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Introduction 
Content – otherwise known as words, sound and images – has always been 
at the heart of corporate websites. People visit seeking information, not to 
experience the navigation or admire the taxonomy. ‘Content strategy’, 
however, is a relatively recent term, which has appeared more frequently 
over the last couple of years. At Bowen Craggs we have seen ‘content 
strategy’ move to the top of the list of topics our network members are most 
concerned about in 2015.1 
 
If web editors and digital managers have to some extent been ‘content 
strategists’ since the beginning (and what else would you call planning, 
organizing, editing, writing and commissioning ‘content’ according to the 
diverse needs of a website’s audience), then what has changed? 
 
Channel proliferation and the rise of Ôcontent strategyÕ 
First, online content itself has become more varied. Designers and web 
editors have come up with new ways to present information online, blending 
interactive maps, charts, videos and animation to convey information in 
increasingly sophisticated ways; specific ‘rich media’ formats such as video 
have become cheaper to produce; and growing broadband ubiquity 
continues to expand the potential audience for such formats.  
 
However, we think the most important reason ‘content strategy’ is rising in 
significance for web managers is the issue of fragmentation, and in 
particular, channel proliferation. Fragmentation is everywhere. Web 
managers deciding where and how to publish corporate content must 
contend with fragmentation of devices (desktop, smartphone, tablet, phablet, 
etc) and fragmentation of geography (eg, is content appropriate for 
audiences in Brazil, China, the US, and elsewhere?). Crucially, the number 
of channels on which to publish or distribute content has risen rapidly. This 
is mainly because of social media, although apps and mobile sites have 
contributed. Confusion has grown along with channel expansion – 
corporates wonder what to do with them all, and even before they have fully 
worked this out, they have seen their presence in social media grow in a 
disjointed and disorganized way. 
 
Defining content strategy 
Though the term can mean different things to different people, our preferred 
definition of ‘content strategy’ focuses squarely on this issue of 
fragmentation, and how to tackle it from an editorial perspective (a view that 
is back up by responses to our survey). With this in mind, a content strategy 
can usefully be defined as ‘a plan for ensuring consistency and coherence of 
content across all channels’. We see the content strategy itself as a set of 
editorial decision-making tools, that when applied consistently (though not 
necessarily dogmatically), will help to ensure that a company’s online 
content is tied to the overarching messages the company wants to convey to 
the world, and meets the information requirements of its audience groups. 
 
About this report 
We contend that increasing fragmentation makes an online content strategy 
more difficult, but also makes the need for such a strategy more important 
than ever before. Fragmentation ahead: Creating, implementing and 
measuring your online content strategy is intended as a snapshot of digital 

                                                             
1 ‘The digital manager’s agenda 2015: A web effectiveness network survey’, Bowen Craggs & 
Co, February 2015. 

Fragmentation 
ahead 
This report provides a 
snapshot of digital managers’ 
main challenges, successes 
and immediate plans 
regarding: how online 
audiences are changing, 
channel and device 
proliferation, geographic 
fragmentation, measurement 
and more.  
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managers’ main challenges, successes and immediate plans regarding: how 
audiences are changing, channel and device proliferation, geographic 
fragmentation, measurement and more. For this, it draws on the results of a 
survey of, and in-depth interviews with, our Web Effectiveness Network2. 
The report is also intended as a guide to creating a content strategy 
appropriate for your organization and measuring the results, drawing on 
Bowen Craggs’ expertise in working with the largest companies in the world 
to improve their corporate web estates. 
 
About the questionnaire and interviews 
We received 41 responses to our online questionnaire in February and 
March 2015, from a pool of more than 500 digital managers at the world’s 
largest companies in our Web Effectiveness Network. They are from a range 
of industries (see Figure 1, below). Three-quarters of respondents come 
from companies headquartered in Europe, with 20% at companies 
headquartered in North America. Companies that participated in the survey 
included some of the most recognizable corporate brands in the world (and 
which gave permission to be named in the report): Shell, Bayer, BT, Total, 
Aramco Services, BASF, Sanofi, Export Development Canada, DHL, SAP 
and Informa. 
 
