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CHAPTER 1

What Is a Community and  
Why Do You Need to Build One?

If you want to go quickly, go alone. If you want to go far, go 

together.

—African Proverb

I n 2006, at the tender age of twenty-six, I started a new job at a 

British company called Canonical. Founded by newly minted 

South African millionaire Mark Shuttleworth, the company was 

focused on building a competitor to Microsoft’s Windows operating 

system monopoly. The twist was that this new operating system, 

Ubuntu, was created by a globally connected network of volunteers 

who freely shared the open-source code. My role was to turn a small 

set of contributors into an international movement.

Less than a year into my new gig I got an enthusiastic email 

from a kid called Abayomi. Little did I realize this message would 

have a transformative impact not just on my career but on the rest 

of my life.
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athlete, you need to understand the rules of your game. If you 

want to be a world-class BBQ cook, you need to understand how 

your grill works. Similarly, if you want to build a community, you 

need to understand the psychology of people and how they engage with 

each other.

the heart of the human condition

When you take away the computers, screens, cell phones, and cars, 

it is easy to forget that we are actually animals.

Just like animals in natural habitats, there are drivers that 

influence our behavior and how we think and approach the 

world. These drivers happen deep in our subconscious, but under-

standing them can provide a psychological blueprint for how we 

approach building communities that map effectively to the natural 

human condition.

This is reflected in my Community Belonging Path (Fig. 1.1):

Access Contribute Self-Respect

1 2 3

Dignity Impact Belonging

4 5 6

Social Capital

Fig. 1.1: community Belonging Path

All community success stories start with someone having access 

to the information, tools, permission, and guidance needed to 
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CHAPTER 2

Consumers, Champions, 
and Collaborators

Simplicity is the ultimate sophistication.

—Leonardo da Vinci

A few years ago, an old friend asked me out one evening to 

help him prop up our favorite gin bar in San Francisco, 

Whitechapel. I could tell from the tone of his voice that this was 

not merely about sneaking back a few G&Ts.

“Jono, I have no idea where to begin,” he blurted out with a 

whiff of desperation.

My friend had recently moved himself and his family to the 

San Francisco Bay Area having founded his new company, 

raised $10 million of venture funding, and now needed to build 

out a community around his product. This is Silicon Valley, so 

this was all about building growth, and building it quickly and 

visibly.
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joined because I wanted to learn. The products have excellent 

manuals, but there was so much more information scattered 

around. Everybody had to search individually for answers. I took 

it upon myself to gather that information and wrote the ‘How Tos’ 

and book.”12

Let’s not forget: Alexander is a volunteer. He isn’t on the payroll. 

He generates all of this value focused on the success of Fractal 

Audio Systems’ products and users, who are a private company 

he doesn’t actually work for. While you may not be able to fathom 

why on earth he would do this, thousands of people like him do.

In Champion communities, participants stroll through a pro-

gression outlined by my Product Success Model:

Fig. 2.1: Product success model
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Fig. 2.2: inner and outer collaborator communities

In the majority of open-source communities that I have 

worked with, people participate in the same core product the 

company works on. They add code, documentation, translations, 

and more.

An example of this is TensorFlow. Originally started by Google 

in 2015, this open-source, machine-learning project has attracted 

more than seventeen hundred contributors.16 Not only is the code 

open, but discussion of the project, working groups that define 

direction and focus, and issue and bug reports are all open too. 

This has resulted in TensorFlow being used by companies such as 

Coca-Cola, Airbnb, Swisscom, Intel, PayPal, Twitter, Lenovo, and 

many others.17
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CHAPTER 3

Build It and They (May) Come

The world needs new leadership, but the new leadership is about 

working together.

—Jack Ma

“H ello, Jono. How was your weekend?” asked Don, an affable 

and always-eager member of a community I used to run. 

(For the sake of this story, Don has been anonymized; he definitely 

looks more like a “Dave”.)

“Good, thanks!” I said. “How was the event you organized this 

weekend? Did you get a good turnout?”

There was an audible lump in Don’s throat. “Er, not great. No 

one showed up.”

I nervously giggled. Don, somewhat awkwardly, didn’t repay the 

favor.

