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Abstract: Fashion is one of the most vibrant sectors in Europe and important contributors to the European Union (EU) 
economy. In particular, Small and Medium Enterprises (SMEs) play a major part in European fashion industry (EU 2012). Just 
like fashion, where people´s style has inherently meant to be shared as it is foremost a representation of one´s self-image, 
social media allow the reflection of ones’ personality and emotions. Although fashion practitioners have embraced social 
media in their marketing activities, it is still relatively few known at an academic level about the specificities of fashion 
industry when approaching social media marketing (SMM) strategies. This study sets out to explore fashion companies’ SMM 
strategy and its activities. From an exploratory approach, we present case studies of two Spanish SME fashion companies, 
anonymously named hereafter as Company A and Company B, to deepen our understanding on how fashion brands 
implement their SMM strategy. Company A offers high-end fashion products while Company B produces medium fashion 
products. We analyzed the case studies using qualitative (interviews to companies’ executives) and a mix of qualitative and 
quantitative (content analysis of companies’ social media platform) methods. Public posts data of both companies’ Facebook 
brand pages were used to perform the content analysis. Our findings through case studies of the two companies reveal that 
branding-oriented strategic objectives are the main drivers of their SMM implementations. There are significant differences 
between both companies. The main strategic action employed by Company A is engaging customers to participate into 
brand’s offline social gathering events by inviting them through social media platform, while Company B focuses its effort on 
posting product promotion related contents and engaging influencers such as fashion bloggers. Our results are expected to 
serve as a basis of further investigations on how SMM strategy and strategic actions implemented by fashion brands may 
influence marketing outcomes.  
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1. Introduction
Social media have recently become one integral part of many organizations’ marketing strategy. It is considered 
as a perfect tool for fashion brands to visualize their image and engage their customers online (McCrea 2013). 

Despite its generalized use, few are known at an academic level about the specificities of fashion industry when 
approaching social media marketing (SMM) strategies. Some studies have examined the impact of social media 
on customer behavior as marketing outcomes among fashion brands through the perspective of social media 
elements or properties (Kim and Ko 2012; Brogi et al. 2013), but not in specific strategy and actions taken. 

Fashion industry is an important contributor to the European Union (EU) economy which Small and Medium 
Enterprises (SMEs) have made up a major part of it (EU 2012). Our effort on this work to bridge the existing gaps 
in the area of SMM strategies within fashion industry is rationale within two senses. First, exploring how fashion 
companies, in particular SME brands, implementing their SMM strategies. Second, exploring whether different 
type of products and target market result in different SMM strategies.  

This paper set out to explore the fashion brands’ SMM strategy and its activities, in particular among SMEs, to 
answer our research questions of:  

How is the SMM strategy implementation of SME European fashion brands?

What are the main SMM strategic actions employed by the SME European fashion brands?

We expect further studies can be carried out to examine whether the SMM strategy and actions taken are 
resulting in the expected marketing outcomes. For the purpose of our research, the scope of the fashion industry 
here covers apparel and clothing fashion, as well as accessories.  
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Adopting an exploratory approach, we present case studies of two Spanish SME fashion brands that have 
different target market and type of product offered to deepen our understanding on how fashion brands 
implement their SMM strategy. Company A aims on offering premium to high-end products while Company B 
produces medium products.  

The rest of this paper is structured in five main sections. Section 2 offers a review of the literature covering SMM 
strategy, the current state of the art of use of SMM in the fashion industry, and the conceptual framework for 
this research. Section 3 explains the research methodology. Section 4 presents our results and the main findings. 
Section 5 proposes some discussion and concluding remarks. Finally, Section 6 addresses the main implications 
from this study and avenues of future research.  

