
is required. While it is also not new in soci-
ety, hierarchy is the fundamental architecture 
when allocating resources (material, finan-
cial, human) to the tasks that are carried out 
in an organisation. In an industrial context, 
hierarchy is efficient and effective.

Of course, this also happens in the field 
of public decision-making from governments 
to parliaments. In addition, all the organi-
sations that come together to form what we 
call “politics” (parties, unions, power groups, 
civil society organisations, etc.) also become 
“industries” that are governed by the same 
principles.

Broadly speaking, the digital revolution 
entails the digitisation of information and 
communication. For everything that is 
knowledge-intensive - a growing proportion 
of our lives and economies - this will mean 
a radical redefinition of the two restrictions 
mentioned above:
•	 Resources will become infinite (it costs 

virtually nothing to replicate digital in-
formation) and it will not be necessary 
to physically access them in order to 
use them.

•	 The cost of communicating (talking, ne-
gotiating, exchanging digital goods and 
services, etc.) will become derisory (at 
least in the technical field).
All of this has had profound consequenc-

es for the way we organise ourselves as a 
society. Thus in terms of technology we have 
become increasingly dependent on the in-
ternet or mobile apps as a platform. We have 
systematically migrated our data and com-
munications from paper to computers and 
from computers to the cloud. In this migra-
tion we leave behind us a trail of data that 
are increasingly becoming the fuel that moves 
the digital economy and, with it, the world. 
It is a digital economy that is no longer just 
driven by organisations but also by users, 
by people, by citizens. Citizens can now ex-
tract information from any source, edit it, 
enrich it and share it with the rest of the 
world. Participation has become the main 
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11.1. A digital revolution?
The world we know today is largely heir to the 
profound changes wrought by the Industrial 
Revolution which began in the mid-17th cen-
tury. It implemented the discoveries and in-
ventions resulting from the scientific revolu-
tion of the 16th and 17th centuries and gained 
impetus with the political and social transfor-
mations of the 18th century Enlightenment.

The progress of this revolution was based 
on the struggle against two fundamental re-
strictions presented by the modern economy:
•	 Scarcity of resources, which are mostly 

material and therefore finite.
•	 Production and transaction costs, often 

connected to production, information 
and communications logistics.
The way society addresses these restric-

tions using the new tools drawn from the 
distinct waves of industrialisation is growing 
intermediation from all walks of society. 
While intermediation itself is nothing new, 
what is novel is the enormous growth in the 
concentration of processes within the same 
organisation (businesses, associations, par-
ties, trade unions, parliaments, schools, etc.) 
that seeks to be more efficient (doing more 
things with fewer resources) and effective 
(achieving more objectives).

Due to the increasing complexity of or-
ganisations and often also the growing need 
for investment to enable them to perform 
their work, better planning, coordination 
and, in short, organisation in decision-making 
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Web 2.0 tools have often been the way in 
which we have noticed through the back door 
as it were the great changes that affect our 
daily lives. Below is a brief outline that will 
help us to establish an initial elementary clas-
sification of the many tools and apps that we 
have at our fingertips. It will also help us to 
understand the possible uses of these tools 
and apps from the point of view of the ob-
jectives and tasks to be carried out, rather 
than what often happens when we simply use 
them because they are there.

We have simplified our categorisation into 
just four areas:1

•	 Quantitative directionality refers to the 
number of players that can be part of a 
conversation. 

•	 Qualitative directionality is about who 
has greatest control over this conver-
sation. If it is one-way, only one speaks 
while the others listen. When it is two-
way, one of the players may have greater 
power than the others. For example, the 
owner of a blog can add posts to it while 
the others, although they can speak, do 
so through comments which in addition 
the owner may moderate or delete. It is 
therefore asymmetric bi-directionality.

•	 The cost of the apps is what we have to 
pay to use them. We think it is a relevant 
factor since it can level - or democratise - 
access to these tools (unlike what would 
happen with a printing press which re-
quires very high investment).

•	 Competencies measure the personal cost, 
the effort that a person has to make to be 
able to use these tools. As in the case of 
financial cost, they may also be levelling 
or unbalancing.
As will have been seen, the location of 

some tools and apps is at least debatable. Our 
intention is not to analyse the tools in detail 
but only to suggest an understandable and 

1.  There is a more extensive explanation in Barre-
da et al. (2010) from which we have extracted a 
simplified and updated version for our students.

pillar of the technological architecture of 
the new digital age

What we have just described is both a 
cause and consequence of a change in phi-
losophy, in which the fact of creating and 
sharing turns any digital medium into a me-
dium not only for communication but also 
for socialisation. It is socialisation without 
intermediaries (albeit with new technolog-
ical intermediaries, of course), without fil-
ters, in which there are no time lags; things 
happen here and now. In this world without 
intermediaries (or with intermediaries with 
greatly changed functions), popular meri-
tocracy is the currency for attributing repu-
tation to transmitters and recognition to 
what they say. Virtual communities are set 
up around any topic that are only structured 
on the basis of this reputation and recogni-
tion and create critical mass where once it 
had seemed impossible. Everything becomes 
a conversation, an open conversation that 
has no beginning or end: it is no longer nec-
essary to have “finished products” because 
creating, modifying and evolving has prac-
tically no cost. In some areas a gift economy 
featuring free and open contents where com-
pensation is often not financial is beginning 
to become dominant.

