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Abstract Companies when strategizing are looking for innovative ways to have a
competitive advantage over their competitors. One way in which they compete is by the
adoption of social media. Social media has evolved over the years and as a result, new
concepts and applications are developed which promises to provide business value to a
company. However, despite the usefulness of social media, many businesses fail to reap
its full benefits. The current literature shows evidence of lack of strategically designed
process for companies to successfully implement social media. The purpose of this study
is to suggest a framework which provides the necessary alignment between social media
goals with business objectives. From the literature review, a social media strategy
framework was derived to offer an effective step by step approach to the development
and implementation of social media goals aligned with a company’s business objectives.
The contribution to this study is the development of a social media strategy framework
that can be used by organisations for business value.

Keywords. Social Media, Social Media Strategy, Social Networks, Social Media
Platforms

1 Introduction

Social media are online platforms that aid global collaboration and sharing amongst
users. With the rapid growth and availability of network bandwidth and technology,
social media has a significant increase in user count. This has also led to the increase
in user-generated content [18]. Hence, it enables users to connect with one another and
share information. These platforms are extensively adopted by users of all age group,
educational, cultural and economic background [29].

The inarguable growth of social media has allowed profound changes in the envi-
ronment. Social media is altering the business while introducing development, new
learning skills and communication management processes [25]. Social media has
changed the traditional marketing methods which is a one-way flow of information (for
example, television and radio) while encouraging a two-way communication flow. The
use of social media allows easy sharing of information to a wider audience while in-
creasing brand awareness and promoting company’s products and services. As a result
of this exposure, companies strive to maintain a positive image, have an active online
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presence to communicate with their customers and also satisfy customers' needs. Com-
panies are following the trend of having a presence on social media by creating multiple
social media accounts without clear objectives or a strategic approach for its business
use. Previous research has shown the implementation of social media is to be done
carefully by designing a framework or method to provide the necessary integration be-
tween social media and the business goals. Resources such as time, skills, human re-
source and technology are needed when adopting social media. Therefore, the need to
measure return on investment (ROI) arises [25]. Nonetheless, it is a challenge to meas-
ure the efficiency and return on investment on a social media approach that has not
been strategically designed.

However, so many companies have adopted the use of social media practice in their
business. The gap in the literature shows limited availability of social media strategy
framework for the implementation of social media for business use. Despite the ad-
vantages, some companies are yet to identify clearly what their social media presence
entails [18]. Recent research has shown that companies do not have a strategy in the
selection of a suitable social media platform for their business [29]. In the absence of a
strategic process, a company cannot gain the full benefit that social media provides
[15]. Hence, this study aims to address the gap of a lack of a comprehensive social
media strategy.

The next section presents the use of social media by companies which leads to the
lack of social media strategies in business. Second, we elaborate on existing social
media strategies. Third, we discuss the selection process of suitable social media plat-
forms by companies. Fourth, we present a proposed framework. Finally, the conclusion
of this study.

2 Use of social media by Companies

For many businesses, it is important to engage in social media to benefit from the
opportunities it provides. According to Harris and Rae [13], companies have recognised
the opportunities that lie in the adoption of social media. For example, it helps build
trust and commitment with key stakeholders, employees, and customers.

The different social media platforms such as Facebook, Twitter, LinkedlIn, and
YouTube are used to enable online interaction share and collect information about prod-
ucts and services. These platforms can serve as a place where different ideas can be
collected from a vast range of population concerning the development of a business or
its products.

Previous research has shown that social media adoption has created a high positive
impact on businesses that incorporates this technology as an innovative process in com-
parison to firms that are yet to do so [30]. According to Li & Li [24], social media
creates a cordial relationship between a company and its customers thereby, influencing
various aspects of consumer behaviour which includes purchase behaviour, awareness,
information acquisition, post-purchase communication and opinions [28]. According to
Jiang et al. [16] from a business perspective, social media can be used in various ways
to improve operations and enhance business profile. The process can be done by im-
proved communication, maintaining a good relationship with existing customers and



attracting new customers, intensify word of mouth effect, advertising company’s prod-
ucts and services, improving brand awareness and increasing traffic to websites. Busi-
nesses are increasingly attempting to adopt and implement social media as an integral
part of work life and to enhance competitive advantage [7].

