
Turning Executives Into Allies
How To Make Your Community Indispensable To Your Colleagues
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What happens Today…

Community 
manager is 

recruited and 
told to drive 
engagement

Works hard to 
get people to 
drive a lot of 
engagement

Then tries to 
persuade 

colleagues that 
engagement is 

valuable



the engagement metrics will 
never be high enough to get you 

the support you want



My CEO said to me, I don’t care 
how many people respond in the 

comments. I care how many of our 
top 30 customers renew ”

“
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What needs to happen…

Works hard to 
drive as much of 
these results as 

possible

Sets community 
goals based 

around metrics 
colleagues 

already find 
valuable

Community 
manager finds 

out what 
colleagues find 

valuable.





It’s a lot easier to get 
support if you begin with 

something colleagues 
already support



what do we mean by  
getting support? 



support = 
access to internal 

resources you 
didn’t have before



No new  
resources

no  
support=



imagine each 
department 
as an engine 
cylinder, it’s 
your job to 
fire them up



DEPARTMENT support

CEO Participate in the community. 
Make it a priority for the organisation

Engineering Gather feedback from the community

Marketing Give community members exclusive 
news and access

PR Team Promote the community

Sales Get prospects and new customers to join 
the community

HR Team Embed community in newcomer 
orientation

Finance team Provide funding for new platform

Web team Feature the community more 
prominently on the website



setting goals 
and gaining 
support..

…are two sides 
of the same 

coin



the process of 
setting goals 
is the same 
process TO 
GAIN SUPPORT



you shouldn’t 
set the goals for 
your community,  

you should 
uncover them



STEP ONE 
uncover what 
your colleagues 
already support



you don’t need persuasion skills 
to get support, you need  

great listening skills



don’t set big, noble, goals
Organisational change 
Customer delight 
Customer loyalty 
Breaking down knowledge silos



you’re dealing with individuals who want to:

1) Save time 
2) Save money 
3) Avoid making mistakes / looking bad 
4) Get better results 
5) Impress their boss / colleagues 
6) Feel more important and respected 
7) Feel better about the work they do



No STAKEHOLDER HOPES AND FEARS

1 YOUR BOSS

2 LEGAL REP.

3 BOSS’ BOSS

4 DIR. MARKETING

5 CEO

6 CFO

7 TEAM MEMBER

8 WEB TEAM REP. 



No STAKEHOLDER HOPES AND FEARS

1 YOUR BOSS
Wants to be able to show improved customer satisfaction
Wants to be seen as someone who ‘gets things done’  in an organisation 
that’s typically slow
Worried that other people will get in her way

2 LEGAL REP.
Not have anyone ‘go rogue’
Wants people to appreciate what the legal risks are and not be seen as 
nagging people

3 BOSS’ BOSS
Worried about PR disasters and negative customer feedback reaching 
the exec team
Wants to see better media coverage

4 DIR. MARKETING Wants to be able to reach as many people as possible
Worried about declining reach in the industry. 

5 CEO Wants the company to look innovative.
Likes to present new etchnology at events

6 CFO Find ways to save money 

7 TEAM MEMBER Be seen as valuable by their boss
Get to work on projects they’re excited about

8 WEB TEAM REP. Not have more work dumped on them.
Hates being someone’s pet project
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These are the goals that now come from your stakeholders

Increasing member satisfaction
The main goal of your community would be to make members feel 
more satisfied about using the product. Internally this means having 
survey data and a LOT of stories to show member satisfaction. 
Strategically it means continually finding new ways to help resolve 
the problems your audience has

Identify and resolve PR problems before they 
become major problems
This would mean working with your boss’ boss to develop an early-
warning system of potential problems and have someone that can 
respond in the community first. You want to build up stories and 
examples of problems identified and resolved in the community

Increase the reach of promotional messages
This would mean converting as many traditional audiences into 
community members as possible. This would future-proof against 
further changes in the environment. 

1

2

3

PRIMARY COMMUNITY GOALS



DULL INSPIRING

Increase customer retention Keep our best customers for life

Improve collaboration Help employees to get more done each day

Increase knowledge sharing Turn every employee into an expert in their 
field

Increase customer advocacy Build a loyal volunteer army to bring new 
customers to us

Generate new leads Identify new customers for free

Generate product ideas Get customers to tell us what they want to 
buy

You can frame goals as a great opportunity



DULL INSPIRING

Increase customer retention Stop competitors stealing our best 
customers

Improve collaboration Stop employees wasting time (or duplicating 
work)

Increase knowledge sharing Stop experts leaving and taking their best 
knowledge with them

Increase customer advocacy Steal our competitors’ best customers before 
they steal ours

Generate new leads Identify leads our sales team has missed

Generate product ideas Avoid developing products our customers 
don’t want to buy

…or to prevent a possible loss



MIRROR THE LANGUAGE  
OF YOUR STAKEHOLDERS

I want to avoid a 
major PR rises 
reaching the 
exec team

The community 
makes sure a 
major crisis 

won’t reach the 
exec team



STEP TWO 
Collect and tell 
stories that 
support your 
goals



Use a library 
of stories to 
support and 
reinforce 
your goals



Use evernote or screenshots 
to capture good stories



“Our community stops competitors poaching our best clients.  
Last year, Michael from ToysRUs (who spends $50k+ a year on 
our design services) mentioned in the community that a 
competitor was offering big discounts to switch providers.  

