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Abstract

Social Media provide an opportunity to communicate directly with an audience in real time and world wide. The risk is that sensitive information might be leaked to an audience world wide, and a moody public might be confronted with unreliable information from dubious sources. This risk becomes a major conceptual problem, if strategic communication is split in operational information and public affairs. The former is seen as a means of the informational warfare, the latter is seen as a tool to keep the public at home informed on defence issues in general, and the armed forces in particular.

Within the public affairs division of the German MoD/German Armed Forces the future use of social media in the military is currently under scrutiny. This paper will address the basic research position on applying social media as a tool in public affairs from a German perspective. It will, firstly, assess the policy, risks and opportunities seen in the use of social media, i.e. capabilities necessary to keep up a real time dialogue with the public; political repercussions of an “institutional use” of social media; lessons learned for campaigning; methods to evaluate the potential, range and impact of social media. Further, the social features of the social media user will be assessed, and with what aim, how, and to what effect social media are consulted. It will be discussed, whether the anarchic structure of the digital information market, and the anarchic culture of web-use would not require an anarchic answer to play a part in this community. Why should institutions have their own social media platform, if “trust” is the decisive feature of gaining followers? It will be discussed, whether the Human Resource Factor is not the decisive feature to be a trusted member, and therefore effective within the Web 2.0 community.
1.0
Introduction

Social Media provide an opportunity to communicate directly with an audience world wide in real time. For the armed forces the risk involved is that sensitive information might be leaked to an audience world wide, and that a moody public might be confronted with unreliable information from dubious sources. However, the genie is out of the bottle. With the progress of broadband cable and high speed wireless access more and more people use the web as a feature of their everyday life. To ignore this development is not an option that will carry very far. The audience of every public affairs attempt is online and connected. The question is, to what degree should one engage in this new channel of communication, and what are the characteristics one has to consider? Is it just a new channel to distribute information, or are social media different by nature? As social media are still infants, as they only became popular to a wide audience in the last couple of years, basic research about the conditions and effects of social media are still underway. No definite results have been reached, and so called “social media expert” might be able to provide an informed guess about proceedings and effects, but their knowledge is at best build on three or four years of experience with mass communication, interaction and networking via social media. Within the public affairs division of the German MoD/German Armed Forces (Bundeswehr) the future use of social media by the military is currently under scrutiny. It goes without question that recruiting has to use this technology. It is also clear that information warfare has to use this instrument to be competitive. However, the aim of public affairs is neither recruiting nor to lead a war of the words. The very specific task of the Public Affairs Division of the German Armed Forces is to inform the home audience about the nature of the armed forces, the duties assigned to the armed forces, and the missions the Bundeswehr is engaged in. This paper will address the basic research position on applying social media as a tool in public affairs from a German perspective. Chapter 2 will address the features specific to social media, the changes of the communication process caused by the nature of social media, and inherent risks and opportunities. After presenting a checklist of social media campaigns, and based on user expectations, an empirical example will be shown, how the German Armed Forces apply the strategy of “learning by doing” to gain experience. This paper will conclude by summarizing the culture and nature of social media as they are currently perceived. In saying that human resources are decisive, it is stated that to get involved in social media the public affairs division has to implement a workflow that encourages trust in the individual as the key to success. This conclusion was phrased elsewhere as follows: “Trust your subordinates…But Train them…and have a crisis communications plan to deal with mistakes – Mistakes will be made in social media” (Morton 2012).
2.0
Web 2.0 – Social Media Features
2.1 
Social Media Basics
This chapter will provide the reader with some basic understanding of social media. It will start with a definition of social media and offer a classification of the media landscape. The chapter continues by outlining the options of using of social media in the public sector. Finally, some thoughts will be given to the chances and risks the use of social media can cause.
Yet, before discussing the issue of social media in depth a quick glance on how different communication models might determine different ways of communication appears as a fruitful starting point. Mostly classic communication is uni-directional flowing from the informing institution to the citizen. Today and through the means of social media this uni-directional monologue changed to many dialogues, which one might also call multilogue. Figure 1 and 2 show models of the possible shapes of communication starting from one point. A press officer giving information to a journalist is a case of one-to-one communication. A web presence of the armed forces constitutes a case of one-to-many communication. Here, interested citizens can visit the official homepage to find any wanted information; knowing that any information found on these official pages is valid, regularly updated and sustainable. The characteristic for these two communication models is that the armed forces are in the position to decide, which information should be given to a wider audience, and which not, as the armed forces are the initial starting point of all communication on the different communication channels.


Figure 1: One-to-One Communication Model,
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Figure 2: One-to-Many Communication Model.
Yet, today, due to developments in communications technology the armed forces do not have the monopoly on distributing information anymore. The many-to-many communication model below shows how information might be produced and dispersed in ways uncontrollable for the initial sender. The armed forces – although object of the communication content - might not necessarily be part of the information infrastructure anymore. 
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Figure 3: Many-to-Many Communication Model.
Uncontrolled by the armed forces information about the armed forces can be distributed on any platform. In this respect, it is of no consequence whether the armed forces have initially contributed information or initiated a discussion or not. Formerly uni-directional communication attempts might (and will) be circumvented by third parties. Yet, the only chance to know what the public is talking about is to participate in the virtual world communication, as it would take place regardless, and continue in spite of all countermeasures anyway. This is the major difference to classic media in the real world: Institutions haven’t got the ability anymore to control information and discussion about them, because anybody can talk about everything anywhere, and there will always be somebody. Therefore, the public affairs division is faced with the challenge to master the multilogue, develop monitoring capabilities and measurements to visualize communication effects, and develop a model for sustainable communication management in the age of web 2.0.

