
the six steps to success With chAtteR



“ You  n e e d  a  p l a n  i n  pl ac e ,
 or You  won’ t  hav e  succe s s .
 to  g e t  to  t h at  s o c i a l   
 t r a n s f o r m at i o n  s tag e , 
 You  n e e d  e n g ag e .“ 
  a d a m  c a p l a n ,  c e o,  mod e l  metr ic s



D E A N N A  J O H N S T O N      c i o ,  B e L K i N

We’ve built social collaboration into our business 
process… and it ’s dramatically reduced our approval cycles.



i f  you’re ready to roll  out chatter at your company, then you need eNGAGe. We’ve gathered research from customer interviews, 
data analysis,  and expert consultations to help you understand what you can achieve with chatter.  And where to star t. 



w i t h  e n g ag e ,  c h at t e r  u s ag e  i s  ta i lo r e d 
to  Yo u r  c o m pa n Y ’ s  u n i q u e  b u s i n e s s 
p r o c e s s e s  s o  Yo u  g e t  b e n e f i t s  l i k e :

39 % f A S T E r  A c c E S S  T O  i N f O r m AT i O N

33 % m O r E  E m p l O y E E  p r O D u c T i v i T y

2 5 % f E w E r  m E E T i N g S

2 6 % f E w E r  E m A i l S

34 % m O r E  E m p l O y E E  E N g A g E m E N T

2 9 % m O r E  i D E A  g E N E r AT i O N

A N D  A S  w E  O f T E N  f i N D ,  skyrocketing productivity + newfound free time = innovation.
Ready to get star ted? i t al l  boils down to six simple steps that make up the eNGAGe framework .
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“ S O c i A l” i S  A  w Ay  T O  c O N N E c T  p E O p l E  T O  i N f O r m AT i O N  f A S T E r .  
that ’s what we mean when we talk about social.  i t  helps people get questions answered 
quick ly from anyone in the company, and can do so much to improve your company ’s 
specific business processes and goals. 

g E T  T H O S E  T r A N S f O r m AT i v E  r E S u lT S  S p E c i f i c  T O  y O u r  c O m p A N y. 
to do this,  it ’s important to define a succinct vision for what social should be and do for 
your company. this vision is an outline of the big goals your company wants to accomplish 
using chatter :  Global al ignment? speed to market? international communication? 

O N c E  y O u ’ v E  D E f i N E D  y O u r  g O A l S , 
you can think in detail  about how each department can use chatter.

exp lore  which  bus in ess  processes 
c o u l d  b e  s o c i a l lY  e n a b l e d



T H i N k  A b O u T  E A c H  D E p A r T m E N T. 
l i S T  O u T  i T S  b u S i N E S S  p r O c E S S E S . 

T H E N  A S k :  w H AT  c A N  b E  i m p r O v E D  w i T H  S O c i A l  c O l l A b O r AT i O N ? 
Any process that requires emails,  meetings, and/or spreadsheets is usually a good candidate. 

We’ve developed a nifty guide to help you figure out which processes chatter can improve. 
take a look to get ideas and see how every role across your company can use chatter. 

c H AT T E r :  5 0  w Ay S  T O  T r A N S f O r m  E v E r y  D E p A r T m E N T
salesforce.com/assets/pdf/casestudies/chatter-50ways.pdf

every department ’s business processes can be improved with chatter.



collaborating with chatter now gives our business teams around the 
world a way to connect and work together in real time.

b E T H  c O m S T O c k      c M o ,  G e



Now that you’ve l isted uses for chatter in every department, where do you star t?
And what should you avoid?

T H E  c H AT T E r  r O l l O u T  g r i D  O N  T H E  N E x T  p A g E 
is the magic sauce that helps you sift through and prioritize all  these use cases to create the 
greatest value for your business. Don’t worry, we’l l  show you how to use it .  once you plot 
out your l ist on the grid, it ’s easy to see where to star t and what to avoid, so your rollout is 
massively successful.

on the next page, you can see that all  the ways to use chatter fall  into four basic categories: 
Quick Wins, Low-hanging Fruit ,  social transformation, and “Fool ’s Gold.” 

so, what exactly does that mean?

n av i g at e  r o l lo u t.  p lot  Yo u r 
u s e s ,  t h e n  f o l lo w  t h e  p l a n .



l E T ’ S  b r E A k  i T  D O w N  b y  q u A D r A N T.

p H A S E  1 :  q u i c k  w i N S
this is your f irst step. take it slow and star t with Quick Wins – they ’re easy to implement and have a big business impact.

p H A S E  2 :  l O w - H A N g i N g  f r u i T
these processes are easy to implement and have less business impact, but are quick and easy ways to encourage people to 
connect and keep coming back to chatter.

