e.g. 

sympathy and anger. Especially anger has a link to crisis responsibility and increase 

attributions. Affect is also linked to behavioral intentions, which include purchase intentions 

and negative word-of-mouth. Negative word-of-mouth can become a particular problem 

because the effects outlast stakeholder’s memories of the crisis. And as anger can serve as the 

motivator for actions, negative word-of-mouth can become a reputational issue.  

Determining the threat level helps a crisis management team find the right crisis response. 

Coombs (2010, pp. 40) argues that every crisis response should begin with instructing and 

adjusting information. Instructing information tells stakeholders how they can protect 

themselves from the crisis. Adjusting information helps stakeholders cope with the crisis. For 

instance, it may be basic information of the crisis event, expression of concern and sympathy 

and any action to prevent the crisis from repeating. Only when instructing and adjusting 

information is provided to stakeholders may a crisis management team start efforts to repair 

reputation.  
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5.3.3.1. Response strategies 

The framework of SCCT divides crisis response strategies into three primary strategies, i.e. 

deny, diminish, rebuild, and one supplemental strategy, i.e. reinforcing (Coombs and 

Holladay, 2010, pp. 40). Deny strategies aim to deny any responsibility for the crisis. The 

crisis did not happen or someone else carries the responsibility for the crisis event. Diminish 

strategies attempt to minimize the organization’s responsibility and/or reduce the perceived 

seriousness of the crisis. Rebuild strategies are accommodative and use compensation and/or 

apologies in attempt to improve stakeholder perceptions of the organization. Reinforcing 

strategies seek to add positive information about the organization by reminding people of past 

good works (bolstering) and/or praising others (ingratiation). Reinforcing strategy is only a 

supporting strategy following one of the primary crisis response strategies. The strategy can 

only be used if the organization actually have past good works or a reason to thank others.  

The three primary strategies vary in their levels of accommodation from protecting the 

organization to helping crisis victims. The crisis response strategies are selected based on the 

threat determined. If the crisis threat increases, the organization should accordingly use more 

accommodative crisis response strategies. 

Xia (2013, pp. 74) have analyzed consumers behavioral and attitudinal responses to 

organizations responses to criticism on social media and argue that “consumers who witness 

an incident assess the appropriateness of the brand’s reaction (i.e. response) based on the 

reaction itself, the brand’s personality and brand’s existing relationship with its customers”.  

SMUs have a perceived appropriateness of response based on its expectations. A response is 

perceived as appropriate if it meets or exceed SMUs expectations. If the response, on the 

other hand, deviates from expectations, SMUs will produce negative emotions. Expectations 

form perceptions of how an organization should react to criticism (Xia, 2013, pp. 77-78). We 

argue that the principles of an ethical brand can serve as a framework for SMU’s expectations 

to organizational responses on criticism; a brand must (1) consider economic, social and 

environmental responsibilities, (2) act morally, (3) create added value for the organization, 

customer and its stakeholders and (4) have integrity, honesty, accountability and commitment 

to do the right thing (Alwi et al, 2017, pp. 398).  

Additionally, SMUs may modify their expectations of a response to criticism based on the 

brand’s personality, i.e. the set of human characteristics associated with a brand. These 

human characteristics are often the organizational values that it actively communicates to 
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generate positive brand association. A brand’s personality helps consumers form predictions 

of how a brand will respond and influences their evaluation of the response itself in contrast 

to expectation of how the organization should respond (Xia, 2013, pp. 77-78).  

A strong brand relationship is reflected in customer loyalty and developed through ongoing 

brand-customer interactions and own and shared SVCs (So et al, 2018, pp. 728 and Xia, 

2013, pp. 80). The strength of an existing relationship influences the appropriateness of the 

organizational response. Xia (2013) analysis shows that if a brand behaves as it should not, 

i.e. response do not meet expectations, the relationship strength can moderate SMUs 

perceptions by an increased level of tolerance. Sincerity and respectfulness in organizational 

responses are key elements to withhold and strengthen the relationship (Xia, 2013, pp. 93).  

Xia (2013) analyses these determinants against two typical organizational responses to 

criticism on social media; defensive (protect brand image by denying or defuse the 

accusation) and vulnerable (admitting and apologizing an action). A defensive response 

strategy may seem more attractive for two reasons. Firstly, it tries to deflect responsibility 

from the organization to protect the brand and perceived quality (Rahman et al, 2018). 

Secondly, vulnerability also means accepting responsibility which can lower positive 

sentiment and increase responsibility for wrong actions (Coombs and Holladay, 2010, pp. 

37). However, vulnerability shows sincerity and respect that are important factors for trust. 

As being an ethical brand means that SMUs consider the organization as a citizen in the 

shared community (Alwi et al, 2017, pp. 394), they will mostly expect honesty which can 

demonstrate confidence and self-esteem in their transparency. Therefore, vulnerability can be 

a sign of strength. A defensive response is more often perceived as less respectful (Xia, 2013, 

pp. 77).  

However, the brand personality form expectations to how an organization will respond. If the 

brand personality is perceived as upscale, high quality and upper-class, SMUs may expect an 

arrogant response, i.e. defensive. And if SMUs also have a strong relationship to the brand, 

their tolerance is higher (Xia, 2013, pp. 80). Furthermore, if the same brand chooses a 

vulnerable response, it provides a pleasant surprise as SMUs did not expect a sincere 

response (Xia, 2013, pp 78-79). Still, a vulnerable response is perceived as more appropriate 

than a defensive response (Xia, 2013). 
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In our thesis, we will not use the SCCT theory to analyze definite crisis situations. Instead we 

will apply the theory to make sense of critical situations, where brands are exposed to 

criticism and negative word-of-mouth.  

5.3.4. The emotional and cognitive experience effect on crisis 

The emotional and cognitive experience of the public has an important and critical role 

during an organizational crisis. Lu and Huang (2018, pp. 98) argue that “cognition and 

emotion, separately or interactively, influence the public’s processing of crisis information 

and consequently their attitude and behaviors.”  

Lu and Huang make a distinction of a cognitive-oriented pattern and an emotional-oriented 

pattern, which are determined by different variables. In the first initial crisis information 

processing, i.e. the first phase, the public responds to limited crisis information and other 

constrained processing resources such as time pressure. Furthermore, the publics emotional 

experience is also affected by the framing effects; rational framing and emotional framing 

(Lu and Huang, 2018, pp. 101). Rational framing presents the crisis information objectively 

without any emotion or dramatization. This technique helps focus the public’s attention on 

the content of the message. Emotional framing, however, appeals directly to the public’s 

emotions through subjective and emotionally loaded adjectives. Whichever framing 

technique an organization choose, the public experience will be influenced by the way the 

initial crisis information is framed.  

The authors also highlight the importance of online emotional contagion. Emotional 

contagion is defined as “the tendency to automatically mimic and synchronize expression, 

vocalizations, postures, and movements with those of another person’s and, consequently, to 

converge emotionally” (Hatfield et al, 1994, pp. 5). This means that emotional states can be 

transferred to others via emotional contagion, where people can experience the emotions of 

other either consciously or unconsciously. The emotional intensity is an important factor in 

emotional contagion. Emotional intensity is the definition of the strength that individuals 

experience both negative and positive emotions (Lu and Huang, 2018, pp. 102).  

In a second round called the subsequent crisis emotions, i.e. the second phase, the public 

receive additional input for further cognitive processing that generates new crisis emotions. 

The intensity of an emotion, high or low, determine whether the public follow a cognitive-

oriented pattern (low-intensity) or emotional-oriented pattern (high-intensity) (Lu and Huang, 

2018, pp. 102-104). The cognitive-oriented pattern is dominated by logical, rational and 
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deliberative analysis. People are not as affected by their emotions, so they are aware of their 

own judgement process and decision making.  

The emotional-oriented pattern shows it effect in both the public’s behavioral intentions and 

their cognitive processes. Recent studies have found support for the claim that “intense 

emotions are increasingly likely to directly trigger behaviors in digital environments. While 

low-intensity emotions may not activate a physiological response to share content online, 

high-intensity emotions tend to cause the opposite physiological response (Lu and Huang, 

2018, pp. 103). Furthermore, high-intensity emotions have a long-term duration, which 

means that the public may continue to influence others and affect them through emotional 

contagion. 

To be more precise, high-intensity emotions can affect the public’s actions to share negative 

word-of-mouth. The digital environment activates the public’s emotional involvement in the 

context of an organizational crisis (Lu and Huang, 2018, pp. 99), and emotional expressions 

from individuals can further trigger collective emotions. This can produce large-scale 

collective emotions that can prolong the organizational crisis.  

5.3.5. Stakeholder identification 

The most important part of crisis management is communicating appropriately to the 

organization’s stakeholders. But stakeholders differ in importance and need for information. 

Identifying stakeholder's attribution of importance will help the crisis team plan and manage 

their crisis communication.  

We will use Freemans (1984) broad definition of stakeholders: “A stakeholder in an 

organization is (by definition) any group or individual who can affect or is affected by the 

achievement of the organization’s objectives. In the new digital era, organizations can be 

affected by almost everyone, e.g. social media platforms. However, this definition is also 

hard for a crisis management team to apply. A narrow view helps management define 

relevant groups of stakeholders with definitions such as Clarkson’s (1994): “Voluntary 

stakeholders bear some form of risk as a result of having invested some form of capital, 

human or financial, something of value, in a firm. Involuntary stakeholders are placed at risk 

as a result of a firm’s activities. But without the element of risk, there is no stake.” The 

narrow view is often based on the practical sense of limited time and attention, limited 

resources and even management’s limited patience with dealing with its external 
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environment. Therefore, the narrow view determines the stakeholders that are in direct 

relevance to the organization’s core economic interest (Mitchell et al, 1997, pp. 856). 

It is important to identify the groups of stakeholders who are most important. Mitchell (et al, 

1997, pp. 864) suggested an organizational theory on stakeholder identification and salience. 

The authors identified three attributes to identify stakeholders and explain the degree of 

attention that needs to be paid to them by managers. The three attributes are power, 

legitimacy and urgency (Mitchell et al, 1997, pp. 865-868).  

Power is the first attribute. It defines the group of stakeholders that, to a certain extent, has or 

can gain access to coercive, utilitarian, or normative means, to impose its will on the 

relationship. The access to means is variable, meaning that power is transitory. It can both be 

acquired and lost. The second attribute is legitimacy which is defined as a “generalized 

perception or assumption that the actions of an entity are desirable, proper, or appropriate 

within some socially constructed system of norms, values, beliefs and definitions” (Mitchell 

et al, 1997, pp. 866). Legitimacy loosely refers to socially accepted and expected structures or 

behaviors which has great comparison to Coombs definition of a crisis only exits if the 

stakeholders perceive it as such (Coombs and Holladay, 2010, pp. 6). Legitimacy is often 

coupled with power when people evaluate the relationship between organizations and 

stakeholders. Legitimacy and power are distinct attributes, but they can be combined to create 

authority (Mitchell et al, 1997, pp. 866). A group of stakeholders may have legitimacy but if 

it does not have power to enforce its will on the organization or the perception of an urgent 

claim, it will not be considered as salient. 

Urgency is the last attribute in the theory of stakeholder salience. The authors suggest that 

two conditions need to be met in order to identify stakeholders as urgent; (1) time sensitivity 

– the degree to which managerial delay in attending to the relationship or claim is 

unacceptable to the stakeholder, and (2) criticality. the importance of the relationship or claim 

to the stakeholder (Mitchell et al, 1997, pp. 867). Urgency is the degree to which stakeholder 

claims immediate attention. Furthermore, the stakeholder has to view its own claim as critical 

or highly important, e.g. in cases where the stakeholder risks exposure along with the 

organization in crisis.  
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The authors developed a framework to help identify each stakeholder group in various 

combinations of the three attributes with seven stakeholder types.  

 

 

Mitchell et al (1997): Stakeholder typology – one, two or three attributes present 

 

Each attribute is variable and may change in any relationship with stakeholders. Therefore, 

organizations cannot prepare a communication plan to stakeholders in advance. It must 

identify its stakeholders in times of need. And even though stakeholders are aware of their 

own salience, they may not be willful to exercise their power. Furthermore, the existence or 

degree of each attribute is socially constructed and a matter of perception. This means that 

even though the organization may not consider a group of stakeholders as having a legitimate 

claim they may perceive it otherwise. In the new digital era, they may actually acquire the 

power to enforce its will. In terms of crisis communication, the theory of stakeholder salience 

will help manage various stakeholder relationships in a timely manner. 
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5.3.6. Risk management 

A risk can develop into a crisis. Effective risk management can prevent a crisis by locating a 

risk that could evolve into a crisis. Thereby, the organization can take actions to reduce or 

eliminate the risk before it evolves. A crisis can also expose an overlooked or undervalued 

risk.  

