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Presenter
Presentation Notes
When I was asked to present at the New Media Summit in Melbourne on how organizations are connecting into one of the websites we manage, notgoodenough.org (a 60,000 strong consumer website where members provide feedback & opinion, good and bad, across over 100 industry sectors on government, not-for-profits and big & small business) to deal with discussions about their reputations, brands, services, policies etc etc. where they are not able to control or drive the messages, I thought the real opportunity was to talk broadly about how organizations can use web2.0 as a collaborative tool to harness knowledge & understanding from interested groups of consumers that willingly aggregate around a brand to create value. Not just brand messaging opportunities but that of collaboration / co-creation to achieve a defined business purpose.



So lets get started with a slide that shows that leading corporates recognise the growth of social networking and are adopting  Web 2.0 user driven services, particularly in Asia Pacific.





% of companies increasing Web 2.0 investments in the next 3 years

Leading corporates recognise the growth of social networking and are 
adopting  Web 2.0 user driven services, particularly in Asia Pacific
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Source: McKinsey Quarterly Survey on Web 2.0, 2847 executives worldwide, 44% holding C positions, 2007
Technocrati, Wikipedia, BlogWorld, Gartner
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Rapid growth in social networks

70%

51%

75%

Customers

Suppliers

Staff

Corporate activity in 3 areas

By end 2011, 80% of active internet users and Fortune 500 companies 
will have a ‘second life’, but not necessarily in ‘Second Life.

…Gartner Research, 2007
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Presenter
Presentation Notes
There is no question of the consumer take-up and willingness to engage in rich media websites offering social interactive, networking environments.  

We see this through the rapidly growing populations of facebook, myspace, QQ and a myriad of other online social networks and P2P sites like eBay, flickr, Zopa.

We now see corporations investing heavily in these “Web2.0” environments to push their messages and aggregate a crowd around their brand. A recent McKinsey survey of executives worldwide showed that their focus was on creating Web2.0 environments primarily for their staff, customers, and to a lesser extent, suppliers.



We see corporations and consumers now turning to online communities as a contemporary engagement model which differs from ‘contact us’ or email





Corporations and consumers are turning to online communities as a 
contemporary engagement model which differs from ‘contact us’ or email

Traditional engagement model

Web1.0
One to one dialogue

No/simple profile of contributor
Little or no moderation

Information push
Transaction capability

No data connection to organization

Org
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Web2.0

Presenter
Presentation Notes
The traditional corporate website is very much built on the principle of creating brochure-ware for interested stakeholders to consume online.  The organization controls the content.  They do offer users a transaction capability to pay their bills, check their account balances, see when the next town hall meeting is on.



Engagement is one-to-one, customer to organization, you don’t get to see what others might be saying. Indeed the interface is mostly with a ‘computer’ that is you send an email via ‘contact us’, you receive an auto-response saying thank-you for you feedback please don’t reply to this message, you reply to the message and you get the same auto response saying thank-you for you feedback please don’t reply to this message.  It does not give the customer much confidence that anyone is truly listening or really cares to.



Corporations are now slowly adopting Web2.0 engagement models to gather together crowds and talk to them around their brand.



Corporations are slowly adopting Web2.0 engagement models to gather 
together crowds and talk to them around their brand

Contemporary engagement model

WEB2.0
Many to many dialogue

Profile of contributor
Moderation to build trusted environment

Corporate talks to customers
Rich media experience
Multiple access options

Minimal data connection to organization
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Brand

Web2.1

Presenter
Presentation Notes
This more contemporary engagement model is characterized by the following:

Organizations create a rich media content, high functionality web presence with the standard cache of social networking tools

It provides access via a PC or mobile phone even.

There is now many-to-many dialogue, customers to customers; staff to prospective employees; the marketing manager to non-customers.

Members join providing some basic info usually name, email & phone contact.

It enables the organization to talk to its stakeholders in corporate-blogs where they still can stay in control of the conversation by creating the topics to be discussed.

The site is moderated against clear forum rules to build a trusted environment

There is only minimal data capture back into he organization as the focus remains not on increasing knowledge of these engaged-stakeholders and what they are saying (very much a by-product) but on information push and brand messaging.



