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What is the Virtual Communities Chapter Leader Playbook?

To help ensure that all chapters have an equal chance at building 
community that creates member loyalty and drives value for the long 
haul, regardless of whether chapter members are gathering online or in-
person, it’s essential that they have the necessary information, tools, 
and resources that will help them now and in the future. Enter the Virtual 
Communities Chapter Leader Playbook.

Based on previous feedback we’ve gotten from global Chapter Leaders, 
the idea behind the Chapter Community Leader Playbook is to arm 
chapters with information that will help incorporate virtual community 
guidance and practice with face-to-face engagement and chapter 
strategy. 

Different results require different approaches. This playbook will be a 
document that chapter leaders (both new and existing) will be able to 
use to: 

• Build connection with their members

• Create member loyalty and a sense of community

• Support engagement strategies for both in-person and virtual 
participation that chapter members will grow to proactively seek to 
meet their goals
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How to Use This Playbook

This isn’t just another resource full of information. This playbook is meant to be a working document that helps you plan 
your engagement strategy, incorporating good virtual community building practices into your overall, individual chapter 
strategy. The content and prompts throughout this playbook will help you think about how virtual communities lend to the 
holistic chapter experience and will leave room for you to make notes to tie it all together. 

Whether engaging youth or building out virtual communities of practice, this playbook will help you connect it all together.

Let’s get started!
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In this section:

• Identifying Your Virtual Community’s 
Purpose

• Identifying the Needs of Your Chapter 
Members

• Identifying How to Deliver Your 
Community’s Value
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Identifying Your Virtual Community’s Purpose

Take into consideration the reasons you want to build a virtual community for your 
chapter and how it will help your members. This provides clarity around why the 
community exists and the value it is meant to deliver. Answering these questions 
is also key to planning for the appropriate funding and resources for your 
community program as it aligns with the chapter’s annual plan.

• Why is your chapter investing in virtual community?
• What purpose is the virtual community meant to serve? (Hint: link this to 

your larger chapter engagement strategy.)

• What value will the virtual community provide?

As you are uncovering the “why” behind your virtual community, be sure to 
connect to why members are already engaging in your chapter. 

• What information and resources do they already find valuable? 

• What about the experience with your chapter can be enhanced through 
virtual community? 

• How can this virtual community help you reach more members/potential 
members and get them involved?

As you are doing this work, now is also a good time to get clear on whether your 
virtual community will just serve existing chapter members, or whether it will 
include those who are not chapter members…yet. Figure out how open or closed 
your virtual community will be and what the differentiator will be for chapter 
versus non-chapter members.
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Community Building Hot Tip

Member needs change as their journey 
evolves. What they needed when they 
first encountered your chapter has likely 
changed since. 

Make sure you are checking in with your 
community regularly so that you have a 
handle on the content they want to see, 
how they want to engage, and what the 
experience needs to look like for them to 
keep participating. One-time user 
research will only capture a moment in 
time.

Additionally, consider creating personas 
on your members to really understand 
who they are and what they need from 
your chapter and use those personas to 
guide how you create your virtual 
community space.

You can find more information about 
community user research and personas 
in the Resources section of this 
playbook.

Identifying the Needs of Your Chapter Members

No experience is one size fits all, and community is no different. You cannot expect that the 
same webinars, discussions, and content will resonate with anyone who comes into your 
community. Nor can you assume that the way those experiences are delivered (including 
timing) work for everyone.

User research is an ideal way to ensure you are capturing the needs of your chapter 
members as it pertains to the virtual experience. This can be accomplished through:

• One-on-one conversations

• Focus groups

• Surveys

Identifying the needs of your chapter members is key to getting the virtual community 
experience right. Using this data to understand the journey they are on (whether just 
seeking knowledge and skills or on the path to becoming experts in project management) 
will help you figure out how to connect them to the information, resource, experiences, and 
people that will help accomplish their goals. And you will then be seen as the resource that 
nurtured that journey.

This data also helps you figure out what programming looks like for both in-person and 
virtual events and networking opportunities. 
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Identifying How to Deliver Your Community’s Value

Understanding the ”why” and “who” for your community is important. Just as key is understanding what will happen when you bring 
those community members to the community and whether that engagement is bringing value.

Have a plan for what happens when your community members arrive, how you’ll get them there and create excitement, and how you
will demonstrate community vibrancy and value before your community launches. This will also help you with resource planning and
will give you a good idea of any dependencies that exist before you begin to build. Think clearly about how you can identify and recruit 
willing volunteers that can help move this work forward. 

• Will there be term limits to these engagements?

• How will you define the roles? How do you ensure community-building versus gatekeeping? 

