
Arts Marketing Association  Digital Marketing Day: 2009 

 37

Susan Hallam, Managing Director, Hallam Communications 
A framework for your digital marketing strategy 

Susam Hallam is an independent internet marketing consultant, with specialist experience of 
working in the creative sector (www.shcl.co.uk). She has been working in the UK information 
industry for more than 25 years and was amongst the first to deliver commercial internet 
workshops back in 1993. She is a guest lecturer on the TMA’s Druidstone ‘Essentials of 
Marketing’ programme and has delivered training and consultancy for organisations including 
the National Theatre of Scotland, Fáiltre Ireland, Audiences Central, Cultivate, Audiences 
Northern Ireland, EM Media, Arts Derbyshire, Arts & Media and many small arts 
organisations. She specialises in the business impact of emerging internet technologies, 
internet marketing, customer relationship and content management technologies. 

Susan speaks regularly at international conferences such as Internet World and Search 
Engine Strategies and is an expert advisor to the East Midlands eBusiness Club. Prior to 
setting up Hallam Communications in 1999, she held senior internet marketing roles at BT 
and Capital One. Susan’s initial interest in the internet and electronic commerce arose from 
her teaching and research role as a Senior Lecturer in Information Technology at Nottingham 
Trent University, where she continues to be a guest lecturer. She can be contacted at 
susan@shcl.co.uk. 

This practical seminar session provided a framework to review and plan for digital 
marketing techniques that are appropriate for our organisations, our budgets and our 
audiences. 

A framework for your digital marketing strategy 

This will be a very practical session. It is not about being especially creative or artistic; it is 
about business benefits. It’s also about measuring what is working. 

There are many social media techniques, sites, tools. Which ones are appropriate? What is 
practical? Social media goes beyond Twitter and Facebook and they might not be the best 
ones for you. 

  

 

 

 

 

 

 

 

From this diagram it is clear there is more to social media than social networking, important 
though that is. In developing a framework for a digital marketing strategy, this seminar will 
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concentrate on the elements on the right of the diagram: publish, share, discuss, social 
networks, micro-blogs and life stream. 

If it is search engine optimisation that we are interested in, then social media is excellent for 
this, especially when working with blogs. With the development of Google Caffeine [January 
2010] there will be an even greater emphasis on real time content generated by blogs. 

First, it is important to establish why we are doing this and what we want to achieve. Is it 
about acquiring more visitors – bringing people to your website in order ultimately to sell 
tickets, perhaps even to ‘make money’? Is it about converting visitors into customers? What 
social media might persuade people to become a customer? Reviews are very powerful. 

The most powerful form of social media marketing is keeping customers loyal to you. What is 
your customer retention policy? Social media is excellent for keeping in touch. Finally, how 
do you intend to use social media to engage with your audiences, enabling them to 
participate and engage in what you are doing? 

Setting objectives: discussion 

[Delegates were asked to consider, in groups, what they were trying to achieve with their 
social media strategies]. 

Amongst the objectives shared [morning session] were: 

 Recruiting students for performing arts at a high level 
 Persuading people to come and see shows 
 Use new technology to communicate with existing audiences, especially in light of 

local print-based media losing impact 
 Improve loyalty with existing audiences, looking perhaps at how much they are 

communicating with us. 
 

One of the best books on this subject is ‘Groundswell’ by Charlene Li, 
published by Forrester. It provided the basis for the ladder that Jim 
Richardson spoke of in his keynote presentation. There are lots of good 
practical examples. 

The framework outlined in the book has been combined with other 
thoughts and ideas to form the approach of this seminar: based on 
planning, listening, conversing, responding and measuring. 

All management books tell you to start with planning, but in social media terms, it is useful to 
undertake the planning process once you have undertaken other activities on the way. 

Listening 

What key phrases are people using? How do you know which are the relevant 
conversations? Who are the ‘thought leaders’ important to your target markets – or internet 
‘personas’ (as they are called in internet marketing)? What are they saying, who do they 
listen to – which blogs do they comment on – and who are their friends? 
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Another consideration here is: what are your customer ‘touch points’? When do you engage 
or interact with people? If you are a ticketed venue this might be when they buy a ticket – do 
you then use this opportunity to take the relationship further? The next point might be when 
they turn up on day – what happens then? A touch point plan can indicate how you might 
interact with people using social media. 

One way of listening in to conversations is to use ‘Social Mention’ – a social media search 
engine – e.g. for blogs, Twitter, podcasts etc. If you put in your name, artist or event you 
could find out if people are talking about you – or your competitors. This is all about 
monitoring your digital footprint. 

Or, if you are using Twitter, ‘Tweetdeck’ will enable you to set up standard searches which 
you keep monitoring. 