2.1.1
Defining Social Media
Social media is a term used to describe various forms of virtual web-based communication, interaction and dialogue. It is based on the web 2.0 idea, which is best highlighted the development and distribution of user-generated content (Münker 2012, p. 45).

Social media takes the idea of web 2.0 to a new level. The key element of social media is that users generate content and share it with other users to whom they stand in some kind of virtual relationship with (“kindred spirits”). The content gets a social component through emphasizing interaction between people who already know each other in one way or another (Grabs/Bannour 2011, p. 21). All social media platforms, which will be listed below, are tools to connect through a form of communication that is in principle interactive and anarchic.

Social media add a social dimension to media content, which is a completely new feature to public communication. There has been no such social element in the development from printed press to the radio and, later, to televised content. For decades, if not centuries, the media producing industry had the monopoly of a gatekeeper function to distribute information through media, and was thus a veto-player. Social media, in contrast, can be used by everyone as a sender. The main part of the content is user generated content, which is produced, distributed, discussed, shared and worked on through online platforms and other virtual instruments. While the classic media definition already spans a wide array, the social media term is even wider. This is reflected by the many different platforms that are currently used by users to interact. There are numerous web-based applications, which all add to the social media universe. Their common ground is a public with access to these web-based applications, that can generate content, and share it with others.

Many examples can be found to show the variety of social media means: There are social media applications with a focus on communication. They can be subdivided into blogs and microblogs (i.e. Twitter), location-based networks such as Foursquare or social networks such as facebook, google+, Xing, LinkedIn or Myspace. The world map in Figure 4 shows worldwide Twitter activities on September 1st, 2011.Twitter replies (starting with @ and the name of the person/institution, which is being replied to, i.e. @NATO) are displayed in purple and show the connection from someone in one location to somebody in another location, physical movement is shown in green. Colour becomes combined to white where there are both replying tweets and physical movement. 
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Figure 4: Twitter world map by Eric Fischer (2012), data from September 1, 2011.
What the map clearly shows is a different intensity in the usage of Twitter worldwide. Whereas the United States of America, the United Kingdom and the Netherlands are highly represented, Germany, France and Australia use it comparatively little. Africa and large parts or Asia are mostly left behind the rest of the world, still being subject to what is commonly known as the digital divide. Apparently the impact of Twitter is varying dependent on the country looked at. This might also be true, because of the nature of Twitter in different countries. While in the U.S. and the UK Twitter is also used to share personal messages (i.e. gossip), in Germany it is mainly used to share business information, while personal messages are shared by facebook or the German VZ-networks. National differences also show when comparing Xing and LinkedIn. Both platforms are business orientated and offer networks for professionals. Xing had about 11.5 million users in November 2011, nearly 45 per cent (5.09 million) coming from German speaking countries (Germany (D), Austria (A), Switzerland (CH), Xing 2011, p. 7). At the same time LinkedIn had more than 150 million users worldwide, but only two million were living in the D-A-CH-region, which approximates 1.3 per cent of all registered users (LinkedIn 2012). So the D-A-CH-countries are clearly underrepresented in LinkedIn, the world leading business network. These are just two examples to illustrate that the variety of known platforms is rich, but national (cultural) differences influences determine the impact in a specific geographical area. 
Other platforms of the social media world put their focus on collaborating in a network and sharing knowledge. Examples are Wikipedia as a wiki (wiki means “quick” in Hawaiian language and a wiki is a website frequented by users who can easily add, modify, or delete content through a simple content-management system), and Delicious as a social bookmarking device. And further social media applications provide platforms to distribute and share multimedia content: Youtube and Flickr are platforms to share videos and pictures, Soundcloud and Slideshare to share music and presentations. This list is far from being complete, but might give an idea about the variety of assets that need to be considered when talking about social media (Bernet 2010, p. 83f.; European Digital Rights 2012, p. 21).

The following figure neatly captures the multiplicity of social media applications known and used in Germany. This is already the third version published by the editors in their blog about social media intelligence since its first release in September 2009, which in itself shows the high dynamic in this realm.
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Figure 5: Third version of the social media prism representing 
the status quo of September 2011 (Ethority AG 2012).
In general, all social media applications are characterized by the widespread use of commonly generated and shared media-content, available to the masses. Users do not only produce and distribute content, but they also comment, evaluate and vote on content generated by others. Different platforms have a different focuses, some concentrate on sharing content, others on networking (Macnamara 2010, p. 36).

2.1.2
Social Media in the Public Sector

According to a survey conducted by the Forsa-institute on behalf of SAS (Statistical Analysis Systems) in 2011, approximately one third of the German population is part of one of the social networks. Citizens under the age of 30 are represented with 78 per cent. Yet, only 29 per cent of the respondents claim that the possibility to get in touch with the public administration via internet is sufficient, even though the percentage is slightly higher among the group of citizens under the age of 30. More than 50 per cent of the overall respondents expect that political leaders track political discussions in the internet and most of all in social networks. In the groups of people younger than 30 almost two thirds would like to see political leaders actively engaging with the public via social media (SAS 2011, p. 15).

