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1 Introduction 

1.1 Purpose of the Document  

City and regional governments are increasingly looking to leverage social media to 

improve the quality of government services and elicit greater citizen engagement. 

Developing a social media policy can be an important first step for governments 

considering using social media and can ultimately support responsible and effective 

implementation of social media tools. However many cities and municipalities are 

struggling with what a social media project should encompass and how it should be 

implemented.  

The document provides a guideline outlining all processes beginning from the social 

media project idea, the execution and the evaluation of such a project. It considers 

specifically the value added of the FUPOL software components in the 

implementation of social media. 

The guidelines follow the well-known PRINCE 2 ® methodology as a framework and 

they take into account the FUPOL components supporting implementation and 

analysis of social media.  

1.2 Target Group 

The target group are decision makers in cities and municipalities and practitioners in 

city departments such as Public Relations or Information technology.  

1.3 Benefits of Social Media in Politics  

Social media are not as an end in itself. Social media have to be used target oriented 

to make sense. Target orientated means that the results must be of value for 

stakeholders (politicians, administration, citizens, businesses ….)  

Potential application domains in cities, which are of value are among others:  

 Social media as  

o part of a stakeholder participation process 

o an additional channel of communication between politicians, city and 

citizens 
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o a tool to support promotion of the city, tourism and related policies 

o a tool to better explain the policy decision making to their citizens 

o a tool to better integrate the citizen in the budgeting of the city  

The major benefits of Social Media are: 

 Greater proximity to citizens and other stakeholders 

 Better image of the city, its administration and politicians 

 Strengthening and supporting of direct democracy through wider participation 

 Increased acceptance of decisions made by governments and policy maker 

 Prevention of subsequent changes of decisions  

 Improvement of the quality of the government services 

 City image upgrading by using new technologies 

 Pushing of business and investment through the improved city marketing 

 Better promotion of the city and its facilities 

 Increase of the city´s publicity and support of the city tourism 

 Recruitment of employees 

 Helpful hints to exhibitions, conferences  

 Discussions about the latest news and projects 

1.4 Potential Risks 

Social networks per se do not represent a risk as they are just technological 

platforms on which to enable diffusion of information, ideas, discussions etc.  These 

technologies are neutral and are widely used for many purposes.  

Social Networks for political drive and wider participation in decisions have become a 

key means to get the necessary inputs and also to influence public opinion as many 

recent elections clearly show. 

Politicians should consider that leading and driving the discussions requires an 

effective management system, excellent communication and PR capabilities and very 

strong arguments to conduct positively the debate. A comprehensive process 

management must be put in place. 

Also it must be highlighted that pressure groups with a strong and popular opposition 

platform of ideas and proposals, although often composed by a limited number of 

people, can overcome the final result of the discussions. 
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This brings the democratic scenario from the “representative model” (who is elected 

and has the majority decides) to a mixed scenario that adds also a continuous “e-

participatory” model. 

This is a risk to be properly managed in order to be a real advantage for the citizens 

as a whole and for the elected officials. 

The purpose of this guidelines is to address potential risks and transform all of them 

into opportunities. 
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2 Concepts: FUPOL Social Media Model in Urban Politics  

2.1 Overview  

The following picture shows the ecosystem of social media in urban politics as well as 

where the FUPOL tools can assist to formulate a better policy.  

 

 

Figure 1 Social Media in Urban Politics 
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2.2 Brief Description of the Roles 

2.2.1 E-Politician 

A politician is a person who is involved in influencing public policy and decision 

making. This includes people who hold decision-making positions. On a city level this 

might be the mayor, a high ranking official in the city administration or a member of 

the city council. 

An e-politician is a politician using social media to support his political strategy 

including the self-marketing. Regarding social media projects, the e-politician is a 

very important stakeholder as he is usually the project´s sponsor. In addition she/he 

knows the policy domain very well and has a vital interest in understanding the 

people's interests. The decision maker uses the up-to-date data and perform opinion 

gathering much more frequently than before and can guarantee a high quality 

decision making. Additionally this provides more closeness to the citizen. 

2.2.2 E-Citizen 

E-Citizens usually use social media for expressing their interests, problems and 

opinions. Active participation where the E-Citizen actively interacts with the decision 

maker should be supported by providing the required tools. E-Citizens have a vital 

interest in privacy and data protection. Consequently the data have to be 

anonymized and statistical data only should be collected (age, gender, etc.) and the 

real person behind the E-Citizen cannot be identified. 

2.2.3 E-City Administration  

The E-City Administration comprises the civil servants in the Town Hall who support 

the decision maker(s).  

2.3 Specific Recommendations  

2.3.1 E-Politician 

2.3.1.1 Social Media Strategy  

The E-Politician needs a personal social media strategy which should contain:  
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 personal objectives  

 how to communicate over the new channels 

 which channels to use  

 how to integrate into political campaigns  

 .. etc.  

The effort to really engage in social media should not be underestimated and 

carefully weighted against the potential benefits.  

2.3.1.2 Personal Profile  

The following networks should be used to present the politician and what he stands 

for:    

 Facebook – biggest social network therefore suitable to address all voters and 

allows two-way communication (Facebook wall), which can be used optionally 

for short messages (3-4 lines + one link)  

 Note that politicians are not advised to have a personal profile, because of the 

current limit of 5.000 friends. They are advised to have a Facebook page 

instead because there is no limit. 

 LinkedIn – important to address the professional / business community and 

allows two-way communication, which can be used optionally for short 

messages (3-4 lines + one link)  

2.3.1.3 Personal Blog  

A personal blog should be opened as part of the personal website. It should be used 

to present topics in greater details with multiple links to pictures and videos. An 

advantage is the two-way communication: Citizens can comment on the views 

presented, citizen posts can be screened before final publishing.  

2.3.1.4 Personal News  

The short messaging services Twitter should be used to transmit “hot news”, 

sentiments and / or links to blog entries etc. The main target group are voters and 

journalists.  
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2.3.1.5 Personal TV Channels 

The video service “You-Tube” should be used to transmit short videos with a 

personal touch, campaign messages etc.   

2.3.2 E-Citizen  

2.3.2.1 Analysis of postings 

Facebook entries, policy blogs, forums, twitter streams etc. of e-citizens should be 

analysed by both cities and politicians to get an insight view of the current 

sentiment, “hot topics” and challenges. This is addressed by the FUPOL social media 

crawler and the hot topic sensing modules.  

2.3.3 E-City Administration  

2.3.3.1 Social Media Strategy and Social Media Guidelines  

The city needs a social media strategy and social media guidelines for employees.  

The strategy should contain:  

 Objectives  

 Channels to be used  

 Usage of internal blogs – anonymous or identified 

 Responsibilities of the city administration  

 Integration of the social media tools into the overall media and communication 

efforts. 

 Implementation directives for the employees 

 Training guidelines 

 Legal ethical issues, data protection etc. 

 …etc. 

2.3.3.2 City Profile  

Facebook to be used to present a profile of the city with information and a Facebook 

wall with short city news. Optionally it could also be opened to citizens for postings.  
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2.3.3.3 City Blog(s)  

One or several blogs attached to the city homepage should be implemented to 

present city topics in greater details with multiple links to pictures and videos. They 

are Recommended as a support of active e-participation processes, because it allows 

two-way communication.  

2.3.3.4 City News  

The short messaging services Twitter should be used to transmit “hot news”. It 

should be used to make meetings of the city council more transparent as well as to 

promote the city (“event twitters”).   

