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Sponsors
DNN provides a suite of solutions for creating rich, rewarding online experiences for
customers, partners and employees. DNN products and technology are the foundation for
750,000+ websites worldwide. DNN's solutions include Evoq Content, a Content Management
System, and Evoq Social, an online community solution.
Learn more at http://www.dnnsoftware.com/solutions/evoq-social-online-communitymanagement
Enterprise Hive transforms the communications of organizations with a leading edge social
business software platform designed to unify all communications across the enterprise. Our
cloud-based, social business software, HiveSocial, delivers a dynamic suite of collaboration
and communication tools that includes a motivation and recognition engine.
The platform’s connectors enable easy integration to layer any of Hive Social’s robust
functionality into existing enterprise technologies, giving you the power to seamlessly
transform business processes into social workflows.
Enterprise Hive’s extensive experience and knowledge of community management combined
with its technically advanced social business software platform, gives an organization modern
tools to deepen relationships, better communications and improve productivity from any
device.
Learn more at www.enterprisehive.com
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Sponsors

Jive (Nasdaq: JIVE) is the communication and collaboration platform for modern, mobile
business. Recognized as a leader in social business by top analyst firms, Jive's cloud-based
platform connects employees, customers and partners — transforming the way work gets done
and unleashing productivity and innovation for millions of people. Many of the world's largest and
most successful companies are using Jive-powered employee networks and customer
communities to achieve breakthrough results in workforce performance, sales and marketing
execution, and customer service and satisfaction.
Learn more at jivesoftware.com
Lithium software helps the world’s best brands build trusted relationships with customers. Lithium
helps more than 300 iconic brands— including AT&T, Best Buy, Indosat, Sephora, Skype and
Telstra — respond on social networks and build trusted content on a community they own. The
100% SaaS-based Lithium Social Customer Experience™ platform enables brands to build and
engage vibrant customer communities to drive sales, reduce service costs, accelerate innovation
and grow brand advocacy.
Lithium is privately held with corporate headquarters in San Francisco and offices across Europe,
Asia and Australia. For more information, connect with us on Twitter, Facebook and our own
community.
Learn more at lithium.com
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Sponsors

At Sitrion, we help employees to get their job done better every day. In a complex enterprise world,
we enable an engaged workforce to stay connected, make smart decisions and be productive.
Our advanced community management features like analytics, content targeting and translation,
help you keep your employees around the world engaged and motivated. Plus we help you
connect experts to business problems and enable innovation to be fostered as a strategic
imperative for all employees to support.
We offer the most integrated, business-centric social business platform for organizations of all
sizes and in every industry, and Sitrion also helps you integrate HR self-service processes and
enables the mobile workforce to stay connected to the business. Leveraging their investments in
SAP or SharePoint, millions of users depend on us to drive innovation, discover untapped expertise
and simplify business processes.
Learn more at www.sitrion.com/community
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Welcome to the
State of Community
Management 2014

Welcome to the fifth edition of
The Community Roundtable’s
annual State of Community
Management.
As the discipline of community
management has evolved, so too has
this report…
In 2010 the report compiled and
documented what TheCR Network
members were learning together.
In 2011 the report consolidated and
organized even more common
practices, creating a reference guide
for community managers to pull from.
In 2012 the report documented a
different look at communities and
covered the initiatives and milestones
that they go through as they mature.
Last year we evolved the research to
a quantitative platform about
communities, community managers
and community programs that
delivered data about engagement
rates, standardized programs and
community manager characteristics.

This year we are excited by the
evolution of our quantitative
methodology – informed by a
collaborative effort with TheCR
Network members who were part of
an assessment working group – to an
objective set of community maturity
indicators.
What this means is that we now have
the capacity to assess community
maturity and benchmark the
performance of one or a set of
communities against each other to
identify strengths and opportunities to
improve – and to create a community
investment roadmap.
We hope this research provides both
good validation for your approach
and gives you an actionable tool to
help drive your community forward.
Cheers –
Rachel & Jim
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The Community
Maturity Model

The Community Roundtable developed the Community Maturity Model (CMM)
to help organizations understand, plan for and assess the performance of
community and social business initiatives.
The CMM organizes the issues, associated competencies and information
relevant to community management as the discipline matures and extends
across an enterprise. It aligns on two axes, maturity levels and competencies.
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Using the
Community Maturity
Model

The Community Maturity Model
(CMM) can be used to understand
the discipline of community
management and as a tool for
decision-making.
We’ve seen TheCR Network
members apply the model to their
organizations in a variety of ways
including:
• A gap analysis and roadmap
tool to justify and plan budget and
associated initiatives
• A method of tracking
community by community
progress to make better decisions
about resource allocation and
investments
• A framework for community
management training to ensure
organizational-wide standards in
approach

Last fall, a group of members in
TheCR Network formed a working
group with the objective of using the
CMM to develop a tool for community
managers to assess the maturity of
their communities.
The Community Maturity
Assessment Working Group built a
set of artifacts for each stage of
community maturity in the CMM. The
assessment work resulted in a
checklist community managers could
use to determine the strengths and
weaknesses of their community
programs.
In addition to using these artifacts to
develop the State of Community
Management 2014 survey, working
group members have applied and
expanded on their work in their own
organizations.
This research is the culmination of
our collaboration with this group, and
we are grateful for their rich
practitioner input.
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Using the
Community
Maturity Model
at Johnson
Controls

Using the Community Maturity Model to Build a Community Roadmap
At Johnson Controls, we’ve used the Community Maturity Model as a framework to help
grow an external community for customers, partners and prospective customers. We
designed a roadmap that outlines how specific initiatives will help the community mature.
The model helped us:
1. Identify short-term and long-term strategic goals.
2. Track and measure progress - against ourselves and communities surveyed in the
State of Community Management 2014.
3. Communicate initiatives and budgetary needs (immediate and future) for growth and
success of the community.