According to an internal study published by the city of Tübingen in 2011 already two thirds of the 53 larger towns of the federal state of Baden-Wuerttemberg are part of a social network. And almost all of them plan to participate in the near future (Universitätsstadt Tübingen 2012, p. 1).

Even if the interest in participating in social media is high among public authorities, there is still much potential to use this asset more effectively. According to Flath (2011, p. 3), there is hardly any serious attempt by the authorities to get engaged in a real dialogue with the citizens. Rather, authorities use the social media assets as an additional channel to distribute information and continue to deliver a uni-directional-monologue to the public. Often the profiles registered with the social media assets are not up to date or hard to find. And more often than not social media profiles are set up as part of a campaign and any administrative service stops right after the campaign ends (i.e. regional elections).
It might appear somewhat puzzling why public authorities use social media comparatively less. Individual users or enterprises are much keener to make the best use of new technologies. One reason why public authorities are hesitant to use the full scale of options that social media applications offer, might be that public authorities have to deliver reliable and substantial services, not gossip. In the following section some of the relevant chances and risks that social media may offer are briefly summarized. 
2.1.3
Chances through Social Media
2.1.2.1
Information
In those countries in which a high percentage of citizens use social media public administrations could be well advised to use social media as an additional channel to distribute information. „We would like to spread the vaccination dates of our district office on Twitter and Facebook” is one such example in the governmental management of the city of Hamburg (Freie und Hansestadt Hamburg 2011, p. 5). Social media are about sharing information and it is crucial for official institutions also to make use of the chances social media offer. Not only is this state-of-the-art, but absolutely necessary to be taken seriously by the target audience with whom the communication is sought with. Today social media management is still mostly an amendment of classic public relations efforts. Thus, it is merely a continuation of the one-to-many communication model with the means of social media. Yet, this does not fully leverage the chances of social media – the dialogue with the public.

2.1.2.2
Dialogue with the Public
The main chance of the implementation of social media in governmental structures is to get in contact and to interact with the public everywhere and anytime. The long existing and often criticised distance between governmental institutions and the citizens can thus be minimized by ways tailored to the target audience. Of course, dialogue is still possible via the ways it has been carried out in the past decades: personally, by mail, by telephone and, most recently, by e-mail. But it is essential that governmental institutions are proficient in the use of new ways of communication. Social media gives the possibility to acknowledge potential topics directly from where they might evolve. Questions, suggestions and representations can be communicated directly and ideally be clarified quickly. A positive side effect is that other users reading about an issue can learn from this conversation, even add own experience, and point towards specific facts concerning their own situation. Beyond these rather utilitarian aspects, involving the public also supports and develops the democratic idea. Further, the willingness to accept decisions made by the authorities will be increased, due to the more transparent work-flow of decision-making (Freie und Hansestadt Hamburg 2011, p. 6).
2.1.3
Risks of Social Media
2.1.3.1
Data Protection Issues
Social media is a medium to communicate and share personal experience and information. Hosts of social media platforms have access to a huge amount of data about their users, and some might try to turn this knowledge into their advantage. The data protection rules of facebook came to the attention of the German Federal Ministry of Food, Agriculture and Consumer Protection at the end of the year 2011. One characteristic attribute of facebook is to become a fan of anything which is present in the social network. Users become fans by pressing the so-called “like”-button and thus showing their sympathy and agreement to the network.

Criticism of data protection authorities turned towards the technical aspects as this like-button and the new time-line that facebook introduced. The like-button, by which pressing users can show their acceptance of any imaginable link in the web, is placed on many websites to spur the attention of users. Those websites submit data to facebook (even if the like-button is not pressed by the user) and collect information sometimes without the approval of the user. The like-button, in technical terms called “cookie” is valid for two years and in this time-slot recognizes users whether they are facebook users or not and independent of pressing the button. The Ministry was given no information how the collected user data were used, and recommended that no government agency or company should implement the “like”-button until a solution compliant with German data protection law has been found (Federal Ministry of Food, Agriculture and Consumer Protection 2012).

In an open letter to facebook founder Mark Zuckerberg Minister Ilse Aigner requested that users needed to be better informed about changes in terms of use concerning the utilization of collected user data. Furthermore, according to German law personal data can only be passed on to third parties with the consent of the users involved. Altogether her plea was that facebook had a responsibility towards its users – especially young users – and should not take advantage of the fact that some people treat their personal data in a careless way (Aigner 2012).
2.1.3.2
Delays through Bureaucratic Processes
One of the characteristics of bureaucracy is to break complex courses of action down to simpler subtasks. In public administration this means that each department has different responsibilities. The department responsible for the implementation and running of a social media presence is most likely the public affairs or recruiting department. But the dialogue (or multilogue) with he audience is usually not restricted to public affairs issues, but about any topic concerning the institution as a whole. So, the public affairs department might be confronted with all sorts of questions: regarding job offers, contact information, requests about special interests and details, financial matters and others. Yet, the adequate specialist for each of these issues is probably neither a member of the public affairs department, nor of the department maintaining the social media presence. As a consequence, requests concerning specific subjects need to be forwarded to the department responsible for this issue. Within the department the request needs to be dealt with and afterwards the answer returned to the department that is in contact with the audience. This procedure is not compatible with the way social media work. A characteristic of social media is velocity and long reaction periods are not tolerated by the target audience. Consequently the system of public administration – bureaucracy – is a barrier for the proper use of social media. It would need a change of the administrative culture to overcome this obstacle. And this is quite difficult to achieve, because of the workflow adequate for social media, a loss of control is inevitable.

