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ABSTRACT

Social networks have become one of the most popular tools in promoting the tourism product.
ThisappliestoNationalTourismAgencies,aswellastourism-relatedgeneralgovernmentbodies
(GGBs)andlocalauthorities(LAs).Thisstudyexaminessuchorganizationsalongsideselectedchief
administrationofficials(CAOs)thatarerelatedwiththetourismsectorandattemptstoevaluatetheir
presenceinthreesocialnetworks:Facebook,TwitterandYouTube.Inordertodoso,thisarticle
buildsuponandexpandsonexistingsocialnetworks’metrics,incorporatingthemintometricsof
onlinefollowership.Thequantitativeanalysisresultsinarankingofbestperformers,fromwhichthe
authorsselectthreegoodperformersinordertofollowwithaqualitativeanalysisofsemi-structured
interviews.Bymergingthequantitativeresultswiththefeedbackfromtheinterviewstheauthors
proposeabasicnormativesocialnetworksmanagementtoolkitfortourism-relatedpublicentities,
foundtobecomprisedofsixthematicaxes.
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INTRODUCTION

The Spread of Social Networks
MovingfromWeb1.0toWeb2.0has,undoubtedly,revisedtheinternetuser’spassiverelationship
withthewebsites’material,allowinggreaterinterrelationshipviasocialnetworksandotherUser
GeneratedContentservices(O’Reilly,2007;Bertotetal.,2012).Forthisreason,socialnetworks
(socialmedia)havemanifestedmassiveratesofproliferationamonginternetusers(Qualman,2010;
Fuchs,2017).Thistrendseemstobestrengthenedbythewideuseofotherformsofcomputing–
apartfromtheclassicpersonalcomputer(desktoporlaptop)–likeforexampletablets,padsand
smart-phones.AccordingtotheGlobalWebIndex(2015),theaverageglobaluserspendsaround28%
ofhisinternettimeatsocialnetworks.Ifweaddtothisthecorrespondingsharesofmicro-blogging
andblogging(13%and9%respectively),thenwereachaquotaof50%.Therefore,itwouldnotbe
farfetchedtoproposethattheaverageuserspendsalmosthalfofhis/herinternettimeonsomesortof
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socialnetwork.Inreality,socialnetworksprovideforanewformofcommunicationandnetworking
betweenagents,helpingthemto:createandsustainsocialbonds(Ellison,2007;Rivaetal.,2016),
exchangeinformationandexperiences(Kaplan&Haenlein,2010;Kietzmannetal.,2011;Osatuyi.
2013)andsociallyinteractwitheachother(Whiting&Williams,2013;Seargeant&Tagg,2014).

Inthesametime,thedeepdigitalpenetrationofInformationandCommunicationTechnologies
(ICTs)inmodernhouseholdsandusersallaroundtheworld,offersinevitablyanumberofopportunities
forboththeprivateandpublicsector(Kaplan&Haenlein,2010).Ontheonehand,theprivatesector
seemstohavefoundanovel,directandquiteeconomicalwaytopromoteitsproducts,addressingthem
alsotoyoungerandmoredynamicaudiences(Mangold&Faulds,2009;Kaplan&Haenlein,2011;
Scott,2015).Furthermore,firmshaveachancetoactivelyinvolveconsumersintheco-formation
of the finalproduct (Heinonen,2011;Sashi. 2012;Rathoreat el., 2016).Especially in termsof
marketingandoperationalresearch,consumersseemtoadoptamoreactiveroleinco-creatingthe
marketingcontent(Hannaetal.,2011;Tiago&Veríssimo,2014).Inotherwords,socialnetworks
areincreasinglytreatedbycorporationsasseparate-totheproduction-ecosystemsthatactbothas
promotingservicesandasmechanismsofappropriatingco-createdvalue(Pitelis&Teece,2010).

Ontheotherhand,thepublicsectorcanusesocialnetworks,inordertocommunicatepublic
policiesorincreasetheirsmartness(Gil-Garciaetal.,2016).Theinterestingwithsocialnetworks
is thatcitizensnotonlyreceiveinformationregardingpublicpolicies,butcanalsorespondtoit,
expressing theiropinion regarding thepolicy in real time(Porter,2008). In this lineof thought,
Bertotetal.(2012)suggestthatsocialnetworkscanprovidethreegeneralcapabilitiestothePublic
Sector:(1)enhancedemocraticparticipationandcitizens’engagement,promotinginthiswaythe
publicsector-citizensdialogue(McClurg,2003;Dahlgren,2009;Papaloietal.,2012;Bonsonetal.,
2015;Knox,2016),(2)assisttheco-productionofpublicpolicies,allowingpolicy-makingtobeboth
atop-downandbottom-upprocess(Sabatier,1986;Linders,2012),and(3)leadtoinnovationand
crowd-sourcingsolutions,underthenecessaryconditionofopenavailabilityof(non-sensitive)data
onthepartoftheState(Haklayetal.,2014;Carfagno&Parnell,2016).

TherelevanceoftheabovecapabilitiesextendsfromsocialnetworkstoallformsofWeb2.0
functionsthatcouldenhancecommunicationbetweencitizensandgovernmentofficials(i.e.open
governance,publicconsultationoflaws,etc.).Forthesereasons,socialnetworksareusedmoreand
morebypublicentitiesase-governanceandopengovernmentenablers(Osimo,2008;Bertotetal.,
2010;Bonsonetal.,2012;Magro,2012;MergelandBretschneider,2013;Snead,2013;Zavattaro,
2013;Boulianne,2015).Inthiscontext,Bonsonetal.(2012)proposethatthetwomajorbenefitsof
socialnetworksforPublicEntitiesaretransparencyandcitizens’engagement.

Social Networks and Government Agencies
Theuseofsocialnetworksbygovernmentagencieshasboomedduringthelastyears,astheyhave
providedanewformofgovernment-citizencommunication.Thepenetrationofsocialnetworkshas
beensupportedbytheintroductionandprevalenceofICTsingovernmentoverthepastdecadesthat
haveimprovedtransparency,accountabilityandhavemitigatedthefeelingofthedemocraticdeficit
(Hague&Loader,1999;Bertotetal.,2010;Bertot,etal.,2012a).Inthiscontext,socialnetworks
havebeenregardedbygovernmentagenciesnotonlyasanother tool toprovide informationand
services to citizens, but also as amean to allow them toparticipate in theproductionofpublic
policies(O’Reilly,2007;Linders,2012).Theoverarchingopportunitiesthatsocialnetworksoffer
tothegovernment-citizenrelationshiparehighlightedbyMedaglia&Zheng(2017)astheability
tofoster“communitybuilding.”Indeed,socialnetworksenhancethecreationofsocialcapitalboth
onabonding(i.e.emotional)andbridging(i.e.novelinformation,tangibleoutcomesfromsocial
networking)level(Putnam,2000;Ellisonetal.,2010).

The adoption of social networks by government agencies is not, of course, an automatic
process,butinsteadpassesthroughvariousstagesuntilitreachesanadequatelevelofdiffusionand
embracement. Mergel & Bretschneider (2013) propose a 3-staged process model that describes,
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inageneralanddescriptiveway,howgovernmentagenciestreatICTs,likesocialnetworks,inthe
courseoftime.Atthefirststage,agenciestendtoinformallyexperimentwiththeplatformandthe
capabilities that thetechnologyoffers.After thechaoticfirststagetheymovetothenextone,at
whichtheyrecognizetheneedtodeveloprulesandregulationforthesetechnologies.Finally,atthe
laststage,theymovetowardsformalizingstrategiesandpoliciesregardingthemanagementofsuch
technologies.

Whilethediffusionofsocialnetworksisindeedarealityingovernmentagencies,theability
of the agencies to evaluate the response of the networks to citizens remains rather constrained
(Bertotetal.,2012b;Lee&Kwak,2012;Mergel,2013).Oneofthereasonswhythishappensis
thatgovernmentsocialnetworksarenothostedbyinternalwebservers,butbythirdparties(Mergel,
2013).Therefore,governmentcannotcontrol the technological featuresandspecificationsof the
socialnetworkapplications.Onmanagementterms,manygovernmentagencies,especiallyinmarket-
orientedsectors,outsourcethemanagementoftheiraccountstothirdparties,astheirpersonnellacks
intermsofknow-howofsocialmediamanagement.

Inthesamevein,Wangetal.(2016)andMedaglia&Zheng(2017)notethattherearecertaingaps
intheexistingeffortstosystemizeresearchinthefieldofgovernmentsocialmedia.Afterexamining
93articlesongovernmentsocialmedia,theyproposesixfocuscategoriesthatgovernmentsocial
mediaresearchersshouldtrytoexaminemorethoroughly,namelyplatformproperties,management,
usercharacteristics,userbehavior,contextandsocialmediaeffects.Inthiswaytheyprovidethe
generaloutlineofasocialmediaresearchagenda.

