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_,,_, 1 another and another —user after user alerted Monitter founder and CEO Alex
ny" S free tool had stopped working. “Twitter must have rolled out another API

& 4 numerous changes to Twitter's APlL. (An API, or apphcatlon programming
t indep en ent developers, such as Alex, access a program or service, such as Twitter,
'_r_'__ zed communication format.) Usually, Alex could accommodate an API change in
&! 01' a weekend at the worst. But this time was different. Twitter hadn’t just
ntax or added a parameter. Instead, Twitter had essentially disabled access to the
‘-.'~__ -;,:_"-;__--tonng the connection would require more involved changes. As Alex
er project s, fixing Monitter never seemed like the priority. Eighteen months later, in early
ced himsel * whether the time was right to resuscitate Monitter to get the tool working

om high school in 1999, then worked as a part-time

w - company while studying at the University of New South Wales. When
B ;m Medla and Communication in 2003, he was disappointed by opportunities

lia. Ale rlfrlend (now his wife) had British passports, which let them live and
E.U After considering several possibilities, they moved to Barcelona.

panish classes and free

ef the work involved helping a job-posting ¢
After the company received a job vacancy

Il suitable job sites.

1 Alex gr aduated fr

lance programming to help
ompany build software to

plit his time between S
from a recruitment agency,

a for inclusion on the job

uld be processed as expected, and APlIs

_.M

-.# ml

F#M'

mved heforc publication by a company

the cmnpany HBS cases are
or illustrations of
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thereby increasing the likelihood that the system .

i

o " .E‘

S
d

1
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tended to remain usable over time,
operational.

T
gy
i,

not have APIs. For these, Alex at’ld colleagues built ;
or update job sites to tell Alex’s system what data

But the majority of job sites did
proach could be unreliable because th

svstem that let non-technical staff add

hich section of a job site’s form. This ap s M
:::I;unction if a job s]ite made even a small change‘: such_ as rel[i:ﬂtl:ﬂ:l‘egx ;“a?pl’“#_
the invisible identifier that labeled each box. Despite this cha' ENger 4 o S EE
benefit: the tool did not require cooperation or support from !ob :;t::,‘ 2 R .
site, job listings seemed to be coming from ordu:lary users typmgfm m s si g %
Alex’s tool was automating the submissions. Tl}ls independence : dé of .u pﬂaw AP ot
asking job sites for permission to submit, waiting for them to provi ey it
use APIs. As a result, Alex’s tool was usefu ‘ R

| to recruitment agencies from m the start,
sites noticed or made the effort to connect their systems to l:lhe ;.o;:;-b'f?ilet_ TPAT,
ibidu.com, and its core business relied on the software that Alex had bunt. 4

-

time. This left plenty of free time for exploring the city, learr_\i:ngfl Sp i
interests. Programming remained a favorite pastime, and Alex explore
often working through a weekend to build something new. In 2007, Al el

in Twitter, which had generated a huge buzz at the 2007 South by Sot 2 €

The cost of living was low in Barcelona, so Alex only had to work on

(a set of film, interactive, and music festivals and conl erem:es held m
Texas). Twitter had tripled the number of daily tweets posted duri
continued the momentum, with a 250-fold growth (on an annualizec

%
e

Alex ended up reading the Twitter API and noticed that Twitter serve

using standard HTTP requests, the same communication pmtocoli used by the rest
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Resuscitating Monitter

Twitter Search

At .. . : |

Laun(l:h, Twitter offe.red no official search fUl:lCthﬂ. Instead, Twitter initially depended on third-
party deve op?rj.s.to provide search. In 2008, Twitter acquired one of these developers, Summize.?
After Fhe acquisition, Twitter kept the look, feel, and functions of Summize, but swapped in Twitter
branding and presented Summize results within a new search feature on Twitter’s site.

By 2011, users could access Twitter search in two ways. First, the Twitter home page provided a
text box for basic searches with options to let users search for people, photos, or videos related to a
particular topic (see Exhibit 3). Alternatively, Twitter's advanced search page let users filter by
location, time, author, and people mentioned in a tweet (see Exhibit 4). Either way, results typically
began with a “promoted tweet” or a tweet from a “promoted account.” Twitter next presented
related accounts, photos, and then the “Top News Story,” which showed the most relevant Twitter

search results (see Exhibit 5).

