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Introduction

The objective of this document is to guide local team to develop their content strategy, which is one of our
groundworks with strategically significance in RNW Media. Local team should be aware of that producing
right content for right people is one of our core business. Lacking a clear and comprehensive content
strategy will seriously hinder the amplifying of the voice of young people, scaling up the online community
and optimising the impact of our projects.

This document is a practical guidance to break down the content strategy into a step-by-step guidance.
Please be aware of that the content strategy should not stand alone. From 2018, RNW Media Hilversum has
developed GDPR regulations, programme style guide, programme strategy, data strategy, moderation and
engagement strategy, inclusiveness strategy, advocacy strategy, gender strategy and smart targeting
strategy. The elements of those strategy paper have been integrated into this paper. The content strategy
should be in line with those strategy papers and complement each other to serve to the entire digital
ecosystem.

Please also be aware of that this strategy paper should be a living document, because content strategy
needs to be continuously updated and optimized.

Please go through those steps carefully and try to answer all the guiding questions. It is worthy to mention
that some elements are probably still missing in this document and some guiding questions need to be fully
contextualized in your country.

Define

» Organizational Goal
(What is the vision and mission of the organization? What is the core value? Who are the general
target audience/final beneficiaries? What are the main approaches of the organization? etc)

» Programme/project Goal
(What are the objectives of the programme/project? What changes you want to make in the
country/society? etc)

» Content Production Objectives
(Why you produce content? What changes you want to make via content production and
communication? etc)

>  KPIs (against objectives)
(Based on the objectives identified above, what are the KPIs you set for your content production
and editorial team? Such as, how much market share you seek in certain period? The KPIs should
be in line with our PMEL indicators and must be SMART.)

»  Final Beneficiaries
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(Who are the final beneficiaries of your project? Are the final beneficiaries you choose classified as
vulnerable and marginalized community/population? In some case, the final beneficiaries are
different with the target audience of your content.)

Target Audience

(Who are your target audience? Who are your main target audience and secondary target
audience? Please be aware that you cannot target the entire population of young people in your
country.)

Audience Segments

(Do you target segment population, divided by such as gender, income, geography, age, education
level? Are you targeting marginalized and vulnerable population? Are you targeting people from
rural area? Are you targeting offline population who cannot access to internet? etc)

User Persona

(What your target audience’s lives look like? What demographic characters they have? What they
need? What digital skills they have? How they access to information now? What is their internet
surfing habit and/or reading habit? What types of mobile devices they use? etc)

Key Topics

(What key topics, themes and issues you are focusing on? Are the topics you selected fully
reflected the needs of your target audience? Are the topics you selected in line with specific
sustainable development goals (SDGs)? Which SDGs you choose? Are the key topics you selected
taboo or sensitive topics? etc)

TGgS

(Based on the key topics identified above, what tags you normally focus on/use? Could you please
list the main tags you use? Could you please visually present the tags into a tag cloud? etc)

Competitors

(Based on the topics you selected, are there any competitors in the market? What are their
strategies and approaches? How you distinguish yourself with your competitors? From which
perspectives you can stand out from the competition? etc)

Principles

>

Guiding Principle

(Based on the analysis of the media landscape and user persona, are there any guiding principles
for your editorial activities? Such as increasing visualized content, focusing more on user-
generated content (UGC) other than professionally generated content (PGC), participatory
editorial policy, inclusiveness policy, science-based information, pleasure positive, being natural
and independent etc.)

Style

(What is the style of your brand? How you choose logo, font, colour selection and photography?
What is the style of your visualized products? Such as, is it artistic or down-to-earth? Is it cartoon or
portrait photographic? Is it cold or warm? Please make sure that the style you choose are in line
with the style guide of CV and LM programme.)

Tone of Voice

(What is the tone of voice of your content production? What emotions you want your audience
echo? Such as, is it formal or casual? Is it serious or playful? Is it written or spoken? Is it personal or
nonpersonal? Is it inspiring or provoking? Etc.)
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» Type/format
(What types and formats of content you are going to produce? Which type/format is dominating?
Such as written content, visual content, interactive content and video content etc. How you make
your choices? Why you make those choices instead of choosing other types/formats? What is the
proportion of each type/format of content among the total content? Is the content format you
choose consistent with user persona you identified above? Is the content format friendly to young
people? Is the content format friendly to disabled people or other segmented population? etc)

Platforms

» Channel Strategy
(What is your channel strategy to reach your target audience and why? Where are your target
audience located and gathered? How you plan to reach to offline population who cannot access to
internet? What is your online channel strategy and offline channel strategy? Will the content you
produced will reach to right audience? How many channels you identify for your project? etc)

