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Definitions of terms

Affiliate marketing — is a commission-based arrangement where referring
websites receive a commission on sales or leads that are sent to merchants’
e-commerce sites. Commissions can be fixed per lead or action or an agreed-
upon percentage of the purchase.

AIDA model — Attention, Interest, Desire and Action model. This model was
developed in 1893 in traditional advertising content evaluation and refined
by many, including Elmo Lewis (1872—1948). It is used to evaluate the qual-
ity of marketing communication content, which should attract the Attention
of the audience by focusing on the benefits of the product or service, raise
the audience’s Interest, offer evidence that it will meet their needs, hence
raising their Desire, and finally, have a call-to-Action which could be tracked
for measuring the success of content engagement.

Anchor text — text that appears as a link to a web page.

Black hat SEO — method of manipulating the search engine algorithm
to achieve high search engine ranking by breaking stated search engine
guidelines, for example, through buying incoming links from spam and
irrelevant websites. Black hat SEO is also referred to as spamdexing,
search spam, web spam, search engine spam or search engine poisoning,
amongst others.

Buyer persona — is a representation of your customer that is based on your
market research data or science fiction prototyping. It usually includes
demographics, average order value, locations, national and regional culture,
socio-economic background and decision making patterns. Central to buyer
persona information are the ‘pain touchpoints’ and corresponding ‘trust
touchpoints’. It also includes the keywords they might use on search engines
and social networks that they might engage with and other information that
helps marketers to focus content towards buyers’ needs.

Collaterals — or digital marketing collaterals are the assets that are produced for
communicating messages about a product or service. This could include, for
example, web pages, social media hashtags, apps, traditional print brochures,
leaflets and videos.

Critical mass — the minimum number of individuals needed to sustain a com-
munity or make a community viable.
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Definitions of terms  xxv

Customer — an individual who has made a purchase from you in the past if
you are a business or — for a non-transactional organisation such as a health
advice centre — a recorded interaction where value has been exchanged, such
as advice being given or medicine prescribed.

Decision Making Unit — also DMU, a group of individuals who assume
varying roles in making a purchase decision. In a family environment, a child
may influence the decision while a parent undertakes the purchase. In a B2B
organisational environment senior managers may influence the decision but
the purchasing manager is charged with the specific task of buying.

Digital marketing strategy — sets out a long-term set of priorities (over
three to five years) for an organisation using relevant channels, content and
data in relation to specific buyer personas.

EEA — the European Economic Area is the largest economic marketplace in the
world and creates an economic bond amongst EEA country member states.

Emergent strategy — development of a pattern of activities that start with
actions and practices that over time become successful routines and are doc-
umented. This approach can be seen in contrast to a prescriptive strategy
where a long-term plan is developed that then defines and informs a pattern
of regular activities.

EU - the European Union unites most of the European countries in a politico-
economic bond.

Fold — on a web page, an imaginary line where the screen ends and a user has
to scroll (usually down) to see further content. This description is borrowed
from newspapers, where usually you can only see the top section of a paper
after it is folded.

Hashtag — a word or a number prefixed with a # sign which is used to develop
and curate topics on social media networks. For example, the hashtag for this
book is #passion4digital.

Hot touchpoint — also hot point or trust touchpoint. The ‘perceived’ solution to a
pain touchpoint that has been identified by a buyer persona. See also ‘pain point’.

HTML — Hypertext Markup Language. A standardised language that uses
‘tags’ to format content on web pages and facilitates the World Wide Web
(WWW) in order to make it accessible to web browsers and other web con-
tent readers such as search engines.

Influencer — an individual who has enough social capital to influence the
opinion of others with the result that the influenced individual changes
their point of view or increases the likelihood they will purchase a reviewed
product or a service.

Keyword — a significant search query of one or more words that are regularly
used by search engine visitors and has been methodically identified consid-
ering the Relevance, Specificity, Popularity and Competition of the term.

Keyword map — a list of keywords systematically identified for a particu-
lar organisation, which takes into account organisational strategy as well as
existing services and products that provide focus for the web properties that
need to be developed.
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Long tail keyword — a search term of three or more words that are used by
individuals who are closer to completing their purchase decision compared
to those who use a ‘short tail keyword’. For example, ‘Nikon D3500 Digital
SLR Camera in Black’ is a long tail keyword compared to ‘Digital Camera’.

Metadata — a small piece of data that is used to describe larger pieces of
data; for example, a book has metadata that includes a book title, the author
and the year of publication. A web page metadata includes similar fields,
including two very important fields for search engines — page title and page
description. If a web page has metadata defined for a page title and descrip-
tion, these tend to be displayed on a search engine results page (SERP).

Organic SEO — also described as natural SEO, a method of improving search
engine rankings that does not rely on payment for getting individual visi-
tor clicks. The method relies on strategies such as content marketing that
places emphasis on developing relevant content that attracts external links
and social shares and is developed around strategic keywords.

Paid search marketing — pay-per-click or PPC is part of search engine
marketing. It differs from ‘organic’ or ‘natural’ search engine optimisation
(SEQO), as it involves paid advertising. PPC is a text-based ad with a link to
a company or product page that is displayed to a user when their keyword
query matches a phrase chosen by the advertiser. The advertiser pays a fee
for the predefined action undertaken by the user. Although this is usually a
click on the ad, there are other charging methods, as PPC may additionally
involve advertising through a display/content network of third-party sites —
these are described as cost-per-click (CPC), cost-per-mille (CPM) or cost-
per-action (CPA).

Pain point — also referred to as pain touchpoint, issues that are key challenges
for the buyer persona in relation to obtaining our products or services. Pain
may be experienced at the point of finding, ordering or delivering the prod-
uct or service. See also ‘hot touchpoint’.

PPC - see paid search marketing.

PPC SEO —a method of optimising paid advertising campaigns. This approach
relies on strategies such as click-through optimisation, which increases
the number of relevant people clicking on an ad as a reduced cost to the
advertiser.

Primary keyword — a search term that is used as the focus for a particular
digital profile page and describes the main aspect of the content being devel-
oped. For example, a web page should have one primary keyword and two
or three secondary keywords.

Prospects — individuals who have the potential to become customers. A cus-
tomer has made a purchase from you in the past whilst the prospect has not.

rel=nofollow — an HTML tag used by some search engines to determine
whether a link should be used as endorsement and hence increase the rank-
ing authority of that web page.

Science fiction prototyping — a method that uses a science fiction approach
to describing the future in order to develop market leading products or
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services which cannot necessarily be envisaged through past data uses or
current buyer persona behaviour.

Secondary keyword — a search term that is used as a supporting term on a
digital profile page but unlike the primary keyword does not describe the
main focus of the content.

Seed keyword — a search term that is entered into a keyword research tool
with the intention of discovering related terms.

SEO - search engine optimisation. A method of improving the position of an
online profile such as a website or a social media profile in SERPs for rel-
evant keyword terms.

SERP —search engine results page — the web page that displays the results to a
search query and usually lists the top ten answers. The web pages generated by
a search engine are based on its index of the web at the time of a search query.

Short tail keyword — a search query term that comprises one or two words.
Typically, these terms are used in the early stages of a buyer’ search for infor-
mation. See also ‘long tail keyword’.

Sitemap — a protocol used by major search engines to interpret the structure
and intended relationship of web pages on a website. The sitemaps.org web-
site outlines the standards used: www.sitemaps.org/

SMART objective — a specific, measurable, attainable, realistic and timely
statement that breaks down a broader aim. Objectives can be set out at an
organisational, business or campaign level. Once objectives are set, these are
reviewed on a regular basis in order to learn from them before they are
revised for the next round of continuous improvement.

Spam — generally used in an email context where a large quantity of unsolic-
ited emails is received. However, spam also occurs on online forums where
repeat and often oft-topic messages are posted in order to gain visibility to
search engines of the outward links from a forum. In a search engine con-
text, spam is considered to be any action that violates the fair use guidelines
of a search engine and tends to include actions that are exclusively made to
unfairly manipulate the search engine ranking algorithm.

Thin content — a web page that does not add any value for the visitor. Thin
content tends to have display a lot of advertisements and no original content.
The number of words is always a determinant factor for the thinness of a
page, but web pages with a low number of words (fewer than 500) are likely
to be considered thin.

UK — United Kingdom.

URL — Universal Resource Locator or web address — it is the unique address
of a web page on the World Wide Web.

USA — United States of America.
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A visual introduction to digital
and social media marketing

Gordon Fletcher

This book takes a practical approach. Regardless of whether you are running
a flower shop in Krakow, a building contractor supplier in Glasgow, a charity
in Marseille or a multinational in Thessaloniki, there will be useful lessons to
be found throughout the book. At the same time as being practical, this book
is ‘always strategic’ about digital marketing. Attention is always turned towards
those who buy your goods or services and how you can have ongoing sustain-
able interaction with them.

The importance of marketing is significant for all facets of an organisation. In
this book, we present an approach to digitally mature business that is described
as ‘marketing first’. For your organisation, this means placing digital marketing
at the heart of everything you do and allowing it to contribute to all of the key
decisions that you make. A marketing first approach within a digitally mature
organisation enables rapid respond to changing business practices; global mar-
kets, including new competitors; and the increased expectations of transparency
and engagement from your highly networked customers.

Digital marketing is not simply about generating a short-term boost in sales.
All of the actions described in the book have an impact on the way that an
organisation functions internally and, over time, contribute to a realignment of
your organisation. As a business recognises the pivotal importance of data in the
operation of all its functions, the business itself changes as it progresses through
the Digital Business Maturity Model (Figure 0.1) — a model that we explain in
detail in later chapters.

This chapter introduces the concepts of digital and social media market-
ing through a visual device that we describe as the ‘Buyer Persona Spring’
(Figure 0.2). Step by step through this chapter we will explain the value and
purpose of the Spring and each of its elements with the goal of connecting
you — and your organisation — in an ongoing and sustainable way with your
customers.

The Spring will also guide you through the rest of this book as we explain
the key concepts and activities that are currently used in digital and social
media marketing. This structured explanation of the concepts will give you a
clear basis for understanding and then applying the marketing actions that we
recommend as world-leading practice throughout the rest of this book.
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4 Gordon Fletcher

A Level 4: The Future

Level 3: Integral

Level 2: “E”"-Engagement

Level 1: Presence

Level 0: Non-digital

Figure 0.1 The Digital Business Maturity Model

L0
0

Figure 0.2 The Buyer Persona Spring

Your Strategy
Your Organisation Your Buyer Persona

(You)

Figure 0.3 The Buyer Persona Spring now labelled

The Spring (Figures 0.2 and 0.3) is composed of three key elements. On
the left is the organisation (you) attempting to engage and interact with your
customers who are represented at the right-hand side of the Buyer Persona
Spring. You, your organisation and your customers are complex in their own
right and composed of many parts. We will describe these parts in detail later.
The device that connects you to your customers is the Spring itself, which has
three loops representing the three key elements of all digital marketing strategy.
These three elements are channels, content and data and distill the most impor-
tant parts of the relationship between you and your buyer persona. By using the
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A visual introduction 5

Buyer Persona Spring to structure your thoughts, this book sets out to help you
understand your own dynamic organisation and your customers as well as the
complexities of maintaining communications with them in a digital era.

The starting point for understanding digital marketing is found in the answer
to the question, “What is a buyer persona?’. To understand all of your custom-
ers, we describe and speak to them collectively through the buyer persona.
The buyer persona recognises that you are not just speaking on a one-to-one
basis with each individual customer but instead are speaking with an archetypal
representation of a group of customers who share similar qualities, attributes
and attitudes. The buyer persona consolidates all your similar customers and
consumers that you describe (in detail) as the target of your strategic planning.

In the era of digital communications, the buyer persona also recognises that
your customers are never all the same and that their combinations of interests
and motivations vary slightly, amongst themselves and over time, in relation to
you and your products and services. In the unplanned rush to become digital,
the era of mass-consumerism and mass-consumption has quietly disappeared
and been overtaken by the rising stars of individualised e-commerce, mass-
customisation and short-run (or single-run) production. Your buyer persona
enjoys and appreciates being spoken to as an individual — even if they are ulti-
mately a construct of your own market research — and responds positively to
your considerations.

Making the buyer persona the focus of your attention is acknowledgement
that all marketing — but especially digital marketing — is about building ongo-
ing, long-term positive and context-driven relationships.You want your organi-
sational brands as well as your products and services to engage with your buyer
persona.Your buyer persona is a narrative about the optimal buyer, it is an iden-
tity that is recognisable to your consumers and customers, and talking to your
buyer persona creates a recognisable and meaningful conversation with them.

The buyer persona is an important recognition that successful digital mar-
keting requires you to work with all those who ‘engage with’ you rather than
solely ‘those who buy your products and services’. Through your digital mar-
keting strategies and your engagement with your buyer persona, you are engag-
ing with not only buyers but also potential buyers, influencers, previous buyers
(who can become influencers) and potentially even competitors. In other
words, while this book uses the term buyer persona consistently, it represents a
potential range of personas beyond solely that of a buyer.

The buyer persona is visually represented in this book by a series of inter-
secting circles that describe the various roles and identities that are often used in
digital marketing texts (Figure 0.4).‘Users’ are the outermost wrapper category
for the buyer persona. This is the most inclusive category of individuals that
effectively includes everyone who can be engaged through digital channels.
The implication of the label is that an individual ‘uses’ digital media, but their
forms of engagement in the specifics will vary by context. There is also a tacit
recognition that the ‘digital’ of digital marketing has transformed ‘marketing’
into a two-way conversation that diminishes the value of broadcast approaches.
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6  Gordon Fletcher

Consumers Customers

Your Buyer Persona

Figure 0.4 Inside the buyer persona

However, the impact of digital channels and the content they convey, as well as
the importance of creating data-driven experiences, are also felt by those who
do not engage regularly with digital media.

Strategic approaches to digital marketing recognise clearer difterentiations
that move beyond broad brush identifications of ‘users’. Influencers are the
individuals who influence the buying decisions for themselves and others. In
the context of digital channels, influencers include product reviewers and blog-
gers as well as the closer and more traditional influence of, for example, friends
and family. Influencers overlap with all the other categories within the buyer
persona, not as a result of their comparative importance but rather because of
their complex relationship with all aspects of the buyer persona.This complex-
ity translates — in marketing terms — into the difficulty that organisations have
in engaging with these individuals in a suitable manner.

Within the buyer persona are the consumers and customers. Customers are
those who buy your goods and services and are distinct from consumers, who
actually consume and gain benefit by realising the value of your goods and ser-
vices. It is likely that in many if not most cases these two categories will overlap,
but as any retailer of children’s toys will recognise, these roles can often have a
very significant distinction. Within the circles of the consumers and custom-
ers, two further circles represent the individual consumer and customer. These
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Figure 0.5 The buyer persona symbol

inner circles remind us that consumers and customers themselves are also dif-
ferentiated between individuals within these categories.

Your goal in working with the buyer persona is to gain advantage through
digital technologies to individually address a specific point of intersection
within the circle of users that may incorporate influencers, consumers and cus-
tomers and which is recognisable to those who buy and consume your goods
and services. Chapter 3 defines the concept of the buyer persona in more detail,
but the key point to remember is that it is a versatile concept. Successfully
engaging the buyer persona might be measured by purchases in a retail sense,
by an increased volume of orders in a business-to-business (B2B) context or
by an increase in charitable giving for a specific cause in the non-profit sector.

We use an unlabelled symbol of the buyer persona (Figure 0.5) throughout
the book to reinforce the focus of our discussions and its relationship to the
other elements of the Buyer Persona Spring.

0.1 You and your buyer persona

Explaining the role of the buyer persona within the Buyer Persona Spring requires
a return to the beginning. By examining and constantly reflecting on your rela-
tionship with the people who buy your goods and services — your customers — you
are actively engaging with the ongoing process of defining your buyer persona.
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You The Buyer

Figure 0.6 The simplistic relationship between your organisation and the buyer

You The Buyer

You The Buyer

You The Buyer @
You The Buyer Time
You The Buyer

Figure 0.7 The simplistic relationship between you and the buyer persona repeated over time

The buyer persona has a more complex meaning than that of buyer, con-
sumer or customer. In a simple world, the relationship between you and your
buyers can be represented by a single straight line (Figure 0.6).

You sell goods (or services) to a buyer. This is a single transaction that is
repeated with each buyer. Some buyers may return to you to buy again, but
this simple relationship model only regards a return buyer as yet another (new)
buyer. In this model, every transaction you have with a buyer is regarded as
the same relationship repeated again and again over time (Figure 0.7). In this
situation the relationship you have with the buyer never develops or progresses
beyond the last transaction.

The relationship shown in Figure 0.7 is unlikely to be sustainable unless it is
modelling a specific combination of circumstances. The most likely circumstance
that echoes the model of Figure 0.7 will be found where you may have the privi-
lege of being the sole supplier of goods or services as a result of location, time,
convenience or the type of product or service that is being sold (Figure 0.8).

For example, a late-night store, a highly specialised B2B product or a busi-
ness in a highly regulated industry could all exploit one or more parameters of
being a sole supplier. However, even if this is your current business situation or
you currently benefit from having multiple parameters that mean that you are
in some way a sole supplier, it will not remain the case permanently. Already,
in most sectors, more consumers have access to mobile commerce and global
alternatives that enable far greater choice and options than ever before.

Even traditional business models, for example, taxis and bed and breakfasts, have
felt the influence of digital technology through the impact of the Uber and AirBnB
apps and their associated business models. With the business models of these dis-
ruptors built around the sharing economy and social networking channels, the
challenge they present to other models is the way they resist being pinned down
to conventional definitions or practices. All of these imminent competitors remove
the privilege of assuming you will always be — in some way — a sole supplier.
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Q 2

Location Convenience

Business Environment

Figure 0.8 The parameters for being a sole supplier

In the competitive global environment and with the acknowledgement that
your organisation must sensibly and regularly engage with the buyers of your
goods or services, you are already recognising the need and importance of mar-
keting. This recognition of need is the basis for our description of a ‘marketing
first” approach to digital business. The briefest of mentions in the previous para-
graph to mobile commerce and global alternatives has already pointed towards
a need for your marketing to be digital, as that is the direction in which your
entire organisation needs to move. Digital marketing will enable this to happen
proactively rather than being faced with the prospect of becoming a casualty
of the change prevailing in all business sectors. A marketing first approach to
becoming a more digitally mature business is the most accessible opportunity
for you to be able to take on and overtake your slower-moving competitors.

To reflect the necessary two-way ongoing and communicative nature of the
relationship that you build with your customers, a second arrow is added (Fig-
ure 0.9) to our original simple relationship (Figure 0.6). In traditional mar-
keting, this extra arrow can be used to reflect a wide range of meanings. The
two-way relationship reflects the influence of marketing communications on
the buyer, marks the combination of push and pull factors that influence buyer
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You The Buyer

Figure 0.9 A simple communicative relationship between you and the buyer

R —
——
You ——> S The Buyer

Figure 0.10 Purely tactical marketing activities

behaviour and is a recognition that it is easier to encourage return custom from
previous buyers than to continuously initiate new relationships (Figure 0.7).
More implicit in this two-way relationship is the recognition that you actively
learn from your interactions with buyers and modify your approach as a result
of reflection and learning. All of these implied understandings that are embed-
ded in a relatively simple diagram (Figure 0.9) are already pushing you towards
a continuously strategic perspective.

Of course, if this two-way diagram (Figure 0.9) represented the sum total of the
relationship between a buyer and a business, then the organisation could manage
the majority of its marketing activities through continuous direct conversations
with each of its buyers individually. Some (very small) businesses can still continue
to do this. Imagine, for example, the conversations of a local baker, the local milk-
man or a local retailer of high-value jewellery, who all choose to solely serve their
very local community. In the most straightforward of ways the local baker in this
example will receive return customers because of their conversations and interac-
tions. However, as soon as the lines of communication become more complex or
become mediated through digital technologies, the business becomes busier. If an
organisation has growing ambition, then this face-to-face relationship and direct
communications approach to marketing requires the support of well-planned,
more wide-ranging and more strategic forms of engagement.

A common response by some organisations to the complexity of engag-
ing with their customers and prospective customers is to try as many different
activities and actions (whether they are offline or online) as possible (Fig-
ure 0.10).The ensuing whirlwind of activity may produce some positive results,
but without receiving any clear feedback or verifiable measure of the results the
chances of repeating or learning from these actions are incredibly small. Taking
an entirely tactical approach to marketing with varying results and no reflection
is what this book seeks to avoid in all sizes of organisations.

Even in the digital domain, where the measurement of activities is signifi-
cantly easier and more accurate than in traditional marketing, there are numerous
examples of businesses employing this ‘pay, spray and pray’ approach to digital
marketing across a range of channels to try to communicate with an undefined
audience that may or may not include their target customers. Importantly, and
more specifically, the application of analogies between traditional media-oriented
marketing actions and the digital domain does not hold up well.
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Table 0.1 The digital marketing challenge matrix

Digital marketing challenges — Barriers (to digital marketing) Benefits (of digital marketing)

Small business Expense to engage Competitive advantage
Lack of human resources Expand markets
No strategic view Diversify products/services
Target buyers
Large business Broadcast media perspective  Data-driven decisions
‘Lock in’ with agencies Iterative planning and learning

Low expectation of feedback  Focus on buyer persona

However, without a clear understanding of digital marketing it is unsurpris-
ing that many large and well-established businesses have applied the (to them)
familiar techniques of traditional marketing and mass-consumer advertising.
False assurances are offered by internal experts and outside consultants to these
businesses that maintaining old strategies is the lowest-risk strategy. Some digi-
tal channels encourage this thinking and similar levels of spending by oftering
what seem to be familiar sales packages.

At the same time, for many smaller organisations, the sophistication of digital
marketing has resulted in many seeing their own online activities as experi-
ments in a new and untested domain. Neither the small nor large organisational
scenarios that are described here reflect a strong understanding of the benefits
or differences of digital marketing. For the smaller organisation, the majority of
the models and tools for strategic marketing continue to have value and mean-
ing in a digital domain. With the addition of the digital context, an organisa-
tion’s marketing function has the capacity to provide greater levels of analytical
feedback and rapid responses than have ever been possible with traditional
methods. The use of digital also means that data-driven feedback can have input
into wider decisions in the organisation including internal process design and
long-term design of their products or services. For small organisations, their
marketing challenge is the same as it has always been: committing to the ongo-
ing investment of resources that allow them to become strategic (Table 0.1).

For larger organisations with well-established approaches to their market-
ing, digital marketing offers the ability to be more sophisticated in addressing a
more tightly defined core audience (the buyer persona) with differentiated and
carefully positioned content and opportunities for conversations. This form of
change also introduces the importance of data and the embedding of a learning
cycle into marketing activity, which for some organisations is a major challenge
to their existing practice (Table 0.1).

0.2 Your complex organisation

Your complex organisation (Figure 0.11) must interact with your buyer persona.
Your buyer persona is the narrative that represents — through a single persona — the
many buyers who want your products and services and who seek an association
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12 Gordon Fletcher

with your brand. The buyer persona is the focus of attention for your digital mar-
keting actions, as a strategically oriented organisation, but you must also have some
self-awareness of your own organisation. In the Buyer Persona Spring, your com-
plex organisation is presented as a series of overlapping circles (Figure 0.12).

The outside circle of the organisation represents the market (or markets) within
which you exist. Most organisations will recognise this in a straightforward way as
being what they ‘do’, their profession or the things that they sell. Increasing business
transparency, innovative business models and the use of sharing and crowdsourcing

Your Complex Organisation Your Buyer Persona

Figure 0.11 The complex organisation and the buyer persona

Competitors & Self

Markets

Figure 0.12 Your complex organisation

15031-3609d-1pass-r02.indd 12 @ 1/31/2020 6:55:53 AM



A visual introduction 13

challenge existing labels and traditional definitions requiring deeper reflection and
more mature responses from an organization. These particular challenges and the
need for a change of perspective are for discussion in later chapters.

You and your competitors are positioned within your market. The acknowl-
edgement here of competitors and markets is a recognition of the many exter-
nal factors that have an impact upon your plans for interacting with your
buyer persona. The market itself is also affected by other factors beyond just
your activities and those of your competitors. An understanding of these factors
can be gained through a PESTLE (political, economic, social, technical, legal,
environmental and ethical) analysis of the external environment.

Both you and your competitors have a range of goods and services that you
are offering to your buyer persona. If you are successful or at least sustainable
as an organisation you are also meeting some specific needs of your current
buyer persona. Even if you currently only offer tangible goods, the organisation
diagram (Figure 0.12) does acknowledge your future as an increasingly digitally
mature business with the potential for new services that are driven by data that
you hold or can access. Overlapping with your goods and services is your brand
(or brands). Brands can communicate with the buyer persona in a way that is
distinct from the goods and services themselves. The meaning that brands con-
vey in their presentation is an important start and end point for feeding back
from the buyer persona.

Your organisation is dynamic, with a continuously shifting relationship
with your buyer persona. Being strategic means that you learn from the buyer
persona and respond to the changing external environment with data-driven
evidence-based decisions.

We represent your organisation throughout this book with a simplified icon
(Figure 0.13).

Figure 0.13 Your organisation
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0.3 The Buyer Persona Spring and action-based learning

The final element of the Buyer Persona Spring is the connecting spirals —
considered overall, this is the strategy that connects your organisation with
your buyer persona.The iterative nature of successtul strategic digital marketing
means that the buyer persona as well as your tactics and techniques are all regu-
larly reviewed. This iterative strategic approach to marketing is the key concept
embedded in the Buyer Persona Spring.

Each of the spirals contained within the Buyer Persona Spring visually rep-
resents the action learning cycle (Figure 0.14). The cycle is a continuous pro-
cess of planning, acting, observing and reflecting. After the completion of each
cycle, the reflection and learning resulting from the process inform any changes
needed for subsequent plans. The action learning cycle is a well-established
and recognisable theory of learning that has direct application to organisational
planning and, through this linkage, to digital marketing. The action learning
cycle is generally represented with directional arrows indicating that reflection
will always lead onwards to the next stage of planning.

The action learning cycle is by definition an iterative process and is never
accurately conveyed as a single cycle of action. Instead, the action learning
cycle should be represented as a continuous — possibly never-ending — process
(Figure 0.15).

In the Buyer Persona Spring, we overlay the principles of the action learning
cycle to reflect the need to plan and enact marketing activities (Figure 0.16).
The Buyer Persona Spring and the action learning cycle can then be read in
parallel. This continuous iterative loop of activities will also be familiar to those
with experience of Agile project management, which advocates a similar itera-
tive, continuous and consciously self-reflective strategic approach to core pro-
cesses and activities. With a strategy in place to reach the buyer persona, specific
plans can then be made. Planning for digital marketing sets SMART (specific,
measurable, attainable, realistic and timely) objectives (discussed in Chapters 1
and 2) that will determine the outcomes necessary to measure and assess the

Observe

Reflect Act

Plan

Figure 0.14 Action learning cycle
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A visual introduction 15

success of specific actions. Planning will start with the definition of campaigns
and then, within those campaigns, the specific tactics required will be identi-
fied. The tactics and campaigns will need to be observed and monitored. At the
end of the timeframe determined by the SMART objectives, there will be an
opportunity to assess and reflect upon the success of the plan. This reflection
will then feed back into the overall strategy and subsequent planning. In effect,
at this point the next cycle has been initiated. In distinction from the action
learning cycle, the cycle of activities in the Buyer Persona Spring is not always
one-directional.Your assessment may require only small revisions to your tactics
or campaign. In a practical sense, this involves one or two steps backwards rather
than pressing onwards to a completely new iteration of your objectives. Simi-
larly, the Buyer Persona Spring recognises that changes and alterations in your
strategy may be compatible with your current campaigns and tactics, effectively
creating a repeat of the same loop.

As with the action learning cycle, the Buyer Persona Spring is a continuous
process (Figure 0.17). Each iteration of the spring allows an opportunity for
you to revise your strategy and to accommodate changes in the buyer per-
sona or your organisation. Within each iteration there are opportunities — upon

Observe Observe Observe

Act Act Act

Plan Plan Plan

Figure 0.15 The repeating action learning cycle

Tactics

Assess Campaign

Strategy

Figure 0.16 An individual loop in the Buyer Persona Spring
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16 Gordon Fletcher

reflection and assessment — to modify or tweak your tactics and campaign based
on immediate feedback from the data that you will continuously collect.

For successtul digital marketing, we identify three key elements that are
each taken up by the continuous cycles of the Buyer Persona Spring. These
three elements are channels, content and data (Figure 0.18). The ordering of
these three elements also represents greater sophistication as your organisa-
tion moves towards higher levels of digital maturity. Channels deal with the
specific channels through which your organisation represents itself. Chan-
nels include your essential website presence as well as any more specialised
presence channels you might have, such as a DeviantArt account for creative
businesses.

The content element decouples specific platforms from the content that
your organisation produces and how it disseminates this content. The content
element will inevitably overlap with the channels element, but it will also tackle
other systems where your organisation may not have direct control or access.

The broader data element will take your organisation to more sophisticated
levels of digital maturity through recognition of the pivotal importance of all
types of data. The data element will overlap with the content element and
then extend to encompass all data that can be accessed or interrogated by the
organisation. The more integrated use of data throughout the organisation is
the key driver to increasing digital maturity. The data element will itself directly

Tactics Tactics Tactics Tactics

Assess Assess

Campaign Campaign

Strategy (revise) (revise) (revise)

Strategy Strategy Strategy

Figure 0.17 Tterative loops within the Buyer Persona Spring

Figure 0.18 The three key elements of digital marketing
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A visual introduction 17

contribute to the reflective and iterative basis of the Buyer Persona Spring and
inform the evolution of all three elements — as well as your overall strategy — as
they engage the buyer persona.

0.4 The Buyer Persona Spring

In combination, the organisation, the buyer persona and the three elements
of digital marketing strategy represent the Buyer Persona Spring (Fig-
ure 0.19). The relationship and interactions between the organisation and
the buyer persona are two-way, iterative, dynamic and strategic. The spe-
cific planning, interactions and activities that are the basis for your organi-
sation’s digital marketing activities are defined and shaped by existing and
relatively familiar tools of business analysis in the form of PESTLE and
SWOT (strengths, weaknesses, opportunities and threats) analyses and setting
SMART objectives, with success being measured through key performance
indicators (KPIs).

The full model of the Buyer Persona Spring (Figure 0.20) recognises that
development of each element must run in parallel (and in harmony) with the
others and that each strategy is iterative and actively incorporates feedback into
subsequent planning and activities. However, the Buyer Persona Spring con-
taining a single set of loops (Figure 0.19) is used as a simpler representation of
the challenges and opportunities that become available as you step through the
development of a digital marketing strategy for your organisation in subsequent
chapters.

Ultimately, success — measured by comparing your organisation’s perfor-
mance against that of your competitors and the outcomes that you will define
in your marketing strategy — will conceptually draw the Buyer Persona Spring
closer to your organisation. This will only be achieved with the parallel align-
ment of the three elements — of content, channels and data — and the alignment
of the actions you implement to address these elements with your own organi-
sation’s position, your overall strategy and the relevance of your buyer persona.
Symbolically, this tight alignment will contract the Buyer Persona Spring and
draw your organisation closer to your buyer persona (Figure 0.21).

Your Strategy

)]
O]

Your Organisation Your Buyer Persona
(You)

Figure 0.19 The Buyer Persona Spring
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L0
U

Figure 0.21 The Buyer Persona Spring — success

0.5 Book structure

e Chapter 1 describes digital marketing in terms of the concepts, key tech-
nologies, technology adoption in organisations and the recognition of
success.

*  Chapter 2 explains how digital technologies can be utilised in an organisa-
tional context to serve specific business needs.

e Chapter 3 explains how to understand digital consumers. Understanding
consumers enables the description of the buyer persona to capture the
drivers behind digital consumer decision making.

e Chapter 4 develops a digital strategy. By understanding the digital con-
sumer, an organisation can then develop a strategy that sets objectives and
uses tactics to achieve its aims.

*  Chapter 5 discusses campaign planning and management as a key tactic for
implementing a digital strategy.

*  Chapters 6,7,8,9 and 10 are interrelated chapters that provide more details
on the specific actions required to implement digital campaigns.

*  Chapter 6 describes the issues of digital presence.

*  Chapter 7 details the practice of search engine optimisation (SEO) and
explains how digital presence should be optimised to obtain strong search
engine results.

*  Chapter 8 focuses on social media and the behaviour of online communities.

*  Chapter 9 focuses on content marketing and the importance of amplifying
such content.

*  Chapter 10 considers pay-per-click (PPC) advertising as a means of driv-
ing customers towards an organisation’s digital presence.

*  Chapter 11 incorporates the actions of mobile marketing and describes the
peculiarities of working within a mobile environment.

*  Chapter 12 looks at campaign evaluation, including the benefits of and
cautions in using web analytics.

*  Chapter 13 considers future users and future marketing issues.

Each of the chapters of the book can, in turn, be mapped to one of more of
the individual elements of the Buyer Persona Spring (Figure 0.22)
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1 Understanding digital
and social media marketing
concepts

Rimantas Gatautis

1.0 Learning objectives

In this chapter you will learn how to:

* understand and use the terms and concepts relating to digital marketing;

*  recognise patterns of success and failure in digital marketing;

*  position individual organisations — including your own — within the Digi-
tal Business Maturity Model; and

* understand online consumer behaviour using the Zero Moment of Truth

(ZMOT) model.

1.1 Understanding digital and social media marketing

This chapter introduces the key concepts that can make organisations more
effective, more impactful, more sustainable and more strategic. These concepts
are presented within a ‘marketing first’ perspective that acknowledges that the
marketing function within most organisations will be the most externally fac-
ing and digitally aware of all the business functions. Marketing in this sense is
presented here as the vanguard for change within the organisation as it endeav-
ours to become more digitally mature in all of its activities and processes.

This perspective is also important as a conceptual starting point, as it rec-
ognises marketing as an integral business function and a key mechanism for
driving an organisation towards being digital in outlook and perspective. The
viewpoint taken by many traditional marketing texts separates out different
business functions — including digital engagement — into discrete parts of an
organisation with no acknowledgement of the feedback each function intro-
duces into the organisation overall (Figure 1.1). In direct contrast, the strategic
and integrated approach taken throughout this book positions the marketing
function of an organisation as being intertwined with all other functions in
order to achieve overall sustainable success (Figure 1.2).

The Buyer Persona Spring used throughout the book reflects the strate-
gic perspective necessary for successful digital marketing — and for successfully
improving the digital maturity of an organisation overall. The representation of
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Business Function 1

Business Function 2

Business Function 3

Business Function n

Figure 1.1 A traditional view of marketing, digital and other functions within a business

Business Function 2
Business Function 1
Business Function 3

Business Function n

Figure 1.2 Visualising the conceptual understanding of business used in this book

the organisation in the Buyer Persona Spring acknowledges the influence of
external factors, including competitors, and connects with the buyer persona
itself through an iterative, self-reflective cycle of campaigns that deploy specific
digital marketing tools and techniques.

The essential first step in taking a strategic ‘marketing first’ approach to
becoming a digitally mature organisation is to demystify the current jargon
used in digital and social media marketing and to link the meanings of these
words with more recognisable and well-established business terms and con-
cepts. After defining key current terminology, the chapter goes on to discuss the
general principles relating to digital marketing success and failure and relates
this insight to an assessment of an organisation’s overall digital maturity.

This chapter builds on the visual introduction of the previous chapter, with
continuing emphasis on the importance of the buyer persona for understand-
ing the relationship of customers to the goods and services offered by your
organisation. The Buyer Persona Spring is then returned to later in this chapter
and throughout the rest of the book. This chapter concludes with a summary
of the tools used for planning and delivering strategic digital and social media
marketing. The purpose and value of these planning tools are also presented in
relation to the overall Buyer Persona Spring model.

1.2 How to speak digital and social media marketing

The terms used in digital and social media marketing can have multiple and
sometimes contradictory meanings. For the sake of consistency and clarity, the
key terms and definitions set out in this chapter are applied throughout this book.
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Understanding marketing concepts 23

»  Digital technologies describes the complex combination of difterent types of
hardware, software, Internet access and social networks that now represent
the familiar forms of computing that influence most people’s everyday lives
in Europe and in other advanced economies.

*  Information and communication technologies (or IC'T5s) is a longer-standing term
for digital technologies. The term is generally used more restrictively than
‘digital technologies’ to describe the traditional computers and sometimes
the software used to store, process and share information. In this sense, the
most recognisable examples of ICTs are personal computers (PCs) with
familiar software installed such as word processors or spreadsheets.

o The Internet is the largest and most commonly used network for digitally
mediated communications. The Internet is a cooperative globe-spanning
network of linked digital technologies including mobile phones, comput-
ers as well as increasingly things such as domestic appliances (e.g. fridges),
sensors, wearable devices and cars in a way that enables interchangeable
communication. This connectivity of nontraditional but digitally enabled
items is labelled the ‘Internet of Things’.

o The World Wide Web (or WWW, or just ‘the Web’) is often confused with
the Internet as the global network of interlinked computers providing
digitally mediated communications. However, more precisely, the Web is a
very specific but very popular service delivered through the infrastructure
of the Internet. The simplicity of authoring a web page — creating web
content — combined with the embedding of web browsers — accessing web
content — on to most Internet-enabled devices makes the Web the second
most popular Internet service after email.

e Web 2.0 was a term popularised by Tim O’Reilly — the founder of the
technical publishing company, now O’Reilly Media — and refers to websites
and applications that allow the interactive creation and sharing of infor-
mation. The importance of Web 2.0 technologies is based on the ability
for anyone to create, share, collaborate and communicate through a web-
based interface. This definition contrasts with Web 1.0 — a post hoc label that
defines earlier web presence as a broadcast form of communication that
enabled a website owner address an audience with limited opportunity for
two-way interaction. Web 2.0 is a watershed development for digital mar-
keting, as genuine audience interaction through a web interface allowed
marketing actions to fully apply the central tenets of traditional marketing
and then exceed traditional marketing’s ability to measure, assess and evalu-
ate individual actions.

*  Social media is the collective term for digital technologies that enable
communications amongst many users. It is often characterised by plat-
forms such as Facebook or Twitter. However, the term can also be
used to describe other technologies — including blogs, YouTube, Insta-
gram and Telegram — that take advantage of the interconnectivity of the
Internet and the interactivity of Web 2.0 technologies to enable creation
and sharing.
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24 Rimantas Gatautis

*  Digital Economy was first used by Tapscott (1995) in his book The Digital
Economy: Promise and Peril in the Age of Networked Intelligence. The digital econ-
omy refers to the commercial opportunities facilitated through digital tech-
nologies in the widest sense. This term encompasses the entire supply chain
and all the associated ancillary business services that enable transactions and
actions. The Internet economy, Net economy and Web economy are also
sometimes used as synonyms for digital economy.

*  Digital business, electronic business and e-business variously refer to aspects of
the activities an organisation undertakes using digital technologies. Elec-
tronic business or e-business first emerged in reference to isolated digital
activities within more traditionally structured businesses. Digital business
is a more recent term that describes an organisation which is structured
largely or wholly around the use of digital tools for its internal and external
activities and actions.

o Social commerce is a term first introduced by Yahoo! in 2005 and refers to
e-commerce that uses social media channels to enable buying and selling.

*  The marketing function is a core business function of any organisation. Mar-
keting is the continuous and iterative process of listening to customers,
understanding their needs and offering products or services that satisfy
these needs.

*  Digital marketing describes the primary use of digital technologies to sup-
port the marketing function of an organisation. In organisations that
understand their marketing function, digital techniques are combined with
traditional forms of marketing activity. However, in more fully digitally
mature organisations, traditional activities are led by, guided by and inte-
grated with digital techniques. Synonyms for digital marketing include
electronic marketing, online marketing and Internet marketing.

o Search engine marketing — also referred to as search marketing or just abbrevi-
ated to SEM — is the part of digital marketing that aims to understand and
guide the behaviour of prospective buyers when they use search engines.
Search engine marketing then directs content development to trigger
positive responses from search engine algorithms as well as engaging indi-
viduals. There are two types of search engine marketing: organic SEO or
natural search and paid search engine marketing or PPC. Organisations
with higher levels of digital maturity will employ a mixture of both forms
of search engine marketing.

*  Social media marketing is the aspect of digital marketing that focuses on
understanding and engaging the buyer persona through social media use.
Social media marketing involves activity on a carefully selected combination
of social media channels that are most relevant to the defined buyer persona.
Social media marketing has both organic and paid approaches. However, as
more social media channels fully monetise their business models, the paid
aspect of social media marketing will dominate over organic approaches.

*  Mobile marketing describes an organisation’s digital marketing activities that
facilitate customer engagement through mobile devices. As business itself is
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Understanding marketing concepts 25

increasingly experienced through mobile interfaces, this form of marketing
is more commonly part of mainstream marketing strategy.

*  Mobile commerce describes business transactions that are transacted through
mobile devices. Specific forms of commerce may be more appropriate
for certain sectors or purchases, for example, food delivery, public trans-
port tickets and access to physical tourist and public attractions. Mobile
commerce is growing at a significantly faster pace than other forms of
ecommerce.

These terms are clearly interrelated concepts that cannot be read in isolation
from the overall activities, strategy or vision of any organisation. Figure 1.3
maps the close connection and interrelationships of these terms.

1.3 Success and failure in digital marketing

Through a combination of continuous external change, the introduction of
new technologies, and the current immaturity of existing technologies, the
adoption of search engine and social media activity into an organisation’s mar-
keting mix has not always been successfully realised. The Buyer Persona Spring
is a dynamic model that delivers success and manages potential failure by mini-
mising any detrimental impact on the organisation. Recognising the hallmarks
of success and failure in all types of organisations is an instructive process in
developing your own organisation’s digital strategy.

During the period of the so-called dot-com bubble, between 1997 and 2000,
thousands of Internet-based companies failed. This period of recent history is
an ever-present warning to all businesses about the importance of using, and
actively engaging in, robust business planning and management techniques irre-
spective of whether they are being applied to a traditional or digital business.

Recognising patterns of failure

An instructive failure during the dot-com bubble was Boo.com. Boo.com aimed
to create a global online fashion store and brand that served the needs of con-
temporary consumers. However, having spent $US 188 million in six months,
it was declared bankrupt in May 2000. The key factors in Boo.com’s rapid
failure was its over-ambition — in a relatively unknown market, the lack of suffi-
cient capital to sustain it through its establishment period and most significantly
the degree to which it failed to exert clear managerial control. The company
planned to reach $US 100 million in sales in the first year, but did not consider
the sheer number of customers it would need in order to realise this volume of
sales as well as factoring in the cost of attracting each new consumer and the
average cost of each transaction.

The company’s attempt to use the most innovative and sophisticated tech-
nological solutions was a high-risk strategy that also contributed to its fail-
ure. Boo.com offered each customer the ability to virtually model the items
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of clothing they were considering buying. The technology behind the virtual
showroom was resource-intensive and required high-speed Internet connec-
tivity, which — in 2000 — was not widely available. Boo.com was also overly
ambitious in developing its international reach. The company tried to start up
simultaneously in 18 countries — a task that was at the same time beyond the
capabilities of the infant Amazon or Google. A further impact on Boo.com’s
chances of success was a six-month technical delay in the development of the
online platform. During this initial delay the company simultaneously com-
mitted to maintaining significant stock levels and paying its employees’ salaries.
As a fashion retailer, the stock quickly became dated and the staff could not do
any meaningful work that contributed to company revenues while the platform
was unavailable. Boo.com went into receivership with $US 25 million of debt.

There are many other possible case studies of failed Internet ventures. Some
of these failures were based on managerial or financial factors; others related to
poor marketing decisions or a lack of understanding regarding their specifically
targeted buyer personas. Pets.com, Startups.com and Lastminute.com all faced
similar challenges to Boo.com and, in turn, each organisation failed to success-
fully exploit the available digital technologies in ways that were relevant or that
realised genuine additional value for their buyer personas.

More recent examples of poor decision making in social media are Belve-
dere, a French vodka company that posted corporate messages on its Face-
book and Twitter pages promoting the company’s products. Unfortunately, the
message included a scene of simulated sexual assault and resulted in significant
negative feedback from Belvedere community members. Following the initial
reaction of users, Belvedere removed the advertisement and posted a lightly
worded apology, which stated:

We apologize to any of our fans who were offended by our recent tweet. We continue
to be an advocate of safe and responsible drinking.

However, this statement was seen by some users as being too weak to be a
genuine apology. The former senior editor of The Atlantic, Megan McArdle,
summarised the community’s concerns very clearly in a single tweet:

Fascinated by Belvedere Vodka’s non-apology apology, which seems to assume that
most of their customers think rape is awesome.

The examples of Belvedere and Boo.com provide some initial guidance for
planning your own organisation’s strategy. Both examples reveal the close and
constant interplay between technology and people. In digital marketing, peo-
ple and their opinions, emotions, ethics and attitudes inevitably win over the
capabilities over the most recently introduced technology — no matter how
advanced or simple it is to use. The experiences of these organisations can be
summarised as the five signals for imminent strategic failure (Table 1.1).Your
organisation needs to consciously avoid these signals.
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Table 1.1 Signals of failure for a digital strategy

Signals to avoid Response and remedy

1. Lack of a digital strategy ~ Primarily characterised by impulsive digital marketing
or operational plan actions with no assessment of the costs or risks. For
example, a website requires continuous maintenance to
keep the content relevant and the site secure, and each
social media profile must be constantly monitored.
2. Lack of sufficient skilled ~ Digitally mature marketing and business is a constantly
staff for digital activities changing field. There is a need for continuous learning
and a holistic understanding of an organisation’s digital
activities in relation to the buyer persona.

3. Lack of high-level The senior leadership responsible for driving the vision
organisational and mission of the organisation can undervalue the
sponsorship role of digital technology within the business. Digital

developments extend beyond the marketing or IT
function. In order to set the right strategic aims and

to support the creation of effective digital strategies,
new organisational structures as well as infrastructures
are needed. The structures will necessarily incorporate
multidisciplinary teams to understand the buyer persona
and respond with the most appropriate solutions.

4. Lack of originality Often the organisational approach to the use of digital is
one of ‘me too’. Time and effort must be dedicated to
understanding the buyer persona and how an organisation’s
goods and services can be most effectively presented.

5. Lack of agility Digital technologies and the buyer persona can both change
rapidly. Organisations must be proactive to prevailing
market conditions through their use of technology in order
to continue to deliver unique value to their buyer persona.

Recognising patterns of success

The adoption of social media has created hype similar to that seen in the dot-
com boom of the late 1990s. Advocates for the primacy of social media have
claimed that these networks are more important than an organisation’s website.
The challenge set by this form of ‘social media first” advocacy is an atmosphere
of continuous catch-up. Every time a new social media network becomes pop-
ular, without strategic awareness of the buyer persona or the audience of the
new channel, the organisation is necessarily forced to add another line of com-
munications. The human and financial effort invested into building an individ-
ual social media profile is also subsequently lost when a network becomes less
relevant to the target customers. Avoiding the dangers of overhyped new media
is part of an organisation’s sustainable strategy for digital business in general and
social media specifically.

The majority of sustainable digital strategies will usually include investment
in a website and a blog and the repurposing of this content for amplification on
the most relevant social media platforms. As your organisation moves towards
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Table 1.2 The seven steps towards improving digital engagements

Stage Actions

Plan Activities should be planned as campaigns that are implemented, tracked
and evaluated so that future activities benefit and build upon the
lessons learned.

Budget Budget to establish and support the ongoing technical operation of the
organisation’s digital environments. Budget to ensure ongoing security
and correct functionality.

Manage Day-to-day content management of an organisation’s digital assets does
not require major technical knowledge but it must be managed.

Buyer Persona  The initial buyer persona should focus on local users. But remember that
there are no geographical limits and your content also has a global reach.

Share Content, including the organisation’s website, must share information
about the organisation’s mission and vision, its products and its services.
Engage Use a relevant mix of content and engagement, including the Web, as

well as social networks, and review sites that are used by the buyer
persona. Attract, inform and persuade. Create a community for the
buyer persona.

Align Online and offline marketing and engagement actions should all be aligned.

data-driven decision making, social media network activity and engagement
will both become good indicators of the trust that is extended towards your
organisation. High levels of trust require a sustained investment of time and
effort by your organisation, with the risk that a single wrong action has the
potential to seriously damage all your previous positive efforts.

Learning from previous mistakes in social media communication, including
those of Belvedere Vodka and Boo.com and more recognisable global brands that
successfully utilise digital marketing, highlights five rules for social media success:

1 The buyer persona can be accurately targeted using social media channels.
The buyer persona expects sincere two-way communication with ‘their’
brands.

3 The buyer persona will immediately react to poor messages that denigrate
‘their’ brand — including messages from the brand itself.

