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    Foreword

    It’s a great adventure to write books about issues that change as quickly as the Internet does. What seems true one day can be considered completely passé the next. The latest fad that everyone invests in one week can be left behind the week after. And yet it is more important than ever to place the web, web strategy and the entire company’s operation on the net in a larger context. To tell the whole story, not just fragments.

    For too long we’ve settled for fixing a little bit here, changing a little bit there. For too long has the company’s work consisted of a patchwork of small efforts, each in itself not bad, but seldom part of a larger plan. The method of trial and error, of not planning big enormous projects is still okay. But it’s just as important to look up and to think strategically. This is nothing new. What is new, however, is that the net is now generally accepted. Before, we could manage the net as a digital extension of our usual communication that often started in our shops, with our sales people, in newspaper ads or in TV ads. In the future, these channels will end up further back in the chain. From now on, the net is the starting point for the dialogue with our customers – not as an appendix where visitors occasionally land. This is nothing new either, but for many, it is still quite distant in practice. For many, their web is perhaps not a necessary evil, but a very odd bird. And there are often quite a few who ask questions that haven’t been investigated. Is it the marketing department, the sales department, the IT department or maybe the information department that owns it? Should we sell, offer customer service or market new products? Are the CEO’s letters important, or is it more important to focus on our sales team?

    Today, we know that we need to be able to answer these questions. And we need to have good answers. For most businesses, their web service forms the basis for communicating to the outside world – regardless of whether they’ve realized it or not. That is where you can tell about what you do, it’s where you can convince and argue, and it’s where you can help customers that have questions or viewpoints. Over time, the net creates a whole new dialogue with the customer. The customers are no longer in the hands of a few suppliers, where customers would be happy to receive products or services at all. Now, in the digital economy, the competition is just a click away. And the competition is not the same old group that met for lunch at the Rotary Club or at the clubhouse at the golf course. In the future, your competitors will come from entirely different branches, from all over the world, and are as interested in your customers as you have been. This book is therefore more important than you realize. And believe me – we need a book like this. Many are tempted to believe that it’s only blogs and quick lunch meetings that work in the digital economy. But experience shows that our need for answers to the big questions is only increasing, and for those answers both books and magazines such as Internetworld are excellently suited. Yes, the world is quickly moving forward, but it’s when the wind blows hard that it’s most important to have something to hold on to. This book is one of those solid points.

    But the book isn’t just something to hold on to, something to create order in a world that looks slightly chaotic. It’s also a call to action. It’s not enough to sit and wait for things to be solved on their own. And it certainly isn’t enough to hope that someone else will get things going. It starts with you and your co-workers. He who wants to succeed on the net can of course have help from others, but most importantly he needs to make sure that he understands, learns and gets involved. A lot can be bought from consultants, a lot can be achieved with modern tools. But the mentality, the engagement and the organization that is required can’t be bought. It needs to start with you, in your own enterprise. Because if you don’t do anything, you can bet that your competitors will.

    Get going!

    Magnus Höij

    Editor-in-chief

    Internetworld

  


  
    Thank you!

    Can I really write a book? It was a thought that, even in my wildest dreams, I never would have imagined if it hadn’t been for my wife Anna. When she wrote her book ideas started to bounce around in my brain. What if I too could write a book? It’s thanks to her support and encouragement that this book exists. Thanks Anna!

    The other person I’d like to thank is my colleague Henrik Smedberg who encouraged me to write, and arranged the economic requirements. And then you were involved and read all the time, and came with suggestions for improvement. Thank you Henrik!

    I also want to thank Tomas Gustavsson and John Johansson at TUK Förlag AB. I have had such wonderful support from you both from the day I showed you a first synopsis and through the entire process. You have read through my manuscript so many times and came with good feedback and encouraging words. You’ve done a fantastic job.

    Additionally, I would like to thank Mia Ohlsson who has been my linguistic support. Without Mia’s support and knowledge, the language in the book would have left a lot to be desired.

    I also want to thank my two children Sofia and Johan for encouraging me, and all my colleagues at Two who have helped by reading the book and having good comments, especially Johan Aronsson, Victoria Nilsson, Lotta Jansson, Peter Ljunglöf and our chairman Bengt Göran Bengtner. Huge thanks to Olle Olsson for the lovely cover, Julius D’Silva and Erik Jaime who has done many of the pictures in the book, and Sara Hyléen from Tobii for the eye-tracking images. Finally, I would like to thank Andreas Slätt for the comments on the back cover of the book, as well as Magnus Höij for the lovely foreword.

