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Executive Summary

Objective: The Bretton Woods Project, a non-governmental organisation (NGO) specialised in monitoring the World Bank and the International Monetary Fund, has commissioned Ethical Media to carry out this study of communication within the community of organisations watching the International Financial Institutions, known as ‘IFI-watchers’. Its main objective is to review how information and communication technology (ICT) is currently used and how it can be adapted to improve collaboration between NGOs and specialists concerned with the International Financial Institutions (IFIs). The study starts from the assumption that improved co-operation and communication amongst IFI-watchers will result in benefits for all the organisations involved. No matter how diverse the strategies of IFI-watchers might be, enhanced collaboration will serve to further the goals they have in common, those of poverty reduction, social justice and sustainable development. Effective use of communications technologies will, in particular, help build and retain new audiences interested in the work of these NGOs. 

Background: In the last few years Information and Communication Technologies such as the Internet have had a very positive, far-reaching impact on a significant number of organisations and campaigns, for example Jubilee 2000. ICT has opened campaigns up to "global participation" and forced international financial institutions such as the World Bank and IMF to be more accountable in their actions. Yet while ICT holds great potential, it requires resources and knowledge in order to harness it for an organisation’s own specific goals. Recent advances in web and e-mail technology offer opportunities for more joint initiatives. 

At the same time, World Bank and IMF have invested heavily in websites and email lists to promote their events and views. This makes enhanced collaboration among IFI-watchers and their competent use of ICT even more pressing. 

Methodology: Research was conducted through questionnaires, open and semi-structured interviews and the revision of papers and publications related to this topic. The conclusions are based on the results of this research, complemented by the Bretton Woods Project and Ethical Media's experience in the NGO-sector. 

Findings: 

Identifying Problems

Our research confirmed that many IFI-watchers are struggling to utilise ICT efficiently. The majority of organisations we studied do not have a communications strategy that takes into account the possibilities ICT affords. If they do have a website, it is not updated regularly. Almost everybody we consulted complained about information-overload, while at the same time lacking information relevant to them specifically. These difficulties are, of course, also experienced by NGOs, campaigners and specialists in other issue areas. 

We identified a range of obstacles that make effective information sharing and co-operation more difficult. Some are easy to grasp, although not necessarily easy to tackle (i.e. language), while others are extremely complex and cause much frustration (i.e. internal politics and structures of NGOs). Many have been around for years. 

The introduction of ICT is accompanied by new difficulties, such as information overload and computer viruses, but can also have a multiplier effect on the "old" problems. This is not news, but it makes sense to point out again that new technology relies on "traditional" factors to succeed in establishing effective communications. It depends less on working with the latest software than on how people relate to each other. Power structures and democratic or non-democratic procedures can, directly or indirectly, promote or hinder communications.   

The Art of Knowledge Sharing

The study revealed a strong desire amongst IFI-watchers to communicate and collaborate more effectively with others. But it remained unclear what form this would take, who should participate and so on. In order to stimulate IFI-watchers' imaginations, the study presents a number of existing models of collaboration. A networking effort that wants to go beyond information exchange would best take a form similar to what is described as Formal Knowledge Network. This kind of co-operation does, however, require a long-term dedication of time and resources from members, as well as a strong commitment to overcome the problems mentioned above. 

Technology:

For those looking for quick improvements in the way ICT is used currently, the appendix provides a range of suggestions. The emphasis is, however, on long-term changes to current practices. Organisations wishing to be efficient and effective in promoting their goals have to invest financial as well as human resources into ICT. This is the first, essential step on the way to sophisticated knowledge sharing systems on a global scale. The implementation of an ICT strategy within an organisation is a long-term, ongoing process. Therefore the first steps should be taken as soon as possible.

Recommendations: 

Development and implementation of a knowledge management and communications strategy that includes the possibility offered by ICT in each organisation is an essential foundation for collaborative efforts. Information and knowledge are at the centre of most IFI-watchers' activities. Yet so far they have a poor record on managing internal knowledge efficiently and sharing it with like-minded organisations. Considering the importance of IFI-watchers' work with regard to the promotion of social justice, it should be an important goal to establish new partnerships and invest in a network designed to further that goal. We believe that the benefits will outweigh the investments that have to be made. 

ICT can help to set up knowledge management systems and networks. We would, however, like to emphasise that people have to make ICT work for them. The successful application of new technology for networking relies on the human factor. An ICT application that automatically and miraculously generates a networking process will never exist. The networking process and a willingness to learn from each other has to be generated first. Then appropriate ICT can be employed to facilitate the network's aims and open up new opportunities of engagement. 

This study therefore recommends that IFI-watchers do some soul-searching about their expectations of a greater collaborative effort on communications and how their organisation could contribute and benefit. Those interested in a collaborative effort should continue the dialogue started by this consultation process in order to determine mechanisms for co-operation and the goals of the network. Participants will have to be ready to openly discuss their political and strategic differences. This debate should be co-ordinated by a respected and well-connected member-organisation of the IFI-watching community. The participation of Southern-based groups should be an integral part of this discussion, and Southern partners should be consulted to find out what role they would like to play and what kind of support they need. 

The study does not prescribe one specific system of co-operation, because this will have to be discussed and developed by the members at the core of the network. We do, however, recommend several systems that have proved to be successful tools for networking and knowledge sharing. The most powerful application is a content-sharing system allowing participants to automatically enrich each others sites. Those organisations taking part would reap great benefit from the successful implementation of such a system, which would enhance their professionalism and impact and the ability to disseminate their materials to more interested parties. 

We propose that as a first step, IFI-watching NGOs form a ‘web-ring’ to link their sites, and consider establishing common categories of information, which will enable them to pool and exchange information across their different websites. 

Setting the Scene

Advances in information and communication technology (ICT) continue to have far-reaching consequences for civil society. In a relatively short time, Northern-based non-governmental organisations (NGOs) have moved from using conventional services (mail, telephone and fax) to relying almost entirely on electronic means of communication (email, e-newsletters and websites) in order to carry out their research and distribute information, analysis or action alerts. Increasingly, this new technology enables organisations, networks and individual experts concerned with International Financial Institutions (IFI-watchers) to rapidly exchange information amongst themselves and speeds up the pace of interaction with the World Bank and IMF.

There is no doubt that ICT holds unprecedented potential for the promotion of sustainable development and social justice, for knowledge exchange, education and the mobilisation of public opinion. But to realise its potential, ICT needs to be managed effectively. NGOs and academics focused on development issues complain about what they see as inefficient use of new technology. They say they don't have the time to trawl through the ever-growing number of e-mails and newsletters in their inbox in order to find the information that is relevant to them. Paradoxically, this "information-overload" in some areas mirrors a feeling of information vacuum and fragmentation in other areas.

IFI-watchers questioned during the course of this study also emphasised that the players in this sector do not make efficient use of ICT to collaborate on the promotion of common goals and the reaching of new audiences. There are numerous examples of successful e-networks and web-initiatives that distribute material widely, yet direct communication and co-operation amongst organisations concerned with the activities of IFIs is often poor. Attempts to use ICT to facilitate the division of labour or the development of joint strategies are rare. As a result, several organisations might work on the same issues at the same time, with similar results, but double the workload.

In developing countries, the majority of NGOs and grassroots initiatives have been unable to keep up with the quick adoption of ICT by Northern-based organisations. The lack of a well-developed telecommunications infrastructure in many low-income countries along with factors such as the lack of resources and appropriate training has resulted in the "international digital divide". While ICT is much vaunted for its potential to expand the scope of networking, publishing and campaigning across borders and continents, many Southern NGOs and local groups still have limited access to this new information-pool, and often have no tools with which to feed their own experiences into it.