Figure 1. Sectors represented 
 

 
 
We conducted four interviews to supplement the online survey results, and 
would like to thank the following people for their time and insight: 
 
David Francis, Head of Digital Communications, Aegon 
Kristine Kelley, Head of Content, Editorial and Digital Strategy, Grant 
Thornton 
Benedikte Larsen, Team Leader, Digital Communications, Novo Nordisk 
Erik S. Meyers, Head, Channel Management, BASF 
 
About the authors 
Jason Sumner, Helen Lindsay and Scott Payton are consultants at Bowen 
Craggs & Co.  

                                                             
2 The Bowen Craggs Web Effectiveness Network (WEN) is an exclusive network for online 
corporate communications professionals. Although most group members work in Fortune 500 
corporations, we welcome senior managers from public sector and non-governmental 
organizations with responsibility for large web presences. For more information, visit: 
www.bowencraggs.com/events-networking/network-group  
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Like this sample 
report? 
Our research is independent, our opinions trusted and our recommendations 
proven. We specialize in group-level digital communications and learn from 
analysing the online estates of the world's biggest corporations. Our network 
of 500+ communications professionals from around the globe grows our 
knowledge; as does our constant audience research focussed on investors, 
media professionals, policy makers, jobseekers and consumers.  
 
Digital is different at group level. Applying received wisdom and best 
practice from wider social media, online publishing and e-commerce trends 
may – and too often does – do more harm than good.  
 
Whatever answers you need, you just found them 
 
Q. Why are many companies getting mobile optimisation wrong – and how 
you can get it right? 
 
Q. Which new web design fashions should I adopt – and which should I 
avoid at all costs? 
 
Q. What makes a content strategy clear enough to keep my communications 
compelling and consistent across multiple online channels? 
 
Q. Which social media channels should I use? 
 
Q. How should I manage my online estate – and get my bosses and 
colleagues to support me? 
 
Q. How do I measure the effectiveness of my online communications and 
my company’s performance against its peers? 
 
Q. Where will I find best practice that I can use to leapfrog my competitors? 
 
Q. What should my corporate website look like in five years’ time? 
 
If you’re ready to get your hands on our research, we 
recommend becoming a subscriber. Get in touch by emailing 
research@bowencraggs.com 
 
 
THIS IS A SAMPLE REPORT ONLY. WHERE CONTENT HAS 
BEEN WITHHELD, THIS IS INDICATED BY ‘[…] 
 
To get the full report contact Dan Drury: 
 
ddrury@bowencraggs.com 
 

  

Bowen Craggs’s entire 
research library is available to 
our subscribers, providing 
unlimited and unrivalled 
access to the Web 
Effectiveness database: “the 
essential resource for global 
web management”. 
 
Membership of our Web 
Effectiveness database is an 
exclusive pass to scores and 
commentary for the more than 
100 global companies in the FT 
Bowen Craggs Index plus 
highlighted best practice from 
the top performers. 
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About Bowen Craggs 
We review. We measure. We advise. To make your website and 
social media channels better for your business and your 
customers.  
 
You can rely on the independence of our advice because we do not build 
websites. What we do is help you to improve your effectiveness with clear 
strategy, expert benchmarking, market research, analytics, best practice and 
content strategy. 
 
Our research – gathered over 10 years and used by more than 50 of the 
Fortune Global 500 – can help you find and maintain the right course. 
 
Every year we publish the Bowen Craggs Index of Online Excellence, 
which is established as the most credible ranking of large corporate 
websites, and provides a deep database of best practice. 
 
Are you looking in the wrong place for digital comms advice? 
The world is awash with online marketing and communications advice. But 
digital is different at group level. Applying received wisdom and best 
practices learned from wider social media, online publishing and e-
commerce trends may – and too often does – do more harm than good. 
Wouldn’t it be great to have an advisor who lives and breathes group-level 
online marketing and comms?  
 