Johnson Controls Community Roadmap

Heather Ausmus, Johnson Controls
Member of TheCR Network since 2012
9

Using the
Community
Maturity Model
at Microsoft

Using the Community Maturity Model for Internal Community Consulting
At Microsoft, many teams are committed to fostering and revitalizing communities. The
Community Maturity Model helps us develop action plans for these communities. We’ve
used the Community Maturity Model to:
1. Show community owners that the work of managing communities can be
systematized (to a degree).
2. Guide community managers as they assess their communities against industry norms
and identify the actions they want to take to improve community performance.
3. Advise sponsors of potential new communities of the initial actions they should take
as they launch their communities in an 8-Step Internal Community Jumpstart plan.

Microsoft’s Community Maturity Assessment Tool

Alex Blanton, Microsoft
Member of TheCR Network since 2013
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About the
State of Community
Management 2014

The State of Community
Management is The Community
Roundtable’s annual
assessment on the performance
of communities and community
management.

This year’s research assesses the
maturity of online business
communities based on the
competencies in the Community
Maturity Model.

Research themes
! How are communities
performing?
! What are the standards and
strengths of communities?
! What opportunities should
community managers focus on
to grow their programs?

.
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Participant
Demographics

Industries

The most widely represented
industries were: high tech/
telecom/software and business/
legal/professional services.

The State of Community Management 2014 surveyed 164 communities
across industry, use case, size and age. The average community age was 4.8
years and 43% of survey respondents represent communities from TheCR
Network member organizations.

Use cases

36% of survey respondents
manage internal communities
and 53 % manage external
communities.!

Community Size

50 percent of communities had
10,000 or more members.
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The Evolution of
Communities
As the Internet and the social web has evolved, so too
have online communities. We categorize communities
in three ways:
" Exclusive - The community has qualifications to
entry, a "home base" online and membership is
explicit. Members would identify themselves as
members of the community.
" Discrete - The community has a "home base"
online, but membership is implicit and based on
participation. Members may not identify themselves
as members per se, even though they have an
account.

Exclusive
Discrete
Distributed

" Distributed - The community interacts in various
places online, and membership is vague. Members
don't think of themselves as members of your
community so much as individuals who interact with
you on social channels.
The survey population represented a relatively equal
distribution of each type of online community.

Listen to Nancy White, Rachel Happe
and Jim Storer discuss the evolution of
online communities.
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Key Findings
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Key Findings

1

Community maturity
delivers business value.

2

Advocacy programs
increase engagement.

For many years, community
management has been more of an
art than a science. That is
changing as organizations apply
more process. Those that do apply
more process are seeing results –
and newer communities are in
many cases more mature than
those started 3-4 years ago
because they are able to make
use of emerging knowledge of
community practices.

Community advocacy and
leadership programs are a key
element of the most successful
communities – they correlate with
engagement, ability to measure
value and executive participation.
These programs require an
investment in community
management resources and
processes to scale from informal
programs to structured programs to
multi-tiered leadership initiatives.

Of those with the most mature
processes – the best-in-class (the
top 20%) in this report, 85% can
measure the value of their
communities vs. 48% for the
average community.

Only 33% of communities without
any leadership opportunities are
able to measure value – that rate
more than doubles to 71% for
those with formal advocacy
programs.

3

Executive participation
impacts success.
.Executive support is obviously
needed to drive business results,
and while executive participation
correlates with resources to
enable success, it also is strongly
linked to community engagement.
This validates the need for both
sponsorship and behavior
modeling on the part of
executives.
In best-in-class communities,
58% include CEO participation
vs. average CEO participation
rates of 36% - those are the same
communities that are most likely
to be able to measure value, have
a fully-funded roadmap and have
advanced community leadership
programs.
15

.

1. Community maturity
delivers business value.
Two things were compelling and significantly different
about the most mature (best-in-class) communities –
they were almost twice as likely to be able to
measure their business value, and they were
significantly more likely to match their strategy with a
fully resourced roadmap in order to execute on their
ambitions.
How value is calculated varies across community use
cases, an organization’s ability to gather data and the
way an organization structures its budgets, and
because of this it was not addressed in this research.
However, demonstrating that investing in community
management maturity does result in an ability to
measure value is an important indicator for
stakeholders, who often still see investing in
community management as a leap of faith. Equally
important is the ability to demonstrate that the path to
realizing value requires both an approved strategy
and investment in a plan to execute on that strategy.

Mature communities are almost twice as likely
to be able to measure value…

Can measure
value

Best-in-class

Average

… and more than twice as likely to have fully
resourced roadmaps.

Approved strategy

Approved,
resourced roadmap
Best-in-class

Average
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2. Advocacy programs
increase engagement.
Community advocacy and leadership programs can have a
significant impact on engagement rates. Those with multitiered programs see some of the highest engagement rates,
with 46% of members contributing in some capacity and a
significantly higher percent of community members
collaborating with each other to create value.
These programs, however, require more community
management resources and are more common in older
communities. For those that understand their impact, that
investment pays off.

Multi-tiered community leadership programs have
some of the best community engagements rates…
= 5%

Multi-tiered
program

Formal
program

Collaborators
Creators
Contributors

Average

Lurkers

…but higher engagement rates require more
community mangers…

…and are typically found in older communities.
Multi-tiered program
Formal program
Informal program
No program
Average
Average number
number of
of
community
managers
community
managers

Multi-tiered program
Formal program
Informal program
No program
Average community age
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3. Executive participation
impacts success.
While it is not surprising that communities with CXO
Not surprisingly, communities with executive participation
participation are more likely to have a fully funded community
are more likely to have a fully funded roadmap…
roadmap, it was surprising how much executive participation
Communities without
increased general engagement, particularly when the CIO
CXO participation
participated.
Communities with
CXO participation

Communities with approved, resourced roadmaps

This data suggests the critical role executives play in both
supporting the community and in modeling behavior.

