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Foreword



Strategic Planning for Social Media in Libraries is a one-stop manual for how to plan, write, and implement a strategic vision and mission for social media within your organization. Author Sarah K. Steiner walks readers through how to do everything from conducting an audience environmental scan, to carrying out a SWOT analysis, to developing internal guidelines for social media activities. This top-notch primer is full of tips, worksheets, and mini case studies illustrating how to put together a stellar strategic plan, including forming a task force, setting up a planning model, and garnering administrator and peer buy-in. Readers will walk away from this volume knowing exactly how to craft their own unique strategic plan and how to set it in motion in their library.

The ten new TECH SET volumes are designed to be even more cutting-edge than the original ten. After the first ten were published and we received such positive feedback from librarians who were using the books to implement technology in their libraries as well as train their staff, it seemed that there would be a need for another TECH SET. And I wanted this next set of books to be even more forward-looking and tackle today’s hottest technologies, trends, and practices to help libraries stay on the forefront of technology innovation. Librarians have ceased sitting on the sidelines and have become technology leaders in their own right. This series was created to offer guidance and inspiration to all those aspiring to be library technology leaders themselves.

I originally envisioned a series of books that would offer accessible, practical information that would teach librarians not only how to use new technologies as individuals but also how to plan and implement particular types of library services using them. And when THE TECH SET won the ALA’s Greenwood Publishing Group Award for the Best Book in Library Literature, it seemed that we had achieved our goal of becoming the go-to resource for libraries wanting hands-on technology primers. For these new ten books, I thought it was important to incorporate reader feedback by adding two new chapters to each volume that would better facilitate learning how to put these new technologies into practice in libraries. The new chapter called “Social Mechanics” discusses strategies for gaining buy-in and support from organizational stakeholders, and the additional “Developing Trends” chapter looks ahead to future directions of these technologies. These new chapters round out the books that discuss the entire life cycle of these tech initiatives, including everything from what it takes to plan, strategize, implement, market, and measure the success of these projects.

While each book covers the A–Zs of the technology being discussed, the hands-on “Implementation” chapters, chock-full of detailed project instructions, account for the largest portions of the books. These chapters start off with a basic “recipe” for how to effectively use the technology in a library and then build on that foundation to offer more and more advanced project ideas. Because these books are designed to appeal to readers of all levels of expertise, both the novice and advanced technologist will find something useful in these chapters, as the proposed projects and initiatives run the gamut from the basic how to create a Foursquare campaign for your library to how to build an iPhone application. Similarly, the new Drupal webmaster will benefit from the instructions for how to configure a basic library website, while the advanced web services librarian may be interested in the instructions for powering a dynamic library website in the cloud using Amazon’s EC2 service.

I have been following Sarah’s work in the field for the past few years and was thrilled when she was named a Library Journal Mover & Shaker in 2011. Sarah K. Steiner was the perfect choice to write this book on Strategic Planning for Social Media in Libraries. Not only is she incredibly experienced and fluent in this area, but she far exceeded my expectations with the depth of coverage she was able to achieve with this title. This is an important book that every library will want to have in their collection.

Ellyssa Kroski

Manager of Information Systems

New York Law Institute

http://www.ellyssakroski.com/

http://oedb.org/blogs/ilibrarian/

ellyssakroski@yahoo.com



Ellyssa Kroski is the Manager of Information Systems at the New York Law Institute as well as a writer, educator, and international conference speaker. In 2011, she won the ALA’s Greenwood Publishing Group Award for the Best Book in Library Literature for THE TECH SET, the ten-book technology series that she created and edited. She’s also the author of Web 2.0 for Librarians and Information Professionals, a well-reviewed book on web technologies and libraries. She speaks at several conferences a year, mainly about new tech trends, digital strategy, and libraries. She is an adjunct faculty member at Pratt Institute and blogs at iLibrarian.













Preface



Since the beginning of social media’s rapid rise in popular culture, hundreds of articles and studies have been published on its vital importance to corporations and institutions. Profit and nonprofit organizations alike have come to recognize the value of social media networks and communications to their target audiences and have taken steps to leverage it to create customer awareness and loyalty. Social media use is on the rise almost everywhere, with almost every group. In this new world where people tune out advertising automatically, they turn to social media to get information from friends, colleagues, and strangers. Strategic Planning for Social Media in Libraries will show you how a little bit of time and a good plan can make the best use of this smorgasbord of resources.

Librarians have been trailblazers in the field of social media services, and many library employees believe that a library presence in these new platforms is integral to libraries’ continued relevance in the age of social media. According to a study published in 2011 (pp. 3–4) by Curtis R. Rogers at the State Library of South Carolina, 78.6 percent of libraries are using social networks to communicate with patrons. Close to 52 percent use blogs, 40.2 percent use photo-sharing tools, and 29.1 percent use video sharing.

While we’ve clearly made strides in entering the world of social media, we often neglect the planning phase that is so common in our other services and in the business world. We’re excited to participate in these new forums, so we leap in, but we make few or no plans to target, maximize, maintain, or assess our efforts. The library science literature has recently revealed disappointing returns on investment from many of these unplanned social media services, and those returns have led to increased interest in assessment and planning. Many library social media advocates previously felt planning was cumbersome and irrelevant in the ever-shifting landscape of social media. But now, for-profit and nonprofit businesses alike have found that strategic planning can help them change from a culture of confusion and last-minute reactivity to a culture of agility and proactivity.

Strategic Planning for Social Media in Libraries emphasizes informal and formal internal communication as a means to create buy-in and interest in the planning phase. Communication is fundamental to the success of any plan, and often the most meaningful communications do not take place in formal meetings.

Library employees may feel nervous or even threatened by the process of planning, especially for social media, so let’s review some basics of strategic plans. A strategic plan:


• guides you to the most plausible and noteworthy platforms/ services and helps you maintain them sensibly and well.

• is broad enough to set direction without limiting your exploration of new service opportunities or inhibiting creative testing/piloting. There is always a place for new services to be explored, even if they are not detailed in the plan.

• is not an exhaustive list of all the things you can or should do, but a guide to help focus your efforts. The point of a strategic plan is not to reduce options or limit choices, but to assist in decision making.

• is not a replacement for administrative guidance and leadership.



• Organization and Audience

Strategic Planning for Social Media in Libraries offers a practical guide to all phases of social media planning in your library. It provides a practical, scalable, step-by-step plan for creating and maintaining a successful library social media strategic plan. It includes detailed tips and advice on how to strategize for social media services in a way that will:


• guide library employee decisions,

• minimize time spent while maximizing return on investment,

• maximize positive patron outcomes,

• protect libraries from legal repercussions, and

• leave opportunities for flexibility, change, and testing of new social media platforms.



All instructions are based on a platform of identification and assessment of a target audience and honest assessment of your library’s abilities to meet the plan you set.

The chapters are organized to be of use to anyone, regardless of past experiences with strategic planning or social media. I have built suggestions for scalability into the text for employees of very small libraries, but many of the scenarios provide information for libraries with many employees. If you are in a smaller library, strategic planning for social media is still often a great idea; if you’re in a very small library, you can probably just skip over the sections that deal at length with team formation, though you may want to come up with a different model for getting feedback if you don’t have many or any library coworkers.

Strategic Planning for Social Media in Libraries most closely details the traditionally structured model of strategic planning but includes suggestions for libraries where a more organic planning style is preferred. It addresses the initiator or leaders of the strategic planning process in your library. Strategic planning jargon has been intentionally minimized. The focus lies on the process of planning itself and how planning relates specifically to social media. Each library is unique and will have different goals; therefore, I will refer to various social media platforms or goals as examples, but I will not delve into many specific details of their use.

Chapter 1 provides definitions of social media and of strategic planning, and it offers an argument as to why libraries should use strategic planning more frequently. Chapter 2 provides an exploration of the levels and types of strategic plans available. A distinct and separate plan for social media may be the best option for some libraries, while others may want to build goals for social media into their library-wide strategic plan or even take a less formal route. Chapter 3 and Chapter 4 offer details on preparing to write your plan and of the social mechanics involved in forming a team and creating buy-in. Chapter 5, the most in-depth, guides the reader through the process of gathering data to inform the plan and then drafting the plan itself. It also covers the integral and often misunderstood area of relevant policy creation. Chapter 6 offers advice on marketing the plan, primarily to internal stakeholders, who will care more about the plan itself than patrons. Chapter 7 includes best practices for the care and feeding of your new plan. Chapter 8 offers some metrics and assessment tips for the plan itself. Chapter 9 covers emerging trends in the area of strategic planning, and finally Recommended Reading and References provide annotated lists of additional readings and resources. If all of these steps seem like an overwhelmingly large time commitment for just one little plan, keep in mind that the impact of all your work will stretch out for years to come. The assessment portions of your social media plan will probably be of unexpected or parallel use in many different areas throughout the library, and the plan items themselves will go on to be the basis for many projects. So, while the plan is the foremost purpose of these steps, the impact of your efforts will be far broader.

In a world where we constantly compete for funding and will probably continue to do so indefinitely, Strategic Planning for Social Media in Libraries will help you consider how all avenues can best be used to reach patrons, meet their needs, and ensure continued relevance as institutions. If you take the time to assess and plan accordingly, you can carefully and critically use the world of social media to more effectively deliver and market library services. The planning phase may require more effort and time on the front end, but it can save just as much time and frustration during later stages of service management and can dramatically increase your success in social media endeavors.
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Introduction

• What Is Social Media?

• What Is Strategic Planning?

• Social Media + Strategic Planning



This chapter will provide an overview of social media and of the basics of strategic planning. After these basic tenets of the book are defined, I will offer a rationale for using strategic planning in relation to social media-based services in libraries.

• What Is Social Media?

The term “social media” is multifaceted and complex, and it has been defined in many different ways. For the purposes of this book, “social media” will refer to any online platform that allows users to link to each other and contribute and share content and/or commentary. On the whole, social media is intended to facilitate sharing, collaboration, transparency, and conversation. The aim of social media is to form a large, internally communicative collective that works together to create meaning and content. So, instead of a few gatekeepers parsing out information to the masses, in the world of social media the masses produce, evaluate, and share the information themselves. The ultimate output of social media is a huge body of content created directly and often collaboratively by the web’s users. These creations are known as user-generated or user-created content. Suzanne Vara (2010) notes that “social media is not a new conversation, but a new way of conversing.”

A recent article on the types of social media found that six primary types exist: “collaborative projects, blogs, content communities, social networking sites,” and two types of virtual worlds: “virtual game worlds, which ask users to follow the rules of the game, and virtual social worlds, wherein users can behave without rules in almost any way they like” (Kaplan and Haenlein, 2010: 59). These categories are useful in understanding the huge scope of social media, and they correspond to the 2007 OECD (Organisation for Economic Co-operation and Development) statement that in order for content to be genuinely user-generated, it must meet three criteria:


1. it must include “content made publicly available over the Internet,”

2. it must “[reflect] a certain amount of creative effort,” and

3. it must be “created outside of professional routines and practices” (OECD, 2007).



As Kaplan and Haenlein (2010: 61) point out, “The first condition excludes content exchanged in e-mails or instant messages; the second, mere replications of already existing content (e.g., posting a copy of an existing newspaper article on a personal blog without any modifications or commenting); and the third, all content that has been created with a commercial market context in mind.”


A Shift in Leadership

Strategic planning has traditionally been seen as the duty of top administrators. However, some professional strategic planners do find a “planning from the ranks” approach to be useful, and I like it the best. In the spirit of social media, we may do well to continue this second, more inclusive, model, where administrators and nonadministrators alike are included in setting the direction for social media.



This list is by no means comprehensive (and will, surely, soon be dated), but some concrete examples of social media include:


• Social networking platforms, such as Facebook, Meetup, and LinkedIn

• Social news sites, such as Digg and Reddit

• Location-based social networking services, such as Foursquare and Facebook Places

• Website and group creation software, such as Ning

• Wikis, such as Wikipedia

• Video- and photo-sharing sites, such as YouTube and Flickr

• Social bookmarking tools, such as CiteULike

• Blogging and vlogging sites, such as LiveJournal

• Microblogging sites, such as Twitter and Tumblr

• Book-sharing sites, such as LibraryThing and Goodreads

• Community question-and-answer sites, such as Yahoo! Answers, Quora, and WikiAnswers

• Virtual worlds, such as Second Life (an example of a virtual social world) and EverQuest and World of Warcraft (examples of virtual game worlds)



This brief list and escalating usage statistics among users of all ages, ethnicities, and socioeconomic groups show how pervasive social media has become. While social networking services have emerged at present as the most frequently used of these groups, many of the others command significant time and attention from the populations in our library service areas and can be used by libraries to deliver valuable content and services.

 • What Is Strategic Planning?

Strategic planning is the process of defining strategy for future directions for an organization or, in this case, suite of services. A strategic plan will help you:


• identify the needs of your target audiences,

• identify the ways in which you can meet those needs, and

• identify ways to respond confidently and proactively to changes in those needs.



By planning, you set a rough guide for your library to follow. That guide will be a largely common sense–based quantification of ideas and initiatives that are already present and even obvious in your mind and the minds of your patrons.

Different planning gurus each lay out different steps and variations on the process, but I like Carter McNamara’s description best; he says, simply, that a strategic planning team will consider three points:


1. Where the organization is

2. Where the organization should go

3. How the organization can get there (McNamara, 2011)



A solid strategic planning team will have to consider a fair amount of data in conjunction with each of these points, some formal and some informal. Those data will relate primarily to the patrons being targeted but also to the library employees’ abilities to achieve the goals they identify. The process usually takes between three and six months but can be done more quickly.

You can also choose to implement a rolling cycle of planning in order to stay even more flexible. Many libraries use this approach to plan for social media and find it best meets their needs. You may even find that you want to do some planning but don’t want to have a strategic plan with initiatives, goals, and action items. This book is designed so that you can skip around and sample the different planning projects that suit you and your library in order to produce a plan that is feasible and truly attainable.

Strategic plans are, in most cases, generated using the direction set by formal vision, mission, and even values documents for the institution or the service. Vision and mission statements will be discussed at length in Chapter 5, but, on the whole, they are brief statements that provide the library’s purpose, ambitions, goals, guiding principles, and philosophy. You will have to decide if you want to generate a vision and mission specific to social media or if you would rather use existing larger scale documents. The formal strategic plan itself has a tiered organizational structure that lays out broad goals. Each goal will be more closely directed by strategic initiatives, which will in turn be directed to action items. In your final product, all of these components come together to form a flexible and useful guide that can help facilitate informed and meaningful decision making.

Columbus Metropolitan Library’s strategic plan offers a great visual illustration of the process of general strategic planning (Columbus Metropolitan Library, 2011: 2). In Figure 1.1, the role of mission, vision, and strategy are clearly aligned with definitions and time frame guides.

• Social Media + Strategic Planning

Countless studies show that, for a number of psychosocial reasons, social media has become a point of congregation for individuals from all age groups and walks of life. Furthermore, they don’t want to interact with just each other but also with us, as representatives of nonprofit businesses. A large body of research on social networking platforms has shown that marketing conducted in social media can be far more effective than marketing done in any other type of medium, including dedicated websites. Most compellingly, Universal McCann’s 2010 study Wave.5: The Socialization of Brands has documented some striking findings about what social media usage means for nonprofit organizations. Overwhelmingly, the study found that social media users are interested in engaging nonprofit companies through their social media activities. It notes that close to half of the “[a]ctive Internet Universe has already joined a brand community” and that today’s Internet users create a “huge demand for more social and interactive relationships with brands.” They also note that these links do a lot to generate “brand loyalty, endorsement and sales” (Universal McCann, 2010: 5). Clearly libraries aren’t interested in sales, but perhaps we could substitute “circulation numbers” or “reference questions.” Perhaps the most heartening findings of the study are the most often-cited motivations of those who join the branded groups. They express a desire “to learn” (78.6 percent) and to “get access to advance news of products” (76.1 percent) (Universal McCann, 2010: 56).



[image: ]

Figure 1.1: Core Components of the Columbus (OH) Metropolitan Library’s Long-Term Plan

Source: Figure provided courtesy of the Columbus Metropolitan Library.



There are hundreds of other studies that I could cite about the psychological bases for marketing success in social media platforms, but this volume is largely based on the assertion that all the evidence in favor of social media ubiquity and usefulness in marketing make it a worthwhile avenue for libraries to pursue. Now we must ask which social media platforms we will choose to focus on, and why. How will we measure the impact of our efforts in order to make useful changes and spend our time wisely? While it is by no means the only answer, or a magical fixer of all problems, strategic planning can be an intensely useful framework for addressing these questions, saving time and frustration, and giving employees a truer sense of what patrons want from the library.

Where social media is a fairly new phenomenon, strategic planning has long been tied to better success rates in a variety of organizations. It has been used in the business world to help bring in revenue, reduce time waste, increase employee motivation and inspiration, decrease costs, and secure and keep customers (Miller and Cardinal, 1994; Schwenk and Shrader, 1993). Those successes have also been found in libraries. A quick literature search for “strategic plan” and “library” reveals hundreds of relevant case studies and advisory articles. Library employees have been planning for technology for years, but the new kid, social media, has spurred very little strategic planning. Perhaps it is still too new, or perhaps we assume that strategic planning is too time-consuming and limiting for social media, because social media services change so frequently. Planning can seem cumbersome, but, in the long run, it can help save time and focus creativity. As a profession, we help others to sort out information overload, but even librarians often feel overwhelmed by the informational hydra of social media. A strategic plan can also help employees to realize that they don’t need to be everywhere at once, nor can they be. By setting a specific direction and set of initiatives based on patron needs and wishes, we can direct our precious time more effectively. Short-term or general goals can be used in conjunction with more specific action plans in order to create a meaningful and flexible plan that can generate user engagement and loyalty and focus librarian inspiration and efforts. Additionally, the creation of a strategic plan will not require you to start from scratch, and it will not necessarily add initiatives without subtracting others. The assessment phase may reveal that some of your efforts can be abandoned or repurposed to make time for more useful initiatives, but it may instead show that the services you’re already offering are right on target and help you to make the decision to spend more time in those areas instead of branching into new ones.

