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Project GKPLAC

Directory of Information and Communication Technologies for Development Multi-Stakeholders in Latin America and the Caribbean
Executive Summary

The Project "Directory of Information and Communication Technologies for Development (ICT4D) Multi-Stakeholders in Latin America and the Caribbean” (code named: “Project GKPLAC”) has been an initiative of the Global Knowledge Partnership, GKP, with the financial support of the Swiss Agency for Development and Cooperation, SDC, implemented by an ad hoc consortium integrated by Fundación Redes y Desarrollo (Funredes), Venezuela and Dominican Republic; Grupo Redes, Argentina; and Fundación Acceso, Costa Rica. It was conceived as a two phases Project: 

Firstly, as an outreach analysis mechanism for the Partnership to identify key stakeholders operating in Latin America or Caribbean region, that could be interesting potential members. A limited directory of a highly selective set of institutions fulfilling pre-established criteria was built by the consultancy group, enabling the GKP Secretariat to consider their participation in the GKP Annual Meeting celebrated in San José, Costa Rica in May 2004. 

Secondly, the aim was to build a comprehensive inventory of Latin American and Caribbean organizations, who through the use of Information and Communication Technologies, aim to contribute to the social, political, academic and economic development of the region. This document represents the Final Report of this Second Phase.

Taking into consideration the objectives of the parties involved, and after defining a set of selection criteria, a data base was designed. Then an outreach mechanism was outlined aiming to get more data out of a preliminary dataset compiled and to get more organizations providing their own data. A Web Site was designed (http://gkplac.org/) offering, in four pre established languages (Português, Français, Español, English ) the registration of potential users, updating of the record of the user's organization, and consultation of the universe of data already registered. Another section of the Web Site offers a set of highly selective and relevant documents in their original language. A marketing strategy and the corresponding survey was launched by sending customized invitations to a preliminary list of 293 organizations. In parallel, generic invitations were sent through a selected number of  virtual communities related to ICT4D.

A section on lessons that were learnt during the execution of the Project is included.

Introduction

The Project "Directory of Information and Communication Technologies for Development (ICT4D) Multi-Stakeholders in Latin America and the Caribbean” (code named: “Project GKPLAC”) has been an initiative of the Global Knowledge Partnership, GKP, with the financial support of the Swiss Agency for Development and Cooperation, SDC, implemented by an ad hoc consortium integrated by Fundación Redes y Desarrollo (Funredes), Grupo Redes, and Fundación Acceso. It is conceived as a two phases Project: 

Phase I, as an outreach analysis mechanism for the Partnership to identify key stakeholders operating in Latin America or Caribbean region, that were thought to be interesting potential members. A limited directory of a highly selective set of institutions fulfilling pre-established criteria was built by the consultancy group, enabling the GKP Secretariat to consider their participation in the GKP Annual Meeting celebrated in San José, Costa Rica in May 2004. 

Phase II aimed to build a comprehensive inventory of Latin American and Caribbean organizations, who through the use of Information and Communication Technologies, aim to contribute to the social, political, academic and economic development of the region. The present document constitutes the Final Report of this later stage of the Project. It is integrated by the following sections:

1. Introduction: this text

2. Objectives: related to the project itself and to its products for the benefit of its stakeholders

3. Process: a detailed description of the process followed aiming to make it applicable to other initiatives somewhat similar. 

4. Products: a description of the outcomes attained by the execution of the Project

5. Learnt lessons: some comments representing the views of the consortium about the real issues involved in the execution of the Project

6. Enclosures: some documents that support what is referred to within this Final Report.

Objectives

The Project GKPLAC has the following objectives:

Meta Objective:

To consolidate in a near future new working relationships both inter and intra sectors, through multi-stakeholders worldwide that share a common vision of sustainable development, knowledge interchange and capacity building for ICT social empowerment .

Specific Objectives:

1. To enable a repository of information accessible through the Web, for registering and consulting identification data about Multi-stakeholders from the public sector, private sector, academic sector, civil society and international organisms, that foster and apply ICT for development from Latin America and the Caribbean, their headquarter, contact person, mission, objectives, activities, projects, products, services, thematic areas, target communities, use given to ICT, relationships with other organizations, networks or virtual communities;

2. To promote the participation of those Multi-stakeholders through the in-line registration of their own data and the consultation of the whole compiled information.