…but executive participation also significantly
impacts general engagement rates…
CIO

= 5%

…and best-in-class communities have higher
executive engagement rates.
Other CXO

CMO

CMO

Other CXO
Collaborators
CEO

Creators

CIO

Contributors
No CXO

Lurkers

CEO

Best-in-class

Average
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Comparison
Perspectives
19

Comparison Perspectives
Best-in-class communities
demonstrate potential.

Community managers matter.

Internal and external communities
are similar… but different.

Throughout this research, we label
the most mature 20% of communities
as “best-in-class.” We use this data
to offer a comparison perspective to
demonstrate what top performers are
achieving.

Despite progress in understanding the
discipline of community management
over the years, far too many
communities are still without any
dedicated community management
resources.

Internal – or employee focused –
communities are a relatively new use
case for online communities, and it is
easy to see how they are different
than external, customer and market
facing communities.

The best-in-class segment is
consistent across metrics and may
not be achieving the best
performance in any one metric.
Instead this data demonstrates how
the best overall performers are
prioritizing their focus relative to
average – helping us all understand
the potential for communities.

However, the truth is, community
managers matter – they impact the
engagement, ability to measure value
and the maturity of the community.

We have found a surprising degree
of similarity, however, particularly in
their community management
approach and ability to measure
value.

For anyone hoping to get business
value from a community, appropriately
resourcing community management
staff should be a priority.

The differences show up in the topics
and the complexity of goals they
have and is demonstrated by
differences in engagement patterns
and the number of community
managers required.
.
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Best-in-class communities
demonstrate potential.
Members of best-in-class communities are significantly more
engaged, and these communities are almost twice as likely to be
able to measure value than the survey average. They also are more
likely to have advanced community leadership programs.

Best-in-class communities are almost
twice as likely to know their value.
Can measure
value

This segment of communities can be used to establish community
management goals and garner support for investing in community
management resources and programs.

= 5%
Collaborators
Creators

Best-in-class

Average

High levels of formal and multi-tiered leadership
programs deliver engagement and value.

Best-in-class communities are
significantly more engaged.

Average

Best-in-class

Contributors
Lurkers

Multi-tiered
program

Formal
program
Informal
program

No program

Best-in-class

Average
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Community
managers matter.
Dedicated community managers make a huge difference in
engagement, maturity and ability to measure value. Best-inclass communities understand this and have over twice the
average number of community managers.

Dedicated community managers correlate
to higher community maturity.

Best-in-class communities have more than twice the
number of community managers as average.

Best-in-class

Average

Communities with dedicated community managers
almost twice as likely to be able to measure value.

Dedicated community management
improves engagement rates.

1+ full-time
community
manager

Can measure
value

= 5%
Collaborators
Creators

No full-time community manager
1+ full-time community manager

No full-time
community
manager

Contributors
Lurkers

22

Internal and external
communities are similar… but
different.
Internal and external communities were surprisingly similar in their
management maturity and their ability to measure value because
internal communities are a relatively new use case compared to
external support or market facing communities.
Differences showed up in ability to execute on their vision,
engagement rates and number of community managers – reflecting
the higher complexity of goals and interactions typical in internal
communities.
Internal

While overall maturity is very similar, external
communities have a bigger gap between ambition
(strategy) and execution (roadmap).
Strategy but
no roadmap

External
External

External

Average Community Managers:

2.4

1.8

Average Part-time Community Managers:

9.0

2.5

Internal

Engagement rates in internal communities are
higher than in external communities – but not
by as much as expected
= 5%

Internal and external communities are
almost equally able to measure value.

Internal

Collaborators
Creators

Can measure
value

External

Contributors
Lurkers

External

Internal
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Assessment by
Competency
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Learning from the
Community Maturity
Model

This section of the report explores
the eight competencies of the
Community Maturity Model and
includes:
• The definition of each competency
• How communities are performing
• Recommendations for maturing
each competency in your
community
• Answers to frequently asked
questions about community, based
on this research and TheCR’s
work with over 95 organizations
• Lessons from TheCR Network’s
weekly Roundtable programming

About TheCR Network’s
Roundtable Programming
TheCR Network members have
access to weekly Roundtable
programming, calls facilitated by
experts and practitioners on topics
designed to help members
strengthen their community programs
and professional development.
The Lessons from TheCR Network
included here are excepts from
Roundtable Reports, summaries of
these events available to members in
TheCR Network. This research
highlights eight of the over 200
reports in the directory.
To learn more about TheCR
Network, see page 73.
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Strategy
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Strategy

The Strategy competency measures how community objectives are created,
defined and translated into plans.
The foundation of a successful community is a well-defined strategy that integrates social
tools and methods with business goals and processes. A community strategy also aligns an
organization’s goals with member needs.
Community strategies are maturing.
72% of communities have an approved community strategy, signaling organizations
understand how to justify a community approach. However, of that 72%, only 40% of those
strategies are operational and measurable. In best-in-class communities, 100% have an
approved strategy and 79% have strategies that are operational and measureable – an
indicator of why best-in-class communities are twice as likely to be able to measure value.

Recommendations
A disconnect remains between strategy and execution.

Assess your community
strategy to ensure it is
actionable and measurable.
Develop a community
roadmap that addresses key
gaps and opportunities.
Ensure appropriate levels of
community management
staffing.

Fewer than 50% of communities with an approved strategy have an approved and
resourced roadmap, suggesting a significant gap between community ambition and the
ability to execute on it. This gap in understanding what is required to fully realize a
community strategy is a barrier to community success. Best-in-class communities have a
smaller gap between those with an approved strategy and those with a fully resourced
roadmap – only about 25% of those with an approved strategy lack a roadmap.
Community managers close the gap between strategy and execution.
Communities with dedicated full-time community management resources are more likely to
have approved community strategies and roadmaps. While communities with full-time
community managers are only slightly more likely to have approved strategies, they
increase the likelihood of having a fully resourced roadmap, suggesting that community
managers play a key role in translating community visions to reality.
27
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Be Data-Driven

Community manager challenge:
To be successful, I need to convince our executives to
invest in our community program – what’s the best way to
make headway?

