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1- MANAGER SUMMARY



The creation of an Efficient Multilingual Electronic Conferencing (EMEC) Service will allow the adaptation to the evolution of the Internet of existing regional or thematic e.conf. This task, which will be conducted within the framework of a specific EMEC methodology, opens the room for the use of new electronic conferences and related services as a professional tool for NGOs. 



The project considers a two-step approach: 

a pilot phase, which requires funding, 

a subsequent self-sustained phase where services will be sold.



The pilot phase of the project will be conducted with a Caribbean focus and hold a set of secondary objectives specific to that region. This one year duration phase targets, through the use of existing FUNREDES and ENDA CARIBE e.conf, to benchmark the EMEC methodology in the field, while participating to the enhancement of  electronic communication within the Caribbean, as a mean to push forward the regional integration and sustainable development for NGOs. 



Most of the non (or slightly) moderated e.conf which have been successful in the previous stage of the Internet (90’s) are now suffering from similar unwanted symptoms, consequences of the exponential growth of the number of users and of the decrease of the average level of user education and knowledge of “netiquette”. All these elements together lead to information overload and loose of focus and are representing a situation which deserves attention and appropriate solutions.



An appropriate methodology is required to bring practical and effective solutions to that situation, without loosing the criteria of openness and freedom of expression which prevails in the Net. The main ingredients of the proposed EMEC methodology are two-fold:



1) devices to allow better e.conf focusing and information overload management



2) devices which act as enablers and wideners for community communication.



The two ingredients will be combined in different proportions depending of the objectives of  each e.conf, so that to offer a balanced solution.



The systematic moderation and animation, the posting of structured abstracts compatible with documentation standards, the organized archiving  of the postings for easy and voluntary retrieval are the main ingredients from the focusing point of view. The message translation, user support and training for network culture reinforcing are the base of the enabling componant.



The first stage of the project will allow practical and useful field of experience within the Caribbean, and will be concluded by an in-depth analysis of the results, so that to evaluate, validate and eventually modify and consolidate the initial EMEC methodology. Reporting and publication of the results as well as of the final EMEC methodology is included as part of the first stage. 



The second stage will use the improved EMEC methodology and existing infrastructures to market the EMEC services so that to offer to the public a quality service while providing the mean for an economic sustainable path for further developments. 



This document addresses only the first stage.





FUNREDES, with its large experience in networking, its own Internet resources and its virtual presence in the Caribbean is in good situation to successfully lead the project. ENDA CARIBE, with its regional requirements and presence and its own experience in international networking will be an appropriate partner to maintain the user perspective and contents.



FUNREDES will offer as its counterpart of the project, its Internet infrastructure  (<funredes.org> site and information resources) and its Caribbean existing listservs, as well as some equipment. ENDA CARIBE will participate with the funding of part of the required human resources and will offer some equipments.



The project requires the contracting of a team of young professionals with specified skills�:

-The Project Manager, with a thorough knowledge of the Internet, will coordinate the team and the tasks, and be responsible for the methodology evaluation and reports, as well as for the filling of the training requirement of the team. This person will be supervised directly by the directors of FUNREDES and ENDA-CARIBE.



-Technical management of the Internet node and application assistant (1)

-Web authoring (1) 

-Librarians (2)

-Translators (2)



This lead to a first year required budget  of 180,000 US$, including the contract fee for the professionals and the technical and administrative infrastructures. FUNREDES and ENDA CARIBE offer counterpart budgets to the extent of 20,000 US$ for each partner, so that  a remaining 140,000 US$ is required to be funded externally.



2 FUNREDES ANTECEDENTS



2.1 Generic



FUNREDES acts in the Internet field for development since 1988, with a large experience of combining research and action, and a specific strength in designing and implementing appropriate methodologies (user interfaces, managing national research networks, negotiating with Telecom. Operators, training users). See http://funredes.org for more details.

2.2 In creating and managing virtual conferences or forums



FUNREDES,  have created and managed several electronic conferences and virtual communities, among them:



- REDALC@CNUSC.FR:	a referential electronic conference on Latin American scientific and network issues. It has been one of the main reference for e.conf in the region, between 1990 and 1993, and need to be adapted to the new Internet style (some 200 subscribers).



- HAITI-L@CONICIT.VE: for the Haiti's research community. Tightening relationship  between Haitian Diaspora and their country, itt has always maintain a fair level of activity and focus but could and should be enhanced at the time where the national research network (REHRED) come to Internet operation (less than 100 subscribers).



- KISKEYA@CONICIT.VE: for the Dominican Republic research community. Ownership has been transferred to the national network (REDID), 12/95 (some 100 subscribers).



- SALSA@CONICIT.VE: aiming to reinforce regional integration through cultural and scientifical exchanges. The language barriers is clearly a problem for that virtual community. The subscribers have remained for several years in spite a contribution traffic below the threshold of usefulness (some 100 subscribers).