» Main Platform
(Among all channels you choose, which ones are your main focused online platforms and why?
What the platform persona looks like? Is the platform persona consistent with your audience
persona? If the main platforms you choose are owned by external digital companies, do those
platforms need your content? Do you know anybody working in those companies? Is there
possibility to develop strategic partnership and cooperation with those companies? etc)

» Distribution Channels
(Among all channels you choose, which ones are only your content distribution channels? Why you
choose those channels than others? What are the channels personas? Do the platforms need your
content? If the distribution channels are owned by external companies, do you know anybody
working in those companies? Do you see the possibility that your content can be promoted
regularly? etc)

> Content Categories (per platform)
(For the main platforms you choose, what content categories you want to establish and why? Are
the content categories set up based on formats of content or topics or mixed? Are the content
categories consistent with the platform persona and algorithm? Are the content categories
matching with existing categories of the platform? Are the content categories matching with any
specific SDGs goals? Is each category clearly positioned? Do the categories have its own tailored
style, tone of voice and visual identities? How are you going to plan to produce a series of content
to meet the needs of each category? How you make sure all content production under one
category are consistent and coherent? Please describe each category briefly. It is worthy to
mention that some organizations do use hashtags to mark different content categories on social
media.)

» Frequency
(For each platform, how many pieces of content you wish to produce each year, each month and
each week and why? Please be aware of the editorial capacity below.)

»  Platform Maintenance
(What is your plan to continuously update and maintain your main platforms and distribution
channels? Who is responsible for the platform maintenance? Do you have any rules here to
guarantee that all platforms are updated and maintained on time and also in good quality? etc)

Governance
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» Editorial Capacity
(What is your internal and external editorial capacity looks like? How much capacity you need to
deliver the results you want to achieve? What is current internal editorial team looks like and what
are their roles and responsibilities? How many job functions in your editorial team? Do you think
your editorial team is diversified, such as gender and geographically represented? Do you think
your editorial team is inclusive? What is the average age of your editorial team? Have you
integrated the inclusiveness policy into your editorial recruitment process? etc)

» Outsource
(How much and what types of outsource you need, such as bloggers, designers, vloggers,
producers etc? What is your outsourcing strategy? What are your outsourcing selection criteria?
Are the bloggers and other service providers young people? Do they come from segmented
community/population? Are the bloggers and other service providers diversified and represented
different voice and points of view? etc)

» Outsource Management
(What is your outsourcing process looks like? How you manage and train the outsourcing
individuals and organizations? How you can guarantee the service delivery and quality? Do you
have a rewarding policy for the external service providers? Is the rewarding policy performance-
oriented? etc)

» Editorial Grading System
(Is there an editorial grading framework in your team? How to define the roles and responsibilities
of chief editor, senior editor and junior editor? Who is responsible for content production and who
is responsible for content control? Who is responsible and who is accountable? How the chief
editor or senior editor make editorial decisions? Do the chief editor or senior editor will do the
quality check before content is published? etc)

» Content Audit
(Do you do content audit regularly, such as every 3-6 months? How do you define the goals,
metrics and process of the content audit? Who is content auditor, internally or externally? How
you identify the content auditor and why you choose them? How do you collect and analyse data?
Will you continuously adjust your content strategy based on the results of content audit? etc)

» Rewarding
(Do you have an editorial rewarding policy in place? Is the rewarding policy linking with editorial
grading system? Is the editorial rewarding policy in line with HR policy? How you encourage and
stimulate the internal and external editorial team to improve content quality and reaches? Is your
rewarding policy content performance oriented? What criteria you adopted in your rewarding
policy? etc)

» Discipline
(Do you have a policy on editorial incidents? Do you have a policy on dereliction and breach of
duty? Do you have a code of ethics policy in place? How you define editorial incidents or accident in
your team? Do you have a process to report, process and archive editorial incidents or accidents?
For people who are accountable for the incidents, what the consequences will be? etc)

Workflow

» Production Cycle
(What is your editorial workflow looks like? Can you break down the editorial production cycle
into step-by-step approaches? What is your guiding principle for workflow management? How you
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can guarantee the quality and on-time deliverable of each step? Is your editorial working flow
inclusive, such as involving relevant stakeholders and end-users into your editorial cycle? etc)

Planning

(Who is the owner of the production plan? Do you have a production plan? Do you have an annual
editorial calendar? Do you have a monthly and/or weekly editorial calendar? Is your editorial
calendar consistent with international and national days such as Women'’s Day, 16 days, valentine’s
day, Chinese spring festival etc? Is your editorial calendar also consistent with your event calendar
and international/national conference you are planning to attend? How often do you use the
calendar and do you regularly checking and updating the calendar? Except regular content
production, do you have a monthly key theme/topic you want to focus on? Why and how you
come out the monthly theme/topics? etc)

