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1 Introduction

Note: This section is intended to be an introduction to the guidelines for the Taskforce sponsors only.
1.1 Background

The purpose of this document is to provide:

“guidelines and other resources to assist Australian Government (Commonwealth) agencies with understanding the application of Web 2.0 tools and techniques for community engagement in a policy development, service delivery and regulatory/compliance settings.”

1.2 About these Guidelines

1.2.1 Online Engagement Framework

The Online Engagement Framework developed for the Toolkit Blueprint provides the conceptual scaffolding for these guidelines.

It is intended that these guidelines should remain broadly applicable regardless of the engagement model used. This is achieved by using engagement cycle levels in the framework that are based on a number of pre-existing models and guidelines, including:

1. The 2003 OECD policy engagement cycle model, referenced in current Federal guidelines for online engagement;

2. Electronic Engagement: A Guide for Public Sector Managers, produced by the Australian and New Zealand School of Government; and

3. The International Association for Public Participation (IAP2) Public Participation Spectrum model.

For simplicity, four levels of (online) engagement are used in this framework. These are:

1. Listen and Identify (Audience Analysis);

2. Inform (Information);

3. Consult and Involve (Consultation); and

4. Collaborate and Empower (Participation).

These levels form the core process for engagement. In the context of online engagement specifically, government agencies have the option to engage online up to any particular level but should consider that:

· Levels can not be skipped, however online engagement can complement traditional engagement activities to the same level or higher levels of engagement; and

· Leading practice recommends that the cycle must be completed.

The framework also defines four high-level use case types, which are:

1. Identification of problems, opportunities and issues;

2. Policy consultation;

3. Customer service and service delivery; and

4. Marketing and communications.

Together the levels of (online) engagement and the use case types define the scope of these guidelines. However, rather then focusing on a generic online engagement process (since this is already well documented), specific use cases for each use case type has been developed so that these guidelines can demonstrate how an agency can approach online engagement in practice.

1.2.2 Relationship to the Toolkit Blueprint

The Toolkit Blueprint and Online Engagement Guidelines were both intentionally developed to address the same use cases identified in the Online Engagement Framework. This was ensure the toolkit and guidelines could be used together as complementary resources.

The toolkit provides a pattern-based approach to designing online engagement solutions, using an appropriate mix of Web 2.0 technologies. A key concept in the toolkit is the selection of a 'hub' software deployment pattern that may also be augmented with one or more supporting software deployment patterns. This approach is also mirrored in these guidelines.

Please refer to the Toolkit Blueprint for further guidance on Web 2.0 technology selection.

1.2.3 Recommendations for using these guidelines

These guidelines are targeted at staff within agencies that have been tasked with the responsibility for either developing an agency's capacity for online engagement or are seeking guidance on how to go about conducting an online engagement. Some level of familiarity with Web 2.0 and online engagement concepts is expected and additional training and communication may be required before some agencies are able to apply these guidelines effectively.

These guidelines will also benefit from ongoing improvement as Government 2.0 practices mature within agencies. Similar to the recommendations in the Toolkit Blueprint, we recommend assigning stewardship of these guidelines to an appropriate agency or a sponsored community of practice group who should be given the responsibility for updating and promoting their use within government.

1.3 Acknowledgements

The following people provided input and feedback into the Online Engagement Framework (and also the Toolkit Blueprint):

· Julia Harris and Georgina Kelly, Australian Bureau of Statistics.

· Carmel Nugent, Australian Taxation Office.

· Kylie Johnson, Department of the Environment, Water, Heritage and the Arts.

· Craig Thomler and Ross Andrews, Department of Health and Ageing.

· Lisa Howdin, Murray-Darling Basin Authority.

· Geoff Mason, Department of Veterans Affairs.

· Kerry Webb, Australian Capital Territory Government.
2 Welcome

2.1 Version History

· First version published on 18th December, 2009.

· This version updated on 8th April, 2010:

· Added new appendix section: An example guide to using social media for staff, provided by the Department of Finance and Deregulation.

· Added reference to the new appendix in section 5.3.

2.2 About these guidelines

The use of Web 2.0 tools and techniques for community engagement are an increasingly important part of the policy development, service delivery, regulatory and compliance activities conducted by government agencies in Australia. However, the rate of technology change and the different levels of interest, accessibility and sophistication of different stakeholder groups can make it difficult to navigate the many different options for online engagement available.

For example, questions you might ask while planning an online engagement activity could include:

· What is the process for going online to engage with interest groups we want to consult?

· Will we need a blog or wiki? And how much effort will it require?

· How do we encourage meaningful contribution rather than an avalanche of comments about issues we can't address?

These guidelines are here to assist agencies with answering those types of questions and to encourage greater use of Web 2.0 tools and techniques for online engagement. By providing these guidelines the aim is to make your online engagement activities as successful as possible.

Note: These guidelines may of course be of assistance to other levels of government or even other non-government organisations. However, the guidelines have been specifically designed with the needs of Australian Government (Commonwealth) agencies in mind.

2.3 Using these guidelines

These guidelines are divided into four chapters:

	Designing an online engagement
	This chapter covers the essential steps for designing an online engagement. These steps include:

· Defining the online engagement scope or brief;

· Creating an online engagement plan; and

· Designing the Web 2.0 technology solution to support your online engagement.

The appendix also contains a sample risk matrix, used during the planning for an online engagement.

	Community Management How-To
	Community management is an important set of activities aimed at helping participants and stakeholders get the maximum benefit of any online engagement activity.

This chapter will address the following topics:

· The role of the community manager;

· Techniques for community management; and

· Understanding your community.

	Roles, Competencies and Policies
	Government agencies are generally organised in a way that suits the needs of traditional communication channels. This chapter explains how to adapt to this new landscape and describes:

· The Core and Supporting Roles needed for online engagement, including new role competencies required;

· Options for co-ordinated, integrated and embedded organisational structures that support online engagement; and

· How to develop effective online engagement policies.

	Online Engagement Use Cases and Model Examples
	This final chapter provides a list of possible use cases for online engagement, including possible benefits and critical success factors.

Model examples, addressing a sample selection of these use cases are also provided. 


We suggest you work through these sections in order. First design your approach, then review the guidance on techniques, roles and responsibilities. Finally use the use cases and model examples to help inform the design of your engagement plan. Then repeat the process again to ensure that you have picked the right engagement process along with the right resources and technology to support it.

2.4 What the guidelines don't do

It is important to consider what these guidelines don't do:

· These guidelines are not a crash course in social media or policy engagement - refer to the further reading section in this chapter if you want to learn more about a specific element of online engagement.

· These guidelines cannot tell you how to conduct YOUR online engagement - remember that every online engagement is subtly different, so use these guidelines as a reference not a rulebook.

· Following these guidelines will not eliminate all the risks associated with online engagement, however it will help you to reduce or mitigate the most common risks.

2.5 Further Reading

To learn more about this topic we recommend:

Bacon, J., 2009, The Art of Community: Building the new age of participation, O'Reilly Media, USA

Christakis, N. A. & Fowler, J. H., 2009, Connected: The Surprising Power of our Social Networks and How They Shape Our Lives, Little Brown & Co, USA

Crumlish, C. and Maline, E., 2009, Designing Social Interfaces: Principles, Patterns, and Practices for Improving the User Experience, O’Reilly Media and Yahoo! Press
Howe, J., 2009, Crowdsourcing: Why the Power of the Crowd is driving the future of Business, Three Rivers Press, USA

Li, C. & Bernoff, J. 2008, Groundsweel: Winning in a World Transformed by Social Technologies, Harvard Business Press, USA

Locke, C., Levine, R., Searls, D. & Weinberger, D., 2001, Cluetrain Manifesto: The end of business as usual, Basic Books, USA

Mader, S., 2007, Wiki Patterns, Wiley, USA

Palloff, Rena M. & Pratt, Keith, 2005, Collaborating Online: Learning Together in Community, Jossey-Bass, USA.

Salmon, G., 2002, e-Tivities: The Ket to Active Online Learning, RoutledgeFalmer, UK

Salmon, G., 2004 (2nd edn), e-Moderating: The Key to Teaching and Learning Online, RoutledgeFalmer, UK.

Shirky, C., 2008, Here Comes Everybody: The Power of Organizing without Organizations, Penguin Press HC, USA

Weinberg, T., 2009, The New Community Rules: Marketing on the Social Web, O'Reilly Media, USA

Wenger, E., 1998, Communities of Practice: Learning, Meaning, and Identity, Cambridge Press, UK

Wenger, E., White, N. & Smith, D., 2009, Digital Habitats: stewarding technology for communities, CPsquare, USA

3 Designing an Online Engagement
3.1 Overview

This chapter covers the essential steps for designing an online engagement. These steps include:

· Defining the online engagement scope or brief;

· Creating an online engagement plan; and

· Designing the Web 2.0 technology solution to support your online engagement.

This chapter should be read in conjunction with the other chapters in this guide, as they provide additional information (such as Community Management activities) and examples to help you design an online engagement. The types of activities that will take place, the motivations of the people to take part and where those people will participate, will influence the final design of your online engagement solution.

3.2 Understanding the Scope

3.2.1 What is Online Engagement?

What exactly do we mean by online engagement?

In the context of government, citizenship and community we can think of online engagement as a spectrum of possibilities - numerous examples come to mind, ranging from Open Australia
 (a Website run by volunteers to help people follow the parliamentary activities of their elected representatives) to Superstruct (a massively multiplayer future forecasting "serious game"). However, these guidelines represent only a part of that spectrum - in particular the range of activities that support the executive (administrative) role of the Commonwealth government and its need to engage with the community for policy making and policy implementation, including service delivery.

Online engagement, just like traditional methods of engagement, is also a process. In fact, in many cases we should not draw a distinction between online and traditional engagement by government - the two are often complementary or run in parallel together. However, there are also some instances where online engagement provides the chance for engagement to take place in new and innovative ways that would not otherwise be cost effective or practical to achieve using traditional methods. But, even in these cases the process of engagement remains fundamentally the same.

Finally, these guidelines reflect a desire to make use of the latest Web 2.0 tools and techniques for online engagement. Online engagement using Web 2.0 means that government agencies have the opportunity to interact and communicate in new ways, which may help to overcome barriers to engagement or create brand new methods for engagement.

To simplify this, we have created an Online Engagement Framework that is described in the next section. This framework describes both the process of online engagement and the types of online engagement Commonwealth agencies are likely to undertake.

3.2.2 The Online Engagement Framework

The Online Engagement Framework has been designed to highlight two important aspects of online engagement that are used in these guidelines:

· The Online Engagement Lifecycle; and

· The four key types ('Genre') of online engagement.
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Diagram 1: Online Engagement Framework
The Online Engagement Lifecycle:
The Lifecycle is based on a simplified version of other policy consultation methodologies, such as the 2003 OECD policy engagement cycle model and the International Association for Public Participation (IAP2) Public Participation Spectrum model.  The Lifecycle levels used in this guide are:

· Listen and Identify (Audience Analysis);

· Inform (Information);

· Consult and Involve (Consultation); and

· Collaborate and Empower (Participation).

Treating the engagement process as a lifecycle provides a directional pathway through each level of the process, while encouraging the completion of the cycle. For example, at the start of an online consultation process you will inform participants about the purpose of the consultation. At the end of the consultation you must close loop be informing them about the outcomes. The lifecycle applies regardless of whether the engagement takes place only online or includes a mixture of online and traditional engagement activities.

The Genre of Online Engagement:
The four Genre of online engagement were identified through a process of research and analysis, with input from Australian Public Service representatives already working with social media in their agencies. The word ‘Genre’ has been used to describe loose descriptions that reflect a style or pattern of online engagement rather than a hard and fast definition. The four Genre are:

1. Identification of problems, opportunities and issues;

2. Policy consultation and policy collaboration;

3. Customer service and service delivery; and

4. Campaigns, promotion and communications.

While the Lifecycle is the same for every Genre, the actual flow and timing of that lifecycle maybe different for each.

When defining the scope of an engagement it is important to identify both the Genre and the level of engagement expected from the process.

Creating an Online Engagement Plan

Why create an Online Engagement Plan?

As with any other kind of project, creating a plan for an online engagement is good practice. For an online engagement, by following the Lifecycle model this plan also ensures that the engagement process is completed in full.

The Online Engagement Plan should provide the following:

· A project scope or brief;

· A project schedule, covering the operational activities to setup and manage your online engagement; and

· An engagement schedule, covering the engagement activities to be completed for each stage of the Lifecycle involved.

The plan may require a number of iterations as reviews with the project's sponsors and stakeholders to ensure that the plan is achievable. In some instances, you may also stage the engagement plan to allow for changing or emerging needs or requirements during the engagement.

Consider the following questions to assist the evaluation of your plan:

· Does your online engagement have a clearly defined purpose? This is critical, because without a specific purpose it is likely to translate into a poorly structured experience for the participants.

· How will you know that you reached your objectives at the end of the online engagement? Remember that success can be measured in many different ways.

· Will the majority of the intended participants have the capacity, motivation and skills to interact online? Have you considered the individual and group dynamics that might need to be facilitated? Are the available technologies good enough to support this level of activity and drive the motivation requirements?

· Will you be able to achieve your objectives in the time and using the resources you are likely to have available?

· Does the online engagement have a clear start and finish? If your online engagement is likely to be ongoing or taking place over a long period of time, you should still factor in checkpoints and milestones.

· In many instances, it may also be worthwhile enlisting stakeholders or a representative group of stakeholders in the design of the plan itself, and this can form part of the user experience design process for the online engagement solution(s) to be utilised.

Levels of the Online Engagement Cycle

The Levels of the Online Engagement Cycle provide the scaffolding for the online engagement process. The following table describes each of seven life cycle levels:

	Phase
	Level
	Description

	1
	Listen and Identify (Audience Analysis)
	The first step of any online engagement should involve researching the intended participants. Depending on the scope of the online engagement this research might include understanding their current attitudes, understanding what will motivate people to participate online, mapping the social networks they inhabit, consideration of their access to the internet, and their level of technology sophistication.

	2
	Inform (Information)
	This phase involves informing potential participants about the purpose of the online engagement, explaining the process of engagement and inviting them to participate. It may include providing information about how to participate in a traditional engagement process - for example, an online event page. This phase may still involve some interaction with participants, however such participation will relate to the scope or questions about the process.

	3
	Consult and Involve (Consultation)
	At this level of engagement, the online engagement finally moves into a phase of greater activity and interactivity. If the engagement involves a Collaborate and Empower phase, then it is used to help define the terms and process of the next phases with the participants.

	4
	Collaborate and Empower (Participation)
	Unlike the Consultation phases, the activities in this phase move from a controlled Consultation to one that is controlled by either the mechanics of the activity or pre-agreed social rules. Facilitation and moderation of this activity within these mechanisms or rules becomes the focus.

	5
	Consult and Involve (Consultation)
	This phase marks the beginning of the online engagement close down process (either of the whole engagement or of an activity within a program of activities). If your engagement does not involve a Participation phase (Phase 4), then Phase 3 and 5 will merge together. This phase provides the opportunity to reflect, clarify and validate information and other outputs from earlier phases.

	6
	Inform (Information)
	To finalise the interactive phases of the engagement, it is during this phase that you ensure the participants have access to the either the outputs or other evidence of activities. It also provides the chance to celebrate the success of the online engagement and acknowledge different participants or particular critical or important outcomes. Acknowledging the social aspects of the online engagement is critical where a substantial community has developed.

	7
	Listen and Identify (Audience Analysis)
	This final step of the online engagement process closes the loop to gather direct and indirect feedback from participants. It may also provide information that can be used for follow up or subsequent online engagement projects.


It is important to emphasis that this is provided only as a guide. A sophisticated or complex online engagement initiative may involve multiple engagement life cycles taking place at the same time, so the life cycle approach should not be treated as a purely linear process within a single engagement project. Within each phase, a cycle of Community Management activities will also need to take place - you will need to consider now to integrate these activities as you transition between phases.

Understanding the Genre Characteristics of Online Engagement

Each Genre reflects a different style of online engagement and as a result have different engagement life cycle characteristics. Naturally, some approaches, techniques and tools are more suitable for some genre and less suitable for others. Understanding these Genre Characteristics will provide a framework that enables you to design a better online engagement.

The four Genre are described, along with a visual representation of the Online Engagement Cycle ("Wave Pattern"), in the following table (the use cases listed are described more fully in the Use Cases and Model Examples chapter):

	Online Engagement Genre
	Description and Engagement Cycle “Wave Pattern”

	Identifying Problems, Opportunities or Future Issues 
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This engagement genre is unusual in that unlike other genre, the objective is not always necessarily to provide a direct and immediately tangible outcome. An engagement of this genre may also be a precursor to another type of engagement. 

The engagement cycle for this genre develops and builds over time, as the community of interest gathers momentum around the focus area or topic. Some engagements of this genre can extend over long periods of time and may also display characteristics similar to the Customer Service and Service Delivery genre where there is a rolling series of activities. In this instance, greater emphasis must be placed on facilitating the sustainability of that community of interest. 

This type of genre naturally favours engagements that involve high levels of participation. In fact, there may be little value in designing an engagement that does not extend to this level. 

Particular care must be taken in the closing half of the engagement cycle for this genre, as once the core activity or activities finish then the community will quickly lose momentum. While there may not be any directly tangible outcomes from an engagement of this genre, participants will want to see that their input has been worthwhile. This puts pressure on the turnaround time for publishing and sharing evidence of activities, other community artefacts or actual outputs. If mishandled, this close down can result in disappointment or dissatisfaction with the overall process. 

A competition-based approach may work well, since people are familiar with that process and it brings a natural close to events. However, rewards for participation may take other forms or may simply involve the satisfaction of taking part in a game. 

Sample use cases that fit this genre include: 

· Beta testing new services;

· Crowdsourcing;

· Future scanning and scenario planning;

· Hack Days;

· Idea generation and innovation processes;

· Mashup competitions; and

· Pilots and research.

(These use cases are described in the Use Cases and Model Examples Chapter)

	Policy Consultation and Policy Collaboration 
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This is the classic online engagement Genre, which has the explicit goal of feeding into policy design at one level or another. This Genre is characterised by the variety of use case scenarios that follow the same basic pattern of engagement, but in practice need different solutions and methods of community management because of the scope, topics and types of participants involved. 