You're faced with an escalating digital challenge - do more, across more 
channels, with fewer resources and the same budget. You have to prioritize 
efforts and take the quick wins - but are you making costly strategic 
mistakes? Whether it's chasing a flawed ‘mobile first’ strategy or destroying 
usability in pursuit of the latest web design fashion – we've seen global 
companies making big, expensive, brand-damaging mistakes.  
 
Our research is independent, our opinions trusted and our recommendations 
proven. We specialise in group-level digital communications and learn from 
analysing the online estates of the world's biggest corporations. Our network 
of 500+ communications professionals from around the globe grows our 
knowledge; as does our constant audience research focused on the 
investment community, media professionals, policy makers, jobseekers and 
customers. 
 
  

You may know Bowen Craggs 
for some of our services. But 
do you know them all? 
 
Services that will help you: 
 
- Save time 
- Save money 
- Prioritise your actions 
- Avoid mistakes 
- Convince your bosses 
- Educate your colleagues 
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Part One 

Back to basics – the next 12 months in 
online content strategy 

• Sixty per cent of respondents will be creating their first 
online content strategy or are planning major changes. 

• Customers are expected to grow in importance as a 
target audience for corporate online content. 

• The starting point for an online content strategy is to 
identify the messages the company wants to 
disseminate and the information stakeholders need.  

 
When it comes to online content strategy, the majority of respondents in our 
survey appear to be starting with a blank slate. In the next 12 months, nearly 
two-thirds of respondents are planning to: create their organization’s first 
online content strategy (38%); make major changes (21%) or undertake a 
complete revamp (3%) (See Figure 2, next page). There is also 
dissatisfaction among respondents with the current state of affairs – only one 
quarter agreed with the statement, ‘The process for producing and 
disseminating online content is clear and coordinated across my 
organization.’ Content audits also feature prominently in respondents’ plans, 
with nearly 80% having conducted an audit within the last two years, are 
conducting one currently or planning to in the next 12 months (See Figure 3, 
next page). 
 
A few respondents described their plans in more detail and these 
demonstrate a focus on coordinating ‘channels’, both online and off: 
 
• ‘More alignment with other offline channels for a more effective 

communication impact’ 

• ‘More integrated approach to content strategy across all channels, not just 
online’ 

• Defining ‘overarching themes to generate and seed content across all 
digital channels’ 

• ‘Simplifying content, improving coherence of voice’ 

• ‘For the corporate site we are planning to move to a more centralised 
model of content management by establishing an editorial board’ 
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Figure 2. Plans for online content strategy 
 

 
 
Figure 3. Plans for content audits 
 

 
 
 
Defining the strategy Ð a working document 
At its core, we define a content strategy as a ‘a plan for ensuring consistency 
and coherence of content across all channels’. There was broad agreement 
among the digital managers we interviewed for this report that ‘channels’, 
‘coherence’ and ‘consistency’ are all important, but each interviewee added 
an element to the definition that is specific to the needs of their organization. 
David Francis, head of digital communications at Aegon, the Netherlands-
headquartered insurer, says content strategy, in addition to bringing 
consistency and coherence, ‘should be about the goals of your 
communications and content on each digital channel’. Benedikte Larsen, 
team leader for digital communications at Novo Nordisk, the Denmark-

‘At its core, we define a content 
strategy as Òa plan for 
ensuring consistency and 
coherence of content across all 
channelsÓÕ 
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based pharmaceutical, says she would add the ‘how’ – ‘where does the 
content come from, who do you work with to get it, in which format does it 
come, and is it short-term or long-term,’ she says. Kristine Kelley, head of 
content, editorial and digital strategy at Grant Thornton, the US-based 
accountancy and advisory firm, says, ‘Content strategy should encompass 
audience needs rather than focusing solely on the company’s 
accomplishments. When you talk about yourself, that can feel like 
advertising. That fades into background noise.’ 
 
