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I INTRODUCTION *

In this paper we shall delineate the process and problems of setting
up a network in educational policy and planning. To do so, and to high-
light the innovative features of our approach, which we believe to be
unique, we shall first survey the general context inluhich a network has
to cperate and then present properties thac we believe important or essen-
tial if the network is to have impact and be successful. Finally, we
shall summarize some recommendations that cun be made on the basis of our
analysis for the consideration of the members of this symposium and of the
Unesco secretariat.

hetworking is @ process of moving information whose time has come.
There are several reasons for this, all well-known, of which we can men-
tion three. First, the division of labor has created a great degree of
iso]ation among specialists.  Wrhatever the individual country or region,
field or topic, mechanisms that distribute information among those spe-
cialists are a necessity. Second, in the international context, geograph-
ical isolation, in addition to division of labor, between one expert
and another - what one of nur network members has called "the loneliness
of Lhe far-distant runrer" - ¢reates an additional reason for an effective
distribution mechanism. Third, and cross-cutting these two reasons, is
the fact that, when information does flow, it can flow inconsistently -
not arrive where needed - yet in such profusion when it does flow that
the reader is drowned in a sea of paper and rhetoric, unfocused and often

misleading. 1In many fields now, publications have been developed to

*T want to thank Professor Guy Benveniste of the University of California,
Berkeley, fur his ceminal contributions to the development of our networking
approach, and to thank him end Professor Isabel Pritchard of the University
of Texas, Austin, for constructive critiques of the first draft of this

paper.



;Juovnr and condense the w1de range of mater1a] available. A successful
I‘network has to connect iso]ated eyperts, offer a reliable flow of solid
v.1nfbrmation that real]y can be used and thereby create and maintain a
'»community of active part1c1pants.
Network development in the educatlon field up to the present time
| hasiessentially been Qeve1opmcnt of end-result systems. End-results
are the publications, papers, proceedings, findings, etc. of projects,
'programs;<experiments, etc. These end-result systems are almost always
Tibrary—based. Relatively recent innovations include development of
computer-based annotated storage/retrieval systems, extension to unpub-
lished as well as published work, alimination of duplication of holdings
in a group of libraries, etc. The library remains the maih'repositony
of information and users send their requests; via various media, to’the
point of storage and retrieve what is stored under thé terﬁs described.
For example, the International Buréau of Education runs an International
Educational Reporting Service (IERS) to supply information .on educational
innovations at a cost of $600,000 per annum. Its services are: a bi-
monthly newsletter alternating with a bi-monthly computer-based biblio-
graphy, a series of occasional short monographs and an answer service
for specific requests.

Brjgﬁ_&g,the end-result publication stage of research, implementa-

tion, training, etc. there exist a whole series of stages - from concep-

tion to pre-publication completion. Information about these various
sfageS‘is'rareJy, if wver, disseminated; if it is disseminated, it is
often merely in the forin of annouacéments.

To create @ comwun1ty among. re]atlvely isolated experts around the


http:range.of

world, it is essential to set end-result dissemination to one side, o
de-emphasize the creation of a repusitory, and focus 6n‘¢iﬁculéffhgéfnforgf
mation about the pre-publication stages we have mentioned.‘ Thé'c{r;
culated informatidn must be straightforward and freely availabie. A
newsletter run by a small secretariat is the best medium for this pur-
pose. We have developed in our Program a sinple modél in a limited

area of educational policy and planning for netwofking information in

this fashion. It can, we suggest. form an innovative center for a more

- far-reaching networking operation on the part of Unescu in education,

or, for that matter, in any other field.

Unesco is in a unique pnsition to develop such an approach to net-
working in an international context. Mo single national institution,
nation or block of nations can compete with a multilateral organization,
simply because of partisan considerations.

. In order to be successful, however, a Unesco networking system
will have to develop all or most of the properties we are going to des-
cribe. If this is not done, the quality of the networking operation
will suffer in varying degrees and network members around the world will
not be properly served. If this is done, our experience shows that the
approach is highly cost-effective in comparison with end-result systems.

Our own network, reaching at a minimum 1000 persons, costs about.
$20,000 per annum to run. It can be run in association with the tradi-
tional end-result network service (as we do as part of our $20,000% per
-annum budget), or separately if the latter service. is. being‘offeﬁed e
independently. It is also nighly flexible and can. be deve]oped 1n severalﬁ

d1rect1ons, some of which we shall address later in th1s paper

'*1hcsc figures do not include the cost of boouks.: purchased or the sa]a o,
- the librarian fcr other velated duties. If these are: 1nc1uded the budget‘

is raised to about $30,000.
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" As far as we know; this is the first presentation of this type of
Lanaijgjs;of'néthkk ébntéxt, properties and strategies for makimizing
 éf%et£f§éhéss3 At any rate, usable published literature has not come
‘to,dub'attentibn in the field of education. Therefore, it seems that
‘Wenﬁrevdealing with an innovatory approach to networking whose time

5has'come; Those who develop this approach will be in the vanguard.

II  NETHORK CONTEXT AND RETWORK PROPERTIES

1. Network Context

(a) International vs. national

Examination of national patterns of information flow reveals wide
divergences. National political systems, the organization of school and
university systems in the political contexts, the role of central and
decentralized hureaucracies in the running of public and private educa-
tional systems, the interaction of research, training and decision-making
processes, are some of the institutional variables to consider. The size,
population and stage of development of each country also have autonomous

roles to play.

In this paper, we confine ourselves to the international flow of

information in educational policy and planning by means of networking.

If is, we have found, possible to set up an international network that

has an interface with national systems but does not depend on them in a
'problematic way that demands country-by-country analysis. The idea of
creéting and maintaining a community of relatively-isolated experts re-
quires only that they be able to be active in the network; it makes no par-

- ticular demands about their institutional setting and political background,



except to ensure worldwide coverage and inclusion of variolis types -
of institutions.