Ideate

(Where are the topics of your regular content production come from? Do you organize daily and/or
weekly editorial news desk meeting? What are your criteria for choosing or not choosing some
topics? Who makes those decisions? Are the topics you selected for regular content production in
the scope of the key issues/topics/theme you identified above? How you ideate, submit and
achieve the topic proposals? Will you define clear working process and timeline for each topic you
choose? Except topics, will you also propose the types and format? Will you propose to produce
internally or externally? If the topics you propose have been covered by other media
organizations, how you plan to differentiate yourself with them? Are the topic proposals in line
with the needs of your target audience? What is your expectation on the performance of the
content if your proposals are approved? Are your proposals hot news in the country? Are your
proposals are based on UGC or PGC approaches? If the topics you proposed are taboo topics or
controversial, will you conduct a risk screening to assess the potential negative impact? etc)

Producing
(Once the topics are defined, who is going to lead the producing process? Who will produce

content, internally or externally? How long is your producing cycle? How you monitor the progress
to guarantee on-time deliverable and good quality? If you work with external content producer,
will you require them to submit a writing structure or a script beforehand? What is the
communication flow with external content producers looks like? Do you have alternative plan if
the producing process is not running smoothly? Do you have back-up content, in case the
producing cycle is postponed or suspended or terminated? etc)

Design

(What is your quality standard on content visualization? Is the quality standard consistent with the
content and brand style you identified above? What reactions and emotions are you expecting
from your audience? Do you have an inhouse designer? Is the designer involved in production cycle
from the beginning? Do you have tailor-made visualization plan for each piece of content you
produce? For written content, are the photos you choose are relevant, supplementary and eye-
catching? Do you use correct font and size? Do you have copyrights for the photos you use? Do you
add watermark on the photos? Do you add proper textual description to the photos? What types
of video you produce, drama, demonstration, montage or others? What the main digital video
effects you use? How about the quality of photo, including display on different device? Do you add
pre roll and/or end roll for the video you produced? Do you add subtitles? How you choose and use
motion materials? How about the audio effect? How you choose background music? Is the text on
the infographic recognizable on different device? Is the infographic overly text heavy? Etc.)

Editing

(Who is responsible for editing? What are your editing principles, such as accuracy, attribution,
balance and fairness, brevity, clarity, readability or others? What is your editing process looks like?
How much time editor normally spend on editing? Can you conduct minimal editing to keep the
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originality of the content? Will you communicate with content producer on all the changes you
made? Have you corrected the errors? Do you think the content structure is good? How about the
tone of voice? Have you made words and sentences clearer, more precise and effective? Have you
given reference to the news, facts and researches you referred? Have you added internal and
external link? Are the internal and external links clickable and will jump to a new page? Have you
added relevant articles? Have you found accurate and matching tags? Is the article SEO friendly?
Do you know how to come out with a good headline? Is the headline accurately summarize the
content? Is the headline eye-catching? What feelings and emotions are you expected from your
audience when they see the headline? Have you added subtitles? Have you added summary? Is the
summary supplementary to the headline? Will you use different font or colour for the most
important sentences? Have you added proper author information including the author photos and
introduction? etc.)

>  Scheduling
(Is the content scheduling consistent with the annual, monthly and weekly editorial calendar? Is
the content has been reviewed and approved by chief or senior editor? Is the content scheduling
manually or automatically? Do you think the content is scheduled on right time, such as on right
day and right hour? Is the content scheduling reflecting the internet surfing habits of your target
audience? etc)

> Publishing
(Who is responsible for the publishing the content on main platforms and other distribution
channels? Are the distribution channels updated automatically or manually? Will you tailormade
the headline and summary of the article for each platform to make sure it is in line with the
Algorithm of the platform? When you normally publish the article/post, in which timeslot of the
day? Is the publishing time consistent with the internet surfing habit of your target audience? Will
you do the final check before publishing? Will you check whether the published contentis in
correct font, format and can be visually presented in different mobile device? Will you notify the
online marketer after the content is published? Will you monitor and moderate the comments and
discussion for each piece of content? Are your moderation activities in line with the moderation
and engagement strategy of RNW Media? etc)

Marketing

> Content Marketing Goal
(Based on the long-term project strategy, milestones and annual activity planning, what are the
overall marketing goals of your project? What is your content marketing goals? Is your content
marketing goals SMART? Is your content marketing goals consistent with the PMEL framework
and indicators? etc)

» Content Marketing Strategy

(Based on the goals set above, do you have content marketing strategy and what it is? What is
your brand’s unique value personality? What makes it a better choice over your competitors? How
about the value proposition of your content? What value do you provide to your audience with
your content? How will you deliver the content to your target audience? Is your content marketing
strategy consistent with the SMART targeting developed by RNW Media headquarter? How you
plan to reach to offline audience who cannot access to the internet? How you plan to reach to
people from rural areas or vulnerable community/population? How you plan to reach to women
and LGBTI audience? What are your approaches to achieve those goals? What common marketing
approaches normally used in the digital market of your country? Based on your observation on the
development of new technology, can you identify some newly emerging and effective marketing
approaches in your country? Will you develop tailormade marketing strategy not only for the
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overall content but also for each category and piece of content? How will you achieve and
measure your targeted results? Etc.)