Coombs and Holladay (2010, pp. 56) describes the term risk and its relationship to the term 

threat in relation to risk management: “A risk represents the potential to inflict harm or, more 

generally, the potential exposure to loss. The term “threat” is used to denote the quantifies 

potential of a risk. For a risk, a threat is the magnitude of negative consequences from an 

event and the likelihood of the event happening. Risk management seeks to reduce the threat 

level of a risk”. 

Risk communication can be a valuable part of risk management, i.e. crisis preparation. Risk 

communication is defined as a dialogue between organizations that create risks and 

stakeholders that must bear the risk (Coombs and Holladay, 2010, pp. 57). This means that 

risk communication is helping risk bearers become more comfortable with the risk by 

explaining the risk to risk bearers and understand their concerns in return. This sharing of 

crisis preparation and also asking for their input shows risk bearers that they wish to 

cooperate to manage the risk.    
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5.4. Knowledge management 

As we have entered an information society, the importance of the knowledge-sector has 

grown, and knowledge is increasingly regarded as a critical resource (Zorn & Taylor, 2004). 

In a time where technology in general is available for everyone, it no longer works as a 

strategic advantage as it did before. What now determines competitive advantage is the 

‘know how’ and ‘know what’ of individuals or groups who develop and use knowledge in 

organizations (Zorn & Taylor, 2004). Knowledge Management (KM) is an effort to collect, 

define, develop, exploit, and share the organization’s expertise (Zorn & Taylor, 2004). Using 

KM effectively, knowledge can become a sustainable competitive advantage (Zorn & Taylor, 

2004). 

5.4.1. Resource and process view 

Lyon and Chesebro (2011) argue for two different views of knowledge management; the 

resource view and the process view. The most traditional perspective, the resource view, sees 

knowledge as a resource, asset or as an objectively definable commodity (Lyon & Chesebro, 

2011). The resource view seeks to tame members’ knowledge, objectify it and to develop 

systems to effectively manage it. It is a formal and systematic view, which seeks to generate 

hard data, codified procedures and universal principles (Lyon & Chesebro, 2011).  

A newer perspective, the process view, stresses the importance of social interaction, as 

knowledge is often transferred between people in different social contexts and situations. 

Knowledge is therefore seen as socially constructed, transmitted and sustained through social 

interactions, and focus is more on sense making than on knowledge as a commodity (Lyon & 

Chesebro) (Zorn & Taylor, 2004).       

5.4.2. Tacit and explicit knowledge 

The distinction between tacit and explicit knowledge is one of the most fundamental notions 

of knowledge management (Zorn & Taylor, 2004). Explicit knowledge is ‘knowing that’ and 

it can be uttered, formulated and captured in drawings and writing. It is knowledge that can 

be documented and facilitate action (Nonaka, 2006). Contrary to that, tacit knowledge is 

‘knowing how’, and is knowledge tied to senses, movement skills, physical experiences, 

intuition or implicit rules of thumb. It is embedded in the human mind (Nonaka, 2006).  
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5.4.2.1. The knowledge conversion spiral/SECI model 

According to Nonaka (2006) the quality and quantity of knowledge increases when we 

interact and share tacit and explicit knowledge. This can be explained by the SECI model, 

where knowledge expands through a four-stage conversion process (Nonaka, 2006).  

 

Nonaka and Takeuchi (1995): The SECI Model 

 

The model assumes that knowledge creation starts with tacit and individually held knowledge 

and is then converted to tacit knowledge of one or more other individuals and it happens 

through socialization (Tsoukas, 2011). Tacit knowledge is of much more value for an 

organization, if it is made explicit. Thus, the next stage is from tacit to explicit knowledge 

through externalization of ideas derived from experience into formulated stories, images or 

other narrative forms of expressions (Tsoukas, 2011). The third stage is combination, or 

explicit to explicit, where formulated knowledge is shared and integrated at group level. It 

serves to organize knowledge from various sources and codify it into maps of processes 

(Tsoukas, 2011). The fourth stage is internalization and is the shared understandings 

(developed through the previous stages) that provide a context for individuals to convert 

explicit knowledge into tacit knowledge (Tsoukas, 2011).  

According to Cook and Brown (1999), it can be argued that tacit and explicit is two distinct 

forms of knowledge, and that one form cannot be changed into the other, but one form is 

needed to acquire the other. Thus, we will view the SECI model as a process of how the two 

forms of knowledge is used to acquire the other, instead of using Nonaka’s original notion of 

knowledge ‘conversion’. 
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5.4.3. The knowledge management cycle 

McIntyre (2003) suggested a model for the knowledge management process, the knowledge 

management cycle (KMC): 

 

McIntyre (2003): The knowledge management cycle 

 

The first step in KMC is share/learn, where knowledge is shared in order to facilitate 

learning. People exchange their views and ideas in a particular context or domain (McIntyre, 

2003). The next step, create, is where knowledge is created by sharing ideas between people. 

The better sharing, the better ideas, hence creating valuable knowledge (McIntyre, 2003). 

Moving on to the capture/acquire stage, the created knowledge is collected in huge numbers 

and then stored (McIntyre, 2003). The next step is organizing the captured content using a 

model, a framework or other. (McIntyre, 2003). In the access/search/disseminate stage, the 

organized knowledge is made assessable for the employees in the organization (McIntyre, 

2003). The last stage is use/discover, and this is the stage where the organization makes use 

of the knowledge acquired to solve problems or complete tasks in present time (McIntyre, 

2003).  
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5.4.4. Costumer knowledge management 

Organizations are beginning to realize the importance of the knowledge their customers hold.  

Gibbert (2002) refers to the proverbial:” If we only knew what our customers know” 

(Gibbert, 2002, pp. 459). Customer Knowledge Management (CKM) is a valuable tool that 

refers to the management of knowledge from customers, which differs from previous CKM 

research on knowledge about customers and customer relationship management (Gibbert, 

2002).  

Gibbert (2002) argues that by managing knowledge of their customers, organizations are 

more likely to detect emerging market opportunities before competitors, to constructively 

challenge the established wisdom of ‘doing things around here’, and to more rapidly create 

economic value for the organization, its stakeholders and its customers (Gibber, 2002, pp. 

460). CKM is a process where customers become knowledge partners instead of simply being 

recipients of products. It is about collecting, sharing, and expanding the knowledge from 

customers, which, if done right, can benefit both the customer and organization (Gibbert, 

2002).   

5.2.4.1 Customer Knowledge Management through social media 

Previously external knowledge was controlled by marketing and legal departments, but after 

the emergence of social media, the control paradigm has shifted. Control is now in the hands 

of the consumer. Thus, organizations are now learning to use this new control paradigm to 

their advantage by collecting knowledge from new external sources.  

The development of information, communication technology and Web 2.0 have opened great 

new possibilities for organizations to use social media as a tool to communicate, cooperate 

and interact with customers to create value and share their knowledge (Kargaran, 2017). 

When organizations gather, manage and share customer knowledge, they are more likely to 

achieve competitive advantage, as CKM provides opportunities to acquire new customers or 

keep current customer. Thus, enabling the organization to be more competitive (Kargaran, 

2017). Kargaran (2017) therefore argues that organizations should provide a suitable 

environment to have better access to knowledge and ideas that their customers reside, and to 

use it in an innovation process and develop special systems to co-operate and interact with 

their customers (Kargaran, 2017, pp. 354). Kargaran (2017) argues that it could be useful to 

create a knowledge-sharing platform that allows the company to transact with its business 

and provide an environment to exchange knowledge between company and its customers. 
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The recent advances in the advent of web 2.0 technology have opened new possibilities for 

organizations to develop an effectively significant relationship with customers (Kargaran, 

2017). Social media is being recognized as a community-based tool, that enables 

organizations to gather knowledge and to communicate directly at a relatively low cost and 

with high levels of efficiency with their customers compared to traditional communication 

tools (Kargaran, 2017).  

Because of a continuously increasing number of competitors, it is crucial for organizations to 

adapt to the needs and expectations of customers. And one way to do this is to collect 

customers’ knowledge and manage it as an important resource (Kargaran, 2017). CKM is the 

process of capturing, sharing, transferring and using data, information and knowledge related 

to customers to create competitive advantage (Kargaran, 2017). One of the most important 

components of social media is the ability to create a mutual relationship between an 

organization and its customers, and because of that, online users has gone from being content 

readers/recipients to having an active role of content publishers. Social media serves as an 

effective tool for sharing information among individuals and therefore contribute to the 

accumulation of knowledge capital (Kargaran, 2017). So, by using social media, 

organizations can create virtual communities with their current and potential customers to 

interact with each other and share knowledge about their products/services. Furthermore, 

organizations can use this knowledge for innovation, attracting new customers, increasing 

customer loyalty, improving their performance and thus achieving a competitive advantage 

(Kargaran, 2017).    

 

 

  



Julie Minet Dyngby Petersen Master thesis November 15, 2018 

Josephine Cadalin Petersen Copenhagen Business School MA IBC MC 

 

 52/120 

 

6. Analysis and discussion 

We have developed several hypotheses to conclude on our research question. Our analysis 

will consist of a combination of our empirical studies with our theoretical insights from 

knowledge management theory, crisis management theory, brand management theory and 

social media theory. Our netnographic research will be applied continuously with data from 

social listening and content analysis. This will provide us with the proper framework for our 

further conclusion and discussion.   

6.1. Brand management efficiency 

Organizational use of social media can reach prospects and customers who already interact 

with their brand. Individuals and brand communities can now create and share their own 

user-generated content while consuming other users’ contents on social media (Kietzmann, 

2011, pp. 42).  Their voice on social media also gives them the power to influence by reacting 

to anything online (Lambret and Barki, 2017). The power that once lied within organization’s 

marketing and PR departments has now shifted to the SMUs, that can use social media to 

communicate about an organizational brand without the organization’s permission.  

However, social media can also be a powerful tool for businesses of all sizes and there are 

several reasons for why organizations use or should use social media channels in its 

marketing and communication strategy.  

Costs are reduced as distribution through mass media is cut down (Kirtis and Karahan, 2011, 

pp. 260). Social media provides the means to reach a larger audience. Globally, 3,196 billion 

people are active social media users, and 2.958 billion people are active social users on their 

mobile. This amounts to 42 % of the total global population that is active social media users 

(Smart Insights, 2018). And on average they spent 116 minutes on social media a day 

(Brandwatch, 2018). This audience is imaginably larger than the reach that mass media could 

generate through regional television and newspaper ads. And it seems to grow continuously; 

the number of active social media users increased 13 % from January 2017 (Smart Insights, 

2018). It is also possible to advertise on social media instead of traditional mass media. And 

organizations can target their ads to selected groups and consumers’ needs determined by 

data such as age, location, educational level, industry and even user behavior, i.e. websites 

visited and page likes. This data is provided by the specific social media channel. 

The organization’s ambitions for its presence on social media determines the costs, e.g. staff, 

social media management platform and analytics, boosts and promotions. 



Julie Minet Dyngby Petersen Master thesis November 15, 2018 

Josephine Cadalin Petersen Copenhagen Business School MA IBC MC 

 

 53/120 

 

Additionally, it is most often free of charge to create a profile, page or group on social media. 

Any expenses are created by decisions the organization can make for itself. For example, 

Facebook makes it possible for organizations to boost posts to achieve more likes, shares and 

comments on specific content, and it can also reach a new audience. The organization can 

decide for itself how large the budget should be for each boosted post (Facebook Business, 

2018). Twitter provides the same service to promote both tweets and accounts to reach a 

wider audience fast or get higher engagement with current followers (Twitter Business, 

2018). This can enable organizations to achieve brand management efficiency by managing 

the relationship between input, e.g. sales revenue, and output, e.g. financial and human 

resources. (Rahman et al, 2018, pp. 114).  

Furthermore, presence on social media is also necessary to stay competitive. In the face of the 

continued growth of social media, organizations increase their own presence. Globally, 

around half of the organizations that are already present on social media, now have between 

4-10 active social profiles on different social media channels that are tailored to specific 

audiences and businesses (Hootsuite, 2018). Furthermore, social media levels the playing 

field. As SMUs are empowered by their shared voice, so are competitors, small or big. Even 

small organizations can build a following that their larger competitors might not focus on 

achieving.  

Every organization craves brand awareness and loyalty (Rahman et al, 2018), successful CBI 

and positive SVC (So et al, 2018) that generates positive WOM on social media. Therefore, 

there is an organizational competition for attention from their shared target groups as well as 

the mass audience.  

But social media does not only provide the means to get attention. It can also help build 

relationships with consumers and the general audience. SMUs gather in social communities 

with their shared CBI (So et al, 2018). The relationship between both organization-consumer 

and consumer-consumer is highly engaged as consumers can share interest, experiences and 

problem solving in a mutual relationship (Martinez-Lopéz, 2016). In brand communities, 

organizations can connect with its audience, and develop and preserve the feeling of 

collective belonging while tapping into engaged brand consumers’ ideas and values.  