- CARIBUSER@DHVX20.CSUDH.EDU:	Information and debates about non commercial networks users in  the Caribbean. Have a sporadic activity due to lack of animation (less than 100 subscribers).



- CANGONET@YORKU.CA: private, focusing on Caribbean environment oriented tourism (less than 100 subscribers).



- CARIBCAD@FUNREDES.ORG: private,  supports a CAD research project between Europe and the Caribbean (some 20 subscribers).



- MADREDO@YORKU.CA: environment and sustainable development in Dominican Republic (less than 100 subscribers).



Furthermore,  FUNREDES uses various private e.conf for coordination and inter institutional projects.



2.3 In designing enhancement projects for virtual conferencing systems



FUNREDES has already designed two projects aiming to enhance effectiveness of its e.conf.:

- "Transalsa"	(1994) automatic translation for the salsa electronic conference

- "Neoredalc"	(1994) archiving and moderating for the REDALC electronic conference.



The complete documents for this projects are available in our Internet site, respectively:

gopher://gopher.funredes.org:70/00/english/M3/M3.1/M3.1.4/M3.1.4.2/L.b

gopher://gopher.funredes.org:70/11/english/M3/M3.2/M3.2.3/M3.2.3.3



The lack of funding has not make possible the implementation of any of those projects.



2.4 In acting in the field of the Caribbean



See: http://funredes.org/funredes/html/english/carieng.htm

And specially the CARITIN project : 

gopher://gopher.funredes.org:70/00/english/M3/M3.1/M3.1.3/L.b



3 ENDA CARIBBEAN ANTECEDENTS

3.1 Generic



Enda-Caribbean is the Caribbean branch of the international organization  Environment and Development of the Third World (Enda T.W.), with headquarters in Dakar, Senegal. It started its activity in the Caribbean in 1978 and developed programs in various areas such as: agronomy in forestry, health in community, medicinal plants, environmental health, sustainable development of communities and SIDS.

See: http://enda.sn for more details. 



3.2 In creating and managing a virtual conference



Since 1993, Enda-Caribbean manages an e.conf. (tramil@conicit.ve) for the Traditional Medical Program of the Caribbean Basin�. This is a regional private listserv for the researchers and other human resources implied in the TRAMIL program. Discussion is about research and use of medical plants. It currently hold some 50 subscribers.



Furthermore, Enda owns various e.conf. in its different worldwide branches (endatm-intercom@enda.sn and discus-preceup@ndar.enda.sn are just two examples), from which Enda Caribbean is an active participant.



Enda and Enda Caribbean has a traditional and deep involvement in the creation and animation of thematic NGOs human networks,  as for instance the Dominican-Haitian island committee or the “la Mesa” Dominican group which deals with traditional medicine.



4 PROJECT JUSTIFICATION



4.1 The methodology



The mass marketing of the Internet leads to a growing proportion of new subscribers in existing e.conf. The majority of newcomers did not pass through the appropriate apprenticeship of the social rules which implicitly or explicitly apply to e.conf communication.  This, in turn, generates a statistical increase of posting which are inappropriate for the e.conf (unsubscribing, discussion of point adressed by the FAQ , out of focus opinions or questions, junk mail).  Also, the trend is notable (and explainable for the same reasons) of the increase of the average posting length. Many attempts to reduce the ocurrence of these symptoms by moderation are strongly rejected because of a common and erroneous confusion between moderation and censorship.



The global increase of the number of e.conf induces a greater number of e.conf. with similar objectives and hence increases the chance for the user to receive several times the same announcement posted in various sites.



The new role of the Internet for business, combined with the previous provokes a new trend for massive posting of messages with advertisement purposes, too often without the knowledge of what is allowed and what is not, in terms of posting in e.conf.  



All that factors together  produce a less and less acceptable amount of lost time for subscribers only to decide what is relevant and should be read and what is not and should be deleted. The dramatic reduction of the density of the useful information provokes a weakening of the attention for the important messages which are mixed within the incoming flow and get diluted with the too high proportion of irrelevant messages, hence threatening the efficiency of what remains the main tool of the Internet for professional exchanges. More and more, experts leave thematic conferences being invaded by large public wich in turn contributes to the the loose of the average quality of information exchanged.



Solutions to alleviate the problem are to be expected in the e-mail interface with filtering and sorting techniques; yet, the e.conf model should evolve and adapt to the new era.



The spectacular growth of the WWW and its adequacy for information access  obliges to rethink the role and organization of the e.conf, particularly when their mission includes a strong information component, and opens the room for new creative solutions for the balanced combination of e.conf and information access tools.