He wasn’t lying. He organized an event, booked the room, coor-

dinated the content, organized the coffee and snacks, and no one 

came. Not a sausage. He built it and they didn’t actually come. 

Heck, it almost seemed they avoided the damn place.
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CREATE A VALUE STATEMENT

Grab a piece of paper and a pencil. We are going into brain-

storming mode. Divide the paper in half and start jotting down 

what kind of value you see for your organization and for your 

members, just like in figure 3.1.

Fig. 3.1: community value statement

What you choose to focus on here will be largely based on your 

Community Mission Statement (from chapter 2) and which Com-

munity Engagement Model(s) you have chosen.

value for the community member

Here is rule number-one for how to build great communities: put 

the success and value of your prospective members first. If you get that 

right, success for your organization will naturally flow.

Sketch out the value for your community members first. Not 

only will this give you a clear idea of how to produce a genuinely 
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CHAPTER 5

Create an Incredible Adventure

I am completely in favor of dialogue and engagement.

But it must be a true, open dialogue.

—Ma Jian

I n 2014 I stepped off the BART train at Montgomery Station and 

walked into a friend’s company situated nearby. I was popping in 

on my way to a client to see if I could help. I was taken into a confer-

ence room where Rebecca (her name is anonymized) sat in front of 

a MacBook Pro covered in stickers. She looked rather exacerbated.

“Thanks for coming in, Jono. Here’s the deal. We just ran a com-

munity strategy program, hired a community manager to lead it, 

and invested around $110,000 in building our community. We have 

had a handful of members sign up and participate, but other than 

that, we haven’t seen much for our investment. We are frustrated, 

our community manager is frustrated, and my boss [the CEO] is 

spitting fire.”

I got out my computer and started looking at their commu-

nity. The more I dug into it, the more I could see why this was 
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approach for how to factor the right pieces in the right order into 

the community experience.

Fig. 5.1: community Participation Framework

This framework can be applied to Consumer, Champion, and Col-

laborator communities across different industries, geographies, and 

more. It guides what I do with pretty much every company I work with.

This is the skeleton of your community. It covers the essential, 

foundational elements we need to include. It is designed to provide 

a lens we can look through to ensure we ask the right questions 

and include the right strategic pieces in our plans.

This framework is broken into three key sections:

1. Onboarding : The part to the left of the star is where we take 

a person who is brand new, who represents one of our target 

audience personas, and we help them produce something of 

value—both to them and the community—as quickly and easily 

as possible. This value is represented by the star.

2. Engagement: When they have produced this first piece of 

tangible value, they are still very new. We now help them to settle 

in, and support their transition between three key states: Casual, 

Regulars, and finally Core. This will help to grow their active par-

ticipation and sense of belonging.
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Rocks cover your broader objectives, but how do you manage 

the nitty-gritty details wrapped up in the day-to-day delivery of 

this work?

Welcome to the Quarterly Delivery Plan. It looks like this:

Fig. 5.3: Quarterly delivery Plan

This can live in a spreadsheet or your chosen project manage-

ment system.

The idea is simple. You list each of your BIG ROCKS and break 

them into a set of individual ITEMs that deliver the goals of each 

Big Rock. For each item, specify a set of KPIs that state clear, 

measurable deliverables to be completed for that item.

Each of these items is then assessed as to when it can be deliv-

ered, and a QUARTER is selected. This gives a clear idea which 

items for which Big Rocks will be delivered and when.

Accountability is critical. Far too many companies put together 

a plan and then bicker over who will do what and when. Get 

this clarity up front through this document, but also ensure that 

your team knows that they are expected to deliver. Plans mean 

nothing if people ignore them or are chronically late without 

good reason.
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increases the likelihood of a new community member getting posi-

tive results and building their confidence to keep participating.

My friend Stephen Walli, a veteran in the technology world, once 

shared with me that in a few companies he worked at in the ’90s, a key 

metric for the success of a software product was the “ten-minute rule”: 

how long it took the user to do something simple with the product 

from the minute the shrink-wrap was taken off the box. (The goal was, 

unsurprisingly, within ten minutes.) This metric was fundamentally 

dependent on the user understanding (a) the value the software could 

deliver, and (b) how to experience that value as quickly as possible.