In the past, most online engagement around policy design has focused on providing the ability for participants to ask questions, discuss the policy area and submit feedback electronically. Those methods of online engagement are still valid, however Web 2.0 technologies have also created new opportunities to create more participatory and collaborative forms of policy design where participants can be involved with directly influencing decision-making or co-creating policy itself. 

Conceptually, this Genre is reasonably straight forward - the main consideration from an engagement planning perspective is allowing enough time to identify and bring participants into the process and then providing enough time for the consultation or collaboration process to take place. However, from an online engagement design perspective the common failures often relate to a combination of poor user experience and poor community management. In particular, the style and structure of the online engagement needs to be designed for the online environment and not simply a replica of the traditional approaches (see the chapter on Community Management How-Tos for more information). 

From a user experience perspective, it is critical to consider the motivation and group dynamics of the engagement process in the solution design. One critical aspect of this is to ensure that participants have visibility into the whole engagement process so that they clearly understand how their contribution will be used. If you policy engagement will not have a tangible outcome or impact, you should consider treating it as an Identifying Problems, Opportunities or Future Issues Genre instead. Care must also been given to other user experience issues, as their impact on participants willingness to be involved will vary from one use case to another within this Genre - what will work in one instance, will not work in another (see the section on User Experience Principles for more information). 

Sample use cases that fit this Genre include: 

· Collaborative budgeting or funding allocation;

· Collaborative policy development;

· High level or broad public policy consultation;

· Policy consultation involving groups with strongly opposing views;

· Policy consultation involving sensitive issues; and

· Policy consultation involving specialists or specific stakeholders.

(These use cases are described in the Use Cases and Model Examples Chapter)

	Customer Service and Service Delivery 
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This Genre is quite different from the others described here because it relates to the use of Web 2.0 techniques to provide customer service or deliver services to the community. As a result, the engagement life cycle pattern for this Genre is also quite different because the duration of the interaction phase with the users of those services will be ongoing (the solid line). However, in reality, the pattern of engagement will also contain a continuous improvement cycle (the dotted line). 

Within this Genre, two extremes of community can exist - one quite transitory (where people engage on an as required basis - e.g. because they have a problem to solve) and the other more permanent. These extremes are defined less by the use case and more by the level of engagement you choose to undertake. However, when interacting with 'customers' of government services using social media, it is important to remember that even members of transitory communities are likely to be permanent members of other online communities. This extended community needs to be accounted for in your planning. 

More participatory models of engagement for customer service and service delivery will involve collaboration with external stakeholders, either in terms of collaboration around a particular project or where users of the service provide content (including conversational collaboration, such as a support forum where customers help other customers). 

The initial start-up phases can be treated as a launch process, which could be supported by a parallel social and traditional media promotion, or alternatively a more consultative approach can be taken where customers have the opportunity to shape the new service channel. 

A small number of use cases for this Genre will require a stricter approach to information security, because of policy or legislative requirements. This does not change the life cycle pattern, but it may introduce additional user experience challenges to be overcome. 

Sample use cases that fit this Genre include: 

· Access to cultural or historical artefacts;

· Data sharing;

· Education, news and information sharing;

· Online customer service - no privacy or commercial implications;

· Online customer service - personal/commercial privacy implications (e.g. ATO);

· Project-based collaboration with non-government organisations; and

· Resources for teaching and students.

(These use cases are described in the Use Cases and Model Examples Chapter)

	Campaigns, Promotion and Communication 
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This final Genre involves engaging with the community in order to help agencies communicate more effectively about government services, policy changes and other special events. To be effective, this pattern of online engagement must make use of public social media and social networking online services. 

This dynamic introduces interesting issues for dealing with the life cycle for this pattern of online engagement because the content and conversations about the initiative may well live on in those external communities long after the formal engagement project has finished. Like the transitory community that might be created as part of a Customer Service and Service Delivery Genre online engagement initiative, the extended communities touched by a Campaign, Promotion and Communication initiative needs to be accounted for as part of the engagement plan. 

It very important that the user experience in this Genre focuses on two particular aspects: enabling people to share, contribute and remix content ("Let me tell my friends" - see the User Experience Principles section for more information), and understanding the motivation to participate ("Show me what's in it for me?" - see the User Experience Principles section for more information). 

The pattern of engagement may be more effective where it is paired with a parallel Customer Service and Service Delivery based community as it provides a pre-existing community into which announcements and other content can be seeded. Those communities can also be involved in the design process. Alternatively, agencies will need to pay special attention during the start up Listen and Identify phase of the life cycle in order to identify the right social media and social networks to seed the communication. This may cause some challenges if not enough time is allowed during the planning stage to complete the phase effectively - as result, the project may not achieve the desired level of reach or participation. 

This type of engagement may also be the precursor in itself to another type of online engagement and is an effective method of utilising the momentum generated by earlier Campaigns, Promotion and Communication initiatives. 

Sample use cases that fit this Genre include: 

· Changes to service availability;

· Compliance;

· Emergency management;

· Launch new initiatives;

· Major national events;

· New service announcements;

· Public Education; and

· Recruitment.

(These use cases are described in the Use Cases and Model Examples Chapter)


3.3 Designing your Online Engagement Solution

3.3.1 Overview

There is what can feel like an overwhelming choice of software options from which an online engagement solution can be built. To help simplify the choices, the types of Web 2.0 tools and services can be broadly divided into three different categories:

· Foundational - Core social computing technologies, including blogs and wikis. These tools have the greatest potential for in-house deployment by an agency, but can also be procured as a hosted service.

· Vertical-Specific - Specialised Web 2.0 technologies, such as event management, video streaming and social media monitoring. In some instances these tools can be deployed in-house by an agency, but are often delivered as a hosted service.

· Online Networks - Wholly Web-based services that host user generated content or activity streaming. These are typically represented as social media or social networking sites. These services can only be accessed or delivered online, because the online network makes these services unique rather than just the functionality they support. 
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Diagram: Web 2.0 Technology Categories
In most cases, simply selecting a single tool from one of these categories to support your online engagement is unlikely to create an adequate solution. As a result, designing an effective online engagement solution can be a complex exercise:

· The online engagement solution is likely to involve using a combination of different Web 2.0 tools and techniques;

· As you add more parts to the solution you need to take into account how people will interact with it - this includes dealing with usability, accessibility, and the overall user experience; and

· As a government agency, consideration of risk and compliance issues to ensure your online engagement is conducted in a way that meets the expectations of the community.

This combination of design issues will mean that every online engagement will be slightly different. However, in an approach similar to the Genre descriptions for the style of online engagement, we can also describe an approach to designing an online engagement solution that is based on key 'patterns'
 (and pattern principles). These patterns provide descriptions that represent good design practices for developing online engagement solutions, but in such a way they can be applied to solve the same design problems in many different situations. By using patterns it also means that as we gain more experience with online engagement for government, we can improve these patterns to take into account that new expertise.

The patterns we use here include:

· Software deployment patterns – these describe the typical high level configuration patterns for the different ways we can deploy software for an online engagement; and

· User experience principles – these describe the user experience principles that will enable participation.

By planning the online engagement process, you should be able to determine the risk and compliance profile for your project. This profile should be used to evaluate the appropriateness of your software and user experience choices. Where gaps exist, either mitigation strategies can be used or changes to the design will need to be made. However, care should be taken to understand how any changes would affect the user experience and community management process since this can undermine the overall objectives of the online engagement.

The following diagram explains how these elements fit together:

[image: image7.png]supporting
sites

Centralised Hub - either agency
deployed or hosted.

Distributed
content
Online Network as a Hub

User Experience Design

1. Show me 2. Make it 4. Where
what's in it easy to are we up
for me? contribute to?

Risk Mitigation & Compliance

Feeder
Networks

Social media
monitoring,
socialgraphing
and activity
tracking

6. Show me
what

\





 Diagram: The Online Engagement Solution Design Process
Once you have read the remainder of this section, a good way of learning how to understand these patterns is analyse existing online engagements to see if you can recognise the different Software Deployment Patterns used and assess how well you think they comply with the User Experience Principles described in these guidelines.

Software Deployment Patterns

The Software Deployment Patterns are divided into two groups:

· Primary (Hub) Patterns – this reflects the concept of identifying a primary ‘Hub’ site for the online engagement solution; and

· Secondary (Supporting) Patterns – these optional patterns use other Web 2.0 tools and techniques to integrate with the ‘Hub’ site to support the overall objectives of the online engagement.

The following table outlines three primary 'Hub' patterns:

	Primary (Hub) Pattern Name 
	Pattern Description 
	What types of Web 2.0 technologies can be used for this pattern? 

	(A1) Centralised Hub – Agency deployed 
	An application that serves as the Hub site is deployed on infrastructure directly controlled by the agency. 

Reasons for doing this may include: 

· The Hub in this instance is the agency’s main Web presence.

· The desire to create a highly customised Hub site, in a way that would not be possible or cost effective with a hosted solution.

· The need to meet special requirements related to privacy, information security, service levels etc.   Also see (A2) Centralised Hub - Hosted below.
	Blogs, Web Content Management Systems, Wikis, Private Social Networks and Forums. 

	(A2) Centralised Hub - Hosted 
	A 3rd-party service provider is used to host the Hub site. This service provider could be a non-government/commercial provider or a government shared service (such as GovDex). 

Reasons for doing this may include: 

· Cost effectiveness.

· Speed of deployment.

· Access to technologies or additional managed services that would not otherwise be available if deployed by the agency.  Also see (A1) Centralised Hub – Agency deployed above.
	Blogs, Wikis, Community Forums. 

	(B) Online Network as a Hub 
	By its very nature, the Online Network as a Hub pattern must be hosted in the Web 2.0 environment. An example of a Hub in the Network might include a wholly self-contained YouTube channel or a Facebook page that forms the core of the online engagement approach. Some caution should be used when attempting to apply this pattern, as the social networking dynamics of the host site will play a particularly critical role in the success of the online engagement initiative. 

The main reason for doing this will be to access the social network in which the Hub will exist. 
	Content Sharing Networks (e.g. Flickr, YouTube, iTunes, and SlideShare), Social Networks - Consumer Orientated (e.g. Facebook and Open Forum) and Social Networks - Business Orientated (e.g. LinkedIn). 


The following table outlines the secondary patterns that enhance the primary ‘Hub’ site in some way. The need to use these secondary patterns depends upon the scope of the online engagement.

	Secondary Pattern Name 
	Description 
	What types of Web 2.0 technologies can be used for this pattern?

	(W) Hub with supporting sites 
	Supporting sites provide information or other functionality that supports the Hub site. As far as practically possible, the supporting site(s) is integrated with the primary Hub to provide the right user experience (particular if more than one Foundational technology is used). The Hub continues to be positioned as the main entry point or destination after interacting within the secondary site. 

Reasons for doing this include: 

· To provide functionality that cannot be provided easily in the Hub site.

· To improve the overall user experience.

· To provide access to a specific group of users.  Supporting sites can be agency deployed or hosted. Reasons for doing this are similar to the Hub patterns. 
	Blogs, Web Content Management Systems, Wikis, Private Social Networks, Forums, Community Forums (these are more sophisticated types of forum that offer user profiles, hosting for content, etc), Public Metaverses (e.g. SecondLife), Private or Federated Metaverse (3D worlds), Budget Allocators, Events Management, Idea Management, Live Blogging, Live Chat, Poll/Survey, Private or Federated Microblogging., Webinars. 

	(X) Feeder Networks 
	Integration with feeder networks brings awareness of the online engagement and activity around that online engagement through sharing content and other promotional activities. The aim is to either bring people to the Hub site or allow them to participate indirectly through the feeder network. 

The reasons for doing this include: 

· The need to promote, but not host actual online engagement directly in these other sites or networks.

· The need to maintain visibility or remind participants of online engagement activities through the sites and networks they access more frequently. 
	Social Networks -  Consumer Orientated (e.g. Facebook and Open Forum), Social Networks - Business Orientated (e.g. LinkedIn), Email List Management, Content Syndication, Microblogging (e.g. Twitter) 

Note: It may be possible to use API's from Feeder Networks to integrate these tools directly into your Hub or secondary supporting site(s). For example, a Facebook widget. 

	(Y) Distributed content 
	Content related to the online engagement (e.g. activity, information, data, geodata, multimedia) may be mirrored or hosted on third-party sites, applications or devices. 

The reasons for doing this include: 

· Access to the social network where this content will be available (e.g. the iTunes store).

· Low cost or more effective content storage and distribution (particularly for multimedia, such as video streaming).

· Access to special features or access channels (e.g. mobile) that contribute to the user experience.  Also see (X) Feeder Networks, which might also be used for content distribution.
	Content Sharing Networks (e.g. Flickr, YouTube, iTunes, and SlideShare, Video Hosting & Streaming, Online Maps, Social Bookmarking & Tagging, Widgets. 

Note: It may be possible to embed externally hosted content back within your Hub or secondary supporting site(s). For example, SlideShare and YouTube allow content to embedded in other sites.

	(Z) Social media monitoring, social graphing and activity tracking 
	The participants in online engagement are likely to be participating in other social networks, so it is necessary to understand where they participate and listen to them in those networks. 

The reasons for doing this include: 

· Understanding the target audience.

· Tracking for the purposes of measurement of the online engagement’s success.

· Using this information as an indirect input into the outcomes of the online engagement. 
	A variety of monitoring and analysis are available. 


For example:

· Pattern A + X + Y + Z could represent a high level or broad public policy consultation involving an agency hosted Hub, which also uses distributed content services to host multimedia content (e.g. a video streaming service), feeder networks (e.g. microblogging service, like Twitter, and social networking sites like Facebook) to bring people into the consultation Hub, and a combination of in-house Web analytics and hosted social media monitoring service.

· Pattern A could represent a policy consultation involving specialists or specific stake holders - where the audience is identified and invited to participate - who might simply use an external hosted community forum or private social networking site as its Hub to conduct the consultation, with no additional tools or services required.

User Experience Principles

User experience complements the software deployment patterns described in the previous section to explain how the user will interact with the solution. For the purposes of these guidelines we have not attempted to describe every possible user experience pattern that might apply to online engagement. Instead we have described the main user experience principles that should be applied to ensure there are no unnecessary barriers to participation. These principles must be applied holistically to the whole online engagement.

	User Experience Principle 
	Description 
	Anti-Pattern Examples (What not to do) 

	Show me what's in it for me? 
	The objective of this principle is to reduce uncertainty about participation. This relates not only to enabling someone to understand what the purpose of the online engagement is, but to also have visibility into the process itself. Even in the case of a closed online engagement process, participants need certainty about the activities and engagement process involved before they are forced to commit to participation. 

You should provide as much visibility into the content, activities and participants in the online engagement as possible. If visibility cannot be provided directly or in real time, then examples and other supporting information should be provided to explain what would happen once they commit or register as a participant. 
	Forcing users to register before they can view activities.

Hiding aspects of the engagement process because it is not time yet for that step.

Deploying a particular technology used for online engagement in isolation.

	Make it easy to contribute 
	People who want to contribute may be busy, be inexperienced or cautious computer users or simply nervous about contributing. We can help them to contribute or participate by: 

Streamlining the process for contribution - this may include minimising the number of steps for registration or eliminating it altogether.

Providing different methods for participation - this can include supporting method of contribution that include multimedia, such as video, active mechanisms (such voting against comments) or passive mechanisms (based on activity, such number of views).

Allowing collaborative methods of contribution, for example using a wiki.  Moderation processes may also make it harder to participate (see Where are we up to?). 
	Forcing users to register separately before they can contribute.

Not providing a rich text editor.

Separating the submission of content step from the viewing of contributions.

Not allowing participants to contribute directly to or against other contributions.

	Let me tell my friends 
	Almost all online engagement initiatives will benefit from allowing users to share information and activity through their own social networks. It should be easy for participants to share content and their activities through their favourite social media or social networking sites. 

For closed or offline engagement activities, it may still be beneficial to provide mechanisms to share information about the engagement process itself or participation in an activity. 

(Also see, Help me keep up with activities) 
	Not providing functionality to share on social media or social networking sites.

Not providing activity stream feeds.

Not allowing the online engagement solution to be indexed by search engines.

Not providing static URLs to pages and anchors to individual participant's contributions.

	Where are we up to? 
	If the online engagement process involves any kind of asynchronous step - such as registration, submission of content (including comment moderation processes), tally of results, competition results, etc - participants must be keep information about progress or provided information about the process being followed and expected timing. 

This will not only help to manage the expectations of participants about the particular step but will also encourage them to stay engaged with the process. 

(Also see, Show me what happened?) 
	Moderating comments to a blog without providing any indication about how long it will take for comments to be approved.

Asking people to sign up for an event with limited places, but not indicating how many places are left.

	Help me to keep up with activities
	Keeping people up to date with activities is critical to ensuring ongoing participation through out the engagement process. 

It is important to make it as easy as possible to follow activities and particularity those activities they are most interested in. Multiple methods and channels should be supported, including, but not limited to email, RSS, SMS, microblogging, activity stream sharing and instant messaging. Mobile and other access channels should also be supported. Whenever possible (and appropriate) content and information should be delivered to participants, rather than forcing them to visit the site where it originated. 

Note: These patterns may be difficult to achieve with closed online engagement processes, as many Web 2.0 methods of sharing information are inherently open. 
	Only providing a single mechanism for receiving updates - e.g. email only.

Not providing participants with the option to select which activity, how much, how frequently or what information streams they want to follow - e.g. all or nothing approach.

	Show me what happened? 
	The online engagement channel should reflect the activities and outcomes of the entire engagement cycle, even if some activities or steps are conducted using a traditional engagement process. This applies to steps within the engagement cycle itself, as well as the engagement process overall. 

Providing easy access to the outcomes or steps of an engagement process, regardless of whether it was ultimately completed on- or offline, will help to support both the legitimacy and value of that engagement but also help to encourage participation by people in the future. 
	Archiving or restricting access to content and activities generated during the engagement process as soon as it has been completed.

Waiting until long after the online engagement process or a step in the process has completed before sharing this information with participants.


These principles provide an introduction to key user experience concepts. However, there are many books and online resources that discuss and provide more detailed Web 2.0 design patterns
.

