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Abstract

In the last decade and a half, social media usage has become ubiquitous in the workplace. Prior research
has noted both the benefits as well as the potential pitfalls of allowing employees to use social media
during work hours. In this research-in-progress paper, we propose a conceptual model that shows how
the use of social media may help in the enablement of dynamic managerial capabilities by enhancing the
managerial social capital. Thus, this paper adds to the literature on the business value of social media.
This paper also shows how two distinct types of social media (i.e., public social media and enterprise
social media) play complementary roles in the enhancement of managerial social capital, and
consequently, in the enablement of dynamic managerial capabilities. Managerial implications are also
discussed.
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1 INTRODUCTION

Social media is defined as “a group of internet-based applications that build on the ideological and
technological foundations of Web 2.0” which, due to its social and interactive nature, enables the
creation and exchange of user-generated content (Kaplan and Haenlein 2010: 61), allows two-way
information exchange between individuals or groups (Fusi and Feeney 2018), and supports
interpersonal communication and collaboration (Kane et al. 2014). Firms use social media for
communication with customers and suppliers, the building of relationships and trust, identification of
prospective trading partners, promotion of brands, and creation of brand communities (Kaplan 2012;
Wang et al. 2016). Prior studies have established various benefits of social media (Huang et al. 2015;
Tajudeen et al. 2018). However, some studies have also noted the negative impact of social media on
employees, due to misuse of resources and time, and violation of the standard operating procedures of
the organization (Kiihnel et al. 2017). Such apprehensions have led many firms to ban social media
applications from the workplace (Ali-Hassan et al. 2015). Hence, there is an ongoing debate about the
role of social media usage in the workplace in adding business value to a firm. In this paper, we add to
this discussion by conceptualizing the role of social media usage in enabling dynamic managerial
capabilities (managerial sensing and seizing capabilities). Thus, the first research question addressed in
this study is:

e How does the usage of social media in the workplace enable dynamic managerial capabilities?

Some researchers have noted that “most of the studies of the organizational uses of social media have
primarily focused on a single social technology, often in isolation” (Jarrahi and Sawyer 2013: 112). This
paper addresses this research gap by investigating the complementary roles played by two distinct types
of social media (i.e., public social media and enterprise social media) in enhancing managerial social
capital, and in turn, the dynamic capabilities of managers. Thus, the second research question addressed
in this study is:

e What are the roles played by public social media and enterprise social media in enabling
dynamic managerial capabilities?

We have organized the remainder of this research-in-progress paper as follows. First, we review the
extant literature in order to hypothesize relationships between social media usage, managerial social
capital, and dynamic managerial capabilities. Then, we provide the proposed conceptual framework,
before noting the research methodology and the unfinished work, and finally concluding the paper.

2 LITERATURE REVIEW AND HYPOTHESES DEVELOPMENT

In the section, we briefly describe the concepts of public social media, enterprise social media,
managerial social capital, managerial sensing capability, and managerial seizing capability. Then, we
proceed to hypothesize the relationships between these constructs.

2.1 Dynamic Managerial Capabilities

Extant research has identified the critical role of managers in the dynamic capabilities framework
(Augier and Teece 2009). Dynamic managerial capabilities are defined as “the capabilities with which
managers build, integrate, and reconfigure organizational resources and competences” (Adner and
Helfat 2003: 1012) and as “the capacity of managers to create, extend, or modify the resource base of
the organization” (Helfat et al. 2007: 3). Prior research has identified managerial cognition (Huff 1990),
managerial social capital (Burt 1992), and managerial human capital (Becker 1964) as the managerial
processes which underpin dynamic managerial capabilities. Following the popular conceptualization of
Teece (2007), recent research has conceptualized dynamic managerial capabilities in terms of
managerial sensing capability, managerial seizing capability, and managerial reconfiguring capability
(Kurtmollaiev et al. 2018).

2.2 Social Capital

Social capital is a result of social relationships and has the potential to grant or enhance influence,
control, and power, and thus may also help in transferring resources and information from one setting
to another (Adler and Kwon 2002). In the intra-organizational context, social capital is defined as “the
sum of the actual and potential resources embedded within, available through, and derived from the
network of relationships possessed by an individual or social unit” (Nahapiet and Ghoshal 1998: 243).
Social capital comprises valuable resources used within a social context, such as social interaction ties,
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trusting relationships, and value systems, which are crucial in various fields for facilitating certain
activities conducted within a social context (Tsai and Ghoshal 1998).