2. Literature review

2.1 Social media marketing strategy 

The academic literature on SMM is still in its early stages. There have been dozens of practitioner articles, but a 
few sources of scholar works on corporate SMM practices (e. g. Weinberg and Pehlivan 2011). Summarizing the 
literature on general marketing and SMM, social media marketing strategy (SMMS) is viewed as an integrated 
means and set of actions by which a company or organization expects to achieve its marketing objectives and 
meet the requirements of its target market through the use of social media tools and properties (Ananda et al. 
2014). Basically SMMS deals with plans and decisions around marketing mix implemented in social media 
environment. Nevertheless, integrating social media into marketing mix is still an issue among brands (Niessing 
2014). 

Among the few studies on SMMS, Mergel (2013) classifies social media tactics based on observed social media 
adoption in the public service sector, and Constantinides (2009) proposes a classification of the role of social 
media applications based on how corporations can use them as part of their marketing strategies. However, 
both studies fall short on the analysis of the different social media strategic actions implemented by companies. 

2.2 Fashion industry and social media marketing 

The increasing use of social media as a marketing tool has affected the fashion industry as well, and it might 
even be safe to say that the fashion industry has already embraced social media as one important marketing 
platform to reach their customers online, as well as to reignite brand passion and customer loyalty (Wright Lee 
2009). However, there are still two concerns, as we observed as gaps between the SMM and fashion industry. 
First, despite increasing interest in the relations between social media and consumer behavior, little scholarly 
works have been put into fashion sector. Second, despite generalized use of SMM among fashion industry there 
is a dearth of scholarly sources existence in the subject of marketing strategy perspective within this sector. 
Moreover the current existing literature is mostly examining SMMS within big luxury fashion brands such as 
performed by Kontu and Vecchi (2014) or Ng (2014). 

2.3 Conceptual framework 

For the purpose of our study, we build our conceptual framework based on SMM categorizations by Ananda et 
al (2014). This framework enables the mapping of the actions to different SMMS (in the perspective of strategic 
plans, decisions, objectives, etc.) which they are subsumed. The framework is mainly derived from 
Constantinides’ (2009) and Mergel’s (2013) classifications. The RENL framework (Ananda et al. 2014) proposes 
four subcategories of strategic actions according to SMM tactics: representation, engagement, networking and 
listening-in. These subcategories are further classified into ten types of SMM activities (Figure 1). 

Using this framework, we conducted a literature review on the strategic actions taken by companies in general 
sectors related with their SMM use and implementation with sources focusing in business to consumer 
environment (B2C). Table 1 lists the SMM actions we observed within their each category. 
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Figure 1: RENL social media marketing strategy framework (Ananda et al 2014) 

Table 1: Social media marketing strategy activities 

SMM Activities Main References Categories Examples of Strategic Actions 

Representation 

Public Relations 

Provide or share corporate  website or a content 
link in social media 

Publishes company’s contents on 
conferences/results/innovation/news/success 

stories 
Posting contents on customer appreciation (e.g. 

thanking and greeting) 
Integrating application or posting content that is 

not directly related to the brands field of expertise 
but is associated with brand´s value 

Ascend2 (2013); 
Andzulis et al. 

(2012); 
Page (2014); 
Phan et al. 

(2011); 

Promotion Process 

Social shopping: Product promotion or providing 
electronic product catalog 

Exclusive preview to product promotional 
campaign 

Offer location-specific deals 
Live-streaming and reporting 

Rewarding fans by providing upcoming product 
sneak-peeks or discounts 

Saravanakumar 
and 

SuganthaLakshmi 
(2012); 

Curran et al. 
(2011); 

Phan et al. 
(2011); 

Engagement/ 
Value-Added 
Proposition 

Engaging online 
opinion leaders, 
key influencers, 

and personalities 
as means of 

customer 
influence 

Employing seeding to influencers then encourage 
them to share their experiences 

Celebrity endorsements as advertisement means 

Saravanakumar 
and 

SuganthaLakshmi 
(2012); 

Sterling et al. 
(2013) 

Using social media 
for personalizing 

customer 
experience and 

products 

Encourage customer´s brand-experience 
Embedding configuration of applications to allow 

mass customization 

Blazek et al. 
(2012); 