TweetMeme

' » that is now part of Twitter's service, TweetMeme
Best known for creating the Retweel button t firli:d e ount and popular websites and

g - ; t helped casual consumers _ |
begap as a news fegd 5661"’;: :::t eng TweetMeme encouraged websites andd bIP%s t?r v:;setta;;e:]l:z
';p'ostmgs (see Exhibit ) alert their followers to notable [:jag?s an a.rhc es. p . e
weetMeme button, which let users rganized the stories into subjects, and present

counted the number of shares each story recewefi, 0 gl SR llowed users to subscribe to

ity to facilitate Drowie October 2012, more than 500,000

b
B pOPUIar e};erved 1.5 billion buttons per day.*

. that examined the links shared via TweetMeme,
ne

ded a | It TweetMeme search not only
In May 2009, TweetMeme ad inks. As 2 T ¢ Twitter's search as of April

i indexed the . F egch tweet (W \perienced rapid growth aft?r. adding the
' f the bere fext 0 5 TweetMeme ¢ pe grew from 0.2 million monthly

&

2015), but also millio 1

I-—-“*- i ] iy
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alone in adding enhanced search. In ackiA g itter had announced

o competitait A Si?ﬂmmti? brought this feature to market). Less
. 1 a e B : "1_11:“1"? . r,'.}‘-_. B ron =

. th Twitter never ultl i ther me sea

was building this feature Glhong: h engine was posted by OneRiot, ano

it t
than a week Jater, o1 gl ss than an hour after OneRiot. (Tha

’ . h came le ; et foidn m s
service. TweetMeme's public i ained limited traction. OneRiot later focus o

OneRi | its service g ‘ ‘
t was first to market, 1ts . | i
ad\':ilt(i)sing network, then a social targeting service for m

OneRiot at an undisclosed price.)

TweetMeme was not |
search seemed to be a response

sutte o
Hoots Twitter dashboard

In November 2008, Ryan Holmes and cofounders laumc:lhs:l ao e
in 2009, they renamed the service Hootsuite” and expanded the y furth

oci iles on all t
LinkedIn, and Twitter Lists.? Hootsuite helped users manage socmtl f[;;iflﬂa PR
a single dashboard: a user could post, tweet, share, and commen 1 a single Interia

ents. As companies began to use so

e g scheduling ol ¥ preplanned a‘?:ocl:llzcilmne;re tOOIS mcliud‘ k of r¢

- - gement Hootsuite adde = B e
media for customer relation manag ’ O S
on investment 1n social campaigns, and collaboration tools to hElp &f oc?:ingfrsee ey T
April 2015, Hootsuite offered a three-tier “freemium” pricing MO eyl e
(Exhibit 7 presents the features for each tier.) Of Fortune 1000 compani€s, /5= S e
Enterprise version of Hootsuite.” T
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Others

Developers flocked to build tools for social media in general d :_ vitter ir
2015 Marketing Technology Landscape, produced by marketin ) cons ant Sc
than 100 tools for social media marketing, a sharp increase from 2 ) such

As of April 2015, social media tools served three major pes | { -{_fi ﬁ Is: ev
users or “prosumers” (including bloggers, journalists, and consultant
everyday users, social media tools made it more “conveni '
accounts. For example, Twinitor offered a live search fur ctior llowed users t
keywords at the same time. Tweetie and TweetDeck built an iOS interface and
being acquired by Twitter. .
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year. To assure that key buyers pat
 this could cover only a few min
minute window.!® (The exact request oy AL N e

discussed in “Twitter’s June 7013 Polic
limits, Twitter’s Firehose APl guars ntd rivately with each client, an

- Third-Party Communt
% 4 ( (ficulties that prevent

Resuscitating Monitter

Twitter’s Perspective

mweets.” Incorporated in 2007, Twi
short messages called

50% of them engineers. As of April 2015, ther
' c oy 20

y ! ‘ W
over 500 million tweets were sent daily,13 ere about 288 mili; _ 15, approximatel
an

searches and timelines, and advertisers paid w

the tweets or follow the accounts. Twitter’s re hen users engaged (

Revenue Model

From the start, Twitter provided its standard service, which allowed users to both submit and
read tweets, at no charge. Thus, Twitter derived all of its revenue from the other groups.

