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INFORMATION/DISCUSSION
PLA is moving forward with the development of a Drupal based website to support the  Communities of Practice (CoP) structure for the organization which was approved by vote of membership in May 2008.  Goal is to develop a PLA structure and site to support CoP’s by mid-August 2008. The first three committees slated for transitioning from committee to CoP are Readers Advisory, Technology in Libraries and Cataloging. Additional committees would be able to transition to the site by mid-September.
Initial work to define the PLA CoP initiative at a strategic level was developed by the Emerging Leaders Group which was assigned this project. Their document, “PLA Communities of Practice Incubator” is attached. Additionally a requirements document “PLAspace Requirements” and a work plan timeline has been developed by PLA staff working with assistance from an outside Drupal developer. These documents are also attached.
A CoP working group has been established to provide input, review and suggestions for both the development of CoP structure and the site. This group has representation from the PLA Board, three committees transitioning and participants from the Emerging Leaders who were involved in the original document. The working group members are:
PLA Board Members:


Larry Neal

Clinton-Macomb Co. Public Library


Lillian Snyder 

Gaithersburg Library


Susan Hildreth

California State Library


Stacey Aldrich

California State Library


Cathy Sanford

Contra Costa County Library

Emerging Leaders on the PLA Communities of Practice paper:


Jay Turner

Gwinnett County Public Library, GA


Renee DiPilato

Alexandria Library, VA

Member from existing Technology committee:


Will be assigned by Technology committee 

Member from existing Readers Advisory committee:


Madlyn Schneider
Queens Public Library

Member from existing Cataloging committee:

Sally Gildea Smith
King County Library System 

This committee is scheduled to meet during Annual Conference in Anaheim and will continue to provide input though launch and transition of committees to CoP’s. 
Initial announcement of this transition will take place during Annual Conference. Further communication to members will continue through the August/September launches and ongoing implementation.  Additionally a separate general announcement will be sent to current chairs of cluster committees requesting them to “opt in” to moving to a CoP structure. This “opt-in” form will be on the PLA website shortly after Annual Conference. 

PLA CoP Development Timeline (Revised 6/16/08)



Completion















Initial Requirements and Functions Outline/Specs



6/18/08


Information sent out to Working Group.

Identify Participants/Leaders for Working Group participation


6/12 – 6/18

Launch CoP Information page on PLA.org




6/25/08

Meet with Board at Conference






6/27/08

CoP Announcement at Annual Conference (All Committee)


6/29/08



Working Group Meeting at Annual Conference




6/29/08 - 11 AM 


Working Group meeting at Conference for introductions
and overview of project.

Feedback from Working Group






7/8/08


Feedback due from Working Group on Requirements Document..

Integrate Feedback to Requirements Document




7/11/08

Initial Drupal CoP Site Development





7/14 – 8/1


· Placement of main Drupal Modules to support core functionality

· Creation of initial 3 CoP Groups

· Instructions, guidelines and how-to copy for site

Beta CoP Groups Site Available for Working Group Review


8/4 – 8/8


Site opened to Working Group for review.


Working Group Follow-Up






TBD 

Feedback due from Working Group on Beta Site by 8/8; a conference 
call will be scheduled to discuss suggested changes (if any) to Beta Site.

Make Revisions to Beta Site and Prepare for Launch



8/11 – 8/15




Launch of PLA CoP site with Three Initial CoP Groups



8/18/08

Survey of Initial Members Available Online




9/2 – 9/5

Working Group Follow-Up






TBD 

We will send out a summary of the survey results and the 
site usage analysis to the Working Group by 9/5 in preparation 
for the final Working Group conference call (date and time TBD).