These branded Web2.0 environments then face the challenge of engaging stakeholders and generating actionable insights from these large amounts of conversational data.



5

Branded Web2.0 environments face the challenge of engaging 
stakeholders and generating actionable insights from the large amounts 

of data captured

Source: Technocrati, Wikipedia, BlogWorld

• 22 of the 100 most popular websites in 
the world are blogs.

• 120,000 new blogs are created every 
day . 

• There are over 1.4 million new blog 
posts every day 

• 51% of blog readers shop online.

• Blog readers globally average 23 
hours online each week (higher than 
general internet users)

• 37% of blog readers began reading 
blogs in 2005 or 2006 . 

• Australian internet users spend 12.5 
hours per week online for media and 
leisure purposes - just behind TV at 
13.8 hours, but ahead of radio.

Global Summary

Structured online 
communities address the 
challenge of extracting 
insights from this large 

amount of data

A solution is availableWhat is the bloggers profile ?

What are their needs ?

How important is the issue ?

What is the effort to solve ?

What support do they seek ?

Challenges to extracting 
insight and value from data

Presenter
Presentation Notes
Member expectations are that their time spent engaging, their ‘contributions’, will mean something. Giving rise to the challenge ‘to extract insight from these large amounts of data’:

What is the bloggers profile?

What are their needs?

How important are the issues raised?

What effort will it take to solve?

What support do they seek?



and then the opportunity ‘ to create value from them’. Structured online communities based on a collective intelligence platform addresses this challenge.



So now the organization has built a successful Web2.0 online community where lots of customers, staff, constituents and other stakeholders are lurking, talking and engaging. The question is are they listening ? And what are they doing about it ?







Staff issuesCustomer 
needs

Business 
improvement

Stakeholder 
management

Structured Online Community 
(Collective Intelligence model)

WEB2.1
Detailed profile of selected contributor

Active moderation to stay on topic
Built to achieve a business purpose
Behavioral & attitudinal indicators 

Corporate listens to customers
Analytics & reporting

Data connectivity through organisation
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Brand

Your customers, staff and stakeholders are talking. 
The question is, are you listening ?, and what are you doing about it ?

Presenter
Presentation Notes
In a structured online community, organizations are able to leverage the willingness of members to engage, fostered by their rich experiences within these Web2.0 environments.



The key characteristics of these environments are:

First and foremost that they are built to achieve a business purpose eg customer or constituent needs; staff / internal to organization issues; business improvement and stakeholder management objectives.

Members need to provide a detailed profile of themselves at registration eg high demographic data.  Thus enabling the organization to understand conversations within a strong context of who said what. Or indeed to select members to participate in specific topics of interest.

Behavioral and attitudinal indicators are captured at point of posting rather than just a free-text blog entry.  It provides the organization an understanding of the member mind-set on a particular topic or issue.

The organization actively converses with and listens to stakeholders, not just talks to them. The organization can sit on the sidelines of a conversation and just listen, or jump in and drill-down on an issue of importance.

There is active moderation to stay on topic not just the creation of a ‘trusted’ environment.  It ensures that conversations are being guided towards the business purpose objectives.

Meaningful analytics and reporting are provided identifying and highlighting key themes and insights captured from the ongoing dialogue

And finally data connectivity is established through the organizations CMS / CRM systems to grow organization-wide customer knowledge.



These types of structured online communities are slowly emerging in Australia but are already extensively used overseas, particularly in the US.
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Branded online communities have been used extensively overseas, and 
are becoming more commonplace in Australia

Presenter
Presentation Notes
I like using Hallmark cards as one of the foremost examples of how to use structured online communities and I’d encourage you to jump online and read their case-study.