(b) Potential membership

Who needs the network and who will contribute to it? The rE1ativé1yf5
isolated specinlists - researchers, trainers and teachers, policy-makér§¢f
decision-implementers - in the member countries of Unesco do have chaﬁhéjs3
| of information now. Journals, reports, conferences, organized and dis-
tributed by vericus institutions - governments, universities, privaté  :
foundations, international and regional organizations - provide this
service. But the channels are incomplete and in any case provide no
systemalic contemporaneous mechanism through which to express a community
of interest. This is true whatever the stage of development or whatever
the political system of a particular country.

Apart from this, the body of knowledge and beliefs in the field
changes rather rapidly, in both technical, strategic and political res-
pects. Educational systems and institutions themselves are subject to
sudden and deep changes and to moves made in the arena of international
power politics. Furthermore, talented individuals are in great demand
and can undergo rapid promotion and movement into and out of national
and international planning and research institutions, changing field if
necessary. We have experienced a turnover in our network of about 12%
per annum for all these reasons,* although there is also a constant core.
For such reasons a network cxhibiting continuity, regularity, dependa-
bility and, of course, circulatiig good quality material, is pecu]iakIy

appropriate.

AFigures used in this paper about our network's characteristics and effec-
tiveness. are based on the First forty percent of returns of a questionnaire
~sent in March, 1977 to all cur members. A full analysis of the fifty per-
cent finally returned will be available Auqust, 1977. ' '



ﬁofénﬁidI'méﬁbeﬁs who need and can contribute to the'network infor-

Lhatibn;flpw.are;fpf cdprse, in general terms, those engaged in research -
thearetical and practical - training, and implementation at policy,
:pianhing'énd project levels, in the field of knowledge/beliefs covered
by ﬁhé‘network. What this means in terms of individual countries varies

.gveatly, depending on the political and bureaucratic conditions, develop-
ment stage, size, and other variables mentioned above.  The point for the
international network specialist to grasp and implement is that there is
no prescription about how fo identify individuals and institutions a priori;
identification must be grounded in the realities of individual countries.
However, the individuals or institutions involved must be active in the
field for the duration of their membership and make way for others when
they cease their activity. This is, of course, a problematic matter and
will be discussed at greater length in a later section {(pp.18-20).

(cj Boundaries

What are the processes of producing usable information in a particu-
lar field? What in thuse processes should the network pick up and dis-
tribute? What shall the content or field be, in any case?

Irrespective of the content or field, a series of proucesses take
place which a network has to address. That is, new ideas are thought
out, new knowledge produced, new approaches suggested; older ideas,
knowledge and approaches are remembered, recalled, fuund more appropriate.
Ideas, knowledge and approaches come not only in the stereotyped pattern
of fallout from research but also from implementers, planners, people
on the interface of, in our case, teaching, who engage in the actual

activity and hopefu]]y still have some say about it - not just traditional



"teachers" but "students". From whatever soufces they bbme, ideas,
knowledge and approaches are tried oul and disseminated, evaluated,
put into more general use, found wanting, retired from service.

This whole complicated multi-dimensional and multi-directional
set of processes tends to be shaped in the modern world around research
activity and implementation activities and I think that a network has
to recognize this, 'while at the same time being open to all sources
without discrimination. “uch openness is particularly necessary because
of the proven tendency of universities in particular to be overinterested
in theory and of bureaucracies to be out of touch with grassroots needs.
Further, since recognitio:r nas to be given to the great variation in
member countries and their needs and ability to contribute, a single
modern research-implementation model ié far too narrow. In an interna-
tional network, a broad-banded conception of the processes going on and
the appropriate boundaries is necessary.

Picking up elements of tiiis process for transmission in the network
is not as complicated as this description may make it appear. For there
are "cutting points" at which formalization takes place and transmission
can occur. [ refer to such formalities as proposals, plans, reports
(interim, annual or finai), other documentation, reviews and eVa]uatipns.

In the traditional form, tﬁere can be a time lag of five to ten
years hetween first propousal and final publication of end results of the
experiance, as a book, article or other formal presentation. Presenta-
tion at a conference often cuts the time lag down but is shared only

by those with access ic the proccedings. The major purpose of our pro-

posed network must be tu capture and transmit information at the earlier



cdtting'QOin;s, including the proposal stage. This is the best way to

- resolve the.tensﬁoﬁ,between traditional research/planning-publication
Tags and the needs of relatively isolated individuals and institutions
in a fast changing situation, where so many resources ci. he saved and
so much greater effectiveness be achieved by sharing information at an
early stage. Thus, we propose not only to move back in time from sharing
formal publication (books, articles) to sharing less formal publication
(reports, papers, documentation) as does the International Bureau of
Education's IERS, but to continue back through the other stages, even to
the stage of formation and first stayes of ideas, projects and approaches,
at which cooperation, feedback and support can also take place.

e are suggesting, in a word, that an information network perform
a news function for members - spreading infurmation that it is important
for various reasons, for mcmbers to know about, at the time they need
to kinow about it - no later. Such an orientation quickly suggests a
format.

The focus is a newsletter and coverage ic given, at a minimum, to
(a) important activities in research, implementation and training at all
stages of the process; (b) controversies in the field about approaches,
ideas, methods, technology, politics, etc., with a view to throwing light
on them by airing them; (c) occasions, such as informal publication or
conferences, at which early dissemination takes place; and possibly (d)
end-vesults in the form of publications, etc.