If you or your library has already engaged in strategic planning, then the lessons you have learned will be relevant in creating your strategic plan for social media. Strategic planning for social media is not fundamentally different from strategic planning for your library on the whole. As with any other plan, your blueprint for social media does not need to be highly formal and should not be excessively detailed. It must be:


• Flexible

• Based on data

• Maintainable

• Regularly cared for



A well-written strategic plan will help you focus your energy and time on the most relevant tools for your chosen population.

While strategic planning will not be the answer for every library, we should seriously consider setting some strategy for organized, sustained effort that will create meaning and useful content for patrons on an ongoing basis. Many of the libraries with the most successful social media services engage in some form of planning.

The next chapter will explore available models for your social media strategic planning process.











2

Types of Solutions Available

• Create a Strategic Goal (or Two)

• Create a Plan for One Department or Service Area

• Add Social Media Goals or Initiatives to the Library’s Strategic Plan

• Create a Full Strategic Plan for Social Media

• Consider Short-Term versus Long-Term Plans

• Remember to Start Small



When you travel to a new place, how do you prepare to get there? Do you check Google Maps or MapQuest? Do you ask someone else to drive? Do you plug in your TomTom or Garmin GPS system? Do you just head out, based on your knowledge of the general area? Do you get a paper AAA map and mark the route? Planning for social media is a lot like planning for a trip in the sense that you’re choosing to set a route to reach your destination. You can choose not just your route but also the planning mechanism that you use to get there. This chapter explores ways to scale and modify the strategic planning process in order to meet the needs of your library and patrons.

• Create a Strategic Goal (or Two)

A full strategic plan will include between three and five strategic goals, but you don’t have to start with that many. A strategy does not need to be lengthy or hugely multifaceted in order to be beneficial. In fact, a smaller plan is often the best option in your first year, regardless of your library’s size or involvement with social media. Planning itself is a process that must be understood and modified to meet the needs of each library. It can be tempting to leap into full-fledged planning mode too quickly, realize later that the workload it demands is too much, and feel crushed by expectation. Rushing a plan that has too many parts, time requirements, and changes can quickly lead to failure and tire out even its most avid supporters.

The incremental introduction of change can be helpful, especially if your library has not experimented with social media in the past. By parsing your plan into just a couple of goals that can then be grown either at the end of the year or throughout the year, you give your colleagues time to adjust and become comfortable with contributing to new forums. Plans that start small in one year can be scaled up in subsequent years.

• Create a Plan for One Department or Service Area

You may also choose to set a number of goals within one department. Many libraries have successfully extracted reference services or another department for narrower strategic planning. For example, social media easily relates to public services, so a test model that incorporates only reference and access services may be a good starting point. Organizing a smaller number of people for starters, then marketing your success at the mid- or endpoint of the plan’s period can go far in generating a larger receptivity to the merits of both planning and social media. While my example here is public services, all of your library’s departments can add value through social media, and their involvement should be encouraged. Extracting a single department or area can be useful, but the potential contributions of all groups are important to consider. You may be surprised by what you find.

• Add Social Media Goals or Initiatives to the Library’s Strategic Plan

If your library already has a strategic planning process in place, you may decide to integrate your social media strategic plan into that existing process. Incorporating your strategic plan for social media into an existing plan leaves participants with fewer documents to keep track of, and you may already have a large amount of accountability for your library strategic plan that can be capitalized upon.

As detailed in Chapter 5, an average strategic plan is composed of a structure of goals, initiatives, and action items. If you choose to incorporate your social media strategy into the larger strategic plan, you may argue either for a specific high-level initiative or for smaller goals that support one or more initiatives.

• Create a Full Strategic Plan for Social Media

For those libraries that are already planning robust social media services and have buy-in from their employees, a more comprehensive plan can reasonably be introduced. Many businesses have chosen to create full strategic plans for social media because they are a proven path to generating new customers and bringing in additional money. Many studies show that libraries fall short in the areas of marketing and general promotion, and creating a full strategic plan for social media can be a great help in terms of targeting these traditionally difficult areas.

Your full strategic plan for social media will look like any other strategic plan, probably with an introduction that outlines the research steps taken and the end goals of the plan, then 10–15 pages of the actual strategic initiatives, pithy descriptions of how and by whom they will be achieved, and dates for completion and review, as relevant. In general, a full strategic plan will include anywhere from three to five goals, but it’s important not to set up too many initially. Chapter 5 will guide you through the process of assessing your abilities as service providers.

Additionally, if you choose to create a full social media plan, you may need to draft more than just the plan itself. You may choose to craft a new vision statement specifically for social media to act as your guide in the decisions you make regarding strategic initiatives and goals.

• Consider Short-Term versus Long-Term Plans

Plans can be scaled by time frame. While it is typical for general strategic plans to span two to five years, strategic plans or initiatives specifically for social media often span one year or less. The planning process, building librarian buy-in, and any necessary training will all take time. Building your community of followers will also take time—your new YouTube channel will not accumulate 2,000 active followers in a month, and your new Facebook page’s wall may not be covered up with student comments until you’ve tested a few techniques to generate interaction. It is essential to allocate enough time for your efforts to have an impact before you give up or feel discouraged.

While a year is standard, a six-month timeline can be a good choice in some cases. If you choose to begin your forays into strategic planning with one or two initiatives, or if your library’s culture is very lightweight and agile, you may be able to make meaningful progress toward your goal in six months. However, regardless of your time frame, be prepared to extend your strategic initiatives for an additional six (or even 12) months, if you reach the end of your timeline and find that impact cannot be effectively assessed yet. Continuing with a strategic initiative is not a sign of failure, as long as care and attention go into the continuance of the goals.



MINI CASE STUDY 1: Georgia State University Library Blog

Let’s look at a concrete example. Revitalizing the homepage blog at Georgia State University was set as a strategic initiative in mid-2009. Setup for this initiative took several months. Some basic blogging standards were created, and employees were trained on the standards and on using the WordPress blog platform. Employees from different departments were each asked to contribute blog posts over the course of the year. At first many librarian bloggers were skeptical that the blog would have an impact, and some were hostile about the added duty. Well thought-out critiques about the need to modify or abandon the blogging initiative were submitted to administration and the planning team. However, hits, comments, and ratings on the blog in the past three years have shown a dramatic increase in user engagement since the initiative was put in place. This is hardly a scientific comparison, but our Google Analytics show that in the five months preceding the blogging initiative (August through December 2009), our blog received 5,800 hits. In the five months following the rollout (January through June 2010), it had almost 10,200 hits. Those numbers have continued to increase dramatically and will hopefully continue to increase. The process took over a year to mature to the point where the return on investment became clear. Also, now that the blogging process has been incorporated into employee work flow, internal bloggers are more enthusiastic about the impact and interest their posts create. Patrons and library employees have come to see value in the creation and maintenance of a blog-based community.



In general, the planning process that informs your strategic plan should be based on fairly extensive assessment of your patrons’ needs and interests (covered in Chapter 5), so you won’t be committing to the initiatives blindly. If you assess, your patrons will already have indicated that they have an interest in hearing from you via Twitter or a blog or Quora. While user indication of interest doesn’t always pan out the way you might expect, you will still be able to maintain a fair level of confidence that you’re moving in the right direction.

It is worth noting here the differences between project plans, strategic plans, and long-term plans. While even professional planners disagree to an amusing extent on the finer points of their definitions, I’m going to try to create a general consensus so that these things can be separated from a practical standpoint as we proceed. Strategic plans and long-terms plans can be similar or the same in many ways, but, in general, a strategic plan focuses on issues that are immediately or almost immediately relevant to stakeholders. In our case, those stakeholders are the patrons whom we serve. The timelines for most strategic plans are between one and three years, whereas long-term plans tend to look into the more distant future. Long-term planning requires a lot of guesswork and must often rely on the assumption that things will stay the same. True long-term planning can be next to impossible when you’re dealing with something like social media.

Project or operational plans deal with the day-to-day management of project initiatives—some of which may have resulted from a strategic plan. Project plans are highly flexible and detail oriented, and they may need to be changed with fair frequency in order to reflect failures and successes in approach and patron response. What works well for one library may garner no response in another, so flexibility in project plans is key.

• Remember to Start Small

The concept of strategic planning can seem intimidating because of the scope, but never fear: strategic planning can easily be scaled. Full-scale strategic plans are a lot of work on the planning side, and even the best-laid and -intended plans will meet with resistance if they are perceived as a pointless exercise, if they require people to change behaviors, or if they require a large-scale unification of effort. Starting small can help to build confidence with the planners and to build buy-in from the whole team, so don’t feel pressured to make a full plan right away. The depth and size of your strategic planning process and plan will largely depend on the climate and employee time availability at your library. There are also several different models that can be used in the creation of the actual plan, and they’ll be explored in Chapter 5.
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Planning

• Create Your Strategic Planning Team

• Set the Tone and Schedule

• Define Your Group’s Role and Charge

• Select Your Planning Model

• Determine Desired Level of Plan Detail and Formality

• Address the Present or Plan for the Future



The process of strategic planning requires a bit of preparatory work before goals can be identified, especially in cases where many people’s efforts will be required. The selection and preparation of team members, the choice of planning model, and the consideration of tone are all vital parts of the planning and setup process. The different parts of this process have been separated here for clarity, but you may find that the different parts flow together rather than occur in a linear fashion.

• Create Your Strategic Planning Team

One of your first activities is to establish an internal team to collaborate on the strategic planning process. Some libraries function fabulously with just a couple of primary social media planners, monitors, and content producers, but if you’re in a medium or large library, consider involving others in the planning phases to get a wide perspective. There’s not a right or wrong answer; this decision depends entirely on the culture, structure, and preferences of your workplace.

Often strategic planning is initiated by administrators and seen as a function only of their positions, but this trend has changed in recent decades. While administrator buy-in is necessary, many planners believe that nonadministrators should be involved in setting strategic direction for services such as these. If possible, inclusion of all levels is the best way to create cohesion and success. Other planners even integrate members of their target audiences. For example, Brian Mathews at the University of California at Santa Barbara recruits students to take a leadership role in the process, because they’re the ones who ultimately use the service (see Mini Case Study 2).

For logical reasons, you may find success in involving the employees who will accomplish most of the plan’s parts after it has been finalized. If your library already has social media proponents or individuals who work primarily with your target audience, they can also be great choices, but don’t discount individuals who haven’t yet had a background in social media—in fact, you may want to specifically include at least one team member who has a healthy skepticism or disinterest in social media. If it’s feasible, an open call approach will give everyone an opportunity to become involved and create a sense of openness about the process.

If there are few or no employee stakeholders relating to social media, this process can be used as an opportunity to create some. By becoming invested in the planning process, individuals may be helped to see the merit of the programs when they might not have otherwise. The team recruitment process can be extremely beneficial in terms of creating small-scale enthusiasm and buy-in. Also on that note, if you choose to create a team, find at least one member who is willing to act not just as a planner but also as a champion and cheerleader of the planning process and plan itself. The earliest stages are an excellent time to begin discussing the new plan informally with individuals at all levels of your library. The specifics of marketing on a formal and informal level will be discussed in depth in Chapter 6.


MINI CASE STUDY 2: University of California Santa Barbara

Brian Mathews at the University of California Santa Barbara has taken a novel approach to strategic planning for social media by including students in the planning and content creation phases. His goals are to make the services “student operated rather than librarian-driven” and to create a fuller sense of community engagement. For a small stipend, Brian hired a student employee who works with social media in the university’s recreation center to provide an outline and suggestions for the library’s social media plan. Brian also pays an advertising major to help “kick ideas around for contests, talking points,” and so forth, and to create content for the library’s social media streams. (Brian Mathews, AUL Outreach and Academic Services, UCSB, e-mail correspondence, February 15, 2011, and May 3, 2011.)



The team members will be responsible for helping the process to move along and for getting feedback and input from as many other library employees as possible.

 • Set the Tone and Schedule

We will discuss some different potential planning models shortly, but in all cases your plan must encourage creativity and flexibility over rigidity. Because the plan will relate to an area that changes constantly, your attitude as a strategic planner must be one of preparedness for change. You can think of yourself as a time traveler looking into an uncertain future; you don’t want to find yourself and your coworkers traveling endlessly to a destination that no longer exists. If you find that one of your goals has become obsolete or has diminished in importance, modify your course appropriately.

For this reason, the team you set will probably need to meet not only during the initial planning process but throughout the year. The group can continue to assess the plan, add or change goals, and make other updates as needed. Your goals should be broad enough that they’ll continue to be relevant even in the face of minor change, but unexpected things do happen.

Much like an animal, a strategic plan requires care and feeding. It can sicken and die. Depending on the amount of time and emotional attachment that people had to it, blame and anger could result. You may also find that employees develop a cynicism for planning if it is done and then abandoned. Therefore, it is important to consider your maintenance options early and discuss levels of ongoing commitment with committee members.

 • Define Your Group’s Role and Charge

Often, new groups fail because their purpose is not clearly defined. Consider your team’s charge, goals and objectives, deliverables, timeline, communication plan, and evaluation plan early in the process. You may end up needing to adapt or modify the document as time passes, but it will give you a good jumping-off point. Your guide doesn’t need to be long; a page or less is usually sufficient. The charge document for Georgia State University’s Social Media Task Force is included as an example, and you can find others on the companion website for this book (http://www.alatechsource.org/techset/).



Social Media Task Force (Georgia State University Library)

Charge

To identify and explore social media technologies and services; to recommend ways that the library can best manage social media to build relationships, ensure high quality and timely customer service, and remain relevant in a changing technological landscape; and to recommend strategies for use of social media by the University Library.

Goals and Objectives

• Identify ways to use social media to support the teaching, research and outreach missions of the University Library.

• Create a flexible, ongoing, user-centric strategy for social media.

• Recommend platforms or services to pursue, including suggesting resources, policies and procedures that may be needed in order to implement a new service.

• Differentiate between passive and active engagement with social media services, and recommend, when appropriate, that the library move from a passive to an active role.

• Recommend when it is time for the library to disengage or eliminate a social media technology or service.

• Ensure that the library’s social media offerings are aligned with the University Library and University strategic plans.

• Propose strategies to use social media to build relationships and positive associations with students and faculty, while fostering a research culture online. Ideally, this will lead to a community of “shareholders” that help market library information and changes.

Deliverables

• Recommendations to the sponsor and other groups/departments as appropriate.

• Regular assessment of services and technologies.

• Reports at Library Administrative Council meetings.

(Georgia State University Library Social Media Task Force, “Social Media Task Force Charge” internal document, 2011.)



• Select Your Planning Model

At some point in this early phase you will have to determine which approach to strategic planning suits your team and institution best. The sheer number of potential approaches can be daunting, but for the most part they just explicate a lot of common sense information. Some are more restrictive than others, and in many cases the different approaches can be used simultaneously to create a process that meets the needs and personalities of your planning and implementation teams. The end product is not about them, but, in order for them to produce a good end product, they must operate under an effective and efficient planning model. Let’s explore the two most basic common models here (see also Figure 3.1, p. 20).

The Basic Approach

The basic approach to strategic planning is the most frequently documented and used, and it serves as the basis for many other submodels. In the basic approach, planners peruse or establish a vision and mission that are based on brainstorming and assessment of needs. Planners then assess their target audiences and their own abilities as a team and as an institution. Finally, after all the data have been gathered, they will finalize the actual plan. Broad strategic goals will be established. Then subgoals or initiatives for reaching those initiatives will be added. Basic action plans are the smallest scale part of most basic plans. This book primarily uses the basic approach for strategic planning, because it is thorough, scalable, and adaptable and has met with wide success across many industries. It provides the structure and timelines that many libraries need to stay on target without being overly rigid. However, readers may find that they’d like to take a more organic approach.

The Organic or Self-Organizing Approach

Organic planning provides a somewhat warmer and fuzzier alternative to the basic model, though the structural process is much the same. In the organic, or self-organizing, approach, human wisdom and success are emphasized over the procedure and steps of the planning process. This nontraditional process can be good for organizations that dislike or have previously rejected more rigid planning models. It can also be good for technology-related planning, because the landscape shifts so quickly.

Valerie Schmidt, a corporate vice president and blogger, notes that organic planning is special because of its assertion that “past and present…successes contain the ‘seeds’ needed for the next level of success…” (Schmidt, 2008). The first step is much like that of traditional strategic planning: internal stakeholders meet to decide on their mission and values. These values become the basis for the entire planning process. Stakeholders then brainstorm individual actions that they each might take to meet that vision (either together or individually), and they meet regularly afterward to assess their progress toward the vision. If they find their vision has changed, they rewrite it. If they find their personal action plans need to change, they change them. The focus is less on the process and more on the concept of learning. This model is known to require a lot of patience, personal accountability, and ongoing group commitment.



	Figure 3.1: Planning Model Worksheet

	WORKSHEET: Which planning model might be best for my library?

	You can use this quick worksheet to determine your planning style: basic or organic.

	The culture in my library is…	Suggested planning style

	Pretty structured, and we like that. We prefer or are comfortable with setting and following plans.	Basic

	Not that structured, but we’re trying to move in that direction.	Basic

	Unstructured, and proud, because we’re not likely to follow formal plans or team-based mandates.	Organic

	Diverse and varied, so we let individuals decide on their best course of action.	Organic



 • Determine Desired Level of Plan Detail and Formality

While the organic model clearly lends itself to less formality, the basic model can also be applied informally, as well. Perhaps you’d like to perform assessments and set direction without structuring your final plan in the traditional way, with goals, initiatives, metrics, and the whole shebang. Many libraries are successfully planning for social media with that kind of approach. Even a loose guide to set direction will be immensely helpful to you in decision making and creating team cohesion.