4 The buyer persona will quickly spread negative word of mouth about
‘their’ brand if they are mistreated.

5 The buyer persona will resist the most blatant and untargeted advertising
messages on social media.

The range of online activities available to brands highlights seven important
considerations for organisations evolving to become digitally mature businesses
(Table 1.2).

A McKinsey report (Hirt and Willmott, 2014) outlines seven traits for organ-
isations doing digital marketing successtully that should inform the develop-
ment of your own strategy.
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1 Be unreasonably aspirational. Many organisations treat digital activities as
an extension to their existing business. Be aspirational in the use of digital
channels and respect these as value creation channels.

2 Acquire new capabilities. You do not necessarily need to concentrate on
developing digital talents internally. As an alternative, attract digital talent
from other industries or through crowdsourcing.

3 ‘Ring fence’ and cultivate talent. Digital talents need ‘space for creativity’.
If your talent is buried in daily updates, development documentation or
uninspired corporate communications, they will ‘wither’.

4 Challenge everything. Being successful means critically questioning every
assumption — goals, situation, solution, means and platform. Successful
organisations generate unique value for the buyer persona by stepping
away from historical norms.

5 Be quick and data-driven. The digital environment is a rapidly changing
environment; however, it is also a data-rich environment. Always endeav-
our to make decisions that are based on evidence from existing data. If the
data is unavailable, then question its absence.

6  Follow the money. Digital transformation doesn’t always mean investing
in new revenue streams. You can also save money. Functional integration,
sharing, process merging, co-creation and crowdsourcing may all generate
more efficient ways of working.

7  Be obsessed with your buyer persona. Your buyer persona has constantly
expanding expectations. The good service you previously offered may now
be the ‘norm’ or even below average for the sector.

All of these traits of successful digital business can be summarised by the sim-
ple statement: ‘Be Strategic’. As a supporting statement, ‘Be Holistic’ emphasises
the need to consider all of your organisation’s activities in your drive to become
a sustainable ‘marketing first’ digitally mature organisation.

1.4 The Digital Business Maturity Model

The history of digital and social media marketing to date can be categorised
into four distinct phases. These phases also reflect the continuous shifting defi-
nition of what constitutes a digitally mature organisation. Each phase can be
hallmarked by the principal and leading technologies that were used to deliver
marketing messages and the relationship of these technologies to the overall
development and popularity of the Internet. The quickest method for identify-
ing the developing digital sophistication of a business overall can be discerned
in the look, feel and user interactions of their web pages.

e Phase one: Brochureware

This initial phase of development introduced the first websites. The model
for marketing activity at this stage was to create the digital twins of
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printed brochures. Early restrictions on commercial activity through
some networks meant that even brochureware could be seen as a risky
activity. Some organisations still retain this mindset and take a largely
broadcast-based approach to their digital marketing messages that
offers no form of two-way communication with customers.

*  Phase two: Tradigital

Tuten and Solomon (2017) label the second period of digital marketing
as being “Tradigital’. This phase is based around the concepts of push
marketing that were already well established long before the rising
importance of digital technologies. Tradigital used new tools to share
content that are similar in style and intent to television and direct mail
marketing campaigns. This period is characterised as one of digitally
enabled mass and targeted marketing activities, such as banner adver-
tising, microsites, email campaigns and search marketing.

*  Phase three: Social media marketing

The development of social technologies — often described as Web 2.0 —
brought marketing actions based around a pull approach, with organ-
isations utilising, for example, social networks and the capability to
encourage sharing, rating and reviewing to enhance other digital mar-
keting activities (Pomirleanu et al., 2013).

*  Phase four: Engagement marketing

Engagement marketing is characterised by the development of engaging
content and the use of tools and techniques that bring prospects into
deep contact with the organisation. These engagements can include
augmented reality, gamification and ‘smart-everything’ through the
use of Internet of Things sensors and devices such as voice assistants.
New technologies that rely on ubiquitous mobile Internet connec-
tions, including wearables and drones, open up the prospects for fur-
ther digital marketing techniques to develop.

Through the phases of this evolution, content has become more customised
and interactive as well as increasingly immersive. Irrespective of the increased
technical capabilities required by new marketing techniques — such as custom-
ised video content — the aim of each marketing action still remains to capture
and engage the attention of the buyer persona.

The changes in approach and perspective, brought about through increas-
ingly sophisticated forms of digital marketing, also mean that organisations
are becoming more digitally mature overall. With increasing digital marketing
activity there is an opportunity to recognise the pivotal role that data plays in the
overall management of an organisation. The self-aware and digitally mature
business is then able to rapidly and proactively respond, through data-driven
decision making, to the ever-changing circumstances of the buyer persona.
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Figure 1.4 The Digital Business Maturity Model

The uptake of practices that requires digital technologies includes the meas-
urement of business performance and consequently produces organisational
change. The Digital Business Maturity Model (Figure 1.4 and Table 1.3) presents
broad phases of development without proposing a single deterministic route
or process of adoption. Many external influences act upon the development
of individual digital business maturity, including existing policy frameworks,
industry sector levels of competitiveness and business collaboration, relative lev-
els and quality of education and training, the presence of an entrepreneurial
and fail-fast startup culture and the robustness of national and regional ICT
infrastructures. This means that your individual steps as an organisation towards
full digital maturity will vary in the specifics of its implementation and order
of development. However, the most ready route to digital maturity for a small
or medium sized organisations is achieved through a ‘marketing first’ approach.

The majority of organisations currently conduct their digital marketing
activities within Level 1 and Level 2 of the Digital Business Maturity Model.
More highly developed stages of the model move your organisation towards
becoming a fully digitally mature organisation, a situation that will become
increasingly important in order to remain competitive. Constant experimenta-
tion and evaluation are crucial for successful digital marketing, as there is an
external backdrop of new tools and techniques that are continuously becoming
available to all organisations, including your competitors. Until each new tool
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Table 1.3 A description of the Digital Business Maturity Model

Phase Description of phase

Level 0 — Non-digital ‘Traditional’ organisations. These businesses are not online in
any meaningful way. Any presence may have been created
robotically by one of the many online business directories
that pollute Google and the other search engine results pages
(SERPs). However, a business owner has no control over or
input into the information being presented about their own
organisation.

Level 1 — Presence The presence level of digital maturity uses digital technologies
to broadcast untargeted messages to a still ill-defined audience.
No active interaction or two-way communication can be
observed at this level.

Level 2 — An organisation has an operational information system that

‘E’-engagement allows some reporting and integration of activities between
multiple channels. Increasing efforts to achieve operational
efficiencies and to gain competitive advantage through the
analysis and interpretation of data.

Level 3 — Integral Most of the organisation’s functions are digital. Decision making
in these digital businesses is data-driven and value is being
created through the use and reuse of the organisation’s digital
assets.

Level 4 —The future A fully integrated data-driven digital business with day-to-day
functions being driven by predefined business rules and
potentially decision making being guided by the application of
artificial intelligence.

or technique is tried, experimented with and documented, there is no evidence
to understand the individual use case or the prospective specific benefits to
your organisation. Knowing when to stop using a tool or a technique is equally
important, as digital marketing becomes increasingly sophisticated and inte-
grated within the overall operations of a more fully digitally mature organisa-
tion. All of these decisions should also be incorporated within your long-term
strategic thinking and planning rather than being undertaken as ‘gut’ reactions
to immediate change in the external environment including the use of new
tools or the deployment of new actions by your competitors.

1.5 Online customer journey

As digital environments create ever more opportunities for marketing, it is
increasingly important for your organisation to understand your buyer persona.
All organisations aim to achieve favourable behaviours from their intended con-
sumers and customers. These behaviours can vary from heightened awareness
to a purchase decision and repeat custom. Understanding and responding to
these behaviour patterns and the decision making journey is how you create
new opportunities for your organisation. We represent these opportunities in the
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Figure 1.5 Traditional buyer persona decision making process

Buyer Persona Spring as the focus and drive of your activities. The buyer persona
builds on the research and writings of a range of different authors who have
all tackled the question of understanding consumer decision making and the
journey that consumers take towards a positive outcome for your organisation.

The classic marketing approach defines the consumer journey or consumer
decision making activities as a linear process undertaken over several stages
(Figure 1.5).

However, several alternatives to this model have been proposed to identity
consumer behaviour within digital environments. Marsden (2011) supports the
classical approach but suggests that the behaviour is more cyclical and that it
iterates over three phases.

According to Marsden (2011), the journey starts from the recognition of
a problem and is followed by a consideration set or a dynamic decision loop.
Consideration leads to purchase and post-purchase decisions that form a loyalty
loop. Marsden (2011) builds his proposition on Edelman (2010) and McKin-
sey’s research by defining a shift from the traditional linear approach to a more
complex consumer decision making journey that emphasises the cyclical nature
of consumer decisions.

Owyang (2012) also supports a cyclical representation of the consumer jour-
ney and sees the journey as dynamic and being influenced by a number of
factors, including:

* recent development and advancement in technology deployment;
* change of media use and consumption; and
*  increasing power of word of mouth in its velocity, veracity, volume and variety.

This cyclical process is further supported by the view on the future of retail-
ing (Grewal et al., 2017; Pantano et al., 2018). A digitally transformed cyclical
consumer journey is based on the ZMOT (Zero Moment of Truth) (Lecinski,
2011) theory developed by Google and Shopper Sciences research.

According to the ZMOT perspective, the buyer persona journey is emo-
tional and triggered by various factors, including advertising, friends’ comments
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Figure 1.6 The Zero Moment of Truth (ZMOT) — digital decision making process. Google
and Shopper Sciences (2011).

Source: Google

and word of mouth. This positions digital and social media marketing actions
as having an important role in the initiation and leading of consumers through
the entire journey. The initial stage of the buyer persona journey is referred to
as a “Stimulus”.

The ZMOT is illustrated by Figure 1.6.The image also suggests the impor-
tance of individual stages of this process, indicating that ZMOT is the sec-
ond most important stage after the First Moment of Truth (FMOT) and the
Stimulus stages. The Second Moment of Truth (SMOT) is also important, since
it feeds the ZMOT for the future buyer persona interaction, as illustrated in
Figure 1.7.

The digital decision making process affects almost all areas of buyer persona’s
life. Although the study was conducted by Google and Shoppers Science in
2011, it is still an accurate reflection of buyer persona behaviour over a decade
later. The study marked a significant development of digital marketing ideas
in comparison to the traditional marketing approach. It is important that it
changed the understanding of the process from linear to circular. Figure 1.7
illustrates the link between the SMOT and the ZMOT for the next buyer
persona. There are a number of versions of this model. For example, some of
them develop a more elaborate stage for the second moment of truth by adding
customer advocacy— and retention-related stages. However, the core idea sum-
marises the key issue highlighted in this work, and we prefer to use these four
stages for the digital marketing strategy building blocks. This application of this
process is illustrated in the consumer journey touchpoints analysis in Chapter 3.
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The stimulus stage is followed by a consideration moment or the ZMOT.
The consideration moment relates to the information search that is required
to make the purchase decisions. At this point, a consumer will deploy search
engines, social networks and their own personal networks in order to obtain
this information. It is also important to note that with the increase in Internet
penetration rates offering better access to more resources, this stage is regularly
undertaken in the digital realm. In the past it was only friends and family who
an individual would have access to. Now, online communities, bloggers and
influencers around the world will share their views on pretty much everything
in ways that are readily accessible for free. Reviews of past consumers and star
ratings are used as filters for product searches, and not being mentioned at all in
a review also sends negative signals to the buyer persona.

Once the research is concluded, a purchase decision is taken and the time of
making the purchase is referred to as the FMOT. The actual purchase decision
can take in person offline or online. Increasingly brands combine offline and
online experience to allow customers flexibility. Some customers still prefer
to have the instant gratification of purchasing and using a good or service and
choose to make the actual purchase in person.

The stage of unwrapping the item and sharing the experience of having it is
called the SMOT. It is the stage when consumers start consuming the product
or service and then start to form their own opinion. The SMOT may then also
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very likely serve as the Stimulus or ZMOT for another consumer. This rela-
tion of the SMOT to ZMOT ofters a clear explanation for the proliferation
of influencers sharing their ‘unboxing’ experience through YouTube or other
streaming services. This is influencing at its coarsest level.

The ZMOT and the SMOT are very important from a digital marketing
perspective. These two stages are now more evident than in a traditional cus-
tomer journey and this empowers more digitally mature buyer personas. The
buyer personas can either become your brand advocates and become loyal users
by sharing publicly positive feedback or become brand adversaries and share
complaints about their experience received. Customer feedback should always
be encouraged and if it is positive, amplified where possible and if negative,
addressed with a swift, justified and reasonable response.

An alternative approach to understanding the consumer journey is to consider
how consumers behave within online ecosystems. Online ecosystems describe a
consumer’s behaviour or movement amongst search engines, media sites, other
intermediaries and competitors. All of these approaches attempt to systematise
the relationship you have with your customers. By systematising the relationship,
it becomes more manageable and as a result can be better controlled.

The challenge for your organisation is to understand what influences indi-
viduals to show interest in your goods and services. Who is buying your goods
and services? Who is using them? Who are the influencers that bring customers
(back) to you?

Understanding this combination of behaviours means developing and then
understanding your buyer persona. The buyer persona is your own descrip-
tion of your ideal customer and consumer. This account of the buyer per-
sona is descriptive and detailed. It will include a description of the preferences,
interests and background of your ideal customer. The buyer persona recognises
the situation in which this customer is positioned in terms of demographics,
location, situation and aspirations. The account must be fact-based and should
draw heavily on evidence from your own organisational experience as well
as relevant details gathered from external sources. While the majority of your
customers, consumers and influencers will never completely align with your
buyer persona, by consistently addressing the buyer persona you will create a
genuine rapport with a range of customers and consumers who recognise and
identify with the buyer persona you have defined, and this will, in turn, build a
meaningful trust-based engagement with them that persists over time.

1.6 Summary

This chapter outlines the key concepts and marketing actions that can make
organisations more effective, more impactful, more sustainable and more strate-
gic within a ‘marketing first’ digitally mature organisation. Digital technologies
are becoming an integral part of an organisation’s activities as well as of modern
consumer life. Many organisations face significant challenges and are seeking
the best opportunities to utilise the benefits of digital technologies.
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The key lesson of this chapter is that there is no ‘one size fits all” approach
when it comes to developing a digital marketing strategy. Indeed, a number
of factors determined by your buyer persona need to be considered over the
long term. This perspective is itself an important conceptual starting point, as it
recognises marketing as an integral business function and a key mechanism that
drives an organisation towards becoming fully digital mature.

Digital approaches to business remain challenging and must compete with
the opportunities in the physical world. Therefore, organisations must clearly
demonstrate the value of their digital offerings to consumers and select appro-
priate metrics to understand when and whether these efforts are returning
benefits to the organisation. A strategic, iterative and reflective approach is the
only way to reduce risk and to keep digital marketing innovations relevant to
any organisation. This is the focus of the next chapter.
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2 Identifying business needs

Milanka Slavova

2.0 Learning objectives

In this chapter you will learn how to:

* recognise external factors that have an impact on your digital marketing
strategy;

* recognise internal factors that may influence your digital marketing
activities;

* translate the aspirations of your long-term plans into practical projects;

* develop an organisational culture of continuous improvement; and

*  re-evaluate your current business model from a buyer persona perspective.

2.1 Digital marketing strategy

A long-term strategic marketing plan is essential to the success of your digital
business. A strategic perspective (three to five years) ensures that your organisa-
tion does not become solely reactive to the decisions of your competitors or
the introduction of unexpected technologies or tools. A good strategy — for any
purpose — will be sufficiently robust to resist the short-term impact of external
changes in the market. At the same time, your strategy should be sufticiently
flexible to enable a planned, considered response to external changes that can
bring additional benefit and value. The dynamic pace of change brought by
digital technologies means that organisations, customers and the external envi-
ronment will not remain static over a three-year period.

Before you can implement a digital marketing strategy, you need to iden-
tify your organisational needs. Understanding these needs will then shape the
actions you implement, while ensuring that they are precisely suited to your
organisation and meet the needs of your buyer persona. The Buyer Persona
Spring recognises that both your organisation and your buyer persona are com-
plex. As a result, the relationship that you build between the two must be suf-
ficiently flexible.

You must first analyse the external situation and the internal environment
of your organisation (Figure 2.1). With this insight you can then identity your
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buyer persona, including the products and services that are wanted and needed,
and align it with organisational vision and mission. Once you have an under-
standing of the buyer persona and your own organisation in place you can
define strategies for bringing the two together. By completing this series of
actions, you will have placed your organisation in a strong position to use digital
marketing successtully.

2.2 Analysing the external environment

The external environment includes all the external forces that influence your
organisation and its activities. While these external forces cannot be directly
controlled, they can be identified and analysed. By doing this analysis, you will
understand what influences your customers’ changing needs, be able to take
advantage of new opportunities before your competitors and anticipate prob-
lems in advance. For example, when the demand for online shopping began to
grow, direct selling companies had to respond in ways that minimised negative
impact on sales in physical stores. In some of these types of organisations the
solution was to offer different product lines for e-commerce than those avail-
able in stores.

Deeper understanding of the external environment can be gained through
detailed examination of both macro and micro factors (Kotler et al., 2018).The
broad macro-environmental factors include demographics, economics, tech-
nology, political and legal forces and social factors, while the more specific
micro-environmental factors include suppliers, resellers, customers, competi-
tion and the general public.

Analysing the macro-environment

The tool most often used to explore the macro-business environment is labelled
PESTLE and evaluates the large external forces. Traditionally these forces are
recognised as political, economic, social, technological, legal and environmental.
Reflecting changing consumer attitudes and perspectives means that more con-
temporary versions of PESTLE now recognise the additional force of ethical.

The demographic environment

People are your market, and they adjust their attitudes, perspectives, ethical
position and worldviews constantly. Whether it is caused by changing age struc-
tures, improving levels of education, newly acquired digital skills, shifting opin-
ions about ethical behaviours or increasing population diversity, your market is
always in flux.

A key force in the macro-environment that has significant impact for digital
marketing is generational difterence. Currently at one end of the consumer
generational spectrum are the group described as Millennials or ‘Generation
Y’. According to most marketing analysts, Millennials are generally regarded as
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born-to-digital customers who expect more of everything, including greater
control over their experience with products and services. At the other end of
the spectrum, the requirements of an aging population for digital products and
services are different again. For some markets, at the other end of the genera-
tional spectrum, the ‘silver surfers’ are an important growing demographic who
are affluent and digitally connected but with distinct needs and preferences
from other younger generations.

There are also those who are excluded from the digital world through a lack
of skills and limited means to access online networks. This lack of access and
skills may be a result of disadvantages including poor levels of education, unem-
ployment as well as other forms of economic or social inequality.

Understanding how your target audiences are engaging with your prod-
ucts is essential. It allows you to adapt your offering accordingly and informs
the construction of your buyer persona. This approach to market research is
called user experience testing and observation.

One example of this research approach is the way that the Royal College of
Art in the UK worked with Samsung to help older people set up a smartphone.
Their design solution emerged from co-creation sessions with older people
and resulted in the use of a hardback ‘storybook’ containing the SIM card and
battery within its pages, which guided the user through an understandable nar-
rative to set up their phone (Myerson, 2014).

The potential to draw an aging population into the digital economy sees
organisations designing their digital services to correspond with the perspec-
tives and thinking of older generations. If you can understand how your market
is engaging with your organisation and its products and services, you are in an
ideal position to better meet their needs.

The political environment

The political situation in your target market plays a role in shaping your buyer
persona. The European Union (EU) has attempted to harmonise national prac-
tices to encourage trade within Europe, but every country still has issues that
require specific consideration.

From legal regulations, such as safety, tax laws, social security expenses and
retirement age, to aspects such as privacy laws, you need to know the rules of
each country where you operate. For digital and social media marketing, the
most significant rules and regulations are connected with issues of privacy, data
collection and how customer information is used.

For example:

* In the USA, the Federal Trade Commission requires Internet businesses
to post a privacy policy that explains how the company uses any collected
personal information.

e In the UK, the Committee of Advertising Practice is regulated by the
Advertising Standards Authority, which includes general rules that state

15031-3609d-1pass-r02.indd 42 @ 1/31/2020 6:55:53 AM



Identifying business needs 43

advertising must be responsible, and must not mislead or offend, and has
specific rules that cover advertising to children and ads for specific sectors
like alcohol, gambling, motoring, health and financial products.

* The EU Consumer Rights Directive (European Commission, 2014) is
designed to protect consumers when shopping online. Prices have to be
clearly displayed and businesses have to explicitly disclose the total cost of
the product or service as well as any extra fees or delivery charges.

The political decisions of governments can also influence the access that cus-
tomers in each country have to individual digital channels. These are decisions
are often the result of social unrest or dissent. For example, in 2015 Turkey
banned user access to Twitter and YouTube after users published images of a
prosecutor held hostage by far-left militants.

The economic environment

Consideration of the economic environment includes rates of growth, inflation,
interest rates, exchange rates and the level of unemployment. Generally, during
periods of economic growth, the demand for an organisation’s products and
services will expand. Similarly, during periods of economic decline, sales will
generally decrease primarily because consumer income shrinks. Lower income
levels are also a hallmark for wider economic downturns.

Understanding the economic environment enables an organisation to posi-
tion itself, in relation to their buyer persona, with accuracy and to maximum
effect. The global scope of digital marketing tools enables an organisation to
address a changing economic situation with immediate beneficial impact. For
example, a florist based in Poland, when the economy is in a downturn, might
consider targeting the wedding market in Germany, where the economy may
be growing or at least experiencing a lesser downturn than that in Poland.

An important reason for doing an economic analysis is to understand the
impact of these forces on consumer purchasing power and the ways in which
different groups of buyers consume. A major trend in the post-2008 economic
crisis was price-conscious purchasing. Digital technologies, including the intro-
duction of fully digital supply chain management, allow dynamic pricing based
on current availability and quantity. This is a practice already used by most
airlines as well as many hotel chains and is also a key reason for the successful
business model implementations found with price comparison websites. Dur-
ing the same period, similar price-conscious purchasing was felt in high street
stores although in different ways. In the high street stores customers are freely
offered an opportunity to see the goods and try them out. The rise of ‘show-
rooming’ means that once a customer has identified the product they want
they can then go online and place an order for the same item with a cheaper
online retailer before even leaving the physical premises. Attracting and retain-
ing the price-conscious customer requires pricing strategies that bring them
longer-term economic benefits. This may come in the form of, for example,
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rewarding the return visitor, offering monthly payment schemes, 24-hour sales
or discount codes. Understanding these types of economic influences shapes
your buyer persona.

The technological environment

Consideration of the external technical environment is a key factor for digi-
tal marketing. In markets where digital penetration is high, consumers spend
more time online and willingly engage in a wide variety of activities, includ-
ing the creation of content. Consumers are generally more immersed in social
networks that, in turn, influence their purchasing behaviour. Mobile devices
also allow consumers to communicate from everywhere and to access content
in a variety of formats — video, audio, images and text. Physical location is no
longer a constraint on consuming — and online communities increasingly make
a greater impact on consumer decision making than any physical influencers.

To speak to the customer in a digital world, you need to bring value to them
in new ways, engage them with your brand and your organisation and increase
the immediacy of the exchange (see Case Study 2.1).

Case Study 2.1 Chobolabs targets hard-core
gamers using mobile devices

Established in 2011 by Bulgarians Deyan Vitanov and Petar Dobrev after
selling a successful philanthropic start-up (Vitanov, 2019).

The goal of Chobolabs was to create a platform that would keep hard-
core gamers ‘on the edge of their seat’. Passionate gamers, Vitanov and
Dobrev were frustrated by the lack of apps for their favourite games and
believed that competitive multiplayer games could become a reality on
mobile devices. Their aim was to create a ‘unicorn’ in Silicon Valley — an
innovative start-up with a market value of over $US 1 billion dollars.

Vitanov and Dobrev developed a game engine that works on all
platforms — iOS, Android, Windows and the Web. Unlike their competi-
tors, the young entrepreneurs did not copy game designs from PCs or
consoles. Their approach was based on the idea that ‘mobile demands
original thinking’ because the display is smaller and customers are accus-
tomed to using a touch screen. Aware that many hard-core gamers did not
trust the mobile multiplayer games, Vitanov and Dobrev were convinced
that mobility was a major advantage because it allows playing everywhere.

In 2014 Chobolabs attracted investors after demonstrating their
idea and a rough prototype. The company successfully completed a
$US 1.3 million round of funding to finance its first game. Chobolabs then

15031-3609d-1pass-r02.indd 44 @ 1/31/2020 6:55:53 AM



Identifying business needs 45

sought out engineering talents from all over the world, intending to cre-
ate a team of 15 developers in Bulgaria and 10 in the USA.

Chobolabs have developed the game Mayhem on top of their cross-
platform ChoboEngine, which is built around a business model that gen-
erates revenue through the sale of additional in-game items such as
weapons and clothes. The organisation is now exploring the highly prof-
itable esports industry and plans to use ChoboEngine to enter this new
expanding sector.

Sources: www.chobolabs.com and Vitanov (2019)

Digital technologies enable you to quickly and continuously connect, collab-
orate and conduct business with your customers. To get the most out of them,
you need to understand the technological environment within which your
organisation and in which your buyer persona operate.You need to understand
how your customers access the Internet, how, what and when they purchase
and the type of online experience they desire.

What works for one organisation will not necessarily work for another. For
example, apps work well for companies that have a lot of repeat business. A flo-
rist specialising in weddings is likely to only encounter their customers once or
twice in a lifetime. An app will bring little additional value to this small number
of transactions. In contrast, a florist dealing regularly with wedding planners might
find that an app can add significant value. Connecting the technological environ-
ment with the specifics of your organisation and the development of your buyer
persona will contribute, in turn, to the strategies that you employ to bring your
organisation and buyer persona closer together through the Buyer Persona Spring.

The variety of opportunities that digital technologies enable will only con-
tinue to further empower the customers by allowing the individualisation of
offerings on a global scale. This form and level of engagement will also increas-
ingly become the expected norm. By learning your customers’ online habits,
your buyer persona will become more detailed and this will, in turn, let your
organisation find new methods for appropriate engagement.

Environmental factors

Environmental factors include issues and phenomena such as climate crisis, natu-
ral resources depletion, pollution control and the generation of renewable energy.

Many organisations already use digital marketing to encourage environmen-
tally friendly behaviour and to promote their own environmental efforts. For
example, in May 2014 Unilever officially launched a digital marketing plat-
form to promote its environmental protection eftorts in China (Yining, 2014).
The ‘Small Action, Big Difterence’ campaign encouraged Chinese consumers
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to reduce energy consumption by turning off lights and printing documents
on both sides of the paper. Consumers could access their profile and see their
contributions on the popular social networks Weibo and WeChat as well as the
campaign’s official website (Yining, 2014). Glenmorangie Whiskey in Dornoch,
Scotland, sponsored a programme to regenerate a reef near its distillery by
adding 20,000 oysters to an area that had been overfished. By contributing to
improving the local environment, the regenerated reef will also help to clean
and filter waste water from the distillery itself, creating an alignment of benefit
and need for the business and the local community.

Changes in ethical, social and cultural aspects

New social and cultural trends need to be continuously scanned to align digital
marketing with the current behaviours and expectations of consumers. Social
and cultural changes can create shifts in consumer attitudes that can become
opportunities, threats or both. There are many tools to help you systemati-
cally assess ethical, social and cultural changes, including analysis services such
as Think with Google, Google Trends and SocialBakers as well as digital mar-
keting communities such as #passion4digital and businessculture.org.

Although these aspects of the external environment are closely related and
generally change at a slow pace, they are each distinct and should be considered
separately within your external analysis. Social aspects relate to the structures
that guide our day-to-day lives including our education system, management of
an organisation and the availability of public health care. Cultural aspects relate
to the common shared experiences, practices and knowledge amongst a group
of people. In traditional cultures, we describe these specific shared elements as
customs or traditions. In contemporary culture, we might similarly share a love
of football (irrespective of the team we support).

Ethical aspects of the external environment relate to the boundaries that
we collectively believe are acceptable, both socially — such as being late for a
meeting — and culturally — such as overly sharing about our personal life at
a party. Ethical boundaries shift continuously, even when social and cultural
norms may remain relatively static.

The most evident shift in ethical perspectives from a digital marketing per-
spective can be seen in the increasingly open default policies relating to the
sharing of personal information through social media channels such as Face-
book. The default privacy settings are a matter of company policy that reflect
current strategy, commercial agendas and social understandings of being a digi-
tally mature business. The willingness to accept these terms by the users of a
social network reflects prevailing ethical and cultural attitudes towards sharing
personal information.Tension, complaints or resistance all reflect the boundaries
of what is generally regarded as ethical behaviour. When legislation has been
implemented or advocated around issues of data privacy and sharing, this is a
social control introduced to match the boundaries of generally accepted ethical
behaviour and to restrict commercial activities that exceed these boundaries.
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Understanding the social, cultural and ethical environment in which you are
working will also help to define and state your own organisation’s ethical world-
view. This is an increasingly necessary expectation made by customers and is a
direct result of the increased transparency created by digital communications.

Analysing the micro-environment

Micro-environment analysis involves examining those forces that are closer
to the organisation and have a direct impact on creating and delivering
value to the customers. The micro-environment is generally easier to iden-
tify and respond to as an organisation. A popular model for studying these
forces and their impact on organisational strategies is Michael Porter’s five
forces and stakeholder analysis.

The five forces model is a framework for industry analysis that explores the
impact of 1) current competition, 2) new entrants, 3) substitutes, 4) buyers and
5) suppliers. Examining the five forces allows an organisation to clearly define
its strengths and weaknesses and to choose an appropriate strategic direction
that will lead to new positioning or the utilisation of industry change. The
impact of digital technologies can be integrated into all aspects of this classic
model (Figure 2.2).

Rivalry amongst existing competitors

As the most powerful of the five competitive forces, rivalry has a big impact on
the attractiveness and profitability of your organisation. The digital economy

Threat of Entry

Bargaining power Industry Bargaining
of suppliers Rivalry power of buyers

Threat of Substitute

Figure 2.2 Industry analysis model
Source: adapted from Porter (1979)
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tends to accelerate rivalry but simultaneously ofters ways of gaining a competitive
advantage through differentiation, tailored ofterings and individual customisa-
tion. By understanding the strengths and weaknesses of your major competitors,
you also learn how your organisation can gain a competitive advantage.

A well-known example of this assessment and response to rivalry is AirBnB.
AirBnB offers an accommodation service by building a ‘platform of trust’
that allows property owners to rent out spare rooms, homes, castles or yurts.
Technology — in the form of the organisation’s app and website — connects
prospective renters to every property owner directly. AirBnB’s founders realised
that if the system is trusted, it will match accommodation needs and opportuni-
ties in a way previously only possible through family and friends and on a scale
not possible without digital technologies.

The example of AirBnB takes advantage of holiday accommodation provided
by ‘friends and family’ to the next level by using digital channels and, as a result,
introduces a significant rivalry to the traditional hospitality industry. One of the
major successes for the organisation occurred during the 2014 World Cup, when
120,000 people stayed in Brazilian homes by using AirBnDB instead of using con-
ventional hotels. A similar business model could be implemented in a variety of
situations, including the childcare example of Yoopies (Case Study 2.2).

Case Study 2.2 Yoopies. Digital intermediary
for quality childcare

Established in 2012, Yoopies is a social platform that allows parents to
easily find a babysitter, tutoring, house keeping, pet sitting and senior
care. It was created by Benjamin Suchar after he saw the problems his
sisters and friends were experiencing finding a reliable babysitter.

Yoopies promotes its services through social networks, search engine
optimisation (SEO) and search engine marketing (SEM) and word of
mouth. The target market for the company is urban parents. According to
its founder, the major differentiators between Yoopies and its competitors
are the quality of profiles and the parents’ network.

Yoopies enables parents to find the perfect babysitter according to
50 criteria including availability, distance, experience and qualifications.
The company certifies babysitters by checking their ID and their quali-
fications and by conducting a personal interview with every babysitter
that is certified. Parents can search for recommendations and reviews of
trustworthy babysitters in their network of friends and family. By linking
their Facebook account to their Yoopies account, parents can develop
their network and receive more feedback and comments on babysitters
(Cymerman and Suchar, 2013).
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Yoopies’ business model requires parents to subscribe to the website.
The first contact with a babysitter is free. The subscription starts at €4.90
per month for an annual subscription and €9.90 for a monthly subscrip-
tion to access all contacts in unlimited ways. The company offers pref-
erential rates on products, services and activities related to children for
their premium subscribers (https://yoopies.fr/).

After only 18 months, Yoopies became the leading childcare pro-
vider in France, with a double-digit monthly growth. In four years, it had
expanded to eight European countries (France, Spain, Italy, Belgium,
Switzerland, Australia, Germany and the UK), and by the end of 2015
the company had ten employees.

The goal of Yoopies is to become the European leader in linking home
services that are based on trust (Boogar, 2014). In 2014 the company
acquired Yokoro, a marketplace for homecare services including babysit-
ting, cleaning, tutoring and personal assistance.

Source: Boogar, 2014

The threat of new entrants

The threat of new organisations entering the industry is high when the barriers
to entry are low. This is especially relevant when digital technologies can con-
stantly disrupt established business models by allowing new types of competitors
to appear. The example of AirBnB is only one example of many organisations
that have successtully entered a new market where the barrier to entry was low.

An example of a disruptive technology-based ‘new entrant’ is the Estonian
peer-to-peer money transfer service TransferWise. Regarded as one of Europe’s
digital icons, the company built a web platform that lets customers transfer
money quickly and at less cost than any of its traditional competitors, particu-

larly high street banks.

The threat of substitute products and services

A substitute has the same, or very similar, function to your existing product
or service but it is presented or performed in a different way. The readiness
of customers to buy substitutes on the basis of a benefit or quality-to-price
ratio determines the degree of risk posed to your own products and services.
It is easy to overlook the threat of substitutes when they appear from a dif-
ferent industry or when the threat is based on a new technology. Many large
organisations have fallen victim to substitutions that have emerged from new
business models that are built on digital technologies. A relevant example is the
interrelated functions of smartphones and cameras. Smartphones decrease the
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appeal of low-end digital cameras and cheap video cameras. However, at the
prestige end of the market, high-end digital SLR cameras still attract consumers
who are eager to capture professional-quality images and video not possible on
consumer-grade mobile phones.

The substitution to the photography industry is a result of mobiles being —
as the MIT Technology Review says — ‘the Swiss Army knives of consumer
electronics’ that perform decently on many tasks. The ubiquity, ease of use and
extensibility — through the use of apps — of smartphones oftered a substitute
product for low-end cameras that effectively destroyed the market for these
single-purpose devices.

The bargaining power of suppliers

Suppliers are an essential contributor to the success of your organisation. A sup-
plier’s power can manifest itself through access to limited resources or through
the capital requirements and ongoing costs of switching to another supplier. In
the digital economy, the power of many traditional suppliers decreases as new
options emerge and as supply requirements change. Suppliers also appear that
offer new but essential goods and services, such as providers of the data stor-
age, connectivity, sensors and embedded operating systems that all form the
potential basis for new data-driven services for your organisation or for your
customers and their product experience.

As a contemporary example, in the search industry, Google now dominates
the supply of website visitors through the provision of search results. The rela-
tionships with end users and their knowledge of consumers’ product usage are
the basis for their business power (Porter and Heppelmann, 2014).

Another recent example of a change in suppliers’ services are massive open
online courses (MOOC:s), which offer global access to university courses for a
virtually unlimited number of students. Traditionally and in contrast, the choice
of a higher education provider is geographically constrained, except for the
most wealthy.

The bargaining power of buyers

Buyers can exert influence and control over an industry when there is little prod-
uct differentiation and substitutes can be easily found. This circumstance particu-
larly applies to products and services when buyers are price-sensitive and where
switching does not result in significant cost to the customer. Digital technologies
have the capacity to increase or decrease the bargaining power of buyers.
Digital technologies empower customers by making them more informed,
allowing them to easily compare the benefits and prices of products and ser-
vices, communicate through different channels, share information and partici-
pate together in company processes like new product development (see Case
Study 2.3). Digital technologies also allow producers to ‘disintermediate’ — to
remove intermediaries who increase the price of a product or a service as a
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result of increased transaction costs. Reducing the length of supply chains and
precisely targeting the buyer persona are key strategies of a digitally mature
business that are bringing major change within most industries (Gielens and
Steenkamp, 2019).

Case Study 2.3 LEGO®. Ideas innovation
and crowdsourcing re-energised the company

In the 1990s and early 2000s, as children started to prefer video games
and computers to plastic blocks, LEGO was close to bankruptcy.

Their solution was the implementation of open innovation and crowd-
sourcing. In 2008 LEGO launched the online platform LEGO Cuusoo,
allowing LEGO fans to become actively involved in the new product
development process, both in the idea generation and the screening.

With LEGO Cuusoo, users could produce a page describing their new
concept and then share it with others to elicit their reactions. LEGO fans
could collaborate with others on LEGO projects. The LEGO Review
Board, composed of designers, product managers and other key team
members, would evaluate projects that reached 10,000 supporters
for playability, safety and fit with the LEGO brand, and winners would
receive 1 per cent of the total net sales of the product.

One of the first products based on this open innovation and crowd-
sourcing was the Hayabusa 369-piece building set, a model of the world’s
first mission probe to collect samples from the surface of an asteroid and
return them to Earth.

At the end of April 2014, LEGO renamed the platform LEGO Ideas
and continues to encourage fans to submit ‘projects’.

Between 2011 and 2019 LEGO Ideas has released 26 sets with a fur-
ther 29 sets announced. The majority of the released sets relate to televi-
sion or film franchises including Doctor Who, Ghostbusters, Adventure
Time and Tron. LEGO has subsequently cross-licensed the released
sets to populate its toys-to-life platform game LEGO Dimensions.

Sources: Mejia (2014) and Ideaconnection (2013)

By understanding the external and internal situation of your organisation,
you have already filled in some key aspects of your Buyer Persona Spring (Fig-
ure 2.3). With this recognition, you are also in a position to recognise exter-
nal organisations that can support the development and achievement of your
strategy.
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Marketing intermediaries

Marketing intermediaries include resellers, physical distribution firms, market-
ing services agencies and financial intermediaries. Intermediaries help your
organisation research the market and promote, sell and distribute your products
and services to your buyer persona.

Financial intermediaries include banks and insurance companies. Increas-
ingly, services and interactions in this sector are mediated through digital tech-
nologies (see Case Study 2.4).

Intermediaries reduce the need for your organisation to try to do everything.
The disruptive organisational environment enabled by the digital economy
requires new technologies to be implemented quickly and demands new types
of business service providers. Most organisations do not have sufticient internal
resources to manage the demands of rapid change.

When a business is actively investing in building its necessary digital capa-
bilities and skills, it also runs the risk of wasting its investment when it tries
to accomplish everything by itself (May and Fersht, 2014). To avoid this, large
companies like Procter & Gamble, Mondelez and Unilever use mobile and
social start-ups as well as technology vendors to enrich their marketing strate-
gles with creative energy.

Case Study 2.4 Talkwalker. Marketing intermediary

Luxembourg-based Talkwalker is a marketing intermediary that helps
companies track and optimise their social performance.

Established in 2009 by young engineers, Talkwalker is an easy-to-use,
powerful social media search, analytics, measurement and monitoring
engine. According to its Twitter certification page, Talkwalker is used by
companies ‘to find key influencers, top conversations, trending topics,
for risk management, business intelligence and measuring the effective-
ness of social campaigns and presence (187 languages)’. Talkwalker
currently has over 200 employees and offices in Luxembourg, New York,
San Francisco, Singapore and Frankfurt.

The company offers a platform for a variety of analytical insights online
(www.talkwalker.com). Its search index covers 150 million sources. The
algorithm makes it possible to analyse and interpret any website. Carson
(2014) explains that Talkwalker can pull in information from customer
reviews on Amazon even though the structure of the website is quite
complex. The services of this intermediary include listening, sentiment
analysis, analytics and insight, mention alerts and many other features
that allow companies to get a full picture of the brand and its competitors
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online. The analysis offered by Talkwalker even covers less popular
social networks. The company integrates these results and then makes
the results available to all clients.

The company received buzz in the marketspace for Talkwalker Alerts,
which allow a high level of customisation and which are fast emerging as
a reliable alternative to Google Alerts.

The approach the company has chosen is to keep the simplicity of
the platform while adding features. The approach has been recognised
through awards including “Best Use of Al in Marketing Technology” and
“Best in Innovation” at the 2018 Social Tools Summit.

Sources: Carson (2014), Price (2013) and Talkwalker (2014, 2019)

Utilising marketing intermediaries is also your route to apply the advice
and guidance found in this book from a do-it-yourself*kitchen table’approach
to being a professional service. The principles and concepts outlined in all
of the chapters can be applied directly by your own organisation — if you
are small or if you have your own marketing department — or separately —
under your instruction — by a marketing company, once you have grown
big enough.

Consumer movements

Consumer movements unite consumers to protect their rights. Digital tech-
nologies are democratising consumer movements by blurring the difference
between an expert and an ordinary consumer with in-depth knowledge. Digi-
tal technologies allow individual consumers to communicate with any organi-
sation and enables them to have continuous access to company information.
Marketing management increasingly requires recognition that the power held
by consumer movements and online brand communities is an opportunity to
create new product offerings to meet the needs of what can become emerging
market segments (Jobber and Ellis-Chadwick, 2012).

2.3 The practicalities: identifying micro- and
macro-conditions

After exploring the external environment, it will be clear that there are
many opportunities for your organisation. Determining what your next
steps will be requires an internal analysis of your organisation, to connect
the potentials of external opportunities with the existing strengths of your
organisation.
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Internal analysis

Right now, your organisation has both tangible and intangible assets that you
can apply to digital solutions. Your tangible assets might include equipment,
cash availability and human resources each with their own particular knowl-
edge and skills. Your intangible resources might include intellectual property
rights, tacit embedded knowledge, brand equity or reputation.

When your resources are integrated and organised to perform effectively and
efficiently, they become capabilities. Your core capabilities will be unique and
will differentiate your organisation from your competitors.

To start your internal analysis, you need to identify the strengths and weaknesses
of your current business model and business strategy and then decide what needs
to be adjusted or changed to align with the identified opportunities and threats.

Business model and business strategy

The terms ‘business model” and ‘business strategy’ are often used interchange-
ably without distinction. Your business model is the way your organisation cre-
ates and offers value to your customers.Your business strategy represents all the
methods your organisation uses to realise that business model. There are many
organisations that operate the same business model but their strategies vary
significantly.

An example in the digital domain is the difference amongst VKontakte,
WeChat and Facebook. Each organisation employs the same business model —
they are social network brokers that facilitate personal connections amongst
users. The major source of revenue for these brokers is the sale of advertising
space targeted to users’ interests.

However, the strategic approach each company took was different. Face-
book started with a US-based university audience and then opened its mem-
bership to everyone, offering flexibility for the users to define their own
communities. Facebook became a leading global network in the English-
speaking world. In contrast,VKontakte in Russia and WeChat in China focused
on a sense of identity offered by specific language communities. WeChat had a
further advantage of being available inside China’s censorship wall and focused
on the specific needs of the Chinese social networking community.

Digital health check

A digital health check determines how eftectively your organisation is using
digital technology. The health check consists of a list of questions concerning
digital business and marketing performance:

*  Digital thinking —What managerial support is in place to increase the digi-
tal maturity of the organisation? To what extent is digital technology an
aspect of daily work? Where and to what extent 1s digital technology used
in marketing communications channels?
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*  Digital infrastructure — What hardware and software are in place? Are there
organisational guidelines, policies and processes to support digital projects?
Does your organisation have a digital strategy?

*  Digital tools — What provision is there to create and support digital teams,
projects and training?

*  Digital decision investment — How much investment is required for
your organisation’s digital and social media marketing to achieve its
objectives?

A digital health check can tell you which level of the Digital Business Matu-
rity Model your company is at currently and also what is needed to achieve
the next level (Fletcher, 2014). A marketing-led approach to increasing digital
maturity will take your organisation towards a wider and more complete busi-
ness transformation.

There are two major characteristics which organisations that have trans-
formed and reached high levels of digital maturity have in common: a prepar-
edness to invest in digital initiatives and senior leadership with a clear vision
that engages the whole organisation and sustains the transformation.

High-tech companies are some of the most mature digital companies, while
others such as the pharmaceutical, healthcare and hospitality industries are just
beginning their journey towards digital maturity (Westerman et al., 2013).

Value stream mapping

Value stream mapping is a diagnostic tool for analysing the value created by an
organisation and how it delivers value to customers. Traditionally, this is a tech-
nique used in manufacturing facilities and supply chains, but it is now increas-
ingly applied more widely across the service industries.

To begin, the organisation selects a process and breaks it down into a
series of discrete steps. Within every process there are some steps that add
value and some that do not. Both cost money and time. The steps that
produce waste or do not add value are then examined in order to make
improvements.

Value stream mapping conducted by the Boston Consulting Group on
digital advertising agencies found that 80 per cent of the time was spent on
non-productive activities, while only the remaining 20 per cent was spent
on activities that were seen as adding value, such as strategic targeting, data-
driven innovation and performance optimisation. In response to these results,
organisations involved in the study deployed a unified technology platform
that provided a single user interface that assisted in eliminating wasteful
processes.

Collaborations and partnerships with technology providers, advertisers and
media owners can similarly decrease unproductive internal activities.
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Strengths, weaknesses, opportunities and threats (SWOT) analysis

External and internal data can be used to conduct a SWOT analysis (Table 2.1).

The opportunities presented through digital technologies can be over-
whelming for many organisations. A SWOT analysis can manage overall digital
transformation as a prioritised list of discrete projects.

A SWOT analysis enables you to make a comprehensive list of all the inter-
nal strengths and weaknesses in conjunction with external opportunities and
threats. This enables your strategic planning to be based on informed decisions
that increase your strengths, reduce your weaknesses, capitalise on opportunities
and mitigate threats.

For example, the strengths of your organisation may include your brand
value, highly qualified digital marketing staff, excellent quality of products and
services, large followings on social media channels and a diverse range of buyer
personas. Weaknesses may include small followings on targeted social media
platforms such as Facebook, inconsistent use of Instagram, poor user experi-
ence on your website with a related high bounce rate, poor customer reviews
on social media, products that do not deliver value for money and don't align
with the needs of your buyer personas or content marketing that is not suitable
for the buyer persona being targeted. Opportunities may include partnerships
with other organisations, social media channels that are not currently being
utilised, new products that can deliver high levels of customer service and inte-
grated social communications that streamline the buyer persona’s experience.
Threats may come from competitors using apps and technologies that are supe-
rior to your own, content marketing from competitors that is more engaging,
lower-priced products and negative customer reviews on social media channels
(Table 2.2)

Responses to your SWOT are developed through specific projects or cam-
paigns that address each identified challenge. For example, if there is a new
technology identified as an opportunity, its implementation within your organ-
isation would become a project commencing with feasibility testing. A SWOT
analysis can also be undertaken on competitors to identify areas where your
organisation could gain further competitive advantage (Table 2.3).

With a completed SWOT analysis, you have the basis for the development
of a digital strategy. A successful digital strategy will not solely be the imple-
mentation of a set of digital tools working in isolation from one another, but

Table 2.1 The SWOT matrix

SWOT analysis Positive factors Negative factors
Internal factors Strengths Weaknesses
External factors Opportunities Threats
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Table 2.2 A digital marketing SWOT analysis

Strengths

Brand value

Highly qualified digital marketing staft
Excellent quality of products and services
Large followings on social media
channels

A diverse range of buyer personas

Opportunities

Partnerships with other organisations
Social media channels that are not
currently being utilised

New products that can deliver high levels
of customer service

Integrated social communications that
streamline the buyer persona’s experience

Weaknesses

Small followings on targeted social media
platforms such as Facebook

Inconsistent use of Instagram

Poor user experience on website with a
related high bounce rate

Poor customer reviews on social media
Products do not deliver value for money
Products don't align with the needs of
buyer personas

Content marketing is not suitable for the
buyer persona being targeted

Threats

Competitors using apps and technologies
that are superior to own

Content marketing from competitors that
is more engaging

Lower-priced products

Negative customer reviews on social
media channels

Table 2.3 Simplified SWOT analysis of an e-commerce website

SWOT analysis Positive factors Negative factors

Internal factors
External factors

High-quality content
New markets

Not mobile-friendly
New e-commerce technology

rather a set of processes, tools and communications that work towards common
organisational objectives.

Combining these elements of your SWOT analysis, some strategic options
might be to improve market penetration by implementing full mobile support
for the current customers or to enter new markets with customised content and
easier checkout processes.