How to use this research:
1. Define what success looks like.
The best way to help people see your vision is to define what success looks like. Use
this research to help define which initiatives you think your community program will
need to be successful.
2. Audit community management capabilities.
Use this research to compare your management capabilities against the market
average and best-in-class data to demonstrate to executives where your program
strengths are, where opportunities lie and why those opportunities will impact
performance. See page 67 for an example of how to document this audit.

FACT: 54% of communities that
can measure value and 76% of
best-in-class communities have a
resourced roadmap.

3. Build a roadmap.
Use your audit to build out a community roadmap that links specific activities and
initiatives to the opportunities you have identified. Use this roadmap as a discussion
tool during budget and planning discussions. It can help move the conversation of
‘why should we invest’ to ‘what should we invest in’, which is a powerful change that
enables you to make progress.
29

Lessons from
TheCR Network

Budgeting for Social Media and Community
These lessons are from a Roundtable call where members of TheCR Network
gathered to discuss how they thought about and constructed their budgets –
and what assumptions they used to estimate costs.
Lessons learned include:
1. Resources, technology and content management were the line items
within the budget receiving particular prominence in terms of budgeted
dollars.
2. Survey membership (particularly superusers) to understand where to
allocate budgeted dollars. This best practice is heightened in
effectiveness if followed-up with phone calls to the respondents.
3. If given an extra 10-15% in their budgets, participants responded that
they would spend additional budget on people (community members
and/or staff). A couple participants added that they would spend it on travel
as face-to-face meetings are more effective than video conferencing in
certain situations.
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Leadership
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Leadership

The Leadership competency measures how both emergent leaders (community
advocates) and formal leaders (executives) influence community performance.
Leadership roles within a community include roles members assume and how an
organization’s executives participate. These two components of the leadership competency
are often distinct, but can overlap.
Advocacy programs increase community engagement.
Community advocacy and leadership programs are a maturity artifact that has one of the
most significant positive correlations with community engagement in this research– lurker
rates for communities with multi-tiered leadership programs were 54%, compared to the
survey average at 63%.
Community advocacy and leadership programs correlate to overall community maturity, the
number of full-time community managers, the ability to measure value, higher levels of
executive participation, higher levels of product team and subject matter participation, more
user-generated content, higher levels of conversation vs. content sharing and more robust
community tools.

Recommendations

Invest in your community
advocacy program early on.
Develop an executive
coaching plan.

Executive participation impacts community success.
C-level participation (Note: we measured participation rates vs. sponsorship) correlates with
higher rates of fully-funded roadmaps, more community managers and more mature
community programming, and it also has a significant impact on overall community
engagement.
In 58% of communities surveyed, community managers are responsible for coaching
executives on how to engage in the community. In best-in-class communities, 85% of
community managers coach executives. Getting executives comfortable participating in
community is a critical success factor in best-in-class communities.
32
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Be Data-Driven

Community manager challenge:
My executive sponsor approved the community budget and is
very supportive, but does not participate herself. Is it worth
coaching her on how to engage?

How to use this research:
1. Understand the connection between executive participation and community
success.
Communities with C-level participation have higher member engagement rates,
suggesting the importance of establishing credibility and modeling behavior in the
community. Executives also are more likely to participate when other executives
participate. Don’t limit coaching to just one executive – develop a roadmap to
coach them all over time.
2. Interview executives.

FACT: 85% of community
managers in best-in-class
communities coach executives.

Spend time understanding the executives you are targeting for participation.
Knowing what and who they care about will help you understand the best
opportunities to demonstrate why they should participate in the community
themselves.
3. Pique executive interest!
Use community content and programming that generates artifacts that may pique
executive curiosity. Communities with C-level participation are more likely to use
the following types of content and programming: newsletters, regular surveys,
34
online events and offline events.

Lessons from
TheCR Network

Case Study: The Evolution of an Advocacy Program
On this Roundtable call, TheCR Network members joined Erica Kuhl and Matt
Brown from Salesforce to discuss a case study of Salesforce’s MVP program.
Lessons learned include:
1. When building a community advocacy or leadership program, avoid
over-governing the program with too many policies at the beginning.
In this case, Salesforce wanted to grow the program with their MVPs. As
they started to grow and enlist new MVPs, they added policies, guidelines
and expectations in tandem with the growth.
2. Understand from the onset of the program the plan to leverage your
advocates. This is critical in order to guard against the advocates feeling
used or abused. It also contributes to a successful transition from an
informal to a formalized program.
3. Ensure the organization elicits the feedback of the top advocates in
the creation of the program. If this group likes the program and has an
opportunity to refine it, it will be accepted by the greater population of
advocates.

Facilitators: Matt Brown and Erica Kuhl, Salesforce
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Culture

36

Culture

The culture competency articulates the norms of a community and explores
their impact on participation and engagement.
Culture is complex, variable and hard to describe. It can be interpreted differently by different
people, has no clear right or wrong standards and changes slowly. The best communities
proactively define and manage culture.
Mature communities assign management ownership to community culture.
While the majority (76%) of communities have a proactive position on the culture they want,
best-in-class communities are more likely to assign ownership to culture – making
responsibility for community culture clear. Community managers often play this role - 75%
are responsible for promoting, encouraging and rewarding productive behaviors.

Recommendations

Assign ownership and
responsibility for managing
culture.
Extend community
management responsibilities
to members.
Incorporate cultural
standards into your
community planning.