Final Site Revisions Made






9/8 – 9/12

Site Opened Up to New CoP Groups





9/15/08

· PLAspace Requirements

3rd revision - 6/16/08

· 1. Introduction 

The following is an overview of a community website for the Public Library Association tentatively called 'PLAspace'.  It is based on the recommendations of the "PLA Community of Practice Startup Guide" (henceforth ‘Startup Guide’) and is meant as a preliminary description of the structure, features and types of users such a site would have.
PLAspace is being designed and developed to support Communities of Practice activities of the Public Library Association. Communities of Practice were recently approved by a vote of PLA Membership (May 2008) in order to provide opportunities for ongoing interaction, discussion, and project activity among members. 

From the Startup Guide:

“The PLA community of practice initiative accomplishes its mission by providing a forum

for members to:

• Discuss subjects of interest

• Exchange best practices and resources on clearly defined topics

• Network with others in the field

• Create recommendations of programs and services to the PLA Board

• Evolve project work teams into more agile communities

• Maintain involvement with dissolved committees

• Share topics of interest in the field with non-members”
While the Startup Guide provides the vision and direction for the development of PLAspace and these communities of practice, this document will serve as the blueprint for that endeavor. As such it will be revised often through the initial part of the development cycle. Feedback from the Working Group on this document will be the primary driver of those revisions. That feedback plus what we learn as we deploy the site will naturally inform the shape of the final product.

· 2. Goal of PLAspace 

The 'Startup Guide' mentions the need "to maximize the volunteer workforce and create a more nimble organizational structure."  It discusses the difficulties some committee members have meeting "face-to-face" despite their "desire to be involved".  In the context of Communities of Practice ('CoPs'), the ‘Startup Guide’ points out that, "Communication is key to the formation and success of CoPs".

Translating this into requirements for PLAspace, the goal would be to create a community website that emphasizes online communication and collaboration.  It achieves this through various community and social networking features available in the Content Management System, Drupal and which are discussed below.
3. Groups 

Groups in Drupal are the organizational equivalent to Communities of Practice.  Each group has its own web blog, its own events, membership and calendar.

Three Groups will be set up initially:

· Readers Advisory 

· Technology 

· Cataloging 
Members will be allow to participate in more than one CoP.

An approval process will also be set up so that new groups can be recommended and formed -- with an application form available online. This form will be on the pla.org site as part of the information page about the new CoP in Drupal development (see 7.3 Communication).

The PLAspace home page will provide information on the CoPs along with links to their home pages; instructions on how to recommend a new CoP; and aggregated information from the individual CoPs.

3.1 Group Organization
Each group will be set up with roles as established according to the 'Startup Guide': 
· Administrator — This person assumes the administrative duties of the CoP, including moving, deleting, and editing posts and content, as well as banning users.
· Community Leader — The Community Leader ensures a sustainable community by fostering continued rhythm, support, contribution, and communication within the CoP. A Community Leader also acts as a point person when communicating with the PLA Sponsor in the event the CoP wishes to present a formal project proposal to PLA.
· PLA Sponsor — The Sponsor maintains relationships with the various communities through their Community Leaders and also provides input to a CoP when it wishes to present a formal project proposal to PLA.
· Member(s) — Members are the body of the CoP who share their knowledge and experience through discussions.
· Reporter(s) — The Reporter identifies, captures, and edits relevant knowledge, best practices, and new approaches and lessons learned into documents. A reporter also can be utilized to bring minutes back to the CoP after a face-to-face meeting.
· Events Coordinator — Coordinate, organize, and plan community events or activities.
3.2 Group Members
Registered users (see below) will need to subscribe to a Group in order to participate.  Once subscribed, they can participate using any of the 'content types' available to the group.
3.3 Group Content Types
Group content types may include any or all of the following tools, depending upon recommendations of the Working Group:

· Group Blog with Comments. Blogs may also contain other media types (based on user settings).
· Group Events — posted on the group's calendar as well as possibly on a joint calendar.
· Wiki-like Pages — pages that all group members can create and edit. 

· 'Project' Pages (see below).

· RSS feeds for updated content.
· Uploaded Files — typically MS Office documents or pointers to other online material. Embedded photos and video clips are also possible.

·  The PLAspace home page may display updated blog posts, events, or other information from the individual CoPs. It may also display an integrated calendar, showing events from different CoPs in one place.