This is exactly our goal with onboarding. For every persona you 

need to flip your brain into private browsing mode, put yourself in 

their shoes, and think about what steps need to happen to go from zero 

to delivering something of value for both the individual and the community.

Now, your on-ramps will differ from audience persona to audi-

ence persona. This isn’t all that surprising: a Support persona will 

get involved differently than an Advocate persona, and even more 

differently than a Developer persona.

There is good news though. For the majority of personas, there 

are similar types of steps that occur. This is rather conveniently 

baked into my Community On-Ramp Model:

Fig. 5.2: community on-ramp model
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Quarter Q3

Big Rock Build a Predictable Support Community

Item Deploy Forum

KPI Identify and select forum platform.

Deploy online (available via desktop and mobile).

Allow login via Google, Facebook, and Twitter.

Configure key categories (General Discussion, Q&A).

Owner Rebecca Bergmann

Involved Stuart Langridge, Tom Draper, Jeremy Garcia

Notify Erica Brescia

Status In Progress

Quarter Q4

Big Rock Build a Predictable Support Community

Item Produce Core Documentation

KPI Documentation available on the community website for:

Getting started guide

Support best practices

Transitioning material to FAQs guide

Mentoring program overview

Owner Lee Reilly

Involved Margot Maley, Tim Carter

Notify Simon Bacon

Status Completed 

This Quarterly Delivery Plan is not the only way to manage 

communities, but I strongly recommend it. It ensures every item 

ultimately maps to your broader value, is resourced, is scheduled 

appropriately, and avoids ambiguity for what should be delivered. 

It provides a single place for everyone to track progress and keep 

people accountable. With many of my clients, this plan is designed 
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CHAPTER 6

What Does Success Look Like?

Before anything else, preparation is the key to success.

—Alexander Graham Bell

I have a confession to make: I am a recovering idealist.

When I was a long-haired (believe it or not), leather-jacket-clad 

eighteen-year-old, I drove to nearby Northampton to nervously join 

my first community meeting. It was focused on a technology that 

I had become interested in and took place at the home of a nice 

chap who set up the group.

That evening was eye-opening for me (in a good way). I saw the 

power of people having a shared passion, but one integrated into 

a global community focused on having a real impact. It unlocked 

in my mind the real potential of people.

Enthusiasm in the human condition can also be a risk though. 

It is tempting to fall into the creepy abyss many self-help authors 

descend into in which they believe anything is possible despite the 

realities and constraints in the world. While our ambition should 
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“What do you want to see these authors accomplish when they 

join the community?” I asked while sipping down my morning 

coffee. My answer was met with a stony silence. They knew they 

wanted them to produce content, but they didn’t know what to 

expect in the stages between “no content” and “lots of content.”

This is why we developed our Audience Personas back in 

chapter 4. It gives us a clear idea of the type of participation we 

want to see. But how do we know if we are serving those audience 

personas well?

To help with this you can use my Community Persona Maturity 

Model shown in figure 6.1:

CAPABILITIES

Onboarding Casual Regular Core

Individual Value: 
TBC 

Community Value: 
TBC

BR
O

A
D

ER
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O
M

M
U

N
IT

Y 
VA

LU
E

Individual Value: 
TBC 

Community Value: 
TBC 

Peer Value: 
TBC

Individual Value: 
TBC 

Community Value: 
TBC 

Peer Value: 
TBC

Individual Value: 
TBC 

Community Value: 
TBC 

Peer Value: 
TBC 

Leadership Value: 
TBC 

Impact on the Community

Fig. 6.1: community Persona maturity model

For those of you new to maturity models, they provide a simple 

way of defining what success should look like at a given time. 

They are a common tool used by overpaid plastic-haired busi-

ness consultants, and sadly many of them are so generic that they 
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Fig. 6.2: cadence-Based community cycle

What you can see here is a timeline broken into months and 

weeks. Each cycle is two quarters, six months. You can see each 

month numbered 1–6, and on either side I included the last month 

of the previous cycle and first month of the following cycle (those 

are shown in gray).