This chapter provided a basic introduction to social media and discussed possible chances and risks the use of social media in public affairs might entail. Advantages and disadvantages that come along with the use of it by governmental institutions were presented and the broad variety of different applications under the heading of social media discussed. After briefly looking into the habits of media use in Germany, we will focus on social media campaign planning using a framework of guiding questions that might help to bring ends and means together.

3.0
Media use in Germany

Maybe the invention of the technique to produce books has changed the information environment as much as the introduction of the use of broadband internet. Today it is the mass public, the technical illiterate, who have the opportunity, means and will to participate. Not only in the way of sharing the latest gossip, but also to be up to date with events around the globe in real time, and to share one’s view and opinion about public affairs and political issues. As the most recent study of the German broadcast companies ARD/ZDF from 2010 (Reitze/Ridder 2011, p. 95) shows, 43 per cent of the German public are using the internet on a daily basis, and another 24 per cent use the internet at least a couple of times per month. While about half of the respondents just use the net, because they want to be with it, the most frequent reason to use the internet is to obtain information (91 per cent). 80 per cent say they get things that are useful for their everyday life, and 80 per cent just want to have fun. Among the 14 to 19 year olds fun is the main motive to surf the net (Reitze/Ridder 2011, p. 96). This hints at the fact that infotainment is a very strong motivation to use the net. On average a German currently spends 50 minutes a day in the net, the group of the 14 to 29 year old are already 106 minutes online per day (Reitze/Ridder 2011, p.83). Table 1 shows, which web 2.0 applications are mostly used. On average social networks, such as facebook, are visited on a daily or weekly basis by half of the population. Among the 14 to 20 year old three out of four use facebook (nearly) every day. About half the people use options to watch videos or gain knowledge through online-encyclopaedia. Active participation through blogs, short messages (Twitter) is only used by a small minority. Therefore, one can conclude that also in the world of web 2.0 equal capability and intention of active participation is limited. The more involved members of the web community serve as gatekeepers with the potential to guide and control the flow of information. 

Table 1: Daily and several times a week use of web 2.0 application in Germany in per cent.
	
	Average population

(n=1.362)
	14-20

(n=125)
	21-30

(n=182)

	Wikipedia
	54
	42
	52

	Social Networks
	53
	77
	59

	Photo and Video (like Youtube)
	48
	78
	43

	Forum
	30
	29
	34

	Messenger service (like skype, msn)
	29
	49
	34

	Blog
	17
	15
	8

	Twitter
	5
	4
	8


Source: Own calculation based on Bundeswehr Digital 2011; question wording: “How often are you using the following services in the world wide web?”
How curious is the public to interact with the armed forces using web 2.0? Even among the youngest cohort (14-17 year old) 40 per cent state that they would definitely not use social networks with information specifically designed for the armed forces. Among the group of the 18 to 29 year olds even 50 per cent are not at all interested, and another 18 per cent not interested in virtual information about the armed forces. Roughly ten per cent state a clear interest. However, Table 2 shows that 50 per cent of user of the armed forces webpage would want to participate in a social net service, and about one quarter stays sceptical. From this empirical result it becomes clear that it is not sufficient to provide a service (push), but that it is necessary to interact actively with the existing communities, and beyond (pull). To develop communication strategies is even more important in the age of web 2.0 than in the real world, because information is a good and service traded in a fast living environment. Big tankers, like the armed forces, are forced to develop strategies and workflows that allow for quick reaction under uncertainty. 

Table 2: -Use of a facebook studiVZ, XING presence designed for the armed forces (in per cent).
	
	Average population

(n=1.350)
	14-17

(n=65)
	18-29

(n=225)
	Web-user

(n=1.362)

	Yes, definitely
	2
	--
	2
	31

	Yes, likely
	4
	7
	9
	20

	Maybe, maybe not
	15
	30
	20
	12

	Rather  unlikely
	14
	22
	18
	6

	Definitely not
	62
	40
	50
	22


Source: Own calculation based on Bundeswehr Digital 2011; question wording: “Suppose the Bundeswehr would have an appearance on facebook, studiVZ or XING, would you use such a service?”

Because of the structural changes from a conscript army to a volunteer force these results indicate that the German Armed Forces will have to revise its public affairs policy. Currently at least one member of almost every German household has got some personal experience connected with the armed forces. This will change, and therefore the distance between society and armed forces will get wider. Maybe social media activities offer a way to bridge this gap in the virtual world. And maybe this virtual connection can be transformed to support in the real world. In the survey respondents were asked in an open question what would speak in favour of the armed forces taking such an approach, and what would be the risks. It was said by the respondents that arguments in favour of a social media service of the armed forces were that it is a sign of the times, it is an instrument to approach each person individually, and it is an excellent tool for public relations efforts addressed to the young generation. The most prominent counter-arguments where the loss of control, the need for resources, that other means are sufficient to achieve goals of the public affairs policy, and that social media are a short lived trend. Finally, it was argued that a social media appearance has to have more entertainment than information, and that this is not appropriate for a government institution. 

