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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 (SIA), and workspaces, and for using the Acquisition Community Connection (ACC – https://acc.dau.mil).  ACC is the collaborative tool supporting the Acquisition, Technology & Logistics (AT&L) workforce and consists of publicly accessible knowledge communities whose goal is connecting people and know-how across the DoD and industry community.  ACC facilitates the capture of community knowledge and fosters the interaction between people.  Though in its early stages, ACC promises to be a significant force in stimulating collaborative thought among acquisition practitioners and promoting more collaborative ways of doing business.  The Guide is specifically focused on the community building process and preparing users to operate in a collaborative work environment. 

Who Should Use the Guide?

The DAU CoP Implementation Guide is intended for those individuals or groups interested in standing up communities of practice and virtual collaborative environments.  The Guide delineates the process and operating procedures for establishing communities of practice and quickly standing up collaboration workspaces.  

The Guide is offered as a tool rather than a mandate.  It is a resource that will assist you in working through the steps of launching a viable 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 Annex 4 ).  A separate User Training Guide is available on-line (https://acc.dau.mil/usertraining) to assist and train community members on specific functions of the tool.  Annex 5 details basic tool capabilities and functionality.

Guide Layout

The layout of the Guide is designed to make it easy for users to access and review the information most pertinent to their interests.  The major sections of the Guide are divided into six annexes that address ACC functionality and operations and the key elements of community building:

· Annex 1 – Overview of CoP Environment – Addresses the different types of knowledge sharing communities and the key roles and responsibilities needed to make a community successful.

· Annex 2 – Community Building – Addresses the “how to” of establishing and launching a community, which includes a14-step process.  This section also covers community metrics and measures of success.

· Annex 3 – Operating Principles – Addresses basic rules for operating within ACC, community membership, and access rights.  

· Annex 4 – ACC Collaborative Environment – Addresses the utility of creating collaborative environments, requesting workspaces, and faculty collaboration.

· Annex 5 – ACC Tool Features – Addresses basic tool functionality, training, and user support.

· Annex 6 – Outreach and Communications – Addresses how to create community awareness and techniques for marketing communities.

Introduction – Communities of Practice and DAU 

What is a Community of Practice? 

A community of practice provides a forum for practitioners of a discipline to interact and share knowledge and experiences pertinent to their tasks at hand and to solve business problems.  Communities provide a mechanism for individuals to keep each other current in the developments of a shared discipline, and they assist with better top-down communication by providing multiple and more direct methods of disseminating information and ideas.  The community structure provides broad access to peers, expert help, best practices, lessons learned, and innovative ideas because it is not constrained by the conventions of traditional hierarchical structures.
Communities of practice 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 communities offers fertile ground for workforce innovation and fosters the transfer of best business practices across organizations.  Individuals are encouraged to do the following, allowing them to arrive at solutions more efficiently and effectively:
· Replicate proven practices and share lessons learned;
· Improve access to relevant and authoritative information sources;
· Leverage individual experience and expertise;
· Foster an environment of collaboration and knowledge transfer that provides fertile ground for business process innovation.

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?
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DAU provides products and services that foster and facilitate knowledge sharing and collaboration throughout the Department of Defense (DoD) and industry acquisition community.  DAU has adopted a total learning environment approach, under the Performance Learning Model (PLM) (see Figure I-1), to support the AT&L workforce.  The model shifts focus from the traditional classroom environment of the 20th century to one of continuous presence (i.e., 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 communities of practice/collaborative knowledge areas centered on AT&L career fields and business processes.  Via performance support and communities of practice, DAU’s schoolhouse interaction with the workforce has increased dramatically and offers a source of support and expertise never before tapped.  Communities of practice provide the process details and sources of expertise that support classroom learning and on-the-job performance.
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.  This vision requires DAU to be more closely aligned with supporting the workforce on a real-time basis, and communities of practice play a central role in supporting this vision.  Communities of practice are closely tied to and support curriculum developed for the classroom and distance learning (DL) courses.
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Figure I-1

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 provide value to organizations in the following ways:

· 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;

· Foster innovation (within and across organizational boundaries);

· Facilitate faster, better-informed decision making;

· Reduce learning curves for new employees;

· Improve the quality of products developed;

· Foster interaction between new/more junior employees and senior/more experienced practitioners;
· Foster a broader organizational perspective among employees, providing a better understanding of how individual tasks fit into the larger organizational picture.

Annex 1 – Overview of ACC and Knowledge Sharing Environment

The community of practice collaboration tool, the ACC, facilitates collaboration and knowledge sharing across the DoD workforce.  Originally, it was developed to assist program managers and program management top-level teams to perform their jobs more effectively through knowledge sharing.  Since its first release in October 2001, it has expanded significantly 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 ACC offers a number of advantages to members, such as access to an extensive knowledge-base, a diverse group of practitioners, and 24/7 availability via the Internet. ACC is an unclassified system, i.e., all contributions of content are unclassified, non-proprietary.
Types of Communities and Knowledge Areas

DAU has identified three basic types of communities or knowledge areas as collaborative work environments.

	Type
	Description
	Audience

	AT&L Communities
	These communities provide the workforce with resources around established AT&L career fields and business processes.  They are targeted at large community populations.  They provide a central place from which to access a broad range of relevant, focused topical information, including lessons learned and best practices, as well as the ability to connect to experienced government and industry practitioners.  Focus areas within the community may represent significant processes or critical business issues that are specific to the community.
	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 ACC will include the full range of collaborative tools, even though an SIA might not strive to spark a collaborative environment.  Those that do become collaborative may eventually grow to become a CoP.
	Open

	Workspaces


	Workspaces support groups of individuals who have a need to collaborate and share information and ideas from a central location.  They 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.  Access permissions to workspaces are typically restricted to invited members only and are determined by the requester of the workspace.  Examples include IPTs and project teams.  Workspaces are highly encouraged as they foster collaboration and knowledge sharing.
	Restricted Access


Roles and Responsibilities

DAU’s eLearning and Technologies Center (eLTC) is responsible for the management and operation of the ACC 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 ACC Support Team 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 particular area 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 ACC 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 meet, thus providing value to the AT&L organization?