Conversing 

Once we’ve watched our digital footprint for a while, we are ready to converse and engage 
with people. This will be to different audiences and these might be more diverse than we had 
originally thought. 

For example, journalists are watching Twitter all the time. They use it to find out what’s 
happening. They might be following you – what do you want them to know? 

Or are you twittering with your artists in mind? Do you want to be engaging with other 
creative communities? 

You could develop a schedule so that you make sure your tweets are relevant for each 
different audience. The twittering might be within one account, but it might be about making 
sure you are saying something of interest to audience: a, b, c etc. 

It will also be necessary to consider the most suitable platform for each one. 

When having a conversation, who is your organisation’s genuine voice? Who are the real 
people who could send out interesting messages? The artistic director, box office staff and 
intern – all people with human interest. 

Remember your ultimate aim. I would like to suggest that, contrary to the advice of some 
social media advisors, it is important to bring people back to your website – the place where 
they will buy tickets or give you money. Then when they are there, what good stuff (‘link bait’) 
can you give them as reward for coming there via social media? 

Responding 

How are you going to handle responses? What will you do about negative responses? The 
best response might be to resist temptation and do nothing, because other people will come 
to your defence and people will believe them more than you. 

It’s also worth considering whether you will respond to people publically, so that everyone 
can see it, or respond privately (e.g. through a direct message). A public message could 
show that you care and have nothing to hide. A private message can avoid stoking the fire. 
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Do you have a social media policy? What do you do about ensuring people in your 
organisation do not do anything they shouldn’t? 

Q. What about people from organisations trying to get the ball rolling by posting and 
commenting, but without saying they are from the organisation? 

SH. You are skating on thin ice, because neglecting to say that you are connected, is not 
going to encourage people to trust you. 

Q. If someone picks on the bad performance of one of our actors, our director might want 
those comments taken off. 

SH. You can’t control a public space. Contrary to what some advisors would imply, I don’t 
believe you can ‘control’ social media. If necessary, you can try and encourage positive 
comments to crowd out the negative ones, but that’s different. 

Measuring 

You’re taking all this time doing loads of cool stuff, blogging, twittering etc. but how is it 
working? 

 Money is not a dirty word: sales – is it helping you to sell anything?  

 Reverb: Fans, Followers, Friends – this is a very legitimate way of measuring social 
media as long as you are sure what you are measuring and why 

 Engagement: videos viewed, programmes downloaded 

 Quality vs Quantity: just because you have 4000 ‘friends’ may sound impressive but if 
they aren’t providing a single sale for you, it’s worth considering what the point is 

 Return on Investment: this is taking you a great deal of time and there are more 
ideas, more things to do all the time. It is vital that you consider whether and how you 
are getting the necessary return 

Q. Social media is great for measuring our community engagement, but you’d never 
measure people receiving a direct mail as a success. It has to be the sales and I’ve never 
seen anyone show how Tweets lead to sales. 

SH. You get the big prize of the day! I agree with you about sales being perhaps the most 
important measure, but disagree about measuring the connection between social media and 
sales. It is possible. 

Google Analytics should be your best friend. It will give you a huge amount of information 
because it is possible to create filters. 
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With Google Analytics you can set up your 
social media activity as specific site 
addresses. Then it is possible not only to 
track the visits across to your website but 
also to look at conversions (depending on 
what it is you consider to be a conversion – 
e.g. purchasing a ticket or joining a mailing 
list): ‘visits with conversions’. 

So, I can see that someone came from 
Twitter, visited my site and then bought a 
ticket for a course I was running. 

I am not a soft and cuddly person. I want to see this sort of evidence. 

Planning 

Finally, we reach Stage 1 – planning: 

 Who will be responsible? 
 Who needs to be kept informed? 
 How is social media being used in your sector? 
 What are you competitors doing with SMM? 
 What are your SMART objectives? 
 How will you report against these objectives? 

There is nothing new under the sun. This is the way we should have been doing marketing 
all along, but I see lots of campaigns which are not SMART. 

Questions and discussion 

Q. Many of us are at the point of having a certain number of Facebook friends (for example) 
who are regular core attenders but it’s not helping us to expand our audience. How can we 
use Facebook for audience development? 

SH. You might consider Facebook advertising. It can be targeted very tightly, geographically, 
by age, by interest/keyword. Or do you make it clear on your website that you would like 
people to join your Facebook or Twitter group? Is there a call to action? 

Q. How do you find opinion leaders? 

SH. You’ll find hubs of activity. People follow each other and you’ll often find people in the 
middle of these hubs. There is an ability to track people through Socialmention for example, 
looking at who might be talking the most about a particular subject. 

 
Twitter: susanhallam 
Blog: www.shcl.co.uk/blog 
LinkedIn: susanhallam 
Email: Susan@Hallam.biz 

 