3.4 Risk management and compliance with government standards

Use of Web 2.0 for online engagement exposes government agencies to potentially new risks and uses technologies that may require existing rules and guidelines to be re-analysed to understand how they apply and their implications. A range of legislative requirements, policies and standards affect the way that agencies can and should use Web 2.0 technologies to interact online - these are primarily designed to either reduce risk to government or to ensure that agencies conduct themselves in a way that meets the communities expectations. Many of the applicable policies and standards have been identified in AGIMO's Webpublishing guidelines
. These rules and guidelines relate to both the technology itself and the operation of those technologies.

More generally, the online engagement process itself creates risk that relate to the engagement itself. For example:

· What happens if no one participates in the process?

· What happens if the key message is manipulated or hijacked?

An engagement process level you can use standard risk management (an example of a Risk Assessment Matrix for an online engagement is also provided in the appendix of these guidelines), project management and corporate communications techniques can be use to mitigate these kinds of risks. How you organise and coordinate your online engagement activities is also important - refer to the Community Management How-To and Roles, Competencies and Policies chapters for additional related information.

Focusing on the technology, when selecting different Web 2.0 tools and services as part of your online engagement solutions areas to consider include:

· General requirements - these relate to a range of general agency risk areas (e.g. reputational risk, branding support) and also the ability of solutions to support desirable Web 2.0 and user experience features in Web 2.0 tools and services used.

· Security and identity requirements - this relates to both active information security measures in the Web 2.0 tools and services used, but also security features that affect the user experience. For example, for an online engagement which is low risk, can a participant login using another social networking identity or OpenID?

· Privacy requirements - the stakeholders in your online engagement may have particular expectations about privacy, so can the Web 2.0 tools and services meet that?

· Operational requirements - there refer particularly to non-functional requirements related to the operation of the Web 2.0 tools or services. For example, can you export data?

Remember that a failure to comply explicitly with a particular policy or standard may not mean a Web 2.0 tool or service must be excluded, however mitigation strategies may need to be implemented such as explaining the privacy implications for participants if they choose to access a particular aspect of your online solution. These areas are outlined in more detail in a Technical Review Checklist contained in the Toolkit Blueprint. However a working knowledge of Web 2.0 technologies and familiarity with AGIMO's Webpublishing guidelines is required to use this checklist effectively. We recommend either:

· Using Web 2.0 tools and services that have been evaluated and used by other agencies; or

· Complete the evaluation with input from appropriately experience or qualified specialists (refer to the Roles and Competencies chapter for more information on the Web Specialist role and other supporting roles).

4 Community Management How-To
4.1 Community Management Overview

Community management is a specialised task within an online engagement, and although stakeholders and participants can and should play a part in the activities outlined in this chapter, it is primarily the domain of the community manager. Community management can be thought of as both an activity and a role:

· Community management itself is a set of activities aimed at helping participants and stakeholders get the maximum benefit from any online engagement activity. Community management ensures that the online environment is conducive for appropriate, goal-oriented participation where deeper engagement is enabled.

· Community managers - who are responsible for carrying out community management activities - play a pivotal role in the success of any activity aimed at engaging stakeholders online. Furthermore, they are the human face of the proposition and they help set the tone of discussion, steer the debate, ensure that inappropriate behaviour doesn't take place, protect the brand or reputation of stakeholder agencies, while extracting the maximum value from participation.

This chapter will address the following topics:

· The role of the community manager (including recruiting and training community managers);

· Community management activities; and

· Understanding and evaluating your community.

Note: We use the term Community Management in these online engagement guidelines as this is a generally accept term for the role and activities we describe here. However, you are welcome to use another term to describe this concept if you prefer, such as Online Engagement Management, Online Consultation Management or even Technology Stewardship, if this will be better understood within your agency or by your external stakeholders.

4.2 The role of the Community Manager

4.2.1 What does the Community Manager do?

Community managers use a range of skills and activities that increase the value and relevance for participants and stakeholders. They increase participation; making it broader, creating deeper engagement, while at the same time keeping discussions focused and of value. The skills required are, primarily, clear communication and networking rather than IT based. The activities of the community manager will be different depending upon the Genre of engagement, although similar skills are required of the community manager, regardless. In order to be effective, training is required, as is a thorough understanding both of the propositions, the approach to be undertaken, and the outcome desired.

Evaluation is also necessary and constructive, with the community manager playing a part in gathering and reporting highlights and outcomes more widely. Data too, for example usage statistics, can and should be analysed for meaning and trends. There are, in some instances, barriers to engagement but a skilled community manager can reduce these barriers, making it possible for people to increase their level of participation.

As the human face of the online engagement they should always have a profile that is visible to participants, including their name and any details that are relevant for users to know, for example any particular skills or information about their background that relate to the community context - this provides a number of benefits:

· It gives users a clear point of contact;

· Puts a name and face on what otherwise might be viewed as impersonal bureaucracy;

· Helps users understand who is accountable for managing the community; and

· Empowers the community managers by making them feel personally accountable

When providing customer service and service delivery through online engagements, customers of government services who deal with a named individual are more likely to feel that they have been heard and are valued. It also helps staff who deal with inquiries to feel that, far from being an anonymous part of the bureaucracy, they're are both identifiable and accountable for the level of service they offer.

In larger or more complex online engagement initiatives, more than one community manager might be assigned or the role may be separated into different specialties or to emphasis a particular skill set that is critical to the online engagement (refer to the Roles, Competencies and Policies chapter for more information). A community manager might also be tasked with managing all online engagements in a particular agency (like a program manager), to ensure consistency and continuity across different online engagements.

4.2.2 Where to find a Community Manager

Increasingly, community management is viewed as a specialised role, conducted by those with experience who help to create and shape interactions in social spaces online. Specialist providers, both agencies and freelancers, exist to provide a range of community management services. However, it's also often possible to identify someone from within the existing workforce who has, or can learn, the skills required to be an effective community manager.

Most successful community managers do not have an IT background, nor do they necessarily require in-depth knowledge of social media - it's far more important that they are an effective communicator and networker, as well as being generally sociable and fair in their dealings with others. They should be able to work independently and to both notice and react to potential problems or risks quickly. They should exercise good judgment, and apply the guidelines consistently and fairly, regardless of their personal feelings about the individual participants they encounter or the views expressed by them.

Community management can be outsourced, and an increasing number of providers are offering such services. Also, there is a growing number of community management specialists who may be available on a freelance basis, or could be hired specifically to manage online engagements. Their compensation varies greatly depending on the seniority of the role and experience. Some service providers can also offer a complete service offering, that includes both a technology platform for online engagement along with community management services. The benefits of outsourcing community management can be both tactical and strategic - for example, a third-party provider might be viewed as being more neutral if the topic is particularly contentious.

Whichever approach is taken, it is important that the community manager is provided with adequate training and support. The training needs to cover all of the activities outlined in this chapter and should be supplemented with advice on tone of voice and managing content. Preferably, an experienced community manager will be allocated to support a new community manager on a buddy system for their first project.

4.2.3 Developing community management skills and capabilities

Any training program needs to take into consideration the diverse range of skills - both technical and communication based - that new community managers might already have. A structured plan that combines both the opportunity to experience the activities in action and a selection of theoretical underpinnings will allow a new community manager to develop their own style, while observing the practice and experience of others.

Participation in a similar community environment, involvement in the planning and designing stages, engagement with key stakeholders and a buddy system with an experienced community manager are recommended.

For more information about the different competencies that contribute to the community manager's skill-set, refer to the Roles, Competencies and Policies chapter.

4.3 Community Management Activities

4.3.1 Where do the activities of the Community Manager fit?

Community management activities take place within each phase of the Online Engagement Cycle. For each phase, a community will move through four general stages of activity. At each of these stages, the role of the community manager requires careful planning and it is likely to incorporate one or a combination of the management activities outlined in this section. This includes the Listen and Identify phase, although this should be treated as a set of passive activities where the community manager is either trying to understanding how a target or planned community will react or interact with the activities in later phases or conducting a final evaluation at the very end of the online engagement.
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Diagram: Community Management Activity Stages within each Phase of the Online Engagement Cycle
The four stages are:

	
	Stage
	Description

	1
	Set the Stage 
	Setting the stage involves activities that introduce the participants to each other and the selected community platform. Clear guidelines to manage expectations, outline the engagement objectives, and provide details for assistance or further contact are important to ensure participants understand the parameters and possibilities.

	2
	Model the Process
	As in face-to-face social interactions, we learn how to behave in given situations by watching others, reflecting upon group reactions, and taking guidance from group leaders. In Stage 2, the community manager models collaborative behaviour and encourages participants as they negotiate the parameters of acceptable online community behaviour. The environment shaped by the community manager will influence participants' contributions and their reactions throughout all stages of the community process.

	3
	Guide the Process
	Modelling the behaviours in Stage 2 is just the first step towards effective online engagement processes. In Stage 3, the community manager has the responsibility to maintain the community momentum through activities that guide the community towards achieving its objectives.

	4
	Evaluate the Process
	This stage is critical to determine if the online engagement activities for this phase have met the intended objectives. This could involve gathering feedback from community participants and reflective feedback from the community manager, in addition to evaluation criteria outlined in the Community Evaluation section in this chapter.


Within each phase and at each of the stages, differing levels of involvement from the community manager will be expected as the community progresses through the online engagement process. There is no single right approach to community management, although the Genre of online engagement will provide some indication of the overall style of community management required. In practice, it is also important to 'level' or link activities between phases. For example, activities in the first Inform phase will help to prepare the community for activities in the next Consult & Involve phase, however the community manager still needs to repeat all the stages for that specific phase. An experienced community manager will understand all these dimensions and help integrate all these activities into a single online engagement plan.

4.3.2 Online Engagement Genre and Community Management Style

The style of community management needed is reflected in each Genre of online engagement. The Identification of problems, opportunities and issues and Policy Consultation and Policy Collaboration Genre require a similar style, with some subtle differences, but the Customer Service and Service Delivery and Campaigns, Promotion and Communication Genre require their own style; subsequently this also implies a different set of activities for each Genre.

	Genre 
	Style of community management needed 

	Identification of problems, opportunities and issues
	While their role is not to solve the issue, the community manager must begin with a clear understanding of the objectives for the online engagement. Activities must help participants move towards the objectives without constraining the scope or setting unnecessary boundaries - the emphasis is on steering activities that maintain the value of discussions as new ideas emerge. The style of moderation must be adjusted to the specifics of the online engagement and the particular mechanics of the online engagement process being used (e.g. crowdsourcing requires a different style of moderation from an idea generation process). Content curation should be used to help others build on existing ideas or cross-link related issues. At the end of the online engagement process, the community manager will highlight key contribution and report findings back to stakeholders.

	Policy Consultation and Policy Collaboration
	The essence of this Genre is that the community manager helps to guide participants through the consultation journey by outlining the current, or proposed policy, and asks for initial thoughts to encourage wider participation and deeper engagement. They will set the agenda by stating clearly the goals of the consultation exercise, and explaining how the output will be used and by whom. They will, where time limits apply, also make these clear and help participants work towards that deadline. They will, where topic drift occurs, steer the discussion back to its stated purpose, and create new branches of discussion where topics require further exploration. They will curate, adding structure to the discussions and highlighting key contributions, and will report findings back to stakeholders. For more collaborative policy consultations, they continue to act as a moderator but they will draw on different techniques - for example, moderating a discussion forum or blog is different from moderating a wiki.

	Customer Service and Service Delivery
	Engagements of this Genre begin with listening and acknowledging, effectively giving participants the opportunity to fully state the problem or need, and then taking responsibility for providing a resolution. Community managers involved in this genre of engagement should always be named, empowering them to take responsibility and giving participants a recognisable contact point that they can return to later if required. It is often useful that, where a full resolution cannot be made quickly, for the community manager to redirect communication, taking it "offline", so that personal details, or highly specific problems, aren't dealt with in public. Curation is still an important activity because resolutions provided to one individual can be highly valuable to others in similar circumstances, leading to contactless resolutions that can reduce support costs. Also, the natural language used by those engaging in customer service activities online have a high impact upon Search Engine Optimisation because they contain the natural language used to describe problems or requirements. That is, this content becomes an always growing, easily findable knowledgebase of questions, responses, resolutions, and service deliveries. 

	Campaigns, Promotion and Communication
	Social media allows stakeholders an opportunity to engage directly with constituents at a scale not possible when using one to one communications mediums such as the telephone or an email. A single contact can be seen by many, yet requires little, if any, additional effort. Online, more than elsewhere, people have come to expect communications to be made in a way that is open, honest and transparent. A good community manager will be highly skilled at creating messages that achieve the correct tone of voice in this way. It should be noted that although the agency website, and online engagement space, are areas where such messages can be posted and consumed, thought should be put into placing messages more widely, using the social networking platforms and content sharing services preferred by users. Relevancy, however, is important when doing this. For example, official photographs might be placed on a photo sharing service, like Flickr, where they may very well reach a much wider audience, an audience who might not have previously known about the activities of the agency. Likewise, a comment posted by a community manager on a third party blog, where appropriate, might link to the relevant discussion within the engagement space, attracting new participants from a different audience. Online engagements can also be used to collect feedback on existing communication strategies, and this feedback can be used to fine-tune the final product or service being delivered. This is a highly proactive approach that citizens greatly appreciate, and is often press worthy. 


4.3.3 Typical Activities by Community Management Stage

	Stage
	Types of Activities 
	Effort Required 

	Set the Stage
	Setting the Agenda - When users first arrive in the engagement space, they won't necessarily know what to do, what is available to them, or how they are meant to contribute. The community manager sets the agenda by clearly labelling topics and discussions, and providing guidelines that outline the boundaries of discussion. They may also be responsible for providing links, both within the community itself and outside, that guide users through the different areas available. These activities are aimed at encouraging new users to participate, and widening the range of activities and discussions available for participants to engage.

Sign Posting - Collaboratively created content often grows in unexpected directions, with little attention given to its structure. The community manager, with overview of all engagement activity, can both understand how participant generated content and discussions fit into the overall framework of what is intended. That is, they can highlight main points of discussion, edit them into manageable sections, add headlines and sub-headings - essentially, turning free flowing, collaborative work into something that can be formatted for consumption in a clear and logical way. This activity is increasingly important as a community ages and new branches added on incrementally with little thought put into how it might affect the structure or usability of the whole.

Participation Guidelines - The community manager is also responsible for creating the community's participation guidelines. These can include privacy statements, information on how contributions will be used, and agreements about acceptable online behaviour or "netiquette". See the Appendix for sample Netiquette Guidelines.

Regulating - The community manager is responsible for moderating the discussion - monitoring content, applying the guidelines for participation transparently and consistently, and removing inappropriate contributions and, where necessary, taking action against those who violate the rules. Moderating the content and behaviour is an activity that will be required at all stages of the community lifecycle but is significant in the early stages of the engagement process to demonstrate how the participation guidelines are managed.
	At the early stages of the community development, the efforts of the moderator are directed towards ensuring the participant is receiving the both the information and technical support to be able to contribute effectively. A community manager would be expected to be available to welcome and guide participants as they logon and respond to questions and requests for help during business hours. The community manager's visibility and presence is at its highest during this stage and depending upon the size of the community, may be required to be present online at all times within agreed hours.

	Model the Process 
	Encouraging Wider Participation and Deepening Engagement - The community manager should introduce participants to topics and discussions which might be of interest, and encourage new users to participate by modelling the style of language and length of post required. They may also reach out to new audiences by highlighting the activity taking place in the engagement, both within, and outside, the engagement space. These activities are aimed at widening the base of participation. The community manager can also deepen engagement by thanking users for contributions, asking follow-up questions, and providing signposts to other topics or discussions within the engagement that might be of interest.
	At this stage, creating an atmosphere where views are respected and participants feel low barriers to engagement is critical to the ongoing success of the community. Although the focus for the community manager may have shifted from technical guidance to one of modelling engagement, their presence and amount of involvement is still highly visible.

	Guide the Process 
	Steering Discussion (Facilitating) - The community manager is responsible for facilitating meaningful discussion and discouraging behaviours, such as drifting off-topic, which might detract from core objectives. They may create topics, steer discussion, provide occasional summaries, introduce new branches of discussion, and highlight key contributions.

Curating - Though the community manager will, through their activities within the engagement space, create content, their primary purpose is to increase the quantity and quality of contributions made by others. That is, one of their roles is to curate, rather than create, contributions from participants.   

Note: The community manager, while both facilitating and curating, will play a part in:

· Determining what topics are discussed;

· The parameters of those discussions;

· Providing summaries so that those joining the discussion midway through are quickly able to get up to speed;

· Protect the contributions of participants; and

· Sharing knowledge of activities and learning from the online engagement more widely.

Refer to Chapter 5: Roles and Competencies for more details on this role.
	At this stage in the community development, the participants are becoming more self-directed and the role of the community manager as technical support is diminishing as it focuses on the facilitation and curation aspects of the community. Depending upon the size and levels of activity within the community, the community manager could now be expected to log on a couple of times a day to perform their role, rather than the need to be constantly available as in Stage 1.

	Evaluate the Process 
	Research, Reporting and Evaluation - The community manager, more than anyone else, has top-level oversight across the entire online engagement and direct, regular contact with participants. Because of this, they are well placed to extract meaning from discussion and provide reports containing valuable insights into the thoughts and feelings of the community. The community manager can also highlight in the evaluation process any recurring technical challenges or have recommendations to enhance the selected platform further for future engagements. It is important to note that gathering quantitative data in isolation of the community manager's reflections will not be likely to provide adequate insights for future online engagements. Feedback that outlines activities or strategies that worked well, strategies that could be improved, and the nature of interactions are the basis of a qualitative report.
	The community manager's attention and efforts in the final stage of each engagement phase are turned towards the evaluation of outcomes and objectives. However, depending upon the nature of the community, being attentive to closing stages of community and the needs of the participants remains within their responsibility – this is often carried over as an objective into the next phase of the online engagement.


4.3.4 Overview of Core Activities and Approaches

Moderation
Moderation is a critical element of the community manager's work (refer to the Roles, Competencies and Policies chapter for a detailed description of this role, against which a training program can be designed).

The community manager or those acting in a specific moderation role are responsible for ensuring all participants are aware of and adhere to participation guidelines. In some instances, this may require the community manager to take action where a contribution is identified as inappropriate. Deleting messages must be seen as a last resort, it is preferable to reply to a user's message and quote the relevant section of the guidelines. The community manager must make it clear that they are acting in an official role and just following the agreed guidelines rather than using any personal opinion.