After having completed and interpreted your SWOT analysis, your organi-
sation needs to determine a digital marketing strategy. One way of planning
this is to use the Business Model Canvas, which will emphasise how to best take
advantage of the business environment.

Ansoff matrix

Analysis of your own organisation’s current situation, and the impact of the
ever-changing external environment, provides the foundation for developing
your own organisation’s digital maturity. Both the PESTLE analysis and the
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Table 2.4 The Ansoff matrix

Ansoff matrix Existing products New products
Existing markets Market penetration Product development
New markets Market development Diversity

SWOT analysis let you examine the opportunities and prospective future direc-
tion for your organisation. Arguably, the most widely used strategic framework
for assessing new opportunities is the Ansoff matrix (Ansoff, 1957) (Table 2.4).
The Ansoft matrix is based on identification of product and market opportuni-
ties that are both existing and new. The Ansoft matrix produces a visual assess-
ment of the four possible combinations that can then be used to determine
potential strategic directions for the organisation.

Each quadrant in the Ansoff matrix provides direct guidance for subsequent
strategic decision making:

*  Market penetration decision — continue to perform in an existing market
with an existing product, e.g. opening e-commerce channels to sell existing
products.

*  Market development decision — access new market segments with exist-
ing products, e.g. localised e-commerce website delivered in several lan-
guages to reach consumers in other countries or using other platforms
such as eBay or Amazon to offer products through other channels.

*  Product development decision — establish new products or services and
offer them to an existing market, e.g. create a product information service
for your specific market sector that provides answers in real time.

*  Diversification decision — create new products that are offered to new markets,
e.g. a customised market comparison service for new international markets.

The Ansoff matrix guides organisational strategic planning and decision mak-
ing by disentangling the complexity of prospective future business directions
in a highly structured way. The Ansoft matrix, however, provides no further
guidance as to how to set out your objectives or to measure the success of your
strategic decisions.To capture these aspects of your planning, a continuous pro-
cess of planning, action, monitoring and evaluation is required and is explained
in Section 2.4 of this chapter.

Business Model Canvas

Digitally mature business models challenge more traditional business mod-
els in three ways: ‘ownership” of the consumer experience; business process
consistency across all channels; and the use of customer data across the entire
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Figure 2.4 Business Model Canvas adapted after Osterwalder and Pigneur, 2010

organisation (Weill and Woerner, 2013). New business models focus on three
core principles:

*  The content — what product, for which market, with what technologies.

*  The experience — empowered customers can co-create products, sharing
information while also requiring more of everything.

*  The platform — the technologies that enable access to each of your prod-
ucts and services.

One of the most popular contemporary frameworks for the development of

a business model is Osterwalder’s Business Model Canvas (Osterwalder and

Pigneur, 2010), which helps your organisation align activities and to look for

new areas of growth. Osterwalder’s Business Model Canvas consists of nine

building blocks that produce a snapshot of the business model in a single artefact

and focuses on interactions rather than a specific product or service (Figure 2.4).
The nine building blocks for Osterwalder’s Business Model Canvas are:

*  Customer segments.Who are the individuals and the organisations for which
you create value?

*  Value proposition for the customer segments. What are the products and ser-
vices that you offer to those customers? Which problem does your product
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solve? What benefits are provided? What is the minimum viable product —
the core features that allow the product to be deployed?

o Channels through which the organisation reaches its customers.What are the touch-
points through which your organisation interacts with customers? What
kind of channels does your organisation use? Which are the best and the
most cost-efficient ones? Do these channels correspond to customer needs?

*  Customer relationships. In what ways do you acquire customers? What is the
cost for your organisation to get and keep customers?

e Revenue streams. How does your organisation capture value? What is your
pricing strategy?

o Key resources needed. What infrastructure allows your company to develop,
deliver and capture value? What are the key resources needed for your dis-
tribution channels, customer relationships and revenue streams?

*  Key activities. Which activities allow your organisation to create value? What
are your key activities within distribution channels, customer relationships
and revenue streams?

*  Key partners. Who helps your organisation? Which partners and suppliers
provide resources and activities that are important for your organisation?

o The cost structure of the business. Which cost elements in your organisation are
connected with activities and resources? Which resources or activities are
the most expensive?

The building blocks of your Business Model Canvas are the synthesis of your
previous analysis of external and internal factors. Completing the canvas will
engage many people in your organisation (or all of them if you are a small
organisation) and will be a dynamic process. A completed Business Model Can-
vas also provides key information for identifying the elements in your Buyer
Persona Spring (Figure 2.5).

2.4 Digital marketing and action learning

This book applies the well-established concepts of action learning to under-
stand digital marketing as a business activity that must be constantly evaluated
and maintained. Using an iterative cycle of activity is a principle that is tightly
embedded in the Buyer Persona Spring. This means that your organisation’s
digital marketing plans can be strategically committed to and then broken
down into discrete time-constrained campaigns. Each of these campaigns is a
project that has its own indicators of success. The four stages of action learning
allow you to systematically undertake your digital activities in a way that can be
managed and assessed. These are the four stages of planning, action, monitoring
and evaluation:

1 Planning — at the outset, your organisation uses market research to inform

the structure and purpose of a campaign and plan a start and end date.
Key activities are defined, including the channels that will be used, and
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how these activities will be tracked is set out. The objectives of the cam-
paign are specified, and the manner by which these will be measured and
evaluated is identified at the same time. How campaign success will be
evidenced is made clear with the definition of key performance indicators
(KPIs).

2 Action — the activities are implemented based on the plan.

3 Monitoring — feedback from the action is captured. The already defined
indicators of success are observed for the campaign. These indicators could
take many forms, for example, the total number of visitors, completed
actions or closed sales. Other indicators might include positive or negative
comments from buyers and visitors.

4 Evaluation — based on the agreed KPIs and the feedback data that has been
captured, consideration is then given to what should be stopped, modified,
amplified or continued as an activity.

This cycle of planning, action, monitoring and evaluation is repeated con-
tinuously. The process is systematic, with the primary objective of improving
the engagement, communication and interaction with the buyer persona. The
activity that is undertaken to achieve this objective is done in ways that can be
evidenced, are measurable and most importantly are positive and that produce
value for the organisation and the consumer.

2.5 Summary

Identifying the long-term vision of where you want your organisation to be
and breaking down this vision into manageable projects allows you to create
a managed pathway to long-term success. Continuously using market research
and staying updated on the shifting external environment will enable your
organisation to create a productive internal learning culture that encourages
proactive relevant and sustainable innovation. The methodical approaches to
planning and organising described in this chapter make it is easier for multiple
stakeholders in your organisation to share a consistent vision and to achieve
clearly defined strategic goals.

Techniques such as value stream mapping allow an organisation to evaluate
the day-to-day operation of an organisation from a customer perspective. With
this technique, you can identify the individual activities that add wvalue, for
which customers, and see how these activities could be improved.

While digital technologies ofter you a confusing multitude of ways in which
you can engage with your customers, the opportunity to use these technologies
alone is not enough justification to deploy them in your organisation. Only by
identifying the overall key priorities for your organisation are you able to pri-
oritise investment in individual technologies. By taking a continuously iterative
action research approach to planning and evaluating your organisation’s activi-
ties, you will succeed (Figure 2.6).
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Building your digital
marketing strategy
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3 Understanding your buyer
persona

Ana Cruz and Stelios Karatzas

3.0 Learning objectives

In this chapter you will learn how to:

* identify online consumer behaviour;

* develop a buyer persona for a variety of sectors;

* map a customer journey through to online purchase;

»  find digital ‘trust touchpoints’ and ‘pain touchpoints’; and

* recognise the importance of ethically and morally driven consumer
behaviour.

3.1 Understanding the buyer persona

The theory, application and development of a buyer persona will be covered
in depth in this chapter. It will provide you with the insight and practical tools
needed to develop robust buyer personas that achieve organizational objectives
in a variety of sectors.

The buyer persona is a representation of your customer that is based on your
market research data or science fiction prototyping. It conventionally includes
demographics, locations, national and regional culture, socio-economic back-
ground, average order value, decision making patterns, their ‘pain touchpoints’
and corresponding ‘trust touchpoints’, the keywords they might use on search
engines and social networks that they might engage with, and other informa-
tion that assists in focus content towards their needs.

The buyer persona is also referred to as a marketing, user, customer or audi-
ence persona. The development of buyer personas guides decisions about prod-
uct offering, value proposition, service, interaction and the customer’s journey
towards purchase (or repeat purchases). Market research and data about exist-
ing customers provide useful insight, but this data is usually abstract, in that it
identifies key demographic attributes such as age, gender and location. The use
of buyer personas goes further by placing a personal and human story around
the individuals you are aiming to engage with and influence. These could be
customers, potential donors or sponsors. This provides a focus for defining the
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Table 3.1 Examples of sectors where buyer personas can be applied

Sector Definition and differences Examples

c2C Individuals connect to do business eBay, Etsy, Amazon
with one another. Main forms of’
C2C platforms are classified ads and

auctions.

B2C Organisations selling or offering Nike, Coca-Cola, Apple, Amazon,
products and services directly to a florist shop
consumers.

B2B Selling products and services to other Herman Miller (office furniture),
businesses. The decision making Mailchimp (marketing
process can be more complex, of automation platform), Buro
higher value and may take more time Happold (engineering services)
than in B2C sectors.

Non-profit Revenues are used to pursue the Metropolitan Museum of Art,
organisation’s objectives and to keep TED, The Red Cross, Creative
it running. Not all non-profits are Commons, UNICEE, United
charities. Nations Human Rights

Charity Organisation with philanthropic goals ~ Breast Cancer Research
that aims to improve the quality of Foundation, Save the Children,
life for its community of interest and The Rotary Foundation

beyond. All charities are non-profits.

Sources: Investopedia (2019); Rivera (2019); Forester (2019); Top Non Profits (2019)

marketing content that is required, as well as the tone, style and delivery (or
channel) strategy for that content.

Building a buyer persona is key to designing your digital marketing strategy
so that you can efficiently reach those who are most receptive and more likely
to become long-term customers, advocates and influencers. The buyer personas
developed here are versatile and can be applied in a wide variety of contexts
including consumer-to-consumer (C2C), business-to-consumer (B2C) and
business-to-business (B2B). It also applies to sectors where buying or profit
motives may not be the ultimate goals e.g. non-profit, charity or behavio-
ral change campaigns. Some of these sectors have key perspective differences
(Table 3.1). However, defining relevant buyer personas still applies when devel-
oping effective digital marketing strategies.

Behavioural change campaigns are not a sector in the same sense but are an
area where buyer personas can also be effectively applied to influence behav-
iour. These types of campaigns aim to prompt “ordinary people”, as well as
those in positions of authority, to improve their knowledge, change their atti-
tudes and improve their practice related to a particular issue (UN Women,
2019). Examples include stopping smoking, wearing seat belts, recycling more
and wasting fewer resources. Specific recent campaigns in the UK include, for
example, Love Food Hate Waste, Love Your Clothes and Recycle Now (WRAP,
2019) (Figure 3.1).

15031-3609d-1pass-r02.indd 70 @ 1/31/2020 6:55:54 AM



Understanding your buyer persona 71

LOVE
FOOD

hate waste

CLOTHES

G recycle

Figure 3.1 Behavioural campaign examples

Source: Waste Resource and Action Programme (WRAP, 2019)

3.2 Building buyer personas

A marketing first approach to digital marketing requires a strong understanding
of your target audience. The target audience could be direct customers, sup-
porters, donors or groups of individuals who you are aiming to influence. The
buyer persona recognizes that you are not just speaking on a one-to-one indi-
vidual basis with each individual but instead are speaking to a broader grouping
of people who share similar qualities, attributes and attitudes. From this point
of view, building a buyer persona needs market segmentation. The process of
segmentation involves dividing a market into groups who based on similar
characteristics. Market segmentation lets you identify the most valuable groups
and aids in better understanding your target audience’s needs and motivations
(Table 3.2).

By being specific about the categories that you want to work with, you can
then focus on defining your primary target market through the creation of a
buyer persona.
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Table 3.2 Market segmentation variables

Category Description Examples
Consumer  Demographics Segmentation based on Age
markets the characteristics of the Gender
population Social class
Ethnic group
Generation
Income
Family life cycle (e.g. married
with no children)
Geographic Segmentation based on the Region: by country, continent,
geographical location of  state
the population Population density: urban,
suburban, rural
Psychological =~ Group segments according Lifestyle
to their lifestyle, Activities, interests, opinions
activities, interests and ~ Personality
opinions
Behavioural Segmentation based Benefits sought
on actual consumer Brand loyalty
behaviour towards Usage (light vs heavy)
products and brands User status (potential, first time,
regular)
Readiness to buy
B2B markets Geographic Segmentation based on Cluster geographically as
the location. Important, companies may have similar
as shipping costs may needs
have an impact on
pricing and purchasing
behaviour
Company type Segmentation based on Company size (turnover and
factors with potential headcount)
impact on purchasing Industry (e.g. services)
behaviour Decision making unit (people
involved in purchasing and
decision making)
Purchasing criteria
Behavioural Similar to consumer Usage (light vs heavy)

behavioural
segmentation in
consumer markets.
Purchasing procedures
may also be worth
considering

User status (potential, first time,
regular)

Readiness to buy

Purchasing procedures (e.g.
tenders, negotiations)

There are a variety of approaches to developing buyer personas includ-
ing science fiction prototyping and data-driven. The most commonly used
and evidenced approach is data-driven — it is based on market research and
real data drawn from your customers. Factual information that will help to
develop your buyer persona can be found through analysing Google Trends,
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Google Analytics Audience data, CRM data or other platforms such as Fol-
lowerwonk. Users of Chinese search engines can be profiled through Baidu
and popular social networks such as WeChat. This factual information defines
the most measurable aspects of your buyer persona including age, gender and
geographic location. By conducting market research such as focus groups
and interviews with your existing customers, more qualitative and subjective
details can also be added to the story of your buyer persona, including aspects
of their behaviour.

A science fiction prototyping approach to buyer persona development is
based on the idea that some services and products cannot be solely predicted
by evaluation of past behaviours. Many science fiction stories and films have
influenced the technology that we now take for granted. Star Trek presented the
communicator as inspiration for the smartphone that became a mini computer
that manages half of your life and occasionally takes phone calls too. If your
brand wants to lead in a new market or entirely disrupt an existing market,
a science fiction prototyping—based buyer persona develops this opportunity.
Companies such as Intel and Autodesk use science fiction prototyping to pre-
dict what their future could be, and this has helped their developers to produce
solutions that are not found with their competitors.

Development of your buyer persona is an iterative process. As each new
detail is added to the story, new questions raise the need for further details to
ensure that the overall story remains coherent and consistent. As you bring the
elements of the story of your buyer persona together, it may also become neces-
sary to bridge the gaps of your current knowledge. Linking the details together
will help everyone in your organisation understand and recognise the buyer
persona. Even if these linkages must contain elements of fiction, they should
be informed by insight and data based on a ‘best guess’ of your buyer persona
that comes from knowledge of your existing customers and not be built on an
unrealistic fantasy customer or internal assumptions. For the data-driven buyer
persona, the process of creation might involve an annual customer profiling
survey to see whether the pain and trust touchpoints have evolved, how and, if
possible, why.

Data and market insight gives shape to your buyer persona. The details
to consider to define your buyer persona can be categorised systematically
(Table 3.3)

Creating a buyer persona allows you to think about your target audience
as real people by presenting a more personal dimension. This can be fur-
ther enhanced with a visual representation of the buyer persona (Figure 3.2).
A London-based florist might identify Shanghai-based Nigel Bloom as a buyer
persona. This buyer persona is built around a target of gaining new consumers
globally (B2C).

For the same florist, creating a B2B buyer persona also benefits from a similar
attention to detail (Figure 3.3). Lucy Bels is a wedding planner sourcing wed-
ding flowers. Comparing the information and channels of the B2C and B2B
shows that the two buyer personas are different and will require difterent kinds
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Table 3.3 Defining your buyer persona

Element Content

Who A short biography of your ideal buyer persona, including where
they work, their personality, their responsibilities, what they are
motivated by and their commitments to family and friends. For
B2B relationships, this includes identification of all the stakeholders
involved in making the collective purchase decisions for
procurement related to your brand.

What Buyer persona’s goals in relation to the products or services they are
looking for

Where Places where buyer persona spends their time both online and offline

Content Types of content that your buyer persona prefers and what their key
influencers could be in these areas

Channels Social networks and other channels that your buyer persona prefers to
access and uses regularly

Pain The problems that the buyer persona faces, which some of your

touchpoints brands’ products and services can resolve

Trust These are the perceived solutions for each pain touchpoint. These are

touchpoints defined by the buyer persona and are not necessarily the correct or
the best solution. These are the perceived solutions that the buyer
persona trusts.

Role Identify the role of your buyer persona in a decision making unit
(DMU) if this is relevant or as a purchaser, user, customer, consumer,
influencer or a combination.

‘They say’ Use quotes from your buyer persona to make them come alive.

‘We say’ Use sample quotes of the messages that you might send to your buyer
persona in your communications.

Keywords What are the keywords and phrases that you will associate with your

Average order
value

buyer persona?

Total revenue divided by the number of orders. This indicates
the potential ROI (return on investment) for each individual
engagement.

of messages to be conveyed by the florist through difterent channels. The aver-
age order value will be different and allows the organisation to set their priori-
ties based on expected (or needed) ROI. For example, as a B2B buyer persona
Lucy Bels will be more likely to place orders more regularly that each will be
of a higher value than any single direct consumer order. However, on balance,
there will be many more orders from many different individual consumers
generated through the B2C buyer persona.

Several websites and apps such as Xtensio and Hubspot provide buyer per-
sona templates that can be tailored with the dimensions suggested in Table 3.2
to provide a compact visualisation of your buyer persona. Alternatively, you
can also create a visual representation as a simple Microsoft PowerPoint slide.
The technology that is used is trivial; the important point is to maintain sight
on your buyer persona when creating content and selecting relevant channels.
Some creative agencies go so far as to print their buyer persona visualisations
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into full-sized person cardboard cutouts and have them handy when they are
selecting channels and creating content.

3.3 Buyer persona’s roles

In the Buyer Persona Spring, there is an emphasis on identifying the roles that
your buyer persona plays in relation to your organisation and your products
and services. There is a complex interaction amongst being a consumer, a buyer
or customer and an influencer for products and services. Your buyer persona is
a user of the Internet, with all of the competing opportunities that this access
brings, as well as the potential for being an influencer to other consumers and
customers for your brand, for example, by recommending to others through
positive online reviews. This complexity of personal circumstances is what you
are navigating in creating a comprehensive description of your buyer persona
(Figure 3.4).

It may appear sensible to shape the story of a single buyer persona who is
located right at the centre of this complexity (Figure 3.5). This most obvious
target for your attention is not always directly identifiable and may not always
bring the best return on your investment. Your organisation must then recog-
nise the need for two or more buyer personas that specifically speak to difterent
combinations of this intersecting complexity (Figure 3.6).

Consumers Customers

Consumer Customer

Your Buyer Persona

Figure 3.4 The buyer persona
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Consumers Customers

Consumer Customer

Figure 3.5 The single cover-all buyer persona at the intersection of users, influencers, con-
sumers and customers

The earlier example of a London-based florist uses two buyer personas: one
focusing on consumers (Nigel Bloom) and one focusing on a B2B relationship
(Lucy Bels — wedding planner). The example of Help Scout shows how a soft-
ware company might use two buyer personas to target their marketing actions
more effectively (Case 3.1).

Case Study 3.1 Help Scout gets to know its
buyer personas

Software company Help Scout has two different buyer personas that it
addresses.

1 Growth Graham

Who: Graham is the founder of a small business and he has signed
up for Help Scout because he’s curious. He cares most about
scale, price and providing outstanding, personalised support
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Growth Graham

COMPANY ROLE: Founder or decision-maker | COMPANY SIZE: Y0 or fewer, but growing

Figure 3.7 Growth Graham’s vision

for customers. His organisation has about 30 employees but
is growing.

Role in purchase process: Decision maker.

Trust touchpoints: Growth and delivering excellent customer ser-
vice. Graham is utilising a free product.

Pain touchpoints: He doesn’t want to give up the personal touch of
email, but his team is overstretched by their current workflow.

Channels: Graham gets what it means to love customers. He’s held
on to using email (Gmail primarily) for a long time because he
loves how personal it is, but his business is growing fast and he
needs something that scales better.

Quotes (They say messages): “Great customer service is everything
to us, so we need a tool that is personalised, yet scales to meet the
needs of our business.”

In the process of identifying user goals for the buyer persona, Help
Scout identified three key questions that need to be answered:

1 What description would this customer use to identify their current
problem?

2 What is their greatest hesitation in trying out our offering?

3 What is the best way to engage with this customer?

Understanding the buyer persona’s goals, current problems and the
ways they describe them will provide insights into how to write and com-
municate in relevant and persuasive ways.

Quotes (We say messages): Help Scout knows that Growth Graham

is concerned about emails slipping through the cracks in his over-
crowded Gmail account (Figure 3.8).
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DON'T LET ANOTHER EMAIL

.IP THROUGH THE CRACKS

#e all love email because it's simple and your customers know how to use it.

\/ But sharing an inbox with your team presents several challenges.

Figure 3.8 Growth Graham strategy AuQ1

%
‘é!j He'p scoUt PRODUCT PRICING CUSTOMERS BLOG GET HELP LOG IN SIGN uP

Move your shared inbox to Help Scout

Email management software designed to keep everyone on the same page

START MY FREE 15-DAY TRIAL

Figure 3.9 Growth Graham tips

In response to this, the copy on its ‘Our email page’ is written specifi-
cally to address those issues (Figure 3.9).

Help Scout recognises the need for multiple buyer personas and has
shaped further descriptions based on their existing knowledge of how
their software is used and in what type of organisations.

2 Help Desk Heidi

Who: Heidi is the lead customer support manager for a large organi-
sation, and she has been given the task of finding a new help desk
solution.

Trust touchpoints: Heidi wants a product that makes her a better,
more efficient manager.

Pain touchpoints: Heidi is most concerned about agent productivity,
reporting and team collaboration.
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Help Desk Heidi

COMPANY ROLE: On the front lines, talks to customars every day. | COMPANY SIZE: 10+

,k ;"\
! "

Figure 3.10 Help Desk Heidi example

Source: www.convinceandconvert.com/social-media-strategy/how-to-create-
customer-profiles-to-reach-your-target-audience/

The examples of buyer personas from Help Scout show the ways in which
two different buyer personas can benefit from an organisation’s offering, even
though each buyer persona has very different motives. Heidi needs in-depth,
data-driven customer service resources while Graham'’s interests focus on what
integration solutions are available. Understanding the needs and motivations of
your buyer personas are important because:

* a customer’s needs define the interest they will show in you;

* a customer’s motivations define how they respond to your goods and ser-
vices; and

* a customer’s perception of your offerings and brand will shape their opin-
ions of your organisation.

In website design, this principle would be applied to the ‘About’ section, where
a description of what you offer must fit the buyer persona’s needs and motiva-
tions (Chapter 6). The case of Help Scout also illustrates how a robustly devel-
oped buyer persona enables you to create content that is relevant, useful and
persuasive to create customers and brand advocates.

3.4 Buyer personas and decision making units (DMUs)

In many cases purchase decisions, behavioural changes or charitable giving
decisions are made by one buyer persona (e.g. Nigel Bloom) who occupies
multiple roles (user, buyer, donor, supporter, consumer, customer and influ-
encer). However, in some cases, decisions involve a number of people with
different roles in relation to the decision making process. These are the decision
making unit (DMU). DMU s are the group of individuals who all contribute to
the decision making process.

15031-3609d-1pass-r02.indd 82 @ 1/31/2020 6:55:54 AM



Understanding your buyer persona 83
Table 3.4 Individual roles within a DMU

Key player role Definition Example: Family DMU involved
in a toy-based B2C relationship
Initiator Recognises that there is a need, a The child
want or a “problem” to be solved
Gatekeeper Responsible for the information The parents

provision. Determines the type
of information that will be
delivered and considered

Decider Responsible for choosing the The parents
supplier, product or service
Buyer Actual purchaser One of the parents
User/consumer Person or people who are going The child who will play with
to benefit from the purchased the purchased toy
product or services
Influencer Has a persuasive role in relation to The child, TV, Internet, other
the choices made by the decider children, family members,

social media

In B2C relationships, a family might be seen as a DMU where individual
buyer personas each occupy and overlap across different roles. In any DMU,
there are a series of individual roles that are assumed by the members of the
DMU: initiator, gatekeeper, buyer, decider, user and influencer (Table 3.4). Each
role may be occupied by more than one member of the DMU and each mem-
ber of the DMU may occupy more than one role. The structure of the DMU
and the roles that members individually assume will shift from decision to
decision. For example, the participants and roles assumed in a family DMU
undertaking a private health insurance decision will be dramatically difterent
from a toy-oriented decision.

The multiple roles within a DMU will inform the number of buyer per-
sonas your organization may require. For example, LeapFrog, the educational
games and devices company for children, might define two buyer personas:
one occupies the role of purchaser and one represents the user. The purchaser
buyer persona will describe the parents purchasing the devices, whereas the
user buyer persona will focus on defining a child but could also include the
parents (Douglas, 2019). The child is not a buyer but they will exert influence
over the purchaser (the parents).

Ryan ToysReview — a YouTube channel with over 21 million subscribers —
illustrates the importance of understanding the multiple roles of that a buyer
persona can take as user, consumer and influencer. Ryan is a charismatic child
who reviews toys. According to Forbes (2019), he is the youngest of the highest-
earning YouTube influencers. With over 26 billion views, his audience is mainly
made up of children his age who do not purchase the products but influence
the buyers (generally their parents) (Chapter 8).
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Table 3.5 Roles and stakeholder relationships in a construction DMU

DMU Role Stakeholder Responsibility

Initiator Client Architect ~ Commissions the building

Influencer Specifies building materials required

Gatekeeper Architect Searches for information and delivers recommendations
Decider Contractor for Deciders

Chooses the suppliers and services. Often the
purchasing director
Buyer Contractor Makes the final deal or decision and places the order.
Usually have a brief with criteria to judge potential
products or services and the suppliers. They tend to
be responsible for sourcing and negotiation

User and Subcontractor Puts the service or product into operation. Has an
influencer influencer role as they are heavily involved in the
post-purchase evaluation phase
Other Other architects, industry experts, industry bodies, building regulations
influencers

When developing B2B-oriented buyer personas, it is important to identify
who will usually contribute to the purchase decisions related to your brand.
Define B2B buyer personas with an awareness of the wider DMU of which
they are only one of the role-holders. Understanding the relationship your
buyer persona has within their own DMU and the role they assume lets you
customise your communications to support your buyer persona in their DMU
role. Since you are seeking the best ROI, prioritise your buyer persona develop-
ment towards the role in the DMU that can produce the most value. With this
understanding you can focus on the most relevant content, channels and data
to target the most relevant buyer persona.

In the B2B sector, DMUs are more complex. Table 3.5 provides an example
in the design and build construction industry. In large construction projects for
specialized and usually high-value purchases, the DMU players tend to include
the client, the architect, the main contractor and the subcontractors.

The relationship of the DMUSs role-holders will be different in every
organisation, each sector and for every purchase situation. An iterative learning
approach within your marketing strategy and activities will support decisions
about the number of buyer personas that should be defined. Understanding
when decisions relating to your own goods or services are made individually
or within a DMU also supports the broader development of an effective digital
marketing strategy.

3.5 Characteristics of ethical, moral and green consumer
behaviour within digital environments

Increasingly, your organisation must cater to the new dimension of the online
consumer: the ethical online consumer. This consumer is highly conscious and
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vocally aware of issues ranging from the climate crisis, environmental degrada-
tion, animal welfare, working conditions, local origins, organic ingredients and
eco-friendly materials to the political affiliation of brands. These consumers
make their voices heard by buying products that clearly reflect their own ethi-
cal position.

You may or may not choose to cater directly to these consumers, but you
cannot ignore their presence, as ethical consumers are also influencers. In
terms of developing a buyer persona, the ethical consumer may represent a
core feature or necessitate the development of an additional buyer persona
(Figure 3.4). Some organisations have been quick to capitalise on the ethical
consumer movement by offering easy-to-find local products and by providing
the ability to sell second-hand products, as the consumer demand for both is
rising. The online sustainable toilet roll manufacturer whogivesacrap.com is an
example of a disintermediated e-commerce that has directly picked up on this
environmental consciousness to offer a market alternative to the established
multinational retailers.

There are now numerous blogs, websites and ethical community groups that
rate or discuss which brands are acting ethically and which ones are not, mak-
ing consumer choice incredibly straightforward. For example, ethicalconsumer.
org ranks brands in a table, based on the sustainability of their products and how
they affect the environment, animals, people and politics, so that consumers can
see where their favourite brands rank and can then decide whether they should
continue buying from them. This requires brands to become more transparent
in how they operate, where they operate and what they produce.

With the ethical consumer movement, even brands generally regarded as
ethical can come under scrutiny when their ethical standards are seen to slip.
This was the case when ethically prized brand Stella McCartney started to
collaborate with brands like Target and Adidas, both of which have poor envi-
ronmental standards and manufacture in under-developed economies (Ethical
Fashion, 2012). This confirms the need for your organisation to do-as-you-say
in a world where all our actions are visible and where consumers will actively
communicate disquiet when they identify actions they regard as unethical.

Alignment with the ethical consumer requires change in practices and mind-
set at an organisational level as well as specifically in the products and ser-
vices your offer (Lewis, 2015). The shift to ethical consumption and corporate
responsibility should be genuine and undertaken because you and your organi-
sation recognise and prioritise the importance of creating a sustainable society,
not because it simply brings new customers. A cynical ethical offering will
equally be called out by engaged and concerned influencers and consumers.

*  Find out what your customer cares about and align your efforts with the cause.

e Embrace the cause into your organisational culture and showcase this
throughout your communications.

e Tell your customers how buying from you will make a difference, and edu-
cate them.
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*  Make sure all your touchpoints promote your cause; consumers need to see
it to believe it.

*  Make your cause worth talking about so others will share your story and
build credibility; do not ignore negative PR.

*  Legitimise your efforts with the transparency of your ethical efforts, use
authentic ethical labelling, display third-party ethical certifications, provide
ethical leadership and training for your employees and create an ethical
code of conduct (Delmas and Burbano, 2011).

Case Study 3.2 Kipato Unbranded creates
a platform of fashionable empowerment

Ethical consumption is not a movement exclusive to the developed econ-
omies. The ethical consciousness of consumers has no boundaries and
is emerging worldwide. Kipato Unbranded has found a successful way
to empower their suppliers and offer unique products to their ethically
minded consumers. Africa is well-known as a continent for their excel-
lence in cultural artisanal goods. Kipato has harnessed this awareness
by presenting handmade, eco-friendly jewellery, where the artists them-
selves benefit through higher wages and access to larger markets. Even
the use of the name “Unbranded” is to suggest it is not about the brand,
but about the artists who commit their hearts and souls into the creation
of the jewellery.

Like many ethical brands, Kipato Unbranded does not want to be
known solely for the ethical realm of its products. They also want to
make a fashion statement. From the first impression made by the web-
site’s landing page, inspiring images predominate supported by taglines
like: “Jewelry by Everyday People for Everyday People.” (Figure 3.11).
The feeling is one of indulging in the brand and standing out from the
crowd, while being proud of the product’s provenance. The brand draws
together being ethical with being fashionable with a sense of fun.

A part of any effective brand communications strategy is the ability
to successfully tell a story to your consumer. Kipato Unbranded uses
the website’s ‘About Us’ page to share their story as well as the story
of some of their artisans (combined with vibrant images and video) and
how the income from the company has helped artisans support their
families. By doing so, they bring their brand to life and create a real con-
nection amongst brand, artisans and consumers. The intimacy of the
story creates a sense of trust, so that consumers more readily believe
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Figure 3.11 Kipato Unbranded example

the jewellery they are consuming is truly coming from a place of beauty
and empowerment.

In essence, Kipato Unbranded has realised that the ethical consumer
not only wants to feel good about their consumption but wants to look
good as well. Brands wishing to enter this type of ethically and fash-
ion-conscious market must find a way to confidently communicate both
aspects to their consumer.

Source: www.kipatounbranded.com

3.6 Privacy and data protection

Consumers with a conscience are not solely concerned about the ethical impli-
cations of your product or service; they also care about how you market it to
them. These concerns also extend beyond this type of consumer and is present
in the minds of all consumers to some degree. With recent privacy issues going
public with such large firms like Facebook, or online customer profiles (includ-
ing banking information) being compromised in even the largest hotel chains
in the world, consumers are becoming less likely to want to share their infor-
mation online and are losing trust in online channels that are not transparent,
for example, about their data handling.
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With growing consumer concerns, there are now new laws protecting these
concerns. In the European Union, the General Data Protection Regulation
is a legal framework that requires any website, no matter where it is based,
to allow users to opt in when the website is collecting data cookies. The law
also states that websites must inform users of any breach in their system in a
timely manner and to disclose all security measures in place to protect their
data. Other laws such as Canada’s Anti-Spam Law empower consumers to
even sue organizations and their employees (up to $10,000,000 CAD) for not
receiving consent prior to sending electronic communications (emails and
text) to them.

It is imperative to know the legal environment in which your target mar-
ket exists (Chapter 2). A rule of thumb is to endeavour to comply with all of
these requirements; this avoids major adjustments for your organisation when
it targets new geographic areas. The main concerns for consumers are that
you may be handing off their data to third parties or that your web server is
not secure, which leaves their data open to be compromised. It is crucial to
communicate trust with your consumer by, for example, showing the use of
the most up-to-date security software and that you explicitly ask for permis-
sion when obtaining the right to use cookies.You can also give the ability for
customers to make purchases on your online platform without the need to
create a profile or to store vital personal information (let them check out as
a guest user). Giving users the option to check out using trusted third-party
platforms such as PayPal all support increasing levels of trust in your organisa-
tion and its operations.

3.7 The buying journey

Once your buyer persona is defined, it is important to describe a buying jour-
ney that will lead the buyer persona through to the full completion of an action.
This exercise needs to be kept simple, it should be done from the buyer persona
point-of-view and, where possible, it should use actual customer feedback to
define the path.The ultimate aim for your organisation is to identify areas for
improvement and where you can influence the journey.You are attempting to
capture your buyer persona’s journey from, for example, seeking information
through to their decision to buy and onwards to the actual purchasing process.
In building the buying journey and thinking about the Buyer Persona Spring,
consider the three key building blocks that link your organisation with the
buyer persona, namely content, channels and data.

Mapping the journey allows you to visualise current and planned buying
journeys and to document the touchpoints across multiple channels. Each of
your touchpoints is a single point of contact, the interface between people and
products, services or brands before, during and after an individual interaction.
Your buying journey should map all the relevant touchpoints. The buyer jour-
ney can be mapped in four steps:
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1 Understanding the customer touchpoints and channels

Identify the core purchase channels. Depending on your type of organisation it
could cover the store, website or call centre, and can be expanded to your market-
ing channels (email, postal, Facebook), order fulfilment (delivery and payment)
and research channels (website customer services). Direct and indirect contacts
such as social sites and customer reviews should also be considered as touchpoints.

2 Identifying the buyer journey activities/actions

The touchpoints, actions and activities of your buyer persona will differ accord-
ing to which industry you operate in. When mapping an existing customer
journey or designing a new one, it is vital that you consider the Zero Moment
of Truth (ZMOT) (Chapter 1). The ZMOT refers to the stage in the buying
process when the consumer is in the active stage of researching a product or
service prior to the purchase. It is that moment of searching when your buyer
persona grabs the laptop or mobile phone or uses their own personal networks
and starts learning about a product or service they are thinking about trying or
buying (Lecinski, 2011).

Opwerall, the activities of the buyer persona journey can be grouped into
awareness (stimulus), consideration (ZMOT), purchase (First Moment of
Truth — FMOT), and experience (Second Moment of Truth — SMOT). The
SMOT also ideally results in retention through high levels of customer satisfac-
tion. It happens when the buyer persona’s expectations have been met or been
exceeded after using the product or service. After post-purchase evaluation, the
buyer persona decides whether to buy again and recommend. The use of the
product or service could also be a stimulus for related purchase. The latter is
the starting point for other buyer persona’s ZMOT (consideration). Retention
and recommendation are not an automatic outcome of a customer journey.
These are outcomes that need to be planned by your organisation, encour-
aged through high levels of customer satisfaction and directly communicated
with your buyer persona. Integrating a customer satisfaction survey as an email
or phone call, where possible, will help to get information of any new pain
touchpoints or trust touchpoints discovered by your buyer persona. If retention
is not achieved, then optimal customer lifetime value cannot be realised. The
identified pain touchpoints need to be identified and corrected. On the other
hand, for those customers who are highly satisfied, encouraging them to share
their experience with the public can be a great stimulus for newly defined
buyer personas.

3 Mapping the journey

Once the touchpoints and activities are listed, they can be plotted visually or in
a table following the ZMOT"s four stages (Table 3.6).

15031-3609d-1pass-r02.indd 89 @ 1/31/2020 6:55:55 AM



Aegsaunuajeps weJsdeisu| "uoneuidsul
Suippe 1s10|4 3y3 pue [98IN sjuasaud opuewol
s3e) pue s1amoj|o} Jay yum Aep saunusjep
SI9MOY} JaY S3JeYS puUaLIyIID N weJgdelsu|
_corm__gmc_
sjuasaud opuewol
Aep saunuajep
. 2N NOA
19nbnoq aso4 Ajano| ays Tuonendsu
1noge wiy Supjueyy puatiyis sjuasaid opuewou
SIy wo.) 98essaw alenld Aep saunuajep 1eydam
Bunsi| ssauisng AN 918009
10} 3s9nbaJ MalA3J pue syjuow
€ Ulyym aseyaind 1xau Wody4—
UNOJSIP %G IY8noq siamoyy s|ieyap AJaniap pue
|enyoe Jo aunyaid e yum Asanijap jJuawAed jo uonewJsyuo)
4O UOLIRWILUOD B SAAIIY N |lew3

Luopuot Asaalap Jamoyy Aunxny,,
uonedo| pue aiep AJanlldp |, uopuo Aiaalap Jamoly Aep swes,
sa8ueule pue auljuo . LUOPUOT S1amol4 Aep saunua|en,,
SJaMO|} Y3 saseydund Luopuoi doys Jamoy,, SHSOIM

104 3|8009 UO Yoieas

ssauisng A\ 9)8009 h uopuoi ssauisng
UO MBIADJ JEIS DAL B SR Ul S1S140|} 153q dY3 JO SMBIADY AN 3)8009

snjnwns sjuiod yanoy

euosiod 10Anq swoo[q PSIN] — dewr Asuinol rowoisnyy 9 ¢ ajquy,

1/31/2020 6:55:55 AM ‘

15031-3609d-1pass-r02.indd 90



Understanding your buyer persona 91

4 Using the buyer persona journey

Having built an understanding of your buyer persona’s journey, you can now set
about improving it. More buyers can be retained by understanding their steps
through their individual journeys.Your task is to optimise the interactions your
organisation has with the buyer persona on their buying journey. You will also
be able to identify communications gaps, where conflicting messages are being
sent or where replies are not being received.

Pain touchpoints

Pain touchpoints were identified when the buyer persona was developed.
Removing or adjusting the pain touchpoints can improve your offering and
design a superior customer journey (Box 3.1).

Pain touchpoints can also be identified in different areas of your website, as
well as blockages that may impede the customer journey. Once these are iden-
tified, a solution can be developed with an optimisation strategy for improv-
ing the buyer persona’s experience. For example, an online classified ad site
wanted to encourage visitors to sign up for email alerts when they were exhib-
iting behaviour indicating that they were about to leave the site. Using the
buyer journey map and optimisation techniques, the company identified that a
prompt at 1 minute after entering the website gave visibility, but it was a prompt
at 6 minutes that led to the highest completion rates and the greatest level of
returns to the site.

Touchpoints that are not optimised successfully for your buyer can rapidly
become pain touchpoints. Your task is to discover where these potential pain
touchpoints are located. Use ‘blog patrols’ to periodically peruse blogs that
deal with similar products or services that you are connected with, and update
your pain touchpoints based on what users are saying about your service,

Box 3.1 Turning pain into trust touchpoints

In the case of Nigel Bloom’s customer journey (Table 3.6), one of his
pain touchpoints are that the bouquets he orders do not look like the
images on the website. By recognising this issue, the florist can turn this
pain into a trust touchpoint by emailing him a photo of the actual bou-
quet delivered along with a 5 per cent discount voucher for the next
purchase within three months and a request for a Google My Business
listing. In this example, a pain touchpoint has been converted into a trust
touchpoint. At the same time, the buyer persona has been provided with
a compelling reason to do a repeat purchase (brand loyalty) and to recom-

mend (ZMOT).
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reliability and quality. You then have a core set of issues that can be addressed.
Take this examination further and analyse the reviews of your competitors
to identify sector-wide sets of pain touchpoints and speak to those people
who deal directly with your buyers for more details about other potential pain
touchpoints. Pain touchpoints push the buyer persona away from your organi-
sation, while trust touchpoints draw the buyer persona closer to you and your
organisation. See Figure 3.12.

Visitor tracking tools such as Google Analytics can identify how and whether
your products and services are being searched for and how readily customers
are able to find you. Finally, constantly review and track the journey that your
buyers take and recognise the points at which they turn away from complet-
ing a purchase. Inward emails, online surveys and live chats will all point you
towards those touchpoints that create the most pain. After having identified
the main pain touchpoints for your buyers, you must act to reduce that pain.
For some buyers, the main source of pain is the need to pay large amounts of
money up front. One solution to this is to offer different payment options.
Another common source of pain focuses on the buyer’s concerns about being
charged for returning an item. A solution for this particular problem might be
to integrate services within your offering to minimise this pain. Options for
integration include providing prepaid return pickup and allowing the buyer to
organise a return through different channels including phone, email and live
chat. Other buyers worry about not being able to track their purchases. This
concern can be eased by providing an order number and confirmation email
with meaningful information, including a tracking number. Buyers can then
check on the progress of their order at any time.

Out-of-stock items also create pain touchpoints, but this can be mitigated
by letting your potential buyer leave their email address so that they can be
contacted when their item is back in stock. Similarly, not being able to try on
clothing items that are bought online is a common source of pain for buyers.
Oftering third-party reviews, comprehensive details of the product (measure-
ments, materials used, product origin and distinctive features) and free returns
could resolve this pain touchpoint. Some brands take pain touchpoints and — by
applying the theory of constraints — turn these into a feature of the buying pro-
cess. For example, personalising a shoe would traditionally have been regarded
as a source of pain, but Nike I.D. now makes personalisation a feature with
minimal steps and an easy-to-follow customisation process.

Tirust touchpoints

‘When mapping or designing a new customer journey, it is important to inte-
grate the buyer persona’s trust touchpoints. Your buyer persona is constantly
‘in touch’ with all types of brands through their own individual touchpoints.
Each of these touchpoints can influence, either positively or negatively, a con-
sumer’s trust in a brand. Trust points are the perceived solution for each pain
touchpoint. These are defined by the buyer persona and are not necessarily
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the correct or the best solution. These are the perceived solutions the buyer
persona trusts. Building trust with buyers is paramount as an incentive to
purchase a product or service and create brand loyalty. Some organisations are
more sensitive to trust issues, such as banking, but any business that incorpo-
rates a financial transaction with their buyers shares aspects of this sensitivity.
As a consequence, it is important for you to understand the trust touchpoints
that engage your buyers. Buyers legitimately worry that brands may misuse
personal and financial information, or, indeed, that a website might be entirely
fraudulent.

Trust in social media has declined in recent years due to privacy concerns
and fake news (Vranika, 2019). In nine countries (UK, France, Germany, Can-
ada, the USA, Brazil, United Arab Emirates, China and India), the Edelman
Trust Barometer found that globally trust in traditional media (66 per cent)
and search engines (63 per cent) is much higher than in social media (40 per
cent). The latter is more trusted in developing economies, but in most West-
ern economies trust has dropped. In the UK, for example, levels of trust were
recorded at just 24 per cent. Only 41 per cent of respondents believed what
the company was saying in advertising. This reinforces the fifth of the five rules
for social media success (Chapter 1): “The buyer persona will resist the most
blatant advertising messages on social media”. On the positive side, 59 per cent
of respondents considered an organisation more credible when it was commu-
nicating directly to them (Edelman, 2018). According to Nielsen, buyers trust
branded websites more than traditional touchpoints such as ads in newspapers
or on TV, or brand sponsorships (Nielsen, 2013, 2015). Thus, it is important to
identify and deploy trust touchpoints when developing your buyer persona
and mapping the customer journey and throughout the development of your
digital strategy.

Touchpoints are moving targets.You must constantly evaluate at which touch-
points your buyers find the most trust and which touchpoints are regarded as
completely untrustworthy or significantly lacking in trust. Even the most trust-
worthy touchpoint will still compare unfavourably with the trust that is built
through personal recommendations and reviews or testimonials. Independent
third-party touchpoints are trusted by 88 per cent of buyers (Anderson, 2014)
and still remain a strong source of trusted information. In the US, 86per cent
of consumers read reviews for local businesses (including 95 per cent of people
aged 18 to 34) and 57 per cent will only use a business if it has four or more
stars (Bright Local, 2018).

In the Buyer Persona Spring, knowing both trust and pain touchpoints is
an integral consideration in assessing the success of campaigns and how well
the application of specific tactics for each campaign has achieved the planned
outcomes. Your goal is to maximise the positive consequences and reduce/
eliminate negative consequences. This will help you create a competitive
advantage by providing a product and service experience that is superior to the
ones offered by competitors. Channels, content and data in the Buyer Persona
Spring interact with touchpoints in different ways (Table 3.7).
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Table 3.7 Using the building blocks of the Buyer Persona Spring to increase trust touchpoints

and reduce pain touchpoints

Channel — Tiust Pain

Increase  Ultilise channels that are respected by Require a sign-in or the use of an
the buyer persona unfamiliar or unattractive channel

Genuine engagement with a specialist for the buyer persona
channel for the buyer persona Introduce the use of a new channel
(positive consequences) into the buyer journey
(negative consequences)

Decrease  Use material from individual users ona  Offer options that allows the
respected channel without attribution buyer persona to choose the
or recognition channel they prefer — e.g. Google,

(negative consequences) Twitter and Facebook sign-in
options
(positive consequences)

Content Trust Pain

Increase  Users rather than copywriters produce  Vague, onerous or overly long
brand content conditions and disclaimers

(positive consequences) attached to content
Media mismatch, e.g. text when
video is expected or vice versa
(negative consequences)

Decrease  Veiled editorial content, blatantly Reduction of content repetition,
copywritten items or content that is e.g. the online catalogue is also
inappropriate for the buyer persona the shopping cart

(negative consequences) (positive consequences)

Data Trust Pain

Increase  Transparent matching of the buyer Sign-in systems that mistrust all users
persona with further relevant content rather than helping legitimate
and goods and services users to verify their identity

(positive consequences) (negative consequences)

Decrease  Poor algorithmic matching of Checkout systems that remember

keywords in content with the intent
of the buyer persona, e.g. Private
Eye’s Malgorithms column regularly
documents these failures

(negative consequences)

preferences

Systems that respond ‘naturally’ to
the expected actions of the buyer
persona

(positive consequences)

With a workable buyer persona developed, your organisation can now con-
sistently address and engage with a specific target for your attention. However,
this process is not at an end.Your buyer persona should also be part of a con-
tinuous process of learning from your customers and their feedback and be

subject to ongoing refinement and evolution.
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3.8 Summary

In this chapter, you have seen how to create your buyer persona. Mapping
their buying journey is vital to understanding the touchpoints that build
trust and offer a positive brand experience. Likewise, determining your cus-
tomer’s trust and pain touchpoints ensures that the buyer persona feels con-
nected and can enjoy the experience of engaging with your organisation.
Having well-defined buyer personas is paramount to using content, channels
and data that are relevant to them. The creation and use of multiple buyer
personas and their role within DMUs provides further refinement to accu-
rately defining who your organisation engages with — or wants to engage
with. Building robust buyer personas provides the foundation for the design
of an effective digital strategy that delivers results, which is developed further
in the next chapter.
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4 Digital and social media
marketing strategy

Ivan Stoychev

4.0 Learning objectives

In this chapter you will learn how to:

»  create a digital marketing strategy and use a strategy development cycle;
* align your digital marketing strategy with your buyer persona;

*  set appropriate goals; and

*  monitor and update your strategy.

