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 Executive Summary

The Defense Acquisition University (DAU) is working to provide products and services that foster and facilitate knowledge sharing and collaboration throughout the Department of Defense acquisition community.  DAU has adopted a total learning environment approach, under a Performance Learning Model (PLM), to support the Acquisition, Technology & Logistics (AT&L) workforce.  The AT&L workforce is defined as all government and industry representatives supporting acquisition, technology and logistics of DoD weapons and support systems (“the workforce”).  The PLM shifts focus from the traditional classroom environment of the 20th century to learning resources available 7 days a week, 24 hours a day.  This transformation is being accomplished via a robust distance learning and continuous learning curriculum, performance support, and the establishment of communities of practice and collaborative knowledge areas centered on AT&L career fields and business processes.   DAU is focused on becoming more closely aligned with and supporting the AT&L workforce on a real time basis.  Via performance support and communities of practice, DAU’s schoolhouse interaction with the AT&L workforce will increase and will offer a source of support and expertise never before tapped.  The DAU total learning environment is aligned with the AT&L knowledge management (KM) vision for fostering an organization that learns, shares learning, and acts on that learning.  Communities of practice play a central role in realizing this vision.  
DAU is currently using several different software tools to facilitate collaboration; however, we are in the process of analyzing and evaluating other tool options in an effort to minimize the total cost of ownership of collaboration tools.  DAU assumed the maintenance and operation of the Acquisition Community Connection (ACC) (Previously known as the Program Management Community of Practice (PM CoP)) tool-set, which transitioned from the Department of the Navy on March 1, 2003, and is currently optimizing the use of this tool to facilitate and establish on-line communities of practice.  The Acquisition Community Connection (ACC) is essentially a tool to facilitate collaboration, sharing, and the transfer of knowledge across the AT&L workforce.  Since its initial release in October 2001, it has expanded in breadth and depth to become an umbrella system to support communities covering all AT&L career fields, such as Systems Engineering, and cross-cutting critical business practices, such as Risk Management. 
To support the operation of Communities of Practice, the e-Learning and Technologies Center has developed the DAU Community of Practice Implementation Guide.  The Guide provides an important foundational piece for communicating how we will operate and foster communities of practice, special interest areas, and collaboration workspaces for the AT&L community.  The Guide is specifically focused on the community building process, the roles and responsibilities, the education of users, and the functional capabilities of the tool.  It also addresses important fundamental characteristics of communities of practice.

The DAU community structure is flexible in that it allows for individuals and groups to quickly create and stand up collaborative workspaces, yet at the same time provides some control and rigor to implement more formal communities of practice such as Career Field Support, Business Process and Special Interest Areas.

The DAU CoP Implementation Guide is intended for those individuals or groups interested in standing up knowledge bases and collaborative environments.  The Guide is a reference that will assist individuals in working through the steps of launching a viable community, creating relevant knowledge, building a knowledge base, and providing for the “care and feeding” of communities.  Here are the basic criteria for requesting a collaborative area in the CoP tool:  
(1) Subject area is directly related to supporting the AT&L community and/or related industrial community and its work processes and products; and 

(2) Community is committed to openly sharing content developed or captured by its community members to the maximum extent possible

Because ACC is DAU’s current CoP collaboration tool, the Guide focuses on its functionality and features. Throughout the Guide, the generic term “Community of Practice” or “CoP” is used synonymously with ACC.   

Introduction 

Purpose of Guide 
The Defense Acquisition University (DAU) Community of Practice (CoP) Implementation Guide is a reference document for establishing and launching communities of practice, special interest areas, and workspaces, using a collaborative tool to facilitate the capture of community knowledge, and community collaboration and interaction.  The Guide is specifically focused on the community building process and preparing users to operate in a collaborative work environment.  It also addresses important fundamental characteristics of communities of practice. 
Who Should Use the Guide?
The DAU CoP Implementation Guide is intended for those individuals or groups interested in standing up knowledge bases and virtual collaborative environments.  The Guide delineates the process and operating procedures for establishing formal communities of practice and quickly standing up collaboration workspaces.  The Guide is a resource that will assist you in working through the steps of launching a viable formal community of practice, creating relevant knowledge, building a knowledge base, and providing for the “care and feeding” of communities.   In addition it outlines the simple steps involved in requesting a collaboration workspace on-line (see Request a Workspace).  A separate User Training Guide is available on-line (User Training Guide: Program Management Community of Practice (3.03a)) to assist and train community members on the tool functionality and capabilities.
Basic criteria for requesting a collaborative area in the CoP follow:  (1) Subject area is directly related to supporting the Acquisition, Technology and Logistics (AT&L) community and/or related industrial community and their work processes and products; and (2) Community is committed to openly sharing content developed or captured by its community members to the maximum extent possible, or (3) is in the interest of DAU.   The AT&L workforce is defined as all government and industry representatives supporting acquisition, technology and logistics of DoD weapons and support systems (“the workforce”).
What is a Community of Practice? 
Communities of practice are organized to enable groups of individuals to share knowledge pertinent to their tasks at hand and to solve business problems. Communities that share these traits arrive at solutions more efficiently and effectively:

· Replicating proven practices and sharing lessons learned; 

· Improving access to relevant and authoritative information sources; 