This relationship also extents to consumers by providing quick responses through customer 

service on social media. Sproutsocial’s index (Jackson, 2016) show that customers expect 

responses within 4 hours on social media, but organizations average a 10-hour response time. 
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Good customer service and communication to consumers can further strengthen 

organization’s relationship with consumers and their brand loyalty.  

Social media also provides data that can help organizations to better understand its audience. 

Social listening makes insights available that further allows organization to follow several 

key metrics such as mentions over time, sentiment analysis and engagement. In the case of 

Serena Williams, data shows that her social media engagement is variable, but the baseline 

metric of engagement is 45,4 million SMUs (Appendix 10.2.). The variability is shown via 

the mentions over time. The sentiment analysis also shows that SMUs are predominantly 

positive but in different occasions they collapse quickly to negative sentiment (Appendix 

10.2). Depending on Serena Williams social media ambition, this insight can be interpreted in 

different ways. Although many engage in her brand, there is not high social media activity, 

i.e. likes, shares, comments. The latest event at the US Open increased mentions significantly 

in a limited time period which indicates that many SMUs knows her brand and the specific 

event, and they were interested, negatively or positively, and by spiking her social media 

activity, she may increase SMUs social media activity and brand awareness (Rahman et al, 

2018). Activity and communication to her current brand followers may also spike loyalty and 

positive WOM that can reach other potential followers. 

Since Serena Williams’ SLD (Appendix 10.2.) is variable, she can use it to track SMUs 

sentiment toward the events that trigger activity and emotions. The event at the US Open 

increased engagement and mentions but sentiment went negative. Analyzing data from social 

listening can provide Serena Williams with insights to what actions and events generate 

positive sentiment and WOM. For example, Serena Williams participated at Wimbledon 

2018 in the start of July. Her SLD show that mentions increased as well as the positive 

sentiment (Appendix 10.2). Therefore, a content analysis will provide insight to exactly 

which content spiked positive activity besides the fact that she was attending an international 

event.  



Julie Minet Dyngby Petersen Master thesis November 15, 2018 

Josephine Cadalin Petersen Copenhagen Business School MA IBC MC 

 

 55/120 

 

 

 

Figure 1 shows three different tweets from Serena Williams on the same selected day 

unrelated to the event at the US Open 2018. There is a significant difference between the 

engagement in each content. The bottom tweet received 3,300 comments, 12,000 retweets, 

i.e. shares, and 111,000 likes. SMUs felt more strongly to the content in the bottom tweet 

than the other two. It also indicates that she apparently has followers and brand awareness to 

generate more activity on social media than her baseline metric of mentions of approximately 

100,000 (Appendix 10.2), and this insight will help in creating relevant content for her 

followers and increasing engagement.  

Hypothesis 1: Organizations use social media because it’s a cost-efficient tool that reaches a 

broad audience to achieve higher financial income.  

Hypothesis 1.1:  Social media can enable organization to reach brand management 

efficiency. Organizations can decide their own input such as budget and human resources to 

reach their output, i.e. brand equity.  

 

Figure 1: Serena Williams at Wimbledon 2018 
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6.2. Knowledge management 

We acknowledge data and insights from consumers and the general public as knowledge that 

comes in different forms and on different levels. According to the SECI model (Nonaka, 

2006), knowledge starts with being tacit and individually held, i.e. when a single consumer 

has a certain opinion, feeling and alike about a product or a brand. At this level, only certain 

consumers know exactly how they feel, and therefore it is a tacit knowledge. Through 

socialization (Nonaka, 2006) with others (consumers, friends, family or other stakeholders), 

this individual tacit knowledge rises to a group level, where a group of people attain a new 

shared opinion and feeling, i.e. tacit knowledge about the product or brand. The next step in 

the SECI mode, is externalization (Nonaka, 2006). It is a definition for situations where the 

group formulate their experience into stories or other narrative forms, e.g. posts, about their 

experience with the product or brand on social media. When individual SMUs formulate and 

post content on social media, it is almost immediately shared and integrated at group level as 

other SMU’s will like, share, and comment on the specific post. This leads to the third stage 

of the SECI model; combination (Nonaka, 2006). But as the combination stage also serves to 

organize knowledge from various sources, we argue for the use of social listening tools in this 

stage. Social listening tools is doing exactly that; it takes big data and codifies it into graphs, 

diagrams and statistics, i.e. key metrics (Appendix 10.1. - 10.3). This data is specified 

through the organizations own choice of key performance indicators (KPI’s). Now the 

organization is provided with an organized data collection that is suited to their exact 

objectives, which they can use to create specific content for their target groups. This leads to 

the next stage, internalization (Nonaka, 2006), where there is created a context for 

individuals to make tacit knowledge of explicit knowledge; the tacit individual knowledge 

being which is the employees who know how to efficiently communicate and create content 

for a certain target group, e.g. the PR employee that creates adapted content to the press, or 

the marketing employee creating a focused and targeted campaign.  

Looking at the way organizations use social media data, i.e. knowledge, we argue that there is 

a mix of the resource view and the process view (Lyon & Chesebro, 2011). The social 

listening tools takes big data and turns it in to organized hard data (Appendix 10.1. - 10.3), 

thus the resource view. However, organizations that use social media interacts to make sense 

and provide knowledge of their consumers and the general public. Therefore, we argue that 

the process view also applies.  
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We argue that using social listening tools can be time-efficient. When looking at the 

knowledge management cycle (McIntyre, 2003), we argue that organizations partly outsource 

some of the stages by using social listening tools. The people who share and facilitate in 

learning in the first step of socialization do not have to be members of the organization. It 

may as well be people from their external environment, e.g. stakeholders, consumers or the 

general public. As ideas are shared online in a broader context, namely on social media 

channels, it can lead to valuable knowledge that can generate a potential for better ideas, e.g. 

product and innovation. When it comes to the capturing and acquiring the knowledge, social 

listening tools provides organizations with a complete collection and storage of the 

knowledge created by SMUs. They even organize the captured knowledge using a framework 

created based on the organization's own choice of KPIs. Thus, by using social listening tools, 

organizations can make their knowledge management cycle more time-efficient.   

Hypothesis 2: Organizations use social media to gain data and insight from consumers and 

the general public audience, i.e. social listening.  

Hypothesis 2.1: Knowledge gained from social listening helps optimize content and assists in 

time-efficiency in relation to planning and implementing marketing activities.  

 

Current research about customer knowledge management (CKM) argue that Web 2.0 and 

social media has provided organizations with capabilities for CKM. In many ways, CKM is 

related to social listening. Social listening, like CKM, has the purpose of using customer 

knowledge for innovation, attracting new customers, increasing loyalty to current customers, 

improving their performance and thus achieving competitive advantage (Kargaran, 2017). 

The difference occurs in the perception and focus of the actual process that achieves these 

purposes. Theory on CKM focus on how social media can facilitate in the organizational 

relationship with customers, and then use the information and knowledge that they hold. The 

process of CKM is focused on interacting with customers, creating mutual relationship and 

the usefulness of providing an environment to exchange knowledge with the customers 

(Kargaran, 2017). We argue that CKM is about organizations using its current relationships 

with customers to reach their purpose by providing a context, platform, environment or 

otherwise, where customers can exchange knowledge between each other and the 

organization. Using social listening differs to that process as it focuses more on harvesting 

customer knowledge in a broader context in contrast to gaining customer knowledge by using 

organizations current customer relationship. Social listening is a monitoring tool, and it goes 
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beyond the platforms created by the organization or its customers and the organizations 

official page or group. Social listening monitors entire social media channels using KPIs 

chosen by the organization. And by using social listening, it is possible for the organization to 

gain much more data, information, knowledge and insight about their customers' needs. Also, 

social listening enables organizations to gain insight in customer’s communication about the 

brand and other relating topics in contexts that does revolve around their brand or product in 

particular. This gives the organization a broader picture of their customers' needs, interests 

and how they communicate daily.     

Hypothesis 2.2: Social listening differs from the most contemporary method of gaining 

knowledge from customers which is customer knowledge management. 

 

6.3. Brand management and brand equity 

Theory suggests that social media has changed the playing field in marketing and public 

relations (Kietzmann, 2011, p. 242). In the past, marketing and public relations departments 

had the power to decide and control the content it communicated both internally and 

externally. But now, social media has enabled any SMU to communicate about any topic 

including brands with or without consent from the organization which they refer to. Brand 

communities are continuously being created, and SMU’s gather together under both positive 

and negative circumstances (Martinez-López, 2016). Organizations have no control over the 

relationship between the individuals in non-sponsored brand communities and neither their 

emotions and ability to spread negative WOM.  

However, companies can use brand communities to their own advantage. It allows them to 

build long-lasting relationships by creating a bond between the brand and consumers. The 

individuals in brand communities can be motivated to join the brand community and become 

a source of valuable ideas that they wish to share (Martinez-López, 2016), and by responding 

to their content, an organization can further improve the collective belonging in brand 

communities. 

Brand communities can be consumer-generated, which allows consumers to share SVCs and 

other information they may have gathered themselves about the brand, its products, services 

and so forth (So et al, 2018, pp. 728). Consumers actively want to interact and influence 

branding and corporate reputation either positively or negatively. SMUs react in relations to 

their emotions that impact the extent to which they share their voice on social media. And 
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SMU’s content affects other SMU’s attitude and behavior, e.g. CBI and brand association, 

more than any organizational marketing effort. If CBI is negatively affected, the organization 

risk that brand loyal consumers’ perception is negatively altered (So et al, 2018, pp. 728).  

Our empirical study show that social listening can provide data that helps organizations with 

its brand management. Using Nike’s SLD (Appendix 10.1.), it is clear to see that sentiment 

over time has been positive up until the launch of the new campaign featuring Colin 

Kaepernick where sentiment turned negative for a few days before rising again. Compared to 

Serena William’s SLD (Appendix 10.2.) where sentiment over time wavers more and Donald 

Trumps (Appendix 10.3) that is continuously negative, we deduce that SMUs are generally 

positive towards the Nike brand.  

With this insight, Nike can postulate that their brand history is generally positive, their 

reputation is healthy, and their consumers are largely loyal to their brand. Pre-launch of their 

campaign, this data could have been a part of the basis for the decision to create the campaign 

in the first place; SMUs are positive towards the brand and should SMUs have a negative 

perception of the new campaign, Nike’s positive brand history can act as safety net as prior 

reputation before an event, i.e. the campaign, is a large part of the organizations relationship 

to its stakeholders (Coombs and Holladay, 2010, pp. 39). 

SLD can also provide insight to when an event may need a strategized communication effort. 

In the case of Nike’s new campaign, sentiment dropped quickly but only for a few days 

(Appendix 10.1.). Although mentions peaked from approximately 1,5 million in average to 

10 million mentions at the time of the launch, Nike never gave a profound reply on any 

positive or negative SMU content regarding the campaign on Twitter, their main social media 

platform (Nike’s Twitter, 2018).  Nike could use SLD to provide information of whether they 

should trust in their consumer’s brand loyalty and its own brand reputation that negative 

WOM would not be shared and spread to cause risk (Coombs and Holladay, 2010, pp. 56). 

If data from social listening is managed properly, it enables the organization to generate tacit 

knowledge from explicit knowledge, which can help gain a competitive advantage.  

Hypothesis 3: Social media can facilitate organizations in brand management with its 

insight and direct communication to its audience.        

 



Julie Minet Dyngby Petersen Master thesis November 15, 2018 

Josephine Cadalin Petersen Copenhagen Business School MA IBC MC 

 

 60/120 

 

Theory suggests that brand equity equals a strong brand and that is the ultimate objective of 

brand management (Rahman et al, 2018, pp. 115). And as brand equity is the added value to a 

brand, it is an intangible asset that involves emotions, i.e. how the brand match consumers’ 

desired status, lifestyle, personality and success (Brahmbhatt and Shah, 2017, pp. 34). If 

organizations achieve brand equity, they achieve greater brand trust and loyalty as well as 

they reduce reputational risks by having a strong brand. And high brand equity can provide a 

sustainable competitive advantage (Wright et al, 1994, pp. 303). It is therefore important that 

organizations measure and manage its brand equity which social media can help with.  

Rahman (et al, 2018, pp. 114-115) argues that Aaker’s (1991) four dimensions (brand 

awareness, brand loyalty, perceived quality and brand associations) have attributes to the four 

dimensions for a sustainable competitive advantage; it must be valuable, it must be unique, it 

must be inimitable and non-substitutable (Wright et al, 1994, pp. 304). 

Our empirical study show that social listening can help with data to measure brand equity. 