Many large organisations, including NGOs and the World Bank, have developed knowledge management and communications strategies, but the wider IFI-watching community has never taken adequate time to discuss communication and information flows. The World Bank itself is investing in the latest ICT tools and its communications strategy makes clever use of the web and email. At the same time, it markets itself as a "Knowledge Bank". It has established a new and apparently independent Development Gateway that is advertised as a super-site specifically on development issues, and it supports the expansion of country gateways. It has also developed a new e-mail strategy and is systematically expanding its outreach, thus appearing to stay one step ahead of its critics. In this climate, the need for independent and wide-ranging analysis of the IFIs' policies, strategies and practice is ever more pressing. 

The Bretton Woods Project is monitoring the World Bank's communications strategy
, and, with the support of a grant increase from the CS Mott Foundation
, has now commissioned this study, conducted by Ethical Media, in order to provide useful ideas for organisations in a number of countries that the Project and the Foundation work with. The aim is to map and evaluate existing communication practices and present options that might enable the relevant organisations to communicate and collaborate effectively. These options come in two forms: technical solutions that can be implemented easily and provide quick improvements to current communications practices, and pilot projects that will explore the use of newer technologies to enhance networking between IFI-watchers over the longer term.

This study is intended to stimulate the debate about communication and networking strategies for Civil Society Organisations (CSOs) concerned with IFIs. The Bretton Woods Project and Ethical Media
 hope that it will prompt a broad discussion among IFI-watchers about current problems with their communication practices and the potential solutions, the requirements for training and funding and the varying capacities of Northern and Southern NGOs to embrace ICT developments. 

The study shows that there is concern in Northern as well as Southern-based NGOs about the difficulties Southern organisations encounter in trying to actively engage in knowledge exchange and collaboration. The study does not intend to analyse the international digital divide. It does, however, contain a brief examination of the problems many NGOs in developing countries face with regard to ICT. It also proposes some simple steps that might be taken in order to ensure that they can make their voices heard in the debate.

We would like to emphasise that this study does not intend to provide a detailed blueprint for enhanced co-operation. Nor does it pretend that there are magic solutions for very complex communications problems. It can only be the first step in a joint effort to examine, discuss and try out new ideas. We hope that it will eventually lead to stronger links and alliances, which will in turn increase the effectiveness of all those analysing and campaigning on IFIs. 

1  The Method

This draft report is based on interviews and discussions as well as published material and research on the Internet. It also draws on the results of a survey of NGOs and experts concerned with World Bank and IMF. 

For discussions about current communication practices and ideas for new approaches, the Bretton Woods Project and Ethical Media organised three workshops with representatives of international NGOs concerned with IFIs. The first session was conducted with mostly Southern-based members of the World Bank NGO Working Group. A second session was held with representatives of the Society for International Development (SID), the Public Services International Research Unit, Jubilee Plus and a researcher from the Real World Bank Project. The third session took place at the EURODAD conference in Switzerland in November 2001, when 40 delegates from various NGOs took part in a workshop on communications and co-operation between IFI-watchers. These issues were also the topic of a debate at a conference organised by the Swiss Coalition.

A wide range of NGO-representatives, individual experts and officials have shared their opinions on communication in civil society in general and amongst IFI-watchers in particular. Interviews were conducted with representatives of Oneworld, the International Institute for Sustainable Development (IISD), Action Aid, the Jubilee Coalition, the Bank Information Centre, the World Bank and Vikas Nath, founder of the KnowNet Initiative and policy analyst in an international development organisation, to name but a few. A complete list of those interviewed can be found in the appendix. 

More than 30 people returned a detailed questionnaire that was distributed during the EURODAD conference and widely circulated via email and the web. Most of them are key players dealing with the IFIs and communication issues on a daily basis. Some are members of organisations who for their work on sustainable development require information from IFI-watchers. The answers and comments were evaluated and, in some cases, followed up by an interview. Research on ICT and development, communication theories and knowledge networks was drawn from discussion papers, published reports
 and books.

To understand how civil society uses web-based technologies, the e-newsletters and websites of key IFI-watchers were analysed for the technology they use and the freshness and breadth of content they feature. The benefits that various web-technologies might hold for IFI-watchers were also examined. 

2 Problems of Communication Flows and Knowledge Sharing

The vast majority of those participating in the study state that their organisation or they, as individuals, make extensive use of ICT to collect and circulate information and to interact with partners. Most have their own website or share a website with other organisations.

While there is a consensus amongst participants that ICT has generally improved the efficiency and effectiveness of NGOs, many also believe that ICT is not being used to its full potential. Evaluating the questionnaires, interviews and statements made by NGO staff from the sector as well as observing academics, a range of factors were identified that are perceived to limit the capacity of IFI-watchers to communicate and co-operate not only with each other, but also with Southern partners 
and the wider public. These factors are, directly or indirectly, a consequence of the rich cultural, socio-political and focus diversity within the sector of IFI-watchers. While they often inter-connect and overlap, the factors can be grouped in the following categories:

2.1 Language and Jargon

Sustainable development and poverty-reduction are issues of international relevance. Northern-based organisations concerned with these issues, including IFI-watchers, mostly focus on the fight for social justice in Southern countries. But the fact that communications between IFI-watchers and wider civil society are mostly conducted in English limits the participation of Southern-based NGOs in the exchange of information and knowledge. Participants from developing countries in the study recommend that more effort be made to provide relevant material in Spanish and French at least and to look into translation software and multilingual systems also for other languages. The dominance of English is also a barrier to communication flows from South to North, as relevant experience and knowledge from Southern grassroots initiatives is rarely translated, making them significantly less widely available.

"Most of the targeted users cannot comprehend the jargons coupled by the use of a foreign language. There is a need to establish a site that will analyse all the various WWW resources the internet can offer on IFIs, translate them into Kiswahili/other indigenous languages before publishing them again in the WWW." 
Ngunga Tepani from the Tanzania Association of NGOs (Tango) is not the only participant who commented on the use of jargon in material related to the World Bank and IMF. Many representatives from Northern NGOs, including native English speakers, complain about complicated language in documents related to IFIs. Their criticism referred not only to material produced by the World Bank and IMF, but also material produced by other NGOs. Some participants noted that jargon leads to the exclusion of a wider audience that IFI-watchers should be aiming to inform and engage: 

"Most materials written by NGOs and other monitoring groups are written in such a way that the public cannot understand them. Most materials are written for a small audience of people that are already informed. In order to build a broad enough base of NGOs, social movements and citizens in countries North and South to accomplish fundamental change at the at the IFIs, thousands more people must be brought in and educated and activated in the issues. Developing materials and information sources that lay out the issues in a straightforward and compelling matter is a critical component of this process”, commented Neil Watkins, Coordinator of the World Bank Bonds Boycott Campaign at the Center for Economic Justice, USA.

2.2 Technological difficulties

"There's a lot we don't know that you know which can help us develop strategies. In Tanzania Internet is not a luxury - it is spreading. But we have to travel 70km twice a week to get e-mail. There is one computer in that office for everybody so it is not easy for all. But when we get that kind of information it empowers us. Information is power. If you are not informed when you meet government officials it puts you at a disadvantage”, said Marie Shaba from the Tanzania Gender Networking Programme.

Southern-based organisations are especially prone to technological difficulties. Many representatives of Northern NGOs that were consulted knew from their own experiences that the enormous differences in technological and communication resources can severely slow down interactions with Southern partners (although they are not the only reasons for difficult communications, as will be explained later in section).

