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Abstract 

This study investigates how are strategists framing strategic issues on social media to build 

ambient awareness. While strategic communication was traditionally carried out by peripheral 

actors such as public relations departments (Heavey et al., 2020), social media has 

democratised strategic communication as it affords direct strategic communication from 

strategists’ broad stakeholders (Baptista et al., 2017; Heavey et al., 2020). Therefore, social 

media offers distinct opportunities, and also challenges, to the conventional roles and work of 

strategists (Heavey et al., 2020; Morton et al., 2020). Utilizing a netnography method, we study 

the (strategy focused) social media posts of strategists from FTSE 100 companies, specifically 

looking at LinkedIn. Our findings revealed three key components of strategic framing through 

which the strategic leaders build ambient awareness, with the aid of multimodality of social 

media: framing strategic issues with style (identity), framing everyday achievements as part of 

strategy implementation, and framing strategy as responsible. 

 

Keywords: Strategy-as-practice, social media, ambient awareness, multimodality, strategic 

framing. 

 

Introduction and Background 

Strategy-as-practice (SAP) has been effervescent for over two decades and is now at a 

crossroad in its development (Kohtamäki et al., 2022; Jarzabkowski et al., 2022). One 

promising and well documented pathway at the crossroads is social media, which is often 

categorised in relation to a sociomateriality stream within SAP or under the guise of ‘digital 

strategizing’ (Kohtamäki et al., 2022; Morton et al., 2022). While strategic communication was 

traditionally carried out by peripheral actors such as public relations departments (Heavey et 
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al., 2020), often with a temporal lag, social media has democratised strategic communication 

as it affords direct strategic communication from strategists to both internal and external 

stakeholders (Baptista et al., 2017; Heavey et al., 2020). Therefore, social media offers distinct 

opportunities, and also challenges, to the conventional roles and work of strategists (Heavey et 

al., 2020; Morton et al., 2020). Such strategists include prominent CEOs like Elon Musk (Craig 

& Amernic, 2020), who have already benefitted from this informal information economy 

(Leonardi & Vaast, 2017). 

 

Prior research has highlighted the opportunities that social media brings. For example, it can 

help strategists build trust with investors and other stakeholders (Elliott et al., 2018), or 

facilitate the competition for attention to subsequently secure support and resources (Castello 

et al., 2016). Extant work has endeavoured to explore social media in the domain of strategy 

research, yet, the area remains fragmented (Heavey et al., 2020). One notable attempt is by 

open strategy scholars (e.g., Tavakoli et al., 2017; Baptista et al., 2017; Gegenhuber & 

Dobusch, 2017; Morton et al., 2020; Lundgren-Henriksson & Sorsa, 2023) where work has, 

for instance, established that social media can be beneficial for impression management, for 

strategy formulation and implementation, for developing commitment to strategic decisions, 

harnessing emotions, and for improved decision quality due to diverse information resources. 

However, we argue that focus on strategy communication by senior strategists (e.g., C-suite 

level executives) remains largely neglected. It has been observed that strategy research has 

been constrained by a traditional emphasis on internal organizational dynamics, instead of 

situating strategic communication within its broader context (Vaara and Fritsch, 2022). This 

represents both a theoretical and practical gap that limits our comprehension of the arenas of 

strategic work and the communication methods employed, including in social media, and this 

is where our research aims to explore a promising path for SAP. 

 

In particular, prior research has delved into how social media is being utilised by strategists, 

such as in extant behaviours and practices (Heavey et al., 2020), but interrogation of discursive 

intricacies afforded by social media – including the language strategists use – represents an 

important next step. This complements the sociomateriality stream within SAP, which explores 

how materiality relates to the social activity and the actors in strategy practices (Kohtamäki et 

al., 2022; Morton et al., 2022). Beginning to understand the linguistic nature of strategy (Vaara 

and Fritsch, 2022), on social media is crucial because it is unimaginable to formulate, 

communicate, giving sense to, make sense of, and frame strategic issues without embodied by 



language first (Balogun et al., 2014; Bjerregaard & Jeppesen, 2023). The study of strategic 

framing has been intricately interwoven with strategic discourse (Kohtamäki et al., 2022), and 

are often regarded as part of sensegiving (Logemann et al.,2019), which is an important 

process, through which strategists can interpret and explain strategy to influence stakeholders’ 

understandings of strategic issues and secure stakeholder endorsement (Bjerregaard & 

Jeppesen, 2023). Our study emphasises on the strategic framing through social media to build 

ambient awareness. 