4.0
Conducting A Social Media Campaign

4.1
Eight Questions

Before starting to engage in social media some basic questions need to be answered. Activity on a new platform should be target driven; the purpose is not “just to be there”, but to achieve pre-defined goals. So the question why to be active in a specific part of social media must be answered before addressing any other questions concerning campaign planning.

According to Marcel Bernet (2010, p. 79) there are eight questions which need to be answered to guarantee a successful start of a new social media presence. The next paragraphs will briefly touch upon these questions and possible consequences one could draw, especially for the armed forces.

1. The first question to answer is what is the goal of the social media campaign? It needs to be clear what the aim of the social media presence is and how it upgrades an already existing media presence. Proper planning and formulating goals prevent poor performance, which will be punished by the audience. The goal for the German Armed Forces to be active on social media is to get in contact with the public and inform it about its mission, thus following the strategic communication concept established by NATO in 2011 (NATO 2011, p. 1-5). Citizens being interested in foreign and defence policy should find information concerning the Bundeswehr in the same information space that they are used to through their daily life. Another goal of presence on those platforms–resembling the many-to-many communication model discussed above – is for the Bundeswehr to know what is being talked about, how the armed forces and their performance are perceived. Also, social media might offer an opportunity to react to false information that is circulating in the orbit.

2. To whom do we want to talk to – and who wants to talk to us? Even if social media is open for everybody, it needs to be clear who the number one priority target audience is. Who do the armed forces want to reach and whom do they want to listen to? Possible target audiences in social media are adolescents and young academics when recruitment issues are at stake. Furthermore, families and friends of soldiers on missions abroad can be kept informed about the situation in the operational theatre, and be provided with practical and moral support. Another important task is to keep the reserve in the information loop.

3. What is our offer? Content needs to be relevant for the target audience, up to date and continuously generated. These are preconditions for a successful campaign. Again the question is, who the main target audience is that the armed forces want to reach out for with their presence on the platform. Not every target audience can be fully satisfied with the uploaded content. Content which might be beneficial for recruitment purposes might not be of interest for the reserve or relatives of soldiers and vice versa. Prioritizing the goals and to define the target audience is relevant for decisions concerning the contents offered.

4. How do we listen? During a social media campaign, listening and reacting needs to become a part of the daily workflow. The platforms need to be regularly checked, answers need to be prepared and comments posted in a proper manner. For the German Armed Forces this means to ensure that those soldiers entrusted with the care of the social media presence have the permission to react on behalf of the Bundeswehr and in the name of the Minister of Defence. It is important to prevent incidents, like the withdrawal of a published comment/answer by a superior, who might think that a specific post is not accurate enough. To ensure all members of the editorial staff dealing with the social media presence know what the other members post, intensive communication within the team is vital, and a meeting once a day reasonable. Subjects of those daily meetings should be ongoing discussions, planning the future content and other organisational matters. The key element is to trust the subordinates, to train them, and to develop a routine to deal with mistakes, because in the world of social media mistakes will be made.
5. How can we ensure dialogue (multilogue)? Discussions initiated by the user can only take off given an open mind underlying the social media campaign. For the armed forces it needs to be clear which internal processes need to be initiated to kick off specific actions proposed by the target audience. Given the strong hierarchic settings of the military organisation such user-based initiatives require a fundamental change in the mind-set of the command and control routine of the armed forces.

6. How is the campaign embedded in the overall communication strategy? For any new media channel it is important to cross-link with other existing media channels offered by the organisation. To put it simple, the overall appearance needs to be coherent. The best effect is reached by promoting campaigns through online as well as through classic media channels, thus ensuring to reach all parts of the identified target audience. In following this strategy, not only those who frequently access online sources are reached, but also those who prefer to consult newspaper as hardcopies, radio or other media (De Buhr & Tweraser 2010, p. 85). Thus, an organisation is well advised to promote a new social media presence on channels other than social media itself, such as existing (uni-directional) webpages, regularly published magazines, newspapers and newsletters, radio and TV spots. It would be an unjustifiable waste of resources, if internet users can find a new social media presence only by chance. In a coherent camping, however, the public is informed about a new presence by the means of various media and hence can look specifically for the new appearance.

7. Another question concerns resources. Content, listening, dialogue (multilogue) and networking determine the amount of time, man-power and resources necessary to run a social media presence. Time schedules need to be prepared for peak times. Rules and procedures have to be agreed upon for crisis communication. Management need to have a solution for holiday replacement and man-power is needed to ensure a proper evaluation of the campaign. Only if those organisational matters are solved and integrated in the workflow, a social media campaign can fulfil the most important task: Giving the right answer to the right people in the right moment on the right platform. Considering those aspects in personnel and budget planning, as well as in the cross media promotion of important events is thus one important challenge for the military organisation conducting a campaign using social media platforms. 