While researchers and activists in Bangalore may have access to technological knowledge and facilities because they are in the centre of India's cutting-edge New Media industry, an organisation in Ruanda
 might only be able to use one state-owned Internet Service Provider (ISP)
 and struggle with bad telephone lines. So how far organisations in the South can use ICT partly depends on their technological environment. The supply of electricity, access to reasonable quality telephone lines, availability, quality and choice of ISP, availability of cheap, local dial-in-points for Internet access, technical support are all factors that may limit the use of ICT. 

Secondly, the benefits of using ICT can be restricted by internal factors like the quality and age of hardware and software. When using outdated equipment and programmes, staff and volunteers often spend a lot of time struggling with technical problems and unstable systems that can, moreover, lead to the loss of valuable research and documents. 

While there is no quick fix for deficiencies in the technological environment, internal difficulties can be tackled with financial and technical resources and training. Several participants in the study pointed out that resource-rich organisations should take responsibility for this kind of support if they are seriously committed to partnerships and knowledge exchange with Southern CSOs.

NGOs using modern ICT should also bear in mind that they can compensate for some of the difference in technological resources between the North and South by applying the appropriate Internet technology. Moving information through huge attachments, flash-enabled websites and web pages with large graphics might be the norm for Internet users in the USA and Europe. It will, however, cause serious problems for somebody wishing to download that information in the office of a small NGO in rural Zambia or an Internet-Café in Ecuador. Shalmali Guttal, Coordinator of the Micro-Macro Issues Linking Programme at Focus on the Global South
, Thailand, commented: "Not all groups in the South are electronically connected. Many work through personal interactions, and sometimes through fax-phones. Many do not use any western language in their communication. Many Southern groups cannot or will not adopt the strategies or political positions of some Northern groups. Northern groups need to understand these issues and work through them."

2.3 Lack of relevant knowledge

Southern NGOs often lack the expertise to use computers and the Internet efficiently. As Vikas Nath from the KnowNet
 Initiative points out:

"Handling ICT, hosting of information and retrieving useful information from the net does require a fair amount of technical skills and net-literacy. In developing countries, the level of skills about computer use and internet navigation is extremely low." 

2.4 Lack of resources

As mentioned above, access to financial and human resources would help to improve the technology and training at the disposal of Southern NGOs and enable a more active and efficient exchange of knowledge. Northern organisations could facilitate this by channelling part of their own resources toward technical support and training or by raising additional funds for this purpose. Says Neil Watkins from the Center for Economic Justice: "Southern groups need to be funded and given technical assistance to get more access to information that Northern groups have easy access to via e-mail."

There are a number of grants available that groups can utilise, for example Green Grants
. The mission of Green Grants is to help protect the global environment by strengthening the grassroots environmental movement in developing countries. Grants of up to $5000 are given to grassroots groups with well-organised local campaigns that have little or no outside support in order to strengthen their organisational infrastructure and networking capacity. 

2.5 Information overload and Information vacuum

Almost everybody interviewed found that the amount of material that they have to sift through in order to select what is relevant to their work is growing. Email and websites often lack useful categories and summaries, there is little indication if the information is still relevant or up-to-date and what audience it is targeted at. Moreover, the same information often gets circulated to the same recipients by different organisations. This not only contributes to information overload but also to the duplication of, for example, background work like the scanning of websites and the press.

Information overload and duplication runs side by side with what many IFI-watchers perceive to be an information vacuum. Research for specific materials on the web can be difficult because they are hidden in a virtual heap of unclassified documents. There is an urgent need for editorial efforts to summarise and highlight relevant information and place it on the web according to a classification system that makes it easy to retrieve. 

2.6 Culture and attitudes of organisations and institutions

Various participants in the study referred to competition and jealousy among IFI-watchers as being an obstacle to collaboration. They spoke of competition for funding, and the tendency of some NGOs to monopolise certain issues and fiercely guard independence and reputation in their particular fields. One participant spoke of destructive competition among NGOs, while another spoke of "turf wars". Competitive attitudes and practices lead to duplication of content and prevent the building of trust and collaboration on a long-term basis. We feel that this issue will need to be explored further and discussed extensively in connection with any plans for networks or alliances.

The internal structures and cultures of many NGOs often discourage teamwork and co-operation within the organisation. If this is the case internally, these organisations are unlikely to apply collaborative work techniques and develop relationships of trust with partners or like-minded NGOs in other parts of the world
. 

Mistrust and disregard also undermine communications between NGOs in developing and industrialised countries. Several comments were made about Northern organisations showing an arrogant attitude towards NGOs in developing countries, while the latter harbour mistrust towards their Northern counterparts. Alex Lockwood, Content Manager, Oneworld
 said: "We Northern institutions are slow to understand the working practices and conditions under which Southern organisations, even our own, struggle to communicate. We then come across as arrogant and imposing, which stops a human desire to let communication flow."

Recently the pressure on NGOs to demonstrate their legitimacy as actors in the policy processes has increased. Some analysts and officials demand that NGOs apply similar standards of transparency and participation in policy formulation as they have demanded from the Bank and Fund. In the book "Global Citizen Action", Michael Edwards speaks of "the asymmetry of global civic networks" and "the dominance of civic voices from the North" that "reinforces the suspicion among Southern governments that these are not genuine global alliances but simply a new example of the rich world's monopoly over global debates."
 The necessity for NGOs to come up to the standards they demand of others makes the search for new communication and collaboration strategies ever more urgent. In an article about the IMF and civil society published in the same book, Jan Aart Scholte asks civil society "to clean up its own act as - and preferably before - it promotes better governance in the IMF". Civil society, he says, "is by no means inherently participatory, consultative, transparent, and accountable. […] As a result of such democratic deficits, the IMF is given an excuse, partly justified, to limit its contacts with civic associations."

2.7 Diversity of values

Interaction between organisations can be hampered by a lack of understanding of differing cultures and styles of communication. Mainly, this is reference to the diversity of cultural backgrounds in different parts of the world, with different sets of values (e.g. of information) and work practices. Community orientation as opposed to individualism, focus on aural or visual communication rather than on written material, shape a person's preference for, and expectations of, communication. 

2.8 Lack of Local Content

The fact that web content is mainly created in the North can lead to NGOs in developing countries not being able to find information relevant to their specific situation. Henk Campher, Editor of the Oneworld Debtchannel 
and based in South Africa, described the different priorities of NGOs in developing countries in an interview for this study: 
“…Northern NGO's are more focussed on lobbying and therefore need more information to strengthen their position, analysis, news etc. In the South we tend to run projects at a grassroots level, for instance, implement a new project to get running water to a village, and are therefore more focused on developing plans to implement new projects[...] In the North they will lobby for debt relief/cancellation. In the South we will run the projects financed by the extra money made available by the debt relief/cancellation. It is not exclusively so, but more people in the North will focus on lobbying (information feed) while most people in the South will focus on projects (knowledge to implement 'best practice' projects/innovation etc). […] the Internet is at the moment more focused on providing information. It will tell you about all the issues of poverty, but not about how to build a better house.

[…] The one is not more important than the other, it is two sides of the same coin. But for the North to do their job to their best abilities AND our (South) best interest, greater co-operation needs to take place. More of us in the South should be in the North lobbying and managing to ensure that our interest is reflected in the work the North do. Our Northern partners should not fall into the IMF/WB/WTO/UN trap of thinking that what they do is for the better and will help us. They should become one with us and that is only possible if we are part of the North (and the other way around).”

One of the results of the G8 DOTforce
 consultation has been a proposal for an 'Open Knowledge Network'
, focussing on the creation and exchange of local content. As well as outlining incentives for local content creation and translators, it highlights and provides ideas for the standardisation of information on development.