We created our Big Rocks back in chapter 3 that outline the 

value we want to produce for the next year. This year is comprised 

of two six-month cycles, each of which delivers half the work in 

our Big Rocks. Now, based on figure 6.3, let’s cover what happens 

in each six-month cycle.

Before our cycle begins, in the month before, we perform our Cycle 

Planning. This is where we plan what work we want to deliver for the 

next two quarters (which combine to form the full six-month cycle).

This is when we map out our Quarterly Delivery Plan from chapter 

5. Based on your Big Rocks, fill out what you want to accomplish in 

these next two quarters, complete with KPIs and the other items.

Each week we need to stay on track in delivering the work 

mapped out in this quarterly plan. To do this, coordinate a weekly 

call with everyone who is listed in the Owner column in the Quar-

terly Delivery Plan. This is where you ensure everyone is up-to-date, 

discuss any problems, ensure everyone is able to keep moving 
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ended up becoming an ambassador to the community. Other staff 

assumed that this Community Director was doing the work and 

that they could safely forget about the community and get back to 

their normal day-to-day.

Don’t do this.

Trust me, it is not a winning strategy. The companies that succeed 

are the ones who integrate community strategy across the business, aligned 

with product, engineering, marketing, and sales. Your organization, and 

how it interfaces with the community, should be a clean, well-oiled 

machine, and this is the last phase in organizational maturity.

We combine these three phases with a targeted set of Areas of 

Expertise, and we start to see what our maturity model looks like. 

I call this my Organizational Capabilities Maturity Model, and you 

can see it in figure 6.3.

Fig. 6.3: organizational capabilities maturity model
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CHAPTER 7

Glue People Together to 
Create Incredible Things

Great things are done by a series of small things brought together.

—Vincent Van Gogh

A few months ago I was pacing the Oregon Convention Center 

in Portland. It was Monday, the day after I had run one of 

my conferences, the Community Leadership Summit. As I leaned 

against the side of a coffee shop sipping my overpriced convention-

center brown muck, a familiar face wandered over and uttered, 

“Alright, mate!”

Adam (his name has been anonymized) was similar in age 

to me, and I met him when he was involved in a previous com-

munity I worked with. He gushed about how he learned and 

grew his skills, that other members of the community gave him 

great feedback, challenged his assumptions, and helped him 

to improve. He reminisced over the early days of meeting new 
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my perspective on everything, and I put them out as an 

album called ‘Post Traumatic.’ It felt like letting the whole 

world read my diary, which is a very exposed feeling.2

Mike handled it perfectly. He took the time he needed but never 

lost his connection to his community. He continues to inspire not 

just me but millions of others. Rest in peace, Chester.

2. Be pragmatic. Too many communities are all talk and no action. 

One local community I knew spent six months debating what 

platform their new website should run on. They obsessed over it 

instead of just making a decision and moving on.

Avoid unimportant, rambling, non-productive discussions. Your 

community should be in the business of getting shit done (while 

having a great time). Trade in specific, actionable work with spe-

cific outcomes. Work toward measurable value, not obscure or 

irrelevant ideas.

3. Be personal. One of the major challenges that communities 

face as they grow is illustrated in figure 7.1:

Fig. 7.1: community Personal scaling curve
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provide an overview of the community, some key content/demos, 

interviews, and an open Q&A for viewers. Announce the event and 

what will be covered.

5. Launch Day. Run the launch event and coordinate any press 

to be launched on the same day.

Here is a broad timeline I recommend you work from:

Timeline Item

T-Minus: Six Months Full launch strategy complete, with KPIs, owners, 

and delivery dates.

T-Minus: Three Months Early Adopters identified (ten to thirty 

recommended).

Target press identified.

T-Minus: Two Months Contact Early Adopters and invite them to private 

kickoff event/webinar.

All community infrastructure is ready for launch.

T-Minus: One Month Early Adopter event/webinar.

Invite Early Adopters to the community. Gather 

feedback and input.

Make improvements and changes.

Start public teasers.

T-Minus: Two Weeks Announce launch event.

Launch Day Launch event/webinar featuring overview, 

interviews, and how to get involved.