Studying the literature on social networks, one could argue that they could be used by an
organization(includingagovernmentone)forfive(5)generalreasons:

1. Forthepromotionofaproduct,namelythepromotionofthetourismproduct,toaverywide
audience(Panetal.,2007;Lew,2008),while in thesametimetoenhancethe imageof the
organizationinthemarket(Dippelreiteretal.,2008;Akehurst,2009;Huang,2011).Holding
theleadershipordominanceinpromotinginformationinasectormaybecomeaflagshipforall
auxiliaryfunctionsthattheorganizationmayprovide(Chan&DenizciGuillet,2011;Inversini
andCantoni,2011);

2. Forthedistributionofaproduct,i.e.toservethepotentialcustomerinfindingwhathe/shewants
andmakingreservations,evenelectronically(Akehurst,2009;Chan&DenizciGuillet,2011;
Nooneetal.,2011);

3. Forthecommunicationbetweenprovidersandusers,intermsofdevelopingacommunication
channelbetweentheclientandthesupplierofthetourismproduct(Ellion,2007).Communication
canserveintermsofcustomerserviceper seorinordertoprovideeffectiveafter-saleservices
(Akehurst,2009;Pantelidis,2010;Chan&DenizciGuillet,2011;Sigala,2011);

4. Forthemanagementoftheprovider’sinternalcommunications,i.e.usingsocialnetworksaccounts
in-houseforvocationaltraining,internalinformationexchangeandcommunications(Fuchset
al.,2009;Inversinietal.,2009;Leungetal.,2011);

5. ForreasonsofResearchandDevelopment(R&D)ofthetourismproduct,namelydatamanagement
andusersanalytics,sothatthereiscontinuousproductimprovementandidentificationwithwhat
usersandpotentialcustomerswant(Dippelreiteretal.,2008;Akehurst,2009;Huang,2011;
Sigala,2011;Sigala&Chalkiti,2014).

SOCIAL NETwORKS AND THE TOURISM PRODUCT

Thetourismproductisratherunique,incomparisontootherconventionalproducts.Firstofall,we
aredealingwithaserviceofimmaterialsubstance,whichisalsoaccompaniedbyvariousmaterial
characteristics(Jefferson&Lickorish,1988).Furthermore,tourismisanexperiencethatthetraveler
cognitivelyholds long after the terminationof thephysical dimensionof the trip (Smith, 1994;
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Prebensenetal.,2012).Thecomplexnatureofthetourismproductimpliesthatitcanbeaffectedby
amultitudeoffactorsthatarenotalwaysapartoftheproducer’sinternalenvironment.

ThecomplexityofthetourismproductburdensPublicEntitieswithanequallycomplexmission.
Ontheonehand,organizationsactivatedinthetourismsectorshouldbehaveasmarketersofthe
tourismproduct,tryingtoattractasmanypotentialcustomersaspossible.Ontheotherhand,they
havetoassistthetraveler(thecustomer)duringhisstayinthecountrywithanyproblemorquery
thatmayarise.Finally, theexperientialnatureof the tourismproduct (Smith,1994)necessitates
maintainingcommunicationlinkswiththecustomer,sothatatravelerwouldbemotivatedtovisit
againthecountryinthefutureand“advertise”his/herowntouristexperiencetofellowwould-be
travelers abroad. Milano et al. (2011) propose that organizations involved in tourism promotion
shouldaimatthreecriticalperiodsoftravelling:(1)pre-arrivalperiod(pre-experience),(2)period
ofstay(experienceduringtravelorstay),and(3)post-travelperiod(post-experience).Inthisvein,
socialnetworkscouldplayasignificantroleinalloftheaboveperiodsoftravel,sincetheycanmeet
immediateandongoinginteractionwiththepotentialclient(HvassandMunar,2012).

The insertionof social networks in tourismmanagementhas imposed a rather fundamental
changeinthecircuitoftourismpromotion,asdepictedinFigure1.

TheleftsideofFigure1portraysthetraditionalschemaoftourismpromotionthatinvolves:
tourists,travelagenciesandstatepublicentities(i.e.MinistryofTourismorGreekNationalTourism
Organizations-NTOs).Morespecifically,thepotential“customer”perceivesthetourismcampaign
viaconventionalformsofadvertising(i.e.outdoorads,T.V.spotsandtravelmagazinesortourist
guides)andismobilizedtovisitatravelagencyandbookhis/hertrip.Inthistraditionalschemastate
publicentitiesdevelopcommunicationchannelswithbigtravelagenciesandoperatorsallaround
theworld,inordertopromotethetourismproductinamoreefficientway.TherightsideofFigure1
showstheradicalchangeinthecircuitthatnewtechnologiesandsocialnetworksbring,namelythat
socialnetworksco-exist–ifnotgraduallyreplace–conventionaladvertising.Inthesametime,they
provideanintermediateandinteractingnodebetweenPublicEntities,travelagenciesandcitizens.

Socialnetworksprovide,indeed,anewterrainthatindividuals,thepublicsectorandtheprivate
economycaninteract,shareinformationandindeedco-producethetourismproduct(Xiang&Gretzel,
2010;Leungetal.,2013).Specialinteresthasbeencastintheliteratureregardingtheuseofsocial
media by tourism-related public organizations, like for example national tourism organizations.
Dwivedietal.(2011)havetriedtodeterminetheextentofuse,aswellasthepopularity,ofvarious

Figure 1. Traditional (1) vs. Social network-enhanced (2) schema of tourism product promotion (Source: The authors)
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socialnetworksbyNationalTourismOrganizations,underlining in their findings the supremacy
ofFacebook.ThesamefindingsregardingFacebookanditssignificanceasaneffectivemarketing
strategytoolhavebeenprovidedbyStankovetal.(2010).Haysetal.(2013)havehighlightedthe
abilityofsocialmediatoactlikeeffectivedestinationmarketingtoolsthatcouldsignificantlyassist
tourismpromotionpublicpolicy.Infact,asPike(2016)notes,eventhepromotionalroleper seof
NTOsandDestinationManagementOrganizations(DMOs)ischallengedbytheoverwhelmingimpact
ofsocialmedia,puttingnewopportunitiesandthreatsonthetableoftourismpromotionpolicies.

Thisintrinsicimpactofsocialmediaonthetourismsectorwasthemainreasonforchoosingitas
acasestudy.Furthermore,theselectionofGreece,whileinevitablyconnectedwiththeoverallscope
oftheresearchprojectoftheGreekNationalCentreofPublicAdministrationandLocalGovernance,
wasalsoattributedtothesignificanceofthetourismsectorintheGreekeconomy.

RESEARCH DESIGN AND METHODS

This paper focuses on evaluating the presence of General Government Bodies (GGBs), Local
Authorities (LΑs) and selected Chief Administration Officials (CAOs) that are related with the
tourism sector in three social networks which show the most significant penetration in Greece.
ThesamplewasGreekGGBsandLΑsthathaddirectorindirectrelationwithtourismpromotion
andmanagement,aslistedinthe“General Government Body Register ESA 2010”oftheHellenic
StatisticalAuthority(EL.STAT.).Basedonthisrationaleandfromatotalpopulationof1.506GGBs,
weselectedaninitialsampleof223Bodies1.Inthissample,weadded5CAOsthatheldimportant
publicniches(i.e.MinisterofTourism,MayorofAthens(2accounts),MayorofThessalonikiand
AtticaPrefectureGovernor).Thusthetotalsizeoftheinitialsamplewas228entities.

Research Questions
ThecurrentpaperpresentsfindingsbyaprojectcarriedoutattheGreekNationalCentreofPublic
Administration and Local Governance on the “Study and Evaluation of the Digital Presence of 
Greek Public Administration Bodies and Local Authorities in Collective Digital Media”.Exploring
governmentagenciesatallpolicyspaceswasapparentlyandenormoustask.Forthisreason,the
researchfocusedsolelyonthetourismsector,asitconstitutesacriticalshareoftheGreekdomestic
product.Therefore,themainresearchquestionwas:

RQ1:HowtourismrelatedGeneralGovernmentAgenciesandLocalAuthoritiesperforminpopular
socialnetworks?

FollowingtherationaleofKietzmannetal.(2011),Lee&Kwak(2012)andBonson&Ratkai
(2013,2015),wefocusedourevaluationoncriticalsuccessfactorscriterialikeuserengagement,as
itbestdescribestheparticipatoryandnetworkingcharacterofsocialmedia.Nevertheless,ourbasic
problemwasthattheBonson&Ratkai(2013)offeredmetricsonlyforFacebook.Hence,oursecond
researchtaskwas:

RQ2:Todevelopevaluationmetricsforotherpopularsocialmediaplatforms,namelyTwitterand
YouTube.

Asfarasweknow,similarsetsofmetricsadaptedforthesetwoplatformshavenotbeenanalyzed
intheliterature.Furthermore,wedonotconfinethedefinitionofonlineuserengagementtopopularity,
commitmentandvirality,butwealsoincorporateonlinefollowershipmeasurementmetrics.

Whilethequantitativepartisvaluableintermsofuserengagement,itdoesnotoffersignificant
explanationsintermsofmanagementofsocialnetworksaccountsbygovernmentagencies.Thescope
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oftheprojectwasnotonlytoevaluatethepresenceofpublicadministrationinsocialmedia,butalso
tounderstandhowtheseagencieschoosetomanagetheirsocialmediaaccounts.

RQ3:Whatarethebasicprinciplesthatshouldgovernapublicpolicyforthemanagementofsocial
networksofgovernmentagencies?

Inordertoachievetheaboveresearchtask,weconductedaqualitativeanalysiswiththehelpof
semi-structuredinterviewwiththree(3)governmentagenciesthatscoredfairlywellinthequantitative
stage,dependingalsoonagencies’availability.

Throughboththequantitativeandqualitativeanalysisweextractedusefulinsightsregarding
thephilosophyofhandlingsuchsocialnetworksaccountsbygovernmentagencies,aspectsoftheir
strategicorientation,elementsconnectedwiththemanagementoftheaccounts,aswellasexploring
thedynamicsthatshapethetourismpromotionalmixofpublicadministration.