These changes are accompanied - or struc-
tured - by powerful communicational and 
organisational changes. The network and the 
fact of belonging to it become a priority. Hi-
erarchy and centralisation in decision-making 
become less efficient and effective compared 
with cooperation and facilitation. The role 
of intermediaries is called into question, es-
pecially those that intermediated when it 
comes to giving a voice, to putting topics on 
the public agenda.

11.2. Tools and types of tools
The digital revolution and the technological, 
philosophical and communicative paradigm 
shift would not be visible if they did not have 
an app in our daily lives.
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11.3.1. Set objectives
The first point to keep in mind is that you 
have to set the campaign’s objectives. What 
does the campaign seek to achieve? Perhaps 
the goal is to increase the number of views 
of a video or add to the addresses we have on 
our mailing list. Specifying clear objectives 
will be a guide as to whether the campaign 
has been a success or not.

To help us set these objectives we need to 
make sure that they are SMART. Acronyms 
like this are constantly used in marketing to 
remember the pieces that are part of a pro-
cess, and in this case the letters in SMART 
stand for Specific, Measurable, Achievable, 
Realistic and Time-bound.
•	 Specific. The objectives must be clear 

about the need to be achieved.
•	 Measurable. The objectives should be 

quantifiable in some way. It is better to 
say that you want to get over a thousand 
views of a video or “likes” on a Facebook 
page rather than wanting the video “to 
be popular”.

•	 Achievable. Although the objective must 
be a challenge, we need to make sure that 
an improvement in what has been done to 
date is actually achievable given the re-
sources we have available. It is important 
to keep in mind that the objectives must 
be consistent with our funding possibil-
ities, our staff, our technical capabilities, 
etc. to avoid frustration. What we want to 
do is precisely to maximise or optimise 
the use of these resources.

•	 Realistic. This point somewhat overlaps 
with the previous one - we cannot set ob-
jectives that are not achievable - but adds 
the nuance of going beyond the simple 
availability of resources. Can the objec-
tive be achieved even though we have the 
resources given the other objectives at 
work? Is it realistic to assume that we can 
allocate all our resources to the campaign?

•	 Time-bound. Finally, a point in time 
must be specified by which the objectives 
should be achieved.

useful way of approaching them, although in 
some cases it is not entirely accurate.2

The approach we suggest is as follows. In-
stead of letting ourselves be dragged along by 
fashions and adopting certain tools or apps on 
no other grounds than adopting them or know-
ing about them (necessary, but not sufficient), 
we believe that it is more useful to look at the 
objectives of the communication, awareness 
or participation project and choose the tool 
based on them and the context. This stance is 
not new but often can be when the popularity 
of a tool pushes us to adopt it on impulse.

So say we want to establish quick commu-
nication which provides flexible feedback 
from the public with few resources and last-
ing only a short while. A microblog (Twitter) 
would probably be very useful since most 
people already know how to use it and do use 
it, which means we do not have to invest much 
time, personal effort or money and we will 
without doubt capture the pulse of the situa-
tion. By contrast, if we want to work long term 
with a large number of organisations in a very 
complex information environment, it may be 
worth investing in a more complete tool even 
if we have to allocate time, training and mon-
ey, as we will better control information man-
agement and communication and it will pro-
vide us with a number of features which we 
will surely need at some point.

11.3. The communication plan
Any communication campaign on social me-
dia has to take into account a number of key 
factors that help it reach its target audience 
and at least perform at the highest possible 
level. What are these factors? How should we 
arrange our communication?

2.  Facebook, for example, plans to charge for 
some features. However, we have preferred to con-
sider it free (not freemium) since we are talking 
about very specific functionalities for specific uses 
and groups.
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ly easy for everyone who is involved (users, 
technicians, government, private companies, 
etc.) to agree on the approach and means 
needed to solve the problem.

Wicked problems typically require a change 
in the behaviour of a group of people or the 
public as a whole. Solutions to wicked prob-
lems cannot be enclosed within the limits of 
the administrative organisation. Hence one 
of the current dogmas in the development of 
public policies is the need to get the general 
public and all the groups affected by each 
policy involved in specifying the policy, draw-
ing it up and implementing it. The paradigm 
of citizen participation is now accepted by 
all political schools of thought on both the 
right and the left. Naturally there are differ-
ences of nuance and debate on concrete ways 
of how this participation should be carried 
out, but everyone agrees that the typical gov-
ernment programmes to resolve these prob-
lems are inadequate.

Social marketing is the most useful way 
of getting people involved in politics. Mar-
keting takes a special approach to organisa-
tions’ problems: it puts the customer, their 
needs and features at the centre of its atten-
tion and then it adjusts the whole organisa-
tion around them. In the case of social mar-
keting, the question is how to get a group of 
people or the public as a whole to “buy” our 
product, i.e. to achieve a change in their be-
haviour. This means that we need to study 
how this “product” can solve problems or 
meet the needs of the public or these groups 
of people and how this behaviour has to “com-
pete” with other behaviours.

b) Audience segmentation
In marketing, the main consequence of put-
ting customers at the centre is that we can 
group them according to their needs and 
characteristics related to the product or ser-
vice. This has enormous consequences be-
cause this grouping or segmentation is the 
basis for the adjustments we have to make 
to our products - and therefore the features 

An example SMART objective would be 
“with our campaign we want to reach fifty 
more subscriptions to our newsletter before 
the end of the year”.

11.3.2. Decide on the target audience of 
our communication
When we are dealing with an issue such as 
environmental education, it may seem strange 
or contradictory to take a marketing approach. 
At the end of the day, marketing is the tool 
that industry uses to turn people into con-
sumers to make greater profits.