Press interviews and momentum.

Kick off your Growth Plan (see below).

Launch + Two Weeks Reward Early Adopters who have provided 

outstanding service (send them swag, gifts, etc.).

Highlight notable early members of the 

community.

table 7.1: community launch timeline template
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Fig. 7.2: editorial calendar

As with our Quarterly Delivery Plan, track the delivery of this 

work in your calendar via the Status column.

Sit down and brainstorm enough content ideas that you can 

deliver the following minimums:

• Original blog content: One per week (material you produce 

about your product/community).

• Original social media content: Three per week (social media 

you produce about your product/community).

• Blog content promoting other material/content: One per month 

(material that promotes interviews, articles, podcasts, and 

other things you participate in).

• Social media promoting other material/content: Two per week 

(social media that promotes interviews, articles, podcasts, 

and other things you participate in).

• Themed campaign: One per quarter (competitions, 

campaigns, content series, and other initiatives).

• Online event: One per quarter (webinars, demos, Q&A 

sessions).

People Powered [2P].indd   193 7/8/19   1:52 PM

glue PeoPle together to creAte incrediBle things

203

peer-to-peer support. One of the benefits of the segmentation 

in the Community Participation Framework is that we can build 

predictable relationships between each phase.

Grabbing my marker to scribble some arrows down, I showed 

them that this is our goal:

Fig. 7.3: mentoring in the community Participation Framework

The only way you can build a community that scales up is to help 

your community to help each other. You do this by encouraging 

members further along their community journey to provide men-

toring and peer support to newer members.

Imagine someone is progressing up the on-ramp for the first 

time. You don’t just want Casual members to help them, but also 

Regulars, and Core members. When Casual members are just get-

ting going, you want Regulars and Core members to help them 

too. Similarly, when Regulars are facing some tricky challenges, 

you want Core members to help unstick them. Mentoring builds a 

culture that “pays it forward.”

There are three approaches to mentoring, all which can add 

incredible value.

1. Peer-Based Review. Peer-based review is when community mem-

bers review and provide feedback on the work of other members. 
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CHAPTER 8

Mobilize Your Community Army

Fortune befriends the bold.

—Emily Dickinson

S ocieties are fascinating to me. Just think about it: we as the 

human race, composed of more than 7 billion people, have 

become surprisingly organized in how we live. We have cordoned 

off the world into continents, then into countries, and further 

into local municipalities. We have wired up our communities with 

plumbing, electricity, and sanitation, which is becoming increas-

ingly available around the world.

We have formed into governments, who have levied taxes and 

laws to fund and bring order to societies. While of course many of 

these governments and laws are imperfect, many work well. This 

has produced the opportunity for people to have a global footprint, 

to travel, to trade, and to understand the cultures of people on the 

other side of the planet.
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Fig. 8.1: Participant rewards Peak

In a nutshell, if you distribute the right balance of rewards 

based on performance you can incentivize peak results. There 

is a risk though of oversupplying rewards to the point where the 

participant is so focused on getting the rewards that their priority 

becomes the rewards and not doing great work. Be careful not 

to overdo the extrinsic rewards and always monitor the balance 

of performance compared to the rewards you provide to see if 

this is happening.

3. The Condition: The final piece of the puzzle is the condition. 

That is, what measurable criteria needs to be met to accomplish 

the reward?

The idea is simple: we want to plumb this criterion into our com-

munity so that when it is triggered, it generates the reward with 

the most limited amount of manual attention.

There are four considerations in deciding on your condition:
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can be a single metric or combination of metrics. Always be clear 

what these measurements should identify. For example, detecting 

when a code submission has been approved, a question has been 

answered, or a member has answered their tenth question in one 

month (to detect consistent participation).

As I mentioned earlier, some behaviors are difficult to measure 

with a computer, such as social development and interaction. In 

those cases, ensure that your team is clear on what success looks 

like, and depend on them to observe and react when they see it.

INCENTIVES: TWO GREAT FLAVORS

OK, we have a good idea of the value of incentives and the con-

stituent parts. How do you produce an incentive strategy?