According to Weisgerber & Butler [34], social media has enabled organisations to gain
exposure to the needs, opinions, and desires of a wider audience and also provide an
opportunity for connecting with a highly targeted population that could be potential
customers to the organisation. From the organisations’ perspective, social media cre-
ates a better communication process between customers, stakeholders and the
organisation itself which leads to the start of an innovative process in the organisation
[23].

2.1  Lack of Social Media Strategy

In the early 2000s, during the inception of social media which brought the launch of
platforms like Fotolog, Myspace, hi5, Friendster and del.icio.us, companies have estab-
lished a presence on these platforms to explore the benefits of social media for business.
The early adopters were intrigued by the number of users subscribed to these platforms
and its increasing usage among its customer base. Previous research has shown that
most companies randomly establish a presence on social media while others avoid these
platforms altogether because of unknown business risk and lack of understanding of the
social media environment [21]. Establishing a presence on several social media plat-
forms without a strategically defined approach does pose some risks to companies.
Nevertheless, during the adoption process of social media, companies use up time, hu-
man resource, efforts, technology and skills, these parameters need to be put into con-
sideration so the return on investment can be measured accurately. Strategic content
planning, resources or undefined job responsibility can lead to the inconstancy of con-
tent flow. Therefore, companies will not be able to keep customer’s interest for long
[26].

In the excitement of creating a presence on social media platform (for example, Fa-
cebook page) to enable customers to join (like), or for the display of adverts especially
videos which have the tendency to go viral. The video can expose a company in either
a positive or negative way; a positive exposure can generate more revenue while a neg-
ative exposure can affect the business and the company’s reputation [5]. The nature of
social media makes it difficult to govern as it is user generated and difficult to control
[9]. However, after a careful study of social media mechanisms companies can foresee
social media risks and provide quick response to them. Lardi and Fuchs [21] states that
the adoption of social media brings an advantage to a company’s value when properly
incorporated into the company’s context. Recent research shows companies are begin-
ning to understand the need to adopt a social media strategy, clearly defining the objec-
tives of the use of having a social media presence for their business, identifying the
target audience and the selection of suitable social media platform(s) for specific busi-
ness needs [21].

A strategic business change impacts all the aspects of the company; people, culture,
process, technology and also the implementation of social media strategy. Applying



social media as a business strategy and not just a platform for marketing allows com-
panies to find an appropriate use for social media with a maximum business value [26].

3 Existing Social Media Strategy Framework

Companies are challenged as they face an environment where the adoption rate of
social media has massively increased by customers and employees. However, compa-
nies face tremendous pressure to create a presence on various platforms as expected by
customers [22]. For this reason, they are struggling to implement social media strategi-
cally in their business for it is not enough to just create a presence but to use it system-
atically and enjoy its benefits. However, many companies find implementing a suc-
cessful social media strategy difficult [4], [18]. There is a few social media strategy that
concentrates on different aspects of social media.

Effing and Spil [12] framework provides significant key elements and areas of con-
cern for the development of a social media strategy. The seven elements are as follows;
(i) Target audience: companies should define what target group they intend to address
using social media. (ii) Channel choice: it is important to select the appropriate choice
of channel for different target groups. (iii) Goals: to gain business value, social media
should be aligned with business goals. (iv) Resources: adequate resources should be
allocated to the success of social media strategy. (v) Policies: should be structured to
manage the use of social media in the company. (vi) Monitoring: businesses should
listen to what is been said about the company\products and services. (vii) Content ac-
tivities: a clear content post and timeframe are defined to allow regular contribution on
the platforms. These elements are derived from the literature review as the components
required for a comprehensive social media strategy.

Secondly, Kietzmann et al. [18] framework which is called "The Honeycomb of so-
cial media" consist of seven functional building blocks of social media they are: (i)
Presence: refers to the availability of users on the platform. (ii) Relationship: is how
users relate to one another, (iii) Reputation: is the degree to which users know each
other, (iv) Groups: is when users form communities. (v) Identity: this relates to the level
of which users reveal themselves, (vi) Conversation: refers to how users communicate
with one another, (vii) Sharing: is the exchange of information among users. Hence,
these functional building blocks describe the extent in which users engage with social
media.