In addition to these, the directory produced by the execution of the Project is supposed to fulfill the following

Institutional Objectives:

1. To the Global Knowledge Partnership (GKP):

· To have structured information about those Multi-stakeholders, for its own interest and to disseminate it among other interested parties;

· To have a complementary mechanism to let them know the mission and objectives of the Global Knowledge Partnership (GKP).

2. To the Swiss Cooperation for Development 

· To have access to a very focused and relevant information in order to identify potential future initiatives to be supported within the region (new ideas with foreseeable high impact, related to its strategic guidelines, etc.);

· To foster institutional networking.

3. To the ad hoc Consortium:

· To enable a mechanism for the ICT4D community of  organizations within the LA&C region to provide or searchinformation with regards to their activities, background, experiences, interests and needs, as a strategy to establish or strengthen synergistic relationships. To our knowledge, this is the first directory of that type in LA&C.

Process
In this section the process that was followed is presented suggesting its potential usefulness for similar initiatives. 

1. Core Team

A core team is to be articulated in order to both manage and implement the activities involved. Particular attention is needed to warrant the right profiles which, although complementary, are quite specific. For the design and implementation of the data base and Web Site a programmer profile is called. For the outreach and marketing design a communicator is what is needed. Finally a knowledge of ICT for development in general and Multi-stakeholders within the region in particular is needed to compile the preliminary list of Multi-stakeholders to be invited to participate and to select the documents to be offered through the Web Site of the Project. Of course given the multilingual audience of the Directory, translators are involved.

2. Objectives

Having established the Meta Objectives of the Project and the objectives of the Directory, an effort is needed to fully identify who would be the potential institutional beneficiaries of whatever information is to be compiled and then to establish and validate their respective institutional objectives. That will guide the selection of the data to be capture.

3. Logical Design of the Data Base

A very technical activity at this point is to identify in a systematic way the entities involved, their relationships, the attributes of these entities and the attributes of these relationships. Without hesitation this is by far the most critical activity of the planning. The risks if being short-sighted, is to leave behind some relationships or even entities that might prove badly needed afterwards, or being too comprehensive as to consider needless relationships or even entities. The more data one pretends to capture the more difficult will be to get invited organizations to respond to so many questions in a given questionnaire.

Enclosure A shows the logic structure of the data base finally agreed upon for this project.

4. Functional Specifications of the Web Site

The following issues are to be considered insetting in place this kind of Web Sites:

a.- The functionalities offered. This very Web Site allows the updating of the data base only by authorized users, consulting the data base with some fields reserved only to authorized users and finally, consulting the documents presented with no restriction whatsoever.

b.- Permissions. This Web Site must validate the right of visitors to use certain functionalities.

c.- Languages. It was agreed that this Web Site must have a user interface in four languages: Spanish, Portuguese, English and French. That includes the welcome message, registration, instructions to fill the questionnaire, the questionnaire, the objectives, the credits and navigational aids. Documents are in their original language.

d.- Policy. This Web Site is an open content supported by open source software. It pays due attention to protect email addresses to be collected by engines used by spammers and some fields remain optional in order to respect privacy rights.

e.- Hosting. This Web Site is hosted on Funredes.org server, primarily associated with the LAC region. Its URL includes the initials “GKP” within its name. The site is independent, but also accessible through a link from the GKP Portal, and the portals of the Consortium organizations who generated it (Fundación Redes y Desarrollo, Fundación Acceso and Grupo Redes), as well as a wider network of ICT4D organizations of LA&C (REDISTIC - http://redistic.org)
5. Physical Design of the Data Base

NOTA. Agradezco a Ramón/Claudio algunos elementos técnicos a poner acá.
Enclosure B shows the elements that were finally included in the physical structure of the data base.

Once physical structure of the data base is established, then the corresponding questionnaire is designed, being it the actual end-user interface for updating the data base.

6. Web Site Structure. This Web Site is actually more than a mere directory. It has the following sections:

a.- Welcome Message

b.- Objectives

c.- Registration

d.- Directory

· Updating

· Consulting

e.- Documents

f.- Credits

7. To design the outreach strategy

Due consideration is to by given to the following specific approaches:

a. By sector. It is foreseeable that Stakeholders operating from the Public Sector, Private Sector, Academic Sector, Civil Society and international organisms have different interests and are to be approached taking that into account.

b. By language. In order to get the participation of more Multi-stakeholders within the Latin America and the Caribbean region, the language barrier must be overcome. Four languages are involved in this case: Spanish, Portuguese, English and French. 