4.1 What is a digital marketing strategy?

‘Whatever your organisation, you need to adopt a long-term (3 to 5 years) stra-
tegic perspective. A strategy will emphasise the most advantageous direction for
your organisation in terms of connecting the buyer persona with your business
objectives. The key elements of the digital marketing strategy are represented by
the Buyer Persona Spring, and these are objectives, channels, content (including
keywords), data and the buyer persona.The digital marketing strategy will then
help to guide you towards the most suitable tactics and activities that should
be used to create the elements of the Buyer Persona Spring. Before moving
forward with digital marketing, your organisation should first determine what
it wants to accomplish.

Characteristics of digital marketing strategy

A digital strategy can be seen as a road map that helps you to maximise the
impact you get from channels, content and data in order to support your organ-
isation’s mission, vision and goals. Your digital strategy should build awareness
and promote your organisation, your brands and your products and services
(Figure 4.1). This is an interactive and iterative process. Since the Internet
allows for immediate feedback on your actions and the ability for significant
and focused data gathering, you will be constantly optimising and improving
your marketing efforts.

Digital marketing focuses on the use of specific content delivered through
specific channels. The range of channels and opportunities includes possibilities
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Figure 4.1 Strategy within the Buyer Persona Spring

for email, online video advertising, banner advertisements, product placement
and search engine activities. The rising importance of digital channels and the
direct feedback available through these channels also means that increasingly
digital organisations are using their digital marketing activities to influence and
shape their presence in offline channels including TV and radio.

For the Buyer Persona Spring, your starting point is to know your buyer
persona. The two ways to develop a buyer persona are data-driven or using sci-
ence fiction prototyping. A data-driven buyer persona will be based on your
knowledge and research of your consumers, customers and influencers, drawing
upon qualitative and quantitative data blended together with a mix of reporting
and storytelling. The science fiction prototyping buyer persona is based on your
imagination of the future needs of the buyer persona and how they could inter-
act with your product or service. In conjunction with the discussion in Chap-
ter 3, Table 3.2 can also act as a template for developing your own buyer persona.

Within the Buyer Persona Spring, three key building blocks are identified
to draw the buyer persona closer to your organisation. The three are content,
channel and data. Each building block is closely interrelated with the other,
but each represents a different level of engagement with the buyer persona.
Content focuses on the specific conversations that you initiate and engage with
your buyer persona. The content is documented by the topics and keywords.
Keywords would be identified as part of search engine optimisation. A clear
commitment to keywords within a content building block enables you to focus
on producing a consistent message. The channels focus on where this content
is positioned (or not positioned) and relates directly to the ‘usual’ locations of
your buyer persona. The data tracks the interaction with the buyer persona,
other consumers and open sources to inform your further planning and to
develop and extend your organisation’s activities.

Your channels will change over time as you draw in new channels and retire
less eftective channels (including more traditional channels). The channels will be
influenced heavily by technology developments that offer alternatives to existing
traditional and digital channels.Your choice of channels will also be influenced
by the reporting and analytics capability available through each channel. The
aspect of your choice of channels will be determined in part by your data.
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By planning and thinking strategically, whilst leaving room to be flexible and
dynamic, you will be able to take advantage of new technology, resist purely
reactive responses to the actions of competitors and achieve your overall goals
as an organisation. The attitude of

““Fail fast, fail often”

is particularly suitable for digital marketing strategy implementation. The
ongoing access to data to see trends and impact generated can help to deter-
mine whether a certain project was successful or not. Being ready to accept that
some of the decisions can lead to failure is a mind-set that allows experimenta-
tion and iteration that allows learning and understanding your buyer persona
and the market in general.

Digital marketing planning cycle

Experienced marketers constantly monitor the progress of their strategies
by monitoring the outcomes of and responses to specific marketing activ-
ities; they will test alternative approaches and adjust their plans based on
the evidence of their observations. The Buyer Persona Spring references the
four-step action learning cycle (Figure 4.2), a well-tested model found espe-
cially in the context of education. The action learning cycle is significant
for its iterative perspective and the degree to which it advocates continuous
improvements.

The Buyer Persona Spring adapts the action learning cycle to a strategic
marketing perspective (Figure 4.3). The cycle within the Buyer Persona Spring
takes you from the broadest strategy and planning through to a specific cam-
paign that then implements appropriate tactics. As these tactics are undertaken,
they are constantly assessed using the evidence that is drawn from available
analytics. The tactics may be adjusted as a result (by taking a step backwards in
the activity loop), or if the response is failing to address the buyer persona eftec-
tively, then the campaign may need to be significantly modified or completely
suspended (and necessitate the initiation of a new loop of activity). Assessment
will initially encourage small revisions in the current cycle of activity but will
ultimately reach a point at which it informs further refinement of your strategy,
which, in turn, commences a new loop of activity that will more effectively
reach your buyer persona.

A situation analysis and background research are the first steps in creating
your strategy. From Chapter 3 you have learned that, in order to do this, the
best way is to start by understanding your current customers and your ideal
customer. Listening to what the customers, consumers, influencers and users
of your buyer persona are saying enables your organisation to comparatively
assess the situation in relation to competitors and the industry in general. Both
the SWOT analysis and PESTLE analysis provide frameworks that guide and
structure your strategic thinking. The insight gained from this research can then
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Observe
Reflect Act
Plan
Figure 4.2 The action learning cycle
Tactics
Assess Campaign
Strategy

Figure 4.3 The action learning cycle within the Buyer Persona Spring

shape the setting of objectives and the key performance indicators (KPIs) that
will indicate the success of your strategy.

It is critical for your organisation to discover what people are talking about
before becoming part of the conversation. This lets you gauge the tone and
activities of the communities that your buyer persona is part of.

Result of stage 1 — Identify the main current issues and key competitor activi-
ties, and define your buyer persona.

Objective setting is done by considering the location, behaviour, tastes
and needs of your buyer persona and is informed by your external and inter-
nal analyses. You can then set objectives that set out to satisfy the needs and
desires of your buyer persona in ways that capitalise on the unique strengths of
your organisation while mitigating your organisational weaknesses and external
threats (Figure 4.4). Your objectives should be specific, measurable, attainable,
realistic and timely (or SMART).
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Strategy

Figure 4.4 Strategy stage

Campaign

Figure 4.5 Campaign stage

Result of stage 2 — SMART objectives are set.

Campaigns turn strategy into a plan of action so that you can create a dia-
logue with your buyer persona that aims to hit your SMART objectives and
supports the overall mission of your organisation. Campaign planning includes
the practicalities of budgeting and planning the deployment of people within
your organisation (Figure 4.5).Your plans should separately consider the con-
tent you will utilise, the channels that you will focus upon and the data you
will collect and analyse as part of the campaigns. While content, channels and
data interrelate, they should all be considered as separate parts of your overall
strategy and are the key mechanisms for connecting your organisation with
your buyer persona.

Result of stage 3 — Timelines, resource allocation, external support and agen-
cies, content, channel and data plans.

Tactics turn the overall plan of action within your campaign into specific
actions (Figure 4.6).Your tactics include selecting the tools to target your buyer
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Tactics

Figure 4.6 Tactics stage

Table 4.1 Tools to convert your campaign into specific activities

Tools
Content Curating, workflow management, editing, graphics, crisis management
Channels Posting, monitoring, interaction, mobile control, access control
Data Measurement, tracking, analytics, demographics, location, collecting

persona and focusing the available resources in your organisation towards
implementation of the campaign (Table 4.1).

Result of stage 4 — Concrete list of activities to implement with specific tools.

Assessing allows you to optimise your campaigns, objectives and strategy.
The feedback provided by assessing enables you to maintain control that opti-
mises objectives, campaigns and tactics (Figure 4.7). Monitoring is the process
of tracking, measuring and evaluating an organisation’s social media marketing
initiatives. Your buyer persona will comment on, react to and interact with your
campaigns.Your purpose in assessing is to ensure that the two-way conversation
is in place and that it is producing positive responses that reflect your defined
objectives.

Result of stage 5 — Measurement through web analytics, conversion opti-
misation and other techniques that allow assessment in relation to your
strategic objectives.

Updating is the constant and continuous process of adjusting and improv-
ing the elements of the plan to maximise the chances of success. Fine-tune
your strategy until the results not just meet but exceed your objectives (Fig-
ure 4.8). The Buyer Persona Spring is centred on a fluid cycle of activities.
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Assess

Figure 4.7 Assess stage

Strategy

Figure 4.8 Updating (Evolving Strategy) stage

Your organisation should keep its action flexible and adaptive in order to be in
constant conversation with your buyer persona.

Result of stage 6 — After assessing your results, your strategy will evolve and
initiate a new cycle of activity (and learning).

4.2 Aligning your strategy with your buyer persona

Analysis of your existing audiences will drive an understanding of the behav-
iours of your customers. From this understanding, you can recognise a range of
characteristics that can be represented within your buyer persona.Your buyer
persona enables your organisation to focus its marketing strategy on effectively
reaching those who are most receptive and most likely to become customers,
influencers and even brand advocates. By addressing your buyer persona, you
are effectively speaking to a range of individuals who share and recognise the
values, sentiments, opinions and lifestyle of your buyer persona.

By creating an insightful buyer persona, you create for your organisation a
decision tool that will shape your strategies first and then inform your campaigns
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Table 4.2 The benefits of content, channels and data strategies to your buyer persona

Benefits to the buyer persona

Content Relevant and meaningtul in ways that it answers their trust touchpoints,
addresses their pain touchpoints and encourages sharing. For example, a
buyer persona identifies a detailed product description that explains all
the benefits in a language that they prefer and understand well.

Channel Familiar spaces, and the site of communities for like-minded individuals
includes channels to drive your buyer persona to (discovery) channels
where they already congregate (centrality). For example, they encounter
your product on their preferred social media channel whilst conversing
with others on this topic. The content is delivered at the time and place
where they feel comfortable and familiar with the channel use.

Data Ofters value back to the buyer persona in the form of summary and
aggregation of actions, personalisation based on data insights and
recommendations based on prior actions. For example, reviews and
recommendations from other purchasers in the form of a star rating or
indication that a certain product video has been seen by a high number
of other viewers who left positive comments, etc.

and tactics.Your buyer persona will tell you what your core customers and con-
sumers do, how they do it, why they do it and how they think. Speaking to your
buyer persona aligns your organisation’s brands, products and services through
consciously created content that is delivered on relevant channels, with a suit-
able feedback loop to ensure that you collect data. The collected data will let
you know the response to your actions and over time will drive your organisa-
tion towards becoming a fully digital business. Your buyer persona turns the
complexity of qualitative and quantitative data into insight and understanding
of your customers and consumers within the external environment. By endeav-
ouring to connect your organisation to your buyer persona through the Buyer
Persona Spring, your content, channel and data should return clear benefits
directly back to the buyer persona (Table 4.2). If the benefits for your buyer
persona of your marketing actions are not evident to the buyer persona them-
selves, then your conversation is not transparent, one sided and unsustainable.

Case Study 4.1 Famish’d Salad Bar: knowing
your customer brings results

Georgia Samuel used to work as a corporate lawyer, but now she is the
sole owner of the very successful Famish’'d Salad Bar in Melbourne,
Australia. It is serving soups, gourmet salads and spuds to up to 800 of
downtown’s business crowd each day. Georgia credits much of her suc-
cess to her previous corporate role.
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‘The customer I'm targeting is who | was for six years — the corporate
customer. | know how precious time is and how long they are prepared
to wait and | know how easy it is for them to go somewhere else if the
quality and customer service isn’t there’.

Georgia opened the business with a very clear marketing strategy in
mind — she would not engage in paid advertising, which she felt would
devalue her brand. Instead, Georgia relied upon cost-effective social
media networks such as Twitter and Facebook to grow the business.

‘Marketing that works for hospitality and food is generally word-of-
mouth style marketing. If a business is offering a quality product, it will
get people talking, so naturally this is the best form of marketing’.

Georgia has stuck to her plan, using social media platforms to engage
with the various different audiences who are interested in her food. She
uses Facebook and Twitter to promote the daily menu to her followers,
who include industry professionals.

‘Social networking is all about generating talk, says Georgia. Last
winter, interest on Twitter led to a double-page write-up in the Herald
Sun about Famish’'d’s soups. Since then, Famish’d has been voted best
for soups and salads in town on a number of different blogs.

Recently, Georgia has had the Facebook and Twitter logos printed on
allFamish’d packaging.‘Since we added the logos, we’ve noticed a marked
increase in the number of followers on both Twitter and Facebook’.

Famish’d has never limited its social media engagement through a
rigid strategy, and in some respects that is a strategy in itself. Georgia
is, however, very aware of her own personal boundaries around tweeting
and posting under the company’s profiles. ‘We are pretty liberal in what
we post; that said, we rarely post anything about our private lives. | make
sure that | reply to most tweets we receive’.

According to Georgia, it’s also very important to try to make your posts
creative and fun to read. ‘We often post photos because they generate
greater interest from our followers and we try to be creative; we only
post what we as customers would like to read’. Georgia and the team
at Famish’d are careful to remember, too, that social media isn’t just a
marketing tool; it's a way of engaging the public with the business and
its staff.

‘| see Twitter as a way of creating a personality for the business; it's
about letting the customer see behind the scenes’.

Georgia’s top tip: be transparent and don’t be afraid to let people
know about your muck-ups; it helps to give them a realistic insight
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into your business. ‘Around 80 per cent of our new followers on Face-
book and Twitter are generated from the new social media logos on our
packaging’.

Unlike some innovations, it's difficult to measure the level of return
generated from social media engagement. ‘We do know we’re generating
talk’, says Georgia, ‘which can only be generating sales’. Georgia only
spends around 5 minutes a day updating the company’s Facebook pro-
file or sending tweets. ‘We only post as many tweets as we would like to
see as customers; sometimes it’s only one or two a day and sometimes
we don’t do any’.

Following the marketing success Famish’d has experienced with its
online presence, Georgia has vowed to continue investing the business
resources and increasing its social media activity in the future.

Aligning your content, channels and data with your buyer persona

The buying journey is the sequence of steps and decisions that your buyer per-
sona takes from first contact through to the first and subsequent purchases. The
channels you use should align with your buyer persona and the experiences
they enjoy on their journey. The data analytics provided by most channels — or
through third-party tools — allow you to build a solid picture of how people
behave on your website and other channels you have decided to use before
converting to customers and completed sales. Tying this together, your content
must be appropriate for the channels you are using.

Listening to and viewing channels should be a key aspect of your assessment
of tactics and campaigns, but this listening should also incorporate a range of
channels that reach beyond the ones you or your buyer persona regularly use.
This approach can eventually become horizon scanning and prospecting in
each new iteration of your strategy informing your choice of channels, the
forms of content that you use and how you gather data. Time spent listening
and observing will benefit your strategy and enable it to dynamically respond
to changes in the market as well as the behaviours of your buyer persona.
Balancing the best choices of content, channels and data use will draw your
brands, products and services into closer communication with your buyer per-
sona (Table 4.3).

A strong strategy starts with the development of your buyer persona. Then
you can figure out your big idea, define your objectives and set the timeline.
Reaching people eftectively is achieved if the channel supports the content and
vice versa. Social media, email marketing, mobile marketing and video mar-
keting are just some disciplines that will form part of your marketing strategy
creation arsenal.
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Table 4.3 Channels, content and data advice for maximising engagement with your buyer
persona

1 Create content that answers your buyer persona’s biggest questions. If you can
answer those questions you will attract potential customers and you’ll also make some
seriously loyal fans.

2 Use formats for your content that fit your buyer persona’s preferences. Ensure
that your content is easily digested and enjoyed. Ensure that your content is in a format
that is widely shareable.

3 Use channels that your buyer persona prefers to use. Promote your best content
through your best channels.

4 Measure how much traffic and leads are generated by each channel.

5 Learn to speak the language of your buyer persona. Use this language
appropriately in the content directed at your buyer persona.

6 Post content on the right channels at times when your buyer persona is most
engaged. There will be times when your buyer persona uses specific channels. Identify
the schedule and continuously adapt your tactics to meet these patterns.

7 Present your content through the channels that your buyer persona respects
the most. Where possible, build closer relationships with the channels that most appeal
to your buyer persona.

8 As much as possible, customise content to conclude with clear calls-to-
action that are based on your buyer persona’s needs and goals. This approach is
especially helpful if your organisation has multiple buyer personas.

Source: (adapted from Corliss, 2012)

4.3 Setting objectives

The key to defining strategic objectives is to link the overall mission of your
organisation with the practicalities of completing sales actions. Your objectives
should include but not be limited to the following:

e Build your brand: One of the most important tasks for marketing is to
establish your brand.You want your buyer persona to be talking about your
brand and to be sharing their enthusiasm for your brand with others.

* Create new products: By opening up a conversation with your buyer
persona, you can draw together your data-driven understanding with their
creativity to co-create new products.

* Drive customer satisfaction: Continuously talking to your buyer per-
sona enables nagging concerns to be addressed immediately and before
they become complaints. Small concerns can be turned around and poten-
tially become the basis for product improvement or evolving your content
building block of your digital marketing strategy.

* Increase word-of-mouth recommendations: Encouraging your
buyer persona to share their positive comments and reviews will increase
the range of your products and services through genuine enthusiasm for
what you offer.

*  Generate leads: Increasing the range of types of content can produce
wider interest at varying points in the buying journey. By enabling a new
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Table 4.4 All your objectives must be SMART

Specific Clear and detailed, rather than vague and general

Measurable So that you can gauge whether you are attaining the desired outcome

Acttainable Something that is possible for your brand to achieve, based on available
resources

Realistic Sensible and based on data and trends; don’t exaggerate or overestimate
what can be achieved

Timely Linked to a specific timeframe

conversation with your buyer persona, you can acquire new data from
them, including email addresses and mobile numbers. Each new piece of
data from your buyer persona is a new opportunity for conversation that
drives them towards completion of a sale.

*  Managing reputation: Your marketing strategy should include provi-
sion for crisis communication management. Your content should be able
to respond to crises with targeted messages through appropriate channels
and be customised based on the data you have that connects the crisis with
your buyer persona.

* Integrated marketing, public relations and advertising: Your strat-
egy should not artificially distinguish amongst these categories of activity.
Good content that is well placed on the right channels and customised
based on the data you have gathered from your buyer persona will work
equally well as marketing, public relations or advertising.

Your strategy can incorporate a range of objectives. Regardless of how many
are chosen, having a SMART objective (Table 4.4) is important in the develop-
ment of your strategy.

Examples of SMART objectives could include the following:

* Increase unique visitors to our website by 5x from social networking sites
(based on evidence from Google Analytics) over the next 5 months.

* Increase blog subscriptions signups by X per cent in 6 months by adding
two new social media channels.

* Increase Facebook fans by X in 8 weeks.

* Increase Twitter mentions by 300 per cent in 6 months.

* Increase the number of interactions on Facebook page by five each week
for the next 5 weeks.

Measuring objectives through key performance indicators (KPIs)

KPIs are the specific metrics that you will consider to determine whether
your strategy is performing well and meeting your objectives. For example, you
might look at a range of data points to determine whether a chosen tactic is
working. KPIs are determined per tactic, with an overall eye on your objectives.
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Targets are the specific values that are set for each KPI that are to be reached
within a specific time period. They may include customer acquisition and reten-
tion targets, customer satisfaction targets, added value measures (the wow factor),
level of customer engagement or quantifiable efficiency gains (WOW Blog, 2014).

If you meet or exceed a target, you are succeeding;if you don’t reach it, you're
falling behind on your objectives and you need to reconsider your approach (or
revisit the values you have set for your target).

Companies have different perspectives on which KPIs matters the most. The
important point is to align the KPIs with your business and campaign objectives
and to actually measure them (Murray, 2019).Table 4.5 presents some examples
of KPIs that you can use within your own commercial strategy.

KPIs focusing on converting to sales through free trials or webinars may be
a suitable KPI in a B2B sector. For example, if a SAAS (software as a service)
company sets a KPI based on converting sales after a free trial, the company
can actually track results. For example, the KPI can focus on converting 50 per
cent of SAAS users to sales after a 30-day demo (Mdirector, 2017). Linking

Table 4.5 KPI examples for businesses

Branding (stimulus and Zero  Conversion (First Moment Advocacy and loyalty KPIs

Moment of Truth) of Tiuth) (Second Moment of Tiuth)

* Visits/ page views » Conversion rates (from * Repeat visits

* Website’s organic traffic visitor to buyer) * Buzz indicators (web

* Time on page » Customer acquisition costs mentions)

* Pages visited per visit * Revenue per customer e Online product/service

Sales volume and value
Customer retention costs
Abandoned shopping carts

ratings quantity and quality
Net promoter score
New vs old visitors

* Profits per customer

Table 4.6 Examples of KPIs for the non-profit sector

Conversion: fundraising KPIs (First Moment Branding: marketing and communications

of Tiuth) non-profit KPIs (Zero Moment of Tiuth)

* Gifts secured o Website page views

* Donor and donation growth * Repeat website visits

* Donor retention rate * Email open and click-through rates

* Fundraising return on investment (ROI) * Numbers of related questions asked

* ROAS (return on advertising spend) e Shares, likes, comments, amplification,

* Donation conversions by channel: This KPI
tells you how many donors took action
when prompted by your organization and
where they took the action. Look at donation
conversions by channel (organic, social, email,
referral, ad, etc.).

applause — these apply to social media
channels. Conversation rate refers to
comments and replies to your content.

Source: Ibrisevic (2018)
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KPIs with activity and evaluation is an effective way to keep a close eye on the
activities that are delivering results and the ones that are not.
Table 4.6 illustrates some KPIs relevant to the non-profit sector.

4.4 Creating campaigns and reaching your objectives

Once you know your overall strategic direction and have clear objectives,
you need to determine the specifics of your campaigns. Your strategy will be
unique and, consequently, what you do to achieve your objectives must be
done on a case-by-case basis. The eight Cs (Table 4.7) assist in shaping your
campaigns and ensuring that they are built on the unique strengths, weaknesses,
opportunities and threats of your organisation.

Campaigns to acquire and retain customers

In the Buyer Persona Spring, the key to acquiring and retaining customers is
to maintain a conversation with them. This does not mean you are commit-
ting to a daily email or even weekly messaging, but rather a paced and sensible
exchange that takes place over time and feels natural to your customers. This is
where the content, channel and data building blocks of your digital marketing
strategy must work together and develop iteratively (Tables 4.8 and 4.9).

Table 4.7 Guidelines for digital and social media strategy development (8 Cs model)

1 Categorise. Focus on the channels where you are most likely to find your buyer
persona. This focus will produce the greatest chances of success.

2 Comprehend the rules of the channel by observing. Adhere to the policies and guidelines
of the channel so that you conform to its expected norms.Your buyer persona will be
more likely to do business with you if you know, like and respect their favourite channels.

3 Converse with, acknowledge and respond to other users of the channel. Always be a
contributor and never a promoter. Display your knowledge of a product area, and show
genuine concern towards the key issues of the channel to build trust for yourself and
your brand.

4 Collaborate to build mutually beneficial relationships. Co-create and co-consume your
products. Your buyer persona will personally connect with and trust a brand or product
that they have invested their time in.

5 Contribute content to build your reputation and improve the community. Position
yourself as a thought leader by showcasing your unique knowledge. Knowledge about
the subject equates with a product that will most likely be of higher quality.

6 Connect with the influencers to help shape opinions about your product or service.
Provide everyone with outstanding service. This combination of efforts will attract the
attention of the influencers and give them ample reason to praise and promote you.

7 Community participation (and creation) can elicit valuable suggestions for improving
products and innovative suggestions for new products or services. Encourage two-way
conversations that lead to feedback and new product ideas from customers.

8 Convert your overall strategy into campaigns and tactics that will raise awareness, gain
attention and create loyalty for your brand.

Source: Adapted from Barker et al., 2013
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Customer acquisition and retention are important. As you collect more and
more data about your customers you may consider a customer relationship
management (CRM) system to help you navigate the volume of data that you
have collected and to extract maximum intelligence from this data.

Branding campaigns

Digital marketing focuses heavily on developing conversations in order to build
trust with your customers. Your brand is a powerful symbol for this trust and
represents the unique qualities and values of your products and services.

Your brand building is part of the development of your content, channel and

data building blocks (Table 4.10).

Table 4.8 Acquiring customers

Building block  Steps to customer acquisition

Data 1) Research the current market and assess the external situation. Use
internal data that you may already have to direct this research.

Data 2) Create a buyer persona from your acquired knowledge so you know
who you are looking for.

Data 3) Identify what products and services your buyer persona needs and
desires.

Channels 4) Identify the channels where your buyer persona is regularly found.

Channels 5) Identify which channels you will utilise in your strategy. Which channels
are appropriate and which are not?

Content 6) What value do your products and services bring to your buyer persona?
Describe these benefits.

Content 7) Present content that engages your buyer persona, exudes the value of
your organisation and is highly shareable.

Content 8) Create incentives for existing customers to become brand advocates,
reviewers and influencers about your brand, products and services.

Channels/ 9) Keep encouraging the conversation. Encourage likes, tweets and sharing

content of content.

Table 4.9 Retaining customers

Building block  Steps to retaining customers

Data You've acquired a new customer. Engage them in conversation to learn
about them.
Content Give your new customer a personalised space for feedback and comments.

Data/content  Respond to comments and feedback. Celebrate positives and address the
negatives. Attempt to exceed expectations.

Data Collect additional data from your customers. Use additional methods
including surveys. Incentivise completion if necessary.

Content Develop loyalty programmes as part of your content production.

Data When a customer leaves, try to capture their reasons for leaving. If possible,

use this data to encourage them to return.

Source: Adapted from MailerMailer, 2011
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Case Study 4.2 ao.com: setting an example with
social media campaigns

Electrical appliances company ao.com (formerly known as Appliances
Online) knows more than most about the power of social media (Price,
2014). A pure-play online retailer, it has created its brand from scratch
since launching in 2000, relying extensively on platforms such as Face-
book and Twitter to gain a share in the ultra-competitive white goods
market.

‘Fun and engaging content’ is key to the brand’s success online, says
Andrew Kirkcaldy, marketing director at ao.com. ‘We have to think a little
out of the box because white goods aren’t the sexiest of things to create
content around’, he admits.

Examples of recent content, which is all created in-house, includes
filming a man who is in the Guinness World Records for balancing a
washing machine on his head for the longest time and sponsorship of
‘Tony the Fridge’ (@tony_the_fridge), who runs marathons for cancer
charities with a 42-kg fridge strapped to his back.

To get this content seen, ao.com has invested heavily in Face-
book advertising to get the necessary reach. Consequently, ao.com now
has nearly 1.6 million Facebook likes and is also active on Twitter,
Pinterest and YouTube.

ao.com’s YouTube channel regularly hosts live competitions to win
white goods, as well as providing recipes and what it calls ‘AO hacks’ —
tips such as how to keep your clothes fresh or how to put two plates in
the microwave at the same time.

What ao.com has constantly found is that there is a direct correlation
between its social media activity and the number of people coming to the
website through search. Mobile traffic is particularly important to ao.com,
with the brand’s recognisable smiley face logo having to work across all
devices.

Of course, with engagement online comes the potential risk of nega-
tive as well as positive feedback from customers. For ao.com’s Kirkcaldy,
the key is to respond quickly and honestly if someone has an enquiry or
isn’t satisfied.

‘We have a customer service team of eight people who are on the
sites managing the comments. They will usually reply to customers on
social media within two minutes, ten minutes max’, he says. Adds Kirk-
caldy: ‘If we’ve made a mistake, we admit it and tell the customer that we
will sort it out as quickly as possible’.
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Importantly, the same customer service agent will deal with the prob-
lem until it's resolved so the customer isn’t passed around. Most of
the time, ao.com will deal with the problem publicly, but it may be in
private if the customer wishes to take the complaint offline. ao.com also
regularly checks comments on Trustpilot, an independent online com-
munity where people leave reviews of retailers.

Finally, one important aspect of customer service for ao.com is the
‘Facebook Feedback’ booklet that all delivery drivers see and that con-
tains positive as well as negative comments from previous deliveries.
‘The drivers are the only people who meet our customers, so the impact
they can have is massive. It makes them realise how important it is to
make a good impression’.

Source: Price, 2014

4.5 Tactics

Many tools enable you to implement the specific tactics of a campaign once
you have defined your digital marketing objectives and strategy. Each tactic
brings specific benefits, for example, customer acquisition may best be driven
by search advertising, while email is one of the most eftective tools for selling
more products to existing customers.

Table 4.11 expands on some of the most popular tactics available to you and
their desired outcomes. Choosing which platform to invest your energy and
resources in is important. Determine who your audience is and how they inter-
act with your brand before establishing a presence. Remember that in order to
make an impact you must post regularly and consistently.

Actions and control

In order to measure success, you need to define a clear and measurable call-to-
action. A call-to-action is simply the action that you want your buyer persona
to engage in at a specific point in the buyer journey. Many difterent calls-to-
action exist (Table 4.12).

Getting to the sale (conversion) is the final step in a chain of actions. For
example, one chain of actions leading to a sale may be as follows:

Click on a blog post link from Twitter or Facebook.
Sign up for an email newsletter at the end of a blog post.
Sign up for a webinar announced in a newsletter.

Have a representative call as a result of this signup.
Purchase.

S O I S
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Table 4.11 Marketing tactics, relevant campaigns and their desired outcomes

Tactics

Relevant campaign

Desired outcomes

Search engine
optimisation (SEO)
involves creating
content that search
engines index and
serve when people
enter a relevant search
term.

Afhiliate and partner
marketing are lead
generation systems
where referrers are
paid a ‘finder’s fee’ for
every referral.

Search advertising (pay-
per-click, PPC) means
the advertiser pays
only when someone
clicks on their ad. The
ads appear on search
engine results pages.

Online advertising
include emails, ads on
social networks and
mobile devices, and
display ads on websites.

Video marketing

Email marketing

Customer retention

or acquisition

Sales and return on

investment (ROI)

Sales, customer

retention and
acquisition

Branding and

acquisition

Branding, customer

retention and value
creation

Customer retention

and value creation

SEO has a key role to play in
acquisition. It ensures that your
offering will be well ranked in
search results and allows you to
reach new customers. Optimised
websites are also by definition
clear, relevant and well designed.
These elements ensure a strong
user experience, meaning that
SEO also plays a role in retention.

Promotion of e-commerce websites.
ROI is central to this tactic, as the
commission that is paid is within
the ROI parameters.

PPC is keyword-based, which
means an ad will appear on
a results page in response to
a search term. It allows an
advertiser to reach people who
are already in the buying cycle. It
offers immediate search engine
presence in contrast to SEO
tactics, especially for new markets.

Online advertising raises brand
awareness. This form of
advertising can generally be
targeted to physical locations,
subject areas or past behaviours.

An interactive and engaging format
for capturing and retaining
customer attention. A video
can provide information,
entertainment and inspiration —
potentially all at the
same time.

Build relationships with potential
and existing customers by sharing
valuable content and other
messages. Targeted and segmented
emailing means that
a brand can direct messages to
specific categories of customer to
maximise results.

Source: Adapted from Stokes, 2013
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Table 4.12 Examples of calls-to-action

Click Here Do not use this kind of text. It is not a screen reader—friendly text. It
is a classic web-based call-to-action mistake.

Download Now Content that is delivered immediately satisfies immediate interest
and encourages a conversation.

Buy Now Your reader likes what they’ve seen so far. Now they can take the
next step to buy.

Join Now If you have gained sufficient reader interest, the next step is offered

as a chance to belong, affiliate or associate more closely.

In each small incremental step of this chain of actions, the goal is to increase
the level of interaction and engagement. Although the final desired action
is probably to generate a sale, the best way to get there involves intermediate
steps. The call-to-action is the important ‘glue’ that links each of these steps in
a structured way.

4.6 Buyer Persona Spring as the core for the digital
marketing strategy

The key decisions made to formulate the digital marketing strategy can
be summarized in the Buyer Persona Spring table. Figure 4.9 provides a
table of the touchpoints through the anticipated customer journey — stimu-
lus, ZMOT, FMOT and SMOT. It also connects strategic business with
the buyer persona through specific channels, content with their associ-
ated keywords, data and the summary of the buyer persona pain and trust
touchpoints.

It is important to have an overview of strategic commitments that are shared
in this table (Figure 4.9).The idea is to have a logically linked summary of key
commitments that will be maintained for 3 to 5 years. The duration will depend
on overall strategy timelines. The detail and length of this table should fit ideally
one single A4 sheet and outline the overall direction for the marketing team.
The table can be used for briefing external agencies and aligning any internal
projects that will take place. As mentioned earlier in this chapter, annual review
of this strategic commitment is recommended.

Figure 4.10 illustrates the application of the Buyer Persona Spring. To be
able to create this, it is necessary to create a buyer persona (see, for example,
Figure 3.1) and the customer journey map (Table 3.6). The Nigel Bloom digi-
tal marketing strategy would be different to the B2B buyer persona Lucy Bels
(Figure 3.2).

The completion of this Buyer Persona Spring encourages constant sense
checks against the buyer persona and their customer journey. For example, all
preferred channels that a customer is likely to take need to be mapped out with
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Digital Marketing Strategy (Buyer Persona Spring) for

Date: Completed by
Strategic Channels Content Strategic Data/KPIs | Buyer
business keyword terms persona
objective for
3 years
Stimulus
ZMOT
FMOT
SMOT

Figure 4.9 Key decisions of the digital marketing strategy using Buyer Persona Spring table

content and related management and monitoring with related KPIs. It is an iter-
ative process and by completing the Buyer Persona Spring it might be needed
to revise the buyer persona and their customer journey so that there is a logical
link. The key objective is to maximise the trust touchpoints and reduce/elimi-
nate the pain touchpoints. The KPIs should also be helpful in capturing data
for the strategic business objectives. There are going to be more KPIs, but there
should be at least one or two that feed data into the business objectives. This
helps a business on a continuous basis to see whether they are developing in the
right direction. For example, the objective of sales is captured at the FMOT and
the objective for keyword visibility is picked up at the stimulus stage.
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4.7 Summary

Strategy is the first step in positioning your brand. A strategic perspective lets
you create a road map to reach your organisational goals.

In this chapter you have stepped through the development of strategy. Strat-
egy is connected to the widest context of your organisation, including the
sector in which you operate and the pressures that currently exist in the sector.
However, strategy also connects this big view to the details of specific tactics
you might employ to, for example, attract new customers.

In this chapter, we have emphasised the importance of planning campaigns
that will bring your buyer persona into close connection with your organisa-
tion. Of particular importance is the need to constantly consider the three
key building blocks of digital marketing: content, channels and data. Channels,
content and data interact closely and are equally important to achieving the
objectives of your digital marketing strategy.
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5 Campaign planning
and project management

Anna Tarabasz

5.0 Learning objectives

In this chapter you will learn how to:

e view a campaign from a strategic perspective;

* understand the stages of the campaign planning cycle;

* translate your strategic goals into SMART campaign objectives;

e estimate, budget and use evidence-based decision making processes to
select and evaluate the performance of your digital marketing actions;

* communicate and document your project management processes using
Gantt charts; and

e apply appropriate risk management techniques.

5.1 The importance of planning

Successtul digital and social media marketing campaigns do not just happen.
They are the result of good campaign project management actions, which are
closely related to your digital and social media strategy implementation. The
adage ‘failing to plan is planning to fail’ is true for many digital marketing cam-
paigns. In the Global Project Management survey, findings show that planning
is key; when proven project, program and portfolio management practices are
implemented, projects are more successtul (PMI, 2018). This chapter outlines
how each digital marketing campaign is essentially a project and, therefore, good
project management skills are needed to control digital marketing activities.
The 24/7 culture of online activities compounds the potential gravity of
issues that an organisation can face by opening up digital channels of commu-
nications. Some of the major brands have digital customer service teams who
communicate with customers around the clock. Other organisations make their
online ‘customer service times’ public to reduce disappointment amongst their
customers. This essential decision will impact all other activities in your digi-
tal presence. Nowadays, artificial intelligence (Al) and machine-based adaptive
learning represent the next great frontier for marketers. Indeed, certain activi-
ties may be supported by chatbots and use of Al, but you know your customers
best — are they ready for it or do they prefer limited timings and a human touch?
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Staft burnout and high staff turnover rates are common in digital market-
ing agencies. Speed is a characteristic of the fast-paced digital industry and can
have negative effects on organisational structures if not managed well. Organi-
sations and their digital teams have expanded rapidly, and many are using
the same management methods that worked in a small team environment —
which do not work well in a larger team setting. Likewise, for a one-person
organisation — owner manager — it is essential to be well organised, manage
one’s time and have good project management skills. Spending a whole day just
on social media might not be an option for those in a busy organisation, but
using tools to schedule and automate some of the engagement activity can be
an option. For example, automatic subscription to mailing lists does not require
any human intervention, but setting it up does take time and planning ahead
helps in this respect.

On the positive side, the Buyer Persona Spring (see Chapter 0 for more
detail) highlights how an organisation can engage around the clock, and this
offers the possibility of ongoing interaction, especially if multiple aspects of this
can be automated. Internal stakeholders have to be managed too. Considera-
tions of how the marketing campaign impacts your people, finances, production
and operations need to be made. In this way, having a common strategy used
for aligning the processes and procedures of an organisation, in line with mar-
keting activities, helps to focus and lead an organisation to success (Figure 5.1).
Likewise, operational constraints have to be taken into account to make sure
marketing does not over-generate demand for products and services, which
could have a negative eftect of not being able to satisfy demands.

If you plan to use digital channels for creating and curating content to engage
your buyer persona, you will need to consider various factors such as products
and services life cycles and seasonality. From this point of view, each campaign is
essentially a project which has to be managed. Therefore, this chapter focuses on
key project management practices related to stages of planning, acting, observ-
ing and reflecting.

This chapter stresses the importance of integrated activities across multiple
digital channels within marketing campaigns, activities of which are prioritised
by referring to your overall strategic business objectives. Collaborations with
other departments and individuals across an organisation are essential; therefore,

Marketing People Finance Production Operation

""&

Figure 5.1 The implication of marketing actions across an organisation

15031-3609d-1pass-r02.indd 124 @ 1/31/2020 6:55:55 AM



®

Campaign planning and project management 125

some of the projects can be managed outside of marketing team but have an
impact on the deliverables of marketing activities. For example, customer ser-
vice and postal delivery need to coordinate with marketing activities. Under-
standing digital marketing campaign project management and its key planning
tools and stages offers insight into repeatable success patterns, which can be re-
created and integrated into an organisation’s culture. Whilst we focus on digital
marketing campaigns, we recognise that digital marketing strategy implemen-
tation will also have an impact on other areas of organisation such as Human
Resources — for example staff social media policy development and enforce-
ment and recruitment of new in-house teams and external agencies.

5.2 Project management in the context of digital
marketing campaigns

Project management of digital marketing campaigns is a combination of pro-
cesses, tools and techniques used for intelligently organising resources in order
to successfully meet the set digital marketing objectives.

Processes include communication protocols such as update meetings with rele-
vant stakeholders, both internal and external. Tools include spreadsheets for track-
ing campaign activities and analytics packages for measuring success. Some of the
tools are channel-specific, but others, like Sprout Social, Pardot, HubSpot and
Net-Results, offer integrated channel management options. Techniques include
the use of Gantt charts and identification of critical paths and risk management.

There is no single approach to project management that fits all organisations.
For example, detailed project management methodologies such as PRINCE2
(PRojects IN Controlled Environments) are popular in the UK, and the Das
V-Modell is preferred for digital projects in Germany. But these two represent
only the tip of an iceberg, as there are many more like PMI/PMBOK, Agile,
Scrum, Kanban, Waterfall, Lean and Six Sigma. Digital marketing activities do
rely, to a large extent, on the development of digital artefacts (e.g. e-com-
merce website application and mobile apps) and therefore, for large campaigns,
these methodologies can offer more detailed guidance. Both of these two first-
mentioned methodologies broadly fit into the four steps of planning, acting,
observing and reflecting.

Importance of a proper canvas

At the beginning of your digital journey, you might ask yourself “where do
I even start?”. The answer might be simple — literally draw a sketch on canvas.
The Business Model Canvas by Strategyzer can help you to define current and
future value propositions which are informed by the newly identified build-
ing blocks of the Buyer Persona Spring. After analysing your current state and
defining your planned future state through the Buyer Persona Spring (Chap-
ter 2) you may now go even deeper through the Digital Engagement Canvas
(Figure 5.2).
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The Digital Engagement Canvas is a checklist and is used to identify new
projects that support implementation of your digital marketing strategy. It uses
a number of elements that are linked to the strategic thinking models such as
the Business Model Canvas and the Buyer Persona Spring. To operationalise
your strategy, a number of projects are needed. The links between these models
are as follows:

1 Audience — it is your buyer persona as developed independently and inte-
grated in the Buyer Persona Spring and the Business Model Canvas.
Objectives — defined by your Buyer Persona Spring.

Information — the content aspect of the Buyer Persona Spring.

Trends — as identified in your SWOT and PESTLE analyses.

Co-created value — identified in the Business Model Canvas as value
proposition.

6 Technology — identified as part of the channels consideration for the Buyer
Persona Spring as well as the data section. Now is the time to think about
wider technological implications to support all your digital marketing
activities and supporting services.

7 Process — the key activities as identified in the Business Model Canvas, but
now you can be more specific in terms of how to enable your staff and
organisation to deliver the key activities. These are considerations that go
beyond digital marketing activities such as customer service and the prod-
uct returns process.

8 Reach — using the ideas from the stimulus stage of the Buyer Persona
Spring, you can identify what types of projects are needed to start buyer
persona on their customer journey. For example, a need to commission
a viral marketing campaign or a survey that can be used for new content
creation (see more on content marketing in Chapter 9).

9 Engage — use the content from the Buyer Persona Spring as the SMOT
as well as brand personality, which dictates the accepted tone of voice for
engagement. Hot touchpoints and trust touchpoints of your buyer persona
can help to identify these engagement ideas and generate project ideas.

10 Assets — using the insight from strengths that you identified in your SWOT
analysis, consider what projects can help to maximise your strengths and
reduce your weaknesses.

[O2 BTN ES I V)

Objectives and key performance indicators (KPIs) leading to success

One of the key differences between managing a digital marketing cam-
paign and a ‘non-digital’ marketing campaign is the availability of tools for
the management, automation, capturing and reporting of data. Many of
these tools have a free entry-level version (e.g. Mailchimp, Google Analytics
and SEMrush). These tools allow the measurement and capturing of data
even at the smallest interaction along the Buyer Persona Spring. Therefore,
using data to set SMART objectives and track these through related KPIs
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and optimising resources intelligently is one of the most important skills of
a digital marketing campaign manager.

Each channel, such as search engine optimisation (SEO) or social media plat-
forms, offers its own set of KPIs, which can be measured and tracked automati-
cally (subsequent chapters highlight the potential KPIs which can be tracked
for each channel). Whilst this information is usually available for free, one of
the first activities that a project manager, and the team if relevant, would have
to agree on is which tools will be used for tracking this data. Sometimes it is
useful to use more than one source of data for tracking your KPIs, since no one
data set is 100 per cent reliable (see Chapter 12).

Creating and setting up KPIs for tracking SMART objectives helps to define
and agree on what ‘success’looks like (see Chapter 4 for an explanation of SMART
objectives). To measure campaign impact, it is therefore useful for a campaign
manager to be familiar with tools such as Google Analytics and Google Search
Console for website traffic measurement (see Chapter 12 on web analytics).
For example, tools such as Google URL Builder can be used for creating
campaign-specific URLs for sharing with a specific campaign. Campaign impact
can therefore be better tracked through Google Analytics. Capturing this data
using one tool allows cross-campaign comparisons as well as measurement of
factors, which might have not been the original intention. For example, noticing
an increase in brand awareness through a higher volume of website visitors, for
a campaign that was aimed at increasing sales and identifying user interface dif-
ficulties, is a secondary benefit of getting insight from your customer interaction.
Live tracking of available metrics is equally exciting and empowering but at the
same time may protect against major failure (see Box 5.2).

For campaigns that are repeated seasonally, use of consistent tools is also use-
ful to ensure comparability of results. For example, a florist can compare the
volume of website visitors and sales data in the run-up to Valentine’s Day over
previous years and predict accordingly. Understanding what the individual KPIs
measure is also important. For example, for a social media KPI, simply using the
number of followers or likes on your organisation’s digital profile is not really
helpful, especially where campaigns are outsourced and it is unclear how results
are being achieved. Therefore, more qualitative measures could be used, such
as the sentiment of comments and the number of meaningful interactions. For
example, social media listening tools such as Sprout Social and Radian6 offer a
qualitative analysis perspective on your data and provide KPI reporting for your
social media. Many social media platforms such as Facebook and Twitter offer
their own reach and engagement metrics beyond the likes of the page and
the number of followers on your Twitter account. Even customer complaints
and negative reviews have value for your organisation — those that pinpoint a
weakness help you to refine and improve your offering, and customers who see
the improvement are more likely to trust you in the future. At the end of the
day, in a for-profit organisation, your objective is to generate income through
delighted customers, and you need to remember that the difference between
satisfied and delighted customers may bring down a business. This is because
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customers who are delighted are more likely to share their experience with
others — those who just received an OK experience have nothing special to say
on social media.

Having set strategic business and marketing objectives for the next 3 to
5 years, organisations cannot wait this long to see whether these have been met
in order to determine whether the digital marketing activities were effective.
Therefore, digital marketing strategy implementation involves breaking down
the long-term objectives into distinctive transient campaigns (e.g. building
brand awareness could be split into different viral marketing actions and spon-
sored articles, appearing every 2 months or scheduled to coincide with events
relevant to your buyer persona). Not only are shorter campaigns easier to budget
for, but they also reflect seasonality and the buying cycles of your buyer persona.
Seasonality can be seen online using tools such as Google Trends or Google Ads
Keyword Planner or, if you have an existing website, Google Analytics. Ena-
bling e-commerce tracking from past purchase history can help here, so that
you can export your data into external data analysis and manipulation tools
such as spreadsheets to make more detailed and customised reports.

These campaigns or digital marketing projects are distinctive from other day-
to-day operations (such as everyday maintenance of the website or new blog
entries) in two main areas: first, they are time-bound and so they do not go on
indefinitely and second, they are focused on releasing defined outcomes (e.g.
brand awareness or conversions) and outputs (e.g. campaign-related collateral
material such as web pages, video and images). For these particular reasons, the
digital marketing campaigns, as well as digital presence seen from a broader,
long-term perspective, offer three important points:

e an opportunity for sense checking — if the mix of channels and content is
generating the desired outcomes;

o reflecting on this campaign performance compared to other campaigns by
your brand, as well as your competitors; and

e points for refining the digital marketing strategy implementation tactics
chosen to achieve long-term ambitions.

The success of a digital marketing campaign is usually defined in the ‘non-digital
world” through the judgement of interrelated aspects — the so-called triple con-
straint or the iron triangle, creating the project triangle (Figure 5.3). Each side
of the project triangle cannot be changed without affecting at least one of the
other sides. For example, through increasing the campaign scope (e.g. target audi-
ence), it is inevitable that other factors will be engaged — for example, more time
would be required, and the budget will likely increase. A further refinement of
three previously mentioned variables (scope, time and cost) is ‘quality’. Quality
is closely linked with scope and, in fact, some notations replace it altogether.
Quuality in digital campaigns encapsulates KPIs in the project. Defining quantita-
tive and qualitative measures for quality assessment helps to define what ‘success’
looks like and the key priority areas for campaign activities.
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Scope
Quality
Cost Time
Figure 5.3 The project triangle
Scope
Quality
Resources Time

Figure 5.4 The digital project triangle

Therefore, the four variables that constrain the project of digital campaign
assessment and planning criteria as represented in Figure 5.4 are as follows:

*  Scope — specific objectives of each individual digital marketing channel.

*  Time — start and end dates of the campaign.

*  Resources — financial resources, in-house human resources, social capital.

*  Quality — KPIs and data used for measuring the digital campaign impact
(e.g. clicks, traffic, sales and shares).

These four aspects set out the constraints for each project and have to be
clearly defined and agreed on amongst the relevant stakeholders at the outset
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of a digital marketing campaign. However, in a digital marketing campaign,
cost does not apply in all scenarios. Some resources might have incurred costs
in previous campaigns, but they would not have a direct cost for the current
campaign. For example, an organisation might have a very strong brand advo-
cate who creates content and leads an online community on their own because
of self-interest and brand advocacy. The Internet culture is full of ‘unboxing
videos’ — where individuals film themselves opening up a box containing a
product and sharing the excitement with others by posting the content on
video-sharing sites such as YouTube. If this benefits the brand, such campaigns
may not really involve financial cost. This applies to a number of sectors that
rely on volunteers and the community to help in developing a service or a
product, and they use the resource of social capital. Social capital is essentially
the likelihood of someone helping you because they know you and you have
helped them in the past. Social capital cannot be quantified in conventional
ways such as money, but if it is present, it offers a competitive advantage to an
organisation (Heinze et al., 2013). Some basic indicators of social capital that a
brand can have are the number of interactions it receives from its buyer persona
representative when it asks them for feedback (read more on social capital in
Chapter 8). For example, the ‘My Starbucks Idea’ website is dedicated to cus-
tomers of Starbucks to share their ideas on how to make Starbucks better — the
volume and the quality of the recommendations are an indicator of how much
social capital Starbucks has.