The first dimension is brand awareness which can be measured by three key metrics 

(Brandwatch, 2015). The volume of mentions indicates the number of times a brand has been 

mentioned. Serena Williams SLD (Appendix 10.2.) show that mentions about her brand is 

variable and reflects her actions, e.g. the case of the event at the US Open 2018. She can use 

this data to track changes over time and discover the number of conversations regarding her. 

The second metric is reach, i.e. the potential number of people that a mention can be seen by.  

If a SMU with a great number of followers mentions a brand, it spreads brand awareness. 

This is also one of the reasons why influencers are in demand. The last metric is engagement. 

It is an indicator of the effectiveness of awareness as it is showing how much SMU’s actually 

engages in a certain brand via likes, shares and comments.  

These key metrics should be measured against benchmarks and share of voice, i.e. a metric 

for how many mentions a brand receives compared to its competitors, to give the data context 

and further create brand history for future purposes. An organization should benchmark the 

baseline metric over a long period to track peaks and anomalies. This will give insight to 

whether brand awareness increases or even decreases over time. But even if brand awareness 

increases, it may not be significant compared to a brand’s share of voice. Serena Williams 

mentions increases and decreases sporadically (Appendix 10.2.) but if her baseline metric is 

above her competitors, she still has greater brand awareness; a valuable asset that is not 

substitutable or easy to imitable.  
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The second dimension is brand loyalty, i.e. the extent to which consumers or target group 

choose one brand over its competitors. A sentiment analysis can provide data that gives 

insight to whether the SMUs have high brand loyalty. SMU’s sentiment toward Nike’s brand 

is stable with a baseline metric above 50 % positive (Appendix 10.1.). Shortly after mentions 

peaked and sentiment skydived negatively, sentiment bounced back to positive. Nike’s 

consumers stood up for their brand and kept loyal even when the brand they identified 

themselves with were faced with resistance. This information from SLD suggests that 

consumers are less likely to choose another brand based on the sentiment analysis. 

Comparing this case to SLD of Donald Trump (Appendix 10.3.), it is easy to assume that 

SMUs would in fact choose another brand if possible, based on the sentiment’s baseline 

metric which is approximately 40 % negative, i.e. a large 

part of SMUs engaging in communication regarding 

Donald Trump’s brand do not wish his brand as part of 

their own self-expression.  

The third dimension is perceived quality. Besides  

gathering data from a sentiment analysis, organizations 

have the opportunity to see the content of mentions.  

This can provide information on how the brand is  

identified and valued. The sentiment analysis only  

provides a general overview, but posts and tweets give 

explicit data on perceived quality. Serena Williams did  

seemingly not comment on any mentions regarding  

the event at the US Open 2018, but other content of  

hers still received comments regarding the event.  

These comments can provide insight to the exact 

perceptions and emotions, SMU’s may have.  

The negative comments on the image as  

Figure 2 shows real-time data of the content of  

sentiment. Although it is not always known if this  

exact SMU had a negative perception to start with  

or if the perceived loyalty has decreased due to the  

event, this data gives insight to SMU’s perceptions.  

 

Figure 2: Serena Williams post "Did Momma 

win?" 
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The last dimension is brand association. On social media, brand awareness is highly linked to 

emotions associated with a brand which in turn is associated to content that can be either 

consumer-generated or generated by the brand itself. Nevertheless, SMU’s perception of the 

brand has to be positive; they should want the brand to be part of their self-expression. The 

sentiment analysis provides a good overview of the general sentiment and the willingness of 

SMUs to associate with the brand, but in cases as Donald Trump’s SLD (Appendix 10.3.) that 

is consistently negative in the selected period and Nike’s SLD (Appendix 10.1.) that fell 

sharply on the time of launching their new campaign, it can give exact insight to SMU’s 

perceptions looking at comments. The most engaging comments will further provide insight 

to which content generates the most activity, i.e. like, shares and comments. 

Figure 3 and 4 shows a few selected comments from Donald Trump’s and Nike’s Twitter that 

illustrate how a content analysis can provide insight to SMU’s opinions. 

Hypothesis 3.1: Organizations can use social media to gain greater brand equity and 

thereby a sustainable competitive advantage.  

Figure 3: Colin Kaepernick's tweet on 

Nike's Twitter with comments 

Figure 4: Donald Trump's Tweet to Iranian President 

Rouhani 
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6.4. Stakeholders and risk management 

Theory suggests that risk management can act to reduce or eliminate a risk before it evolves 

into a crisis (Coombs and Holladay, 2010, pp. 56). A large part of risk management is risk 

communication (Coombs and Holladay, 2010, pp. 57). Risk bearers are the organization’s 

stakeholders, and on social media that means everyone who might have an opinion or feeling 

toward the organization and its actions. However, it may be practically immense to 

communicate to such a large and undefined audience, and the organization may not have 

resources to do so, e.g. human and financial resources. The goal of risk management is also to 

prevent the risk from becoming a full-scale crisis which spreads the knowledge of the risk’s 

existence. Therefore, information should initially be focused to the risk bearers who would be 

directly affected by the risk evolving into a crisis. These risk bearers can be defined as the 

“voluntary stakeholders that bear some form of risk as a result of having invested some form 

of capital, human or financial, something of value, in a firm” (Clarkson, 1994). This practical 

view considers limited time, attention, resources and even patience in risk management. 

The involuntary risk bearers placed at risk as a result of a firm’s activities are also at stake 

although they may not appear as having legitimate claims as voluntary stakeholders. But on 

social media they may have a direct relevance to the organization’s core economic interests 

(Mitchell et al, 1997, pp. 856). These risk bearers are those who have brand association, 

brand loyalty and perceived quality (Rahman et al, 2018, pp. 115).  

Stakeholders with brand associations are highly emotionally tied to the brand as they consider 

a brand as part of their own self-expression. Lower brand association may result in lower 

brand loyalty as consumers may seek other brands to substitute. Perceived quality may then 

be affected negatively as the brand is no longer a good endorser for the organization’s 

productions (Rahman et al, 2018, pp. 115). Perceived quality relies greatly on brand image 

and reputation (Abratt and Kleyn, 2012). 

Stakeholder legitimacy is a subjective perspective to which extent stakeholders decide for 

themselves if the organization lives up to their socially constructed system of norms, values, 

beliefs and definitions (Mitchell et al, 1997, pp. 866). And stakeholders who claim legitimacy 

for themselves may have the power to impact organizational legitimacy which “is generally 

defined as the social acceptance of organizations and their actions” (Etter et al, 2018, pp. 61). 

If a risk does not correspond to stakeholder expectations, they will claim legitimacy.  
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Social media gives SMUs power to communicate, spread content and gather in brand 

communities (Martinez-López, 2016). Ordinary citizens can create autonomous content, 

bypass former gatekeeping functions of traditional news media, and discuss and evaluate 

organizational activities. Stakeholders use their voices and express their opinion on social 

media instantly. Etter (et al, 2018, pp. 63) define these stakeholders as evaluators; the source 

of organizational legitimacy who are the internal and external audiences that observe 

organizations and make legitimacy assessments. However, these evaluators select their 

attention based on their own varying interests and use different norms and criteria in their 

evaluation. Social media has given ordinary citizens the power and possibility to express and 

negotiate their judgments about organizations, and they increasingly use these judgments as 

an information source, i.e. an evaluation of the organization, their actions and services (Etter 

et al, 2018, pp. 64) and SVC (So et al, 2018). Their judgments are affective responses and 

form the individual judgment; positive responses legitimize the organization while negative 

judgement de-legitimize the organization. Evaluators, i.e. stakeholder and SMU, have great 

impact, credibility and increasing volume of voice, and their judgments are contributing to 

the co-construction of organizational legitimacy (Etter et al, 2018, pp. 64).   

Figure 3 provide a good example of stakeholders, i.e. SMUs, who claim legitimacy to use 

their voice regarding Nike’s decision to launch the ad campaign featuring Colin Kaepernick. 

The two first comments from SMUs have negative emotions as Nike do not live up to their 

socially constructed system (Mitchell et al, 1997, pp. 866). SMUs power of a voice and their 

negative judgments generate negative WOM that can compromise the Nike’s legitimacy 

(Etter et al, 2018, pp. 64).  

However, the last comment shows positive sentiment and judgment toward Nike’s action 

(Figure 3). In this SMU’s perception, Nike did live up to the person’s self-generated moral 

principles (Mitchell et al, 1997, pp. 866), and the positive judgment can counteract Nike’s 

credibility and legitimacy.  

Hypothesis 4: Risk management is an important part of organization’s social media strategy 

as stakeholders can use their power of voice to generate negative WOM about the 

organization and its activities.  
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Therefore, it is important to target stakeholders appropriately. The Stakeholder Salience 

model can provide a framework for risk communication as it identifies the degree of attention 

that should be given to each group of stakeholders. The three attributes, i.e. legitimacy, power 

and urgency, identify the stakeholder’s importance. We will discuss the three attributes in 

relation to social media and further discuss the ways social listening can provide data to 

measure the attributes.  

On social media, it seems that everyone can claim stakeholder legitimacy based on their 

emotions, and they can affect organizational legitimacy. Individual judgments that become 

public also becomes a tangible manifestation in its content. A sentiment analysis can identify 

positive and negative judgments that construct organizational legitimacy based on the idea 

that individuals bestow legitimacy to organizations through positive and negative judgments. 

We assume that SMUs, who generate content regarding a specific topic or brand, claim 

stakeholder legitimacy by acting on their emotions toward an organizational action.  

Donald Trump’s SLD can illustrate an example of how stakeholder and organizational 

legitimacy can be considered as a risk (Appendix 10.3).  From august 2017 to august 2018, 2 

billion people transnationally engaged in his brand, mentions amount to baseline metric of 

1.5 million, and 121,5 million authors generated content regarding his brand. The sentiment 

analysis includes data from 6,3 million people, and 46 % were negative to 9 % positive. The 

rest remains neutral. This data illustrate that many people are involved in the brand, but they 

pass negative judgment towards it. The negative content about Donald Trump’s brand 

flourishes social media and these judgments can become informational sources to others 

online. Therefore, it would be wise to get insight to the exact topics regarding the brand that 

invokes negative emotions through a content analysis.  

Contrary to Donald Trump’s brand, Nike’s SLD (Appendix 10.1.) illustrates positive 

judgments even though even more stakeholders and evaluators are included in the sentiment 

analysis. The baseline metric of mentions amounts to approximately 1,8 million, 1,4 billion 

people engage in the brand, and 7,5 million people are included in the sentiment analysis; 18 

% are positive to 11 % negative. Stakeholders and evaluators generate positive judgments on 

the organizational brand and its legitimacy. This may have been an important part of the 

reason that sentiment did not stay negative for long after Nike launched their new ad 

campaign. It had a brand history on social media with positive judgments which is a positive 
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informational source for other consumers, and their past legitimacy and reputation provided 

brand loyalty (Rahman et al, 2018). 

SLD can also provide data to identify the group of SMUs, i.e. stakeholders, that require 

urgency by determining the content with the greatest influence. In relation to risk 

communication, it is important to analyze content with negative sentiment. An individual 

SMU may have many followers which the negative content can reach and then become 

further spread on social media through likes, comments and shares. And even if the SMU 

does not have many followers, the content may agree to emotions and judgments of others, 

and therefore also spread to a wider audience through the network of each individual who 

engage in the content. A content analysis will provide insight to which content and what 

judgment stakeholders project onto the organization. If the content unites stakeholders on 

social media, it may require a strategic effort in risk communication (Coombs and Holladay, 

2010, pp. 57). 

Nike’s (Appendix 10.1.) and Serena Williams’ SLD (Appendix 10.2.) showed a peak in the 

number of mentions at the time of each of their events. They probably knew exactly why 

their brand became the topic of even more user-generated content, but they may not have 

known what the exact content was; what was the stakeholders’ opinion about the event and 

the organization’s actions? Would they reject the brand in future purchases, i.e. brand loyalty, 

or where they just expressing a displeasure about the actions without anger and future 

boycotts, i.e. brand association? The sentiment analysis shows that the content turned 

predominantly negative at the same time as mentions sky-rocket. The figures 5-7 show 

SMU’s comments to different selected tweets on Nike’s Twitter. 

 

Figure 5: Comments from SMUs on Nike's Twitter 
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Figure 6: Comments from SMU on Nike's Twitter 

 

 

Figure 7: Comments from SMU on Nike's Twitter 

 

If certain content or SMUs have the power to reach a large audience or their content is widely 

liked and shared, the content itself may be taking into consideration for future strategies, and 

the organization can consider response strategies to deal with the risk.  