Clearly defining what resourcing to build your virtual community looks like is paramount to its success.

Additionally, this is a good time to tie your in-person chapter events in with your virtual community strategy. How can you help chapter 
members participate in the conversation if they can’t make a meeting? How will you facilitate their learning and development in both 
spaces? How do you create a virtuous engagement cycle with virtual and in-person experiences?

When taking all of this into consideration, you will also need to understand what technology will support it. Do you need forums? Will 
you want the ability to form subgroups within your community? How much autonomy do you want your community members to have 
when creating content? These are all technology feature considerations to look for when thinking of how you will deliver community 
value.

Take into account the full member experience as you work through these questions to develop a holistic view of how you can deliver 
value to your community, regardless of how they gather.
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Time to Plan:
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What needs did you uncover from 

your community members?

What does the community experience 

need to be to serve the community 

and chapter needs collectively?

What are some of the things you will 

do to ensure you are able to carry out 

the community’s purpose?



LAUNCHING YOUR 

COMMUNITY
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In this section:

• Finding Early Adopters

• Developing Content and Programming

• Getting the Word Out
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Finding Early Adopters

With your new community, you should be looking for individuals willing to 
lead groups and discussions, or even contribute content. The key is to 
make sure the opportunity and time investment is clear – and provide 
tangible benefits such as public recognition and increased visibility as a 
leader. 

Look to your chapter members who consistently show up to help with 
meetings, subcommittees, or other opportunities within your chapter to 
assist. These people have already proven a willingness to help further the 
chapter’s work and will likely be a great starting point in being an early 
adopter. It is also recommended to reach out to past chapter leaders to 
help get the conversation and activity going in your virtual community. 
Familiar faces and names are great ways to get others to participate and 
help shape the experience.

Nurturing community leaders is one of the most important things you 
should do with a new community. When you do this do not make it about 
your chapter. Make it about your members. 

Finally, making yourself available to pick up the phone and have individual 
conversations and brainstorming sessions will be critical to this effort.
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Community Building Hot Tip

Community content isn’t always 
about knowledge sharing. 
Sometimes it is about recognition of 
community member efforts or just 
having fun to help community 
members connect!

Some examples of incorporating fun 
methods of engagement through 
content are:

• Welcome Wednesdays for new 
members

• Member of the Month

• Sharing a helpful tool or tip 

• Show Your Pets! thread

The word of caution is that off-topic 
discussions can get a little out of 
hand if not managed properly. Keep 
them contained to a specific thread 
for a specified amount of time as not 
to detract from the purpose of the 
community.

Developing Content and Programming

Every virtual community has content. It is how knowledge is shared, key trends are 
surfaced, and ideas for improvement come forth. Many times, the community manager may 
take on the responsibility of developing that content.

Now that you are thinking about virtual engagement as a part of your chapter strategy, you 
should also be thinking about how that content can be used in many ways.

From a programming perspective, you should also be thinking about what will keep 
community members coming back and how regular that programming will occur. Not only 
programming to keep chapter community members engaged, but what programs will you 
create to reward those who are your most engaged? Below are ideas of what that might 
look like:

• Monthly virtual get-togethers

• Virtual Office Hours sessions

• Virtual co-working 

Additionally, do not be afraid to utilize existing PMI content! Link to the Salary Survey. Hold 
webinars with business leaders to talk about a new product or service. Hold virtual 
roundtables to discuss the latest Pulse of the Profession® reports and how those trends are 
showing up in your region. As you get feedback from your community members regarding 
what is working and what is not, adjust accordingly, and do not be afraid to try something 
new!
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Getting the Word Out

You already have marketing efforts in place to bring attention to your local chapter 
and the activities associated with participation. Now is the time to connect those 
efforts with your virtual community, as well.

Additionally, you should be planning for onboarding for your online community once 
the doors open. Once your community members make it to the community, how will 
they know what to do once there? Much of this experience should be fed by the 
user research you did early on to understand your community members' needs. If 
they stated they wanted a place to ask questions about career development, is 
there a spot in your virtual community for that conversation and, if so, how easy is it 
to find?

Once your community launches, you will need to build a plan around socialization. 
This can look like the following:

• Website announcement

• Social posts

• Virtual open house
• Announcements at a chapter meeting

• Word of mouth from early adopters

• Cross-chapter collaboration/communication

Your community should also be easily accessible from your chapter’s main 
website. Make it easily discoverable for chapter members or those visiting your site 
to find a way to connect with others, get their questions answered, or find events 
that might be beneficial to their professional journey.
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Time to Plan:
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Who are your early adopters? How can 

you get them involved at the start?