· Is there a significant 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 does not require the same process steps as those required for standing up CoPs and SIAs.  To request a Workspace, the member must substantiate the requirements (see Request a Workspace in Annex 4).
ACC Support Team 

The ACC Support Team is a dedicated staff made up of both government and contractor personnel who provide the operational infrastructure, procedural guidelines, technical support, user support, and direct community support for the major acquisition domains hosted under ACC.  The ACC Support Team is responsible for providing the following services and functions (detailed matrices of roles and tasks are provided in Figures A1-1 and A1-2 in this Annex):
· ACC Support Services and Training – The team provides training, deployment, and startup functions, as well as process and infrastructure support for communities.  Specific areas of responsibility include the following:
· 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 – interface with the Community Leaders and Facilitators to advertise and market communities:
· Advertise and market the community – publish tri-folds, marketing materials, etc. (offered as a fee-for-service contract);

· Publish articles in subject-appropriate magazines and newsletters;

· Speak at events specific to the community;

· Advertise community successes;
· Recruit new members.

· Technical Support/Infrastructure Development – The Information Systems Service Center (ISSC), located at DAU and staffed with experts trained in the tool technology, is the technical support team responsible for network issues, server operations, and hardware and software upgrades.

· User Technical Support – Community members may contact the ISSC at (703) 805-3459 or e-mail ISSC@dau.mil for technical or procedural questions on the use and functionality of the tool.  The ISSC supplies technical support associated with basic tool functionality and member access to ACC, i.e., password related issues (basic level 1 support).
	Title
	Responsibilities

	ACC Chief Editor
	· Monitors operation and performance of ACC

· Monitors member activity within ACC

· Troubleshoots problems/responds to member questions

· Develops CoP implementation/operational procedures

· Approves new members

· Sets editor permissions

· Establishes and populates e-mail groups and assigns permissions to groups

· Establishes new workspaces

· Consults/advises new and existing community groups

· Conducts editor training

· Tracks ACC metrics

	ACC Deputy Chief Editor
	· Monitors member activity within ACC
· Troubleshoots problems/responds to member questions
· Develops CoP implementation/operational procedures

· Approves new members

· Sets editor permissions

· Establishes and populates e-mail groups and assigns permissions to groups

· Establishes new workspaces

· Develops graphics for communities

· Develops user training guide

	ACC Systems Administrator
	· Monitors technical and systems operation of ACC

· Performs upgrades/maintenance of hardware
· Performs upgrades to software
· Performs server uploads (i.e., video files)

· Establishes shortcut URLs

	Outreach and Communication (O&C) Coordinator
	· Develops O&C plan for ACC

· Tracks and coordinates conference participation

· Coordinates communication materials (articles, brochures, guides, posters, etc.)

· Monitors inventory of marketing materials








Figure A1-1

In addition to the infrastructure support described above, a key part of sustaining and nurturing communities within ACC is the dedicated team of Knowledge Project Officers (KPOs) who are assigned to the five acquisition business areas under the DAU Center Directors.

· Logistics;

· Contracting;

· Program Management;

· Systems Engineering; and

· Business, Cost Estimating and Financial Management

In support of the Center Directors, KPOs provide direct support to communities and workspaces that fall under these five acquisition domains.  A list of key tasks performed by KPOs is provided below.

	Key Tasks
	KPO for Logistics
	KPO for Contracting
	KPO for Program Mgmt
	KPO for System Engineering
	KPO for Business/Finance

	Monitor activity on assigned CoP
	X
	X
	X
	X
	X

	Facilitate discussions within community
	X
	X
	X
	X
	X

	Track CoP membership
	X
	X
	X
	X
	X

	Establish new workspaces
	X
	X
	X
	X
	X

	Coordinate and conduct workshops for purpose of establishing or reconstituting a community of practice (leveraging the 14-Step Process)
	X
	X
	X
	X
	X

	Conduct knowledge audits and mine existing data sources to assist in continual updating of CoP
	X
	X
	X
	X
	X

	Assist in populating the site with content, by mapping knowledge objects to the appropriate areas within the context of the organizing framework
	X
	X
	X
	X
	X

	Develop, as necessary, the text surrounding knowledge objects, relating the content to the specific needs of the community; where needed, web-enable and cross-reference material to support an integrated community support structure
	X
	X
	X
	X
	X

	Serve/assist in community roles (as defined below), such as Content Editor and Facilitator for the community
	X
	X
	X
	X
	X

	Assist in developing outreach and communication materials
	X
	X
	X
	X
	X

	Support the community building process: meeting facilitation, CoP development consultation, and training
	X
	X
	X
	X
	X


Figure A1-2

The remainder of this Annex identifies the specific roles and responsibilities associated with the standup and support of communities of practice operating within ACC.  In many cases, an individual will cross over into multiple roles within a community, acting as an editor, subject matter expert, and perhaps a facilitator.  The roles are intended to reflect the types of activities that need to be performed but does not suggest that individuals cannot perform multiple functions within a community.

Please note these roles are “generic” for the community and are separate from the access rights and accounts on the ACC with similar names.  For more information about the different types of permissions and access rights on the ACC, please see Annex 3.
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 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;

· 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;

· Provides resources for expansion of the community and usually “sponsors” the Community Leader and Facilitator roles in the community.

Community Leader 

As an active member, the Community Leader 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 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 periodic face-to-face meetings;

· 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, designates content editors, and assumes overall responsibility 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 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 community organizing structure;

· 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;

· Suggests potential topics for face-to-face community meetings and participates in meetings;

· 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).  This is a required role for AT&L 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 by an editor.  Qualifications for Content Editors should include familiarity with the structure, layout, and functionality of the content area being managed, as they will coordinate with the community SMEs in order to maintain the accuracy of their communities.  The Content Editor performs these tasks:

· 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 and map critical knowledge objects and to develop the logical organization of content, making it readily available and easily accessible to members;

· May develop specific engineered performance support content;
· Cross-references and submits information from outside the community, making it available to members;

· 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 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 must 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
The Facilitator provides an essential function for the community by fostering and facilitating member interaction.  Facilitators 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 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 members.