 

Therefore, there is much potential in examining how social media, as a form of 

sociomateriality, impacts and interacts with strategic discourse to influence strategic framing 

(Logemann et al., 2019; Kohtamäki et al., 2022; Whittle et al., 2023), in response to the call 

initiated by Kohtamäki et al. (2022). Furthermore, giving the emerging nature of SAP 

sociomaterial stream (Kohtamäki et al., 2022), so far there only exists a limited body of 

literature that is solely focused on social media. Therefore, we take this as an opportunity to 

further develop the notion of “practice” by connecting with an affordance view (Leonardi & 

Vaast, 2017). Specifically, we argue that the examination of strategic framing stands as a 

pivotal driver for the evolution of strategists' roles at the crossroad of opportunities and 

challenges brought by social media. Examining these intricate strategic framing practices on 

social media holds significance in order to gain a comprehensive understanding of strategists’ 

use of social media for communicating strategic issues and, subsequently, how this strategy 

practice builds ambient awareness (Kohtamäki et al., 2022; Whittle et al., 2023; Levordashka 

& Utz, 2016). Furthermore, it is imperative to direct more explicit attention to the particular 

linguistic aspects of strategy relating to strategists’ work. In response, we pose the following 

research question: ‘How are strategists framing strategic issues on social media to build 

ambient awareness?’.  Our empirical work focuses on a comprehensive dataset of social media 

posts by strategists. 

 

We collected a substantial number of social media posts and have started a provisional 

analysis of these posts by individuals with a strategy role in FTSE 100 companies. As this short 

paper is based on work-in-progress, our intention is to outline our emergent findings and, 

looking ahead, how we aim to leverage these initial insights as a foundation for extending our 

research and to craft more precise contributions. In contrast to the limited number of 

researchers also examining one sided strategic communication on social media (Heavey et al., 

2020), our study “zooms in” to study the micro language use in depth to understand the strategic 



framing by strategists on social media. In addition, as sustainability is emerging from our data 

analysis as a promising theme, this can potentially add insights on how the framing of problems 

and strategies influences the approaches of actors in addressing Grand Challenges (Dorado et 

al., 2022). Hence, our research could present an opportunity to expanding SAP beyond ‘micro’ 

endeavours to tackle such macro phenomena (Seidl & Whittington, 2014). 

 

Research Method 

The research setting of this study is social media use where strategists communicate 

strategic issues and interact with stakeholders through posting content. In this context, 

strategists represent those who are responsible for the strategic direction of organisations, 

including CEOs, senior managers, and founders (Heavey et al., 2020). Our empirical work is 

based on constructionist netnography which is derived from ethnography that explores, and 

makes sense of, naturalistic internet conversations, languages, and interactions, including non-

verbal interactions (Costello et al., 2017). Netnography allows researchers to promptly observe 

strategists and their stakeholder communities in their natural settings and record and analyse 

their digital work, specifically their organic communications, instantaneously (Morton et al., 

2020). Therefore, our study is also informed by (digital) ethnographic research in the strategic 

management domain (Vaara and Fritsch, 2022). 

