PESO Model

Idea In Short

The Paid, Earned, Shared and Owned (PESO) framework unifies communication strategies. It
builds trust and authority by integrating diverse media channels into a single cohesive
system. This approach breaks down departmental silos and ensures consistent brand
messaging across all digital and physical touchpoints for maximum impact.

strategic communication now requires a holistic view of the media landscape. Traditional
models often separate marketing, advertising and public relations. This separation creates
friction. It leads to inconsistent messages. The PESO (Paid, Earned, Shared, Owned) model
solves this problem. It provides a map for the modern executive. This model treats every
channel as part of a single portfolio. It focuses on how these channels work together to build
authority. Authority is the goal of any modern firm. It represents the trust a market has in a
brand. Without trust, a strategy fails.

Paid media

Paid media serves as the first pillar. Many people think of paid media only as big
advertisements. This view is too narrow. In the PESO (Paid, Earned, Shared, Owned)
framework, paid media includes sponsored content and lead generation. It covers social
media ads and search engine marketing. Digital platforms offer precise targeting. You can
reach a specific audience with a specific message. This control is vital. It allows a firm to
test ideas quickly. A leader uses paid media to amplify what already works. It acts as a
catalyst. If a blog post performs well, the firm pays to show it to more people. This scales
the reach of the message. Paid media provides immediate visibility. It fills the gaps while
other channels grow. It creates a steady flow of new eyes on the brand.

Earned media

Earned media represents the second pillar. This pillar focuses on publicity and media
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relations. It involves getting others to talk about the firm. A story in a major newspaper
carries weight. An interview on a popular podcast builds credibility. This is third-party
validation. You cannot buy this kind of trust. You must earn it. It requires building
relationships with journalists and influencers. It requires having a story worth telling. Earned
media is hard to control. You do not get to edit the final story. However, the lack of control is
exactly why it works. The audience knows the firm did not pay for the praise. This makes
the praise more believable. It creates a shield of reputation. A firm with strong earned media
survives crises better. It has a bank of goodwill to draw upon.

Shared media

Shared media is the third pillar. This is the world of social media and community
engagement. It differs from paid social media. Shared media focuses on the conversation. It
is about how people interact with the brand. It includes comments, shares and mentions.
This channel belongs to the community. The firm provides the spark, but the audience
keeps the fire burning. High engagement shows a healthy brand. It shows that the message
resonates. Shared media provides real-time feedback. You see what the market thinks
instantly. It allows for direct dialogue with customers. This builds a sense of belonging.
People support brands they feel connected to. A leader monitors these channels to
understand the pulse of the market. They use shared media to humanize the organization.

Owned media

Owned media is the final pillar. This is the foundation. It includes the website, the blog and
the email list. It covers white papers and webinars. The firm has total control over owned
media. You decide what to say and when to say it. Owned media is where the firm builds its
house. All other channels should lead back here. If a social media platform disappears, you
still have your email list. If an ad campaign ends, your website remains. This pillar builds
long-term value. It establishes the firm as a thought leader. High-quality content attracts a
loyal audience. It educates the market. It moves prospects through the sales funnel. Owned
media is the most cost-effective channel over time. It grows in value as the library of
content expands.

Integration

Integration is where the PESO (Paid, Earned, Shared, Owned) model shows its true power.
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These four pillars are not islands. They overlap and support each other. For example, earned
media helps owned media. When a reputable site links to your blog, your Search Engine
Optimization (SEO) improves. This brings more organic traffic to your site. This is a clear
strategic win. Another overlap occurs between paid and shared media. You can pay to
promote a post that has high organic engagement. This ensures that your best content
reaches the widest audience. The model forces teams to talk to each other. The PR (Public
Relations) team works with the marketing team. The social media manager coordinates with
the content creator. This alignment prevents wasted effort. It ensures that every dollar spent
works harder.

Authority

The concept of authority sits at the center of the PESO (Paid, Earned, Shared, Owned)
model. Gini Dietrich, the creator of the model, emphasizes this point. True authority comes
from the intersection of all four pillars. You need the reach of paid media. You need the trust
of earned media. You need the community of shared media. You need the substance of
owned media. When you have all four, you become a leader in your field. People look to you
for answers. Competitors find it hard to keep up. This authority translates into lower
customer acquisition costs. It leads to higher retention rates. It provides a sustainable

competitive advantage. It turns a brand into an institution.

Executives must view communications through an investment lens. Each pillar requires
different resources. Paid media requires capital. Earned media requires time and skill.
Shared media requires empathy and consistency. Owned media requires creativity and
patience. A balanced portfolio reduces risk. If you rely only on paid media, your costs will
rise. If you rely only on earned media, your results will be unpredictable. A leader balances
these investments based on the current goal. A new product launch might lean heavily on
paid and earned media. A long-term brand-building effort might focus on owned and shared
media. This flexibility is a key benefit of the model. It allows the firm to adapt to market
changes.

Measuring success
Measuring success is the final part of the PESO (Paid, Earned, Shared, Owned) strategy.

Each pillar has its own Key Performance Indicators (KPI). Paid media tracks clicks and
conversions. Earned media tracks mentions and sentiment. Shared media tracks
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engagement rates and reach. Owned media tracks site traffic and lead quality. However, the
most important metrics are the ones that span the pillars. You should look at the Total Cost
of Acquisition (TCA). You should measure the Return on Investment (ROI) of the entire
system. You want to see how the channels influence each other. This data helps you refine
the strategy. It shows where to put more resources. It shows what is not working.