2.3.3.5 City TV Channels  

Use You-Tube as part of the city marketing (short videos about the city, events and 

people)   

2.3.3.6 City internal social network  

Social media could also improve communication and collaboration between 

employees of the city. The internal network should also be analysed by politicians 

and city decision makers, because it may contain valuable hints what could be 

improved.  The guidelines for the employees should outline the usage of internal 

blogs (anonymous or with the real name). 

2.3.3.7 FUPOL Social Media Cockpit: Communicate “Single Window”  

The FUPOL Social media cockpit integrates the social media communications and 

provides advanced analysis and visualization of multiple channels. It also allows a 

“single window” two- way communication with several channels.  

2.4 How to engage citizens  

Social Media can be a valuable asset to the policy maker who is interested in public 

opinion, particularly in accessing segments of the population such as youth, who are 

displaying declining levels of trust in government and largely account for declining 

election turnouts. Youth, however, display high participation levels in social media; 
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Policy makers can therefore gain access to this segment of the population through 

social networking sites and involve citizens in the design phase of the policy making 

cycle. 

It is important to actively engage citizens. Recent research provides a valuable 

insight into the engagement strategy. Although the figures are taken from a study 

covering user engagement of the top 100 retailers during a six-month period in 

2011, they are equally valid for citizen engagement. (BuddyMedia, 2011) 

a) The best time to post is between 8 p.m. and 7.a.m.  

The analysis showed it was best to post when fans were not at work; between 

the hours 8 p.m. and 7 a.m. Post during these «non-busy» hours to increase 

likes and comments. 

 

 
 
Figure 2 User Engagement and Time 

 

b) 1-2 times a day is the best frequency. 

Posting once or twice a day and one to four times a week, results in a 40% 

higher/71% engagement rate compared with posting more than three times a 

day/more than five posts a week. Apparently this creates an information 

overflow and users are getting less interested. 
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Figure 3 Daily Postings and User Engagement 

 

 

Figure 4 Weekly Posting and User Engagement 

c) Short posts are better.  

Posts less than 80 characters in length receive 66% higher engagement than 

longer posts. More concise posts – those between one and 40 characters – 

generate the most engagement. 
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Figure 5 Length and Engagement 

d) Questions tend to spark a dialogue - Posts with questions generate more than 

double the amount of comments that non-question posts. 

 

Figure 6 Questions and engagement 
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2.5 Key Success Factors of Social Media in City Governments  

The key success factors to support the successful use of social media in city 

governments are: 

 Linkage of activities with the overall objectives of the City 

o By selecting appropriate social media tools the benefits, the target 

groups and the superior objectives of the city administration (mission 

statement, government programs, etc.) have to be considered. 

 Provision of adequate human resources  

o The support of social media requires sufficient human resources and 

specific know-how (especially experience in dealing with social media) 

for fast response.  

 Open access and ability to take criticism 

o Feedback, even criticism is a great opportunity for improvements and 

more effectiveness and efficiency. 

 Consideration of the legal framework 

o With the use of social media, the legal framework (e.g. data protection) 

has to be considered.  

 Marketing activities 

o The use of social media should be backed by additional marketing 

activities (internet presentations, events, etc.) 

(Social Media in der Hamburgischen Verwaltung, 2011) 
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3 Social Media Analytics  

3.1 Social Media Metrics  

3.1.1 Objectives 

In general social media efforts have to be measured on a regular basis to ensure that 

predefined goals are reached. The metrics for measurement have to be selected 

carefully. The measurement should be done by forming hypothesis and testing them. 

(e.g. “Post activity on the community feedback forum will decrease voter issues,”) 

(Social Media Strategy for Government Organizations , 2012). The goals and 

objectives have to be built on these hypotheses.  

To measure the engagement around the city administration will help to understand if 

the messages are resonating with the intended community or whether there is a 

disconnect between how the city is presenting itself and how the community 

perceives it. The main challenge is that the metrics of different social media cannot 

be compared. There is no standardized view across all of them yet.   

Moreover in politics it is not as easy as in the consumer goods business to determine 

the real impact of a social media campaign. In business there are measurements like 

“conversion rate” – means how many people are coming from social media and 

“converting” to an enquiry or straight sales. The measurement of the success in e-

participation and politics is different and a key challenge. This needs to be 

considered, when selecting social media indicators for the success of e-participation 

or policy deliberation.  

3.1.2 Social Media Generic Indicators  

The main social media indicators which should be used in the monitoring process 

are: 

3.1.2.1 Engagement 

The city administration is highly interested if citizens are liking or commenting on the 

City Facebook page and if they are retweeting tweets. But this social dimension is 
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very critical to measure and is expressed by Retweets, Sharing, Comments, 

Contributions, Reviews, etc. 

The key for a successful engagement is that the citizens and other stakeholders find 

the message of the “City” and consequently can interact and post comments. The 

message has to be published on different channels (electronic or non-electronic) 

which is described in the chapter 4.5 Delivery Stages. (Social Media Today, 2013) 

3.1.2.2 Reach/Audience 

The key questions when looking at the total reach are to find out the size of the  

audience seeing the city´s content and to learn either this audience is growing or 

shrinking and at what rate.  For the definition of the reach a number of metrics have 

to be specified, like (Beyond the Buzz: 41 Socia Media Metrics Defined, 2013) 

 Audience Growth: The rate at which a comment of the city administration 

adds (or loses) audience members. 

 Engagement as % of Audience: Adding up total engagement actions across all 

social networks and then dividing that by total audience. 

 Engagement per Fan/Follower/Blog Subscriber: Adding up total engagement 

actions for one network and dividing by the number of fans (or followers) for 

that particular network. 

3.1.2.3 Referral Traffic 

The aim is to drive more sustainable and repeat traffic to the “City Website” and to 

see where traffic is coming from. The top performing referral source of the 

dashboard and the respective time on site and bounce rate for each has to be 

detected.  If one particular source is producing a number of visitors but they are only 

staying on the page for minimal time and driving the bounce rate up – then it is likely 

not the right source for that particular piece of content. It is recommended to visit 

the websites and blogs that are sending traffic to the blog and reach out to them via 

comments on their blog posts or via email. 
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3.1.2.4 Influence  

There are a number of different influence startups emerging like Klout, PeerIndex, 

and Kred.  Influence is an important metric to monitor because even if the people 

talking about the cities postings have large followings, whether they can influence 

others to take action could be a different story.  

http://klout.com/home 

http://www.peerindex.com/ 

http://kred.com/ 

3.2 Measurements and tools for specific social media  

However the most important standard indicators and tools are discussed below as 

well as the FUPOL value added approach to social media analytics in politics. 

3.2.1 Facebook 

The standard tool to be used is Facebook Insights. Facebook Insights can be seen by 

all the admins of a page and it can help track the number of active users to better 

understand page performance. (Kissmetric, 2013)  

Main indicators are:   

3.2.1.1 Virality of Posts 

This is the percentage of people who created a story from a post out of the total 

people who saw it, it is especially useful to determine which posts were the most 

successful. It is a measurement of how the fans appreciate a content.  