This view of urgency on social media relates to the last attribute, power. Although a 

stakeholder might not be considered as powerful on social media by determinants such 

number of followers or high-profile, the generated content can, however, become powerful. If 

other SMUs agree with the content, the number of likes, shares and comments can create a 

greater reach to a larger audience and spread negative WOM further. Social media has in fact 

provided stakeholders with a voice that gives them power to express their opinions and 

judgments about organization.  
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In Nike’s (Appendix 10.1.) and Serena William’s SLD (Appendix 10.2.), mentions rose 

significantly during their two individual events. Comparing the same period of increased 

mentions to sentiment, the negative judgment weight more than the positive. This means that 

Nike and Serena Williams not only experienced a larger number of mentions but that most of 

these mentions were negative. This user-generated content has the influence to change other 

consumer’s attitude and behavior and their CBI (So et al, 2018, pp.728). The high-volume of 

negative WOM threatens the brands image as well as brand loyalty and equity (Brahmbhatt 

and Shah, 2017, pp. 34).  

 

 

Figure 8: Comments to Serena Williams' Twitter 

Figure 9: Comments to Nike's Twitter 

 

An organization rarely has the resources to start a conversation with every author who 

generates negative WOM. But it could be beneficial to monitor the content that gathers the 

most likes, comments and shares such as figures 8 and 9 shows. 71 SMUs agreed with the 

comment on figure 8 and 47 people agreed to figure 9. Their likes illustrate their approval of 

the comment, agreed with the judgment, and through social media algorithms, they spread the 

word wider through their own network where their activity such as likes are shown to their 

own followers. This gives the content power to influence other stakeholders. 

Hypothesis 4.1: Social listening can help identify important stakeholders so that brands can 

communicate appropriately depending on their importance. 
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6.5. Ethical branding 

A content analysis and sentiment analysis of Nike’s (Appendix 10.1.) and Serena Williams’ 

(Appendix 10.2.) SLD illustrate the difficulty of being an ethical brand (Fan, 2005, pp. 343 

and Alwi et al, 2017, pp. 394) on social media.  Social media is transnational, and it can be 

problematic to determine the universal fairness that is perceived as ethical behavior, i.e. right 

and wrong, across nationalities, cultures and religion.  

An ethical brand has four determinants; it must consider economic, social and environmental 

responsibilities, act morally, create added value for the organization, customer and its 

stakeholders and have integrity, honesty, accountability and commitment to do the right thing 

(Alwi et al, 2017, pp. 398). Furthermore, SMUs consider the ethical brand as a citizen with 

its own rights and a responsibility to contribute positively to society (Alwi et al, 2017, pp. 

394). 

Data from social listening can provide a general insight to whether SMUs consider a brand to 

be ethical. A sentiment analysis will show the general emotion, judgment and/or opinion of a 

brand and in context with a content analysis, SLD can provide important information not only 

about how SMUs feel but also detailed insight to how they talk and perceive the brand.  

The President, Donald Trump, has a general sentiment of 46 % negative to 9 % positive 

among 6,3 million SMUs over the selected period (Appendix 10.3.). Furthermore, social 

listening finds the most used words, i.e. top themes, that are used in relation to a brand. In 

Donald Trump’s SLD (Appendix 10.3.), most of the words appear neutral in relation to his 

job position and industry such as “meet”, “officials” and “politics”. Other words like “Putin”, 

“Russian”, and “bad” may need to be analyzed in context between the brands own content 

and the text and sentiment in the user-generated content to know if SMUs are referring to an 

action that they perceive as ethically wrong.  
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Figure 10 and 11 illustrate how the word “Russia”  

is used in relation to Donald Trump’s brand. 

#TrumpRussia is a hashtag that refers back to  

the presidential election in 2016 that  

Donald Trump won against the Democratic 

candidate Hilary Clinton. It was later established 

that Russia interfered with the presidential  

election. Donald Trump has repeatedly refused 

Russian interference and aggression in American 

business and politics although different  

authorities and investigation agencies has  

warned and proved otherwise. His action to  

deny involvement with Russia leaves SMUs and  

the general audience with the perception  

of their president diminishing US interest and 

encouraging further attacks from Russia and  

other countries (Barrett, 2018).  

 

 

Figure 10: A tweet from Donald Trump with comment 

Figure 11: Tweet from New York Times with comment reference 

to Donald Trump 
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SMUs accuse Donald Trump for lying and colluding, and it does not generate positive 

sentiment (Appendix 10.3.) (Coombs and Holladay, 2010, pp. 6). In Figure 10 showing 

Donald Trump’s own content, he does not mention Russia, but the content does, however, 

trigger an emotion with the SMU who responds with a comment referring to #TrumpRussia 

(Etter et al, 2018, pp. 64 and Lu and Huang, 2018, pp. 103). His actions are perceived to 

violate the four attributes of an ethical brand (Alwi et al, 2017, pp. 398); he does not live up 

to his social responsibilities as President, the act is not perceived to be moral, he does not 

create added value for the American citizen by working with Russia (or he does not attempt 

to prove that cooperation with Russia can create added value for America), and lastly, as 

SMUs believe that he lies about the event, he does not illustrate honesty and he does not 

stand accountable for the action by denying any accusations regarding #TrumpRussia. 

Nike’s case can also illustrate how social listening can be beneficial in ethical branding. 

Nike’s release of the new ad campaign featuring Colin Kaepernick also spiked mentions and 

sentiment turned negative in a short duration (Appendix 10.1.). A content analysis of user-

generated content, i.e. comments, show how Nike’s action was perceived.  

 

 

Figures 12-13 for Nike’s content analysis show the two most dominant perception between 

SMUs. The SMUs who share negative judgments (Figure 3 and 12, and Etter et al, 2018, pp. 

64) and sentiment toward Nike’s actions believe that Nike do not show integrity and 

commitment (Alwi et al, 2017, pp. 398) to America and its flag by supporting Colin 

Kaepernick. They compare his actions to people in law and military jobs that they consider to 

be sacrificing much more than Colin Kaepernick did. His actions are considered to be 

Figure 12: Twitter: Comment on Nike's new ad campaign featuring 

Colin Kaepernick 
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unpatriotic. For this group of SMUs Nike undermines “the true heroes” by supporting 

Kaepernick and this action is not moral, socially responsible and it does not create value to 

these customers and stakeholders (Alwi et al, 2017, pp. 398).  

 

But a larger group of SMUs have supported Nike’s ad campaign with 47,000 likes (Figure 3), 

and those with high-intensity positive emotions have shared their opinion as comments. This 

group of SMUs supports Colin Kaepernick’s protest and applauds Nike’s choice to stand 

behind the protest. In their perception, it is patriotic to stand up for racism and injustice as 

Colin Kaepernick did; use freedom of speech and fight against racism and injustice. For this 

group of SMUs, Nike did illustrate ethical behavior (Alwi et al, 2017, pp. 398). 

Hypothesis 5: Data from social listening and content analysis can provide data to determine 

if SMUs consider a brand as ethical. 

 

 

 

 

 

Figure 13: Twitter: Comments on Nike's ad campaign featuring Colin Kaepernick 
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The dilemma of being an ethical brand also appear in a content analysis of Serena William’s 

brand post the event at the US Open 2018. Like the content analysis of Nike’s ethical 

branding, the two snippets below showcase the two most dominant opinions among SMUs. 

 

  

Figure 14 shows a comment that has positive sentiment toward Serena Williams and her 

actions. The author is part of a group of SMUs who support Serena Williams’ actions and do 

not believe that she cheated or stole the spotlight from her opponent. In their perception, she 

did act ethically by acting morally in the situation, being honest and having integrity and 

commitment to do the right thing, i.e. confront the umpire for unfair judgment. Furthermore, 

she created added value for those customer’s and stakeholder’s who regard her actions as 

feministic by accusing the umpire for his sexism (Alwi et al, 2017, pp. 398).  

Figure 15 represent another group of stakeholders who carry negative sentiment toward 

Serena William’s brand. SMUs in this group regard her behavior as unfair to both the umpire, 

her opponent and even the game itself. As it says in the comment: “You cheated, you lied, 

and stole the show off your opponent with that childish behavior”. From their perspective, 

Serena Williams did not act morally, reduced value and showed lack of honesty, integrity and 

accountability (Alwi et al, 2017, pp. 398).  

 

 

Figure 14: Facebook: Positive comment to Serena Williams' actions at the US Open 2018 

Figure 15: Facebook: Negative comment to Serena Williams' actions at the US Open 2018 
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If brands succeed to add value (Brahmbhatt and Shah, 2017, pp. 34) and intangible 

advantages for its consumers, it may create an emotional bond, i.e. brand associations (Aaker, 

1991 and Rahman et al, 2018). Ethical branding is an intangible asset that adds value to the 

brand itself and can generate higher brand equity. Using ethical branding as a mediator on 

social media can enhance corporate reputation and trust and produce a positive sentiment 

toward the brand (Fan, 2005, pp. 414) if the organization can navigate through the subjective 

perspective of ethical behavior on social media (Alwi et al, 2017, pp. 398).  

Hypothesis 5.1: It can be difficult to use ethical branding on social media as it 

transnationally connects people despite differences in culture and religion, and their 

perspective of universal fairness is therefore variant.  

 

6.6. Emotions and organizational framing effects 

Although Lu and Huang’s theory (2018, pp. 98) is developed with focus on crisis 

communication, we argue that their theory can be extended to understand the emotional 

trigger on social media. SMUs will perceive content built on a cognitive-oriented pattern or 

an emotional-oriented pattern that is further based on the limited information given from the 

content itself which can be framed either rational or emotional (Lu and Huang, 2018, pp. 

101). The snippets from Donald Trump’s and Nike’s social media sites illustrates the 

difference between rational and emotional framing of content on social media.  

 

Figure 16 illustrates content that is rationally framed. The information is written objectively 

of a schedule. The focus is on the content itself. There is no apparent emotion from the 

sender, but this does not mean that the content cannot invoke emotions in the receivers. An 

audience will presumably have a view or judgment of the sender unrelated to the published 

Figure 16: Example of rational framing: A Facebook post from Donald Trump. 
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content, i.e. a recollection of past events, expectations unmet, a moral system violated and 

general reputation (Abratt and Kleyn, 2012, pp. 1057). This can shape the receiver’s 

perception such as it is shown by Donald Trump’s tweet of his schedule that despite its 

objective and unemotional content is replied to with laughing emojis. 

 

 

 

 

  

The figures 17-19 illustrate how content might be emotionally framed. Donald Trump’s 

opinion is emotionally loaded and based on his subjective perspective of Elizabeth Warren. 

The two snippets from Nike is of the same content, which contains an emotional video of a 

girl singing in Russia about what girls a made of. At first, she sings that girls are made of 

flowers, gossip, marmalade and alike, but after different female athletes appear in the theater 

where she is performing for a large upper-class audience, she changes her adjectives to iron, 

striving, battles, bruises, bravery, independence, strength and freedom from other people’s 

opinion among many adjectives. As she stops singing, she is thrown a football and the video 

shifts scenery to the same girl now playing soccer in the snow with her female teammates. 

Figure 19: Example of emotionally framing: A Facebook 

post from Donald Trump 

Figure 17: Example of emotionally framing: A Facebook 

post from Nike 
Figure 18: Example of emotionally framing: A Facebook post 

from Nike 
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The content is very emotional as its objective is to challenge female stereotypes (Jardine, 

2017).   

Despite the difference in framing, the content from both Nike and Donald Trump has limited 

information. SMUs are usually presented with little information, and some of the content 

suggests the need for background information, e.g. knowledge of who Elizabeth Warren is, 

the meaning of the Medal of Honor, and the current stereotype in Russia. SMUs might also 

have prior experiences and relationships that shape their perspective of the brand. The 

comments to Nike’s Facebook post on Figures 17-18 illustrate this point since SMUs 

comment are filled with subjective and emotional views (Figures 20-22). 

 

 

Most of the comments are angry because the video supports equality and was published on 

the same day that Nike announced it would release a Pro Hijab for female Muslim athletes 

(Safronova, 2017). Some SMUs perceived Nike’s actions of launching a hijab made the 

organization pro female oppression and a supporter of Sharia law. And this view did not 

correspond to their expectations or the content of their published post on Figures 17-18 

(Coombs and Holladay, 2010, pp. 6).  

Figure 20: Comment to Nike's Facebook post: "What are girls 

made of?" 

Figure 21: Comment to Nike's Facebook post: "What are girls 

made of?" 

Figure 22: Comments to Nike's Facebook post: "What are girls made 

of?" 
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It is difficult to find positive comments among the 833 comments in total although 23,000 

liked the content (Figure 17-18). Figure 23 is a comment with positive sentiment, but it 

contains surprise that other SMUs suggest that Nike is either pro or anti equality based on its 

decision.   

 

The surplus of negative comments in Nike’s content, despite the fact that 23,000 SMUs 

acknowledged their positive sentiment toward the content (Figures 17-18), can alone 

illustrate the high-intensity emotion that most often triggers activity on social media; anger. 