Structured online communities offer an innovative addition to an organizations efforts to engage, consult and conduct research of its key stakeholders, far beyond just pushing information and brand messaging / control.



http://www.westpac.com.au/internet/publish.nsf/Content/PB+HomePage
http://www.telstra.com/
http://www.pg.com/en_US/index.shtml


Online communities offer an innovative addition to an organizations 
efforts to engage its key stakeholders not just push information and brand

Customer Reach
L M H

L

M

H

Depth of customer 
insight available to 

corporations

Face to face 
interviews/

focus groups

Offline 
questionnaire 

/ surveys

Telephone 
surveys

Web 2
Multi user 

interactions

Web2.1 environments will facilitate 
conversations with stakeholders to co- 
design better outcomes, not just draw 

conclusions from relatively static feedback.
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Web 1
Single user 
interactions
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Presentation Notes
Today, most businesses, are increasingly open to insights and ideas gleaned from any source—especially their customers, through call centers, retail data, and focus groups. Collaboration already extends in many directions, for instance, when a company pursues a new product proposition, it will consult with market specialists, undertake research and test prototypes with their customers.

A structured Online Community complements and extends traditional collaboration and market research methods. It provides the organization an opportunity to spread the task of innovation and design across a network of stakeholders (customers, staff, constituents, suppliers, investors) to co-create outcomes.

Most companies struggle to capture and funnel customer voice inputs — opinions, preferences, attitudes, and behaviors — into the critical business processes, such as new product or policy development, customer acquisition, customer loyalty and retention. 

Again let’s refer to extracts from the Case Study on Hallmark Cards to illustrate. Their purpose for utilising an online community was (and to a large extent these very much mirrors other users, government & non-government):

 Expand the way the company thought about customer feedback, input and insights 

• Find a better way to involve customers in Hallmark’s business 

• Be more responsive to a changing marketplace 

• Capture a more continuous, qualitative look into customer’s lives. 



A brief quote from Tom Brailsford, Manager, Advancing Research at Hallmark noted, “The primary quantifiable benefits of these communities are that deep customer insights can be captured with much greater speed, on an on-going basis, and at significantly lower cost.” 

For example, Hallmark is able to contact 2 to 3 times as many people, in one-quarter of the time and one-fifth the cost as compared to focus groups. Parallel testing showed that the results from the communities are about 90% consistent with the results from traditional methods. An internal survey within Hallmark among the users of the communities indicated that the value of the information received exceeded the first year cost of launching and sustaining the communities. 

Finally, other benefits include increased brand loyalty among the participants, meaningful insights on strategic issues, and testing of early stage commercials and product designs. 

Research undertaken by Communispace, perhaps the largest provider of online communities in the US, showed that engaging with customers in an online community can build positive feelings around trust, respect, an intention to purchase and willingness to recommend.
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Engaging with customers in an online community builds positive feelings 
around trust, respect, an intent to purchase and willingness to recommend

Feel more positively (n=870)

1% 2%
20%

50%
28%

1
Strongly
Disagree

3 5
Strongly
Agree

How did membership impact 
willingness to recommend 
products ? (n = 190)

0% 1%
25%

39%35%

Change in feelings (n=237)

0% 3%
30%35%32%

Much
more

negative
Much
more

positive

I am more likely to 
recommend  products now. 
Agree/Disagree ? (n = 170)

1% 3% 12%
30%

53%

Increased trust (n=870)

2% 3%
31%40%

23%

Increased likelihood to purchase (n = 937)

4% 12%
31%33%22%

Increased respect (n=870)

1% 4%
20%

44%
31%

Feeling more positive

Willing to recommendTrust and Respect

Intent to purchase

Source: Communispace Corporation, USA, 2006

1 3 5 1 3 5
Strongly
Disagree

Strongly
Agree

1 3 5
Strongly
Disagree

Strongly
Agree

1 3 5
Strongly
Disagree

Strongly
Agree

1 3 5
Strongly
Disagree

Strongly
Agree

1 3 5
Very
Negative

Very
Positive

Presenter
Presentation Notes
These objectives are being pursued now through corporate investment in Web2.0 websites that are aggregating stakeholders around their brands.



When we talk with organizations about building structured online communities we, without fail, are hit with the same issues and concerns around:

How do organizations manage the risks of operating a web community ?

What are the critical issues for the development of successful online communities?

How will we know which conversation topics to focus on?

What is the process for creation of a successful online community?



So lets fist look at the question of risks.







How do organizations manage the risks of operating a web community ?

Terms and Conditions

Forum Rules

Moderator controls

Contributor responsibility

• How the site will operate, eg.
• Membership conditions
• Forum rules & responsibilities
• Site availability
• Security
• Privacy
• Terminating Membership

• The rules of posting and responding to 
comments, eg.

