Marketing Innovation Awards 2011-12
Swansea Libraries 2.0

Introduction

2010-11 and 2011-12 were difficult years for the library service in Swansea due to substantial reductions in its revenue budgets. Previous to these reductions the budget had remained stable and the service had enjoyed relatively buoyant growth in issues and visits based in the main on the services new and refurbished libraries including its new Central library which opened in March 2008. Along with the new and refurbished service points came innovative and targeted marketing campaigns which saw the service achieve three CyMAL Marketing Awards in three successive years.

However, it became clear towards the end of 2011 that the amount of money we were able to spend on marketing had to be substantially reduced. The consensus of opinion was that although we understood the need to reduce spending in these areas there was still a need to try and ensure the information regarding services, events and activities available at libraries needed to continue in some form.
The service had also spent a considerable amount of time and effort in creating its own branding and marketing concepts around the 
Read More, Enjoy More, Surf More and Relax More messages. Much of the branding was design and print intensive but was now being recognised corporately and by the wider public. It was felt that the branding also needed to be retained even if printing was to be reduced.
As part of the services more traditional marketing media a number of social media sites had also sprung up inc. multiple face book pages for a number of libraries, Twitter feeds and blogs. It was decided that to try and reduce printing, develop a different audience and to create a ‘younger and more quirky’ voice for the service a redevelopment of the Web 2.0 / Social Media tools was needed.

Thus Swansea Libraries 2.0 came into being at the beginning of July 2011. The service realigned the multiple facebook accounts into a single Swansea Libraries page, and reduced the Twitter accounts to two, one for the general library service and one for the virtual enquiry service ‘Library Line’. Control of the existing blog was handed over to a small team of staff and the blog was temporarily halted for a re-launch in 2012. All social media content then became part of a single team who had editorial control and provided a consistent approach to the branding and ‘voice ‘ for the media. Although the team was tasked with the upkeep of the sites it only forms part of their duties and responsibilities. 

Aims and objectives
The use of the new social media services had the following aims:

· To help reduce printing costs
· To continue to promote services

· To develop a wider audience

· To maintain the branding and messaging of existing campaigns

· To encourage staff to think about using the new media as an outlet for marketing and audience engagement

· To re-use content from Press releases, Twitter and facebook pages across links

· To create a different voice for a younger audience

Objectives

· To have a single facebook page by Summer 2011

· To keep printing costs within budget

· To achieve over 500 ‘likes’ on our facebook page by the end of the 11-12 financial year

· To achieve over 500 followers on our Twitter sites

· To re-launch out blog page by the end of 11-12

The story so far
Facebook 

www.facebook.com/swansealibraries
The new centralised facebook page came into effect in July 2011. It was decided that the content would be created by a small editorial team and that the facebook stream would have thematic links to library services but not just be an event and service mouthpiece. Therefore the links are topical and relate in the main to events in the media with a library link e.g. news about literature, the arts, tv and film etc. This is blended with Swansea specific events and service news. Again we wanted this to have as wide an audience as possible and create an interest for our younger audience. In order to do this we have also included news relating to popular culture and the ever increasing video gaming industry. We have also linked to other service sites where possible and appropriate including shared content from Swansea’s Grand Theatre, Swansea Museum Service, Swansea Archives and other library services. The site also allows us to place specific content relating to local Swansea news, traffic and weather for instance. Obviously we also use the site to promote specific events across all of our libraries and also to integrate National marketing schemes. Examples have included promoting the Bibli family pages and most recently National Libraries Day.
Twitter
twitter.com/Discovermore
twitter.com/LibraryLine
Twitter has significantly increased in popularity and really has proved its worth as a stand alone social media tool. It offers the service instant updates and interactions and is becoming a channel of communication that is increasingly important. To not have a Twitter feed almost seems a retrograde step in a forward thinking service.

We could have used it in a number of ways, eg. some people use it to keep people up to date with what they are doing hour by hour, which may be useful and thrilling for some followers i.e. a celebrity or completion of a public building, however the day to day workings of the office or library only occasionally throw up suitable material to be used in this way. Instead we have gone for a more general feed of news and stories that reflect what we do and the stock and resources we have. We have also used it effectively to alert people to service problems such as IT downtime, emergency library closures and changes to events programmes etc.
As we have learnt from other successful twitter feeds the idea is to go for a 90% share and 10% sell ratio. A customer doesn’t want to have to listen to endless promotion that clogs up your twitter feed. Therefore the establishment or brand has to offer something else and develop its own voice.  We hope that customers like this approach and that they re-tweet interesting content. We certainly re-tweet appropriate content which not only allows us access to more content but is also likely to gain us additional followers. It seems that our approach is certainly working as we have seen a huge increase in our Twitter followers over the last few months.
We have learnt that using the new social media tools is not free and is quite resource hungry in terms of staff time. However we are managing this much more effectively by re-using content. E.g As we are limited with time we linked the facebook page to our twitter account, the feed goes one way. We could have had the feed going the other way but the interface on facebook is easier to work with and Twitter is obviously limited in terms of the number of characters we can use. 