3 The Art of Knowledge Sharing

3.1 Introduction

While ICT affords us powerful opportunities to develop and enhance communication systems, successful communications rely primarily on the interests, abilities and motivations of people. This chapter briefly explores the non-technological aspects of communication, information and knowledge. It presents networking models that organisations should consider when planning closer co-operation and case studies of existing knowledge-sharing networks.

3.2 Explicit, tacit and implicit knowledge

To discuss options for information and knowledge management the distinction between explicit, tacit and implicit knowledge as applied by the International Institute for Sustainable Development (IISD) is especially helpful
.

Explicit Knowledge is knowledge that is visible, documented or somehow recorded. In the case of IFI-watchers, this would mean an evaluation and mapping of each participating organisation's research in order to highlight which areas are well covered by whom and what additional resources are needed for the collaboration.

Tacit knowledge is "the understanding of how to do things. It is created by doing, by personal trial, error, reflection and revision (understanding how to research and develop new policy recommendations, learning how to run a community consultation or learning how to negotiate a policy change with a decision-maker)"
. Sharing tacit knowledge or collective learning requires active and extensive collaboration based on trust.  
Implicit knowledge refers to the values and cultural backgrounds that shape behaviour, expectations and so on. Examples of implicit knowledge include the customs for conducting meetings or the rules for dealing with authority.
 IFI-watchers and their audiences come from a wide variety of cultural and socio-political backgrounds that formulate implicit knowledge. Collaboration will therefore be accompanied by the "challenges of cross-cultural communication"
 brought about by implicit knowledge and which must be given due attention.  

Of course all of these types of knowledge overlap to a certain extent, and different organisations have different knowledge sets. One organisation might reject research and analysis produced by another at least partly because they do not share either the implicit or the tacit knowledge of those presenting the findings.
3.3 Models of Collaboration

How closely NGOs collaborate, what form of alliance, coalition or network they chose to build or participate in largely depends on each organisation's own philosophy and goals and its expectations as to the benefits of working with others. Some NGOs concerned with IFIs already work together with varying degrees of formality. However, many participants in the study agreed that there is need for more collaboration among IFI-watchers. Just what form this would take, who should participate, what goals it should promote and how it could be achieved remains unclear. The following examples of collaborations between development NGOs should inspire the imagination and the discussions of those wishing for more interaction within the sector. 

In a study of NGO campaigns in Ghana and India, the New Economics Foundation (NEF)
 found three categories of collaborative efforts: the pyramid, the wheel and the web
. The pyramid-like alliance is the most structured of the three. It has a co-ordinating body that can speak and act in the name of member organisations. Of the three types of networks the pyramid is also the most effective at mobilising its members and lobbying decision-makers. Web-like collaboration facilitates information exchange between participating organisations. A wheel-like structure also facilitates information exchange but incorporates a sufficient level of organisation to maintain specialised centres where information can be sorted. Both web and wheel networks are slow when it comes to campaigning and influencing policy-makers
. These typologies apply particularly to campaigns which focus on changing centralised institutions. Now that the World Bank has decentralised a quarter of its staff and is emphasising that decisions should be taken in country, the nature of World Bank campaigning and information work has also shifted. 

	Structure
	Advantage
	Disadvantage

	Pyramid
	· Dynamic

· Quick to act

· Can speak with authority for many member organisations

· Can mobilise a lot of people

· Helps to get access to top-level of policy
	· Members may feel loss of identity

· Strengthening civil society at grassroots may not be given adequate attention

· Danger of speaking for people rather than helping them to speak for themselves

	Wheel
	· More independence at the grassroots

· Good for information exchange and sorting

· Centres of specialisation in large networks can aid in information sorting
	· Can be hard to show a united front or common identity

· Process of change is slow

· Campaign may miss opportunities for sudden change in practice

	Web
	· Good for information exchange
	· Slow to take action

· May have to change into a wheel or pyramid before effective campaigning action can be achieved


The IISD has conducted some of the most extensive studies to research, support and monitor collaborative efforts in the development field. It has identified models of collaboration NGOs might want to adopt, from loose coalitions to formalised, exclusive networks. Three of them seem appropriate for consideration in the field of IFI-watching
. 

Community of Practice: A very informal and open collaboration for the exchange of knowledge/expertise and skills without long-term commitment on the part of the participants. The aim is individual capacity building and/or working on solutions for very specific problems, rather than identifying and attaining common goals. As described in an IISD report, "two or more individuals can create a community of practice for conversation and information exchange, possibly even leading to the development of new ideas and processes. Participation is purely voluntary and will wax and wane with the level of interest of the participants".

Information Network: Passive networks providing "access to information supplied by network members"
.
Formal Knowledge Network: A formal network with limited membership, driven by a common purpose and strategy based on a regional or thematic focus. Members must bring expertise and resources into the network; interest in networking is not enough. The IISD recommends that members and audience should be from multiple sectors, disciplines and countries/regions. The aims are to share knowledge, develop new knowledge and influence decision-makers
. "An underlying premise of the knowledge network is that the whole is greater than the sum of the parts.”

The IISD recommends this form of networking for collaboration in the field of sustainable development. Their experience is that the commitment and active participation of the network members results in benefits for each member as well as successful concerted action for the common objective. Advantages are:

· members learn from each other, fill knowledge gaps, the capacity of all members is strengthened

· new knowledge is created

· value is added to individual projects/research

· results-oriented approach

· enhanced influence on decision-makers and the possibility to convert research into policy.

Essential for the successful establishment of a Formal Knowledge Network are:

· usually one organisation that is the driving force

· a well-defined common purpose 

· agreement on action and policy strategies that serve the common purpose  

· long-term commitment from all members to invest time and money

· development of a joint communication strategy

· agreement on decision-making mechanisms for the network

· network manager 

· agreement on how to continuously evaluate the network
.

3.4 The challenges of collaboration

The formal knowledge network as recommended by the IISD is evidently a very complex and sophisticated model of collaboration between organisations. Even hybrids of the network models outlined above would require commitment and resources from members in order to be effective, especially if the collaboration is setting out to achieve more than just the exchange of information. The more value a network is supposed to generate for both the individual members and the collective purpose, the more input and commitment member organisations will have to dedicate. 

‘IFI-watchers’ is a generic grouping that includes campaigning and lobbying organisations, academic researchers and local NGOs in the South concerned with very specific projects, each of which can be targeting a different audience. While this rich diversity is often described as a very positive feature, it is also one of the biggest challenges to effective collaboration and networking.

Part 3 presented a whole range of difficulties IFI-watchers perceive to hamper communication, co-ordination and knowledge sharing with other NGOs in this field. They refer to difficulties in communication and collaboration between IFI-watchers in general, and these same difficulties are of course also obstacles to attempts to develop and maintain formal networks. 

Two other factors make setting up networks in this sector difficult. In the questionnaire drafted for the study, participants were asked for their reactions to four different ICT solutions that could potentially improve information sharing among IFI-watchers. The questionnaire then went on to ask what major challenges could be foreseen in planning and implementing these solutions. Many participants named lack of time and resources (finance and staff) as one obstacle. Others also commented on the wide range of agendas and needs of IFI-watchers emphasising the phenomenon that many campaigners deliberately ignore material that runs counter to their approach:

"One difficulty is in envisaging how to tackle the different agendas encompassed in the 'IFI watcher community' - I could see a variety of services taking different slants, but don't see how a single service could encompass the necessary diversity. Many researchers and policy types are going to be turned off by sites which are exclusively advocacy oriented - they want a more balanced coverage. Yet advocates and campaigners may have good reasons for sharing very selective information that might be useful in single issue campaigns", commented Geoff Barnard, Head of Information, Institute of Development Studies (IDS), Brighton, UK. 

1.What do you wish to achieve through collaboration with others?

- for your organisation

 -for your/your organisation's goals and impacts

- with regard to your organisation's audience?

