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Preface

Developing a Social Media Strategy before you begin to use social media tools will help you
generate value from your efforts, work in a more focused and efficient way, and help you to
track your progress to more easily demonstrate your progress.

A Social Media Strategy cannot exist in isolation and must be tied to your organisation's
overarching strategy and aims, and contribute to delivering them. Without that close
connection you are unlikely to see real benefits from your time and effort.

The application of social media thinking and engagement models have extremely wide
application and will generate novel and exciting business models. It can address some
perennial business challenges and your social media efforts, understanding and presence will
become an asset that will yield value into the future. Nurture it.

This workbook is designed to help highlight the key elements that you should consider in
arriving at a usable Social Media Strategy. To use this workbook effectively, fill in the proforma
section after reading the advice and guidance offered in the preceding sections. Once
completed, the proforma will be a useful statement of how and why you created your strategy
and become an action plan that allows you to proceed with confidence in a managed and
focused manner.

The strategy must be a living thing that develops and adjusts over time, as will your
organisation. There is no single approach to Social Media and your strategy and plan will be
unique to your organisation reflecting its specific circumstances. But in all of your efforts you
must endeavour to make “social” your way of doing business and embed it into your
organisation's style. It is imperative to understand that social doesn’t just happen “out there”,
and your staff, clients, customers, partners and suppliers are all increasingly socially engaged
and form part of your community. You don't do social, you ARE social.

The two separate streams represented in the document are activities that will continue in
parallel but are directly linked. The blue stream represents the beginning strategic approach
which ensures that operational activities are working towards strategic goals and includes a
review and audit process to ensure alignment is continued and responsive. The red stream is
the operational aspect of the day to day activity that forms part of a social media engagement
process.

Your plan in the first instance should be realistic and bounded by what is possible. But
remember that the approach set out here can also be used to define specific campaigns and
efforts designed to meet specific and time-bound projects.

Bear in mind that your Social Media efforts will take time and resource to deliver results, but by
developing a strategy your efforts will be more managed and efficient. To develop this initial
plan you will be asked to set out specific aims to work towards, but don’t forget that in working
to develop “tribes” you are nurturing assets for your organisation that may yield value in ways
you cannot yet imagine, so don’t let the plan blind you to possibility.

We hope that you find this a useful tool in your journey into social media and we wish you
every success.



About twintangibles

twintangibles is a social media research and advisory firm based in Glasgow. We help
organisations understand how they can generate value, insight an engagement through the

use of social media tools and understanding the mindset of engagement that underpin their
use.

If you would like advice, guidance or research to help you, please feel free to get in touch.

To contact us:

info@twintangibles.co.uk

www.twintangibles.co.uk

twitter @twintangibles

+44(0)7717 714 595
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Use this section to challenge your thinking and develop considered entries to the
corresponding sections in the proforma document towards the rear of the workbook.

Strategic Intent

What are your organisations aims and what is your strategy to achieve them? What
are the key business drivers and and how are you differentiated from competitors?
This may seem a simple question but it is not unusual to find organisations that have not
considered or articulated these well. Without doing so, it is difficult to move on to consider
where Social Media can fit in to help.

What specific outcomes do you want your Social Media activity to achieve?

Social Media channels and activities can be harnessed to yield many things. These might
include creating new sales opportunities, new innovation techniques, greater transparency,
better collaboration, higher profile, search engine optimisation, campaigning, to name but a
few. But your choice of channels and tools, the type of material and the amount of resource this
demands will vary. A scatter gun approach will rarely work and is inherently inefficient so try to
be specific about what you want to do in the first instance. This will help you to develop a
realistic plan, manage your resources, track your progress and choose the right tools.

How will these help your organisations achieve its aims?

Now be more specific about the aims you have chosen and ensure here that they are truly
aligned with what your organisation is aiming to do. Don’t be afraid to step back and re-assess
if this step highlights misalignment.

Targets and Metrics

It is most important that you monitor what you are doing so as to gauge your progress. You
should set up some measures and/or KPIs of both quantitative and qualitative types to track
over time. These should be part of your organisations management information and monitoring
process. It does not stand apart and by including it in a wider monitoring process it is easier to
be aware of any apparent correlations between your social media initiatives and other business
indicators. You will be able to adjust and modify your approach so as to hopefully become ever
more effective.

What you choose by way of indicators will vary depending on what you are setting out to
achieve. It is possible to create simple metrics based on what is important to you but don’t be
fooled though, 'not everything that counts can be counted and not everything that is counted
counts', and so not all measure on offer are useful ones. But do have some measures so as to
monitor progress. Whilst it may not be a precise science it is best to have some indicators or it
is easy to lose your way.