The implementation cycles and importance of nine steps

Digital marketing strategy implementation does tend to go through a num-
ber of iterative cycles. By drawing conclusions from the lessons learned, you
act on continuous improvement, constituting the basis for the development of
the next iteration. This iterative nature is also characteristic of digital activi-
ties, since so many variables keep changing all the time — for example, when
search engines release their ranking algorithm updates and refreshes, when
social media platforms come and go, as well as the impacts of competitor activ-
ity on your campaigns.

The four phases of the action learning cycle (plan, act, observe and reflect)
(Figure 5.5) will constitute the main themes in this chapter. Although their
role will be described in the following sections, these stages can be defined as
follows:

e Plan — refers to the setting of project triangle—related activities (resources,
times, scope and quality).

e Act — indicates operational stages (message building, allocating and curat-
ing campaign content).

* Observe — involves results monitoring (KPIs), optimisation and risk
management.

*  Reflect — constitutes a basis for the next cycle of promotional activities.
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Observe

Act

Plan

Figure 5.5 The digital marketing implementation cycle

1. Strategic
business aims

Act

Plan

6. Implement
campaign

Observe

Plan

2. Scoping and
setting
campaigns aims

7. Monitor
KPIs

5. Channels,
Content
and Data

3. Short-term
campaign
objectives

8. Reflect on
the
effectiveness

4. Plan quality
KPIs

9. Ongoing
project
management

Figure 5.6 The nine steps of the digital marketing campaign implementation cycle

Act

A more detailed example of a digital marketing campaign approach is illus-

trated in Figure 5.6.

Planning (cycle steps 1-5) — a digital marketing campaign starts with identi-
fying your strategic aims. Such an approach requires you to define where you
want to be in 3 to 5 years and predict what your organisation will achieve in

this time horizon.

In the second step, based on the seasonality of your industry and key related

events for your buyer persona, the scopes and aims should be set for individual
campaigns. Previously mentioned florists preparing for Valentine’s Day could
have campaigns that are targeting the search term “Valentine’s Day flowers’.
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Figure 5.7 Interest over time data showing seasonality for “Valentine’s Day flowers”

Source: Google Trends (www.google.com/trends)

Based on past performance, tools such as Google Trends offer insight into when
your buyer persona will start their research journey. The search volume for
flowers slightly increases in December, has a high increase in January and is at
its highest in February (Figure 5.7).The data clearly points to the need for your
organisational planning to focus on the 4 months from December to March for
your Valentine’s Day flowers campaign.

The third step of planning is translating a campaign into shorter-term spe-
cific, measurable, attainable, realistic and timely (SMART) campaign objectives.
The setting of objectives is discussed in Chapter 4, and now the time periods
are months and not years. This involves indicating the appropriate constraints
from the project management triangle, such as deadlines and activities that are
critical to the success of the project. Risk assessment is completed and the main
risks are documented with management; mitigation of these is also identified.
Whilst communication with all relevant stakeholders is important at each stage,
before acting commences it is essential to get buy-in and agreement from all
primary stakeholders. Face-to-face meetings are usually best for presenting and
clarifying the plan for a campaign, but other forms such as written documents
and virtual presentations are important. Organisations such as the Association
of Project Management produce templates for project plans, which can guide
you in thinking through an individual campaign cycle, time and resources for
the individual 4 months.

After defining the quality KPIs to be achieved (fourth step), these can be
grouped into monthly, quarterly and annual reports for measurement and
reflection. For larger organisations, multiple projects on the same product
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could be grouped into programmes, and programmes of a particular brand can
be grouped into portfolios. Programmes and portfolios show another level of
abstraction when it comes to collecting and grouping KPIs. Whilst financial
cycles can be broken down into tax timeframes, product and service trends
need to take into account seasonality and competitor activity when setting
these KPIs.

The planning phase is complete after documenting the communication
channels and content (step 5), as well as creating a Gantt chart, which lists all
the main activities. These can be adapted to your own needs.

Even though the acting phase (step 6) of the cycle consists of only one
step, it is certainly no less important. The majority of project manager time
is spent in preparing and briefing all parties at the planning stage. The acting
stage is mainly driven by implementing activities specified within the Gantt
chart and managing project-related risks. The planned activities are now being
implemented. However, things don’t always go to plan. The actual campaign
implementation might need to be adjusted due to unforeseen circumstances.
The already agreed-on list of project priorities offers a supporting guide for
making minor adjustments.

The observing phase (step 7) focuses on monitoring your current activity
and its progress in relation to the planned Gantt chart and the risk table. The
tracking Gantt chart is produced to monitor the actual time and tasks under-
taken to complete the project. The difterence between the Gantt chart and the
tracking Gantt chart is that the former is produced ahead of the project imple-
mentation and is based on estimation, whilst the latter is a documentation of
actual time, resources and scope delivered. Any problems that occur throughout
a campaign are also added to the tracking Gantt chart and risk management table
and documented. The mistakes and errors of a campaign as well as all successes
have to be documented so that future campaigns can use this insight to improve.

The last steps of the digital campaign implementation cycle are based on
the reflecting stage (steps 8 and 9). This stage is used for reviewing the cam-
paign results and effectiveness and the likelihood of achieving the annual and
strategic aims. The tracking Gantt chart is compared to the estimated Gantt
chart and risks are reviewed. Reflecting on past campaign management and
reviewing against set objectives and KPIs helps to better estimate KPIs for
future campaigns. Stakeholder correspondence and feedback are also taken
into account when writing the campaign report. At this stage, your analysis
should focus on determining which activities to continue and which to stop.
The reflecting phase closes the cycle and, due to the approach of continuous
improvement, constitutes the basis for the development of the next iteration.

5.3 Planning — starting a new project

The planning stage plays an important role in digital marketing campaign pro-
ject management. Often, organisations focus on the short-term campaigns, not
taking into account strategic priority areas. However, this kind of thinking
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does have its challenges, in particular when considering justifications of major
investments in people or in tools such as a customer relationship management
systems or an extensively customised e-commerce application. Such invest-
ments are needed to facilitate long-term organisational growth; hence, longer-
term planning is needed to see a return on investment (ROI). For example, an
email database needs to be used regularly and needs to be up to date in order to
be useful for many years to come; spending a lot of energy on a one-off email
campaign and finding that it did not work the first time because most of the
addresses were out of date is not a reason to never use email marketing again.

On the other hand, emergent strategy allows for flexibility and gives freedom for
individual short-term activities, which, with time, can translate into a repeatable
pattern and become documented in a formal strategy document. The emer-
gent strategy starts with action and is contrasted with prescriptive strategy, where
the process starts with planning. Emergent strategy is more appropriate for
dynamic industries and fast-changing activities such as digital marketing. The
prescriptive strategy translates a long-term organisational vision into strategy
and through tactics to programmes.

Defining aim and objectives

Based on an understanding of the strategic priorities, the short-term digital
marketing campaign aim and objectives are set. These can be broadly grouped
into two types — brand awareness and conversion-driven campaigns.

Brand awareness objectives

The aim of brand awareness is to generate positive publicity for the brand and
its products or services. Some of the objectives could be focused on increasing
brand mentions, engagement with the buyer persona, generating high-quality
incoming links to the website or footfall to physical premises where relevant.
Digital content produced and optimised for this activity could be based on
broad keyword search phrases (as discussed in more detail in Chapter 7). These
campaigns assume no or limited awareness of brand, its product and services names.

Conversion-driven objectives

Conversion-driven aims can be focused on achieving any specific calls-to-
action. For example, objectives could be to measure enrolments to an event,
mailing list subscriptions, visits to physical premises, if relevant, and most
importantly, the number of sales in volume and value.The type of content used
for these tends to be more products- and services-specific.

Content should be produced and focused on more specific keyword search
phrases that include both organic and paid search terms (discussed further in
Chapter 7). This content would be focused on longer search terms bringing the
buyer persona closer to the final decision making process.
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Box 5.1 Florists

Two florists, A and B, plan their digital marketing campaigns. A aims to
increase brand awareness and B aims to increase the number of book-
ings. Both florists are aware that January is the time of year when most
buyer personas tend to research and arrange the details of their wedding
flowers.

Basing their activity on the SMART objectives principle, both have to
specify the precise and unique outcome (specific), that will refer to quan-
titative values (measurable), and be possible to attain (attainable), based on
estimations from previous campaign experience where possible (realistic)
and defined within a specific period of time (timely).

Because A aims to increase brand awareness, it defines its objective as:

“Io develop and launch 3-month-long campaign for January 2021 compris-
ing 1-minute-long YouTibe video and four related blog posts and related
social media networks amplification targeting subject of “wedding flowers
ideas” and reaching 1,000 new company website visitors.’

B aims to increase bookings and so defines its objective as:

‘Double the number of wedding flowers related bookings in January 2021
compared to the year before by creating a 4-month-long campaign target-
ing “wedding florist in London UK”, comprising a 1-minute-long You-
Tisbe video, four blog posts, PPC and offering a bottle of champagne for every
non-refundable booking deposit in January 2021.

The selection of channels for individual campaigns will depend on under-
standing the channel mix as proposed by ‘the customer journey to online pur-
chase’” (see Chapter 3 for more details). All campaigns should prioritise the
strategically committed channels of communication based on the understand-
ing of the buyer persona to ensure that the right channels and messages are
used.

Budget setting

In general, there are four main methods of planning the digital marketing
budget (Table 5.1).

The percentage of sales and the affordability methods of budgeting empha-
sise that the marketing budget can be almost unlimited. This unlimited budget
idea does not work for all industries; for example, a hotel with a fixed number
of rooms cannot sell more rooms for the same period of time. But the concept
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Table 5.1 Main methods of marketing budget planning

Budgeting Description Advantages/disadvantages
method
Affordable Budget is estimated as the Advantages: spending will never exceed
method remainder of funds once all financial capabilities. Supports organic
operational expenses have growth of an organisation.
been deducted from overall — Disadvantages: usually results in under-
revenues. spending on marketing, which leads to

an uncertain annual promotion budget
and ignores the effect of promotion
on sales. Accessing external funds

and investments for growth are not

advocated.
Percentage-of-  The budget is set at a certain ~ Advantages: very simple, emphasises
sales method percentage of current or the relationship between marketing
forecasted sales per unit. spending, selling price and profit per
unit.

Disadvantages: leads to false impression
of sales affecting marketing instead
of resulting from them. No basis for
choosing specific percentage ranges.

Objective-and- The budget is set by defining  Advantages: forces managers to link

task method specific objectives and the level of spending to expected
determining the marketing results. Accessing of external funds
tasks required to achieve where necessary to facilitate growth
these objectives. The budget and transformational thinking is
is set to cover the costs of encouraged.
these tasks. Disadvantages: it is difficult to guarantee

results without having past performance
data. Large-scale investments that rely
on borrowed capital create a risk for
those organisations that expect activities
to deliver sales to repay the borrowed
capital.

Source: Adapted from Kotler et al., 2018

works well in digital content consumption, e.g. watching an online video or
listening to a song.

Your budget will also depend on your digital channels mix selection. For
example, while using social media networks such as Facebook and Twitter is
free of charge, the human resources for monitoring and engaging in these net-
works takes time.

Ultimately, deciding what to spend should be based on what is sensible
for the size of your organisation, your strategic ambitions and your available
resources. As consumers increasingly use digital channels, your marketing chan-
nels need to follow them.Whether you establish a modest or robust budget, it is
important to learn what will work for your organisation today and in the future
(Association for Project Management, 2015). As your awareness of the Buyer
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Persona Spring grows, you will also learn what works, so that you can set more
realistic objectives for the next campaign.

5.4 Acting — executing your project

From a project management perspective, acting is an ongoing process and
focuses on keeping the digital project triangle under control. This role is
mainly focusing on leading activities such as stakeholder expectations manage-
ment, team management, roles assignment, scheduling and workflow planning
and amending Gantt charts. From a campaign operational perspective, acting
involves researching and developing content and digital engagement tools, as
well as implementing these in practice. In larger organisations, a project leader
can be assigned, who oversees the activities of others. In smaller organisations
it could be one person who is responsible for all activities — in this case, it is
particularly important to allocate time to reflect on the campaign process (how
things are done) and not just on campaign operation (what is being done). This
chapter focuses on the project management perspective, and subsequent chap-
ters will review channel-specific actions such as conducting SEO and imple-
menting social media optimisation.

Campaign documentation

Documentation of all project-related information is placed in a single file —
project documentation. This document is continuously updated as the pro-
ject progresses so that it can be used for future project estimations and as a
template. Dependent on the scale of your project, the project documentation
could range from a single spreadsheet to a host of files that help to define the
project based on the following five W and one H-questions: Why? What? Who?
Where? When? How?

*  Why is this project being done?

*  What will be done as part of this project?

*  Who will do what and how?

*  Where will content be created and published?

e When will activities take place?

*  How exactly all the above mentioned will be done?

Perceiving a digital campaign as a short-term project, the project documen-
tation principally justifies and clearly defines your project as well as indicates
its scope. If necessary, it also secures funds for the project from a previously
established budget. Moreover, it assigns the roles and defines the responsibilities
of project participants, and it can be referred to as a source of information for
other team members.

For larger organisations, introducing a digital campaign project requires con-
tributions from appropriate team members inside your organisation as well as
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external actors. Contributions could be knowledge of past similar projects, or
implications of the current project on their activities. For this purpose, a project
initiation meeting with them is a must — this outlines the project and makes
clear the communication protocols and timeline of activities. Ongoing stake-
holder management would be agreed and involves communicating with the
wider organisation as necessary, e.g. as outlined in Figure 5.1.

The project documentation could have the following sections:

e Campaign name — name campaigns to make them distinct from one
another.

*  Aim and objectives — setting the direction and scope of the campaign.

*  Business case — the reasons that rationalise the campaign activities as being
worthy.

e Project team — outline of project sponsor, manager and other team
members.

e Communications plan — how the project team will communicate, how
frequent these communications will be and the contact details of these
individuals.

e Quality plan — how quality will be assured and assessed during and at the
end of the project.

*  Deliverables — the expected tangible artefacts produced as a result of the
project.

e Scope — detail of how objectives will be achieved, e.g. which channels,
what content and what activities would be part of this campaign.

*  Resources — what financial and non-financial resources are available to the
project.

*  KPIs — for tracking and assessing what a successful campaign looks like.

*  Risk register — what activities can go wrong and how risks will be man-
aged and mitigated.

*  Work schedule — including the project Gantt chart and critical path analysis.

Project team

Team management techniques are a response to the “What? Who? Where?
When? and Why?” questions from the 5 Ws approach. While describing the ini-
tial roles in a project team (Mind Tools, 2016), you need to define the following:

*  Project sponsor — the individual with ultimate authority and control over
the project and its implementation.

*  Project manager — the team leader, responsible for implementing the pro-
ject, assigning roles and clearly defining responsibilities of other members.
Person responsible for delivery of project on time, on budget, within scope
and to the defined quality benchmarks.

e Team members — individuals with specific roles and responsibilities in a
specific project.
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Table 5.2 The responsibilities of project management

Do Don’t

» Keep a holistic overview of the project. ¢ Get involved in micro management —

* Take into account integration between you can’t control every single task of the
tasks. project.

* Delegate tasks to team members. * Get carried away with operations,

* Schedule and communicate activities forgetting the aim and objectives of the
for yourself and others. project.

* Manage and motivate the project team e Ignore poor-performing KPIs — if the
and act as a leader, and be prepared to project is not working, don’t worry about
be flexible. stopping the whole project.

* Engage all relevant stakeholders and * Leave questions from your team members
project team members with relevant unanswered.
information. * Create authority based on negative team

» Control quality of project-related tasks members’ emotions (fear, bullying).
and deliverables. * Rely on a single point of information —

* Manage project costs. where possible, always consult multiple

* Assess and review risks related to the sources to make your decisions.
project. * Rely on informal communications with all

* Overcome obstacles arising in the your stakeholders.
course of the project — cooperation e Prioritise the urgent over the important.
facilitating. e Assume you know it all.

By assigning roles to your remaining key members of your project team, you
define their job descriptions. A team membership diagram showing the lines
of authority and reporting for each project team member can help in complex
projects.

The project manager is central to communications between team members
and the project sponsor. It is often a difficult position, balancing operational
reality with strategic priorities (Table 5.2).

Communication plan

Managing projects requires formal and informal communications amongst all
the stakeholders, and agreeing on when these communications take place and
their purpose is important. R egular communications, as illustrated in Figure 5.8,
can be done at different frequencies with different team members — these could
be to review and reflect on campaign progress and seck solutions to emerg-
ing problems. Problem-specific communications can also be set up to facili-
tate management by exception when intervention is required. Management by
exception is based on the assumption that the team implementing the project
can make deviations from the project plan as long as these are not significantly
different. The project manager is only consulted when these go beyond certain
agreed-on boundaries. Communication agreement is also needed on tools for
documents sharing, contact details for video conferencing, and the phone num-
bers and email contact details of all relevant stakeholders.
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Figure 5.8 Communications plan

Work schedule

To complete a project successtully, you must control a large number of activi-
ties and ensure that they are completed on schedule. A delay of one activity or
task may lead to negative consequences for the entire project, while prolong-
ing another activity can have no impact on the overall project. For this reason,
the idea of ‘divide and conquer’ works for projects, which is based upon the
assumption that controlling smaller parts of the project helps to control the
overall project.

Gantt charts are a common technique in project management and present
a project in a visually accessible way. A basic Gantt chart lists project tasks, the
individuals responsible for those tasks and when the tasks have to be undertaken
(see Figure 5.9). In its simplest form, it uses bars on a horizontal timescale to
show the start, duration and finish of activities.

Work schedule management is the process of developing, maintaining
and communicating schedules for available resources. The Gantt chart must
show all the work related to the delivery of the project according to the
assigned time. An additional benefit that a detailed Gantt chart offers is the
ability to log activity precedence. By calculating the duration of each activity
and which activities rely on the completion of others, it is possible to esti-
mate the project’s longest time for completion. In project management, this
longest sequence of activities is called the ‘critical path’. On a Gantt chart,
the critical path could be a line connecting the bar charts for the critical
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Figure 5.9 An example of a basic project management Gantt chart

interdependent activities. Interdependent activities could be creating a web
page before a pay-per-click (PPC) campaign is launched or driving traffic
to that page. More sophisticated variations of Gantt charts can convey other
project-related information such as cost per task, resource over-allocations
and percentages of completed tasks.

Knowing the activities on the critical path allows you to allocate the best
resources in your team and therefore increase the chances of your project being
successful. Also, knowing the critical path activities offers you the ability to
prioritise important tasks over those that appear to be urgent (e.g. responding
to urgent emails instead of creating content for a video campaign). To create a
Gantt chart and the critical path, answer the questions below:

e What are your time/cost constraints?

*  What preceding activities need to be completed?

*  How do individual activities depend on each other?

e Which activities can be done in parallel?

e What is the estimated duration of each activity?

*  Who do you need for each activity?

e What is the skill level of each resource assigned to its task(s)?

To develop a Gantt chart, a number of tools are available, from simple spread-
sheets and free online tools such as Trello, to specific tools including com-
mercial tools such as Microsoft Project and free tools such as Gantt Project.
Plans change and, therefore, there is a need to re-prioritise activities; in cases
where the digital campaign is causing unintended negative consequences, it can
be stopped and the project terminated.

5.5 Observing — optimising your efforts

During the acting phase of the campaign, a project might change the activities
as the need arises. For example, a Google update algorithm is released which
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requires you to change your approach to your campaign. Factors impacting the
digital project triangle, such as changes in budget, timeframes or illness of team
members, result in the need for revision of activities. The knowledge gained
from observations of a project has benefits for future campaigns and, therefore,
documenting lessons learned is a key component in the optimisation of your
future eftorts.

Continual review of schedule and budget

During the project observation stage, the project manager has to make sure that
the project is moving forward as per the Gantt chart schedule. As previously
mentioned, online project management software tools are available to allow
project managers to track project schedules, budgets, organisational resources
and project-related material in real time. These tools also allow other mem-
bers of the project team to view and update their contributions to the project,
upload related information and inform others about the status of the project.
Regardless of the complexity of such tools — whether you use a spreadsheet or
an automated digital integrated project management service — you have to have
a clear understanding of the costs incurred by the project. Whether working on
an in-house digital project or for an external client, the lack of accurate finan-
cial information has a negative effect on the sustainability of the project and
the overall organisation. To avoid such issues, while preparing a project, relevant
finance monitoring systems have to be agreed and put in place, including the
relevant software support.

‘Re-prioritising’ tasks

During the project management process, one has to anticipate risks associated
with the project. For example, negative feedback from customers on social
media may prompt a project management team to pause their marketing activi-
ties or bring in a customer services agent or reputation manager to manage
feedback in real time. This exemplary form of unexpected outcome may force
organisations to re-prioritise certain activities and introduce new activities into
their project. Therefore, project managers must create flexible projects and be
ready to re-prioritise their tasks due to unexpected risks from internal or exter-
nal forces.

Maintaining a risk register

Risk management is a way of anticipating challenges and managing these to
reduce their negative effect on a project’s success. Risk management involves
identifying risks, assessing their impact and probability, prioritising risks and
then monitoring and mitigating these. The documentation of risk management
is logged in a risk register, which in its simple form could be as illustrated in
Figure 5.10.
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Risk identification Impact  Probability — Assessment  Management and
mitigation
Not being able to gain 2 2 2x2 =4 Use arange of
number 1 position for a secondary keywords
secondary keyword ‘SK’ expectations

Figure 5.10 Risk register

The first column states the name of the risk — risk identification. Then
the impact of the risk is analysed and rated on a scale from 1 to 5 using the
following interpretation:

1 Negligible

2 Marginal

3  Important

4 Serious

5  Catastrophic

The estimate of the risk occurring is noted in the probability column:

1 Impossible
2  Remote

3 Unlikely

4 Possible

5 Probable

The assessment column notes the assessment of individual rows for the risk
and is a result of impact x probability. The scores for assessment can be colour-
coded using this notation:

Red: assessment of 15 to 25
Amber: assessment of 9 to 14
Green: assessment of 0 to 8

The final column allows for documenting management and, where possible,
mitigation tasks for this risk. The collection of all project-specific risks entered
in the register allows the team to make a judgement on whether the overall
project is still viable — for example, if all risks are on red and there is not much
that can be done to mitigate these, the team need to consider whether the pro-
ject should be terminated (Figure 5.10).

The project management team should identify possible hindrances and take
steps to resolve them if they occur at any stage of the project.
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Quality assessment

Quality assessment means that the project is able to meet the objectives of the
project team and that it offers the desired quality and functionality. The main
objective of quality assessment is to detect and rectify issues as quickly as pos-
sible. An early correction of errors tends to result in the reduction of surplus
costs and offer overall schedule benefit. The major tools for quality assessment
are testing and technical reviews. Technical reviews originate from the software
development discipline and are becoming a crucial activity in digital marketing
campaigns. They are based on expert peer review, where an expert examines
artefacts or content and offers their feedback and overall assessment on the
suitability of the artefact for the desired campaign. User experience testing is
another commonly used technique for digital artefact quality assessment. User
experience is based on involving representatives of the buyer persona and ask-
ing them to use the artefact. Their use of the artefact can be recorded, and users
are interviewed about their experience of using the artefacts.

Monitoring results

There 1s no management without control functions. That is why the role of mon-
itoring and tracking to obtain results is so important within the whole campaign
cycle. This is, first, because it closes the whole cycle and thus allows the company
to summarise the results obtained in relation to the previously established objec-
tives. Second, and sometimes more importantly, this verification provides a basis
to take further actions for future campaigns. Analysis of subsequent campaigns
will allow expenditure optimisation and will provide invaluable knowledge for
future decision making concerning the most successtul digital marketing chan-
nels to choose, who should be the target of future campaign messages and which
activities will yield the best results for your organisation. Knowing which chan-
nels do and do not work for your organisation can save you time and energy in
the future. Of course, the digital environment is very fast paced, and new types
and forms of digital communication tools are always emerging. Therefore, always
scanning for new opportunities is good practice when planning and reviewing
a project. Competitors and customers may change and evolve; hence, following
their needs and interests is also important, as all knowledge gained from cam-
paigns feeds into an understanding of the buyer persona.

Box 5.2 When high click-through rate (CTR) still
means a campaign failure

When an electronic retail bank in Poland conducted a digital campaign,
users were encouraged to click an advertising form and were transferred
to a landing page relevant to the campaign. The campaign resulted in
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3 per cent CTR, resulting in website traffic increases; however, the bank
quickly found such traftic was not converting into sales and generated no
income for the bank.

The bank’s previously established banner campaign had given an infe-
rior CTR outcome (around 1 per cent), but a higher rate of customers
applied for the advertised online cash loans. So, what went wrong with
the new campaign?

Between the two campaigns, neither the landing page nor the applica-
tion form had been changed, and pricing conditions remained constant.
It was all about the choice of a new advertising form. The new platform
allowed a user to click anywhere on a web page, but only in specific
places of the ad image. This resulted in confusion when users who clicked
on a space were directed to a link not mentioned in the ad. The new
advertising platform gave outstanding CTR results. However, since users
were clicking and landing on a non-relevant web page, they were con-
fused and did not proceed to apply for the loan. The loan application was
a metric as well as the CTR. Despite the high brand awareness due to
relatively high CTR of the new campaign platform, the overall campaign
did not result in the desired sales.

The example of the Polish bank highlights the importance of measuring the
effectiveness of the user experience through continuous observation. Instead
of verifying the indicators and metrics, you should instead track your most
important KPIs.

Reflection at the end of the project allows the project management team
to assess its efforts and learn from its experiences. Reflection is not only about
looking back; it is also a proactive step taken by the project manager to reas-
sess their activities regarding the project. Project reflection, in part, allows the
project management team the time to identify their strengths and weaknesses
throughout the duration of the campaign and to learn from this for the sake of
future projects. Key learning can be used to update the Buyer Persona Spring
as well as information about the buyer persona itself. For example, by launch-
ing a campaign on social media channels and receiving positive feedback from
your followers, your organisation receives a positive reinforcement that the
strategy is working. This means that maintaining a similar direction for future
campaigns is appropriate. On the other hand, as shown in the Polish bank
example, with high CTR but low sales, not all high numbers inevitably show
the full story of success. All campaigns require a full set of KPIs that will meas-
ure the actual success that you seek.

Preparing for premature closure of a project

Closing a project is a consideration that should be open to the manager and the
team. In management by exception, the decision of project closure is certainly

15031-3609d-1pass-r02.indd 146 @ 1/31/2020 6:55:56 AM



®

Campaign planning and project management 147

something that requires careful consideration of the advantages and disadvan-
tages of doing so. Premature closure of a project can be disappointing for any
project team, although the experience gathered during the project is always
useful. However, you should consider it as a valuable lesson. For instance, clo-
sure may become the only way out if the budget for the project is no longer
available.

Creating a post-project report (against initial goals and benchmarking)

Developing a post-project report is necessary, since it gives the project manage-
ment team the opportunity to review the results of the project and determine
its success. If the post-project report shows that the project was able to achieve
the initial goals and meet the benchmarking required by the project team at the
start of the project, this means it was a success. However, even if the original
aim and objectives have not been achieved but secondary aim and objectives
emerged as the project unfolded and these resulted in a beneficial outcome for
the organisation, future projects can use the new aim and objectives as a starting
point for new campaign considerations.

Undertaking a project debrief (with velevant stakeholders)

After completion of the project, the project manager should debrief stakehold-
ers who were directly or indirectly involved with the project. The debriefing
allows the project manager to understand the viewpoints of the stakeholders
regarding the project and learn from others’ experiences. The valuable feed-
back and constructive criticism received from the debriefing permit the project
management team to learn from such experiences for future projects.

Making a concerted effort to praise achievements

Whilst the ‘praise publicly and correct privately’ rule has some critics, the gen-
eral thinking is worth noting. It is the responsibility of the project manager to
appreciate the project management team when they successfully complete the
project. Praising colleagues for the successtul completion of the project moti-
vates them to do even better in future projects and makes them feel that they
are valued as part of the team.

At the same time, the project manager has to lead the team when they are
unable to achieve the desired goals of the project. The project manager must
meet privately with the team members concerned and share constructive criti-
cism so they do not repeat the same mistakes in the future.

5.6 Summary

After opening with an explanation of the main stages of the campaign planning
cycle, we then explored the first stage of the planning cycle and considered the
campaign setting objectives aligned with the overall digital marketing goals.You
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have learned how to set a planning budget and how the key message of the
campaign needs to be thought through, keeping in mind the buyer persona and
the digital media channels selected.

The key digital marketing campaign planning tools for documenting digital
campaigns have been discussed. A project Gantt chart and a risk assessment table
help you to keep on track of the project management triangle.

The four stages of planning, acting, observing and reflecting have been given
attention from a digital marketing campaign perspective. Whilst project man-
agement time is spent mainly on the planning part of the campaign, there are
tasks during acting, observing and reflecting that are essential for documenting
the actual project and learning from these lessons for future campaigns.
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6 Developing an effective
digital presence

Ana Cruz and Stelios Karatzas

6.0 Learning objectives

In this chapter you will learn how to:

*  recognise what constitutes a digital brand presence;

» differentiate key concepts such as brand equity and social media branding;
*  maintain digital presences to create content synergies;

» differentiate media types — owned, earned and paid;

» understand the role of user experience;

* develop information architecture that is based on your buyer persona;

* use key performance indicators (KPIs) to assess your digital presence.

6.1 Defining digital presence

Your digital presence is the sum total of all the online activities managed by
your organisation (including websites, blogs and social media profiles) as well
as the online activities carried out by your key stakeholders, such as employees
and consumers. The interactions that are generated by this presence can make
or break brands. Corporate brand managers no longer engineer brands. In a
digitally connected world, brands are co-created.

You might see your digital presence as a means to an end but, if managed
strategically, it can become an important asset in its own right for your organ-
isation. Your presence is not only for sharing information but also to build
credibility (Verisign, 2016), trust, engagement and brand loyalty. These positive
responses can all be achieved by influencing attitudes and behaviour.

Influencing behaviour does not solely mean the completion of a purchase.
For non-profit organisations, for example, the behaviours that are encouraged
may be to support a cause financially, to sign a petition, to donate something or
to recycle more and waste less. Of course, influencing and securing purchases
remains a vital aspect for most businesses, so having clear calls-to-action (such
as buy, like and share) within your digital presence is vital.
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6.2 Brand building

Branding is a pivotal aspect of your strategy because it provides a focal point for
your buyer persona.Your buyer persona can identify with your brand and will
associate it with the value that you deliver. Your brand helps to clearly differen-
tiate the products, services and experiences that you offer from those of your
competitors. The work you have already undertaken that has been described in
earlier chapters, for conducting external and internal examinations of the envi-
ronment, the identification of a strategy and the process of defining and creat-
ing your buyer persona, supports the development of a robust market presence.

In the Buyer Persona Spring, your brand is an integral part of your organisa-
tion, although in small organisations this may currently be an underdeveloped
aspect of your digital identity. If you are in this position, then brand building
should be an integral aspect of your overall digital strategy and a key considera-
tion for content, channels and data. A strong brand identity that is well com-
municated through key content on the right channels will appeal to your buyer
persona and tighten the spring to your organisation (Figure 6.1).

Building your brand requires careful consideration of what your brand stands
for now and what you want it to stand for in the future (in other words, the
brand essence). How does your brand make your customers’ lives better, safer,
more exciting or more convenient? With popular commentary suggesting that
attention spans are shrinking, why should your buyer persona pay attention
to you, your product or your website? Why should your buyer persona use
your application or read your blog? Consider the message conveyed immedi-
ately by brands such as Volvo (=safety), Apple (=simplicity) and Angry Birds
(=entertainment). Each of these brand promises is clear, based on fundamental
customer needs and consistently delivered by every aspect of the organisation.
These messages are delivered by the entire organisation, not just through the
products and services that they provide.

Each touchpoint between your organisation and your buyer persona is a
moment of truth, where the promise of your brand needs to be consistently
delivered. Apple’s brand association with simplicity is translated into its prod-
uct, packaging, web design, apps, interface and usability. Apple promises a life
of beautiful simplicity where form follows function, where each interaction is
intuitive and the ‘I” at the centre (e.g. iPad, iPhone, iTunes) is all of us — indi-
vidually. Your branding challenge is to develop a meaningful promise of value
(the value proposition and unique selling point or USP) that is fully aligned
to your organisation. Your organisation must then consistently live up to and
deliver this promise of value. Your organisation can develop this alignment by
responding to a series of straightforward questions (Figure 6.2).

*  ‘What do we say?” How do you communicate internally and externally?
For example, social media policies for employees are just as important as
integrated communications with your buyer persona.

*  ‘What do we do?” What are your products, services, experiences and
interactions?
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Communication

“What do we say?”

/N

Brand
Promise

\/

Capabilities and
market knowledge

Products &
Services

Products &
Services

“How do we
behave?”

“What do
we do?”

Brand Promise

Delivery “What do we know?”

Figure 6.2 Embedding your brand’s value within your organisation

Source: (adapted from Cruz, 2006)

*  ‘How do we behave?”What is your organisation’s culture and behaviour? How
do you facilitate engagement and conversation with your buyer persona?

*  ‘What do we know?’ What capabilities and market and customer knowl-
edge can be maximised through market research and social media listen-
ing? How much knowledge and understanding does your buyer persona
have about your brand?

Brand alignment (or misalignment) can also be recognised in the Buyer
Persona Spring (Figure 6.3). Brands that are misaligned will appear to be at
odds with your products and services and will confuse or misdirect your buyer
persona. For example, developing a brand that suggests luxury will be misplaced
in a retail outlet full of discounted items. In contrast, a brand built on an image
of convenience and value for money could be entirely appropriate, particularly
if the image distinguishes you from competitors in a unique way.
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6.3 Brand equity

Brand equity is extra value customers perceive in a brand that ultimately builds
long-term loyalty. It is considered an asset generated by the interactions and
relationships between brands and their customers (Iglesias et al., 2019). Eftec-
tive digital presence for your organisation requires a focus on building brand
equity through brand knowledge, preference and loyalty. Organisations may
own a trademark (the name, logo and symbols), but the brand and its equity
ultimately lie in the head, heart and actions of your buyer persona, as is the case
with the Newby Trust (Case Study 6.1).

Case Study 6.1 Newby Trust builds trust in their
brand online

Even when organisations don’t rely on online purchases, they still need
to build their brand. The same principles of branding apply. The buyer
persona must easily recognise what the brand is saying and doing, how
it is behaving and what it knows.

For a small charity like the Newby Trust, the need to build brand equity
is significant, as it acts as a trust for charitable organisations, and most
of the public are probably unaware of how these types of organisations
function. From its home page, the visitor is immediately drawn to what
the organisation has to say (a trust that supports the common good).
Scrolling down further we are directly shown what the Newby Trust does
(makes grants to registered charities and small grants to philanthropic
organisations).

The Newby Trust successfully communicates its brand behaviour
through a concise and informative history section, and in describing how
simple it has made the process of applying for grants. In this way, the brand
has made an arduous, complicated and time-consuming procedure for
receiving funding for charitable endeavours easier. The Newby Trust has
successfully built its brand online and has enhanced its brand equity.

It has also taken steps to ensure that the basics of brand building are
supported by other approaches, to ensure a positive experience for its
buyer persona. For example, it repeatedly offers contact details and sup-
port for questions and more information. Additionally, the brand reveals its
recently audited accounts to ensure transparency, a fundamental position
for any trust organisation seeking to gain credibility and legitimacy. This
action helps to further build the positive perception of the brand.

Source: www.newby-trust.org.uk
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Relationships Resonance What about you and me?
Response Judgements Feelings What about you?
Meaning Performance Imagery What are you?
Identity Salience Who are you?

Figure 6.4 The brand equity pyramid
Source: (adapted from Kevin and Keller, 2019)

Brand equity is built as the buyer persona becomes aware of the brand and
begins to value its offering, when they know what the brand stands for, when
they respond to it and when they want an ongoing relationship with it.

The brand equity pyramid (Figure 6.4) illustrates these levels.

The variables that induce positive brand equity in retail include creating an
emotional connection, an excellent online experience, responsive service envi-
ronment, high levels of trust and high-speed fulfilment for orders. In a digital
environment, brand equity means getting the hygiene factors right, including
findability, speed of download, contemporary site design, intuitive navigation,
robust order fulfilment and personalised support (Cavender and Kincade, 2014).
The application of these key factors is discussed later in this chapter.

6.4 The rise of the social media—based brand

The rise of social media, plus advances in technology, mean that consumers are
now capable of creating and publishing content themselves. This means that
your brand is being co-created right now, whether you are part of that process
or not. If we are aware of brand equity, this co-creation includes your organi-
sation. Even if you are not currently creating your brand, your key stakehold-
ers are. Your customers, employees, pressure groups and brand advocates are all
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working away at presenting your brand through user-generated content (UGC)
such as videos, reviews and blogs. Without your participation there are no guar-
antees that this image of your brand will reflect you accurately or even posi-
tively. To build brand equity and achieve resonance with your buyer persona,
your brand will need to facilitate relationships, interactions and conversations —
to be a social brand that listens and engages. Your conversations should not just
be dialogues but forums, with all your stakeholders able to talk to each other —
for example, the ability to review products (on multiple channels), comment
on blogs and use social media buttons to share, like and tweet (Case Study 6.2).

Case Study 6.2 Café Coffee Day stays relevant
through engagement and staying ‘social’

Coffee is one of the largest traded commaodities in the world, with head-
quarters in India. It is a ubiquitous daily tradition throughout regions and
cultures globally. Attempting to compete in this market takes a special
type of brand and strategy. Café Coffee Day began modestly in 1996 with
one location and has remained, to this day, one of the top coffee brands
in India, claiming to serve 1.8 billion cups of coffee annually.

Not only does Café Coffee Day have around 1,500 retail locations
across India and beyond, but it also produces its own coffee from its
own plantations, produces its own coffee machines and even manufac-
tures its own furniture for its stores. Even though this vertically integrated
strategy does offer cost-savings to the brand, they know that this is not
enough to compete in today’s social world.

Consumers in India are no exception to wanting to be able to engage
with the brand and to be able to have their voice heard. Café Coffee Day
knows there’s no better place for this than social media. They have active
accounts on all the key platforms (Facebook, Twitter, Instagram, YouTube
and Pinterest) and stylize their content based on current demographic
trends (i.e. beautiful pictures of coffee cups with laptops). Furthermore,
they utilize each social media account strategically and post content
according to each platform’s unique environment.

For example, their Instagram account is full of social shares of their
consumers delightfully consuming their products (crediting their con-
sumer’s social currency) or sharing empowering stories of women, while
consuming their product for International Women’s Day, while utilizing
strategic hashtags like #WomensDay and #GirlPower. On their Twitter
account, they have polls for consumers to vote on new flavours and
product names, and on their Pinterest account they showcase visuals
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of their products and entertaining graphics like memes. They also cross-
post content along their social media platforms in order to create consist-
ency and fluency.

Café Coffee Day understands that coffee is a part of everyday life, so
they are seeking inclusion into this realm. Since they know that their tar-
get consumers are socializing online daily, they must successfully com-
municate engaging content throughout social online platforms, including
through their website, which allows users to easily find a location, find
out about their newest products and find links to social media sites.
Finally, they also keep users wanting to come back through promotions,
rewards programs and, of course, great product.

Source: www.cafecoffeeday.com

Creating content that facilitates dialogue and sharing is one of the most
important activities for delivering an engaging brand experience. The com-
bination of your content, channels and data should enable this brand experi-
ence. There are many challenges to this work, and in contrast to traditional
approaches to marketing, the digital environment is not necessarily brand-
oriented and people want to connect with each other rather than a brand.
Brands are not people — usually — but the metaphor of a brand personality
is one way you can bring your brand to life. If the brand were a person,
how would it behave? What are its values? How would it talk? What is its
tone? These considerations will clarify the image that you want to project
and will set the tone for all your conversations and interactions with your
buyer persona.

Building your brand requires you to create and offer content through chan-
nels that will get you invited into the conversation and that get others talking
about the brand. Listening — and gathering the data that results from this listen-
ing — is a fundamental principle for effective conversation (see Chapter 8 on
social media for more details about listening online).Your strategy must include
data that closes the loop and listens to your buyer persona in a way that enables
you to respond intelligently and personally.

6.5 Social media presence

In order to build your brand, a social media presence is essential. Please see an
in-depth discussion of the social media presence in Chapter 8. Almost all social
media, including Facebook, Twitter, YouTube and LinkedlIn, allow customisa-
tion features for brands as well as individuals. The composition of your social
media presence will be shaped by the brand you are creating and will be a key
consideration for your channels.
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A key starting point for a successful social media presence starts with your
name (for example, twitter.com/EU_Commission). In order for your name to
rank well in search engines, your social profile name should appear in the most
familiar way that users would search for your organisation.

Most social media channels also allow you to have a profile picture. Larger
businesses will use their brand logo and consistent naming of the brand. This
approach applies to all organisations. Sometimes your brand name will not be
available. If the brand name is already taken, use words like ‘ofticial’ or the brand’s
location after the name (for example, UniversalBG for a company based in Bul-
garia). Another option is to use your specialism to gain a naming advantage. For
example, you could use specialist sector positioning such as ‘ sports financing’.

Some social media channels allow a background picture. This can be used
for pictures of new products or services and can be updated regularly. As with
usernames, profile pictures should stay consistent through all of your channels
to deliver a consistent message and brand personality.

6.6 Developing a network of profiles

It is very important that each of your social media channels as well as your
primary website are well interlinked. This consistency makes it clear to your
buyer persona that your brand wants to engage. Consistency also enables better
data collection to track which channels produce results — whether this is sales,
engagements or actions. On the channels that allow a biography, there is an
opportunity to share your brand philosophy, brand personality and USP. Keep it
short. All your channels should also be linked from your organisation’s website,
making them consistently visible as well as through email signatures, business
cards and forum signatures.

There are different types of social media buttons for web pages — most
importantly, ‘Follow’ and ‘Share’. The ‘Follow’ button links a social media pro-
file and allows a visitor to follow your brand through multiple channels. The
‘Share’ buttons allow the user to share content across social media channels and
can also incorporate a counter that allows some basic activity data to be gath-
ered. A higher number of shares for a particular piece of content is also a proxy
measure for the trust that is being placed in your brand by your buyer persona.
Measures of trust are particularly important for e-commerce web pages. Writ-
ing a review can be an onerous task, but a like or a share is a quick way for a
visitor to endorse one of your products or services. However, there is a risk in
publicly displaying sharing counts, as low numbers all too clearly reflect low
popularity.

Organisations use social media channels to connect with their buyer per-
sona. One of the most eftective channels for doing this is a blog. Developing
a blog and then amplifying the content of the posts through other channels
contributes to the longevity of your content (Figure 6.5). The nature of social
networks is such that they are constantly changing, so it is a risk to invest a lot of
energy into a social media network that might become less popular in 2 years.
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Blog &
Website

Figure 6.5 The centrality of a blog in your brand development

If you have a blog, your customers can access your content without signing
up to a particular network, and the content will always be available through a
search engine, offering a safer longer-term social media presence. Also, all social
network profiles can be used to amplify blog content that is based on the main
website — driving traffic and engagement to the main digital profile of your
brand. Social media is discussed in greater depth in Chapter 8.

6.7 Owned, earned and paid content

One of the most crucial ways for a brand to stand out is through engaging
content which makes users want to comment on and share it and which sparks
conversations. There are three different channels where content can be placed:
these are described as owned, earned and paid (Figure 6.6).

Owned channels and content include corporate, product and brand web-
sites, blogs, campaign sites, social media profiles and mobile applications. This
category also includes bricks-and-mortar stores and offices which connect your
buyer persona with your digital activities.

In contrast to your owned content and channels, both paid and earned con-
tent are external endorsements of your brand which can be earned through
genuine positive word-of-mouth or paid advertising. Paid-for content has
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Figure 6.6 Owned, paid and earned content and channels

Source: adapted from www.titangrowth.com/what-is-earned-owned-paid-media-the-difference-explained/

lower levels of credibility when compared to earned content, but it can still
be a powerful tool. For example, online and offline advertising and retargeting
(where an ad follows a website visitor who left your website without a pur-
chase) can be eftective ways to generate brand awareness and drive traffic to
your website (one of your owned channels).

Organisations also pay influencers to share or endorse content. Paid endorse-
ments, both online and offline, must be clearly labelled as advertising to comply
with good practice guidelines for advertising and codes of ethics. Paid endorse-
ment and paid content introduce specific ethical considerations when it is
unclear whether the endorsement is genuine positive word-of-mouth — earned
content — or just a paid-for promotion. Failure to disclose a paid endorsement
is misleading and can have serious consequences, as illustrated by the Fyre Fes-
tival example in Box 6.1.The role of influencers and the need to be transpar-
ent when collaborating with them is further discussed in Chapter 8 as part of
influencer engagement.
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Box 6.1 Fyre Festival

Promoted on Instagram by social media influencers and models Kendall
Jenner, Bella Hadid and Emily Ratajkowski, the festival was promoted as
the ultimate luxury music festival. Due to take place on a private island
previously owned by Pablo Escobar, the festival promised to be a unique
immersive experience. The endorsers did not disclose that they had been
paid to promote it; however, their endorsement was effective. The tickets
were sold out in 48 hours. Instead of a luxury experience and gourmet
food, festival goers experienced serious problems related to security, food,
accommodation and medical services. The founder was found guilty of
fraud and the case is the focus of two documentaries released by Hulu
and Netflix in 2019.

Source: www.bbc.com/news/newsbeat-46904445

Earned mentions in the form of reviews (UGC) have become the third
most trustworthy source of information at a global level (Nielsen, 2013, 2015).
Thus, product reviews have become an important aspect of earned media due
to their potential impact on sales. For example, Ho-Dac et al. (2013) researched
the impact of online customer reviews on the sales of the new Blu-ray players
and the already mature DVD players. The study’s findings indicate that positive
or negative online customer reviews increase or decrease the sales volume of
the different models belonging to weaker brands, but they have no impact on
the sales of strong brands. However, a high number of sales leads to more posi-
tive reviews, which in turn can help increase brand equity.

Due to the importance of reviews in the customer journey’s ZMOT con-
sideration stage (see Chapter 3), organizations need to be responsive to good
reviews as well as proactive on how negative reviews are handled. This is further
illustrated in the research discussed in Box 6.2.

Box 6.2 Most optimal way to deal with negative
reviews

Brunner et al. (2019) researched the most optimal way to deal with a
negative customer review. They explored the eftects of difterent response
scenarios in which a brand and/or satistied customer responded to a neg-
ative review aiming to rebuild the consumer’s trust and purchase inten-
tion. When a weak response was provided by the brand and compared to
a customer response, consumers perceived the customer review as more
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trustworthy than the one provided by the brand. However, when com-
pared to a strong brand response, there was a significantly higher product
purchase intention when compared to the negative customer response.

In a strong brand’s response, it was considered as credible as a single
customer response to a bad review. This suggests that the consumer’s prior
brand knowledge plays an important role during the online purchase
decision. The study identified that a combination of a detailed brand
response and a response from a customer has a significantly higher effect
than a single response from a consumer in isolation. In the case of a weak
brand response, customers perceived higher risk and uncertainty in buy-
ing. Therefore, in order to reduce concerns a bad customer review should
be responded to in detail by a brand to reduce the impact of the negative
opinion.

Generally, consumers understand that there might be times when not
all goes to plan and are happy to give a second chance to a brand that
listens to consumer reviews and responds in detail to show how they
addressed the issue raised if necessary.

Genuine positive customer reviews are a powerful endorsement for brands;
however, with fake reviews being on the rise trust becomes key. Therefore, it
is important that your buyer persona is reassured by being able to check the
veracity of reviews. Companies like Amazon are now implementing a Verified
Purchase Label that accompanies real reviews (Cohen, 2019). This confirms
to the buyer persona that the customer in fact bought the product. Trust is at
the heart of robust brands. Thus, it is key that you reassure your buyer persona
of the veracity of the information that you present in your digital presence
including veracity of the reviews from previous customers (for more on trust
touchpoints see Chapter 3).

6.8 Building a successful user experience

Your owned channels are the ones that you have the most control over. You
can respond most rapidly to external changes through your owned channels,
and your owned content is the most malleable to your brand’s proposition and
positioning. Of all your potential paid channels and content, your website is
probably the most central to your entire digital marketing effort and strategy.
How easy or difficult it is to use and navigate your website is known as the user
experience. A successful user experience translates into positive experiences
that can lead to contentment, positive behavioural intentions and even emo-
tional connections with your brand.