However, the marketing mindset, approach 
and methodology are useful not only to sell 
products and services but also when plan-
ning social marketing, i.e. the idea of con-
vincing society in general or some of its seg-
ments of the desirability of adopting certain 
behaviours that are necessary for the good 
of society as a whole.

Social marketing focuses on areas such as 
health, safety and, of course, environmental 
education and sustainability. It meets the need 
of contemporary developed societies to tack-
le a kind of problems that are not the same 
as the typical problems that government is 
supposed to solve and was indeed set up for 
that purpose.

a) Wicked problems
Rittel and Webber (1973) called these prob-
lems ‘wicked problems’ and they are much 
more difficult to resolve than ‘tamed prob-
lems’ because they are not linear.

In wicked problems it is not very clear 
what the problem is because not all the groups 
of people involved have the same idea of the 
problem. Nor is it clear how to resolve it, be-
cause when you want to fix part of the prob-
lem it is probable that you will produce an-
other one somewhere else. In other words, 
with wicked problems there is no consensus 
about what the problem is which means that 
solutions tend to produce unwanted effects. 
However, with tamed problems like mass 
transport or water distribution it is relative-
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There may be segmentations with differ-
ent levels of generality depending on the pro-
gramme’s scope.

One example of segmentation that is use-
ful for a national level programme about 
global warming is in the studies by Maibach, 
Roser-Renouf and Leiserowitz (2009). In lat-
er studies it was found that the sizes of the 
groups remained the same (Leiserowitz, Mai-
bach, Roser-Renouf and Smith, 2011).

The information they used to group peo-
ple was based on the differences they report-
ed in their degree of certainty about global 
warming, their degree of engagement with 
the topic, their knowledge and beliefs, the 
expected effectiveness of actions and the po-
tential results of national efforts to reduce 
global warming, personal involvement and 
actions in reducing it, interpersonal commu-
nication and social influence, research activ-
ity in the media, socio-demographic features 
and their values.

Using all this information the study dis-
tinguished six segments that represented dif-
ferent proportions of the American public. 
The dismissive segment, which accounts for 
10% of the US population, does not believe 
there is any warming. They have thought and 
been informed about it, but do not consider 
that all scientists agree or that it will affect 
human activities. They do not think about a 
negative impact either on people or on the 
environment. The doubtful segment (15%) 
does not believe that the issue affects them 
personally or is a major threat; it is divided 
equally between those who believe there is 
global warming, those who do not believe 
there is and those who do not know. They 
tend to think that the causes of global warm-
ing are natural. By contrast, the disengaged 
(10%) segment lacks knowledge or opinions 
about the issue. They have not thought about 
it or paid any attention to it. They do not 
know whether it is happening or whether it 
may affect them. A larger group (25%), the 
cautious, mostly do not consider that global 
warming is happening, but they are not 

of our organisations - in order to success-
fully cope with competition from other 
products and services offered by other or-
ganisations. Audience segmentation also 
gives us clues about the most appropriate 
way to communicate with them and helps 
us to understand our competitive environ-
ment and design effective communication 
strategies.

Segmentation should be the result of pay-
ing attention to the features of our audience 
and studying them. Only if we know their 
needs and their problems from their point 
of view - putting ourselves in their shoes and 
seeing the world through their “glasses” - can 
we segment properly. In the marketing ap-
proach, the audience is not a passive or inert 
entity that we have to hit with our messages 
as if it were a bulls-eye; rather it is active in 
choosing what it does because it has habits, 
customs, viewpoints, tastes and aspirations 
together with resources and is affected by 
contexts that limit or enhance it.

Hence finding out which of these charac-
teristics affect our audience when buying or 
using our product is what determines our 
segmentation.

Consequently it should be clear that au-
dience segmentation cannot consist simply 
of listing a set of socio-demographic data 
about people: there is a certain percentage of 
women and men, a certain percentage who 
have completed secondary education or a 
certain percentage of old people.

In social marketing people are segmented 
by how they will react or respond to the be-
haviour change we are proposing. When seg-
menting we should ask questions such as: 
Which people are most at risk (or have the 
most impact on the problem)? Who are most 
open to change? What is the key to the suc-
cess of our programme? Is it possible that 
identifying influential people or organisa-
tions, for example, will enable us to reach 
population groups that are inaccessible to us 
or enhance our message?
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and become co-producers and disseminators 
of our messages.

An important issue in segmentation is 
to identify the groups we consider to be a 
priority, either because they are crucial to 
the success of our campaign or because they 
may have an impact on what the other groups 
do. Thus teachers, educators, traders and 
local associations, such as ones for people 
who go out looking for mushrooms in the 
autumn, can be very useful when contact-
ing individuals belonging to groups that we 
find hard to reach.

The requirement to identify the segments 
and treat them differently goes against the 
reluctance of government to allow special or 
discriminatory treatment of people. Howev-
er, this objection is not very strong when you 
consider that the objective of segmentation 
is to ensure that public policies mapped out 
by the political community as a whole are 
more effective.