Choose your Channels

Does your target group use Social Media and how do you evidence that?

Again its is important to realise that whilst social media use is wide and growing it is also varied
in terms of tools, access times behaviour. To be effective you should understand this and it is
worth the effort in finding out. You may want to do some research, you might want to survey,
but push yourself to evidence your thinking - don’t be tempted to guess.

What tools/channels do they use? Do these tools/channels suit your aims?

Social media is fundamentally about a mindset but you tap into that typically by using specific
applications and channels. These tools are not all the same and they don’t all have the same
result. For example, micro-blogging is a very powerful alerting tool that can drive users to
interesting content in a very timely manner but is not particularly useful as positioning an
organisation as a thought leader. You need to match the tools to both the purpose of what you
are seeking to achieve and to your audience preferences.

What tools/channels are you going to use and why?
There is often a temptation to choose the obvious and probably too many tools and channels



because they are familiar names, but you must be certain that they are appropriate to your
purpose. Bear in mind that there are many many tools out there to draw on and they will fall in
and out of fashion. What you choose now might not be appropriate in a short period so
constantly review and respond to changes to ensure you are being most effective.

Resources

What resources will you use?

It is often overlooked that to do this well takes time, effort and competence. If you are to do
this seriously you need to consider the resourcing aspect so as to ensure that you can meet the
demand. Who will do it and when? Who has the skills - do they need training? Do they have the
necessary authority to speak credibly on behalf of the organisation? It is a conversation,
remember. Is this a culture change, do you need wider training?

There are tools that can help shoulder some of the burden. Do you need them?

What content have you got and where will you find more?

Whatever channels and tools you decide to use you will need to have some content. The richer
the channels the more the content you will need. Of course you will hope to reach a stage
where the conversation and interaction you achieve will form part of the content. But be under
no illusions, tweeting, blogging, sharing, casting, whatever you do will take content and you
need to find it. So, review your existing content, and consider where more might come from.
What format will you need? Can you subcontract its generation? Alerting tools can help you find
material and you should also consider the mix of content. What this means is that it is
important to recognise that in a social media context sharing and drawing on others' material is
all part of the inclusive behaviour you need to adopt. If you are tweeting be sure to re-tweet
other material that is useful, and spend time responding to others' posts. Social media is not
about broadcasting it is about conversation and acknowledging and contributing to others'
work. It is part of the deal, and it helps get you noticed as well. So consider your mix of self
generated, found material and commenting activity you will use to create content and
engagement.

Develop your publishing plan

Content is one thing but a publishing plan will help you decide how and when to use it. This is
particularly important if you are using channels that require more demanding content. The plan
should include subjects, key words and phrases, channels and timing. The timings should
include both preparation time but importantly you should consider when to publish. Social
media channels get crowded and users have patterns of activity. You should try to ensure that
you publish at a time to catch the attention. In the same vein, do not undervalue the power of
keywords: be consistent, be focused and think how would your target readers search for a
similar piece of content.

Do you need a policy?

Who-ever is using Social Media carries a responsibility when they are either speaking on behalf
of the organisation or representing it in some way. It is for you to decide if some policy
guidance should be published to guide and inform that use. Policies do not need to be complex
but you need to consider your approach and fashion it to meet your needs.

Crisis management

Things can go and do go wrong. Tough times, tough decisions, mistakes and
misunderstandings. This has application both inwardly facing and externally facing and so you
should consider how your social media presence can be used to respond to these events when
they happen. You cannot plan for all eventualities but a little preparation can be invaluable in
pressured environments. But perhaps the most important aspect of Social Media is that people
can use it to talk about your organisation with or without your permission. Hopefully it will be
all positive but you should plan for the occasion that it might not be and consider how you can
respond effectively and efficiently. Sometimes these occasions can present great opportunities
if handled well.



Listen

At this point we are moving from the strategic to the operational indicated by the red
headings.

Who are your target audience to begin with and how will you find them?

Social media is all about conversation, listening to it and contributing to it. What-ever you are
planning to do, you will be conversing with others. Social media is not a solitary environment so
who do you think you need to engage with to deliver on the aims you set out in your Strategic
Intent section? You will almost certainly have specific audiences that you address your existing
communications to, so this is often a sound starting point. But you should bear in mind that the
great power of social media is its ability to reach groups beyond your immediate tribe by using
their connections. It also has tremendous power to reach groups who otherwise would not know
about your offer, and even surface individuals and groups that were previously hidden from
you. So be prepared to think about groups that link to groups and adopt a staged approach to
your plan.