· Coordinates and facilitates face-to-face community meetings;

· Maintains, analyzes, and reports on previously established community metrics (activity and performance);

· Interfaces with ACC Support Team on outreach and marketing efforts for the community.

Community Member 

Membership is voluntary rather than prescribed.  Members participate because they get value from their participation.  Members are expected to do the following:

· Alert Content Editor of inaccurate or out-of-date information;

· Keep personal contact information updated;

· Use 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.
Annex 2 - Community Building Process

Establishing a Community of Practice (CoP) or a Special Interest Area (SIA) is an evolutionary process.  The size and complexity of the larger 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 and responsibilities have been assigned, and the content management issues have been addressed.
While workspaces may often nurture the future growth of CoPs or SIAs, the process used to address workspaces (private or public), is informal and intended to allow quick and easy setup without the necessary rigor involved with establishing a CoP.  Annex 4 addresses in detail the process for establishing workspaces and the use of collaboration areas to facilitate knowledge sharing.

The ACC Support Team has developed a 14-step process (Figure A2-1) to help guide groups interested in establishing a CoP or SIA down the path toward success.  Individuals or groups interested in establishing a formal Community of Practice or Special Interest Area should contact the DAU Knowledge Management Officer at acc@dau.mil.

Once contact has been made, an Initial Concept Meeting will be scheduled to determine if the request is an appropriate fit within the context of the ACC space, to review the community building process outlined below, and to determine the timing of next steps.  The initial concept meeting is Step 1 in the suggested 14-step community building process.  At the conclusion of the initial concept meeting, all involved should walk away with an understanding of the potential scope of the new area (Community of Practice or Special Interest Area), suggested individuals and organizations believed to be critical to the eventual success of the effort (e.g., potential core membership), a proposed time-frame for the implementation of a community, and a draft agenda for the initial core member planning workshop.  If, during this meeting, the participants determine that a CoP or SIA is not appropriate at that time, a workspace may be established as an alternative or as a building block for a potential CoP or SIA in the future.

The focus of Step 2 of the 14-step process, the Core Planning Workshop, is for potential communities to walk away from the workshop having identified focus areas to start the community, an organizing framework for its content, suggestions on specific content to populate the site, and proposed individuals to fill key community roles and responsibilities.  A sample agenda is provided in Appendix A.  Much of the work involved in getting a CoP or SIA established happens behind the scenes.  Our experience indicates that a community has to show value to members on their first visit; therefore, it is critical for the community spaces to be populated with useful content prior to the launch.  A community space lacking in useful content offers little to encourage members to return.

Step 3 in the process is the drafting of a Community Charter.  It is strongly recommended that each community establish a charter that communicates the community purpose and objectives.  The output of the workshop provides much of the input to the charter, and the action of drafting the charter allows the members to reflect on the true focus of the community.  A charter template is provided in Appendix B.
The actual implementation and building of the online community starts with Step 4, Establish  Community Structure.  The cornerstone to a successful community is a logical structure that is both useful and intuitive for the users.  When establishing a viable organizing structure, it should be based on critical business issues identified by the community and be flexible enough to accommodate growth while at the same time being rigid enough to locate information in a relatively short number of mouse clicks.  The intended audience should also be considered in the development of the community structure, to ensure that the content best serves their needs.  A good rule of thumb is to create a structure within which a user can navigate to the desired information within three (3) mouse clicks.  In addition, shortcut URLs and cross-referencing of content is recommended to minimize clicks and to increase the likelihood of members finding desired information, regardless of the navigation path they use to enter.

Step 5 is to take an inventory of your knowledge assets.  Knowledge mining and/or mapping is used to define where the knowledge “nuggets” or objects reside and to determine who the individuals responsible for their upkeep are.  The intent is not just to fill the community with content but to selectively choose those knowledge objects that support the identified focus areas of the community and to provide useful information to community members.

The next step in the process is the organization of the content within the community structure.  Step 6 can only occur once Step 4 and Step 5  have been completed.  The community as a whole or by assigned roles must decide where each knowledge contribution should reside within the community workspace.  If a knowledge object can easily fit into more than one topic area of the structure, it must be determined which topic area of the structure will be the primary residence, and to which topics the knowledge object will be cross-referenced.  Having only one instance of the knowledge object minimizes time spent keeping the information updated and accurate.

Step 7 is an optional step within the suggested 14-step process, but one that is encouraged.  In Step 7, you should identify and develop any content engineered specifically to support the community.  Often during the process of creating a Community of Practice, the core members will identify knowledge gaps or areas that would benefit from further instruction.  This content can be created and submitted to the community in the form of Frequently Asked Questions (FAQs), learning materials, or other forms of content.  These additional knowledge contributions should be created and housed appropriately within the community’s structure.

Now that the charter has been created, the structure established, and the knowledge objects identified, created, and organized, it is time to proceed to Step 8, Identify Content Editors for the Community.  Content Editors are those individuals responsible for monitoring both existing and new content within the community.  For more details on Editor responsibilities, see Content Editor.
Once Editors have been identified, Step 9 is to train the Content Editors on the use of the ACC tool.  To effectively perform their job, the Content Editors must be properly trained in the use of the community tool, and specifically, the content management tools built into the product.  It is recommended that two or more Editors be trained in the functionality of the ACC tool to ensure there is built-in redundancy and an equitable distribution of the workload, lessening the load placed upon any one individual.  Training is scheduled via the ACC Support Team.

Operating and maintaining the Community of Practice starts with Step 10, Manage the Content.  The management and operations of the community is an iterative process.  Content Editors must continually monitor both existing and new content and determine where each knowledge object should reside within the community’s structure, determine if the submitted knowledge object is relevant to the community, and approve or deny the submission based upon its potential value to the community.  Content Editors must also decide if a knowledge object should be prominently featured within the community to draw additional attention to them, as well as determine if an existing knowledge object is still relevant or has become obsolete due to new procedures, advancements within the field of focus, etc.  Complete content reviews are recommended at 6- to 12-month intervals.