If quoting rules does not drive the users to rephrase or remove the comment, the community manager should step in to remove the message - this action should be taken decisively and fairly, referring back to a set of predetermined and pre-agreed set of guidelines.

It is up to the discretion of the community manager to know when to take action in public and when to do it privately. If it is likely the user will take offence or be upset by a public rebuke then it is best not to do so, maintaining a calm and friendly environment is more important that sending warnings to other users.

The exact moderation procedure will be dictated by the moderation workflow. Some options for moderating user generated content (e.g. comments) are:

1. Pre-Moderation - content is reviewed before they are published.

2. Post-Moderation - content is reviewed within a prescribed time after they are published.

3. Reactive/Alert Only - only content that have been alerted by users are reviewed – this can give the community management the added level of legitimacy if forced to take action.

When selecting a moderation workflow, community managers need to be aware of the legal and community responsibility implications of the moderation approach that will be used. Issues to be considered include:

· Defamation and injurious falsehood;

· Contempt of court;

· Copyright infringement and breach of commercial-in-confidence;

· Offensive or discriminatory content;

· Violations of privacy laws;

· Dealing with minors or other vulnerable people.

Unfortunately pre-moderation is not necessarily a protection against legal action, since it could be treated as a conscious decision to publish.

Thankfully, serious violations of the rules are rare, but escalation procedures should be in place, with clearly defined points of escalation, even outside normal office hours, available to the community manager.

Note: You should seek guidance from technology law specialist if you are unsure about the risks of moderating user-generated content.

Online Communication Style
Community management online should follow the same approach that good offline community management does:

· Conversational - Text only communication can often be misinterpreted as it does not convey the body language that real-life communication does. As such, an extra effort to using language that is clear and simple in a conversational style is essential.

· Engaged and visible - The community manager should model the style of communication appropriate for the community context and be an ever present member of that community.

· Non-threatening - Given the key role is to encourage participation, a direct or assertive tone should be avoided unless dealing with an extreme case of moderation and within a private context.

· Non-judgemental and encouraging of all opinions - As above, an inclusive style, with clear, conversational language will be a model for responses in a similar style.

However, while the approach is the same, there is a style to online social interaction that differs from the offline interaction. Due to the potential anonymity that online communications offer there can be tendency towards more off-the-cuff comments and polarised opinions. This is, in some ways is born out of the technology - comment threads are full statements followed by full statements. A first user states a position and a following user states another position - this differs from verbal communication, which contains much more interjection.

Given this, it must be understood that points that can read as aggressive and adversarial are often not intended to be understood as such. The community manager needs to be aware of this and know when to allow discussions to roll on and when to redirect discussions which breed language that makes engagement more difficult for new comers.

Different types of users will participate online so no single tone of voice is likely to be suitable for all communications. Business users will expect a business like tone, whilst young people might prefer brevity. Remember, participants are individuals, so should, wherever possible, be addressed by name in a friendly manner.

Encouraging Participation
Participation is what turns inactive communities into vibrant ones - getting people to engage with the content of the community and with each other is the key role of the community manager.

Case Example: Flickr
Flickr, a leading photo sharing community, is often viewed as being a particularly good example of community building best practice. One of the co-founders of the service, Caterina Fake, revealed in an interview
, that the key to building community on the site during it's early days was the activities of a skilled community manager and it is often quoted as a prime example of how to encourage participation. In this interview with Adam Penenberg, Caterina Fake the founder of Flickr explains their early community management approach:.
"Georgina (George) Oates, an early employee of Flickr, and I greeted everyone who came into the instant messaging conversations or posted on the site. We said, "Oh you know, I notice you're into Norwegian Metal and I noticed you live in Pittsburgh -here's another person from Pittsburgh. Communities take on the kind of character of a party at the outset and you need to be a good host."
The main aim was to turn new or casual users of the service, early adopters, into regular contributors who viewed their participation as contributory to a sense of community.
It is important to consider increasing commitment levels. Make engagement very easy at first, offering single actions (e.g. Voting, Rating, Favouriting) ratcheting up engagement from there once users feel increasing levels of attachment and ownership to the community. Make sure that your community has increasing levels of engagement both technically (favourite, short comment, long comment, article authorship) and at a community management level (increasing levels of respect and deference shown to different users).

Engaging with individuals and encouraging groups to engage also requires slightly different approaches. To illustrate this point, helping to foster continued engagement from an individual might mean finding a specific piece of content for them, or answering a direct question for them when the community of users seems to have no more to say.

The community manager needs to have a good understanding of the content that sits within their space so they can act as a very knowledgeable user who can answer many questions. They should be able to offer low level technical support on specific points and know the content of the site, often leaving links, which act as way finders.

On the other hand, helping to foster continued engagement from a group is not about specifics but is about understanding group dynamics and how to perpetuate conversation:

· Dipping into the conversation at the correct points to help it along;

· Encouraging users to develop certain points;

· Leaving open questions, developing topics;

· Playing games within a group and introducing game mechanics; and

· Applying ad hoc rules to create competition between group members and encouraging playfulness.

4.3.5 Designing Online Activities

A community without deliberately designed online activities, sometimes referred to as e-tivities, will potentially experience disengaged participants, lacking the guidance and direction required to achieve the community's objectives. A community manager's role will not only include the capabilities to design activities, but also understand how to use these to motivate participation in a timely manner.

Some key principles for designing activities are:

· Plan in advance what you expect participants to do, and what actions the community manager will take;

· Start with the outcome in mind, then design an activity to achieve this;

· Build in motivation - provide a reason for participation;

· Consider timings - how long will the activity take to complete - make sure this is communicated to participants;

· Provide milestones - let participants know when completion is due (not necessary in all situations) and when new activities are scheduled;

· Write clear instructional guidelines, keep them simple, but also be prepared for people not reading them; and

· Remember that headlines or titles are important - they need to attract attention, explain what the activity is about, and create action.

When planning activities:

· Decide how many are required – usually plan for no more than 2 or 3 activities per week, however a single activity may be sufficient if you are expecting participants to interact with each other and respond to comments;

· Map activities against the timeframes of the project - ensuring the activities designed can be achieved in the intended outcomes; and

· Prepare contingency activities in case an activity does not result in the desired actions.

The appendix contains an Online Activity Template that can be used as a framework for designing activities.

4.4 Understanding your Community

4.4.1 User Types

Communities are made up of many individuals and groups, with each community having a slightly different dynamic. It's important to understand this dynamic and how community members actually view themselves as a community. The following table describes two common user types – Power Users and Lurkers:

	User Type
	Description and Implications

	Power Users
	Analysis of online communities often shows a small, but highly engaged, group of regular contributors. These users can be seen performing the same sort of tasks as community managers - welcoming new users, responding to questions, pointing out violations of the rules - for free. These power users (the most regular or influential members of the community) should be identified and embraced. This means ensuring that the value of their contributions to the community is constantly reinforced, and possibly that the community managers even point to them as sources of expertise

Consider granting these power users exclusive or early access to news or other information that the community sees as valuable. This is an excellent and highly scaleable model - helping users to support other users rather than supporting them with expensive, in-house resources.

	Lurkers
	Lurkers are participants who may actively view all content and community activity, but have yet to contribute themselves. There are three main types of lurkers:

1. Hesitant participants  - These people are still trying to figure out how the system works, or lack the digital literacy skills to navigate the functionality, or lack the confidence to contribute. The community manager can assist these participants through direct one-on-one contact, or by providing clear guidelines for use of the platform, and by modelling behaviour that encourages a safe participatory environment.

2. Wallflower participants  - These people are watching from the sidelines as they observe the communities norms of behaviour and are still trying to understand how the group is communicating. The community manager can, through modelling behaviour and responding positively to all participants, encourage the wallflowers to add their thoughts. In addition, functionality within the community that allows simple participation like voting or rating can create the first step towards further engagement.

3. Pillion participants -  Those that ride alongside others - these people readily agree to participate, yet appear unwilling to contribute themselves and allow others to make all the contributions. The community manager can encourage these participants through direct contact and providing a clear purpose that their contribution is important. Left to their own devices, these participants may never engage further than joining the community.

The community managers' attitude and efforts to engage all participants can greatly influence the behaviour of lurkers. Even renaming lurkers as "browsers" and not directing too much energy into ensuring everyone contributes equally enables the lurkers to contribute when they are ready. The key issue is to ensure that all participants have been able to log on and understand how to contribute to the community.


4.4.2 Understanding how your users value your online communities
Over the past ten years, technology has become an essential part of how many of us organise and experience the world and people around us socially. Mobile phones have made it possible to meet friends and colleagues without pre-arranging a time and place, and the Internet brings people together, with little regard to time zone or geographical location, around pieces of content, ideas, beliefs or activities. 

Where it might take years to find a community where we fit in offline, just about anyone can find a place where people share their interests, no matter how niche those interests are, with a few clicks online. When online conversations continue over a length of time, users build relationships.  As connections between users strengthen, their dialogue grows in meaning and a group culture develops. When this happens, users often come to think of their group as a community, and often place similar value upon their online community as they do the communities they find offline. This is particularly the case when the community is working together towards a common goal, something community managers can guide and provide focus upon.

4.4.3 Understanding identity, incentives and motivation
Community managers should always seek to understand the personal, and often emotional, connections that users have to the community and to each other. Even though activity is likely to be primarily online, participants will feel it wherever they might happen to be physically participating from. Understanding the identity of the community, and its participants, allows the community manager to lift procedural, generic community development techniques and make them personal and community specific.

As with any human environment, no two online communities are exactly the same. Knowing your community will probably push this premise even further - that different areas of the same community are not the same and will need to be treated differently. Your community is a living environment with the same social dynamics that all human situations have. At this level of detail, community management is about understanding how the community as a whole identifies itself and how the factions within the community react or might react in certain situations.

The identities expressed will be closely linked with the broader aims of the project, and will in all likelihood be shaped by the community manager from the very start of the project. By thinking through the identity of the project and community it is possible to start understanding the motivations and incentives, which the members of your community are likely to react to. These will differ across different communities - incentives that work within the context of one Government agency may not work in another.

4.4.4 Community Evaluation

Evaluating the success of your community is a significant phase as it can often be the best method for demonstrating the success of your wider project. However, It can be difficult qualifying and quantifying your success metrics - like many community activity statistics the process is part art, part science.

The common indicators used are historically unsophisticated, with very little analysis being undertaken of usage behaviour beyond the normal web metrics such as unique users, user registrations, site visits, and comments posted. This lack of data analysis is in part due to the use common of online platforms that simply don’t generate, store or track such data, and partly due to inexperience in determining metrics in complex online communities.

Considering these standard metrics for the moment it is worth setting out targets for each, this will also help define the priority of community management activities:

· Unique users;

· Visitor sessions  ;

· Page views  ;

· New registrations  ;

· Number of comments ;
· Percentage of questions achieving resolution (customer service focused); and

· Popular topics (both the volume of topics and what subjects are covered).

Taking community evaluation past this basic level means thinking about achievement targets and carefully linking observable behaviours or contributions and applying metrics to them. There's no point, for example, measuring the number of concurrent participants if you're more concerned with reaching the largest number of constituents possible over the duration of the online engagement.

Some things you might consider measuring, if they are important metrics for your specific engagement, are:

· What links are followed out of the engagement space;

· Percentage of user queries receiving a correct resolution from other users ;

· Percentage of user queries receiving a correct resolution from agency staff  ;

· Retention rates of customers using the forum versus those who do not ;
· Customer satisfaction levels of those using the forum versus those who do not;

· Cost reduction based on resolutions provided online - taking into account cost of online resolution versus other routes and placing a cost reduction value on resolutions contributed by users;

· Improvements in Search Engine Optimisation (SEO) versus traditional methods for increasing SEO;

· Positive comments on third party social networking sites, blogs and mainstream media compared with the marketing, placement and PR costs of similar appearances;

· Amount of public service innovation born from the communities - ideas from the public, which become policy or service offerings have a value that can be measured;

· Quality of responses (in consultations or research projects);

· Number of ideas generated (problem solving);

· Quality of exchange and engagement between participants;

Online engagement - because it is all available for both software and human based analysis - has also proven to be fertile ground for social scientists and others trying to understand human interactions. The community manager should be able to gather qualitative data, primarily quotes and observations, which should prove helpful to stakeholders and managers. University or agency based social scientific researchers may very well be able to contribute to analysis, possibly by deploying software analysis packages or providing useful theoretical frameworks, for example Social Network Analysis (SNA).

4.4.5 Barriers to Engagement

There are numerous reason why users may not engage in communities. Simply creating an online community will not guarantee positive results. The following three categories of inhibitors have been identified by research as critical factors that may undermine the success of the initiative:

Organisational inhibitors include:
· Organisational technology infrastructure;

· Limitations imposed by firewalls;

· Speed of internet access required - particularly if collaboration of participants will occur on home networks or regional areas of Australia;

· Organisational culture;

· No active support or encouragement for community collaboration and sharing;

· A focus solely on measurable return on investment;

Individual inhibitors (for community participants) include:

· Participant's level of digital literacy;

· Participant dependence and anxiety - sometimes expressed as a lack of self-confidence in publishing and sharing opinions; and

· Participant's personal time availability that may restrict their ability to regularly contribute.

Community Management Inhibitors:

· The community managers’ frame of reference - where the role has been influenced by traditional structured engagement formats for participation, this may negatively impact and limit the participants' contributions and sharing activities.

Another consideration is that it takes time to build an online community, as with any community, and just as some citizens or constituents are more active than others, one cannot expect everyone who registers to participate will do so with equal enthusiasm.

As a rule of thumb, the 80-10-10 rule - which says that out of an online community of 100 people, only 10% will comment and only a further 10% will contribute regularly - reminds us to expect that an asymmetric relationship can exist between those that contribute the most. Interestingly, the 10% of regular contributor will usually contribute 80% to 90% of user-generated content. Flattening the disparity between these groups is a main goal of the community manager.

More sophisticated models of participation exist
 and can be used to develop a better conceptual understanding of expected online behaviours and motivations to participate. Such models can assist in the overall planning of the online engagement, contributing to the design of the online engagement solution used and of course the community management activities that will be used. However, some caution should be used in how these models are applied because the rate of participation will also depend on the context of the online engagement - for example, in a niche or focused online engagement it may be possible to achieve close to 100% participation.

Often the largest barrier is to implementation and engagement is, for many, just getting started in an unfamiliar environment. This can often be overcome by building a community where new members are welcomed, guided around the community platform functionality, and encouraged to participate. As stated previously, there should be increasing levels of engagement activities so that all users have a way of getting involved in which they are comfortable, a ladder of participation that goes from simple to more complex and deeply engaged - and once any involvement happens it is responded to by a community manager and positively reinforced.

It is also important to consider the conversational style of language when trying to reduce the barriers to engagement. Being submerged in a community over a period of time can often lead to being unaware of the difficulties facing those new to the community. In the worst cases, the style of language adopted within a community can exclude some participants and inhibit them from being able to take part in the conversations. Efforts by the community manager should be directed towards encouraging language that is understood both within the community but also to a non-member. Stepping outside of the community manager role can assist in viewing the language and interactions through the eyes of a non-member and may reveal which parts of the community are most challenging to engage with.
5 Roles, Competencies and Policies

5.1 Overview

Government agencies are generally organised in way that suits the needs of traditional communication channels. For example, the public relations function, which engages with the media, is separate from the service delivery function, which deals with the general public. However, in many circumstances the ubiquitous nature of the Web 2.0 tools and services that enable online engagement will force agencies to change how they communicate with external stakeholders. As a result, it is necessary that agencies adapt to this new landscape by:

· Developing online engagement capabilities in their organisation;

· Creating organisational structures that facilitate the co-ordination of online engagement across different internal stakeholders; and

· Introducing policies and procedures to guide how staff should engage online when they are representing their agency.

To assist with this process, this chapter describes:

· The Core and Supporting Roles needed for online engagement, including new role competencies required;

· Options for co-ordinated, integrated and embedded organisational structures that support online engagement; and

· How to develop effective online engagement policies.

5.2 Online Engagement Roles

This section describes the different roles that are needed to support an effective online engagement. These roles are divided into Core Roles and Supporting Roles.

Whilst many of these roles or skills may already exist in an agency (or we expect an agency will have ready access to them), the Moderator and Content Curator roles represent a brand new skill set in government. For this reason, competencies for these two new roles have been provided below.

5.2.1 Core Roles

The following are core online engagement roles - these are the roles that are most likely to be required for any genre of online engagement, although the emphasis on different roles will vary depending upon the online engagement approach being taken. For smaller online engagements these role competencies may be combined into one or more suitably experienced practitioners (e.g. a Community Manager).

	Core Roles
	Description

	Project Manager
	Regardless of the actual methodology you follow, every online engagement should be treated as a project with a beginning and end. A successful online engagement will combine good planning and control, with the ability to be flexible and agile in response to changing circumstances and new requirements during the engagement. The role of the project manager is to ensure that all the people involved and the technology work together to achieve the objectives of the engagement and are aligned with the engagement lifecycle.

	Marketing or Communications Specialist
	The focus of this role will depend upon the type of engagement, but the skills of a marketing or communications specialist are valuable in any online engagement. In many cases, a mixture of traditional and online engagement approaches will be required either because the online engagement augments a traditional channel or because traditional engagement and communication channels will be used as part of the initial engagement phase. Please note: While in many instances the Marketing or Communications Specialist could also undertake the role of Moderator or Content Curator, these roles have specific new competencies that relate directly to the online environment (see the next section).

	Moderator
	The participants of an online engagement can be considered to be a kind of community. This online community can be defined by the balance of community members interacting, contributing thoughts, adding content, and tending to the growth of the community through their actions. To create a successful community, a sense of togetherness and belonging is imperative to create a culture of sharing, a positive and safe environment focused on collaboration, and relationship building. The role of the moderator
 is central to creating an online community environment that is conducive to the collaboration and participation required to build relationships and achieve successful outcomes.

	Content Curator
	While a moderator is concerned with the activities and participation of the community members in an online engagement, a content curator focuses on finding, organising and make accessible any content that is relevant to the online engagement. More than simply an online editor or digital archivist, the content curator understands the subject matter of the online engagement and helps to surface content in a way that contributes to each step of the online engagement cycle. Depending upon the genre of online engagement, the role of the content curator may include the curating externally generated content, content created by the hosts of the engagement and user-generated content from within the community itself.