Extending management responsibilities is one way to promote a culture of active
participation.
Community engagement levels are linked to community leadership opportunities.
Communities with multi-tiered leadership programs have one of the strongest engagement
profiles, with 12% of members actively collaborating and only 54% of members who lurk.
Other member responsibilities linked to high engagement rates are contributing to strategy,
building the community roadmap, researching and reporting on community trends and
measuring and reporting on community performance.
There are emerging cultural standards for best-in-class communities .
While the tone of engagement varies by community use case (for example, marketing
communities are most humorous), there were marked differences for all communities that
could measure value. Communities that could measure value were 8% chattier than those
that could not measure value, 9% more proactive to issues and 10% more structured - a
significant difference given the high variability in responses. This may suggest some
37
emerging cultural standards.
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Be Data-Driven

Community manager challenge:
I’m getting pressure to remove personal interest and water
cooler areas of our community, but I don’t think this is a
good idea – how do I help convince executives?

How to use this research:
1. Determine the issue.
Don’t make assumptions about why you are getting asked to remove personal
interest areas of the community, and instead have a conversation about why you
are being asked to remove them – it could be a data discovery and liability issue,
or it could be cultural.
2. Use data to illuminate.

FACT: 75% of internal
communities of interest can
measure their value, and they
are 48% more chatty than
average.

Every community and organizational culture is unique, so although data can’t be
used to make a decision, it can be used to show that 75% of internal communities
of interest can measure their value. Additionally, they are significantly more chatty
than average – demonstrating that chatty, interest-based communities are actually
worthwhile, despite the perception that casual conversation doesn’t contribute
anything to the organization.
3. Assign ownership.
Determine who will be responsible for the culture of the personal interest and
water cooler areas of the community and also ask that they track their value.
39

Lessons from
TheCR Network

The Culture of Community Engagement: An Anthropological Discussion
on How to Encourage More Member Interaction
On this Roundtable call, TheCR Network members joined Chris Bailey from Chris
Bailey Works to discuss his research regarding anthropology and cultures and how
these concepts can be applied to online communities to increase community
engagement.
Lessons learned include:
1. Understand the member’s motivation for joining, engaging and remaining
part of the community. Only if the community manager understands the
member’s motivation can s/he take steps to encourage participation based on
that motivation. Four main motivational characteristics are altruism, enjoyment,
status seeking and reputation seeking.
2. Be aware of changing motivations. At any time, a member’s motivation could
consist of all four of the above characteristics and/or could switch from one
characteristic to another based on time and circumstance. This is the challenge
for community managers as they need to uncover the community’s overall prime
motivator, particularly as a means to engage lurkers.

3. Reward systems can be a double edged sword. Reward systems are a tool
that can be used to encourage member participation in the community, but
beware of the inevitable gaming that will result if the system is easily discerned.
Facilitator: Chris Bailey, Chris Bailey Works
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Community
Management
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Community
Management

The Community Management competency measures the resources dedicated to
managing a productive community.
Community management may not be an official, resourced role in new communities. Mature
communities have at least one dedicated community manager and the opportunity for
community members and staff to take on community management responsibilities.
Community managers are stretched thin.
The community manager role becomes more strategic as communities mature, but
community managers still have tactical responsibilities. The time investment required to
manage the strategic focus of a community coupled with day-to-day tasks may leave
community managers feeling burnt out, as described in TheCR Network’s look at The Dark
Side of Community Management.

Recommendations

Evaluate the amount of
community management
resources your community
needs.
Distribute community
management responsibilities
to members.

Over 70% of community managers are responsible for developing the community strategy,
marshaling internal support and advocating for the community internally. Yet over 80% are
also responsible for daily tasks like creating, curating and sharing content, monitoring
activity and listening and response and escalation. In the best-in-class communities, over
90% of community managers are responsible for these tasks, signaling that community
managers are not any less tactical in mature communities – they just do more.
Empowering members impacts engagement.
Community managers can scale themselves and improve engagement in their community
by giving control to community members. Community leadership programs and working
groups have high member participation rates that can signal a healthy, engaged community.
Other common responsibilities community members take on include new member
recruitment, welcoming new members and facilitating introductions and connections – more
than 50% of communities reported members taking on these tasks.
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Community manager challenge:
I don’t have budget to add new staff to my community team.
Where should I prioritize my time to make sure my
community continues to grow?

How to use this research:
1. Evaluate your time.
Track where you are spending your time for a week or two and then segment it
into major categories – engagement, measurement, evangelism, etc. so you can
see your current allocation.
2. Compare your priorities.
Look at how community managers in the most mature communities prioritize their
responsibilities – and where that differs from average communities. These are a
few of their priorities that differ from average communities:
• Advocating for the community internally

FACT: Communities with
community managers are more
likely to be able to measure the
value of the community.

• Building a community roadmap
• Coaching executives
3. Create a schedule.
Reactive issue management can eat up all of your time if you let it. Make sure it
doesn’t by blocking your calendar so you can dedicate time to what is important –
and make sure to protect that time. Delegate what you can to community
44
members and give the community space to take care of itself sometimes.

Lessons from
TheCR Network

Scaling for Success: Growing Your Community Team
For this Roundtable call, TheCR Network members focused discussion on
community teams - many have grown a team and have a clear handle on what did
(and didn't) work, while many others have arrived at that critical point of growth but
have questions about how to proceed (and succeed!). On this call members
discussed good practices and challenges.
 Lessons learned include:
1. Prepare to hire and train a candidate in advance of an expected increased
workload. The best course of action is documentation. Track all the time spent
on various tasks, track requests and report productivity on a daily/weekly/monthly
basis. This documentation and comparative historical data will rationalize a hiring
request and show the growing need for a new position.
2. Be on the lookout for potential candidates rather than sourcing candidates
at the time of hiring. Pre-screen candidates sourced through networking to
shorten the recruitment process.
3. Create an overview of a “day in the life of a community manager.” To help
executives recognize the importance of investing in the growth of a community
team, show them exactly what a community manager does on a daily basis.
Show them all the ways these individuals impact the customer, and connect that
to how it benefits the organization daily basis.
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Content &
Programming

The Content & Programming competency measures a community’s
formal activities and content.
Less mature communities don’t have much planning around community activities and
content. As this competency matures, an editorial calendar integrates content and programs
into the community strategy and organizes member contributions.
Communities need consistent content and programming.
Communities offer a variety of content and programs, and the frequency of some activities
points to some emerging standards. The top five most common programs were: content
promotion, welcome emails, newsletters, occasional surveys and badges or status.