Step 11 is Facilitate the Interaction Within the Community.  The Facilitator of the community is primarily responsible for keeping the community growing by encouraging the formation of relationships between community members.  The Facilitator has several tools available to help accomplish this goal.  Tools include the ability to arrange and run community meetings, start discussions on hot topics of concern to the members, and put people with questions in touch with subject matter experts who have the answers.  For more details on Facilitator responsibilities, see Facilitator.

Market the Community is Step 12.  Effective marketing of the community is essential to the overall growth of the community and its members.  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.  This role should not reside with just a single member but rather should be embraced by all members of a community.  Community leaders should set the example for others.  All community members serve as ambassadors for their community and should use any opportunity to spread the word and encourage others to join the community as a member.

Step 13 says to keep content current/relevant.  As the community evolves, new issues arise, and areas of focus may change.  Part of the role of the Community Leader and Content Editor is to keep the community relevant to the needs of the members.  Ensuring that the content is up-to-date is critical to the credibility of the community as a valued resource and to keeping the members interested and engaged.  Members should also be encouraged to contribute content that is relevant and useful to the community.  Another method of keeping content current/relevant is through research-related endeavors and adding hyperlinks to “golden sources” or sources of interest related to the community.

The focus of Step 14 is to determine the effectiveness of the community with respect to the value or success of its endeavors.  Part of the community building process includes the ability to measure the success of the community in meeting its intended objectives.  Community metrics provide a way to measure the growth and effectiveness of the community toward its objectives and goals.  The Community Metrics section of this Annex addresses a variety of community metrics that will assist in gauging the impact of the community and may help to identify potential areas of improvement.

The DAU/ACC 14-Step Process

	Community Building Steps
	Output
	Applies To

	
	
	CoP
	SIA

	Get Started

	STEP 1 – Hold Initial Concept Meeting to 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 / Subject Matter Experts (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.  It is recommended that each community establish a charter to address the items listed in Step 2.  A draft charter has been created.  A charter template is provided in Appendix B.
	· Community charter.
	X


	

	Implement and Build

	STEP 4 – Establish community structure.  A logical organizing structure is the cornerstone for building content that is useful and intuitive for the users.  Great care should be taken to establish a viable structure, while still leaving room for growth.
	· Community structure.
	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 an organizing structure and determined where the knowledge resides externally, you must decide where each contribution belongs within the community.  If an item could easily fit within more than one topic area of the structure, you must choose a primary residence, and then you can cross-reference it to other topic areas.
	· Knowledge contributions created and housed appropriately within the community structure.
	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 knowledge gaps or 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 community structure.
	Opt


	Opt



	STEP 8 – Identify Content Editors for the community.  Content Editors are responsible for monitoring both existing and new content within the community.


	· Names of Content Editors.
	X


	X



	STEP 9 – Train Content Editors on the use of the ACC 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 it 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 – Keep content current/relevant.  As the community evolves, new issues arise and areas of focus may change.  Part of the role of the Community Leader and Content Editor is to keep the community relevant to the needs of the members.  One method of keeping content current/relevant is through research-related endeavors and potentially engineering content to close knowledge gaps.
	· 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, i.e., 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


	


Figure A2-1

Management Deliberation Center (MDC) and Facilitators

During Step 2 of the 14-step process, a Core Planning Workshop is conducted, which brings together a diverse set of 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.  The use of group systems to facilitate the capture of a diverse set of participant ideas and comments has been extremely useful in supporting the community building process.  DAU’s Management Deliberation Center (MDC) offers this capability and is an available resource; however, groups may elect to use an alternate facility to assist in facilitating the workshop.  The workshop is typically a one- or two-day session (depending upon scope and complexity of the community) and seeks to engage participants in a conversation around the following topics:

· Purpose/intent of the community (What is the purpose of the community? What are the community’s objectives?);

· Problem areas that the community is trying to solve (Can a CoP assist in solving these problems?);

· Critical business issues/challenges that the community faces (Are these the issues/challenges upon which the community should focus?);
· Community objectives (What are the specific areas/issues that the community is interested in addressing?);

· Target audience/membership of the community (Who is the community’s target audience?);

· Community roles (Have community roles been assigned?);

· Measures of success (How does the community measure its success?).

The objective of the workshop is to have the participants identify problem areas and critical issues that the community faces, and then prioritize and weight these issues in the context of whether knowledge sharing will have a positive impact upon them.  At the end of the day, typically five or six issues emerge and form the basis of the community’s focus.

Community Metrics

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 use metrics not only to track their effectiveness, but also to indicate actions that will help to build and improve the community.

Activity Metrics (Quantitative)

ACC automatically tracks the following metrics by This Month/Last Month/This Year/Total:
· ACC Page Views;
· New ACC Accounts;
· New Topics;
· New Knowledge Objects;
· New Discussion Forums;
· Member Logins;
· Community Page Views;
· Number of Times Knowledge Object is Viewed;
· Most Viewed Knowledge Objects.
In addition, the metrics below will be tracked:

· Membership growth trends;
· Contribution growth trends;
· 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.
· 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:
· AT&L Outreach and Communication push emails targeted at specific communities of the AT&L workforce;
· 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 (i.e., ask the users how the community has helped them).
· Community of Practice Early Progress Checklist (Appendix C);
· Story Telling (e.g., anecdotes, insights, lessons learned, 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;

· Reduction in learning time;

· Reduction in rework;

· Improvement in speed of response;

· Increase in innovative and breakthrough ideas;

· Increase in reach to customer;

· Reduction in cost to support collaborative workspaces;

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

· Adoption of best practices or innovations that were “not invented here”;
· Reduction in redundancy of effort among members;

· Avoidance of costly mistakes;

· Reduction of specific cost due to superior knowledge resources or shared knowledge of experts;

· Increase in the productivity of knowledge workers;

· Improvement in the quality of decision making;

· Increase in user satisfaction with the ability to access knowledge.