Wefindthatthespreadofsocialmediainthetourismproductpromotionalterssignificantly
the schema of conventional tourism promotion, as well as the role that public administration
entitiescould/shouldplayinthis.Finally,weproposeageneralsocialmediamanagementtoolkit
forgovernmentagencies.

Inasense,thecurrentpapertriestoapproachtheMedaglia&Zheng(2017)researchagendaboth
atthemanagementanduserbehaviorlevel,borrowinginsightsnotonlybytheliteratureonsocial
mediamanagementbygovernmentagencies(Kavanaughetal.,2012;Campbelletal.,2014;Vogt
etal.,2014;Johannessenetal.,2016),butalsofrommorebusinessandmarketingorientedstudies
(Kaplan&Haenlein,2010;Kietzmannetal.,2011).

Defining and Charting the Research Sample
Atafirststage,wechartedthepresenceofthesampleinallformsofsocialnetworks,withspecial
referencetothethreemorewidespreadinGreece(i.e.Facebook,Twitter,YouTube).Inordertoget
stableandcomparableresultsweassumedthatasocialnetworkaccountcanbeconsideredasofficially
belongingtoanentity,ifandonlyifthereisalinkdirectingtothisaccountfromthisentity’sofficial
website.Withthishypothesisinmind,wemeasuredanumberofquantitativeindicesforthethree
socialnetworks(age,numberofposts,followingandfollowers’metrics,etc).

WethenproceededtopartitioningthissampleaccordingtocertainLivenessCriteriathatwe
defined.Thiswasmadebecausewewantedtocategorizesocialmediaaccountsdependingonhow
energeticandlivetheywere,scopingatanextresearchstagetofocusourstudyandanalysisonlyto
thosethatwereinpracticeactive,excludingaccountsthatwhileofficiallyexisted,infactwerehardly
operable.Thecriticalhardlivenesscriterionfocusedonalivepresenceduringthesecondquarter
of2015(Q2/2015),whichcoincidedwiththeopeningofthetourismseasonintheGreekmarket.In
thisrespect,anumberofassumptionsweremade:

Assumption 1:AnentitysatisfiesaHardLivenessCriterion,ifandonlyiftheyhavemadeatleast
one(1)post/tweet/uploadintheirsocialnetworkaccountsduringQ2/2015.

Assumption 2:AnentitysatisfiesaSoftLivenessCriterion,ifandonlyifthemostrecentpost/tweet/
uploadintheirsocialnetworkaccountshasbeenmadeduringtheperiodJuly2014-March2015
(Q3/2014-Q1/2015).

Assumption2wasmadeinordertoaccountalsoforentitiesthatpresentedsomeformoffair
periodicityor seasonality in their activities (e.g. entities active forwinter/summerholidaysor
seasonalfestivals).
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Assumption 3:AnentitysatisfiesaCriterionofZombieInertia,ifandonlyifthemostrecentpost
ontheirsocialnetworksaccountshasbeenmadebeforeJune2014(Q2/2014orolder).

Calculating Engagement Indices
Basedonthefinalresearchsampleformulatedasabove,weemployedthemethodologyofPapaloiet
al.(2012),Bonson&Ratkai(2013)andBonson&Ratkai(2015),inordertocalculateindicesthat
measuredthedegreeofusers’engagementinsocialnetworks.Bonson&Ratkai(2013)developed
a setofmetrics for thecaseofFacebook,whichmeasure theengagementandsocial legitimacy
of stakeholders. These metrics were developed in order to capture the elements of popularity,
commitment,viralityandengagementinaquantitativeway(seeTable1).

Table 1. Facebook metrics for online user engagement (Bonson and Ratkai, 2013)

Category Metric Formula Description

Popularity

P1
Numberof PostsLiked

Total Numberof Posts

   

   
Percentageofposts
thathavebeenliked

P2
Total Likes

Total Numberof Posts

 

   
Averagenumberof
likesperpost

P3
P

Numberof Fans

2
1 000

� �
* .











Averagenumberof
likesperpostper1000
fans

Commitment

C1
Numberof PostsCommented

Total Numberof Posts

   

   

Percentageofposts
thathavebeen
commented

C2
TotalComments

Total Numberof Posts

 

   
Averagenumberof
commentsperpost

C3
C

Numberof Fans

2
1 000

� �
* .











Averagenumberof
commentsperpostper
1000fans

Virality

V1
Numberof PostsShared

Total Numberof Posts

   

   
Percentageofposts
thathavebeenshared

V2
Total Shares

Total Numberof Posts

 

   
Averagenumberof
sharesperpost

V3
V

Numberof Fans

2
1 000

� �
* .











Averagenumberof
sharesperpostper
1000fans

OnlineUserEngagement E.F.2 P C V3 3 3+ + Stakeholderonlineuser
engagementindex
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BasedonthismethodologyforFacebook,weproceededwithsomeextensionssoastofitthe
casesofTwitterandYouTube(seeTables2and3).ConcerningTwitterandFacebook,thesetwo
socialnetworkspresentsimilarcriteriaofpopularity,commitmentandvirality.

ConcerningYouTube,thingswereabitmorecomplex.Thebasicproblemswerethefollowing:

• Commentsareusuallyde-activatedbyadministrators,due tooffensivecontent.Thiscreates
problemsinthecalculationofmetricsofcommitment;

• The presence of the dislike button, presents differences with the other two social networks
(TwitterandFacebook);

• UnlikeTwitterandFacebook,inYouTubeitisdifficulttocalculatethedegreeofsharednessof
avideo(virality).

Table 2. Twitter metrics for online user engagement, extending the work of Bonson and Ratkai (2013)

Category Metric Formula Description

Popularity

P1
NumberofTweetsFavourited

Total NumberofTweets

   

   
Percentageoftweetsthathave
beenfavourited

P2
Total Favourites

Total NumberofTweets

 

   
Averagenumberoffavouritesper
tweet

P3
P

Numberof Followers

2
1 000

� �
* .











Averagenumberoffavouritesper
tweetper1000followers

Commitment

C1
NumberofTweetsCommented

Total NumberofTweets

   

   
Percentageoftweetsthathave
beencommented

C2
TotalComments

Total NumberofTweets

 

   
Averagenumberofcommentsper
tweet

C3
C

Numberof Followers

2
1 000

� �
* .











Averagenumberofcommentsper
tweetper1000followers

Virality

V1
NumberofTweetsRetweeted

Total NumberofTweet

   

   
Percentageoftweetsthathave
beenretweeted

V2
Total Retweets

Total NumberofTweets

 

   
Averagenumberofretweetsper
tweet

V3
V

Numberof Followers

2
1 000

� �
* .











Averagenumberofretweetsper
tweetper1000followers

OnlineUser
Engagement E.T.3 P C V3 3 3+ + Stakeholderonlineuser

engagementindex
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Inordertoaddresstheseproblems,weproceededtocalculateanindexforYouTubeengagement
withoutconsideringametricforcommitment,bymakingtwoimportantassumptions:

Assumption 4:AsametricofpopularityforvideospostedonYouTube,wedefinethenetapproval
rating,whichiscalculatedasthenetdifferencebetweenLikesandDislikes.

Assumption 5:WeconsiderthatthetotalviewsofavideopostedonYouTubecanserveasametric
oftheviralityofthisvideo(word-of-mouthandend-destinationofvariouslinks).

AlongsidethesemodifiedengagementmetricsofBonson&Ratkai(2013),wehavealsoapplied
someonlinefollowershipmetrics,inordertoevaluatetheperformanceofsocialnetworkaccounts
thatsatisfiedtheHardLivenesscriterion.Theseincludethreemetricsthatbelongintwocategories:
(1)accountactivity,and(2)degreeofuserattraction.Morespecifically,wewantedtocheckhow
activeweresocialnetworkaccountsintermsofposting,tweetingoruploading,andhowefficient
theseaccountswereintermsofattractingnewfans,followersorsubscribers(seeTable4).

Calculationsof theonlineuserengagementandonlinefollowershipmetricswereperformed
during a period of 7 consecutive days (measurement period) at the end of Q2/2015, under the
followingassumptions:

Assumption 6 (refers to Facebook):WecountthepostsmadeanytimeduringQ2/2015,andthe
commentsaccumulatedduringthemeasurementperiodattheendofQ2/2015.

Assumption 7 (refers to Facebook and Twitter):Giventhat,forpracticalreasonsofthetimerequired
formeasurement,themeasurementperiodneedstohaveanon-trivialdurationof7calendardays,

Table 3. YouTube metrics for online user engagement, extending the work of Bonson and Ratkai (2013)

Category Metric Formula Description

Popularity

P1
NumberofVideoswithaNetApproval

Total NumberofVideos

      

   
Percentageofvideosthathavea
netapproval

P2
Aggregateof NetApproval Ratings

Total NumberofVideos

    

   
Averagenumberofnetapproval
ratingspervideo

P3
P

Numberof Subscribers

2
1 000

� �
* .











Averagenumberofnetapproval
ratingspervideoper1000
subscribers

Virality

V1
NumberofVideosthatwereViewed

Total NumberofVideos

     

   
Percentageofvideosthathave
beenviewed

V2
AggregateofTotalViews

Total NumberofVideos

   

   
Averagenumberofviewsper
video

V3
V

Numberof Subscribers

2
1 000

� �
* .