While Kiralova and Pavliceka [19] social media strategy is concerned with using
social media as a useful tool for marketing. The paper discussed the competitive ad-
vantage gained by the alignment of business strategies with social media in the tourism
sector. While Oliveira and Figueira [26] social media strategy concentrated on using
social media to develop a functional communication strategy.

The above frameworks do not possess the significant factors needed in a compre-
hensive social media strategy as they do not contain the necessary requirements for
evaluating readiness, development and the implementation of social media in compa-
nies.



The Lardi and Fuchs [21] social media strategy framework forms the core of this
study (Fig.1). This framework gives a detailed step by step process on the implementa-
tion of social media strategy while considering the goals and objectives of the business.
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Fig 1. Social Media Strategy Framework [21]
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Phase 1 —Development Strategy

This stage is important as it allows a replete assessment of the company’s compe-
tence regarding readiness, abilities, objectives and capabilities to adopt social media
into their business [16]. This stage also puts into consideration the organisational struc-
ture, people, process carried out, governance, changes social media brings to the busi-
ness process, technology to be adopted and risk involved.

Phase 2 —Plan & Deliver

Phase 2 has two parts: Enterprise collaboration (Internal) and Business 2.0 (Exter-
nal).

Enterprise Collaboration: This section focuses on the use of social media within the
company. The enterprise collaboration gives power to the employees by slowly getting
rigid of the traditional corporate structure in a company. The implementation of enter-
prise 2.0 creates an opportunity for businesses to tap into the creativity of their employ-
ees to enhance productivity and daily work activities [14].

In regards to the focus areas (see Fig. 1) connection and interactivity in the enterprise
collaboration is a process of exchange of information. The interactive innovation of
social media offers two-way communication, which aids in the easy flow of information
between employees to achieve effectiveness and productivity [35]. The continual inter-
action of employees in enterprise collaboration encourages brainstorming and enhances
the chances of the birth of new ideas or innovation.

Enterprise collaboration process is carried out in three stages; (i) Plan implementa-
tion: at this stage, companies substantiate the functional requirements, develop a busi-
ness case that fits the business and employees requirements. Furthermore, they identify
a particular business area where social technology can be defined and implemented.
Important factors like training for employees, development of unique skills and adop-
tion process are considered critically. (ii) Build and launch: the actual building and



launching of the social media platform are done at this point. For example, if the com-
pany does not want to use existing third-party applications like Facebook etc. they
would develop a platform within the corporation to suit their needs (iii) Continuous
management: Monitoring and analysing the adopted or developed platform to measure
the quality, usefulness. Ongoing analysis of the platform is required for maintenance
and future development [21].

Business 2.0: This section handles the external part of the company; customers and
stakeholders. This area focuses on using social networking applications in promoting
innovative teamwork, interaction with their customers and also collaborating with ex-
ternal stakeholders to produce business innovation [6]. Many companies are at risk be-
cause they start the implementation process of Business 2.0 by creating a presence on
popularly used social media platforms. It is important to define the purpose of Business
2.0 critically in business by considering the advantage(s) to specific business areas like
increasing brand awareness, relationship management, innovation, creativity and also
increase efficiency and effectiveness.

There are various social media tools company use for this process. Examples are
blogs, microblogging, social networking sites, podcast, etc. [8], [10], [33]. However,
the focus area of a company may vary depending on the business area which needs
improvement. There are processes outlined for the implementation of Business 2.0
such as; (i) Plan: at the planning stage, a clear identification of the target audience or
target group(s) and the social media platforms they use are determined. For example, if
a company provides services for different target groups, different messages will be sent
to these various groups. Hence, sending a clearly defined message relevant for each
target groups is an effective communication strategy to reaching out to customers. Fur-
thermore, the most efficient way to benefit from Business 2.0 initiatives is by the se-
lection of suitable social media platforms [19]. (ii) Innovate: this is where the creative
ideas emanate. According to Berman and Hagan [2], innovation is changing the basis
of competition, rather than competing heads on with other competitors; companies
create new ideas to exploit a growing market need in order have an edge over its com-
petitors and also to gain market advantage. (iii) Setup: before the implementation of
Business 2.0 a few adjustments are required to accommodate social media activities in
the company. Setup stage is the modification of company’s policies and development
of social media policies to allow the business handle the necessary change the imple-
mentation process brings [12]. Furthermore, social media tools and accounts are setups.
The content messages for the target groups and time frame for posting are determined
at this point [21]. (iv) Launch: The launch stage is the final stage after the above steps
are completed. The launch takes place after the platform(s) are developed and ready
for the reveal. The platform(s) can are revealed same day or separate days. The launch
approach varies amongst companies. (v) Operate: After the platform(s) have been ini-
tiated, the effect of how social media activities are influencing and creating traffic to
the corporate websites is monitored [12].