• Length of postings
• Revealing personal details
• Trading products, services or information
• Stay on topic

• Types of comments that are inappropriate, eg.
• Use of offensive language
• Defamatory comments
• Stalking
• Spamming

• Active moderation of site according to Service 
Level Agreement eg trusted, on-topic

• Responding to inappropriate postings or 
behaviours

• Escalating through the agreed decision tree
• Ultimately removing a posting or member from 
the site

• Member activity is at the right level

• Contributor agrees to take responsibility for their 
login details

• Contributor takes ownership for all postings 
under their User Id

• Contributor has to acknowledge and accept the 
T&Cs and Forum Rules including 
acknowledgement of responsibility for all 
postings under their login ID

• Contributor acknowledges rules of engagement 
for access to dedicated private groups

10

Presenter
Presentation Notes
Every time we do this the same risk issues popup and these are the mitigants.



There are 3 critical issues for the development of successful structured online communities: Independence of site manager, anonymity of members and acceptance of negative feedback.
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Why is independence 
important ?

• Lack of trust in large institutions
• People do not give feedback to 
institutions as they believe it will 
be filtered, so what’s the point

• Independence is the only way to 
obtain the broadest spectrum of 
honest feedback

• If you have a non-independent 
site, you’ll get similar data as you 
do now via your contact centre

• Institutions already use 
independent organisations for 
offline customer feedback, eg. 
Market research houses

Critical issues for the development of successful online communities - 
Independence, Anonymity and dealing with Negativity

Why are negative comments 
important & won’t dominate ?

Why is anonymity (use of 
pseudonyms) important ?

• A psychological issue
• Fear of being found out and 
ridiculed or persecuted

• No need to spin the message – 
you can be more honest

• More likely to get to the root 
cause

• Allows the ‘quiet’ people to 
comment and not be dominated

• Contributors using a pseudonym 
can be, and do get, frequently 
challenged by other contributors 
and the moderator to validate 
their comments

• Pseudonyms allow the corporate 
to participate without unduly 
incorrectly influencing the 
discussion

• Why negative comments won’t 
dominate a community ?

• We select the participants
• Experience shows community 
will challenge, seek validation

• Lack of validation will see 
comments cease

• Good moderation overcomes
• Can the media get a hold of 
these negative issues ?

• Issues already out there 
already

• Issues can be accessed 
offline

• Demonstrates openness and 
transparency

• Reflects true 
sentiment/experiences

• Allows the institution to learn
• Issues must be tabled to tease 
out root cause and develop 
solutions

Presenter
Presentation Notes
The next concern is:

How will we know which conversation topics to focus on and what all the talk means?
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An illustration of the rich analytics gives insight into the importance of 
each issue, the effort required to address it and level of engagement

1.0

2.0

3.0

4.0

5.0

1.0 2.0 3.0 4.0 5.0
Priority for customer

Ef
fo

rt
 re

qu
ire

d 
to

 a
dd

re
ss

Online member activity, Qtr ended XXX

‘Pink ‘ issue
Priority for customer: 4.25 out of 5
Effort required to solve: 2.9 out of 5
Size of bubble indicates number of views

White Issue

Grey Issue Light Blue Issue

Tan Issue

Yellow Issue

Blue Issue
Olive Issue

Green Issue

Mint Issue

Black Issue

Presenter
Presentation Notes
Conversation insights are obtained through building a stringent analytics and reporting engine, so that:



Insights can be reported by topic and segment highlighting:

Key insights from each forum type

Consistent themes for each stakeholder segment, eg. by Post Code, by age group or member record flag

Reactions reports to topical issues eg increase in credit card fees

Longitudinal research on evolving wants & needs

Anecdotal feedback testing eg is the one off comment to the CEO representative of the ‘market’?

Insights will be used to drive content on the site:

New forums will be established based on emerging insights

Old forums will be eliminated based on lack of use or noise

Focussed Polls or Surveys (all & segment only) will be conducted eg target a segment to address a specific consultation paper on the environment by the government or the features of the base-model SUV targeted at families.