    Finally I would like to give a big and warm thank you to Michelle Cryer who has done a fantastic job translating the book into English and John Sören Petterson at Karlstad University who invested in the translation.

  


  
    Introduction

    The Web Strategy Book is about how a website is built from a visitor’s perspective and the business structures that should be present on today’s modern websites. It’s not about web design, web development or the various trends that regularly show up on the Internet. Instead, it’s about the basic commercial principles that all websites should have. Web strategy is based on existing business models, marketing plans, communication plans and digital communication plans. It doesn’t matter if the website is for a municipality, a company, a non-profit organization or a sports association. The basic mechanisms for web strategy are applicable to all types of websites.

    There are several groups of intended readers for this book: marketing and sales personnel, web designers, advertising representatives and students; in other words, anyone who deals with marketing, sales and the world wide web.

    In the long run, a website should attract the right visitors. When a user comes to a website, she should reach the established goals and in some way become a customer according to the website’s description of customer. It’s easy to see the intention of a website that sells something directly; it’s harder to see the intentions when the business happens offline. This book describes how to make visitors into customers, called converting in the world of the web. The book also discusses how to analyze what happens on a website and how a marketing department or webmaster can see what works and what doesn’t on their own websites.

    Design is important in creating an impression and eliciting a reaction from the visitor. At the same time, design is often based on trends, and is subject to short-lived fads, which is why this book does not deal with design.

    With regards to development, publishing tools, html and other technical aspects, there are many valuable books. This book works for all types of tools and programs for building a website.

    The Web Strategy Book is divided into four sections: Before you Build a Website, How to Attract Visitors to the Website, How to Take Care of your Visitors and Turn them into Customers, and How to Analyze your Website to Increase the Business Value. As the book’s title suggests, the key word is “business value.” The book provides answers to how business value can be created on a website. By business value, I mean that the website should be used to create business and/or to save money for the organization. It should be possible to evaluate the business value of a website by doing an expense-income analysis. In the field of web production, the term “Return on Investment” (ROI) is used to show the profitability of web site.

    To avoid confusion, the term organization will be used to represent businesses, governing authorities, municipalities, sports associations etc.

    Enjoy this time about web strategy and creating a website that gives “Business by web”!

  


  
    Section 1. Before you Build a Website

    How does one build a website? Normally a project starts with a sketch from an advertising firm that follows the graphic profile with Latin text and pictures that will strengthen a brand. Included in this preliminary design are various functions and a navigation bar. The risk with such a preliminary design is that the customer will take it as the final product, without taking into consideration important strategic deliberations. The result can be standstills in the project right from the start. If, for example, there is a navigation included in the proposal, the project group will often get stuck on the text in the navigation. The navigation bar is usually a standard navigation that looks the same regardless of who designs it. It is ubiquitous enough to fit many business organizations, and says nothing about what the organization does, or who is involved. Below is an example of what this type of navigation bar looks like. This particular navigation bar says nothing about what the organization does, or to which branch or field of interest they belong. The structure of the navigation is routinely placed in the preliminary proposal without thought or adaptation to the needs of the website’s visitors. Luckily, the number of such projects is declining. Web businesses and customers have gotten better at defining requirements for a website, before the designers and developers begin the actual project.

    
      [image: Image]
      PICTURE 1. Standard navigation

    

    Before you build a website, a pre-study should be conducted to make sure that the website properly and clearly communicates with the organization’s target group(s). An effective pre-study should include the following points:

    
      	the purpose and goals of the website

      	the unique selling points of the organization compared to its competitors

      	target groups for the website

      	“know – feel – do”, a model for managing target groups

      	goals and how they will be measured

      	navigation structure

      	analysis of important search words used by visitors

      	contents and functions

    

    By using a pre-study, it becomes easier to formulate the requirements for the new website.

    Capture the Needs of the Visitor, not the Internal Organization

    When starting to build a new website, the largest obstacle is the organization itself. It is easy to get caught in an “inside-out perspective”. It’s easy to say that a website should be based on the visitors and their needs and wishes, but it’s hard to do. Experience dictates that many web projects go wrong because it’s difficult for a project team in an organization to think like an outside visitor. Even with external communication, thoughts and language are often influenced by internal culture. Focus lands on what the organization wants to convey, rather than what the visitor wants. History is rife with examples of people and organizations that think from the inside out.

    In the 1970s, Ken Olsen was vice president for Digital Equipment. The company built computers for production and administration. Ken Olsen had apparently said that he saw no reason why someone would want a computer at home. From Ken’s perspective, this was common sense, because who would need a computer at home to manage a warehouse?
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