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We’re incredibly grateful to have the chance to learn from
others and experiment for ourselves with what works
best in community management.
And we’re so very happy to share their best advice with you!
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We all know Community Management has evolved.
New technologies like Blab, Snapchat and Instagram have opened the door to a whole new
era of online engagement. Owned community platforms such as ours still remain an important
pillar, which allows brands to reach and engage with their core audiences in new ways.
We see this change directly from our customers who are increasing the size of their
community teams. Upper management and leadership are finally understanding the value of
community management and how to tie it to ROI.
With more brands embracing customer communities and including them in various customer
and social roles, we feel that there needs to be a roadmap to help them be better at their jobs.
In this guide, we’ve asked experts on how to structure CM teams, how to test and optimize and
how to manage your career.
This ebook focuses on three areas that will help you kick ass!
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CHAPTER 1

WHO ARE THE
COMMUNITY EXPERTS?
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MEET THE PANEL OF EXPERTS

DAVID SPINKS

@davidspinks

Founder and CEO of CMX Media, the hub for the community industry. We, at CMX, believe
that community is the future of business. Our mission is to advance the community industry by
institutionalizing the community discipline, illuminating the business value of community and helping
community professionals thrive.

HANNAH KOVACS

@hkovs

I am a Community Manager for PostBeyond, a leading employee advocacy platform. At PostBeyond,
I wear a lot of different hats, but that’s usually expected in a Community Manager role. Right now,
our focus is on building brand and awareness. So I spend lots of time to getting to know leaders in our
industry, asking lots of questions and sharing our own story and mission.

ALEXANDRA BOWEN

@alexandraabowen

I am a Community and Developer Relations Manager for DreamFactory Software. I have mostly
worked as a Community Manager for Tech companies and startups. I have created Community and
Social Media strategies from the ground up and have been a one person community team who wears
tons of hats.
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KRISTA GRAY

@thekristagray

Passionate about the intersection of people and technology, Krista helps individuals, small businesses
and early-stage startups share their ideas with compelling content and smart marketing. Before
founding GoldSquare, she built community at JustAnswer.com and Tilt, among other San Francisco
companies. Say hi on Twitter @thekristagray.

MARGOT MAZUR

@MargotCodes

I’m a community and marketing professional focusing on community building, business partnerships,
and growth. I connect people to the resources they need to do their best work and be the best in their
industry. I’m interested in the VC environment, and how I can bring community organizing to VC firms
to create stronger, more connected entrepreneurs. I’m the Community Manager for Wistia’s vibrant
community of videographers and video marketers. I manage our community threads, create projects to
bring value to community members, schedule community events, and work on product tidbits that make
their lives a little easier.

SCOTT MOORE

@scottmoore

I have been helping organizations large and small build solid and successful connected communities and
the teams that support those communities for over 20 years. Scott has fostered and directed community
at Answers.com, Charles and Helen Schwab Foundation, Communities.com, and WorldsAway.
I currently offer consulting services to develop community strategies, identify key community
analytics and reports, mentor community management teams, and guide organizations through special
community challenges such as migrating members to a new platform or bespoke social interaction
design. Recent clients include for- and non-profits such as Healthsparq, Diabetes Hands Foundation,
Edutopia, and Autodesk.
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CARRIE JONES

@caremjo

I’m COO and Founding Partner of CMX, the hub for the community industry. I help businesses define
where they can generate enormous value through community building. I’ve worked with clients all over
the world to carve out both short- and long-term community strategy. Building the community industry
from the ground up. We organize the largest global community conference, CMX Summit, and teach
workshops all over the world from Tel Aviv to Denver to San Francisco.
Favorite communities: B2C: CreativeMornings. I’ve met some of my closest friends through the group!

JENN PEDDE

@jpedde

I started at Emoderation a few years ago as the Lead Community Manager and then after a transition
became the Senior Account Manager. In both roles, I oversee the development of social media and
communities for clients. The biggest client I manage day to day is Oprah Winfrey and her television
network, OWN. We primarily work on customer service and engagement on all social media platforms,
as well as through support tickets. It’s a vibrant, large community with a lot of activity and it’s been
extremely rewarding! Founder of The Community Manager.

SARAH LANG

@_sarahlang

I’m the Director of Community and Support for Ticketleap. Founder of I KNOW SMART PEOPLE
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EVAN HAMILTON

@evanhamilton

I’m Director of Community for CMX, which means I’m the community person for an organization for
community people. Meta.

SHERRIE ROHDE

@sherrierohde

I’m the Community Manager for Magento. This includes developing, launching and running our super
user program, managing our online forums and volunteer moderator team and identifying other areas to
connect our community with each other, resources and our team.

ALISON MICHALK

@alisonmichalk

We’re an Australian-based business specialising in building and managing online communities. We also
provide social media management services and we operate 24/7. We work with a range of companies
from Coke, Nespresso through to non-profits and government departments.
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CHAPTER 2

GETTING STARTED
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How do you choose a kick ass community manager?
HANNAH KOVACS
Our Director of Marketing wrote a super interesting post on lessons he’s learned from working in
marketing. In it he describes his experience hiring a Community Manager for PostBeyond. I don’t use
this example because it was me he ended up hiring, but rather for what he learned: “Hire for the skills
you can’t teach - like curiosity and learning agility. Teach the rest.”
This is paramount when choosing a Community Manager. Don’t worry about whether they are proficient
in Hootsuite. Worry about whether they can connect with people, strike up meaningful conversations
and ask good questions.