The final issue is on understanding the process for creation of a successful online community.
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Design, Construction and Management of the online community is a 
three stage process that will require unique skills-sets

Community 
Management

‘Who will run your 
community and how 
will they operate ?’

Community Creation

‘How do we build and 
test your online 

community’

Community Design

‘What business 
purpose would you like 

to achieve from your 
online community ?’

•Strategic Business Brief.

•Site Requirements Brief.

•Functionality selection.

•Functionality build.

•User testing.

•Deliverables of the 
community management 
team.

•Requirements of the 
organization.

Presenter
Presentation Notes
The first priority is articulation of a defined business purpose / objective to drive the creation of a Web2.0 investment and resultant engagement with select stakeholder groups.

There are 3 clear phases involved.

Phase 1, Community Design: ‘What business purpose would you like to achieve from your online community ?’

Phase 2, Community Creation: ‘How do we build and test your online community’

And finally Phase 3, Community Management: ‘Who will run your community and how will they operate ?’



Now finally I’d like to walk you through some case studies of structured online communities that we have been involved in:

First lets start with Notgoodenough.org
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NotGoodEnough is a 56,500 strong online community that enables 
individuals to comment on their customer experiences

Source: www.norgoodenough.com.au
Note: This website is managed by Brandaide Communications

Presenter
Presentation Notes
Notgoodenough.org: Perhaps best illustrates “How to protect your brand in a hostile environment & turn-it into a positive”.

NGE is a community where organizations can listen to conversation about their brand, but they do not control the dialogue although they can jump into the conversation whenever they like to find out more.



Notgoodenough.org: (Show process example of Member complaint>Community empathy>Corporate alert request>Member non-engagement>Community resolve) The example of Sony…



Notgoodenough.org: How to generate value (Show process example of Corporate sponsored mobile phone polls on (a) intent to switch (b) intent to choose you>Member response (567)>Corporate contact>Sale ratio (44%)) The pro-active value engagement of mobile phone company X.



This site very much confirms the value of corporate transparency in being seen to listen to the voice of the customer and the resultant member appreciation.

http://www.norgoodenough.com.au/
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The City of Melbourne launched a global website around ‘Talk’ themes 
aimed at understanding how the city should position itself for the future

Source: www.evillagemelbourne.com.au
Note: This website is managed by Brandaide Communications

Presenter
Presentation Notes
The City of Melbourne (CoM) was keen to try innovative ways to engage with stakeholders whilst continuing to provide traditional channels to ensure ‘equity for all’.



Purpose of City of Melbourne’s ‘eVillage’ is:

To broaden & engage a wider audience of people via a new channel for involvement and consultation.

To provide all (or in some cases selected) constituents with an online community to engage with each other, network across areas of common issues and provide input to CoM.

To enable CoM to gather more timely information on constituent expectations and opinion. 

What was confirmed was that people did want to be involved in the process. They were happy to have a new, more flexible channel to provide their input, that meant they didn’t need to attend a town hall meeting or write a full-blown submission but could access the eVillage 24/7 – when it suited them.

The volume of contribution was far higher than expected with 1,000s of opinions, views, feedback recvd. Much more than through the traditional channels of public hearings and submissions.

Analysis and insights of the conversations based on known member demographics and attitudinal / emotive flags helped drive the resultant Future Melbourne draft plan which now resides on a public wiki.

http://www.evillagemelbourne.com.au/


16Source: www.thesbhub.com.au
Note: This website is managed by Brandaide Communications

ANZ launched a website aimed at better understanding the challenges 
facing its small business customers, and how the bank can assist them

Presenter
Presentation Notes
ANZ Small Business Banking were seeking to build a unique value proposition for small business operators that was not price led or easily replicated. The key objective was to better understand the challenges that their customers face, and help them build their business.



Bank thus sought to develop a deeper understanding of the issues faced by its customers of running a small biz, rather than just tell customers about their loans and deposits.



From this, they could develop a unique proposition beyond bank products to help grow loyalty and attract new business through peer advocacy.



The community discussion was driven both by topics raised by ANZ but also organically by members. 