 • Address the Present or Plan for the Future

You must also decide when you begin planning if you will attempt to address present concerns or meet goals that you set for the future. If you choose to identify and set action plans relating to present problems or concerns, then you have chosen to engage in issues-based planning. If you decide to look to the future, set your initiatives, and then make a plan to achieve them, you are engaging in goals-based planning. Both models have merit, so while the future-oriented option may seem grander, one is not necessarily “better” or more worthy than the other. Many places emphasize one but ultimately end up using a mix of both.



MINI CASE STUDY 3: Villanova University

Library employees at Villanova University effectively employ a loose and embedded planning model with relation to social media. Members of their communications and publications team have formed an attack plan that incorporates services on Facebook, Twitter, YouTube, Flickr, the library’s blog, Foursquare, and other platforms. They aim to “[incorporate] social media planning into our other projects.” Alexandra Edwards says, “we have a small group of people working on each service, and one main point person for each. This ensures accountability and keeps it from feeling like there are too many cooks in the kitchen.” Part of their plan is to maintain interaction: “Ask questions of your followers…repost replies,” and “retweet funny things that students post about the library (such as weird things they’ve overheard, or deep messages carved into desktops in our study areas).” (Alexandra Edwards, e-mail correspondence, March 23, 2011.)



Present Issues-Based Planning

Seasoned strategic planners often recommend that new organizations engage in issues-based planning in their first year or two, and that concept can be extended to planning for social media. If you have never before offered or spent significant time on social media services, then an issues-based approach may be more useful and can be used as a selling point for individuals uncertain of the merits of social media. It can be used to address a variety of larger scope library issues that don’t relate specifically to the mode of delivery. Another documented benefit of issues- versus goals-based planning is the ease of buy-in creation. Internal stakeholders are often more enthusiastic about solving present concerns than they are about looking to a misty future to set new goals that will probably generate more issues before they fix present ones.

Future Goals-Based Planning

If your library has already been offering social media services and performing some planning functions related to them, it may be reasonable for you to look to the future in drafting your strategic initiatives. Once your social media services are operating at an acceptable baseline, many libraries may choose to try a partial or full goals-based planning phase. You may also find as you work that the present and future blend together in some cases; the goals you hope to achieve in the future relate to the issues you have today. See Mini Case Study 4 for an excellent example of goals-based planning.


MINI CASE STUDY 4: Preferred Futuring

One especially neat library-land example of successful goals-based planning is detailed in a 2008 article from librarians Shahla Bahavar and Judith A. Truelson at the University of Southern California. They chose to use the Preferred Futuring approach to setting goals, wherein they designed a “Preferred Future instead of merely accepting the future that could be predicted based on existing circumstances…” (Bahavar and Truelson, 2008: 357). They found that this model was highly successful in creating change in their reference services, and the article includes details on how exactly the planning process was carried out.

The Preferred Futuring model is special in that it advocates for a group-based rather than an administrator-based approach. It also seems to strike a positive balance between the Basic and Organic planning models detailed in this chapter; the article authors describe it as a “creative, right-brain activity,” where strategic planning is a “rational, left-brain process” (Bahavar and Truelson, 2008: 359). Preferred Futuring is based on an eight-step process, so there is some structure to guide the process. Review their article for more details.



If you’re having trouble deciding whether to target issues or goals, consider this story. In 2008, librarians at Georgia State University worked to reorganize several different library departments. As a part of that reorganization, we interviewed librarians in over a dozen universities about their annual technology planning processes. Overall, the most successful universities reported that they integrate a strategic planning system that involves egalitarian group feedback on what the most important areas of focus for the coming year should be. Then, involved individuals who monitored those areas could be involved in addressing those issues. So, the compilation of feedback may be the wisest way to determine the prevalence of various concerns and get a feel for the approach that might be best for your library.
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Social Mechanics

• Build Administrator and Coworker Buy-In

• Make Some Cheerleaders

• Share, Share, Share

• Address Concerns



Some lucky library employees may find that all their coworkers and administrators are excited and enthusiastic about planning for social media, but that scenario is unlikely. Many library employees or administrators will be hostile, indifferent, or cautiously critical of your motivations. Even those who believe in the merits of social media use in libraries will (rightfully) want to know why planning for it is worth the time.

• Build Administrator and Coworker Buy-In

Unless you’re the lone administrator in a very small library, you’ll need to spend some time early in the process making a pitch to your library’s administrators. If managers aren’t prepared to encourage employees to spend time either on planning or on the initiatives themselves, then you’ll be facing an uphill battle. On the other hand, if they’re on board with the idea, then making time and increasing general enthusiasm among employees will get a lot easier. Just like with any pitch, when you go to make your case you’ll want to take as much relevant information as you can find. Be prepared to discuss:


• what social media is; many people will think of social networking websites exclusively.

• extant statistics on social media use nationally, locally, and/or in your library; your argument will be much more convincing if you can speak knowledgeably about usage.

• the preferred learning methods of your patrons.

• how much time the planning process might take.

• how much time, if even a little, could potentially be devoted on an ongoing basis to plan follow-through.

• considerations for scalability of the planning process; perhaps suggest a pilot or just one small planning cycle and strategic initiative.

• some examples of projects you might undertake, especially things that have been suggested by patrons.

• the fact that making a plan/assessing patron needs will ultimately prevent time-waste in conjunction with social media program testing.

• relevant individual patron anecdotes or stories; stories are memorable and can be highly convincing.

• examples of missed service opportunities and/or library-related patron conversations that are already taking place on social media platforms.

• the ways in which various potential programs will fit in with your library’s vision, mission, goals, or other formal guiding documents.

• the concept that group-based Internet communication is not a fad or hype wave.



In addition to one-size-fits-all information like this, planning team members in larger organizations might consider how the plan will impact the schedule of each library employee as he or she is encountered. That may sound like a ridiculous amount of work, but a generic mental question set can be used to show each librarian how efforts that he or she is already making might align with the social media strategic plan. Getting buy-in from fellow employees will be especially important and difficult in those cases where people’s actions will have to change. If planning team members make the effort to share the motivations and considerations behind planning decisions, it will get easier to convince others that commitment to the plan is worth the time and effort.

 • Make Some Cheerleaders

One problem that most committees encounter is not enough cheerleaders; groups operate in a seeming void and emerge on the other side with a project that no one outside the group is aware of or excited about. Once you’ve formed the planning team as described in the previous chapter, immediately and strongly encourage them to take on a role in the process of creating a positive, open community and, ultimately, a positive social response.


Common Concerns and How to Respond to Them

• Why should we do social media when we need time for other things? It’s true that there are many demands on our time, but social media is rapidly taking over as the most commonly used form of communication in all user groups. E-mail is falling; Facebook is taking off. Users log millions of hours watching YouTube videos and want their information and services to be delivered via these portals. We don’t need to migrate everything or even a majority of things, but we can start off with a bit of investment and then move on from there based on our success or failure. Social media is not an end in itself—it’s just another avenue that can be used to reach our patrons at their point of need.

• Why waste time planning? Just do it! This is going to take too much time. The planning process does take time, but it is a meaningful process that creates employee respect for and understanding of patron needs/wants. Ultimately, it will generate more useful and worthwhile services that reflect what our patrons truly want rather than what we think they want.

• But the platforms will just change…then your plan will be useless. Strategic plans are broader than project plans, and they don’t necessarily name specific platforms. Rather, they help to set direction for the decisions we will make in the coming year. Especially when planning for technology, an awareness of the shifting landscape is necessary and will be incorporated in order to preserve flexibility and relevance.

• I don’t want my innovation to be stifled by a plan. The plan will not prevent you from piloting or investigating new programs; in fact, the investment of time in planning shows a commitment to social media services and to testing and innovation. The plan will help to guide your decisions when choosing services—through the synthesized presentation of patron feedback.



The communication of enthusiasm is vital, not just to administrators, but to those individuals who may end up on future planning committees or helping to realize initiatives. Feedback and communication are essential to the success of a plan. If nobody knows about it, then how can they help to achieve it? If they aren’t informed early, how will they begin to formulate ideas? Involving people early helps them to have a sense of buy-in and ownership.

In both formal and informal marketing endeavors, all of the team members involved in the creation of the plan should act as information points regarding its intent and content. Misinformation and incomplete information often lead to dissatisfaction with and dismissal of new ideas, especially new ideas that require time, standards, and expectations. Though the team is unlikely to gain approval from 100 percent of coworkers, ongoing transparency can be highly beneficial in creating an informed staff community, generating buy-in and understanding, and creating a sense of goodwill toward the process. These positive benefits will be especially strong if the team’s transparency is paired with large-scale feedback recruitment and integration during the plan drafting process.

• Share, Share, Share

Holding open sessions for interested parties can work wonders for the general perception of your plan. There will still be people who complain vociferously at the end (usually after not coming to any of the sessions), but often you can get great turnout.

For those individuals who seem hostile, insecure, or otherwise unhappy, offer individual meetings. Not only will people be convinced of your dedication to their needs and to the project, they will have an opportunity to express concerns or fears that they might not want to share in a larger group.

• Address Concerns

As team members market, a number of valid concerns may arise from coworkers. Those concerns will need to be quickly addressed in order to prevent ill will. Two concerns seem to recur regularly in conversations about technology planning. The first relates to how the plan will stifle or limit creativity and testing of new platforms, and the second relates to difficulties relating to time reallocation.

Though a plan’s intent can be manipulated or misunderstood, a strategic plan is meant to guide efforts and choices, not limit them. Plans are meant to serve as your library’s road map to a particular destination. They help everyone to reach that destination together, but there are almost always several paths that can be chosen. Make it clear that while, in some cases, projects might be chosen or discarded based on the plan, the importance of creativity and willingness to test new things should not be impeded.

Team members or relevant administrators should also be ready to address questions as to how the plan will impact time allocation of involved employees. Ideally, administration will help to predetermine which projects and tasks can be deemphasized in order to make time for any new responsibilities that must be accomplished. This administrative attention to the time constraints of affected employees can do much to create positive responses. Without it, employees may feel that they are being unfairly or overly burdened and reject the plan. If attention is paid to the difficulties of managing time, employees will understand that the social media strategic plan is a vital part of the library’s services and that the difficulties inherent in its implementation and maintenance are respected and valued.

Some people will refuse to be convinced of the validity of the plan, even if you have taken every possible step to ensure its user-centrism. You should address their concerns openly, respectfully, and directly whenever possible in order to provide a sense of the planning team’s positive intentions. If all else fails, just provide time for their personal reflection and adjustment to the change. Chapter 6 of this book offers suggestions for marketing endeavors that take place after the plan is written.
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Implementation

• Segment Your Audience

• Select a Target Audience

• Conduct an Audience Environment Scan (External Environment Scan)

• Conduct a SWOT Analysis (Internal Environment Scan)

• Plan with Mission and Vision

• Write a Strategic Plan for Social Media

• Implement a Strategic Plan for Social Media

• Develop a Social Media Policy

• Develop Internal Guidelines for Social Media

• Set Plans for the Next Year



Congratulations! You made it through all the preliminaries, and you’re ready to start the strategic planning process itself. This chapter will walk you through all the components of strategic planning for social media.

The process might seem a bit overwhelming when it’s broken out like this, but you’ll find many of the sections bleed together and that different parts can be scaled to meet your needs and time restraints. While they’ve been separated into discrete projects, they all come together as a whole to leave you with a comprehensive and patron-centered plan for creating engagement via social media. Don’t have months to accomplish your plan? That’s okay. Especially in your first year of planning, a lightweight model will not only get the process started quickly but it can help to prevent burnout or a sense of being overwhelmed. Each section includes suggestions for scaling, just in case you’re short on time.

Overview of Considerations

Carter McNamara (2011), a strategic planning for nonprofits professional, advises these three general steps be used as you plan. His framework is simple and clear, so understanding it is a good first step for any individuals who will be involved in creating your plan.


1. Where are we now? The first four projects (Segment Your Audience, Select a Target Audience, Conduct an Audience Environment Scan, and Conduct a SWOT Analysis) come together to formulate a clear picture of where you are now. In strategic planning terms, this phase is the environment scan of SWOT (strengths, weaknesses, opportunities, and threats) and PEST (political, economic, social, and technological) analyses. The point of this phase is to consider what your patrons truly need and what you can do and are doing to help them get it.

2. Where do we want to be? Those first four activities will naturally lead you to consider how you can meet patron needs through social media. At this point, you’ll review all the information you’ve gathered and begin to draw conclusions about the direction you might take. This is the creative phase, and this chapter includes a couple of exercises to help you fully consider where you’d like to go (the critical analysis sections of Conduct a SWOT Analysis and Plan with Vision and Mission). Your answers will offer the framework for your strategic goals.

3. How will we get there? Your final step is determining how you’ll get from point A, where you are, to point B, where you’d like to be. This third step is where you flesh out the initiatives, action items, and measures under each goal. This step also includes the formation of the policies and guidelines necessary for you to provide ethical services that recognize and play upon the strengths of social media. The final four projects (Write a Strategic Plan for Social Media, Implement a Strategic Plan for Social Media, Develop a Social Media Policy, and Develop Internal Guidelines for Social Media) cover this aspect of the planning process.



 • Segment Your Audience

If you’re in a very large library or a library with a very diverse patron base, you may need to craft very different approach strategies, messages, and products for different groups. Often in our social media endeavors, we’ve tried to create large-scale messages that would be relevant for everyone, but instead we ended up getting true engagement from next to no one—perhaps because we weren’t sure who to market to or how to craft our message. We try to speak to every member of a very large crowd in a forum that deals with increasingly specialized audience segmentation. Even in college or primary education settings where the constituent groups have similar goals (everyone is a student), librarians have often failed to gain traction with social media, arguably due to a scattershot approach. I think one of the most important and useful decisions that we can make as service providers is to take the time to study the needs of our patron bases and then, ultimately, choose one or a handful of segments of the population to target in any given year. If you choose a particular community, you can genuinely target their interests and then build buy-in and understanding of your mission and services.

Before you can choose a population or start to reach out to its members, you have to understand who’s out there. Resources are finite, especially time, but take the time to consider all of your stakeholders—any individuals or groups who have a vested interest in your library for whatever reason. Some libraries have very small populations and can create targeted content streams for each one, but larger libraries may have to choose individual groups to target.


Embed Assessment

If you like, you can embed some or all of these first few projects into your first year’s strategic plan for social media.



Whether you ultimately choose populations or choose to create targeted content streams, you must consider the needs and attributes of your audience first. If you’re facing tough decisions in terms of who to target, this process becomes especially important, but in all cases it will provide useful background information on the people who you serve. Here are a few ideas to help you get started. Consider:


• What groups do you serve? Use existing information to populate this section, and break it into as many subsections as are meaningful. You may want to consider age, gender, grade level, profession or hobbies, level of Internet savvy, Internet access availability, and Internet access devices owned. You can definitely have primary and secondary groups, but you want to keep your goals for social media clean and simple.


Target Groups

Setting a goal to target a particular group doesn’t mean that you ignore the others and generate no content for them; they just aren’t your focus in the present planning cycle. Those groups that aren’t chosen in the first year can be targeted in later planning years.



• Which of those groups are already using social media? Which platforms or social media types are they using, and how much? Facebook and Twitter come up a lot, but how many are blogging, podcasting, vlogging, or playing group online games? Use existing data like reports from your country’s census bureau, Pew Research Center’s Internet and American Life reports (http://www.pewinternet.org/), Universal McCann Wave Studies (http:// www.umww.com/), and so forth to narrow your groups at this point unless you feel the urge to do a bit of light interviewing or observational analysis (there’s more on individual assessments like these later in the chapter).

• Why are they using social media? Are they looking to connect with peers or to stay abreast of topics that interest them? Are they looking to find social acceptance and commiseration? Are they hoping to get deals or special offers from groups, schools, or businesses? If you understand patrons’ motivations for using social media, you can tailor your message and mode of delivery to their needs.

• Which of these groups most need/use the library? Which of your patron groups would benefit from the library having the social media platforms that they use? You may choose to target a group that isn’t already using the library a lot by tapping into an expressed but unmet need. You may choose to target a group of present users. Or, you may want to consider which groups are most disgruntled by or unaware of the library and choose to target those groups in order to create a stronger relationship with them.

• Which are open to the idea of librarian/nonprofit involvement in their social media environments? The 2010 Universal McCann Wave study, Wave.5: The Socialization of Brands, shows that many individuals are interested in interacting with nonprofit agencies like libraries on social media platforms, but each individual library will have different circumstances and, ultimately, different best practices.

• Which groups are likely to use social media in the immediate future? When planning, you have to think about meeting today’s needs, but tomorrow’s are also very important. How are your constituents likely to use social media in the coming months or years? Of course, these kinds of predictions are a guessing game—but you can still research and make informed guesses based on historical data and trends.

• For school/college settings, which courses or majors are most using social media? Some schools have effectively targeted large populations by dividing their patrons up according to subject/ interest type rather than any other category. For example, Agnes Scott College, an all-women’s college in Decatur, Georgia (population: about 1,000 students and 100 faculty), has decided to generate targeted content streams instead of picking a subpopulation—so, they divided their students up by subject interest rather than by platform usage statistics. They generate content according to those streams and use it to facilitate conversation and interest in the library through their blog and Facebook page.



Ann Handley and C.C. Chapman offer relevant advice in their book, Content Rules: How to Create Killer Blogs, Podcasts, Videos, E-books, Webinars (and More) That Engage Customers and Ignite Your Business. They also offer advice determining who to target in this phase, then later determining what to say to them and how to say it. They suggest that you “give voice to your distinctive point of view based on your mission and attributes. Know your customers, too, and what keeps them up at night. What are their concerns and objectives? What do they care about? How will your brand help them in their daily lives?” (Handley and Chapman, 2011: 15). You could just as easily ask this about how libraries can help rather than about a brand.