· Leveraging individual experience and expertise; 
· Fostering an environment of collaboration and knowledge transfer that provide fertile ground for business process innovation. 
Communities provide a mechanism for individuals to keep each other current in the developments of a shared discipline and assists with better top-down communication by providing multiple and more direct methods of disseminating new policy and facilitating input and comment on draft policy.  The community structure provides broad access to peers, expert help, best practices, lessons learned, and innovative ideas because they span hierarchical organizational structures.  Community networks cross organizational boundaries and expose members to new and diverse sets of ideas, allowing members to learn before doing, to find and accelerate solutions, to think differently about problems, and to leverage the know-how of a variety of experienced practitioners.  The boundary-spanning aspect of these communities offers a fertile ground for workforce innovation and fosters the transfer of best business practices across organizations.  The old adage of knowledge is power has been replaced by “knowledge shared is power squared.”  Face-to-face and virtual community meetings are an essential component of building trust, networking, and fostering a sense of community.   While this Guide focuses on a virtual workspace environment, it is not intended to downplay the importance of physical meetings or other forms of communication.
Why is DAU Interested in Communities of Practice?
DAU is working to provide products and services that foster and facilitate knowledge sharing and collaboration throughout the Department of Defense and industry acquisition community.  DAU has adopted a total learning environment approach, under a Performance Learning Model (PLM), to support the AT&L workforce.  The model shifts focus from the traditional classroom environment of the 20th century to learning resources available 7 days a week, 24 hours a day.  This transformation is being accomplished via a robust distance learning and continuous learning curriculum, performance support, and the establishment of communities of practice and collaborative knowledge areas centered on AT&L career fields and business processes.   DAU is focused on becoming more closely aligned with and supporting the workforce on a real-time basis.  Via performance support and communities of practice, DAU’s schoolhouse interaction with the workforce will increase and offer a source of support and expertise never before tapped.  The DAU total learning environment is aligned with the AT&L knowledge management (KM) vision for fostering an organization that learns, shares learning, and acts on that learning.  Communities of practice play a central role in realizing this vision.  Communities of practice will eventually be closely tied to and support curriculum developed for the classroom and distance learning (DL) courses.  CoPs will provide the process details and sources of expertise that support formal learning and job performance.  CoPs will also have access to DAU-developed learning materials from a DAU sharable content management system.
Benefit/Value of Communities

Communities of practice offer a collaborative structure that has proven to be extremely effective in the creation and transfer of knowledge within organizations.  Communities of practice provide value to organizations in the following ways:
· Foster interaction between new/more junior employees and senior/more experienced practitioners; 
· Facilitate the building of mentor-mentee relationships;
· Foster a broader organizational perspective among employees, providing a better understanding of how individual tasks fit into the larger organizational picture;
· Facilitate the rapid identification of individuals with specific knowledge or skills; 
· Foster knowledge sharing across organizational boundaries (“boundary spanning”);
· Promote and facilitate the capture and re-use of existing knowledge assets – and retention of organizational memory; 
· Provide a safe environment to share problems and challenges and test new ideas;
· Facilitate collaboration across different time zones.
Collaborative Work Environment 
The community of practice collaboration tool facilitates collaborating, sharing, and transferring of knowledge across the workforce.  This tool (aka ACC, previously PM CoP) was originally developed to specifically assist the program manager and program management top-level team to perform their jobs more effectively through knowledge sharing.  Since its first release in October 2001, it has expanded in breadth and depth to become an umbrella system to support communities covering all AT&L career fields, such as Systems Engineering, and cross-cutting critical business practices, such as Risk Management.  The community pages represented by AT&L topic areas and business processes offer policy, processes, proven practices, lessons learned, tools, member-developed documents, discussion topics, and other knowledge assets, to help practitioners to perform effectively in their day-to-day jobs.  The CoP tool offers a number of advantages to members, such as unencumbered access to an extensive knowledge-base, a diverse group of practitioners, and 24/7 availability via the Internet.  The community workspace is an unclassified system – all contributions of content are unclassified, non-proprietary.    

Membership 

Membership in the CoP is open to individuals from the Department of Defense, other government agencies (federal, state, and local), defense contractors, and educational institutions related to the communities.  Since the start, members from beyond the traditional DoD organizations have proven to be very valuable and active members of the community, and all participants have clearly benefited from this diverse level of collaboration.  Individuals requesting accounts must provide enough information at the time of registration to allow reasonable due diligence in verification of a need for access to the CoP (at a minimum, the preferred e-mail address for new members registering for the site is the requester’s work address).  Individuals that do not fit the traditional membership criteria above may still become a member with the identification of an existing member to serve as a sponsor to validate the requesting individual. Membership will be denied to individuals lacking sufficient validation information.
Operating Principles 

The value and usefulness of communities of practice is reliant on active community participation and the accuracy, timeliness, accessibility and applicability of community content.  Therefore, it is imperative that community leaders, content editors, and subject matter experts take responsibility for the management and maintenance of content.  DAU will monitor communities to ensure quality and reserves the right to take communities off-line that are not maintained, fall below a minimum level of quality, or do not directly support the AT&L community and its work processes and products.  Quality will be measured in terms of currency of material, accuracy of material, and activity within the community (number of contributions).  The concept for communities is based on the following operating principles:

· Participation in communities is not mandatory – membership is voluntary;
· Communities are self-governing – they set their own agenda and determine the appropriate focus for the community; 

· Communities are responsible for the configuration and maintenance of their content (content must be regularly reviewed for accuracy, outdated content removed or archived, etc.);
· CoP members have full control over how workspace is used to meet the group’s needs and interests including taxonomy and content: however, all sub-communities, special interest areas, etc., will be subject to an overall CoP theme/user interface to facilitate easier navigation throughout the site;
· Designated community roles are assigned and operate within the established business rules of the CoP;
· A community’s purpose is linked to business drivers/objectives of the organization or add value to the organization;
· Copyrighted materials may only be posted with the approval of the content owner (in many cases, it may be most prudent to link to the original sites maintaining such materials).
Rules of Engagement

DAU’s concept for communities adheres to the following rules of engagement:

· The CoP is an UNCLASSIFIED system.  Do not contribute Classified, Sensitive But Unclassified (SBU), NOFORN (not releasable to Foreign Nationals), For Official Use Only (FOUO), business sensitive, copyrighted (without owners’ permission), proprietary information, and/or unlicensed or restricted software to the community site.

· All community members are eligible to submit content (in many instances content editor approval may be required prior to publication);
· Report inaccurate or out-of-date content to the responsible owner/content editor (this can be done easily via the “E-mail this Page” function inside of the community space.