In addition, and because of the different situations in which members
find themselves, the network can perform an assistance function, at the

level of information or personal support. This will be discussed at greater



léngth"subsequent1y‘(pp.23,)32-3).“

As far as content of the network is conCQrQan'it is, ofAébufsé,f
relatively independent of the networking needs dgrﬁved f?bmagehefal -
processes going on around the world, which are comparabie in wost fields
of endeavor. The focus of this symposium is on educational policy and.
‘planning. Where this is problematic is at the margin, vhere decisions
- have to be made on what to include and what to exclude. Such decisions
éke élso dependent on the amoun® of funding available for networking,
which may 1imit coverage, as well as on the internal bureaucratic divi-
sions of é‘g Hetworkinu instituiion. Our own netwerk is re]afively nar-
row in focus: by concentrating on finance, cost and efficiency-ef%ective-
ness issues without arbitrarily excluding others, it limits range and
focuses™on more technical and non-ideological issues. A networking effort
over the broad range will have to be seriously thought out from the points

of view of coverage, size of network, subdivisions and related complicating

variables.

L

2.~ Major Ketwork Properties

(a) People basae vs. information base

He have already contrasted end-result and work-in-precess networks as
if they were information-based. There is, however, a prior issue: shall

the system be prople-based or information-based? Simply put, the first

n . .. .
syston moves Lhe people who have or need kncwledge, while the second moves
vhe information itself.

There are several examples of penple-based, or at léast:péopleéfOcqsed

networks in our field. In ane perspective, teaching itself can be:seen as.

[



~1n-

a knouledge;netﬁorking activity, asval]yldirécféd5frpmftéacher_io students
but a!so“capable of heiny exchanged amﬁng G heidtive?y ¢q.1al membership.
Thus, the work of IIEP, which focuses un training, with research, backed
up by various forus of docurentation, including an IIEP-centered newsletter,
represents a netucrk of this type. More clearly networking activities
based on people are those of the technical expert, the consultani, the
Joint projeci or Lachnical cooperation, in which knowiedge is spread -
usuaily from one side on a tochnical basis and from the other side on the
basis of kaowledue of laca} cenditions - miinly by personal contacrs and
assistance, with documentary backup. The APCID network operating out of
UNESCO's Regional Office for Educetion in Asia i a ¢nod example of this,
veiny particularly .ensitive to considerations we shall exaﬁine throughout
this paper. The IMTEC/ILE netwsrk onevating out of Uslo, Norway is another
exampie well worth looking at. conferences. sesinars and other relatively
formal gatherings also represcnt a type of kuswiedge networking, in which
paople with semething row fv Say can prosont it peﬁsénally to'a'gathering
or audience for criticel examination and diccossion.
Since it i4 nuch mere cxpousive to move peeple than informaticn,

cost ceasiderations rcally militate 2gainst a people-based network which
has comprehensiva spread and nenera® availability. The activities of
I1EP, in face of the woirid-wide aevand, are constrained to a wary great
extent: indeed. The activilios of technicsi missions, exparts, stc. are
impor tant en accacion, but similariy constryined. Cnnfércnces are help-
ful Lit expensive toc.  Althougt, traininy, consultation and conferences
have # place, budgetary restrictions and considerations of cost-¢f fuctive-

ness are very tikely to demand én inforvaticn-based netwnr:, in which

R ran
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the infor:ation, rather than the people, is moved to the place it iﬁ
néeded. | o

Such a network is appropriate, under present historical circumstdﬁCEs;
for additionz1 reasons. Many countries have reached or are reaching a-
position in whicin they have experts who can hold thejr own with experts
from other countries. Their nead, therefore, is for information about
nzv develuizents rathor than for direct assistance. Unesco membership
refiects g eat variacion in this respert, but an information network
available to all moshers needs to recognize this fact, uniess a policy
decision 15 made to divice weabership co the basis of such differences.

“e have fornd it unnecessary to do so.  However, as we shall suggest later
(p.23Y, there is 2 plece for various secondary person-based retwork acti-
vities, perticularly in tie forw of consultation services.

In the Yimited writing on notworking, we have found it is frequently
assaried that people-hased netwirking activities are the only worthwhile
anes. There are fwo main lines of argument put forward. The first is
that communicetion only works, or works best, when it is direct, espacially
¢ace-in-Fuce:  Lhese are *h» conditicns under vhich interchange of ideac
=yn realiy tabe place. The scoond is that information-pased systems do
not woi k becanse pieople do not read what they do not solicit: they are

gverahelmed with information. and find i difficult or impossible to wade
through it.

Cicarly, if the relatively low cost of an information-hased network
¢ to. be made effective, it must he qiven as wany properties associated
'ufthnggggﬁgyggngj_relationships as pussible. In particular, it should

pe made to connect individuxls 1cuner than institutions, and-it shgu]d‘



be jgfg[@gl and decentralized. 1t should offer status, colleagueship,
a sehsit1Vf secretariat that provides personal support and encouragement,
as well as ease ¢f cortact and valuable information. We shall discuss
thése properties next.

let us anticipate, however, some of Lhe details of Part IlI of this
paper hy briefly indicating how we have met the objections raised against
intormetion-based networks. Two specific strategies can be mentioned, based
on the properiies sot out above. First, to get people to pay attention
to what they do not solicit, we have adopted the panel model for netwurk-
ing. That is, rather than sending cut information somewhat blindly to
any and all people whosz names we come across, we deliberately restrict
our networking activities, at the chosen level, to a specially-invited
panel of experts, all of whon must be active in the field. The simple
cht that as many as ore half of our mzmbership voluntarily contributed
to our evaluation questionnaire and were unanimously in favor of the net-
work is testvimony to its ijmpacl: such a return rate is exceptionally
igh and such unambiguous support is unusual.

Uur second strateqy ic to make it as easy as possible for members
to get in direct contact with each other, thereby avoiding the constraints
of centralization. Specifically, we insist on sending with each news-
letter a current, updated list of wambers with their addresses and we
give with cvery piece of information in the newsletter the source from
which further information can be obtained. Our evaluation gives evidence
Qf ectensive further conticl between members., Not only does each member
regularly read the newsletter, but almost three fifths have made indepen-
dent. contact with one or more other members after reading an item in one

of our first six newsletters and over halt of these have continued with
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further contacts. Without knowledge of the whereabouts: of members, such
crucial decentralized network contacts cannot take place.