{‘\s of 2015, Twitter derived most of its revenue from advertising. As of the fourth quarter of 2014,
Twitter’s advertising revenue was $432 million, 90% of Twitter’s overall revenue. Advertising
revenue had increased sharply; 2014 revenue grew 97% from 2013. Advertising revenue growth

partly reflected Twitter’s . creased efforts to monetize advertising, and in 2013, Twitter introduced
“promoted accounts” in Timeline.' In 2014, Twitter expanded Twitter Ads to 25 additional markets.

In addition, Twitter entered 23 new countries with its self-service advertising products for small and
medium-sized businesses. As of the fourth quarter of 2014, Twitter collected advertising revenue of

$2.37 per 1,000 timeline views, an increase of 60% year-over-year.

' 111 icensing. While small in
' 014, Twitter collected $47 million from data licensing.
o Fhe s o e was growing even faster, 105% year-over-

comp isi venue, data-licensing revenu v
A e id data license fees, Twitter limited free API search capability.
tweets per keyword. For popular terms,

q retrieve only the last 5,000

utes of activi
for search AP],

Using the API, a developer coul

each application could make:

Twitter's Firehose pricing was n°5
no publicly available price lists or S

ted the company from fully

s to build key components
in September 2006 Twitter
‘s status, return a
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Twitter soon cultivated a vibrant ecosystem of third-party deve
party developers had built over 2,000 extensions using the Twitter A

decision to join the community:"’

4 full-time Twitter developer instead
ally nasty and extremely competent

hereas the Twitter people were really _
ho ever tried to use Twitter.c

The reason why | was

is that Facebook people were re

is a dangerous combination—w
incompetent technically, as was obvious to anyone w

they needed us, and they knew the
and help make things work. ' e LA

Of the functions that today are regarded as core to Twitter, many first cai
developers. Examples include URL shortening, an iOS client for Apple iPhone and
idea of a retweet —each of which was invented and popularized s apps built on to
ew popular or seemed partict larly prom

T

When a developer’s new feature gr
sought to make it available to all its users by including it in the main T
that meant rebuilding the feature from scratch, using Twitter’s developer
of cases, including Summize, as discussed above, Twitter b ugh
company and used a portion of its code.) Some developers were g

!

become available to all Twitter users. But on the whole, Twil:l:ea‘s "
with third-party developers uneasy; once Twitter -opied a feature, the
reduced or eliminated, and the developer’s business oppo

.
Twitter would require “authentication on every
that Twl’t‘tﬁ r off 2red, the most Ot 1mon Wwere

[
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~ Developers reacted to Twitter's AP] ch |
t;‘.'l-E'-'*'} .Mﬁm‘ muirez:nent a ﬂ‘bu g bomb’" an_d : ; y- One dEVE]Oper Ca"ed the
~ killed my business.”*! Others Compared Twitter’ : : ' .

~ during antitrust litigation,” and one critic com eal'rSEdtﬂ_lfhffS t? ik PR ol
Uz P witter's API policy to “a drunk guy with an

i . T
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~ Developers reported a variety of concerns, by

e ., t a recurring th
too much power. With a SR & theme was that the API changes gave

_ _ entication token for each app, I'witter could easil
| idenh : ﬂpp. and sl:mt off any individual tool it deemed unsuitable. One developer explained the

, they can turn
apps and shut off all

= _'_: “:*:Il—-r

] ::_::___' Twitter's b’log indicated that the company planned to discourage certain types of third-
arty ap Twitter classified third-party apps into four categories (see Exhibit 12) and announced its
' hmlt one of those categories (consumer-facing engagement tools).

opers’ complaints yielded a brief extension of the prior Twitter API, but on June 11, 2013,
ter removed access to the old APL? Developers seeking ongoing service from Twitter would

| " grate to, and comply with, the version 1.1 replacement.

i, "T
; - 4

ning Monitter’s Response

N
. T g f =

‘witter disabled its version 1.0 API, Monitter’s service immediately stopped working.

e

< 1 :::i*@ AI' lex asking about it and hoping it would come back. In the first week, Alex received
Zet oS ges; he quickly lost count.