· Keep your personal contact information updated;
· Use the CoP for  its intended purpose, i.e., to share knowledge among all members of the workforce:
· Do not promote personal agendas or market commercial items or allow CoP members to promote their personal agendas or market commercial items.
Types of Communities and Knowledge Areas

DAU has identified five basic types of communities or knowledge areas as collaborative work environments.
	Type
	Description
	Audience

	AT&L Career Field Support Communities


	These knowledge areas provide the workforce with community resources around established AT&L career fields and tend to be larger in membership size than the other community types.  These knowledge areas will provide a central and common place from which to access a broad range of relevant and focused topical information, as well as the ability to connect to experienced government and industry practitioners.  Focus areas within the community may represent significant processes that are specific to the community.  These communities tend to be supported from the top down and span the boundaries of many different and dispersed organizations.  Community members will benefit from collaboration capability, links to subject matter experts, and access to cross-cutting repositories of mandatory and discretionary policy and information related to their functional area.  These communities will be primarily supported and championed by DAU.  An example of this type is the Contract Management community, which is structured around supporting practitioners with contracting processes, keeping them informed of changes within the contracting field, and offering a forum for communication and collaboration.  
	Open

	AT&L Business Process Communities


	Communities of practice will be established for critical AT&L business processes.  These communities will be process-driven, thus community membership may cut across several career fields and functional areas.  These communities will focus on the exchange of information, including the interaction of community members, lessons learned, best practices, and performance support specifically engineered for the business process.  These communities become an important component of organizational learning.  As the community members learn from each other and incorporate that new knowledge into common organizational knowledge, the community continuously grows and evolves.  An example of this type of community is the Risk Management community, which provides a resource for job performance support structured around the Risk Management process and offers continued collaboration and information sharing among community members.
	Open

	Special Interest Areas
	A Special Interest Area (SIA) differs from a community of practice in that the primary goal of SIAs is to distribute knowledge among the workforce, while CoPs also focus on encouraging interaction within the community.  SIAs created in the CoP space will include the full range of CoP collaborative tools, in spite of the fact that we do not anticipate that every SIA will strive to spark a collaborative environment.  Those that do become collaborative may eventually grow to be a CoP.
	Open

	Workspaces

	Workspaces support groups of individuals who are physically dispersed and need to collaborate and share information and ideas virtually.  Workspaces provide a valuable service to the workforce by offering a mechanism for groups of individuals to share ideas and collaborate either within their own internal organizational structure or by spanning organizational boundaries. The workspaces may be completely closed, opened to allow access for specific visitors, or opened to allow access for the entire community.  Examples include IPTs, project teams and RITs.
	Restricted Access

	My Personal Topic
	Personal Topic pages provide individuals with the ability to create a private (or public) area to upload documents for private use or to invite colleagues to collaborate on topics.  “My Personal Topic” is available to every individual community member.  Topics created must relate to or support the AT&L community and its work processes and products.
	Restricted Access


Content Management

The community operating principles and information architecture are designed to encourage and allow maximum participation by community members, including contributing knowledge objects to the community knowledge repositories.  This must be balanced with the need to ensure relevant authoritative and fresh sources of information.  Without good content management procedures and processes in place, the community quickly becomes a dumping ground and eventual graveyard of content, useful to no one.  DAU’s content management goal is to ensure timely access to relevant and authoritative content via a rich set of taxonomy domains, designated community content management roles, established content management processes and procedures, and a robust search capability.  Community roles, filled by authoritative subject matter experts, and infrastructure processes ensure timely access to relevant and authoritative content.

The following defines, at a high-level, the types of content and the business rules for content management. 
Knowledge Object Types

The CoP has designated sixteen (16) types of knowledge objects:
· Announcements

· Business cards

· Case studies

· Community meetings

· Events

· Examples

· Learning materials

· Lessons learned

· Presentations

· Processes & methods

· References

· Regulatory

· Related websites

· Testimonials

· Tools & forms

Each knowledge object has metadata associated with it.  Some fields are required and must be completed during the submission process.  The benefit/value statement is required for every knowledge object submitted and ensures that members articulate the value to the community of the object being contributed.

Content Submission Process 
The process for member content submissions varies according to the community or knowledge area type.  The following minimum business rules for capturing, validating, refreshing, and expiring content are required: 
· Knowledge objects have assigned owners;
· Knowledge objects have a required minimum set of associated metadata;
· Appropriate knowledge objects have assigned expiration dates;
· Knowledge objects are flagged for periodic review and potential disposal or archive.
	Type
	Community specific content processes

	AT&L Career Field Support Communities
	Member contributions monitored by a content editor for approval and posting.

	AT&L Business Process Communities
	Member contributions monitored by a content editor for approval and posting.

	Special Interest Areas
	Member contributions monitored by a content editor for approval and posting.

	Workspaces

	Community decides the content submission process; however, the community follows the established business rules for capture, validation, refresh, and expiration of content.

	My Personal Topic
	Individual user has control over content and access permissions.  Content should not promote personal agendas or market commercial items. 


Tool Features and Functionality
The below features are standard across most of the site and apply to whatever content is showing up in the center part of the page at any given moment (e.g., “Join a Discussion” will take an individual to a discussion for the specific contribution or topic area that is showing in the main content area when this particular “Participate” option is selected).  Some features require editor approval before implementation.
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 Add your knowledge – allows members to contribute knowledge objects to the community or workspace.
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 Subscribe to this Topic – allows members to subscribe to the topic area(s) of their choice.  Members may choose to be notified by e-mail when new information or discussions are posted.


 Join a Discussion
 – allows members to initiate or participate in a discussion on a topic(s) of their choice.


 Edit this topic - allows editors and knowledge object owners to update or modify a knowledge object or topic.
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 Add Bookmark – allows members to quickly access topics or contributions of interest.

 Rate this page
 – allows members to rate specific knowledge objects or pages.  The rating system is helpful in determining the value of specific content.


 E-mail this page 
– allows members to easily and quickly share content with colleagues and peers with similar interests.
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 E-mail Groups – allows members to easily and quickly share content with established e-mail groups.


 Who's on-line?
 – allows members to see who is working in the community at a given time. Note that this only shows registered members who are logged on at any given time (most users only log-on when they are about to contribute something or look for contact information on a member).