ALEXANDRA BOWEN
Online communities are important, but don’t forget to take your URL & IRL! (URL=URL, IRL=In Real
Life) Try to maximize offline or more intimate “real life” events and practices. Maybe that means a video
webinar or chat, or a meetup!
I have a “no tweet left behind” rule. I make sure that I interact with everyone who interacts with our
brand and community.

SCOTT MOORE
I look for people who have the skills and experiences I find difficult or time consuming to teach:
empathy for strangers, conflict resolution, flexibility, perseverance, and the ability to learn new things
quickly. With that basis, I can teach, train, and mentor people on subject matter, platforms, and specific
techniques.
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KRISTA GRAY
Look for a person who truly loves people (and making them happy) and is a clear communicator, both
verbally and in writing. Find someone who is curious, creative and analytical.
A good community manager is a fantastic listener, is fair, and will be able to translate community
member/company speak. They’ll be a natural connector and exude enthusiasm.
Don’t limit yourself to a hire of any specific career background. Great community people come from all
kinds of disciplines.

MARGOT MAZUR
Find someone with experience in several sections:
• Social media—don’t yell at me yet! You’ll need someone who knows how to promote and get in touch
with folks on social. Many relationships end up going to social, and that’s okay. Your community isn’t
only alive on your platform. It helps to be a part of it on social as well.
• Events—community events are a great thing to have. Whether it be local meetups, happy hours, or
global community programs (look at Duolingo), events are exceptional community development
pieces. They bring folks together face to face.
• Admin and empathy—relating to people on a one on one level. Ask your candidate how they’ve
solved conflicts in the past, how they deliver bad news, and how they take feedback. Make sure
your candidate feels comfortable doing admin duties, including enforcing the community rules and
agreements.
• A sure-fire people lover. A great community manager loves getting folks together, delighting folks,
and being around people who have similar interests. A great community manager will introduce two
people to one another, and help form peer-to-peer, as well as peer-to-brand relationships.
Someone who is passionate about your product/service. These folks have to have a personal connection
and be interested in what you’re doing.

Online Community Forums. Reinvented.

Share this eBook

eBook: What it Takes to Excel in Community Management

12

CARRIE JONES
Find someone who is already active and engaged with bringing value to your members. Then give them
the support and resources they need to succeed. Over a third of “failed” communities say they’re not
successful because of a lack of internal resources and support. So you don’t just hire a community
manager and let them figure it out alone. Even kickass community managers will fail in that environment.

SARAH LANG
Look for someone that can have a strong sense of empathy for community members without losing
focus of why the community exists for a business.

DAVID SPINKS
They choose you. Well not always but a lot of the best community pros will come from your own
community. At least you know they genuinely care about your community and will empathize with
members. But if you want someone who can actually build community on a strategic level and
understand how it aligns with business objectives, you need to hire someone with experience. The
ultimate win is to find someone with the experience, and the value alignment.

ALISON MICHALK
A community manager’s work spans diverse areas of the organisation so an ability to work in all levels
of the business is vital. Other key traits include empathy and the ability to think strategically whilst also
nurturing the details. We find our team, naturally, in existing networking communities!
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WHAT ARE THE QUALITIES OF A GOOD COMMUNITY?
HANNAH KOVACS
This is a good question. People always ask “what are the qualities of a good marriage?” and really,
community isn’t much different. I always look to my favourite Community Manager, Christin Kardos, for
inspiration. She manages Jay Baer’s Convince and Convert community, and does it ever thrive. You can
tell by the level of engagement and interconnectedness. Christin is always introducing people, merging
her different worlds to create one big like-minded network of professionals. You know you have a
thriving community when people from all walks of life can participate and feel included.

MARGOT MAZUR
• Enthusiastic members. These folks go out of their way to help others who have questions, need
advice, or are asking for feedback. These people are golden—reward them often.
• An organized platform. Folks need to be able to know where everything is located, have it be clear
and simple, and be aware of the community guidelines. There should be tags and labels so you can
track data, and a #meta so you can discuss the community itself and the product (including feature
requests, if applicable).
• Admins who care. Community managers here should be on top of spam, create new conversations
when it feels right, include community projects and challenges, and generally be proactive.
• Use of video. That’s right—video helps connect folks, brings them together, and shows more than just
a username or icon. The use of video in your community will help create and strengthen relationships
over time. Start out with introductory videos, then include more video in the conversations you’re
having.
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SCOTT MOORE
Let’s get beyond basic definitions of community. All good communities, to me, have two essential
elements. A core group of people who consistently return and participate. Who is in the core group may
fluctuate over time, but they exemplify the core values of the community. The other essential element
to a good community is the willingness of community members to help integrate newcomers. Exercising
the patience and effort to help new people become part of the community keeps the community alive.
Show me a community that has a core group of curmudgeons unwilling to put up with newcomers and I
will show you a community that is stagnating and slowly dying through attrition.

