
How to Hoplr
Reflections & recommendations on the implemention of Hoplr

(in the city of Bruges)



WHO AM I
Ine Plovie

• Engaged citizen of the city of Bruges
• Dedicated civil servant untill 2021: city of Ostend ; city of Bruges
• Freelance civil servant since 2022 - Mondea
• 15 years of project management, change management, policy advice in (local)

government(s)
• 4 years of citizen engagement projects and communication (including Hoplr-

implementation)



Work to Hoplr

Exploration 
phase

Preparation
phase

Implementation 
phase

Maintenance 
phase



Exploration phase

- What does the mayor want?
- What does management want?
- What do your colleagues want?
- What do you want and see as possible? 

Be closer to the citizens?
Citizen participation in projects?
Fuel self-initiative
…



Exploration: what are your needs? 

- What do you want to do in real life, in virtual life?
- Colleagues to the rescue!
- Communication channels and functionalities



Preparation: Choose the right online tool

- Existing channels: website, Facebook,…
- Interactive?
- Constructive?
- Flexible?

- Do you want an (only) ideation tool? Do you want a tool for a specific
project or topic? 

- Do you want a community tool? 



Why we chose
- Neighborhood first approach from the city
- Citizen supported tool – city as a guest
- Functionalities

- Citizen relations first
- Community workers engagement
- ‘Like Facebook but better and more controllable
- Also ideation, surveys
- Bundling projects en messages in a timeline
- Online and offline relations
- Extra’s



Implementation phase

- After the budget and purchase
- Build the engagement of internal services (even before the implementation)

- Communication department
- Community linked department (social departement, police,…)
- Infrastructure departement: new infrastructure, road works,… 

- Make sure Hoplr is known everywhere (communication plan)
- Inside the organisation
- In the neighorhoods
- Repeat, repeat, repeat

•



Implementation: keep flow

- Keep a constant flow of content of the city
• Central: roadworks, events, calls
• Decentralized: community services, social services,…
• Participation: surveys, meetings, plans,… 

- Keep a constant flow of engagement
• Citizens: collegues, friends of collegues, involved persons
• Community support: supported by governement
• Participation projects…with feedback loops



Mantainance phase

E-inclusion
- Work together with education services, ngo’s,… to tell more about Hoplr
- Make sure people can help other people to post a question, request for

help on hoplr. 

Have an intern responsible for Hoplr
- Monitor
- Start new functionalities
- Use the functionalities better
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