(b) Informality vs. formality

The present system of reseacch/implementation and publication stands
as the currcnt formal system for spreading information. Conferences pro-
vide formality too. less furmal are papers, reports, seminars, symposia
and some newsletters. Potential members are used to these formalities and
there are routina ways of preparing for them and standard ways of distri-
buting them. Libraries are their repositories: books, articles, papers,
proceedings. etc. are the main media. Both universities, policy-based institu-
tions and governments have developed formal systems for their collection
and dissemination.

Connected with the iscue of the time-lag between initiation and pub-
lication of an activity, mentioned earlier, which demands a service in
torms of a news-oriented information medium, is the issue of the degree
of formality such a medium chould take on. If our claim for the necessity
of giving the networking activity the properties of interpersonal rela-
tionchips is accepted, it follows that the approach should be as informal
as possible under the circumslances Whether or not members accept a
formal invitation, informality in communication, format, presentation,
printing, etc. must be afmpd for, so long as the demands of clarity ere
met. The secretariat must take responsibility for encourgaging and giving
positive feedback to the membersiip, above and beyond ensuring that the
content of the information collected is of a high standuvrd.

Informality must be accomodated to clarity. The sheer quantity and
rheteric found in publications and conferences, as already mentioned,

plus the associaied rituals, cause the hard-pressed worker, in whatever
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céﬁq¢jty, to ldhg'for an informal, nonest and straightforward flow of
information about what is going on in the Field.

‘Ketwork morale always remains an issue for people who hardly know

~each other.. This is one of several reasons for making personal contact
a suppdrting part of the network, as we indicate later (p.30).

institutions

(c) Individuals vs.

For the reasons given above, it is much better to construct a network
of individuals than one of institutions. The Tatter type of network is
appropriate for communicating information of the formal system, such as
Tibrary accessions 1ists, computer-based intformation systems, conference
proceedings, etc. But, for the reasons set out, such formal networks
simply do not have the power and immediacy of personal networks in which
formalities are cut through and information is shared as news hy people
who can both contribute and respond.

If it is not possible to construct an individual basis for membership,
it is essential that institutional members nominate an individual active
in the field to courdinate information flow from the institution to the
netvork and to spread to relevant individuals in the institution information
from the network. [n our network, which is entirely inter-individual
{although members can always send materials received to their library),
we have found ithat about two Fifths do not share their newsletters with
anyone; but that the readarship for the three fifths who pass their copy
around o colleigues, etc. is about 5.75 persons per copy per issue -
excremely high ¥or such a publication. In our core network of 200 persons,
then, there is a known rcadership of some 800 persons, prior to any li-

brary availability. Some of our members, therefore, are in fact acting
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as coordinators in their institutions, usually on an inforual basis,
Such coordination, in turn, means greatly raduced costs for the network
in printing, in distribution and in the effort to seek out information

from a network of effectively quadruple size.

When a network receives and distributes information, while-waking it
difficult or impossible tor thosa sending and receiving the information to
conmunicate with each other, it necessarily centralizes Lhe networking
system. MWe recommend against such a system. Apart from gratuitously
increasing the power of central bureaucrats through control of the informa-
tion, such centralization mcresses formalization and counteracts the
interpersonal thrust. In effact, the net achievid is one of a wheel with
spokes and no rim rather than a true network whose conneciions are made
across the web as well as through the center. The former system is appro-
priate when a newsletter is hasically giving information about the issuing
institution, as does UIEP's Bulletin. But, in a network such as ours,
every member is offering information to every other potentially interested
member. In & context in which the essential purpose is to maximize the
free flow of information among the membership, every means available must
be used. Independent contacts between members are an essential element.
Network morale depends on an information flow encouraged, put out and
shareq in a collective enterprise, just as it does in face to face con-
tacts between coileagues. Such a collective enterprise, being unusual
or absent in the normal forinal publication system, is scmething that has
to be continually cherished and buttressed.  Since members aré not used

" to the idea of sharinyg current information as news routinely and informally



thfbﬂgh'a'paper network, everytininy must be done to show them that it
1sAQOEthwtheir time. and effort to do so. Thus, the organizing institu-
tion should be more secretariat than editorial board, more a booster
of murale than severe judye of contributions made, and certainly nore
a facilitator than a repository nf information. If the network members
are pre-screened, problems of quality do not loom too large; those that

do.can be dealt with, as we shall show later (pp.18-20, 25).

[11 PROCESS AND PROBLEMS OF SETTING UP A HETHORK

Let us now present an analytic description of the process and
problems of setting up an international network. To do this, we shall
draw on our experiences in s2tbing up and running such a network, based
in the School of Fducation at the University of California, Berkeley,
and funded by the United States Goverpment's Department of State, in the
field of educational costs, finance, etfficiency and planning. Our net-
work offers a simple nmodel, both overall and with respect to its main
innovatory features, mainly because of budgetary restrictions. Uith a
larger budget available, a wuch broacir range of services could usefully
be built up as we shall describe more systematically in the last section
(pp.31-4). Organizationally, we sece these as subsidiary services that may
already be in existence or that could be performed by other divisions of
the networking institution.

We offer a newsletter, focused on work in progress, which is shared
by a core group of some 200 cxperts in the field, and a library accessions
list/bibliographic service distrituted te a larger group of some 300
interested individuals and institutions; we alsn distribute ovr Program's

publications and receive and wnk aith visiting experts. The budget
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devoted to the first two activities (some $20,000 - $30,000 per annum*)
represents about 10-15% of our total Program budget. '

Our experiences can ba generalized in terms of issues and problems
that any network organizer can expect to encounter and we can suggest
strategies for attaining success. The.first part of this paper has al-
ready delineated the properties needed to maximize the quality of member-
ship, 1nfomnatjon and secretariat. Members must be found and motivated to
contribute information; the information must be of high quality; the
secretariat must circulate information in a reliable, timely, clear
and attractively-presented fashion, thereby demonstrating to the
relatively isolated network memvers that a really useful service is
being performed that can lead to new linkayes between members on the
basis of common interests and projects.

