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Project Description

In October 2003, the University of Washington Libraries began working on a two-year grant from the Institute for Museum and Library Services (IMLS) called the Olympic Peninsula Community Museum Project. The Libraries partnered with many organizations, most of them on Washington’s Olympic Peninsula. The partners included 3 tribes, 4 museums, 2 libraries, 2 historical societies, the National Park Service, other UW entities, and many individuals. The object of the grant was to enable the communities on the Olympic Peninsula to create an online museum which showcased aspects of their history and culture. This online museum is now live (after a one-year grant extension) at www.commmunitymuseum.org and it contains over 12,000 digital objects, including curriculum packets, audio, video, unpublished manuscripts, maps, diaries, oral histories, and nine exhibits. 

The communities are distant from metropolitan centers – it takes 4 hours to drive from Seattle to Forks, WA, the center of the region targeted by the project. A good communication plan was a key factor in seamlessly integrating efforts taking place concurrently in Forks (digitization) and Seattle (metadata creation, web design, site hosting, administration).  Some of the other lessons we learned are below.

· Pay people to do scanning and digitization, do not expect volunteers to do this job. 
Scanning was a boring job.  Volunteers were not interested in scanning for very long without pay.

· Put a lot of effort in educating the community about the value of metadata. Partners didn't understand the importance of metadata to describe their images and be able to find them in the online collections. Sometimes no metadata was available, and in other cases it would have take great effort to assemble.

· Archive of 12,000 should be largely completed before exhibit planning begins. Exhibits couldn't be completed until images were in the archive.  Exhibits call out objects from inside the archive, so the archive had to be done first. 

· Non-professionals do not want to do selection. These were often family photo albums - every picture was important to them.

· Image selection cannot happen while scanning is taking place. We tried. Selection could only be done by someone very familiar with the collection; the scanner generally wasn't.

· Volunteers can be "free like a puppy" - get volunteers with skills and commitment.  Not many volunteers came forward. Those who did were used according to their skill set and thanked profusely.
· Know the intended audience and keep reminding those who submit content.  People seemed to forget that a web audience is national and global.
· The concepts behind exhibit design, esp. for web display, is very difficult to convey to participants. As a result, many exhibits were designed by UW, not the community.  Intensive coaching was required to get an organized and coherent story from people.
· Duplicate images abound in the community, especially of important people/places/events.  Keeping track of duplicate images as they trickled in was difficult, and sometimes there were disagreements on provenance and ownership.  

· Be prepared to store and organize ~50,000 digital files for a collection of this size - organization is key. We used huge excel spreadsheets with pivot tables. Staff members needed a  sharp eye, and had to be careful and detail-oriented.

· For individual contributors, this project was not their job. Allocate extra time for everything. Time runs at a different rate in a rural community.  We called it "Peninsula time".  Deadlines sometimes went unheeded and things just took a long time.
· Wikis work well to capture progress on project.  People needed to feel like their entries were being read by someone.  Wiki entries needed to be a weekly requirement or they didn't get done.
· Use videoconferencing for long-distance communication. It was hard to bridge the distance and feel like a team. Seeing each other face to face for meetings helped.

· The project office should be in a public and neutral space, such as the local Community College. The community college supplied meeting space, extra computers, videoconferencing equipment, and was open in the evenings. Perfect.
· The Community Liaison should be someone the community already knows and trusts. People didn't want to entrust a stranger with their family albums. Trust was even more essential when working with the tribes and hispanic populations.

Purchase all domain names at once.  We lost communitymuseum.com and it is now used independently as an e-commerce site for the community.

· Permission agreements take a long time to negotiate and move through chains of command. Esp. true for tribal governments.

· Before grant is submitted, all partners should have signed partnership agreements.  This would have saved so much time and partners would know what they were agreeing to beforehand.

· The Community Liaison can't simultaneously manage the project and oversee production work & meet with the public. Meeting with partners and the public and directing scanning operations left no time to manage the project. This person should not function as the project manager. 

Community mobilization takes time - a three-year grant would enhance participation.  It took a long time for word of the project to reach everyone; and longer still to generate the community's trust and excitement.
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