In a nutshell, when segmenting it is es-
sential to know what each group really does 
in relation to the behaviour we want to 
change. Social media can be very useful in 
this respect by enabling group members to 
explain their attitudes and share their be-
haviours (e.g. through photographs). The 
greatest hazard when trying to learn about 
the groups is falling into stereotypes or cli-
chés as they may confuse rather than help 
with finding out the truth.

c) Analysing the competition: thematic 
networks and public policy 
In the marketing approach, segmentation 
leads to analysis of the competition. Of course, 
in the case of social marketing our competi-
tors are not the manufacturers or suppliers of 
the same type of product or service that we 
provide ourselves. The competition for the 
conduct or behaviour that we want to pro-
mote among our audience comes from the 
other behaviour or habits they have already 
acquired or may acquire and which prevent 
them from following ours. We will use this 

convinced and can change their minds eas-
ily. They have not thought much about it and 
do not know much about it, but a large num-
ber of them are concerned. 50% of the group 
believes that global warming is due to human 
causes and a third consider that there is a 
consensus among scientists. They do not 
think that it represents a danger to themselves 
or to humans today, but does for future gen-
erations. The largest group is people who are 
concerned (27%), who believe that global 
warming is indeed happening, there is a sci-
entific consensus that it is caused by human 
activity and they are concerned about it, but 
their degree of conviction and engagement 
is lower than that of the alarmed; equally they 
tend not to see global warming as a person-
al threat. Finally, the alarmed (12%) segment 
is the one which is most convinced that glob-
al warming is really happening. They are the 
most engaged and concerned, and consistent 
with this are the most convinced that global 
warming is due to human activity and an in-
dividual and collective threat.

This example shows how to take into ac-
count people’s attitudes to and knowledge 
about a particular problem in order to build 
segmentation that is relevant when designing 
appropriate communication, persuasion and 
engagement strategies. For example, messag-
es for the doubtful segment will have to be 
different from ones for the dismissive seg-
ment. The content and format of these mes-
sages have to be tailored to each segment and 
the way of reaching the various groups will 
also be different. While some groups have 
information and attention habits that make 
them easily reachable (they follow the news 
about the topic, undoubtedly read specialised 
publications and belong to groups working 
in ecological issues), there are other groups 
that will not access our communication so 
easily because they are not interested in the 
subject (traditionally the most likely way of 
reaching these groups is through the mass 
media). Segmentation also enables us to iden-
tify groups that may be allies of our policies 
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audience we want to reach will help us to 
better understand it. They can become allies 
when carrying out our campaigns. While 
some of these organisations and agencies may 
have goals that might be in part at odds with 
our own (for example, agencies or depart-
ments that draw on the same budget as we 
do or aspire to the same kind of funding), 
there is usually much more to gain than the 
recognition of areas where interests coincide, 
and cooperation can bring gains and visibil-
ity for all. In general terms the thematic net-
works perspective leads to the advisability of 
opening out the focus of our attention when 
resolving our problems and moving from 
potential short-term threats to the reciprocal 
gains of long-term cooperation. 

11.3.3. Identify the places where we will 
address our audience
Segmentation forces us to investigate our au-
dience which means that in order to learn 
about it we have to look for the places where 
it is located. Normally we will use all social 
networks and all search and diagnosis media 
to try to find our online audiences. The great 
interest of new technology is not that it has 
created the social networks that allow people 
to meet; in reality, social networks have al-
ways existed. However, as a result of new 
technology we can now access them to learn 
about the various audiences in a way that has 
not been possible previously. The basis of all 
this work is active listening: What are these 
people saying? How are they saying it? What 
do they think? Why?

These meeting places are also prime can-
didates for learning where we have to target 
our audience. However, we also need to rec-
ognise that the virtual world is not a parallel 
world separate from the offline world. There 
is only one social reality, but the virtual world 
has provided dimensions and potentials that 
were not possible before its invention and 
distribution. Our media campaign should 
also bear in mind the interaction of both di-
mensions and try to mutually enhance them.

idea of competing behaviour later on in the 
example of segmentation of urban market 
gardens. In the case of campaigns to reduce 
obesity in children and teenagers, the com-
petition is soft drinks or television. In the case 
of waste selection, we have to compete with 
the ease of not having to think about it or with 
the space that homes need to set aside for the 
various types of bins. In all these cases under-
standing this competition allows us to better 
understand what we are offering and conse-
quently segment our target audience.

Knowing the preferences and habits of 
our users helps us to learn how we can solve 
the problems they may be facing to the point 
that we may be able to improve our offering. 
For example, the distribution of ashtrays in 
the shape of ice-cream cones on beaches 
meets smokers’ need to have somewhere to 
dispose of their cigarette ash and stubs. If 
the reason for not complying with the rule 
was not misinformation but rather relative 
impunity and the inconvenience caused by 
the lack of places to properly dispose of the 
ash and stubs, then the best response is to 
make compliance easier and give the offend-
er no moral excuse. In addition, the gift of 
the ashtray could be used to enhance com-
munication about the importance of the so-
cial problem of pollution or other related 
environmental issues.

The topic of competition also makes the-
matic networks and public policies into the 
normal way of producing public policies in 
developed societies. Indeed, public policies 
are not normally the responsibility of a single 
organisation that develops them from start 
to finish. On the contrary, there is a host of 
organisations, public and private associations, 
social groups and stakeholders that have to 
be coordinated in some way to carry out pub-
lic policies (Heclo and Wildavsky, 1974, and 
Heclo, 1978, were the founders of this stand-
point). This means that when doing social 
marketing we always need to keep the exist-
ence of these other organisations in mind 
which insofar as they are in contact with the 
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by the various segments. In a study of young 
Americans’ use of social media, Danah Boyd 
(2007) pointed out that while Facebook’s au-
dience was young people in the school sys-
tem and from well-off families, young people 
using MySpace tended to be marginalised 
and members of all kinds of minorities (im-
migrants, sexual minorities, etc.). Obviously 
this information would be relevant when de-
signing communication plans to address 
youth issues.