In the interest of time, you can use existing data to assess potential target audiences, but, if you have the time and inclination, you could also post a survey or hold a series of assessment sessions with your patrons before you select your group. You could also embed this step as one of the first parts of your strategic plan for social media. Many libraries hold more meetings with librarians than with patrons at this phase, but I recommend against doing too much librarian-based planning before patron information has been gathered. I don’t mean to imply that librarians have no good input or that they should not be given chances to comment, but early on I believe it is important to emphasize the patron or else your plan may ultimately be more librarian-centric than patron-centric. If it is, you may find that your services still aren’t used as much as you’d like. Regardless of the approach you choose, the bottom line is we must not rely on assumptions or anecdotal evidence regarding our target audience but, rather, look to data to make our decisions.

• Select a Target Audience

Once you’ve considered your audience and how it breaks down into subsections, you can decide which of these it would be best to target. This decision will help you to choose your strategic goals and then lay out project plans later.

Just as there’s temptation initially to create a huge strategic plan that includes several different outreach methods and platforms, there can be great temptation to attempt to target every group your library serves rather than selecting a more narrow audience. Some libraries have the time and personnel to effectively target many or all of their populations, but it can be a mistake to try and reach out to too many when you first begin. So, one of your earliest decisions may need to be the selection of the group or groups that you feel could most benefit from social media service from your library. These individuals will be the “core” population in your current planning project. This is a preliminary stage wherein you will select suitable targets; in the next project in this chapter we’ll talk about assessing their needs and your ability to serve those needs more thoroughly.


Targeting Populations in Small Libraries

If you work in a small library or school media center, your population may be small enough and similar enough that you can target several or all of them once you’ve assessed the segments.



Once you’ve gathered data in whatever way you see fit, you can hold a planning team meeting and make some informed decisions on which of your stakeholder groups you’d like to target in the present planning cycle. If you have a very small planning team, you may want to open the meetings up to a larger group for this project (and the next) in order to gather a wide swath of opinions and contribute to the sense of internal community and openness that social media needs to succeed.

If you do your own internal assessments, you might find that the audience you wish to target is not one of those traditionally touted as the highest users of social media on a national scale. You may choose to pick a population that has a large level of influence on other members of your target population, such as regular bloggers or local primary school teachers. Your decision in this will depend on your situation. Perhaps you will have noticed a dearth of services for a particular group, a large-scale disengagement, or a sense of disgruntlement in terms of the services you offer. Perhaps you spent the past few years targeting a different population. Perhaps you feel that group would benefit especially from social media outreach. Keep in mind that the selection of a particular group in one year does not imply that that group is somehow better or more important than the other groups—it just means you’ve chosen to focus on them for the time being, with this set of initiatives.


Ideas for Potential Target Audiences:

• Present and potential book club members at a public library

• Patrons who regularly check out materials

• Distance patrons

• Members who take training courses in a public library

• Social media users who have already linked with the library

• Augmented reality game players, gamers in general

• Incoming freshmen at a community college

• Graduate students at a university

• Distance education students or faculty

• High school users of the public library

• Primary school students in a social studies class

• Bloggers

• Teachers



The selection of an appropriate target population can be a difficult issue internally. Some employees may wonder if the selection of a specific group will mean the other groups are neglected—but the answer is no, for a few different reasons. First, content often has interest to many individuals outside the target audience. Second, unselected groups will not go entirely ignored just because they aren’t being specifically targeted. Third, untargeted groups can be chosen for future planning cycles.


Personas

See the persona creation exercise in the next section of this chapter for some tips on integrating this data into meaningful human constructs that can help you make informed decisions regarding your services.



While I have included questions earlier on patron usage of different platforms, it’s better to consider the population before you begin to consider the platforms. Don’t let a fad platform dictate the population you choose. Rather, base your choice on genuine areas of need and your past experiences with what has been successful at your library. In the next phase of strategic planning for social media, you will observe and ask your population to determine what platforms and outreach methods will work best for them.

If the target group you choose is very large and has meaningful internal subsections, you can perform these exercises again on a smaller scale in order to further segment. Keep in mind, though, that users even in each subgroup are hugely diverse, and you could segment right down to the individual level. Many corporations are now doing this very thing, but they have a lot more money than the average library. Don’t feel like you need to understand the inner workings of everyone’s individual brain. The trick is to pick your groups well and then, later in the process, find out what that group’s members say they want most in terms of social media and the library.

• Conduct an Audience Environment Scan (External Environment Scan)

One of the most important parts of strategic planning is determining what the target audience wants and will actually use. We’re talking not just about what platforms they’re using to access information but also what information they care about in relation to library services and how they’d like to receive that information in terms of voice and persona. Do they care about your new books? Do they want guidance in terms of what to read? Do they want help with their computing or want to know how you can help them with their job search? In businesses, they don’t guess about these things. They invest thousands of dollars to research carefully. If we want to see more success in social media and other technologies, we should adopt their assessment-based model in more of our projects. National data sources are great, but the population in your environment may be very different from the one described in the top national reports.

It’s common to hear planning types say that patrons/customers don’t always know what they want, because they don’t know what’s possible. So, it’s important for us not just to read about and ask members of the group but also to brainstorm the best ways to meet their needs and come up with innovative but practical ways to meet them. In order for a plan to be strategic, it must be based on a sound strategy, and in order to set your strategy, you must ask your constituents what they want and how they’d like to get it. How are they using social media, how do they like to use social media, and how would they like to interact with you on social media? There’s definitely still room for testing of “bleeding edge” technologies and services that people don’t know they can’t live without yet, but you’ll want to spend a large percentage of your time working with social media to address expressed patron needs.

There are numerous ways in which you can gather data about members of your target audience—some of them highly targeted and time-consuming, some of them very simple. I highly recommend that you do some form of assessment before you choose platforms or approaches, even if you already have a large amount of anecdotal evidence. If you’ve already gathered relevant data as part of another project, then use it—as long as it’s not more than a few years old. Here are some details on a few methods that work well without taking a ton of time; you can choose one or two (or more!) that strike you as a good match for your time frame, planning team, and patron group. I can include only brief overviews here, but there are many excellent books and articles that focus specifically on each of these topics. If you like these ideas, you can visit the companion website (http://www.alatechsource.org/techset/) for more research sources on each assessment method.

Existing Data Sources

It’s a great idea to begin your research with existing data sources appropriate to your group. If you did initial assessments before choosing a target audience, you’ll already have done a fair bit of this general assessment on your population, but now you’ll want to gather some information from your patrons directly. National or local trends are indispensable, but you’ll want more specific support. Review any relevant census report data and internal library, school, or university reports that are available.

Online Analytics and Usage Gauges

Through analytics and usage gauges, you can take a close look at which of your present services your patrons are using the most. Many libraries already have online statistical analysis programs, such as Google Analytics, Crazy Egg, or ClickHeat, running on their sites. If you do, you can use that information to get a better idea of which of your resources are most popular. If you don’t, they’re easy to install and monitor; you don’t need to be a tech genius to get them running.



Usage Gauges

• Google Analytics http://www.google.com/analytics/ Free

• Crazy Egg http://www.crazyegg.com/ Basic subscription $9 per month

• ClickHeat http://www.labsmedia.com/clickheat/156926.html Free



You have two options: you can assess the traffic on your own site via links (to your blog, to Facebook, to your YouTube stream), or you can try to use the assessment systems inside your various media applications, if they are externally hosted. For example, Facebook, WordPress, and Twitter all offer internal analytics options (or plug-ins) or are in the process of constructing them. Some of the analytics engines inside the social media platforms themselves are very weak, but they can still contribute to your understanding of patron usage. If you’re already generating content, you can also consider which types of content postings are the “stickiest.” Which get the most hits, the most reposts, and the most comments? The potential dark side to analytics tools is the temptation to play the numbers game. Remember that your most meaningful posts may not be the ones that get the most views. While views are important, more participatory actions such as shares or comments, even in limited numbers, are more meaningful in the community-based world of social media.

Brief Individual Interviews

A series of one-on-one or two-on-one interviews can be a great starting point to determine which social media platforms your patrons are most interested in using to connect with you and how they might like to connect. You’ll want to ask your interviewees a more targeted series of questions than the national data provide. At this point, you’re looking for their assistance in setting up your strategic initiatives for the year, so asking the right questions is very important. There is a question bank later in this section that you can use to get started. You need to determine which social media platforms they use and how they use them. You may also choose to ask them how they’d prefer to be contacted by the library and if they are already aware of your existing contact options, especially in terms of social media. Use your research about the most popular platforms or services to set the stage for patron questions.

These interviews don’t need to be hugely scientific or intimidating. Anywhere between 20 and 30 interviews will be perfectly sufficient, and those interviews don’t need to be lengthy. For this project you’re not necessarily seeking a statistically meaningful or representative sample—you’re just seeking enough opinions to help reasonably guide your decisions for social media use in the coming months. If you would like to perform a statistically sound research study, review the bibliographical information on the companion website (http://www.alatechsource.org/techset/).


MINI CASE STUDY 5: Quick Interviews

My favorite quick interview project was as simple as a book truck, a bag of candy, and a big hand-made sign. I stood close to the main entrance of the library with one colleague, and we asked people on their way in and out if they’d mind answering just a few questions. We kept the survey to three minutes intentionally so that people wouldn’t be deterred by the time commitment. We got a dozen people in 30 minutes who were willing to talk to us, and even with that small a number we saw distinguishable trends in the answers we collected.



Longer Individual Interviews

You may also choose to preset longer interview periods with patrons so you can ask a number of questions in a quiet, uninterrupted environment. This approach can be useful if you’re not sure at all where to begin, because you can get a lot more data and devoted attention.


Recruitment

It’s relatively easy to recruit library users from your website or inside your building, but you may want to reach out to infrequent or non–library users to see if your project can or would have an impact. You may have to get creative in finding ways to target those users. Reach out via other community groups, classes, or forums as appropriate.



Focus Groups

Focus group sessions are tremendously useful regardless of your situation and can give you a lot of information. Focus groups are intense, focused, moderated conversations of between five and seven people. Generally they are held for an hour or less, but if you have very devoted patrons you can keep them longer. Recruitment can be difficult, and you have to mind a number of cognitive biases when reviewing your data. You may also choose to find or hire a third party from outside the library to moderate in order to ensure that patrons feel comfortable expressing their full and honest opinions. As with longer interviews, focus group sessions leave you with more time to converse, but they also help to foster conversations and ideas among different members of your target group; also you can be sure that you weed out nontarget group members before the sessions.

Ethnographic Research

Ethnographic research has recently become very popular as a form of assessment in libraries. You can use it to your advantage in many ways for strategic planning for social media. These can be either on the fly or prescheduled.

If you’re comfortable approaching people, you may like the on-the-fly approach. Take your notebook (or netbook) to an area where your target population does their library computing. Ask a few students if you can watch their processes for just a few minutes, or have them narrate them for you. Be prepared to tell them exactly what you’re doing and why, and take some of your business cards. Ask them to continue operating exactly as they otherwise would. As you watch, consider:


• What sites are they using?

• What do they seem to be using them for?

• How could the library leverage those usage habits or emulate other services that the patrons are using?



If you’re uncomfortable approaching strangers and asking to watch them compute, you can also schedule appointments with members of your target audience. Ask them if you can watch them go about doing their course work for an hour, either live or via a recording mechanism such as Captivate, Jing, or a video camera. Again, encourage them to go about things exactly as they normally would—multitasking if that is what they do and interspersing personal communications if that is what they do. This process can be completed while you’re present or documented in some way and returned to you for review. Ask participants to make note of every site they visit and how they interact with it, be it for school work or personal. How often do they visit Facebook? Where do they need contextual help during their research that they aren’t getting? Are they consulting any Q&A sites or doing any crowdsourcing to get assistance on assignments?

As you watch or review, make note of everything you see, without any personal commentary. You can pretend that you’re an alien or time traveler. No action has meaning to you in itself; you are merely a detached observer. You will look to find meaning in the actions later and interpret how you can use the information to your benefit in planning new services.

Polls and Surveys

Online surveys are a great way to gather data relating to social media. Fortunately, it’s become very easy from a technical standpoint to create, monitor, and review survey responses on your own. You can use Zoomerang (http://www.zoomerang.com/) or SurveyMonkey (http://surveymonkey.com/), both available on a limited basis for free or for a fee of roughly $200 per year, to take your surveys. They have internal data monitor features and sharing, and you can export results easily to a worksheet program like Excel.


Survey and Polling Tools

Making a Survey? Try…

• Zoomerang
http://www.zoomerang.com/

• SurveyMonkey
http://www.surveymonkey.com/

 Polling? Try…

• PollDaddy
http://polldaddy.com/

• Zoomerang
http://www.zoomerang.com/

• SurveyMonkey
http://www.surveymonkey.com/

• SMS Poll
http://www.smspoll.net/



If you want to survey on a very small scale and not have to worry about writing a lot of questions, then you’ll like Usabilla’s “micro usability” testing platform. Usabilla allows you to ask a small number of questions, for example, “click the platform that you’d most like to use for research support: library blog, Twitter, Facebook, Second Life.” You can also use the polling features in Zoomerang, PollDaddy, and Pollster to create small polls.

Crowdsourcing

If you already have operational social media platforms, try using them to start conversations or ask questions of your existing “friends” or followers. If you don’t, consider reaching out via the social media presence of other, relevant groups (individual classes, your school or university at large, community centers, etc.). The act of asking a crowd or community to contribute their ideas or thoughts is known as “crowdsourcing.” Ask your followers if they’ve found the service useful, how they’ve used it, or what they might like to see there in the future. Those individuals who have already shown an interest in your endeavors are more likely than nonusers to have strong opinions on what can go, what can stay, and what should be added. Be sure you make your questions quick and low-commitment, though, with an invitation to send lengthier comments to an e-mail address or a particular account. They’re probably not going to submit essays through Twitter or Facebook.


Sample Question List for Your Patrons

Now that we’ve covered some of the tools that you can employ in creating your strategic plan, let’s talk about some sample questions. These are meant to provide inspiration, and they will require tailoring. You will be able to use only a small number if you choose to conduct polls or surveys, but if you use focus groups or interviews you will have time for more questions.

• How do you prefer to get information for school or for class?

• What social media platforms do you use? How often do you use them, and for how much time each day?

• Do you use social media platforms for group assignments for class/research or to communicate with library-related groups like book clubs?

• Are you open to/interested in receiving library content on a platform (or platforms) that you use, or would you rather it be embedded in the library’s website?

• Would you respond best to social media content created by librarians or by your fellow students/patrons?

• Would you participate in a contest to create thing X?

• Would you use recommended book lists from librarians and fellow patrons on any of the following social media platforms?

• What would motivate you to become involved with the library’s social media?



Reviewing and Interpreting Your Data

Once you’ve done all that hard work collecting information, the last step in the assessment phase is to consider the meaning of what you’ve gathered. You may feel a bit overwhelmed by what you’ve found, but these exercises can help you to get a handle on the most significant trends.

Gather your planning team and hold a meeting, or even a retreat, if feasible, where you brainstorm the meaning of what you’ve found. This meeting should be scheduled to take place over four hours or a day, if possible, so that no other distractions happen and everyone can mentally commit. Your decisions regarding strategic initiatives will begin to solidify here, even before you begin writing them down formally.

With your group, think about trends that you see in your findings. These trends can relate to overall usage, preferred platforms or service types, or information delivery styles. You can use the data you gathered in conjunction with your planning process or any pregathered information—including questions or comments from your website, from your service points, or from preexisting assessments. Here are a few exercises that may prove helpful in your data interpretation phase.

Sticky Note Brainstorm

This activity is a sort of card-sorting exercise. It involves a group of brainstormers, some sticky note pads, and a wall (see Figure 5.1).


 Step 1: The planning team members review the data and separately note the most popular concepts, platforms, or wishes expressed by your patrons.
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Figure 5.1 Sticky Note Brainstorming Results



 Step 2: Each individual writes the five most popular or important concepts on five sticky notes.

Step 3: Once everyone has their stickies ready, put them on the wall. Group similar stickies together.

Step 4: Look for themes or platforms that rise to the top. You can then use the most commonly mentioned trends to help identify your strategic initiatives for the year. You may choose to conduct the exercise repeatedly to cover different aspects of your data gathering; then you can bring all the stickies together in the end to look for overarching trends.



The Magic Button

Nancy Fried Foster, an anthropologist at the University of Rochester (https://urresearch.rochester.edu/viewResearcherPage.action? researcherId=25), runs some excellent ethnographic training workshops in conjunction with the Council on Library and Information Resources (http://www.clir.org/activities/). These workshops include exercises on how best to gather and interpret research data in libraries. Foster’s Magic Button Exercise struck me as especially fun, and this idea is based on her demonstration. Be sure not to tell your participants the title of the session. The element of mystery keeps them guessing and helps to force the mental reset required for the exercise.

Steps for the Session Moderator


Step 1: Have each team member carefully review all the data you’ve gathered.

Step 2: Bring the entire team into a room with a projector or a whiteboard.

Step 3: Have your team brainstorm everything patrons can do with social media as it relates to the library, library materials, library services, or research. Write each idea in a place where the entire group can see. Make sure to record your answers for later consideration.

Step 4: Have your team brainstorm everything patrons cannot do with social media as it relates to the library, library materials, library services, or research. Again, make sure to record your answers.