We propose to review in more detail issues to be considered and
problems often encountered in (a) recruiting members, (b) developing
coverage, (c) determining media and transmission, and (d) coordinating
the network and maintaining network morale. Our focus is upon the parti-
cular, innovative service we otfer, namely the newsletter service. But,
we believe, considerations that apply to it also apply to other possible
services, including traditional ones. For example, our librarian, Ron
Heckart, now regularly includes in the library accessions list a companion
list of names and addresses of the publishers of every accession received.
Here, again, is a simple and inexpensive device for putting interested
members of our broader network in direct contact with the source of infor-
mation. More generally, attention to network properties, strategies, tac-

tics, issues and problems presented here will be highly suggestive for a

*See note, p.J3.
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more complex effort.

1. Recruiting members

By adoption of the panel method of recruiting (p.12), certain
conditions are set up that will enhance success. The invitation to a
panel of experts, especially when offered by an independently presti-
gious institution, confers a status on the membership that no general
circulation centralized network con confer. Such an inviiation provides
a mechanism, beyond the mere need to share information, for involving
good contributers on a regular busis. The need to receive information
-1s usually felt more strongly than the need to send it out. The inertia
in this respect has to be overcome by as many incentives as possible.

One other possible incentive is an honorarium for some or all items
submitted that are included in a newsletter or otherwise used. Such a
financial incentive for our international network was rejected by us for
budgetary and administrative reasons, but it is a viable option if the
secretariat's institution is able to organize it. In the absence of fi-
nancial incentive, status and the basic need to share information informally
about work and projects in progress wust form the underpinning of network
activities. We have found that these are sufficient.

If a panel method of recruitment is adopted, the issue of invitation
procedures is a delicate one. Who shall be and who shall not be invited?
Once the field of content coverage of the network is defined, the task is
relatively easy. In our case, we began by inviting all individuals to
our neﬁwork who had a known capacity and were currently workihg in the
vfie]d. In a standard letter of introduction, we explained our affiliation,

our purposes in networking and offered both an invitation, a request for
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a curriculum vitae, and a request for the submission of further names for
consideration. Once heyond the circle of well-known persons, we modified
the letter to indicate that the person's name had been suggested and that
we would like to invite that person provided that (s)he was currently
working in the field.

In order to develop the broad-banded network envisayed, we wanted
(a) to make room for both the well-known people and the newer entrants in
the field, (b) to maintain a halance between universities, governments,
international/regional organizations and private foundations, and (c)
to achieve as broad a gecgraphical spread as possible, given such con-
straints as the national location of the secretariat (USA) and the source
of funding (USAID). These guals started to direct and eventually dictate
choices about individuals to invite. A further constraint was an upper
1jmit of some 200 persons, for reasons of budget and maintenance of mem-
bership status. It became, on occasion, necessary to tollow up an initial
invitation with a further special invitation, either to those well-known,
those in key positions or those in countries with null or poor representa-
tion.*

The difficulties encountered in such an approach are relatively few,
provided that the secretariat makes it its business to get to know the
international map of educational policy and planning endeavors and the
important individuals in the field. Some individuals will suggest names
of their personal friends and their colleagues. To counteract this, as
well as for budget reasons, it is important to insist and explain that

almost no institution needs more than one or two individuals to represent

*e presently have 207 members in about 60 countries and about 15 inter-
national and regional oryanizations.




it and act as coordinator(s). The important strategic issue is to ensure
'ﬁhatzohly active individuals are included by making it very clear that
‘only such individuals should be nominated.

It does occur, however, that inappropriate individuals may nevertheless
become members. To deal both with this problem and the separate issue of
relatively rapid movement into and out of activity in the field, we have
developed the following approach. Insofar as a member is inactive over
a year's (or other derined) period, in every way, or even through failure
to contribute to the newsletter, we send a letter pointing out that the
basis of membership is active contribution, enquiring whether the person
is still active, and saying that the person will not be continued after
a certain date unless (s)he contacts us, hopefully with a contribution.
So, apart from the initial screening mechanism, which does fail from
time to time, and because of the turnover of membership, a second-stage
screening mechanism is necessary. As a consequence of this, continuous
recruitment is necessary, both of new individuals in new institutions
and countries as they are discovered or develop capacities in the field,
and to replace lapsed wembers. Whereas others may measure success hy
expansion of the network, we measure it by the quality of its interchange.
To maximize this, our sources of information must be active and good and
motivated to contribute; for this, continuous recruitment is necessary.
There does exist, however, a reliable core of members with a longer-term
involvement in the field. Apart from a 24% turnover in 2 years, our
remaining members have been in their current affiliation on average for
about six years (including some long-serving academics).

A set of related problems derives from the political image of the

sponsoring institution of the network. In the case of our own neiwork,



a university base is, as such, an asset. But we have found that uur
unilateral sponsorship - in contrast to the multilateral sponsorship
of Unesco - has caused us to fail to recruil, or recruit incompletely,
members from particular countries or with certain political viewpoints,
mainly because they do not wish any assnciation on principle. It is
political imagery which is at work here, because our sponsoring insti-
tutions have left us scrupulously alone to pursue an editorial policy
of our choice.

The best policy, for ihis and other recsons alrceady wentioned, for
any organization is tu mazimize the flow ot information, debate and con-
troversy through the available media. In setting up a network with an
information funciicn, one must be scon, 45 nuch as possible, by potential
and actual members to have nu particular political biases and no interest,
cither, in controlling the flow of Lhat information, for bureaucratic or
0£her reasons. Thus, available and submitted information determines, to
the greatest cxtent possible, what is circulated in the newsletter; and

thereby flow is maximized.