3.2.1.2 “Likes”  

Measures the people, who “liked” the page, statistics by the demographics as well as 

the locations are interesting, but they do not indicate how often they really visit the 

page.  It means only that they have “liked” it once.  

http://klout.com/home
http://www.peerindex.com/
http://kred.com/
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Figure 7 Facebook Demographics 

3.2.1.3 Reach  

These indicators measure who actually has seen the page. It differentiates between 

reach in terms of organic searches, paid and viral searches. An organic search is a 

search that generates results that were not paid advertisements. Viral refers to any 

referrals from other Web sites or users. The statistics differentiates between visitors 

and unique visitors as well. A unique visitor is a person who visits a Web site more 

than once within a specified period of time. (see chapter 3.1.2.2 too). 
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Figure 8 Page views and reach 

3.2.2 Twitter 

3.2.2.1 Retweets  

These tell something about how willing people are to amplify messages and help 

them spread. A retweet essentially says “this is something I want my network to 

see”.  

3.2.2.2 @Replies  

These signal how much others want to talk to you or intentionally tag you, and also 

serves as an indicator for how willing you are to engage and tag others. Less replies 

signals less social interactions and more broadcast.  



 

25 

 

3.2.2.3 Follower Ratio  

This refers to the ratio “following” / “followers”. Generally, if a user on Twitter 

follows a disproportionate amount of users than follow them, it signals their desire to 

accumulate followers. Not always, but often. A 50/50 ratio translates to someone 

following back anyone who follows them, which includes spammers. Twitter users 

who follow significantly less than are followed indicate some selection process.  

3.2.2.4 Tweet volume 

This simply indicates how prolific a user is. Those with high volumes who retain high 

levels of engagement, list counts, retweets, and a healthy ratio are likely providing 

some type of value. High volume Twitter accounts with suspect ratios, low 

engagement, etc. may have a high noise to signal ratio. 

3.2.3 Blogs and Websites  

3.2.3.1 Referrers 

This indicates, which search engines, websites, and blogs are sending traffic to the 

blog / website. It's important to know where the blog traffic comes from. It is 

recommended to visit the websites and blogs that are sending traffic to the blog and 

reach out to them via comments on their blog posts or via email. (see 3.1.2.3 too) 

3.2.3.2 Page Views 

Page views is an important metric to track in order to get an idea of the blog's / 

website overall growth. It is recommended to watch for spikes in traffic and evaluate 

what caused that spike? A reason could be for example a post that a lot of people 

shared or a big website that linked to the blog.  

 Whatever caused the spike is a good thing to repeat.  

 

Figure 9 Page views 
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3.2.3.3 Keywords 

What keywords are people typing into their search engines that lead them to your 

blog?  It is important to keep an eye on the keywords, because they are dragging 

visitors to the blog.   

3.2.3.4 Bounce Rate 

The bounce rate is the percentage of visitors arriving at the blog or website and 

immediately click away. It can be assumed that whatever link led them to the blog 

did not deliver the type of content they expected.  

 

Figure 10 Bounce Rate 

3.2.3.5 New vs. Returning Visitors (Unique Visitor) 

The new vs. returning visitor report shows how many of the visitors are new and 

how many have visited at least once before. It's a great metric to watch because it 

gives an idea of the kind of loyalty that's developing within the audience. 

3.2.3.6 Location  

The location of visitors is also very important, because it indicates to which extent 

the citizens are visiting the blog / website.  

 

Figure 11 Visitor Location 
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3.2.4 FUPOL value added approach  

In addition to the standard indicators FUPOL provides metrics and visual analysis 

specifically for politics as a value added.   

3.2.4.1 Opinion Leader Identification  

An opinion leader is an active media user, who interprets the meaning of media 

messages or content for lower-end media users. Typically the opinion leader is held 

in high esteem by those who accept his or her opinions. There are two types of 

opinion leadership: monomorphic and polymorphic (Merton, 1957). Monomorphic 

refers to a single domain in which the person is accepted as a leader. Polymorphic 

refers to more than one domain. Typically opinion leaders have more influence than 

media, because they are seen as experts, trustworthy and non-purposive. 

Social media have strengthened the role of opinion leaders, because they provide a 

cost-effective platform for opinion leaders to communicate. In all stages of the policy 

lifecycle process it is important to identify opinion leaders, follow them and 

eventually also contact them directly. 

The method of choice to identify opinion leaders and analyze the information flow in 

FUPOL is Social Network Analysis (SNA), which measures and maps the relationships 

and flows between people, groups, organizations and other connected 

information/knowledge entities. The nodes in the network are the people and groups 

while the links show relationships or flows between the nodes. 

The visualization should provide an understanding of such networks and the 

information flow and facilitate the identification of opinion leaders. 

3.2.4.2 Opinion Heat Maps  

Visualization of sentiments on a map. This refers to "heat maps" in which sentiments 

are linked to a map. This features a combination of sentiment analysis and 

Geolocalized Social Networks.  
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Figure 12 FUPOL Opinion Heat Maps 
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4 Social Media Project Implementation  

This chapter describes the implementation of social media with a specific focus on 

the FUPOL software components.  

4.1 Structured project approach  

In order to achieve targeted orientated results a thorough preparation is required. In 

order to guarantee a successful implementation which is of substantial use for the 

citizens and all relevant stakeholders in a city or a municipality it is recommended to 

follow a structured approach. This means following a predefined process. According 

to PRINCE2 a process is a structured set of activities or tasks designed to accomplish 

a specific objective. It takes one or more defined inputs and turns them into defined 

outputs. (Managing Successful Projects with Prince2, 2009) 

4.2 Overview Social Media Project Implementation Stages 

The social media implementation project should contain the following processes:  

 The Pre-Project stage 

o Preparation and submission of an idea 

o Signing of the Project Mandate 

o Appointment of the Executive and the Project Manager 

o Working out of the Project Brief 

o Appointment of other project team members 

o Authorization of the initiation stage 

 Initiation stage  

o Preparation of the Project Initiation Documentation (PID) 

o Request to deliver the project and approval 

 Delivery stages  

o Concept Elaboration stage 

o Technical Implementation 

o Staff Training 

o Pilot operation 

 Closing/Evaluation stage 



 

30 

 

 

 

 

Figure 13 Social Media Implementation Project Phases 

4.3 The Pre-Project-Stage 

Definitely, a project should start with the pre-project-stage. The purpose of the pre-

project phase is to ensure that the prerequisites for the initiation of a project are 

fulfilled which enable a worthwhile project. Nothing should be done until certain 

base information needed to make rational decisions about the feasibility of 

the project is collected. This includes the definition of key roles, responsibilities 

and resources as a foundation for a detailed planning.  

The objective of the pre-project state is to initiate viable projects and to prevent 

poorly conceived ones at an early stage. The primary aim of this stage is to do the 

minimum necessary in order to decide either it is rational to initiate the project or 

not. (Managing Successful Projects with Prince2, 2009) 

In the pre-project-stage the trigger of the project (or the Project Mandate) has to be 

described in detail, which results in the basic concept or Project Brief. It is the basis 

for the Project Boards decision either to initiate the project or not.  

The activities of the pre-project stage are: 
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4.3.1 Preparation and Submission of the Idea  

The idea to initiate a social media project is submitted to the responsible entity. In 

the city context it is typically the Mayor, but it could also be the city council, the 

public relations, the IT-department or any other subject matter department. The 

relevant decision maker has to consider whether the idea has to be further 

developed or not. 

The project idea should be presented as a Project Mandate, which needs to be 

signed by the relevant decision maker. 

 Deliverable-1: Project Mandate  

A detailed description of the Project Mandate is provided in the Annex I (5.1). 

4.3.2 Signing of the Project Mandate  

The Project Mandate has to be signed by the responsible entity which is typically the 

Mayor.  