Averagenumberofviewsper
videoper1000followers

OnlineUser
Engagement E.Y.4 P V3 3+ Stakeholderonlineuser

engagementindex
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weassumethatthephenomenonthatwestudydoesnotevolveduringthemeasurementperiod.
Inotherwords,weassumethatthequantitiesmeasureddonotchangesignificantlyduringthe
measurementperiod,sothatsocialnetworkaccountswhoseactivityismeasuredattheendofthe
measurementperiodarenotfavoredwithrespecttoaccountswhoseactivityhasbeenmeasured
atthebeginningofthisperiod(inwhichcaseposts/tweetsandsocialactionshadupto7days
lesstoaccumulate).

Assumption 8 (refers to Facebook and Twitter):Withrespecttocomments,wecountcomments
perse,andalsoreplieseventuallygivenbyotherusersortheownerentityoftheaccount.

Assumption 9:Wechoosetocountalltypesofposts,tweetsorvideos(notonlythoseoftourism-
relatedcontent),sincetheyallcontributetotheactivityofthecorrespondingaccount.

Assumption 10:Likesorfavourites,andsharesorretweets,areonlycountedfortheoriginalpostor
tweet(butnotforcomments,replies,etc.).

Finally, after the calculationof onlineuser engagement andonline followershipmetricswe
adoptedanapproachofrelativebenchmarkinganalysis,inordertoendupwithresultsthatwould
exhibitcomparativevalue,aswellasexplanatorysignificance.Thestepsofthisrelativebenchmarking
approacharedescribedinTable5.

Semi-Structured Interviews
Basedontheresultsofthebenchmarkinganalysisweconductedasamplingfortourismcontentfor
thelast15-20postsforeachaccountandwefinalizedasampleof3organizationsofgoodperformers
forfurtherqualitativeanalysis.Atthisstage,wewerenotinterestedinthequantitativeelementsthat

Table 4. Metrics for online followership measurement

Twitter

Category Metric Formula Description

Activity ACV
TotalNumberofTweets

Ageof Account

   

  
averagenumberoftweetsper
month

Attraction

A1
TotalNumberof Followers

Ageof Account

   

  
averageattractionoffollowers
permonth

A2
TotalNumberof Followers

Total NumberofTweets

   

   
averageattractionoffollowers
pertweet

OnlineFollowership F.T. ACV+A1+A2

Facebook5

Attraction
A1
=
F.F.

TotalNumberof Followers

Ageof Account

   

  
averageattractionoffollowers
permonth

YouTube

Attraction
A1
=
F.Y.

TotalNumberof Subscribers

Ageof Account

   

  
Averageattractionof
subscriberspermonth
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boostedefficiency,butratherintracingtheprocedures,rulesandstrategiesthatledtheaccountsat
greaterengagementandfollowership.

Semi-structuredinterviewswiththeresponsibleadministratorsoftheaccountswereconducted,
namelyreal-timemeetinganddiscussionwiththeGreekNationalTourismOrganization(GNTO)and
TheAthensDevelopmentandDestinationManagementAgency(ADDMA)andanelectronicinterview
withtheMunicipalityofKalamata(MoK).AtGNTOwemetwiththeHeadoftheDepartmentof
PublicationsandAudiovisualMediaandtwomembersofthesocialmediamanagementteam.At
ADDMAwemetwiththeProjectManagerandHeadofsocialmediamanagementteam.Finally,
theelectronicinterviewforthecaseofMoKwascarriedoutwiththeHeadoftheDepartmentof
Communication&PublicRelationsoftheMunicipalityofKalamata.

Thediscussionwasopenandnotstructuredinasolidway,butinsteaditwascarriedoutasan
openconversationthatletadministratorstosubmittheirownviewsonhowtheyperceivedtourism
productpromotionpoliciesandhowtheymanagetheirsocialmediaaccounts.Ofcourse,duringthe
conversation,weorienteditappropriatelybasedonapre-setstructureofquestionsaddressingthe
followingthematics:

• Analyzingtheuserphilosophyofthesocialmediaaccounts;
• ExpandingonelementsofstrategicorientationandconnectionwiththeStrategicandBusiness

Planoftheorganization;
• Referringtoadministrativeissuesoftheaccountsper se:in-houseadministrationorout-sourcing

tothirdparties,proceduresofapprovingposts’content,elementsofschedulingposts;
• Tracing activities of followership and user engagement enhancement, via analytics or other

evaluationmethods;
• Discussingelementsoftourismpromotionanddeterminingthetargetaudience.

Finally, the information from the transcripts of the interviews was systemized in the
aforementionedthemes.

QUANTITAVE ANALySIS AND RESULTS

Presence of Greek Tourism-Related GGBs and LAs in 
Online Social Networks: The Big Picture
Asnotedpreviously,thetotalsampleofthetourism-relatedGGBs,LAsandIndividuals(directlyor
indirectlyrelatedtotourism)was228entities.Itwasfortunatethatthewebsitecompliancerateof
thissamplewasquitehigh–around84%.

Thegeneralpictureofthepossessionratesofasocialnetworkaccountisthatalmost1outof
2entitiesoperateaFacebookfanpage,grouporaccount(42.11%).Twitter(24.56%)andYouTube

Table 5. Relative benchmarking steps

Step1 Calculatetheonlineuserengagementandonlinefollowershipmetricsforeachentity.

Step2

Conversiontorelativescores,withthebestscorebeing(NoofEntities–1).
-Facebook:0,1,2,…,81
-Twitter:0,1,2,…,38
-YouTube:0,1,2,…,24

Step3 StabilizeforeverySocialNetworkingPlatform,withrespecttothetotalnumberofentities(89intotal).

Step4 Arrangeinadescendingorder.
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(24.56%)arelesspopularchoices,butstillsecond-bestsolutions.Othersocialnetworksarenotso
widespreadyetintheGreekpublicsector(i.e.Instagramat2.63%).

Anotherinterestingfindingisthatalmostoneoutoftwo(50.44%)PublicEntitieskeeponly
onetypeofsocialnetworkaccount,withtwotypesofaccountsheldbyalmosttwoouttenentities
(19.30%),whereas the ratesofkeeping three, fourormoreaccounts fall furtherbelow(12.28%,
12.28%and5.71%respectively).

ThefindingsregardingthelegalformofthePublicEntitiesparticipatinginthesampleprovethat
a40.79%ofthemareLegalEntitiesunderPrivateLaw(LEUPLs),while31.58%areLAs.

Concerningtheageoftheaccountsatthethreebasicsocialnetworks,theaverageagemoves
inthe34.98–38.80monthsframe,withnosignificantdifferencesfromtherespectivemedianage.

How Alive are Social Network Accounts of Greek 
Tourism-Related GGBs, LAs and CAOs?
Duringthegeneralchartingstageoftheinitialsample,itbecameapparentthatmanyorganizations
wereoperatingsocialnetworkaccounts,butinreality,didnotupdatethemsystematicallyorona
dailyorweeklybasis.Asaresult, in thesecases theratesofengagementwithGreekcitizensor
otherinternationalinternetuserswereratherlimitedor–insomecases–completelyabsent.For
thisreason,andinordertostudyareliablesampleforwhichwecouldevaluatetheperformanceof
organizationsintermsofonlineuserengagementandonlinefollowership,weappliedthe3typesof
livenesscriteriaasanalyzedinthe“ResearchDesignandMethods”section.

InTwitter,sevenoutoftenentitiesareoperatingaccountsthatfulfilltheHardLivenessCriterion
(atleastonetweetinQ2/2015).Moreover,“zombieaccounts”reacha18.18%,asseeninTable6.

InFacebook,thelivenessratesarereallyhigh,withnineouttenentitiesmeetingthehard
livenesscriterion.Thissomehowhighlightsthepopulardimensionofthissocialnetworkand
itsabilitytoappealtoabroadaudience.Forthisreason,organizationsthatchoosetoopena
Facebookaccount,usuallykeepitalive,feedingitconstantlywithrelevantmaterial.Forall
criteriaseeTable7.

Finally,inYouTube,theratesconnectedwithsoftlivenessandzombieinertiaaresignificantly
higherthanthoseoftheothertwonetworks(27.27%respectively).Thiscanbepartiallyattributedto
thedifficultyofconstantlypreparingaudio-visualmaterialanduploadingitattherelevantchannels.
ForallresultsseeTable8.

HencethesampleofGGBs,LAsandCAOsthatwasfurtherevaluatedintermsofonlineuser
engagementandonlinefollowershipcomprised89entities.Morespecifically,weexaminedfurther
metricsfor39Twitteraccounts,82Facebookfanpages6and25YouTubechannels.

Table 6. Liveness rates for Twitter; liveness periods have been defined backwards with respect to the study timeframe (mid-2015)

Liveness Criteria Sample %

HardLiveness 39 70.91%

most recent post during 01/04/2015-30/06/2015

SoftLiveness 6 10.91%

most recent post during 01/07/2014 - 31/03/2015

ZombieInertia 10 18.18%

most recent post on or before 30/06/2014

TOTAL 55 100.00%
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Evaluating Best Performers
The calculation of the data series necessary for evaluating online user engagement and online
followershipmetricswasconductedduringaperiodof7consecutivedaysintheendofJuly2015and
constrainedtocontentpostedinthesecondquarter(Q2)ofthisyear.Aftercalculatingthemetrics,
scoreswerenormalizedwiththebenchmarkingproceduredescribedinTable5.Theresultingranking
gaveusalistofbestperformers.InTable9,onecanseethetop-20rankingofGGBs(LEUPLsand
PublicEntities),LAsandCAOs.Weshouldnotethatallscoresarenormalizedforthetotalpopulation
ofthesample,namely89entities.