The implementation of the PESO (Paid, Earned, Shared, Owned) model requires a shift in
mindset. You must stop thinking about departments and start thinking about functions. The
goal is the same for everyone: build authority and drive growth. This requires a culture of
collaboration. It requires transparent communication within the firm. Leaders should hold
regular strategy sessions with all department heads. They should share data and insights.
They should celebrate wins that involve multiple pillars. This builds the habits needed for an

integrated approach. It turns the model from a diagram into a living process.

Role of the Strategic narrative

Strategic narrative plays a vital role in this framework. The story of the firm must remain
consistent. Whether it appears in an ad or a blog post, the core message is the same. This
consistency builds a strong brand identity. People recognize the brand quickly. They know
what it stands for. A fragmented message confuses the market. It dilutes the impact of the
work. The PESO (Paid, Earned, Shared, Owned) model acts as a filter for the narrative. It
ensures that every piece of content serves the central story. It keeps the communication
focused and purposeful.

Modern technology makes the PESO (Paid, Earned, Shared, Owned) model more effective.
Tools for Customer Relationship Management (CRM) track how people move through the
pillars. They show how an earned media mention leads to an email sign-up. They show how
a shared media post leads to a sale. This visibility is revolutionary. It allows for data-driven
decision-making. You no longer have to guess which channel works. You can see the path
the customer takes. This clarity empowers leaders. It gives them the confidence to invest in
long-term strategies. It allows them to prove the value of the communications team to the
board.

The firm environment

The environment of the firm affects how it uses the PESO (Paid, Earned, Shared, Owned)
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model. A startup might focus on owned and shared media to save money. A large
corporation might use heavy paid and earned media to maintain market share. During a
crisis, earned and shared media become the priority. You must address the public and
manage the conversation. During a period of growth, paid and owned media take the lead.
You want to capture as much of the market as possible. The model provides a framework
for these shifts. It gives you a language to describe the strategy.

Training and development are essential for success with this model. Teams need new skills
to work across pillars. A PR (Public Relations) professional might need to learn about SEO
(Search Engine Optimization). A social media manager might need to learn about lead
generation. This cross-training makes the team more versatile. It fosters a deeper
understanding of the business. It makes the firm more agile. Employees feel more engaged
when they see the big picture. They understand how their specific task contributes to the
overall goal. This boosts morale and productivity.

Managing risks

The PESO (Paid, Earned, Shared, Owned) model also helps with risk management. Relying
on a single channel is dangerous. If a search engine changes its algorithm, an owned-media-
only strategy might suffer. If a social media platform changes its rules, a shared-media-only
strategy might fail. By using all four pillars, you spread the risk. You build a resilient
communications infrastructure. You create multiple ways to reach your audience. This
stability is vital in a volatile market. It ensures that the firm can continue to operate no matter
what happens in the external environment.

Consider the case of a professional services firm. It wants to establish itself as an expert in
sustainability. It starts by creating a detailed white paper (Owned). It then shares sections of
the paper on LinkedIn to start a discussion (Shared). It pays to show the paper to executives
in specific industries (Paid). Finally, it secures an interview for the Lead Consultant in a trade
magazine to discuss the findings (Earned). Each step builds on the last. The paid ads drive
traffic to the owned content. The shared conversation builds interest. The earned media
provides the final stamp of approval. This is the PESO (Paid, Earned, Shared, Owned) model
in action. It is a systematic way to build authority.

The future of communication is integrated. The lines between channels will continue to blur.
New platforms will emerge, but the pillars will remain the same. You will always need to pay
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for reach. You will always need to earn trust. You will always need to engage with your
community. You will always need to own your foundation. The PESO (Paid, Earned, Shared,
Owned) model provides a timeless structure for this reality. It is a tool for the strategic
leader who wants to win in the digital age. It is a roadmap to authority.

Executives who master this model see a clear difference in their results. They see faster
growth and higher trust. They see a more aligned team and a more consistent brand. The
journey to integration takes effort. It requires a change in habits and a new way of thinking.
However, the rewards are worth the work. The PESO (Paid, Earned, Shared, Owned) model
turns communications from a cost center into a strategic asset. It makes the firm more

competitive and more resilient. It is the framework for modern leadership.

Success in the modern market requires more than just a good product. It requires a powerful
voice and a trusted reputation. The PESO (Paid, Earned, Shared, Owned) model provides the
blueprint for both. It allows you to build a brand that people respect and follow. It helps you
navigate the noise of the digital world. It ensures that your message reaches the right
people at the right time. By integrating your communication efforts, you unlock the full
potential of your organization. You build a legacy of authority and influence.

Strategic planning often focuses on the what of a business. The PESO (Paid, Earned,
Shared, Owned) model focuses on the how of the message. It ensures that the how
supports the what. This alignment is the secret to sustainable success. It turns intentions
into actions. It turns actions into results. The model is a guide for the journey from a simple
brand to a market authority. Every leader should have it in their toolkit. It is the foundation of
modern strategy.

Summary

The PESO framework integrates Paid, Earned, Shared and Owned media into a cohesive
strategy. This approach builds authority and trust while breaking down communication silos.
By synchronizing these four pillars, leaders ensure consistent messaging and maximize the
return on investment for all marketing and public relations efforts.
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