4.3.3 Appointment of the Executive and the Project Manager  

The executive (sponsor) who is a decision maker with appropriate authority needs to 

be appointed to ensure the justification of the project. The executive nominates the 

project manager who is responsible for the project management on a day-to-day 

basis in the sense of the executive. 

 Deliverable-2: Role description Executive and the Project Manager 

A detailed description of the Executive and the Project Manager is provided in the 

Annex I (5.2 and 5.3). 

4.3.4 Working out of the Project Brief  

The Project Brief is mandatory and has to be elaborated in the pre-project-stage and 

is used to provide a full and firm foundation for the initiation. A questionnaire as 

attached in the annex could support the elaboration of the Project Brief.  

 Deliverable: Project Brief  

A detailed description of the Project Brief is provided in the Annex I (5.4). 
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4.3.5 Design and Appointment of other Project Team Managers 

To guarantee a successful project the role description for the management team has 

to be prepared and the candidates have to be identified and appointed. In case the 

candidates don’t completely match the competencies required appropriate training 

and or coaching has to be selected. 

  Deliverable-3: Role descriptions (other roles)  

A detailed description of the role descriptions is provided in the Annex I (5.5, 5.6). 

4.3.6 Authorization of the Initiation  

The Project Board has to approve the initiation of the project, which includes a lot of 

planning, monitoring and controlling activities. Following actions are recommended 

by PRINCE2: 

 Review and approval of the 

o Project Brief (Project definition, project approach, project management 

team) 

o Project Product Description (e.g. quality expectations, acceptance 

criteria) 

o Business Case, which should enable a viable product. 

o Stage Plan for the initiation 

 Information of the stakeholders about the initiation of the project and 

 Authorization of the Project Manager with the initiation. 

4.4 Project Initiation Stage  

4.4.1 Preparation of the Project Initiation Documentation (PID) 

After making the decision to go ahead with the project, it needs to be planned in 

detail. Funding needs to be obtained and controls should be defined to ensure that 

the project proceeds in accordance with the wishes of those people paying for the 

project and those who will make use of what the project delivers.  

The main objective of this phase is the further development of the rough concept of 

the pre-project-stage into the detailed concept. It should contain all relevant 

parameters relevant for the project implementation (e.g. target group, definition of 
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the social network tools, etc…). The core of the detailed concept is the definition of 

the “Business Case”. The Business Case presents the optimum mix of information 

used to judge whether the project is (and remains) desirable, viable and achievable 

and therefore worthwhile investing in. (Managing Successful Projects with Prince2, 

2009).  

 Deliverable-4: Project Initiation Documentation (PID) 

A detailed description of the PID and related documents is provided in the Annex I 

(5.7. 5.8, 5.9., 5.10.,5.11., 5.12). 

4.4.2 Request to deliver the project and approval  

After the PID has been established the Project Board has to approve the delivery of 

the project (or to stop it). 

4.5 Delivery stages  

4.5.1 Concept Stage  

Consider to what extent the issues being raised by social media use are connected to 

issues already covered by existing policies or regulations. Often existing policies 

provide guidance on issues such as acceptable use, employee access, or ethical 

conduct. In some instances, the text of an existing policy may be revised to address 

use within a social media context and in other instances it can remain unchanged. 

4.5.1.1 Develop Social Media Concept  

Consider the comprehensive model, how to integrate social media into urban politics 

which has been developed by the FUPOL Project. Consider that it may be required to 

develop several social media strategies for the city itself and for its politicians.  

 Deliverable-5: Social Media Concept 

The detailed social media concept should encompass: 

 The target group which has to be reached by the social media strategy  

 Clarification of the social media tools which has to be harmonized with the 

project objectives and the target group and the issues which should be 
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addressed. In addition the duration of the campaigns have to be 

considered dependent on the subject. 

 Outlining of the required IT-tools and specification of additional equipment. 

 Definition of employee´s access to social media sites (e.g. unrestricted or 

controlled access for the employees) and procedures for establishing social 

media accounts for employees.  

 Description of assessment and key performance indicators to measure the 

success of the strategy (e.g. number of “likes”, etc.). 

 Accompanying marketing strategies and their timing to support the use of 

social media social (e.g. traditional press releases, mailings, etc.) 

4.5.1.2 Develop Social Media Guidelines  

The introduction of social media tools might represent a change in the typical rules of 

engagement such as in the way professionals are expected to interact with the 

public. Thus, a review of existing policies should ensure that the proposed social 

media policy and its implication are not in contradiction to existing policies or 

procedures. Conflicts may also arise when access to the public is allowed through 

social media sites. The question of when and who can “speak” on behalf of the city 

may need clarification if existing policy states that all media or outside requests for 

information must only come through a public information officer (Hrdinova, 2010). 

Consequently guidelines to assist the staff for following issues are highly 

recommended.  

 Deliverable-6: Guideline how to use social media  

They should contain: 

 Support how to use the platform. 

 Guidance on the range of appropriate contributions and what would be 

considered inappropriate by reference to the nature of their employment, the 

nature of the department´s responsibility and any confidentiality or other 

contractual obligations to which they are subject. (Social Media in Government 

Hands on Toolbox, 2011) 

 Explanation to better understand the potential of the platform, the extent and 

the implication of their published notes 
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 Explanations concerning legal regulations (security, privacy, copyright, 

confidentiality, defamation law…) and security standards 

 Guidance to avoid defamatory statements – a defamatory statement is a 

statement which tends to lower a person´s reputation in the minds of others.   

4.5.2 Delivery stages  

All roll out stages described in the following chapter should be tried with a smaller 

group, before being announced to the broad public. This is to ensure that procedures 

and controls are in place and operational.  

Continous progress reporting is recommended after each phase using a stage report.  

 Deliverable-7: Stage report(s)  

 A checklist concerning the stage report is provided in Annex I (5.14)  

4.5.2.1 Stage 1 – Enabling two-way-communication 

In the first stage the emphasis is on enabling a two-way communication between all 

stakeholders and the related political and social processes. This means setting up the 

required basic infrastructure, BLOGS and a basic social framework. The focus is on 

BLOGs since they have all the features for electronic participation namely 

bidirectional communication, embedded multimedia and moderator function.  

The following procedure is recommended: 

1) Elaborate a webpage, which contains general information about the purpose, 

e-participation and potentially statements of politicians to build trust. Those 

may also include the FUPOL training videos explaining e-participation, social 

media and simulation  

Consider the following:  

- Text description  

- Photos  

- Embedded Videos  

         This webpage could be part of an existing local gov´t or NGO website  

2) Connect the website to several other websites entry points to attract traffic  

Consider the following  

- Website of the city, the regional or national government  
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- Websites / BLOGS of NGO´s  

- Websites of international organizations  

- Websites / personal BLOGS of politicians and political 

parties 

3) Establish one or several Blogs linked to the website based on BLOGGER 

(BLOGSPOT)  

They should contain further description of perceived current “hot topics” and 

challenges as well as more background information. Consider the following:  

- Text description  

- Photos  

- Embedded Videos  

- FUPOL Opinion Maps 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 14 Example Mtwapa Blog with FUPOL Opinion Map  
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 One BLOG should be for “general” use to enable stakeholders to post any idea  

       or comment.     

4) Optionally consider SMS and e-mail as channels 

Those are not preferred as electronic channels, since messages sent are not 

must be transferred to the Blogs. Likewise it is not possible to establish a 

discussion like in social media.  