 What’s New – provides members with immediate and easy access to latest posted content.

Feature an Item – allows content editors to feature items in different topic areas to provide maximum visibility and cross-fertilization of information across topic areas.

Cross Reference Documents – provides ability to share knowledge objects across topic areas.


 Find a Member – allows members to find and contact other community members. 
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 My Business Card – allows members to edit their business cards, describe themselves, their interests, and expertise so that other members who have similar interests can get in touch.  Also allows members to decide who can and cannot see their business cards. 



 Me Page – this link lets you manage your account. You can view your private workspace, edit your contact information, change your password, and more.
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 My Inbox – contains a list of items awaiting action and a summary of recent updates to topics that you edit, with various links to further information upon which to base your decisions.
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 My Personal Topic – available to every CoP member this space provides individuals with the ability to create a private (or public) area to upload documents for private use or to invite colleagues to collaborate on topics 
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 My Preferences – allows members to change their password and set other preferences.
Roles and Responsibilities
DAU’s eLearning and Technologies Center (eLTC) is responsible for the management and operation of the CoP infrastructure.  Management responsibilities include planning and budgeting for the operation and maintenance of the system, as well as developing the process and infrastructure controls needed to launch, build, and sustain viable communities of practice, special interest areas, and collaborative workspaces.  DAU’s Community Support Organization will serve as the conduit for developing and supporting process and infrastructure controls.  DAU will maximize the use of its faculty and staff to sustain community efforts within their cognizant areas of expertise.  Community sponsors should also assist in supporting the communities by budgeting for those items not covered by the basic infrastructure costs.  
The standup of new communities and special interest areas will be dictated by demonstrated community support and available resources.  DAU will work closely with OSD and Service organizations to support the development of communities, but the final decision on the use of the community tool to host the community activity will reside with DAU.  In the selection process, priority consideration will be given to those communities that have demonstrated a clear sense of business need and anticipated organizational gains. The following types of questions will help to assess the level of readiness for establishing a community and its likelihood of success:

· Is there top-level sponsorship?

· Is there an existing sense of community within the targeted CoP standup? 

· Is there a sense of energy and passion around the community?

· Is there a recognized need that the community can provide value to the AT&L organization?

· Is there a significant pain point or critical issue facing the community that knowledge sharing can positively impact? (This implies that there is significant interest or urgency around the issue; these tend to focus on specific process topics.)

· Are there resources (i.e., money and people) to support the community?

The standup of Workspaces is much less onerous than for CoPs and SIAs.   To request a Workspace, the member must substantiate the requirements via an on-line process (see Request a Workspace). 

This section of the Guide identifies the specific roles and responsibilities associated with the standup and support of communities of practice operating within the community space.  

Community Support Organization 

DAU’s community support organization provides the basic process infrastructure and technical support for the community.  Responsibilities of the support organization include the following:
· Community Support Services and Training – provides training, deployment and startup functions, and process and infrastructure support for communities.  Part of the support includes a resources area for communities, from start-up and implementation to sunset. 

· Perform Chief Editor functions for the community – manage consistent community look and feel, member administration, security, content management processes, and permission-based rules;
· Advise and consult with potential communities;
· Conduct tool training and offer community development support;  

· Develop and maintain templates (offered as a fee-for-service contract); 
· Support HTML, graphic and instructional design (offered as a fee-for- service contract); 

· Develop performance support content (offered as a fee-for- service contract); 

· Perform outreach, marketing and communications support – interfaces with the Community Leaders and Facilitators to advertise and market communities: 
· Advertise and market community (publish tri-folds, articles, etc.)          (offered as a fee-for-service contract:;
· Outreach to prospective members – speak at events specific to     the community;

· Advertise community successes;  

· Recruit new members.
· Technical Support/Infrastructure Development – consists of the Information Systems Service Center (ISSC) located at DAU and staffed with experts trained in the tool technology.  The technical support team will be responsible for establishing and maintaining the functionality of the community websites:  
· Supply technical support associated with tool functionality to the communities;
· Maintain the operation of community infrastructure hardware and software.
Technical Support 

Community members can contact the DAU Information Systems Service Center at (703) 805-3459 or e-mail ISSC@dau.mil for technical or procedural questions on the use and functionality of the tool.

Community Sponsor 

The Sponsor provides high-level sponsorship and support for the community at-large and acts as the champion for the community.  Typically the organization is directly responsible for the career field or functional area around which the community is being formed.  A community’s sponsor organization believes in the value of knowledge sharing and commends participation in community activities.  Sponsors promote the value of membership across an organization, thereby encouraging community growth and commitment of organizational resources.  Sponsorship may be shared by more than one person; this may be important if community membership spans multiple organizations. This is a required role for AT&L Career Field Support Communities, AT&L Business Process Communities, and Special Interest Areas.  The Community Sponsor performs these tasks:

· Provides the Community Leader with guidance by acting as a sounding board for ideas;
· Bolsters community membership by spreading the word;
· Builds support for the community with commanding officers, functional managers, and opinion leaders;
· Ensures that the community focuses on business-critical issues by monitoring the outcomes achieved by the community;
· Advocates the community and acts as the community’s champion;
· Works with the Community Leader to track the progress of the community;
· Provides resources for expansion of the community and usually “sponsors” the community Leader and Facilitator roles in the community.
Community Leader 

The Community Leader, an active member of the community, serves an integral role in the community’s success.  The Leader helps to guide the community’s purpose and strategic intent, energizes the process and provides continuous nourishment for the community.  This is a required role for AT&L Career Field Support Communities, AT&L Business Process Communities, and Special Interest Areas.  The Community Leader performs these tasks:

· Interfaces with the Community Sponsor and reports the progress of the community, if applicable;
· Organizes and coordinates the startup activities for the community;
· Assists community development by establishing and articulating community purpose and strategic intent;
· Connects members with each other;
· Brings in new ideas when the community starts to lose energy;
· Identifies community stakeholders and potential community members;
· Builds/maintains participation and membership by promoting the community, monitoring membership changes and recruiting new members;
· Plans/schedules activities;
· Acts as liaison with other communities;
· Serves as a Subject Matter Expert (SME) on the focus of the community; 
· Acts as lead editor for the community, designating content editors and assuming overall responsible for its content;
· Manages the budget for the community.
Subject Matter Experts 