	User Experience Designer
	The use of Web technologies makes it possible to assemble a collection of technologies that are in theory suitable for hosting an online engagement. However, the quality of that online engagement will be affected by each user's perception of that engagement experience. Beyond simply usability or visual design, the relationship between online engagement and user experience relates to a number of design, behavioural and functional facets that touch the engagement process. The role of the user experience designer is to ensure the technologies for online engagement are implemented in a way that encourages participation through an optimal user experience.

	Web Technologies Specialist
	The Web is designed as a loosely coupled system, rather than a tightly integrated corporate system. Standards and generally accepted practices underpin the Web and a working knowledge of this environment is essential to creating, integrating and maintaining the different Web 2.0 tools and services that are used by the online engagement. The role of the Web specialist is to build the online engagement solution, populate content and provision users, and then ensure that all the different tools and services work together as expected during the online engagement.


5.2.2 New Roles Competencies - Moderators and Content Curators

Moderator Competencies

	Competency
	Description

	Access to the online environment
	Community members must be able to access and use the selected platforms with ease to ensure their focus is on the community and not the technology.  As this is a common issue to those new to online communities, a moderator needs to reinforce this value through practical assistance and display the following:

· A working knowledge of platforms being used;

· Knowledge about where to access assistance for more complex technical issues;

· Patience and supportiveness when answering technical questions; and

· Encouragement and direction for learners to use technology for interactive purposes.

	Creates a safe and positive online community environment
	A psychologically safe environment is essential to build the trusting relationships required for a community to develop. A key role of the moderator is to assist in the development of a safe environment through:

· Confident online communication;

· Establishment and management of agreed netiquette and member expectations;

· Provision of constructive feedback and encouragement;

· Sensitivity to the emotional needs of all community members;

· Assisting members establish an online identity; and

· Having a member enabling focus.

	Engage members with content and each other through filtering content and facilitating interaction
	A moderator's ability to design relevant online activities, filter information, link relevant contributions between users and summarise activity is central to members familiarising themselves with the community structure and other members, especially in the earlier stages of community development. As the online community develops, the moderator's role will broaden to a greater focus on enabling participants to interact with each other, the interaction and connection between members is considered essential community engagement.  To elicit the desired behaviours, a moderators needs to:

· Filter participant communication to highlight relevant information;

· Contextualise information presented by subject matter expert to group (when required);

· Promote knowledge sharing between members to create a larger body of knowledge within the group;

· Capitalise on diversity within the group to promote sharing and learning;

· Spark interaction through comments and annotation; and

· Encourage critical reflection through comments and activities.

	Evaluates sharing in the community and their own performance
	Any online community requires consistent informal evaluation alongside more formal processes to ensure the community is running as intended, and to identify adjustments to be made to improve the performance of the community. Consistent monitoring of the community's and their own performance will allow the program's potential to be maximised. A moderator should display the following behaviours around evaluation:

· Seeks feedback from community and adjusts moderation as required;

· Reflects on moderation actions as compared to community interactions; and

· Open to advice from other program stakeholders as to moderation techniques.

	Community lifecycle
	A community goes through evolving stages of development with the goal of self-directed behaviours within a community of practice the ideal attainment.  Alongside, as online communities are socially based, they also go through periods of greater and lesser activity based on happenings both within and outside the community. Moderators must understand the underlying nature of community, and moderate according to the community's changing development and needs over time. Moderators need:

· A practical knowledge of community process and moderate to maximise outcomes at different stages of the community;

· To facilitate with the goal of interaction and resulting advancement in the community lifecycle; and

· To design and implement activities which are relevant and suitable for the community's development level.


Content Curator Competencies

	Competency
	Description

	Collects and aggregates content related to specific topics 
	The curator is particularly essential at the early development stages of the community, ensuring there is sufficient content, yet not too much to overwhelm new participants. 

The curator can establish ways to access and distribute content to the community through RSS and aggregation, which enable an “open-source” style model for the creation and presentation of topics relevant to the community. As participants become familiar with the process, there is an increasing likelihood of their future involvement in the process. 

	Develops participatory forms of filtering 
	The curator will interpret, from the activities of the participants, a process of identifying community content preferences. 

Curators can use: 

· Tags or labels to organise information;

· Provide participants guidance on social bookmarking processes  The curator can filter these back into the community and notify the participants of highlights; and

· Create tag clouds as participation increases, allowing popular content to bubble to the surface.

	Weaves the community focus in regards to collected content 
	The continuous flow of information creates fluctuating contexts that become a “moving target” when it comes to establishing frameworks for creating meaning. The content curator manages this flow by selecting and weaving comments across community participants, while guiding the focus towards the community objectives and purpose. 

	Develops a process that supports co-curation with community members 
	As the participants become more active contributors, some will start to create and import content to share with their community. The content curator develops a flexible approach to the curation process that encourages participants to become co-curators, allowing the results to be un-predictable. 

Curators can: 

· Ask the community to share their experiences (could include digital stories and artefacts such as photos and videos)

· Provide examples of content as a guide to participants - by shaping and modelling; and

· Ask the community to provide examples related to topic content.

	Archives content for easy findability by community
	As the community develops and the amount of content, the content curator prepares the community platform for the storing and archiving of topics. 

Archives can be created based upon: 

· Date;

· Topic / content; and

· Project.

 An essential process for the community is knowing how, or where, to locate previous artefacts so they may be used to expand or stimulate further ideas. 


Note: An overlap of competencies can occur between the moderator and content curator when the online engagement is a smaller, specialised community. An experienced moderator, with subject expertise, may also perform the role of the curator.

Other Supporting Roles

In addition to the core online engagement roles outlined above, the following specialists may also be needed to support an online engagement. In some instances, these roles may form part of the core team (for example, in an online engagement where video is used extensively) or they might be undertaken by a suitably experienced or skilled core team member (for example, the Moderator might also act as the Social Media Analyst).

	Supporting Role
	Description

	Corporate Communications Advisor
	The corporate communications advisor can assist the online engagement by helping to co-ordinate and align the informal and formal communication taking place. While the risk of inappropriate informal communication might be apparent, incongruity in the way the agency presents itself can also impact the online engagement, since it may create mistrust or doubt about the authenticity of the engagement approach being taken. Also see Policy and Legal Advisor description below.

	Social Media Analyst
	A social media analyst can provide assistance at each stage of the engagement cycle, including tasks such as audience identification, social network analysis, Web analytics, search engine optimisation and social media monitoring.

	Technical Writer/Online Copy Writer
	It may be desirable to use professional writers to create key content. Technical writers and online copywriters ensure the style and voice that is appropriate for the specific online context.

	Audio or Video Specialist
	An audio or video specialist can help to optimise the quality of both live and pre-recorded multimedia content. Always use audio/video specialists who are familiar Web formats for multimedia content.

	Transcriber
	To ensure both accessibility and the findability of multimedia content, transcribers should be used to create transcripts or subtitles of pre-recorded content. For live video streaming, a deaf signer may also be considered. Transcripts of tele- and videoconferences can also be provided.

	Graphic Designer
	A graphic designer can be utilised in a variety of ways to ensure both a professional and consistent look and feel is used across all channels and materials produced as part of the online engagement. This ranges from developing the complete visual design for the online engagement's 'hub' site to creating official avatar images. The graphic design should work under the supervision of or in close collaboration with the online engagement's user experience designer.

	Web System Administrator
	Where an agency decides to host some or all of the technologies used for an online engagement, then it is important that this software is set up and configured by a qualified Web system administrator. While in many cases someone with limited technical skills can install a Web-based application (such as a blog) to a Web server, be aware that often the default configuration of these applications is optimised for ease of installation rather than security.

	Policy and Legal Advisor
	Online engagement by government agencies takes place within a policy, legislative, legal and political environment. A specialist policy and legal advisor can provide input on a range of issues related to the design and management of the online engagement to ensure it meets community expectations and that any risks are mitigated in a reasonable way. It is of course important that any such advisor is familiar with the nuances of the online environment. Also see Corporate Communications Advisor description above.


5.3 Organisational Structures for Online Engagement

The size and organisational structure of an agency is an important factor in their ability to engage online. The larger and more diverse the activities of an agency, the more complex online engagement becomes because there are more potential touch points and issues for different internal stakeholders to consider. Failing to deal with this internal aspect of online engagement can have implications for the effectiveness, long-term sustainability and the apparent authenticity of the engagement process for that agency.

For example:

· Corporate communications staff might not have adequate technical knowledge to establish an appropriate online engagement solution;

· Agency staff involved in service delivery might avoid engaging online because of uncertainties about how to deal with questions about other policy issues or events taking place; or

· If not sufficiently engaged internally with the goals of external online engagement, the agency's IT department may block access to key Web 2.0 tools and services.

To counteract these challenges, three model structures for online engagement exist:

· A co-ordinated approach, where one group or department within an agency leads the engagement but liaises closely with different areas to both co-ordinate activities and communication or to access specialist resources (e.g. technical specialists).

· An integrated approach, where a project team or a specific department is created to deliver online engagement and all directly related activities, such as all external communication or customer service.

· An embedded approach, where different groups in the agency operate in a self-directed manner, co-ordinating where required but otherwise operating under generally agreed strategies, policies and practices for online engagement.

The following table outlines the benefits and disadvantages of each structure, along with some descriptive examples of those structures in practice:

	Structure
	Benefits / Disadvantages
	Description of this structure in practice 

	Co-ordinated
	Benefits:

· Does not require any changes to the agency's current organisational structure.

· Can be established rapidly using cross-functional teams.

· Ideal when a full-time online engagement team is not required.

Disadvantages:

· Effective cross-departmental collaboration within the agency is required.

· It may not be agile enough to deal with complex, sensitive or fast moving online engagement scenarios.

· The agency may fail to develop or maintain its online capabilities over time, as no single department is responsible for that holistic capability development.
	Depending upon the online engagement, a co-ordinated team would be led by the primary department leading the engagement - e.g. Corporate Communications, Policy, Human Resources or Customer Service. 

Ideally, the primary department should be the group most directly involved, for example, Corporate Communications should not lead an online customer service engagement, since they are not directly involved with customer service themselves. However, in some instances ownership of the initiative might be assigned to another group if they have better access to skills and resources. 

The role of other departments and access to supporting skills and resource will vary. It is also unlikely that the IT department will lead an initiative, meaning that coordination with the IT department will be a key relationship to manage in all instances. 

	Integrated
	Benefits:

· An effective structure for an online engagement, since the team will be empowered to make decisions and will have on hand all the skills required.

· The online engagement capabilities of the agency are more easily developed and maintained within a single team.

· Better suits Web 2.0 style of engagement and online engagement solution development because the team has great flexibility.

Disadvantages:

· Requires a deliberate effort to create an integrated team or department.

· It may require significant effort and time to bring the integrated structure into effect.

· It may introduce other management overheads or inefficiencies by attempting to create a fully integrated team.
	An integrated team would consist of a team leader, supported by a community or customer service manager, corporate communications manager and a technology manager who manage a team of specialists.

Alternatively, the team could be structured on a project or initiative basis, led by a cross-functional project manager. The team would also have their own Web, visual design and technical specialists and user experience specialists.

This integrated team would be responsible for all online and traditional communication. 

	Embedded 
	Benefits:

· The most organisationally effective model for online engagement, since staff working within their different operational roles are empowered to engage with external stakeholders.

· Likely to result in greater success from online engagement, simply because the agency 'walks the talk' and is able to operate in an agile fashion.

Disadvantages:

· Requires a high degree of Government 2.0 maturity in the organisation to implement this approach.

· Will require access to sophisticated internal collaboration tools and a proactive approach to using Web 2.0 tools and services externally.
	This structure means that responsibility for online engagement is embedded across the organisation - some roles or teams may have a mandate to take a proactive and planned approach to online engagement, while others simple take an ad hoc or reactive role. However, everyone is able to engage online as is required and no single group acts as a gatekeeper.

For example, the Public Relations department would engage with the media and the general public in relation to the issues that fell within their area of responsibility, however other departments in the agency would also engage with external stakeholders independently as required or in association with Public Relations if necessary. 


In the short term, most agencies will need to rely on a co-ordinated approach because of legacy organisational structures. In this situation effective project management is critical and the process for internal collaboration should be addressed as part of the online engagement design process. Information technology is likely to play a role in such internal collaboration, but if appropriate collaboration tools are not available within the agency itself then tools such as GovDex or other Web 2.0 tools and services should be considered.

Case Example: The Australian Tax Office (ATO) is a good example of the co-ordinated approach. They have established internal policies for ensuring the use of social media externally is aligned with a business line communication strategy and has measures of success defined, is approved by their Online Marketing Team and if necessary has clearance from their internal Legal Services group. Every online engagement project is also recorded and its outcomes tracked in a central register, for the purposes of information and knowledge sharing.
Other variations on the structures described above are of course possible and include:

· A hybrid integrated-co-ordinated team - in this instance an independent core team is established that has direct access to the majority of the resource they need to conduct their online engagement, who then co-ordinate with other internal functions not represented in the core team. The main risk of this approach is that the core teams fails to collaborate effectively with the other internal stakeholders because the role of those internal groups is seen as less important.

· A special project team (such as a Taskforce) - this team is given full responsibility for its online engagement initiative, however the project itself is isolated from the agency's other activities to reduce both the need and risks from any overlaps. Clearly this approach will only work for certain online engagement use cases.

· Selective embedding - departments and groups within the agency are selectively enabled to take ownership of the aspects of the online engagement that relate to them within a set of agreed 'rules of engagement'. Escalation paths should be agreed in advance to manage situations that fall outside the areas of responsibility, to ensure the online engagement process can smoothly manage exceptions.

Selecting the most appropriate organisational structure for online engagement requires consideration of a number of factors. Key questions to consider are:

· Where are the skills and resources located in your agency that you need?

· Where are the internal stakeholders located in your agency?

· Is there any overlap between the skills and resources and the internal stakeholders?

· How complex or sensitive is the online engagement?

· How mature is the agency's online engagement capability overall?

Online Engagement Policies

Circular 2009/6: Protocols for online media participation
 provides the overarching principles for individuals within agencies to engage online, both professionally and personally. However, the protocols also recognise that:

· Agencies may find it helpful to provide guidance and training to employees in using ICT resources, including personal use, the use of social media, and any rules or policies about representing their agency online. It would be particularly helpful to workshop scenarios around some of the more complex or ‘grey’ issues that arise for employees in deciding whether and how to participate online, in the performance of their duties or otherwise, consistent with the above principles.

· Because every agency is different and involved with delivering a diverse range of online engagement activities, the development of agency-wide and project specific guidelines for online engagement are critical for ensuring agency staff and work teams can be confident they are working within the expectations of their agency and the broader community. Needless to say, the more staff are empowered by an agency to engage online, the more important these guidelines become, however even staff involved with a small online engagement project will benefit from guidance relevant to their project.

Agency-wide guidelines should enable social media to become part of everyday professional practice, so that participation is encouraged without becoming a burden. These guidelines can assist in the development of boundaries that are appropriate for the situation and directly relevant to the context of the agency. Along with any agency specific protocols or expectations, these guidelines should cover aspects of online engagement such as:

· Scope - what do the guidelines cover - the use of agency hosted tools, external social media, public social networks or other online services;

· General principles - to help set the spirit or intent of the guidelines;

· Use of the agency's brand and key messages - to ensure consistency with formal communication channels;

· Tone and style - how they should talk and interact with people online;

· Privacy, information security and anti-spam policies - outlines the behaviours and practices for ensuring the integrity of the Web 2.0 technologies and information stored within them is maintained (e.g. to avoid account hijacking), requirements for compliance with anti-spam legislation and privacy issues relevant to the agency;

· Roles and responsibilities - to explain if particular people or teams within the agency are responsible for some particular aspect of communication or service delivery that might overlap with online engagement;

· Where to seek help - where to go if further guidance is needed; and

· The relationship to Circular 2009/6 and how the agency guidelines support its intent.

Project or activity specific guidelines can help by outlining more detailed protocols regarding the specific tools or activities they will use during the online engagement process. These protocols can define:

· Identify protocols - how they identify themselves online and with which user accounts;

· Escalation protocols - who problems or issues should be referred to internally;

· Prescribed or recommended Web 2.0 tools and services - which Web 2.0 tools and services they should use;

· Tone and style for this particular engagement.

Many organisations - both government and non-government - have developed their own guidelines and it is possible to find examples of these policies (often called social media or social computing guidelines) published online.

Case Examples:

1. The ATO introduced its own social media guidelines in March 2009, following a review of the ATO's potential to use social media in 2008. These guidelines include internal protocols and clearances required for using social media (see the previous section), they discuss potential uses of social media, define the appropriate use of social media for external communication, and how to deploy social media and help that is available for doing this. These guidelines will be reviewed every twelve months as they recognise that social media and the ATO's experience with using it will continue to evolve.

2. The appendix contains an example guide to social media created by the Department of Finance and Deregulation.

While these might offer a framework for drafting your own agency's guidelines, past experience by earlier adopters of social media, such as organisations like IBM and the BBC in the UK, demonstrate that the process of developing (and ongoing stewardship) of these guidelines is as important as the guidelines themselves. If agency staff work with senior agency staff and other key internal stakeholders to develop these guidelines, there is much less chance staff making a mistake when faced with a 'grey area' decision and because of their confidence in being able to engage online appropriately, the quality and overall success of the online engagement initiative will be vastly improved.

Finally, just like any other agency policy, particularly APS standards, information management and information security, these online engagement guidelines should be supported with ongoing training and form part of the induction for new staff.
6 Use Cases and Model Examples

6.1 Overview

This chapter contains a list of twenty-seven possible use cases for online engagement and a selection of more detailed model examples.

· The use cases are provided to help you match the type of online engagement you are planning to an online engagement ‘Genre’ (discussed in the Designing an Online Engagement and Community Management How-To Chapters) - they also provide a relevant example (where available), explain the benefits and describe the critical success factors for each.
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Diagram: Map Use Cases to Genre

· The model examples are designed to help you understand how to design your own online engagement plans, based on the approaches described in these guidelines. Remember these are just model examples, not prescriptive steps to follow.

6.2 List of Use Cases

	Use Case (Genre)
	Description, Benefits and Critical Success Factors

	Access to cultural or historical artefacts (Customer Service and Service Delivery)
	The digitisation of cultural or historical artefacts provides the opportunity to provide broader access to this content than might otherwise be possible.