This assumption is supported by Coombs’ (and Holladay, 2010, pp. 39) theory that also 

argues that anger as an affection has a direct link to stakeholder perception of crisis 

responsibility and increase attribution. This theory can also be extended here because a crisis 

is a violation of stakeholder expectation (Coombs and Holladay, 2010, pp. 6) and for the vast 

majority of SMUs who wrote a comment, Nike’s action to produce a hijab did not live up to 

their moral codex.  

We argue that SMUs who shared their voice and opinion through likes agreed with the Nike’s 

Facebook post on Figures 17-18. Although they may have been emotionally invested in the 

content that supports female athletes across cultures and religions, they followed the low-

intensity cognitive-oriented pattern with a deliberative analysis of Nike’s actions (Lu and 

Huang, 2018, pp. 101). Therefore, we reason that the gesture of a like shows a degree of low-

intensity emotion, but it is the high-intensity emotion that tend to trigger the action of 

comments, i.e. sharing opinion and even negative WOM.  

The commentaries to Nike’s emotional post (Figures 17-18) let us deduce that high-intensity 

emotion more often triggers SMU’s desire to use their voice on social media than low-

intensity emotions (Lu and Huang, 2018, pp. 103), and even more often the negative high-

intensity emotions such as anger (Coombs and Holladay, 2010, pp. 39).  The greater number 

in likes do, however, indicate that the generality of SMUs does have positive attribution 

Figure 23: Positive comment to Nike's Facebook post: "What are girls 

made of?" 
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towards the content on Figure 17-18. This means that although Nike did not live up to every 

SMUs subjective view of moral principles (Coombs and Holladay, 2010, pp. 6), they did in 

large live up to ethics (Fan, 2005, pp. 343).  

Based on this content analysis we argue that high-intensity emotions are most likely to 

generate SMUs activity on social media by sharing their voice in commentaries. Lu and 

Huang (2018, pp. 103) reached the same conclusion that high-intensity emotions are likely to 

directly trigger behaviors in digital environments and tend to activate a physiological 

response to share content online 

Hypothesis 6: SMUs who are driven by high-intensity emotions with an emotional-oriented 

pattern, and even more likely negative emotions such as anger, have a greater tendency to 

use their voice on and share the opinion through comments. 

Hypothesis 6.1: SMUs with low-intensity emotions with a cognitive-oriented pattern are 

more likely to use the function ‘like’ to share their opinion.  

 

The difference between cognitive-oriented pattern and emotional-oriented pattern is the 

intensity of emotions. If SMUs have low emotions toward a brand content on social media, 

their behavior is dominated by a logical, rational and deliberative analysis (Lu and Huang, 

2018, pp. 101) as seen in Figure 24 which is a comment on Nike’s Facebook post from 

Figures 17-18 from a SMU with a cognitive-oriented pattern. 

 

Although the SMU in Figure 24 is presumable affected by her own past experiences, 

knowledge and emotions to the subject in general, she uses rational; that wearing hijab is a 

choice and Nike only supports Muslim female athletes in this choice.  

 

Figure 24: An example of cognitive-oriented pattern: A comment to Nike's Facebook post 
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Emotional-oriented pattern is driven by high-intensity emotions and shows its effect in both 

cognitive process and SMUs behavioral intentions (Lu and Huang, 2018, pp. 101). Figures 

25-26 shows to comments to the same Facebook post from Nike (Figures 17-18) that the 

comment in Figure 24 responds to.  

 

 

Figure 25-26 show the most common high-intensity emotions, i.e. anger, that affect SMUs 

actions to share negative WOM. Through emotional contagion this emotional state can be 

transferred to others on social media (Hatfield et al, 1994, pp. 5). Other SMUs can read the 

commentaries and converge emotionally by sympathizing with the expression and 

vocalization. Negative commentaries can therefore produce large-scale collective emotions.  

Hypothesis 6.2: High-intensity emotions can generate large-scale collective emotions among 

other SMUs, i.e. receivers of user-generated content. 

 

 

  

Figure 25: An example of emotional-oriented pattern: A comment to Nike's Facebook post 

Figure 26: An example of emotional-oriented pattern: A comment to Nike's Facebook post 
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The content analysis of Nike’s Facebook post on Figures 17-18 supporting female athletes, 

generated negative comments about the organizations decision to produce hijabs for female 

Muslim athletes (Figure 25-26). However, the content was emotionally framed (Lu and 

Huang, 2018, pp. 101) and SMUs with high-intensity emotions reactions were largely 

negative. The emotionally framed content is presumable designed to generate actions among 

SMUs, and organizations may therefore be aware of the risk that a part of the audience will 

react negatively to its content based on their own moral system, past history and experience 

with the brand and their general perception of the world (Abratt and Kleyn, 2012). Social 

media is transnational, and it is therefore difficult to live up to the social standards of every 

culture.  

SMUs react to content based on different variables as the above mentioned and high-intensity 

emotions are not only negative. Positive emotions such as affection, sympathy and loyalty 

can also trigger SMUs activity on social media (Lambret and Barki, 2018, pp. 300). 

However, it is not only emotionally framed content that invokes high-intensity emotions as 

Figure 16 shows which is the rationally framed Facebook post from Donald Trump. 

We will use a content analysis to deduce whether high-intensity emotions can be triggered 

regardless of the framing. The content in Figure 16 is merely an information about the 

president’s schedule, but it still activates both positive and negative emotions among SMUs.  

 

As Figure 27 show, SMUs use their knowledge about Donald Trump’s past action to judge 

the content and his brand (Etter et al, 2018, pp. 64). The post on Figure 16 with rationally 

framed content does not contain information regarding terrorism, but the SMU in Figure 27 

recalls recent action and is assumedly referring to the content in Figure 4 which is Donald 

Trump’s tweet to Iranian President Rouhani. The SMU in Figure 27 has high-intensive 

negative emotions toward the brand which triggers his activity on social media (Lu and 

Huang, 2018, pp. 103) even though Donald Trump does not directly refer to President 

Rouhani as a theorist or claim his freedom of speech to pass judgment in his content.  

Figure 27: Comment to Donald Trump's Facebook post on Figure 16 
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Additionally, the same rationally framed content on Figure 14 triggers positive high-intensity 

emotions of support and appraisal. The content in Donald Trump’s Facebook post on Figure 

14 does not mention religion, Illinois (Figure 28) or the US Midterm election in November 

2018 that the SMU is assumedly referring to by writing: “Keep winning” in Figure 29. The 

positive emotions are largely supported by other SMUs who are brand loyal to Donald Trump 

which is shown by the likes of each comment; 72 likes to the comment on Figure 28 and 120 

likes to the comment on Figure 29. Although we argue that the action of likes are largely 

SMUs with low-intensity emotion who have a cognitive-oriented pattern towards social 

media content, the act itself entails agreement with the high-intensity emotion and further 

supports both negative and positive WOM depending on the exact emotion. 

Hypothesis 6.3: SMUs can react with high-intensity emotions regardless of how the 

organization frames its content, i.e. rationally or emotionally. 

These high-intensity emotions that triggers SMUs to engage with Donald Trump’s content 

based on their knowledge of his past actions have a long-term duration (Lu and Huang, 2018, 

pp. 103), and through emotional contagion (Hatfield et al, 1994, pp. 5) this group of SMUs 

with high-intensity emotion can influence others negatively long after the action or event 

itself, e.g. the presidential election in 2016. 

Hypothesis 6.4: High-intensity emotions toward a brand’s past events and actions can 

endure long after the event or action itself. 

Hypothesis 6.5: SMUs with high-intensity emotions tend to react to a brand’s social media 

content regardless of it mentioning the event or action that caused the emotions as part of 

their brand association.   

Figure 28: Comment to Donald Trump's Facebook post on Figure 16 

Figure 29: Comment to Donald Trump's Facebook post on Figure 16 
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6.7. Uncontrolled framing  

The theory on crisis communication emphasize the importance of an organization's response 

(Coombs and Holladay, 2010) and how it can frame the necessary information to affect the 

public experience of the crisis (Lu and Huang, 2018). If an organization is delayed or chooses 

not to respond, the public will begin to frame the crisis based on their own emotions towards 

the organization and its brand (Etter et al, 2018, pp. 64 and Lu and Huang, 2018, pp. 101). 

Social media has given the public a big amount of control, when it comes to sharing 

information, as it travels at the speed of light across boundaries (Kietzmann, 2011, p. 242). 

The case of Serena Williams (Appendix 10.2.) is an example on how the public overtook 

control of framing of a potential crisis situation. We will use a content analysis to analyze the 

public perception of the situation and how they framed it on social media.   

Serena Williams seemingly did not comment on her outburst at the US Open 2018 on her 

Twitter account, but the situation was far from forgotten by the public. SMUs show their very 

different opinions about Serena Williams’ action and even more different perceptions of what 

it was about.  

 

 

Figure 30 present a group of SMU’s perception that Serena Williams’ outburst was about 

sexism. It is a comment from former tennis player Billie Jean King who supports the opinion 

of the umpire ruling based on sexism. She frames the situation at the US Open as sexism by 

implying that Serena Williams was penalized for being “emotional” (Lu and Huang, 2018, 

pp. 101) only because she is a woman, and that would not have happened if it was a man in 

the same situation. Furthermore, Billie Jean King praises Serena Williams for standing up to 

the umpire for his “double standard”. We argue, that Billie Jean King’s previous career and 

her experiences as a female professional tennis player as Serena Williams, she may 

presumably be biased by own previous experience ((Abratt and Kleyn, 2012, pp. 1057).  And 

Figure 30: Twitter: Comment to Serena Williams' actions at the US Open 2018 
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Coombs and Holladay, 2010, pp. 39), that to some extent might be similar Serena Williams 

experiences today.  

 

 

Other SMUs tried to invalidate that sexism had anything to do with the umpire penalizing 

Serena Williams. Some SMUs use rational statistics to prove their point as Figure 31 

represent while other use emotional and personal opinions as Figure 32 illustrate, i.e. rational 

and emotional framing (Lu and Huang, 2018, pp. 101). In Figure 31, SMU’s judgment (Etter 

et al, 2018, pp. 64) not only refers to the umpire’s ruling and Serena William’s behavior at 

one game, but they extent their perception to become a framing that the entire situation and to 

some extent tennis in general as being influenced by sexism.  

Other SMUs framed the situation based on their perception that Serena Williams was 

cheating and that the umpire was right in his judgments. We argue that SMUs perception of 

whether Serena Williams actions was wrong, depends on their general understanding of what 

cheating is.  

Figure 31: Twitter: Comment to Serena Williams' actions at the US Open 2018 

Figure 32: Twitter: Comment to Serena Williams' actions at the US Open 2018 
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Figure 33 are some of the comments to the first tweet that Serena Williams posted after the 

US Open final (Figure 34). The tweet was about her next game against Venus Williams in the 

Champions Tennis Classic. A large part of SMUs that commented have negative high-

intensity emotions (Lu and Huang, 2018, pp. 102-104) towards Serena Williams as they use 

negative words like “berate” and “abuse” about her treatment of the umpire (Figure 33).  

Some SMUs suggest that an apology would be appropriate (Last comment on Figure 33). 

Also, these SMUs frame the situation based on their understanding that Serena Williams did 

cheat and even propose suggestions for sanctions as in Figure 35.   

 

 

Figure 33: Twitter: Comments on Serena Williams’ actions at the 

US Open 2018 

Figure 35: Twitter: Comment on Serena Williams' actions at the US Open 2018 

Figure 34: Twitter: Serena Williams' first tweet 

after the event at the US Open 2018 
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Another comment to Serena Williams’ tweet (Figure 34) implied that she reacted because she 

was losing the game to Osaka (Figure 36). In Figure 37, a SMU has the same perception and 

uses his judgment (Etter et al, 2018, pp. 64) to draw conclusions on the reason why Serena 

Williams did not participate afterwards.  

 

 

At the US Open finale, Serena Williams calls the umpire for a “thief” (Lovett, 2018), and her 

use of the word has been twisted by negative high-intensity emotions (Lu and Huang, 2018, 

pp. 102-104) to frame the situation against Serena Williams (Lu and Huang, 2018, pp. 101). 

Figure 38 is an example of how SMUs use the word “thief” to describe Serena Williams 

actions.   

 

 

Figure 36: Twitter: Comment to Serena Williams' actions at the US Open 2018 

Figure 37: Twitter: Comment to Serena Williams' actions at the US Open 2018 

Figure 38: Twitter: Comment to Serena Williams' action at the US Open 2018 
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The SMUs who hold high-intensity negative emotions toward Serena Williams also pass 

judgment to her for stealing her opponent Naomi Osaka’s victory moment as shown in Figure 

39-40 (Etter et al, 2018, pp. 64). Their understanding of Serena Williams’ actions extends 

beyond wrongfully judgment, sexism and childish behavior (Figure 39-40) and imply that 

Serena Williams’ outburst took all the focus from Osaka's first Grand Slam win and that 

Serena Williams was wrong for doing so.   