CARRIE JONES
A sense of belonging and time investment from members. People want to feel that they belong. They
want a why. They want connection. Those things take time, so don’t try to rush all your members into
feeling “part of the community” too soon. Be deliberate as you usher them up a commitment curve.

JENN PEDDE
It’s pretty simple. You have a “good” community if you see daily activity, and healthy discussions (which
include some debate amongst members). As far as a “successful” community, you’ll want to set up goals
from the start that matter to your executives and then show how you’re meeting those goals through
community activities.
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SARAH LANG
Community members becoming friends IRL, community members working together on other projects
and improved retention for the business attached to the community.

SHERRIE ROHDE
As my friend Jon Woodall from Space48 says, a good community connects, communicates and
collaborates. You should always be looking for ways to foster those three things and elevating those in
the community who are helping the community move forward in these ways.

ALISON MICHALK
A thriving community has a core of (usually long-term) active users, a fantastic sense of communityand
membership and the members usually feel like they have a sense of efficacy, that is the ability to
impact their surroundings. Whether it’s changing a user’s life or shaping product development for an
organisation.
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CHAPTER 3

DEVELOP YOUR SKILLS
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How can a Community Manager accelerate their career?
HANNAH KOVACS
This speaks to similar themes I’ve already mentioned, but it’s really important to have strong intuition.
That, combined with open mindedness, will take you far. The people you meet and the networks
you make are invaluable. You never know the opportunities that will come from the Twitter chats,
networking events and conferences you take part in. Seize these opportunities, don’t pass them up.
They are the foundation on which you will build your career.

KRISTA GRAY
Be open to constant learning, wear many hats, seek challenges, and get comfortable with data.
Community managers who can understand analytics and can dive into their own community data find
themselves on the fast track, every time.
Since community is an unique position, collaborate cross-functionally to the best of your ability. Become
a stakeholder for product or marketing decisions; become a go-to person for managers and executives.
Clearly communicate the ROI and value of your work often.

MARGOT MAZUR
Get involved in your own community. Start a group or a CMX Series in your city. Overall, think about
your future goals and what you want to be doing in 2/4/6 years. Start speaking publicly and writing on
your own blog or Medium. Build your personal brand, say yes to projects, and really do your own thing—
people will notice.
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SCOTT MOORE
If you don’t have a business background, develop one. You will need to speak the language of those
running the organization to make the case for community. Understanding stats helps a lot since
increasingly community managers have or need access to big data. If nothing else, it will help you spot
false conclusions in stats presented to you and avoid the latest, but unhelpful, fad.

CARRIE JONES
Find a mentor outside your organization and find a sponsor within your organization. You can’t do this
work alone. Mentors and sponsors will help you find opportunities and fuel new ideas.

JENN PEDDE
Professional Development is very important, so I recommend setting up coffee dates with other
community managers to learn what they’re doing. Get out to meet ups and conferences. Get outside
your comfort zone and interact with others in this industry.

SARAH LANG
Learn everything you can about the teams you interact with, then help them achieve their goals whether
it’s support, marketing, communications or tech. Operate in one of two states: be fully on board with
everything that is happening or figure out a solution to whatever isn’t working. There is no room in
community for passive disagreement.
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EVAN HAMILTON
Read a lot (both online and offline). Meet a lot of people. Build communities in your spare time. Try
ambitious things. And of course go to CMX Summit and take our training course.

DAVID SPINKS
Get professional training (we can help) to give yourself a framework to work within, and then just do
the work. Connect with other community professionals who have been where you are and seen the
challenge you’re facing (we can help with that too).

SHERRIE ROHDE
If you want to accelerate your professional growth, don’t forget to advocate for yourself. Your team and
your community both need to be aware of the role you’re playing and how you’re helping everyone move
forward. Informing your team of what you’re working on with the community helps them to understand
the value of community. Communicating with your community about what you do helps them to
understand the value the company places on community which is important to fostering a healthy
environment for them to collaborate within. Pro Tip: You can do this without an ego.

ALISON MICHALK
Naturally community managers have great communities, so tap into those. Whether it’s the 13-year-old
e-mint newslist, CMX or Australian Community Managers for those downunder. There are also great
events such as Swarm, Sprint and CMX.
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What are the three best tips for community managers
to help them do their jobs better?
HANNAH KOVACS
1. Keep an open mind. Don’t make split judgements when you first meet someone. Spend time getting
to know a wide range of people in your community, not necessarily those with the largest following.
2. Don’t fear rejection. Part of the job requires “putting yourself out there” and striking up
conversations with people you’ve never met. Not everyone will be receptive to that, and that’s
completely fine. Just remember that there are many fish in the sea!
3. Adopt a multitasker mindset. How can you get to know someone, be helpful to them AND learn or
gain something in return? Community Managers need to cover a lot of ground, so it’s in your best
interest to think critically about how your efforts serve multiple purposes.