2.What focus would you like the collaboration to have? 

3.What goal would you like it to pursue? (e.g. change of policies, reform of World Bank, enhance role of Southern IFI-watchers etc) 

4.How would you like it to pursue its goal? (e.g. lobbying of World Bank representatives, public campaigning, specific research)

5.How formal and exclusive would you like it to be?

6.How much money and time would you bring to it?

7.What knowledge, skills and experiences would you bring to it?

8.How would you expect ICT applications to support/facilitate this collaborative effort?

9.Who else would you like to take part?

10.How and by whom do you envision the network to be managed?

11.What knowledge, skills and experiences would you like others to contribute?

12.To what extent would you be willing to support Southern partners to facilitate their full and equal participation in the network? 

13. Are you prepared to commit yourself for the long-term?

3.5 Case studies: 

3.5.1 Sustainable Development Communications Network (SDCN)

The Sustainable Development Communications Network
 was set up by a group of leading civil society organisations in 1998. 

The objectives of the network include:

· To undertake joint communications activities to inform broader audiences about sustainable development, using new communications technologies. 

· To build the capacity of members to use ICT effectively, experiment with new communications technologies and to develop methods for their seamless integration with existing solutions. 

· To provide a forum for network members to share experiences in the management of sustainable development communications, and inform each other about SD research and action underway within each organisation.

The SDCN functions as a knowledge network. It is a virtual organisation with limited membership and a formal governance structure, which functions in an open, collaborative manner. SDCN focuses the need for a clear communications strategy that raises public awareness, influences decision-makers and produces positive change in the world.

The secretariat for SDCN is based at the International Institute for Sustainable Development (IISD), which also provides technology services for the network. SDCN has created the tri-lingual Sustainable Development Gateway
 to integrate and showcase member’s communications efforts. In addition to links to over 1,200 member-provided documents through SD Topics section, the site also includes services such as a calendar of events, a job bank, the Sustainability Web Ring, and rosters of mailing lists (listservs) and news sites dealing with sustainable development. 

The SDCN is currently undergoing a five-year review with the likely result that the formal knowledge network will be the transformed into a community of practice with a small steering committee. The current structure of the network assumes that communications staff in non-profit organisations are in a position to jointly develop and implement projects. However, the network has found that this assumption was incorrect: Communications managers are often overwhelmed with work from their own organisations and frequently lack the organisational clout to facilitate the participation of other people in their organisation. The network has been most effective for opening up channels of communication and learning between communication managers to help them become more effective within their individual organisations. A community of practice model is more in line with these types of activities and ultimately, this model should help members to undertake joint communications activities more effectively.

3.5.2 ENRISS 

(with material from Siobhan Kelly, ENRISS)

The Entitlement to Natural Resources Information Sharing System (ENRISS) was initiated as a pilot project by the Society for International Development (SID). Its objective is to effectively exchange information on conflicts over natural resources (CNR) between NGOs working on the local, national and international level, thus providing solidarity and assistance to local communities in their struggles over natural resources. It is envisioned that as a result of information exchange on conflicts over natural resources, the ENRISS database will become a valuable point of reference for information on CNR available on the Internet.   

In order to ensure the participation of small organisations in the South, some were given grants to aid consolidation. The system was designed in a way that minimised the time that contributors need to spend on-line. Lotus Notes was implemented in a way that allows remote users to download the database locally and only connect to the Internet when the user wishes to send/receive new information to/from the ENRISS database. Hence costs and connectivity problems are minimised.  Information exchange is not limited to the Internet. It can use ENRISS, email, a Network web page, which is currently being designed, and conventional mail.

While the eleven ENRISS members in Latin America, Asia, Africa and Europe are all ready to participate in the project, it is not yet fully operational. After a year of technical development, the system so far has not been successfully implemented. Only five members have been able to install the software and connect to the central database. Another shortcoming is the necessity to manually copy content, as an automated system was not incorporated. It was also planned to share ENRISS material with third party websites, however, this has not proved possible because the system is not based on a common data exchange standard like xml. ENRISS is an example of a brilliant networking idea that is being implemented with enthusiasm but has been hampered because the technology could not be implemented successfully. 

3.5.3 Jubilee 2000 and Internet Communication 

(by Nick Buxton, UK webmaster Jubilee 2000)

How did Jubilee 2000 utilise the Internet?

· Shared initial idea – time-limited campaign on debt linked to millennium – via email to NGOs

· Developed website that became key locus of information on debt and campaign developments for activists in UK and internationally, visited by between 8-15,000 each week

· Series of e-lists of international activists, UK coalition, regional activists. Internat. activists shared information via majordomo listserve, others via database and email address books. 

· Provided core information in build-up to major events as well as immediate and constant feedback (text, images, and video) as events took place

· E-campaigns: online actions targeted at key decision makers, e-petition, online fax action 

· Online chats with celebrities, i.e. U2’s Bono and Radiohead’s Thom Yorke

· Online link-up between Chancellor Gordon Brown and Elinata Kasanga, mother of 7 in small village Balakasau, Zambia (with Tearfund)

What was the underlying strategy?

Aim was to maximise the speed, efficiency and potential for interactivity of the Internet for the benefit of a short-life international campaign. Internet was vital in success of Jubilee 2000.

Lessons learned

· Needed to always have option of communicating offline. Unless info was sent by post to some regional activists, particularly in the South, it did not always reach all 

· Online activities needed back-up options: email petition, online link up Gordon Brown - Elinata Kasanga and web video crew at Okinawa G8 Summit had considerable technical difficulties 

· Campaigning essentially people to people, will not replace it but can be vital back-up. Evident from the fact that only less than half a million out of 23 million petition signatures were made online. The challenge is to turn online activity into tangible offline results, e.g. faxyourmp.

· Needed to develop strategies to deal with information overload – some activists and staff were swamped by information coming in via email.

What could have improved Jubilee 2000’s ability to communicate more effectively?

· Integration with other forms of communication, e.g. sending out printed material.

· Online platforms for interaction. Jubilee 2000’s website had a large global audience, but possibilities for their interaction, co-ordination etc. via the website were limited. 

What where the challenges and solutions in communicating with the South?

· Not all Southern partners had Internet access, and those without (despite best efforts) did not receive as much timely information. 

· Consulting via email discriminated against the South as it set up unrealistic timetables: Partners had to print out emails and send around by post or raise in person with their coalition organisations. In Uganda, info had to be translated into 5 languages.

What was special about Jubilee 2000, what areas are 'easy' to replicate?

· Jubilee 2000 was distinctive because it had a very clear and uniting focus, so people who signed onto the various online networks knew exactly what information to expect and tended to have similar goals on how to utilise that information

· Many of the systems were very simple, unsophisticated and unstructured. Currently possible to create much more relevant, accurate and intelligent email communication systems. 

3.5.4 Realworldbank

(by Alex Wilks, Bretton Woods Project)

Realworldbank was a project which arose from discussions between the Bretton Woods Project and others in the UK who wanted to pull together a portal on World Bank issues. The portal was intended to have links under various categories, for example the World Bank as "knowledge bank and also to contain video and audio clips of civil society commentators giving their views about the World Bank.

A proposal was circulated and discussed with various organisations, including at the Prague annual meeting. Many people argued for such a site and said they found the initial links and design of the realworldbank.org prototype very useful. However the difficulties of categorising material and keeping it up to date and comprehensive soon proved too daunting for the BWP and other organisers. The realworldbank.org approach was dropped in favour of efforts to build up a plethora of independent sites with enhanced co-operation between them. 