How can you use existing content 

in the community? How can 

members contribute?

How will your chapter members 

know this community exists? How 

will they know what to do once 

there?



COMMUNITY 

GOVERNANCE
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In this section:

• Community Management

• Guidelines and Policies

• Trust and Safety through Moderation

18



Community Management

Now that your strategy is in place, it is time to determine the people responsible for 
managing the virtual community. For some chapters, this may be a whole new 
subset of chapter volunteer roles.

Virtual community management consists of:

• Ensuring questions are answered

• Making members feel welcome

• Making sure content and resources are available and updated

• Assisting with developing and running community programming

• Moderation of content and conversations within the community

• Connecting members to resources and one another

Those helping to manage the online community are also responsible for assisting 
with setting user guidelines, moderation practices, and helping to create a culture 
of trust and safety. 

Typically, a virtual community management teams includes, at the very least, a 
community manager (responsible for the day-to-day operations of the community) 
and a community moderator (responsible for the moderation of discussions and 
community content). These can be new volunteers or can fall under the 
responsibilities of those currently on your chapter board if onboarding new 
volunteers for these roles proves challenging.

However you decide to assign these important roles, ensure they are in place prior 
the launch of your virtual community so that things run smoothly from day one.
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Community Building Hot Tip

User guidelines are meant to take on 
the tone of your community. They do not 
need to contain legal language, but they 
should spell out why they are important. 
Here are some things to keep in mind as 
you create your user guidelines:

• Write your user guidelines as if you 
were having a conversation with your 
community members

• Try to avoid the “thou shalt not” 
language and instead speak to what 
is helpful and what is not helpful (ex. 
DO offer help to your fellow 
community members; DON’T self-
promote your own content or 
business)

• Explain how you will enforce user 
guidelines so members know what 
happens when they violate

• Keep them updated

You can find more tips in the Resources 
section of this playbook.

Guidelines and Policies

Developing guidelines around participation, expected behaviors, and what to do (and not to 
do) in the community is core to how your community members will understand how to 
navigate the space. It is important that user guidelines and terms of use be available and 
visible to your community members as they move through the community.

User guidelines are the “rules of the road” – the things your community members should 
keep in mind as they participate to make the experience a good one for all. This includes 
things like not sharing outside links unless it is relevant to the conversation or not cross-
posting content in multiple forums to boost engagement.

Terms of use are the legal disclaimers around how the space is and is not meant to be used 
and will include information around things such as data usage and indemnity statements. 
This can be the same terms of use that you use for your chapter website.

These guidelines and terms of use are also the tools by which you will equitably moderate 
your virtual community. Make sure to keep them updated as new legal requirements emerge 
that may affect the safe use of your virtual community and as things come up from a user 
participation standpoint that you may not have accounted for initially when creating your 
user guidelines. These policies are never created once without revision.

You can find examples of good user guidelines and terms of use on the 
ProjectManagement.com community here and here.
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https://www.projectmanagement.com/pages/294400/User-Guidelines
https://www.projectmanagement.com/pages/274925/Projectmanagement-com-User-Agreement


Trust and Safety through Moderation
Managing online spaces requires a level of trust and safety. Your community members will expect this is a safe space for them to ask 
questions, talk about concerns, or voice an opinion (in accordance with your user guidelines).

That said, it is important that your chapter develop processes around moderating behaviors that go against your user guidelines and 
terms of use. Things to consider include:

• How will you monitor and control spam and other malicious activity?

• What happens if someone violates user guidelines multiple times?

• What is the escalation path if someone does not agree with a moderation decision?

• Who do you contact in the event of a major violation that compromises member privacy and data?

An example of good practice widely used in community moderation is the three strikes rule. What this means is if a community member 
violates user guidelines, they receive a warning explaining the action taken (Your post was removed…), why it was taken (because it 
violated our user guidelines which state…), and next steps if they violate again (further violation of our user guidelines will result in…). 
Generally, a second violation consists of the same information with a warning that a third violation will result in a 90-day restriction to 
the community, which could be as drastic as not being able to access it at all or as lenient as being able to access it, but not participate 
(post comments, rate content, etc.). A third violation results in an email to the community member advising of the violation and
explaining the consequence of a third violation.
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Documenting these practices makes it easy for the next person to moderate your online 

community in a consistent manner. It is also very important to understand that whatever practices 

you deem necessary, they MUST be applied equitably. Whether the person violating is a new 

member or a past president, the same rules must apply to all participating in the community. 

Failure to equitably moderate your virtual community will lead to loss of trust from your community 

members and the long-term effects of that may include loss of membership, low participation, and, 

in extreme cases, complaints to PMI.