Basedontheresultsoftherelativebenchmarkingexercise,wecanmakesomeobservations
andcomments.

First,onlyfiveoutoftwentyentitiesdonotholdaYouTubechannelandonlyonedoesnothave
aFacebookaccount.Hence,thesetwentyentitiespresentsomekindofhomogeneityastokeeping
accountsinallthreesocialnetworksunderstudy.

Second,intheabovelistonecantracethreeindividuals(CAOs),whiletherestoftheentities
compriseLEUPLs,LAsorPublicEntities.Intheinitialsampleof228entities,onlyfiveofthem
wereCAOs.Thus,thefinalpresenceofthreeoutoffiveindividualsinthebestperformersTop-20is
arathersuccessfulindicatorfortheireffectivenessoperatingtheirsocialnetworkaccounts.Thiscould
bepartiallyattributedtothewiderecognitionoftheseindividuals(MarwickandBoyd,2011),aswell
astotheimportanceoftheirpublicoffices(minister,governor,mayor).Ingeneral,personalaccounts
seemtoboostthemetricsofbothonlineuserengagementandonlinefollowership,asusersseem
toidentifythemselvesmoreeasilywithaneponymouspublicfigure,likeproposedintheliterature
(Clicketal.,2013;Jin&Phua,2014;Kowalczyketal.,2016;Chung&Cho,2017).

Table 7. Liveness rates for Facebook; liveness periods have been defined backwards with respect to the study timeframe (mid-2015)

Liveness Criteria Sample %

HardLiveness 88 91.67%

most recent post during 01/04/2015-30/06/2015

SoftLiveness 3 3.13%

most recent post during 01/07/2014 - 31/03/2015

ZombieInertia 5 5.21%

most recent post on or before 30/06/2014

TOTAL 96 100.00%

Table 8. Liveness rates for YouTube; liveness periods have been defined backwards with respect to the study timeframe (mid-2015)

Liveness Criteria Sample %

HardLiveness 25 45.45%

most recent post during 01/04/2015-30/06/2015

SoftLiveness 15 27.27%

most recent post during 01/07/2014 - 31/03/2015

ZombieInertia 15 27.27%

most recent post on or before 30/06/2014

TOTAL 55 100.00%
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Third,inawaysimilartothebasicdescriptivedatathatwecalculatedatthegeneralcharting
ofourinitialsample,alsoherewewitnessthequantitativesupremacyofLEUPLs.Thisatteststhe
factthatentitiesoperatingunderprivateorderarefarmoreflexible,withlessbureaucraticstructures
andbetterstrategicorientation(Boyne,2002).IntheTop-20listofbestperformerseightentitiesare
LEUPLs(40%),sixareLAs(30%),threeareCAOs(15%)andanother15%arePublicEntities.This
wassomethingalsoraisedduringtheinterviewsofthequalitativestage.

Fourth,LAsseemtopresenthigherengagementratesthanGGBs.Thiscouldbepartiallyattributed
tothefactthatmunicipalitiesandlocalgovernments(evenincasesofindividualofficers)targetata
morelimitedgeographicalaudiencethatcanbeeasilytraced.Furthermore,peoplearemoreinterested
inparticipatingandgettinginformedforissuesthathavetodowithlocalcommunities,whoseeffects
areexperiencedmoredirectly(Bonsonetal.,2012).

Table 9. Top-20 ranking of GGBs (LEUPLs and Public Entities), LAs and CAOs

Rank LF7 Unit E.T.8 F.T.9 E.F.10 F.F.11 E.Y.12 F.Y.13 Total

1 3 MinisterofTourism–Helena
Kountoura 66.18 82.15 69.46 66.21 64.08 42.72 390.80

2 1 NationalOpera 36.51 70.74 54.27 80.32 46.28 78.32 366.44

3 4 GreekNationalTourism
Organization 52.49 86.72 31.48 87.91 10.68 85.44 354.72

4 2 MunicipalityofKalamata 18.26 50.21 56.44 75.98 85.44 39.16 325.48

5 1 GreekFestivalS.A. 79.87 43.36 28.22 79.23 32.04 60.52 323.24

6 1 NationalMuseumof
ContemporaryArt 43.36 45.64 42.33 72.72 78.32 24.92 307.29

7 1 NationalTheatreofNorthern
Greece 38.79 68.46 18.45 78.15 24.92 71.20 299.97

8 2 MunicipalityofXanthi 61.62 38.79 32.56 64.04 49.84 46.28 293.13

9 1 ThessalonikiConcertHall
Organization 34.23 57.05 34.73 71.63 28.48 64.08 290.21

10 3 MayorofAthens–George
Kaminis 75.31 79.87 78.15 54.27 287.59

11 2 PrefectureofCrete 20.54 63.90 5.43 30.39 81.88 81.88 284.01

12 3 GovernorofAttica–Rena
Dourou 57.05 84.44 51.01 84.66 277.16

13 1 MunicipalityofRhodes–
TourismPromotionAgency 70.74 29.67 59.70 67.29 17.80 28.48 273.68

14 1

MunicipalityofAthens–
DevelopmentandTourism
PromotionCompanyS.A.
(This Is Athens)

77.59 75.31 45.59 65.12 263.60

15 4
MunicipalityofAthens–
OrganizationofCulture,
YouthandSports

59.33 34.23 39.07 47.76 60.52 21.36 262.27

16 2 MunicipalityofLarissa 63.90 52.49 72.72 70.55 259.65

17 2 MunicipalityofHerakleion 22.82 54.77 6.51 56.44 56.96 53.40 250.90

18 1 NationalTheatre 36.90 81.40 42.72 74.76 235.78

19 4 ManagementBodyofMount
ParnonandMoustosWetland 55.35 77.06 74.76 17.80 224.97

20 2 MunicipalityofChios 73.03 27.38 62.95 58.61 221.97
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Finally,theengagementratesinYouTubearemostlyconnectedwithLAsorGGBsthatareactive
intherealmofculture(e.g.festivals).Thisismainlyattributedtothestrongaudiovisualelementof
culturalactivities.

QUALITATIVE ANALySIS

Asexplained,basedonasampledcontentanalysisofthelast15-20postswithdirecttourismpromotion
contentand,ofcourse,dependingontheavailabilityoftheadministratorsduringthetimeofanalysis,
weconductedsemi-structuredinterviewswith3goodperformers.Thediscussionwasopenbutwas
directedbytheintervieweronapre-arrangedsetofquestionsthatfocusedonfivebroadthematic.
Theresultsoftheseinterviewsareanalyzedbelow.

Points Raised at the Interviews
Asfarasuserphilosophy,onecouldnotethatallorganizationsagreethatthemainscopeofsocial
networksshouldbetourismpromotion,intermsofprovidingthenecessaryinformationtoprospective
tourists.Specialreferencewasmadebysomeorganizationstothedimensionof“inspiration”,namely
thefactthatsocialnetworkscouldcultivatetheurgetousersforvisitingagivendestination.Inthis
context,wecouldhighlightthecaseofGNTOandtheuseofthehashtag#greekphotosduring2012
thatappliedaniconocentricstrategyofbeautifulGreeklandscapes,inordertooverturntheheavyand
negativeenvironmentthatprevailedduetoeconomicdepression.Asaresult,thehashtag#greekphotos
provedmoresuccessful,outnumberingthatof#greekcrisisinGoogle+(Cano,2012).

GNTO(viaVisitGreece)seemstoaffordamore integratedphilosophyconcerning theway
thatsocialnetworksshouldapplytotourismpromotion.Thisshouldbesomehowexpectedasthe
e-modernization of GNTO had been initiated back in 2011, targeting at a multifaceted tourism
promotionmixthatincludednotonlycultureandarchitecture,butalsocustoms,gastronomyand
elementsofGreekeverydaylife.Duringtheinterview,theadministratorsofGNTO’ssocialnetworks
accountsunderlinedthattheorganizationsoondiscoveredthatthepromotionalmixshouldalsochange,
focusingmoreonboostingprospectivetourists’engagement.Inthisway,“customers”couldnotonly
getinformedregardingGreekdestinations,butalsoco-tailorthetourismproduct.

TheMoKholdsamoreconservativeuserphilosophyasitaimsmainlyatinformingusersabout
localeventsandtourismsites.Hence,theadministrationofsocialnetworksaccountsisdrivenmainly
bythedecisionsoflocalofficialsandislessco-shapedbyonlineusersandcitizens.Thesameholds
prettymuchforthecaseofADDMA,astheadministratorsunderlinedthelackofconnectionbetween
targetandresult.Nevertheless,theyaddedthatthisshouldbesomehowanticipatedastheagency
wasinatransitionalprocessintermsofsocialmediastrategy.

Onthestrategiclevel,socialnetworksaregenerallyusedforincreasingmarketpenetrationof
theGreek tourismproduct,but also for eminentlycommunicativepurposescompatiblewith the
missionofeachAgency.EspeciallyinthecaseofGNTO,socialnetworkswerereportedasmeansto
implementtheoverallstrategicandoperationalplanoftheorganization.Ontheotherhand,thecase
oftheADDMAmaynotportrayanexplicitconnectionbetweensocialnetworksandthestrategic
andoperationalplan,but“This is Athens”platformnowworkswithaphilosophyofadoptingamore
B2Corientation.Finally,theMoKmanagementofsocialnetworksiscompatiblewiththebusiness
planoftheMunicipality.