Annex 3 – Operating Principles

Operating Principles 

Communities of practice are only as valuable as the information they contain and the participation of their members.  Community Leaders, Content Editors, and Subject Matter Experts are responsible for managing content.  The ACC Support Team monitors communities to ensure quality.  DAU leadership 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, etc.).  The concept for communities is based on the following operating principles:

· A community’s purpose supports the business drivers/objectives of the organization or adds value to the organization;

· Membership is voluntary – participation in communities is not mandatory;

· Communities are self-directing – they set their own agenda and determine their own focus;
· Communities are responsible for the configuration and maintenance of their content (content must be regularly reviewed for accuracy, outdated content removed or archived, etc.).  Knowledge Project Officers stand by to assist with the details of maintaining CoPs, where required;

· CoP members have full control over how their workspace is used to meet the group’s needs and interests, including structure and content.  All spaces will adhere to a consistent CoP theme/user interface, thereby easing navigation;

· Community roles are assigned and operate within the established business rules of the ACC;

· Copyrighted materials may only be posted with the approval of the author.  Rather than posting the document, consider instead inserting a hyperlink to the copyright holder’s site.
Rules of Engagement

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

· ACC is an UNCLASSIFIED system.  Do not contribute Classified, Sensitive But Unclassified (SBU), NOFORN (not releasable to Foreign Nationals), or For Official Use Only (FOUO) material.  Please view the privacy policy (https://acc.dau.mil/privacy) for more information;
· Additionally, business sensitive, copyrighted (without owner’s permission), proprietary information, and/or unlicensed or restricted software cannot be contributed to the community site;
· All community members are eligible to submit content (in most cases, content editor approval may be required prior to publication);

· Members should 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);

· Members should keep their personal contact information updated (inactive accounts without current contact information may be administratively deleted);

· Use the ACC for its intended purpose:

· DO NOT:
· Promote personal agendas;
· Market commercial items;
· Abuse email privileges.  Where permission to send bulk email to a CoP exists, it is used sparingly.  Inappropriate use of email may be grounds for revoking membership.
· DO:
· Learn more about your professional community;

· Save time by consolidating useful information;

· Interact with peers and subject matter experts.

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 Subject Matter Experts, and infrastructure processes help to fulfill this goal.

Content Submission Process
The process for member content submissions varies according to the community 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 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.


Membership

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 benefited from this diverse level of collaboration.  Accordingly, membership in the CoP is open to the following:

· Individuals from the Department of Defense and other government agencies (federal, state, and local, with a .gov or .mil address) are granted automatic access;
· Government and defense contractors are automatically given access based on verifiable email addresses.  Contractors or subcontractors with active government contracts, and verified via the GSA website, are also granted access;
· Faculty members of educational institutions related to the communities are granted access;
· Generally, non-DoD students interested in site membership for academic purposes will not be admitted as members.  However, students whose coursework relates to acquisition careers or those who are part of the DoD acquisition community at-large will be granted access.  Final approval for membership will be made by the Chief Editor/Knowledge Management Officer of the Defense Acquisition University;
· Individuals from allied agencies, where appropriate, will be granted access.
Individuals must provide enough information during registration to support 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).  Membership will be denied to individuals lacking sufficient validation information, or where motives for requesting membership are questionable.  Individuals that do not fit the traditional membership criteria listed above may still become a member by having a current member serve as a sponsor.  Irrespective of membership, much of ACC information is publicly available (member contact information, participation in discussions, access to restricted spaces, etc., are open only to registered/logged in members).
Permissions and Access Rights

Access rights refer to the level of access users or groups have within ACC.  Chief Editors and Editors assign access rights to individual members or groups, except that only Chief Editors can assign editor rights.  There are nine levels of access as described in the table below:

	Access Right
	Description

	Deny
	Prevents individuals/groups to access certain topic areas or items.  This will not prevent members from viewing their personal workspace or topics or any open areas.  Individuals/groups placed in this category cannot even see that the restricted topic or contribution exists.

	Read
	Allows individuals/groups to read items posted on ACC, but they cannot participate in discussions or suggest contributions.

	Suggest
	Allows individuals/groups to read plus suggest new topics or knowledge objects.  Editors must review and approve these suggestions.

	Suggest and Discuss
	Allows individuals/groups to suggest new topics or knowledge objects, plus participate in discussion forums.  Editors must review and approve these suggestions, but discussions will be automatically posted.

	Modify
	Allows individuals/groups to suggest and discuss, plus edit a specific ACC item or topic area.  Users can update the existing content but not delete it or add new content.

	Add
	Allows individuals/groups to modify, plus add new content to a specific ACC item or topic area.  This is a high level of access, as these additions do not need to be approved by an Editor.

	Delete
	Allows individuals/groups to add, plus delete topics and knowledge objects.  This is a high level of access, as these additions and deletions do not need to be approved by an Editor.

	Editor
	Allows individuals/groups to delete, plus place items on their featured lists, change the general appearance of specific portal topics, and define local and global group rights for the areas which they edit.  Editors are responsible for maintaining the information within specific areas.  They also have the ability to assign access rights (except editor) to individuals and to approve the contributions of others (they will receive email notification of items pending approval). The Editors for a topic/contribution are listed in the right navigation area for that topic/contribution.  Note that Editors cannot assign editor rights to others.  Persons having editor privileges are generally recognized, learned members of the community in question, or DAU staff performing maintenance.

	Chief Editor
	Allows individuals/groups to do everything that Editors do, plus grant membership to the ACC, define local and global groups, and assign access rights for any area of the portal.  They can also assign editor status to individual members, making them responsible for specific community or topic areas.