If moderation and organization of the information for easy retrieval are the basic ingredients of that evolution, the prevailing confusion between  moderation and censorship and the diagnostic made about the insufficient average level of network education call for additional ingredients where on line training is a key component. If the market of Internet user training has boomed, too often yet the curriculum concentrates on using Internet software and leaves aside all the basic of Internet culture and communication methodology which then should be conveyed in a pedagogical fashion to the subscribers, by the moderator.



4.2 The region



As for the Caribbean as the space for the first stage experiment, there are several justifications:



-Comparatively with Latin America, most of the Caribbean in-land and island countries have been slower to reach the critical mass of Internet users and the higher education, research and development community is not enough organized to drive sufficent local content creation. One of the  complex causes is the lack of training the cultural and social implications of networks, in a context with a strong tradition with oral culture and a too recent experience of the participative process.



-The virtual communities aiming at the consideration of the Caribbean as a region are most often blocked by the language differences.



-The concept of virtual community applies especially well for this set of countries where the traditional communication facilities are weak (most transportation schemes are organized in star topologies rather than in real network pattern).



5 PROPOSED EMEC METHODOLOGY





The EMEC methodology is the organized implementation of a set of EMEC services conceived to ease the communication flow of the e.conf, reduce the amount of unsollicited received information while offering easy retrieval of the original contribution. 



The central elements of the methodology are the creation of contribution  headers with a documentation management orientation and the organized archiving and retrieval of the contributions. 



An EMEC management team with a structure answering efficiency is the process part of the methodology.





5.1 EMEC Services



The different services involved in the methodology are organized in a matrix format, following main functional blocks and main focus. The ordered combination of all these services constitutes the EMEC methodology.







�TECHNICAL�USER�CONTENT��MEDIA MANAGEMENT�Definition

Error mgt.�Subscribe/Unsub�Promotion��FACILITATION�Translation by soft.�Subscribers profiles

Support

Training�E-conf. rules Moderation

Animation

Contribution header

Translation

FAQs��INFORMATION MGT�Archiving

Associated Web design

Hypermail definition�Assoc. Web access�Proceedings

Surveys

Statistical analysis��



Each functional unit is defined hereafter, in alphabetical order, some of them are optional (O):



- Animation (O): if required, the moderator gives life to the e.conf by posting relevant information obtained by a research activity on the e.conf. field.



- Archiving: the past contributions are kept in an archive format based on hypermail. The methodology considers 5 categories for archiving: 

	C1: the contribution rejected for ethical considerations, which are not archived.

	C2: the contribution rejected for not respecting the rules (out of focus, for instance), which are archived only for one month (to prevent the argument of censorship).

	C3: the contribution which are time dependent (announcement of conference for instance) which are deleted after the due date.

	C4: the others which are permanently archived.

	C5 (O): if required, an additional category will be defined for the particularly relevant contributions so that to build progressively the institutional memory of the virtual community.



- Associated web access: the user access to the web associated to each e.conf will be specially prepared to ease the use. The access will allow queries by keywords.



- Associated web design: each e.conf. will have an associated web site offering an easy access to all the relevant information (rules, FAQ...) as well as an organized access about the e.conf different hypermail archives.



- Contribution header: see moderation



- E-conf. rules: this is a key piece of the methodology. For each e.conf. a set of precise rules will be defined stating the scope, focus, acceptable policy and all the parameters relevant to the conference and its subscribers. This information will be used by the moderation process to dispatch the contribution in the appropriate category. A special effort will be made to make this part a friendly accessible information for the subscribers.



- Error management: the screening of transitory bounded mails and the cleaning of addresses with permanent errors.



- FAQ: Frequently asked questions about the EMEC system (generic) and about each specific conference are pre-organized for easy retrieval and queries.



- Hypermail definition: the set up of the hypermail archives.



- Media management technical definition: The decision for the e.conf software management. The set up of each e.conf with its parameters relative to the software.



- Moderation: this is the central element of the methodology. The process is the following:

	. Define the status of a contribution according to the rules.

	. Archive the contribution accordingly

	. If the contribution is valid, proceed to create the contribution header which characterizes the contribution and includes an abstract in each of the languages as well as an URL of the place where the original contribution is kept.

	. Then post the header.

	

- Proceedings (O): if required, a periodic proceeding of the most relevant contribution is prepared and included in the associated web site.



- Promotion (O): If required the service of announcement and promotion will be organized.



- Statistical analysis (O): if required, some type of analysis can be performed on the contribution content based on the frequency of usage of words or set of words.



- Subscribers profile (O): if required, each subscriber is invited to fill a profile form and the forms are organized for easy access in the associated web.



- Support: the facility of user support will be offered to assist the subscribers in their decision-making.

 

- Surveys (O): if required, some type of survey is conducted about the e.conf. parameters (subscriber, frequency and length of posting, etc.)