Example: Picture Australia www.pictureaustralia.org

Benefits:

· Enables agencies to meet their community service obligations regardless of distance or access to physical collections

· Supports artistic innovation

· Indirectly provides market research about popular themes or collections

Critical Success Factors:

· Curating content

· Proactive approach to dealing with digital rights related to digitised artefacts

	Beta testing new services (Identifying Problems, Opportunities or Future Issues)
	A 'beta' approach to introducing new services provides a low risk way for agencies to introduce them on an experimental or exploratory basis. Also see the Online customer service use cases.

Example: ABS Betaworks betaworks.abs.gov.au

Benefits:

· Enables agencies to develop new solutions and services in a way that reduces cost and risk

· Provides market research about demand for new products and services

Critical Success Factors:

· If required, build special functionality to support the beta

· Create a community around activities that support the beta or use a community support model

	Changes to service availability (Campaigns, Promotion and Communication)
	Traditional media may not reach the audience that needs to know about changes to service availability and provide little opportunity for direct interaction with those affected. In addition, users of government services are likely to discuss concerns using social media and social networks.

Example: Child Support Agency YouTube channel www.youtube.com/user/ChildSupportAgencyAu

Benefits:

· Enables agencies to meet their policy obligations where traditional communication methods are no longer effective

· Enables agencies to clarify the impact of changes and react to unforeseen consequence from the service change that is highlighted through community feedback

Critical Success Factors:

· Use existing social networks to help distribute the news

· Prepare in advance to respond to feedback and criticism about the change

· Align with traditional communication channels

	Collaboration with non-government organisations (Customer Service and Service Delivery)
	Web technologies provide an ideal platform for collaboration between agencies and external organisations - they might be involved with service delivery of government policy or a special project.

Example: GovDex www.govdex.gov.au

Benefits:

· More effective communication and information management

· Reduced project or program costs

· Ability to include participants regardless of distance

Critical Success Factors:

· Follow well established leading practices for online collaboration

	Collaborative budgeting or funding allocation (Policy Consultation and Policy Collaboration)
	A collaborative budgeting or funding allocation process helps to empower people to provide input into the decision making process but also helps them to better understand the difficulty of meeting competing needs and the potential impact of decisions made.

Example: Waverly Council (NSW) waverley.budgetallocator.com

Benefits:

· Creates greater acceptance of budget or funding decisions by stakeholders

· Provides insight into stakeholder expectations that can improve future budget or funding allocation decisions 

Critical Success Factors:

· Likely to require a specialised collaborative budget or funding allocation application

· Transparency in the decision making process and rules 

	Collaborative policy development (Policy Consultation and Policy Collaboration)
	This is an advanced approach to policy consultation where participants are able to be involved with developing the policy itself. A wiki platform is often used as a collaborative policy-writing tool.

Example: Public Sphere www.katelundy.com.au

Benefits:

· More affective than traditional approaches for collaborative policy development

· Creates greater stakeholder support for the policy

· Creates the potential for innovation when dealing with policy making for emerging or complex issues

· Enables participation from a broader audience

Critical Success Factors:

· Build up to the collaborative policy development stage by following the online engagement life cycle

· Use consultation and community management techniques that bring participants to an acceptable consensus

· Allow enough time for this consultation approach to be completed, else the quality of the policy will be reduced

	Compliance (Campaigns, Promotion and Communication)
	The implementation of some government policies requires that the community comply with certain obligations or standards. The Web provides another channel for engaging with people in a way that can help them to comply by raising awareness, informing them of the compliance requirements or simply reminding them to comply.

Example: ATO's e-tax Facebook site www.facebook.com/ATOetax

Benefits:

· Increased compliance by stakeholders where traditional communication approaches are less affective

· Reduces the cost of compliance education

Critical Success Factors:

· Design the online engagement approach in a way that its helps people to comply - if people find it useful, they will help to spread the word further

	Crowdsourcing (Identifying Problems, Opportunities or Future Issues)
	Crowdsourcing uses the collective knowledge or effort of a large group of people, often on a voluntary or competition basis, to develop something new, complete a repetitive task or solve a complex problem.

Example: NLA's Historic Australian Newspapers project newspapers.nla.gov.au

Benefits:

· Creates the potential for innovation and problem solving that are not possible or too expensive to achieve with traditional innovation approaches

Critical Success Factors:

· The right 'game mechanics' or rewards to motivate participation

· If required, build special functionality to support the crowdsourcing activities

	Data sharing (Customer Service and Service Delivery)
	A key concept in Government 2.0 is access to public sector information in the form of machine-readable data. This data may be useful in its own right or can be combined ('mashed up') in some useful way. Also see the Hack Days use case.

Example: data.australia.gov.au

Benefits:

· Enables agencies to meet their community service obligations, by providing access to public sector information

· Creates the potential for innovation that will have broad community and commercial benefits

· Enables access to data and information that will support better decision making by government, the community and commercial sectors

Critical Success Factors:

· Provide data in accessible formats and include metadata about the data (e.g. source, copyright, data quality, update frequency, etc)

· Proactive approach to dealing with digital rights related to published data

· Right technical architecture to share data (particularly if high volume and real-time usage is expected)

	Emergency management (Campaigns, Promotion and Communication)
	The role of social software in emergency management has been recognised for sometime both as tools for communicating essential information to those directly affected and also for keeping the general public informed about events. Also see the Collaboration with non-government organisations use case.

Example: Bush fire maps

Benefits:

· Provides additional scalability and back up to support formal information and communication systems used for emergency management

· Enables communication, data sharing and collaboration across organisational and geographic boundaries

· Creates the potential for emergency services, other volunteers and the community to self-organise when facing an emergency or in response to an emergency

Critical Success Factors:

· Collaboration with key stakeholders with responsibilities for emergency management

· Use of open data standards, including geocoding

· A pragmatic approach to using social software, rather than a reliance

· Use it complement and augment formal channels and protocols for information sharing and collaboration

	Future scanning and scenario planning (Identifying Problems, Opportunities or Future Issues)
	Online engagement provides an effective approach to future scanning or scenario planning since it provides opportunities for participation that can be paced to participant’s availability and can be designed in a way to be intrinsically rewarding.

Example: Superstruct www.superstructgame.org

Benefits:

· A cost effective approach for gathering inputs and ideas into longer term policy planning

Critical Success Factors:

· Design of the right engagement process that is matched to the motivation to participate

	Hack days (Identifying Problems, Opportunities or Future Issues)
	"Hack days" are variations of the crowdsourcing use case where new online services are rapidly prototyped  (often a few days), which maybe based on existing Web content and public data.
This use case could be used in combination with the data access and beta services use cases.

Example: Social Innovation Camp (Non-Government) www.sicampaustralia.org

Benefits:

· A cost effective way to reveal the value of sharing public sector information

· Enables agencies to prototype new solutions and services in a way that reduces cost and risk

· Provides market research about demand for new products and services

Critical Success Factors:

· Securing an appropriate venue

· Event promotion, including social networks used by potential hack day volunteers (both programmers and non-programmers)

· Access to a wide variety of data sources and the involvement of those data stewards

	High level or broad public policy consultation (Policy Consultation and Policy Collaboration)
	High level or broad public policy consultation may involve input or interest from a variety of stakeholders in the community and an online engagement can enhance and augment traditional consultation approaches by acting as hub for this activity.

Example: Your Health www.yourhealth.gov.au

Benefits:

· Will support better engagement by different stakeholders into the consultation

· Provides new opportunities for input from stakeholders that might otherwise be excluded from the consultation

· Enables different stakeholders to experience different view points and ideas about the policy, which will enhance their submissions

· Provides the opportunity for incremental and ongoing feedback during the consultation process, which will enhance the quality of the consultation

Critical Success Factors:

· Is likely to require a 'hub' site customised for the consultation

· Content curation and engagement with participants in other social networks or social media

	Idea generation and innovation (Identifying Problems, Opportunities or Future Issues)
	The Web provides a dynamic channel for requesting ideas and managing the innovation process - participants can submit suggestions, make comments and track the progress of ideas. Also see the Service Improvements use case.

Example: National Academy of Public Administration OpenGov (US) opengov.ideascale.com

Benefits:

· Provides new opportunities for input from stakeholders that might otherwise be excluded 

· Enables different stakeholders to build on the ideas of others, which will enhance the quality of ideas received

· Provides the opportunity for reviewing and filtering ideas by different stakeholders, which will enhance the quality of ideas implemented

Critical Success Factors:

· Design of the right engagement process that is matched to the motivation to participate

· Transparency in the idea selection process and voting rules

· Use existing social networks to attract participants

	Major national events (Campaigns, Promotion and Communication)
	Social media can contribute to both the promotion of major national events and also provide new ways for people to participate in these events.

Example: Unofficial Harmony Day groups and events on Facebook

Benefits:

· A cost effective method for enhancing engagement and increasing the potential for the community to participate

· Will enhance the value of the events by allowing people to participate through the social networks they inhabit

· Will make the value of the event to community visible by its reflection in social media created about the event itself and activity in social networks, which can also be used to improve future events and engagement

Critical Success Factors: 

· Content curation of user general content and traditional media before, during and after the event

· Leverage existing social networks

	News and information sharing (Customer Service and Service Delivery)
	Some aspects of service delivery involve helping people and organisations in the community to stay informed about events and information that relate to particular sectors, policy issues or other social groups.

Example: Austrade Blogs www.austrade.gov.au/Blogs/

Benefits:

· Increases the relevance and utility of the information provided by integrating information delivery into the audience's existing information streams

· A cost effective method for information delivery

Critical Success Factors: 

· Content curation is essential

· Use existing social networks to attract information consumers

· Publishing using open standards (e.g. RSS) to multiple channels or using content sharing networks

	Online customer service - no privacy or commercial implications (Customer Service and Service Delivery)
	The Internet is changing community expectations of how customer service is provided - this includes 24x7 access to information that can help them, access to customer service staff via online channels (both synchronous and asynchronous communication) and self-service or community-based support (where customers help each other).

Benefits:

· Reduced costs or increased productivity

· Better levels of support

· Increased satisfaction with customer service

· Potential to use feedback received for innovation or continuous improvement

Critical Success Factors:

· Using online customer service to benefit both the community (better service) and the agency (reduced costs or increased productivity)

· Where community-based support is used, community management is essential

· Be prepared to deal with complaints that are made on external social networks or social media

	Online customer service - personal/commercial privacy implications (e.g. ATO) (Customer Service and Service Delivery)
	Some agencies, particularly those that involve service delivery to individuals, may have a duty of care in relation to protecting privacy or commercial information. This requires additional effort to manage those requirements and may introduce operational constraints. However, it not a complete barrier to providing customer service using Web 2.0 tools and techniques.

Benefits:

· As the customer service use case above

Critical Success Factors:

As the customer service use case above

· The ability to smoothly bring users into the secure online engagement environment (refer to the user experience principles in the Designing an Online Engagement Chapter)

· Careful technology selection

	Pilots and research (Identifying Problems, Opportunities or Future Issues)
	Coordinating activities online can assist the entire process of selecting pilots or conducting a research project. By engaging online this way, pilots and research projects can be extended to a broader range of participants and opportunities exist for collaboration and better knowledge sharing during the pilot or research. Also see the Collaboration with non-government organisations use case.

Benefits:

· Improves the chance of success or quality of research through better collaboration

· Provides new opportunities for participation by organisations or groups that might otherwise be excluded from the pilot or research

Critical Success Factors:

· Maintaining the community over the duration of the engagement

	Policy consultation involving groups with strongly opposing views (Policy Consultation and Policy Collaboration)
	Classically we think of online engagement as an open process that allows people with all views to participate on an equal basis, however in some instances it may be more productive to allow separate consultations to take place. This can be achieved by either physically separating the online engagement into different streams or by engaging different groups of participants in the different social networks they inhabit.

Benefits:

· Provides new opportunities for consultation with stakeholders that might otherwise be excluded

· Provides the opportunity for incremental and ongoing feedback during the consultation process, which will enhance the quality of the consultation

Critical Success Factors:

· Understanding the groups of participants involved

· Coordinate community management across the different groups

· Be prepared in case discussions leak or spread into other external social networks or social media

	Policy consultation involving sensitive issues (Policy Consultation and Policy Collaboration)
	Some policy issues are highly contentious and it may be impossible to manage a purposeful or useful online engagement in an entirely public forum - either because of the issue itself or the people’s fears that might stop them from participating if it was conducted in public. See also the Policy consultation involving groups with strongly opposing views and Policy consultation involving specialists or specific stakeholders use cases.

Benefits:

· Provides new opportunities for consultation with stakeholders that might otherwise be excluded

· Provides the opportunities to overcome barriers to participation that might be encountered in a traditional consultation approach

· Provides the opportunity for incremental and ongoing feedback during the consultation process, which will enhance the quality of the consultation

Critical Success Factors:

· Understanding the groups of participants involved

· Transparency about the process and outcomes, if not the actual activities of the participants

· Careful technology selection

· Be prepared in case discussions leak or spread into other external social networks or social media

	Policy consultation involving specialists or specific stake holders (Policy Consultation and Policy Collaboration)
	The online consultation approach can be particularly useful when conducting consultations with specialists or specific groups as the engagement process can include those who might otherwise be excluded because of distance or time to participate.

Example: Australian Law Reform Commission - Family Violence Enquiry

Benefits:

· Provides new opportunities for consultation with stakeholders that might otherwise be excluded

· Provides greater convenience for participants

· Provides the opportunity for incremental and ongoing feedback during the consultation process, which will enhance the quality of the consultation

Critical Success Factors:

· Identification of participants

· Structure of the online engagement process, support by the right community management approach

· Allow enough time for people to participate – don’t assume an online engagement will be quicker!

	Public Education (Campaigns, Promotion and Communication)
	Traditional media may not reach the audience that needs to learn about important issues that require them to change behaviour. The use of social media and engagement through social networks also helps to make this education process more effective by making the learning process more interactive and providing the potential for positive reinforcement through peer pressure.

Example: Do the Green Thing www.dothegreenthing.com

Benefits:

· Enables agencies to reach different stakeholder groups where traditional advertising and communication methods are no longer effective

· Provides a two-way channel for addressing questions, misinformation or concerns about the issue

· People in the community will gain a better understanding of the issue and its importance through peer relationships

· Enables customisation and tailoring of messages to different groups

Critical Success Factors:

· Is likely to require a 'hub' site to provide access to the original information and respond to questions or request for information

· Content curation of user general content and traditional media to help reinforce the message

· Leverage existing social networks

· Publishing using open standards (e.g. RSS) to multiple channels or using content sharing networks

	Recruitment (Campaigns, Promotion and Communication)
	Traditional media or recruitment advertising may not reach or engage potential applicants. The online environment provides opportunities to engage with potential job applicants in an interactive way or in new ways that can either attract them to roles or help to answer questions or concerns that might otherwise be a barrier to them applying.

Example: Defence Jobs Games games.defencejobs.gov.au

Benefits:

· Enables agencies to reach potential applicants where traditional advertising methods are no longer effective

· Enables agencies to engage with potential applications to address issues and concerns about different roles or working conditions, which will increase the number of applicants applying for roles

· Improves the quality of applicants because applicants are better informed about the roles they apply for

Critical Success Factors:

· Use existing social networks, although a creative element to the approach may be required to get attention

· Align with traditional communication channels

· May require customised 'Hub' site or secondary sites to support the recruitment objectives

	Resources for teaching and students (Customer Service and Service Delivery)
	The provision of resources for teachers and students online may be either part of an agencies direct mandate or may indirectly support the goals of the agency. By moving beyond static information delivery, the value and awareness of the educational resources can be greatly enhanced.

Example: NSW ANZAC Day educational site www.anzacday.gov.au

Benefits:

· Enables agencies to meet their community service obligations regardless of distance or access to physical resources

· Increases the value of these educational resources to the community and contributes to the quality of education provided

· Creates the potential for innovation and continuous improvement to learning resources based on feedback and contributions from teachers and students

Critical Success Factors:

· Treat the audience as a community and allow them contribute back

· Managing privacy and protecting school age students from inappropriate behaviour or content

	Service availability (Campaigns, Promotion and Communication)
	The implementation of government policy through service delivery is only effective if the intended users are aware that a service or entitlement is available to them. Social networks and social media provide another complementary communication approach to reaching that audience or people who can influence the intended users of the service.

Benefits:

· Enables agencies to meet their policy obligations where traditional communication methods are no longer effective

· Provides a cost effective method for responding to public interest in a new service

· Enables stakeholders to better understand the benefits of the new service and encourages them to use it through peer relationships

Critical Success Factors: 

· Use existing social networks to help distribute the news, although a creative element to the approach may be required to get attention

· Align with traditional communication channels

· Publishing using open standards (e.g. RSS) to multiple channels or using content sharing networks

	Service Improvements (separate from direct service delivery) (Identifying Problems, Opportunities or Future Issues)
	Many organisations - both public and private - now use the Web as a channel for collecting feedback about services and products. This feedback can be used proactively to improve the quality and types of services delivered.
Also see the Online customer service use cases.

Example: NHS Patient Opinion (UK) www.patientopinion.org.uk

Benefits:

· Creates a channel stakeholders that might otherwise be excluded to provide feedback

· Contributes to improving the quality of services provided

· Provides an early warning system for emerging trends so they can be dealt with proactively before they become an issue

Critical Success Factors: 

· Transparency about the process and how service improvement ideas will be treated

· Using the right community management techniques for maintaining a transient community (rather than those use for a small, close knit community) 


6.3 Model Examples

6.3.1 Major National Event

	Genre 
	Campaigns, Promotion and Communication 

	Scenario 
	A new annual national event week is being created to celebrate the contribution of important figures in Australia's cultural history - people from many different arenas will be recognised, including the arts, sports, science and public affairs. 
The event has a number of objectives that contribute to community development, education and also tourism. A peak project team, sponsored by the federal government, is coordinating the overall event but different institutions and community groups will also organise their own events and promotional programs to support the federal initiative that focus on particular target groups. 
People will be encouraged to talk about the different figures in Australia's past that have inspired them or some how have had an impact on their lives today. 

	Scope 
	Stakeholders include: The general public, various public institutions and different government agencies spanning the scope of the event. 
The objective of the peak project team is to coordinate a mixture of traditional advertising to promote the event and to provide a catalyst for online engagement with the community. 
The peak project team is being run as a special project under a lead agency and they will manage all aspects of the event. As a result, they are creating a small, but fully integrated project team to address all aspect of communication and online engagement. 