Partnership
(Based on the goals and strategy, what types of partnership you need to develop to reach those

goals? Have you done a partnership mapping? What is the persona of partner
organization/platforms? What agreements you have made with those partners, such as content
exchange? How you can encourage and convince other international or national media
organization to amplify our voice to reach to more audience? Will your partners agree to share the
performance data? How you manage the partnership and what is the communication flow looks
like? Is the partnership based on the overall content production, or specific categories or pieces of
articles? Are you promoting your content to your partner on daily base, weekly base or monthly
base? If you have good stories, will you notify your partner after it is published? Etc.)

Tools

(What marketing tools available and commonly used in the market of your country? Do you have a
marketing toolkit? Can you list all the tools you are going to use here and mention why you choose
them and which them you are going to prioritize? Do you use paid tools such as google advert,
Facebook ads, Weibo ads? Do you use the traditional advertising tools such as newsletter, email or
RSS? Can you map relevant social media influencers for your project? Do you use influencer
marketing? Do you have other ways to distribute your content to your audience such as super-
users WhatsApp or WeChat group? Are you in good command of SEO and SEA knowledge? Do you
have marketing tools specifically for reaching offline audience who is not able to access to internet
or people from rural area? etc)

Measurement

Risks

Content Performance

(How you measure the content performance? Can you identify which pathway in the TOC is
content related? Can you identify which indicators in our PMEL framework are content related?
How you collect qualitative data? Do you collect positive comments to develop impact stories or
testimonies for future branding? Do you have any segmented data such as on gender? What are
the similarities and differences man and women and other genders consume and engage with
your content? What tools you use to measure the performance? Except performance
measurement, will you also analysis long-term patterns or trends? How the data you collected
continuously nourish the programme and project narratives? How frequently you measure the
performance? Who is responsible for collecting and analysing the data? How PMEL specialist share
the data and being involved in the editorial process? What needs of young people have reflected in
the results? How you archive all the data you harvested? Have you integrated the learnings into
quarterly report? Etc.)

Data-driven Editorial Decisions

(How you can integrate the performance results into your next editorial cycle? How you link the
content performance with the rewarding and punishment on internal and external editorial team
members? Will you continuously adjust your content strategy based on the results? Will you
continuously adjust project/programme narratives based on the data? Before you make any
editorial decision, will you consult PMEL specialist or investigate history data? If data shows that
you are failing to reach the objectives, what will you do? Etc.)

Copyrights
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(Do you have copyrights for all the content materials you use? Have you subscribed any
photobank, audio library or other materials bank? Do you know what is copyleft? Do you use any
materials labelled as copyleft license and do you know how to find them? If you want to use any
copyrights materials, will you and how you ask for permission from the external
organization/individuals? Do you have any rules or regulations on copyrights issues for internal and
external editorial team? Have you encountered any copyrights disputes? How you handle the
disputes on copyrights? Does you project have an external lawyer appointed for the copyrights
issues? Etc.)

Plagiarism

(Do you have any rules or regulations to prevent plagiarism by internal or external content
producers? How you define the plagiarism and what is your criteria? Do you do plagiarism check in
the process of editing? Do you use any website or appliances such as the Plagiarism Checker? If
you find out somebody plagiarize, how you handle the situation? Do you issue a warning to
internal or external content producer who plagiarize? If the plagiarized content has been
published, what shall you do? If you receive plagiarism complains from internal or external, how
you react? Etc.)

Censorship

(Is internet censorship existing in your country? Who is the censor and how they work? Can you
find any reference in national laws or regulations on censorship? What the criteria the censor
normally uses when they censor content? Do you know what tools or technology they use to
censor content? Is the photo or infographics having low possibilities to be censored? Do you have
any ways to communicate with the authority about the censorship? Have you encountered
censorship before, such as content takedown? How many articles were censored in the past and
what they about? Do you know why those articles are censored? Do you report the incident
regularly? Do you have an incident reporting template? What do you think the consequence of the
censorship on you and the editorial team? Are you self censored? How you mitigate the
censorship? What is your mitigation strategy and how you continue to work on taboo and sensitive
topics? Do you have any technical partner can help you on this? Etc.)

GDPR

(Do you know what is the GDPR? Do you know how to compliant with GDPR? Do you collect
regular or special categories of personal data during your editorial process? Do you know how to
handle those personal data? Do you know where to find all the GDPR documents on SharePoint?
Do you know who are the GDPR heroes in RNW Media? Do you have updated GDPR privacy notices
on your platform? Etc.)