Furthermore, there are numerous social 
media platforms which are linked to each 
other such as Facebook, Twitter, Instagram 
and LinkedIn. If we want our campaign to 
be successful, we need to ensure that the cam-
paign carried out in each medium enhances 
the ones run on other platforms.

When doing so, we have to ensure we fol-
low the four C’s of any campaign. Thus we 
have to use different media and keep the 
message consistent over time; we need to 
coordinate actions between media and be-
tween online and offline actions; we have to 
deliver continuity between the different plat-
forms used; and finally we should make sure 
that the messages broadcast on different plat-
forms are complementary. Since we know 
that the platforms are different from each 
other, we should tailor our messages to get 
the most out of them. Likewise, what can best 
be said in one medium should complement 
what you cannot say or at least not so effi-
ciently in another. If you think of this com-
plementarity as a mosaic where the pieces fit 
together, you can understand the advantage 
of this whole over the simple sum of its parts.

11.3.7. Measure the campaign’s success
One feature that every communication plan 
needs is a system that allows us to evaluate 
the success of the campaign we carry out. As 
we have seen, the possibility of this measur-
ing is connected with setting the communi-
cation plan’s objectives. We now have many 
analytical tools available to measure the im-
pact of our online communication. Often the 

11.3.4. Think about the core message we 
want to convey
Using the knowledge gained about our tar-
get audience and its environment we can 
design our core message, the idea that we 
want to convey. In a traditional marketing 
approach that used the mass media, when 
considering the message we would need to 
carefully choose words in order to reach our 
audience as completely as possible and avoid 
misunderstandings and boomerang effects. 
We can minimise the risks through having 
thorough knowledge of our audience. Nat-
urally, a communication plan that uses social 
media and where the main feature is inter-
action between users must be prepared to 
build messages that can be reused by the au-
dience we want to reach. Indeed, co-produc-
tion is one of the key factors for the involve-
ment of social network users.

11.3.5. Decide on the resources to be 
used in the campaign
When designing the communication cam-
paign we need to make provision for all the 
resources it will require. Campaigns using 
social media tend to have a low cost in terms 
of the software they need as they usually use 
free platforms. However, they also call for a 
lot of time and effort in terms of personnel. 
Hence we need to foresee the staff numbers 
we will need and for how long and what their 
qualifications or skills should be. As for ma-
terial resources, we will have to decide wheth-
er the equipment we have available is suffi-
cient and appropriate for the type of campaign 
we want to implement. If we want greater 
control over the campaign’s content we will 
need to have enough material to host our 
website or blog. Finally, we also need to pro-
vide for the financial resources required.

11.3.6. Select the appropriate media 
and tools and frequency of use
Choosing the appropriate media and tools 
will also be based on our audience segmen-
tation, and we should opt for the ones used 
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In general these stages occur sequential-
ly and are quite independent of each other. 
They often even have different departments 
behind them.

This is perfectly valid in a world where 
the tasks associated with information and 
communication are costly and call for time 
and physical space. However, many of these 
things are no longer like this and nor will 
they ever be again. Costs have fallen, the is-
sue of physical space is virtually irrelevant 
and many of the barriers associated with 
time have simply disappeared. What was 
once a straight line - extract, manage, dis-
tribute - is now a circle, or a long sequence 
of iterations around the same circle and var-
iations of it.

Hence it would be worthwhile to ask 
whether it would make sense to treat knowl-
edge-intensive projects as another node 
within a network of actors and objects work-
ing in the same field. As a node, the project 
can be either an object - including infor-
mation or knowledge that can be (re)used 
- or the reification of the actors whose work 
or knowledge it is incorporating; therefore, 
the actors can come into contact through the 
project.

A good representation of a project as a 
node in a network is to think in terms of a 
personal learning environment, i.e. as a pro-
ject-centred personal learning environment. 
We thus move away from the project as some-
thing self-contained in itself, linear, with a 
beginning and an end, and disconnected 
from other projects or the environment in 
which it is located.

A simple outline of a personal learning 
environment focused on the project might 
have three main areas:
•	 The institutional part of the project which 

includes all the data collected, the refer-
ences used, the “products” (documents, 
presentations, etc.), a blog with news and 
updates, collaborative workspaces (e.g. 
shared documents) and everything that 
takes place on social media platforms.

danger is to confuse a measure of our com-
munication’s overall impact with a measure 
of the actual impact we were trying to achieve; 
for example, confusing the number of page 
views with the popularity of this page in our 
target audience. Hence it is a good idea to 
design our communication in a way that al-
lows the exchange of information with users.

Of course, the features of social media and 
networks have meant a radical change in the 
way information is exchanged with the au-
dience, which becomes an information trans-
mitter and co-producer. Thus success meas-
urements should try to include these features 
if they do not want to go awry.

11.4. The project’s PLE; provide tools, 
forge ties, build a network/community
When we work in the field of open social 
innovation (see Peña-López, 2014), and es-
pecially if we consider institutions as plat-
forms for citizen participation, it is almost 
inevitable to think of the Personal Learning 
Environment (PLE)3 as a useful tool for con-
ceptualising or even managing a project, 
especially a knowledge-intensive one.

We will use as a definition of a PLE the 
“set of conscious strategies to use techno-
logical tools to access knowledge contained 
in objects and people and by doing so achieve 
specific learning goals” (Peña-López, 2013). 
We will further assume that the purpose of 
a knowledge-intensive project is to achieve 
a higher knowledge threshold, i.e. learning, 
knowing what is going on, how, why, in 
whose hands and where it is headed.