- Susbscribe-unsubscribe: the process of subscribing new users and unsubscribing will be assisted so to decrease the inconvenience usually linked to that device, both for the concerned user and the subscribers disturbed by unappropriate administrative messages. A special effort will be made to make this process as friendly as possible for the subscribers.



- Training: on line training in matters relative to netiquette and the efficient use of the Internet resources will be a permanent offered activity.



- Translation: see moderation



- Translation by software: the selection and use of a software to help translation.



5.2 EMEC Management



5.2.1 Team organization



The team is composed of 7 people, coordinated by the Project manager, under the supervision of the FUNREDES and ENDA-CARIBE head representatives. Some are generic resources for the project, other are linked to a limited number of e.conf.



Generic resources:



Team manager (1) : responsible for overall coordination, responsible for methodology application and evaluation, training and assisting the moderation process. This person should also maintain a technological watch of the state of the art of the Internet, as regard to conferencing.



Technical responsible for the site (1) : responsible for the maintenance of the site and of the related applications and resources. Will aso acts as technical assistant for some of the aspects of the solution’s design.



Web author (1) : responsible for the design and maintenance of the information part of the process.



Specific resources 



Moderator (2) : Responsible for the animation and moderation of a set of e.conf. following the EMEC methodology under the supervision of the project manager. Their skill is of librarian with aptitude for electronic communication.



Translator (2) : Responsible for translation of the postings. One translator from english to french, another from english to spanish.





5.2.2 Technical facilities



Funredes offers as project counterpart its technical infrastructure (funredes.org).  See  for more details: http://funredes.org/funredes/html/infotec.htm



6 IMPLEMENTATION STEPS



The first stage is divided in 3 steps:



1) Preparing the EMEC service (3 months)



Below the responsibility of the project manager and with the assistance of FUNREDES and ENDA-CARIBE Directors.



-Selecting the team

-Selecting the e.conf 

-Writing the document associated with the project and each selected e.conf

-Organizing the team and its workload

-Designing the EMEC WWW

-Migrating the e.conf with all the associated required information

-Doing appropriate marketing to increase the subscribers population.

-Announcing the new rules of the game to the subscribers.

-Preparing the evluation process

-Launching  the service



2) Providing the EMEC service (6 months)



-Following the documented principles, the team will operate, moderate and animate the selected e.conf and provide on line training



Analyzing and documenting the results for evaluation(3 months)



-As part of the project a survey will be conducted among the persons subscribed in the e.conf.

-From the result of this survey and the experiences gained by each member of the team, the project officer, with the support of the project manager will make a balance of the experiment, an evaluation of the EMEC methodology and propose a new enhanced methodology for further use.



Obviously, the EMEC service will not be slowed during this period.�





7 BUDGET  (US $)





BUDGET ITEMS�PER MONTH�ONE TIME COST�PER ONE YEAR��Funredes management

supervision (1/4)�1000��12000��Enda-Caribbean management supervision (1/8)�500��  6000��Project Manager (1/1)�2000��24000��Technical support (1/1)�1500��18000��Moderator 2 x 1/1�1500��18000��Translator 2 x 1/1�1500��18000��1 PC for each member of the team (7) plus local network, scanner and printers.�1000��15000�27000��Internet node running (1/4)�500�8000�14000��Office rent and other office expenses�1500�7000��25000��Administration and communication�1500��18000��TOTAL PROJECT�12500�� =SUM(above) �30000��� =SUM(ABOVE) �180000��������COUNTERPARTS�����FUNREDES��500�13000�20000��ENDA CARIBE��1250�5000�20000��TOTAL COUNTERPARTS�1750�9500�40000�������TOTAL REQUIRED���140000��



8 EVALUATION STRATEGY



Evaluation of the first stage of the project will be given very special attention. During the preparation stage, the project manager will articulate an evaluation plan from the existing methodology and resources�, as well as from the requirements of the the funding agency as regard to evaluation.

� The hiring will be conducted locally, preferably among end of cycle students. The personal management will include a permanent training componant so that to keep the perspective of technology transfer.

� This e.conf has been launched with the support of Funredes.

� It is expected that after 6 months the team would have reached a sufficient level of productivity in the day to day managing, so that to leave the room for the evaluation process, without impacting the service.

� Maintenance of equipment

� Office furnitures.

� The FUNREDES budget counterpart includes the Internet node (accounted for ¼ of its cost, which is 2000US$/month for international connectivity and a 32,000 US$ fixed cost for the node, including hardware and manpower), plus one PC (1500US$), plus office funitures (3500)

� The ENDA CARIBE budget counterparat includes the time of the Head (1/8 of 4000US$, plus one moderator (750US$), plus one PC (1500), plus office furnitures (3500US$).

� The participants in the e.conf will be sensitized on the importance to timely express these feed-back on the e-forms which will be designed for that purpose.
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