Start with the message, not the medium 
Just as exact definitions will differ by organization, so will there not be a 
one-size fits all strategy. The best content strategy will be an evolving, 
working tool that adapts with the needs of the organization and its 
audiences. If the strategy is used this way – as a guide, not a rigid set of 
rules – it will increase the likelihood that content published across the web 
estate is harmonious, relevant, effective and joined up; rather than garbled, 
fragmented, overlapping and ineffective. An effective content strategy can 
also be used as a guide in auditing existing content, as well as an effective 
tool for measuring whether you are covering key messages. But what is the 
best starting point? 
 
We believe you should start by identifying key messages in two ways: the 
messages your organization wants to disseminate to stakeholders and the 
world; and the information that stakeholders – investors, customers, 
journalists, etc – want and need to receive from the organization. Identifying 
these messages should happen before any discussion of channels, online or 
offline. For example, the business may have an overall goal to ‘improve the 
company’s reputation’. This goal can be tied to the message ‘we are 
environmentally responsible’, which can then be disseminated via content 
on online channels. Similarly, the business goal of ‘attracting investors’ is 
tied to the message, ‘we are financially robust,’ which again, can be 
promoted online. 
 
Talk to people in the business 
Understanding the messages the organization wants to convey requires 
talking to key people in the business, preferably in one-to-one, face-to-face 
interviews, and preferably with the heads of departments at the corporate 
level. This allows two things (which ultimately contribute to the 
effectiveness of the project) – to correctly identify the key messages the 
business wants to communicate to its audiences, and to build internal buy-in 
into the process and the outcome. The results of the interviews are an 
important component of the ‘research’ stage, which also involves analysing 
data from website analytics and visitor surveys. From the research, key 
messages or ‘storylines’ can be identified, and then associated with specific 
audiences and online channels. 
 
More emphasis on customers 
The audience mix for corporate websites varies by organization, but among 
our survey respondents, customers are expected to rise up the priority list 
during the next 12 months. When asked whether specific audience groups – 
including jobseekers, CSR professionals, investors, customers, etc – were 
expected to grow in importance, diminish or stay the same, 60% of 
respondents said that customers will grow in importance, the highest 
percentage for all audience groups (See Figure 4, next page). In addition, 70 
per cent of respondents agreed with the statement ‘customers are becoming 
a more important audience for our online content’ and two-thirds agreed 
with the statement, ‘the lines between corporate online communications and 
marketing are becoming increasingly blurred at my organization’. We 
believe that this expected emphasis on customers reflects, to some extent, 
pressures within organizations to ‘prove the value of the corporate website’ 

‘We believe you should start by 
identifying key messages in 
two ways: the messages your 
organization wants to 
disseminate to stakeholders; 
and the information that 
stakeholders want and need to 
receive from the organization.Õ  
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and therefore show how it can feed through to increased reputation or even 
increased sales among the customer base. Companies are often structured so 
there is a division between marketing, which talks to customers (and is 
therefore revenue generating), and communications, which talks to other 
groups such as investors, jobseekers and the media (and therefore is not 
revenue generating). It may make sense then, from an internal point of view, 
to stress that the website is part of the group-level marketing effort, not 
‘just’ corporate communications. ‘Customers’ should be seen to include all 
the audiences that can help a company’s reputation and brand, whether they 
buy its products and services or not.  
 
Mr Francis of Aegon says customers have been an increasing priority for 
about two years, and are now one of the main groups the firm tries to appeal 
to with online corporate content. This has meant bringing in new 
governance processes centred on customer needs rather than internal 
divisions, which are arbitrary from a customer’s point of view. Social media 
has been a test bed for material that resonates with customers, because social 
media content can be cheaper to produce. ‘Facebook is a good testing 
ground for the level of interest in content,’ Mr Francis says. If his team sees 
that, for example, a Facebook post on International Women’s Day generates 
a lot of interest, then they can produce more content for the corporate 
website. This testing has, over time, changed the nature of the content on the 
website. ‘Because we have a softer voice on social media, this has translated 
into a softer voice on the corporate website,’ Mr Francis says. 
 