5) Elaborate a plan / concept for non-electronic channels and establish means of 

digitization  

Consider the following:  

- Face-to-face meetings with citizen or citizen groups  

(digitization through YouTube or video streaming)  

- Suggestion boxes  

(digitization  

- Citizen help desk / office  

6) Establish a procedure to register trusted users as well as appropriate 

measures to protect their privacy.  

The advantage of trusted users is to find out who is behind the posting. It is 

very useful to get statistical information about the person behind the posting 

(e.g. respondent statistics by sex, age, location, skills/education, etc.). This is 

a challenge unless linkage information in a personal record is stored as 

outlined in the following chart: 

 

Figure 15 FUPOL Trusted Users 
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7) Connect the FUPOL backend system to the BLOGS and test it as demonstrated  

in the following chart 

 

 

Figure 16 Overview Implementation Stage I 

8) Appoint a moderator  

This is important, since postings on the BLOG should be checked before they 

are published.  

9) Establish a feedback loop to inform contributors on the BLOGs, how their 

opinions have been taken into consideration.  

10)  Initiate a campaign on conventional media (newspapers, TV, ..) and 

electronic media (websites)  

Already in this stage the FUPOL opinion maps can be implemented: The eCitizen 

explicitly provides geographical information by marking the point-of-interest on an 

interactive map. 
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Figure 17 FUPOL Opinion Map 

The potential benefits of stage 1 are: 

- Single view across several channels 

- Data from different sources are stored centrally 

- Combined statistics can be generated 

- More information is available 

- Trusted respondents (e.g. by age group and sex) 

 Deliverable-8: Social Media Platform Stage – I  

4.5.2.2 Stage 2 - Build social networks  

Stage 2 aims at building a social media community.  

In most of the countries the social media to be considered currently are Facebook, 

Twitter and YouTube. Note that the preferred social media channels may be different 

in some countries. (e.g. China, they use Sina Weibo, Renren und Tudou) 

Building a community on all social networks requires accompanying measures on 

conventional channels.  

1) Establish social network entries about the participation project and build a fan 

community.  

In the case of Facebook this refers to establish a page.  

2) Establish personal profiles for key players and politicians  

Facebook: note that those should be pages as well, if more than 5.000 friends 

are expected.  
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3) Optional: Establish a Twitter account and build Twitter followers  

4) Establish a Video channel (Youtube) and get subscribers  

5) Use the new electronic channels strengthen the links with citizens  

This means news concerning the blogs, surveys etc. can also be posted on the 

social media to reach a broader audience and alert stakeholders.  

6) Optionally consider other channels  

 

Figure 18 Overview Implementation Stage II 

 

 

7) Link the channels to the FUPOL Backend system to enable further analysis and 

single-window posting as outlined below. 

 

Figure 19 Single Window and Statistics 



 

41 

 

An advanced feature of FUPOL is a 2nd level within the same social media, for 

example  

• LinkedIn: Several LinkedIn Groups  

• Facebook: Several Facebook Pages  

 

This stage requires relevant pages of political parties, citizen initiatives etc. to be 

collected.  

The potential benefits of stage 2 are: 

- Higher citizen participation 

- More ideas how to foster the wellbeing of the City 

 

 Deliverable-9: Social Media Platform Stage – II  

4.5.2.3 Stage 3 Build Hot Topics Sensing  

Hot Topic Sensing does not directly establish stakeholder communication, 

consequently the “business” value is lower. That is why it is suggested in stage -3 

with lower priority.  

This comprises the following steps:  

1) Collect list of potential sources of political information  

2) Connect FUPOL to the sources  

3) Analyse postings to extract “Hot Topics”.  
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Figure 20 Hot Topic Sensing 

The potential benefits of stage 3 are: 

- Quick identification of hot topics (including “shitstorms”)  

- More ideas how to foster the wellbeing of the City 

 Deliverable-10: Social Media Platform Stage – III  

See explanations above. 

4.5.3 Social framework  

Many e-governance projects have failed, because they were purely technically 

orientated and social aspects have been neglected. Therefore it is imperative to have 

a good social framework.  

Key elements are:  

             Good Support and Real Intention on the Political Level 

All stakeholders should trust the process and they must be sure that they are really 

heard, otherwise they will loose interest very quickly. Therapy or manipulation should 

be avoided, because stakeholders will quickly find out and it will backfire, they will 

never trust a participative governance process again.   

             Information and Education.  

A public relation and information campaign through conventional channels 

(newspaper, TV) as an accompanying measure will alert stakeholders and ensure a 

high rate of participation. It means that they must be alerted and informed about the 

FUPOL platform.  
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Apart from a media campaign this could also include meetings with important 

stakeholder groups, NGOs etc. They can be a messenger to their members. 

Information for discussion must be easy to understand.  

 

Figure 21 PR-campaign to alert citizens 

              Multichannel non-electronic participation mechanism  

Several channels should be used to avoid exclusion of certain groups. This can 

include electronic channels – but also citizen meetings or a suggestion box.  

It is important to digitize input received from non-electronic channels to ensure that 

this input is also visible electronically. 

a) Meetings: summary videos, statements etc. to be put on YouTube , longer 

session to be stored as video files for download on the blog / website.  

b) Input received from suggestion boxes to be scanned with OCR and published 

on the blog.  
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Figure 22 Non-electronic participation mechanisms 

              Feedback mechanism – close the loop  

It is key to provide feedback to stakeholder, how their input has been taken into 

account.  

Steps:  

1. Stakeholders post an opinion or an idea  

2. The idea is categorized by the user or automatically allocated to a topic  

3. Feedback is provided to which topic the input has been assigned and 

eventually which actions have been implemented following the input received. 

The feedback can be individually (e.g. an acknowledgment / “thank you” posted) and 

/ or by summarizing all opinions received and how they have been taken into 

account in subsequent action.   

Even if a group of opinions has not been considered, it should be explained why.  

 

Figure 23 Stakeholder Feedback 
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4.5.4 Staff Training  

Elaboration of a training concept containing the target group and the content (social 

media technical knowledge, etc.) as well as training material. Afterwards the 

employees have to be provided with appropriate training to support the progress. 

Deliverables:     

 Deliverable-11: Training and related material  

Note that the FUPOL project has developed a set of standard training material 

(presentations, training videos, ..)  

See: www.youtube.com/fupoltv 

       www.fupol.eu  

 

  

http://www.youtube.com/fupoltv
http://www.fupol.eu/


 

46 

 

4.6 Closing/Evaluation Stage 

The evaluation of the feedback is based on the specified success factors in the 

detailed concept.   

This step is to determine whether the procedures of the detailed concept stage were 

successfully implemented. The analysis of the success factors is generally done by 

the media department. The following consequences might be: 

 Continuation of the participation process without any change 

 Amendment of the fine tuning and implementation by the media department 

or (and technical departments). In case of risks the Project Board has to 

determine proceeding actions. 

 Termination of the project as planned or in case of failure. 

 Deliverable-12: End Project Report  

A detailed description of the End Project Report is provided in the Annex I (5.15). 
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5 Annex I Checklists and Templates  

5.1 Checklist Project Mandate 

In general the Project Mandate is the first document produced to trigger a project 

and is seen as a pre-project document and not a project documentation. It should 

encompass the idea(s) and some basic information being available at this early 

stage. Ideally a Project Mandate should be sharp and short and should contain: 

5.1.1 Purpose of the project 

This section should provide a brief overview of the purpose of the intended social 

media project. 