The social media strategy framework is structured in an easy to follow steps. How-
ever, it does not include a systemic approach for companies to identify the suitable
social media platform to employ for their business.



4 Selection of Social Media Platform

Social media platforms have a vast advantage for social activities hence it is not just
a means of sharing information on day-to-day operations; it is a valuable and cost- ef-
fective way for businesses to reach their customers. Regardless, it is not appropriate
for companies to create an account on all the social media platforms available. Deter-
mining the right social media platform(s) for a company is not to be overlooked [11].

Recent studies have shown that companies do not take strategic procedures in select-
ing suitable social media platform(s) to meet their business values [26]. This has been
identified as a gap in the literature. The study for the process of selecting social media
platform has little attention in this research area. However, Tavana et al. [31] derived a
network structure of factors to consider in the selection process of a suitable social
media platform for business. This structure consist of six elements; content, impression
score, cost, look & feel and audience fit. These elements describe the different im-
portant factors to consider during the selection process.

/'/‘ 1. Content
z S

- \ e
2 / \ N
Y ZF \\ \\\
| ‘\v// =

\, 5. Audience Fit / \ 2. Impression
/ \ —
— e —N //
level S / \ A i
5.2 Age S A \ - /
N/ X /
/ /\\ = /// \ //
\\ P /
. /
/ / e )
4. Look &Feel // \\\
4.1 User Lz | INGost
/ Friendliness :
/ 4.2 Design
-

Fig 2. Social Media Platform Evaluation [31]

The social media platform evaluation in figure 2 shows the elements and the inter-
connection between them. A brief description of the items is discussed below.

Content: With the increased growth of social media in the community, the tools and
strategies companies use to communicate with customers have changed appreciably.
This significant change allows consumers to generate content online with the intent on
sharing and educating one another about products, services, experiences and brands [3].
According to Tavana et al. [31] the content of a social media platform is used to meas-
ure the amount of pertinent information on that platform. Hence, content is significant
because it can keep customers interested or customers can lose interest then switch to a
different platform. Barnes [1] states that it is important to create a schedule for content
updates to ensure frequent participation in the platform(s). Kaplan and Haenlein [17]



indicates that social media is about sharing and interacting with the audience, so it is
important to ensure an active presence whereby posting new updates and also engaging
in discussions with customers and target audience.

Impression Score: According to Kiralova and Pavliceka [19] research on tourism
destination, social media is used as a promotional or marketing tool which has a high
number of visitors using social media applications. Therefore in other to monitor these
visits impression score is employed. "Impression score is a subjective score used to
capture the behaviour of visitors in a site" [31].

Cost: Initially, social media began as a medium for entertainment, then after it be-
came the most common tool for marketing because of the vast advantage it brings to
the business area. To create a presence on most social media platforms, this can be done
free of charge or at low cost. As a result of it cost- effective nature, it is considered to
be the preferred marketing tool in the business environment. Hence, companies have
employed social media as an excellent approach and a marketing strategy to reach their
customers and potential customers. Companies benefit from cost reduction on market-
ing by using social media as a marketing strategy [20].

Therefore, multinational companies, small and medium-sized enterprises, non-prof-
itable organisations and even government agencies all implore social media because of
it cost effective nature and high level of efficiency [17].

Look and Feel: The look and feel of a site are stated to mean the design and user
friendliness of a social media site. Furthermore, it can represent the need for minimal
training expense and the simplicity of the tool Tavana et al. [31]. A social media plat-
form with an intuitive and user-friendly interface ensures that customers can engage
with the systems without training or difficulty [21].