Social capital exhibits a duality at the group and individual levels (Wasko and Faraj 2005). At the group
level, it reflects the affective nature and quality of relationships, while on the individual level, it facilitates
an actor’s actions and reflects their access to network resources (Putnam 2000). In this paper, we
differentiate between intra-organizational managerial social capital and extra-organizational
managerial social capital, depending on the context lying inside or outside the boundary of the firm,
respectively.

2.3 Public Social Media and Managerial Social Capital

Public social media use enhances managerial social capital by enhancing trust (Cao et al. 2012),
positively changing external interactions of managers (Ke et al. 2017), and improving the accessibility
and mobilization of resources embedded in the social network of a manager (Pena-Lopez and Sanchez-
Santos 2017). Also, public social media allows managers to connect with people beyond their immediate
social networks (Jarrahi and Sawyer 2013). Public social media use increases both the expressive and
the instrumental social ties of managers, thus enhancing their structural social capital (Ali-Hassan et al.
2015). Social media use enables the development of relational social capital by generating trusting
relationships (Gulati 1995), allowing repeated interactions and social exchange (Blau 1964), supporting
the development of familiarity and bonds (Hsu et al. 2007), and the leveraging of relational social capital
by virtue of common ties (Levin and Cross 2004).

Thus, public social media usage has an impact on a manager’s social capital both within and outside the
organization. Hence, we hypothesize:

Haza: Public social media usage enhances intra-organizational managerial social capital

H1b: Public social media usage enhances extra-organizational managerial social capital

2.4 Enterprise Social Media and Managerial Social Capital

Apart from how public social media enhances managerial social capital, other ways are specific to
enterprise social media. For example, the use of enterprise social network sites (ESNs) leads to “identity
warranting” by the exposure of co-workers’ social network, and this is found to signal credibility and
build trust (Ellison et al. 2015). Online communication reinforces the positive effect that close ties in the
workplace have on job performance (Zhang and Venkatesh 2013). Using social media such as internal
blogs, managers can leverage the shared knowledge distributed across the organization, which can
enable them to react adequately to emerging business opportunities or changing environmental
conditions (Guo et al. 2017). Social media usage in the organization can enhance knowledge
management by facilitating sharing of tacit knowledge, facilitating sharing in bottom-up processes,
facilitating sharing among geographically distributed teams, assisting in the building of organizational
memory, easing the capture of knowledge in working contexts, increasing the faith of people that they
will find the knowledge they are looking for, and increasing intra-organizational trust (Levy 2013).

Enterprise social media is used within the organization and hence, does not affect the extra-
organizational social capital. Hence, we hypothesize:

Hz2: Enterprise social media usage enhances the intra-organizational managerial social capital

2.5 Managerial Social Capital and Dynamic Managerial Capabilities

Extra-organizational managerial social capital represented in the form of weak social ties (Granovetter
1973) and friends of friends (Boissevain 1974) helps provide access to non-redundant knowledge
(Nahapiet and Ghoshal 1998) and more diverse information (Burt 1992). This may help in
environmental scanning and the subsequent identification of new opportunities ahead of the
competition and thus enhance the managerial sensing capability (Adner and Helfat 2003; Helfat and
Martin 2015). Also, extra-organizational social capital helps in active patrolling of user-generated
content and trends (Berinato 2010), enabling access to marketplace information (Schweidel and Moe
2014), and allowing more effective communication between businesses (Michaelidou et al. 2011). Once
opportunities are identified, extra-organizational social capital (i.e., social ties outside the organization)
may aid in the managerial process of locating relevant resources (such as financing and skilled
personnel) that lie outside the organization’s boundaries but are essential in seizing the identified
opportunity (Helfat and Martin 2015). Hence, based on the dynamic managerial capabilities perspective,
we hypothesize:

H3a: Extra-organizational social capital enhances the managerial sensing capability
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Hg3b: Extra-organizational social capital enhances the managerial seizing capability