2. Developing coverage

Our owi newsletter, linking some 200 individuals in a relatively
limited field in education, has experienced a steady flow of valuable
information. Ctight newsletters so far published, at about 106 pages each
and on a quarterly basis, have, apait from other types of information,
presented over 120 projects and programs in the field at various stages
of their developwent.

Although the majority of contributions have been made on the sole

initiative of the person sutmitting the intormation, under certain cir-



cunstances we have soliciled information. [The main occasions for doing
so are a) when it is important to encourage the less self-confident wiio
are doing good work; b) when busy and influential people in the field,
who in many ways do not need the network because they are in pbsitions
viliere they have all they need, are encouraged to contribute; c) when
there are issues that tend to be neglected and individuals working on
the issues need to be solicited to send in information or present a
point of view for debate. Generally speaking, however, those engaged
in projects find it relatively easy to send in summary information on

work in progress.
The focus on work in progress means presentation, on the one hand,
of information to other members and. on the other, of positions or points
)f view about controversial issues. The former, being straightforward
and factual, naturally arrive in a copious flow; the latter mus!, on the
whole, be solicited and may particularly be worth offering an honorarium
for. They entail much more vork and do not get the kind of feedback that
the discovery of a number of others working on or interested in the same
problem can yenerate. Lkven so, a point of view section should be encouraged:
an important characteristic of a rapidly-changing field is its controversies
and, to the extent pussible in an informal print medium, they should be
aired. No doubt, symposia, with proceedings, are better for this purpose,
and thus should be considered as an auxiliary network service, if a budget
can be made available.

Whereas the core of the newsletter is work in progress - of whatever
kind - for the central purposc of making news about such work as immediately

available as possible and thereby creating a community of interest that

bypasses rigicdities of timc-lag and formal presentation, attention must
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also be paid to work about to be fermulated and, of course, to dissemina-
tion of work in advance of full or formal publication.

With respect to formulation, we have tried to develop a "Request
for Assistance" section, bhut it has heen relatively unsuccessful. Haturally,
individuals must feel somewhat reticent about sharing their doubts and
formative ideas through the wedium of print. Consequently, it seems worth
developing a less public system, through the secretariat, in which ideas
and problems are sent in on a private basis. The secreteriat then makes
discreet enquiries of cxperts or likely collaborators, or itself runs a
wore formal consultation service as a separate entity. Models for this
already exist and experience is available for constructing such a service.
Here, the information sharing servine chades into a personal assistance
service, which it may be merve appropriate to centralize than to keep de-
cgntra]ized by weans of o« sisple notice in the newsietler.

Dicsenination of work, in advance of end-result publication, can be
achieved in several ways. One of these is by offering a comprehensive
about them, and, if apprepriate, some cummary of work presented. Usually
confarcnces are known to liwited circles and their proceedings have Timited
circulation. A newsletter can provide valushle services, not only by
announcing but by casting a criticel eye on such events.

Interestingly, we have experienced qreat difficulty in developing
regular channels for geiting news of confecenues, die attribute this
partly to the very fact of owr intarmelity, but, more importantly, to the
fact that no qeneral sysbowm for sctting up conferences exists so that they
happen on a refatively raphazard basis. Uhereas individuals have an in-

centive to tell us aboul Lieir wman or colleaques' work, they have little
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incentive to tell bs about conferentes, ereupt in the unlikely_event
that they are the organizers. 1t ay be that Unesco is in a beétter pesi-
tion to provide such a service.

A second way to get acecess o disscaination of work is to develop
a section for announcenents. This sectien centains cveryihing that does
not fit elscuhere and ol ten qives information aboul disseminelion stages:
network mombars wish o pablicise Lhedr wak,

Prabably the post useial way o cover dissomination, apart ‘ron the
end-result library accessiens ifist, i3 o Lavelop o soction in the newsietter
for follow un un projects eiresdv prisemio? o an cerlier sto0e¢, He sre

doing this now by reguesting feiton o infurcotion ¢ the time of the
iast stages of o project already presentad, sonding a personigl letler if
NeCssery.

‘ Dtheir nousleiters we Bave seen Losd Lo Togus on the activities of
individuals, chronicling their rise, Lransfoers and publications. He hLave
chosen nol to present wuch saterial, firet tecenst of space limitations,

second hucause it is surely th substantive inforeation that is of prior
importance.  In fucl, we hgve discadrren My there i3 really no demand
from our nombers for & womber:hip rocter, which Vuriner coafirms our
-editorial posilion,

Bocause e have chusen o decentralized or colloclive approeach to
networking infermaticn, owr newslettor decs aol give & lot of saterial
obout ovr oun instituiion or olwat what we think it daportant for our

~readers o thine or dn, ou rmany 0N ke beiters chopse e do.  Beside
frecing cormunication clannels by Miophing ¢ nun-eiitist, coilegiad

position, the butlget oreded fer e secrediat is considerebly cedutod

Sbecause 0o citort §s pel iy gwssing and Coatrelling infuruetion,
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On the other hand, because of the screening process for merb2rship,
w2 have had relatively few problems witn quality. Only one or two out
of scue two hundres contributions have been rejected; several have been
ismproved by requests Yor further information: some have been severely
edited; Lul must have arrived in usable form, except that a number have
required translation, ihe oditor's work load, then, is considerably
reduced in corparison with the typical news-gathering operation. [t is
thoroughaoing  only in tie ce.es where contributions have to be solicited
ang material received pul into tie normal neysletter rormat.
it is dmportant e repeat bere that the ectwork covarage, and speci-
fically nowsictior organizariun, are relotively irdenendent of the actual
covered.  An anaiylic description such an he one above could he applied