	High Level Engagement Plan 
	The focus of the event is one week in the year, but significant event pre-planning will be undertaken in order to conduct market research and synchronise both traditional and online strategies. A project manager will work closely with the project's director and they will be responsible for ensuring all the right resources or external service providers are engaged at the right time. 
In the early stages of the time leading up to the event, traditional media and advertising channels will be used to promote the event and to direct people to the event's Hub site. However, getting closer to the event, the social media aspects of the event will become more important. 
To support the online engagement a content curator will monitor traditional media online and user-generated content, using a specially developed Hub site to aggregate, highlight and annotate relevant and interesting content. A community manager will also be assigned to engage online using Twitter, in conversation with popular Australian bloggers, popular social networks and other Websites that encourage user generated content and discussion. Some popular sites will involve the traditional media (since many news sites host blogs and allow comments to news stories); so ongoing liaison with the public relations manager will be required. They may also identify people in the community during this process and can invite them to be 'guest bloggers' for the event. 
During the week and in follow up to the event the community manager, supported by the content curator, will also create their own short videos - interviews with people and clips from user generated content - that will be posted on the site and through various content distribution networks. The event launch will also be Webcast.

A mailing list will also be created - this will be used during the event but also to enable follow up reminders about the event the following year.

As the event wraps up, the community manager and public relations manager will work together to select user-generated content that can be included in a summary to publish on the Hub and through the traditional media.

	Technology configuration 
	· The Hub site will be a specially designed site that will provide information about the event (including an event calendar) and a platform for content curation. The site will be designed to help users upload their own content and share content they find on the site to different social networks or their own social media sites, but the event site itself will not actually host any user generated content as such.

· A set of 'hashtags' for the event will be established to help aggregate use generated content created.

· Multimedia content created for and during the event that is posted on the site will also be republished through other content distribution networks - e.g. flickr, YouTube and iTunes - and promoted through feeder networks - e.g. Twitter and Facebook (an event page will be maintained, pointing back to the Hub site). The launch of the event will also be Webcast and a third-party video streaming service will be used, such us Viocorp.

· Advertising on search engines and social networks will also be arranged.

· A third-party mailing list system will be used to send people a daily summary of the most popular content by email (and replicated as an RSS feed on the site). This mailing list will also be used to contact people the following year to remind them about the event.

· The community manager and content curator will need to be equipped with appropriate computer equipment and Internet access to enable their activities.

	Benefits 
	· The approach taken is designed to encourage and guide community participation, leading to increased engagement for both supporting institutions and individuals in the community.

· User generated content from each previous year will be used as a raw material for promotional content for subsequent years - this will create a more authentic message, rather than crafted corporate message, about why the event is important.

	Risks and Challenges 
	· The project will not be hosting any user-generated content directly, however this means they have no direct control over the content posted elsewhere - the content curation process will allow the most relevant and positive content to filter to the top or for inappropriate content to be excluded entirely.

· People outside metropolitan regions or who lack Internet access may feel excluded - this can be mitigated in a number of ways: technically (designing a version of the site for low-bandwidth access and by offering updates by email), through a combination of online and offline engagement (e.g. the community manager could visit a regional areas as part of the event to interview people), and by using the traditional media as part of the overall engagement mix.

· The level of participation or interest in the online engagement may not be as high as expected - as an integrated team, they will have the resources and capabilities on hand to adjust their online engagement approach during the project to focus where there is the greatest interest. This can then be built into planning for the subsequent year.

	Effort required 
	A specially designed site, with a strong creative input, will be required.

A budget to produce multimedia and audio content will be required, however a combination of professional and semi-professional content (produced in-house) will be adequate. The budget should include the cost of transcription of official multimedia content and other significant user-generated content.

The role of the community manager and content curator will build up in the weeks leading up to the event week, with the week immediately before, during and after requiring the most effort.

Note: The above points exclude the effort required for traditional communication activities that form this event.


6.3.2 Hack Days

	Genre
	Identifying Problems, Opportunities or Future Issues

	Scenario
	An agency has released a brand new collection of data sets that consists of a range of scientific data collected over the last decade. In the course of the project to release this data, the agency project team responsible has brainstormed many different ideas for how this data might be used but with so many possibilities they have been unable to decide which offer the greatest value. They have decided to host a hack day to explore uses for the data sets and to prototype possible mashups that combine this data together and with other public sector information.

	Scope
	Stakeholders include: The agency project team, researchers who were originally involved with collecting this data, universities and other research organisations, and Web developers and other Web specialists.

The objective of this Hack Day is to identify possible uses for the data sets that can help the agency to direct further research and development. A small cash prize will be on offer for the best mashups from the Hack Day.

	High Level Engagement Plan
	The main focus of a Hack Day is the event itself, however the behind the scenes pre-event preparation and the after event follow up is important to the success of the event overall.

As well as making its own contribution to staging the event, the agency has secured sponsorship from a commercial organisation, so in this instance organising the event venue and facilities is treated as project management activity (rather than searching for a free venue etc).

A community manager will be assigned who will use a combination of techniques to promote the event online through existing social networks, although they will reach out directly to individual and organisations to also gather their support as part of this process.

On the days of the event, the community manager (supported by the Hack Day project team) will act as hosts for the Hack Day participants and other specialists invited to provided support - their primary role will be to help the developers focus on “hacking”.

A well known celebrity scientist - who can help bridge the scientific and IT communities - will also be asked to provide a keynote introduction to the event, to help encourage participants.

After the event, the community manager will work with the agency’s own public relations team to help promote the outcomes of the Hack Day using both traditional and social media communication channels. Short videos and photos from the event will be highlighted on the Hack Day site, along with links to mashup sites and other social and traditional media coverage of the event.

	Technology configuration
	· The Hub for the Hack Day will be a wiki, since this provides a flexible platform for organising different aspects of the event and for sharing information and content back with the community. The wiki will be lightly customised, enough to give the Hack Day its own identity and to encourage interest in the event.

· An event management site, such as Eventbrite, will be used to collect registrations for people attending the Hack Day.

· Twitter and other social networking sites will be used to build momentum about the Hack Day.

· Sites such as Vimeo (video hosting) and Flickr (photos) will also be used during the event to capture and share activity from the event.

	Benefits
	· A low risk approach for exploring the potential for using public sector information that will inform future decision making based on that experience.

· Creates great potential for innovation through the participation of diverse group of people that the agency could not normally access.

· Generates good will in the broader community and provides an opportunities for the agency to network with other non-profit and commercial organisations with an interest in the same scientific area of research or commercialisation.

	Risks and Challenges
	· Not enough developers take an interest in the event - enough time must be factored into the engagement plan to allow news about the Hack Day to gather momentum and for engagement with those volunteers to take place.

· The main data sets may not be in a suitable format for developers to easily create prototypes - the agency should do as much as possible to prepare the data sets and release them well in advance of the Hack Day (this will also help to generate interest in the Hack Day itself).

	Effort required
	The technology requirements for a Hack Day are low, since the purpose of the online component of a Hack Day is to share information about the event rather than as platform for collaboration.

Hack Day developer teams will be expected to provide their own technical resources for development, however the venue must make power and Internet access readily available for everyone.

Unlike many other forms of online engagement, in this instance the community manager is likely to play significant role face-to-face role during event. There is also significant project management effort during the preparation for the event.


6.3.3 Pilot

	Genre
	Identifying Problems, Opportunities or Future Issues

	Scenario
	A government-funded pilot for a new approach to dealing with an environmental problem will be trialled with participants in different voluntary organisations around the country. The pilot will take place over a period one of year – participants must learn about the new approach and then implement it.

	Scope
	Stakeholders include: The pre-selected pilot participants, agency policy specialists, representative from related agencies (state and federal) and a review committee.

The initial start up phases of the online engagement will involve learning about the new approach.

Subsequent phases will involve collaborating on solving problems while implementing the approach and reporting on progress (both quantitative and qualitative data).

If the pilot is successful, this community has the potential to transform into a project-based collaboration. However, if the pilot is unsuccessful then the pilot community will need to be closed down gracefully. The decision point itself will need to be managed carefully.

	High Level Engagement Plan
	Setup and development time of the wiki will be required before the online engagement can begin.

First part of the start up phase will focus on building the community and training the participants to use the wiki (1st month).

The remainder of the start up phase (months 2-3) involves training the participants in the pilot about the new approach and how to use it.

The main collaboration phase takes place over the remaining 9 months, including the close down phase. During this phase the survey tool is used collect progress data, which is shared back with the participants.

In the final month of the pilot, when the review committee is determining the success of the pilot, the community should be provided with regular updates about progress of the review process.

Agency specialists and the review committee will be expected to contribute to the community during the whole process, however the community manager will help to structure activities and prompt specialists when a specific response is required in order to help them manage their workload.

	Technology configuration
	· The Hub site should be a secure wiki site, which supports basic social networking (user profiles), simply blogs, discussion forums and files sharing, including multimedia.

· Supporting technologies should include a Webinar capability and an online survey tool for collecting progress data.

	Benefits
	· Using technology to coordinate the pilot will mean that more organisations will be able to participate, which will increase the validity of the pilot.

· Increased collaboration between participants will help to improve the outcome of the pilot overall, so the pilot will have a greater chance of success.

· If the pilot is successful, a ready made of community of expert implementers will be available to support broader implementation of the pilot.

	Risks and Challenges
	· Involving agency specialists and review committee in the pilot community - this can be mitigated by ensuring the community manager helps to manage and prompt their contribution.

· If the pilot is unsuccessful, the close down phase needs to be managed correctly - this can be mitigated through good planning and ensuring good communication between participants and the agency through out the pilot.

	Effort required
	Ideally, a dedicated community manager for the duration of project should be assigned. The level of effort will be higher at the beginning but will reduce as the project progresses and the community becomes more self-sustaining.

Some assistance from a Web technology specialist may be required to assist with the initial setup of the wiki and training of different participants.


6.3.4 Customer Service

	Genre
	Customer Service and Service Delivery

	Scenario
	An agency provides a benefit where an external assessor bases the qualification for the level of benefit on an assessment of the applicant’s personal circumstances. The external assessors are professionals in community service roles that currently submit supporting information in the mail or via fax. Assessment support is currently provided over the phone, but as the agency is implementing an online assessment system they would like to provide support online to those assessors using the new system.

	Scope
	Stakeholders include: Assessors, applicants (indirectly), and the agency’s own customer service, policy and audit groups.

The online support system will assist assessors with both using the system and with making their assessments – however, some will be frequent users while other will only use it occasionally.

	High Level Engagement Plan
	The initial focus of this online support initiative will be on establishing a pilot community made up of frequent assessors during the implementation of the new online support system. During this phase, only limited integration with the Hub and online assessment system will be required.

Because the activities of this community will be limited to a small group, the agency will also need to inform people outside of the pilot group (other assessors, applicants/applicant representative groups, and agency staff) about its purpose and progress.

During this time, the community manager(s) will work with the assessor community and the agency’s audit group to develop a set of community guidelines. They will also work with the customer service and policy group to redesign the knowledge base.

In the next iteration of the online support initiative, full technical integration will be completed and access to the online assessment system and the support community will be opened up. The community manager(s) will play a duel role of host for occasional assessors and a community facilitator for the core assessor community. Overtime, other customer service staff will also help with this role and part of the community manager’s role will be to train and support them in this activity.

The community manager(s) will work continuously with the agency’s customer service and policy staff to maintain the knowledge base and publish approved updates to the Hub.

	Technology configuration
	· The Hub site will be the benefit scheme’s sub-site in the agency’s own Website. This will contain information for assessors and applicants and acts as a portal to the online assessment system.

· A secondary supporting site will be implemented to host an assessor’s forum. This will include a discussion forum, a knowledge base and instructional ‘how-to’ material (including pre-recorded video guides). Limited extracts from the knowledge base will appear on the Hub site - these extracts will be used to pull assessors through into the support community.

· Instructional videos will be hosted by external video hosting provider to reduce impact on the agency’s own infrastructure.

· A chat-based support feature and in context dynamic links back to assessors forum will be integrated into the online assessment system.

· A single sign on system will allow assessors to access both the online assessment system itself, the support community and the full content of the knowledge base.

	Benefits
	· Chat-based support will increase the productivity of support staff and help to reduce call-waiting times for those that still prefer telephone support.

· 24x7 access to the assessors’ forums is convenient for assessors, which increases their willingness to participate in the scheme and the quality of their assessments.

· Continuous improvement of the assessment process improves efficiency and effectiveness of the process for all stakeholders.

	Risks and Challenges
	· Protection of private or commercial information – community managers and customer service staff must be trained to understand the systems that must be used for specific transactions.

· Registering users must be as straight forward as possible – focus user on user experience while developing the online engagement solution. 

	Effort required
	The integration between the assessors’ forum, the hub and the online assessment system will require a high level of technical effort to implement and specialist resources will be required to complete this work.

Due to the volume of activity and updates to support materials, a full-time community manager will be required.


6.3.5 Data Sharing

	Genre 
	Customer Service and Service Delivery 

	Scenario 
	An agency has been given the responsibility to gather and publish information about different grant and funding programs available from federal, state and other accredited organisations. Because of the vast range of different grants and funding programs available, one of the objectives of this initiative is to make information about grants more accessible and timely by providing a real-time feed of grant information. Using an API, they will provide a facility to gather this information from different organisations and then publish it. Users reading this information will be able to query the system based on different criteria so they can track the specific types of grants they are interested in. 

	Scope 
	Stakeholders include: Agencies and accredited funding organisations plus a wide range of interested parties including but not limited to potential applicants.
The specific aim of this online engagement is for the agency to develop an API to gather and share the grant and funding data, which is supported by an active community of interested parties. 

	High Level Engagement Plan 
	The online engagement is divided into two major phases - start up and ongoing management.
During the start up phase, the Hub site will be used to collaborate with potential data contributors and users during the development of the API - using the social media features of the Hub site and a hosted idea management tool they will be able to help with defining requirements, prioritising functionality and testing. For this to happen, the community manager will need to spend some time reaching out to different stakeholder groups to encourage them to participate in the initiative prior to formal development starting.
Through the start up phase a number of data service 'super users' will be identified - the on going involvement of this group in the initiative will be encouraged by the community manager as they move into the ongoing phase.
In the ongoing phase, the community will transform into a support community - various social media tools in the Hub will allow the community manager and data service 'super users' to communicate about service changes, assist other users and maintain support documentation.
The community manager should involve the data service's community in periodic activities to keep the community engaged and collect feedback about improvements required. It is also important that the agency - through the community manager - recognise contributions from community members and highlight examples of the API being used. 

	Technology configuration 
	· A micro-site will be created as the Hub site, however the API will not actually be hosted within the Hub. The Hub will act as an information gateway, with simple wiki, blog and forum functionality.

· A hosted idea management system (a secondary site) will be used to collect specific feedback and suggestions about the data service. The community manager will also use Twitter to engage with data users.

· A cloud computing service will be used to host the API engine and store the data.

· Information about the data service will also be posted on data.australia.gov.au

	Benefits 
	· The overall benefit is that eligible organisations will find it easier to maintain awareness about grants and funding they can apply for.

· By sharing the data through an API, the agency spends less time and effort developing information to filter or analyse this information for different stakeholder needs.

· During development, the agency can work directly with potential data customers who can help to define requirements and test the service - this will mean the service is more appropriate to their needs.

· Once the data service is operational, data customers will be able collaborate and support each other (with assistance from a community manager), also reducing the overhead to the agency of providing the data service.

	Risks and Challenges 
	· The data is not sensitive, but if hosted in the cloud there is a risk of technical failure that results in lost data - this should be mitigated through a business continuity plan. In the event of short-term outages or bugs in the service, an engaged data user community is more likely to support the agency in the event of a problem.

· Data users might demand more features or functionality that the agency is able to provide - the community manager can use a variety of techniques to manage expectations or involve data customers in the feature prioritisation process.

· If the community manager becomes a critical factor in the success of the service, what happens when they go on holiday or if they leave the role? A succession plan should be developed and a backup moderator should work along side the main community manager.

	Effort required 
	The development of the API will require specialised technical resources.

The community manager will play an important role in supporting this community, both from a technical support and online engagement perspective - they should have strong Web specialist skills and would likely be based within the IT section of the agency (this will also enable a backup moderator to work along side them). For this reason they may require training or mentoring in the short-to-medium term to help them also fill the role as an effective moderator.


7 Appendix: Sample Netiquette Guidelines

The Netiquette Guidelines
 below are to be used as an example only and are only appropriate for a Policy consultation and policy collaboration genre of online engagement (See the Designing an Online Engagement Chapter).

These Netiquette Guidelines outline the amount of time participants could be expected to commit to and the recommended frequency for visits. This type of information can be useful to manage expectations and assist participants to plan their time.

	Welcome to our online community!

As we'll be actively sharing ideas and thoughts over the next few weeks, it's useful to have some general "rules of engagement".

We recommend that you visit here at least once a week to review the questions, and to contribute or respond to other participants' comments and experiences.  You could plan to set aside one or two hours a week to engage in these activities.

1. Consider your language; how you say something is as important as what you say.

· Capital letters mean you are SHOUTING so please consider carefully how you use this function - remember, we're not deaf!

· Use "emoticons" (e.g. smiley faces etc.) to help others understand your meaning.

· Please avoid abbreviations (like SMS language) as not everyone will understand this

2. Respect the privacy of others when sharing stories or examples.

3. Respect the right of others to an opinion, even if it's different from yours.

4. Share your knowledge and experiences openly

· Share URLs or files that you think the group may benefit from 

· Your input to the community is a critical element of the engagement process and success of the project.

 5. Use brevity in your writing style

· Try to get your point across succinctly - however, if you'd like to write a longer piece, please use a page or blog post on your personal profile space for this.

Do you agree with these guidelines? Is there anything you would like to add or amend?

Please let us know either way by adding your comments below.


8 Appendix: Sample Risk Assessment Matrix

8.1 About the Risk Assessment Matrix

8.1.1 What is a Risk Assessment Matrix?

A Risk Assessment Matrix is just one of a number of generic management tools that can assist with the risk assessment process for an online engagement. The matrix helps you to evaluate risks and formulate prioritised risk mitigation strategies. If used correctly, this risk assessment process will help you to focus on mitigating the most important risks.