Formal and informal work relations fostered due to intra-organizational social capital creates a network
for managers to access information and other resources within the organization (Adner and Helfat
2003). Also, this facilitates knowledge inflows within the organization, and prior research has identified
the role of such inflows (mainly bottom-up) in allowing managers to sense new opportunities (Mom et
al. 2007). Intra-organizational social capital also helps in seizing the sensed opportunities by aiding in
expert locating (i.e., finding a person with the relevant expertise) and expertise locating (i.e., finding a
relevant piece of information). Advantageous positions in internal social networks help in gaining power
and influence that help in seizing of opportunities through alterations in structure, personnel, and
physical assets (Helfat and Martin 2015). Hence, we hypothesize:

Hga: Intra-organizational social capital enhances the managerial sensing capability
Hgb: Intra-organizational social capital enhances the managerial seizing capability

Also, for managers to be able to seize new opportunities, these opportunities must first be identified and
sensed. Hence, we hypothesize:

Hs5: Managerial sensing capability is positively associated with the managerial seizing capability

Based on the hypotheses developed above, we propose a conceptual framework (see Figure 1) that will
be validated empirically.

Hia Extra-organizational
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Managerial Social o
Usage ) Capability
Capital
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Figure 1: Proposed Conceptual Framework

3 METHODOLOGY

We use a quantitative survey-based approach to test the relationships hypothesized in this study. To
create the survey questionnaire, we adapted existing scaled from academic literature. To ensure content
validity, five academics and two practitioners were asked to evaluate the adapted survey instrument, and
the changes suggested by them were incorporated. Table 1 lists the constructs, number of items for each
construct, and the sources from which these items were adapted. Due to the paucity of space, the item-
level details of each scale are not included in this paper. They are available from the authors on request.

The proposed sample for this study consists of experienced managers (experience > 15 years) who use
social media for work-related purposes and are responsible for strategic decision-making in their
organization. We control for age, gender, highest education level, industry, and total work experience.
PLS-SEM will be used to test the proposed model. To test the validity and reliability of the adapted
scales, we collected data from an initial sample of 94 respondents drawn from the sampling frame. The
results are reported in Table 1. All scales are valid and reliable. Discriminant validity was also confirmed
using the Fornell-Larcker criterion and HTMT (heterotrait-to-monotrait) ratio.

Construct # items Source(s) CR AVE

Public Social Media Usage 6 Ali-Hassan et al. (2015); Cao and Yu 0.847 0.523
(2019); Cui et al. (2018)

Enterprise Social Media Usage 6 Cai et al. (2018); Ou and Davison 0.885 0.570
(2011)

Intra-Organizational Social Capital 6 Chiu et al. (2006); Ali-Hassan et al. 0.888 0.573

(2015); Yu et al. (2013)
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Construct # items Source(s) CR AVE
Extra-Organizational Social Capital 6 Ellison et al. (2007); Williams (2006); 0.880 0.553

Karikari et al. (2017)
Managerial Sensing Capability 5 Kurtmollaiev et al. (2018) 0.861  0.555
Managerial Seizing Capability 3 Kurtmollaiev et al. (2018) 0.829 0.619

Table 1. Construct details, reliability, and validity

4 CONCLUSION

The main objective of this study is to investigate the role of social media usage (both public as well as
enterprise) in enabling dynamic managerial capabilities (managerial sensing and managerial seizing
capabilities). This study will contribute to academic literature in several ways. First, it adds to the
literature on the business value of a specific type of IT, i.e., social media. Thus, it provides evidence of
the strategic impact of social media. Second, this study offers a perspective on the complementary roles
played by public social media use and enterprise social media use in enabling managerial social capital,
and consequently, dynamic managerial capabilities. Finally, this study adds to the scant literature that
investigates the role of IT in the enablement of dynamic capabilities at the managerial level, in contrast
to the large number of studies investigating this phenomenon at the level of firms (Mikalef and Pateli
2017) or a particular process such as new product development (Pavlou and El Sawy 2006).

This study is also relevant to managers. By showing the benefits of social media, this study allays fears
concerning the loss of employee productivity due to social media use. Thus, this study argues against the
banning of social media tools in the workplace, which has become a common practice in the recent past
(Ali-Hassan et al. 2015).
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