In terms of typical social media accounts’ management, it was encouraging that decisions
related to posts’ content and timing of upload was amatter of the administrators’ discretion, in
allorganizationsinterviewed.Inshort,apostdoesnotundergothroughvariousstagesandhigher
authoritytogetapproval,butisamatterofeveryadministrator’sresponsibility.Thesameappliesto
therepliestopersonalmessagesandcomments.Nevertheless,thefactthatthepostitselfisunderthe
responsibilityofthesocialnetworkadministratordoesnotmeanthatgeneralprogrammingorcollective
co-processesatgrouplevelareabsent.Morespecifically,GNTOholdsaweeklyprogramofgeneral
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postsonFacebook.RelevantprogrammingisscarceinADDMA,butthecontentofuploadedposts
isaresultoffrequentbrainstormingsessions.ForthecaseofMoKthecontentoftheuploadedposts
liesatthediscretionoftheadministratoroftheaccount,exceptforcasesofimportant,sensitiveand
politicalmatters,thustheapprovaloftheMayorisnecessary.

Thesocialnetworksmanagementteamsareusuallycomprisedoffewmembers.Forexample
GNTOemploysfour(4)persons,MoKemploysfive(5)persons,whileADDMAemploysonlytwo
(2).Inallthreecases,socialnetworksaremanagedin-house.

As farasactivities forboosting followershipandusers’engagement,GNTOholds themost
integratedones,asitemploysspecialprogramsofanalytics(i.e.Hootsuite).Atthesametime,aiming
atthepromotionofsocialnetworksaccounts,GNTOhasreachedanagreement/cooperationwith
Facebookandholdsspecificpromotionalpackagestotargetedaudiences.Similardiscussionshave
notyetbeenmadewithTwitter,butsomeinitialdiscussionshavebeenmadewithInstagram.Forthe
restorganizations,analyzingtheperformanceoftheirsocialnetworksaccountsishandledinamore
non-typicalway,notemployingadvancedanalyticsprograms.

Asforthetouristpromotionissuesandidentifyingthetargetaudience,thingsarelessclearin
theparticulareconomicsituationthatthecountryfaces.Domestictourismhasbecomeanegligible
partoftourismpromotionandalleffortsseemtoaimatforeigntourism.InterviewswithGNTO
administratorshaveshown that theyaimmainlyat theproblemof tourismseasonality, trying to
expandseasonalitytoamoreuniformdistributionoftouristarrivals.

ForthescopeofourcasestudyandbasedontheperiodsoftravellingdescribedbyMilanoet
al.(2011),weaskedthesocialnetworksadministratorswhethertheirphilosophyisbasedsolelyon
attractingnewclientsorservesalsotoinformandassisttravelersduringoraftertheirstay.Itbecame
apparentthatallorganizationsaimedatbeingratheractiveatassistingtravelersduringtheirstay.For
example,GNTOadministratorsexplainedusthatthiswasreallyintenseduringthecapitalcontrols
periodduringmid-2015.Furthermore,theyaddedthattourismpromotiontargetsalsoatnurturingthe
needoftravelerstovisitbackGreece,boostingthustheexperientialdimensionoftheirjourney.The
elementofcontinuityinthepromotionofthetourismproductisrathercriticalforsocialnetworks,
incomparisonwithmoreconventionalformsofadvertisingandpromotion.Morespecifically,the
potential“customer”doesnotconstrainthis/herinformationonlyinTV,radiooroutdooradvertising,
but could be continuously get informed on a 24/7 basis via official social networks accounts.
Furthermore,themessagecouldbewritten,optical(image)orevenaudiovisual(video).Acritical,
though,elementthatdifferentiatessocialnetworksfromconventionaladvertisinginthiscontextis
theelementofmanagement.Morespecifically,whilepromotionalmanagementofaconventional
advertisingcampaignmayrequireXtimebeforethelaunchingofthecommercialoradvertisingad,
socialmediahandlingrequiresintensemanagementofaccountsandtheemergingengagementwith
usersatapermanentbasis.Therefore, the teamthatmanages theseaccountsshouldcompriseof
specializedmembersthatarefamiliarwithengagingusersandemployingadvancedmarketingand
communicationtechniques.

Furthermore,duringthequalitativestageofourstudyandtherelevantinterviews,weunderstood
thatthefundsforcommercialreasonsarecriticallycutduringthelastdecade.Itshouldbenotedhere
thatthebudgetarycutswereconductednotonlyforeconomicreasons,butalsoforstrategicones.In
thiscontext,theexpenditureofGNTOforonlinepromotionhasreachedalmosthalfoftheadvertizing
budgetin2014(GNTO,2013).Thereasoningbehindthisshiftislargelybasedontheeconomic
efficiencyofonlinetourismpromotion,aspotential“customers”spendalreadyalargeportionof
theireverydaytimeatinternetandsocialmedia,makingthusthepromotionalmessagemoreeasily
andwidelyaccessibletothem.Furthermore,theinteractiveattributeofWeb2.0andsocialmedia
expandstourismpromotionnotonlyatthepre-arrivalstage,butalsoatduring-orafter-stayperiod
(Milanoetal.,2011).Thus,perhapsthemostcriticalthingthatthisneweraofonlinecommunication
bringsisthatofusersandadministratorsengagement.
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The transition to thedigitalage ingeneral (andsocialnetworks inparticular)cansolveand
anotherbigproblemthatexisted in the traditional tourismpromotionschema.Morespecifically,
electronicplatformsprovidedirectwaystomeasureadvertisinginvestmentmadebytheAgency,as
theyprovideaone-to-oneinterpretationofthereturnonmoneyinvested,ifcomparedwithmade
bookings(HvassandMunar,2012).Inthetraditionalschemaoftourismpromotion,theAgencycould
notbesurewhetherthevolumeofbookingsresultedfromthetourismcampaignper seordueto
randomreasons.ThisdetailwasnotedespeciallyduringthediscussionswithofficialsfromGNTO,
underliningthusanotherstrategicdimensionforthetransitiontoonlinemarketing.

HOw TO MANAGE SOCIAL NETwORK ACCOUNTS: 
A NORMATIVE TOOLKIT PROPOSAL

Itisextremelydifficulttoproposeasingleandcatholicwayofmanagingalltypesofsocialnetworks.
Thereasonisrathersimple:allsocialnetworksarenotoperatinginthesameway,noraddressingto
thesameaudiences.Abriefengagementwithkeysocialnetworkswillmakesomeoneunderstand
thecriticaldifferencesbetweenthem.Forexample,Facebookholdsarathermassculture,reachinga
verywideaudience,whichhoweverhasnoparticularmoodofdeeppoliticalanalysis,butisoriented
moretowardsaninteractionbetweenacquaintancesandfriends.Ontheotherhand,Twitterholdsa
farmore‘politicized’complexion.Itisnocoincidencethatmajorofficialinstitutionalandpolitical
leadersoperateaccountsonTwitter.OnecouldarguethatTwitterhasreceiveddimensionsofasui 
generiselectronicdiplomacy,asInstitutionsandpublicfiguresdecidetomakepublicinterventions
throughthe140charactersofferedbytheplatform.ThisisalsoreflectedintheannualTwiplomacy
report14,whichanalyzesannualinternationalpoliticaltrends.Tounderstandtheextentofpolitical
influenceexercisedviaTwitter,itisofnotethatpoliticalleadersaroundtheworldcreatespecific
tags(hashtags),inanefforttopromoteissuesofspecialinterest,affectingtherebythenationalor
eveninternationalpoliticalagenda.Perhapsoneofthemostsuccessfullabelsinrecentyearsthatled
toamassiveanti-terroristcampaignwasthatof#jesuischarlie,createdaftertheterroristattackatthe
officesofthenewspaperCharlieHebdo.Tograspthemagnitudeofsuccessandinfluencebrought-in
communicativeterms-itworth’snotingthatbetweenJanuary7,2015andJanuary9,20155million
tweetswereuploadedwiththishashtag(D’Amato,2015).Therefore,eachsocialnetworkholdssome
inherentcharacteristics.However,collectivedigitalmediaholdalsoasetofcommonattributesthat
havetodomainlywiththatofinteractionandengagement,i.e.themethod,frequency,mediumand
qualityofthecommunicationbetweenadministratorsandusers.

Based,onthefindingsofbothquantitativeandqualitativeevaluation,aswellasthenecessary
literaturereview,thispapermakesanattempttoproposeabasicsocialnetworksmanagementtoolkit
fortourism-relatedPublicEntities.Whilethistaskisdoneintheliteraturebymanyscientistsonan
intuitiveorempiricalbasis(Mangold&Faulds,2009;Kaplan&Haenlein,2010;Kaplan&Haenlein,
2011;Kietzmannetal.,2011;Kavanaughetal.,2012;Youmansetal.,2012;Mergel&Bretschneider,
2013), this paper has tried to draw some normative implications based both on a specific case
studythatevaluateduserengagementinaquantitativemannerandoninterviewsregardingaccount
managementinqualitativeway.Whileindeedthenormativeproposalsofthefollowingtoolkithold
mainlyforthetourismsector,onecouldarguethatsomeaspectscouldalsoholdforsocialnetworks
coveringotherpublicpolicysectors,calibratedfortherequisitespecificities,butthiscouldamatter
offutureresearch.