Phan et al. 
(2011) 
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3. Research methods

3.1 Case study design and data collection 

We produced two robust case studies on Company A and Company B, through primary sources ranging from 
interview and SMM activities on social media platform databases. Semi-structured interviews were employed 
one for each company and considered as adequate since the interviews were conducted with executives who 
were part of the decision makers for marketing strategy and in charge of SMM activities of their each company. 
Company A is a micro size fashion company based in Madrid, Spain, with five employees. The interview was 
conducted with Company A’s CEO since marketing decisions are also part of the CEO’s role. Company B is based 
in Madrid, Spain, with ten employees.  The interview was conducted with Company B’s Marketing and 
Communication Manager. Through the interviews, we obtained their overall marketing and SMM strategy plans. 

We were assessing the SMM activities by fetching the brands’ posts data on Facebook, which is a type of social 
networking platform that has become a flagship platform of SMM and has been used mainly as well by fashion 
brands. Today there are three brand promotion channels exist on Facebook: i) brand pages, ii) branded 
applications, and iii) ads (Podobnik 2013). We chose to emphasize on Facebook brand-page (sometimes referred 
as “fan page” since users joining the page by “liking” or becoming a “follower” of the page) which is used by 
both of the companies. 

3.2 Data analysis 

We employed qualitative analyses (interviews to companies’ executives) and a mix of quantitative and 
qualitative analyses (content analysis and categorization of companies’ social media platform posts). Analyses 
of the SMM activities were done on the public posts data of brand pages of Company A and Company B via 
Facebook’s Application Programming Interface (API) database. The Facebook Graph API application provides 
access to the Facebook social graph via a uniform representation of objects in the graph (e.g., people, posts, 
pages, etc.) (Cvijikj and Michahelles 2011). For our purpose of study, the post objects were of interest because 
we wanted to analyze the posts’ contents of the brands as indicators of their marketing activities in the brand 
pages.  

Engagement/ 
Value-Added 
Proposition 

Engaging the 
customer as 

creator of product 
reviews, 

advertising 
concepts, or co-

producer 

Crowdsourcing in gathering ideas for product 
design or companies´ profile related 

Encourage regular customers to participate in the 
review process and to share positive opinions 

Parent et al. 
(2011); 

Mangold and 
Smith (2012); 

Engaging 
customers to 

participate in call 
to action for 
participatory 
promotion 

Seeding through employing a contest whereby the 
firms give the products or free trial 

Invite positive reviewers to become brand 
advocates 

Engaging customers to participate in a Corporate 
Social Responsibility (CSR) campaign through a 

contest 

Dou et al. (2013); 
Parent et al. 

(2011); 
Mangold and 
Smith (2012); 
Cristache et al 

(2013) 

Engage with 
competitors 

Sharing competitors’ contents 
Following/joining competitor´s account 

Vullo (2013); 

Customer Support Provide Q&A (e.g. through website or by providing 
a special social media account ) 

Lorenzo-Romero 
et al. (2013); 

Networking 

Social media mix: 
administering 
social media 
account(s) 

Language setup 
Creating a group or community of people of similar 

interest in social network 
Pentina and Koh 

(2012); 
Hsu (2012) 

Listening-In 
(passive way 

actions) 

Market 
Intelligence 

Monitoring customer voices Pentina and Koh 
(2012); 

Andzulis et al. 
(2012) 
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Activities and actions inherent from the posts were coded referring to our conceptual framework as summarized 
by Table 1. We started the analysis of the posts following those categories and list of actions. Posts were coded 
qualitatively according to the types of their activities inherent from the contents of the posts objects of “status 
type”, “message”, “description”, “name”, as well as the intrinsic contents of the “photo” or “video” type of posts. 
During our coding process and analysis, we found some new actions that were not yet on our preliminary list, 
then we coded those actions into new ones. Our research is focusing on active types of SMM actions. Passive 
type of actions (e.g. market intelligence), in this case, were not observable from the posts and hence were not 
analyzed. Quantitative analysis was done to calculate the percentage of each post of action. “Number of share” 
users’ responses towards the brands’ posts were analyzed as well.   