MARGOT MAZUR
1. Know your role. A lot of times community managers get scooped into social media and support work.
Advocate for your role outside of those two pillars and you’ll see the time you have to spend on your
community grow. From there, you can accomplish so much more.
2. Establish a set of goals that tie into your overall business goals. That will help you measure your
community growth and advocate for your community in any tricky times, as well as gain funding for
community when you need to carry out projects.
3. Be a part of your community manager community. There are tons of places online (and in person)
where you can go to get advice from fellow community managers on every aspect of your work.
Check out CMX and CMX Series near you and don’t be afraid to speak up—we all struggle with the
same issues.
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SCOTT MOORE
1. Take care of yourself. We are not able to best help others connect when we are worn out or burned
out.
2. Be flexible. Things always change when it comes to communities.They may or may not be within your
control.
3. Learn from other disciplines. Look beyond the online community or business books and
blogs. Look toward social science, network analysis, cultural anthropology, political advocacy,
behavioral economics, literature, disaster planning/recovery, and observing the social dynamics of
neighborhoods and cities you inhabit or visit.

CARRIE JONES
1. Focus: Don’t try to do everything all at once. Break your day and week down into actionable pieces
and plan strategy quarterly. Don’t just make things up as you go. And optimize one project at a time,
not all of them.
2. Find a mentor, sponsor, or champion: Talk to people both inside and outside your company and ask
for help. We’re all in this together.
3. Always go back to the mission: This is a fun, creative job. You need to think big and always go back to
your community’s mission and build programming around that mission. When you start to think big
picture, your ideas get more creative.
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JENN PEDDE
1. Always be learning. Learn about new tools, learn about your members, learn about your colleagues.
2. Be data focused. Keep all of the stats you could possibly need on a weekly, monthly, and quarterly
basis that you can review over time and predict what your community needs. Numbers help your
coworkers contextualize what’s happening in situations.
3. Get to know people in other departments. Marketing/Sales/Product/PR are all valuable resources
for a community manager.

SARAH LANG
1. There are no shortcuts to building relationships. Hacks only work to get people in the door, from
there you need a solid relationship maintaining plan.
2. You can always improve the experience in your community. By the time you go through, make a plan
and update things to be better, it’s pretty much time to go back and do the whole process again :)
3. Remember that everyone is the hero in their own story. No matter what someone’s issue is, to that
person, it is a really big deal. LIsten, be kind. Bonus: Always assume people are coming from the best
of intentions, it’ll make your day way better!

EVAN HAMILTON
1. Learn spreadsheets, do math, try to show that ROI.
2. Read everything you can about how people’s brains work.
3. Try a lot of stuff, take close notes on what does and doesn’t work.
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DAVID SPINKS
1. Align your community with your business goals and the true wants of your community members.
2. Always be experimenting but hold yourself accountable with metrics
3. The key to getting people to care about your community is effort. The more you care, the more
they’ll care.

SHERRIE ROHDE
1. Make sure you know your company’s business objectives. Finding the sweet spot where community
and company goals align makes your job infinitely more valuable and helps you obtain the resources
you need.
2. Never stop learning. Study your community’s industry, study interpersonal relationships, study
behavior economics, study whatever you feel will help you constantly grow in what you do.
3. Take time to take care of you. You can’t help your community and be who you need to be for them if
you’re not taking care of yourself. Self-care isn’t selfish, it’s essential.

ALISON MICHALK
1. Have a firm understanding of the business objectives and the role your community plays in
achieving those.
2. Trumpet your successes internally and up the chain.
3. Seek support and knowledge from like-minded peers
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What do you know now that you wish you had known
when you first started?
HANNAH KOVACS
Building community takes time. Don’t try and rush it by trying to cover too much ground at one time.
You’ll notice that there are micro communities within your larger community, and it’s important to take
the time to get to know these communities one-by-one. Be patient and remember that building domain
authority is a process, not something that happens overnight.

ALEXANDRA BOWEN
• Start tracking and developing baseline analytics early, especially when creating new strategies. This
will help you prove your success. It’s better to start tracking more, than less, right away -- You never
know what you will need. One of the first things I always do is start tracking analytics, funnels, churn
and growth rates to create baselines. Make sure that you really think about what analytics make
sense for your business goals and community and you have team and upper management alignment.
You should monitor your results often and use it as a way to inform future decision making.
• Community has qualitative and quantitative metrics that you can report on. Get alignment with your
upper management team on your priorities, but make sure you try to balance them! For example, you
will always want to track Churn, but also new stories that come into your community or that you help
develop.
• Track every single post and link you put out. Always. UTM tracking is critical! Make sure you create
smart and robust naming structures for them as well.
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KRISTA GRAY
• I wish I had known how important gut instinct is. In the beginning, I second guessed myself so much
- but the reality is that building a community is all about creating bonds with people. So in that vein,
going with your gut and how you think people will respond, respect, criticize or appreciate is very
valuable. Don’t overthink it.