We had his account manager on the phone within about 10 
minutes and they talked it through. He personally didn’t want to 
move but his boss was contemplating it. But we had the account 
manager fly out there the next day, meet with them both, and 
signed them to a new contract at a slightly reduced rate.  

But that was entirely a result of picking it up in the community 
first”. 



HOPES AND FEARS STORIES AND MESSAGES

YOUR BOSS

Wants to be able to show improved customer 
satisfaction
Wants to be seen as someone who ‘gets things 
done’  in an organisation that’s typically slow
Worried that other people will get in her way

GOAL: Resolve every possible member problem. 
Stories of obscure problems resolved and the reaction of 
those problems resolved. 
Stories of how we got things done quickly without getting 
caught up in bureaucracy.

LEGAL REP.
Not have anyone ‘go rogue’
No surprises
Wants people to appreciate what the legal risks 
are and not be seen as nagging people

GOAL: Never be surprised by the community 
Stories of colleagues reactions to learning about the legal 
implications. They were shocked by the risks but finally 
understand why legal gives them such a tough time.

BOSS’ BOSS
Worried about PR disasters and negative 
customer feedback reaching the exec team
Wants to see better media coverage

GOAL: Never face a PR disaster again
Stories of problems that were picked up in the community 
first, escalated, and resolved in the product.
Stories of useful product use cases to generate useful 
media coverage.

DIR. MARKETING
Wants to be able to reach as many people as 
possible
Worried about declining reach in the industry. 

GOAL: Make sure we can contact every member 
whenever we want. 
Stories of how we converted audiences from different 
channels into community members.

CEO Wants the company to look innovative.
Likes to present tnew echnology at events

GOAL: Pioneer cutting-edge technology
Stories of how the community is pioneering innovative 
technology.

CFO Find ways to save money 
GOAL: Don’t waste a penny.
Stories of how we took cheaper options in technology and 
channels to save money.

TEAM 
MEMBER

Be seen as valuable by their boss
Get to work on projects they’re excited about

GOAL: Have your work featured in the community
Stories of the impact their work has had within the 
community.



` STORIES AND MESSAGES

YOUR BOSS

GOAL: Resolve every possible member problem. 
Stories of obscure problems resolved and the reaction of those problems 
resolved. 
Stories of how we got things done quickly without getting caught up in 
bureaucracy.

LEGAL REP.

GOAL: Never be surprised by the community 
Stories of colleagues reactions to learning about the legal implications. They 
were shocked by the risks but finally understand why legal gives them such a 
tough time.

BOSS’ BOSS

GOAL: Never face a PR disaster again
Stories of problems that were picked up in the community first, escalated, and 
resolved in the product.
Stories of useful product use cases to generate useful media coverage.

DIR. MARKETING
GOAL: Make sure we can contact every member whenever we want. 
Stories of how we converted audiences from different channels into community 
members.

CEO
GOAL: Pioneer cutting-edge technology
Stories of how the community is pioneering innovative technology.

CFO GOAL: Don’t waste a penny.
Stories of how we took cheaper options in technology and channels to save 
money.

TEAM MEMBER
GOAL: Have your work featured in the community
Stories of the impact their work has had within the community.



By now you 
should have 

emotive goals 
linked to  

clear value 
understood and 

supported by 
everyone in the 

organization

Supported Understood Clear 
value

Emotive 
Goals



STEP THREE 
build your alliances



Rapid feedback from 
the community

Give engineering team rapid 
feedback from the community on  

new features

20 great testimonials
Give the sales team 20 great 

testimonials and ask for more support

An advocacy-based competition
Start an advocacy-based competition and 
asked marketing to help support it

Incredible product 
stories
Give the PR team great product 
stories and ask them to help 
promote the community

you need to give support to get support



what you 
bring into 
the meeting 
is more 
important 
than what 
you say in 
the meeting



GETTING SUPPORT 
ISN’T BINARY, IT’S AN 
ONGOING PROCESS YOU 
NEED TO DEVOTE AT 
LEAST 30% OF YOUR 
TIME TO building 
support



STEP FOUR 
TURNS GOALS INTO OBJECTIVES



COMMUNITY GOAL
A community goal is the output of the community 
(e.g. getting our top 50 customers to renew)

COMMUNITY OBJECTIVES
Community objectives are the behaviours you need people to perform to achieve that 
goal (e.g. get our top 50 customers to read great tips and advice to do their jobs better)

COMMUNITY STRATEGY
A community strategy is the emotion you will use amplify to get people to perform that 
behavior. (e.g. turn the top contributors into stars that other members want to learn from and 
emulate)

COMMUNITY TACTICS
A tactic is the specific thing you do to execute that strategy.
(e.g. create a hall of fame and introduce the top people in our industry that others can 
learn from)

�

�

�

�



what is a community objective?