4. Results

4.1 Company A 

4.1.1 Marketing strategy overview 

Company A declared target market are men and women who are mature professionals aged thirty to fifty, caring 
about quality and have high brand consciousness. In general, the marketing strategy focuses on branding and 
aims to tap the niche market among Spanish consumers that are not looking only for fast fashion. Company A 
currently operates only in Spanish market. Company A produces high-end handmade fashion products which 
are oriented toward exclusivity, with premium prices ranging €50-65 per-piece in average. Their distributions 
are currently through single store, online, and offline events.  

4.1.2 SMMS and its activities 

Social media have been used as a marketing tool by Company A for about three years. Social media platforms 
used by Company A are currently Facebook, Twitter, and Pinterest.  Facebook is used mainly because it is 
considered more visual and more users. Twitter and Pinterest have not been used as intensive as Facebook. 
Company A considers SMM usage among fashion industry is still relatively an unknown knowledge to the 
industry, and brands should be careful in the implementation since fashion industry is very visual. Branding 
related objectives are the main drivers for them to implement SMM. They include building or increasing brand 
awareness and brand loyalty, enhancing brand’s reputation, and inducing positive word-of-mouth.  

On the SMM activities, it is revealed that the most employed action by Company A is related with inviting their 
fans to “offline social gathering events” and the reporting of the events through the social media which covers 
almost 38% of total posts (Table 2). There were 158 posts of brand’s posts analyzed within one year duration 
(October 2013-2014). Eight types of activities were identified. Most of the strategic actions employed are of 
public relations activities type which comprise of 48% of total posts. We categorize “offline social gathering 
events” as action of public relations activity since the offline events were not solely related with product launch 
or promotion, but mainly aiming for their target market acceptance and to get them in touch with the brands, 
while also inviting other brands or designers into the events.  

Table 2 summarizes the breakdown of the activities and the detailed actions undertaken as we analyzed. The 
Facebook page is a single account and language used is mainly Spanish. The type of posts is mostly photo (87%), 
then link (9%), and video (4%).  

From Table 2, we can see as well the breakdown of users’ responses to each post of actions on the brand page. 
In this case, we showcase the number of shares metric. Although “offline social event” is the most shared type 
of post in accumulation, but the average share per-post highest are “crowdsourcing in gathering ideas” and 
“customer appreciation contents” which share same figure of three shares per-post.  

Table 2: SMMS activities of Company A (Facebook brand page; 15-10-2013 – 14-10-2014)  

Social media marketing 
Activities 

Detailed actions Number 
of posts 

Percentage of 
total posts (%) 

Total 
number 

of 
shares 

Average 
share 

per-post 

Public relations 
Posting contents on casual 

socialization/greetings 2 1.27 48.10 0 0
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Social media marketing 
Activities 

Detailed actions Number 
of posts 

Percentage of 
total posts (%) 