MARGOT MAZUR
• Metrics are everything. Find out everything you can measure that ties to your business goals, and
make sure you keep up with it. It can get tedious, but do it! Find a service that will help you get those
metrics and present them at show and tells, team meetings, etc.
• Make sure your team is at the center of your community. Present community members’ projects,
shout their feedback from the rooftops. Your team must feel just as engaged in the community as you
do. Those folks need to be a part of their thought process. You’re their advocate—make sure you nail
that part of your job. If your team members feel like a part of the community and are involved, they
will value it much more and build/design with your community in mind.

SCOTT MOORE
The best lesson I have learned over the years is how to get ahead of potential problems with a
community. Early planning, communication, and plain trusting your community can help solve or forestall
problems that accompany changes: To the platform, the business, the world, the members themselves.
I don’t think there is a time when I have thought, “I planned too early and communicated too much with
the community, maybe I should do and say less next time”.

SARAH LANG
There are no short cuts, just hard work and to never take anything personally.
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CARRIE JONES
You’re the CEO of your community. You have to take responsibility for your own productivity. You have
to know yourself: when you do the best work, when you don’t, how much time you spend on different
types of activities, if your boss is not giving you metrics to be accountable for. Then make sure to plan
around this knowledge.

EVAN HAMILTON
Nobody in this world really knows what they’re doing. As long as you try hard, learn a lot, and stick with
your values you’ll do ok.

DAVID SPINKS
That community, like any other professional discipline, has a process. Start with a strategy, not tactics,
so you always know WHY you’re doing the work. Don’t build community just for the sake of community.
And learn how to say no. Community pros get pulled into a lot of stuff that isn’t core to their work. In
very small teams that’s more reasonable, but still shouldn’t be the long term expectation. Take a stand
about what community is, and what your job is. Your career depends on it.

ALISON MICHALK
I wish RIch Millington’s resources were around when I started out in community.. and Vanilla’s ebooks!
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CHAPTER 4

COMMUNITY MARKETING
TACTICS
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How do you find a good moderator?
SARAH LANG
Look for a combination of candor, independent thinking and accountability in a person.

CARRIE JONES
Ask and you shall receive. Look for members who exhibit the qualities of a great ideal community
member, create the tools for them to use to help you moderate, and then let them try it out. Empower
them to run their own show. Then keep them accountable with regular check-ins and a time investment
of your own into their success and growth.

DAVID SPINKS
Look for the people who are already doing it naturally.

SCOTT MOORE
I trust that anyone has the potential to be a good moderator regardless if they come from within the
community or not. They need to be tested and demonstrate empathy and an ability to manage conflict.
If they come from within the community, they need to understand that their role, responsibilities, and
position of authority may distance them from friends within the community. And once they have been
brought on, train you moderators continuously and help them grow. If we help moderators become
excellent community managers in their own right, we raise the quality of our profession.
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ALEXANDRA BOWEN
Good back end analytics on a forum or CRM will help you with this. For example, if you have user trust
levels that are tied to specific community behavior you want, you can then just look at those folks who
have been awarded that level or badge.
In one of my previous communities I have managed, we had trust levels 1-4. Level 4 was admins, staff
and current mods. Level 3 was only achieved when a user did XYZ behaviors such as:
minimum commenting, thread reading, liking of posts, minimum number of flags...etc.
You can change those parameters to foster certain behaviors you wish to see. For example, when
community members like posts, it’s a great way to show that they are empathizing with other community
members and are engaging with the content. That doesn’t necessarily tell you if they got their question
answered, for example. So you could instead encourage the use of a feature such as “solved post” which
allows a community member to click that an answer was sufficient for them. Liking doesn’t tell you
enough.
Here are my top tricks for being a great moderator, and insight into choosing one:
1. Write down what outcome you want for you and your user. Ask the user to do the same and be
prepared to meet each other half way.
2. It’s ok if they display old habits. Don’t see mistakes as bad. Mistakes mean he tripped but he is
standing back up. It’s similar to a kid learning to ride a bike without the training wheels. It takes a few
times and that’s normal.
3. Make him responsible for his actions. Tell him that if he cannot willfully back away from a heated
conflict then you will need to take action by, i.e., suspending him for a few hours to days or a week
(or more!). It’s for his and your benefit. Sometimes behavior is like an addiction.
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ALEXANDRA BOWEN (Continued)
4. You have to lay it all out. If you’re not committed, that means that there is no willfulness to truly make
things work. Nothing with human nature is easy, that’s why it is important to bring some humanity
into it, and take the extra steps. Extend the olive branches. An ounce of prevention is worth a pound
of cure. You have to treat him as an equal, as an adult. It’s like how getting that ‘Faith in humanity
restored’ feels.
5. If he continues to escalate even though you tone yourself to humility first to lower his proverbial
hackles, then that is the cue he needs an extended leave effective immediately. That’s not your
problem, concern or profession.
6. Don’t gossip or allow gossiping. As a moderator, it’s ok to acknowledge and listen to concerns but
don’t let it grow into a hack session behind someones back.
7. Be sensitive and see both sides. Most of the time, the bully is just a really passionate person and how
they output it sometimes gets lost in translation. At face value, it may look like hostility bottled and
hurled through a textual medium.
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How to revive a faltering community
DAVID SPINKS
Step back and pretend you’re starting from scratch. Find and engage the core few who are actually still
engaged and build the community up from there.