Axis 1: Choice of the Proper Social Network
Choosingtherightsocialnetwork,inordertoaddresstotheprospectiveaudience,isacriticalelement
ofsuccess.Thechoiceshoulddependprimarilyontheorganization’sstrategicplanningandmission.
Forexample,anorganizationthatismainlyinterestedinfacilitatingcommunicationwithuserscould
chooseFacebookorTwitter.Moreover,ifyousimplywanttoprovideinformationtothepublic,not
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aimingforexampleatengagement,thenperhapsaBlogwouldbeenough.Inanycase,theorganization
shouldbeclearinwhatitwantstoachieve,otherwiseitmayfacethedangerofmaintainingalarge
setofsocialmedia,employingthusabigamountofresources(human,materialormonetary)without
havinganyspecialperformanceintermsofinteractionwithcitizensorothertargetaudience.Towards
thisdirection,itwouldbewisetomergethemanagementofsocialnetworkswiththeStrategicand
OperationalPlanoftheorganization.Inthiscontext,aparticularlygoodpracticeintheGreekpublic
sectorwasthecaseofGNTOandVisitGreece.

Axis 2: Vitality
Perhapsoneofthemostcriticalaspectsofsuccessinsocialnetworksmanagementisthatofcontinuous
presence,namelyvitalityofthesocialnetworksaccounts.Thisisakeyelementof“viralmarketing”,
i.e.theabilityofatransmitternotonlytosendthemessage,butalsotoholdthenecessarymechanisms
thatwillcontinuouslyenhance it to themarket (Kaplan&Haenlein,2011).Socialnetworksare
predominantlyformsofsuchmechanisms,whichtransmitandamplifysignals.Anitemthatwas
realizedfromallinterviewsconductedforthecaseofbestpractices,duringthequalitativeresearch
stage,wasthattheinvolvementofapublicofficialinsocialnetworkscouldnotbeconstrainedinthe
typicaleight(8)working-hoursperiod.Socialnetworksrequiremanagementona24/7basis,which
necessitatesagoodorganizationandcommunicationbetweenthemembersofthemanagementteam.

Axis 3: Openness
Social networks are built on the fundamental principle of openness. Although they offer nearly
allpossibilitiestolimitcertainusers,iftheadministratorwishesso,thebasicprincipleisthatan
accountmustbeopentothepublic.EspeciallyinthecaseofPublicEntitiesthatelementisofcrucial
importance. In this rationale,organizations shouldavoidpersonalaccounts (accounts)orgroups
(groups) on Facebook, as they portray an element of closure. Similarly on Twitter, it would be
prohibitiveforaPublicEntitytooperatelockedaccountsthatrequiresalicensetobecomeafollower.
Thepurposeofapublicinstitutionalaccountshouldbetheunobstructedprovisionofinformationand
theenhancementofcommunicationwiththepublicoranyoneelseinterested,nottocreateobstacles
tousers’engagement.

Axis 4: Mix of Social Networks
Asexplainedabove,eachsocialnetworkholdsitsownpeculiarities;thereforeifthemissionofour
organizationismultidimensional,thenitmaybestrategicallyefficienttodevelopamixofsocial
media. In thisway theorganizationcanaddress atdifferent audiences,opening the spectrumof
itsappeal.AtypicalexampleisthatofGNTO,whooperatesaccountsinalmostallpopularsocial
networks.Here,however,wemustdrawtheattentiontoanimportantdetail.Eachoftheanalyzedaxes
doesnotoperateindependentlyfromtheothers,butinsteadeachrequirestheexistenceoftheothers.
Therefore,whileoperatingalargesocialmediamixmaybedesirable,wemustbesurethatwewill
havethesufficientstafftoservethesustainabilityofAxis2,namelythatofeachaccount’svitality.

Axis 5: Group Staffing and Creativity
The management of social networks should follow an organized and systemized process. The
administratorsofaGGBs’orLAs’socialnetworkaccountshouldnotbecomprisedoftypicalcivil
servants,whohandlefoldersandblindlyfollowestablishedregulations.Basically,postsonsocial
networksarenotofficialdocumentsandshouldbetreatedassuch.Inthisstudyweidentifiedmany
Entities(mainlywithlowscores)thattreatedsocialnetworksasnodestoreplicatetheiradministrative
documents,pressreleasesandannouncements.Underthislogicandpractice,theseorganizations
systematicallyviolateAxis1.Toputitmoreeloquently,socialmediaarenottransparencyprogram
initiatives15!
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Ingeneral,thecontentofsocialmediaaccountsshouldbeupdatedonadailybasis,beeasily
apprehendedbytheuser,becleverandpossesssomepunchlineelements.Incaseyouneedtoconvey
amoreseriousandurgentmessage,thenitshouldbeclear,succinctandcomprehensible.

Theaforementionedcharacteristicsnecessitateemployeesthatpossesssomeskillsbeyondthatof
thetypicalpublicofficial.First,theyshouldbepeoplewhoknowhowtooperateatanoptimaldegree
socialnetworksandarefamiliarwiththetechnicalcharacteristicsofcollectivedigitalcommunication
(labels-hashtags;HTMLlanguageinthecaseofBlogging,etc.),aswellastospeakandwriteinEnglish
fluently.Second,theyshouldbeadequatelyfamiliarwiththeorganization’sthematicareaandfieldof
action.Forexample,GNTO’sadministratorsarerequiredtobefamiliarwiththeelectronictourism
industryandtheorganization’scompetitorsinsocialnetworks.Furthermore,theyshouldbecapable
toconductrequisitestakeholders’analysesandtodeveloppotentialcoalitionswithorganizationsthat
areactiveinsimilarorcomplementaryactivities.Third,asocialmediaadministratorshouldhave
acontinuouspresence,whichusuallyexceedsthetypicalworkinghours.Weunderlineoncemore
thatensuringAxis2(vitality)iscriticalforthesuccessofthesocialmediaaccount,soastoachieve
highuserengagement.

Thenecessityoftheaforementionedcharacteristics,combinedwiththelackofadequatelytrained
civilservants,resultsintheout-sourcingofsocialnetworksaccountsmanagementtoexternalpartners
intheprivatesector(seeforexamplethecasesofsocialnetworksofthePrefecturesofAtticaor
Crete).Alternatively,theselectionofhiringcontractedadministratorsemployedunderprivatelaw
couldbethecase(seeforexamplethecaseofADDMA).Inthisvein,worthmentioningisthecase
ofGNTO,whosesocialmediaadministratorsarepermanentcivilservants(includingtwograduates
oftheNationalSchoolofPublicAdministrationandLocalGovernment).

Axis 6: Enhanced Users’ Engagement
Thecornerstoneofsocialnetworks,aswellasthemajorchangethatWeb2.0brought,istheability
oftheusertointeractwiththesite’scontent.Thisisagreatelectronicrevolution,withoutwhicha
socialnetworkwouldbecompletelyuseless.Duringthisstudywefoundseveral“alive”organizations
inrespecttothenumberofuploadedposts,butinpractice“dead”intermsofusers’engagementor
followership.Kaplan&Haenlein(2010)developastrategythataimstoincreasesociabilityofan
organization’ssocialnetworksaccountbasedonfive(5)recommendations:

1. “Be active”:Essentiallytoservealwaystheaxisofvitality,asdescribedabove.Thewholesecret
ofsocialmedia,aswellastheirrecipeforsuccess,canbetracedatinteraction,communication,
commenting,repostingandsharingofitsmaterial;

2. “Be interesting”:Asmentionedabovenosocialmediauser is interested in readingmerely
apressrelease.Messagesanddiscourseinsocialnetworksneedstopullattention,makeyou
consider“whydidInotthinkofthat”or“whatawonderfulplacetovisit”andfinallydecideto
sharethepostwithyourfollowers;

3. “Be humble”:The social networks account administrator,whilepossessing amulti-faceted
apparatusandknowledge,shouldmanifestsincereinterestintheopinionofotherusers,putting
theminthecenterofthegameofinteraction.Unliketheaveragecivilservant,whoknowswhat
thelaworregulationforeseesandhas tocommunicate it tocitizens, theadministratorofan
organization’sofficialsocialnetworksaccountshouldheedtotheopinionsofusersandadapt
thecontentoftheaccountaccordingtotheirneeds;

4. “Be unprofessional”:Inthesensethatthestyleofuploadedpostsshouldpossesssomedegree
ofeverydayinformality,sothatthereader/follower/usercanidentifywith.Mostofthetimes,itis
criticalfortheusertofeelthatthepostortextreadcouldhavebeenwrittenbyhim/her,creating
inthiswayacommonmentalperceptionandexperience.Makingauser/followertoidentifywith
whatyouwrite/uploadisperhapsoneofthegreatestsuccessesthatasocialnetworkaccount
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couldachieve.Kietzmannetal.(2010)describethisasanefforttomakeyouraccountandits
content“quasi-private”;

5. “Be honest”:Beingconsistentwithyourorganization’sscopeandorientationanddonottryto
achievesomethingbeyondyourinstitutionalscope.Thisfeatureisespeciallyapplicabletoother
typesofsocialmedia,suchasWikipedia.

Especiallyforthetourismindustry,themostimportantthingsaretoensuretheactiveparticipation
ofusers and tobuild loyaltybetween theorganization and theuser in all phasesof the journey
(Blackwelletal.,2005).Thismeansthattheadministratorofasocialnetworkaccountshouldnot
beconstrainedonlyatfeedingthetimelinewithnewposts,butalsoatrespondingtocommentsand
users’personalmessages,providingthemwithcontinuoussupport.