Recommendations

Create consistency in your
content and programs.

Communities with consistent programming – those using regular programming instead of
occasional programming - have better engagement profiles. Communities that consistently
schedule content and programming with strategic editorial calendars have better
engagement profiles than the survey average and communities without strategic editorial
calendars, too.
Highlighting member contributions increases community engagement.

Plan content and
programming around a
strategic editorial calendar.

The content and programs that had the most dramatic link on engagement included those
that required and/or spotlighted member collaboration: working groups, regular offline and
online events and member profile promotion.

Highlight member
contributions in content and
programs.

Interestingly, these kinds of content and programs are also more likely to pique the interest
of executives. C-level participation rates were higher in communities that offer events,
newsletters, surveys and working groups.
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Community manager challenge:
My community members live in locations around the world.
I’ve heard face-to-face meetings are important for
relationships, but what if we can’t all get together?

How to use this research:
1. Refute your assumptions.
While it’s true that face-to-face events are great ways to help members connect,
the data shows that online and offline events are almost equally effective at
improving community engagement rates.
2. Don’t over-complicate.

FACT: Communities that host
offline events have a lurker rate
at 56%, and communities that
host regular online events have
a lurker rate of 57%.

Events are great opportunities for community members to get to know other
members (and the community’s managers) in real time. However, they do not
need to be complicated or complex – especially to start – and it is more important
that they be regular to establish a pattern of behavior. Some easy ideas:
• Weekly free form happy hour chats
• Scheduled AMA (Ask Me Anything) discussions with executives or subject
matter experts
• Monday morning roll call and top three priorities for the week
3. Experiment.
Try a few different types of events to see what works for your community. Also
keep in mind that sometimes you will have to have patience before events stick
and become popular - so don’t cycle through experiments too quickly.
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Lessons from
TheCR Network

Understanding Content Strategy: Practical Tips and Best Practices
On this Roundtable call, TheCR Network members joined Margot Bloomstein from
Appropriate, Inc. to discuss content strategy.
Lessons learned included:
1. A content strategy includes:
• A message architecture to align communication efforts.
• A content audit to know what content is needed by first examining what
already exists.
• A content curation process to filter the content for the specific purpose,
place, time and audience.
2. Inconsistency is a common pain point when designing a content strategy. A
message architecture allows the organization to reflect back to the message that
they wish to consistently deliver when interacting with consumers.
3. One of the biggest issues within organizations today is that no one owns
the content strategy. It becomes a part of everyone’s job and the effort is
passive. As a result, nothing really happens because it is not owned by any one
individual who has it incorporated as a part of his/her goals.


Facilitator: Margot Bloomstein, Appropriate, Inc
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Policies &
Governance

The Policies & Governance competency measures how organizations are
structured to support community efforts.
Policies and governance address a community’s terms governing participation and
guidelines for community culture and boundaries, as well as how an organization integrates
the community in its operations.
Policies and governance are enablers, not inhibitors.
Communities with guidelines and policies outlining ideal behaviors have better engagement
than communities using policies that only restrict certain behaviors. More crucially, best-inclass communities are almost twice as likely (91%) to have enabling policies vs. restrictive
ones compared to the average (50%).

Recommendations

Develop community policies
that promote ideal behavior
as well as restrict harmful
behaviors.
Publish a community
playbook.

Community managers are an important influencing factor in creating more mature policies.
They are champions for promoting and modeling good behavior, and when community
managers are responsible for developing community policies, those communities are almost
three times more likely to create enabling guidelines vs. restrictive ones.
Community playbooks are hallmarks of mature community programs.
In addition to enabling policies, best-in-class communities are more likely to document
organizational standards for community management in community playbooks. Best-in-class
communities are more than twice as likely to have playbooks as the average community.
Playbooks act as enablers to scale community management responsibilities.
Crisis planning is emergent.

Ensure you have a crisis plan.

Surprisingly, 55% of communities have no crisis plan. Although best-in-class communities
were more than twice as likely to have an approved crisis plan, 21% were still lacking one.
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Community manager challenge:
I’m starting a new community and need to create some
rules for engagement. Does anyone have examples or
recommendations?

How to use this research:
1. Define what success looks like.
Make an exhaustive list of everything you don’t want to see in the community –
and everything you do want to see, including who is participating and how. Be as
specific as possible and include stakeholders in this brainstorming.
2. Involve community members.
Communities with playbooks and mature policies are more likely to include
members in strategic, tactical and policy related decisions. While the relationship
between the two things is cyclical – getting members involved early can help drive
policy maturity.
3. Develop enabling policies that encourage desired behavior.

FACT: 85% of best-in-class
communities have playbooks
vs. 41% of average
communities.

Of the communities surveyed that can measure value, 67% have enabling
policies. Think of these kinds of policies as a “to-do” list vs. just a list of restricted
behaviors.
Research shows that it doesn’t take years to develop mature policies and
guidelines. 44% of communities that are only a year old have policies that
promote positive behavior.
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Lessons from
TheCR Network

Creating a Community Playbook
On this Roundtable call, TheCR Network members joined Lauren Vargas from Aetna
to learn about community playbooks.
 Lessons learned included:
1. Set the expectation that the playbook is meant to be an ever-evolving
document. It is not meant to be a command and control document, but rather a
protection document that allows people to feel comfortable having conversations
online. The structure of the playbook must have flexibility in order to ebb and flow
the same way that conversations ebb and flow.
2. Conduct personal interviews with people who might have access to the
playbook or for whom the process will be customized. The reason behind
this is because the way that the conversation is mapped, the way that a certain
situation is mapped or the way a certain conversation is prioritized may not be
the same across the entire organization.
3. Harmonize the playbook with existing policies and guidelines. It must
complement what already exists, not supersede it. The playbook must speak to
those policies, the code of conduct, the privacy policy, etc.