SCOTT MOORE
It really depends on why it is faltering. I have worked with communities that faltered because community
management was deprioritized (solution: hire a community manager). I’ve worked with communities
that falter after a platform change (solution: find everyone who isn’t coming back and prioritize resolving
their obstacles). Sometimes, a community falters because of forces out of your direct control: search
or news feed algorithm changes, a competitor is besting your organization, changes in laws or other
reasons. These may require the organization to pivot at a higher level.

CARRIE JONES
Gather your most active and positively engaged members and involve them in a reboot. Let them know
you’re struggling and reach out for advice on how to revive it. You’re not alone. That’s the beauty of
this work.
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SARAH LANG
Take a step back and make sure you are designing your community experience for the people interested
in it, not the people you think should be interested in it.

ALISON MICHALK
You need to diagnose why it’s faltering. It could be any number of reasons and you build a series of
interventions around there. Looking at your conversion funnel as mentioned previously is going to
reveal your drop off and of course talking to your members.
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Tips on getting your first 100 active members?
HANNAH KOVACS
The quality of the first 100 is important. If you misjudge and attract 100 people who won’t stick around,
then you will repeat growth tactics without growing the base of your community.

CARRIE JONES
Go out and meet them in person. Give, give, give. Then make small asks over time (you can map them out
on a commitment curve). If you’ve created value for them, it’ll be a no brainer.

SARAH LANG
Go for coffee with someone every single day for 100 days (or 2 people for 50 days).

KRISTA GRAY
Do things that don’t scale - go above and beyond to delight. Learn as much as you can from each person
using your product or service, and ask them to share it with their friends.
Welcome each person to the community and make it super personal. Help the group feel special,
because it is. Take each person’s feedback and show them how you’re using it to build better. Keep going.
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EVAN HAMILTON
Talk to a ton of people. Get to know them, their desires, their concerns, their needs. Really listen and
really look for ways to help them. Do a lot of that before you ask for anything. Those first 100 are
going to be crucial, and you need to truly be trustworthy and providing value for them to consider
contributing.

DAVID SPINKS
Slowly. You only have one chance to get the first members right. Don’t rush it. Choose the people that
you want to set the example for everyone else and go above and beyond to make them feel special.

ALISON MICHALK
The first 100 can be the hardest. The fewer members you have the more you need a community
manager, not the other way around! Direct personal invites are often the most effective strategy. Whilst
it seems time consuming it’s proven to work and laying the foundation is crucial.
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What was the best tactic to create member loyalty
and engagement?
HANNAH KOVACS
I have a few. Don’t spam your network. Be responsive. Engage with their content. These three things
combined, you’ll have no problem garnering loyalty or engagement from your community. For example,
I don’t share content just for the sake of it. I selectively choose articles and provide context for my
audience on why they’re relevant. Most of what I share comes from the content library in our own
software, so I can track my engagement analytics. Despite having considerably less followers than many
of my colleagues, my network ranks second overall for engagement. Second, listen to your community
and respond to what they are saying. Do they have any issues that you can help with? Be prepared to
respond. Social listening is a non-negotiable skill for a Community Manager. And lastly, engage with your
network’s content. I have a list of industry players I follow in Buzzsumo, where I can view their latest
publications, tweets and more. It’s not enough to just see it, let them know what you think of it.

KRISTA GRAY
Treat people how you want to be treated! While individually doing so is tough to scale, it can be done at a
company with solid core values who really takes care of their user or customer. When people are treated
well or have a truly fantastic, feel-good experience, they stick around.
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SCOTT MOORE
[This is not a marketing tactic.] The mother of all tactics is to connect community members to each other.
Whatever you do to build trust between people will help them participate, contribute, engage, with each
other. From that comes the benefits of community: mutually beneficial value for the members and the
organization.

CARRIE JONES
Bring more value than you hope to extract. Don’t make it about the sales pitch.

SARAH LANG
Be the community that you and your fellow employees want to hang out in and others will want to hang
out there too. Get rid of bad eggs as soon as possible or they’ll make your whole community rotten
(I love analogies!).

DAVID SPINKS
Effort. Go the extra mile for them and they’ll feel an obligation to give back to the community. Social
identity will form over time through quality repeat interactions.
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CHAPTER 5

Convincing upper
management
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How did you convince upper management ON the
value of community?
HANNAH KOVACS
It all comes down to awareness around your brand. The community IS your audience, and if you don’t
have a presence in the community, how do people know about your service or product? Research shows
that 54% of people don’t trust brands, which means they turn to the community for answers. I see
the Community Manager as reinforcement for where the brand is lacking. We hear this all the time in
marketing - people will have more faith interacting with a real person over a brand. Upper management
should absolutely understand the value of this. The more traction, the better!

SCOTT MOORE
I have had to learn the different languages of upper management. It may be speaking in terms of
revenue, cost reduction, shareholder value, grantmaker outcomes, or social impact. It always involves
translating what community can do into way it helps their view of the organization’s goals. I have learned
to be very honest and clear that community will not solve all problems and why. And finally, I have
learned to bring data to the game because regardless if upper management speaks quantitatively or
qualitatively, they want evidence, not promises.