The common - and traditional - approach 
in these types of projects can in our view be 
simplified as follows:
•	 Extracting information and knowledge 

from the environment.
•	 Managing and processing the informa-

tion and knowledge to add value.
•	 Distributing, disseminating and trans-

mitting the knowledge.

3.  See Castañeda and Adell, 2013.
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lowing exercise: aggregating all of them 
should help us to realise the following:
•	 Which data sources, bibliographies and 

repositories we use globally to support 
and build our projects.

•	 Which specialists, practice and learn-
ing communities and main events we 
normally interact with, most of the 
time also contributing the results of our 
own projects.
In short, viewing projects as personal 

learning environments, raising awareness, 
research and open innovation can help both 
in a broader design of these projects and also 
in a better recognition of our own personal 
learning environment. And, with all of this, 
help in mapping out a better work strategy, 
better objective setting and better identifica-
tion of people and objects (resources) and an 
improvement of the toolbox that we will use 
throughout the process. 

11.5. Cases and FAQs
Below we present an outline of concrete ex-
amples of how social media tools can work 
in social marketing campaigns. The first three 
cases are developments of potential campaigns 
at the local level, while the last two are real 
success stories that illustrate the diversity of 
forms that campaigns can take and the as-
pects they have to consider.

11.5.1. A community market garden 
project
a) Objectives: the rationale for the project
It is a facilitation project with two aspects: en-
vironmental and social. The objective is to use 
environmental education as an opportunity 
to socially integrate groups at risk of exclu-
sion, groups with disabilities and the elderly. 

The mandate is complex. The priority ob-
jective is to resolve the integration of social 
groups. The community market garden pro-
ject is the concrete task, but ICT tools mean 
coordination and internal communication 
problems can be flexibly solved and at the 
same time the activities conducted in the 

•	 The flow of information made up of data 
sources, collections of references and 
other works housed in general content 
repositories.

•	 The exchange of communications with 
the community of interest, whether in-
dividual specialists, learning or practice 
communities or face-to-face events.
However, unlike in traditional project 

management these areas interact intensely 
with each other, sharing information, feed-
back and sometimes converging on specif-
ic points and ideas. Under this paradigm, 
the project itself is redefined by these in-
teractions along with the adjacent nodes in 
the network.

We can think of at least three types of 
knowledge-intensive projects where a pro-
ject-centred personal learning environment 
approach can make a lot of sense:
•	 Raising awareness.
•	 Research.
•	 Open social innovation (including po-

litical participation and civic engage-
ment).
Knowledge is fundamental in all three 

types of projects, as is dialogue between the 
project and the actors and resources in the 
environment. Thinking about knowledge-in-
tensive projects not in terms of extrac-
tion-management-distribution but rather 
in terms of personal learning environments, 
and taking into account the generalised per-
meability of knowledge to be found in a 
well-connected network, is most likely con-
siderable progress. It also helps to better 
design the project, the input of the infor-
mation and the return that will surely end 
up feeding back into the project itself.

There is one last idea worth mentioning. 
Sometimes it is difficult to sketch or even 
recognise one’s personal learning environ-
ment: we are too used to working on projects 
to see our own ecosystem; we are so pro-
ject-based that we forget about the environ-
ment. Thinking about projects as personal 
learning environments helps to do the fol-
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Familiarity with new technology is an im-
portant aspect. If they use it, it may be a good 
place to find them, listen to them, get to know 
them and recruit them. If they do not use it, 
as part of the marketing mix our communi-
cation plan can offer them the product mix 
we intend to deliver: it provides training in 
digital competence.

c) Tools
ICT tools can be an ideal way of making pos-
sible the internal organisation of users’ ac-
tivities (WhatsApp). Users can register ac-
tivities themselves (text, audio, photos, video) 
and make them known to the rest of the peo-
ple concerned through blogs, photoblogs and 
wikis and promote them through Facebook, 
Instagram and Twitter pages. The condition 
for getting the plot is to document and dis-
seminate all the activities that have been car-
ried out there. The idea is that online activi-
ty will enhance what is programmed offline. 
Together these activities should increase the 
interest of other audiences that are keen on 
the topic of sustainability and make it possi-
ble to recruit new people.

Problems
Of course, we need to make sure that dis-

semination does not conflict with the social 
integration goal. The potential of dissemina-
tion should respect the comfort of the prior-
ity groups targeted by the plan. However, it 
is clear that the best way to dovetail dissem-
ination and comfort is to hand the initiative 
over to the activity’s participants.

11.5.2. Co-creation strategy for 
environmental education in primary 
and secondary schools and municipal 
facilities
a) Objective: assessment and campaign 
co-creation
If the idea is to change the behaviour of a 
social group, its members are the people who 
can best identify the barriers to adopting it 
and design action plans to help change it. 
Asking students in the municipal school sys-

community market garden can be displayed 
to the outside world, to other groups outside 
the priority groups. 

b) Identification of audiences and adap-
tation of the “product”
The three types of priority group will most 
likely have different forms of contact with 
the “product” offered (creation and main-
tenance of urban market gardens) and ICT. 
The first phase of the project should be to 
thoroughly study the characteristics of these 
groups in order to adapt the supply of ur-
ban market gardens in a way that integrates 
ICT tools.

The municipal services that are respon-
sible for priority groups are the means to 
obtain information and establish contact. It 
is advisable to set up a collaborative rela-
tionship with social services, employment 
services and other departments of the local 
council that can help us. We can avoid po-
tential problems by being aware of the po-
litical context in which the relationship is 
built and the interdepartmental rivalries 
that can arise in any complex organisation. 
To encourage collaboration we would ide-
ally devise formulas that allow all the actors 
that we rely on to obtain critical resources 
(such as information or the programme’s 
participants) to take part in the rewards of 
the project’s success, even if only symboli-
cally. This “diplomatic” wisdom may make 
the difference between the success and fail-
ure of many projects.