to wany fields o1 inescoe's emdeavars,

3. Cetermining media_and transmission

Hedia and transmission, with particular reference to presentation,
language, desiye, clarity, layout, size, frequency and soeed of distri-
bution, should e deterined in iread outline in the carly stages. A
broad-banded group <cattered around the world requires at its core, we
believe, the most widely-avaitable wediuw - print - and the most widely-
available distribution systes - the postel ervice.  Print provides @
wide range of torats, from the {0l Lo indormal, the Jatter being
lowest ia cost. [The interpational postal scrvice provides, uhatever its
fagits, o comparatively whoap and reliable distribution system, especially

when atr mail is used.  Thit ineovetive nelworking activity we have des-



crited demands, as a central focus, « newsleiter, backed up by individual
correspondence and supplemented, on the onc kand, by a more formal end-
result library-based network and, on the other hand, by various forms of
personal contact, such as conferences, expert consultation etc.

AN printed materials must have maximm larity- in order to be
informative, so great attention needs to Le yiven to design, Tayout,
presentation, language and size. Because of budgetary constraints,
we have been torced to puklish a single- lanyuaye Cnglish edition - a
severe constraint in the international context. Unesco should ceriainiy
receive communications and publish in as many lanuueqes as possible.

This will permit a relaration from our cwn rathier austere single-language
format. Graphic desiuners tamiliav with cultwal differences should be
consulted in order Lo assure atiractiveness of preseintation without

loss of Jlarity and simplicity. Horeal jowrsalistic rules about iead-
Tining, paragraphing, subparaqraphing, ctc. should bhe employed to maximise
readahility.

A standard format tor presentation of projects, programs, follow-up,
etc., assiste contributurs and readers alike, if sectioned and broken up
on ihe page for ease of reading. Cur oun nefwork evaluation has Brought
out that alwost two thirds of our members first skim the newsletter and
then settle down to items of particular interest; about one Fifth rvoad
the whole neuslotter quickly: the rest cead it ali carefully. Thet is,
not only does an apparently homogencous group have divergent interests
in reading the material but, for the majority, time-saving design features
are extremely important. [t is also iwportont to offer more than an an-

notated reference: there should be crough information about cirganizatior,



theory, level of effort, methods, dates, ctc. (as appropriate) to allow
readers to assess worthwhileness of further contact without the extra

effort usually required when news items are short. Finally, of course,

the name and address of a persen to contact must be included. In all

this, the guiding principle is to increase information flow by maximising
clarity, readability and easc cf contact. The same principles apply to
end-result formal networking activities, where formats are more standardized
already and there is therefore better understanding of how to use the medium.

Size and frequency of, in our case, the printed newsletter are
also related to readers' needs. Size, i.e., length, has to be tailored
to what a busy person can reasonably deal with in a short time. Scme
flexibility in length is possible, But if flow is incredsing, unless somo
items are reduced or droppeu, frequency will have to be increased. From
the editorial side, reqularity of frequency is essential to demonstrate
that the newsletter is rcliable. Decadlines for each issue should also be
established to stress the time-value of the information.

In order to produce the newsletter quickly, we use an IBH Mag Card/A
typewriter, which allows easy cditing. Editing can also be done with sowe
computer prograuming systems vith visual display and this can be convenient
if the editor is travelling and has access to a terminal.

Printing is done on regular stock by offset or another cheap printiig
method. Here 2gain, because informaiity - working information - is being
emphasized, there is no need for high-quality print on heavy stock wi th
a glossy look.

Both because of weaknesses in the international postal syStém'and

in oider to deliver the inforwaticn in.a timely fashion, we haveé chosen
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to use air mail for our newsletter and surface mail for our Tibrary acces-
sions Tist. We find that 7 out of 10 of uur overseas members consider

air mail essential. We have experienced few problems with air mail dis-
tribution: only 3 1/2% of our membership have failed to receive all issues
sent out so far. Surface mail distribution, howeVep, has generated several

complaints and we would 1ike to abandon it in the case of certain regions.

4. Coordinating the Network

It is Tikely that Unesco already has access to a large pool of nanes
of institutions and individuals. Applying the same logic of membership
recruitment as ourselves, the process to be followed will be different
from our own. It is more likely to be one of deciding criteria for exclu-
sion or inclusion in networking activities than one of simply reaching out.
The existence of a pool of names, however, means that news trensmission
activities can be started up fairly quickly, once criteria for inclusion
are established and active individuals are contacted.

The size of the secretariat set up for this networking system naturally
depends on the couplexity and diversity of services offered, areas covered
and levels of experts addres<ed. However, Journalistic experience is
certainly nended to set up a system that will avoid the less attractive
features of publications associated with bureaucracies. Expertise is also
needed tec organize the production-distribution process in a timely fashion,
The secretariat must aiso have tne capacity to develop and maintain
individual contacts in writing, whether or not personal visits are in-
cludéd in the budget. It may also prove attractive, in a larger system,

to eniploy rggional information collection/dissemination editors or



coordinators in order to increase the comprehensiveness of the news ser-
vice. Such individuals must be both active in the field and in a particu-
larly good position to find out about work in process in the region and
transmit it, and to discover new active members for the network.

Since Unesco covers the whole field of educational policy and planning,
it may prove appropriate to expand networking activities, and thus the
secretariat, by developing sub-networks. UDifferent content/topic areas
do demand differences of emphasis in networking approach. For example, our
own content area - educational finance and planning - is an established
area with a typically system-wide application, Non-formal cducation or
educational technology, by contrast, are relalively new content areas
and basic information may need to be circulated, in the first instance,
from a central repusitory, while parti ular projects may be much more
Tocalized and decentralized. Thus a broader rctwork may ve required
under these circumstances with many wore cases of practical application
offered.