 

Serena Williams’ brand loyal (Rahman et al, 2018) fans on social media are also contributing 

to the framing of the situation (Lu and Huang, 2018, pp. 101), and even though they are loyal 

to her brand, their perception of the situation at US Open 2018 is not only positive as shown 

in Figures 41-38 where two brand loyal fans do not support Serena William’s behavior 42 

towards the umpire. 

Hypothesis 7: An organizational event or action can be framed by SMUs with high-intensity 

emotions. Their understanding of the situation and judgment from a single situation may be 

perceived in many different ways based on their own history with the brand.  

Figure 39: Twitter: 7Sport tweet about the event at the 

US Open 2018 

Figure 40: Twitter: Comment to Serena Williams' 

action at the US Open 2018 

Figure 42: Twitter: Comment to Serena Williams' action at the US 

Open 2018 

Figure 41: Twitter: Comment to Serena Williams' 

actions at the US Open 2018 
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As theory suggest, Serena Williams could have partly contained the situation if she had 

chosen to respond and tell her side of the situation on social media, thus affect the framing 

(Lu and Huang, 2018, pp. 101) of the public narrative created by SMUs (Lambret & Barki, 

2017). But as some SMUs might have some high-intensity emotions (Lu and Huang, 2018, 

pp. 103) based on different personal variables such as their history, experience and perception 

of Serena Williams (Coombs and Holladay, 2010, pp. 39-40 and Etter et al, 2018, pp. 64), 

they can affect a large audience through online emotional contagion (Hatfield et al, 1994, pp. 

5). The high-intensity emotional state can be transferred to others, and user-generated content 

changes other SMUs attitude and behavior more than the organization can itself since their 

opinion and experiences as consumers are perceived more trustworthy (So et al, 2018, pp. 

728). Therefore, we deduce that response strategies are important to contain the situation and 

affect the public narrative and framing, but a response alone cannot counterbalance that 

stakeholders perceive as wrongful actions (Coombs and Holladay, 2010, pp. 6 and Alwi et al, 

2017, pp. 394). Furthermore, the corporate reputation is defined by stakeholder’s perception 

and feelings and therefore it is important to find the appropriate response strategy (Fan, 

2005).  

Hypothesis 7.1: An appropriate response strategy alone cannot undue wrongful 

organizational behavior, but it may help with reputation management.  

 

There is a lot of expressed high-intensity emotions (Lu and Huang, 2018, pp. 103) in the 

Figures 30-42. All this content contributes to shaping Serena Williams’ brand reputation 

(Abratt and Kleyn, 2012, pp. 1057). Serena Williams did not respond to SMU’s emotions 

about the episode in the US Open final, and biased SMU’s framed the situation to a public 

narrative (Lambret & Barki, 2017) that affects Serena Williams’ brand (Urde and Greyser, 

2015, pp. 95). 

Another example of a situation that was framed by biased SMUs is the case of Nike and 

Colin Kaepernick. When looking at Nike’s Facebook and Twitter accounts, there are direct 

no statements or comments from Nike to the strong critique on their ad campaign featuring 

Colin Kaepernick. Thus, we presume that they have not responded directly to the situation. 

But in this case as well as in the case of Serena Williams, SMUs controlled framing, which 

lead to presumably unexpected critic and discussions on social media.  
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As Nike released their campaign with Colin Kaepernick, SMUs reacted strongly against 

Nike’s choice of athlete based on Colin Kaepernick’s background, it quickly became a matter 

of choosing between Nike as a brand or supporting the country of America (Figure 43-45).  

 

 

 

Figure 43-45 from Twitter are examples of content from SMUs with negative high-intensity 

emotions. This group issues an ultimatum after the launch of the campaign; Nike or America. 

With hashtags like #AmericaFirst, #StandingForOurFlag and the widely used #JustBurnIt, 

SMUs implie that there is an ultimatum where one has to choose between Nike and America, 

and they have chosen their country. Figure 43 shows a video of a man burning his Nike 

sneakers with a bold text claiming that Nike is anti-American and that the organization hates 

veterans. This is an example of how Nike’s campaign got framed in a dramatic and negative 

way by SMUs.   

Figure 43: Twitter: Comment to the Nike campaign 

Figure 45: Twitter: Comment to the Nike campaign 

Figure 44: Twitter: Comment to the Nike campaign 
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Figure 46 is content generated from another SMU. It focuses framing on the US Army and 

how the veterans have provided the freedom to kneel. And along with the hashtag 

#JustBurnIt, the SMU also implies that she has chosen America over Nike.  

The SMU on Figure 46 shows a clear example of how SMUs may be biased based on their 

own experience and knowledge. As the SMU states, her husband is a vet which probably 

makes her more emotional receptive to Nike’s campaign. In regard to content, it is difficult to 

say what exact knowledge and experience lead to negative emotions as opposed to positive 

but her personal relationship and experience with the US army has been a part of shaping her 

perspective.  

The hashtag #JustBurnIt arised and spread quickly across social media, but it received instant 

critic from SMUs who were unsympathetic towards their actions of burning Nike products, 

which meant that the negative content of Nike quickly got outnumbered by supportive and 

positive mentioning (Appendix 10.1). 

 

 

 

 

Figure 46: Twitter: Comment to the Nike campaign 
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Figure 47 illustrate several comments where SMUs simply suggest Nike’s products should at 

least be donated instead of burned with statements like: “You’re not hurting Nike by burning 

shit you already payed for”, “...destroying products you already payed for” and “Nike already 

has your money”.  Some SMUs also point out that protesters support Nike financially by 

buying their products and then burning them for the purpose of social media content. This 

group of SMUs oppose the negative comments and critic by framing the situation differently 

and focus on protesters burning Nike products to no purpose and their wrongdoings for not 

choosing to donate the products instead. This group of SMUs are presumably larger than the 

group with negative high-intensity emotions toward Nike, which may the reason why the 

focus of the debate on social media shifts from strong critic of Nike to strong critic of the 

protestors.     

 

 

 

 

 

Figure 47: Twitter: Comments to Nikes campaign and the #justburnit movement 
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The framing continuously focuses on protestors burning Nike products, but the debate and 

critic on social media is supplemented as SMUs also include racism to the discussion (Figure 

48-49). SMUs imply that the protesters actions only proves that racism “.. is alive and well 

living in America”, and that the patriotism is only used to hide the racism. One SMUs, who is 

presumably also a bishop, goes as far as comparing the protesters to the Ku Klux Klan 

arguing that they have moved from “..burning crosses on black peoples lawns to burning 

sneakers on their own” (Figure 48). The SMU is presumably biased. Maybe by his job as a 

Bishop or past experience with racism, but it has resulted in a strong emotional response to 

the protesters actions and framing of Nike’s campaign.   

This case of Nike and Colin Kaepernick show how a critical event can alternately play out if 

a brand chooses not to respond. In this case, Nike’s loyal consumers turned a bad situation 

into something positive for Nike although it may perhaps not have been intentionally to help 

Nike but a reaction to the protestors framing based on their own perspective. The responses 

from SMUs to the critic from protestors meant a positive turn in sentiment engagement, and it 

also created a heavy increase in the number of mentions of Nike on social media which gave 

them a large amount of media exposure (Appendix 10.1.). As we learned from theory on 

ethical branding, a stronger positive emotional response from stakeholders and society will 

Figure 48: Twitter: Comment to Nike’s campaign and the 

#justburnit movement 

Figure 49: Twitter: Comments to Nike’s campaign and the 

#justburnit movement 
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improve the corporate image (Fan, 2005, pp. 396). However, Nike’s case is assumedly not a 

classic example of how brands respond to criticism on social media as the organization 

presumably did not directly respond itself. One group of SMUs, i.e. protestors, had negative 

high-intensity emotions, which in theory should damage the corporate image, but the data 

from social listening proves otherwise (Appendix 10.1). Another group of SMUs reacted with 

negative emotions toward the first group of SMUs and their actions. The discussion on social 

media shifted which meant that Nike’s corporate image did not suffer from the negative 

emotional response from the first group. Even though none of the two groups of SMUs 

responded with positive high-intensity emotions, their activity on social media increased 

brand awareness (Rahman et al, 2018, pp. 115) and enhanced Nike’s corporate image.  

Using Coombs’ SCCT theory (Coombs and Holladay, 2010), we argue that the first group of 

SMUs, i.e. protestors, defined the situation as an “intentional crisis”, and the other group of 

SMUs did not perceive Nike’s actions as crisis or they may have perceived Nike to be a 

“victim” of false accusations that spread negative WOM. Nike’s SLD and engagement 

analysis illustrate that Nike has a history of good reputation (Appendix 10.1). Nike’s good 

reputation serves as a buffer, i.e. halo effect (Kim, 2017, pp. 279), and the second group does 

not perceive the situation to be a crisis or attribute responsibility based on the critic that Nike 

received. Although Nike did presumably not respond directly to the critic, they may have 

chosen an indirect diminishing response strategy by which they reduce the seriousness of the 

situation.      
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Figure 50 show a few examples of Nike’s responses to the loyal customers who had initiated 

contact with inquiries to customer service. We argue that Nike diminish the situation by 

firstly only responding to positive posts and secondly by using burn emojis and other fire and 

smoke references, which can be seen as a sarcastic reference to the #Justburnit movement. 

The choice of response reduces the seriousness of the situation by altering the critic to 

sarcasm. Using Lambret and Barkis (2017) matrix, we argue that Nike chose to follow the 

second stakeholder group which is the emotional affect “sympathy” and “victim” cluster 

resulting in mitigating the critic from SMUs with high-intensity negative emotions that have 

spread negative WOM.   

Hypothesis 7.2: If stakeholders has conflicting perceptions of a brands’ critical event, and 

the brand has a history of good reputation, loyal stakeholders can mitigate negative word-of-

mouth and probably prevent a crisis from emerging.  

Figure 50: Twitter: Nikes replies to customers 
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6.8. Response strategies 

Theory suggest that SMUs view the appropriateness of a response to criticism on social 

media based on the reaction itself, the brand’s personality and the brand’s existing 

relationship with its customers (Xia, 2003). The two typical responses in Xia’s theory (2003 

is defensive and vulnerable whereas she implies that vulnerable is most often appropriate 

response strategy.  

A theory from Lambret and Barki (2007) in crisis management on social media differentiate 

Xia’s theory (2003) and suggest that the right response strategy is found in the 

interconnection between the origin of the crisis, the degree of attribution of responsibility and 

the stakeholder emotions in reaction to the crisis. The authors matrix is built on these 

determinants and uses Coombs two response strategies (Coombs and Holladay, 2010, pp. 40) 

as appropriate on social media; defensive and accommodative. The reputational threat 

determines the appropriateness of response strategy.  

These two theories will help to better understand how to react on stakeholder emotions to an 

event. The appropriate response can help strengthen brand relationships and reinforce 

positive sentiment. Data from social listening can provide insight that can assist in the 

decision for response.  

Donald Trump’s brand is perceived as confident, self-assured, aggressive, successful, and 

superior. He is known for his no-nonsense attitude and for spinning his failures into success 

publicly unwilling to take responsibility for actions that the public may perceive as wrong. 

Figure 51 shows content from one of Donald Trump’s posts on Twitter where he shares an 

external quote about his truthfulness as President. This content alone illustrates that the 

matter of truth is a topic that is related to his brand. A group of SMUs with high-intensity 

emotions (Lu and Huang, 2018, pp. 103) shared their disagreement through commentaries 

(Figure 52). 87,560 agreed with the content, i.e. likes, and presumably has positive sentiment 

toward it against 21,000 comments that are largely negative (Figure 51).  
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One SMU says that Donald Trump runs the country  

as he runs business which applies well with another  

SMU opinion of the President undermining democracy, 

i.e. the competition (Figure 52). The overall opinion 

among the SMUs with high-intensity emotions  

(Lu and Huang, 2018, pp. 103) are that  

Donald Trump’s content is untrue as well as their 

understanding of most of his content and public 

statements have been untrue as well.  

Donald Trump’s responses has so far been defensive 

(Xia, 2003) by denying the accusations or criticism,  

i.e. “Fake news” (Figure 10), or by deflecting 

responsibility, i.e. his Supreme Court nominee Judge 

Kavanaugh, who faced multiple allegations of sexual 

misconduct (Cranley, 2018). Judge Kavanaugh has a  

long conservative record with elite records and he  

has worked briefly for former Presidents George W. 

Bush and Bill Clinton.  

 

Figure 51: Twitter: Donald Trump's tweet 

Figure 52: Twitter: Comments to Donald Trump's tweet on 

Figure 51 
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Therefore, Donald Trump’s nomination was not surprising but Judge Kavanaugh’s 

predecessor in the Supreme Court held the swing vote in many close divided cases. The 

Democrats opposed immediately to Donald Trump’s nomination as Judge Kavanaugh could 

alter the balance of court as a committed conservative (Landler and Haberman, 2018).  