3.5.5 ELAND - European Libraries Network for Development

ELAND aims to provide users with an easy way to search for information on international development through the integration of information resources from a range of Europe's best development research libraries and information services. It will provide a European focal point from which a more globalised co-operation can be initiated, particularly with providers and users in developing countries. Members include the Institute of Development Studies in the UK, and the European Centre for Development Policy Management (ECDPM) in the Netherlands 

The ELAND core group has been working together for several years and has developed a high level of trust and co-operation, factors that will be crucial in the implementation of the project. It brings together a strong range of complementary skills and capabilities, plus some of the richest information resources in Europe - both online and in print.

ELAND shows that it is possible to create a single access point for a wealth of information that is provided by various organisations. However this model of collaboration requires a high degree of well-structured and well-organised information such as can be found in a traditional library catalogue. It is unlikely that this approach would work for IFI-watchers because most of their websites are not structured well enough. Nor do they have a database that allows the system to automatically and directly tap into the information.

4 Analysis of Online Technology and Solutions

The online technologies and solutions used by IFI-watchers range from sophisticated systems financed by government grants in the North to a self-funded activist working on old PCs at the back of a shop in Africa.

IFI-watchers are already making considerable progress using the Internet. The majority of them use email and many have simple HTML websites. More wealthy organisations may have large pools of data held in databases that are accessed via bespoke interfaces on their websites. Email and websites are often used together – the website provides information about a particular topic and at least one email address for more direct contact. Email allows users to be directly alerted as new information becomes available, to interact personally with NGO representatives and to develop their own networks.

As online technologies have increased in sophistication, websites have started providing discussion boards, archived email exchanges, search engines and access to databases using a whole range of software tools. Online conferencing, Internet telephony, TV and radio are also transforming the Internet as all communication mediums converge into one.

However many NGOs do not have a website and many Southern NGOs cannot or do not have regular access to the Internet to view websites. Any communication strategy for NGOs concerned with the IFIs should chose e-mail as a primary means of communication and the web as an archive. Judging from the results of this study, it seems that most IFI-watchers have at least access to one email account.

In general, organisations like to make their own interpretation of any information they receive and are wary of interference from outside parties. Any proposed improvement to current communication methods and strategies needs to ensure and emphasise that each organisation retains complete control of their own information. The objective of this analysis and the technologies discussed is, therefore, to offer ideas on improving individual email and web services within an organisation (to adopt as required) as well as connecting knowledge networks, rather than replacing or diluting them with external directives. 

The appendix offers advice on how IFI-watchers can build on their existing use of online technology. It summarises key features, provides ideas on how to minimise problems and suggests different uses for some of the technologies, for example best practice email usage and online campaigning. We would like to emphasise that every organisation should have a technical strategy in order to facilitate its objectives. This should include a strategy for email and web use. TechSoup
 contains a whole section on technology planning that would assist IFI-watchers to develop or update their technical strategies.

Organisations often feel that strategies are for ‘navel gazers’ and not a productive use of precious time. The rise and fall of the dot com industry has illustrated just how important it is to spend time planning how and why technology will be used and what the implications of the choices might be. If an overall technical strategy cannot be agreed, there should at least be strategies for both email use and website delivery.

The appendix also provides recommendations as to how NGOs can further leverage ICT in order to work together more effectively. Issues such as shared content, portals, community collaboration and a common vocabulary are explored. A number of organisations offering technology solutions are mentioned in that section. They are not necessarily the only providers, nor does this study specifically recommend them. 

4.1 Using online aggregators

A number of online news and information services reporting on the IFI exist in form of websites and e-mail lists. Most of them focus on specific subject areas (within the wider debate). Those with the most advanced systems for storing and managing information - such as OneWorld (Debtchannel) and IDS – store news items and reports on World Bank and IMF within more general subject areas such as finance for development or debt. 

In order to raise the profile, visibility and depth of the debate, IFI watchers have the opportunity to actively share and promote their work through such aggregators. But at this point in time few of the organisations dealing with IMF and World Bank have the technological know-how and set-up necessary to share knowledge through automatic systems. 

Most of the relevant online aggregators employ an editorial policy similar to newspapers and other media. Here are a number of simple guidelines of how to get your material mentioned by others:

· Make it as easy as possible for the editor to include you material

· Find out about their (the aggregator’s) editorial policy

· Send material to the person dealing with IFI related issues instead of sending it to the info@ address

· Build a relationship with the person working on IFIs

· Focus your efforts on a small number of key aggregators

· Submit a small amount of quality material instead of a large quantity of possibly less relevant material

· Provide a short summary (not more than 50 words) in addition to a one or two page summary of longer reports

· Include a direct link to the material on your website as well as to the homepage

· Include full contact details so that the editor can address possible questions to you easily

· Update your website site regularly

How to act together

4.2 Short term solutions

NGOs don't always use the technology at their disposal efficiently. They could improve working methods and results as well as interaction with others by taking full advantage of current digital technology tools. In the appendix we explain how Internet tools such as email can be employed more effectively. It also introduces ICT tools such as online-conferencing that can facilitate interaction with other individuals or organisations. Increased efficiency can be achieved by very simple means in a very short period of time. 

We would like to encourage members of the IFI-watching community to take time to explore these possibilities. By working more efficiently with ICT tools they will, in the long run, save time for both themselves and the people they communicate with on a regular basis. This will also increase the number of people reading the material put out by IFI-watchers. Good use of email will make participation in online discussion groups much more beneficial and enjoyable. And once the learning process has started, it will be much easier to understand and apply new techniques and tools. 

Additionally, basic web-literacy is a prerequisite for the use of the more advanced techniques for collaboration and advocacy. Those IFI-watchers who wish to work on long-term strategies for collaboration and employ progressive technologies for communication will need to have a grasp of digital technologies. 

4.3 Long-term strategies

Many individuals and NGO representatives have claimed in the course of this study that they see a need for IFI-watchers to work together more closely. We recommend that those really interested in better collaboration and co-operation start a debate about what form this closer collaboration could take, who they would like to work with and what objectives they wish to pursue. To continue the dialogue started by the consultation process for this report, key players and other interested organisations in the sector should consider setting up a working group. This would probably show the best results if one well-established organisation with good contacts in the field took the lead and responsibility for co-ordinating the group. 

Those organisations participating in the discussions about enhanced collaboration will have to do a lot of "soul-searching". The questions they will have to ask themselves as well as put to the other interested parties should include what type of collaboration and network they want to create, what they are prepared to contribute, what are the precise goals of improved collaboration, what management will be entailed and who will carry it out, and how the initiative will work for different types of groups (small, large, those based in the South, etc).

Comments made during this consultation reveal that leadership is a particularly sensitive issue in this context. We believe that while there is a general wish for more collaboration, it will take one IFI-watcher or a group of organisations to take the lead and push the network into existence. This will, at least at the outset, probably be a Northern-based NGO or a group of Northern-based NGOs, as they are more likely to have the appropriate resources and a communication infrastructure necessary for such co-ordination.

Considering the institutional jealousies and competition between IFI-watchers that were mentioned by numerous participants in this study, the leadership issue will raise controversy and therefore will have to be discussed openly. If one NGO or several organisations stick their heads out to co-ordinate the creation of a network, they should be supported with constructive input rather than hampered by individual organisations' sensitivities and politics.

4.4 Consulting the South/Enhancing South-North Collaboration

The participation of IFI-watchers in developing countries is a necessary and indispensable part of any discussion about improving information flows and collaboration. To wait for Southern-based organisations in this sector to "catch up" with latest ICT already used by NGOs and academics in the North will automatically exclude them from many debates. IFI-watchers both North and South will have to "adapt". If they are interested in a mutual learning process, organisations that are resource-rich need to 

· consult with Southern partners to find out which means of communication are most appropriate for them and which ICT tools are the most useful for the exchange of information and knowledge. This could then lead to websites being made more accessible.