Your aim in creating a positive user experience is not merely to satisfy your
buyer persona with reliability, convenience and functionality; it is to ‘wow’ your
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buyer persona into wanting to return again and again to your website and to
share their experiences throughout their network. User experience is a crucial
step in converting a user into one of your brand advocates.

Your goal is to improve customer satisfaction and loyalty through the utility,
ease of use and pleasure provided by the use of your owned channels. Mahlke
and Thiiring (2007) describe three user experience factors that assist in evaluat-
ing a website experience and to positively influence future user decisions and
behaviours. The findings are relevant to date.

o Derceived instrumental qualities: what users notice as being easily usable and
useful (e.g. controllability, effectiveness, learnability). This should include
access for every user, regardless of any disability, and should follow W3C
(w3.org) guidelines such as always having alternative text for images or
providing transcripts for podcasts and videos.

»  Emotional reactions: how enjoyable the interaction is and how the content
transforms the user’s hedonic state of being (subjective feelings).

o DPerceived non-instrumental qualities: what the user believes to be appealing
and attractive (visual aesthetics).

User experience is inherently focused on the user and on where value will be
generated through the user’s experience of the channel.

6.9 The principles of user experience design

The fundamental objective of user experience design is centred on the end user.
The user experience should meet a user’s expectations regarding ease of use,
while offering a simple process for accomplishing a goal that is obvious to the
user. It is important to recognise that search engine robots are amongst the pri-
mary audience for any website and require easy-to-access information in order
to index the website so that it will rank well on search engines and other users
can find it more readily (this point is discussed in further detail in Chapter 7).

Slow-loading content on a site is a fundamental faux pas of usability. Users are
no longer willing to wait for content to appear. Another common mistake is a
busy layout that distracts users from clear calls-to-action and inhibits readability.
Similarly, when there are no search options or feedback mechanisms, users can
get stuck while trying to find what they want and be unable to proceed to a
completed action. A clearly visible search option that leads to a truly functional
internal search function is an essential feature that allows users to freely look
for what they want while also introducing a data-collection opportunity that
helps you to identify what users are looking for; the website search data can be
captured through a system such as Google Analytics and reviewed in regular
reports (see the analytics discussion in Chapter 12).

Usability is about being able to make fundamental use of your website,
whether it is being accessed from a mobile device like a phone or tablet, or from
a variety of web browsers like Mozilla Firefox and Google Chrome. Anything
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that prevents efficient task completion, takes someone off course, causes confu-
sion, creates an error, allows the misinterpretation of content or leaves the user
unable to understand the navigation are all important considerations when user
experience is the focus of your attention.

6.10 Usability guide and testing

According to the US government’s online guide to usability (usability.org),
there are five steps in creating a usability guide: planning, analysing, designing,
testing and refining. These steps are incorporated into the overall user experi-
ence design processes, with a specific focus on how easy the website is to use
at all times. The easier it is to use, the more a user’s attention is directed to all
other aspects of the user experience.

Besides simply using a guide and testing, there must also be a process for
understanding and identifying usability issues through user testing and observ-
ing actual users. Hedegaard and Simonsen (2013) found that usability designs
that include emphasis on dimensions of hedonic affect and emotion, pleasure
and enjoyment and fun score much better in usability testing. Albert and Tul-
lis (2013) have identified, through in-person studies, that there may be ver-
bal expressions of confusion, indecision or dissatisfaction, and nonverbal facial
expressions and eye movements. After issues of this type have been identified,
they can be categorised further with severity ratings, for example, from low
(annoying but does not result in task failure) to medium (issues that contribute
to but don’t directly result in task failure) to high (issues directly related to
task failure). Issues can then be placed in priority or non-priority categories.
Severity issues can also be analysed and reported by frequency per participant
or group. It is also constructive to illustrate and collect positive outcomes and
possibly focus on them for further development.

The Web Content Accessibility Guidelines (WCAG) developed by the main
international standards organization for the Internet provide a set of recom-
mendations for making web content more accessible (WCAG, 2019). The
focus is primarily for people with disabilities and for all user agents, including
mobile phones. WCAG 2.1 became recommended by the World Wide Web
Consortium (W3C) in 2018. It consists of 12 guidelines (untestable) organ-
ized under four principles: websites must be perceivable, operable, understand-
able, and robust (see Table 6.1). Each guideline has testable success criteria. The
W3C’s Techniques for WCAG 2.0 is a list of techniques that help authors meet
the guidelines and success criteria. The guidelines and success criteria do not
change, but the techniques are periodically updated (WCAG 2.0, 2018).

Schmutz et al. (2018) investigated possible effects of WCAG 2.0 recommen-
dations on nondisabled users as a function of age and the type of device. The
research employed website accessibility (high accessibility vs very low accessi-
bility), age (younger adults vs older adults) and type of device (laptop vs tablet).
The results showed that higher accessibility increased task completion rate, task
completion time and satisfaction ratings of nondisabled users. While user age
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Table 6.1 Four principles to make web content more accessible according to WCAG 2.1

and W3C

Perceivable Operable Understandable Robust

Provide text alternatives for Make all Make text content Maximize
any non-text content so functionality readable and compatibility
that it can be changed available from a understandable. with current
into other forms people keyboard. Make web pages and future user
need, such as large print, Provide users appear and agents, including
braille, speech, symbols enough time operate in assistive

or simpler language.

Provide alternatives for
time-based media.

Create content that can
be presented in different
ways (for example
simpler layout) without
losing information or
structure.

Make it easier for users
to see and hear content
including separating

to read and use
content.

Do not design
content in a way
that is known to
cause seizures.

Provide ways
to help users
navigate, find
content and
determine where
they are.

predictable ways.
Help users avoid

and correct

mistakes.

technologies.
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foreground from
background.

did not have any eftects, users showed faster task completion time under high
accessibility when using a tablet rather than a laptop. Younger users liked the
websites more when presented on the tablet rather than the laptop, while older
users liked the websites more when using the laptop rather than the tablet.
Besides this preference, the results confirmed the benefits of accessible websites
for nondisabled users. The findings suggest that the beneficial eftects may now
be generalised to a wide age range and across different devices, thus providing
further encouragement for practitioners to apply WCAG 2.0 to make web
content more accessible.

6.11 Responsive design

Mobile devices such as tablets, ebook readers and smartphones are growing in
popularity. Your digital presence needs to be capable of operating on these plat-
forms too. Building a mobile site demands a responsive design — a web design
created for an optimal viewing experience on multiple screen sizes, with easy-
to-read content and large navigation buttons that better support small screens
and touch-based scrolling navigation. Mobile devices deliver your content on
the go, alongside other screens and amongst a crowd to people who want to
access information quickly and easily. Done carefully, your brand and content
can be delivered into the heart of a group of like-minded people, alongside that
of competitors and at key points in a discussion.

1/31/2020 6:55:56 AM



166  Ana Cruz and Stelios Karatzas

Building a responsive design is a similar task to that of building a great user
experience. Simplicity is the key, oftering fewer options, using plain language,
keeping formatting simple and sticking to conventions. Because mobile devices
have smaller screens, content must be organised to include the most perti-
nent information at the top of a page. Mobile devices rely on touch input,
so your functionality should be straightforward. Mobile devices generally also
have slower connections, so your web pages should reduce any data transfer to
a minimum and keep content and actions on the same page to save data costs
for the user.

There are some specific challenges to responsive design, including the com-
plexity of development and the need to reduce a website to a bare minimum so
that it can adapt to all devices and browsers and overcome the inconsistencies
of website functions on different devices (especially considering the speed at
which new devices are being developed).

Case Study 6.3 Wix.com offers an easy-to-use
platform to create, host and optimize websites for
small businesses

Internet users are browsing the web at around 2x the rate on mobile
devices than on traditional desktop ones. This means brands that do not
optimize their web presence will be left in the dark.

Small businesses no longer have to fear large budget allocations for
website development and optimization. Now there are sophisticated
tools that allow small businesses to create, host and optimize their web-
site with little hassle. The Israeli web-development company Wix.com
offers exactly this. Whether a small business wants to increase brand
awareness and drive traffic to their brick-and-mortar store or they want to
develop their very own online store, Wix.com has them covered.

Since many small businesses are weary of committing to long-term
contracts or of paying upfront for products or services, Wix.com allows
users to build their very own website free of charge. This way, small busi-
nesses can discover for themselves how easy it is to create their own
websites using Wix.com’s templates. Once they are ready to use their

g

Figure 6.7 Wix.com logo
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Figure 6.8 Wix.com responsive design

own URL and remove Wix.com’s branding from their website, they are
then charged for the service.

In order to remain aligned with consumer preferences, Wix.com offers
a mobile site creator and optimiser in parallel with the desktop devel-
oper, so small businesses can ensure that their websites are responsive.
The completeness of the editing tools means that users do not need to
undertake any additional technical editing to deliver a strong user experi-
ence. Users can preview their website at any time for both desktops and
mobile devices to confirm that both are fully optimised before publishing.

Furthermore, all proprietary and third-party plugins and apps offered
on Wix.com’s website builder are responsive. If a small business requires
event registration, for example, then they can effortlessly install the
Simpl-e-Schedule app. Once the app is installed on the website, the app
will automatically be optimized for mobile devices as well.

Finally, Wix.com offers a comprehensive support section so users can
search through many frequently asked questions to solve their issues
or learn more about their products and services. They also showcase
previous customers to enhance trust and inspire users to create their
own responsive website.

6.12 Website infrastructure

With your owned content and channels defined — based on your strategy and
the clear definition of your buyer persona — and your website look and feel and
page layouts determined, your next step is web development.The development
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process will take you from the design phase to an interactive website that will
connect you with your buyer persona.

The first step in your development process is choosing and registering your
domain name. It is easy to see whether your preferred domain name is available —
simply type the name into a search engine or web browser and scan the results.
Finding a suitable domain name may sound easy, but there are many factors
to consider. You might want your domain to be your brand name, if available.
However, you may also want to add or subtract from your brand name to make
the domain name as catchy and memorable as possible. However, be cautious of
being caught up with naming trends, for example, Flickr or those offered by the
Web 2.0 domain name generator (www.dotomator.com/web20.html).

Depending on where your target audience is, you may choose to use a local
domain (such as. gr for Greece or. bg for Bulgaria) if you are primarily serving
local markets. But you can also just as readily register a familiar ‘global’ domain,
such as. com,. net or. org, or one of the new global top-level domains (gTLDs)
such as. makeup or. watches (newgtlds.icann.org/en/program-status/delegated-
strings). Another consideration is whether to have multiple domain names to
avoid competitors or others registering similar names, while still being able to
link those domain names to the main site. Trademarking and intellectual prop-
erty rights apply online in the same way as they do offline, so there are limits
to your choices both legally and ethically. Finally, including keywords in the
domain name can help with search engine optimisation (SEO) to make smaller
organisations more visible to communicate the purpose of their site.

Another question you will need to answer is whether the website should be
static or be based on a content management system (CMS). Static websites have
historically been perceived as the cheaper and more secure option (Garner,
2014), since they are hosted without the aid of a database. However, with the
maturity of open-source CMSs such as WordPress, there are really no technical,
design or marketing reasons to use a static website.

Most hosting companies freely offer pre-installed open-source CMSs (such
as WordPress for information sites or Magento for e-commerce sites), which
simplify website development for smaller organisations. These systems are easy
to use and customise, with many free themes and plugins that make website
management easy for those with limited technical knowledge. There are many
guides, online courses and help sites for these popular systems, which provide
a relatively low-cost form of technical support. There are a number of plugins
that allow a CMS to be integrated with other systems such as a customer
relationship management (CRM) system or a simple mailing list management
system (such as Mailchimp).

6.13 Information architecture

The best websites are shaped with a strong understanding of their buyer per-
sona’s interests, needs and expectations. The content, visual design, organisa-
tion and navigation should all work in harmony to enable users to find key
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information easily and readily complete critical tasks. This arranging and
grouping of information can also benefit the website’s visibility for search
engine spiders to create better SEO results (see Chapter 7 for more details).
The term ‘information architecture’ refers to the organisation and structuring
of a website. Better information architecture creates a more coherent, intuitive
and satisfying experience for your buyer persona.

With a well-defined buyer persona, a clear understanding of your organisa-
tion and a definite digital strategy, you should be able to identify the keyword
phrases or keyword terms that are of highest relevance to your organisation
and your buyer persona. This understanding should produce high specificity
(combinations of two or more words), have high search volume (determined
by search engine data from Google’s Trends or Keyword Planner tools) and
should ideally have low levels of competition (indicated by the keyword dif-
ficulty tools). These terms should be identified and categorised into themes.
The themes will help you determine the pages your website needs, in addition
to the more ‘standard’ content of ‘Home’, ‘About Us” and ‘Contact Us’ pages.

Having identified the main themes, you will then need to outline the content
structure based on these themes. A hierarchy of subcategories should incorpo-
rate all of the keywords that you are targeting. The highest levels of your website
hierarchy should include the most important but general information, while
lower levels of the hierarchy should have less importance overall, with more
specific information. Some keyword terms might not fit into the hierarchical
structure, but these can still be utilised through blog posts and as part of the
overall ecosystem of content that answers all the needs of your buyer persona.

This hierarchical site structuring should then intuitively lead to the creation
of a site map (the visual representation of the logical structure of the content).
The site map can be translated into a web page that will help to outline the
navigational structure for your website in a manner similar to the way a table of
contents helps to organise a book.

Good navigation should include menus and submenus similar to the con-
tents page of a textbook.Your buyer persona will be familiar with this system.
From a design point of view, it is important that your buyer persona is not pre-
sented with more than seven options — simplicity is important for user experi-
ence.Your keywords now act as content labels which users will click on, so the
words should be meaningful and representative of what users can expect to find
on the resultant page. With this increasingly extensive architecture now defined,
wireframes can be created as a guide to integrating all of the indispensable page
elements in an organised and purposeful manner and to help you brief and col-
laborate with designers and developers.

6.14 The AIDA model for creating content

Once your information architecture is well defined, you need to set out the
content that will align with the keywords that you have identified and will
convey the essential aspects of your brand’s message. One formal model for
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designing content is known as AIDA. This model presents four key stages in
converting prospects into customers (Table 6.2).

Brand awareness is increasingly generated through search engine results pages
(SERPs). As a result, the more search engine—friendly your website and all your
channels are, the easier it is for your brand to build awareness.

As the stages of the buyer journey progress, it can become increasingly dif-
ficult to engage the buyer persona. At the interest stage, relevance and useful-
ness are key. Your engagement must answer why your buyer persona came to
the site and what they want to know. This is why a clear USP is of paramount
importance for successful marketing. Make your content easily accessible. Use
images and video, and write well-formatted text that is designed for online
readability and scalability. Use familiar structural elements such as headings and
bullet points. Write in short sentences and use short paragraphs.

Develop a desire in the buyer persona by creating an exciting and relevant
user experience. It is also about displaying the content necessary to make a
purchase decision, either through video, images or text. Other ways of evoking
desire include associating your products and services with social causes, celeb-
rity endorsement and online promotions (free trials, discounts, gifts, competi-
tions and one-time offers). Once desire has been crafted, there should be a clear
and logical call-to-action that can be found through directional cues that lead
the eye towards it.

During the final action phase, the attention of the user has already been
gained, but an obvious call-to-action should be visible, such as a large click-
able button saying ‘Buy Now’, ‘Donate Now’, ‘Sign Me Up’ or ‘Free Trial’.

Table 6.2 The AIDA model for content creation

Attention (or Create attention and awareness for your brand, your website and other
Awareness) channels and your products and services.You can measure the success

of this stage through the number of visitors, number of impressions,
number of pages visited and average duration of a website visit.

Interest Spark interest in your products and services through engaging content
that is created by you for the brand and also by its advocates. Success
for this stage can be measured through the number of engagement
interactions such as comments and re-shares, as well as how many new
conversations are generated that are related to your brand’s activity.

Desire Generate desire to buy your products and services through positive
third-party reviews and special offer campaigns. Measures of success
include the total number of new mailing list subscribers, new
followers on your owned and external channels, and repeat visitors
to your website.

Action Move your buyer persona to complete the desired activity on the
website or through social media channels, which has the ultimate
business objective of, for example, making a purchase or causing a
change in behaviour. Success at this stage looks like the number of
sales, the total value of new sales and number of ‘earned’ positive
UGC reviews and comments.
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These buttons usually have contrasting colours and clearly defined parameters
with bold borders for emphasis. Some best practice advice for calls-to-action
involves keeping the number of calls-to-action to a minimum and using active
language. Any statement that includes words such as buy, call, register, subscribe
or donate will use active language. Since a website user can potentially enter
your website from any web page, having a call-to-action on every web page
is a good way to measure the attractiveness and success of each page. Calls-to-
action could be as simple as asking the user to follow you on a social media
network or as complex as a full e-commerce interaction.

6.15 Content and website design

Visual content has become imperative for web designers. In a visual culture,
‘seeing is believing’ is more than a cliché. Humanity is generally drawn to visual
information (pictures or videos) more efficiently than text, and this particularly
applies to international audiences where written text may be inhibiting their
understanding of your content.You can use this knowledge to create a website
that wows your buyer persona (Case Study 6.4).

Case Study 6.4 Mikiya Kobayashi makes their
breathtaking design obvious from the first click

Some brands have not forgotten that what should truly make you stand
out from the crowd is the actual product or service that you are offering.
Therefore, if you are a brand that truly believes in your offering, then it
should be evident in every form of communication with your prospective
customer. Japan’s Mikiya Kobayashi has made this central to their online
content.

From the moment you land on their home page, you are already
immersed in the work of the design firm. The captivating images with
breathtaking design fade into one another creating an effect where you
can’'t wait to see more. Maintaining a minimal navigation architecture
allows the brand to be in control of how the user interacts with their
brand, so when all the home page asks you to do is scroll, you ‘scroll’.

‘\

MIKIYX\K\ﬁ AYASHI

Figure 6.9 Mikiya Kobayashi logo
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Henceforth, you are further captivated by more displays of past work
in a mesmerizing portfolio exhibition. As you scroll over each image, you
find out more about each project and are impressed by the recognizable
brands that were collaborated with. This adds further credibility to the
already remarkable designs, since you realize that industry leaders also
share this same intrigue in their designs.

On offer for the website’s navigation is a ‘hamburger menu bar, as
to not infringe on the aesthetics of the rest of the website experience.
Mikiya Kobayashi understands the design world well. Its main purpose
is not to sell new designs, but it is to intrigue prospective clients of the
quality of their design that could be imagined for future projects. This is
why no real specifics (prices, availability etc.) are listed online, so the
prospective customers will be incentivized to contact the brand directly
through its stimulating imagery.

Finally, you can find more about the brand by clicking their profile. You
will find the founder’s profound story and his accomplishments, includ-
ing being an adjunct professor and the myriad of awards that he has
received. This simple, yet effective way of showcasing the brand’s profile
through the founder’s story and timeline allows the customer to see the
brand as more tangible and trustworthy.

Thusly, Mikiya Kobayashi is using their content and design to truly cre-
ate a unique customer experience.

Source: www.mikiyakobayashi.com

Even though visuals by themselves are good for grabbing attention, pictures
and video bring greater value when they are combined with text. The impor-
tant points in the (concise) text should always be highlighted using bold and
italics in combination with headings and subheadings to create visual hierar-
chies. If more information is required, bulleted or numbered lists and easy step-
by-step outlines can be used.

Sparking the senses and enticing curiosity are key. But this must be supported
by practical content that is valuable to the user, is conveyed in a professional
manner and does not contain typos or grammatical errors. And, just as the prin-
ciples apply for user experience, language must be easily understood by most
readers (unless it is targeted to only a very specific buyer persona). If facts are
stated, they should be backed up or referenced to ensure credibility and encour-
age trust in your brand. All of this content should be presented in a personal
tone that adds a human touch to your brand.
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6.16 Summary

An eftective digital brand presence is the sum of all your digital activities. These
include not only content and channels managed by your organisation (websites,
blogs and social media channels) but also activities carried out by your key
stakeholders when they are engaging with your brand. A robust presence pro-
vides a platform to communicate, engage and co-create value for your organi-
sation and your buyer persona. Aligning what the brand and the organisation
say and do, how they behave and what they know is vital in order to deliver a
unique brand promise and experience.

A robust digital presence begins with an understanding of your own organi-
sation, your buyer persona and the user experience you are setting out to pro-
vide. The open ecosystem of social media introduces the prosumer (a person
who both consumes and produces media) and UGC. It is vital to listen and to
(co-)create value, content and experiences that people would like to share and
talk about. This interaction and engagement can be maximised with the use of
paid and earned channels to drive traffic to your owned channels and content.

Your website can be optimised by creating an excellent user experience
which enables an augmented experience for the user. Your user experience
should pay special attention to usability and should incorporate processes of
constant testing of the channel and its content to ensure that it is appealing
to your buyer persona. Throughout the processes of building this design, your
buyer persona is at its heart, from the creation of content all the way through to
the testing stage and thereafter.

Highly usable websites not only increase traftic from consumers but also
optimise the potential to rank higher on SERPs, bring higher social media
channel engagement and, ultimately, increase positive brand awareness. The
focus on usability must also extend to ease of use for accessing your website
from mobile devices. Having a keyword-driven website information architec-
ture is another vital component to satisfy your buyer persona’s needs.
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7 Search engine optimisation

Strategy implementation

Aleksej Heinze

7.0 Learning objectives

In this chapter you will learn how to:

*  create a search engine optimisation (SEO) strategy and implement it;

* research and develop a strategic keyword plan for your buyer persona,
including identification of channels to amplify the content;

* understand technical SEO and be able to diagnose potential issues; and

* implement the four pillars of SEO.

7.1 The importance of search engines

Search engines are popular because they bring a form of order to the Web.
Information and resources are immediately available in ways that would be
impossible without them. The increasing number of Internet-connected search
devices such as personal assistants and smartphones make search for video and
image content one of the major trends.Voice search, in particular, allows people
to ask long and near-conversation-like search queries which a search engine
tries to match to relevant search results.

To harness the power of search engines, your organisation needs to gener-
ate high-quality digital content that is relevant to your buyer persona. When
this quality content is used with search engine marketing techniques, you can
maximise your brand’s visibility within search engine results pages (SERPs) and
increase the chances of interaction with your desired buyer personas.

It 1s generally acknowledged that the vast majority of search engine users do
not go beyond the first SERP. This means that if a web presence — a web page,
social media profile, app or post — is not found in the top half of the first page
of the SERP, your chances of attracting users to your brand’s web presence are
significantly reduced. SEO is the process of increasing the presence of an online
profile in the SERPs for relevant keyword terms.

Knowing your buyer persona is an essential first step before substantial
resources, in terms of your time or money, are allocated to a specific chan-
nel. SEO plays a pivotal role in digital marketing. The CMO Survey regularly
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identifies the role of SEO as a top investment priority and practitioners (Moor-
man, 2019). This is because where someone goes through the ZMOT of the
customer journey they are likely to use a search engine and they are just a step
away from the FMOT — ready to make a purchase.

For the Buyer Persona Spring, SEO is an essential part of your strategy.
SEO most readily and clearly draws together content, channels and data. The
importance of SEO within each of these building blocks is equally significant.
Leading practice in SEO defines many of the parameters for determining the
quality of your content, provides a linkage amongst all of your preferred chan-
nels and gives you the most accessible forms of data for your organisation to
make informed decisions.

This chapter will offer insight into the key techniques and tactics that will
help to get your organisation’s website ranked in organic SER Ps.

7.2 The business models of search engines

When you are working with search engines, you are communicating with
automated computer databases. These databases are constantly collecting, stor-
ing, evaluating, sorting, ranking and sharing information. A basis for a search
engine’s business model is focused upon a fast and positive user experience —
ensuring that relevant, high-quality content is returned quickly for any given
search query. A successful search engine marketing (SEM) strategy is based on
how well you know each specific search engine’s standards and requirements.
There is no single search engine that is dominant in every country in the
world. Although Google is a major player in the majority of North America
and Europe, Baidu dominates the Chinese market and Yandex is the leader in
Russia. Understanding the search preferences of your buyer persona is the first
step in developing your SEM strategy.

SEM traditionally includes a mix of pay-per-click (PPC) and organic (non-
paid) search campaigns. PPC is paid advertising, which has an immediate effect
on the results at the top of a SERP; in contrast, organic search is a longer-term
activity that is achieved through creation and optimisation of content. However,
while there are many tactical differences between PPC and organic search, there
are also direct strategic synergies that you should plan to recognise. For example,
a well-optimised organic SEO web page is likely to have a positive effect on the
quality score of a paid campaign if you are targeting similar search terms.

Working with a search engine algorithm

One of the key challenges with SEO is that brands wishing to rank well in
SERPs are entirely at the mercy of each search engine’s algorithm for identify-
ing high-quality content for a particular keyword term. The initial formula of
PageRank (Page et al., 1999), which essentially took the number and impor-
tance of incoming web links to a web page to rank its importance, has been
substantially revised and the results of this are no longer publicly available.
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Adding to this complexity, all search engines regularly update and refresh how
high-quality content is both defined and recognised. Google alone imple-
ments around 500 changes to its internal search algorithm each year. Most of
these changes are minor, with trivial impact, but a handful of these updates
each year can require a change on most websites. Google has made this situa-
tion ever more complex and dynamic, with over 10 per cent of their updates
now based on artificial intelligence and machine learning involving no human
intervention.

Algorithms are secretive and highly complex mathematical formulas that
provide the search engines with instructions on how to rank the impor-
tance and relevance of a page. Continual amendments are made to the algo-
rithm, which are rolled out with the aim of improving the quality of both
search results and the web pages that are discovered behind the results (fur-
ther recommended reading are three specific Google algorithm updates —
‘Hummingbird’, which specifies how search queries are handled, ‘Penguin’,
which relates to incoming links to a website, and ‘Panda’, relating to the qual-
ity of content). A number of updates do not require anything to be fixed
by website users such as, for example, the Broad Core update of June 2019
(Search Engine Journal, 2019).

Organisations that ignore changes to Google’s and other search engines’
algorithms risk losing highly ranked positions on their targeted SER Ps. In some
cases, the search engine will apply penalties to pages that contravene what is
currently regarded as leading practice. These penalties can be applied manually
or automatically and will depend upon the severity of the violation to a search
engine’s algorithm. By understanding and adhering to current leading practice,
your brand gives itself the best possible chance of achieving high rankings natu-
rally for specific keyword phrases.

Sometimes organisations are not operating on an even playing field for SEO
when it comes to how large brands fare compared to smaller organisations. For
example, a search engine can easily remove a small organisation from its listings
if they contravene any of its guidelines, and there is little that the small organi-
sation can do except to rectify their ‘error’. However, and in contrast, if a large
multinational is found to be spamming, they are likely to receive a much lesser
punishment. This reflects an economic reality in that the search engine needs
the large organisations for the scale of their advertising revenues and the expec-
tation that search engine users will find these brands through the search engine.
This was evident in the case of BMW in 2006 (Malaga, 2008).The brand’s web-
site was found to be violating quality guidelines (by creating doorway pages).
It was publicly removed from Google SERPs but then speedily reinstated once
the problem was fixed. A number of other short-lived Google penalty examples
have been imposed on brands such as JCPenney, Interflora, Rap Genius, Hali-
fax, Thumbtack and Expedia. Controversy has rumbled on over time around
search engines giving preferential treatment to large brands, but these brands
equally had to respond by fixing their digital presence in order to regain strong
SERP performance.
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The ethics of SEO

Some SEO techniques have been described as an active attempt to manipulate
or ‘game’ the search engine ranking algorithms. This approach is also com-
monly referred to as ‘black hat SEO’. These are techniques that generally have
only short-term impact and risk having a website penalised. This is when your
organisation needs to take a clear ethical stance in defining your SEO strategy.
The argument that is often used by black hat SEOs to justify their approach is
that they are not breaking any laws. They say it is only search engines that set
the rules regarding leading practice and, as they are solely commercial entities,
they have no legal basis for their position.

This book solely advocates pursuing ethical ‘white hat SEO’ techniques.
These are the techniques that adhere to the rules and boundaries of practice set
out by search engines. These working practices are often found under webmas-
ter guidelines and can be searched for with the phrase ‘webmaster guidelines’
in combination with the name of the search engine you are working with.The
links should lead you to specific breakdowns of current recommended prac-
tice. For example, Google’s resources are generally found at www.google.com/
webmasters/. Once you are familiar with the additional advice from third-party
resources such as Moz, Search Engine Watch and Search Engine Land you can
develop your competitive advantage in SEQO.

Ultimately, SEO is a balance between satisfying search engine quality guide-
lines and the expectations of audiences who use search engines. The challenge
is to achieve this balance without removing the ‘human’ element from your
brand. Whenever you are in doubt about your SEO decision, the user should
be given priority. In Google’s “What we believe’ section — “Ten things we know
to be true’ — the emphasis 1s ‘focus on the user and all else will follow’ (www.
google.com/about/philosophy.html).

7.3 How search engines work

In this section the focus is upon Google. The rationale is straightforward — it 1s
currently the most dominant player in the world, with 80 per cent of the global
search market share, and the second largest is Baidu with only 11 per cent (Net-
marketshare, 2019). Where Google leads, other search engines usually follow.
Although this is not to say that understanding how Google works will provide
all the answers for other search engines.

In essence, a search engine’s spider or a ‘bot’ finds web page links and then
automatically makes a copy of the online content behind each link, analysing
and assigning meaning to what has been found. The meaning that is assigned is
based on the algorithmic variables, including the body text, the keywords used
and their positions, links, synonyms and word proximity, semantic entities, as
well as other variables. There are different types of Googlebots for web con-
tent: news, images, video, mobile content, AdSense and AdsBot (Search Console
Help, 2019). Each bot gathers relevant variables, such as the links out of a page
(these are noted for future crawling by the bot) and the content checksum
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for the page, which is compared by the indexer (changes are compared at that
point with previously stored pages). The frequency of change is also recorded
and estimated to schedule future visits. Sorting also occurs at this point, like the
creation of a large book index.

After a user types in their query, they are presented with a list of content
that Google believes will satisfy the original intent of the query — these are the
SERPs. Typically, the content that is returned in SERPs includes a mix of paid
and organic results. Each result includes a link with a short title and a descrip-
tion, as well as optional add-ons such as thumbnail images, videos, site links
and knowledge graph data. The knowledge graph is a short summary answer
box, found underneath the search box (Figure 7.1), providing a direct and rel-
evant summary response to the user’s query without the need for further clicks
through to the source page. For example, if you search in Google ‘How old is
Larry Page?’, the knowledge graph gives you a direct answer. The knowledge
graph uses a number of reference points, including structured data on source
web pages, and can contain images, text descriptions, maps, social media profile
links and other related content.

Structured data is an important method for providing additional informa-
tion to help search engines understand web content and is discussed later in
this chapter.

7.4 Creating an SEO strategy to engage your buyer persona

In order to reach your buyer persona, you need to systematically set out to plan
and optimise your website and social media content.Your strategy should adopt the
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action learning cycle that is emphasised throughout this book in order to monitor,
assess and respond to the success (or otherwise) of your campaigns and tactics.
A typical SEO strategy is based on five key steps:

Understand your buyer persona’s keywords.
High-quality content development.
On-page optimisation.

Oft-page optimisation.

Technical optimisation.

1O N O R S

1 Understand your buyer persona’s keyword research — this involves iden-
tifying the main keywords that are essential to your brand, are likely to
be search terms used by your buyer persona and echo the content that is
or could be on your website. As your SEO strategy is a long-term com-
mitment, these terms should be generic enough to be valuable to your
organisation for years instead of focusing upon individual products or
short-lived slang. Three key questions will assist the definition of your
keywords:

1 For each term, at what point is your buyer persona in their buyer journey?
2 Why is your buyer persona asking this question at this point?
3 What content is your buyer persona expecting as a result of their query?

Generic intentions can be identified through the specific keywords being
used in terms of their stage in the buyer journey and the scale and type of
content that your buyer persona is expecting as a response (Table 7.1).

2 High quality content development — this involves developing or editing
your content to reflect your keyword research for a specific service, prod-
uct or brand. See Chapter 9 for more detail on the actual process of content
development. Content starts with strategically identified and committed to
subject areas that are driven by keyword research. All buyer persona infor-
mation needs and touchpoints should be addressed by either your digital
profiles or those of your partners to make sure that their ZMOT and the
rest of the journey to purchase is satisfactory.

3 On-page optimisation — this includes using the words from your research
as the basis for developing your website navigation and to shape the hier-
archy of your web pages — your website architecture. Thinking about the
logical sequence of website navigation for your buyer persona will assist the
development of a relevant website architecture. This architecture should
also reflect the logic of the changing intention of your buyer persona as
they progress through their buyer journey.

4 Off-page optimisation — this includes the development of your content and
channel that will generate relevant links back to your main ‘owned’ website.
These actions include encouraging (and checking) incoming links generated
from social media (e.g. using Google Analytics) and from other sites where peo-
ple are talking about your brand, services and products (e.g. Talkwalker Alerts).
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This work can be done through the amplification available at your owned
social media channels. You also want to reach potential industry authorities,
industry commentators and bloggers. These earned channels will then ideally
engage with and link to your content if they find it relevant and valuable.

The monitoring of competitors is important in SEQ, as all SERPs change
regularly. In some market sectors these updates occur many times each day; in
other sectors the changes may be much less frequent. Being aware of competi-
tor activity and their relative ranking improvements or demotions for specific
keywords allows you to anticipate their subsequent actions. A range of freely
available tools makes monitoring of your competitors relatively straightforward.
Google Alerts and Talkwalker Alerts can keep track of content changes — and
public mentions of your competitors. More detailed SEO analysis is offered
by tools such as SEMrush and SimilarWeb, which provide insight into your
competitors’ action and their visibility on SERPs, traftic overview and the key-
words they use. Analysis of the backlink profiles often unveils their oft-site SEO
strategy by revealing patterns of outreach and site types — see tools such as Link
Explorer. Likewise, understanding the content types that they are developing —
their content ‘hubs’, for example — may well provide an opportunity to gain
advantage by moving more rapidly. The Skyscraper SEO technique is based
on the principle of identifying what content works for your competitors and
developing similar content but better, therefore building an even greater pres-
ence and engagement with your buyer persona.

The quality of external links coming to your website is regarded as a key fac-
tor in off-page optimisation. Opportunities to build up your backlink profile
and emulate that of your competitors should be explored at every opportunity.

Personalisation and geo-location are also increasingly coming into play
in relation to your page ranking in SERPs. For example, when a person is
logged into a Google product, their browser history will influence what is
shown to them in the organic SERPs.

All of this insight aids your data use and will support your expanding knowl-
edge of your own organisation as a digital business.

7.5 Strategic keyword research

Keyword research is pivotal for SEO. Keyword research helps you to focus your
energies on generating content that is important to your buyer persona, in their
own language, in ways that improve engagement.

Your tactical search engine keyword research informs the wider ‘strategic’
keywords that apply to your organisation as a whole. For example, a strate-
gic keyword phrase for a florist in Chorley, UK, could be ‘florist in Chor-
ley’, whereas a tactical phrase could be specific to a product or service that is
offered for a short period of time, for example, ‘Mother’s Day roses’. While the
specific flower in the phrase might change, the phrase continues to relate to
the industry.
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Search engines continuously calculate the relevance of the content pro-
duced by your organisation in relation to the phrases that users put into
search engines. Because search engines base their business model on selling
advertising space (see PPC in Chapter 10), they offer potential advertisers
information about the keywords that users have entered into their search
engines in the past. This information is used to predict the potential volume
of individuals interested in that content. Keyword volume and trends data for
search engines are accessible through built-in ad management platforms such
as Google Ads.

The keyword research process

The overall process of generating keywords is influenced by a number of factors:

*  Your marketing objectives.

*  How many buyer personas are being targeted and optimised.
*  Budgetary constraints.

*  National or regional cultures.

*  Language, including regional dialect difterences.

*  The search engine(s) being targeted.

Keyword research needs to be recognised as a combination of art and science;
nonetheless, it can be addressed through a methodical three-stage process.

Stage 1 — keyword brainstorming

Start with an initial brainstorming session, usually in a meeting with your team
and, if possible, representatives of your buyer persona. Keywords are inspired by
customer needs, as well as your products and services. Additional insight can be
gained from focus groups, surveys and social media analysis. Thesaurus lists and
other similar sources will help you to find synonyms for words that you have
already selected. For example, for someone interested in having their house
rewired, they might search for ‘house rewiring’, ‘property rewiring’ or ‘rewire
my home’. Using a semantic keyword search that relies on the meaning of a
word or an ontological approach is a good start. For example, list all terms
related to a domain or an entity (site topic) — you can also use a range of other
‘related” and ‘extending’ (stemming) terms to enhance topical relevance. For
example, it is likely that ‘house rewiring’, ‘property rewiring’ and ‘rewire my
home’” may also be semantically found when searching for ‘home electricians’
or ‘house renovations’.

Stage 2 — keyword refinement

To increase the search volume of keywords in your ‘target list’ there are a
number of online tools available that will suggest additional keywords for you.
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These tools typically offer relevant data, such as the number of searches con-
ducted each month in specific locations, as well as the term’s popularity and
competition (others targeting the same term), to help you make an informed
decision.

For example, tools that require website access are:

Google Search Console https://search.google.com/search-console
Google Analytics https://analytics.google.com/analytics/

Keyword tools that do not require existing website access are:

AnswerThePublic https://answerthepublic.com/

Baidu Index https://index.baidu.com

Google Keyword Planner  https://ads.google.com/home/tools/keyword-
planner/

Google Trends https://trends.google.com/

SpyFu www.spyfu.com/

SEMrush www.semrush.com

Moz keyword explorer https://moz.com/explorer

Keyword Tool 10 http://keywordtool.io/

Stage 3 — keyword prioritisation and selection

Now that you have a long list of potential keywords, you need to prioritise the
value of your terms with consideration of your buyer persona’s preferences, as
well as the objectives of your activity. There are four aspects of keyword selec-
tion. They are, in order of priority (Figure 7.2):

1 Relevance
2 Specificity
3 Popularity
4 Competition

Selecting keywords benefits from systematic analysis applied to each of these
priorities.

1 Relevance to the business objectives and your buyer persona. Use
your judgement and understanding of the buyer persona’s pain and trust
points to define an initial set of keywords. You can use a ranking system,
where you rank terms from 0 to 3, where ‘0’ is irrelevant and ‘3’ is highly
relevant. Higher relevance is better.

2 Specificity of the term. In general, the longer the keyword phrase, the
more specific it will be. If you are scoring your terms, give higher scores
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Figure 7.3 Short tail vs long tail keywords

to longer phrases. For example, using the 0 to 3 system assign scores rang-
ing from ‘0’ for one-word-long keywords up to ‘3’ for the longest-phrase
keywords you have in your list.

There is a continuous trade-off between ‘short tail” and ‘long tail’ terms (Fig-
ure 7.3), and this highlights the importance of understanding the user intent
behind difterent types of keywords. In the case of a user completing a search using
a single search term with high search volume, e.g. ‘Salford’, users are unlikely to
know what they are looking for and may be at an early exploratory phase of
their research. Users arriving at your website through these ‘short tail’ queries are
more likely to quickly ‘bounce oft”if they do not find the exact information they
need and will return to a search engine. Research has shown (Person, 2015) that
individuals who are using long search phrases or ‘long tail’ keywords are more
likely to convert into customers, as they are more likely to know exactly what
they want from their search. Single-word terms generally indicate that the users
are at the start of their buyer journey. The buyer journey is reflected in summary

15031-3609d-1pass-r02.indd 185 @ 1/31/2020 6:55:57 AM



186  Aleksej Heinze

4 Locations: United Kingdom Language: English Search networks: Google Custom Jan2019 v < >
Q Vvalentine's Day flowers Including brand names
Broaden your search: ( + flower delivery + flowers + ftd ﬂowers’ + ftd + funeral flowers + florist

Y Excludeadultideas ADD FILTER 222 keyword ideas available

. : Top of page
D Keyword N2 Avg. monthly Competition Ad impression bid (low
searches share
range)
Keywords that you provided
|:| valentine's day flowers 1K - 10K High — £0.43

Figure 7.4 Google Ads Keyword Planner tool search result for January 2019

through the evolution of the keywords being used, for example, from ‘cameras’
to ‘second-hand cameras’ to ‘second-hand digital SLR cameras’. Therefore, the
more specific the search term that enables a user to reach your website, the higher
the likelihood that you will convert a visitor into a customer.

3 Popularity of the term. The average monthly search volume is a good
indicator, but it can be significantly aftected by seasonality. As a result, your
research should consider the annual average search volume in order to even
out the seasonality of a term.

For example, ‘Valentine’s Day flowers’ in the UK has a high search volume
in January (1-10K — see Figure 7.4) and February (10-100K — see Figure 7.5),
but not much volume in other months. This means that the averages are a good
comparator with other terms where seasonality is not as significant — for exam-
ple, ‘birthday flowers’, which attracts an average monthly search volume of about
20,000 searches. It can take months to achieve good organic rankings for a com-
petitive term. If a term is relevant and has high seasonal peaks, the highest seasonal
peak should be chosen when considering it as a term with others. Therefore, in
the case of Valentine’s Day flowers, it is a good strategic term to develop some
good content marketing activity which is release in advance — say in December
or January to build up the visibility and the popularity of the relevant web pages.

If you are scoring your keywords using the 0 to 3 system, allocate ‘0’ to those
terms that have no search volume up to ‘3’ for those terms with the highest
search volume.

4  Competition for the term. Data regarding competition for individual
searches is drawn from paid search results. As a result, it is a less useful
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Figure 7.5 Google Ads Keyword Planner tool search result for February 2019

indicator of competition for organic SEO; nevertheless, it provides an
indication of the competition. In particular, Google Ads provides a good
indication of competition by assigning a value between 0 and 1. Other
tools, including Moz and SEMrush, offer similar indications of competi-
tion through their keyword difficulty tools.

Your interpretation of these third-party competition scores enables you to
apply your own scores. With this priority, the highest competition attracts
the lowest score for the keyword phrase —‘0°. The less difficult a keyword
phrase, the higher your chances to rank for it — assign these terms ‘3’.

Having scored all keyword terms based on the four priority criteria, you now
add your scores together and use the total of each term as the determinant for a
keyword’s inclusion. Terms with higher scores will indicate which terms should
be chosen primarily for individual pages, while the lower-scored keywords can
still be used but as secondary supporting terms.

Using keyword mapping to inform your information architecture

Once all your relevant keywords have been identified and graded, they are
grouped into themes. These themes will inform and shape your website’s infor-
mation architecture. Themes are important for capturing the more sophisticated
semantic value of the grouped keywords — in other words, themes ofter clar-
ity regarding the content that you are optimising. The themes are part of the
logic expected by search engine users as well as the search engines themselves
(Amerland, 2013). At this stage, you will grade your terms as being of primary
or secondary importance for individual web pages.You should aim to have one
primary and two or three secondary keywords for each page. Because of the
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Figure 7.6 The hero, hub, help framework

semantic understanding of content generated by a search engine there is no need
to include every single variation of your keyword on your website as long as the
main themes are clear. Each of your pages should focus on a different primary
keyword, otherwise your pages will be competing against each other in SERPs.

The content structure you employ on your web pages should systematically
support your themes and keywords. For example, YouTube suggests the use of
the ‘hero, hub, help’ framework. This approach ensures that the site is well struc-
tured to accommodate your ‘theme’.

e Hero content introduces your brand to your buyer persona as the solution
to their problem.

e Hub content will address your buyer persona’s needs before they are aware
of your brand.

e Help content supports your buyer persona once they have bought your
goods and services (Figure 7.6).

Hero content — aims at increasing brand awareness and attracting large audi-
ences to your content. The result of this content is brand awareness and poten-
tial for future navigational search results.

Hub content — is based on the main product and services and offers regular
fresh perspectives of interest to your buyer persona.This content would tend to
satisfy informational search queries.

Help content — is a must-have for your organisation, and it helps your buyer
persona to resolve the transactional and navigational search questions they
might have in relation to your brand, products or services.

Keyword-informed website information architecture

When designing and mapping keywords onto pages, one term could be primary
on one web page and secondary on another; hence, a keyword map (which is
usually laid out in a tabular format) that outlines your website information
architecture should be developed. This map includes each web page and online
profile against its relevant keyword terms.
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Figure 7.8 Traditional website architecture

Once all the pages have been identified, it is important that they are organ-
ised in a logical structure, which reveals semantically related themes and sub-
themes. Figure 7.7 outlines a website’s organisation by themes.

Traditional website structures (Figure 7.8) prioritised products and services at
the second level and then used individual categories to break them into smaller
product groupings. Supporting pages such as guides and instructions were then
positioned at the next level down. At the bottom level of the structure were the
terms and conditions and other information that is not often required.

To show the location of individual pages within its hierarchy, the use of
breadcrumbs is advisable (Figure 7.9). Breadcrumbs are good ways to help
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Figure 7.9 Navigational breadcrumbs

both the user and the search engine to understand where the page is located
in relation to the structure of the overall information architecture and how to
navigate towards and away from it.

7.6 Implementing your SEO strategy

Identifying the most relevant keyword terms allows you to develop a map for a
website and strategic themes for your content, as well as enabling you to refine
the focus for individual web pages and blog posts. But, the implementation
of the actual optimisation process comprises four steps in what can be described
as the four pillars of SEO.

The four pillars of SEO

The impact of SEO is at its greatest when your strategy brings together all
four pillars of SEO. In fact, neglecting any one of the pillars of SEO can leave
your website vulnerable to algorithm changes and could even have a negative
impact on your long-term SEO performance. If the four SEO pillars are better
optimised than your competition, your website has a higher chance of ranking
above competitors in organic SER Ps.

1 High-quality content

High-quality content was always important for web pages, but this is even more
so since Google penalises websites with low-quality content in their rank-
ing in SERPs. The key attributes of high-quality content have been outlined
by Google’s Amit Singhal (Singhal, 2011):
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*  The content must be relevant to your buyer persona.

*  The content is unique — it is not duplicated across the rest of the site or
copied from somewhere else.

e It is media-rich (including images and video), with carefully considered
links to other relevant pages within your site.

* Itincludes a clear call-to-action (e.g. email signup, download, subscribe, call
a number, comment or share).

* Do not ‘over-optimise’ to the point of incomprehensibility, and avoid the
blatant use of unnatural keyword stuffing.

*  Write to engage the user, not just to the benefit of search engines.

Having content that is relevant to the buyer persona and assists them on
their buyer journey is arguably the most important factor when it comes
to search engine ranking. This is simply because search engines want their
users to be satisfied with the SERP they see as a consequence of their que-
ries. For content to be appealing to the buyer persona, it has to be targeted
to a specific keyword phrase, as well as being relevant, original, detailed and
in accessible formats. Once an individual is engaged with your content —
when they arrive via organic search to a web page, video or image — the
traditional model of attention, interest, desire and action (AIDA) applies.
This model is explored in more detail in Chapter 6 in relation to content
marketing.

2 Omn-page optimisation

The second pillar of SEO is on-page optimisation. Once your keyword research
is conducted and relevant content topics have been identified to formulate the
overall website architecture, a detailed page structure can be developed. This
structure is implemented by integrating the keywords in HTML (hypertext
markup language) tags on your web pages. These tags are mainly based in the
header part of the web page and include title and description tags as well as
tags in the body section of a web page including headings, paragraphs, links and
images. Your keywords should appear within page names (URLs), page titles,
page descriptions and your top- and second-level headings (also known as H1
and H2 tags). Figure 7.10 compares the code view of a page and the eftect of
the title tag on what is displayed in a web browser window. In this case, the
keyword targeted is ‘Salford Business School’.

One of the main reasons the meta tags for title and description as well as web
page URLs are specified at this level is that this information is often used by
search engines to describe the page on SERPs.

However, this information is sometimes ignored, as illustrated in Figure 7.11
where Google changes the URL from

www.salford.ac.uk/business-school

to
the University of Salford > Business School
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(X X = wwwsalford.ac.uk/business-school 3 -

[ Salford Business School | University of Salford, Manchester ]

Press | Staff | Students | Alumni & Supporters | Library

University of Salford
Salford R:IENEES

MANCHESTER School Title tag

About | Courses | Business | Research | Global Network | Contact Search site Q
> [ | [T ¢ @ [s8 @3 & Q- Search
52 Elements @ Network [ Resources @ Timelines {7t pgbugger l £ storage Console ‘ +
/< >3 home 0@ 0
7 <head>” - -
8 <meta http-eguiv="Content-Tvpe" content="text/html: charse 8" />
9 <title>Salford Business School versity of Salford, M: hester</title>

Tiess courses Tr business studies to develop your career & business services for your

10 <meta name="description” content="Busi 0 om WBA to
organisation offered by Salford Business School in Mancheser, UK."/>

Figure 7.10 Title tag code and its visual impact

b salford business school

Web Images Videos Maps News Explore

14,000,000 RESULTS Date ~ Language ~ Region ~

Salford Business School - Official Site

www.salford.ac.uk/business-school ~
Business courses from MBA to business studies to develop your career & business
services for your organisation offered by Salford Business School in Mancheser, UK.