But to begin you need to have a starter group to firstly listen to, then reach out to and then
develop a richer relationship with. Depending on your specific aims these could be large groups
or constrained groups but you should have an idea who they are. You may also have existing
assets that you can draw on staff lists, mailing lists, customer records, supplier details,
investors, sponsors and partners.

Of course the fact that you are looking to reach out beyond your existing contacts means you
should use mechanisms to find likely audience members that you don’t actually know of
already. There are lots of good tools that can help you identify potential members of your
starter audience or tribe, and many of them are either built into the channels you select to use,
or are free applications available on the web.

In some outreach it is useful to establish key words that articulate specific aspects of your
strategy and value proposition. This is important for SEO and inbound marketing but are also a
powerful mechanism of identifying your community. Spend some time establishing what is
happening in your sector. Find out what your competitors are doing - it can be very insightful.
Good sectoral analysis can be an invaluable tool.

Engage

What is your voice and message?

The current mantras for social media communications include words like authenticity,
transparent, personal, conversational, reciprocity, acknowledgement. These are all true and
easier to carry through on a personal basis. But it is less easy to be consistent if multiple
people are involved with managing the social media presence. It's important then to establish a
voice or tone for your presence which, whilst always respecting the social media norms acts as
a reminder to all participants to be consistent. It's also useful for an individual to have a
reminder of who they are and what they are trying to say and the manner in which they are
going to say it - an editorial reminder!

How are you going to let people know you exist?

Don’t think that simply by setting up some social media accounts you will get noticed, because
you probably won't. You need to pro-actively reach out, so you might be finding tweeple to
follow, commenting in discussion groups or reviewing something on line. But don’t neglect
some of your existing communication channels to alert the world to the act that you are
present, and don’t forget to use your existing online presence that can be well integrated into
the mix. Email footers, follow links on web pages and even notes on printed material can help.

Monitor

You should be scanning for mentions of your organisation. It is essential to pick up on weak
signals for both opportunities and threats and to understand what it is that people are saying
about you. There are many tools that can give useful benchmarking measures, particularly for
an externally facing social media presence, and many are free so it is not always necessary to
invest in expensive monitoring tools to develop a useful evaluation framework. This is a fast
moving complex environment where one should continually sense and respond.
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Audit and Evaluate

The purpose of auditing should be to establish progress and development and it is a key trigger
in the ongoing evaluation process intended to ensure that your activities are aligned with your
strategic objectives. It is the bringing together of the backward looking audit process with the
forward looking evaluation for intent that is key. At this point you can begin to consider
introducing new strands in your use of social media in your progress towards becoming a social
business. It is important that you recognise that you might not get it right first time. Establish
a timetable that ensures you do asses and consider and so keep a hand on the tiller to nudge
and nurture this process. Remember you are a gardener not an engineer.

Next Steps
Set out a draft schedule for implementing the plan. It's important as it is a call to action and
gives you something to aim towards.



Social Media Strategy and Action Plan

Organisation Name

Strategy Owner

Date Created

Approved

Strategic Intent

What are your organisations' aims and what is your strategy to achieve them?

What specific outcomes do you want your Social Media activity to achieve?

How will these help your organisation achieve its aims?

Targets and Metrics
Metric Month 1 Month 2 Month 3

Aim Actual Aim Actual Aim Actual




Choose your Channels

Our target audience uses/will use

and this is evidenced by

We have chosen to use the following tools and channels

Tool/Channel Purpose

Resources

Key Staff

Name Responsibilities Training Additional tools Anticipated Time

Required

We will draw on the following existing content/material

and will identify further content by




Publishing Plan

Week 1 Channel/Tool Frequency Content Timing
Week 2 Channel/Tool Frequency Content Timing
Week 3 Channel/Tool Frequency Content Timing

We will require the following policy and guidance notes

LISTEN

Key Terms and Words

Key competitors What is Their Activity




Engage

We will alert our audience to our Social Media presence by:

a)
b)

c)

Monitor

We will use these monitoring and scanning tools

Audit And Evaluate

We will undertake formal progress reviews on the following dates:

Post Launch
First 8 Weeks
Mid Term

Next Steps
Action Date Responsibility

Step 1
Step 2
Step 3
Step 4
Step 5
Step 6
Step 7
Step 8




This material may be used
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