
Seed, Feed & Weed
Nourishing the Roots of a Strong Social Learning Community

July 25, 2019

MBI – GP Strategies Company Confidential

Webinar



Introductions

2

Cara Halter
DIRECTOR

Digital Learning Strategies and Solutions 



Agenda

3

• Seed, Feed, and Weed: The Roots 
of a Strong Community

• 5 Functions to Drive Engagement
– Communication

– Moderation

– Curation

– Technical Support

– Measurement & Reporting

• Defining Roles



The Roots of a Strong Community



Successful social spaces need to be cultivated, 

nurtured, and managed. In other words, as a 

community manager, your job is to… 

Seed Feed Weed
Plant the right 

content and 

activities.

Recognize 

contributions

and keep

things fresh.

Remove barriers.
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General Guidelines and Best Practices

Be “real” – Use a 

conversational tone, 

and let your 

personality shine 

through.

Create a safe, fun, 

and relevant space 

for social interaction.

Define clear 

roles & 

responsibilities –

Know who is 

doing what.

Manage your 

time proactively 

– Have a plan.

Be visible –

Learners should 

know who the 

moderators are. 

Be present – Check 

in regularly, but 

don’t stress about 

being there 24/7.



5 Functions of a Community Manager 
That Drive Engagement
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5 Functions of a Community Manager

Communication 1

Moderation2

Curation 3

Technical Support4

Measurement & Reporting 5
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Communication

The goal of your communication plan should be to:

Set and meet expectations 

to build trust and engagement

Develop learning habits

to guide how and when to interact  

(the push and the pull)

for everyone in the community – learners, managers, and stakeholders



What and When to Communicate

Promotion

Invitation/ Enrollment

Welcome Message

Periodic Updates (New Content)

Periodic Reminders (“Finish Strong”)

Support and Other Encouragement

Completion/ Exiting the Community

What’s Next

BEFORE DURING AFTER
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Moderation

Moderation is all about…

Making the experience human

SHOW SOMEONE IS PAYING ATTENTION

INCREASE RELEVANCY

PROVIDE SUPPORT

So how do you do that?



Human Connection and Engagement

Recognize 

the GOOD

Confront

the BAD

Execute

the NORMAL

Encourage

the NEW

Recognize and 
reward exemplary 

users.

Promote exemplary 
content and 
responses.

Respond to 
inappropriate use.

Redirect incorrect or 
off-topic answers.

Monitor activity.

Ensure questions 
get answered.

Probe for deeper 
understanding and 

application.

Seed meaningful 
discussions.

Generate 
challenges.

Be agile and adapt 
as needed.
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Moderation Dos and Don’ts

DO DON’T

• Have SLAs – Set expectations for how 

quickly learners can expect a response 

(generally 24 to 48 hours).

• Keep relevancy top of mind – Make 

sure your responses keep discussions 

ruthlessly relevant to the community’s 

purpose and learners’ jobs.

• Tap others for help – Look for 

opportunities to incorporate other 

expertise, invite guest “bloggers,” etc.

• Trust your learners, but adopt an 

acceptable use policy.

• Respond to every discussion post –

Keep interactions moving forward, but 

don’t be the only one with a voice.  

Encourage responses to each other. 

• Forget the design – The first step in 

moderation is the initial experience 

design. Plan discussions and social 

interactions deliberately. Use them to 

create shared understanding and to build 

community. 

• Worry about being an expert – But be 

familiar with the content, flow, and 

materials to appropriately direct learner 

questions. 
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Curation

Curation is the 

process of finding, 

sifting, arranging, 

contextualizing, and 

then sharing 

information to meet 

a learning need.  

So what does that look like in the context of a community manager?



15

Keep It Fresh

Identify Trends
Promote & Leverage 

User-Generated Content
Introduce New Resources

Listen to the community! 
As you monitor discussions 
and activities, what themes 
emerge? Look for common 
questions or problems, 
consistent gaps, and shared 
tacit knowledge.