Our fundamental goal is to plot a series of incentives that 

keep people transitioning forward, first to the on-ramp, then to 

Casual, on to Regular, and then to Core. Strategically, you should 

build your first set of incentives at the transition points between 

these phases, illustrated by my Incentive Transition Points in 

figure 8.2:

Fig. 8.2: incentive transition Points

These transition points are when community members are at 

the greatest risk of getting distracted by that new Netflix show and 

falling away. For example, how do you incentivize someone to get 
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Fig. 8.3: incentives map template

Here’s how it works:

Quarter: As with the items in our Quarterly Delivery Plan, it is 

essential that you clearly understand when each of these incen-

tives should be in place and available. Add the target quarter here. 

For some stated incentives that are individual initiatives (such as a 

competition), this is particularly important.

Persona: Add which of your target personas this incentive is 

focused on. Make sure all personas have incentives for every transi-

tion point outlined in figure 8.2.

Goal: Now add the behavioral goal you have for this incentive. 

For example, this could be “Make a first contribution,” or “Pro-

viding mentoring to members.”

Type : Add the type of incentive this is (stated or submarine) so 

you can ensure you have the right balance of both.

Condition: Now add the measurable condition for this incentive. 

Remember our golden rules earlier: this needs to be measurable, rep-

resentative, automated, and with a clear level of difficulty represented 

by the phase it is in (Casual, Regular, or Core).

Reward(s): Now outline the intrinsic (e.g., validation, thanks) 

and/or extrinsic (e.g., swag, gift cards) reward that will be deliv-

ered for this incentive.
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Unit Cost. If you are delivering an extrinsic reward, add the indi-

vidual unit cost for that reward (including average shipping and 

handling). This will be helpful for calculating budgets.

Est. Units: Again, for extrinsic rewards, add the estimated number 

of units you expect to ship each quarter. Again, this is useful for 

determining overall budgets.

Owner: Just like with our Quarterly Delivery Plan, every incen-

tive needs an owner. This individual is responsible for the overall 

delivery of the incentive. This includes provisioning the rewards, 

ensuring the condition can be detected in an automated way, and 

handling how the member is notified of any rewards they have 

earned.

Status: Finally, just like our Quarterly Delivery Plan, track the 

current status of how far along the incentive is going from idea 

to implementation. I recommend you use the similar statuses we 

covered in chapter 5: Not Started, In Progress, Under Review, 

Available To Members, Delayed, Blocked, and Postponed.

Here is an example of a stated and submarine incentive:

Quarter Q2

Persona Support

Goal Providing support to community 

members

Type Submarine

Condition Member has a registered account on 

the forum

Member answers a question from 

another user

Question submitter marks the 

answer as solving the problem
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Reward(s) Personal email from Head of 

Community thanking them

Copy of an e-book

Unit Cost $2 (e-book)

Est. Units 80

Owner Sarah Jones

Status In Progress

Quarter Q2

Persona Developer

Goal Contributing first new feature to the 

project

Type Stated

Condition First code branch is merged into the 

project

Reward(s) Thanks email from engineering lead

Unit Cost $0

Est. Units 50

Owner Dave Rogers

Status Available to Members

GAMIFICATION

A while back I was at an Ubuntu Developer Summit in Europe 

and a few colleagues and I were bouncing around the idea of 

some kind of gamification system for Ubuntu. The idea was 

simple: when people participated in Ubuntu in different ways, 

we would provide them with badges that they could collect. As 

with all simple ideas, there was a lot of complexity buried under 

the surface.
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CHAPTER 9

Cyberspace and Meatspace: 
Better Together

We all have a gift; we all have a passion—it’s just about finding 

it and going into it. Being an asset to your family and community.

—Angela Bassett

A s technology marches forward, more and more communi-

ties are not just going digital but becoming primarily digital. 

Given this, it is easy to think of in-person events and engagement as 

a “nice to have” instead of essential. This is an enormous mistake.

While digital environments allow us to scale, they largely lack 

the presence and personality of in-person events and engagement. 

Working together in the same room builds relationships and trust 

and often results in more focused and efficient collaboration. If 

you ignore bringing your community together in-person in your 

strategy, you are missing out.