Figure 4. Customers rising in importance 
(% reporting the particular audience will ‘grow’ in importance during the 
next 12 months) 
 

 
 
Executing the strategy Ð the need for an editor 
We encourage companies to think of their website and associated social 
media channels as part of the same publishing effort. A publication, and an 
online estate, needs an editor, someone who is responsible for deciding what 
goes where, in addition to overseeing quality control. In the context of the 
content strategy, this manager ensures that the overall plan is being executed 
appropriately. To do this, they use the traditional tools of the newsroom 
editor – among them, style guide, editorial calendars and workflows for 
writing, editing and proofreading as content goes from creation to 
publication.  
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Part Two 

Picking up the pieces – strategy for 
channels, devices and geographies 

• The integration of the management of the corporate 
website with corporate-level social media channels is 
gathering pace among respondents. 

• Two-thirds of respondents report that the corporate 
website will grow in importance as a content channel; no 
respondents say it will diminish. 

• More respondents say LinkedIn and Twitter will grow in 
importance than for other social media channels. 

• No clear trends have emerged about adapting content 
for geography and by device. 

 
[…] 
 
Figure 5. Integrating the corporate website and social media 
 
[…] 
 
Joined-up thinking 
[…] 
 
The corporate website: still central 
[…] 
 
Figure 6. The website at the centre of the online ‘universe’ 
 
[…] 
 
Figure 7. Which online channels will grow in importance during 
the next 12 months? 
 
[…] 
 
Geography and device Ð no clear trends 
[…] 
 
Figure 8. The balance between central versus local content 
 
[…] 
 
Figure 9. Tailoring content by device 
 
[…] 
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Part Three 

Measuring effectiveness 
• Few respondents believe their organizations are 

‘effective at measuring the success of online content’. 
• Respondents say that two of the most effective website 

metrics are assessing whether visitors’ goals were 
achieved and overall visitor satisfaction, but these are 
also the most difficult and expensive to collect. 

• An effective online content strategy is also an ideal 
measurement tool: it can be used to ensure the 
company’s key messages are being addressed. 

 
[…] 
 
Figure 10. Pain points and quick wins 
 
[…] 
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Conclusion 

Mapping messages, audiences and 
channels 
[…] 
 

 
THIS IS A SAMPLE REPORT ONLY. WHERE CONTENT HAS 
BEEN WITHHELD, THIS IS INDICATED BY ‘[…] 
 
To get the full report contact Dan Drury: 
 
ddrury@bowencraggs.com 
 
  

Bowen Craggs can help you with your content strategy 
Your content strategy should communicate online at corporate level 
clearly and effectively with all of your primary audience groups. It should 
be a set of guidelines to determine what type of content should be 
published on which channel. 
 
Bowen Craggs content strategy consulting helps the world’s largest 
organizations: 

• Build internal buy-in by interviewing key stakeholders in the 
business to identify priority messages and audiences 

• Identify priority information for your stakeholders through 
website analytics and Bowen Craggs audience research 

• Connect online communication to business objectives by 
creating ‘storylines’ for each audience group 

• Create a content strategy that is a practical decision-making 
tool to map messages, audiences and channels in a joined-up way 

 
Email ddrury@bowencraggs.com for more information. 
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Further resources 
What we do 
 
www.bowencraggs.com/What-we-do 
 
Bowen Craggs is unique: we specialise in group-level digital 
communications. Here are three ways you can benefit from our knowledge 
and expertise… 
 
Access research that will improve your online strategy 
 
The world’s deepest analysis of corporate online estates. Constant audience 
research across all stakeholder groups. A trusted and growing global 
knowledge-sharing network. These are the cornerstones of our research 
reports and bespoke consultancy. 
 
Email ddrury@bowencraggs.com to receive a free copy of our latest report. 
 
Explore the word’s most powerful resource for global web 
managers 
 
Receive an exclusive pass to the Web Effectiveness Database – the engine 
for the Financial Times Bowen Craggs Index. 
 
Email ddrury@bowencraggs.com for your free login to this searchable 
wealth of information. 
  
Read our weekly insight and analysis  
 
For regular commentaries on all aspects of online corporate 
communications, subscribe to our newsletter 
www.bowencraggs.com/subscribe/ 
 
 
 