Questions:

· [IMIS] What is the possibility of tying the CoP events to IMIS events? Is this necessary or desired?

3.4 Examples of Groups
The Drupal website itself has a couple of good examples of groups:
Drupal Los Angeles:
http://groups.drupal.org/los-angeles
Drupal Training (i.e. 'Dojo'):
http://groups.drupal.org/drupal-dojo
SEM 2.0 (Not Drupal-built but good example of a group)
http://groups.google.com/group/SEM2?lnk=gschg&hl=en
· 4. Users 

4.1 Access
Access is open to all users.  At least initially there will be no authentication against a PLA membership database.  Anyone will be able to read the Blogs, look up events, etc.
Only registered users will be able to create content (i.e. blog posts, comments, etc.) and interact with other online members.
The current thinking is that we will launch the site with open registration (moderated by CoP administrator or PLA Sponsor) and possibly tie in the PLA membership database later for authorization. This appears to be pretty straightforward using Drupal and PHP.

Questions:

· [IMIS] What are the options for checking users against the IMIS database (real-time; table dump, others)?

· [IMIS] What is the possibility for single sign-on (SSO) from the pla.org or ala.org sites?

4.2 Registration & Profiles
Registration will be open to all users.  It consists of authenticating email as well as filling out a Member Profile.
(Note: Elements of the Member Profile need to be decided.  Typically this consists of 'Real Name', 'Public email', and 'Bio'.  Other elements more pertinent to Public Librarianship can also be included such as MPOW, etc.)
The Member Profile pages present a great opportunity for the members of a group to present their own persona to the group. This is very important to the CoPs as many of the members will never meet each other except in the online space. The Working Group and the developer should explore what can be done with member profile pages: can they display interests? Resume/c.v.? Interests and concerns? Contact info? Personal info, possibly including photo? Career development goals? This needs more exploration.)

We are leaning towards including more robust member profile pages, perhaps using “Buddies”:

· Buddies (i.e. Friends) -- 'friending' is a typical way of establishing relations in online communities.  Once you've 'friended' someone, you can follow what they do more easily.  You can also restrict content to just your friends, etc.
· Private Messaging (from one Buddy to another) -- private messaging is also a possibility.  It’s sort of like email except that everything is organized and stored on the website.  Facebook has this feature.
4.3 User Restrictions
The system allows for restricting content by user role -- should this be thought necessary.  Certain processes we may want to limit to certain user roles, such as posting a video clip, for instance.

5. Other Social Networking Features

Several other features are available to help build "Community" into PLAspace:

· Free Tagging -- this allows users to classify content any way they want.  Typically the most popular tags show up biggest in a "Tag Cloud".

· Invitations (Tellafriend) -- Invitations are a way of getting new people involved with the site.  Users send an "invite" to someone they know with a link back to the site.
6. Areas to Explore

Some features have a lot of potential yet they need to be explored a bit more as part of the website development process.

6.1 Group Projects 

Group members can create their own "Projects".  This is a temporary sub-set of groups with a specific goal in mind (arrange an online presentation, collaborate on content, etc.)
Available types of Content to facilitate Projects:

· Project Notes 

· Project Tasks 

· Project Library 

Challenge: We need to make sure this can actually work in a way that’s useful to people doing projects.  One of the first things we can try "Projects" on is PLAspace itself!  We can then take what we learn and make alterations where necessary. 
6.2 'Synchronous' Communication
Much of the communication and collaboration on PLAspace will be done asynchronously, via blog or file postings and event scheduling. Some collaboration may be done synchronously, or “real-time”. The most common synchronous communication is the face-to-face meeting.
Online alternatives to 'face-to-face' meetings:
· Chat Room -- Drupal has a 'Chat Room' module, so this could be done in the context of a Group, Project, etc. This will likely be the primary method of synchronous communication upon launch.