Annex 4 – ACC Knowledge Sharing Environment

Cultivating Knowledge Sharing

DAU’s KM strategy is to promote and cultivate knowledge sharing environments that allow for the context building and interaction essential to move beyond piles of data and into the realm of synthesis, action, and continuous learning.  A clear objective is to leverage the collective intellect of the AT&L workforce to advance organizational learning and foster innovation within the DoD.  DAU is taking advantage of both explicit (documented) and tacit (in our heads) knowledge so each individual in the AT&L community can quickly draw on a body of knowledge within a minimum number of clicks.  ACC provides the knowledge sharing environment that supports the concept of evolving to a “learner practitioner – learn as you work, work as you learn.”  DAU continues to push toward this goal by blurring the line between the community and the schoolhouse, encouraging the belief that learning occurs before, during, and after any competency-based learning intervention.
ACC is the primary site for hosting acquisition-related Communities of Practice across the Department of Defense.  In addition, ACC is widely used internally to DAU for hosting collaborative workspaces.  While workspaces may often nurture the future growth of CoPs or SIAs, the process used to address workspaces (private or public), is informal and intended to allow quick and easy setup without the necessary rigor involved with establishing a formal CoP.  These collaborative workspaces provide users with the ability to share and interact in a private/restricted space.
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.  To request a workspace, you must be a member and logged in to access the space.  All requests go to the Chief Editor for processing.  Basic criteria for requesting a workspace are as follows:
· Requester must demonstrate that the subject area is directly related to supporting the AT&L community and/or its related industrial community;

· To the maximum extent possible, the requester must demonstrate a willingness to contribute and share work products and knowledge nuggets from the workspace to related community spaces and SIAs;
· At a minimum, the requester must provide a point of contact and phone number, originating organization, workspace name, workspace purpose, and target audience/membership.
DAU Faculty Workspaces

DAU has established a course collaboration workspace area within ACC to provide a centralized location for program directors, course managers, course manager regional reps (CMRR), instructional designers, and faculty to collaborate and share knowledge on the development and delivery of courses, as well as to manage existing courses more effectively.  The intent of these workspaces is to improve course offerings by providing a mechanism for faculty feedback and information exchange.  The workspace for course development provides a way for course developers to collaborate and share information from a single workspace, anytime, anywhere.  The workspace allows explicit information to be shared in a central location, and a way for course developers to comment on products via discussion threads.
The workspace for course support provides a way to share explicit information about the course (i.e., course content and materials, course administrative information, course offerings, etc.), as well as a way for faculty to share real time information about classroom experiences and suggestions on improving or modifying the curriculum.  The course support collaboration workspace provides the capability for continuous feedback and sharing of information from the instructors based on their experiences in the classroom and feedback from students.
Annex 5 – ACC Tool Features

Tool Features and Functionality

The features shown below are standard across most of the site and apply to whatever content is displayed in the center part of the page at any given moment (e.g., “Add my Knowledge” will allow you to add a knowledge object to the specific contribution or topic area that appears in the main content area when this particular option is selected).  Some features require Editor approval before implementation.

Bookmarks Section
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 My Business Card –allows you to edit your business cards, describe yourself, your interests, and your expertise so that other members with similar interests can get in touch.  Also allows you to decide who can and cannot see your business card.
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 My Personal Topic – available to every CoP member; this space provides you with a list of your contributions, discussions, etc.

[image: image5.png]


 My Preferences – allows you to change your password and set other preferences.
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 My Options – allows you to 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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 Add bookmark – allows you to quickly access topics or contributions of interest.
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 Delete bookmark – allows you to quickly delete saved bookmarks.
Tools Section
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 Calendar – allows members to post events for themselves or their community.
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 Search Knowledge – allows members to perform a keyword search of knowledge by object type or by community. The member may also choose the sort order.
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 Search Conversations – allows members to perform a keyword search of discussions by community or by the entire site.
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 People Directory – allows members to find and contact other community members.

Participate Section
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 Add my Knowledge – allows members to contribute knowledge objects to the community or workspace.
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 Options for this Topic – allows members to edit a page’s content or feature the page on another page (subject to Editor’s approval).
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 Subscribe to this Page – 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.
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 E-mail this Page – allows members to easily and quickly share content with colleagues and peers with similar interests.
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 Create Knowledge Relationships – provides ability to share knowledge objects across topic areas.
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 Invite a friend to this Community – allows members to invite others to a particular page or community.
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 Join this Community – allows members to join a community of particular interest to them (not available for SIAs and Workspaces).

[image: image21.png]


 Cancel my Membership to this Community – allows members to cancel membership to a community (not available for SIAs and Workspaces).

People Section
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 Manage Leaders – allows editors to manage and assign roles to community members.
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 Who's Online? – allows members to see who is working in the community at any given time.  Note that this only shows registered members who are logged on at that specific time (most users only log-on when they are about to contribute something or look for contact information on a member).
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 Email Groups – allows members to easily and quickly share content with established e-mail groups. Please see Annex 3 for guidelines for using this function.
Other Functions

Archive an Item – allows Content Editors to set an expiry date and time and specify where the archived item should reside or if it should be deleted entirely.  This function can be found under the Options for this Topic function.
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 Edit - allows Editors and knowledge object owners to update or modify a knowledge object or topic.  This function can be found as a shortcut at the top right corner of any page; it can also be found under the Options for this Topic function.
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.  This function can be found under the Options for this Topic function.
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 My Options – this is a shortcut to the My Options function that is listed under your bookmarks.  This shortcut can be found at the top right corner of any page.
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 Printer friendly version – brings up a printer-friendly page for faster printing without most of the graphics.  This function can be found immediately under the topic title and to the left of the topic ID number.
Page Views
In addition to the functions listed above, there are five different “views” of a page:

· Main View – provides view of introductory text, followed by Knowledge.

· What’s New – provides view of the newest items contributed to the page.

· Discussions – provides view of all conversations attached to a page.

· View All – provides view of introductory text, followed by People, Knowledge, and Conversations.

Knowledge Object Types

The CoP has designated sixteen (16) types of knowledge objects:
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Announcements
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Business cards (not used except in conjunction with personal topic pages)
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Case studies
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Community meetings
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Definitions

· [image: image33.png]



Event
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Examples
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Learning materials
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Lessons learned
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Presentations
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Processes & methods
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References
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Regulatory
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Related websites
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Testimonials
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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.  Such items as when or how to use the information could prove very beneficial to another user.  The Benefit/Value statement helps to add context to the knowledge being contributed.  Also, extra care should be given to the object’s title since this is one of the key pieces being searched.  Completing the Keywords field is also beneficial for proper search results.