Subject Matter Experts are knowledgeable and experienced members of the community who use their knowledge of the discipline to judge what is important, groundbreaking, and useful, and to enrich information by summarizing, combining, contrasting, and integrating it into the existing knowledgebase.  This role is required for AT&L Career Field Support Communities, AT&L Business Process Communities, and Special Interest Areas.  The Community Subject Matter Expert performs these tasks:

· Assists in the identification and mapping of critical knowledge applicable to the community;

· Harvests/creates new knowledge;

· Helps to establish the taxonomy;

· Works with the Content Editor to ensure that knowledge objects are relevant, valid, and best sources;

· Works with the Content Editor to refresh and expand the knowledge base;

· Reviews community member contributions to ensure quality and relevancy of material;
· Provides process analysis expertise;

· Participates in the community as a member.
Content Editor

Content Editors are responsible for the content within their respective area(s).  Qualifications for Content Editors should include familiarity with the structure, layout, and functionality of the content area being managed.  They will coordinate with the community SMEs in order to maintain the accuracy of their communities.  Content Editors will ensure that the content is current, relevant, representative of community activity, and appropriately categorized.  The Content Editor organizes and manages the knowledge base of the community based upon the content management processes established for the community.  This is a required role for AT&L Career Field Support Communities, AT&L Business Process Communities, Special Interest Areas, and Workspaces.  For Workspaces, the process of content management may be more open, with community members having more permissions and no requirement for member contributions to be monitored.  The Content Editor performs these tasks:

· Organizes content in a meaningful way so that it is readily available and easily accessible to members;

· Manages the process for review and approval of member contributions and, as appropriate,  works with SMEs to validate and approve member contributions;

· Communicates guidelines to members for contributing knowledge objects and initiating discussion threads;

· Works with SMEs to identify critical knowledge objects and logical organization of content;

· May develop specific engineered performance support content;   

· Cross references and sources information from outside the community, making it available to members;

· Assists in identifying and mapping critical knowledge that is applicable to the community and in populating the community knowledge base for members to access;

· Establishes sub-topics with guidance from community Subject Matter Experts;
· Initiates personal contact with community members to generate interest in the community site, seek out potential content contributions, and understand what is of particular value to the member.
The Content Editor must also successfully complete the content editor training and exhibit the following attributes: 

· Committed to acting on behalf of the community and supporting the expression of differing or opposing viewpoints;

· Currently practicing a discipline relative to the community s/he wishes to edit or have extensive, practical experience in that discipline;

· Willing to volunteer time to review and validate content for publishing;

· Willing to participate in community meetings;

· Willing to contribute knowledge, share experiences, and act in a SME role.
Facilitator  (offered as fee-for-service contract)
The Facilitator provides an essential function for the community by fostering and facilitating member interaction.  The Facilitator can ensure that community forums are productive for all members by acting as an independent community process expert.  This role is required for AT&L Career Field Support Communities, AT&L Business Process Communities, and Special Interest Areas.  The Facilitator performs these tasks:

· Monitors community activity to ensure community responsiveness to members;  

· Serves as an expertise locator; 

· Provides collaborative tool expertise;

· Provides expertise about group dynamics and techniques to help the community solve problems and evolve over time;

· Assists in building/maintaining participation and membership: 
· Stimulates knowledge sharing across the community by coordinating collaboration within the community; 

· Initiates personal contact with community members to generate interest in the community site; 

· Seeks out potential content contributions;


· Seeks to understand what is of particular value to the member.
· Maintains, analyzes and reports out on previously established community metrics (activity and performance);

· Interfaces with DAU Community Support Organization team on outreach and marketing efforts for the community.
Community Member 

Membership is voluntary rather than prescribed.  Members are self-organizing and participate because they get value from their participation.  The Member performs these tasks:
· Alerts responsible Content Editor of inaccurate or out-of-date information;
· Keeps personal contact information updated;
· Uses the CoP for its intended purpose to share knowledge among all members of the AT&L workforce:
· Does not promote personal agendas or market commercial items.
Member types fall under three primary categories of users:

· Casual surfers or “lurkers” seeking knowledge:
· Target audience’s first visit experience;
· Some may never progress beyond this but still receive value.
· People who will join and use for more advanced research but rarely interact or contribute

· Majority of the membership;
· Mainly junior people looking for help;
· Community of interest members.
· People who will interact repeatedly and contribute knowledge:
· A small percentage will do this on their own;
· Mainly senior people with experience and knowledge to share;
· Active community of practice members.
Facilitators play an important role in encouraging members to contribute and share knowledge and prompting more experienced members to become active in the community.  The member audience is primarily a very large community of interest, and the majority of the members will be drawing information and knowledge from the system, not contributing content.  This group will benefit greatly, and their performance improvement constitutes the return on investment for communities.  

Community Building Process
Introduction

The process that will be used to address private/open workspaces and team collaboration spaces is via the creation of Workspaces and My Personal Topic areas - both of which are far less formal of a process than the Career Field Support, Business Process and Special Interest Areas (SIA).  Workspaces will be granted upon request so long as it pertains to a related AT&L subject area or related work product.  My Personal Topics are virtual collaborative spaces that individuals can create on their own and invite whomever they wish.  These two types of collaboration areas are intended to be very quick and easy to set up without the necessary rigor involved in establishing formal communities of practice.  
The size and complexity of the larger Career Field Support and Business Process communities, as well as the Special Interest Areas, require a more formal process to ensure that the community objectives have been thoroughly thought out, the appropriate roles/responsibilities assigned, and content management issues addressed.  We have developed a 14-step process to help guide these groups on the path toward success.  Individuals or groups interested in establishing a more formal community or special interest area in the CoP should contact the Acquisition Community Connection Chief Editor, Mr. John Hickok, at john.hickok@dau.mil .   Once contact has been made, an initial concept meeting will be scheduled to determine if the request is a good fit within the context of the community space, to review the community building process outlined below, and to determine the timing of next steps.   Establishing a community is a spiral and evolutionary proposition that will evolve over time.  The focus of the 14 steps is for potential communities to walk away from the process with some identified focus areas to start their community, an organizing framework for their content, identified content to populate the site, and identified individuals to fill community roles.  Much of the work involved in getting the site ready happens behind the scenes so that, when it is ready to open up to members, it has some valuable and useful content for members to access. 
	Community Building Steps
	Output
	Applies To