5.1.2 Authority Responsible 

The responsible authority for approving the budget and planned resources. (typically 

the Mayor, the PR-department or the IT department ) 

5.1.3 Background  

The context of the project and why it was suggested to be of potential use. It should 

be clear either it is a stand-alone project or part of a programme. The long-term city 

strategy has to be taken into account. Typically the political leadership and the 

administration have a written (or unwritten) programme with long-term objectives 

(mission statement, government programmes, etc.) Those have to be considered.  

5.1.4 Measureable Project objectives 

The objectives the project should achieve have to be stated. It is recommended that 

they are measurable and defined in the projects major deliverable, costs and 

benefits. They should follow the SMART formular (Specific, Measurable, Attainable, 

Reasonable and Timely) 
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5.1.5 Relevant statistical background information 

1. Internet Usage: Percentage of people in the target area using Internet. It may 

be further broken down by access to the internet by using mobile phones, fixed lines 

or by visiting internet cafes.  

2. Social Media Usage: The usage of the different social networks (e.g. Facebook) 

should be estimated as a percentage of the people using internet in the target area. 

The list below shows some of the relevant social media to be taken into account.  

 

Social Media Usage 

 Usage in % of the people 

using internet  

Facebook   

Twitter   

XING   

LinkedIn   

Youtube   

Wordpress BLOG    

google+   

flickr   

VOSTU (Brazil)   

TUMBLR (Brazil)   

ORKUT (Brazil)   

RenRen (China)   

Kaixingoo (China)   

Seina Weibo (China)   

5.1.6 Constraints 

For example:  

1. Legal considerations; the data protection laws are another important issue to 

be considered. Specifically local personal data protection should be addressed 

2. Low participation due to lack of internet access.  

5.1.7 Interfaces 

Description of internal and external interfaces to other programs and projects. 

For example: Existing blogs and the website of the city, political organizations and 

politicians. 
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5.1.8 Quality Expectations 

Description of the quality expectations of the stakeholders,  

For example: schedule of the e-participation-process (it seems a little bit too early to 

define quality expectations) 

5.1.9 Outline Business Case  

Expected benefits (outline)  

5.1.10 Proposed Executive and Project Manager 

The names should be included. 

5.2 Role description for the Executive  

The Executive is the ultimate decision maker. His role is to ensure that the project 

will receive its objectives and benefits. During the whole project the Executive is 

responsible for the Business Case. The Executive might be the Mayor or his deputy. 

The responsibilities of the Executive might comprise: (Managing Successful Projects 

with Prince2, 2009) 

 Appointment of the Project Manager and the management team 

 Supervision of the development of the Project Brief to be aligned with other 

programmes and strategies 

 Supervision of the development of the detailed Business Case 

 Fundraising 

 Monitoring of the progress during the whole progress 

 Ensuring risk identification and assessment and escalation to corporate or 

programme in case of exceeding tolerances. 

 Organization and chairing of Project Board reviews  

 

5.3 Role description for the Project Manager  

As previously mentioned the Project Manager is responsible for the day-to-day 

project management on behalf of the Executive. The Project Manager could be an 

external consultant. The responsibilities might encompass: 
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 Preparation of Project Brief, Benefits Review Plan, Project Initiation Document 

(PID), Stage Plan, Work Packages, Highlight Reports, Issue Reports, End 

Stage Reports, Lessons Reports, Exception Reports, end Project Reports, 

Issue Register, Risk Register, Daily Log, Lessons Log 

 Cooperation with other programmes 

 Complete Project Management (incl. team, products, risk, communication, 

etc.), monitoring and reporting 

 Authorization of Work Packages 

 Reporting to the Project Board in case of deviations from the plan 

5.4 Checklist Project Brief  

The project Brief is composed of the following components: (Managing Successful 

Projects with Prince2, 2009) 

The following components should already be outlined in the Project Mandate 

 Background  

 Project objectives (including time, cost, quality, scope, risk, benefit)  

 Desired outcomes  

 Project scope and exclusion 

 Constraints and assumptions 

 The users 

 The interfaces 

In addition the following should be provided  

5.4.1 Outline (Draft) of the Business Case 

It contains the justification of the project and will further be developed in the 

Initiation Stage (incl. risks, rough cost estimates, timescale, major risks)   

5.4.2 Project Product Definition 

It defines what the project has to deliver in order to gain acceptance. Therefore 

customer´s quality expectations, user acceptance, maintenance and acceptance 

criteria have to be included. 
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5.4.3 Project Approach 

For example:  

1. Selection of the methodologies for the initiation and execution of the project   

(e.g. data collection is done by Facebook, hot topic sensing is provided via idea 

management) 

2. Definition of the social media tool(s) (e.g. Twitter, Facebook, etc…) 

3. Collection of lessons learned from similar previous projects  

5.4.4 Project Management Team Structure 

Refers to the organizational chart of the team.  

5.4.5 Role descriptions  

Describe the team and other persons responsible. 

5.5 Role description for the Team Managers  

The Team Manager is directed by the Project Manager. The Team Manager is 

responsible for the production of the defined products (by the Project Manager) in an 

appropriate quality and timescale and at acceptable costs.  The head of the IT 

department could be a Team Manager. The responsibilities might comprise: 

(Managing Successful Projects with Prince2, 2009) 

 Preparation of the Team Plan and discussion with the Project Manager 

 Production of Checkpoint Reports 

 Planning, management and monitoring of the team´s work 

 Reporting to the Project Manager  

o Any deviation from the plan 

o Any issue and risk and ensuring the management of these issues and 

risks 

 Passing on the deliverables (the project products) to the Project Manager 

 Ensuring the entries in the Quality and Issue Register 
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5.6 Role description for the Project Support 

The configuration management is a very important support function. The main tasks 

are: (Managing Successful Projects with Prince2, 2009) 

 Setting up and maintaining project files 

 Establishing of documents and control procedures 

 Updating of plans 

 Assisting with compilation of records 

 Maintaining of Quality Register, Configuration Item Records, etc. 

 Administration of the configuration management structures, which might be 

undertaken by a configuration librarian (e.g. storage and status information 

about all project products, recording of all copies, etc.)  

5.7 Checklist Project Initiation Documentation (PID) 

The PID consists of the 

 Project Brief (See 5.4) 

 Detailed Business Case (See 5.8) 

 Risk Management Strategy (See 5.9) 

 Quality Management Strategy (See 5.10) 

 Configuration Management Strategy (See 5.11) 

 Communication Management Strategy (See 5.12) 

 Detailed Project Plan (See 5.13) 

 

5.8 Checklist Detailed Business Case  

The purpose of the Business Case is to establish mechanisms to judge whether the 

project is (and remains) desirable, viable and achievable.  

The Project Board and the stakeholders must have confidence at all times that the 

project remains viable. The Business Case is not static. It should not be used to gain 

some funding or to get the approval of the city government (city administration) but 

should be actively maintained throughout the whole project lifecycle and be 

continually updated (e.g. with information, costs and risks, and benefits). 
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Hereinafter the composition of the Business Case is described: 

5.8.1 Reasons for the Social Media Project 

The Business Case should contain a description of the reasons why the project is 

required. Ideally it should be linked to the organizational or political context and 

should explain how the project will enable the achievement of strategies and 

objectives. The strategic vision of the city government has to be reflected in the 

social media project. 