· Telephone Conference -- this would be using some outside (free?) phone conferencing service but concurrent activities could also be organized for the website (e.g. blog thread, chat room, etc).
· Webinars -- Either audio or video promoted by Group.  Live discussion could take place in the Chat room with questions directed to speaker.
The telephone conference and Webinars tools require 3rd party vendors, such as YouTube or Ustream.com. These technologies might be a bit too close to the leading edge for early adoption by PLAspace. We want to continue to explore new and emerging technologies and integrate them as we can without trying to launch in mid-August with all possible features included.

6.3 Synergy with other PLA Activities
There may be tie-ins to other activities happening at PLA and other information available at PLA.org.  It’s important to keep an eye open for such opportunities plus think of ways of expanding them on PLAspace.

PLA.org should support and send users to PLAspace as appropriate, and vice versa, so that each strengthens the other.

6.4 Training, Help, and Terms of Use
We will want some easily-accessible manner of providing help and/or training to users of PLAspace while they are using the site. The training may consist of an annotated slideshow, or series of slideshows, while the help should be context-sensitive and pertinent to actual PLAspace content (not generic Drupal help).


At the PLAspace site itself there will be a Help section featuring Quick Start steps for new members, a FAQ to help address common issues, and contact information for technical assistance.


Also there will be published Guidelines for acceptable usage of the site and participation in the CoP. Published Terms of Use will establish what is expected of CoP participants using PLAspace. 

7. Next Steps
7.1 PLAspace Working Group
While the final composition of the working group is not yet identified, these people will likely form the PLAspace Working Group. The Group’s mandate is to guide the development of the site and ensure that the site’s design and development reflect the overall goals of the CoP transition:

PLA Board Members:


Larry Neal

Clinton-Macomb Co. Public Library


Lillian Snyder 

Gaithersburg Library


Susan Hildreth

California State Library


Stacey Aldrich

California State Library


Cathy Sanford

Contra Costa County Library

Emerging Leaders on the PLA Communities of Practice paper:


Jay Turner

Gwinnett County Public Library, GA


Renee DiPilato

Alexandria Library, VA

Member from existing Technology committee:


Will be assigned by Technology committee 

Member from existing Readers Advisory committee:


Madlyn Schneider
Queens Public Library

Member from existing Cataloging committee:

Sally Gildea Smith
King County Library System 

PLA Staff:

Joe Potaczek

Deputy Director

Doug Dawson
Web Services Manager

The lead developer on the project is Leo Robert Klein. He will coordinate the site development with Joe and Doug. PLA staff members will regularly advised on the progress of the project and will be invited to contribute suggestions and ideas throughout the project lifecycle.
7.2 Platform for experimentation
Some of the features discussed above (Groups, blogs, calendar, etc.) are pretty well known and relatively straight-forward to deploy.  Others will need a bit more work before we get them 100% right.  This is only natural since there aren’t that many models out there of community websites geared to public librarians.

A sensible approach then is to get the obvious things right while still maintaining an openness to experimentation.  That way, we can deliver a site that’s both useful and innovative.

7.2.1 Hosting Company 
Initial development of the PLAspace site will take place on non-ALA web servers. Part of the Working Group’s mandate will be to select a hosting company based upon the following criteria:

· Technical requirements for serving Drupal site
· Experience with Drupal
· Cost
· Reliability
We are currently compiling a short list of vendors including Site5, Dreamhost, and SiteGround.
7.3 Communication 
All communication regarding the project — status updates, requests from new CoP members to participate, etc. — will be managed through a web page which will be created off of the existing PLA.org website. The creation and maintenance of this page will be managed by Doug Dawson with input from the Working Group and PLA staff. The current goal is to have this page in place no later than one week after the conclusion of the Annual Conference. 
This page will include an application form for members to fill out and submit to express their interest in starting a new CoP.
7.4 Measures of Success
The success of PLAspace will be measured using qualitative tools such as participant surveys as well as quantitative data from web metrics analysis of site activity. The Web Services Manager will be responsible for the setup and monitoring of web usage metrics data, such as Urchin.
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