8. How do we measure effectiveness and success? Evaluation is an essential part of any campaign. It ensures reaching set goals and provides continuous revision and improvement. A good way to measure performance is to introduce KPIs (key performance indicators) to confront effort with effect. Measurements of effectiveness presume the detailed answer to the previous questions with regard to the main goal of the campaign in charge. In the military context this means the implementation of specific KPIs reflecting special military interests and the consideration of this output in the planning of future campaigns.

All of the guiding questions discussed above must be – in one way or the other – considered The next sub-sections will reflect on the timeline (the stages before, during, and after) of a social media campaign. 

4.2
Before the Campaign

After considering the basic eight questions as to how a possible social media effort can be embedded in existing media work, thoughts concerning the specific campaign are required. A campaign has to be aware of the overall communication strategy and its role within this strategy, i.e. it has to be clear that the targeted audience of a campaign needs to be defined very clearly, and that with a social media campaign not the population as a whole can be addressed. Language, pictures, videos and style have to designed specifically for the campaign. Basic planning involves the development of time schedules, schedules of responsibilities and a certain degree of content planning for the first weeks into the campaign. Rules of communication and plans how to react in case of a crisis (for example a so called shit storm) have to be set up and issued to all involved.
4.3
During the Campaign
Social media thrive on the content its users produce and share. To utilize it, content needs to be customized according to social media specifics – dialogue instead of monologue, producing content instead of just restating official information, reacting on comments and questions publicly instead of writing individual response letters. Also, some time and effort has to be directed to those users who are not really interested in a meaningful dialogue, but only want to disturb the communication (i.e. trolls). 

Those individuals, or trolls, who just post with their inappropriate statements can disrupt current discussions; disseminate their own nonsensical views and thus damage the trust in a reliable and meaningful social media presence other users might have. And this trust is the foundation for the process of communication. The name trolling originates in the fishing technique, in which a fisherman lets his boat drift while he dangles a line in the water with a baited hook attached and waits what bites (Porter 1997, p. 40). Trolls can be costly in many way and other users might get annoyed or intimidated by trolls, fearing their own questions could be considered as spam, too (Donath 1998, p. 14).

Also during a campaign monitoring is a permanent task. Monitoring does not only include to monitor the own effort and its effects but also broader trends happening elsewhere in the internet and other media. To be informed about matters that could have an impact on ones own activities prevents surprises which then would request a quick reaction (Schulz-Bruhdoel & Bechtel 2011, p.239). However, most companies neglect monitoring even though it is the essential tool to pursue the achievement of goals. Social media monitoring should not be done fully automated. Instead, it can justify at minimum a quarter-time job if done properly. Basic monitoring tools are already available via internet. They crawl the internet for specified search phrases, send notifications whenever a search term is posted in the public sphere of the internet and offer statistical analyses for the usage of certain phrases with regards to location and timing. Some of these applications are even web-based and do not need the installation of additional software. Of course, there are high-end products for major campaigns, too. Those programmes need to be installed and often cost a six-digit amount of Euro per year. They offer very detailed monitoring procedures by which the impact of specific actions can be precisely analysed. KPIs need to be evaluated continuously to judge whether the effort spent was appropriate or if any adjustments should be made to achieve the overall goals (Grabs & Bannour 2011, p.98).

4.4
After the Campaign

Within a certain time period (dependent on the goal and the length of a specific campaign), a thorough evaluation should take place. Decision makers and the personnel involved during the social media appearance need to talk about lessons learned for future activities. Mishaps might happen in the beginning of a campaign, yet, serious problems mainly evolve when users notice that they are not taken seriously, and no changes follow from criticism. Results of the permanent monitoring need to be incorporated into a report about lessons learned. Also, experience gained with regards to the questions discussed above need to be reconsidered. It is a continuous cycle of action, evaluation, change and re-adjustment that will ultimately lead to success. Most likely to fail are campaigns that are strictly continued, following a designed plan, despite evidence that adjustment is required.
After having outlined some general rules for successful social media campaigns, the following subchapter will more closely focus on the Bundeswehr approach towards social media and pay special attention to the conduct of the current Wir. Dienen. Deutschland.-campaign.

5.0
The Bundeswehr Approach to Social Media
5.1
General Approach
Due to the legacy of the past the support for the Bundeswehr by the German public is more contested than in other NATO countries. It is still difficult for the Bundeswehr to present itself as a capable army to the public and the image of the German Armed Forces both national and internatonal has always been overshadowed by German history. As a result, media campaigns of the Bundeswehr always have been less aggressive than in most other countries putting a special emphasis on the sensitivities of the German public. This is also true for the new field of social media. 

Social media is a part of the official information work of the Bundeswehr for almost two years now. In the beginning, the focus was rather on media sharing (youtube) than on dialogue (such as facebook). Since August 2010 the Bundeswehr maintains a youtube-channel with videos being uploaded regularly and the audience is given the opportunity to engage in a dialogue. The channel is considered to be a huge success by the forces as well as the MoD. In February 2012 the Bundeswehr-channel on youtube had more than 22.000 subscribers and by now its contents have been accessed eight million times.