 

We study the (strategy focused) social media posts of strategists from FTSE 100 companies, 

specifically looking at LinkedIn. This setting ensures a rich and varied sample. The data 

collection commenced in June 2023 and concluded in October 2023. The first step was to 

acquire the latest FTSE 100 lists from the London Stock Exchange website, followed by 

locating and accessing each companies’ official website. The majority of company websites 

incorporate a section titled 'Our Leadership' or a similar designation, which provides the 

information on strategists (e.g., top management team members). Where needed, we referred 

to the annual reports from the company’s website to identify the executives. We then used a 

social media scraping tool to retrieve relevant LinkedIn posts. Overall, data from 96 of 100 

FTSE companies were available to be collected. We visited the earliest posts from strategists, 

some of which dated to approximately 10 years ago. We checked 968 strategists with a 

LinkedIn presence, and aggregated the comprehensive posts from 438 strategists with an 

‘active’ presence. This active determination was contingent on whether they surpassed 20 posts 

or exhibited a conspicuous strategic focus in exceptional cases. 



 

Considering the voluminous nature of social media data, beside using traditional Gioia 

method (Gioia et al.,2013) for data analysis, we are also using a data analysis software, 

Linguistic Inquiry and Word Count (LIWC), to begin the process of better understanding our 

data. LIWC is used for analysing language, such as to understand thoughts, feelings, 

personality, and the ways of connecting with others (Pan et al., 2018). To show how LIWC 

works for our research, here is an illustrative input drawn from a social media post by HSBC’s 

CEO. 

 

 

 

 

 

 

 

 

 

 

 

Table 1 below shows the corresponding result from the above input:  

Traditional LIWC Dimension Your Text Average for 
Social Media Language 

I-words (I, me, my) 1.78 5.44 
Positive Tone 4.00 5.03 
Negative Tone 0.00 2.34 
Social Words 7.56 6.74 
Cognitive Processes 5.33 8.86 
Allure 6.22 8.62 
Moralization 0.00 0.27 
Summary Variables   
Analytic 93.64 47.06 
Authentic 72.01 62.38 

Table 1: LIWC example output 

 

 

“It’s been a big week for sustainability in the financial sector. On Wednesday we helped launch the Net

Zero Banking Alliance, which will play a critical role in improving the consistency and raising the ambition

of net zero commitments in the banking sector. On the same day, I took part in an International Institute

for Finance webinar on the work of the Sustainable Markets Initiative, and our industry’s role in providing

innovative solutions to complex climate problems. It’s clear the financial sector’s momentum showed that

the financial sector’s momentum towards net-zero is stronger than ever. Most now see that a transitional

approach isn’t just the right thing to do, it’s also the smart thing to do. It will bring benefits to the natural

world, and value to our clients, our shareholders, and the communities we serve. We mustn’t let this

momentum slip. With COP26 coming up in November, we have a fantastic opportunity, as an industry, to

drive real change on sustainability and to turn our net zero commitments into practical action. It’s

something I know many of my colleagues at HSBC care deeply about, and it’s one of my biggest priorities.

HSBC will continue to be at the forefront of this effort, both in the lead-in to COP26 and

beyond.#RacetoZero #GFANZ”  

 



Preliminary Findings 

In presenting our preliminary findings, we show insights from a sub-set of data analysed to 

date. In particular, we outline five emergent discursive practices and summarise these in Table 

2 with example data in relation to LIWC features, indicative strategic issues, prominent 

linguistic features, and their potential implications for strategic framing.  

Discursive 
practices Example data  

LIWC 
suggestions/ 

indication/featur
es 

Indicative 
strategic 
issues  

 

Linguistic 
features 

Strategic framing 
potential 

Expressing 
sentiments  

“I’m proud that we’re co- 

launching the Net Zero Banking 

Alliance today, which brings 

together 43 banks from 23 

countries to accelerate the 

transition to net-zero across the 

sector...and it would be great to 

see you there. It’s a big day for 
sustainability in the finance 

sector”  

Absence of a 
negative tone, 
lower-than-
average use of 
"I-words" typical 
in social media 
language.  

Highly analytic 
and authentic 
language use.  

