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Introduction
While the opportunities in social customer service are tremendous, there are also significant 
new challenges for brands.

Customer expectations have increased

Customers have embraced social as a communication channel and brought it to companies 
along with their expectations for its use in customer service. Their first expectation is that 
companies should recognize their preference for engagement over social media and act 
accordingly.Research from Forrester Consulting shows that between 2009 and 2014 the number 
of customers using Twitter for customer service has doubled from 11% to 22% (Forrester 2014).
 
Social media customer service, and the new customer expectations that accompany it, have 
brought about a distinct shift in the balance of power between brands and their customers. 
Customers are more in control of the customer service process now than at any time before. 
But, there’s far more behind this power shift than customers’ demand that brands recognize 
their preference for social.

Your customers:
 • Have more choice of suppliers and channels. 66% of consumers stopped doing business 

with a provider and switched to another in the past year due to a poor customer service 
experience, up 17% since 2005 (Accenture 2013).

 • Are more connected. 53% of consumers will talk about a bad customer experience they 
have received on social, while only 42% will share a good one (American Express 2012). 
This trend and the viral nature of social media show how customers can wield their power.

 • Demand more speed and simplicity. 71% of consumers say that valuing their time is the most 
important thing a company can do to provide them with good service (Forrester 2013).

Your representatives face challenges delivering the best social
customer service
Living on social media is second nature for most of us now; it’s so easy and enjoyable that 
it’s often the first place we go to share news, views and information. Unfortunately, providing 
effective and efficient customer service via social poses new challenges both for agents, 
who must deal with customers in a new and more intimate manner, and managers, who must 
balance resources, costs and corporate goals.
 
For your team, social is:
 • Noisy: Unlike other channels, agents must sift through a lot of content in order to identify 

customer service issues on social.
 • Confusing: Multiple public and private messages from a single customer are hard to track, 

and can get lost between agents.
 • A slow process: Lack of efficient approval workflows mean slow, rigid and manual process 

with extra complexity when resolving an issue that requires involvement from other 
departments.

 • High stakes: A single error can result in a full-blown social media crisis.
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Managers struggle to track KPIs & resource properly

Managers bear responsibility for the entire customer service operation and must satisfy a 
number of competing goals and interests. These challenges are primarily technological and 
operational. Here are the most important ones:

 • Social customer care teams are getting bigger, but managers are stuck with slow and 
laborious processes to understand team performance.

 • Systems that focus on individual messages rather than the full conversation make ticket-
based analytics impossible. Metrics including First Response Time and Average Handling 
Time are essential for resource planning and team management.

 • A lack of security and approval tools requires agents to slow down in order to follow 
inefficient reporting processes — such as tracking all activities in spreadsheets—negatively 
impacts SLAs and reduces quality of care.

 
But done correctly, social can be highly efficient and cost effective.
 • 4-8x: Social agents are able to handle four to eight times more issues per hour than phone 

agents (Gartner 2012).
 • <$1: Social costs less than $1 per interaction, compared to $6 per call for phone and $2.50 

to $5 per email (NM Incite 2012).

The answer is a #SocialFirst approach

We define our approach to social customer service as #SocialFirst. And, as the name 
suggests, it places social media at the center of customer engagement as both its foundation 
and its architecture.
 
#SocialFirst is about adopting social customer service and adapting to its culture with 
confidence and at scale to meet your customers where they are, on the channel they own. 
With a #SocialFirst strategy, brands can fully engage with their customers, provide fast and 
meaningful service, and gain a powerful differentiator that can result in a competitive advantage 
over their competitors.
 
#SocialFirst is more than a concept. It is a set of concrete and achievable goals that can guide 
brands toward social customer service success. We call those goals the Five Pillars of #SocialFirst.

The Five Pillars of #SocialFirst:

1. Proactive support for social customer service, making its existence widely known in 
 marketing materials and sales/support collateral.
2. Aggressive engagement aimed at exceeding customer demands.
3. Interacting, rather than reacting as a means to anticipate what customers want and 
 need—before they tell you.
4. Recognition of social media for its viral power and leveraging that reach to influence  
 the market.
5. Connecting with customers on a deeply personal and emotional level to build relationships 
 and trust.

The following sections will help you build an effective and efficient social customer service 
team - one that puts #SocialFirst.
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Recruitment: Who should you be looking for?
It is rare to come across a traditional customer service team that is already perfectly suited to 
the demands of social media. On social, representatives must become brand ambassadors 
and therefore need to possess all the skills that come with a public-facing role. This is on top 
of the skill set needed to be a great agent over traditional channels like phone and email.