Judge Kavanaugh was shortly after the nomination accused for sexual harassment, and 

Donald Trump repeatedly accused Democrats for orchestrating the allegations against Judge 

Kavanaugh to tamper with the election (Figure 53), which concluded with victory for Judge 

Kavanaugh and Donald Trump. However, Donald Trump did never doubt his own decision or 

the possibility of the truth in the allegations.  

 

Donald Trump’s brand personality (Xia, 2003) will presumably lead SMUs to predict that the 

President will respond to any action in the future as he has before, i.e. defensive responses 

(Xia, 2003) with arrogance, superior attitude and no accountability. SMUs perceive the 

appropriate response through an ethical paradigm, which is vulnerable; a moral response with 

integrity, honesty, accountability and commitment to do the right thing, i.e. take social 

responsibility (Alwi et al, 2017, pp. 398). An ethical response can create added value 

(Brahmbhatt and Shah, 2017, pp. 34) for stakeholders with negative emotions (Lu and Huang 

2018, pp. 98).  

However, as Figures 28-29 illustrate, a large group of SMUs have a strong relationship 

(Martinez-López, 2016) to Donald Trump’s brand. The same point is illustrated in Figure 51 

by the difference between likes, i.e. 88,000 SMUs with positive low-intensity sentiment, and 

Figure 53: Twitter: Donald Trump's tweet about Judge Kavanaugh and 

Democrats 
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comments, i.e. 21,000 SMUs with high-intensity emotions that are often negative (Lu and 

Huang, 2018, pp. 102-104). We presume that the number of likes constitute stakeholders with 

strong relationship to the brand that has higher tolerance and loyalty (Xia, 2003). These 

stakeholders can also be defined as brand loyal (Rahman et al, 2018, pp. 115) which can 

create a halo effect (Kim, 2017, pp. 277). The stakeholders may hold a generally positive 

attitude toward Donald Trump because of their perception of Donald Trump’s performance 

history, i.e. SCCT theory on prior reputation and crisis history (Kim, 2017, pp. 284 and 

Coombs and Holladay, 2010, pp. 39-40), and in their attempt to maintain consistency in their 

belief and attitude toward the President, they change their behavior. In Figure 52 where 

content from SMUs with negative high-intensity emotions argue that Donald Trump is 

untrustworthy, brand loyal SMUs are likely to use the halo effect of shield and retain their 

perception of Donald Trump regardless of adverse evidence (Kim, 2017, pp. 279). 

Furthermore, brand loyal SMUs with a halo effect have a positive perception of Donald 

Trump and may be selective when exposed to messages regarding his brand, i.e. selective, 

exposure, perception and retention (Kim, 2017, pp. 279). The halo effect acts as a buffer 

because of brand loyal SMUs (Rahman et al, 2018, pp. 115) have a strong relationship to 

brands which gives them a higher tolerance (Xia, 2003). 

SMUs will most likely presume that Donald Trump will respond defensively because of his 

brand personality (Xia, 2003), and they are assumedly not disappointed when Donald Trump 

lives up to this expectation. This suggestion also aligns with theory on SCCT and the halo 

effect, that stakeholders will most likely also expect a response strategy of denial, attacking 

or scapegoating.  

If he, however, once chooses a vulnerable response (Xia, 2003) or a rebuild response such as 

apology (Coombs and Holladay, 2010, pp. 40) to criticism, he might positively exceed 

expectations and build greater loyalty and relationship to stakeholders that hold negative 

sentiment towards him today.  

Lambret and Barki’s theory (2007) supports this presumption. Criticism in commentaries are 

high-intensity emotions (Lu and Huang, 2018, pp. 103) and most often they are negative, i.e. 

emotional effect of stakeholders (Coombs and Holladay, 2010, pp. 39). SMUs perceive him 

as untruthful (Alwi et al, 2017, pp. 398 and Brahmbhatt and Shah, 2017, pp. 34) and his 

actions are there attributed strong responsibility (Coombs and Holladay, 2010, pp. 37). His 

position as President is also a determinant of attribution in the general perception that he 
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holds the strongest power position in the world and his responsibility to society correspond to 

his power to act. And as he is perceived to have the great power to act and the power to 

choose how to act, the criticism is often targeted to events of internal origin (Lambret and 

Barki, 2007), e.g. his nomination of Judge Kavanaugh and his untruthful content on social 

media in Figures 51-52.  

According to Lambret and Barki’s matrix (2007), this analysis concludes that criticism of 

Donald Trump’s brand on social media often is placed in the preventable cluster (Lambret 

and Barki, 2007) and the most appropriate response strategy would be accommodative, i.e. 

Coombs’ rebuild strategy using apologies and/or compensation to improve brand image 

(Coombs and Holladay, 2010, pp. 40) or vulnerable following Xia’s theory (2003). 

Hypothesis 8: The appropriate response to criticism on social media is determent by SMUs 

expectations and their relationship to the brand.  

Hypothesis 8.1: The most appropriate response is vulnerable and accommodative. 

Hypothesis 8.2: If SMUs perceive the brand as arrogant, superior, high-quality, classy and 

other qualities a like, they will expect a defensive response which will be largely accepted.  
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7. Conclusion 

Organizations use social media as a communicative tool because, as hypothesis 1 suggests, 

social media is a cost-efficient tool that can reach a wide-ranging audience. The brands’ 

chosen activity on social media determines the financial outcome, and it is therefore possible 

for each brand to decide their own budget based on their online strategy (Facebook Business, 

2018). However, there is a matter of competition on social media as it also provides 

opportunity for enhanced brand awareness (Rahman et al, 2018) and increased market share.  

SMUs are given the power to communicate and share their voice and opinion about brands on 

social media bypassing mass media and normal gatekeepers without permission from the 

brand in mention (Martinez-López, 2016 and Kietzmann, 2011). The power that social media 

provides to SMUs can constitute a beneficial effect for organizations as it also provides big 

data and information from consumers and the general public, i.e. social listening. When 

analyzed by social listening, this data can give organizations important insights about their 

consumers, which they can use to optimize content and assist in time-efficiency when 

planning marketing activities (Kargaran, 2017).  

As there are similarities between the notion of social listening and the theory of customer 

knowledge management (Gibbert, 2002), there are also some important differences. 

Organizations using social listening instead of the traditional customer knowledge 

management will gain much more data and therefore greater insights, as social listening tools 

search in a much broader context.   

The data provided by social media with principles from knowledge management can facilitate 

organization with brand management. Firstly, social media is a direct channel to 

communicate with a large audience that includes stakeholders, consumers and the general 

public (Martinez-Lopéz, 2016). Social media as a communicative tool can enable 

organizations to gain greater brand equity by creating relationship to SMUs (Brahmbhatt and 

Shah, 2017). Long-lasting relationships with respectfulness between organizations and SMUs 

can generate higher brand loyalty, brand awareness, perceived quality and brand associations 

(So et al, 2018, and Xia, 2013), and will therefore provide greater value to SMUs. These four 

dimensions can also provide the strategic assets for a sustainable competitive advantage 

(Rahman et al, 2018 and Wright et al, 1994).  

Along with the financial self-determination, social media can help organizations to acquire 

brand management efficiency (Rahman et al, 2018). 
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Stakeholders’ emotions (Lu and Huang 2018 and Etter et al, 2018) affect their activity on 

social media because they, to a large extent, claim legitimacy based on their own constructed 

system of norms, moral and values (Mitchell et al, 1997). With SMUs power to share their 

voice on social media (Kietzmann, 2011), their emotions are an important factor to consider 

on how they react to brands and content regarding brands. This study suggests that high-

intensity negative emotions such as anger is the main driver that triggers activity on social 

media. This increases the risk of generating large-scale collective negative emotions on social 

media through emotional contagion (Hatfield et al, 1994). This important finding underlines 

the importance of brands’ own awareness on their actions and its reflections among SMUs as 

well as their own strategic external communication about its brand. Brands can use social 

listening and content analysis to determine whether SMUs consider their brand as being 

ethical (Alwi et al, 2017). This study suggests that ethical branding is an approach to achieve 

high brand equity as it enhances organizational reputation (Abratt and Kleyn, 2012) if 

contributing positively to society (Fan, 2005). SMUs perceive brands and their action based 

on their own subjective moral system (Coombs and Holladay, 2010) and ethics are the 

principle of right and wrong behavior based on universal fairness (Fan, 2005).  

Ethical branding is especially important in a social media context, because no matter how a 

brand chose to frame a situation or any given content (Lu and Huang, 2018), SMUs will 

respond based on their emotions and their memory of the given brand’s past history (Coombs 

and Holladay, 2010). And social media has provided SMUs with the means to respond 

publicly and transnationally. Negative high-intensity emotions can result in criticism which a 

brand may have to respond to in order to prevent negative WOM (Lu and Huang, 2018). This 

study suggests that the most appropriate response to criticism on social media is vulnerable 

and accommodative (Xia, 2013).  

The overall findings of this study are that despite the risk that social media constitutes for 

corporate reputation and brand management, social listening can provide important insights 

and data if implemented appropriately. Social listening can assist in achieving sustainable 

competitive advantage (Wright et al, 1994) that comprises of high brand equity (Brahmbhatt 

and Shah, 2017), brand awareness, brand loyalty, brand association and perceived quality 

(Rahman et al, 2018).  
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8. Limitations and future research 

Despite this study’s important contributions, there are still many aspects to further research. 

This study’s focus was to address the usability of social listening in brand and 

communication management using different brands as case studies. The selected brands differ 

widely in industry and profession which may affect the data (Appendix 10.1.-10.3.).  

A significant part of this study researches on emotions and their importance in relation to 

activity on social media (Lu and Huang 2018), and it might be interesting to further research 

on the possibility that emotions differ according to the brands industry and profession, e.g. 

the difference between brands within politics and consumer goods. This study has also 

focused mainly on negative and positive sentiment toward brands but in relation to the 

brands’ industry there may also be a noteworthy difference in stakeholders’ involvement and 

activity on social media. Future research could investigate a link between stakeholders’ 

involvement and emotions in relation to industries and professions. We postulate that politics 

tend to trigger high-intensity emotions more than organizations that produce and sell 

consumer goods because stakeholders are more involved in the repercussions of politics.  

To the best of our knowledge, social listening is an under-researched concept. In this study, 

we only focused on external communication on social media and data provided outside the 

brands. However, future research can investigate whether data from social listening can be 

supported by internal organizational data such as financial reports or publicly available data 

such as from the stock market.  

Moreover, this study uses netnography as a method of data gathering which means that it is 

limited from findings about perceptions from those stakeholders who choose not to be active 

and share their voice on different social media channels or other online platforms and 

communities. This could explain why a brand can have a baseline key metric of high negative 

sentiment according to data from social listening and perhaps still have positive sentiment 

outside the digital world. Future research may be able to study whether there is a significant 

difference between the sentiment towards specific brands from SMUs and sentiment towards 

the same selected brands outside the digital world.  

This study contributes to research on response strategies on social media (Xia, 2003 and 

Lambret and Barki, 2007). However, we do not investigate why some brands chose not to 

respond to criticism on social media. For this purpose, we have not gained empirical internal 

data from the selected brands in our case studies which could have provided more 
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comprehensive data and support a part of our postulates in the analysis. Future research can 

include data from selected organizations to investigate its reasons for not responding to 

criticism and if there has in fact been any repercussions to that decision. Such research can 

contribute further to current research on SMU’s power to affect organizations.  

In relation to such further research, the analysis in this study illustrates that criticism from 

SMUs is a risk that organizations must face because SMUs with high-intensity negative 

emotions react regardless of how brands frame their own content (Etter et al, 2018 and Lu 

and Huang, 2018). The research further describes how negative WOM, e.g. SVC (So et al, 

2018) and emotional contagion (Hatfield et al, 1994), can have a negative impact on the 

organizational reputation (Abratt and Kleyn, 2012). Future research could investigate the 

possibility to measure in-depth how WOM spreads on social media and how it affects SMUs 

in their relationship to brands.  

In this study, we conclude that social media is a beneficial tool that can assist organizations in 

brand and communication management. However, social media may also be described as a 

battlefield where stakeholders are given equal power to share their opinions transnationally 

(Kietzmann, 2011), and they claim legitimacy based on their subjective moral systems (Etter 

et al, 2018 and Mitchell et al, 1997). Organizations risk that criticism spreads fast and widely 

without having control over the situation and communication regarding its brand (Kietzmann, 

2011). Therefore, future research can contribute with investigations on which actions and 

topics that tend to trigger stakeholders’ emotions toward negative activity on social media 

and how organizations can reduce SMUs criticism from spreading transnationally.   
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10. Appendix 

10.1. Nike’s social listening report 
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10.2. Serena William’s social listening report 
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10.3. Donald Trump’s social listening report 
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