Sustainabi
lity / Net 
Zero  

Positive 
language  

Rhetoric  

Resonance on 
important issues  

Evidencing 
experience  

“I’ve had the honour of working 
with His Majesty through his 

Sustainable Markets 

Initiative, and specifically the 

Financial Services Task 

Force...I’m delighted, therefore, 
that HSBC is supporting the Terra 

Carta Accelerator, a new fund that 

will bring together private sector 

financing for nature and 

biodiversity projects.”  

Absence of a 
negative tone, 
relatively high 
social words 
usage. 

Highly analytic, 
extremely low 
authentic 
language use. 

Sustainabi
lity  

Positive 
language  

Rhetoric  

Rhetoric to boost 
alignment to new 
strategy and 
generate emotional 
reactions  

Management of 
credibility  

Personalising 
content  

“We’re just as enthusiastic as you 
are about working together...” 
“...although it’s clear a couple of 
them (children)want my job!”  

Absence of a 
negative tone, 
high positive 
tone. 

Surprisingly low 
authentic 
language use.  

Acquisitio
ns 
Equality  

Direct 
language  

Comedic 
relief  

Increased intimacy 
of communication 
and engagement  

Coalescing 
others  

“Take a look and let me know 
what you think.” 

“What’s been on your mind?”  

High presence of  
social words, 
cognitive 
process, and 
allure. 

Gender 
equality  

Direct 
language  

Opening the 
discussion  

Enables strategic 
input  

Directing 
virtuousness  

“Most now see that a transitional 
approach isn’t just the right thing 
to do, it’s also the smart thing to 
do.”  

High presence of 
positive tone, 
allure.Low 
authentic 
language use. 

Sustainabi
lity/ Net 
Zero  

Rhetoric  

Comparison  

Emphasis  

Manages legitimacy 

Impression 
management, 
strengthen faith  



Table 2: Discursive practices of strategists on social media and their potential for strategic 

framing 

After the initial examination of the data, we have taken a closer look at three strategists, and 

find evidence of how they are framing strategic issues in the social media posts, which is shown 

in Table 3, with example data in relation to related company strategy, framing updates as part 

of strategy/strategic issues, illustrative quotes, evidence/action of strategy implementation and 

social media multimodality features.  

 

 

 



 

Table 3: Evidence of framing strategic issues in the social media posts 

 

In Table 4, we present our data structure, our analysis revealed three key components of 

strategic framing through which the strategic leaders build ambient awareness: framing 

strategic issues with style (identity), framing everyday achievements as part of strategy 

implementation, and framing strategy as responsible.  

 

For concision, we present the findings here and then discuss these further in relation to our 

intended future work to conclude the paper. Subsequent steps will involve a more 

comprehensive review of the social media, strategic framing, and ambient awareness literature 

to refine data categorisation and analysis, as well as making comparisons to discern the 

distinctions offered by social media in contrast to traditional outlets used for strategy 

communications. 

 

Although preliminary at this stage, from our data we see potential to draw more explicitly 

on ambient awareness (Leonardi, 2015; Krämer et al., 2017), extant behavioural theories such 

as language-based views of strategy (Vaara and Fritsch, 2022) or emotion perspectives (Whittle 

et al., 2023).  



 

Table 4: Data Structure 



Discussion 

Strategic ambient awareness  

 

As new information technologies like social media affords the real-time dissemination of 

short crumbs of strategic information from a variety of official and unofficial sources (Heavey 

et al., 2020; Quigley, 2012). This paper draws from ambient awareness and ambient media 

literature (e.g. Levordashka & Utz, 2016; Lin et al., 2016; Leonardi, 2015; Leonardi & Meyer, 

2015; Zhao et al., 2020; Hermida, 2010) to suggest that with the aid of multimodality of social 

media, these open, asynchronous and relentless strategic communication fragments are 

enabling stakeholders to maintain a mental model of strategy and strategic issues around them, 

leading to increasing social awareness of the identity and expertise of strategist, the content of 

strategy, and the moral of the strategy that we describes as strategic ambient awareness. 