5.8.2 Target group (Audience)  

The target group (audience) of the social media project needs to be specified 

including their attitudes, behaviours and influences. Previous attempts at 

communication with this audience and the lessons learned are essential too. The 

target group might be citizens, companies, employees of the city, etc.  

5.8.3 Relevant Stakeholder 

A more detailed description of the relevant governance structure of the target area 

has to be provided. This governance structure might include formal bodies such as a 

city council, a mayor or a governor, but it should also take into account informal 

structures and major non-governmental stakeholders.  

5.8.4 Business Options 

A wide range of other communication options has to be considered and specified. 

Social media can be one communication channel. Therefore the following has to be 

described in detail: 

 The proposed approach (e.g. data collection via Facebook) 

 The factors which contributed to this approach (e.g. as Facebook is widely 

used in the city) 

 The justification how the critical success factors and the aims of the strategy 

can be achieved by applying the selected methodology. 

 The explanation why the selected approach fits within the wider 

communication strategy and why it is appropriate to reach the target group. 
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5.8.5 Expected Benefits 

The Business Case should list each benefit that it is claimed would be achieved by 

the projects outcome. It is important to define the current status of each benefit in 

quantifiable terms so that measurable improvements can be assessed after the 

project has been completed.  

Clear responsibility for benefits is a key requirement for successful benefits 

realization. This means it should be clear how the benefits will be realized.   

Benefits of the use of Social Media in cities and municipalities might be: 

 Increase audience reach and improve the accessibility of government 

communication 

 Increase speed of communication between citizen and administrative staff  

 Reflection of the communication channel preferences of the citizens 

 Promotion of transparency in the government 

 Improved Credibility 

 Ability to reach specific audiences on specific issues 

 Better understanding of audience views 

 Enhancement of reputation by using innovative tools 

 Improvement of the cost-effectiveness of communication 

 Reduction of the dependency on media and countering inaccurate press 

coverage   (Social Media in Government High-level Guidance , 2011) 

 Registration for an event 

5.8.6 Quality 

Finishing on time and within the budget is not enough if the result of the project 

doesn’t work. The quality of the projects products must be satisfying. Consequently 

the defined quality criteria have to be reviewed continuously during the whole 

project.  

5.8.7 Resources 

The Business Case should summarize the all relevant resources such as: 

 Skills, experience and further resources which will be required to implement 

the current approach. In case they are not available they have to be provided 
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 Resources to be needed to maintain this approach. 

 Definition of the whole budget required. 

5.8.8 Timescale 

Decision makers will wish to know: 

 Over what period the project costs/benefits analysis will be based 

 When the organization can expect to realize benefits 

 What the earliest/latest feasible start date is 

 What the earliest/latest feasible completion date is. 

Identifying the timescale requirement for a project can help identify tolerances and 

timings for benefits reviews. 

5.8.9 Major Risks 

Any opportunity is likely to be offset by an element of risk. Therefore in order to 

make the judgement of business justification, the Project Board needs to understand 

not only the benefits and the project costs, but the set of risks that may either 

reduce/increase the cost. 

The Business Case should include a summary of the aggregated risks and highlight 

the major risks that will have an effect on the business objectives and benefits. 

In the area of social media the risks can be cultural, technical or reputational and 

must be factored into planning. But these risks should not prevent you in using social 

media. The major risks in using social media might be: 

 Government activities in social media websites and forums are rejected. 

 Inappropriate messages by the government staff might cause legal or 

reputational risks 

 User messages might be difficult to interpret 

 Manipulations could occur on some websites by different user groups 

 Negative impacts on a community by escalating discussions 

 Unplanned Extension of resources  

(Social Media in Government High-level Guidance , 2011) 
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5.9 Risk Management Strategy  

In order to counteract or mitigate risks a risk management strategy be elaborated. 

The management of risk should be systematic and not based on chance. The social 

media project should therefore establish and maintain a cost-effective risk 

management procedure. The aim is to support better decision making through a 

good understanding of risks – their causes, likelihood, impact, timing, and the choice 

of responses to them. 

The management of risks is a continual activity, performed throughout then life of 

the project. Without an ongoing and effective risk management procedure it is not 

possible to give confidence that the project is able to meet its objectives and 

therefore whether it is worthwhile for it to continue. Hence effective risk 

management is a prerequisite of the continued business justification principle. 

For risk management to be effective, risks need to be: 

 Identified. This includes risks being considered that could affect the 

achievement of the projects objectives, and then described to ensure that 

there is a common understand of these risks. 

 Assessed. This includes ensuring that each risk can be ranked in terms of 

estimated likelihood, impact and immediacy, and understanding the overall 

level of risk associated with the project. 

 Controlled. This includes identifying appropriate responses to risks, 

assigning risk owners, and then executing, monitoring and controlling these 

responses. 

 

Risk Register 

To capture and maintain information on all of the identified threats and opportunities 

relating to the project, a risk register has to be installed.  
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A few common risks are outlined in the following table  

 

Risk  Probability Impact  Proximity  Mitigation  

Government activities in social 
media websites and forums are 
rejected. 

High  High  within 
project  

Links to websites where detailed 
information regarding the addressed policy 
can be found. 

Inappropriate messages by the 
government staff might cause 
legal or reputational risks.  

Medium  High within 
project  

Provide additional information via helplines, 
information centers and appropriate 
documents.  

User messages might be 
difficult to interpret. 

Medium  Medium  within 
project  

Involve experts for the specific policy 
domain. 

Manipulations could occur on 
some websites by different 
interest groups.  

Medium High  within 
project  

Explain the aims, the objectives and the 
benefits of the project to the participants in 
detail 

Negative impact on a 
community by escalating 
discussions.  

Medium  Medium within 
project  

Provide excellent training for the 
administrative staff and the politicians.  

Unplanned extension of 
resources. 

Medium  High within 
project  

Provide a contingency resource planning.  

 

 

5.10 Quality Management Strategy  

Quality is generally defined as the totality of features and inherent or assigned 

characteristics of a product, person, process, service and/or system that bear on its 

ability to show that it meets expectations or satisfies stated needs, requirements or 

specification.  

In terms of social media a quality criteria might be: 

 Automatic hot topic sensing based on opinions expressed on a large scale 

from the internet. 

 Perfect multi-channel social computing and crow sourcing (without system 

errors) 

 Quick response (within at least 24 hours) to citizens comments by policy 

makers and administrative staff.    
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The Quality Management Strategy is prepared during the project initiation and 

subsequently approved by the Project Board. It augments the project approach and 

can be regarded as the project management team´s proposal in response to the 

customer´s quality expectations and acceptance criteria. 

The Quality Management Strategy is maintained, subject to change control, 

throughout the life of the project.   

The Quality Register is effectively a diary of the quality events planned and 

undertaken (for example, workshops, reviews, inspections, testing, pilots, acceptance 

and audits). It is created during the initiation of the project as the products and 

quality control measures are being defined. It is then maintained throughout the 

project. (Managing Successful Projects with Prince2, 2009) 

 

5.11  Configuration Management Strategy 

The objective of the Configuration Management Strategy is to identify how and by 

whom the projects products will be controlled and protected. The configuration 

management will be done by the Project Support. 

5.12 Communication Management Strategy 

In the Communication Management Strategy the methodology and the frequency of 

internal (project Manager, Team Members, etc.) and external communication is 

described in detail. 