Facilitator: Lauren Vargas, Aetna
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Tools

The Tools competency measures the infrastructure and features that
give members access to content, activity and each other.
All online communities operate on a social software foundation, and markers of how a
community matures in this competency relate to how well integrated the community’s
technical features are to where and how the community members interact.
Responsive community infrastructure supports advanced community programming.
Communities hosted on dedicated platforms integrated with other places the community
interacts and can change based on the community’s needs are linked to community maturity
in many other areas – including community strategy, approach to culture, formal community
leadership programs, integrated editorial calendars and community policies and guidelines.

Recommendations

Choose software that is
responsive to the changing
needs of your community.
Align community program
needs with the community
feature set.
Pair your community features
with different audience needs.

These platforms have a more mature engagement profile with a lower number of lurkers
(53%) than communities with less integration and flexibility (65%). They are also significantly
more likely to be able to measure value (71%) vs. communities on platforms that are not
responsive to community needs (49%).
Mature communities have more advanced collaboration and management features.
Best-in-class communities had more functionality than average, including features like
microblogging, video and image sharing, polling, content management, wikis, ideation,
groups, influencer tracking and community manager dashboards.
Standard features – those with 60% or more adoption across communities – include
member profiles, discussion boards, blogs, video and image sharing, groups and mobile
access.
Not surprisingly, communities with executive participation were more likely to have mobile
access, microblogging and video and image sharing capabilities.
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Community manager challenge:

How do I select a community platform?

How to use this research:
Community owners have no shortage of vendors to turn to when looking for an
online space to host a community. The research points to some important
considerations:
1. Find a platform that can adapt to members’ needs.
Platforms that can be easily changed to respond to the changing needs of the
community have higher member engagement levels and only 53% lurkers.
2. Look for content management features that allow members to easily find
the information they need.

FACT: 85% of best-in-class
communities have content
management features in their
community platform.

Well-designed content management systems help members source their
information needs, therefore more easily find value in the community. It makes
sense that they are much more common in best-in-class communities.
3. Ensure the platform integrates with places the community interacts.
Communities hosted on platforms that are integrated with other places the
community interacts have higher member engagement levels (only 58% lurkers)
than those that do not (at 66% lurkers). Externally this may mean integrating with
social networks, and internally it may mean integration with email and business 59
applications.

Lessons from
TheCR Network

Defining Requirements that Scale
This call with TheCR Network members was facilitated by Thomas Vander Wal from
Design for Context to discuss social software and adoption.
Lessons learned included:
1. When sourcing social software purchases, organizations should be cognizant
that there is an incredible complexity associated with human social
interaction that is not easily captured in software.
2. Be aware that the requirements of the tools move from the simple to the
complex very quickly (usually within four to six months). Adding further
complication is that the needs of the business also change. Keeping this in mind,
Thomas advised that when defining requirements that scale, the focus should
always be on simplicity.
3. Do not fall into the trap of buying software without first mapping it to the
culture of the organization. This is a crucial step missed by many
organizations.


Facilitator: Thomas Vander Wal, Design for Context

60

Metrics &
Measurement
61

Metrics &
Measurement

The Metrics & Measurement competency measures the tracking and reporting
of the community’s performance.
Many things can be measured to track a community’s progress. Less mature reporting is
anecdotal or tracks basic activity and content. More mature reporting may also track basic
activities and stories but is focused on behaviors and outcomes related to the community
strategy.
Consistency is key.
Consistent reporting is necessary to have the most complete picture of the pulse of the
community. Almost 60% of communities prepare monthly, and about 25% prepare reports
more frequently. Frequency depends on the community’s level of activity and community
management resources needed to prepare reports.
Community metrics are standardizing.

Recommendations

Prepare monthly reports to
track activity and share results
with stakeholders.
Align your reporting with your
community’s objectives.

From a review of a selection of community reports, we found that reporting structure and
metrics tracked varies, which may be the result of different community goals. However, data
shows that communities are reporting many of the same types of metrics.
The most common metrics communities are tracking include: total membership, active
members, total activity, volume of new content and contributing members.
Mature community reports link activity to value.
Almost half of communities surveyed reported being able to measure the value of their
community. Communities that can measure value were more likely to metrics including:
volume of new comments and content, new member activity, behavior flows, resolution time
and questions answered.
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Community manager challenge:
I’m getting started with tracking metrics for my community
and looking for guidance – where do I begin? What metrics
are most important to track?

How to use this research:
1. Ensure you have a clear and measureable strategy.
Almost 80% of best-in-class communities have a measurable community strategy.
Why? That – more than anything else – will give you clear guidance on what to
track by articulating the business goals and behavior change you hope to see.
2. Identify a consistent reporting timeframe.
About 60% of survey respondents prepare reports monthly. Reporting more often
is likely a waste of time because behavior change takes time, but reporting
monthly is often enough to get the feedback everyone needs to make adjustments
to tactics.

FACT: 85% of best-in-class
communities can measure the
value of their community.

3. Determine reporting audiences.
Think about who will be viewing your progress and goals. What story are you
trying to tell them? Choose metrics that support the goals of your community and
can be easily understood.
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Lessons from
TheCR Network

Got Numb3rs? Community Metrics & Analysis
On this Roundtable call, TheCR Network members joined Jillian Bejtlich, who shared
her presentation from the Enterprise 2.0 Conference in June 2012 on the topic of
metrics and analysis.
Lessons learned included:
1. Focus on the end goal. As the data becomes overwhelming, remember to
always stay focused on this goal - write it down and refer back to it often. If your
data is not helping you move towards this goal, abandon it in favor of the more
useful data that substantiates your objective.
2. Determine the metrics needed by asking yourself simple questions. To help
sift through the data, ask yourself the following questions: “Who?”, “When?”,
“How?” and “What?”. Who is this data for? When is it needed and when can I get
it? How will I use this data? What metric goal does it answer?
3. Specify how long it will realistically take to provide a report. In the world of
data, some things can take awhile to get your hands on. If it will realistically take
two weeks to get the data your need and compile a report, do not be afraid to
state that it will take two weeks.