A first presence on a dialogue-focused social media presence took off in 2011. The first official German Armed Forces fanpage on facebook was set up by the recruitment department on July 5th, 2011. Today it has more than 35.000 fans. In 2011 the public affairs department of the Ministry of Defence created a new slogan for the German Armed Forces – “Wir. Dienen. Deutschland.” which can be translates into “We. Serve. Germany.” Since compulsory military service was suspended in the beginning of the year and the German Armed Forces had factually become a volunteer force, the time seemed ripe to develop and implement a new slogan and promote it with up to date communication methods.

The Bundeswehr Academy for Information and Communication was tasked to develop a digital campaign for the new slogan. A first (and hoped for) discussion evolved around the meaning of the phrase and the meaning of its parts. In a consolidated effort, the Wir. Dienen. Deutschland webpage, the facebook fanpage ,as well as a specially designed youtube channel went online on October 7th, 2011.
The focus of the Wir.Dienen.Deutschland campaign is clearly on creating emotions and achieving some identification with the Bundeswehr. This is achieved not by lecturing about tasks and structure of the armed forces, but by highly professional short movies in which soldiers and civilian employees of the Bundeswehr explain why they serve Germany. All those films follow a similar storyline and are shot in a similar fashion: the soldier or employee describes who he is and what he does while clips or pictures visualising his or her specific tasks are blended in. The end is always the emotional peak of each film as the interviewee stands in front of a black screen, stating why he or she is serving Germany.

5.2
Before the Wir.Dienen.Deutschland.-Campaign
Compulsory service was suspended rather quickly by the German government and came as a surprise for most serving in the Bundeswehr. As a result, the change to a professional army had to be implemented quickly as well. Understandably, recruitment is of much greater importance now than during the last decades when soldiers could be recruited during their compulsory service. As the suspension of the draft would change the face of the Bundeswehr permanently a window of opportunity opened to start thinking about the self-perception of the armed forces and the projection of the Bundeswehr image to the public.

As a result, the idea emerged to communicate the tasks German soldiers do – and this was neatly captured in the phrase “serving Germany”, which was later turned into the above mentioned slogan. The Basic Research and Development department of the Bundeswehr Academy for Information and Communication presented a social media approach to the MoD Public Affairs Divison to promote the new slogan. The MoD latter approved this idea and the campaign was developed. The task was given to the Academy in July, and the webpage went online in October.
5.3
During the Wir.Dienen.Deutschland.-Campaign

The Wir. Dienen. Deutschland. webpage as well as the facebook fanpage are regularly updated with content. The internal plan is to upload one video per week, which will be promoted by photos of the protagonist some days before. On other days links to movies of the official Bundeswehr youtube channel or to articles on official homepages of the Armed Forces are posted. A team of discussants guarantees that comments and questions of visitors get answered seven days a week between 6 am and 10 pm. Netiquette and rules of discussion have been set up and kept.
Figure 6 presents a screenshot of the Wir. Dienen. Deutschland.-campaign website. In the upper part there are several tabs which link to the most recent portrait of a soldier or employee, to the current sub-campaign, to the recruitment website, to the embedded community tool (link to facebook) and, also, the media centre which is more or less an archive for older videos and activities. The main part of the screen – the so called stage – is dominated by pictures and the explanation what is behind the slogan We. Serve. Germany. Finally, in the lower section of the page pictures, movies, and the facebook profile of the campaign can be accessed directly. Some thumbnail icons offer links to other social media appearances.
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Figure 6: Screenshot of the “Wir. Dienen. Deutschland.” Campaign Homepage.
Until today there have been two special sub-campaigns as part of the major campaign. First, a Christmas special was created: A camera operator and an editor flew to Mazar-e Sharif in Afghanistan, where the lion’s share of soldiers in mission is deployed. This team produced 15 short-films, in which soldiers greeted their families and friends at home. Additionally, everybody was invited to submit Christmas greetings on the campaign- homepage, which were accessible to the public. The sub-campaign had a massive impact on all platforms. User traffic on the homepage was raised by 33 per cent in December 2011, more than 680 Christmas wishes were published in the week from December 19th to December 26th. The number of fans on facebook and calls of the youtube-channel increased by almost 50 per cent and the access and feedback rates to uploaded content enlarged by more than 300 per cent. Those numbers show that regular sub-campaigns, respectively regularly uploaded content have an impact on the target audience. This impact is not only shown by increasing fan-numbers or clicks, but also in the quality of feedback and comments.

The second sub-campaign started on January 24th and focused on the soldiers and civilian employees of the Bundeswehr. On the campaign homepage everybody was asked to state why he or she is serving Germany. Until today there have been almost 250 commitments made by soldiers, civil servants, employees and members of the reserve. Not all statements were purely positive. Some, for example, pointed at bad equipment in operations. Yet, those critical statements did not get censored by the editorial staff of the campaign. The second sub-campaign had the effect that the average length of staying on the campaign-homepage increased massively – sometimes even up to an hour – which led to the conclusion that many visitors visited the homepage for the first time and spent a lot of time there to read articles and watch the movies or flipping through the pictures.
At the end of each month a statistic report is compiled for the MoD public affairs division. In this report the main emphasis is put on numbers and facts and the evaluation of changes in those numbers, and what might have caused them.