Then there are two dimensions related to outreach:

a.- Getting more Multi-stakeholders (yet to identify). In this case the Core Team did some research to identify a preliminary list of Multi-Stakeholders with very basic data about each one. More specifically what was needed at that time was: Name of the organization (it could be their code name), sector, contact person, electronic address,geographical scope and country (the later in order to send the invitation in the appropriate language).

b.- Getting more data out of the already identified Multi-Stake holders. For the present Directory it was decided to establish a set of very basic fields that must be filled by all participating organizations. Since the remaining fields were included as useful, although they are considered as optional some effort should be address trying to get them filled..

8. To develop the full end user interface to the Web Site (introduction, validation, navigational aids, instructions, etc., translated into all languages previously established)

The communicators were given the task of developing all texts related to end-users. The programmers dealt with a mechanism to assign visitors a corresponding access code, which allows them to update only their corresponding registry within the data base and to consult all data for the whole universe of registries in the Directory. Between communicators and programmers develop the questionnaire and navigational helps. The translators made those texts available in the four chosen languages.

9. To design the marketing strategy (including the materials to be used during the survey, translated into all languages previously established)

The product to be sold is to be identified. In this case it was agreed that it is a sort of mechanism for the sponsors to get to know the Multi-Stakeholders operating in the Latin America and the Caribbean region. By the same token, the participating organizations should perceive that the Directory is an opportunity for them to be known, not only by the sponsors of the Directory but by their peers.

The strategy chosen was to start off with a direct marketing campaign, sending customized invitations to a preliminary compiled list of Multi-Stakeholders (in their corresponding languages). The invitation just presented the product and the sponsors and included instructions to visit the Web Site of the Project in order to get registered and to authorized to make public their data, to update them and to consult the universe of previously registered data.

Then, it was followed by sending generic invitations to pre established electronic lists (some of them virtual communities). A third step considered but not applied yet is to established a second contact, this time asking them to nominate other multi-stakeholders that they think should be invited to participate, of course, complying with the pre established selection criteria to be met.

10. To compile and register a preliminary list of Multi-stakeholders to be invited to participate

With information already structured in partial directories in addition to direct knowledge by the Consortium members of some of key Multi-Stakeholders operating in Latin America and the Caribbean, it was possible to elaborate a list of 293 organizations fulfilling the selection criteria. 

11. To select the documents to be offered through the Web Site of the Project.

In initiative like this is to great an opportunity as to limit the Web Site to host just a Directory. Therefore it was thought that there should be a section where the sponsors, the Consortium and indeed the participating Multi-Stakeholders could made public documents considered of interest for the involved community. Unfortunately the selected documents are to remain in their original language for the time being.

12. To launch the actual survey

Once the end user interface, the pre tested data base is primed with the very basic data of the preliminary lists of Multi-Stakeholders, it is officially announced that the Web Site is In line  available In Line and the direct marketing is started by sending the corresponding invitations to participate.

13. To supervise the updating of the data base

At this time it is expected that some organizations report some kind of problems interacting with the information system. The problems are related to: ambiguities in the instructions, technical bugs in the system mostly with the registration mechanism, observations towards the pre registered content (it should be clear to them that that is only a draft and subject to be authorized and updated by them) or comments about the Web Site design or even the project itself. There should be a formal and explicit mechanism to deal with theses situations. 

14. To send acknowledge letters to the organizations that responded to the invitations and reminder letters to the ones yet to respond, translated into all languages previously established, as corresponds.

We highly recommend this practice both because it is polite and that in our experience it works. After the reminder letter some organizations responded and proceeded to register themselves in the Directory.

In summary the sequence is as follows:

· To articulate a core team both to manage and to implement the activities involved.

· Bearing in mind the Meta Objective of the Project, to identify who would be the potential institutional beneficiaries of whatever information is to be compiled

· To identify and validate their respective institutional objectives

· To establish the selection criteria to be applied for any stakeholder to qualify for inclusion into the directory

· To develop the logical structure of the data base.

· To formulate the functional specifications of the Web Site

· To develop the physical design of the data base

· To design the Web Site structure as related to the data base (including the questionnaire as the end user interface to the data base, translated into all languages previously established))

· To design the outreach strategy

· To develop the full end user interface to the Web Site (introduction, validation, navigational aids, instructions, etc., translated into all languages previously established)

· To design the marketing strategy (including the materials to be used during the survey, translated into all languages previously established)

· To compile and register a preliminary list of Multi-stakeholders to be invited to participate

· To select the documents to be offered through the Web Site of the Project, translated into all languages previously established

· To launch the actual survey

· To supervise the updating of the data base

· To send acknowledge letters to the organizations that responded to the invitations and reminder letters to the ones yet to respond, translated into all languages previously established, as corresponds.