	
	
	CoPs
	SIAs

	Get Started

	STEP 1 – Identify and establish core group of community stakeholders / subject matter experts. Form a team that will serve as the catalyst for standing up the community. This core team will help to initiate the planning workshop by developing an agenda, identifying who should be at the session (usually, including themselves) and ensuring a good representation of the community.
	· List of core members / SMEs;

· Workshop date;

· Agenda;

· List of “right” invitees.
	X


	X



	STEP 2 – Conduct core planning workshop. The workshop brings together a diverse set of community stakeholders (OSD, services, DoD agencies, industry, DAU, academia) to discuss the community concept and to begin to formulate the purpose and intent of the community.
	· Community purpose and objectives;

· List of types of problems group is trying to solve;

· List of critical business issues;

· List of community stakeholders and target audience for community;

· List of community resources and roles, i.e., who will dedicate time and energy to establish the  community, what monetary resources are available to support the community;

· List of preliminary knowledge assets, i.e., what sources of information are available to populate the community site, where does the information reside;

· Type of virtual collaborative work environment that is best suited for the objectives of the community.
	X

	X


	STEP 3 – Draft community charter. Each community will be required to establish a charter to address the items listed in Step 2 above. A draft charter has been created, and the template is available in Appendix A.
	· Community charter.
	X

	

	Implement and Build

	STEP 4 – Establish community taxonomy. A logical taxonomy is the cornerstone for building content that is useful and intuitive for the users. Great care should be taken to establish a viable taxonomy, while still leaving room for growth.
	· Community taxonomy.
	X

	X


	STEP 5 – Inventory knowledge assets. Knowledge mining and/or mapping is used to determine where the knowledge nuggets reside, who are the keepers of the keys, etc.
	· In-depth knowledge map.
	X

	X


	STEP 6 – Organize the content. Once you have created a taxonomy and determined where the knowledge resides externally, you must decide where each contribution belongs internally within the community. If an item could easily fit within more than one topic area of the taxonomy, you must choose a primary residence, then you can cross reference it to other topic areas. 
	· Knowledge contributions created and housed within the taxonomy.
	X

	X


	STEP 7 – Identify and develop any content engineered specifically to support the community. Often during the needs analysis and knowledge mapping process, the core members will identify areas where further instruction would be beneficial. This content can be created (frequently by Instructional System Designers) and submitted as FAQs, learning materials or other forms of content.
	· Knowledge contributions created and housed appropriately, within the taxonomy.
	Opt


	Opt


	STEP 8 – Identify Content Editors for the community. Content Editors are responsible for monitoring both existing and new content: reviewing it, approving or denying it, featuring items to draw attention to them, checking for outdated or inaccurate materials, etc.
	· Names of Content Editors.
	X

	X


	STEP 9 – Train Content Editors on the CoP tool. To perform their job effectively, Content Editors must be trained how to use the CoP tool.  In addition, they must learn the basics of content management.
	· Training date(s);
· Trained Content Editors.
	X

	X


	Operate Community

	STEP 10 – Manage the content. Operating a community is an iterative process. Content Editors must continually monitor both existing and new content: review it, approve or deny it, feature items to draw attention to them, check for outdated or inaccurate materials, etc. 
	· Validated, current content with proven value to the users.
	X

	X


	STEP 11 – Facilitate the interaction within the community. The Facilitator is primarily responsible for encouraging the formation of relationships between community members. The Facilitator will help to arrange and run community meetings; make sure that discussions, once posted, are answered; and put those with problems together with those who have answers.
	· Mentor / mentee relationships formed;
· Discussions posted and answered;
· Community meetings held.
	X

	

	STEP 12 – Market the community. Marketing the community can be accomplished in a variety of ways, from telling a friend, to passing out brochures at a conference, to e-mailing a news group, etc. Every member, and especially those assuming leadership roles, serves as an ambassador for his/her community. Spread the word!
	· Increased exposure for the community;
· Increased membership;
· More viable communities.
	X

	

	STEP 13 – Develop new content. As the community grows, you will constantly find new areas that are lacking written guidance on how to perform tasks within that area. Step 7, above, will be repeated continuously. Another method of developing new content is through research-related endeavors.
	· Validated content to help guide users through unfamiliar tasks, learn new ways of doing old jobs, etc.
	X

	X


	STEP 14 – Determine the effectiveness of the community.  Each community may have a different method of determining the value or success of its endeavors.  At some point, each community must take time to re-evaluate what has been accomplished – does it meet the community’s stated purpose and objectives?
	· Metrics based on the community’s objectives and how it defines success;
· Feedback from the community.
	X

	


Request a Workspace 
Individuals or groups interested in establishing a Workspace can submit a request via the on-line Workspace area of the CoP Workspaces: Acquisition Community Connection (3.03a) .  To request a Workspace, you must be a member.  All requests go to the Chief Editor for processing.   Basic criteria for requesting a Workspace area are as follows:  (1) Subject area is directly related to supporting the AT&L community and/or related industrial community and its work processes and products or support related IPTs and project teams; and (2) to the maximum extent possible demonstrate a willingness to contribute and share work products and knowledge nuggets from the Workspace to related community spaces and SIAs.  At a minimum, requesters must provide a point of contact and phone number, originating organization, Workspace name, Workspace purpose, and target audience/membership.  

