Catherine Fisher, 2 December 2009 


Notes from I-K-Mediary Core Group meeting – incomplete 
Monday 2 and Tues 3 November 2009 
These notes attempt to summarise discussions in 3 key areas. The notes are based mainly on flip chart records and my notes.  They refer to subsequent discussions in the Workshop where relevant.   

Contents 

1. Agreed structures and processes

2. Building Network Infrastructure: tasks and responsibilities 

3. Undertaking network activities 
4. Membership policy 

Appendix 1:  vision and mission discussion notes  

Appendix 2:  verbatim but incomplete notes from the 2 days  

Agreed structures and processes 

Overall ideas on structures and governance 
· Ambition to move to becoming an independent organisation 

· Initially the organisation will be incubated within IDS then will move outside

· The organisation will have an Executive team – this team may be distributed geographically around the world

· Will have a Steering Committee to oversee governance and strategic decision making 

· Will have an Advisory Committee to provide strategic input and champion the Network

· We do not want to create regional hubs for each region, there may be activities undertaken only in a specific region, or international activities led from a region but these are likely to be thematically or sectorally defined not just geographically 
Executive team
· Will do the management implementation and ‘doing’

· Will include Network Co-ordinator/convenor (initially at IDS)

· Will include any other staff specifically recruited or seconded to work on I-K-Mediary Network activities (eg if the IDRC funding bid is successful) 

· Ideally geographically dispersed virtual team

· Can be individuals or organisations (note: I can’t remember if we agreed this) 

· Will report to Steering Committee (and host organisations management?) 

Steering committee

· To oversee governance and strategic decision making 

· In short term the steering committee need to play a more hands on role as we move from current situation to independent organisation 

· Longer term vision is more hands off role 

· Catherine to be Chair of Steering committee until march 2010, to be replaced by Jenny March – May, then Ananya June – Dec 
Advisory committee 

· Include people from related networks and experts in domains 

· Criteria to be established as part of Building network infrastructure phase 

Interim period

2 streams of work:  

1. Network infrastructure  - co-ordinated by Lynne 

· Setting up as independent organisation – IDS 

· Communications strategy – Lynne and Sham

· Fundraising and identifying opportunities – Jenny and Ananya 

· Creating Advisory Board – Faye 

2. Undertaking Network Activities – co-ordinated by Yaso
· List management 

· Membership management

· Encouraging Networked behaviour

· Organising/documenting events 

· Activity co-ordination and support 

Building Network Infrastructure

1. Communication profile for network    

Leads:   Lynne and Sham 
Activities identified in planning session: 
· Collate and review existing communications products and literature

· Develop communications strategy 

· Develop logo 

· Draw up project plan for web platform 

Notes from later on:
 Need to distinguish between:

· external communication ie communication about the Network to stakeholders and audiences who are not in the network 

· Communications within the group ie tools and processes to enable interaction between members 

Potentially useful resources:
Communications plan for Power of In-Between conference (only partially implemented) 

2. Establish the network as an independent organisation 

Leads:  IDS ‘Bob’

Activities identified in planning session: 
· Research and identify learning from other organisations (eg APC)

· Get legal advice 

· Clarify if IDS is comfortable to have another organisation within it 

· Decide on best status for organisation – independent organisation or organisation hosted within another organisation 

· Clarify governance, management structures

· Letter of incorporation 

3. Funding and identifying opportunities 
Leads: Jenny (and Ananya if combined with opportunities) 

Activities identified in planning session: 
· Create funding policy/guidelines/ principles eg members can apply for joint activities under I-K-Mediary Network identity but not for activities in which only one I-K-Mediary Network member is involved, secretariat or steering committee need to oversee all funding applications submitted under I-K-Mediary activity 

· Identify potential funders for learning networks

· Develop/write funding proposals  - regional funding agencies,  for start of organisation, for specific activities 

Notes from later on:

Was it agreed to combine funding with opportunities?  