Step 5: Now, here’s the fun part. Give everyone a blank piece of paper. Ask them to draw a square on the paper. Then ask them to draw a circle inside of the square. Once they have a diagram roughly like the one pictured in Figure 5.2, ask everyone who’s willing and able to stand up, turn around three times, and then sit again. Once everyone is reseated, invite them all to look carefully at their sheets of paper. Wait a few seconds while they inspect the sheets and stop being dizzy. Tell them, “Welcome back! You’re now a library patron (specifically a patron from your target audience, if you set one), and this is your magic button. When you push it, you can have anything you want. Go ahead and write “PUSH” on your button, and then give it a press. So, patrons, what does your button do?” Write everyone’s answers on the board, no matter how simplistic, far-fetched, or irrelevant they are. Simplicity and creativity are great things here—you’re not judging ideas at this point, just listing them. There may be silences. If there are, just wait through them. It can take a couple of minutes for people to get into this exercise. A great book on improvisation, Improv Wisdom, by Patricia Ryan Madson, has this advice for exercises like this: “giving up on perfection is the first step; the next is to stop trying to come up with something different. Striving for an original idea takes us away from our everyday intelligence, and it can actually block access to the creative process. There is a widespread belief that thinking ‘outside the box’…means going after far out and unusual ideas. A true understanding of this phrase means seeing what is really obvious but, up until then, unseen” (Madson, 2005: 62).
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Figure 5.2: “Push” Button




Not Surprised by Your Data? Awesome!

As you review your data, you may find a lot of new information, or you may not. If you’ve been in touch with your patrons all along, it’s likely that you won’t uncover any earth-shattering news that you never heard before. However, you will definitely get a strong and solid picture of your patrons’ true needs and wants and a perception of how you can best meet them through social media.



 Step 6: Once the ideas run dry, review the list as a group. The list will represent your patrons’ unmet needs. Some of them will be impossible to meet, but some of them may be surprisingly reasonable. You can use this list as a basis for your decisions on which social media platforms or services to focus on in the coming months. Consider how you can best meet those needs and how each one should be weighted based on the assessment data or funds that you have available.



Personas



Figure 5.3: The Persona of Beth
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Beth: Junior undergraduate student, from Boston, 21



• Beth doesn’t own a desktop computer.

• Beth has a laptop less than one year old.

• Beth spends six to ten hours a week on the Internet for school, work, and recreation.

• Beth uses text messaging and Facebook daily. She uses Facebook primarily to stay in touch with friends, share photos, listen to music, and watch videos. She also uses Facebook regularly to find out more about peers, to communicate with classmates about course-related topics, and to interact with her college’s social and extracurricular activities.

• Beth friends professors and librarians on Facebook, and occasionally communicates with her instructors there.

• Beth uses the school’s library site occasionally. This semester she used it three times.

• Beth doesn’t use audio/video creation software, IM, Twitter, online games, podcasts, social bookmarking, Skype, blogs, or video sites.

• For her classes, Beth has used wikis to collaborate on a group project.

• Beth does not use or collaborate with online citation software.

• Beth likes to learn through video games, Internet searches, and audio/video. She does not like to learn through texting, IM, or e-mail.

• Beth does not get very involved in a class that uses IT, but she does believe it is more convenient.

• Beth uses the library for study space, to meet with groups for class projects, and to use word processing software.



You can consider your categories of users just by themselves, or you can try to get deeper into their minds by creating a set of personas to represent them. Personas are not meant to represent every single individual patron; rather, they are a good creative exercise to be sure you as a planner are seeing things as the patron would, not as you would. Jennifer Koerber, Trainer and Web Services Librarian at Boston Public Library, points out that personas can help you to remember, as you make decisions, that your users are real people. It can also help you to focus in on their actual needs and make decisions more efficiently (Koerber, 2010). Steve Mulder and Ziv Yaar (2006: 19) define a persona as “an archetype serving as a surrogate for an entire group of real people” in their book The User Is Always Right: A Practical Guide to Creating and Using Personas for the Web. So, a persona is a representative character that embodies the most commonly held traits of members of your target audience. For example, if the most common ages of your target audience are 13 to 15 years with an equal number of males and females, you can make one male persona and one female. Review the highest trends present in the target audience analyses you conducted, and then use them to create a persona whose ideas and usage habits you consider when making decisions. Don’t get bogged down with every detail of this. In business, analysts get intensely detailed with laying out every single aspect of the person, but we can focus on just those things that are most relevant to social media planning.

Figure 5.3 (p. 47) is a sample persona based, in part, on the national ECAR Study of Undergraduate Students and Information Technology, 2010 (Smith and Caruso, 2010). You can use census or general user data to determine age, race, and gender. Then use any other local data or answers that you’ve collected to create authentic and real-life concerns and usage habits that the representative “individuals” would have. Depending on your needs, the personas may include different pieces of information, but for social media, consider including:


• An image

• General demographic information: name, age, etc.

• Educational background

• General personal information: goals, attitudes, software and hardware usage habits

• The types of social media they use, including specific platform names

• The way they use social media personally and for research/ library endeavors

• The types of things they use the library for: why they find us relevant and useful



For more details on persona creation and use, see User Experience (UX) Design for Libraries by Aaron Schmidt and Amanda Etches (THE TECH SET #18).

Recognizing and Avoiding Cognitive Biases

As you interpret your data, be aware of potential cognitive biases that may harm the accuracy of your conclusions. By our very nature, all humans are prone to a variety of cognitive biases. We are all subject to the workings of our own minds, even when we work very hard to be impartial. Though we are all destined to make these mistakes to some extent, being aware of them can help to reduce their impact and ultimately lead to a better plan:


• Availability bias: Humans show a tendency to overly rely on the information that is readily available to us. Librarians may be less prone to this bias than members of other professions, but it’s worth mentioning that a thorough literature review and a thorough review of your target audience is necessary, even if it takes more time and effort. If your target audience is those individuals who already use the library, then finding them for assessment may be simple. However, in many cases, your target audience will be fragmented into groups that use the library occasionally, rarely, or not at all. The ones who do not enter your physical or virtual spaces will be harder to reach, but their habits and needs can still form an integral component of your plan. To avoid availability bias, seek out those information sources that are more difficult to locate.

• Confirmation bias: Another common bias relates to the ways in which we interpret information. We will often find more validity or place more weight on research findings that verify our existing beliefs. This bias also extends to findings that refute our beliefs—they are easier to discount or view as being less scholarly or based on unsound research methods. As we read research or conduct our own, we must be aware of our biases and try to remain open to findings that do not correspond. We need to focus on what patrons need, not on what we think they need, in order to create patron-centered rather than librarian-centered services.

• Illusory correlation: In some cases, it can be tempting to draw correlations between two variables when the relationship between them is unlikely or cannot be proven. In these cases, the relationship between the two is known as “illusory.” These erroneous conclusions can form the basis for honest misjudgments and stereotypes about your patron groups, for example, teens, members of the millennial generation, or the elderly.

• Overconfidence bias: Research across many fields and cultures shows that human beings are systematically overconfident. This overconfidence can be useful in many situations, but it can also lead us to bite off more than we can chew in terms of planning. Try to maintain a pragmatic (but still positive) view of the planning process and the stages after the plan is written.

• Status quo bias: Many librarians comment that we are especially prone to this bias—when we fall victim to it, we tend to favor decisions and ideas that support the existing organizational structure. To avoid this, try identifying the status quo as part of your planning exercises, and then determine if it is really working for you or not.

• Sunk cost bias: As service providers in a changing world, we seek to explore new outreach and service methods. Sometimes even the best-planned-for methods do not pan out. The “sunk cost bias” refers to the likelihood that an individual or group will continue to throw money and/or time at a project simply because a lot of resources have already been put into it rather than because it is having a meaningful impact. Those involved in the strategic planning process must be especially aware that they may do this or that they may encounter resistance to the abandonment of existing programs if they end up advocating for that. Organizational agility requires that we be able to let go of projects or efforts that haven’t worked or that have grown obsolete despite our best planning efforts. This concept relates to the need to create a culture that views unsuccessful programs as learning experiences rather than as failures.

• Recency effect: Of course the angry patron I encountered yesterday will be fresher in my mind than the one I encountered a year ago—this is the basis for the recency effect. It describes a bias wherein we overemphasize events that have happened recently and deemphasize those that took place in the more distant past. To avoid this bias, brainstorm relevant patron responses and behaviors from longer ago than the past month or couple of weeks. Additionally, if your library has conducted relevant assessments over the past year or two, review them and integrate them into your decision-making process. Of course, social media platforms change relatively quickly, but you may be able to glean useful trends and information from reviewing a longer time frame.



If you’d like to learn more about these biases and others, review the Art of Critical Decision Making recording set by Michael A. Roberto (2009) and “Thinking about the Hidden Traps in Decision Making” by John S. Hammond, Ralph L. Keeney, and Howard Raiffa (1998).

 • Conduct a SWOT Analysis (Internal Environment Scan)

An integral step that often gets left out of planning for any service is assessment of our own abilities, time, and skills. Emergencies arise, projects grow into time vampires, and even the best planner cannot foresee how large or small patron reaction will be to a new service. What if your service becomes instantly, wildly popular? It can happen in a very short period of time, especially if you’ve done a solid audience needs analysis as suggested earlier in this chapter. On the other hand, what if the project flounders? What next steps will you take, and what do you have time for? Will you be able to keep projects going on for an indefinite time period, or will you need to schedule particular parts of the year in which you hold contests or hype particular things? What if your project requires outside help from someone in web services, administration, or marketing?

If you choose to start very small with your social media plans, this section may be very easy for you. But, if you want to make a dramatic change, aren’t sure how to potentially divide up your labor, or have had issues making plans stick in the past, you may want to do a more thorough analysis. In the business world this process is known as SWOT analysis—it is used to assess strengths, weaknesses, opportunities, and threats. This section is largely about how you can turn weaknesses and threats into strengths or opportunities.

Consider Your Culture

Are many people at your library enthusiastic about and engaged with social media either personally or professionally? Or do they largely question why it even exists? If you have a lot of skeptics, you may want to start small and work to build a body of evidence regarding your initiatives. Additionally, if your administration is not on board with social media initiatives, it may be a struggle to accomplish large-scale projects. If you have skeptical coworkers or administrators, Chapter 6 offers some tips on how to generate internal consensus and support.

Consider Relevant Documentation and Rules

This is a good time to review any relevant internal handbooks or other documents. Are you, as a teacher, school media specialist, or academic librarian, prevented from connecting with students? Are there guidelines for how you will connect? You may also want to review parent organizations (your city, county, university, state government, etc.) for guidelines or policies. In most cases they aren’t restrictive, but it’s still worth reviewing them. If your larger institutional documents are supportive of social media use, then those documents can also be used to justify the integration of social media.

Consider Your Skills

Do you have someone in house with relevant coding experience, video or podcast production experience, or project management experience? If the people with those skills aren’t already involved with your planning team, could or should they be? You can choose to set goals that require you to learn new skills sets, of course, but be sure to include time in your plan for learning and training, as appropriate.

Consider Your Schedules

The consideration of available time is difficult, as things change constantly in our field. Will there be a particular person or set of people who can carve time out from their schedules to devote to projects, assuming they haven’t already? How much time can be committed, realistically? One hour per week? Five hours? Will administration support the reallocation of time or the discontinuation of some other service in order to make more time for social media-related projects? In many cases social media can be operated by individuals without a lot of technical expertise, but if you choose to implement projects that involve your technical people/departments, ask them far in advance, and be sure that they have time to help out.

Look to Other Libraries or Businesses

In terms of internal work flow, how are your peers managing their social media services? How long does it take them to manage the projects that they’re doing, and how are they dividing up effort to make it work on an ongoing basis? Can you use their models to adapt your model so that time is used more effectively?

Consider Your Existing Services

What are you already doing well in terms of reference, public relations, or marketing? How can that be leveraged or adapted to make good social media service? What needs to be improved or minimized before it is advertised publicly via social media?

 • Plan with Mission and Vision

Because social media is just one outreach/service method of many at your library, you’ll want to make sure that your decisions align with the larger institutional mission and vision. We often see our institutional mission and vision statements as a sort of superfluous background noise, but having a set of them that really mean something to us has been proven to improve employee motivation and output. According to a study conducted by Watson Wyatt Worldwide (2006), companies where employees have an understanding of institutional mission and goals bring in, on average, 29 percent more money than other companies. That close to 30 percent lead is related to the motivation brought by a well-formed and fully communicated vision. Let’s talk about what mission and vision are and why they’re important.

What Is a Mission Statement?

A mission statement is a brief, usually formal written declaration of the aims and objectives of your library. Your broad target audience (patrons, the community, etc.) will usually be named. The Columbus Metropolitan Library subtitles its mission with the pithy phrase “Why we exist.” I highly recommend that you use a mission statement of some kind to guide your process from this point out. You have two options in this:


1. You can use the library’s broader mission and vision as the mission for your social media planning process.

2. You can draft a mission for social media specifically that reflects its uniqueness from the larger library services while still aligning with and respecting the larger vision, mission, and goals of your library. Even though you’re dealing with a different service in social media, your decisions should align with the larger institutional goals.



Your mission statement will be just a sweeping sentence or two, so it will be easy to see how your nascent strategic initiatives for social media fit in.

What Is a Vision Statement?

Your vision statement is an expression of the dreams and hopes you have for your library. It is a lofty description of what you hope to achieve in a perfect world that has no limits. Your library probably already has a vision statement meant to guide the library on the whole, and you can base your decisions for social media on that vision.

The following sidebars provide some examples of library vision and mission statements as well as stand-alone missions for social media.



Library-Wide Mission and Vision Statements

Columbus Metropolitan Library Mission: “Why we exist.”

“To promote reading and guide learning in pursuit of information, knowledge, and wisdom.”

Columbus Metropolitan Library Vision: “Where we are going.”

“A thriving community where wisdom prevails.”

 Madison Public Library Mission 

“Madison Public Library promotes lifelong learning by creating welcoming spaces that offer collections and services to inform, inspire, enrich, and entertain.”

 Madison Public Library Vision 

“Madison Public Library is a leader in building and sustaining a literate citizenry, transforming lives through knowledge and information and enhancing Madison’s high quality of life.”

 Yale University Library Mission 

“The Yale University Library, as one of the world’s leading research libraries, collects, organizes, preserves, and provides access to and services for a rich and unique record of human thought and creativity. It fosters intellectual growth and supports the teaching and research missions of Yale University and scholarly communities worldwide.”

 Yale University Library Vision

“As stewards of and guides to the record of human activity, we ensure and provide:

• An environment of discovery and creativity

• Successful use of the Library in learning, teaching, and intellectual growth

• Effective and integrated access to scholarly resources

• Leadership in an emerging global network of libraries”




Social Media Mission Statements

Seeley G. Mudd Library Social Media Mission Statement

“Participation in social media provides the faculty and staff of the Seeley G. Mudd Library an important venue to reach out to our patrons and therefore another way in which we can carry out the library’s greater mission statement. By maintaining a social media presence, our library also gains the ability to reach out to those who are interested in the library’s resources, but not currently on the Lawrence campus, or currently a member of the Lawrence community.”

Georgia State University Library Social Media Mission Statement

“The Library’s social media services will be used to promote understanding of information literacy and library services and to create an informed, involved patron community through social media platforms.”

Mary & John Gray Library Lamar University Tie-In to Mission Statement

“In accordance with the Mary and John Gray Library’s mission (http://biblos.lamar.edu/info/mission.htm), the library will create and maintain an active presence in a variety of social networking software applications to facilitate access to information resources and strengthen the research process.”



Drafting Your Social Media Mission

If you decide you’d like to draft a mission for social media, consider including these basic elements:


1. Articulate your library’s target audience (from a large-scale perspective, not in terms of your target audience for the year).

2. Describe the intended purpose of your library’s social media endeavors. What do you really hope to accomplish through your presence in social media?

3. Include a tie-in to your library’s full mission and/or vision statements.



 • Write a Strategic Plan for Social Media

Of course, the most vital part of your planning process is deciding which goals and initiatives you’d like to pursue and then hammering out the details of how you will accomplish them. By this point many of you will have considered what your patrons want, what your skills and time availability are as a group, and your mission and vision. All of this information provides important guiding background details for the choices you’ll make. These explorations are the things that turn random guesses into informed strategic decisions. If you’ve chosen to skip those steps, I encourage you to go back and do them before you create a plan, even if you only do them quickly.

No matter your stage in the process, you will probably already have a number of potential goals and initiatives in mind, and this step is the time to choose among those ideas, solidify your choices, and organize them into workable (but not overly restrictive) steps. It’s also the step at which you have to decide which things to do right now and which to work on later.

Your Plan’s Building Blocks: Goals, Initiatives, Action Items, and Measures

Let’s talk first about the parts of your strategic plan. At the top level, strategic goals will identify broad direction. At the second level, initiatives will further define the goals. Finally, action items will provide rough direction in terms of project management, and measures will set dates and goals that you can use to gauge your success and make wise changes in future years.

Let’s consider these parts in more depth. You may notice that different libraries use slightly different terminology. I’ve chosen some of the most commonly accepted terms here, but there are a lot of variations. Even if the words you choose are different, the point will be the same.


MINI CASE STUDY 6: Lady GaGa

Pop musician Lady GaGa uses social media to market her musical releases and tours. Fans can play an Apple device–based Scrabble game called Words with GaGa, and they can play a Facebook-based game called GaGaVille. Both of these stem from popular social media games (Words with Friends and FarmVille, respectively). In this instance, the outreach on social media has a clear purpose: to increase buzz and sales of the commodities she’s selling.

Why do you think she and her marketers chose to use social media in this way? Can you guess what her team’s goals and initiatives were?