Outreach and Communication
Outreach and communication efforts must be coordinated with the CoP Project Manager to ensure consistency of message and best utilization of resources.  Outreach and communication is designed to create a continuous flow of information from individual communities to their membership and to generate awareness and promote the CoP to the workforce.  In addition, it is designed to alert community of practice members of new functionality added to the community space.  The community of practice outreach and communication section below provides some ideas and methods of promoting the existence and use of CoPs, and SIAs .

Promoting the Community of Practice through Existing Marketing Channels

The community of practice may have existing meetings or communication vehicles in place. When appropriate, these vehicles should be leveraged to communicate the existence of and participation in the community of practice.

· Does the community usually hold meetings? (Note – this could be conference calls, in-person meetings, IPT’s, etc.) For what purpose do they meet? 
· What (if any) special events does the community sponsor? 
· Does the community have an established newsletter? If yes, who publishes and distributes the newsletter? 
· What base papers, newsletters, or magazines should the community target for an informational article?

Promoting Community of Practice Events

All roles within the community of practice can participate in promoting events.  Many communities have regularly scheduled events, be it annual meetings, training symposiums, expert briefings, or quarterly reviews.  The CoP is an excellent tool to promote the event. 

Articles and White Papers

Articles and white papers push the concept of knowledge management and communities of practices to a broader audience.  This is an ideal job for the community core group members.  Articles can be published in base papers and community-specific newsletters and magazines (e.g., Program Manager (PM) Magazine and Acquisition Review Quarterly (ARQ)).

Office Bulletin Boards

To promote the community, an office bulletin board is an effective place to post images of the workspace, a bulleted list with success stories, a holder that contains brochures, and point of contact information.

Conferences and Expos

Participation in conferences and expos is an excellent method of marketing the community and raising awareness.   Community exhibits/booths/presentations at conferences offer a way to promote the community and reach large numbers of current and potential members.  Give-aways, such as pens, mugs, magnets, etc., with the community name and URL are excellent promotional material.   DAU participates in and has an exhibit booth for a standing schedule of conference events.  To the maximum extent possible, the CoP outreach and communication team will use this access to highlight the Community and conduct live computer demonstrations.
Brochures

Handing out brochures to audience members at conferences, briefings, and symposiums is a paramount opportunity to spread the word about the community of practice.  Brochures are ideal handouts for users to take home point of contact and quick connection information for the community.  Brochures and information products will be developed and kept current for use at conferences and for distribution to DAU Outreach and Communication Deans.
Other Websites

Identify and target marketing via other AT&L-related websites.  Add CoP links and feature the community in sites specifically interested in supporting the AT&L workforce (e.g. AKSS, DAU homepage, and OSD, Service, and Agency websites).
Alert the Senior Management of Your Organization

The Community Leader should schedule status reviews of the CoP with the Community Sponsor and functional stakeholders.  Let them know the status of the community progress.  Create an awareness regarding updates and changes to the community of practice.  Electronic brochures with clickable point of contact links could be included as a fast and easy way for users to reconnect to the community.
Post Purpose

The “NAVSEA Community of Practice Practitioner’s Guide” recommends that once the community agrees to its “identity,” this message should be posted in the community space as a “welcome” to prospective members.
Scheduled E-mails from Community of Practice Champion

Scheduled periodic announcements and reminders to the community of practice will help in the adoption of the community space.  These e-mails should come from the Sponsor of the community of practice to capture the attention of the community members.  The most efficient delivery format is e-mail.  OUSD (DPAP) push e-mails will be used along with the Acq Now push e-mail system to the fullest extent possible.  The DAU Continuous Learning Center push e-mail system will also be used for global AT&L community awareness of new resources and new CoPs.
E-mail Signature

You can add your community of practice URL to your e-mail signature.  This is an easy, low-cost idea that helps to promote the community to others.  Use these steps to create an e-mail signature in MS Outlook:

	1. From the main Outlook window, on the Tools menu, click Options, and then click the Mail Format tab. 

	2. In the Compose in this message format list, click the message format that you want to use the signature with. 

	3. Under Signature, click Signature, and then click New. 

	4. In the Enter a name for your new signature box, enter a name. 

	5. Under Choose how to create your signature, select the option you want. For Help on an option, click the question mark, and then click the option. 

	6. Click Next. 

	7. In the Signature text box, type the text you want to include in the signature. You can also paste text to this box from another document. 

	8. To change the paragraph or font format, select the text, click Font or Paragraph, and then select the options you want. These options are not available if you use plain text as your message format. 

	9. To add an electronic business card - vCard - to the signature, under vCard options, select a vCard from the list, or click New vCard from Contact. 

	10. Once you've created the signature, you can insert it in all new messages, in all messages you reply to or forward, or just in a specific message. 

	Example of an e-mail signature:

Jane Doe
COP NAME/XXX 

Access the CoP Name Community of Practice at:

Insert CoP URL

jane.doe@dau.mil

DSN 555-0000


Community Metrics
Introduction

How do communities measure their effectiveness?  Metrics, both quantitative and qualitative, can assist community leaders in determining how effective the community is in reaching and providing value to the members.  Communities are encouraged to utilize and monitor metrics to track their effectiveness and help take positive action to build and improve the community.
Activity Metrics (Quantitative)
The CoP tool automatically tracks the following metrics by This Month/Last Month/This Year/Total:  

· New Members

· New Topics

· New Object Types

· New Knowledge Objects

· New Discussion Forums

· Page Views

· Member Logins

· Most Active "Content" Member

· Most Active "Discussions" Member

· Topic Views

In addition, the metrics below will be tracked:
· Growth trend of members

· Growth trend of contributions

· Diversity of members, (i.e., contractor, government, DoD, etc.)

· Number of downloads, What content is being downloaded?

· How often users interact (face-to-face meetings, virtual discussions, etc.)