Products

The Project GKPLAC produced the following deliverables:

1. Final Product: 
An information repository containing comprehensive data related to ICT4D Multi-stakeholder institutions operating within LAC. It is accessible through Internet in a Web Site hosted in Latin America and the Caribbean region (www.gkplac.org) with corresponding credits to the Global Knowledge Partnership (GKP), the Swiss Agency for Development and Cooperation (SDC), and the conducting team organizations.
2. Intermediate Products:

a.- A list of selected criteria

The primary criteria were already pre established by the Global Knowledge Partnership, GKP, namely:

1. Stakeholder organizations that operate from the diverse sectors that encompass either e national or regional scope. These sector are:

· Public Sector

· Private Sector, mainly organizations with experience in relating themselves with another stakeholders from the social, political and academic fields, among others. In addition, organizations that have supported ICT projects aiming the building of “social capital”.

· Civil Society organizations, with an strong national and/or regional base, with a good background in participation, transparency and accountability. The candidate organizations must have experience in any of the following high priority ICT4D areas:

a. Poverty reduction

b. Gender 

c. Youth

d. Government

e. Indigenous

f. Local knowledge.

· Academic and research organizations

2. Among their institutional objectives, activities and projects, the organizations must approach some of the following main areas:

· Poverty reduction

· Employment generation and income rising

· Social justice improvement

· Better government

· Sustainable management of natural resources

3. If any of these organizations is considering to become a Member of the Global Knowledge Partnership, GKP, the it must be willing to provide information about their activities, knowledge and experience included in the ad hoc questionnaire developed by GKP.

The secondary criteria were developed by the Consortium. These are:

1. As far as the sectorial representation is concerned there must be and adequate balance in the mix, or in any case priority should be given to organizations operating from the Civil Society.

2. There must be a similar adequate balance in the mix, in regard to the representativity of organizations based on the following Sub-Regions:

· MERCOSUR and related countries (Chile and Bolivia)

· Andean Region

· Caribbean

·  Central America and Mexico

3. Emphasis should be given to organizations that have cooperation links with another sectors, such as NGOs that work with academic and/or private groups.

4. Finally, it is considered highly desirable to invite organizations with background in participating in sub-regional, regional or international networks.

b.- A common questionnaire with optional questions targeted to the specific sectors (Public Sector, Private Sector, Academic Sector, Civil Society and international organisms). It can be found in the Web Site of the project (www.gkplac.org) in Spanish, Portuguese, English and French.

c.- A preliminary compiled list of 293 multi-stakeholders ICT4D in LAC with very basic data (name, sector, location, contact person and electronic address), was presented to the GPK Secretariat and SDC for enrichment, prior to their invitation to supply the require data from them (See Enclosure C). All of them got a customized invitation (automatically generated by the system) to visit the Web Site, to authorize the publication of their data, to get an Access Key and to update the registry of the organization they represent, as comprehensively as possible.

Learnt Lessons

This Project produced deliverables with high quality. Nevertheless, in doing so, some problems were confronted to the extend that deadlines were not accomplished. It is thought that the following were aspects involved in that most unfortunate characteristic of the process:

1. The responsibility for the execution of this Project was given to an ad hoc Consortium created just to do it. The three institutions integrating that Consortium have different working cultures, not so much in relation with the theme of ICT4D, but more specifically as regard to the design of a data base and the process of outreach users Although each had experience in compiling similar directories, none had done it before in conjunction with other institutions of equal range. So, much effort had to be invested in conciliating the three different approaches into a single one. This important effort has not been forecasted and provoked a delay in all phase of the project.

2. The original timeframe for the Project was underestimated. It was not a realistic goal to expect more than 300 organizations to fill in a questionnaire, even less if it has so many questions.

3. It emerged quite clear that different profiles were involved. It is not the same thing to produce the physical design of a data base than to design a questionnaire as the end-user interface to that very data base. The same applies to designing the outreach or marketing strategies, something that the programmers were tempted to do.

4. A component that proved to be heavier than initially thought was the multilingual vocation of this Directory. So, the effort involved in translations was utterly underestimated.