Facilitator: Jillian Bejtlich, The Community Roundtable
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Community
Maturity in 2014

Overall community maturity has been evolving rapidly especially in the area of
community strategy, confirming that some of the basics about what a community is and
what it can do for an organization are more widely understood and accepted. There are
still wide gaps in organizations’ ability to execute on community strategies with the
biggest opportunities in developing content and programming approaches and in
developing measurement techniques.

Strategy and governance are
maturing but also have the
biggest performance gaps
between average and best-inclass communities.
Community programming
and measurement are two
lagging areas of performance
for the market as a whole –
with inconsistent or nonexistent practices.
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Key Research
Recommendations

Invest in community maturity.

Develop an advocate program.

Encourage executive participation.

Some of the following are key markers
of mature community programs are:

Community advocacy and leadership
programs are highly correlated with
community engagement, mature
policies and value. Start by:

Participation from executives influences
both the engagement of the community
and the success of the community
program. Start by:

! A measurable community strategy.
! A fully resourced roadmap.
! A community playbook.
! One or more full-time community
managers.
! Executive participation.

! Identifying influencers and
advocates.
! Asking advocates to help create a
program that is a win-win-win.
! Developing advocate terms or a
playbook.

! Understanding executive needs.
! Piquing their interest in participating.
! Supporting and coaching them until
they are comfortable.
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Research Recommendations by Competency
Competency Recommendations
Strategy

Leadership

Culture

Community Management

Content & Programming

Policies & Governance

Tools

Metrics & Measurement

Assess your community strategy to ensure it is actionable and measurable.
Develop a community roadmap that addresses key gaps and opportunities.
Ensure appropriate levels of community management staffing.
Invest in your community advocacy program early on.
Develop an executive coaching plan.
Assign ownership and responsibility for managing culture.
Extend community management responsibilities to members.
Incorporate cultural standards into your community planning.
Evaluate the amount of community management resources your community needs.
Distribute community management responsibilities to members.
Create consistency in your content and programs.
Plan content and programming around a strategic editorial calendar.
Highlight member contributions in content and programs.
Develop community policies that promote ideal behavior as well as restrict harmful behaviors.
Publish a community playbook.
Ensure you have a crisis plan.
Choose software that is responsive to the changing needs of your community.
Align community program needs with the community feature set.
Pair your community features with different audience needs.
Prepare monthly reports to track activity and share results with stakeholders.
Align your reporting with your community’s objectives.
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Read Up:
More Research
Community
Management
Fundamentals

Dark Side of
Community
Management

Introduction to the
discipline of community
management and why it
matters.

Perspectives on the
personal challenges
for community
managers from
TheCR Network
members.

In addition to the exclusive research available to TheCR Network
members, The Community Roundtable research and presentations are
available to view on our website.

State of
Community
Management
2011

A compilation of
lessons from TheCR
Network members,
organized by the
competencies in the
Community Maturity
Model.

www.communityroundtable.com

State of
Community
Management
2012

A report that examines
the evolution of the
social business
industry and analyzes
organizational
patterns and lessons
learned from industry
leaders and
practitioners.

The Social
Executive –
Case Study

A study designed to
help better understand
the level of executive
engagement, how
executives are setting
priorities and the
value they expect
from social business.
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Get Started:
TheCR Toolkits

Start Toolkit

The Start Toolkit aims to
educate individuals and
community teams on how
to think about getting
started on their community
journey.

The Community Roundtable Toolkits are stand-alone resources designed
to help individuals map out the next challenges in their community
journey. They include exclusive research, curated content and case
studies, training videos and worksheets all designed to get you started.

Built Toolkit

The Build Toolkit aims to
educate community teams
who are working to
organize, assess and
report on their community
efforts.

State of Community
Management Toolkit

The State of Community
Management Toolkit
includes all of our SOCM
research, covering leading
practices required to
create a successful
community program.

www.communityroundtable.com

The Social
Executive Toolkit

The Social Executive
Toolkit is designed to help
social and community
teams understand
executive adoption so that
they can effectively coach
executives.
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Dig In:
The Community
Roundtable’s Services

TheCR Network
Membership in TheCR
Network provides community
managers and social
business practitioners
exclusive access to curated
content, ground-breaking
research, peers and experts,
and individualized concierge
services.

In conjunction with the ground-breaking State of Community
Management research, The Community Roundtable facilitates the
network of the smartest social business leaders and provides toolkits,
training and advisory services.

Toolkits

Training

TheCR Toolkits are standalone resources that provide
actionable insights,
templates and exclusive
research for each stage of
the community journey,
designed to enable
community managers to
effectively move their
programs forward.

We deliver scalable,
customized training for
external and internal
community managers and
social and community
strategists, as well as
executive coaching either in
person or as part of an ondemand curriculum.

www.communityroundtable.com

Advisory
Custom advisory enables
companies looking to start
their journey, build out their
community program or grow
a community program that is
not yet at its full potential
take advantage of our
expertise through on-site or
virtual workshops.
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About The
Community
Roundtable

Mission: Advance the Business of Community
Champion Advocate for the needs of community business owners and teams
Educate Provide training solutions to community and social business leaders
Curate Aggregate, document and share community management best practices

Services
TheCR Network | Research | Community Management Training | Advisory

Leadership Team

Member and client organizations

Rachel Happe
Principal and Co-Founder
@rhappe

Jim Storer
Principal and Co-Founder
@jimstorer

www.communityroundtable.com
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