 

Technology enabled ambient awareness, describes the peripheral social awareness of 

knowledge about the omnipresent ambient exposure in the online environment without active 

communication (Leonardi, 2015; Krämer et al., 2017). While each separate crumbs of strategic 

information may appear as random noise, their ever-present accumulated reception can paint a 

comprehensive image of social others (Levordashka & Utz, 2016). Therefore, ambient 

awareness is a suitable lens to understand how strategist are framing strategic issues on social 

media. 

 

Furthermore, there are two adjacent concepts that relevant to our future work, first one is 

ambient intimacy, which is derived from ambient awareness. The emphasise of ambient 

intimacy is a feeling of emotional closeness developed from merely following someone’s posts 

on social media (Lin et al., 2016). Research has shown that audience tend to grow ambient 

intimacy to someone, with their posts being regarded as more intimate, entertaining, and 

informative (Lin et al., 2016). With the different style and identity strategists portray on social 

media, especially with expressions of humour and down-to earth style, connections may be 

drawn with the ambient intimacy. The second one is ambient affiliation, refers to the 

relationship among social media users who are not necessarily engaging with each other, 

instead, contributing to the same boundless online community formed by shared values, by 

hash tagging or iterating memes (Zappavigna, 2014). Hash tagging is a common practice we 

observed from our data. 



Existing ambient awareness research (e.g. Leonardi,2015 ; Leonardi & Meyer, 2015; Zhao 

et al., 2020) has predominantly focused on ambient awareness within the organisation 

boundary, and mainly from a perspective of recipients receiving the social media information. 

However, despite the growing body of literature on ambient awareness, few studies have 

specifically investigated how ambient awareness is achieved from the sender side posting the 

strategic information, especially neglecting the nuanced context of when expanding across the 

traditional organisational boundaries. Levordashka & Utz (2016) have concluded that 

fragmented noises online combined represents of social others, with the findings in our data 

structure, we want to build on this by arguing that fragmented strategic updates on social media 

combined, represents the combination of the style and the identity of both the strategists and 

the company, along with the moral stance and the content of the strategy. 

 

Framing strategic issues as part of strategy implementation responsibly, with style 

(identity)  

 

To discuss the findings, we start with three distinct stories of three strategists, “the scientist”, 

“the businessman”, “the character”. We will discuss the first strategist we labelled as ‘the 

scientist’ in detail, who is a top manager at a pharmaceutical company, and holds a relevant 

PhD degree. By running her sample posts through LIWC, the ‘analytical’ score is 90.61 out of 

100. High analytical score tends to appear in academic environment and is correlated with 

reasoning skills (Jordan et al., 2019). The ‘authentic’ score is 39.29, which is meant to reveal 

honest and personal language usage (Markowitz et al., 2024). We draw on two examples to 

demonstrate how she embeds her identity in framing strategic issues. One Post with shared link 

to a scientific paper, “In continuing my goal to share more papers this year…A paper I recently 

found interesting by H. et al in Science provided new insights on how…What are your thoughts 

on this paper and the potential of this pathway to enhance immuno-oncology therapeutics? Are 

any of these insights applicable to how we optimise cell therapies?” With consciously making 

effort to share scientific papers, translate it to simple language for hay audience, by 

demonstrating this skill set beyond the standard toolkit of professional managers, she builds 

ambient awareness of besides being a top manager solely, her more noteworthy identity in the 

research-driven pharmaceutical industry is a scientist. 

 

Further evidence can be found in another post, “Our latest research, published in Cancer 

Discovery, identifies groups who may benefit from preventative cancer therapies…This is 



aligned with our goal of one day eliminating cancer as a cause of death.” Along with the link 

to the paper, also attached a 48-second video, where herself explaining the details of the paper 

and its implications. The video ends with "this is our first step to not just cure cancer but to 

eliminate cancer as a cause of death" with a smile. The multimodality of social media beyond 

just affords her to summarise the key points of hard-to-read scientific paper in a short post, 

additionally, allows her popularising it in a video by herself, constructs both the strategic issues 

and her identity as a scientist more perceptible. 