CARRIE JONES
Use data to tell stories. Do your homework and present the best possible business value that community
can support for your organization (I suggest using CMX’s SPACE model as it makes everything super
clear and simple). Then keep testing and measuring and presenting that value in data and story form.
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JENN PEDDE
There will always be some level of education for your co-workers about what the community is doing.
But if you have to “convince” people of the value of community and overtime you spend the majority of
your time convincing them still, you might not ever. It’s imperative that you not only have buy in from
upper management, but that you have interest. Without their guidance your community will function
off on the sidelines which isn’t beneficial. Work the community into other departments to give feedback
on product, information on marketing, stories about use. Spend a lot of the first 90 days in a new
community manager position working with upper management to learn about their expectations and
what they view as success, and work toward creating goals that work for everyone.

SARAH LANG
No convincing needed, but in the past, showing CLV of community members, showing how community
members can increase acquisition through advocacy, and showing the difference in the quality of
customer relations/customer success.

DAVID SPINKS
Show them examples of how other companies have proven the value. Connect the dots for them to show
them how the community can potentially impact the customer journey, drive business objectives and
result in a clear ROI. Set a timeline to achieve your goals and get buy in for that timeline. Or bring your
boss to CMX Summit and we’ll convince them for you.
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SHERRIE ROHDE
If you want to convince upper management that your community can or does have value, you need to
learn how to speak their language. Learn what matters to them and what their company priorities are
and then translate what the community is doing back to that. One way to do this is to identify those key
metrics you’re focused on and report on them in a dashboard. Combine your quantitative and qualitative
data for each key metric and demonstrate how it helps the company move forward in each situation.
At the end of the day, though, if your upper management still isn’t valuing community, it may be time to
move on to another company who does.

ALISON MICHALK
A Community is a significant asset for a company. Giving Zuckerberg control over your customers isn’t
a wise long-term play! The value of consumers forming relationships shouldn’t be underestimated.
Communities are fantastic repositories for knowledge - who searches on Facebook? Not to mention the
data and analytics available in a platform. I could go on! #forumnerdsunite
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What are the top metrics that are an essential to be
tracked and why?
HANNAH KOVACS
This is such an important question. The biggest mistake you can make (one that we made) is not clearly
defining KPIs for this role. In all fairness, measuring community management is no easy job. Can you
really attach a number to a relationship?
Instead, we try and think about the relationships I hold as “partnerships” - where both parties benefit.
As Community Manager, part of my responsibility is to build awareness, and ultimately, contribute
to the flow of inbound leads entering our top funnel. Therefore every relationship I build should be
contributing to that objective in some way. We track this is through online brand mentions, as well as
the number of partnership projects I generate per quarter. It’s by no means a perfect system, and you
should absolutely budget for ramp up time while you figure out what works and doesn’t. Be patient,
relationships take time to build!

KRISTA GRAY
Retention is key for community managers, so hone in on metrics that speak to churn. This might vary by
product and community, but logins, time on-site, and data that speaks to product usage are good places
to start.
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SCOTT MOORE
• Returning contributors. It’s a good proxy for gauging if people are happy and find value in the
community. The contribution aspect is key because that’s the engine that drives those who consume
community content to return.
• New visitors/participants. This gives you a ratio indicating growth and how to react to it. If you have
a lot of new people coming in, you are growing, but may risk shifting community values and norms. If
you have too few new people coming in, your community may be stagnating.

SARAH LANG
Customer Lifetime Value. Being involved in the community should increase the customer lifetime value
for the members involved.

EVAN HAMILTON
In regards to value: That all depends on your ultimate goal. Take a look at the primary thing your
company cares about (often revenue). Then backtrack from there until you can find a metric that helps
to support that. Then work to measure even further down the funnel.
In regards to health: What % of your membership is participating. If that is decreasing, it doesn’t matter
how many people are joining.
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DAVID SPINKS
Community metrics to measure the health of your community - this tells you if you’re actually creating a
sense of belonging and solving a want/need for members.
Business objectives to measure community’s impact on the customer journey - this tells you if
community members are actually helping your business achieve its goals
ROI to measure the value that your community is creating your business - this tells you if community is
impacting the LTV of customers, if it’s driving more revenue, or helping you cut costs.

SHERRIE ROHDE
The top metrics to focus on vary from community to community as they should be based on your
company’s business objectives. Are you building community for support deflection, acquisition or
retention? If you don’t know this, find someone in your company who does so you can make sure you’re
on the same page. With our forums, we focus on growth, retention and activity. So we’re specifically
looking at non-member unique visits that convert to members, member logins and accepted solutions.