Audience fit: Companies are advised to define what target groups to address using
social media platforms. They have to prioritise their customers to identify the degree
of the population who use and access social media [12]. According to Edwards [11],
the most effectual way for a company to reach its target audience is by identifying its
business goals and objectives and the audience suitable for the business. For example,
age group, educational level, gender, etc. all of these determines an audience fit. There-
fore, if a company is interested in the young audience, a good example of social media
platform to concentrate on would be snap chat and Instagram.

Having seen Fig. 1 and Fig. 2, this study has merged both structures to form a com-
prehensive social media strategy framework.



5 Proposed Framework

A gap from the literature suggests that there is a lack of focus on the capability and
readiness for companies to adopt social media. The literature states a limitation in
research on social media strategy frameworks for business use and the evaluation of
social media platform. The merging of social media strategy frameworks in Fig. 1 and
the social media platform evaluation in Fig. 2 address their independent limitations. As
discussed in the social media strategy framework in Fig. 1, the framework considered
the readiness of an organisation to adopt social media and how it is used in specific
business context. However, it lacks a systemic approach for selection of social media
platform(s) that is suitable for its business which Fig. 2 addresses by merging both
frameworks. While studying Fig 1 and Fig. 2 independently, it was considered that the
frameworks were incomplete because they do not contain the necessary factors needed
for the implementing of social media strategy in an organisation. The existing
frameworks as discussed in section 3 have some limitations which the comprehensive
social media strategy in Fig 3 addresses. For example "The Honeycomb Framework"
[18] is designed to help understand social media and its functionalities, so this does not
necessarily focus on social media readiness or how it can be implemented successfully
in a company [27].
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Fig 3. A Comprehensive Social Media Strategy Framework

The social media strategy framework (see Fig.1) gives a detailed illustration on how
social media can be implemented by a company effectively. While considering the
company’s readiness, transparency to employees and customers, the merging between
social media and existing business activities and the importance of defining the target
audience for social media use [32]. Nonetheless, the social media strategy framework
(Fig.1) lacks a profound process to select a suitable platform for both the Enterprise
Collaboration (internal) and Business 2.0 (external) which the framework in Fig. 2 ad-
dresses.

The Platform evaluation process (see Fig. 2) shows the key factors necessary for
consideration in the evaluation process for selecting a suitable social media platform.
The literature shows there is a lack of a framework to determine the right social media



platform for businesses. Although Edwards [11] suggested ways in selecting the right
social media platforms by having a good knowledge of user statistics such as daily
active users, monthly active users and overall users of each platform. More so, gave an
explanation of how these platforms can be used, however, this is not an efficient way
to determine the precise social media platform for it is based on humber counts. Dif-
ferent platforms are developed for a different purpose with distinct functionality and
separate target audience [32]. For example, LinkedIn is known to be a platform for
work professionals.

From Fig.1 and Fig.2 forms the comprehensive framework for social media strategy
implementation and platform evaluation process. This framework provides the neces-
sary need for adoption and improvement of an existing social media practice and the
useful method for the selection of social media platform. The framework was merged
and is presented in Fig. 3. We suggest this framework as a comprehensive way for the
adoption and implementation of social media in companies.

6 Conclusion

The continual development of information technology brings both opportunities and
challenges in the world. Managers are faced with the technologically progressive envi-
ronment. Hence, social media networks have become a necessary tool for business.
Social media creates a platform for companies through which they can improve their
business and customer experience. Social media provide several opportunities but also
come with some risks. Companies need to evaluate which social media platform is ap-
propriate for its business. It is important for businesses to select the best few platforms
that suit its company’s need. Companies need a social media strategy to help adopt and
implement social media appropriately to their business. The suggested framework aids
in this regard as it presents a mechanism, which various companies such as, the service
companies can use to identify what areas of the business need improvement and how
best to exploit social media for the business purpose. Thus, intensifying the likelihood
of gaining a competitive advantage. The framework is also contributing to the advanc-
ing of knowledge in the domain of social media adoption from the company’s perspec-
tive. As the current literature is not providing any theoretical frameworks in the
application of social media strategies by companies our work is offering a practical well
as a theoretical tool in this domain.
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