Total 
number 

of 
shares 

Average 
share 

per-post 

Posting contents on customer 
appreciation 1 0.63 3 3.00 

Posting contents on offline 
social gathering events 60 37.97 158 2.63 

Posting contents not directly 
related to the brands field of 

expertise but is associated with 
brand´s culture and value 

8 5.06 6 0.75 

Posting contents on value and 
culture of the brand 3 1.90 1 0.33 

Sharing contents on 
news/stories about the brand 2 1.27 2 1.00 

Promotion process 

Exclusive preview to product 
promotional campaign 9 5.70 

24.05 

19 2.11 

Social shopping: providing 
product catalog/link to e-

commerce site 
8 5.06 10 1.25 

Social shopping: product 
promotion 6 3.80 2 0.33 

Rewarding fans by providing 
free product or  special 

discounts when purchasing 
5 3.16 8 1.60 

Sharing offline 
store/promotion events 9 5.70 2 0.22 

Upcoming product sneak-peeks 1 0.63 0 0 

Engaging online opinion 
leaders, key influencers, 

and personalities 

Engaging or sharing contents 
on 

celebrities/personalities/influe
ncers 

13 8.23 

11.39 
15 1.15 

Sharing 
personalities/influencer's 
postings about the brand 

5 3.16 6 1.20 

Using social media for 
personalizing customer 

experience and 
products 

Sharing customers’ experience 
11 6.96 6.96 0 0

Engaging the customer 
as creator of product 
reviews, advertising 

concepts and co-
producer 

Crowdsourcing tactic in 
gathering ideas for product 

design or companies´ profile 
related 1 0.63 0.63 3 3.00 

Engaging customers to 
participate in call to 

action 
Employing giveaway contest 2 1.27 1.27 4 2.00 

Engage with 
competitors 

Sharing competitor's/partner's 
content on social media 1 0.63 0.63 0 0.00 

Social media mix Setup brand page cover 11 6.96 6.96 7 0.64 

4.2 Company B 

4.2.1 Marketing strategy overview 

Company B target market is women aged eighteen to forty with young and up to date spirit. Their marketing 
strategy plans are sales growth in the online and offline channels, and to attract retailer partners. Company B’s 
declared main objectives are brand positioning and awareness. Company B is aiming at producing casual medium 
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fashion products with average price of €36-40. Their distribution is currently made via both offline and online 
stores, as well as multi-retailer partners. 

4.2.2 SMMS and its activities 

Company B has been using SMM for about three to four years. In line with their overall marketing objectives, 
their main driver for SMM implementation is brand awareness. Other reasons mentioned are social media 
effectively translating into sales and the “need to be in social media”.  Company B agrees that SMM has 
transformed into being a fundamental part of marketing. But, they consider that fashion companies should not 
abandon the physical stores and must achieve an equilibrium between online and offline media activities.  

The social media platforms used by Company B are Facebook, Twitter, Instagram, Pinterest and Linkedin. 
Nevertheless, Linkedin is not used for marketing campaign purposes. Facebook existence has served as a must 
considering almost audiences are there. Pinterest is not really much used since it is not allowing receive direct 
feedback from users/customers.  

Results suggest that the most employed SMM strategic action by Company B is publishing product related 
contents. This is confirmed with the content analysis done on the brand page. There were 262 public brand’s 
posts analyzed within one year duration (mid October 2013-October 2014). Five types of activities are in practice. 
Most of the actions are related with promotion process which comprise of 64.12% of total posts. And the most 
employed action is “social shopping: providing e-catalog of the products or link to the e-commerce site” (Table 
3). Other significant type of actions is related with “engaging online opinion leaders, key influencers, and 
personalities as means of customer influence” which covers 11.45% of total posts. Company B engages mostly 
bloggers in this action.  

Language used is mostly Spanish with single brand page account. The type of posts is photo (93%), then link (5%), 
video and text (each 1%). Company B also uses Facebook advertisement. 

For user responses, in total, posts related with “social shopping” (product cataloguing and promotion) have been 
shared the most. But, in average per-post, “providing upcoming product sneak-peek” has been the most shared 
type of action which is roughly almost ten shares per-post. Other most shared posts are actions of “engaging 
online opinion leaders, key influencers, and personalities” which covers around seven shares per-post.  

Table 3: SMMS activities of Company B (Facebook brand page; 15-10-2013 – 14-10-2014) 

Social media 
Marketing activities 

Detailed actions Number 
of posts 

Percentage of 
total posts (%) 

Total 
number 

of shares 

Average 
share per-

post 

Public relations 

Posting contents on casual 
socialization/greetings 7 2.67 

10.31 

48 6.86

Posting contents on corporate 
information 2 0.76 0 0

Posting content that is not 
directly related to the brands 

field of expertise but is 
associated with brand´s culture 

and value 

10 3.82 14 1.40 

Sharing contents on 
news/stories about the brand 8 3.05 24 3.60

Promotion process 

Exclusive preview to product 
promotional campaign 11 4.20 64.12 47 4.27

Social shopping: providing 
product catalog/link to e-

commerce site 
114 43.51  538 4.72 

Social media 
Marketing activities Detailed actions Number 

of posts 
Percentage of 
total posts (%) 