· together with partners in developing countries look into long-term strategies that will ensure equal participation of all relevant organisations and individuals. This process could be integral to the discussion about a formal network, as described above. It could also be an independent process. 

· look into the ways and means of supporting partners with few resources and in accordance with those partners' requirements

· raise funds for the improvement of their communication capacity or designate some of the existing funds to that effort. This should not just facilitate the initial setup, but ensure long term sustainability. 

· facilitate an exchange of communication knowledge and ICT equipment and skills. They could, for example, consider co-operation with third party providers like Volunteer Services Overseas (VSO) to arrange for ICT training and with existing agencies sending appropriate rather than old hard- and software to developing countries. It is critical not to simply export Northern "expertise". As Henk Campher, editor Debtchannel (Oneworld) points out: "Bringing northern specialists to 'fix' the problem will only result in limited transfer of skills and less relevant innovations for our conditions." 

· put grants at the disposal of Southern partners to make it possible for them to attend meetings and conferences.
4.5 Networking through Technology

We recommend that while debating long term strategies for collaboration, IFI-watchers consider the use of the following ICT tools in order to enhance co-operation as quickly as possible and learn by experience. Provided this is successful, the implementation of those tools will motivate the parties involved, advance their discussions and encourage them to move from relatively simple networking systems to more complex tools.

4.5.1 Webring

A webring is a group of websites that all link together, providing the user with a chain of relevant websites to browse through. As it does not require any significant development or time commitment, it is a good point at which to start in the short-term. It encourages co-operation between its members and facilitates quick retrieval of information from all webring participants. It would also be the first public manifestation of a community of interest. A webring has the additional advantage that an additional website is automatically created which lists all member websites.

It would also be relatively simple for IFI-watchers to have more control over a webring and location of the resultant portal. The programming is not complicated and could be undertaken in such a way that the portal is part of an existing site, for example that of the Ringmaster’s organisation. The portal can be as complex or as simple as required. A good example of a very comprehensive portal for the environmental sector is Climate Ark
.

4.6 Online discussion

IFI watchers have been discussing forms of collaboration for a while, and this consultation forms part of that ongoing process. A fair amount of this discourse is on a one to one basis via phone and e-mail, or when IFI watchers have the chance to meet each other at events.

We see a need for a more engaged and focussed discussion on forms of collaborations and information sharing and would therefore recommend setting -up an online discussion platform. This would allow a wider participation by a global group without the need to travel around the world. As with any kind of discussion involving many people, one or few moderators will be required to keep the debate headed in the right direction.

4.6.1 A common framework for content sharing

We strongly recommend that any coalition/network of IFI-watchers that has made significant advances in the dialogue about collaboration considers developing a common framework for the longer term. Agreeing a set of definitions for information such as case study, project name, reporting organisation to describe types of data in webpages and documents is not difficult and can be used as a basis for bringing together the information held by several NGOs. This in turn will provide a solid basis on which to share knowledge.

OneWorld has produced the report ‘A distributed gateway: for knowledge sharing in civil society’
 which describes in technical terms how a common language could be used in an online context. Another approach that is included in the Open Knowledge Network
 proposal is to standardise the indexing of information in order to facilitate the effective exchange of information between widely distributed organisations. While there are a number of existing initiatives, such as the standard for exchanging newspaper articles, there are currently no standards for development issues and IFIs in particular.

XML (see the appendix for a definition) is a format that can be used to deliver this synchronisation. The result are ‘XML schemas’, an international standard that simply provides a list of terms used as placeholders for information. The terms that OneWorld drew on in their document have been put together by Bellanet, the European Association of Development and Training Institutes (EADI), OneWorld Europe and others and provide a good starting point. 

NGOs can have control over their information, arrange their websites and their internal processes as they please, but provide a common interface with the others. This provides access points to the rich seam of data that each organisation holds, and it is neither difficult nor very time consuming.

4.6.2 Other ways of sharing content

One way of minimising the duplication of information is to specialise in particular areas. If organisations store their information in a content management tool such as ActionApps, they are able to see other organisations' material without having to update it. At the same time, they maintain complete control over their own website. We strongly advise that any network of IFI-watchers work towards content sharing, thus putting into practice the common framework recommended above.

If organisations do not wish to be restricted to one particular content management tool or if they wish to display existing content of other organisations already contained within bespoke systems (e.g. OneWorld), they can use a simple content sharing process that has proved very flexible and powerful. 

News or information can be displayed on any website with links to more information. This is achieved through an agreement that an organisation with a large pool of data (e.g. IDS) will share this data with other organisations. The host organisation needs to present their data in XML-format. Any NGO that wishes to display the data on its website simply needs to incorporate a few lines of code. Once in place, headlines linking to the full story are displayed on the NGO's website. The data is automatically updated by the source, so organisations displaying it do not have any work with it. ELDIS is an example of a website which has just introduced such a service, including on World Bank and IMF issues
.

LabourStart
, described in more detail in the case studies in the appendix, provides data in this way to over 286 websites throughout the world and in multiple languages. In combination, IFI-watchers could produce a similar system. 
An alternative way to share content is to make an agreement with an organisation that is already pooling data and to share it out in this way. For example, moreover.com collects data on hundreds of different subjects and the content is hosted on thousands of different sites. They have a Society channel with sections on Charities, Women’s Rights, Human Rights and International Development
, the latter being particularly relevant to IFI-watchers. Even without formal agreements, it is possible to take more advantage of these. 

4.7 Why not build an IFI-portal?

Portals were highly valued applications during the dot com boom. However the attractiveness of portals has since faded because they have not been able to deliver the service they promised and have proven to be unsustainable. The appeal of the idea that most information concerning one issue can be accessed through one place is understandable. But running and maintaining a portal involves many difficulties, including high maintenance costs and the need for editorial staff. It also requires that all participants agree on a joint editorial strategy. At the moment an IFI-portal is an unrealistic goal for IFI-watchers. It would require long-term planning and commitment from the interested organisations and a substantial amount of funding. Those difficulties would remain even if a group of organisations could agree on one collective editorial approach. 

We would also like to point out that portals focusing on sustainable development already exist. Eldis and Oneworld include issues concerning World Bank and IMF. Considering the difficulties of portals mentioned above, it is not recommendable to duplicate such efforts. IFI-watchers should rather consult with the organisations running those portals to benefit from their experience and to explore possibilities of co-operation with them. 

A vision of the future

A possible scenario of how IFI watchers could collaborate

Looking a year or two ahead: Let’s imagine that by now IFI-watchers are more actively and inclusively sharing information and experiences. 

It started by several meetings of a core group of ten organisations from the South and the North, all of them working mostly or exclusively on IFI issues. At first, certain scepticism prevailed because previous collaborative projects had not always proven very successful. Moreover, the organisations involved had diverse backgrounds and aims. However, through the strong leadership and perseverance of a well-respected and trusted key organisation the early disagreements could be resolved. The group defined strategic long-term objectives while giving enough room for the diversity of opinions of all members of the alliance.

A formal virtual network was set-up, which allowed member organisations to share documents and to discuss issues using e-mail. Each member agreed to spend a minimum of 4 hours a week to contribute to the discussion, provide research and attend meetings. 

By bringing together such a diverse and well-connected group of people it was possible to raise initial funding to facilitate the set-up of the network as well as to work towards equal participation of Southern Partners.

Once the overall aims of the group had been defined, they set out to develop a coherent and scalable categorisation system. It was to be based on their experience rather than on the categories of the World Bank. During the consultancy and definition process, trust and confidence between the network partners grew. Finally, a set of basic common standards was agreed that would allow for more sophisticated information sharing.