CONCLUSION

Thispaperisacasestudyfocusedontourism-relatedGGBs,LAsandCAOsandtriestoevaluate
theirperformanceinonlinesocialnetworks.Inordertodoso,westartedfromapopulationof1.506
PublicEntitiesandendedinacoresampleof228entitiesthatsatisfiedastronglivenesscriterion.

IncontrastwithothersimilarstudiesthathavefocusedonlyonmetricsforFacebook,thispaper
expandsontheliteratureofsocialmediametrics/evaluationandproposesasetofmetricsfortwo
morepopularsocialmediaplatforms,namelyTwitterandYouTube.Especiallythemetricsanalyzed
forTwittercouldbereallyusefulfortheevaluationofuserengagementwithofficialaccountsof
otherpolicyspaces,likeforexamplepoliticians.Anoveltyofourproposedsetofmetricsisthat,in
contrastwithPapaloietal.(2012)andBonson&Ratkai(2013),itisnotlimitedtoexaminingonly
aspectsofengagement,butconsidersalsotheelementofonlinefollowership,namelytheabilityof
anaccounttoattractmorefollowers,fansorsubscribers.

ThestudywasapartofawiderprojectattheGreekNationalCentreofPublicAdministration
andLocalGovernancethataimedatevaluatingthepresenceofGreekpublicentitiesinonlinesocial
digitalmedia.Theselectionofthetourismpolicysectorwasmadeduetoitscriticalsignificance
fortheGreekeconomy.Ourresearchwasconductedinvariousstages,withtheinitialonebeingto
chartthepresenceoftourism-relatedPublicEntitiesinvarioussocialnetworks.Oneofthemain
conclusionsofthefirstchartingstageofthestudyisthat,inthecaseofGreektourism-relatedpublic
entities,mostGGBsandLAspreferFacebookasafirstchoiceamongvarioussocialmedia.This
iscompatiblewiththefactthatFacebookisindeedthemostpopularsocialnetworkinGreeceand
worldwide16,providingthusPublicEntitieswithabroadaudiencetoaddress.LAsarealsoquite
activeintermsofsocialnetworking,probablyduetothefactthattheyaddresstoanaudiencemore
delimitedbycommongeography,socio-culturalprofileandcommonconcernsaboutlocalissues.

Duringthenextresearchstagewemovedatfocusingourresearchsampleonthethreemost
popularsocialnetworks(Twitter,FacebookandYouTube),aswellasonthoseaccountsthatsatisfied
acriterionofHardLivenessonthesenetworks,soastohavemeaningfulresultsonasamplethat
wouldbegenuinelyactiveintermsofuploadedweb-content.Intermsofliveness,Facebookaccounts
seemtobemoreactive.Twitteraccountsareconsiderablyactive,eventhoughinasmallerscalethan
thoseinFacebook.Theproblemsofpreparingandmanagingaudiovisualmaterialseemtoaffect
largelytheactivityofYouTubeaccounts,withalmostoneoutoftwoaccountsfallingunderthesoft
livenessorzombieinertiacriteria.

Thethirdresearchstageinvolvedthecalculationofcertainonlineuserengagementandonline
followershipmetricsandtheextractionofalistofbestperformers,basedonarelativebenchmarking
scoringscheme.Intermsofonlineuserengagementandonlinefollowership,thefindingsofthestudy
replicateinsightsthatareoftenexpressedintheliterature,likeforexamplethatpersonalaccountsseem
toboostthemetricsofbothonlineuserengagementandonlinefollowership,asusersseemtoidentify
themselvesmoreeasilywithaneponymouspublicfigure.Furthermore,LAsseemtopresenthigher
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engagementratesthanGGBs.Thiscouldbepartiallyattributedtothefactthatmunicipalitiesandlocal
governments(evenincasesofindividualofficers)targetatamorelimitedgeographicalaudiencethat
canbeeasilytraced.Furthermore,peoplearemoreinterestedinparticipatingandgettinginformedof
issuesthathavetodowithlocalcommunities,whoseeffectsareexperiencedmoredirectly.Auseful
findingisthathigh-rankingentitiestendtopossessaccountsinallthreepopularsocialmedia,while
entitieswithaconstrainedrepresentationinsocialmediatendtoperformlessefficiently.Forthose
entitiesthatoperateaYouTubeaccount,highengagementratesaremostlyconnectedwithLAsor
GGBsthatareactiveintherealmofculture(e.g.festivals).Thiscouldbemainlyattributedtothe
strongaudiovisualelementofculturalactivities.

Nevertheless,thispaperdoesnotconstrainitsanalysisataquantitativelevel.Forthecaseof3
goodperformersanddependingoftheirgivenavailability,weconductedsemi-structuredinterviews
withtheresponsibleadministratorsoftheirsocialmediaaccounts.Ourdiscussionfocusedonthe
waythattheymanagetheaccounts,thedailyadministrativeroutinesthattheyfollow,theirstrategic
orientation,thewaythattheyviewsocialmedia,theirpromotionalstrategies,aswellashowthey
apprehendmoderntourismpolicy.Throughtheinterviewsstage,wefoundoutthatsocialmediaare
generallyusedforincreasingmarketpenetrationandaddressingtoexistingandpotentialcustomers.
In contrast with typical administrative processes followed for the circulation and publication of
officialdocuments,allintervieweesadmittedthattheyfollowmorelaxproceduresinsocialmedia
management.

Basedonthefindingsofthequantitativeanalysis,aswellastheinsightsthatthepublicofficials
sharedwithusattheinterviewsstage,wetriedtodevelopanormativetoolkitthattourism-related
publicorganizationscouldhaveinmindwhenmanagingtheirsocialmedia.Thetoolkitwasanalyzed
insix(6)axes:choiceofthepropersocialnetwork,vitality,openness,mixofsocialnetworks,group
Staffing and Creativity and enhanced users’ engagement. While the proposals of the toolkit are
connectedmainlywithsocialmediaactivatedinthetourismpromotionsector,thegeneralnormative
principlescouldholdaswellforthemanagementofsocialmediainotherpublicspaces(i.e.politics).

Thecurrentstudyisbynomeansexhaustive.Firstofall,ithasfocusedonspecificpublicpolicy
space.Futureresearchthatwouldevaluateuserengagementwiththeproposedmetricsinotherpublic
policyspaces(i.e.politics,economicgovernance,etc.)wouldbehighlybeneficial,inoureffortto
understandthedynamicsthatforceagents’engagementinsocialmedia.Furthermore,similarsorts
ofmetricsshouldbedevelopedforotherpopularsocialnetworks,likeforexampleInstagram.

Aninterestingaspecttoexamineinfutureresearchwouldalsobetheimpactevaluationofthe
mediatypesandcontentsofuploadedposts,tweetsandvideouploadsintermsofuserengagement.
Future work, for instance, could hypothesize on eventual dependencies of levels of online user
engagementonthetypeofmediauploaded(i.e.text,photos,videos,links),engageincontentanalysis
ofposts,aswellasindiscourseanalysisoftextualposts/tweetsandcomments.

Especiallyregardingourunderstandingonthemanagementlevel,oneseriousdeficiencyofthe
currentstudywasthatnosemi-structuredinterviewswerecarriedoutwithbadperformers.Given
insightsfromtheirmanagementpractices,wecouldprovideamoreintegratedcomparativeanalysis
ongoodmanagementpractices.

Finally,giventhatmorestudieswillbecarriedoutforsocialmediaperformanceinotherpolicy
spaces,thenormativetoolkitcouldbeupdatedandreinforcedwithmoresolidpropositions.
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ENDNOTES

1  In thosewe includedallMunicipalities (LAs)ofRegionalUnits, aswell asallPrefectures/Regions
introducedbytheKallikratisAdministrativeReformonJanuary1,2011(ActNo.3852/2010of8June
2010–Availableat:http://www.kedke.gr/uploads2010/N38522010_KALLIKRATIS_FEKA87_07062010.
pdf[inGreek]).

2 AbbreviationforonlineuserEngagementonFacebook(E.F.)
3 AbbreviationforonlineuserEngagementonTwitter(E.T.)
4 AbbreviationforonlineuserEngagementonYouTube(E.Y.)
5 For thecasesofFacebookandYouTube, itwaspracticallydifficult/unreliable tocalculate the total

numberofpostsoruploadsmadeduringtheentirelifespanoftheaccount.Forthisreason,theActivity
metric(ACV)wasnotcalculatedfortheseplatforms.

6 Forreasonsofsamplehomogeneity,weexcludedfromourfurtheranalysisFacebookgroupsandnon-
publicpersonalaccounts.

7 TheabbreviationstandsforLegalForm.Code1standsforLEUPLs,Code2forLAs,Code3forCAOs
andCode4forPublicEntities.

8 NormalizedmetricforonlineuserEngagementonTwitter.
9 NormalizedmetricforonlineFollowershiponTwitter.
10 NormalizedmetricforonlineuserEngagementonFacebook.
11 NormalizedmetricforonlineFollowershiponFacebook.
12 NormalizedmetricforonlineuserEngagementonYouTube.
13 NormalizedmetricforonlineFollowershiponYouTube.
14 http://twiplomacy.com/blog/twiplomacy-study-2015/
15 Seetherelevantinitiativeathttps://diavgeia.gov.gr/en
16 FacebookdominatedNielsenListof2015’sMostPopularApps(seehttp://goo.gl/esY1Qk)andranked

no.1attheeBizMBArank(seehttp://goo.gl/nPHvvn).
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