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	WHAT’S COVERED IN THESE GUIDELINES?


These guidelines provide some tips on:
1. Setting goals and targets
2. Running meetings

3. Managing volunteers

4. Encouraging new contributions to the site

5. Managing e-mail lists and forums

6. Agreeing editorial policies

7. Your first action plan
	1: SETTING  GOALS AND TARGETS


Have a measurable goal

When still building the site, set yourselves a target for how many pages or comments you want to have on the site by a certain date (for example, 100 pages by time the site is 6 months’ old).

Once the site is live, you could set a goal for the weekly update – for example, to publish enough new material each week to provide 10 minutes’ viewing.  That could be between 2-6 pages, depending on the amount of content.  For example, a week’s update could consist of:

· 2 photo galleries OR
· 3 pages of memories or historical information (3 paragraphs each) OR
· 6 individual pages with a photo and caption on each page OR
· 2 pages with audio or video clips

If there is a particular event to aim for – so much the better
Is there a particular event at which you could publicise or promote the site? Use that as a deadline when thinking about your goals.
	2: RUNNING MEETINGS


Meet once a month
You can meet either face-to-face or – if you live far apart - via a phone conference (there are cheap phone conferencing facilities available on the web – costing, say, 3p a minute).  
It’s difficult to involve more than 6-8 people in a meeting, without some people starting to feel left out.  So if your group gets very big, look at how you might set up sub-groups. Perhaps people could split into sub-groups after an initial quick briefing session for the entire big group. 

Make sure that the meetings result in a list of action points

There should be an individual’s name by each action point.  Circulate these action points immediately after the meeting – and about one week before the next meeting – to remind people what they undertook to do.  
A sample agenda for a meeting is:

1. Introductions

2. Review of action points from last meeting

3. Newsflashes (quick updates from anyone about what’s been happening on the project)

4. Issues to discuss (make a list at the start of the meeting, or circulate a list beforehand)

5. Review of action points arising out of discussion

6. Speed-dating (time for individual volunteers to liaise with each other about matters that needn’t involve the whole group)

	3: MANAGING VOLUNTEERS


When you recruit new volunteers…
Try to recruit more than one person at a time, so they don’t feel isolated.  Make a ‘contract’ with recruits:  in exchange for their training, they promise to give, say, an average of two hours’ work a week to the site for a period of six months.  When that time is one month away from the end, give the volunteers the chance to renew their contract or leave the group.

If someone doesn’t have time to do something…

…that’s fine, seeing as everyone is a volunteer.  But, to avoid that person holding back the efforts of other volunteers, he or she should let the others know if they can’t do something.  This means that the task can be passed on to someone else.  That way, no-one feels guilty and the group’s progress doesn’t get held up.   

Consider setting up ‘buddies’

These are pairs of volunteers who will keep in touch with each other and encourage each other – contacting each other, say, once a fortnight.  

	ENCOURAGING CONTRIBUTIONS AND COMMENTS


Set up a rota

Once the site is live, set up a rota for monitoring the site for new contributions and comments. A weekly rota seems to work best.  It really makes a difference if you publish comments and contributions quickly (ideally within 24 hours) 

Follow up leads

E-mail people who send in contributions and comments in order to follow up promising-sounding leads. Often they have more potential memories and photos to offer, if given a little bit of encouragement. 

Nurture new contributions and comments in the first year

In the first months of the site – probably for all the first year – you’ll need to nurture new contributions and comments.  Get your friends to add comments; add comments yourselves; set a target for the number to be added.  During this period, the job of the person on the weekly monitoring rota should include actively nurturing comments or contributions.  Set a target, such as three new comments per week.  

	MANAGING E-MAIL LISTS AND FORUMS


Build up an e-mail list

Build up an e-mail list in the first instance, so that you can send out regular messages announcing new updates to the site and spread the word.  Aim to get about 100-150 people on the list (such as local historians and long-term residents). 

Appoint a moderator 

Someone should be assigned to monitor the e-mail list and approve new members.

	AGREEING EDITORIAL POLICIES


Your ideal contribution

One worthwhile exercise is to talk through the type of content you’d most like to see added to the site by asking each volunteer to suggest an example of an ‘ideal’ contribution (make the example as specific as possible). You can then devote effort to proactively going out and creating/collecting this content.  
Cross bridges when you come to them

At the beginning, don’t spend too much time thinking about what type of content you don’t want on the site – you can cross that bridge when you come to it, when someone submits a contribution you don’t want to include.  It may never happen!
Editorial guidelines

Have a set of editorial guidelines/style guide from the outset, like the My Brighton and Hove example. 

	YOUR FIRST ACTION PLAN


Goals
Our target for number of people on e-mail list is  _________by _________(date)
Our target for umber of pages on site  is  _________by _________(date)    


Our target for number of comments on site is  _________by _________(date)
Meetings

Date of next meeting is ___________
Roles

Particular sections of the site people could work on/take responsibility for:
Section of site ___________________ name of person ___________________
Section of site ___________________ name of person ___________________
Section of site ___________________ name of person ___________________
When the site goes live, the rota for monitoring the site is as follows:

New pages:   

Week 1 ____________________ (name)

Week 2 ____________________ (name)

Week 3 ____________________ (name)

Week 4 ____________________ (name)

New comments:   

Week 1 ____________________ (name)

Week 2 ____________________ (name)

Week 3 ____________________ (name)

Week 4 ____________________ (name)

Person who will moderate the e-mail list/forums is  ____________________ (name)
Communication

Does everyone have each other’s contact details?
Does everyone knows where the helpsheets/guidelines can be found?
Does everyone know who their buddy is?

info@communitysites.co.uk      O       0845 6801542       O      www.communitysites.co.uk


info@communitysites.co.uk      O       0845 6801542       O     www.communitysites.co.uk