� “Get [target audience] to [behavior]”



what is a community objective?
e.g. Get top members to respond quickly 
with solutions to member product 
questions

�



• Get our top 15% of members by 
levels of activity to share their best 
product tips 

• Get our 50 best customers to read 
the top product tips

Ensure our 
biggest 50 
customers renew

GOAL OBJECTIVES

Prevent PR crises 
before they hit the 
mainstream media

Maximize the 
reach of our 
promotional 
messages



• Get our regular members (3 to 10 
contributions per month) to share 
their biggest frustrations. 

Ensure our 
biggest 50 
customers renew

GOAL OBJECTIVES

Prevent PR crises 
before they hit the 
mainstream media

Maximize the 
reach of our 
promotional 
messages



• Get newcomers and web visitors to 
sign up to the community mailing 
list.  

• Get lurkers (<3 posts per month) to 
like and share content they like. 

Ensure our 
biggest 50 
customers renew

GOAL OBJECTIVES

Prevent PR crises 
before they hit the 
mainstream media

Maximize the 
reach of our 
promotional 
messages



OBJECTIVE KPIs

Get our top 15% of members to 
share their best product tips.

# of quality product tips (shared by top 
members)

Get our top 50 customers to read 
the best product tips.

% of customers who read the product tips 
(open/click rates)

Get our regular members (3 to 10 
contributions per month) to share 
their biggest frustrations. 

# of posts published in the ‘frustration zone’ 
of the community

Get newcomers and web visitors to 
sign up to the community mailing 
list. 

# of new registrations on the product mailing 
list

Get lurkers (<3 posts per month) to 
like and share content they like. 

# of shares of content on Facebook and 
Twitter

YOUR KPIs ARE MEASURES 
OF YOUR OBJECTIVES



1) Create content/discussions which 
increases traffic through search. 

2) Share challenges that our products/
services might be able to solve. 

3) Submit email addresses to download 
relevant information to solve those 
problems. 

Identify leads our 
sales team have 
missed

GOAL OBJECTIVES

1) Search traffic to content items created by the 
community (ignore the big pieces created by the brand)

2) Number of email addresses submitted which reveal 
possible buying intent. 

3) Number of problems shared in the community which 
are tagged as leads by the sales team

KPIs



KPIs

1) Get members to read advice/expertise 
that demonstrates our service’s superior 
value. 

2) Persuade members to test new ideas with 
the service and report their findings.

3) Get members to read and use the 
experiences of others to get more value 
from the service. 

Stop competitors 
stealing our best 
customers

GOAL OBJECTIVES

1) Number of visits to articles/discussions tagged as 
superior value discussions. 

2) Number of field reports created / edits to the tribal 
knowledge database.

3) Number of visits to new articles in the tribal 
knowledge database. 



KPIs

1) Solicit feedback from members on 
products and services.

2) Identify bugs in our product we can fix. 

3) Get members to talk about how they use 
the product/service. 

Innovate faster 
than our 
competitors

GOAL OBJECTIVES

1) Number of responses to surveys sent to 
community members. 

2) Number of software bugs identified by members of 
the community. 

3) Number of trends identified from unsolicited 
feedback.



KPIs

1) Get members to ask questions in the 
community instead of via customer support. 

2) Get experts to answer questions from 
community members quicker than customer 
service channels.

3) Get satisfactory resolutions to problems 
faced by customers.

Reduce customer 
support costs

GOAL OBJECTIVES

1) No. of questions asked by community members. 

2) No. of answers to questions marked as ‘resolved’.

3) Average turnaround time (speed of resolution).

4) Survey of satisfaction scores.



KPIs

1) Get experts to create advice articles in the 
community.

2) Get members to properly tag, edit, and 
update relevant articles. 

3) Get members to read these articles.

Stop experts taking 
their knowledge with 
them when they leave

GOAL OBJECTIVES

1) No. of articles created by designated experts 
within the community. 

2) No. of articles updated within the past year. 

3) No. visits to these articles.



$675 USD 
October 9th, 2017

www.feverbee.com/scm

strategic community management course

SET GOALS AND GAIN INTERNAL SUPPORT
Learn how to build relationships, gain internal support, and set goals the community already 
supports. This course will explain how to make your community indispensable to your 
colleagues. 

DEVELOP OBJECTIVES AND IDENTIFY THE RIGHT STRATEGY TO ACHIEVE THEM
Get the right behaviours in place for your target audience and then orientate everything you do 
around them. Based upon this, we can develop a strategy with you to achieve each o them. 

LEARN WHICH TACTICS TO USE AND HOW TO ALLOCATE YOUR TIME
Once you have the emotive strategy for each objective, we will explain how to select the 
highest value tactics. This process will also include how to breakdown and allocate your time 
to achieve the biggest impact.

BUILD A MEASUREMENT FRAMEWORK AND IMPROVE THE COMMUNITY
Once the tactics have been executed, we will help you build a measurement framework for 
ongoing, continuous, improvement within the community
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