Total 
number 

of shares 

Average 
share per-

post 

Promotion process 
Social shopping: product 

promotion 9 3.44 33 3.67
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Social media 
Marketing activities 

Detailed actions Number 
of posts 

Percentage of 
total posts (%) 

Total 
number 

of shares 

Average 
share per-

post 
Rewarding fans by providing free 

product or  special discounts 
when purchasing 

2 0.76 1 0.50

Sharing offline store/promotion 
events 18 6.87 34 1.89

Providing upcoming product 
sneak-peeks 4 1.53 38 9.50

Engaging online 
opinion leaders, key 

influencers, and 
personalities 

Engaging or sharing contents on 
celebrities/personalities/influen

cers 
14 5.34 

11.45 

102 7.29 

Sharing 
personalities/influencer's 
postings about the brand 

16 6.11 115 7.19 

Engaging customers 
to participate in call 

to action 

Employing giveaway contest 16 6.11 

8.40 

99 6.19 

Employing giveaway contest 
with emphasis on encourage 

customers to share their brand's 
experience 

2 0.76 6 3.00

Seeding through employing a 
contest 4 1.53 14 3.50

Social Media Mix Setup brand page cover 15 5.73 5.73 70 4.67

5. Discussion
This paper explores SMM practices of SME fashion brands. We are able to identify the SMM strategic actions 
which subsumed from the SMM strategies implemented by fashion brands in a social media platform. Our case 
study of two SME Spanish fashion companies with different types of product and target market, show some 
commonalities, but also differences, in their SMMS. 

Both brands share common main objectives or reason to implement SMM, which is brand awareness. It is 
consistent with literature in SMM as indicated by eMarketer (2010) which shows that some common goals in 
engaging with social media are: generation of word-of-mouth, development of brand loyalty, increase brand 
awareness, managing customer service issues, closer relationship with customers, or informing public about 
company-related issues. Our findings though suggest differences in actions taken to translate their SMM 
strategies. The premium product brand is mostly relying on public relation type of SMM activities, while the 
medium product brand is mostly relying on promotion process type of SMM activities. 

In terms of user responses, for Company A, although posts of offline social event gathering are the most 
employed within the total posts and the most shared posts in accumulation, but the average share per-post 
highest are “crowdsourcing in gathering ideas” and “customer appreciation contents”. This fact may give 
Company A an idea on which actions they may emphasize in, other than creating offline social event. For 
Company B, in average per-post, “providing upcoming product sneak-peek” has been the most shared type of 
action, followed by “engaging online opinion leaders”. These both latter actions may be considered by Company 
B to be used in more extensive in their effort to achieve their SMM objectives other than their main strategic 
action of social shopping. Current literature suggests that users’ social media responses may serve as indicators 
for specific marketing outcomes of consumer behavior (e.g. Hoffman and Fodor 2010).  Further empirical works 
though are needed to investigate the relation between strategic actions, user response metrics, and the 
intended marketing outcomes.  

6. Implications
Academically, this research is expected to contribute to the study of SMMS implementation in the fashion 
industry, especially among SMEs, and set the basis of further works on SMM performance measurement within 
the perspective of strategic actions employed by fashion companies.   Practically, results from this work are 
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expected to serve as an initial insight to SME fashion brands to assess their SMMS and its actions taken against 
the intended marketing objectives.  

Further research should address how SMMS implemented by fashion brands may affect the customer behavior 
or marketing outcomes. Another area could be how user responses in social media platform may relate to or 
serve as indicator for marketing outcomes. This study still has limitation in terms of the social media platforms 
observed which is only Facebook and need more broad type of fashion companies for greater insight on SMMS 
implemented by fashion brands. 
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