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Increasing Civic 
Engagement



2017 Memorandum - 3 Possible Civic Engagement Methods

Activate 
eComment

Livestream to 
multiple 
platforms

Experiment with 
new methods for 
civic engagement

Ultimate Goal: “Report back to Council with findings before recommending expanding to other 
Council Committees and full City Council”



Timeline

02.07.17
Authorization was given to move forward 
with eComment, SpeakUp, & 
Livestreaming as part of the Civic 
Engagement through Technology pilot 
program for the Smart Cities & Services 
Improvements Council Committee

04.05.18
First SCSI committee 
meeting is live streamed 
with Facebook Live

10.04.18
Report back to SCSI committee 
on the four livestreamed 
meetings on Facebook Live. 
Pilot extended for four more 
meetings to test an additional 
platform (YouTube)

03.07.19
Pilot comes to an end with last SCSI 
meeting livestreamed on both 
Facebook & YouTube. All previous 
SCSI meetings are uploaded to 
Box Skills & Threadeo platforms.

06.06.19
Report back to SCSI committee with 
final recommendations on Civic 
Engagement through Technology Pilot

07.25.17
eComment is 
enabled



Activating 
Granicus 
Features



eComment
- Low cost ($5,400 annually)

- Comments sent directly to City 

Councilmembers & City staff

- Small number of users with high usage

120 eComments by 30 users over 44 meetings from 191 enabled

- Potential for high impact, but not 

well-promoted or discoverable



Livestreaming to 
Platforms



Two Livestreaming Pilots - April 2018 to March 2019
Each pilot was four meetings

Stream live HD video on social media platforms

          Four meetings on just Facebook

          Two meetings on just YouTube

          Two meetings on both YouTube and Facebook

Promoted on Facebook, Instagram, and Twitter



Why add YouTube?

Sources:
Civic Outreach Team at Google

YouTube is more a video 
and search platform than a 
social media platform. 



How do the platforms measure a successful video?

Social Metrics:
- Likes
- Comments
- Page Followers

Video Metrics:
- Views

- Watch Time

Search Metrics:
- Impressions Share

Common 
Metrics:

- Reach
- Followers

Sources:
Civic Outreach Team at Google
Politics & Government Outreach at Facebook
https://improvado.io/blog/battle-of-video-facebook-vs-youtube



What does the City gain from each platform?

- Discoverability

- Resident 
Conversation

- Playlist Archive

- Optimized for 
Video Presence

Common 
Gains:

- Reach
- Followers

Sources:
Civic Outreach Team at Google
Politics & Government Outreach at Facebook
https://improvado.io/blog/battle-of-video-facebook-vs-youtube



Facebook Live



Facebook 
Live

YouTube Live
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Active marketing & novelty 
factor drove Facebook 

initial numbers On average, 
Facebook’s reach is 
75x that of Granicus  



Exploration of 
New Tools



AI Skills



AI Skills



Provides searchability 
through human 
generated transcripts



Provides searchability 
through human 
generated transcripts



Final 
Recommendations



Conclusion

1. Expand livestreaming on YouTube to all Council and Council 

Committee meetings.

2. Continue to enable eComment and monitor any new Granicus’ 

features. 

3. Promote YouTube Livestream link in advance of all meetings on all 

possible social media outlets (at minimum, Facebook) with the 

associated eComment agenda link. 

4. Monitor staff time and resource impact. The Office of 

Communications recommends hiring a Social Media Community 

Manager.

5. Do not invest in the use of Box Skills, Threadeo or other similar 

platforms at this time. Granicus has equivalent results using 

human-generated transcripts. 

  Recommendations



Thank you
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Fiscal & Staffing Impact for eComment
- eComment module costs $5,400 annually

- eComment total cost to San Jose $10,800 since first billing 7/1/2017 through 

end of current billing period 6/30/2019.

eComment Statistics:
- 120 eComments have been received for 75 agenda items over 44 meetings from the 191 enabled agendas 

- Of the 117 enrolled public users:
- 30 users accounted for the 120 comments
- 4 Users account for 71 of the 120 comments
- 76 enrolled eComment users are City of San Jose staff or support personnel

- Positions taken by eComment users: 
- 27 Support, 54 Oppose, 23 Neutral



Fiscal & Staffing Impact for Livestreaming
- Capital Estimate of $11,500

- For streaming hardware capital costs for CivicCenter TV

- Services estimate is $1,500 annually

- For hardware manufacturer’s cloud streaming management software

- Manageable labor impact from Daily Meeting Production Labor Cost & 

YouTube Channel Customization

- Production technicians must inspect new streaming components, 

confirm settings, wait for encodes to process, set up custom YouTube 

playlists and conduct other associated tasks