p H A S E  3 :  S O c i A l  T r A N S f O r m AT i O N
this phase is harder to implement. But once you do, your company will  experience a fundamental shift with profound results.

p H A S E  4 :  f O O l’ S  g O l D
these processes might sound good, but realistically are diff icult to implement and have l ittle business impact. Avoid them.



p H A S E  1 :  q u i c k  w i N S

•  CEO All  Hands Call
•  Gathering competetive intell igence

p H A S E  3 :  S O c i A l  T r A N S f O r m AT i O N

•  Events (Dreamforce)
• R&D

p H A S E  2 :  l O w - H A N g i N g  f r u i T

•  Creating affinity groups
• Air ing of Grievances

p H A S E  4 :  Av O i D  “ f O O l’ S  g O l D ”

•  social for social ’s sake

E A S E  O f  c u lT u r A l  A D O p T i O N
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on the following pages, you’l l  see examples from other companies.

E x A m p l E S  f r O m  S A l E S f O r c E . c O m



A N  E N T E r p r i S E  E x A m p l E :  b Ay E r  p H A r m A c E u T i c A l S

the pharmaceutical division of Bayer healthcare canada sells prescription drugs by 
work ing closely with the doctors that prescribe them. the company had been using 
a cloud-based cRM system to track sales calls,  invitations to events,  and samples 
distributed, but performance was slow and information wasn’t readily available on mobile 
devices. customizing reports and getting important data in real time was also difficult.

A pr ivate chatter social  network lets employees in sales,  marketing, and market 
research share product information instantly and collaborate to help customers. 
“Reps in Montreal are now sharing tips with reps in Vancouver,” says Alexei Marci l io, 
Manager of cRM. hundreds of employees are using chatter to share and collaborate 
across teams and more efficiently on-board new employees. the world is going social, 
and now chatter helps us serve our customers in new ways.”

Now that Bayer has moved to salesforce, reps use ipads and iphones to access data 
from anywhere. “our reps are saving several hours a month with salesforce, and more 
accurately targeting doctors,” explains Marcil io.  “ this translates to increased sell ing 
time and revenue gains.”



p H A S E  1 :  q u i c k  w i N S

•  Find information fast 
•  Customize reports

p H A S E  3 :  S O c i A l  T r A N S f O r m AT i O N

•  Cross-collaboration (sales,  service, marketing)  
•  Find new ways to serve customers

p H A S E  2 :  l O w - H A N g i N g  f r u i T

•  Share tips globally 
•  Faster onboarding process

p H A S E  4 :  A v O i D  “ f O O l’ S  g O l D ”

•  social for social’s sake

E A S E  O f  c u lT u r A l  A D O p T i O N
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A N  E N T E r p r i S E  E x A m p l E :  b Ay E r  p H A r m A c E u T i c A l S



A N  E m E r g i N g  b u S i N E S S :  l i v i N g S O c i A l

every day, Livingsocial helps more than 67 mill ion people on six continents discover great 
new experiences by connecting them with the best businesses in their neighborhoods 
and even travel escapes, curated adventures, l ive events,  and gourmet experiences. “Live 
hungry ” is one of Livingsocial ’s corporate mantras, igniting great ideas and bold moves 
that have fueled the company ’s meteoric growth and pace of innovation. 

And their customers love it .  to keep up, the company boomed from 600 employees to 
nearly 5,000 in just one year. Many companies would collapse from the weight of their own 
success, but Livingsocial ’s hunger for innovation and early adoption of social technologies 
helped align its employees quick ly and scale its success.

“creating a go-to hub for local commerce takes constant innovation,” says ceo tim 
o’shaughnessy.  “A connected team moves faster and thinks bigger.” From marketing 
consultants in the field work ing with businesses, to the deal quality and scheduling 
teams, to customer service, Livingsocial ’s entire team collaborates and shares information 
to grow its army of happy customers quick ly and efficiently.



p H A S E  1 :  q u i c k  w i N S

•  Align employees 
• Scale efficiently

p H A S E  3 :  S O c i A l  T r A N S f O r m AT i O N

•  Move faster 
•  Drive innovation & ideas

p H A S E  2 :  l O w - H A N g i N g  f r u i T

•  Connect global project teams
• Create affinity groups

p H A S E  4 :  A v O i D  “ f O O l’ S  g O l D ”

•  social for social ’s sake

E A S E  O f  c u lT u r A l  A D O p T i O N
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A N  E m E r g i N g  b u S i N E S S :  l i v i N g S O c i A l



chatter has f lattened our organization 
and made us more ef ficient.

m AT T  r O b E r T S      c e o ,  o p e N tA B L e



Now that you’ve plotted those use cases on the grid, pick an executive and a community manager 
to work together as sponsors for each Quick Win and social transformation. these sponsors are your 
internal chatter champions who will  lead by example to help drive usage and correct behaviors.