The blog page

swansealibraries.blogspot.com
The blog page has currently been put on hold until a re-launch in the spring of 2012. The blog was our first real ‘toe-dip’ into the world of Social Media and we believe is the oldest official public library blog in the UK. We have had over 14, 000 visits to the blog since December 2006. The reason for temporarily suspending the blog was the amount of resource it initially required. Also with the advent of facebook many of the shorter posts could now be accommodated within the facebook setting. However, there is still an opportunity to develop the blog as a more thought provoking media feed. Now that we have an editorial team we can concentrate on making the blog a different type of communication channel. We are still hoping to re-use material from our other social media streams but the blog also opens up greater opportunities around engagement with our more dedicated customers. Thoughts so far include book reviews, proposals for service development, industry news etc. The blog offers a better environment for lengthier articles and provides a greater opportunity for customer engagement. 
In the interim we have embedded our general Twitter feed into the site and are signposting customers to our facebook and library web pages.
Service Benefits
One of the immediate benefits has been staff development and involvement. Due to the fact that a decision was made to close other sites the new editorial staff have had to engage with a wide range of staff at all levels, given that some of these staff had been developing their own sites there was a possibility of a clash of personalities and a possible denting of pride. However, on the whole the transition has been a smooth one and many staff could see the need for rationalisation and a central approach. However, not all staff are fully engaged and more work needs to be done. Some libraries happily send in content for the facebook and Twitter feeds whilst others still prefer to rely on their traditional marketing tools. A concerted effort will be made in 2012 to try and address this. As we now have a defined team that works on content creation it has been easier to make training needs assessments in this area. Two staff in particular, Emma Townshend and Natalie Hudson have been released to attend training courses on Web 2.0 technologies. Both these members of staff have attended a corporate Social Media forum after our sites were identified by other departments as examples of good practise. Senior staff have also given presentations on the use of Social Media in a number of conferences and training courses. 
A further regional training day is being organised for the South West and Mid Wales Partnership (SWAMP) at the end of February. This will be run in the main by myself, Emma and Nat. 
Another benefit has been the gradual breaking down of barriers in relation to the Authority’s early reluctance to engage with Social Media. When the service began their facebook and twitter pages I believe we were the only ones using the technology at the time. Since then we have seen facebook and Twitter sites for the Grand Theatre, The Glynn Vivian, My Swansea (internal marketing), Social Services and Swansea Scrutiny Committees to name but a few. Many of asked us for advice and we have developed improved partnerships with these organisations and often re-use each others content.
One definite benefit has been the reduction in printing and the immediacy of the message. Due to reductions in marketing budgets there was a need to reduce the costs of print materials. Although it is hard to estimate how much the use of our social media has reduced printing we have managed to keep within our budget targets for this financial year. A bigger benefit is the speed of the message we wish to convey. No longer do we need to wait for a press release to be edited, approved and published; now we can go straight to publication within minutes. There are obviously risks but these risks are in the main mitigated by trusting the editorial team and for empowering them to make judgement calls on a daily basis. We are also completely open with regards to customers’ comments and so far we have only had to remove one post due to inappropriate language. I feel this reflects that the majority of our customers using our streams understand what we are trying to convey and that they in the main have a respect for the service.
As the service is now embedded and is sustainable with the current staffing levels it has also allowed us to promote our sites via signature strips. 
Examples include our weekly book reviews in the local newspaper (Evening Post) which also advertises our facebook page every week. Staff are also being encouraged to add the signature strips to their e-mail signatures and any new printed materials will also contain signature entries for facebook, Twitter and the blog when it is re-launched.

Content re-use is something we are constantly looking at as even with a small team it is difficult to continually create content. The streams do give us greater exposure and allow us to re-use materials. Examples include our original 
You Tube adverts which we can periodically drop back into the marketing mix via both the facebook and twitter links.
Statistics

www.facebook.com/swansealibraries
Total likes: 392

Number of unique friends of fans: 93,241

Average number of unique people commenting on pages: 38

Twitter.com/Discovermore

Total followers: 1,026

Member of over 50 lists

Twitter.com/LibraryLine

Total followers: 250

Member of over 12 lists

Swansealibraries.blogspot.com

14,350 visitors

You tube
Sneeze:
http://www.youtube.com/watch?v=mu-e-tYdu10
317 views

Chocolate: 
http://www.youtube.com/watch?v=y1mT-RDAEic
285 views
Where next?
· Re-launch the blog - Ideally we would have someone writing a piece for the blog each week, a couple of hundred words with a light hearted article on something topical, maybe expanding items we have posted on our facebook page, there are enough entries to inspire something. Again we will look to reuse existing content such as our book reviews.
· Take more photos, people love photos on facebook. However, we have to ensure risks associated with privacy and copyright are complied with.
· We would really like to include podcasts, videocasts and You tube adverts, however, even with the staff resource we have we are finding it difficult to add additional content at present.
· Creation of an internal website for staff (partially developed during the three day Wise Kids training course) for internal marketing and communications

· Continue to investigate local facebook pages and link with appropriate partners.
· Look at integrating other applications into our pages inc. google style events calendar
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Swansea Library Service believes there will always be a avenue to enhance its audience development through the use of Social Media and are keen to continue to develop its use and investigate the next generation through the smart phone app interface. ….. but that’s another story and maybe next years Innovations bid!

� See examples in Appendix 1


� Details in Appendix 2. Libraries 2.0: Social Media for beginners


� Details in Appendix 3. Evening post weekly review
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