In addition to the technicians and spe-
cialists in the various audiences, it is advis-
able to meet and talk with the members of 
the groups, ask them about their preferenc-
es, their conditions and their interest in the 
activity of the market garden. We need to 
learn as much as we can about these audi-
ences to identify audience segments: Are 
there any that are more likely to be favour-
able to the project? Any that may influence 
the others? Or any that need it more or can 
get more out of it?
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Photoblog, Vine and YouTube) with the 
help of Hootsuite or IFTTT and Dropbox 
storage space.

One way to involve the participants is to 
“gamify” the interaction. Besides showing 
that the programme has students at its cen-
tre, it will also promote use of the tools and 
based on the level of this use we will learn 
how much interest it triggers.

One way of displaying the contributions 
and “gamifying” them would be geotagging 
them on maps. This information can then be 
used to perform finer-grained analysis to re-
late the behaviours of the people concerned 
with other information available in the maps 
and identify black spots or priority areas for 
campaigning.

Finally, we can use the tools (blogs, Face-
book, etc.) to display the students’ initiatives. 
The information gathered can be stored and 
used as a reference for future initiatives.

11.5.3. Designing a campaign through 
social media to promote energy savings 
during European Energy Week
a) Objective
The campaign to promote energy saving is 
aimed at the general public, but we should 
differentiate between the different audiences 
and find the ones that are the priority for our 
campaign. 

b) Segmentation
We want to use social media, and a good way 
of doing that is to find the audience that is 
already using social media platforms such as 
Facebook, Twitter and Instagram in our town 
to identify their interests and views in rela-
tion to energy saving. 

c)  Tools
A basic way to promote the campaign is to 
offer content through our website or blog. 
Various aspects of the campaign can be “gam-
ified”. Thus we can use infographics to en-
courage the participants themselves to get 
information and spread it. In the same way 

tem to take part in identifying problems and 
opportunities in bringing environmental 
education to schoolchildren is the best way 
to involve them, learn what their specific 
problems are and also ensure that there is 
more awareness of environmental issues.

The plan for assessment and preparation 
of environmental education in schools needs 
to take into account the various audiences 
which can be targeted. At the very least it 
should be borne in mind that primary school 
pupils are quite different from high school 
students. The type of integration in the school 
system and the relationship with teachers is 
very different. Hence co-creation plans have 
to be different for each group if we want to 
take these differences into account. 

For example, participation in assessment 
and planning is a mark of respect for the abil-
ity and maturity of high school students. This 
potential motivation can be offered to high 
school teachers as an additional tool for deal-
ing with the problems they usually face. Par-
ticipation in the programme can be encour-
aged by suggesting that it counts as an 
activity in the evaluation of a foundation 
subject (multimedia or a technology or sci-
ence subject).

b) Tools
Social media are the perfect basis for carry-
ing out many of the interactions required in 
the co-creation project by combining the 
various tools available. Wikis and blogs can 
be used to organise and conduct the assess-
ment phase while Doodle can be used to let 
people vote to choose which activities should 
be implemented. 

One way to quickly boost student par-
ticipation is to create an ad hoc app for 
taking pictures of good and bad environ-
mental practices. We can create a very 
powerful tool for compiling and distrib-
uting the activities of the primary or high 
school students by using an app combined 
with social media that allow us to share 
photos and videos (Twitter, Instagram, 
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b) Tools
When he had a large group of volunteers, 
Lim started a Facebook group for the project 
where volunteers began sending sketches and 
photographs that started to shape the map. 
Because he knew that there were English-speak-
ing cyclists in some areas of the city, he re-
cruited bilingual volunteers to contact them 
(audience segmentation). After two years and 
three drafts, the map was completed in Sep-
tember 2014 and published and distributed 
in printed form in three languages: Malay, 
Chinese and English.

With the success of this grassroots cam-
paign, some local councils became interested 
and Lim now had the challenge to turn the 
map into real infrastructure. While the gov-
ernment had talked up cycling in the past, 
there was no real interest in taking the pro-
ject forward. Finally, he got a lucky break in 
that the new mayor of Kuala Lumpur, an avid 
cyclist, became interested in the project and 
approved the first bike lane. The City Coun-
cil is now considering building two more.

“The map connected all these like-mind-
ed people and created a strong community,” 
says Lim. “It started the ball rolling. No mat-
ter how small the move, it’s still a stepping 
stone for the next move – by whoever.”

11.5.5. The worst best paid job in the 
world: street sweeper in Linköping
a) Objective: motivate
This is a relatively old case (2009) but one 
which cleverly used the possibilities of social 
media to achieve its objectives and reach its 
audience.5

This project was inspired by the competi-
tion run in Australia for the best job in the 
world as ‘caretaker’ on an idyllic island in the 
Great Barrier Reef. The City Council of the 
Swedish university city of Linköping togeth-
er with the Ungdomsombuden (the citizens’ 
council of youth representatives) offered a 

5.  See: http://www.tes.co.uk/article.
aspx?storycode=6020980.

we can make images or videos with practical 
energy saving tips in order to get them to go 
viral. We can also run a contest with the slo-
gan, for example, “How much do you save?”, 
check last year’s electricity or gas meter read-
ings and give prizes to the people with the 
largest savings percentage, or a contest for 
energy saving ideas that can be presented in 
person as well as online.