Why? You need project sponsors and execs to buy in now, so that everyone in the middle hops on 
board. For anyone who’s reluctant to use chatter,  executive buy-in carr ies more weight than if  just 
another colleague does it .  this step is crucial to support your bottom-up user base of early adopters 
and grow the number of users.

f O r  E x E c u T i v E  S p O N S O r S ,  we recommend three posts per week: questions, thanks, or status updates.
c O m m u N i T y  m A N A g E r S  should curate content, @mention experts,  and repost important posts.

g e t  s p o n s o r s.  a n  e x e c u t i v e 
a n d  a  c o m m u n i t Y  m a n ag e r .





S p O N S O r  TA c T i c S
company culture is important - it informs how easy or difficult it will be to get people to change 
their old habits. here are some great tactics customers have used to encourage the shift to chatter.

m i g r AT E  E m A i l  c H A i N S
When an email chain gets star ted, ask sponsors to say, “Let ’s continue this discussion in chatter 
so we’re not clogging everyone’s inboxes” – and then bring it into a public group on chatter.  i t ’s 
especially effective for email chains of +100 people.
 
i N S p i r AT i O N
have your sponsors walk around and identify employees with great work . then tap those 
employees to share that work only in chatter.  exclusive content is an irresistible reason to join.

p E r S i S T E N c E
Be fr iendly and tenacious about doing things in chatter.  insist on it when you can. some ceos 
have refused all  internal emails and phone calls,  and only answered questions in chatter. 
Remember, IM (instant messaging) took a few years to gain acceptance – now everyone uses it .



chatter has significantly increased our collaboration 
and speed to make a dif ference for people in need.

D O u g  m E N E f E E      c i o ,  s c h u M A c h e R  G R o u p



i T ’ S  T i m E  T O  E D u c AT E  y O u r  E m p l O y E E S . 
this is about process change, not technology change. prepare your users with information 
on how to get star ted with chatter.

w H AT  D O  y O u  w A N T  T H E m  T O  D O ? 
show them those use cases. help them see the value and what they will  get out of it . 

H O w  c A N  y O u  S H O w  T H E m ? 
create a video, star t an email campaign, make demo webinars,  or even set up mobile 
download stations in the breakroom – get creative. Whatever method you choose, 
your goal is to build anticipation and help employees understand how chatter helps 
them get real work done. 

in the back of this book, there’s a QR code that wil l  take you to helpful templates you 
can use for email,  webinars,  powerpoint,  and more. 

ac t i vat e  u s e r s 
w i t h  e d u c at i o n



Get answers (not emails)1

share files,  ef fortlessly4

solve customer issues faster7

Brainstorm2

Manage projects,  together5

share news and relevant content – 
like sites,  videos, and more

8

prepare more, meet less3

connect with experts6

collaborate without boundaries9

Work with confidence, confidentially1 0

As you activate users,  it ’s great to remind them of things chatter wil l  help them do. 

1 0  w Ay S  T O  u S E  c H AT T E r :

see our Administrator ’s Workbook at:  salesforce.com/us/developer/docs/workbook_chatter/chatter.pdf



Now it ’s t ime to plan your chatter rollout timeline on a calendar. 
enjoy your launch – but don’t forget,  you’re only partway through eNGAGe.

k E y  m i l E S T O N E S  f O r  y O u r  r O l l O u T  c A l E N D A r :

•  Define social vision

•  sell  the idea of using chatter internally

•  Get executive buy-in

•  identify use cases

•  plot priorities on eNGAGe grid

•  select two sponsors for each use case

•  educate sponsors

•  set participation goals 

•  train and excite user base

•  turn chatter on

•  track your results





O N c E  y O u  T u r N  O N  c H AT T E r ,  p E O p l E  w i l l  S TA r T  u S i N g  i T. 

After that,  you need to adapt your deployment by understanding when and 
how people consume their information and use chatter.

c H AT T E r  u S A g E  D A S H b O A r D S 
from the Appexchange are a great way to star t.

on the next few pages, you’l l  see some basic pointers on how to approach 
your analysis.

g a u g e  Yo u r  s u c c e s s  –
m e a s u r e  a n d  m o n i to r



O r g A N i z AT i O N A l  m E T r i c S

Remember when – before plotting on the eNGAGe grid – you first defined a vision and goals for chatter at your company? 
Now you can see how far you’ve come, and plan your next steps to achieve those goals.  First ,  take an organizational view of 
how chatter is being used, and how much. 

l O O k  O v E r  T H E  l A S T  S E v E N  D Ay S  O f  r E S u lT S  A N D  r E c O r D :
•  Number of feed posts
•  Number of comments on feed posts
•  Number of groups star ted
•  Which groups have the most members
•  Which groups have the most posts
•  Who has the most followers
•  Who has the most conversations/feed posts

these types of metrics can give you a broad understanding of how much your organization is adopting chatter usage.