 

Besides identity and style, strategy content is also embedded in the social media posts that 

share updates of the organisation, even the word strategy is not always mentioned. We have 

observed three ways how strategic leaders framing strategy behind the scenes, when strategy 

is explained, when strategy is only mentioned, when strategy is not mentioned yet implied. 

Interestingly, start with, the instances when strategy is not merely referenced, but also being 

elucidated in detail. For example, “#event is fast-approaching... with more than 130 abstracts, 

we really are demonstrating our strategy to attack cancer from multiple angles, harness the 

potential of combinations, and treat earlier and smarter.” By framing ‘130 abstracts’ as the 

evidence of the strategy being implemented, the strategist takes opportunities like this to repeat 

the content of the strategy, further achieve strategic ambient awareness to the broad audience. 

 

Lastly, we discovered two ways how strategists framing moral values align with the 

strategy, the first one is apparent in almost every strategy we have observed. The strategy itself 

is not relevant to moral stance, nevertheless, they frame the separate add-on moral strategies 

that may focused on sustainability or EDI to align strategy with an ethical stance. For example, 

“Did you know that our FutureSmart Mining™ sustainability strategy features a number of 

stretch goals including a 2030 target to create five jobs off-site for every job on-site?” The 

second type is not as common in our data, where the strategy itself is fortunately started from 

a moral high ground. For instance, “Medicines that can prevent cancer before a malignancy 

develops have the potential to redefine cancer care. Our latest research, published in Cancer 

Discovery, identifies groups who may benefit from preventative cancer therapies, and also 

outlines concepts that could help to accelerate progress in the field… This is aligned with our 

goal of one day eliminating cancer as a cause of death.  http…#WhatScienceCanDo.” With 

framing strategy align with moral values through social media posts, beyond ambient 

awareness, ambient intimacy have the potential that could further be achieved. 

 



Conclusion  

 

As seen in our emerging findings, linguistic features such as expressed emotion and rhetoric 

are prominent and can lead to notable outputs such as resonance or alignment. There are also 

rich possibilities at the crossroad of where SAP can lead to, in utilising theories of technology 

multimodality, affordances, enactment, and ambient awareness where our emergent findings 

show potential in connecting strategy practice and information systems streams, to harness 

diversity in illustrating how social media is a form of sociomaterial practice where technology 

features enable distinct outputs for strategic framing.  

 

Another possible contribution is to connect SAP with notions of openness, particularly 

strategic transparency (Gegenhuber and Dobusch, 2017). Social media empowers stakeholders 

with diverse access to information within the organisation, with or without the help of 'official' 

sources. Therefore, pressuring strategic communication to be more transparent, more authentic, 

and more empathetic (Quigley, 2012). Communication studies have shown that there is a robust 

positive influence of authentic leadership on transparent organizational communication, 

employees tend to perceive organizational communication as transparent if the leaders are 

deemed as authentic (Jiang & Men, 2017).  

 

Furthermore, one discernible theme emerges from our data is sustainability, this theme is 

closely related to one grand challenge, climate change, accentuated further by the COVID-19 

pandemic, has become even more prominent. Past research elucidate how the framing of 

problems and strategies influences the approaches of actors in addressing Grand Challenges 

(Dorado et al., 2022). And it is argued that strategic communication plays a pivotal role in 

shaping not only the identification of innovative approaches to Grand Challenges, but also 

drivers that influencing businesses' willingness to reevaluate current norms that dictate their 

collaboration with stakeholders (Dorado et al., 2022). Our data has the potential to reveal the 

paradoxical elements intrinsic to grand challenges from inter-organizational level 

(Jarzabkowski et al., 2019). Hence, our research could present an opportunity to expanding 

SAP beyond ‘micro’ endeavours to tackle macro phenomena like grand challenges (Seidl & 

Whittington, 2014). 



Going forward, we hope to get further feedback and ideas from EGOS, as we deepen our 

focus on these areas and develop a more specific and mature contribution on the potential 

implications of strategists’ practices relevant to social media and strategic framing. 
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