Call out these trends to 
learners as well as experts or 
stakeholders. 

Much of the context in social 
spaces comes from the users 
themselves. Harness this and 
look for ways to highlight, 
organize, and share top 
contributions.

Ask learners with great 
submissions to expand on the 
topic by creating new content 
(blog posts, videos, etc.).

Address the trends and gaps 
you identify with new resources.

Outside of responding to 
trends, consider creating a 
content calendar for planned 
topics (when and what will be 
shared/changed and by whom).
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Technical Support

YOU CAN’T IGNORE THE BASICS!

To be successful, you need a plan to 

address the community’s basic needs. 

• Provide a primary point of contact.

• Triage and respond to technical issues 

(and escalate as needed).

• Manage invitation, registration, and 

integration processes.

• Set up and host supporting tools such as 

virtual meetings (WebEx) or SharePoint sites.

• Clean up or purge the site periodically.
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Measurement & Reporting

Define it.  Measure it.  Celebrate it.  Repeat it.

SUCCESS



Define what success

means to you, and 

measure progress 

against those goals. 

18

Sample Metrics to Consider

• Number of active users/lurkers

• Popular content – consumption/# of likes/user ratings

• Discussion activity (qualitative and quantitative)

• Usage trends (points/badges if using gamification)

• Learner surveys (smiley sheets, confidence, relevance, 

NPS, etc.)

• Performance metrics, KPIs

• User stories (behavior change and application)

• Manager surveys

• Longitudinal studies

ENGAGEMENT

PERCEIVED VALUE

BUSINESS VALUE



Defining Roles
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Do I need to do this all by myself?

Nope!
In most cases, keeping a community alive 

and engaged requires support from 

multiple people and business functions.

What that looks like for each community or experience varies. 

Consider how you might engage:

Learning & 

development?

The business?

Subject matter 

experts? Champions?

Managers or 

senior leaders?
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Best Practices and Ideas

Push managers and leaders to 
participate, be a guest 
moderator, or have a regular 
presence. This not only sets an 
example for the expected 
engagement, but also sends a 
message about the importance 
and visibility of the group.

Identify at least 1 lead 
community manager and 1 
additional community 
manager for support. They are 
responsible for the agreed-upon 
core functions.

When possible, community 
managers and SMEs should 
come from the business in 
order to get the buy-in from 
business leaders and the 
credibility needed for learning. 

Identify ambassadors 
(advocates or champions) –
Reach out to a small group of 
community members who can 
help get (and keep) conversation 
and engagement going.

If the community is tied to a 
course or formal learning event, 
tap into alumni as community 
managers and/or ambassadors.
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One Example of How This Could Shake Out…

Community 
Manager

(Moderator)

Learning & 
Development

SME

(Coach)
The Business Managers

Drive engagement 

through ownership 

of the moderation, 

curation, and 

technical support 

functions.

Facilitate 

communication 

between and 

involvement of 

supporting roles.

Drive engagement 

through ownership of 

the communication

and measurement & 

reporting functions.

Lead planning, design, 

and operational 

alignment before the 

community launches.

Contribute/build new 

content.

Support the 

moderator.

Champion the 

community – Create 

awareness and 

promote social 

collaboration.

Respond to learner 

questions and needs 

(as escalated by the 

community manager).

Make space for their 

teams to engage in 

social learning.

Lead by involved 

example – participate!

Encourage 

participation, follow 

up, and check in with 

their teams.

Provide content 

expertise and 

resources.

Respond to learner 

questions and needs 

(as escalated by the 

community manager).

Contribute to the 

ongoing agile design.

Host live/virtual 

sessions.
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If you remember nothing else…

Social Communities require active nurturing to thrive: SEED – FEED - WEED

Engagement is driven by relevance and human connection

Community management requires new skills and roles (And it isn’t easy!)



We’re at our best when helping our clients achieve their best.

Making a meaningful impact on the world together.

We’re social, chat with us!
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