Here’s the deal though: events can be expensive and time- 

consuming. If you don’t manage them well, you will see large 
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chunks of budget disappearing with little to show for it. We can 

unlock these benefits if we are strategic and focused in how we inte-

grate in-person engagement into our overall strategy and ensure 

the digital and in-person realms are clearly connected.

CHARTING A REALISTIC 
EVENTS STRATEGY

When many of my clients start seeing some traction in their 

product or service, there is a temptation to start running their own 

events and conferences. Many organizations don’t realize how much 

work is involved in delivering a solid event, and this can result in poor 

quality, under-resourced events, with limited value.

Just like a small child, a small company or community needs 

to learn to walk before it can run. This is illustrated by my Event 

Evolution Path:

1 2 3 4 5

Guest Speak 
at Event

Co-Organize 
an Event

Organize Your 
Own Meetup

Organize 
Co-Scheduled 

Event

Organize 
Dedicated 

Event

Fig. 9.1: event evolution Path

Start by offering yourself as a guest speaker at meetups or confer-

ences. This requires a limited level of investment, and gets you in 
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Fig. 9.2: summit session structure

The number-one goal to emphasize is that we want to get to tangible 

next steps. The goal of the event is to have clarity on not just what work 

is going to happen, but who is doing it and when it should be done by. 

The final fifteen minutes are designed to capture these actions.

Not all sessions will accomplish this, and we shouldn’t be too 

hard on community members if they don’t. We should, though, 

set these next steps as a standard goal for sessions.

Ideally, these actions should be captured on a public website 

(such as a wiki) so those not at the event can follow along. When 

the event is completed, you can then take these actions and provide 

any additional support to community members as they work on 

them (or even incorporate them in your Quarterly Delivery Plan).

step 3. run the event

The major risk of any sprint is a lot of ideation and talk and no 

concrete action. As you facilitate your event, encourage people to 

make the most out of the time together. Have key decisions and 

debates, explore new ideas, but really focus everyone on action. You 

want people to leave the sprint with a sense of accomplishment and substance.

If possible, try to allow people who cannot join the event to dial in. 

This opens the event up to your broader community and makes 
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realities of running a business and community is fine, but rolling 

out excuse after excuse for not hitting the target is not.

3. operate on a cadence cycle

Back in chapter 6 I presented my Cadence-Based Community Cycle:

As we discussed back then, there is enormous value to building 

a strategic cycle that repeats; it bakes in organizational skills and 

optimization. It also presents a chance to pull different people and 

stakeholders in at the right time to ensure your strategy is on the 

right track. I have seen these cycles work with multiple clients and 

in communities such as Pop!_OS, Fedora, and Ubuntu.

It works like this:

Item Who Should Be There? Focus

Cycle Planning Key stakeholders, 

departmental leads, key 

community members

Finalize key areas of work, 

get input from community 

members, get approval from 

stakeholders, and ensure 

departmental ownership and 

delivery is clear. This sets 

the stage for the next two 

quarters.
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Weekly Syncs Owners of items in 

the quarterly plan, 

execution staff, and 

required community 

members

Weekly review of the 

Quarterly Delivery Plan 

with a focus on unblocking 

problems, clarifying points 

of collaboration between 

departments/community 

teams, and resolving any 

other issues.

Quarterly Review Departmental leads After each quarter, all 

departmental leads should 

review overall delivery so far 

and identify any issues and 

blockers and how to resolve 

them. Small adjustments to 

KPIs may be made based on 

work in-flight.

Cycle Review Key stakeholders, 

departmental leads, 

and relevant staff and 

community members

At the end of the cycle, 

bring together key 

stakeholders, departmental 

leads, and others to review 

(a) the value of the work 

delivered, (b) how well the 

team delivered it, and (c) 

areas of optimization and 

improvement that can be put 

in place for the next cycle.

Integrate this cadence into your schedules and planning. Get 

these meetings scheduled now (so people don’t book over them with 

trips and vacations).

Remember, we are building organizational muscle here. 

Just like building muscle on your body, routine is what makes 

us tick. Regular workouts, predictable mealtimes, consis-

tent bedtimes . . . they all build rigor and predictability that 
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