= il

Alex could try to redesign his service to comply with Twitter’s rules. Historically,
le web server that sent JavaScript code from Monitter.com to a
arch, the JavaScript would send the search term directly to a

r 4155- - .
. API ser er, receive the response, and format and present results. This decentrahzfd approach
L Alex’s server; his server did not need to receive users’ searches or
Be.ve ﬁght JeAnAs on Alex 8 : ' h est from Monitter needed to
eplies. In contrast, under

. . 4
ol i hich must not be shared or distributed to users computers.
ore, Alex would need to redesign Moni r, get results, and send the results back to the
7

to Alex’s server, which would connect to Twitte

e
= .";'l

s approach called for a simp

.- .F:_. If‘._..

After a user enter ed a se

i s

.or to include new features. For
m all for future searches and
mportant downsides. Whereas the

- ing within the user’s

B s . . .on almost entirely in JavaScript coge ,-unn:i?‘g language such as
sion of Monitter was written a . in a server-side programming .

el rasment would need to be written " he used them less often than JavaScript.

, =1 wll w _.ﬁ-____;ll':FI -l-""l'.F'ﬁn'I _I
F s " i > o

| rmﬂ‘:h would add complexity, it WO

ke i i ove SOMe,
nle " A yr | | 1 ter ﬂ“e tweets; rem . .

-4

ver, this new implementatio
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Furthermore, the demands on Alex's server would be [mECh gl';-'ﬂ
ters communicate

simple search code and letting users’ compu s
would need to stand between users and Twitter. In fact Alex’s server
receive messages from Twitter and to send them to users.

Using his knowledge of server-side programming lang?ag&:
concept. In principle he thought he could get the new version wor
eftort. _

Increased server costs created an additional challenge. Alex hesitated to .
using Monitter. He explained: '

I ask myself: “Can I provide a service that's good e
how it could be better?” From an integrity point of view,
doing the work in the best possible way, which I felt I ¢
run.

L

L. e
& g -
F 3 N

If paid subscriptions were unworkable, advertising might be :
with all results flowing through a Monitter server, Alex could °
interspersed within tweets, then in boxes to the side. Some users mig
would be good candidates for a premium version that removed the a

fee. c

Still, Alex hesitated. Having returned to Sydney in April 2012, he

successful print and digital design studio called Blended Creative. Clie
with clients paying by the hour, any time diverted to Monitter would m
had been a hobby, but in its place Alex found teaching a new

course on the latest web standards, including responsive web design to acc

.
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closely linked to Twitter and services tha -
t :
earlier Halstead had spun off certai combined multiple sources of data. Indeed, two years
In I'weetMeme features to make DataSi | | i
data aggregation to help companies and 3¢ ake DataSift, which provided social
MySpace e T an organizations collect data from Twitter as well as from
pfous e+ (Exhjb'.t 1a eL, ataSlf.t a’dded information from Facebook, Wikipedia, IMDb, and
nume o : : e it 13 llS!ZS DataSift’s sources.) Combining so many sources, DataSift was less
depen en on t. e policies of' Twitter alone. Furthermore, Twitter seemed hesitant to pursue analytics
for busu.lesses, ll't fact, a Twitter press release endorsed DataSift and praised it for serving a “market
we [Twitter] can't serve ourselves.”2° Perhaps Alex could find a similar market that Twitter would

not or could not serve.

Alex considered himself fortunate to have good opportunities beyond Monitter. Certainly he
wouldn’t go hungry, and in fact his other businesses had much clearer monetization strategies, sO

shifting focus away from Monitter might well yield higher revenue i the short run. Still, it was

jarring to think that Twitter's managers could so readily disable a service he had proudly touted.
¢ sizable businesses despite dependence on Twitter data, suggesting

Hootsuite and others had buil
do the same. A solution wou

that Monitter should be able to |
to Monitter’s puzzled customers, but also to restore Alex's co