Time to Plan:
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Who will manage your virtual 

community? 

What behaviors do you expect 

members to exhibit? 

How will you address violations of 

user guidelines and terms of use? 

What does an escalation path 

consist of?



METRICS AND LONG-

TERM PLANNING
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In this section:

• Common Virtual Community Metrics

• Seeing Community Return on 
Investment

• Aligning to Chapter Goals
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Aligning to Chapter Goals

Anytime you are planning your community work, think of the objective and the 
outcome you plan to achieve because of that work. When you are putting planning 
in place for community work or planning budget/headcount, consider the outcomes 
that will be achieved because of that effort.

When thinking about outcomes, think of what a defined or observable change in 
business performance that has supporting metrics looks like for your chapter. In a 
basic sense – what will the chapter/customer see because of this change and how 
will you measure success? This will help you fine-tune your metrics because they 
are now guided by the outcomes associated with your holistic chapter strategy.

Developing a clear virtual community strategy was mentioned earlier in the 
playbook. As you go about answering the key questions to help you get clear on 
who your virtual community is for, why community (and why now), and how you 
plan to achieve the objective of your community, you should be aligning your 
answers to those questions to your chapter goals and the experiences your 
members want to have.

Part of what a virtual community can do is help create a rewarding, all around 
experience for your members. If at any point your virtual community feels 
disconnected from the overall chapter strategy, go back and figure out what 
happened.
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Community Building Hot Tip

When it comes to community building, 
ROI can be tricky to show. 

Why?

Because the ROI that community 
building yields is based heavily on the 
relationships and trust you build with 
your community members. And that 
takes time. In best case scenarios, you 
start to see that ROI within 6 months of 
launching your virtual community. In 
most cases, it can take up to 12 months. 
However, you start to see that ROI 
compound over time and once it starts 
to show, as long as you are managing 
your virtual community well, it will 
continue to yield positive results well 
into the future.

You are dealing with human beings. Not 
a new cool product or one-time event. 
Be sure to give this time.

Seeing Community Return on Investment

When thinking about the ROI of virtual communities, it is important to remember that it is not 
solely how much revenue it helps you bring in. It should also be a clear indicator of how it 
helps you meet your goals as a chapter.

Some questions to ask as you explore what ROI looks like for your chapter are:

• What impact has it had on our member satisfaction surveys?

• Have we seen an increase in member engagement since launching the virtual 
community?

• Have we seen an increase in membership since launching the virtual community?

It is important to note that this is ROI that compounds over time because virtual community 
building is much like taking care of a garden. You have planted the seeds, now you must 
give them sufficient water, light, and conditions to grow to see the return. You shouldn’t 
expect it to become a thriving space overnight. Failure to give community time to grow may 
result in prematurely abandoning efforts to build in a virtual environment, cutting the 
opportunity for growth off before it has even had a chance.

Figure out what you expect to see as a result of this virtual community, then give it the 
appropriate time to come to fruition.
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Common Virtual Community Metrics

It is easy to get caught up in figuring out what the right things to measure are. What 
does success look like? Are we measuring the right things? Where do I pull the 
information that I need? How often do I report on it? Who needs to see it? How do I 
know it is making an impact? These are all questions that have plagued virtual 
community builders for a long time. It is a given that you must report out on the 
health of your community, but is number of registered users the right metric to 
report on and are metrics such as those helpful in communicating your 
community’s true health and value? If you are not sure where to start, look at the 
bigger picture.

Some common community metrics for measuring health include:

• Number of return users

• Number of unique users

• Content shares

• Number of questions with answers

This data not only shows you activity, but it indicates if people are doing something 
noteworthy once they have started interacting within the community. These sorts of 
metrics can also indicate larger successes or issues such as whether the content is 
resonating or if your community is drawing in new audiences.
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Time to Plan:
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Where does this align to your 

long-term chapter goals?

What does ROI look like for your 

chapter for this virtual 

community?

What metrics matter to your 

chapter for your virtual 

community?



NEXT STEPS
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Planning for the Future of Your Virtual Community

Planning for your virtual community doesn’t stop at launch. With a solid community 
strategy, connected to your chapter goals and fueled by user data, you have 
effectively laid the foundation for an amazing chapter experience, regardless of 
how your members come together.

The challenge now is to make sure you have the structures in place to keep it 
going and growing for the long-term. 

In order to do this:

• Create your own chapter community playbook that highlights how you 
moderate, who manages the community, and explains your guidelines. This 
makes it easy for an incoming community manager for your chapter to keep 
the program going.