Performance Metrics (Qualitative) 
Performance metrics indicate the value of product to community members.
· Usability

· Unsolicited, through on-line CoP feedback tools

· Ratings of pages and contributions

· Testimonials and other user feedback (e.g., examples of specific mistakes or  problems that were avoided or solved, time saved, etc.)
· Unsolicited, through CoP feedback tools

· Solicited through various mechanisms

· Acq Now push e-mails

· End-of-course survey item

· Classroom

· Distance Learning

· Continuous Learning

· Conference surveys

· Phone Calls

· In-person meetings

· Written forms

· Interviews

· Workshops

· Group Meetings

· Focus groups of users (ask the users how the community has helped them)
· Community progression on Community Maturity Model 
· Story Telling (e.g., anecdotes, insights, and actions)
Performance Metrics Examples

Below are examples of potential performance metrics:

· Satisfaction of specific knowledge goals;

· Reduction in hours needed to solve problems 
· Reduction in  planned or actual schedule hours;

· Decrease in learning time;

· Decrease in rework;

· Improved speed of response;
· Increase in innovative/breakthrough ideas;

· Transfer of best practices (tacit knowledge) from one member to another;

· Adoption of best practices or innovations that were “not invented here”; 

· Less redundancy of effort among members;

· Avoidance of costly mistakes;

· Specific cost reduction due to superior knowledge resources or shared knowledge of experts.

Community of Practice Early Progress Checklist 

Review the CoP Early Progress Checklist to gauge how the community is progressing with regard to the activities taking place (see Appendix B).
 Appendix A – Charter Template
Community Name: 

(Identify the name of the Community, i.e., Logistics CoP)

Community Membership/Audience: 

(Identify the functional types that the community is targeting or is trying to attract, i.e.,DoD logistics workforce, logistics academics, industry partners working logistics, other individuals working related logistics areas.)
Community Purpose/Intent:

(Identify the purpose/intent of the community, i.e., the community is focused on documenting, sharing, and transferring best practices.)

Type of Community or Knowledge Area:   

(Identify the type of virtual space that best supports the community’s purpose, i.e., Career Field CoP, or Business Process CoP.)

Community Objectives: 

(Identify the community objectives, i.e., the specific areas/issues that the community is interested in addressing.)

Community Roles:

 (Identify by name the individuals that are filling roles)

Sponsor __________________________

Leader   __________________________

Content Editor _____________________

Critical Business Issues: 

(Identify the critical business issues faced by the community.)

Resources:

(Identify the resources required to support the community, i.e., the organic resources that are available, the contractor support that is required, any performance engineered content that needs to be developed.)

Measures of Success: 

(List measures of success as determined by the community during the Workshop.)

Appendix B – CoP Early Progress Checklist

	Community of Practice

Early Progress Checklist

	1. Does the community have a common purpose – is the purpose compelling to leadership, prospective members, and their functional managers?

2. Is the common purpose aligned with the Command/Enterprise strategy?

3. Is the right sponsorship in place – a respected leader who is willing to contribute to the community?

4. Does the Functional Sponsor(s) agree with the community’s scope, purpose, and membership?

5. Are Core Group members and the Community Leader, content experts, enthusiastic, and able to develop the community?

6. Do members’ functional managers agree that time away from the job is valuable?

7. Do we have the right content experts to provide perspective and meaning in our membership?

8. Do we have enough members to keep the community alive?

9. Are collaborative tools in place and easily accessible?  Are members willing and able to use them?

10. Are needed resources available, e.g., meeting rooms, VTC, participation in conferences, travel dollars, conference fees, etc.?




Based on: Community of Practice Early Progress Checklist in the NAVSEA Community of Practice Practitioner’s Guide Version 1.0A May 2001

Appendix C – Glossary
AT&L:  Refers to OUSD Acquisition, Technology and Logistics.
Benefit Value Statement:  This statement is required for almost every knowledge object submitted in the community space and ensures that members articulate the value of their contribution to the community. 

Chief Editor:  This person has the most control over the site and its members.  The chief editor is in charge of security for the site, maintaining the front page, establishing and maintaining the member groups, and a number of other administrative functions.

Community of Practice: Communities of practice are organized to enable groups of individuals to share knowledge pertinent to their tasks at hand and to solve business problems.  Communities offer a forum for connecting individuals facing similar problems and issues.

Content: Refers to the knowledge objects that are contained within the community.

Content Editor:  This person is in charge of one or more topic areas and is responsible for the content within his/her respective area.  This entails approving/validating member contributions, maintaining security to some extent, and most importantly, managing and encouraging content submissions for the topic.

Content Management: Refers to the processes and procedures that have been established to ensure a high level of relevant, authoritative, and fresh sources of information.

Cross Reference: This feature creates a link from a knowledge object to a different area of the site.  It provides the ability to share a knowledge object across topic areas.  This is done through the edit menu.

Edit Menu: Through this menu, all maintenance of a topic or knowledge object is carried out.  This includes editing, deleting, sharing, or featuring the item, selecting or modifying the appearance, and establishing security for the item.

Knowledge Object:  Any sort of information added to the site, and all of its associated information.  There are 16 types of knowledge objects designated in the CoP.  This includes references, lessons learned, examples, presentations, related websites, and many others.  Knowledge objects refer to a particular type of knowledge and include all the associated information, such as the title and benefit value statement.

Member: Members are an integral part of the success of the community of practice.  Members contribute knowledge objects to topics throughout the site, populating it with knowledge and making the site useful and exciting.

Metadata: Metadata is data (or information) about data.  It is the descriptive information about a particular knowledge object that includes the type and characteristics of the object, e.g., document owner, type of document, benefit/value statement, etc.
Parent/Child Relationship:  This is the closest kind of relationship between topic and a knowledge object or between a topic and a sub-topic.  When a knowledge object, such as a document or a multimedia file, is created in a topic, that topic is the parent of that knowledge object and that knowledge object is the child.  If a sub-topic is created in a topic, the sub-topic is then the child of that larger topic.  The sub-topic can in turn be the parent for knowledge objects inside of it.

Sub-topic: A sub-topic is one level down from a topic and is considered the child.  The sub-topic can in turn be the parent for knowledge objects inside of it.

Topic:  A topic is an area under which various types of related information can be found.  Topics can contain knowledge objects or smaller related sub-topics.
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