Apart from this content/topic variation, the continual arrival of
newcomers into the field may sugeesi, beyond the necessity for training
schemes, the development of basic information services. These imply a
central repository and some already exist. They would constitute a se-
parate network service for a particular audience - new members rather than
old colleagues.

The development of such services, apart from a core service of news
dissemination, is a matter for discussion. Great flexibility exists in
the size and application of networking activity. The budget can range

from; at the sitiplest level, $20,000 in several million dollars.
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Whatever the level of complexity, however, the challenge for the

secrétariat in a paper-based network is that of maintaining morale,

that is, of making the members feel the service is worth their while
contributing to, so that the information circulates and contacts are
made and cemented. Support by means of personal letters of thanks, en-
couragement and enquiry must be continually offered to as many members
as possible. It is extremely valuable for the secretariat to travel and
visit, as well as receive visitors, in order to make personal ties. It
vould surely he useful, although expensive, to put on conferences from
time to time, although it might be a delicate matter to limit invitations.
Apart from these forms of personal contact, a ygeneral atmosphere of inter-
est, respect and concern must be shown Lo exist on the part of the secre-
tariat, as well as efficiency and effectiveness in getting information out.

One important aspect of maintaining morale is the sensitive matter of
removing those who are no longer active in the field. In constrast to
those projects which measure effectiveness Ly mere expansion of the not-
work, irrespective of the dilution of participation inherent in such ex-
pansion, we have chosen to maintain our network at a certain size by re-
moving those not contributing and replacing them with those who can
contribute, as explained above (pp. 19-20). By publishing a regular membership
Tist, we demonstrate to our network that quality is being maintained: only
the active experts are included.

Good network morale, in summary, is really the product of a system
devised to include as mny as pussible of the properties and strategies
suggested above. We have, by our own efforts, demonstrated that, with

great cost-effectiveness, network morale can be very high., Yith greater
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resources and with the assistance of experiences like our own, Unesco

can build even greater satisfaction,

IV LINES OF DEVELOPMENT OF NETWORKING BY UNESCO

Several suggestions are scattered through this paper concerning
development of networking by Unesco. Let us attempt a summary here,
while recognizing that, in the final analysis, great attention has to be
paid to the needs and requirements of member countries, availability of
networking services from other divisions of Unesco and budget considerations.

We are arguing that a key innovative area for networking activities
is that of work in progress and we have delineated the properties that
have made our own network of maximum uscfulness to our members - panel
membership, individual basis, informality, decentralization, etc. Even
if these properties cannot be achieved in themselves, they should be accom-
odated as far as possible in a more formal structure. If a networking
operation is to be developed in the end-result area as well, such proper-
ties will also be extremely helpful in maximizing true participation.

In any case, given the flood of information and rhetoric normally
available, direct and honest presentation of real information, transmitted
in a timely fashion, will independently make networking activities valuable
to members. Isolation and specialization both require a service of straight-
forward information.

Budget considerations recommended, as a core, a print-based mail-
distributed network, demonstrating, however, as many inter-personal
collegial properties as possihle. Such a'ndtwork can be articulated

into a complex of scveral print-based seivices and cdh be expanded into
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a number of people-based services as well. |

Some candidates for expansion include: a) various sub-fields
in educational policy and planning that may prove to have different
informational and membership requirements (see p.29), b) changes in
Unesco policy towards member countries that may suggest a shift in
emphasis or direction in the field, c) developments in the field that
may require new information-sharing networks, d) developments, in either
Unesco policy or the field, that may require closing down or redeveloping
and redirecting then-existing network activity. Thus the complexity or
variety of the knowledge to be communicated may prove to require a complex
organization and distribution system. This system will have to be flexible
enough in the 1ight of changes in the future to permit dropping some
networking activities and developing others, in somewhat the same way
as the membership itself will change.

People-based services, that could be organized by the secretariat,
already have a model in fhe expert-consultant or advisor roles developed
in an international context. Such roles are relatively well understood
and have been written about. The focus of people-based networking needs
to be, on the one hand, on the formulation stage of projects - research,
implementation or training - in which diplomacy and personal contact are
particularly appropriate and, on the other hand, on the more ceremonial
occasions, such as conferences, at which colleagues gather to share con-
troversies, conclusions and results, Wherecas conferences have known or-
ganizational problems, careful attention does need to be paid to the possi-
bilities for formulation-stage services. The availability of such services

has to be uiade khbwn; but the initiative has basically to come from those
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who will receive the expert advice if the scervice is to be effective.

In addition, given the continual development of countries and the
continual arrival of new members into a network, there is always a demand
for another type of service, that of provision of more basic information
and assistance. Clearly, this is a point where end-result print-based
networks have an iuportant role to play as well, whether as a simple bib-
liographic service or a more sophisticated computer-assisted annotated
bibliographic service. However, it has been precisely in the operation
of such services that inter-personal contact has been particularly recom-
mended in the literature: the bibliographic service is particularly im-
personal.

Finally, there is no doubt but tha£ the reception of visitors by
the secretariat and, mwore effectively, strategic visits by it to the
individual members or to gatherings such as confercnces buttresses the
network in a way no paper-based communication can. Such contacts,
therefore, should be an integral part of the network or networks developed
in educational policy and planning.

It will have been noticed that most of our suggestions and warnings
about developing a network are relatively independent of the subject-matter
covered. This, then, suggests a concluding thought: the development
of a network with innovative features in educational policy and planning
entails the development of a model that could probably be applied in any
other field or sub-field of Unesco's activities. A network organizer
would, therefore, be in a position to advise other divisions of Unesco
on settirng up and developing their own networks.

ilhether or hot this is done, it is certainly truc that the cost-
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. effé¢tﬁyene$s of organizing netviorking activity along the lines we have
described is so self-evident and the need for such services so well
demonstrated that every entry by Unesco, on a systematic basis, into

such activity and services cannot but improve greatly educational policy

and planning efforts around the world.

- END -