• Define the roles needed to manage the online community. This can change 
over time but start out with a community manager and moderator and add roles 
as the virtual community evolves, if needed.

• Stay on top of your strategy and metrics. As your chapter evolves and grows, 
you will need to adjust just as you would with any other strategy. Do so as it 
makes sense for your chapter.

• Talk to your community members. It is imperative that you continue to 
understand their needs, if the experience is still working, what content they 
want to see, etc. Opt for one-on-one conversations with a handful of them each 
quarter, when possible. This helps build relationships and trust, which will 
translate into tangible ROI into the future.

Building virtual communities is hard work, but it pays off in the end when done well. 
The end of this playbook has some community management resources that will 
help you as you plan for and manage your virtual communities.

Best of luck!
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Time to Plan:
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How will you support the long-term 

management of your virtual 

community?

What resources/roles are 

needed to ensure long-term 

success?

How will you use community 

data to enhance the chapter 

experience over time?



5 Questions to Ask Before 
Selecting Community Technology

Selecting a community platform to host 
your online community can be tricky, but 
it’s definitely not impossible. Here are 5 
questions to ask as you evaluate 
community platforms:

• How does this technology support the 
experience my community members 
want?

• How does this platform help support 
the community strategy for my 
chapter?

• What integrations does this platform 
support?

• How will community content be 
supported on this platform?

• How easy is it for me to leave this 
platform with my community data?

Clarity on these questions will help you 
determine the features you need and 
select the platform that is right for your 
community.

A Word About Community Platforms…

It can be incredibly tempting to default to Facebook and LinkedIn groups to start building your 
virtual community. Even more tempting to leave all of the information in this playbook behind and 
just dive right into social spaces to get your members participating because they are already there. 

As you consider what a virtual community space looks like for your chapter, keep the following in 
mind:

• Don’t lead with platform. It is not the ultimate solution to building a thriving virtual 
community. It is a means by which your community strategy is realized. Let your strategy 
determine what platform you need to support it. People and process before platform.

• Try to use an owned platform versus social media. People are very sensitive and 
cognizant about the ways their data is used and collected. When you own your 
community platform, it’s much easier for you to protect that data and make the experience 
what it needs to be for your community. Using existing social platforms to build 
community leaves you at the mercy of their privacy policies, their data collection 
practices, and their user experience which is not ideal for your chapter or your community 
members.

• If you have to use social platforms, don’t count on it for the long haul. It can help 
jumpstart your efforts, but you should be building a plan for migration to an owned 
platform at some point 2-3 years into launching on social media if that’s the direction you 
choose to take. Even better would be making the decision to build on an owned platform 
up front, but not all chapters are in the position to do so at the beginning.

As with anything, do what’s best for your chapter and your members, but understand that platform 
is just a piece of how you will deliver value through your virtual community. Yet, it is incredibly 
important what platform you choose to deliver the best experience and meet your goals.
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More Virtual Communities Resources

General Community Management

• The Community Roundtable

• Feverbee

• CMX

• Community Signal (podcast)

• In Before the Lock (podcast)

Community Onboarding

• Definitive Guide to Onboarding New Members to Your Online Community

• Onboarding for retention

• Online Community Onboarding (podcast)

Community Moderation

• How to write your community guidelines

• 6 Tips for Successful Online Community Moderation

• Online Community Moderation: All You Need to Know

Metrics and ROI

• Setting Meaningful Community KPIs

• Stop Playing Defense with Your Online Community ROI

• The Community Management KPIs that Truly Matter

Community User Research and Personas

• The Community Builder’s Guide to Member Research Surveys
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https://communityroundtable.com/
https://www.feverbee.com/
https://cmxhub.com/
https://www.communitysignal.com/
https://ib4tl.fm/
https://tribe.so/blog/onboarding-members-online-community/
https://www.higherlogic.com/blog/onboarding-success-how-to-engage-new-members-with-your-online-community/
https://www.communitysignal.com/online-community-onboarding/
https://blog.vanillaforums.com/how-to-write-community-guidelines
https://blog.getsocial.im/6-tips-for-a-successful-online-community-moderation/
https://www.disciplemedia.com/engaging-your-community/community-moderation-deal-disruptive-users/
https://www.carriemelissajones.com/blog/the-ultimate-guide-to-setting-meaningful-community-kpis-in-2020
https://www.higherlogic.com/blog/stop-playing-defense-with-your-online-community-roi/
https://blog.vanillaforums.com/community-the-new-kpis-for-community-managers
https://www.carriemelissajones.com/blog/the-community-builders-guide-to-member-research-surveys


If you have additional questions 

about this playbook and its usage, 

please reach out to your Chapter 

Partner.