Goals

Goals are the high-level, large-scale directions of your plan. These are the items that will inspire and inform the other, smaller parts: initiatives, action items, measures, and, later, individual project plans. The goals are often the most difficult to construct and word, because planners must think holistically about the organization and set a map that is useful without dictating too closely how its ends will be achieved. Goals are the means through which you achieve the intangible, large-scale mission of your social media services. Goals begin to convert that mission into actionable projects. For example, if part of your mission is to provide equitable access to human and informational resources to patrons both on-site and off-site, your goals will set tangible paths that you can use to do that. The goals can relate to your institution on the whole, to a particular department, or to a specific population, program, or service. Your goals should always relate to particular endeavors or services (e.g., promoting e-book checkout, increasing reading group attendance, or engaging a particular group) rather than to specific platforms. Making a Facebook page is a good start, but it’s not a strategic goal in itself. (See Mini Case Study 6.)


• Example: At Columbus Metropolitan Library one of the goals is to “Develop a relationship with mommy bloggers in order to share our message with a new audience.” Because the mission of Columbus Metropolitan Library is “to promote reading and guide learning in pursuit of information, knowledge, and wisdom,” and their vision is to be “a thriving community where wisdom prevails,” you can see how this goal fits. By reaching out to a vocal group of local bloggers to promote library services, Columbus Metropolitan clearly works to meet their mission and vision. The goal will be accomplished via social media, but the goal could be applied elsewhere.



Initiatives

Under each goal in a traditional strategic plan, you will find one or more strategic initiatives. These initiatives are more specific, and they help to organize the paths by which the organization will meet the higher level goals. Each initiative sets a task and then offers a broad description and definitions. They must be broad enough to allow for change and creativity while being narrow enough to provide direction and, ultimately, measurability.


• Example: An initiative (although they call it a “strategy”) from the mommy blogger goal at Columbus Metropolitan Library is to “invite local mommy bloggers to Columbus Metropolitan Library and allow them to experience the importance of the library first hand,” and another is to “Provide mommy bloggers with items they can give away to their readers.” They go on to note that giveaways could include the “Ollie” book or “Ready to Read” kits. What’s great about these initiatives? They include ideas and suggestions for creating true engagement, without being prohibitive or restrictive in terms of approach. The project managers who work out this initiative will have freedom to determine and modify their activities without deviating from the plan.



Action Items

Action items are the most granular subsection of a strategic plan. More than any of the others, they set specific steps for subsequent action. They will lay out actions that must be taken, and they’ll generally include target completion dates and owners with each item. An action item owner might be an individual, a department, or several departments. Even though these are the most specific parts of the plan, they too must be broad enough to permit creativity and change. These action items lay the groundwork for subsequent project plans.


• Example: Again at Columbus, action items include:

“Develop a comprehensive database of mommy bloggers.”

“Determine the best giveaway items.”

“Follow the mommy bloggers on Twitter.”

These action items detail potential activities that the project planner can use, but, again, they are not overly dictatorial. In many strategic plans you may also see that each of these items is assigned to an individual or group (public services, the emerging technologies librarian, or the marketing coordinator, for example) and that general dates for completion are set. If you choose to assign roles to individuals or groups, then any individuals involved should be contacted at this point for their feedback on the feasibility and timelines of the tasks assigned to them. For more details on successful outreach to coworkers, see Chapter 6. If you decide to set completion dates, aim for time frames that are reasonable but still somewhat ambitious. Be sure you allow a bit of time for the quick assessment and modification of your approach strategies, if need be. For example, if you decide to set a goal that involves a game and you aren’t enticing anyone to participate, you’ll need time to determine a better approach before you move on. I often lay out an anticipated schedule and then give myself an extra two or three weeks for small projects or a month or six weeks for larger projects. Even the best project planners encounter setbacks!




Tips for Writing Measures

Keep Them Simple: Your measures must be relatively easy to gather, or you run the risk of never finding time to actually complete them.

 Don’t Misattribute Cause and Effect: Beware misattribution of cause and effect. For example, I cannot necessarily prove that my gate count was increased by my social media endeavors. I can, however, cross-reference Facebook event invite confirmations with actual attendees of an event.



Measures

Last but not least, successful plans will also include general measures for success. How many patrons will be reached by the action items you created? How much assessment will be conducted? When will these reviews be conducted? Without measurements/assessments, it’s difficult to know if you’ve succeeded or failed and which approaches or projects are working best. Measuring social media “success” in past years often revolved around the number of followers or “friends” accumulated, but, as social media matures, so do our ways of measuring it. Measuring followers can be useful, but look for something else more meaningful in addition. You’re hoping to create a community of engaged users in addition to your general crowd of followers. You’ll want to measure engagement of your patrons and determine which of your endeavors are most useful and interesting to them. If you pay close attention to metrics early on, creating meaningful content and, ultimately, your community will quickly get easier.

So, how can you write measures that are concise and really measure engagement? Number of followers is one way, but how much do those followers interact? How much do they repost or comment?

If you’re having trouble writing your measures, take a moment to imagine what success would look like for you. If you were a Columbus employee, would all the mommy bloggers in your database know about at least one relevant service offered by the library? Maybe 75 percent of them? Maybe 50 percent? How would they use and share that knowledge in the social media universe? The numbers that define success for you will not be the same as everyone else’s, especially in your first year. Your measures should be challenging but not impossible to achieve—obviously you don’t want to set a goal to have 300 Facebook follower interactions if you already have 300 this year, and likewise you don’t want to set a goal to have 4,000 interactions if you presently have none. Writing metrics gets easier as you gain a better understanding of how your target audience really interacts with the materials/efforts you’re putting out. You can gather data yourself from social media metrics analysis, or you can administer any one of the assessment techniques described in the earlier Assess Your Audience section.


• Example: To continue with the Columbus Metropolitan Library example, the measurements for mommy bloggers include measurement of follower accumulation and this:

“Did five bloggers write about the library in 2010?”

So, while they’re counting followers, they buoy the counts up with more detailed analysis of who outside the library is generating content. If an unaffiliated user is taking the time to blog about the library, that’s a significant win. That external advocate creates credibility in the community and shows true engagement and investment. Furthermore, with this specific goal in mind, library employees may even encourage the bloggers in their database to write about the library, if they feel so inclined. The measures set clear guidelines for action and help to create a sense of purpose.



Writing Your Plan

Now that we’ve talked about all the parts that your strategic plan can have, let’s review some basic advice for constructing your own.


Worries about Risk

When tackling any new endeavor, we take on new risks and new worries. A strategic plan is specifically intended to help you avoid wasting time or money when both are so valuable in today’s libraries. By performing assessment-based planning instead of guessing, we lessen our chances of wasting time.

Be sure you honestly consider problems that you might encounter during your internal assessment, but don’t feel like you need to foresee every single problem that may potentially arise as you lay out goals for the year. The goals and initiatives that you choose must be reasonably well thought through, but don’t kill all your ideas in committee.




• Start with a goal, not a platform. Do you want to create positive associations with your library? Do you want to build relationships? Do you want to increase engagement and usage of your services or collections? Do you want to raise awareness of a service or feature that you think your patrons would find especially useful? The point here is you can start with many ideas in mind, but don’t start by choosing a platform. Set out to accomplish your mission and meet the needs of your patrons. Platforms change, but your underlying goals will not. Making a Facebook account is good, but it’s not a strategy or an endpoint.

• State intent. Start by making a clear statement of intent for each goal and subproject as you consider them. Who is benefiting from your goals in terms of both primary and secondary audiences? What patron needs will each goal/initiative meet? What parts of your mission will each meet?

• Keep things simple. Keep things simple—as simple as possible. This is true for both your individual plan items and for the plan as a whole. You don’t want to generate a hugely complex plan that you will not be able to follow through with, and do not set goals that represent a huge change in time allocation if you do not have a new employee or shift in job responsibilities to accommodate the change.

• Think critically and synthesize concepts. You must select projects that speak to the needs or desires expressed by your patrons but that are also reasonable given your time and abilities as service providers. Let’s pretend that your patrons all said they’d love to see a weekly podcast series highlighting new materials in the collection, but you have only an hour each week to devote to this. Obviously you won’t have time to produce a podcast with that frequency, but perhaps you can compromise with a biweekly or monthly podcast, or, instead of creating the content yourself, host a patron-driven series (or even a contest) where interested parties from your patron group provide the actual content and you facilitate. You may find a way to synthesize your patron responses into some social media endeavors that weren’t directly expressed. For example, if you received many requests for more dynamic content and requests for more frequent news updates, perhaps you’d choose to make a blog or a Flickr page with photos from library events and then stream those posts to other social media pages.




Impact Measurement Tools

New tools that purport to measure social media impact are now arriving on the scene. You can review your impact score on Klout (http://beta.klout.com/home) or on Empire Avenue (http://www.empireavenue.com/). You can also use services such as Google Alerts (http://www.google.com/alerts), Twitter Search (http://search.twitter.com/advanced), Facebook Insights (http://www.facebook.com/help/search/?q=insights), and Hootsuite (http://hootsuite.com/) to see who’s talking about you.




• Ensure measures are measurable. The planning process helps to ensure that assessment is embedded in your plan early. Unfortunately, measuring social media success or return on investment (ROI) is difficult. You’ll have to decide what you want to measure and try to ensure that the things you’re measuring truly reflect success or failure. An ideal set of measures will look at numbers but not rely solely on them. Numbers can show you how many followers or “friends” you have, but they don’t measure community engagement. To understand engagement, look for mentions on blogs, Facebook reposts, or retweets. Look for conversations taking place in or stemming from social media. Consider the number of comments you receive. You want to be sure from the beginning that you aren’t generating goals that you have no way to assess. Chapter 8 is about metrics for your entire plan, and you’ll find more sources on determining ROI for social media in the “Recommended Reading” chapter.

• Don’t overplan. You don’t need to plan out every little thing. Often librarians get bogged down trying to plan for every contingency, but hashing out every potential contingency is demoralizing and time-consuming. Try to think of and anticipate the big issues and be prepared to regroup on the fly as needed to address issues as they arise. This entire process should leave you with a concise plan and perhaps one best practices document and a policy.



Ideas for Social Media Goals

Here are some ideas for social media goals, and explanations.

Goal (academic library): Increase incoming undergraduate student involvement with and awareness of the library through social media sites.


 Initiative 1: Use social media reading sites to disseminate/solicit recommendations and reading lists relevant to incoming students.

 Responsibility: Public services employees

Assessment Date: End of the fiscal year

 Action Item: Pilot potential social reading sites. Assessments indicate that students mostly use Goodreads and LibraryThing.

Action Item: Identify a group of students to participate in sharing content.

Action Item: Work with relevant professors and with the library’s reserves department, as needed, to create meaningful content.

Measure: Fifty students link to the library’s account(s).

Measure: At least ten students share lists or reviews for their peers.

Measure: The library posts at least 20 lists and reviews for students.

 Initiative 2: Improve student awareness of and involvement with the library catalog’s social features.

 Responsibility: Public services employees

 Assessment Date: End of the fiscal year

 Action Item: Library employees will tag and comment on resources as they are consumed.

Measure: Each librarian will add data to at least 20 catalog items.

Action Item: Include brief instruction on the catalog’s social features in library instruction sessions and relevant tutorials.

Measure: At least one library tutorial will mention social features of the catalog.

Measure: Instruction sessions will include mention of the catalog’s social features, with focus on those course groups that consistently use the same resources.

 Action Item: Recruit students to tag resources for widely taken freshman classes.

 Measure: Work with freshman chemistry and journalism faculty to get two pilot course classes who will be assigned to tag the library materials they use for assignments.



 Explanation: In this scenario, incoming undergraduates were identified as heavy social media and library users who were using the library only for basic functions because they were unaware of additional services and functions. This goal specifies them as the target group and then leverages their known interests: materials that they need for class and social interaction with new peers. Both initiatives encourage informal social communication related to library usage, and they have a direct tie-in to a very common library goal—promoting the library’s collections. Neither of the initiatives dictates platforms, and both leave a lot of gray area for innovation and testing while still providing a concrete goal and direction. Different basic ideas for generating student interaction and engagement are suggested, and Initiative 2 promotes the library catalog, specifically. Many libraries now have catalogs with social media features, such as tagging, ranking, and commenting, that students in this scenario expressed an interest in using but were unaware of. Responsibility and end date are specified.

Goal (public library): Involve local teachers in the library through social media content-sharing sites.


 Initiative 1: Identify a starter group of interested teachers to be leaders and promoters of the library.

 Responsibility: Marketing coordinator and social media librarian

 Assessment Date: In two months

 Action Item: Identify teachers in the area. Focus on bloggers.

 Measure: Create a list of local teachers, and identify those who blog.

 Action Item: Identify and provide incentives for involvement.

 Measure: Speak to 20 local teachers about what would motivate them to become more involved in library advocacy. Make a database of responses.

 Action Item: Identify teachers who would like to be involved.

 Measure: Find ten teachers who will commit to being involved.

 Initiative 2: Begin a teacher- and librarian-run educational content series.

 Responsibility: Marketing coordinator and social media librarian

Assessment Date: In ten months

 Action Item: Poll teachers and students to determine the best forum for content dissemination.

 Measure: Speak to 20 local teachers and students about potential forums. Use answers to select forum.

Action Item: Provide instruction in forum use to teachers, as necessary.

 Measure: Offer at least two training workshops.

 Action Item: Begin the series.

 Measure: Ensure that ten learning objects are created and posted.

 Action Item: Create social media-based incentives for students to participate in reviewing the content.

 Measure: Contest element will be included. (For example, students who view all the learning objects will get a certificate or prize and can easily share the information via their social media networks.)

 Measure: Educational content will receive 1,000 views, visits, and comments.

Initiative 3: Explore additional options for outreach to teachers and students.

 Responsibility: Marketing coordinator and social media librarian

Assessment Date: In 12 months

 Action Item: Maintain awareness of potential tools/projects.

 Measure: Responsible librarians will assess at least three similar projects from other libraries or businesses.

 Action Item: Survey teachers and students to determine what else could be done to raise teacher and student awareness of relevant library services and resources.

 Measure: Survey all involved parties and 20 additional students.



Explanation: This goal has a lot of parts for the sake of illustration. The goal overall is good because it targets a clear, specific group. Let’s pretend that in this public library’s service area, the local teachers are very involved in the library. They use materials personally for lesson planning, and many of them require students to use library resources for class assignments. Some of them also maintain professional blogs. So, not only do the teachers benefit from the library outreach, but they are also highly likely to recommend the library to their students, parents, and fellow professionals. The teachers are the primary target group, but there are obvious secondary groups who also benefit. Notice also that no specific platforms are mentioned; even though YouTube is very well established and popular right now, you’re not tethered to it for your educational content series. Initiative 2 involves the solicitation of action by your target groups and the inclusion of a contest or game element. Outsourcing these activities is good for two reasons. It can help you to maximize your time as facilitator (though it definitely still takes time to organize an event), and it generates involvement and buy-in by giving them a voice. Arguably, Initiative 3 is one that you should always consider, even if it isn’t written, but many people like to code in this kind of exploration. I like to do it because it starts the gears working for the next year without committing you to changing anything. If you find your video and image contests work great, then you don’t have to pursue them—you just looked into them.

A Note on Project Plans versus Strategic Plans

It’s worth noting that a strategic plan is different from a project plan. Your strategic plan will lay the groundwork and basics for a number of subsequent project plans, but they are not project plans themselves. The strategic plan will outline direction, and then more detailed project plans can be created to manage specific dates, duties, and day-to-day management as necessary. It is important to consider how goals might be met and their level of realism during the planning for social media process, but strategic plan makers are not responsible for pinning down the details of each strategic initiative.

• Implement a Strategic Plan for Social Media

Once your plan is written, you’ll be ready to get started implementing it. Throughout this book I’ve repeatedly mentioned the concept that strategic planning is not the same as project planning; for those of you who dislike large-scale planning and prefer to get to business, you’ll be happy with this part. I’ll give an overview of best practices here, and some guides on project management and planning are included in the “Recommended Reading” chapter.

Marketing and Communication

Your implementation will be, in large part, based on marketing. Chapter 6 will deal specifically with marketing, so for now I’ll just say that word of mouth is, by its very nature, a necessary part of success in any social media project.

Depending on your culture, the planning team may be responsible for implementation, or you may need to involve a large number of additional people at this point. Your new strategic plan will have different goals, and each goal will have departments or staff members assigned to it. Once the plan has been disseminated, the planning team must ensure that each group/individual who “owns” a bit of the plan understands expectations and then begins to craft the project plans that will make it happen. All responsible parties must understand the underlying motivations for the entire plan and understand their role in its success.

Communication is of the utmost importance. Even if there are only a couple of people who will maintain your social media services, communicating the plan and its motivations is very important—you don’t want to do all this work and leave the plan’s implementation to just one “champion” who holds all the keys. Because then, when that person leaves, all the work that he or she has accomplished will end if there’s not general understanding and a clear plan for transition.

Assigning Responsibility

Someone will have to maintain the plan and ensure that the parts are being tended to appropriately on an ongoing basis. This may be an administrator or a librarian who is specifically assigned to emerging technologies, public services, or digital services. If you anticipate a lot of struggle, the committee may be kept on to monitor the progress of the plan’s initiatives on the whole and report back on its success as the year progresses.

Dividing Up the Work

Consider how you’re going to break up the work that the plan creates, and be sure to give everyone who will be impacted a chance to comment. Are you going to mandate some things be done by everyone on a periodic basis, or are just a few people going to handle things? In general, libraries seem to find the most success by pulling in many people for large-scale projects (including content creation for distribution) and having just a couple to handle incoming communications. You may set a team of ten to brainstorm and post content to your blog, set a team of four to build social media functionality into your website, find a group of two to manage a student video-based YouTube contest, and assign two people to monitor your Twitter or Facebook account and respond to patron commentary.