If you are not familiar with risk management or risk management tools, this is a competency that a project manager should be able to assist with.

8.1.2 Steps for completing a Risk Assessment Matrix

1. Score each potential risk from 1 - 3 (with 3 being the highest) for each of the following attributes: Likelihood of Occurrence, Overall Impact, and Degree of Control.

2. Calculate the Risk Index using the following formula: (Likelihood of Occurrence x Overall Impact) / Divided by Degree of Control.

3. Prioritise the risks based on the calculated Risk Index.

4. The final step is to determine how each risk could be managed or mitigated. Remember: Each risk mitigation strategy will have a cost - people, time, materials - or other consequences that must be considered.

8.2 Sample matrix

The following sample Risk Assessment Matrix was created to assess the engagement process risks of an online consultation. This particular consultation addressed a sensitive topic that needs to be completed in a relatively tight frame, however participation in the consultation was by invitation only and involved professionals working in the topic area under review.

	Potential Risks:
	Likelihood 

of occurrence 
	Overall Impact 
	Degree of control 
	Risk Index 
	Strategy comments 

	Tight timeframes
	3
	3 
	1 
	9 
	· Constant review of project timelines 

· Alert stakeholders if any lag occurs 

· Look at overall impact - determine if time can be made up anywhere 

· Alert project sponsor if major impact is expected 

	Internet access in regional centres
	2 
	3 
	1 
	6 
	· Determine internet access during eligibility process 

· If access is limited - make a note of this for these participants

· Selection of participants from organisational base will minimise this risk

	Lack of participation in community 
	2
	3 
	2 
	3 
	· Design of activities will be focused on participation 

· Additional questions and activities will be held back to use in case of no responses 

· Focus on motivation to participate - engage with the research participants early 

· Get research participants to agree/commit to contributions openly on the platform - the agency project manager will contact a selection of key people by phone and arrange for them to make posts, so as to model behaviour and ensure some discussion is happening early on in the project that encourages others to contribute 

· Create an environment for open sharing 

· Acknowledge all contributors 

· Moderator encourages and weaves threads - highlights contributors and asks questions for further discussion 

	Digital Literacy levels of participants - makes it challenging for them to participate 
	2
	2 
	2 
	2 
	· Carefully designed platform to make contributions as simple as possible 

· Reduce clutter of information 

· Provide step by step guidelines for participation in each activity 

· Write by Help / FAQ guides 

· Provide email/phone support during business hours 

	Too much information (responses) to analyse 
	1 
	2 
	1 
	1 
	· Use of topic groupings, categories and tags will allow content to be gathered effectively for analysis. 

· Un-grouped or random information should be minimised in this way. 

	An online disagreement between participants 
	1 
	3 
	3 
	1 
	· The online moderator will be responsible for managing this situation. 

· If left un-checked this can result in others dis-engaging 

· Online participation agreements can be used to refer participants back to. 

· Moderator can close down a thread if its is becoming too difficult or off topic and release new questions 

	A single contributor dominates all the online "conversations" 
	1 
	2 
	3 
	0.6 
	· The online moderator will constantly monitor the discussions and will facilitate this type of issue 

· Online participation agreements are highlighted when the participants first join the community - this can be useful to refer participants back to 

· Guidelines for the size of contribution are provided to give participants an indication of the level of input. 

· Some participants may jump in regularly as the first contributor - if their contributions are "strong" and appear to be inhibiting others, the moderator will make private contact and request the participant modifies their online behaviour 

	Negative impact on excluded stakeholders - perception issue
	1 
	1 
	3 
	0.3 
	· Communication can be managed with stakeholders not included - any external communications reflect the pilot nature of the program. 


8.3 Appendix – Online Activities Planning Template

Use this template to assist in the design of online activities (refer to the Community Management How-To chapter). Developing an inventory of activities to complement the stages of community management can provide a valuable resource for training new community managers and conducting future communities.

	Name of activity 
	E.g. Introductions 



	Purpose 
	E.g. To get participants to create their personal profiles and familiarise them with aspects of the technology platform 



	Headline 
	This is what the participants will read - try to make it engaging. 

E.g. Who am I?



	Structure 
	Explain what the activity involves. 

E.g. Welcome to our community! To get started, why not set-up your profile and tell us a little bit about yourself. 

When you're done, why not visit other participants' profiles and get to know who else is part of our community. 



	Participant actions 
	Explain the "how" participants will do this. 

Use plain, clear language and simple steps - don't assume anything! 

(Get a colleague to follow your instructions - a sense check). 



	Timeframe 
	Is there a deadline for completing the activity? Make sure you communicate this. 

How long do you expect the activity to take each participant - give him or her some indication. (Remember to be generous - when participants are new to a community platform it could take them longer). 

E.g. We expect this activity will take you about 30 minutes to complete. 



	Community Manager's actions 
	Use this to outline what is expected of the community manager, including timeframes. 

E.g. welcome and respond to each participant as they join the community. 

Respond to any questions or provide assistance where required. 

Be available online during business hours or as agreed. 



	Evaluation 
	How will you know when the activity has been completed? 

E.g. when all participants have logged on and created their personal profiles. 

Were there any issues with your instructions? Make a note and re-write activity for next time 

How long did it take for all participants to join? Was this within your expected timeframe? 

Any other observations or comments? 




9 Example Guide to using Social Media for Staff 

9.1 About this example guide

This example guide was published by the Department of Finance and Deregulation on 7th April, 2010
 and provided to the department’s own staff. At the same time, the department also opened up access to a range of external social media sites to all staff.

Note: This guide may change over time and was provided by the department for informational purposes only, rather than as advice to other agencies.

9.2 Social Media 101: A beginner’s guide for Finance employees

1. Before you get started

As well as Facebook and Twitter, the following guidelines also apply to participation by Finance employees in other online media which allow user participation and interaction. 

Use of social media websites by public servants is governed by the APS Values and Code of Conduct
. Finance employees are expected to maintain the same high standards of conduct and behaviour online as would be expected elsewhere.

This includes:

• being apolitical, impartial and professional

• behaving with respect and courtesy, and without harassment

• dealing appropriately with information, recognising that some information needs to remain confidential

• being sensitive to the diversity of the Australian public

• taking reasonable steps to avoid conflicts of interest

• making proper use of Commonwealth resources

• upholding the APS Values and the integrity and good reputation of the APS.

APS employees need to ensure that they fully understand the APS Values and Code of Conduct and how they apply to official or personal communications. For more information, you should view the APSC’s social media guidance
.

Finance employees do not need to seek clearance when talking online about factual, unclassified and uncontroversial matters related to the Department. You must have authorisation from your manager (including following any necessary clearance processes) before publishing any wider information relating to the Department, especially any comment that:

• commits Finance or the Government to any action or initiative

• attempts to speak, or could be interpreted as speaking, on behalf of Finance or the Government

• relates to controversial, sensitive, confidential or political matters

• could be interpreted as a personal political view or political advocacy;

• could bring Finance or the APS into disrepute.

2. Accessing social media at work

Access to social media sites (e.g., Facebook and Twitter) is provided by Finance in accordance with the Department’s ICT Usage policies. Personal use is only allowed if it is incidental to formal duties and all relevant policies, procedures and guidelines are followed.
If you use social media sites for official and personal/professional reasons, you should use separate official and personal/professional profiles. This will make it easier to participate in online social media by differentiating between your identity as a citizen and your identity as a public servant.

3. Social media and Social Engineering

Social engineering, “the act of manipulating people into performing actions or divulging confidential information”, predates social media and the Internet. With a bit of knowledge and a little bit of information, a good social engineer can gain access to confidential or personal information with relative ease. 

Social media sites make it very easy to share information with others. While this convenience is their selling point, it means that you need to be savvier than usual in your use of these sites. 

• Check your account and privacy settings – make sure you know who can access any postings you make before you post them. You should also check that you are not revealing more personal information about yourself than is necessary.

• Review your posts before adding them to a site to ensure you have not revealed more than you should.

• Consider any ‘Friends’ requests carefully – especially from people you do not know. You don’t want to reveal more information than you should or end up with less than professional updates from others on your professional profile. 

4. Frequently Asked Questions

What is the difference between official, professional and personal use?

Official use is when you are commenting as a Finance official. An example is posting a factual answer to a blog comment incorrectly describing a Finance initiative and then, with the answer, providing a link to the correct information. This would normally be done by providing an introductory line establishing your position (e.g. I am the Finance officer responsible for this tender request) and using a profile linked to a Finance email address. 

Professional use is when you are commenting personally but as an experienced person in your particular field. For example, an accountant working in Finance might want to leave a comment about an accounting issue, which is not related to government policy, on the CPA President’s blog. This would normally be done using a profile that was connected to a personal email address not a Finance address.

Personal use is when you are commenting on a matter in neither of the above capacities, e.g. discussing the performance of your favourite football team. This would normally be done with a profile linked to a personal email address.

I already use Facebook and/or other social media sites, but don’t want to create an official profile or discuss work-related matters online. Do I need to change my existing social media profiles?

No, as long as you don’t make any comments on your existing profile that could be perceived to be official. 

I’m thinking about using online social media for a Finance-related issue. Do I need my manager’s authorisation first?

You don’t need permission to discuss publicly-known, factual matters relating to Finance online. An example of this might be to provide a link to a relevant publication on the Finance website in response to a query or comment emerging from an online discussion, or to identify that the Department has responsibility for a certain policy area. 

You will need permission from your manager if you wish to discuss matters which are sensitive or not already in the public domain. You will also need permission before posting anything online which could be interpreted as an official statement or commitment to some course of action from the Department or the Government. You should exercise careful judgement before posting details about your role in Finance or your personal life.

Of course, matters that are subject to handling restrictions (IN-CONFIDENCE, etc) or that are classified as either non-national security or national security cannot be discussed or mentioned online.

Finance does not wish to limit your participation in online discussions, including those related to work, but it is important that you consider the impact your online activities could have on the Department. If in doubt, ask your manager. 

Can I comment on another agency’s blog or a news website? 

Yes, but remember the distinction between your identity and views as a private citizen and your role as a Finance employee. It is important that you do not post information that could be interpreted as an official position or statement on behalf of Finance unless you have prior permission from your manager. Where appropriate – if you have permission to comment on a Finance initiative, for example – you should declare your position as a Finance employee. 

If you are participating as a private citizen, remember the standard of behaviour expected of public servants.

Can I comment on work from another area of Finance or work I am doing with another area of Finance?

No, you should only comment on areas of work that are within your area of responsibility. While you may have an interest in other areas of the Department it is best for comment to be made by those areas of Finance closest to them.

Yes, you can comment on work you are doing with another business group of Finance but you should only do so after consulting with them and receiving approval from them to do it.

Can I include Finance documents on my Facebook page?

No. It’s important that your professional or personal Facebook or other social media profile is clearly marked as your profile and not able to be perceived as an official source of Departmental information. You can, however, include links to documents hosted on public Finance websites. 

Will my use of Facebook or Twitter at work be monitored?

Yes. Your access to and use of social media sites, like all internet access from work, is governed by Finance’s existing ICT Security and ICT Usage policies.

Do I need my manager’s permission before I create a Facebook profile?

No, but you will need to follow the usual clearance processes if you are making comments regarding the Department on anything other factual, unclassified and uncontroversial matters.

5. More on Twitter

What is Twitter?

Twitter is a real-time, social networking website that allows users to send and read messages – known as tweets – of up to 140 characters.

Key terms

• A tweet is a message posted on Twitter

• Following somebody means subscribing to someone’s tweets

• A direct message (or DM) is a private message on Twitter

• RT or retweet means reposting someone else’s tweet

• Trending topics are the most-discussed subjects on Twitter at any given moment

• Including @[username] in a tweet is a way of sending a public message to or about a Twitter user

• A hashtag (the # symbol followed by a subject) is included in tweets as a way of categorizing posts by subject. They provide a useful searching tool for finding tweets on topics of interest.

• Shortened URLs: to fit links into tweets, URLs are typically shortened using free services such as bit.ly
 that provide a shorter link which redirects to an existing website. The downside of this is that you cannot tell where the link will take you. To get around this, use Twitter’s internal link-expanding function or free services such as RealURL
 to see what the actual URL is and decide whether it is safe to view. Don’t just click on a shortened URL blindly – you never know what’s on the other side.

How does Twitter work?

Twitter lets you write and read messages of up to 140 characters, or the very length of this sentence, including all punctuation and spaces.

The messages are public and viewable from the author’s profile page. Users are able to decide which accounts they follow and receive messages from.

Users can respond to tweets in the following ways:

• Send the author a message back. 

• Subscribe to receive future tweets from the author by ‘following’ them (if you are not already doing so) 

• Retweet the message (i.e., send the message in its entirety to your own ‘followers’)

• Expand the conversation by sending their own tweet about what the author has written 

• A combination of the above.

Getting started

You do not need a Twitter account to view public tweets. Go to http://search.twitter.com to find tweets on topics of interest. Do this before you create your own account to become more familiar with how people use Twitter.

Setting up a Twitter account

1. Go to http://www.twitter.com and click on “Sign up now”.

2. Complete your profile information

If you are creating a personal account, make sure you do not include information in your profile (including your email address) that clearly identifies you as a Finance employee.

Following others

‘Following’ somebody means that you have subscribed to their tweets. You can use the Twitter search function to find people you may be interested in following. When you visit the Twitter home page after logging into your account you will see a list of recent tweets from other Twitter users who you are following. 

Once you have found someone, click on the ‘Follow’ button (located under their picture).

It is important to note that on your profile page other Twitter users will be able to see which users you follow and which users are following you. You should take this into account before following a user or allowing another user to follow you.

Note: You do not need to follow someone to send them a tweet.

Useful links

• Twitter 101
, an introduction and how-to site designed primarily for business, provides useful information to those new to Twitter. 

• TweetMP
 lists all Federal Australian Members of Parliament on Twitter and provides a facility for the public to invite MPs to use Twitter.

6. More on Facebook

What is Facebook?

Facebook is a social networking site that allows people to connect with their network (e.g., family, friends, co-workers) and create new networks (e.g., with people with similar interests). Many public figures and organisations have fan pages, allowing thousands of Facebook users to interact with them.

Getting Started

1. Go to the Facebook website: http://www.facebook.com 

2. Enter the required information in the sign-up form and click on ‘Sign up’

If you are creating a personal account, make sure you do not include information in your profile (including your email address) that could identify you as a Finance employee.

Facebook Lite

Use Facebook Lite
 when you access Facebook at work. The ‘lite’ version is a faster, simpler version that strips Facebook down to the basics: status updates, private messages, photos and videos.

Finding and Adding Friends

Once you have created an account, you will want to add friends. You can do this in three different ways:

• Search for friends or acquaintances who are already on Facebook. You can enter their name into the search bar.

• Invite friends or acquaintances who are not yet on Facebook

• Search for Facebook users with similar interests to yours.

To add someone as a friend, click on “Add as friend” in the search results page or click on the “Add as friend” button on their Facebook profile page. A friend request will be sent to the user – you will receive confirmation if they accept your request.

Remember: once you add someone as a friend, they will be able to view any information you have allowed to be accessible to friends – including your photographs. See below for important information about Facebook’s privacy settings.

Joining Fan Pages and Groups

As well as adding friends, you can also join fan pages and groups. Fan pages may belong to politicians, organisations or celebrities. Groups may be created for reasons such as sharing a common trait or expressing an opinion on a particular topic or item. You should be aware that other Facebook users will be able to see your list of Fan and Group pages.

Status Updates

You can use status updates to let people know what you are doing, what you are planning or what you are thinking. 

Handy hints and useful links

Privacy settings

Take the time to go through the many privacy settings options. This is an important step, as it is very easy to inadvertently reveal more information than you might expect. Use the “How others see you” tool as a way to check how your privacy settings are working.

You can divide your friends into different groups – you may have separate ‘Family’, ‘Childhood Friends’ and ‘Colleagues’ lists, etc. You can give specific access to (or take access away from) the different lists you create. For example, you may allow all friends access to your photos with the exception of those on your ‘Family’ and ‘Colleagues’ lists.

Privacy and Security tips

The Sophos website
 provides a wealth of information about good security and privacy practices on Facebook. You should visit this site before you actively use Facebook. 
� See http://www.openaustralia.org/


� . To learn more about pattern language, start with the Wikipedia definition. �HYPERLINK "http://en.wikipedia.org/wiki/Pattern_language"��http://en.wikipedia.org/wiki/Pattern_language�


� For example: Crumlish, C. and Maline, E., 2009, Designing Social Interfaces: Principles, Patterns, and Practices for Improving the User Experience, O’Reilly Media and Yahoo! Press.


� Available online at �HYPERLINK "http://webpublishing.agimo.gov.au/"��http://webpublishing.agimo.gov.au/�


� An example of this kind of activity within a Wiki context is called ‘wiki gardening’ – see http://www.socialtext.net/exchange/index.cgi?wiki_gardening_tips





� Flickr Co-Founder Caterina Fake on the Value of Viral Loops [Exclusive Q&A], http://www.fastcompany.com/blog/adam-penenberg/penenberg-post/flickr-co-founder-caterina-fake-value-viral-loops-exclusive-qa


� For example, Forrester’s “Social Technographics Ladder”, http://www.forrester.com/Groundswell/ladder.html (not to be confused with Arnstein’s "A Ladder of Citizen Participation” published in 1969).


� To enable effective moderation, a rule of thumb ratio of up to 30 active participants to 1 moderator is recommended.


� Available online at �HYPERLINK "http://www.apsc.gov.au/circulars/circular096.htm"��http://www.apsc.gov.au/circulars/circular096.htm��HYPERLINK "http://www.apsc.gov.au/circulars/circular096.htm"��http://www.apsc.gov.au/circulars/circular096.htm�


� For further information on Netiquette, refer to Virginia Shea's Netiquette Core Rules, at  http://www.albion.com/netiquette


� Source: http://wpgblog.agimo.gov.au/2010/04/07/social-media-101/


� http://www.apsc.gov.au/values/conductguidelines.htm


� http://www.apsc.gov.au/circulars/circular096.htm


� http://bit.ly/


� http://real-url.org/index.php


� http://business.twitter.com/twitter101


� http://www.tweetmp.org.au/


� http://lite.facebook.com/


� http://www.sophos.com/security/best-practice/facebook
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