Search and Advanced Search

In addition to the Search Knowledge and Search Conversations functions listed above, ACC also offers the capability to search throughout the entire site, using keywords.  This Search function defaults to the basic search, i.e., enter your keyword(s) and click either [Enter] or the double arrow to the right of the Search field (>>).  Once results are returned, advanced search options are added, including searching by ALL or ANY of the words, sorting by Hits Ascending or Hits Descending, or searching the Internet through a variety of commercial search engines (e.g., Google, Yahoo, etc.).  Results are divided between Topics (including community topic pages and personal topic pages) and Knowledge (including knowledge objects and business cards).

Users Training Guide

The User Training Guide (https://acc.dau.mil/usertraining) is a series of training modules providing detailed information on all the functions listed here.  It can be found either by following the link listed above or by clicking on the User Info & Training link in the Explorer section (left navigation) of ACC.
For those desiring hands-on training with an instructor, classes are routinely scheduled or may be arranged by appointment.  For more information on classes, please contact the Chief Editor (acc@dau.mil).

Technical Support Contact Information

If you experience difficulties with the website, please address your concerns to the Help Desk (issc@dau.mil or 703-805-3459).  If you would like information on functionality or content within ACC, please contact the Chief Editor (acc@dau.mil).

Annex 6 - Outreach and Communication

Communication is an essential ingredient in the evolution of ACC and the growth of communities of practice.  This Annex describes the objectives, audiences, messages, and tasks associated with launching outreach and communications (O&C) initiatives.  The scope addressed is broad and provides direction and guidance for communication and education initiatives.  The Methods for Spreading the Message of ACC section below provides the specific path DAU is using to promote ACC.

O&C is designed to create a continuous flow of information from individual communities to their membership and to generate awareness and promotion of the CoP to the workforce.  In addition, it is designed to alert community of practice members to new functionality added to the community space.

Goals and Objectives for ACC’s Outreach

The major goals of Outreach and Communication for CoPs residing in the ACC are these:

· Create awareness of ACC resources, evolving capabilities, and implementation efforts;

· Engage the community of AT&L users to participate in the content and presentation of knowledge objects in the ACC, by providing examples, highlighting new instructional content, and promoting technology to enhance knowledge research culture;

· Increase involvement of the AT&L community in the development and evaluation of ACC content and expertise;
· Enable the workforce to use knowledge sharing tools.

The objectives of the plan are as follows:

· Promote the ACC as a major asset to help DAU execute the mission of the Office of the Undersecretary of Defense’s (OUSD) Defense Procurement and Acquisition Policy (DPAP);

· Promote DAU as a leader in the implementation and use of communities via its use of the ACC;

· Provide immediate access, both internally and externally to DAU, to acquisition, technology, and logistics information on the ACC;

· Educate all stakeholders about the effective use of ACC and communicate the importance of ACC in the AT&L community;

· Encourage buy-in and use of tools;
· Assist specific ACC communities in getting their messages out to the workforce.

Target Audiences

This section provides a list of potential audiences for ACC Outreach.  A target audience is comprised of those whose work and daily lives would be most impacted by the ACC.  There may be other audiences that are interested in the ACC, but they are not the focus of this communications and outreach marketing effort.

· Professionals in the U.S. military, industrial, and AT&L workforce, including military, civilian, and support service contractors (both prime and sub) in the following career fields:
· Program Management;
· Contract Management;

· Lifecycle Logistics;

· Systems Engineering;

· Facilities Engineering;

· Business Cost Estimating/Financial Management;

· Software Acquisition Management;

· Information Technology;

· Foreign Military Sales;

· Science and Technology;

· Test and Evaluation;

· Government Property;

· Environmental Safety/Occupational Health;

· Production Quality Manufacturing.

· Senior OUSD acquisition professionals and staff;
· Military operational workers who are involved in the AT&L process (not coded DAWIA);
· Other government agencies (e.g., DOT, DOE, GSA, GAO, OPM, FAA, or NASA);
· Contractors and general commercial users not specifically involved in government acquisition contracts; however, may be providing products, material, services, and support for the U.S. military;
· Members of academia that are involved in acquisition disciplines;
· Other governments involved in international agreements and foreign military sales.
Key Messages

Promoting the use of ACC in an acquisition worker’s daily work life will require a shift in thinking, behavior, and the way business is conducted.  Thus, reaching the primary audience is pivotal in the success of communities of practice.  While some messages can apply to all target audiences, other information is appropriate for only some or one of the groups.  This section provides specific messages tailored to both the primary and secondary target audiences, as well as general messages common for all audiences.  In order to be effective, messages must be simple, consistent, and clear.

Message for Target Audiences

· DAU’s AT&L Knowledge Systems comprised of ACC and AT&L Knowledge Sharing System (AKSS) provide the acquisition workforce with access to know-how, and policy resources and information.  AKSS serves as the central gateway for the most up-to-date AT&L resources and information.  As the primary reference tool for the Defense AT&L workforce, it provides a means to link together information and reference assets from various disciplines into an integrated, but decentralized, information source.  The AKSS also connects acquisition workers to ACC and acquisition know-how 24/7, via communities centered on specific career field areas or business processes, special interest areas, or targeted workspaces.  It’s a place where acquisition workers can quickly get their questions answered, which in turn saves them time in doing their jobs.

Messages for All Audiences

· DAU is committed to providing its users with the most complete and current DoD acquisition, technology, and logistics information resources via ACC;
· ACC is for those members that want to be insiders within the AT&L community.  Those members who are actively participating can stay on the “inside track” within their fields.
Methods for Spreading the Message of ACC

The DAU Knowledge Sharing Team uses a variety of methods to send the ACC core message to its key audiences:

· Community Events – There are numerous AT&L community events, such as symposiums, industry days, program manager information exchanges, and acquisition training events, that provide a venue for a walk-up booth.  These events provide an excellent opportunity to publicize the ACC or a particular CoP.  The team is leveraging these opportunities by providing conference POCs with brochures, promotional items, and informational hand-outs, as well as dialogue for promoting participation.  DAU maintains a calendar on its website identifying the key conferences and symposia in which it will be participating.
· Brochures –The brochures convey a concise message, complete with graphics, about the ACC and its complementary system, AKSS.  The information contained therein explains both systems and, specifically, how the systems will be helpful to the user.  Additionally, each CoP has its own unique insert that can be included with the brochure for more targeted information on that community.
· Tabletop Displays – Free-standing, 8.5” x 11” cardboard presentations of the ACC front page are available for display on top of conference booth tabletops.