Figure 7.11 Google SERP with tags, titles and URL replacement

Bing, in contrast (Figure 7.12), uses the URL in combination with page
description tag and the page title tag. When Google is unable to fit in the full
description and title, it abbreviates the information with an ellipsis (. ..). This is
similar to Bing’s SER P, which is able to fit in the complete description although
it also needs to abbreviate the title.

The example of Figure 7.12 and the abbreviated description reveal why
titles, descriptions and URLs should not exceed the recommended maxi-
mum lengths. Search engines often change the maximum length, but it is also
influenced by variables such as the device and screen size, i.e. whether the
search is done on a mobile phone, tablet or desktop computer, and the oper-
ating system used. The space used in SERPs is calculated in pixels — which
means that including a lot of wide characters such as ‘m’ and ‘w’ as well as
highlighting the keyword by the search engines could push the results oft
the page. All of these limitations reinforce the need to keep your titles and
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Google salford business school n

All Maps News Images Videos More v Search tools

About 488,000 results (0.73 seconds)

l Salford Business School | University of Salford, Manchester I‘— Title
URL — www.salford.ac.uk/business-school ¥

usiness courses from To business studies fo develop your career & business
services for your organisation offered by Salford Business School in ...

Figure 7.12 Bing SERP for ‘Salford Business School’ search termlIn addition, your informa-
tion architecture should avoid duplication of keywords in your description or
title, as this will confuse visitors and potentially be penalised by search engines.
A number of content management systems (CMSs) offer different formats for
your URL structure. Some contain numbers — effectively counting the content
on your site — while others are formatted in text. The textually formatted URL
is preferred, since it makes use of natural language and helps the site visitor and
the search engine to understand what your content is about.

e«— Description

Table 7.2 Description and title tag length recommendations

HTML tag Approximate length
Meta title tag 60 characters
Meta description tag 160 characters

descriptions tags below the maximum length (see Table 7.2). But, be con-
scious of the fact that even these recommended variables change. You can
keep up to date with the latest on-page recommendations through SEO tools
such as https://moz.com.

In some earlier advice and texts about on-page optimisation, the keywords
meta tag is recommended. However, this tag now has no influence on SERPs,
and visual examination of this tag can be used by your competitors on the
terms that you have used to optimise your web page. As a result, it is not advis-
able to use this as part of your on-page optimisation.

TEXT OPTIMISATION

Text refers to the main visible content of your website. It is a cliché that ‘con-
tent is king’ for organic SEO, but it still remains true for search engines as
well as readers. Users are people who scan content. It is important to break up
pages with headings, images and bullet points. The use of bold text and quotes
can also draw attention to the key messages, guiding both readers and search
engines.
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For search engines, one of the simplest routes to evaluating content is
the quality and the semantic relevance of the text. Long-form content — for
example, an article which explores an issue in detail — tends to be preferred
by search engines to content that is shallow and has fewer than 600 words.
A number of studies have indicated that web pages with over 2,000 words
tend to rank better compared to those that have fewer than 500 (Lincoln,
2015). However, it is wholly dependent upon the type of content — for
example, blog posts are better if they are longer, whereas product descrip-
tions may not need to be as long. However, including user-generated content
(UGC) in the form of, for example, reviews on product pages increases the
depth of the text and value to the reader as well as the semantic keyword
value. This is where the craft of being able to structure content in an acces-
sible way — using headings, bullet points, images and video — is important to
benefit those who want to take a quick look and get the key facts, as well as
those who want a more detailed explanation that ultimately increases their
trust in your brand.

The key message about good-quality content is that it should not be about
selling to people — it should focus on helping your buyer persona to advance
their buyer journey towards a purchase decision. A good example of how
in-depth descriptive content is structured for e-commerce sales is found in
an Amazon product description page. The page contains the main informa-
tion in bullet points and relatively short descriptions — information that is
available through every other online retailer. However, Amazon also includes
user-generated reviews — information that is unique and often goes into con-
siderable detail. This approach provides Amazon with almost limitless and free
in-depth content, which is also appreciated by potential purchasers. The key
lesson from Amazon is that content does not always need to be written by the
organisation. If your web page allows for comments in combination with your
original article, a lively discussion adds value for the reader and is a good strat-
egy for SEO content development.

LOCAL SEO

If your organisation has a physical premises, you can also benefit from location-
based optimisation. With the increasingly common use of mobile phones as a
substitute for other devices, location-based information is becoming equally
important. Effectively your website must be mobile-friendly. A reflection of
the importance of mobile is Google’s release of a mobile-friendly test tool
which can guide your appropriate development (search.google.com/test/
mobile-friendly).

As a local organisation, you need to claim your free Google My Busi-
ness listing and populate it with your own content, which is ideally based
upon keyword research around your products and services. The Google My
Business listing also allows you to invite your customers to review your
organisation.
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With a physical location, you should also ensure that your name, address and
phone number (NAP) are consistently presented on your website — a common
approach is to include this in the website template which then appears in either
the footer or the header of all your web pages. NAP information can also be
presented using schema.org markup, which is described in the technical section
later in this chapter.

IMAGES OPTIMISATION

Images should also be an aspect of your SEO strategy. Images play a major
role in the description of product and services where individuals want to ‘see
the product or service in use’. Not only are images offering useful content to
your buyer persona, they also offer additional content for image-specific search
engines (Figure 7.13). As with text-based SERP, a brand should protect its
image results by publishing its own images that present positive reflections of
your brand. When selecting images for a web page, they should be relevant to
the page and if they are abstract, they should ofter some connection rather than
simply being used for decoration.

Google salford business school o] n HH m

All News Images Maps Videos More~  Search tools SafeSearch ~ o]
w\.ﬁsum salfora Saiford N
usiness -
Salford e -
riverst L Universityof
Saford Salford

MANCHESTER

Logo University

2014

201 THE AWARDS

Universityof salford AWARD WINNER
g THE AWARDS

MANCHESTER
AWARD WINNER universityot [T

BUSINESS SCHOOL OF THE YEAR Salfo}d 23:5:?55
chool

MANCHESTER

Universityof Salford
Business
MANCHESTER School

Salford

Business

School
AWARD WINNER

BUSINESS SCHOOL OF THE YEAR

{ salford

(/ Business

Figure 7.13 Salford Business School image search results
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Image optimisation offers three places for the primary keyword to be
integrated:

1 The file name. Most images taken with a digital camera tend to be a num-
ber by default, e.g. dmc123.jpg. To improve image optimisation, files can
be easily renamed to include the primary keyword, e.g. oak-tree.jpg. In this
case, oak tree is clearly visible to the search engine and also the user.

2 The alternative text for the image — or the ‘alt’ tag attribute. This tag is
important for visually impaired users (including search engine bots) — this
alternative text attribute offers a text description of the image, and if images
are disabled, the alternative text is displayed instead.

3 Caption or description of the image — this information is usually easy to
edit in CMSs such as WordPress. This text appears next to the image and
allows the search engine to associate the meaning of the image with the
accompanying text.

The process of integrating images on a web page will depend to some extent
on your CMS. It is always good to have a minimum set of requirements for the
images that you use, which should include descriptive file names that contain
relevant keywords and setting the alternative text.

Images can also be a great source of ‘virality’ for content. Allowing your
image to be used under a Creative Commons attribution licence (creativecom-
mons.org/licenses/) increases the likelihood of sharing and re-use, with the
inclusion of your name and, ideally, a link to your site if you allow your image
to be embedded on other websites.

LINKS

Links are a crucial part of navigation and are the main source of information
for Google, as they determine which page on a website is important and which
is not. The text used for navigation should ideally mirror the keywords that
have been identified for a particular page. For example, a page about ‘oak trees’
should be linked to as ‘oak trees’ — this sends a clear signal to the reader as well
as a search engine as to where the link is going.

There is a difference between internal links and inbound links from external
sources. Internal links can be (almost) conversational and as keyword-rich as
you want, external links not so much.Try to avoid using exact-match keyword
links, as this can look spammy, especially when the links come from external
pages to your website — if in doubt, use your brand name as the anchor text to
your site.

Each external link is classed as an endorsement of your page by a search
engine’s bot. Therefore, when linking to external pages which you do not wish
to endorse, use rel="nofollow’ so that the search engine is instructed not to
count this link as an endorsement of the page.
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Links in images are also followed by search engine bots, and the ‘alt’ attribute
is interpreted as the anchor text. However, search engines are not always con-
sistent in following links that are in images. If you must link to a page through
an image, always provide an alternative navigation path using a text link.

Positioning a page’s primary keyword links higher in the page content and
inside dense text paragraphs is also likely to achieve better results than simple
lists of links or site links positioned at the bottom of every web page.

3 Off-page optimisation

Links to a web page and the text used in this link — anchor text — are an
important off-page optimization factor. The influence of anchor text and
higher SERP ranking was identified by the SEO industry and, as a conse-
quence, a number of organisations have over-optimised their websites using
spammy link-building techniques. The Penguin update (initially announced in
2012), as well as other Google algorithm updates, have targeted poor link-
building practices and now penalise websites with over-optimised anchor text
linking to the site. High-profile examples of the application of these penalties
include JCPenney and Interflora.

This straightforward example highlights the need for a balanced SEO strat-
egy and sound links ecosystem that connect to your most significant pages.Your
off-page optimisation relies upon tactics that build up incoming links to your
web pages.

A number of tools allow for competitor benchmarking of incoming links
(e.g. www.semrush.com, www.opensiteexplorer.org or www.similarweb.com).

These tools compare the number of inward links a website has in comparison
to your competitors and suggests the approximate competitive advantage. The
assumption made regarding this comparison is that if one website receives more
quality external links than its competitors, it is then more likely to be better
ranked in SERPs.

If you are targeting local visitors, it is helpful to get local directories to list the
NAP information in the same format that it is listed on your own other profiles.
The links that you build from local relevant websites will also have an overall
positive impact on your SERP visibility.

Universal search results that include the specialist search results from News,
Image Search,Videos and Local/Maps are also included on a number of SER Ps.
Previous studies confirm that seeing a thumbnail or a map on a SERP attracts
attention.Your brand can increase its visibility by targeting each of these options.

Different rules apply to these difterent specialist search engines. For example,
for video optimisation on YouTube, the title and description are important in
the same way that a web page would be optimised, but in this case the tags and
keyword should be used extensively. The ofticial YouTube Creator Playbook
and www.tubebuddy.com ofter further guidance on creating engaging and
optimised video content. From an SEO perspective, all your ‘owned’ channels
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should link to your brand’s home web page. Individual elements of video and
audio content should also have links to the relevant web pages on your site.

4 Technical optimisation

Technical SEO is the methodical optimisation of on-page technical elements
to improve the findability and crawlability of your content by search engines.
Having a technically sound site can also improve the overall customer journey
by improving elements such as site speed. Since 2019 Google has prioritised
the indexing of the mobile version of a website. This means that all new web-
sites are evaluated on their accessibility and speed on mobile devices (Mueller,
2019). Chapter 11, on mobile marketing, explores the mobile SEO consid-
erations but in short, digital presences that allow web pages to be viewed and
interacted with by a user on a mobile device are better placed to rank well on
SERPS compared to those that offer poor mobile user experience.

On-page and oft-page optimisation factors all rely on computers being able
to read and understand your content. Technical optimisation brings the addi-
tional benefit that it can improve the impact of your other optimisations. There
are many technical elements that can be optimised and each brings benefits.

XML SITEMAP

Giving a search engine the location of all your web pages requires indexing.
The need for indexing a website has resulted in a common sitemap stand-
ard. The sitemap.xml standard provides a concise format that allows a website
owner to list a page link, when it was modified, how important it is from 0 (not
important) to 1 (very important) and how often it is updated.

The information for a site index is gathered automatically by most CMSs.
The URLs included in a sitemap.xml are added to Googlebot’s crawler queue
and then indexed and made findable by Google.

The Google Search Console (www.google.com/webmasters/tools/) allows
website owners to alert Google about a site when a sitemap link is submitted.
Once submitted and crawled, any resulting errors will assist you in resolving
SEO difficulties. Your sitemap.xml must continue to be accurate in order to
have a positive impact on your SEO strategy.

Larger websites maintain index sitemaps to enable the distributed man-
agement and administration of different sitemaps. This approach helps search
engines, as well as website managers, to manage their energies in maintaining
the accuracy of individual sitemaps.

ROBOTS. TXT

Google has the benefit of being linked and reading your sitemap directly, but
other search engines require more information. A long-standing common
standard is used to allow all website owners to communicate with the many
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LN N J businessculture.org/robots.txt C] E

businessculture.org/robots.txt Google ‘ =F

User-agent: *
Disallow: /wp-admin/
Disallow: /wp-includes/

Sitemap: http://businessculture.org/sitemapindex.xml

Figure 7.14 Robots.txt example from the www.businessculture.org website

different search engine bots that might visit the site. As part of the standard, the
file is consistently called robots.txt.

Robots.txt is examined by a visiting search engine’s bot. The consistent for-
mat and structure of this file mean that it must be located in the root (top level)
of your website — in other words, as part of the standard, robots.txt will always
be found at www.your-domain-name.com/robots.txt. The businessculture.org
website, for example, has its robots.txt file located at http://businessculture.org/
robots.txt (Figure 7.14).

Robots.txt files are openly accessible and visible to any user, as well as web
robots. This means that you can look at the robots.txt file of any of your com-
petitors. In the robots.txt file you can specify which search engine bots you
want to communicate with and tell them which pages and folders of your web-
site they should not be visiting, as well as the location of your sitemap. Examples
of web pages that are often disallowed include any password-protected sections
of your website as well as sections that might be used for website development
or experimentation.You can keep up to date with the latest guidelines offered
by each of the search engines you are optimising for by searching, for example,
for ‘sitemaps supported by Google’.You will be able to use the latest standards
for the inclusion of sitemaps for video, images and mobile.

Directing a search engine bot not to crawl a web page using the robots.txt
file is not as effective as using a password-protected page. If a web page has
been visited by a search engine bot and that bot did not access your robots.
txt first, it may be ignoring the robots.txt standard. Use the ‘robots.txt tester’
in the Google Search Console to check your robots.txt file against what is
expected by Google (and, by implication, most other search engines).

STRUCTURED DATA

If your website ofters, or will be offering, a common type of information con-
cerning, for example, events, reviews, places or persons, there are recognisable
methods of sharing this information and making it available to others through
a search engine. A range of advanced markup structures — called schemas — have
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Figure 7.15 ‘Florist in Manchester’ SER P, with star ratings and NAP information

been defined for common types of information that assist in making your web-
site stand out from competitors in the SERPs.

There are a number of schema types, but the most popular are publicly avail-
able and documented at schema.org. These schemas offer a range of options to
make your website content as accessible as possible to a search engine as well as
including additional data in SER Ps to difterentiate your organisation from your
competitors, for example, star ratings and NAP information that is particularly
important for local SEO (Figure 7.15).

MOVING PAGES

Inevitably over time your website structure will change and individual web
pages will change their URL. This may be the result of a new CMS or a rede-
sign. The 301 redirect method allows website owners to define the old and new
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names of a web page and ensures that all of the accumulated page history and
positive ranking is moved too. With 301 redirect, you map all the old URL
addresses with the matching new addresses.

If you just remove a web page from its current URL it will produce 404
‘Page Not Found’ errors. Inevitably any change in information architecture will
produce some of these errors. Instead of greeting users and search engine bots
with the blank web page that is generated by your website hosting provider or
CMS, you can create a custom 404 ‘Page Not Found’ page.

Your custom 404 page can direct visitors back to your home page. This will
cover the situation to some extent. Adding a link from your custom 404 page
to the human readable version of your sitemap is another alternative that might
assist the visitor in finding the right page.

A number of automatic server response codes can assist you in diagnosing
reasons for a page not being correctly indexed. A record of the codes that your
users received can be retrieved from your web server’s logs. Your goal is to
maximise the number of 200 responses and reduce the number of failures your
visitors are experiencing.

503 —The web server is not available since it is being worked on at the moment
404 — Page Not Found

407 — Proxy Authentication Required

410 — Page is gone and Google should remove it from its index

412 — Precondition Failed

301 — URL has been permanently redirected to another URL

302 — URL has been temporarily redirected to another URL

200 - OK

More codes are defined at www.w3.org/Protocols/rfc2616/rfc2616-sec10.
html. As you become more conscious of the impact of technical optimisation
you will also benefit from learning the meaning of individual HTML tags (the
markup language that builds web pages).

7.7 Benchmarking SEO activities

There are a number of key performance indicators (KPIs) that enable you to
evaluate your strategy against the four pillars of SEO (Table 7.3).

Some of these current tools are worth closer investigation, as they will posi-
tively support your SEO benchmarking efforts.

Found SEO tool — www.found.co.uk/seo-tool/ — is a free techni-
cal SEO audit tool that offers a prioritised ‘traftic light’ system of the
required changes to your site. A more comprehensive, but paid-for, tech-
nical SEO auditing tool is DeepCrawl (www.deepcrawl.com). Deep-
Crawl will crawl a site before it has launched and will recognise thin
content, redirects and many other technical aspects.
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Table 7.3 KPIs for SEO

SEO pillar

Examples of KPIs

Example tools

Content

Number of comments

Time spent on page
Completion of call-to-action
Traffic generated

Keyword visibility in SERPs

Google Analytics

Google Search Console Tool/
Webmaster Tools

SEMrush

Moz

On-page Reduction of errors such as duplicate
titles, descriptions and headings
Off-page Number and quality of links to a page
Number of shares to a page

Screaming Frog
Yoast’s WordPress SEO plugin
Link Explorer — Moz

Technical Reduction of technical errors such as w3c Found SEO Tools
validator approval and website speed DeepCrawl
approval Google Search Console

Search Console — e.g. https://search.google.com/search-console/about —
Most search engines have their own form of “Webmaster Tools’ which
allow a website owner to link their website directly to the database of a
search engine. It offers a technical view of your website, as it is indexed
by a search engine. Any technical indexing issues will be highlighted as
well as noting the number of times a web page has been shown in search
results and in what position.

Google Analytics — www.google.co.uk/analytics/ — This free analytical
platform shows who the audience of your website is, how they arrived at
your site and how they engaged with your web pages.

Screaming Frog — www.screamingfrog.co.uk/seo-spider/ — This tool
requires download and installation on your computer. It crawls your web-
site as a search engine bot would do and lets you know which pages are
internally linked and which are ‘indexable’ by search engines.

SEMrush — www.semrush.com — This is a full suite of tools for online
marketing covering SEO and PPC as well as social media presence and
online video advertising.

Moz — https://moz.com —This is a set of tools for SEO analysis. It audits for
on-page, off-page and technical issues. The tool is supported by a vibrant
community of SEO professionals you can connect with and collabora-
tively troubleshoot problems.

7.8 Summary

You should now be aware of the fundamental concepts concerning organic
SEO. Key SEO concepts include the creative aspects of offering relevant con-
tent, crafting and refining your keyword selection for each web page, as well as
more technical concepts such as the use of primary keywords in the header of
the page, indexing your site and considering what happens when something
goes wrong for your visitor.
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SEO is continuously changing and requires constant monitoring and evaluation.
The strategic commitment and expectation of results vary by industry, but these can
take from a minimum of 3 months up to several years, dependent on the resources
and the scale of the task at hand.To succeed with your own SEO you need to stay
connected to the SEO community and keep up to date with the latest industry
trends and tools to ensure that when your buyer persona uses a search engine, it is
your organisation that they find.
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8.0 Learning outcomes

In this chapter you will learn how to:

» understand the dynamics of social media-based communities and their
composition and behaviours;

*  conduct a social media audit including competitor analysis;

* recognise the importance of a blog as a centre of digital presence
development;

* use amplification strategies to develop brand presence;

»  explore the concept of social capital and its relationship to brand engage-
ment activities; and

* develop tactics for measuring the quality and quantity of social media-
based engagements.

8.1 The importance of social media

Social media has fundamentally changed the way we communicate. Organi-
sations are recognising this trend and increasingly telling their story through
social channels to connect with audiences.

Social media channels connect people and enable them to communicate
amongst themselves and with your organisation. In distinction, the term ‘social
media platform’ emphasises technological infrastructure, such as a website and/
or the applications which facilitate interaction.

The Conversation Prism developed by Brian Solis and JESS3 (see conver-
sationprism.com) highlights the range of social media channels that are cur-
rently available. These platforms offer a range of options for engagement with
your buyer persona, but you do not need to use all of them.You can filter out
the irrelevant and marginal channels by understanding the diversity of options
and identifying those that best connect with your buyer persona. Once you
have identified the channels preferred by your buyer persona, you can evaluate
whether there is an opportunity for opening another avenue of conversation.
The decision to engage on a channel is an aspect of your Buyer Persona Spring
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(see the introductory chapter), and with this decision you are shaping your
overall digital marketing strategic direction.

The Conversation Prism emphasises the strategic use of social media beyond
marketing functions to include sales, customer service and operations. In this
chapter, for the purpose of simplification, we will differentiate between social
networks that are primarily for business-to-business (B2B) or business-to-
consumer (B2C) interactions. In reality, most platforms can equally play a role
in both B2B and B2C settings.

8.2 Social media strategies

Social media interaction broadly falls into four main functions — marketing,
sales, operations and customer service (Figure 8.1).

When you open a social media channel of communication, you should be
conscious of the different applications and techniques expected for each func-
tion and the results through key performance indicators (KPIs) for measuring
their success (Table 8.1).

Sales Customer

Service

@M%@m

Figure 8.1 Main functions for social media use

Marketing Operations

Table 8.1 Main strategies for social media use in organisations

Marketing

Application

Techniques

KPIs

Use conversation to
understand your buyer
persona’s needs

Gather feedback about
your brands, products and
services

Offer high-quality content
about your oftering

Encourage positive reviews
and learn from negative
experiences

Survey your buyer persona
about their interests

Use competitions to
encourage co-creation

Amplity and encourage
positive feedback

Identify and support
charitable causes that are
important to your buyer
persona

Improved buyer persona
understanding, their pain
points and trust points

Up-to-date contacts

Positive brand mentions

Engagement numbers

Social capital acquired
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Table 8.1 (Continued)

Sales

Application

Techniques

KPIs

Identify influencers and
engage them in mutually
beneficial ways

Involve your influencers in
interactions and co-creation
as part of your extended
‘sales’ team

Brand ambassador
programmes for endorsing
your products and services
including exclusive
information, offers and
benefits

Aftiliate marketing
agreements giving direct
recognition for individual
sales

5

Sales numbers
Number of brand
ambassadors
Number of affiliates
Social capital acquired

Customer service

Application

Techniques

KPIs

Customers log their support
questions online so that
they can be resolved
publicly

Enable customers to help
one another and solve
problems related to your
products and services on
your platforms

Develop support-focused
forums on your website
or owned social media
channels which give the
option to moderate

Create support-dedicated
accounts on networks
such as Twitter

Reward community
participation and support
with intrinsic motivators

Number of support issues
resolved online

Volume of publicly
available and indexed
support topics

Number of participants
in online support
interactions

Decreased volumes of
support phone calls,
emails and other private
interactions

Social capital acquired

Operations

Application

Techniques

KPIs

Internally focused
interactions that act as
knowledge management
tools

Help each other find better
ways of doing their job

Platforms for sharing
internal communications

Use private social networks
for internal interactions
that support your
organisation

Enable public interactions
to show a human side of’
your organisation

Percentage of organisation
participating
in maintaining
organisational knowledge
Volume and accuracy
of internally available
documents preserving
organisational knowledge
Decreased volume of email
and attachments
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Case Study 8.1 Public Desire

A number of organisations offer good examples of the four functions
being enabled through social media interaction. In marketing and
sales, Public Desire (Figure 8.2) was initially built its brand using social
media channels in 2014. The buyer persona base (16- to 25-year-old
females) spent large amounts of time on Instagram and were interested
in fashion, music and food. Public Desire then created relevant content
including images, mixing products and inspiration to appeal to their cus-
tomers’ interests and drive extremely high rates of engagement. The
social following grew from a zero base to 100,000 followers in less than
6 months. This interaction is translated into new visitors to the Public
Desire website and ultimately e-commerce sales.

The reasons for engaging with a brand such as Public Desire on social
media can be grouped broadly into intrinsic and extrinsic motivation fac-
tors. Extrinsic motivation refers to rewards that originate externally to an
individual — social media—related examples of this include competition
prizes, money, praise and acknowledgements. Intrinsic rewards originate
inside an individual — social media—related examples include mastery of
a subject, love, curiosity, belonging, learning and autonomy.

While a brand can develop its social media presence using com-
petitions, the motivators being applied should be a balance between
extrinsic and intrinsic. Extrinsic competition rewards, in particular those
that have material benefit, should not be used too frequently, as there is
a tendency to attract people who have only a superficial connection to a
brand (Heinze et al., 2013).

To develop a sustainable online community such as Public Desire,
the key emphasis should be placed on the intrinsic motivating factors
such as pride in belonging to a brand, curiosity and learning. Public
Desire crowdsourced an understanding of what their customers like by
offering them the opportunity to share their preferences of shoes. These
stated preferences are then translated into products, which the same
customers can purchase. The motivation for the followers here is both
intrinsic — being able to buy and wear a pair of shoes that they like — as
well as extrinsic — being acknowledged by the organisation for the shoes
that are designed around their own preference. A key mechanism for
fostering intrinsic motivation in your brand is to offer high-quality informa-
tion that resonates with your audience (Poor Rezaei and Heinze, 2014).
The importance of high-quality content for social media connects with
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www.publicdesire.com Worldwide Shipping Available@ #°Sassy Shoes For The
Not So Basice” Got a Q? help@publicdesire.co.uk % Click Below To Shop %
bit.ly/21tSFaH
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Figure 8.2 Instagram account for Public Desire

the SEO (Chapter 7) and content marketing (Chapter 9) chapters. In the
case of Public Desire, this high-quality content is represented by report-
ing the latest news in shoe fashion.

Source: www.publicdesire.com

8.3 Social capital and social media

In Table 8.1, one of the KPIs that is used for measuring success in social media
engagement is social capital. There are different types of capital. Physical capital
refers to objects such as machines, buildings and computers. Human capital
refers to labour, creativity and the knowledge of people. Social media, in con-
trast, is primarily concerned with brand building, with a heavy focus on com-
munities and content. This is the basis of social capital and, if done well, results
in drivers of engagement such as followers, views and likes, which can lead to
revenue, as demonstrated in the case of Public Desire.

Social capital is the value of the relationships built through your social
networks, the connections between people and the levels of trust that exist
for your brands. As discussed in Chapter 5, social capital is one of the
reasons that digital campaign planning does not always have direct costs
associated with it, since social capital is difficult to quantify in financial
terms. Social capital in the form of social connections and embedded trust
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is crucial to the functioning of social media. Social capital is therefore
the lifeblood of social media channels, and understanding how this form
of capital works is critical to the effective use of social media in digital
marketing. It is notable that social capital can be built up with the buyer
persona through appropriate social media content and interactions to build
relationships with the brand.

There are three difterent types of social capital (Cofré-Bravo et al., 2019):
bonding, bridging and linking. With a social media focus, these three types of
social capital can be defined as:

*  Bonding social capital includes the closest social connections. These con-
nections are found between you and family members, friends, work col-
leagues, your employees (if you have any) and perhaps similar types of
people from similar backgrounds, locations or those with shared interests.
Loyal and happy customers who are also your brand advocates could also
be considered part of this group and are the core informants in shaping
your buyer persona.

*  Bridging social capital includes connections with people from across dif-
ferent groups. These may be acquaintances, friends of friends or secondary
connections. An occasional associate, client or customer of your organisa-
tion would be part of this category.

* Linking social capital is the broadest and weakest of connections. This type
of social capital reaches out to people across the globe. Many of these peo-
ple will be unfamiliar to your buyer persona and are less likely to benefit
directly from your products and services. However, the aim of engaging
with these connections is to find those who would be familiar to your
buyer persona and an opportunity for your organisation to create stronger
bonds with them. This type of social capital also provides the pool from
which recommendations and referrals can develop.

Each of these types of social capital plays a different role in campaigns. If you
are prospecting for your buyer persona, it is wise to reach out as far as pos-
sible between groups and use the power of networks to increase your social
brand value. Having thousands or millions of people talking about your brand
globally can help your brand awareness KPIs; however, it may not help you
to reach your conversion KPIs if you do not successfully connect with your
buyer persona.

You should not ignore the value of linking social capital. There is potential
power in weak ties amongst a larger volume of people (Evans et al., 2019).
In social media terms, linking social capital provides you with those follow-
ers who do not engage, or who may be your buyer persona but are not yet
aware of your presence. An overall goal for your marketing strategy is to use
the combination of content, channels and data to make those with the weak-
est social capital connections become more strongly connected with you and
your organisation.
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8.4 Online communities

Building on the concept of social capital, there are other ways to consider
online communities. The 1 per cent rule of Internet culture divides online users
into three categories: 1 per cent creators, 9 per cent contributors and 90 per
cent lurkers (Figure 8.3).

Observation of this distribution comes from naturally occurring online
communities.

* Creators — these are approximately 1 per cent of an online community.
This 1 per cent consists of the people that visit social media regularly and
actively create content (Fueller et al., 2011). They have strong ties with the
community and are often creators and key influencers within the network.
Identifying the creators for your brand and building your social capital with
them will refine and focus your buyer persona while also influencing your
online community. The creators are referred to as influencers and these
are discussed in more detail later on in this chapter. Essentially, knowing
and identifying influencers allows organisations to develop connections and
work in partnership with creators to influence the contributors and lurkers.

* Contributors — approximately 9 per cent of the community regularly
post to social media. This group are not as influential as creators, but they
have a good understanding of the digital landscape in relation to your
brand. Not all brands will have creators, but you should always be able to

Creators

<——— Contributors

Lurkers

Figure 8.3 The 1 per cent rule of Internet culture
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find contributors. For example, search for the name of your brand, products
and services on a social network and see whether anyone has mentioned
you. These individuals might be interested in writing a post for your blog,
which they can then amplify through their own networks.

*  Lurkers — the majority of your community, the 90 per cent, will consume
your content, but almost never post or contribute to social media (Ferneley
et al., 2009). These are the more weakly connected silent listeners and read-
ers. Lurkers are the vast majority of your audience, so it is important to keep
them engaged in a way that keeps them comfortable. For example, lurkers
can be engaged through low-level interactions such as subscribing to your
social media feed, blog feed or mailing list. Monitoring the behaviour of
lurkers through analysis of visits lets you learn more about your wider audi-
ence. A regular mistake in thinking about social media is to assume that
low social media engagement means that nobody is listening. However, this
assumption means you might be forgetting about the 90 per cent.

8.5 Cultures

Culture is the way we do things and it is important to recognise that it differs.
You are trying to reach people around the world who are enmeshed in dif-
ferent cultures. The global reach of social media is a key reason for organisa-
tions rethinking their marketing strategy (Ansari et al., 2019). Consider each
culture that you are targeting separately. You need to develop knowledge and
experience of what type of content is best delivered through which channels,
in the right language and tone at the right time, in order to produce positive
engagement. Your own research into each culture that you want to connect
with will be important to understand individual nuances and preferences. Even
if you are simply trying to reach people in your own language and time zone,
it 1s still important to consider more regional cultures. Equally, the required
content and needs of new and weakly connected followers will be different to
core fans and creators.

Culture does not always neatly align with national boundaries or equate to
a common spoken language. Within a single country, different groups behave
differently depending on location, heritage, education, age and experience.
Identifying the culture of your buyer persona will shape what social media
platforms you will use and how you can best engage with them. Social media
analytics data can tell you something about the country, city, devices and inter-
ests of your buyer persona (Lee, 2018). Social media analytics will also tell you
which social networks are driving traffic to your website — the overall goal of
your social media efforts. Becoming knowledgeable about the culture, habits,
likes and dislikes of your buyer persona is essential (a cultural awareness of
your buyer persona is part of the development process discussed in Chapter 3).
This can be done through a combination of digital tools that measure and
record — explored later in this chapter — as well as communicate with your
buyer persona.
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8.6 Sustainability of your social media platform

Social media platforms come and go, and there are major geographic dif-
ferences when it comes to managing and developing social media activities.
This presents a challenge for your organisation. For example, Facebook can
be a good network for B2C communications in Europe and North America;
however, it is currently blocked in mainland China (see full list maintained on
Wikipedia for blocked sites in China and other countries). An alternative and
more robust approach is to adopt the tactic of creating a website, blog or both
where you control the hosting, data and content. This channel can be used
as the main hub for engagement with your online community. The website
and blog should therefore be at the centre of your channel implementation
(Figure 8.4).

A website and blog are your key owned channels for creating synergies with
other social media channels and should also be the central hub for your content.
This enables amplification across your owned channels and provides content
that your buyer persona can share across a wider network of channels.

8.7 Blogging platforms

A blog provides a good way to combine text, images, video and other media
into high-quality engaging content. There are many different blogging plat-
forms — some are free, some can be set up on your own website and some are
existing websites where you create an account. Usually, an organisation sets up
a blog as an extension to their website (e.g. as www.yourwebsite.com/blog).
This sub-folder structure also offers SEO value as well as boosting the social
media visibility of your organisation. An alternative sub-domain structure (e.g.

Figure 8.4 A blog and a website are pivotal channels in your social media strategy
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www.blog.yourweb site.com) is also an option, but this is considered by search
engines as a separate website, which means that you may gain fewer SEO ben-
efits for your core website.

There are many different blogging platforms and software. The key to select-
ing the right platform depends upon your strategic goals and the KPIs you have
defined. Some of the most common options for blogging are the following:

WordPress

WordPress is an open source blogging platform. This means that the software
code is free and is developed by many thousands of people around the world.
Because of its low cost, powerful features and wealth of themes and plugins,
including the look and feel of the interface, it is used on a vast number of web-
sites as both a blogging platform and CMS.

There are two options for WordPress:

*  WordPress.com is the ‘hosted’ version of WordPress, where you can set up a
new blog or website very quickly. The basic functionality is free, with some
‘paid for’ additional features such as your own domain or further choice of
themes and functionality. This option is more suitable for individual blog-
gers. Blogs on WordPress.com tend to rank well in search engine results
pages (SERPs), but there are limited options for more advanced SEO con-
figurations (such as the techniques described in Chapter 7).

*  WordPress.org supports the fully featured WordPress system. Essen-
tially, WordPress can be set up on a web server and this will give you
complete access to the look, feel and functionality of the website. Many
organisations use this option as a CMS for their own website as well as
using it as a blog. Many commercial web-hosting companies ofter Word-
Press installation as part of their web package for a reasonably low cost. This
is the option used by individuals and organisations to set up websites that
require more customisation and functionality. With this version of Word-
Press, SEO plugins such as Yoast are available, and these allow much more
control over the search engine friendliness of your pages as well as giving
you better data collection and analytics integration.

Blogger

Blogger.com is a Google-owned platform specifically set up for blogging. Like
WordPress.com, it is a freely hosted service, but has an entirely difterent look and
feel. Blogs can also be set up from a custom domain owned by the user (such as
www.yourwebsite.com) using DNS to direct a domain to Google’s server but are
often accessed via a sub-domain such as yourwebsite.blogger.com. Although the
service is secure, Google has not updated Blogger for some time. There is some
risk in using Blogger, as the lack of updates has led to some public speculation
that Google may eventually close down or move Blogger to another service.
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8.8 B2C platforms

Facebook

Since its inception in 2004, Facebook has grown to become the largest social
network, with 2.4 billion active users visiting the social network on a daily basis
in 2019. Launched originally at Harvard University, it was then initially made
accessible to other US universities. Facebook has now become the de facto plat-
form for individuals to connect with friends and family outside of China and
some of the other countries where it is blocked. As a result of this focus, Face-
book has also become an attractive channel for marketing. Organisations can
create groups or fan pages as well as having the option to buy Facebook adver-
tising to reach customers. Facebook is a mechanism for reaching new custom-
ers and engaging existing customers with new content. The platform enables
easy setup of competitions as well as engaging in real-time interactions. Face-
book popularity has levelled out and in some cases seen a decline in part due to
negative press regarding the security and accuracy of the channel and scandals
relating to this. The Facebook Cambridge Analytica scandal in 2018 is a high-
profile example where Facebook user data was used inappropriately, causing an
international outcry which led to some people quitting Facebook (Gonzalez
et al., 2019). Despite these scandals, Facebook’s dominance in the market con-
tinues to grow, as it owns several of the other key messaging and social plat-
forms including Instagram, WhatsApp and Facebook Messenger.

Facebook Messenger Chatbot is particularly one of the artificial intelligence
innovations which is used by many organisations to offer automated website
chat functionality (Batish, 2018). Due to its ease of use and high penetration
rate amongst potential users, the Facebook-powered chatbot is one of the most
popular options for organisations to try out chatbots.

Tivitter

Twitter has risen to become a popular channel since it was launched in 2006. It
is the best-known example of a micro-blogging platform that allowed users to
communicate in a maximum of initially 140, and then in 2017 280, characters,
and these are referred to as ‘tweets’. Twitter was the driving force behind the
hashtag (#) concept, which allows its users to identify a certain topic or con-
versation with a tagged keyword. It influenced other social networks to utilise
the same 1dea, and now a hashtag is a common feature on most social networks.
In 2019, Twitter boasted more than 330 million monthly active users, which is
marking a decline from the top active monthly users of 336 million, which were
reported in 2018. This is just another reminder that the Tiwitter ecosystem has
struggled to capture a large share of the social network market. Unlike Face-
book, Twitters’ active user engagements have seen several declines since 2015.
Twitter profiles are usually public by default, but in relatively rare cases they
are set to private. Trending topics are a feature of Twitter real-time capabilities,
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which allow users to see the currently most talked about topics. Communities
thrive on Twitter because it is easy to use, it is easy to share tweets and it works
in real time. Twitter content, as a result, is highly responsive to current affairs
and breaking stories, which, in turn, makes tweets more attractive to share. For
example, TV shows and programs rely on the Twitter hashtag idea to keep the
engagement with their audiences. This is the idea of the second screen, where
someone watching a TV programme is actively discussing it with other Twitter
users on their mobile device or so-called second screen. One of the major talk-
ing points of the last few years with Twitter has been the high-profile figures
who use the platform, most notably, Donald Trump, as never before has a US
president been so accessible to so many people, and his activity is the topic of
huge divisive conversation. In addition, Tesla CEO Elon Musk is famed for
using the platform, and his tweets have been known to reduce the share price
of the company due to their controversial nature (Best and Caylor, 2019).

Instagram

First released for public use in 2010, Instagram is a photo- and video-sharing
app and is amongst the newest of the major social media channels. The plat-
form has enjoyed rapid growth and engagement from users, and there are now
1 billion monthly active users on the platform (as of early 2019). The content
that is shared is solely image- + video-based. This focus has helped to drive
Instagram’s success as a result of the increasing image quality available through
mobile phones. This image-based focus has enabled individuals, organisations
and brands to explore their creativity and to tell visual stories. Brands have
especially lauded the platform for its ability to build a visual brand and gain a
highly engaged audience. Acquired by Facebook in 2012, the platform intro-
duced advertising in 2015. In recent years, the platform developed the stories
feature to huge success, which is now predicted to be the main way we use
social media. There are already one billion monthly active users of stories on
Instagram.

One of the key features that Instagram offers is Instagram shopping via posts.
This allows a user to see an item and, if they are interested, go directly to the
shopping page of the organisation’s website. Instagram shopping is not cur-
rently available in all markets. The four categories that were available in 2019
are eCommerce, Travel, Property and Auto — car sales.

8.9 B2B platforms

LinkedIn

Founded in 2002, LinkedIn is a B2B-focused social network, allowing users to
post their professional work history, education and other professional achieve-
ments. LinkedIn is aimed at people who want to expand their professional net-
works as well as develop their career opportunities. The addition of company
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pages, and closed and open groups, allows conversations around business-related
topics. LinkedIn is primarily used in the English-speaking world, but is trans-
lated into over 20 languages including Arabic, simplified Chinese and Russian.
Known primarily as a B2B social network, the network is used to connect, pro-
mote brands and engage with new customers, colleagues and subject-specific
interest groups.

LinkedIn has gained huge success in recent years as it developed from a
networking platform into a content platform. As people realised they could
become influential on the platform, this led to it being used more similarly in
behaviour to Facebook, Instagram and Twitter and, more recently since the rise
of video,YouTube for B2B.

Xing andViadeo are two of the European competitors to LinkedIn and offer
similar functionality to link professionals together. The key difterence between
the platforms is language.Viadeo was founded in France in 2004 and has a total
of about 5.6 million individuals in France (as of 2019) and over 720k recruiters
and over 7 million of business reviews in 2019. Xing, founded in 2003, is popu-
lar amongst German-speaking users in countries such as Germany, Austria and
Switzerland and has over 16 million users (August 2019) in this core market.

YouTube/Vimeo

YouTube and Vimeo are video-streaming services. Both are free to use but
place certain limits on the videos that can be uploaded in terms of content and
length. The usage figures for these platforms, for YouTube in particular, are stag-
gering, with people constantly choosing what they watch from billions of avail-
able professional or amateur video clips. Web video continues to be watched
and created by a wide audience, with popular content including clips from
favourite shows, ‘how to’ tutorial videos and even interactive or 3D content
(which is often tagged as ‘SBS’, meaning side-by-side). Creating video content
that your target audience will engage with and want to share should be a key
aspect of your content.Videos hosted on these channels can then be embedded
into your own web pages or blog posts and shared on social media platforms.

Google+

Started in 2011, Googlet+ (‘Google plus’) was Google’s fourth social net-
work project. The channel was significantly promoted by Google. Despite
some impressive initial figures and close integration with search engine
results, Google+ was ultimately shut down in April 2019.

In an earlier edition of this book in 2016, Google+ was considered a poten-
tially useful platform with a growing user base. The closure of Google+ pro-
vides a stark reminder and key lesson regarding social media: if you build an
audience on a social platform, you never truly own the audience, content or
data. This is a risk to consider when trying to build a long-standing brand and
underlines the importance of not having total reliance on one particular social
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media channel. Social media therefore should be used primarily to drive traftic
where possible to a platform you own, such as a website, as noted earlier in the
chapter. For example a blog, over which your organisation has full control, is a
less risky social media commitment.

WeChat

Released in China in 2011, Tencent’s WeChat system has evolved from a simple
chat app to a multi-functional tool with more than 1.1 billion active monthly
users (early 2019). WeChat has the widest range of uses of any social network at
this point in time. It can fit into the B2C as well as into the B2B category and
because of its particular use for business, it is integrated here in the B2B section.
Although the majority of accounts are based in China, there is also a growing
and significant percentage of users from outside China. WeChat enables videos
and photos to be shared and altered, as well as calls, video conferencing calls and
collaborative games. The release of an application programming interface (API)
has also enabled an ecosystem of new apps to rapidly develop that range from
support mechanisms to flight bookings.

The rise of WeChat is unprecedented and is filtering into the West now, with
many brands beginning to understand how they can use these channels to reach
the highly valuable Chinese market. Unlike Facebook and Twitter, the main
business model is the value-added services that WeChat offers. It is therefore
not relying on social media advertising to operate as a business. The value-
added services are particularly developing due to the high adoption rate of the
WeChat Pay — an opportunity to transfer money through this social network.
Being at the core of many payment transactions for a wide range of applica-
tions that use WeChat as a core, this social network offers a backbone to digital
marketing not seeing in the western apps.

For example, a customer can visit a restaurant, scan a QR code with their
WeChat app and the restaurant menu will be loaded. Based on this menu, they
can order their dishes and then pay for the meal — all using the WeChat app.
It is no longer a social network but a social interaction platform that connects
businesses and people in multiple ways.

8.10 Social media optimisation

The main reason for measuring KPIs in social media is to enable you to look
beyond headline figures, such as the number of followers on Twitter or the
number of likes on Facebook, and drill down to your success in engaging with
your buyer persona and achieving your strategic aims. In social media terms,
you are aiming for engagement with creators and to convert lurkers into con-
tributors. Unless you are using networks with payment transactions that can
be measured the value of social media interaction has to be aligned with your
communication objectives. To achieve these aims, you need to understand your
buyer persona’s social media interests and actions.
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Understanding your buyer persona using social media data and tools

Your buyer persona uses various channels, which creates large volumes of data.
You can also inhabit these environments and use this data to better understand
your buyer persona. Techniques such as social network analysis (SNA) and net-
nography can be used to gain additional insights from market research and bet-
ter understand social media—based communities.

Netnography

Netnography is defined as a text-based output/result of digital/online envi-
ronment/field work (Kozinets, 2018). Netnography is derived from the word
ethnography (the study of people) but is specifically adapted to study online
communities. Netnography has been described as quicker and cheaper than
traditional ethnography and is more natural and unobtrusive than offline focus
groups or interviews. The technique has been used for both academic and com-
mercial market research. Listening to what people say interactively online is
the central focal point of netnography. The careful analysis of conversations
online and participation is therefore a vital tool to round out your knowledge
and improve the description and understanding of your buyer personas on an
ongoing basis. Simple analysis of conversations can be undertaken by construct-
ing a wordle or word map from the text being analysed. In this way, keywords
and phrases can be identified in individual interactions as well as across entire
communities. More sophisticated tools (e.g. Radian 6) can also create a con-
cordance of terms that provide further context for the keywords that have been
used. Netnography can also be blended with other data such as interviews and
SNA to create richer understanding of social media communities (Fenton and
Procter, 2019).

Social network analysis

The concept of analysing offline social networks with SNA has been part of
research for many decades (Groeger and Buttle, 2014) and has been used to
identity the structure of networks. These networks can assist in identifying the
focus and types of social capital within a network and, ultimately, can map the
influence on buyer behaviours. These tools for SNA date back to around 2000
with the release of ‘network.S.tools’. SNA has been used to, for example:

* understand e-word of mouth marketing;

* identify key influential people within networks;

* discover how people connect with each other over time;

*  explore weak ties between people (Granovetter, 1973);

* identify key influencers, who are candidates for further qualitative analysis
through netnography or interview (Griffiths and McLean, 2015); and

* understand social media capital and the ‘structure’ and ‘form’ of social rela-
tions (Jarman et al., 2015).
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NodeXL, Gephi and Followerwonk

There are various tools that can be used for SNA, a form of analysis that can
be computationally intensive. These tools can be used to produce data and
visualisations of networks in order to understand the role of an individual in
relation to their interactions with an online community (Jarman et al., 2015).
NodeXL is a popular and low-cost tool for conducting SNA by gathering data
from Twitter or other channels into an Excel spreadsheet.

Gephi is not as functional for gathering social media data, but the visualisation
tools can be more powerful and clearer than NodeXL. It is also possible to import
data from NodeXL to Gephi to take advantage of the strengths of each pro-
gramme and produce clearer visualisations of social networks and personal inter-
relationships. Both NodeXL and Gephi require installation on your computer.

Another tool used to gather social media data 1s Followerwonk. This online
tool has the capability to visualise Twitter networks geographically and compare
different user accounts. This comparison is not possible using NodeXL or Gephi.
Followerwonk is used to understand where in the world potential fans are
based and identify connections and new contacts based on the contacts of your
competitors. It is possible to further look at the content of tweets from particu-
lar regions using Followerwonk.

In Figure 8.5, a network map of Salford City Football Club @salfordCityFC
Twitter followers using NodeXL reveals the number of links and connections
that the club account has with one of its owners and key influencers, Gary
Neville @GNev2.The figure also shows the links that exist between the club’s
other Twitter followers who are also connected to the club’s official account.

Hashtags (#)

The word ‘hashtag’ entered the dictionary in 2014. Hashtags are an important
part of your social media activities, as they offer a shared designation for all the
interactions that happen in relation to a single topic. They take the format of
a hash (#) character, followed by a word or words with no separating spaces.
A multi-word example is this book’s own hashtag ‘#passion4digital’. Hashtags
became popular on Twitter, as they allowed users to separate and order their
conversations and made it clear which topic they were communicating about.
This trend for segmenting topics and conversations has since been picked up
by other social media channels including Facebook, which now allows users
to tag their content to make it more discoverable. Whilst the hashtag is still an
important part of social channels, its relevance is fading over time.