  

5.13 Detailed Project Plan 

According to PRINCE 2 a Project Plan is a statement of how and when a project's 

objectives are to be achieved, by showing the major products, milestones, activities 

and resources required on the project. 

In Prince2 there are three levels of plan: project, stage and team. 

http://en.wikipedia.org/wiki/Resource_(project_management)


 

59 

 

A Project Plan provides the Business Case with planned costs, and it identifies the 

management stages and other major control points. It is used by the Project Board 

as a baseline against which to monitor project progress.  

Stage Plans cover the products, resources, activities and controls specific to the 

stage and are used as a baseline against which to monitor stage progress. 

Team Plans cold comprise just a schedule appended to the Work Packages assigned 

to the Team Manager.  

It has to be stated that a plan should not just cover the activities to create products 

but also the activities for quality management, risk management, configuration 

management, communication and other project controls required. (Managing 

Successful Projects with Prince2, 2009) 

 

5.14 Stage Report  

The project has to be checked on a timely basis to avoid that it will get out of 

control. Consequently it is necessary to compare the planning with what has actually 

happened and what might happen next. In the Stage Report an accurate picture of 

the progress and the work being carried has to be outlined. The Project Manager 

must provide the Project Board and other stakeholders with a summary of 

information about the project. The Stage Report should contain: 

 A review of the current stage based on the documents prepared to check the 

progress of the project such as: 

o Checkpoint Report – it is used to report the Work Package progress 

o Risk Register for any new or revised risks and assess their impact on 

the Business Case, Project Plan, etc. 

o Quality Register to provide quality assurance 

 Corrective actions to reach the targets   
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5.15 End of Project Report 

This report is to review how the project performed against the PID (Project Initiation 

Documentation). It should contain: (Managing Successful Projects with Prince2, 

2009) 

 The Project Manager´s Report which includes the projects performance, 

 Review of the 

o Business Case and its deviations  

o Project objectives and its performance against its targets and 

tolerances for time, cost, quality, scope, benefits and risk.  

o Team performance  

o Products (e.g. quality) 

 Specification of follow-ups (e.g. continuation of the participation process 

without any change or application of some amendments) 

 Lessons Learned Report containing reviews what went well, badly and 

recommendations for corporate projects and programmes 
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6 Annex II  Pre-feasibility Check Questionnaire 

6.1 Objective of the questionnaire  

Prior to the activity to fully scope with the project, it is important to verify that the 

project is worthwhile and viable. This questionnaire aims at collecting the required 

data for such a pre-feasibility check. 

6.2  Content  

6.2.1 Aim of the E-Participation 

Please provide a description of the objectives, the policy domain and topics for which 

e-participation is envisaged. 

 

 

 

 

 

 

6.2.2 Total Number of Citizens older than 15  

Estimate of people living in the target area. The purpose of collecting this figures is 

to have a first estimate of the efforts and resources required. The more people are 

living in the target area the more resources are required. (examples are training, free 

internet access, staff required to evaluate and report). 

Total number of citizen older than 15   

 

6.2.3 Mobile Phone Usage 

This percentage of people in the Target Area using mobile phones.  

Percentage of people in the target area using mobile phones    
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6.2.4 Internet Usage 

This percentage of people in the target area using Internet. It includes access to the 

internet either by using mobile phones, fixed lines or by visiting internet cafes. 

Percentage of people in the target area using internet   

 

6.2.5 Social Media Usage 

The usage of the different social networks (e.g. Facebook) should be estimated as a 

percentage of the people using internet in the target area (2.3) 

Social Media Usage 
 Usage in % of the 
people using internet  

Facebook   

Twitter   

XING   

LinkedIn   

Youtube   

Blogspot    

g+   

flickr   

VOSTU (Brazil)   

TUMBLR (Brazil)   

ORKUT (Brazil)   

RenRen (China)   

Kaixingoo (China)   

Sina Weibo (China)   

 

6.2.6 IT, Internet and Social Media Experts   

The experts are required to are: 

 To define additional requirements 

 To support a specific website and  

 To maintain social media presence 

 To train and advise people locally  

Number of Internet and social media experts available in the target 
area    
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6.2.7 Local Expertise in Policy Domains 

Please describe the local the e-participation experts with know how in the specific 

policy domain(s) . They are required to present the topics and subsequently analyze 

the results obtained from the e-participation deliberation process.  

 

 

 

 

6.2.8 Data Availability 

For the e-participation process public data, typically GIS data, are required. Those 

data are essential for several components such as geolocalized idea management. 

Please describe additional statistical data required in your view and their availability. 

If they are not available they need to be collected, which is an additional effort to be 

included in the project plan. 

 

 

 

 

6.2.9 Relevant Stakeholder 

Please kindly provide a brief description of the relevant governance structure of the 

target area. The governance structure could include formal bodies such as a city 

council, a mayor or a governor, but it should also take into account informal 

structures and major non-governmental stakeholders.  
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6.2.10 Potential Risks 

There might be potential risks which could jeopardize the project. Please kindly 

describe these risks for mitigation at an early stage.  

Example: Lack of local expertise necessary for the elaboration of the e-participation 

process.  
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7 Annex III –  Checklists Delivery Stages  

7.1 Priority of data sources  

What is priority concerning the data sources to be connected to the FUPOL platform 

and why?  

This should include data sources of the city (city website blogs, …, office @city.com)  

Data Source  Priority  Reasoning  

RSS-Feeds   

………………   

………………   

………………   

Websites   

………………   

………………   

………………   

Social Media   

……………….   

……………….   

……………….   

E-Mail   

SMS   

………………   

………………   

………………   

………………   
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7.2 BLOGS as a medium for e-participation 

Assuming that BLOGs are a starting point, how would they be linked to other entry 

points?  

Which are those entry points?  

Examples: 

 City Homepage 

 FUPOL Home 

 Homepages of companies 

 

 

 

 

 

Examples: Possible links from entry points to: 

 Topic related information on other websites (e.g. information about e-

participation) 

 Topic related blogs (e.g. concerning environment, parking lots, infrastructure, 

education, economy…..) 

 YouTube 

 Training videos, how to use FUPOL tools, how to use social media 

 

 

 

 

 

7.3 Non electronic alternative channels as a medium for e-

participation 

Which non-electronic alternative channel will be used for the comments of the 

stakeholders? 
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Examples: 

 Suggestion Box 

 Surveys 

 Face-to-Face-Meetings (round tables) 

 Plebiscite 

 Referendum 

 

 

 

 

 

What are the procedures envisaged to feed the data from non-electronic channels 

into the electronic channel?  

Examples: 

 Data entry by the administrator 

 …………………… 

 …………………… 

 

 

 

 

 

 

7.4 Trusted user  

An outstanding challenge of the analysis of data collected via e-participation is to find 

out who is behind the posting. It is useful to get statistical information about the 

person behind a posting (e.g. respondent statistics by sex/age). This is a challenge 

unless linkage information in a personal record is stored. The city has to decide 

either trusted users are required or not. 
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If trusted users are required, it has to be stated what should be stored in this 

personal record? 

Example: 

 Birthdate 

 Sex 

 Religion 

 Location 

 Profession 

 Knowledge  

 

 

 

 

 

7.5 Awareness creation among the stakeholders to contribute 

to e-participation 

The citizen (stakeholders) have to be invited for e-participation. Which convention 

channels are used for awareness creation? 

Examples: 

 TV-channels 

 Face-to-Face-Meetings 

 Newspapers 

 Press Conferences 

 News Release 
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