11.5.4. Creating a map of cycling routes 
in Kuala Lumpur4

a) Objective: identify the problem
Kuala Lumpur is a city where 93% of home-
owners have a car and it is built for travelling 
by car to the point that according to market 
research agency Nielsen, Malaysia has the 
third highest rate of car ownership in the 
world. The problem was how to turn the city 
into a more bike-friendly one.

The proposed solution was to draw up a 
map of roads suitable for cycling with the 
collaboration of users and also the city’s may-
or. The person at the forefront of the initia-
tive was Jeffrey Lim who for several years had 
been organising bike rides through the city 
at night or early in the morning. He first got 
the idea for a bicycle map in early 2012. He 
wanted to show how the city could work for 
cycling “not for leisure, but for transporta-
tion, for utility.” Knowing that most people 
thought cycling was impossible, he envisioned 
the map as a tool for advocates. The map was 
aspirational “because the map would have to 
come before the infrastructure.”

As Kuala Lumpur had no dedicated cycle 
lanes, the volunteers explored the routes that 
it was at least possible to cycle, from major 
roads to unmarked paths, and the routes were 
marked by their accessibility for cyclists. 

4.  Based on an article in The Guardian (18 Sep-
tember 2015) about crowd-sourcing a cycling 
map (http://www.theguardian.com/cities/2015/
sep/18/how-crowd-sourced-map-kuala-lumpurs-
ideas-cycling).
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online vote was held to select the winner that 
lasted a week. This procedure captured the 
attention of the priority audience and people 
who were capable (knowledge test) and pop-
ular within their segment (able to win the 
vote) were chosen.

c) Outcomes
There were 1,500 applications for the job 
which represented 20% of the campaign’s tar-
get population (high school students in the 
city). The blog had more than 200 unique 
visitors on an average day of the campaign. 
The objective of raising awareness, taking 
responsibility and giving a sense of owner-
ship to a group that typically feels marginal-
ised in cities went beyond simply picking up 
litter and it seems that it was achieved. 

11.6. Conclusions? Points to keep in 
mind
The industrial age is about to come to its end 
and we are approaching a new digital era. It 
will be a new era in which it appears that in-
stitutions, characterised by hierarchical struc-
tures geared towards decision-making and 
intermediation, will have to coexist and often 
turn themselves into other organisational 
structures which are more flexible and allow 
the entry of many new actors.

Below are some key points about where 
we are, why we are where we are and there-
fore what we have to do.
•	 We have to know how to manage the net-

work in which we are just a node. As im-
portant as this node may be, it will always 
- let’s not forget that it is a network - be 
possible that someone may disregard it 
(or us) to achieve their objectives. If we 
are not useful to the network we cease to 
exist, as it will become increasingly diffi-
cult to force things to come through ours.

•	 Although institutions are not essential 
(remember that they are just one more 
node in the network), they do have as-
sets that other nodes do not. Knowing the 
context is probably the most important 

very well paid job in the municipal cleaning 
service (the worst best paid job in the world). 
The objective was to sensitise young people 
about civic behaviour and respect for the en-
vironment. Young people were the priority 
audience for the campaign because young 
Swedes are in the habit of holding drinking 
sessions in the city’s parks in the summer 
months which had become the main problem 
in conservation of public spaces in built-up 
areas. The opportunity was based on the fact 
that during the summer months young peo-
ple often apply for any job that doesn’t require 
qualifications. The campaign was designed 
to attract the attention of these young people 
and involve them in improving the city.

b) Tools
The offer was made through a small ad in the 
press and also on the City Council’s website. 
It was open to young people aged 16 to 22 in 
the city. The winner would have free public 
transport, food, a laptop, a digital camera and 
a salary of €3,000 per month. The job was to 
collect rubbish during the summer months, 
write about the issue on their blog, Twitter or 
Facebook, post pictures and emphasise the 
problems of cleanliness and sustainability 
caused by antisocial behaviour. Obviously 
Linköping’s super street sweeper could attract 
young audiences and communicate with them 
in their own language. Their activity and their 
comments during the summer months would 
be a continuous campaign among the prior-
ity audience which represents a maintenance 
problem for public spaces.

In order to be eligible for the job candi-
dates had to answer a questionnaire about it 
which they could do with materials available 
on the City Council website. If the answers 
were incorrect you could not go on to the 
next stage. A local committee selected the 
ten best candidates for the job who had to 
submit a project on the website in which they 
had to describe and explain the reasons why 
they had applied for it. To promote their can-
didacy they had to use Facebook. Finally, an 
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initiatives is based on the fact that they 
have focused on working on processes 
and protocols rather than content. In oth-
er words, the old saw about the rod and 
not the fish, the how and not the what. 
It is true that teaching processes or the 
way to do them makes us expendable as 
opposed to retaining some control over 
contents or resources. Yet this was already 
the case when we became one more node 
in the network.
Having come this far, we can conclude with 

what is perhaps a logical consequence of 
everything we have said up to now: we must 
really be in networks, not just use them be-
cause they are there. Another way of formu-
lating this statement, which encompasses 
everything, is that in networks you should not 
work in the style of a campaign but rather as 
a presence. If we think about campaigning, we 
are already too late. This does not mean it will 
not have an impact, but it will most likely be 
media-based and disappear as soon as there 
is another campaign. If we think about pres-
ence, the work logic will be to form part of a 
community, i.e. to actively listen to and share 
with the rest of the community. Was not this 
the exercise of citizenship?
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