The Bank’s response to the intelligence it gathered is to engage specialists to develop articles, podcasts, vidcasts, seminars addressing these ‘non-typical’ areas of concern: Eg. Working with spouse, IT issues facing small biz, staff recruitment. 

http://www.thesbhub.com.au/


An example of a staff online community - ‘eNetwork’

About The Site Privacy Policy Terms & Conditions

Home

Sign up

Contact Us FAQ Forum RulesEditorial

Log In

Discussion Forums Posts of interest

Network transformation

Staff policy

Operational improvements

Help from colleagues

Business risks

New ideas

Tips on using our system

Competitors

About the eNetwork

• No enough mentoring…

• Recruitment process tough…

• Part timers out of loop…

• Ideas to beat competitors…

• Tips for recording contracts…

• Elders Card not selling…

• Integrating finance offer…

• Charity work in community…

Tell a colleague Poll

Do you have an understanding of 
where Acme Group is going ?: 
•Not at all  
•Somewhat  
•Very much

Top contributor

• The eNetwork is an exciting development that allows you to 
network and collaborate with your colleagues like never before.

• You can comment on issues that have been raised by other 
people, or start your own discussion on an issue that is important 
to you.

• Feel free to share your views openly and honestly using an 
anonymous username.

• The left hand column indicates current discussions which you 
might like to participate in.

• The right hand column identifies the Hot Issues and Top 
Concerns that are being voiced, as well as the latest Poll.

• We are open 24/7 so you can participate at a time that is 
convenient to you.

• Click here to join the eNetwork…

• Thread link…

• Contributed by SILVER FOX

• Summary of idea

Copyright Acme Group Limited.

eNetwork
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Presentation Notes
We are not talking about ‘aggregation around a brand’ so much as a ‘digitally enabled’ corporate culture (we like this term found on the net).

There has been a big move by organizations to create staff groups on facebook and other social sites.  The hope is that these sites will complement the 360 degree feedback and traditional staff surveys process.

Just how will an organisation use it?

Extend an invitation to particular segments of staff that you want to better understand or engage with in a more detailed manner, eg.

New graduates that are comfortable with the world of ‘blogging’

High potential officers that can’t easily attend conferences

Functional teams in different time zones or geographic locations

Why would they use it?

It builds engagement with key staff in your organisation

It recognises the time poor nature of people and enables them to participate at a time and place that is convenient to them 

As a continuous environment, it is cheaper to run that multiple focus groups



http://www.pg.com/en_US/index.shtml


Staff issuesCustomer 
needs

Business 
improvement

Stakeholder 
management
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Brand

Where to next ?
Aggregation systems that auto-codes all feedback

Social networking sites
•Facebook/myspace

-Online
-Private complaint

•unsolicited

Social networking sites
•Facebook/myspace

-Online
-Private complaint

•unsolicited

Blogs and journals
•Online
•Offline media
•Private complaint
•unsolicited

Blogs and journals
•Online
•Offline media
•Private complaint
•unsolicited

Video sharing
i.e youtube.com

-Online
-Private complaint

•unsolicited

Video sharing
i.e youtube.com

-Online
-Private complaint

•unsolicited

Complaint web-sites
Private third-party
•facilitation/venting (NGE.com)
•resolution-focussed 
(planetfeedback, complaints.com) 

-Online
-3rd party complaint

•unsolicited

Complaint web-sites
Private third-party
•facilitation/venting (NGE.com)
•resolution-focussed 
(planetfeedback, complaints.com)

-Online
-3rd party complaint

•unsolicited

Direct to organization
•email, fax, letters, forms, 
phone 
•Voice complaint
•Solicited and unsolicited

Direct to organization
•email, fax, letters, forms, 
phone
•Voice complaint
•Solicited and unsolicited

Government/Reg authority
•fair trading offices
•Consumer affairs
•Online/written/verbal
•3rd party complaint
•unsolicited

Government/Reg authority
•fair trading offices
•Consumer affairs
•Online/written/verbal
•3rd party complaint
•unsolicited

C2C communication
•SMS and PDA
•private complaints
•unsolicited

C2C communication
•SMS and PDA
•private complaints
•unsolicited

Presenter
Presentation Notes
The next phase of collective intelligence ….. Aggregating and being able to quickly make sense of stakeholder input regardless of source.
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