
Community Manager Onboarding
Community Managers engage their peers in knowledge sharing about the topics they care about personally and professionally. Your job is to help them prepare for this role, and this outline is here to help you do just that.
Meeting 1 :: Why are we here? :: 1-hour
The purpose of this meeting is to define the role of the Community Manager and get by in from the people you’ve tapped for this role. Be the end of this meeting the following questions should answered in the minds of all attendees. A best practice for helping attendees internalize this information is to use a combination of discussion in which attendees share their perspectives on these questions and slides in which you provide a version of the answer, according to the current Intranet Sponsor and Intranet Champion:

· Why are we building a new intranet?

· Why are we organizing the intranet around communities and hashtags?

· What communities should we include in our initial launch?

· Why does each community need a Community Manager?

· What is the Community Manager’s role entail?
Follow Up: Meet with each CM 1:1 to discuss their role, questions and concerns, and work with them to determine if this is a good fit for them.

Meeting 2 :: Authoring Posts + Uploading Documents :: 30-minutes
The purpose of this meeting is to introduce the two easiest and most frequently used content types: Posts and Documents.

This meeting should not get too into the details. You can think of the CMs as early adopters at this point and your goal is therefore to get them comfortable on the platform, you’ll come back and guide them through detailed training once they have a basic understanding of the Intranet.

Send your CMs away from this meeting with a couple homework assignments with a deadline of at least 1-day before meeting 3:

· Author a post on their community included using attachments, @mentions, and #hashtags
· How to edit tags

· Comment on another CMs post
· If their community has documents, upload a batch of those document to their community’s Document Library
Follow Up: Check on each CM’s site a few days after this meeting. If they haven’t done their homework send them a reminder with an invitation for some 1:1 help.

Meeting 3 :: Lunchtime Co-Working Session :: 1.5-hour
The purpose of this meeting is provide training and 1:1 coaching on editing the Left Navigation, organizing documents, and creating wiki pages if needed.

If your CMs are all in one office: Buy your CMs lunch and serve it in a large conference room, ask them to bring their laptops with them.
If your CMs are in multiple offices: Set up a1.5 hour GoToMeeting or WebEx and ask CMs in the same office to co-locate in a conference room together for this meeting.

Sample Agenda:

1) Show the Intranet so all attendees can see it and catch everyone up on any major changes that have happened since the last meeting. 
2) Training:
a. Show a document library that is working well (populated, organized, represented well with a link on the left navigation). 
b. Demonstrate how to edit the left navigation.
c. Show a wiki page library that is working well (populated, organized, represented well with a link or links on the left navigation)

3) Coaching

a. Work with each CM individually to identify if they need a custom column + grouping in their document library, if so, set it up on the spot.

b. Work with each CM individually to identify if they need a wiki page library, if so, set up the first couple pages with them on the spot.


Spend the rest of the time providing 1:1 help to CMs.

Follow Up: Schedule 30 minutes with each CM over the next 2 weeks to provide additional 1:1 help and problem solving.

Meeting 4 :: Getting Ready for Users :: 1-hour
At this point the CMs have been working in relative isolation from employees, however, the goal is that the community sites that they’ve been building become the connective tissue of their community, which means that people need to use them. In this meeting, your goal is to help the CMs envision what it will be like to bring their site out to employees.

Together determine what success looks like for a community. Questions you might ask the group to consider (and then write down the answers and share them with the CMs after the meeting!):
· How many new posts should a community get per week?

· What is the maximum time between a post being shared and being acknowledged via a comment or like? Does that number differ for Q+A type posts versus informational posts?

· What do you do it no one is posting on your community? What if no one is commenting?

· What are some things you can do now to prepare for a lull in contributions?

· If you are successful, how has your community changed between today and 90-days from now? What about 180 days from now?