ALISON MICHALK
The conversion funnel holds your secrets! Looking at visitors, registrants, new members and the journey
to them becoming a regular poster will give you a lot of data to work with but don’t get overwhelmed.
Keep it simple. The key is to track a reasonable number of metrics, for a long period of time.
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CHAPTER 6

WHERE IS COMMUNITY
MANAGEMENT HEADING?
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What do you think is the future of community?
HANNAH KOVACS
There’s been a big, ideological shift around the “Future of Work” and I see community as playing a part
in that. “Going to work” has evolved into so much more than sitting in a cubicle for 8 hours a day and
counting down until the weekend. People are learning to expect more from their workplace because
they want to feel part of something bigger, part of a community.
A parallel phenomenon seems to be happening on the consumer side. We see trends of people making
purchasing decisions based on more than just the product itself. Nike, for instance, understands this
concept well. They know that consumers congregate in communities over shared interests. Knowing
their consumer base, Nike created a community of their own through the Nike Training Club, a free, fullfeatured fitness app that doubly serves as a marketing platform for their products. I think this is a good
example of what community will look like in the future. Community is about providing consumers with
an experience that goes beyond the purchase; an opportunity to connect over common interests and
engage with the brand.

MARGOT MAZUR
Community is growing. It’s becoming less niche and more crucial to a growing business. In the future,
we’ll see a lot more roles around community management that focus exclusively on community, business
strategy, and how that ties into growth and business goals. It’s a bright future out there, folks! We
have to band together and do more around metrics and strategy. This is the power of communities for
community professionals!

Online Community Forums. Reinvented.

Share this eBook

eBook: What it Takes to Excel in Community Management

46

SCOTT MOORE
The future of community is the same as it’s past: people building trusted relationships with each other
over a period of time. What changes is how community is enabled and expressed through platforms.
In the short term, I think we will see a return to walled gardens where organizations build special places
for their communities alongside or even instead of social media platforms. At the same time, we are
expanding our understanding of community across platforms. Most community managers today think in
terms of offline and online community and how they intermingle, but many still draw hard lines between
communities based on what platform is used.
Community is meta and transcends platforms. The future of community lies in our ability to identify,
measure, and work with communities as platform independent entities.

CARRIE JONES
Community will pervade every aspect of businesses of the future. Those businesses that ignore the
power of community will not survive.

JENN PEDDE
We’re in an interesting time for community where companies are defining what community means to
them. Many organizations for example are getting rid of comments on their site, and moving toward
social media which is more and more utilizing advertising methods in order to reach new audiences and
broadcast messages. At the same time some companies are doubling down on onsite communities and
creating vibrant experiences for their users. Community Manager positions are increasingly popular,
but as someone progresses through their career they decide to move onto project management,
communications, or product development roles. We’ve come a long way in the last 10 years for
community, and the next 10 years will be spent refining the role and seeing how it matures overall.
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EVAN HAMILTON
I think community is rapidly becoming professionalized. For the past 10 years it’s grown in fits and spurts
without a lot of organization or consensus. Increasingly, I think we’re starting to see that consensus:
about what community is, about how to implement it, about where it should live in the organization. In 5
years I think community will be an integral part - if not THE central part - of most businesses and it will
be much more trusted and respected.

DAVID SPINKS
Businesses aren’t just building communities, they are communities. From the core out, everything
in business is powered by people collaborating. We’re seeing more and more companies embrace
decentralization as a way to empower people to contribute to the mission and product, whether or not
they’re on payroll.
Everyone from the CEO to the team to the customer and beyond is part of one community ecosystem,
with people that are involved at different levels for different reasons. As more companies recognize the
value of distributing control, and how the only way to build a long lasting brand is through community,
the community industry will grow exponentially. More people will become community professionals, and
more professional roles will require a community skillset. The future of business is community.

ALISON MICHALK
We firmly believe that a community is the biggest asset a company can own. Companies are wising up to
community as a long-term strategy with owned community at the hub.
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What does all this mean for you?
Being the “voice” of a brand is a huge responsibility. You, as Community Managers, must put the member’s needs first.
A Community Manager has a complex job, and the role is constantly evolving. Not only, you need to come up with creative
ideas for relevant content, produce the content, and then monitor and respond in a conversational way, you also have to
grow the community.
If there is anything you should consider as key takeaways from this ebook:
• The very success of community management depends on showing management the value of community. This is done
through understanding and tracking analytics, and connecting the dots to the company’s bottom line.
• People come for content and stay for community. Access to valuable content is the most compelling push for joining an
online community. Content is the honey that entices new members to join.
• Building vibrant online communities is the result of great relationship-building activities. They are the best way to
build deep online relationships with the people that matter most to your company.
In the near future, forward thinking companies will be proactive and use community management to build and retain
relationship by inviting consumers to participate within the company. Whatever your future in community marketing holds,
the value of our industry hasn’t been fully realized or understood yet.
At present, we believe we’re only at the tip of the iceberg, but it looks like growth and new opportunities are in the forecast.
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Thanks for reading!
If you thought this was insightful,
share the knowledge with your friends…
CLICK TO SHARE:
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Online Community Forums. Reinvented.
More than ever, consumers of content, goods and services want a voice within a community
that shares a common interest. Vanilla’s cloud-based community software is the enterprise
standard used by top brands to better engage customers, drive loyalty, empower advocates
and reduce support costs. Founded in December 2009, Vanilla started as an open source
project. Today, Vanilla powers over 50,000 online communities.
Visit VanillaForums.com to learn more about Vanilla.
VanillaForums.com
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