The mindset 
of a social customer 
care representative

Personable 
Can they find the right 
tone of voice, no matter 
the situation?

Curious 
A desire to 
improve, discover 
and explore 
is key.Confident 

Someone who 
trusts their instincts.

Resilient 
Imagine your busiest 
day in social traffic – 
could they cope?

Articulate
Has the ability 
to effectively 
communicate 
through text.

Empathetic 
Customers are not their 
Twitter handle. They are 
not their profile picture. 
They are human beings.
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The mindset of a social customer care representative: key attributes

 • Be personable: During the interview process, assess whether this person can actually hold 
a conversation about a particular issue. Create a problem-solving scenario which involves 
a conversation back and forth; this can be the best way to judge how affable they are.

 • Be confident: Content on social media can vary greatly not only in topic but also action 
needed from the agent. Some messages might be answered easily, while others might 
require escalation to another department. Very likely, many of the mentions might not include 
actionable customer service issues at all. A great social customer service agent must have 
the confidence to trust their instincts to quickly assess the context of a message and then be 
able to take the appropriate action. This should be tested alongside the ‘personable’ actions.

 • Be curious: Whether recruiting internally or externally, it is essential that social customer 
service agents have the eagerness to not only learn new tools but also to know the 
industry inside-out. The best indicator for this is how well the potential social agent has up 
skilled themselves in previous roles, and are interested in developing the social customer 
care function.

 • Be articulate: Social agents must be able to succinctly and effectively answer customer 
service queries. Good spelling and word choice is also important; minor errors can tarnish 
the brand’s appearance and damage credibility with the customer.

 • Be resilient: No matter the context, social agents must be able to react calmly, assess a 
situation and respond back to the customer. They must be able to show not only patience, 
but an ability to ‘roll with the punches’ by responding professionally in any scenario.

 • Be empathetic: Every action an agent takes must revolve around making the customer 
happy. Make sure potential employees have this focus and talk about the customer during 
the interview process through practical scenarios.

Your social care representative 
will need to fit into your existing 
customer service operation seamlessly
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An example job description

Our Mission

When customers want to get in contact with our company, we’re their first port 
of call. We’re on hand to sort out all manner of queries that they might have. 
We communicate with our customers in a number of ways: from telephone and 
social media to web chat, email and letter – whatever’s easiest for them.
 
Position - Social Customer Service Representative

The role sits within the customer service team, and will use social media channels 
to provide high quality customer service. The majority of your time will be spent 
monitoring existing social channels for communication about our brand, both 
good and bad, before handling any complaints and collaborating with the 
relevant parts of the business in order to efficiently resolve customer issues.
 
The Ideal Candidate

The Social Customer Service Representative role is an unusual one, and 
requires a candidate with a very defined skill set. You must be able to:

 • Always put the customer first and consider them in everything you do.
 • Work with the customer service social media team to protect our brand 
and garner customer trust by delivering a consistent and distinct brand voice.

 • Listen and engage with current and future customers by answering questions 
and resolving order issues via social media.

 • You are reliable, articulate, confident, curious, adaptable and resilient.
 • Not afraid to share ideas with your Manager.

 
QUALIFICATIONS

 • A demonstrable interest in and active engagement on social media channels
 • 1 year of customer service or call center experience
 • Excellent written and verbal communication skills
 • Ability to work in a fast-paced environment
 • Adept at resolving customer-facing problems
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Training: Empowerment is key
Before agents start posting from branded accounts, deliver training to establish the right social
customer service processes. Training will not only prepare them for different situations, but 
will also empower agents to guide themselves through any social media eventuality. Even 
after agents begin responding on social, there should be ongoing training; social media is 
constantly changing, so agents must carry on learning and improving.

Take social back to basics
Even if they already use social media personally, start from the ground up.

Keep training simple 
If your organization is not planning to track sentiment, don’t introduce it 
at this stage. Keep it as simple as possible at the start, then expand as 
confidence and experience grows.

Review content and responses
Regularly review your agents’ responses and give feedback, even after 
training is over.

Discuss successful customer engagements
Hold up best practice examples for social media from relevant industries 
and highlight their positive aspects.

Train as a team
Rather than one-to-one sessions, take the opportunity to build a close-knit 
team by involving everyone.

Set clear targets 
Clearly lay out your expectations so agents understand that social, like 
any other part of the business, requires a formal strategy and target-
based approach.
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