O p p O r T u N i T y  m E T r i c S

to build metrics that help you understand how chatter is driving business results,  organizational metrics help. But you may 
also want to build opportunity-driven metrics that are specific to a task where you define a tangible business benefit .

For example, choose a specific group or team and narrowly identify a problem that chatter can help solve, l ike resolving 
customer issues. Build a dashboard for that group that shows how quick ly this has been done in the past without chatter 
and then one that shows how quick ly it is done with chatter.
 
You can also track some of the same metrics that you track organization-wide to see which chatter functionality is being 
used to solve the problem.
 
the more defined your opportunity,  the more focused your dashboards can be.



chatter allows us to help team members connect around 
customers, products,  projects,  and community involvement.

S T E v E  E l l i S      e V p  W h o L e s A L e  s e R V i c e s ,  W e L L s  FA R G o     



Now it ’s t ime to fine-tune chatter to f it  in even better with your company ’s workflow and 
employee habits. 

With results in hand, go back to the beginning of the eNGAGe framework and see how your 
needs may have shifted. use what you’ve learned to re-evaluate each step of eNGAGe, and 
customize what works best for the unique aspects of your company.

to do this,  look over your analytics results and l isten to people’s feedback . then, act on 
it .  By tailoring your chatter use over time, you’l l  f ind better ways for your company to use 
chatter,  reap a higher Roi,  and reach the social transformation stage faster.

thanks for following along through the six steps of eNGAGe. on the next few pages, you’l l 
f ind important resources l ike helpful l inks,  contacts,  and more. 

ev o lv e  c h at t e r  u s e 
i n  Yo u r  c o m pa n Y



D ATA  g r A v i T y
When chatter is f irst launched, it ’s crucial that the people 
on chatter are not only active, but also post important 
documents, data, and projects there for others to collaborate 
around. the more that ’s there, the more people will be 
drawn to use it. conversely, if new users see there’s nothing 
of business relevance going on in chatter,  they ’re going to 
write it off.

E x E c u T i v E  b u y - i N
executive participation is cr it ical,  regardless of age or sk il l . 
the key is to help executives see how they ’l l  be able to 
access raw data and track it with analytics.  senior executives 
crave an unfiltered view of their business, and most are 
wil l ing to learn a new inter face for it .

H E S i TAT i O N
sometimes people are reluctant to put ideas out there. 
they may feel l ike they ’ll  encounter a boss’s back lash, or 
that there’s a cultural  taboo around free speech. consider 
ways to put people at ease,  l ike having your c-level actively 
encourage and reward open ideation on chatter.  support 
people with “ l ikes” and call  out wins.

v i S i b i l i T y
Flattening hierarchies entices people at the bottom – it ’s 
their direct voice to the ceo where they can post a question. 
in chatter,  everyone gets a voice. in a room full  of people, 
they wouldn’t even get time to ask .

i N f O r m AT i O N  b A r r i E r S
shorter messages are great, so keep it crisp and straightforward 
in your chatter messages whenever you can. sales reps always 
say that the biggest benefit is getting information faster or 
“breaking through information barriers.” they get a clearer 
perspective on business flow and opportunities.  

D O  T H E  p r E p  w O r k
Don’t just turn chatter on. Activation is everything from 
marketing the tool,  sell ing it internally,  creating the rollout 
plan, crafting a launch strategy, and training users.  All  this 
prep work helps you avoid common pitfalls l ike:
•  lack of clearly defined business objectives
•  sudden chatter use dropoff 30-45 days after rollout
•  too l ittle focus on change management
•  bottom-up approach only
•  hesitation and uncertainty around how social collaboration  
     f its in with existing tools and processes

l i S T E N
Be sure to l isten to feedback . this technology not only 
f lattens the organization, it  creates expectations of 
collaboration and accessibil ity – much l ike on public 
social media. so people need to know you’re l istening to 
their needs. And don’t be surprised if  your plan changes 
a lot.  Many companies say that their chatter today barely 
resembles chatter when they first rolled it out.

i m p o r ta n t  c o n c e p t s  to  r e m e m b e r



w o r l d - c l a s s  c o m pa n i e s  m a k e  b u s i n e s s 
s o c i a l  w i t h  c h at t e r .
eNGAGe has been used at companies from Bayer pharmaceuticals to Livingsocial, from enterprise to sMB. With eNGAGe, any business can 
use chatter to create social business processes that connect employees to information, projects, goals, and people they need — fast. 
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e n g ag e  to  s u c c e e d

Your strategic roll-out plan helps chatter bring your social 
transformation to life.  have any questions? You’ll  f ind even 
more helpful resources at S A l E S f O r c E . c O m / c H A T T E r / E N g A g E 

t h a n k s !