At Georgia State University Library, we’ve had success with a large-scale mandate that each subject librarian publish four blog posts per academic department per year. Library employees from all other departments were also invited to post, and some student workers were asked if they’d like to contribute. The large scale of the project made it a lot of work for our trainers to prepare and present, but, after that initial push, the work was distributed to a much larger group. The posting requirement ensured a steady content stream, and we were given guidelines for each post. This model also capitalizes on the social, group-based nature of the medium itself. At first the whole process was met with some negative responses, but eventually it grew to become part of everyone’s work flow. As the blog content grew, the traffic increased exponentially. Blog leaders presented data to everyone on how much blog traffic and commentary were growing month by month, and it left people with a good feeling about the impact of their efforts.

At Agnes Scott College, also in Atlanta, librarians adopted a volunteer-based model but divided the work of blogging similarly so that one or two people weren’t saddled with creating all the necessary content. They also recruited students as well as library employees to generate posts. If you’d like to see the guidelines for blog content creation from Agnes Scott College and Georgia State University, check the companion website for this series (http://www.alatechsource.org/techset/).



Guidelines for Posting Frequency

Each social media platform has best practices in terms of posting frequency. These are sometimes hotly debated, but you can use the following as a guide.

• Twitter: Post two times per day.

• Facebook: Post two or three times per week.

• Blog: Post two times per week.

• Podcast: Broadcast weekly or biweekly.

Designate a person or several people to ensure that content production schedules are being met the majority of the time.



While both of my examples are large scale, don’t be afraid to start small and then show off your success later as a way to help people understand the merits of the projects.

Guiding Expectations for Ongoing Effort

Set internal standards for response time and posting frequency—currency and responsiveness are vital. As I’ve said, there are some things you’ll want to plan and some things you won’t, but this is one that you should consider planning for. Set some expectation for how often people are going to post so that they have a goal to aim for. Many sources on how to best use social media to generate engagement are listed in the “Recommended Reading” chapter.

Dealing with Negative Commentary

At some point you’re likely to encounter negative patron commentary about your library either on your official pages or in the larger world of social media. Even if your library is stellar, there are probably already negative comments out there. Consider how you will respond to those negative comments in order to turn them into positive customer experiences. Social media isn’t about controlling what people say, it’s about interacting; so, don’t plan to delete negative comments or posts simply because they don’t cast you in a good light. At Georgia State University, we assign one reference librarian and our public relations/marketing person to watch over Twitter and Facebook. They work together to address issues and complaints in a way that “creates positive associations with the library”—one of their goals for the year.

 • Develop a Social Media Policy

After your plan is written, some housekeeping may need to be tended to before the project work begins. Because of the universal nature of social media policies and internal guidelines, I want to include some basics relevant to them. For many years the concept of the social media policy was rather unpopular, but policies are exploding now. I conducted a study with Georgia State University colleague Brian Kooy in 2009 and 2010 in which we discovered that many publicly funded libraries’ existing patron social media/software policies actually violate the First Amendment of the Constitution of the United States by limiting patrons’ rights to free speech (Kooy and Steiner, 2010). These policies, when traced back to the source through a series of impeccably documented credits, lead to a for-profit agency; so, many public institutions have been misusing a private comment deletion scheme. Private school libraries may choose to edit comments in ways that they see fit, but public institutions must honor a variety of different rules.

The primary point of concern for public institutions is the problematic nature of editing comments or contributions on any social media forum for arbitrary reasons such as perceived offensiveness. If a comment is on topic, then it cannot be deleted because of a negative sentiment or foul language toward the library or its services, and leaving that kind of comment can be emotionally trying for those of us who work very hard on behalf of the library. There is a gray area for “offensiveness” versus “fighting words” and hate speech—fighting words, which by their very nature seek to incite violence, and hate speech against a group may both be removed.

Posts or comments that are off topic can also be removed if a statement regarding that removal is made in each social media forum. For a full write-up on the intricacies of your policy I recommend Kooy and Steiner’s 2010 Reference & User Services Quarterly article, “Protection, Not Barriers,” and Ellyssa Kroski’s 2009 School Library Journal article, “Should Your Library Have a Social Media Policy?”

The policy should be created early, because as comments begin to roll in some of them will be questionable. As our involvement in social media grows and our students become more engaged, I get calls with increasing regularity from coworkers who want a second opinion on whether or not to delete a comment. You’ll need a basis upon which to make decisions of whether or not to delete. Here is a great excerpt from the Aurora, Illinois, Messenger Public Library’s (2010) “Social Media Policy.” The policy includes this brief and legally sound list of items that are inappropriate for posting and therefore will be edited. They also reserve the right to review content before it is posted:


• Obscene or racist content

• Personal attacks, insults, or threatening language

• Potentially libelous statements

• Copyrighted or plagiarized material

• Private, personal information published without consent

• Comments totally unrelated to the content of the forum

• Hyperlinks to material that is not directly related to the discussion or Library

• Commercial promotions or spam



See the full policy at http://www.northaurora.lib.il.us/social-media-policy.

• Develop Internal Guidelines for Social Media

The development of a set of internal guidelines for social media posting and use can be just as important as the development of the outward-facing policy, especially in large libraries. If very few people will be carrying out your social media endeavors, then you may find them less vital, but in my experience guidelines that will help staffers who are new at social media and concerned about how to begin are immensely helpful. If you choose to have patrons or students contribute to your sites, then you’ll definitely want to have something to give them. There is a core team of social media managers at my university, and we regularly have conversations about how to address comments and complaints. The positive comments are easy to deal with, but sometimes your approach to negative or off-topic posts or complaint posts not addressed directly to you will require consideration.

Keep in mind that these guidelines will need to be useful from year to year, regardless of the target audiences outlined in your present strategic plan for social media. They don’t need to be intensive or overwrought.

Internal guidelines can vary wildly in terms of depth, but almost all of them include a definition of social media and a copy of your library’s mission statement for social media, if you have one. Overall, the document should provide guidance while staying fairly generic in nature so that it can be suitable from year to year independent of the goals your library is pursuing. Your internal guidelines must be brief enough to be quickly digestible, because many people will need to use it, but long enough to give sufficient background on your motivations for using social media in the first place.


To Include in Your Internal Guidelines:

• A definition of social media

• Your library’s mission statement for social media

• Your library’s mission statement and how it ties in with social media

• A broad statement of your target audience (generally, not for the year)

• A statement regarding tone and level of formality

• A reference to Reference and User Services Association reference guidelines or any other guidelines that your library uses to train reference staff

• A suggestion to link sources whenever possible

• A requirement not to post confidential or proprietary information or use copyrighted images without permission

• A requirement to not engage in arguments or post angry responses

• A comments editing policy that reflects sound legal practice (you will need to include information on whether or not to edit spam, “offensive” commentary, irrelevant commentary, and commercial comments)

• General guidelines for usage of relevant media, for example, blogs, Facebook

• An advisement to avoid politically or otherwise inflammatory postings that do not present an unbiased view



Finding Your Voice

I’m a huge advocate for using a personal voice in any social media posts from libraries, but, this being said, that personality must fall within reasonable parameters. You should be pleasant and informal, but you can’t violate basic workplace rules or you run the risk of getting your social media endeavors shut down. So, rather than aiming for complete informality, I suggest aiming for “business casual” parameters. You don’t want to stifle people, but at the same time you want to provide some form of guidance, so there can be a level of consistency and expectations. Your voice will evolve over time as you find what your audience responds to best.

Not sure that a lighter tone is right for you or your library? Librarians in academia seem to struggle the most against the concept that we can be human, so here’s some academic proof. Kristen A. Johnson, a professor at Elizabethtown College, released a study showing that professors who use Twitter for personal information were found more credible and approachable than those who did not (Johnson, 2011). The same thing applies to libraries and businesses. Home Depot (http://twitter.com/#!/homedepot) and JetBlue (http://twitter.com/#!/jetblue) are two compelling examples of businesses that incorporate a personal and human element into their Tweets and other social media outreach endeavors. You’ll notice that both have the responding employees tag certain responses with their names, that they reach out to comment posters, and that they use a playful tone. They’ve gained a lot of traction through their human approach. In a library-specific example, Laura Solomon (2011) recently released an ALA Edition called Doing Social Media So It Matters, and she includes some tips and useful concrete examples for retaining the humanity and friendliness of your social media posts without being too informal.

For employees, knowing what is appropriate to post and what isn’t is often very difficult. So, even if you don’t set any kind of formal plan for your tone (which I don’t think you should), you may need to just think about these things, either individually or as a group. Suzanne Vara (2010) of Kherize Marketing shared this insight in a blog post: “People buy from people they like and trust. Social media is about the people as there is always a person behind every Tweet, Facebook update, blog, etc. It is a rat race if you are looking at the numbers of followers, fans, retweets and traffic; but social media is not a mathematics game of paint by numbers. The numbers matter when they are taking the action that you want them to take.” If tone is a point of debate in your library, you can review some of these materials to help make a case and set standards for formality appropriate to the medium.

• Set Plans for the Next Year

Phew! Your plan is written, and you’ve started to implement it. But, you still can’t kick back completely. Someone will need to keep an eye on the progress of the plan itself, on a holistic level. If your plan is large, then one person won’t be able to ensure that all the pieces are happening, but you’ll need to appoint someone or several people, depending on your library’s size, to keep an eye out. In this case it might be best to appoint some administrators, because they are the ones with the power. In addition to your power people, you’ll need some critical eye people. Their job will be to gather feedback from “the ground,” from both patrons and library employees, as the year progresses. What is succeeding? What is failing or floundering, and why? Are the problems attributable to growing pains or to fundamental flaws in the plan or the approach? Sometimes it can be difficult to tell at first, so your watchers will want to continuously gather data, but take a long-term approach to interpreting it.

It’s surprising how long it can take to do a plan for the next year, so be sure to start early enough with your new committee that they can be ready in time for the new year’s cycle to begin. Several months in advance is a best bet. You may be able to reuse all or almost all of your assessment data from the previous year, but you want to ensure that all internal stakeholders have a chance to provide feedback on how last year’s plan worked and what could be done differently or better. Take time to gather new data, both anecdotal and numerical, on how successful your plan has been over the past few months.
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Marketing

• Start with Internal Marketing

• Follow Up with Target Audience Marketing



As indicated by its title, social media can be successful only if groups of people are involved with and interested in its success. Some parts of your strategic plan can probably be maintained by a single person or a small group of people, but many social media endeavors will require the support of many. Librarians often underestimate the importance of marketing, but when new strategy is being adopted it is especially important. The day-to-day marketing done by you and your colleagues to other library employees and to patrons will help to create the strong basis that your new or revitalized social media services need.

• Start with Internal Marketing

Both formal and informal in-library marketing efforts for your new strategic plan are essential at this stage. The marketing process will eventually extend to the target audience members, but it must first target the library employees who will be helping to bring it to fruition. We already talked about this quite a bit in Chapter 4, but it bears repeating that internal marketing should begin long before a final draft of your plan is produced. Begin spreading the spirit of social media by communicating decisions and recruiting employee feedback throughout the process, not just at the end. The solicitation, careful consideration, and incorporation of feedback can have a significant impact on the nascent plan’s quality, reception, and success.

Formal Internal Marketing Sessions

Once your strategic plan is in its final or semifinal draft stage, consider scheduling “Strategic Plan for Social Media” training sessions. Depending on the scope and impact of the plan, hosting ongoing informational sessions throughout the process might also be worthwhile. Although it might seem aggressive, requiring attendance at these sessions might not be a bad idea, at least for those people who will be directly involved. Team members should be aware that feedback will probably come during the final marketing phase, even if the time for comments has already passed.

Online dissemination of the plan’s information can be a helpful support on both an ongoing and a one-shot basis. Online media can be effectively used to post the ongoing activities of the committee, with the final result being presented in a more formal forum, and online surveys can help to gather more comments. The anonymity of an online survey helps some people to feel more comfortable airing their concerns. SurveyMonkey or any other free, web-based survey tool can be used to create a quick feedback form that allows respondents to remain anonymous if they do not wish to receive responses to their comments.

Things to Include

During your informational sessions, there are several points worth covering:

Basic information


• The motivations and approach behind the plan and process



The research and assessments conducted


• The background research conducted

• National and locally relevant trends in social media use and the ways in which they relate to libraries

• Any institutional audience assessments that were conducted and their results

• Examples of representative individual responses (to bring a concrete element to your assessment discussion)

• The role that the assessments took in the plan’s goals

• Examples of similar, successful strategic social media initiatives at other libraries, preferably with similar populations



The drafting process


• The motivations behind specific decisions, again, especially in cases where feedback was not incorporated



The plan


• The plan itself, including a description of how the goals might lead to specific project plans

• Description of what a strategic plan is and is not (is not a project plan)

• Explanation of how the plan speaks to the library’s institutional vision, mission, goals, and larger strategic plan, if relevant



Spend less time talking about what you did and more time talking about the final product and what it means for everyone. We often expend too much effort talking about background; if you’ve been keeping the process open, the people who have an interest will already know what happened and just need a quick reminder.

Platform Training and Brainstorming

Many librarians maintain a general awareness of trends in social media, but some do not have the time or interest to keep up with constant changes to the platforms, their intent, and their user demographics. Formal sessions can also be used to share information about the plan itself and about the social media platforms that might be used to achieve it. This approach can be especially relevant if your assessments have shown a marked audience interest in a particular social media platform or feature. This kind of informational session can be useful to social media neophytes and more advanced practitioners if it includes time for advanced group brainstorming on how the plan’s goals will be met. Those who are new to the technology will appreciate that time is being spent to inform them, and those who are already involved will understand how the actions they are already taking might be meeting the goals of the strategic plan. In many cases, attendees will find that their efforts will not need to be increased at all, but slightly modified or refined.

Informal Internal Marketing

Informal marketing is also vital. Those dead times during desk shifts, in the space before and after meetings, and in the elevator can all be used as plan marketing opportunities. Informal conversation should not be relied on as the sole means of disseminating information, but it can do a lot to create goodwill and to clear up misunderstandings. It can also be used to slowly but steadily widen the sphere of employees who are aware of the inner workings of the plan. Finally, one-on-one communications about the plan give those impacted a lengthier opportunity to provide comments and feedback.

Team members should be prepared to discuss all of the items listed earlier not just in the formal information sessions, but as they communicate with coworkers throughout the day. They can act in both an informative capacity and in a persuasive one. Any suggestions or comments that arise as a result of their informal marketing can be brought back to the team for discussion.

Because opportunities to market informally are sometimes brief, the planning team members might want to think about preparing an elevator pitch for the plan—or, in other words, a pitch that can be presented in the time it takes for an average elevator ride. All elevator pitches are different but must be three things: intriguing, flexible in terms of content, and brief. Of course, one does not need to be in an elevator to deliver them. These sound bites are widely accepted in the business world as a way to market oneself or one’s projects.

• Follow Up with Target Audience Marketing

In addition to getting information to all internal parties, you may choose to inform your audience about the strategic plan. Audience marketing can be done just before the process (when you recruit target group members to be assessed), during the process (with a series of sequential updates), at the conclusion of the process, or only when the resulting project plans have been set in motion and there are tangible results rather than just a plan to market.

Because a strategic plan sets an outline for action rather than taking action itself, first determine if it is necessary or desirable to let your audience know about the plan at all. In some cases it may be beneficial to inform them that you have created or are creating a plan that targets them, but in some it may not. In most cases, marketing services or platforms as you launch them will be more useful than marketing the plan itself. One notable exception may be a plan that includes specific attention to a group that has expressed displeasure; if you have an actively vocal group whose members are requesting action, then the plan itself is a great way to show that the library is attentive to their concerns. Recruitment of patrons for upcoming assessments is also a form of public relations in itself; when you recruited them to participate in focus groups, interviews, or surveys, they realized that you were taking into account their opinions. The next important step is to show how those opinions were used to create change.

An excellent way to informally market a new or revamped social media plan is through any social media platforms already maintained by your library. Some libraries are fortunate enough to have marketing directors or public relations representatives, but in many institutions they are an unheard-of luxury. If your library already has a Facebook, Twitter, blog, or other social media presence, it would be a prime outlet for casual, even sequential, marketing about the progress of the plan. Be sure not to make promises about the outcomes though, lest students mistake your eagerness for disingenuousness when the promised programs or services do not materialize.

If you decide to market the plan itself to your target audience, then a different marketing message will be required. The average patron will want and need far less information than a library employee; in most cases the information that a plan is being formed will be sufficient. Again, releasing goals before they are finalized can be perilous, as some may ultimately be discarded or modified.


MINI CASE STUDY 7: New York Public Library

The New York Public Library has taken a particularly notable approach to marketing their library’s offerings and engaging their patrons through social media rather than marketing their approach and planning documents. Check out their “Connect with NYPL” options at http://www.nypl.org/voices/connect-nypl to review their marketing on platforms like Facebook, Flickr, Twitter, Foursquare, YouTube, iTunes, and VoiceThread. NYPL also launched an impressive invitation-only social media game called Find the Future: The Game. It took place in May 2011. Their marketing video and relevant links can be found online at http://bcove.me/i1zxgzcp.




MINI CASE STUDY 8: Georgia State University Library

Georgia State University Library employees made the strategic decision to target graduate student needs in Fiscal Years 2010 and 2011. The decision was made in response to LibQUAL+ (http://www.libqual.org/home) survey responses, which showed that our graduate populations felt underserved in some ways. The shift in our focus immediately followed multiple years of attention to undergraduates in both our physical and virtual spaces.

Formal and informal marketing was used to make graduate students aware of our renewed attentions to their needs through our library’s annual goal and institutional effectiveness plan, but very little marketing was done of the plan itself.

First, additional assessment scenarios were planned in order to get more information on what the graduate students most wanted from the library, and those assessment announcements served as notifications that we were making plans to change. Once they agreed to be assessed, graduate student participants in focus groups and interviews were told that the library was seeking their input on how to meet their needs most effectively.