The next step was to work on a system for more effective knowledge sharing. In order to start with a simple but very useful tool, a shared calendar of IFI related events and advocacy opportunities was developed. Each organisation was able to post relevant details to the main calendar, while customising a version of the calendar on their website to their specific needs. Over time NGOs that were not part of the initial network group started to display the calendar on their website and also contributed events.

The next big step was to create a news sharing system, which all partners could utilise without having to rebuild their website or loosing control of their material. Instead of having to deal with regular difficulties to update individual websites, the NGOs took great care to provide a system that allowed them to upload their latest research and news through a simple web interface. As a result, organisations that usually only updated their website irregularly started to become much more active in sharing their work. Members only had to create a 'window' space on their website that would display and give access to the shared resource. For the less web-experienced partners technical support was provided to implement the system. Partners could specify which information would be pulled out and displayed in the window on their website. It was agreed that the top part of the window would display information important to the individual organisation, while the bottom part would display the latest news from all other partners. 

After some time, the news system had become very popular and the material had grown to thousands of items, so that the group decided to enhance the system. It set up an editorial team to determine which news should be published in the shared part of the window. Third party organisations were encouraged to recreate the window showing the latest IFI watcher news on their website. A search box was added to the IFI news window, which allowed users to explore the whole archive. A link to the shared events calendar was added. Finally the network created a stand-alone website which would give more space to the information as well as incorporate additional material about the project. It also allowed users to access the shared material without having to go through the website of a member organisation. 

Finally, other IFI watchers joined the system, and the network was approached by organisations working on related issues such as trade, which were eager to recreate a similar system.

5 Thank you
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� � HYPERLINK "http://www.ethicalmedia.com" ��http://www.ethicalmedia.com� 


� For example: Center of Concern: Democratizing Reform of the Bretton Woods Institutions: Networking Priorities among NGO Activists and Scholars, Washington DC 1999. Fundacion Acceso: World Bank - CSO Communications Strategy Needs Assessment, Costa Rica October 1999. Matthew Martin: Challenges for Co-operation among Northern Stakeholders in Poverty Reduction, presentation to Swisscoalition seminar, 2001.


� Fundación Acceso outlines three stages of approproation of the Internet that apply to organsiations in the South, � HYPERLINK "http://www.acceso.or.cr/publica/challenges.shtml" ��http://www.acceso.or.cr/publica/challenges.shtml�


� All quotes are from this consultation, unless otherwise stated


� African Internet Connectivity � HYPERLINK "http://www3.sn.apc.org/africa/afrmain.htm" ��http://www3.sn.apc.org/africa/afrmain.htm�  


� List of African Internet Service Providers � HYPERLINK "http://www3.sn.apc.org/africa/af-isps.htm" ��http://www3.sn.apc.org/africa/af-isps.htm� 


� � HYPERLINK "http://www.focusweb.org/" ��http://www.focusweb.org/� 


� � HYPERLINK "http://www.knownet.org/" ��http://www.knownet.org/� 


� ICT enabled Knowledge Societies for Human Development � HYPERLINK "http://mail.bellanet.org/kmdir/upload/Heralding%20Barrierless%20Knowledge%20Societies.doc" ��http://mail.bellanet.org/kmdir/upload/Heralding%20Barrierless%20Knowledge%20Societies.doc� 


� � HYPERLINK "http://www.greengrants.org" ��www.greengrants.org� 


� Strategic Intentions, IISD, page 98.


� � HYPERLINK "http://www.onewolrd.net" ��http://www.onewolrd.net� 


� Michael Edwards and John Gaventa (editors): Global Citizen Action, p. 9


� Jan Aart Scholte in ibid. p. 102


� � HYPERLINK "http://www.debtchannel.org" ��http://www.debtchannel.org� 


� http://www.dotforce.org


� http://www.dgroups.org/groups/okn


� IISD: 'Strategic Intentions' http://www.iisd.org/networks/research.asp


� Strategic Intentions, p.9


� � HYPERLINK "http://www.bellanet.org/km/main/glossary.html" ��http://www.bellanet.org/km/main/glossary.html� 


� ibid


� � HYPERLINK "http://www.neweconomics.org" ��http://www.neweconomics.org� 


� Jennifer Chapman: What makes International Campaigns Effective? Lessons from India and Ghana. In Michael Edwards and John Gaventa: Global Citizen Action, p.263


� ibid ., p.264


� IISD: Strategic Intentions, p. 10 and 11


� Clark, Howard. Formal Knowledge Networks: A Study of Canadian Experience (Winnipeg: IISD, 1998), p. 9 http://www.iisd.org/pdf/fkn.pdf


� IISD: Strategic Intentions, p. 11


� ibid, p. 11 - 23, and Clark, Howard, as above, Internet address, p. 1/2. 


� Ibid, p. 2


� Ibid, p. 1-28;


� � HYPERLINK "http://www.sdcn.org/" ��http://www.sdcn.org/� 


� � HYPERLINK "http://sdgateway.net/" ��http://sdgateway.net/�


� � HYPERLINK http://www.sidint.org ��http://www.sidint.org� and � HYPERLINK http://www.mirror.tips.org/sid/enriss1.nsf ��http://www.mirror.tips.org/sid/enriss1.nsf�


� The original Jubilee 2000 website is not available anymore, the websites of the continuation of the debt campaign are � HYPERLINK "http://www.jubileeplus.org" ��http://www.jubileeplus.org�, � HYPERLINK "http://www.jubileedebtcampaign.org.uk/" ��http://www.jubileedebtcampaign.org.uk/�. For a list of related campaigns see � HYPERLINK "http://www.jubileeplus.org/action/othercampaigns.htm" ��http://www.jubileeplus.org/action/othercampaigns.htm� 


� � HYPERLINK "http://eadi.org/eland/" ��http://eadi.org/eland/�


� � HYPERLINK "http://www.techsoup.org" ��http://www.techsoup.org� 


� Design standards for low-end users exist, ie at: � HYPERLINK "http://www.w3.org/WAI/" ��http://www.w3.org/WAI/� and � HYPERLINK "http://www.useit.com/" ��http://www.useit.com/� 


� For an example see the Sustainability Webring at � HYPERLINK http://sdgateway.net/webring/ ��http://sdgateway.net/webring/� and � HYPERLINK http://www.webring.org/cgi-bin/webring?ring=sustainability ��http://www.webring.org/cgi-bin/webring?ring=sustainability�.


� � HYPERLINK "http://www.climateark.org" ��http://www.climateark.org� 


� � HYPERLINK "http://www.oneworld.net" ��http://www.oneworld.net� and �HYPERLINK "http://www.developmentgateway.org/aboutus/gateway_demo_6.pdf"��http://www.developmentgateway.org/aboutus/gateway_demo_6.pdf�


� � HYPERLINK "http://www.dgroups.org/groups/okn" �http://www.dgroups.org/groups/okn� 


� Case_study, Project_name, Reporting_organisation, Dates (starting and end dates), Sector , Country or_region, Narrative (abstract, full story, questions answered, evaluation), Keywords (describe content), Source


� � HYPERLINK "http://www.eldis.org/newsscript/select.htm" ��http://www.eldis.org/newsscript/select.htm� 


� � HYPERLINK "http://www.labourstart.org/" ��http://www.labourstart.org/� for the main website and � HYPERLINK "http://www.labourstart.org/lnw.shtml" ��http://www.labourstart.org/lnw.shtml� for an outline of how their technology works.


� � HYPERLINK "http://www.moreover.com/cgi-local/page?o=portal&c=International%20development%20news" ��http://www.moreover.com/cgi-local/page?o=portal&c=International%20development%20news� 
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