· Posters – The ACC poster shows how the community can benefit the user. It also explains the value and benefits to using the system.  The poster is available in two sizes, 11” x 17” and 24” x 36”.
· Hallway Exhibit Panels – The panels exhibit the same content as the posters described above.  They include interesting graphics and a message that explains either the utility of the application or plans to expand that utility.  DAU has created a permanent hallway exhibit at Fort Belvoir, in building 207.  The display can be viewed by all visitors to the campus.

· Laminated Business Cards – The business card contains information on the ACC and its companion site, the AT&L Knowledge Sharing System.  The card was developed to serve as a website “calling card,” with the benefits of the sites described on the back of the card.  

· Logo – The DAU graphics department combined the logo for ACC with DAU’s approved branding schema to create an easily recognizable banner for the site and for other marketing materials.

· Outreach Dean Promo Package – This package combines the available ACC promotional items for distribution to the geographically disbursed campuses, to aid in outreach efforts through the other campuses.

· Generic Brief – Created to establish a central message, the brief is available to the community and for use by multiple organizations.  It can be used by POCs attending seminars or tradeshows representing DAU; the ACC brief can be included as part of the presentation.

· Intranet/Internet Website Posting – The ACC support team uses promotional white space that is available on the ACC itself, as well as the AT&L Knowledge Sharing System and DAU’s intranet, in order to promote its CoPs and SIAs.

· Magazine Articles – Articles are solicited from the ACC support team and editors regarding Community and Special Interest Area activities.  These articles are then submitted to two DAU publications: the INSIGHT and the AT&L Magazine.
· Promotional Items – Promotional items are used to attract attention and to introduce the conference or symposium attendee to the ACC.  Promotional items include laminated business cards, mouse pads, badge holders and lanyards, stress balls, cd holders, and conference bags, to name a few.

· Conferences – Participation in conferences raises awareness of ACC and shares with other practitioners our lessons learned, successes, and implementation methodologies.
· E-mail – The electronic mailing media can be very effective in rapidly and clearly disseminating information to a wide audience.  There are various tools available that will enable the use of this push technology, including a new database capability soon to be offered by the Defense Manpower Database System under the Defense Procurement Office.  The ACC support team is mindful that e-mail can be perceived as spam if the push capability is overused; therefore, the team will use it sparingly to push items that are of interest to many communities.  For specific community information, ACC offers a subscription service, wherein emails sent will be to those who have specifically requested them, based on user interest.

· Training Materials – Information on the use of ACC and CoPs, including the mechanics of registration, navigation, search engines, structure, discussions, and content, may be found at https://acc.dau.mil/usertraining.  

Some of the above distribution channels are available for CoP and SIA Editors to use market their specific communities.  Please contact acc@dau.mil for assistance.

Other Outreach Mechanisms to Consider

The following vehicles have not yet been pursued by DAU but are a consideration for further marketing of the ACC.

· Business Card Backs – Community support team or DAU members may print promotional information about DAU’s knowledge systems on the back of their business cards.

Promoting Your Community of Practice

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.

· Meetings – Publicize when, where, and for what purpose your community meets.  These meetings could be conference calls, in-person meetings, IPTs, etc.

· Events – List any special events your community sponsors.
· Newsletter – If your community has an established newsletter, list the publisher and distributor of the newsletter, along with subscription requirements.
· Articles – Determine which papers, newsletters, or magazines could be used for research to produce an informational article.
· Community Announcements – The Community Leader or Sponsor can schedule periodic announcements and reminders to the community to facilitate the adoption of the community space.  The most efficient delivery format is e-mail.
· CoP Front Page – The purpose of the each community should be clearly designated on its front page so that newcomers will know what to expect.
· E-mail Signature – Adding your community of practice URL to your e-mail signature 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 for which you want to use the signature.

	3. Under Signature, click Signatures, 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. Click Finish.

	10. Once you've created the signature, you may choose whether to insert it in all new messages, in all replies or forwarded messages, or just in a specific message.

	Example of an e-mail signature:

Jane Doe

CoP Name
CoP URL

jane.doe@dau.mil

DSN 555-0000


APPENDIX A – Sample Community of Practice Workshop Agenda

	0800-0830
	Welcome, Background, Meeting Objectives, Review of Agenda

	
	

	0830-0900
	Introductions, Sign-in, Logistics

	
	

	0900-0930
	Introduction to KM and Communities of Practice

	
	

	0930-0945
	Break

	
	

	0945-1130
	Group Brainstorm: What are the critical issues/challenges facing the community?

	
	

	1130 –1215
	Group Brainstorm: Which of these issues/challenges can be improved by knowledge sharing?

	
	

	1215-1300
	Lunch

	
	

	1300-1430
	Group Brainstorm: Which of these issues/challenges can be improved by knowledge sharing? (continued)

	
	

	1430-1530
	Identify Key Stakeholders and Community Members: Who/what is the community’s target audience?

	
	

	1530-1600
	Community of Practice Demonstration

	
	

	1600-1645
	Wrap-up: Action items, what’s next?


APPENDIX B - 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., CoP or SIA.)

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 who 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 C - 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.

	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, i.e., 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 enthusiastic, content experts, and able to develop the community?

6. Do members’ Functional Managers agree that time away from the job is valuable?

7. Does the community have the right content experts to provide perspective and meaning to its membership?

8. Does the community have enough members to stay 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.
Glossary

AT&L:  An acronym that refers to Office of the Under Secretary of Defense, 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 those areas.  This entails approving/validating member contributions, maintaining a specified level of security, 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 contribution/information added to the site, and all of its associated information, such as the title and benefit value statement.  There are 16 types of knowledge objects designated in the CoP.  This includes references, lessons learned, examples, presentations, related websites, and many others.

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 a 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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Transforming the Way We Work





DAU Mission: Provide practitioner training and services to enable the acquisition, technology, and logistics community to make smart business decisions and deliver timely and affordable capabilities to the warfighter.
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