After that assessment phase, we decided not to target the students again for formal marketing until the subsequent project goals were brought into reality. After each new service or feature is launched, the library’s newsletter, website, and blog will be updated to include information on the initiatives. So, marketing of the plan was done, but the primary mode beforehand was the notification that we were conducting user needs assessments, and then, until we had something tangible to market, we used our marketing space and efforts for other initiatives.
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Best Practices

• Document Carefully

• Plan for Change

• Be Flexible

• Ask Uncomfortable Questions

• Communicate

• Don’t Rush to Conclusions

• Aim for Consensus, but Don’t Require It

• Get an External Reviewer

• Value and Celebrate Small Successes

• Create Accountability

• Know When to Plan and When to Go with It

• Don’t Overwhelm Yourself or Your Team

• Be Patient

• Don’t Get Too Specific

• Maintain a Consistent Tone and Brand

• Capitalize on the Strengths of Social Media



We’ve already covered many of the basics of setting up and writing your plan, but here’s an overview of best practices. These will address the steps of the planning itself and give you some tips for implementing your plan.

 • Document Carefully

Hopefully yours will not be the last team to engage in planning for social media, so remember to document your steps as you move through the process. At the end, you can draft a brief executive summary to go along with your full write-up. Include any research and assessments that you conducted, and relate the data to your patrons. As with any group, there’s a happy medium between saving everything and saving enough so that later committees can understand your logic and use it to create an even more mature plan—or choose a different approach based on your findings.


MINI CASE STUDY 9: San José Public Library

Librarians at San José Public Library in California have produced a pleasantly brief Project Plan document that outlines social media background, overall approach (which includes gaining relevant permissions and reviewing relevant documentation, policy creation, an internal marketing plan, and a training plan for employees), project outputs, technology requirements and impact, training, marketing, and evaluation plan. The entire plan is just over one page in length. The plan is short enough to be comprehensible and interesting to anyone while still touching on all the important elements of the planning process.




MINI CASE STUDY 10: Georgia Institute of Technology

The Georgia Institute of Technology has posted a very thorough strategic planning document that’s worth reviewing even though it’s not for social media (Critz et al., 2007).



 • Plan for Change

Your plan must be specific enough to be meaningful but generic enough to allow for change. For example, “Do more with social media” is not a reasonably narrow goal, but “ask all members of public services to create a Foursquare library tip” may be unreasonably specific. You can plan to pilot Foursquare, but it may be too much to commit everyone to it for the whole year. Who knows what will happen to that platform next week or in 12 months? You may find it’s best not to name specific platforms in most cases but rather to focus on their functions. For example, “Use social networking software to increase the conversation between library employees and the target audience.”

 • Be Flexible

Social media, like anything in the field of technology, changes rapidly. If your plan documents are done well, it will be relatively timeless, and your plan for social media must allow for the changes that will inevitably come. However, you’ll still have to be flexible both as you plan and as you realize the plan’s steps. What if you lose a key employee or a platform goes kaput? The implementation team will want to remember that things will change and that things don’t always go precisely according to plan—and sometimes it is the plan that must be changed. The overseers of the plan should also keep this in mind so that the plan can be a living document. As you work through implementing your plan, treat it like a plan, not words carved in stone. Sometimes plans change, and that’s okay.

• Ask Uncomfortable Questions

In planning, we must be prepared to ask, critically consider, and answer questions that make us uncomfortable. Often we may find that we have been operating under assumptions or biases, or we may find that the politics of our organization are creating roadblocks. Even when little or nothing can be done to rectify some of those issues, recognizing them is an important step.

• Communicate

Communication has been the overarching theme of this book, so I’d be remiss not to mention it here. Be sure that your planning team communicates thoroughly and holistically throughout the entire process of plan construction and implementation. If your team communicates honestly and thoroughly, then positive feelings and advocates for your social media endeavors will grow.

• Don’t Rush to Conclusions

The trick with the planning process is to do it quickly without doing it hastily. In my experience, librarians are a highly detail-oriented bunch, but we eventually tire of meetings just like anyone, and, depending on your team and situation, the planning process can drag out. Herbert Simon and James March say that human beings often “satisfice” rather than optimize—we look for alternatives until we find one that will work rather than searching for the best (March and Simon, 1958). Satisficing often works, but it can also lead to conclusions that are less than optimal. It is easy to fall prey to this problem as you reach the later stages of the planning process, but it is during those stages that you want to make the clearest decisions, as they’re going to guide your direction for the duration of the plan.

• Aim for Consensus, but Don’t Require It

As with any team effort, people will inevitably disagree about the direction you should take or on an individual goal, assignment, or measure. This will be true both inside your planning team, if you have one, and on the larger scale, if other individuals will be asked to take action as a result of the plan. You won’t always be able to create consensus, and, in strategic planning, strenuous attempts to reach it can often result in oversimplified or very easy goals. Ideally, your goals and initiatives will be somewhat challenging and will require at least some change, not just produce a listing of the things you already do. If you can’t reach consensus, aim to be respectful of everyone’s opinions, and be clear that you took them into account.

• Get an External Reviewer

If you can find someone external to review your plan once it’s finished, then do. You’ll already have a lot of internal feedback from library employees, but someone from another area of your university or school or from members of your target audience can provide a fresh set of eyes and an outsider perspective.

• Value and Celebrate Small Successes

Once the plan is written and marketed, the small successes that lead to its ultimate success must be valued and applauded. In most cases, more than one individual will be required to make a plan “successful,” and valuing the efforts of all parties on an ongoing basis is a form of positive reinforcement. A strategic plan will be realized through a series of small actions, not one or two pivotal acts. Publicity of small accomplishments can also help individuals new to social media to understand the steps of the process and, hopefully, come to feel less intimidated by them.

• Create Accountability

If you wind up your strategic plan and then just let it go, eventually it will die. Someone will need to watch over the plan’s initiatives and ensure that they’re being done. This is where administrator approval and interest become integral, because you and your coworkers may need to adjust workload to fit in activities relating to the plan, and administrators are empowered to facilitate that change and create accountability. If you have a fairly large group of employees, you may find it’s best to appoint a team or individual to ensure your goals are met according to plan.

• Know When to Plan and When to Go with It

Don’t feel like having a plan means you need to plan everything. If you set a direction for yourself, many of the little things will fall into place as you move forward. Don’t bog yourself or your team down with trying to plan for every potential issue or contingency. If you’ve set your direction, made a social media policy, and set some internal guidelines, you’ll find that your bases are covered and the rest can largely be decided on the fly.

• Don’t Overwhelm Yourself or Your Team

Be sure that your plan sets reasonable goals for both the planning team members and the employees who will help to realize it. You may want to build in a step-based time frame, especially with initiatives that all require action from the same group. For example, if the plan requires several smaller project plans from public services, then space them throughout the year, and have leadership communicate those expectations. You don’t want to force people to drink from the fire hose, because they come away from the experience with negative thoughts. Ann Handley and C.C. Chapman (2011: 16) say it well: “You don’t have to create everything and publish everywhere…but you do have to do some things—and, at the very least, one thing—really, really well.”

• Be Patient

The Internet has set new and ever-increasing expectations for speed, but your projects won’t take off overnight. Some time will probably pass before you begin to see sizeable returns; I’ve had projects that started off very slowly in terms of student use but blossomed a year later. There often seems to be a critical mass point with projects like these, but you’re probably not going to reach them in a month. Don’t feel like your plan or your project is a failure because you don’t see instant returns.

• Don’t Get Too Specific

Don’t make your plan so specific that you can’t maneuver as things change or allow flexibility for testing of new platforms and services. If you make your plan items too detailed you’ll limit yourself unnecessarily and lose a lot of the benefits of planning for social media. This rule is a general best practice for all types of strategic planning.

• Maintain a Consistent Tone and Brand

As you go about implementing the parts of your plan, continue to maintain a team spirit in terms of visual and tone-based consistency. The Topeka & Shawnee County Public Library (http://www.tscpl.org/) is a particularly good example, as is the Library of Congress (http://www.loc.govindex.html) and the New York Public Library (http://www.nypl.org/). All three maintain a business casual tone, with graphics that create visual consistency.

• Capitalize on the Strengths of Social Media

In many cases, businesses and libraries use social media exactly as they use their websites: to push content. As you implement your plan, be sure to incorporate the characteristics of social media that make it special. Foster conversation, ask for opinions, involve your stakeholders, and share content across multiple platforms when possible. You can still use social media as a marketing platform, but don’t use it solely for outgoing marketing messages.
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Metrics

• Analyze Your Plan’s Success

• Tweak Your Plan



We talked about embedding measures in your strategic plan in the Writing Your Plan subsection of Chapter 5, but here let’s consider metrics for your plan on the whole. Measuring the success of a strategic plan is a multifaceted process, because you’re judging not just each goal and initiative but also the planning process and plan itself. So, your process may include a determination of how successful each initiative was, why it was a success or failure, and then a return to the planning table to integrate the findings and update the plan.

Even if a particular goal or initiative was a failure, that doesn’t mean your plan on the whole was. You can always return and make changes. As you engage more with social media and become familiar with planning for it, the process will become embedded in your institutional culture and will seem far less onerous.


MINI CASE STUDY 11: WebJunction

Employees of the online OCLC community WebJunction prepare a weekly report of all the social media and general media mentions garnered by the organization. The reports include news stories, retweets, other relevant posts, comments, and anything else that can be used to prove the merit of their time spent engaging in social media marketing and services. Senior leadership members throughout OCLC have committed to reading these reports, and they are widely shared internally. Employees can also use the information to determine which posts and efforts are most successful and then modify their approach based on those findings (Porter, 2010).



 • Analyze Your Plan’s Success

Consider these questions when measuring the holistic success of your plan:


• Did your plan items ultimately meet the mission to which you tailored them? Clearly your overall goal is to accomplish all the metrics in the plan itself. Were they all met? Did they really reflect your mission? If not, why?

• If the measures and action items were not all met, why? Were there too many things to accomplish in the time frame you set, or were the plan items themselves off the mark? Did a particular project not take off like you hoped?

• If the measures and action items were all met, which were the most successful, and why? How can that success be translated into success for other similar projects in social media or elsewhere?

• How much time did it take for the “handlers” of each service to accomplish the goal? Social media usually doesn’t cost any money, but that doesn’t mean it’s free. We devote time and energy to it in our workday that we could spend doing something else. In order to gauge time spent accurately, you might ask each service point “handler” to keep a general log or mental tally of how much time they spend each week on average. (Make it clear that the numbers will be used to determine returns, not to judge the success or failure of individual employees.) Given those numbers and the amount of traffic/hits/reposts you received, was each initiative worth the time this year? Might it be worth the time to continue next year, now that the groundwork has been laid? Could it be tweaked to improve success? You can determine success based on the measures you laid in your strategic plan. If an initiative was wildly successful, clearly you’ve struck a chord. How can that success be expanded?

• How successful was the planning process and construction? If you have a new team, have them review the documentation of the planning team and the success of the plan itself. Would a more or less formal approach better suit your library? Should the planning team composition be changed? Would you like to include more or fewer people?

• How did the internal climate/response change over the course of the year? Did people start off happy and end happy? Start off disgruntled and end complacent? Part of your plan is the internal marketing step, so this information can be used to better prepare plan items or marketing materials. You may even choose to solicit feedback from involved employees so that you have actual responses to gauge climate. These can be recorded by supervisors or project administrators or gathered in a series of interviews or a survey.



• Tweak Your Plan

Use the answers to all of these questions to determine how you might modify your planning process and strategic plan for social media in the coming cycle. Consider preparing a brief report of the impact your endeavors have made so that you’ll be prepared with data for holdouts who claim social media is frivolous or a waste of time. Your report can then be used as a basis for the continuation or expansion of your process, depending on your level of success.

Measuring your success is about maximizing your time and efforts, not about laying blame for shortcomings or failures. You want to have accountability so that things don’t get deemed “optional” and shuffled off indefinitely, but if something doesn’t work out or cannot be accomplished, try to determine why without pointing any fingers. Does workload need to be changed or redistributed? Was adequate effort put in but not met with sufficient results? You’ll find that some things work out great, while some things just don’t take off no matter how hard you try. Often there are very good reasons why different things didn’t happen, and, with technology, even if you’ve done an amazing job of assessing, you’re going to have to make changes each year. Remember, your plan is just a plan—it’s not carved in stone.
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Developing Trends

• Plan for Individualism

• Plan for Conversation

• Plan to Use Social Media as an Assessment or Feedback Tool

• Plan for Engagement

• Plan to Monitor Your Brand

• Keep Things Loose…but Not Too Loose



This chapter is a bit difficult to write because strategic planning for social media is itself a developing trend in librarianship and in the world at large. So, this whole book has been on developing trends in this topic area. Social media has been around for several years, but we’re just now embracing the idea of it as an entirely new landscape that must be used in a different way from past service or marketing avenues. Of course, strategic planning isn’t new, even for technology. However, a few areas emphasized in this process are new in our field.

• Plan for Individualism

Many of the books and guides out today talk about choosing your tone in social media endeavors. In the past we often did plan our tone but took a more formal approach. We often struggle to find an appropriately professional, yet human, tone. Drawing the line can be very difficult sometimes, and the process can make us very uncomfortable—especially if we try to overplan. On the whole, there is a trend toward a less formal, more individual and “human” voice in social media outreach. For example, JetBlue (http://twitter.com/#!/jetblue) and Home Depot (http://twitter.com/#!/homedepot) both have Twitter streams wherein each tweet is “signed” by the individual who wrote it, and the tone allows for jokes and (reasonably) personal comments. The bottom line is that businesses (including nonprofit ones) are now striving to be seen as groups composed of humans (like the humans who use social media) rather than faceless entities. This approach is being incorporated into the planning process itself. Another great way businesses and libraries are individualizing their messages is through silliness and humor, for example, the zombie-based marketing craze in libraries today. I’d love to see more humor in our social media streams as a point of developing our humanity and individualism.

• Plan for Conversation

On the same thread, another thing that’s finding its way into plans for social media is the inclusion of conversation. The desire to incorporate patrons into content creation and conversation is definitely on the rise. If you’re interested, you can incorporate your patrons as primary content creators in some way, or you can just find ways to engage your patrons through the content you put out there. Do you want to ask them questions that will hopefully get them involved in a general way? You can use this conversation to connect with people as individuals, show value, and improve their perception of the library at large.

• Plan to Use Social Media as an Assessment or Feedback Tool

Planning to use social media as a point for assessment is another fairly new trend. Not only can you ask your users to be engaged in the decision-making process, you can easily make sound, patron-based decisions and work to cultivate your culture of assessment. You can plan to do crowdsourcing or just take general polls periodically. See Next-Gen Library Redesign by Michael Lascarides (THE TECH SET #16) for more information on this subject.

• Plan for Engagement

The concept of crowd versus community is gaining traction as an important part of planning for social media endeavors. A crowd is any mass of people. A community, on the other hand, is engaged and involved. If you decide to market to your crowd, you should expect low returns. If you decide to plug into or build a community, then you should build in opportunities for involvement and even personalization. Most businesses strive to build communities but also provide content for “the crowd.”

• Plan to Monitor Your Brand

Another thing that we can now do, and are beginning to do, is make plans to keep an eye on what people are saying about our libraries in social media. Believe me, they’re talking about you. I work in a university with about 30,000 students, and almost every single day we find tweets, blog mentions, and Facebook notes about our library. Sometimes they’re complaints, sometimes they’re comments, and sometimes they’re totally random. However, on the whole, comments can help to give you a good perception of what people are doing with your space and services, and you can often get it in a more honest way than you might otherwise. If you decide to start watching these types of mentions, you’ll want to consider whether you’ll adopt a passive or an active role in responding to them.

• Keep Things Loose…but Not Too Loose

The issue with planning for social media is that, in its natural habitat, it’s almost always an extemporaneous, unplanned content stream. Individuals don’t set social media plans—they just use social media. So, something we’re just learning to get a handle on is setting a plan without planning things to death. You don’t want to plan so much that you lose all the fun or experience death by committee, but you also don’t want to wander out aimlessly and have 20 different people each doing a different thing with your institutional social media. Finding that happy medium is definitely still an emerging trend.
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Surveys

case study, 39

as goal action item, 65

in marketing, 76

and polls, 40

question list sample, 42

target audience selection, 33

tools, 41

SWOT analysis, 50–52

T

“Thinking about the Hidden Traps in Decision Making,” 50

Time management, 25, 52

Tone, setting and maintaining, 17, 86

Tone and voice in social media, 71–72

Training, for employees, 77

Transparency, 26

Trends, developing, 91–93

Truelson, Judith A., 22, 95

Tumblr, 2

Twitter, 2

as action item, 58

analytics, 38, 41

and marketing, 79

patron commentary/posting, 67, 68

patron communication, 12, 71–72, 91–92

target group use, 32

use in case studies, 21, 79

Twitter Search, 61

U

Universal McCann study (Wave.5: The Socialization of Brands), 4, 32, 99

University of California at Santa Barbara, 16

University of Rochester, 44

User Experience (UX) Design for Libraries (Schmidt/Etches), 48

User Is Always Right: A Practical Guide to Creating and Using Personas for the Web, The (Mulder and Yaar), 46

V

Vara, Suzanne, 1, 72

Villanova University, 21

Vision statement, definition, 53

W

Watson Wyatt Worldwide, 53

Wave.5: The Socialization of Brands (Universal McCann), 4, 32, 99

Wiki Answers, 3

Wikipedia, 2

WordPress, 12, 38

Workplace culture, importance of, 51

World of Warcraft, 3

Y

Yaar, Ziv, 46

Yahoo! Answers, 3

Yale University Library, 54

YouTube, 2

analytics, 38

and student contest, 67

use in case studies, 21, 79

why use, 25

Z

Zoomerang, 41
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