


Online Community: Leadership plan
An example

1. Establishing the community’s purpose and vision

Focus of the online community:  e.g., sharing local community learning experiences, resources, and practices as a way to create and record ‘local memory’.

2. Identifying founding members 

Start by recruiting a small group of committed individuals who share the vision.

Agree on roles: Facilitators, resource curators, discussion starters.


3. Choose platform(s) of engagement 

Select accessible, inclusive platforms that allow: 
· Discussion 
· Resource sharing
· Collaboration
between member


4. Agree with members (share with incoming members) the community principles

Host a discussion with initial members to establish key principles, for example, 
· Respectful communication
· Acknowledging contributions
· Privacy and consent
· Shared understanding of goals
· Share understanding of contributions 

Make new members aware of the community principles. 


5. Devise initial activities to build trust and shared purpose
· Orientation session: Introduce goals, norms, and socialise members in the norms of communication, sharing and contribution through small tasks – e.g.: create a section for introductions where members share and say something about themselves that most people would not know; ask them to share a picture containing their favourite colour and explain why, etc… this is just to break the ice and allow people to know get to know each other in less serious ways.
· Consider creating a Buddy scheme: Pair newcomers with experienced members to help socialise them into the community’s activity.
· Create low pressure engagement: Polls, icebreaker questions, and informal chats.

6. Engage members in community activities related to its key purpose
· Community challenges:
e.g.: ask community members to share their favourite local learning spaces and explain how they work for them
· Conversation prompts: 
As a community leader/moderate, select some of the contributions and ask questions, prompt further information (diversify who you engage with; avoid asking the same person all the time)
· Collaborative task:
Suggest people work together to co-create a guide of ‘Local Learning spaces
· Resource sharing activity:
Members upload guides, stories, etc from their own experiences, past and present (set the tone, e.g. happy memories, etc. so that people contributed to a shared effort) .


7. Sustaining engagement

· Rotate leadership roles to avoid hierarchy.

· Regular campaigns (e.g., “Story of the Month”) to keep community engaged and active.

· Create spaces for collective resources that can be easy to find  

8. Community growth and inclusion plan

· Welcome new members with: 
· Clear orientation
· Mentorship opportunities
· Visibility in discussions
· Normalise mistakes as part of learning (some people may share information in the wrong thread, etc.).
· Encourage ‘lurker’ members through direct invitations and low-stakes tasks.

9. Managing challenges

· Unproductive discussions: Redirect with informed prompts; remind them of community rules via private message.
· Misinformation: Correct respectfully, provide credible sources; connect privately to ask if they want to reconsider what was shared.
· Quiet members: Scaffolded participation. Not everyone wants to be uber active all the time; yet it is OK to invite participation at key points.
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