There are no costs associated with hashtags and setting one up is as simple
as adding a # to the front of a word, words (with no spaces) or a number.
Hashtags work best when they are short and readable. Considering the num-
ber of Twitter users and volume of daily tweets, it is important to check that
nobody else is using your preferred hashtag. For example, #thenewmobile-
phonecampaign does not make a good hashtag, as it is too long and the words
blend into one another, sometimes forming unfortunate new words. Be creative
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Figure 8.5 A network map of Salford City Football Club Twitter followers using NodeXL

and combine and shorten words into something that is original and distinctive
for your organisation and its messages.

‘When setting up a specific hashtag, make sure you publicise it well and use it
in all your communications to encourage its wider use by your buyer persona.
You should not try to ‘own’ your hashtag and keep it constrained, but rather
view it as a part of your brand collateral that you want to spread widely. For
example, our book uses the hashtag #passion4digital — join in and share your
thoughts with others about digital marketing.

Case Study 8.2 Always: #LikeAGirl

Always’ buyer personas are female consumers looking for feminine prod-
ucts. In this case, Always has identified a challenge faced by its buyer
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persona — that is, being ‘like a girl’ has diminutive connotations and is
sometimes even seen as an insult. In response, Always created an emo-
tionally charged campaign that challenges the prevailing stereotype of
girls as being inferior when it comes to engaging in sporty activities. The
campaign is structured around a video that shows an audition for a video
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shoot where unsuspecting actors are asked to behave ‘like a girl’. Both
female and male actors are asked to simulate running, throwing and
fighting. In the first half of the shoot the individuals are asked to perform
the activity and are then asked why they portrayed girls in an inferior way.
The actors, once they had a chance to reconsider their actions — which
could be interpreted as an insult to girls — are asked to re-shoot the
scene again. The campaign used YouTube as the primary channel and
allowed interaction in the comments. Since it engaged the target audi-
ence on an emotional level (see the discussion of what makes content
viral in Chapter 9), it reached lurkers as well as creators who were shar-
ing and engaging with that video.

The video generated comments on YouTube and on a number of other
social networks where the same hashtag, #LikeAGirl, was used. The
hashtag is short and memorable, with every word starting with a capital
letter (sometimes called CamelCase) — this makes it easy to read and
write. A Google SERP for the term #LikeAGirl (Figure 8.6) is now con-
sumed with Always-related content and the results from Twitter and You-
Tube all appear at the top.

The SERP is showing images as well as the video thumbnail — the use
of images is an important social media optimisation tactic.

A picture is worth a thousand words

Visual material, in particular good-quality images, is crucial for blogging and
social media. Studies have consistently demonstrated that blog posts or social
media posts that feature good-quality and relevant images resonate with the
audience. As a consequence, these posts are more likely to motivate the audi-
ence to engage with and share content (Mawhinney, 2016). As technology
improves, the quality of media we can access improves, and therefore the infor-
mation on the Internet is becoming more visual.

Images can be obtained from a variety of sources. It is important that images
are original, high-quality and relevant. You should check that you have the
rights to use an image for your intended specific purpose — this means that you
should not use images found elsewhere on the Internet without purchasing,
acquiring the image owner’s permission or having the rights to use them for
the intended purpose. There are several places where you can obtain images:

*  Stock libraries — free or paid for. There are many libraries that offer rel-
evant images for purchase or download. Do check the usage rights and fine
print for what you are permitted to do with the images even if you have

paid a rights fee.
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*  Take your own photos — using your own camera or working with a pho-
tographer, either professional or amateur, produces original material that is
customised to your brand.

*  Creative Commons was started as a way for people to relax the copyright
of the materials that they create. You can search for Creative Commons
images on sites like Google or Flickr. Check the usage rights carefully, as
there are different types of Creative Commons licences, and make sure the
original author is always credited.

Working with images is easier with a good image editing package (Photo-
shop or GIMP) and a basic working knowledge of image editing. Even learning
just how to resize, crop, brighten and fix images in order to improve the quality
of your imagery will positively boost your brand.

8.11 Finding key influencers

Influencers can be differentiated into many types — nano, micro, macro and
mega. Each of these can be of benefit for different purposes. These can be
differentiated by their range of followers and or subscribers on their social
network. It is important to only count the audience reach on channels that are
relevant to our buyer persona and not all the channels where the influencer is.

Nano — (up to 1,000 followers or subscribers). These tend to have a high
level of engagement and are very active. They tend to have a high
trust level with their audience and can be very influential for complex
engagements.

Micro — (audience of 1,001 to 10,000). Developed a subject expertise in a
particular domain. These are usually enthusiasts for a particular topic and
have a longer-term popularity and trust with their audience.They tend to
have a good tone of voice and a style for communication which resonates
with their followers.

Macro — (audience of 10,001 to 100,000). These tend to have a more pro-
fessionalised approach to their social media management. These can have
agents and might be very interested in paid engagements and promotions.
The drawback is that it might be more difficult for them to show real
affinity with your brand since they might already work with multiple
brands in your area.

Mega — 100,000+ followers. These tend to be celebrities who have the fol-
lowers because of who they are and not what they do on social media.
Also, this category can be occupied by social media stars and social media
personalities who engage on social media as a way of making a living.
The exposure may be very high, but the engagement with your brand
and their audience might be low. Beware that your website and digital
services are able to withstand the demand of potential traffic that these
mega influencers can generate.
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By using tools such as a CRM (customer relationship management) system,
SNA and netnography, you can better define and engage with your buyer per-
sonas. This allows data to be used to define who the audience is, and you can
then identify appropriate social networks, key influencers and audiences who
fit your brand.You can identify potential influencers using search engines (such
a search engine) and SNA, as well as employing straightforward observation.
These methods will also identify the locations where the interests you are tar-
geting are being discussed and presented.

For example, if you are researching lifestyle or beauty and fashion, you will
need to locate the digital presences of large fashion publishers who make use of
guest and celebrity writers. These writers will often have their own blogs, Ins-
tagram account or YouTube content. These are the channels and specific loca-
tions where you also want to have visibility and reach out to these audiences
and, ultimately, your buyer persona.

Once you have located communities that fit with your own brand’s content,
you can begin to identify the influencers in each of these communities. Learn
the expected behaviours and culture of each community as a lurker before
scaling up your activities as a contributor and then a creator. Once you have
established your credentials in the community, reach out to the influencers in
ways that fit the expected behaviours and culture of the specific community.

Contacting key influencers and building your own social capital with them is
a key step in becoming part of a community. If you are approaching influencers
with a reach that numbers in the hundreds of thousands or millions, you are
going to have to stand out against a lot of noise. These are busy people who are
used to — and largely immune to — a lot of contact requests and communica-
tions. Do something that makes you stand out to them in a way that catches
their attention — for positive reasons — and starts the conversation off on a good
note. A personalised, friendly message delivered through a social media plat-
form such as LinkedIn, person to person, is better than a generic message that
fills up an influencer’s email inbox or Twitter timeline. Consider offering some-
thing helpful to them or promote a cause that they will be likely to support.

In recent years, influencer advertising has come under scrutiny from adver-
tising standards bodies, and many high-profile influencers have been punished
for incorrectly labelling paid advertisements, so it’s crucial that any work you
do with influencers meets advertising standards. Another issue with influencer
advertising is that influencers are able to easily manipulate their followings
and engagement in an attempt to entice brands into working with them. With
few tools available for brands to check whether an influencer’s following and
engagement are genuine, this leads to wasted marketing budget and low ROIL. It
is important to undertake due diligence in influencer evaluation and study the
reality of the engagement levels over a longer period of time.

Becoming a key influencer

An influencer is someone who has authority and wide respect for their knowl-
edge, experience or abilities around a topic. An influencer is a driving force in

15031-3609d-1pass-r02.indd 224 @ 1/31/2020 6:55:58 AM



Social media 225

their subject area and will be a thought-leader in some way. If your aim is to
become a key influencer, you need to consider a number of separate issues.

Content — Content is central to a digital marketing strategy and the Buyer
Persona Spring. There are clear synergies between good content and engage-
ment. This synergy is a combination of creating and curating content that will
thrive within your community and is the first step in becoming a key influ-
encer. Give the buyer persona what they want (see the SEO and content mar-
keting chapters) and, more importantly, can engage with.

Growth — Being able to grow your account on your platform of choice will
boost your efforts to becoming a key influencer. The steps to boosting your
efforts are platform-dependent, but generally involve you developing content
and connecting with others who are positioning themselves as — or already
are — key influencers. The basic element in growing your presence on any
social platform is to follow those whom you consider to be your audience and
to engage with them in relevant conversation. You want to be at the forefront
of any emerging trend conversation. Your knowledge and the opportunities to
exhibit your knowledge are invaluable opportunities to grow your audience
and followers to a size that will have you regarded as an influencer.

Building an engaged community

Building a community on a social network can reap significant benefits, if it
is done correctly. In recent years, both UNILAD and The LAD Bible have
revealed how social media has enabled a new trend in publishing. These com-
munities have eftectively killed oft the printed ‘lads’ mag’ and have grown their
markets (and their value) to levels that the print magazine could never have
imagined. These social media publishers provide content that their audiences
want to see, effectively collecting and curating content gathered from across the
Internet around a particular topic and placing it in coherent streams on chan-
nels where audience interaction is a key element of the experience (Facebook).
The LAD Bible now focuses heavily on delivering video content to Face-
book — a result of a change in algorithm that positively encourages this form
of content. As a result, The LAD Bible has reaped the rewards resulting from
this change. What once started as a hobby, focusing on providing content, has
become a community with millions of followers that can now be monetised for
advertising purposes. Building a community online, in the right way, can be a
game-changer. Building a community does not involve having to create a new
platform, but rather is about building an affiliation with your buyer persona
in the right place in ways that fit into their lifestyle preferences and patterns,
including, most importantly, their channel preferences.

Building a community utilises the same key principles for becoming an
influencer. You need to focus on content and growth. Knowing where to find
your buyer persona and working with creators in that space will make your
community grow. Building an engaged community involves constantly giving
out a high-quality stream of content. UNILAD and The LAD Bible both spent
3 years building their model of giving before they were in a position to safely
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ask for something back from their audience. Community building requires a
genuine passion for what the community says it is about, a degree of dogged
perseverance and the constant building of trust. If you provide the audience
with what it wants, you will reap the benefits — but it will take the commit-
ment of time.

Creating a niche

Creating a niche enables you to build a community and deliver content to

that community without any impartiality or opinion on the account. A niche

begins without a brand sentiment. Lurkers are more likely to follow a niche if

they cannot see an ulterior motive connected to it. Contributors and creators

will participate if they recognise an opportunity and a USP within the niche.
Examples of successtul niches include:

*  (@Love_Food on Instagram — a food page which posts visually appealing
content of mouth-watering food and has gained over six million followers.

*  (@BeFitMotivation on Twitter — posts motivational quotes, body image
goals and gym wear to an audience of over 1.5 million fitness fans.

*  (@ProblemsAtUni on Twitter — is a student humour account revealing the
pains of over 300,000 university residence dwellers all over the UK.

These niches thrive oft sharing highly engaging content, usually curated from
sources discovered all over the Web, and are typically run by people who are
personally and passionately interested in the niche. As a result, these niches are
regarded as genuine and informative. The pivotal element in creating a niche is
to provide your audience with regular, relevant and high-value content.

Creating a hook

Viral content on social platforms thrives by using recurring hooks and con-
cepts that can be applicable to a broad range of topics. When a new trend
comes along, the same concept can be applied and the hook refreshed to be
relevant. An example of a very successful and effective hook created on UK
social media for a brand was the use of the ‘RT to save a degree’ campaign
for RefME, a student referencing mobile app. The campaign was simple but
highly eftective and targeted towards student communities on Twitter. The
content was simple. It consisted of three images showing how simple the pro-
cess of referencing a book is by using the app. Supporting copy for the cam-
paign focused on the theme ‘RT to save a degree’ and contained a direct link
to the app store. The result of this campaign was many thousands of organic
retweets and a large volume of app downloads. As a measure of the success
of this campaign, RefME is now positioned as a referencing app of choice
amongst UK students.
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Trend awareness

Staying relevant on social media is key to becoming respected in your industry.
If you can be aware of trends within your niche, you will be at the forefront
of conversations. You can go further by taking trend awareness and translating
it into engaging content. Trend awareness will also position you as a key influ-
encer. Talking about trend awareness involves drawing in the latest conversa-
tions around your interests and being able to relay that to your audience in an
engaging way past being a megaphone for the original content. If done cor-
rectly, huge audiences can be built purely off sharing the latest news and your
opinion on that news.

Reputation management

Trust is an essential element of social media and should be embedded in all of
your engagement and outreach activities. Trust in your brand is what makes
someone confident to complete your calls-to-action, including purchasing.
Trust also interacts with social capital in residing between individuals and brands
and the individuals who represent brands (Valenzuela et al., 2009). Building
brand engagement and increasing your social capital, as well as looking after and
rewarding key influencers, all build trust and nurture communities. Trust takes
a long time to establish but is easy to lose.

Based on the conformity concept, widely known in sociology, people tend
to follow the lead of others. For example, in a study exploring online purchase
decisions, it was found that the opinions of peers had a direct impact on the
decision being made (Geber et al., 2019), because people wanted to be part
of a group and wanted to take an informed decision. If your organisation can
work with creators, your community can be encouraged to participate in low-
level activities such as sharing feedback. Relevant networks such as Google
Maps review, Trustpilot, TripAdvisor and others dependent on your niche all
provide the mechanisms to engage your community and to encourage them
to publicly articulate their trust in your organisation, its products and services,
and its brands. Once you choose your preferred reviewing system, direct your
customers to leave a review, in particular those who are enthusiastically posi-
tive about your service. Some of the most successful TripAdvisor organisations
are not necessarily great in what they do, but they are great in encouraging
their happy customers to share their reviews online. With any system that you
choose, you must regularly monitor and reply to both negative as well as pos-
itive comments. Take note of common themes of complaint and genuinely
act upon these with real resolutions and personalised comments. Do not be
tempted to use websites which offer to generate positive reviews which are
not genuine. These not only are unethical but are also easily identified as false
signals. Prioritise encouraging genuine review processes in your organisation,
including emailing your customers after a purchase and asking for a review.
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Consider oftering guidelines on how to create and to access review pages. Not
all of your users are familiar with these systems.

Monitor your social media profiles regularly and have a team of people who
would reply to complaints. It is generally accepted that a complaint is taken
offline, since you do not really want to discuss the negative experience of your
customers in front of others. Most people are reasonable and are happy to com-
ply with your request to share a phone number for a private discussion of the
issues being raised. However, in situations where unhappy customers are unrea-
sonable and you feel that the case cannot be resolved offline, and you have
tried reasonable ways of resolving an argument, you can explore the option of
answering the complaint publicly as well as offering other community members
the option to contribute to the same conversation. Whichever way you resolve
complaints, it must be one of the entries in your risk register for monitoring and
mitigation (see the discussion about project management in Chapter 5).

8.12 Summary

This chapter discusses some of the key principles of social media and its role
in digital marketing. Social media is an increasingly important way to engage
customers for any organisation that wants a successful digital presence. Strategic
commitment to using social media platforms requires the allocation of tools
and resources to the four areas of marketing, sales, operations and support.

Using social media tools and techniques such as netnography is a central
way to understand your social media audience and to measure the success of
your engagement with your buyer persona.You should also build social capital
between your organisation and your buyer persona, which increases trust and
brand value.

This chapter outlines many other reasons for using social media, including
the creation of synergies for SEO and the multiple benefits of creating a blog.

The reasons for measuring social media activities will depend on your stra-
tegic and operational reasons for using these channels, but irrespective of the
strategic aims you have, your organisation should monitor and measure its social
media activities. Social media is broadly divided in this chapter into professional
networks that are more focused on B2B industries and private networks used
more for B2C interactions.

Social media cannot be controlled, nor should it be ignored. It is a powerful
way to communicate with your buyer persona and achieve your strategic goals.
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9.0 Learning objectives

In this chapter you will learn how to:

*  create content that will attract relevant and qualified online traffic;

*  evaluate a range of strategies for building a positive brand reputation;

* engage with your buyer persona and encourage them to share your brand,;

»  generate high-quality inbound links; and

* encourage positive sentiment surrounding your brand that will generate a
positive brand reputation.

9.1 The importance of content marketing

As mentioned in previous chapters, high-quality content is essential for brand-
ing and user experience (please refer to Chapter 6), for search engine optimisa-
tion (SEO) purposes (Chapter 7) and for pay-per-click (PPC) quality scores
(Chapter 10).

Content marketing is the strategic process of creating and amplifying content
for the purpose of informing, entertaining and/or building awareness of your
brand, products or services within a target audience.

Content marketing is a cyclical process, which incorporates the following
four stages informed by campaign management processes (see Chapter 5) for
creating consistent content:

Plan: content planning and idea generation.
Act: content creation, development, implementation and amplification.
Observe: content tracking and monitoring.

BN =

Reflect: content evaluation.

Content marketing planning

The most crucial stage of a content marketing campaign is the planning process
(Figure 9.1). The planning stage typically encompasses the following phases:
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Observe

Reflect Act

Plan

Figure 9.1 Content marketing cycle

*  Goal setting.

*  Defining your buyer persona.

*  Resource management.

*  Scheduling and editorial calendar creation.

Goal setting

Before any work can begin, it is vital you ask yourself what your content mar-
keting purpose is. For example, is it to raise awareness of a service, an event or
a product? Is it to entertain, inform or educate? Is it to increase referral traftic
to your site? Is it to build your contact database? Is it being used to supplement
marketing and/or PR activity? Without defining this in the early stages of your
campaign, you will have nothing solid with which to align each stage of the
content marketing process. Our recommendation is to think ‘SMART’ (for
further detailed guidance on setting SMART goals, refer to Chapters 4 and 5).

Further explication of appropriate key performance indicators (KPIs) and
performance metrics relevant to a content marketing campaign can be found
in Section 9.5 of this chapter.

The big idea — how can you find an inspiration for your content? There are
a number of inspiration points offline and online. Similar to your buyer per-
sona development, data-driven or creative-driven strategies can be used to shape
the ideas. Data-driven can be based on keyword research (Chapter 7), social
media listening (Chapter 8) and other methods such as competitor content,
what is topical in the news or industry research reports etc. For the creative side,
brainstorming and identification of content areas in other industries that can
be relevant for the pain points and the trust points of the buyer persona are key.
Existing already-popular content — either on your digital profiles or published
by your competitors — can be updated in a new and more engaging way so that
it is repurposed.
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The Skyscraper content (mentioned in Chapter 7 as part of SEO) is based
on this principle of identifying what content works and developing similar
content but better, more interactive and more colourful and therefore building
an even greater presence and engagement with your buyer persona. Case Study
9.1 shows how a successful content marketing campaign was operationalised
by Ad Rank in April 2016 for CruiseDeals.co.uk. However, not even a year
later in January 2017 a competitor business also caught headlines with a twist
on the same story “CRUISING for 52 weeks could cost a staggering /35,000
less than living in a city.”” PlanetCruise.com was seemingly inspired by their
competitors and used the Skyscraper technique to generate similar levels of
publicity with similar content.

Case Study 9.1 Is living in London more
expensive than living on a cruise ship?

Content marketers working for CruiseDeals.co.uk have identified two
common problems of high living costs in London and accessible prices
of living on a cruise ship. This allowed work of PR teams, SEO teams
and creatives to develop a story which is picked up by newspapers and
social media communities (Ad Rank, 2019).

The SEO objective included building high-quality links back to the
website as well as the PR objective of increasing brand awareness and
brand engagement.

Having undertaken some original research into the cost of living com-
parison, the agency found that it was £7 per day cheaper to live on a
cruise ship instead of living in London. This intriguing finding was attrac-
tive to a number of national and international press publishers as well as
social media communities.

The results were also astonishing — over 200 publications from national
and international publishers featured the story, and several of these
linked back to a landing page which was hosted on the CruiseDeals.
co.uk website. It featured the details of calculations and obviously it was
just one click away from exploring the cruise deals to purchase.

The long-term positive impact of the gained links was the website traf-
fic increase — over 30 per cent year on year which shows a cumulative
benefit of a good content marketing activity.

Finding a hook is not a simple, straightforward process, and pre-campaign
prospecting can help to refine the ideas to determine what is relevant for your
buyer persona.
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Ego Bait content is another creative source for inspiration when it comes
to content that is going to be more likely sharable and attract links to your
content (Foster, 2019). Unlike the Skyscraper technique that appeals to a wider
audience, the Ego Bait technique targets specific influencers or website owners
who would ideally link or engage with your organisation. The idea is based on
a simple principle — if you say something positive about someone else, they are
likely to reciprocate and mention you or your content to their network. By
positively “stroking” someone else’s ego you are winning a “friend” (Carnegie,
2010) and they are more likely to link to you in their own content. The main
types of ego bait content are as follows:

1 Video and image infographics that mention individuals or content from
those who you like to interact with.

2 Competitions where individuals are asked to say why they are the “best”
and therefore can win a prize of just being recognised as a leader in a field.

3 Subject matter expert interviews — you are placing someone as an expert
in a field and asking their views on a topic that is mutually helpful.

4 Key take-away summary post — following a public meeting, a networking
event or a conference, this can be a post that mentions interview extracts
from influencers in your area and you are simply comparing and contrast-
ing their views.

5 Listicles. The idea of creating a directory of experts or best products can
also lead to creating original content that attracts the attention of indi-
viduals mentioned in this list. Users are also finding lists that order and list
things into league tables useful — it helps them to quickly make decisions.

Either Ego Bait or Skyscraper techniques have to be done within a strategic
framework.The Buyer Persona Spring (see Chapter 3) serves as a guide to make
decisions of what kind of content marketing ideas would be appropriate and
which are not.

Defining your buyer persona

A full breakdown on how to create a buyer persona can be found in Chapter 3.
Insight into your unique selling points (USPs) and key messaging, and how to
identify the unique values of your brand, services and/or products (that will
resonate with your buyer personas), can be found in Chapter 6. Once you have
fully defined your USPs and key messages, you can start to build a content story
around them.

Segmenting your target audience will allow you to create a composite
breakdown of your buyer persona’s interests, online behaviour and key demo-
graphics relevant to your brand. It will also allow you to think about where
your buyer persona is within the buying cycle, so you can shape your content
marketing strategy accordingly, assembling ideas, content types, channels and
approaches to suit.
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Resource management

At this stage, it is important to be clear about what budget and time you have
allocated to your content marketing campaign.

Content marketing can be incredibly time consuming and, depending upon
what content you want to create, expensive to produce. For example, a good
blog post can take over a day to create, including time dedicated to research-
ing the content, generating and sourcing unique data and quotes, outreaching
the post and monitoring it. Even bigger pieces such as ebooks and videos can
take much longer and require a whole host of designer and developer skills.
However, if your content marketing campaign is executed correctly, the payoft
is worth the investment.

Be sure to keep track of your time and budget in order to determine routes
to optimising resources for future campaigns.Trello is a free time-management
and tracking tool which can be used by multiple members of a content mar-
keting team for full visibility on task lists and work completed. Further details
about managing a campaign can be found in Chapter 5.

Scheduling and editorial calendar creation

Once you know who you are targeting and why, another important stage of
the planning process 1s to look at your desired launch plan (see Chapter 5 for
more details on operational planning). This is where seasonal trends must be
considered to ensure you do not miss your optimum launch time and to give
you enough time to strategically plan what resources you require and delegate
tasks appropriately.

Suppose your aim is to raise awareness of a new flower shop and your cam-
paign is to promote a bouquet giveaway for Mother’s Day. You would need to
ensure all relevant content has been created and launched and has given your
target audience enough time to enter their personal details before Mother’s
Day (as well as allowing yourself time to send out the prize giveaway to those
that have participated).

Google Trends is a recommended platform for planning your seasonal peaks
and drops if your product or service is seasonally driven. For example, retailers
selling ski wear would be mindful of peaks around winter and look to plan their
promotions in line with winter ski seasons (Figure 9.2).

We also recommend you look at your historical website traffic in Google Ana-
lytics or other web analytics providers to determine average peaks and drops
in activity.

In order to effectively synthesise your activity and allow transparency to
all actors and stakeholders involved in the content marketing process, create a
shared content marketing calendar (or an editorial calendar) that outlines your
weekly, monthly, quarterly, biannual or annual campaign plans. It should ideally
contain the following:
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e Campaign description, key messages and themes.

*  Related objectives.
o Task owners.

e Allocated budgets and time breakdowns.

e Launch dates.

As mentioned in the campaign project management chapter (Chapter 5), this
stage of the planning process can take some time but is worth it from a project

and resource management perspective.
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9.2 The idea generation process

At this stage, you should have a good idea about who you want to target, when
you want to target them and how much time and budget you have available
to create your content. Taking into consideration these key learnings, this is
when you can start the idea generation process.

Getting the ‘idea’ right at the beginning of your content marketing campaign
is the most critical stage of the entire process.You want to choose an idea or a
series of ideas that resonates with your buyer persona, giving them value whilst
not pushing your sales proposition onto them. Contemporary marketing is
subtle and not intrusive and acts as a natural step in the buyer persona’s journey
to conversion. It is not the end result.

Where to find content inspiration

Sources of inspiration for your content marketing campaign can be found in
the following places:

What your target audience is sharing and where — When you have
identified your buyer persona, you can begin to analyse their online Twitter bios
and profiles using Followerwonk. This can be achieved using your own Twit-
ter follower profile or other competitor Twitter profiles to cross-compare fol-
lowers. This will help you to segment profiles by interests as well as identify
other similar key influencers they are following. As a result, you open up a
whole community of prospects, which allows you to better understand com-
mon interests and themes in the most popular content shared.

Other routes to identifying your target audience and segmenting your buyer
persona could involve the following:

*  Setting up Google Alerts for terms related to your brand to see who is
sharing them and where.

*  Scanning other social media profiles such as LinkedIn and Facebook to look
for groups and group members relative to your niche. This can be done
using the search bar for related terms to your product or service. Whilst an
aim 1s to identify potential key influencers, you should also be mindful of
what topics are being discussed, what type of content is being shared and
where they are sharing the content from. This will help you build a picture
of your buyer persona’s interests and content consumption behaviour.

*  You can also use Facebook Insights, YouTube Insights and Google Analyt-
ics to give you a deeper understanding of your audience’s demographic
data, such as geographic location, gender and age.

*  Ask them! Suppose you already have a retained customer base, don’t be
afraid to send out a survey (or an interview, a focus group etc.) to ask them
about their online preferences. This data can then be translated into some-
thing with deeper meaning to support the segmentation of your target
audience.
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Whilst auditing your target audience’s preferences, be sure to pick up on subtle
colloquialisms in their language, as this can help you with your key messaging
and storytelling during the idea generation process. Though it is important
to stay true to your brand’s tone of voice, adopting nuances of your buyer per-
sona can positively impact the engagement rate of your content.

What your competitors are promoting and where — Be sure to analyse
competitor content to determine how successtul historical creative campaigns
have been. Analyse engagement metrics as well as quality links back to site with
link analysis software such as Open Site Explorer. This will allow you to determine
which pieces of content were the most popular (or not) and will provide a plat-
form from which to develop your own ideas that build upon competitor successes.

Several networks allow you to monitor your competitors’ social media pro-
files.In Facebook, for example, you can go to the Insights section setup and com-
pare the performance of your page and posts with similar pages on Facebook.

At this point, it is important to note that it is copyright infringement if you
copy the intellectual property of another without their explicit permission, so
be careful where you decide to seck inspiration. The default for all content —
text, images, video or sound — is that it is ‘all rights reserved’. However, content
under a Creative Commons licence (Creative Commons, 2019) identified by
a CC logo usually offers some exceptions, where authors allow content to be
shared without explicit permission as long as the rights of their licence are
respected. Several content creators see CC as a way of allowing their message
to be amplified and thus reach wider audiences compared to copyrighted con-
tent. The use of Creative Commons as a tactic in content marketing is a worthy
consideration, particularly if the content is meant to ‘go viral’.

Keyword research — Keyword research should not be the only source of
inspiration for your content marketing campaign, but it offers a good source
of ideas. Understanding what keyword is being targeted in your content allows
you to gain maximum SEO value from your content marketing efforts and
should be achieved through keyword-optimised digital content.

This is where you consider your keyword strategy — keywords related to
your product or service that can be incorporated into your content in order to
give the content its own ranking capabilities. We recommend that you target
semantically driven search terms that answer a specific and relevant question
your buyer persona might ask. Free content idea generators such as AnswerTh-
ePublic.com are a good place to start.

Further insight into keyword planning can be found in Chapter 7.

Identifying target publications — Identifying target publications relevant
to your brand and to your persona’s interests should give you some insight into
current topics and popular content ideas.

For example, if you are interested in launching a content marketing cam-
paign aimed at food wholesalers and suppliers, analysing the success of content
on well-known fast moving consumer goods publications such as The Grocer
might be of value to you. It can also give you an insight into what content top-
ics have already been created to ensure you do not ‘reinvent the wheel’.
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Pre-campaign prospecting — Pre-campaign prospecting is the process of
contacting key influencers, such as website owners, bloggers and journalists,
to determine whether there are any pieces of topical content they would like
to feature on their website.

Sometimes the best ideas are generated with the support of media specialists
within your field. Seeking out key prospects for your content requires you to
carry out various outreach tactics, which will be explained in Section 9.4 of
this chapter.

A great way of sourcing content ideas and potential placements is to get in
touch with journalists on websites such as HARO (Help A Reporter Out),
which request specialist insight, personal experience and advice from individu-
als, groups or organisations across various industries, on a daily basis.

Alternative contact details of niche websites, journalists and bloggers can
be sourced on Twitter using the hashtag #journorequest, as well as automated
content marketing tools such as Ninja Outreach and BuzzStream.

Content aggregator sites — There are some automated campaign tools
available to you, such as BuzzSumo, SocialMention.com and Ahrefs Content
Explorer, which allow you to type in a specific keyword or target phrase/
message to determine what content on related topics is being shared, where
it is being shared and how successful it has been. This should give you ideas
of where the content gaps are, as well as giving you insight into the types of
relevant content.

Data sources — Data-driven content is beneficial, as it adds trust, unique
value and reliability to your content messages. Data-driven content is especially
useful for journalist pieces and press releases, which typically use data to help
add gravity to newsworthy topics within the content.

Unique data can be generated through market research and customer rela-
tionship marketing (CRM) data. Should you undertake any market research to
gain unique data, ensure your sample is of an appropriately large size to certify
that your results are trustworthy (see Survey System, 2016). Many well-known
publications will refuse to take your content if your data sources and sample
sizes cannot be certified.

It is recommended that you try not to use statistics that are not your own, as
they have likely been seen before and will lose impact. That being said, cross-
comparing your data with existing data sources can give rigour to the point you
are making. Free data sources such as the European Union Open Data Portal
(EU ODP) can be mined for interesting data insights.

Existing content — Should you have a blog or media section on site, a
recommended route to finding content ideas is to analyse historical posts and
media to determine what content received a healthy level of traffic and engage-
ment. This data can be found in Google Analytics.You can then look at possible
routes to repurposing or repackaging content in a different way and relaunch-
ing the new content to a wider audience.

User-generated content (UGC) — UGC is any content that is created by
contributors that are not employed directly by you or your brand. Content types

15031-3609d-1pass-r02.indd 238 @ 1/31/2020 6:55:59 AM



Content marketing 239

usually comprise blogs, testimonials, reviews, videos and images — think ‘Insta-
grammable’ moments — and vlog reviews of your product/service. UGC can
empower your users to become part of your campaign, which can build a per-
ception of transparency and trust in your wider target audience. Content ideas
can come directly from engaged users and assumes that other similar users will
favour your UGC topics too. UGC can also save you production time costs,
but it is important that all UGC is proofed and checked for duplicates to ensure
that only quality content is added to your site so that it does not violate search
engine quality guidelines (please refer to Chapter 7 for more details).

Offline activity — Offline activity such as PR stunts, experiential marketing
and offers (in-store/restaurant/bar/supermarket) can be leveraged and ampli-
fied through online activity. This would require you to generate a trackable
landing page for all related information and traftic generated via the offline PR
and marketing activity.

For example, a charity event that is held by your organisation is a perfect
opportunity to capture and generate new content. This could entail the following:

e Creation of a landing page with a data capture form to track potential
event attendees. Details of who can be used in future outreach initiatives.

*  Promotion of the event through your blog, external event promotions sites
and your social channels.

e Live streaming of the event via live video transmission (now via You-
Tube and a number of other networks, which allow you this functionality).

*  Creation of an event-specific hashtag, which could be used pre-event, dur-
ing the event and post-event.

e Asa way of prolonging the value of your event, you could capture high-
quality photographs and upload images to your social networks to create a
digital footprint of your event to allow your event visitors to engage with
your content. As event organiser you could contribute to the discussion,
amplify the positive content and reply in real time to your audience.

*  Following the event, a press release detailing the amount of money gener-
ated through charitable donations could be syndicated across online and
offline newspaper publications.

This integrated approach would generate opportunities for brand awareness,
reputation building and inbound links.

The psychology behind viral content

When considering virality of content during the idea generation process, it is
important to note that the vast majority of Internet users are passive — ‘lurkers’—
who simply consume content and do not engage with it (see Chapter 8 for
more details). As such, whilst a viral campaign is the desired outcome of any
content marketing campaign, the term can be considered ideological and there
is no one strategy that will guarantee that your content goes viral.
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However, there is one defining factor that unifies successful viral cam-
paigns and that is emotion, such as empathy, surprise, excitement, sadness,
joy and disgust. Generally, we make decisions based on emotion and justify
them with logic at a later stage (Carnegie, 2010). Therefore, any content ideas
you consider should ideally provoke an emotional response from your buyer
persona.

As well as emotion, Berger (2013) observed that there are a number of fac-
tors that should be present in order to increase content virality and sharing.
Berger’s STEPPS model can be used as a guiding checkbox for content optimi-
sation, in particular for larger budget content productions such as video.

S — Social currency — based on the assumption that what we talk about
and share reflects how we are perceived. For example, does the content that
your target buyer persona is sharing make them feel knowledgeable/witty/
caring/cool?

T — Trigger — something that connects the audience to the story and how
it resonates with your buyer persona. How will the person remember your
content? What makes your content remarkable, memorable and mentionable?
Is there an easily remembered song, slogan, strapline or hashtag?

E - Emotion — it moves the audience emotionally when we care about
something. This is one of the most difficult aspects to achieve in content crea-
tion, as the interpretation of emotion is subjective. For example, humour is
often used in content, but it is culturally and community dependent and can
lead to misunderstanding. As previously discussed in this section, evoking an
unexpected emotional response can set your content apart from other noise on
the Internet.

Depending on what message you are trying to convey, overly emotive con-
tent could be less effective, whereas content that is too practical can be devoid
of emotion.

P — Public — information should be publicly available. Keeping your con-
tent open in a public forum allows you to engage with a wider audience.
Therefore, always consider whether your content really needs to sit behind a
data capture form and make sure your content is optimised with social sharing
buttons to encourage quick and accessible social sharing.

When putting your content on a public domain, always remember that peo-
ple are increasingly aware of crowdsourcing and transparency of content crea-
tion. Is it possible to see that a number of other people have consumed your
content (e.g. video viewers figures) and shared it (e.g. number of shares for
a web page)? This public data adds to the logic of persuasion of your con-
tent. If the content is placed on a public social networking site, such as You-
Tube or Twitter, it is more likely to be amplified by your target audience when
compared to a static brand-related web page.

P — Practical value — audiences can apply the lessons they have learned in
practice. Informative content that educates and offers practical advice on your
product and/or service, as well as offering guidance on topical issues relevant to
your buyer persona, makes for highly downloadable and shareable pieces.
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‘How-to guides’ are a common content piece with practical value. As men-
tioned earlier, tools such as AnswerThePublic.com ofter suggestions for FAQ-
style content.

S — Story — subtly and coercively generate a story through your content
whilst still communicating your underlying content marketing message. Con-
sumers do not like to be sold to as they peruse content. Too much of a sales
pitch can put your target buyer off, and it is important you tread carefully with
key messaging within your content.

The content mapping process

Once you have thoroughly researched your ideas and you can confirm they are
relevant to your buyer persona, you can start to piece together your content
ideas to begin visualising your content story. This is called content mapping or
‘storyboarding’.

Ideally this process takes place within a team of marketers and creatives to
allow full visibility of ideas, which act as talking points for potential content
types and other related ideas that have not yet been addressed. It is recom-
mended that the entire team behind the content mapping process is given a
persona brief to ensure that this is at the forefront of everyone’s mind when
discussing ideas.

Content mapping should be tailored to your buyer persona, as discussed in
Chapters 3 and 4. The process should allow you to see the relationships between
content ideas, which could then offer potential for a content series or multi-
method campaign that can be adapted for various content types and ideas. At
this stage, you could also consider tying in other online and offline marketing
events and activities to make your content marketing efforts more integrated.

Remember to have fun with the idea generation process, as this typically
generates the best ideas. It all depends upon the type of content you want to
create to fit your persona, whether its purpose is to inform, teach, entertain,
trigger an emotional response such as empathy or grab attention through an
unconventional PR stunt.

Be sure to document all ideas and do not throw any away, as they can be used
at a later date.

Getting buy-in

A recommended final stage of this process is to ensure that the content ideas
have been cross-checked with all relevant stakeholders so that content market-
ing plans can be achieved on time and within budget and that the idea is in
keeping with the brand personality and brand guidelines.

If you have not already carried out pre-prospecting, then we also recommend
you pitch your favourite ideas back to journalists and other influencers, including
bloggers or vloggers, as well as media contacts, before content is created to ensure
that there will be interest in your content before the process begins.
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9.3 Content creation and development

Once you are confident in your idea and you have buy-in from all relevant
stakeholders, you can commence your content creation.

Be sure to select a content type within budget and of relevance to your
persona and content idea. For example, if you are wanting to launch a new and
exciting hair product, a video demonstrating possible hairstyles might be better
than an ebook or a white paper.

We have listed a series of potential content types that you could use to bring
your content ideas to life. This is not an exhaustive list, but it contains some of
the most commonly used content formats shared on the Internet.

*  Blog post

*  What it is — Regular entries on your website that discuss industry
updates, news, ‘top 10’ lists, how-to guides, case studies, award updates,
etc. and can contain multimedia elements such as images, infographics
and videos.

*  How to do it — Plan out your editorial content in advance and under-
take research to ensure your content is unique and relevant. Good blog
posts require high-quality specialist copywriting skills to ensure that
copy is written in the style, language and tone relevant to the buyer
persona. Try not to write just for search engines, although keyword
targeting can be incorporated where applicable. Make sure the heading
and URL are optimised and the page contains social sharing buttons,
a comment box and other related links to encourage click-through to
the rest of your site. Consider adding a trackable data capture form and
ensure that all blog pages are being tracked in Google Analytics.

*  When to use it —Aim for weekly posts to keep your community engaged
and to have fresh content continually added to the site. Therefore, if you
say you will blog once a week you need to stick to it and make sure you
always have enough to talk about. However, only write a blog post if
there is something of value to write — writing for frequency and not for
value will invariably affect quality and turn away readers, though con-
sistency is key to encouraging a retained readership that knows when
to expect content. Some of the main objectives of blogging are to posi-
tion you and/or your brand as a specialist within your industry, as well
as generating trattic and related keyword rankings. A blog can also be a
strategic hub for all social media engagement activity and offers regular
content for amplification on other social media profiles.

*  Guest blogging

*  What it is — Guest blogs are typically opinion posts hosted on a website
external to yours.

*  How to do it — Guest blogging requires time for sourcing appropriate,
high-quality content placements with high engagement and high levels
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of traffic. The aim is to drive social engagement and brand awareness, as
well as generate quality inbound links and referral traffic back to your
website. Good guest posts require quality copywriting from specialists
within their field.

*  When to use it — Utilise guest blogging only if the host website is
relevant and active. A poor-quality guest blogging site will look like
‘spam’ and you risk a search engine penalty.

* Infographics

*  What it is — Infographics are a visualisation of data or other significant
information.

*  How to do it — Good-quality infographics will require design time.
Ensure that your content is eye-catching and legible and has a flow to
it. Only place content into the infographic if it is meaningful.

*  When to use it — They are typically used in conjunction with blog
posts to support and visualise key messages. Do not use infograph-
ics too often, as this can look like ‘spam’, which is not SEO best
practice.

*  Photographs/images

e What it is — Taking your own photos or designing/illustrating your
own images gives them the potential to be used by other blog writers
and websites within content, as memes for example.

*  How to do it — Have a professional photographer at any of your events,
or if this is not possible use your own smartphone camera to capture
the moments which could be shared. When taking pictures of others,
inform them in advance and ask permission to use the image as part
of your marketing content. Keeping a bank of your own photos ready
and searchable by optimising the images utilising SEO techniques
(refer to image optimisation section within Chapter 7 for best practice
guidelines) will make your photos easily accessible to others who may
then request the use of your photos. Invite them to attribute a link
back to your site as the original source of the photo if the host site is
of a good quality. Consider sharing photos publicly on photosharing
social networks such as www.flickr.com and www.instagram.com and
setting them as a Creative Commons licence, such as Attribution 2.0
Generic (CC BY 2.0).You can also use images of others with per-
mission or well-recognised meme generators such as https://imgflip.
com/memegenerator.

e When to use it — Images have high engagement rates when used as
content on social media platforms. Use images when planning Face-
book, Tivitter, Instagram, Pinterest and Snapchat campaigns. There is no real
limit to producing images, especially now that most smartphones have
good photo camera functionality. Most importantly, ensure that your
images are legal, unique and not duplicated from any other sources.
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*  Online video

*  What it is —Audiovisual content that can be streamed live or down-
loaded to the user’s device.Video content includes vlogs, guides, inter-
views and adverts.

*  How to do it — Producing a good-quality video can be expensive.
Ensure you have a good camera, ideally filming in high definition
(HD) — most smartphones film in HD. Use a tripod — this will make
sure your shots are steady. Have appropriate lighting so that your sub-
jects are clearly visible and less effort is needed for post-production
work. Use video editor software — these are becoming easily avail-
able, and even YouTube has its own built-in editor and animator if
required. Video length will depend on a number of factors, but con-
sider that most online videos will be watched on a mobile device and
that data plans are quickly consumed with high-quality long videos.
YouTube allows you to filter videos under 4 minutes (short) and over
20 minutes (long), so consider keeping it under 4 minutes or, if you are
planning to create a long video, meet the search filter criteria. Online
attention spans are short, so ideally videos should be under 1.5 minutes
long, but it is wholly dependent upon the video purpose itself.Videos
typically require storyboarding and a script, which need to resonate
with your buyer persona.

*  When to use it —Video and in particular mobile video is one of the
fastest-growing areas in digital marketing content according to the
Internet Advertising Bureau 2019 statistics (IAB, 2019). In 2018,
mobile advertising reached a new milestone in the UK, accounting for
51 per cent of total ad spending — from 47 per cent in 2017.Younger
generations that grew up with constant access to the Internet are more
likely to view video online compared to traditional TV (Smith, 2019).
If you can ensure your video content is unique, there is no real limit to
posting videos. Just ensure that the content is meaningful and relevant,
as you will quickly find viewers will choose not to engage with your
content if it has no point.

e Interactive content

*  What it is — Interactive content is any online material that lets the user
actively engage with you. It can consist of interactive infographics,
long-form articles, interactive videos, quizzes, surveys, etc.

*  How to do it — Good-quality interactive content typically requires
design time and usually technical developer time to include the inter-
active functionality and moving elements. For example, a bank can
create a mortgage calculator which is useful for providing quick advice
to its buyer persona. Consider tracking interactive elements on the
interactive content pages through Google Analytics or heat mapping
software to understand how people are engaging with the content to
inform future pieces of content.
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*  When to use it — Interactive content is expensive and should be used
strategically to maximise budget and make the most out of an expen-
sive activity.

e Free tools

e What it is — Free tools can consist of downloadable templates, ebooks,
white papers and software with the intention of helping the end user
automate and/or optimise some of their existing work processes.As an
example, this could be an Excel campaign planner.

* How to do it — Depending on what free tools you create, this
could require a developer, designer or someone proficient in Excel,
as well as a skilled copywriter. Consider the pain points of your
buyer persona in order to determine how you can save them time
through using your tool. Ensure that downloads and tools are hid-
den behind trackable data capture forms to gather user data for
future campaigns.

e When to use it — Much like interactive content, free tools can take
a lot of time to create; hence, these should be used for strategically
important activities and can form part of a longer-term campaign.

e Podcasts

*  What it is — Podcasts are digital audio files that fulfil the same purpose
as blog posts in that they are an audible way to discuss current events,
news stories, interviews and opinion.

*  How to do it — Record an audio file and convert it into a podcast.You
will need a good-quality microphone and solid editing skills. Con-
sider branding this with theme music. Aim to get your podcast listed
on iTunes or embed your podcast on your website or sound hosting
platforms such as SoundCloud.

*  When to use it — Depending on your audience and your resources,
consider adding podcasts on a weekly or a monthly basis for maximum
pickup and engagement.

*  Competitions

e What it is — Competitions are giveaways of products, services and
prizes, which can be relevant to your brand.

*  How to do it — Generating a landing page specifically for the com-
petition details will give you an opportunity to easily share and track
traffic to the page. Ensure that you integrate a data capture form and
sharing buttons.

*  When to use it — If you choose to host competitions and giveaways
regularly, ensure that the prize giveaway is of high value. Be sure that
you do not regularly carry out competitions irrelevant to your brand,
as you will find your database grows with individuals only interested
in your prize giveaways and with no longer-term value.
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e Press releases

*  What it is — Press releases are official statements typically detailing
product and service launches, issued to industry-specific online and
offline newspapers, magazines and general press to raise awareness to
their readers.

*  How to do it — Press releases should follow a specific format, which
requires a particular style of headline, opening statement, length, lay-
out, quote and closing contact details. It is recommended that further
research into press release styles and practice of press release writing is
undertaken to fit with industry-specific journalists’/editors” exacting
standards.

*  When to use it — Press releases are a PR activity and should be used in
conjunction with content marketing strategy.

*  Email campaigns

e What it is — Emails campaigns are messages distributed to individuals
within a targeted database containing images, newsletters and updates.

e  How to do it — Ensure that your email headline is attention grab-
bing and the content is personalised to the reader. Consider adding
links back to your website to encourage referral traffic back to your
website. Ideally, special mail automation management software is used.
A number of free versions such as Mailchimp are available and can
help you to trial this important and often underestimated strategy of
communication. We also recommend the split a/b testing of email
templates to test what drives the most interaction (mailchimp.com/
help/best-practices-for-email-subject-lines/).

*  When to use it —Try not to send out too many emails unnecessarily, as
the end reader could consider them ‘spam’. Ofter subscription options
for monthly or weekly updates so that your audience can choose the
frequency of communications. Make sure that you are only sending
out truly relevant and targeted content. Be sure that you comply with
opt-in and opt-out protocol and you are only sending your email con-
tent to those who are open to receiving it.

e User Generated Content (UGC)

e What it is — User generated content (UGC) includes reviews,
opinion posts, testimonials and content generated via social media
channels.

*  How to do it — It is beneficial for creating natural content for your
website, as well as other external sites, which can contain a link
back to your website. It is also good for building brand reputa-
tion and user insight if managed correctly. Reviews are an essen-
tial trust-building process for your products and services. Actively
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encouraging your customers to create reviews, in particular those
customers who are delighted with your products and services, helps
you to guide the opinions about your brand online. Make it simple
for your customers to create and post reviews. UGC is also helpful
for engagement through competitions, for example asking people
to submit a photograph or video as part of a prize draw. My Star-
bucks Idea is a good example of an organisation encouraging the
buyer persona to help innovate the business — crowdsourcing ideas
for innovation.

*  When to use it — There is no constraint on UGC; just ensure that it is
well written, is not duplicated from any other sites and does not dam-
age your brand reputation.

As mentioned in the SEO chapter, generating links is important for SEO, so
avoid spam tactics when engaging in content marketing. For example, avoid
adding your website to online directories unless they are very well known,
such as dmoz.org and www.google.com/business/, as many directories are not
compliant with Google’s Penguin algorithm.

Using the right colours to convey the message

How you use colour in your content affects how your target audience engages
with it. Colour helps you to convey your content messages and can guide your
buyer persona towards key calls-to-action.

Your choice of colour also helps you to influence and emphasise attitudes
and specific feelings towards your content, as each colour can trigger specific
emotions. Interpretations of colours are likely to be subjective and can con-
vey different messages based on the cultural background of the individual. For
example:

Red communicates physical strength and warmth. It grabs your attention —
that’s why it is chosen for traffic lights all over the world. Whilst it is
perceived as friendly, it can also be associated with aggression and danger.

Blue conveys intelligence, trust and efficiency. It is often