A fairly small team is running the campaign. The campaign’s editorial staff consists of one editor, one employee dealing with organisational matters, like arranging appointments with new protagonists, and the head of the team in the rank of a full lieutenant colonel. This is the core team full time working on the campaign. It gets reinforced temporarily by a camera operator who films the protagonists anywhere in Germany or on missions abroad, and a musician who composes pieces of music individually for each video. The team also gets support by officers from other locations, mainly to moderate discussions on facebook and youtube when needed.

Yet, as resoucres are thinly stretched there is currently no back-up solution for personnel shortages. Those soldiers who support the campaign team as moderators, for example, do this in addition to their daily duties. Since this campaign is supposed to run only temporarily, the current organisation has proven to be sufficient. However, a long term campaign would be hopelessly understaffed with this setup.
5.4
After the Wir.Dienen.Deutschland-Campaign
The campaign is planned to finish in June 2012. After the campaign has ended an evaluation process will start, examining whether the campaign in itself can be considered a success, and if a continued presence on social media platforms is of any benefit for the public affairs division of the German Armed Forces in general. The Bundeswehr approach to social media was presented by outlining the setting and execution of the social media campaign Wir. Dienen. Deutschland.. After a successful start of the campaign it is not sufficient just “to be there”, but it is vital to show a continuous active presence to have a lasting effect. The public affairs department has yet to decide, how to proceed in the realm of social media. If the result of evaluating this first campaign will lead to a continuous commitment to military presence on social media platforms, it most likely has to result in an adjusted budget and personnel planning.

6.0
Summary
Certainly, the young generation will grow up in a world where information and gossip are available everywhere and all the time. Online-Interaction with a semi-known community about issues a person is interested in will become the norm for youngsters. But also older generations, the silver surfer generation, discovers the advantages and amenities of the internet. Firstly, to stay in touch with their kids and grandchildren, and, secondly, to shop without the hassle of having to go somewhere. Also long lost loves (in person as well as in music) can be found online. Provided with an easy to use technology and broadband access, all generations are increasingly using the web for information gathering and the purpose of entertainment. As the most recent German broadcast study shows, the young generations spends more time online than in front of television, and for the whole population the time spend in the web increases. It seems the technology behind the web is so easy to use that even sceptics develop the courage to use it. Maybe this is, because search engines help to organize the anarchic structure of the web. 

Unlike private companies public institutions have to consider special rules in public affairs. As well as the political culture of a nation in general, and the strategic culture (i.e. attitudes and values towards defence policy) in specific, the rules of an accountable and responsive non-profit organisation apply. Therefore, policy, risks and opportunities have a special meaning. Armed forces have a lot to loose, if they are not considered to be trustworthy, reliable and capable. As surveys show, all three characteristics are currently accredited to the German Armed Forces by large parts of the population. The occasional negative report in the media world has got no long term effect on this support. Any activity in the realm of social media has therefore to asses how failure in the virtual world might affect support in the real world. This is especially the case, when structure and nature of armed forces are taken into account. As a hierarchical organisation with a clear protocol of a bureaucratic workflow and a special need for operation security, quick and anarchical reactions are not ingrained in the strategic culture. Within the world of social media a policy of command and control is dysfunctional on an operational level. To make use of the interactive feature of social media, control over the content has got to be relinquished, and sometimes criticism even to be invited to stay credible in the virtual world. If credibility is lost, any social media activity will falter inevitably. This logic is counterintuitive for any public affairs campaign, but, however, unavoidable in any direct dialog (better in web 2.0: multilogue) through the social media channels. Direct interaction with the audience also provides social media specific chances. No mediator is needed to bring messages across to a broad audience, if the sender of these messages is seen as trustworthy and reliable. Therefore, it is the policy of the German public affairs department to provide mainly information so that the user will be given a chance to form an “informed opinion”. Neither are soft news or infotainment currently included in any communication strategy, nor is recruiting an inherent part of the public affairs task. Given the nature of social media as being “social” it is questionable, whether this policy already fully captures the changes that are currently happening in the media world.

For the purposes of public affairs it remains an open and valid question, how user make sense of the overwhelming amount of information available. Currently it seems not clear, how it happens that some information and some campaigns become famous worldwide and some barely manage to muster a hundred followers. It is likely that not all web-users are equal, but that certain key-users can guide communities. Be it that they can provide insider information, be it that they are considered to be particularly trustworthy. Because of this bias any online activity has got to consider the targeted audience very carefully: To reach out to the ordinary user, one has to get passed the issue-audience of the web-community. For a successful campaign it will be helpful to include those veto-users that are trusted by the community wherever possible, or to become this veto-user and thus the spider in a web. However, it does not happen over night to become this veto-user, but requires a sustainable communication management that allows for short term critical discussions and follows the long term aim of information superiority and credibility. This could mean to implement a team with the power to act on behalf of the armed forces without further consultation or joint underwriting. A culture that is not common in a hierarchical organization. But, if trust on an individual level is the key factor in the world of social media, it is crucial to gain this trust by providing the balanced opinion of reliable experts. Further, the members of the armed forces have got to be introduced to a culture of has to know, so that all serve as ambassadors in their interaction with the virtual society. Considering all arguments, human resources and trust in their responsible behaviour are the decisive feature to be effective in the world of web 2.0.

7.0
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