4. Create advisory team
Leads:  Faye 

Activities identified in planning session: 
· Clarify purpose 

· Create criteria for members 

· List possible people

· Talk to them 

Notes from later on: None 
Potentially useful resources:

Gabrielle did some work on this about MK4D Advisory Group that may be useful background info 

Undertaking Network activity 

Below are some of the ongoing activity areas required to keep the network going.   These have historically largely been done by IDS (with notable exceptions!) but in future will be more broadly shared between Executive team, Steering Committee and membership.    IDS convenor will retain an overview of what is happening to report to Steering Committee.  
Ongoing network activities 

List management

· Posting information 

· Encouraging and supporting others to post

· Starting and summarising discussions

Membership management

· Finding and inviting new members

· Proposing then introducing and welcoming new members

Encouraging networked behaviour 

· Trying to make links between different partners (you should visit so and so)

· Knowing what is going on with individual members 

Event co-ordination 

· Agenda setting 

· Inviting people and communicating about the event

· Organising logistics 

· Fundraising for it 

· Documenting and writing up  

Specific activity areas discussed at core group meeting

The following activity areas were identified by the Core Group, many were expanded during the Network Workshop that followed and other activity ideas were generated.  I have made reference to these where I know about them but this should not be considered a complete list of activity ideas. 
Communications 

· Public face for network (publications, participation in events, website)

· Listserv idea of moving to ning 

· Tag team group discussed tools for collaboration – notes to follow

· Google map created during the Open Space should also be considered 

· Relates to idea of Network Infrastructure to be taken forward by Lynne and Sham

Developing technical tools

· Something to do with API for content sharing, some funding for this in MK4D2 

· Note this also discussed by members during workshop, awaiting notes 

M&E Impact 

· Building on case study work – agreed by M&E group 

· Research project to develop impact 

· M&E Group formed at workshop with plan to take these areas forward see notes from there


Training

· Work with 3rd party to deliver training – Trieste people

· Create How We collaboratively and run event training people on outcome – possibly funding in MK4D2 for this 

Exchange visits 

· Possibly to be taken forward between IGIDR and PIDS 

Conceptualisation of I&K intermediaries 

· Discussed at workshop – see notes from there 
Potentially useful resources:

Previous ideas on activities which are on the wiki

Activity ideas included in the concept note and IDRC proposal 
Membership Policy 
We had a discussion about membership policy for the network, in particular how open or closed it should be.   

The current membership policy is quite closed and based around a tightly defined community of peers rather than a community of interest.  
There are pros and cons of both options 

	Value of more open network 
	Value of more closed network 

	Harness enthusiasm of individuals even if they don’t meet the criteria 


	Reinforce the sense of peer-to-peer exchange and the trust needed to enable that

	Do the maths - Only a relatively small percentage of members in networks are active participants (3-10%), the smaller the network the fewer active people there will be 


	If the group is known to each other and have shared sense of purpose then they are more likely to contribute (quality not quantity of participants!) 

	Broader membership enables greater linkages with related networks and bodies of expertise 


	Too many people from related worlds could twist the agenda and priorities away from intermediary issues 

	Open networks are more dynamic and innovative as they bring in lots of ideas from elsewhere 

	Don’t want group to expand too quickly, current idea 50 people about right, also want to maintain geographic balance 


Action:

· Decided to keep current membership criteria but activate the associate members, ie those who may not meet criteria but are interested and have a contribution to bring to the group 
· Need to review policy every 2-3 years to see if it is still right 
Appendix 1:   Vision and mission 

Note this vision mission was generated from rapid brainstorm activity.  Here the ideas generated are grouped according to how they were grouped during that activity.  
See also vision and mission developed earlier in 2009 as precursor to concept note.  
	Supergoal or ultimate outcomes 
	More liberal acceptance of both tradition and alternative ideas for addressing certain things 

	Intermediate outcomes 
	· Perfect methodology of linking intermediation with poverty alleviation 

· More intermediation in countries where it is not happening 

· The theory of K.I is well grounded 



	
	· Better understanding of role of intermediaries amongst stakeholders, researchers, institutions and donors – more effective intermediary services 

· Innovative projects that learn from pervious projects 

· Increased knowledge sharing 



	
	· Specific examples of our work together where knowledge has made a contribution to development 

· Intermediaries connected and collaborating 

· Increased capacities to do intermediary work 

	Structures/ways and means/what we do 
	· An independent organisation whose mandate is to support Intermediary organisations and individuals with learning, sharing, capacity development, development of technology/systems, M&E etc



	
	· A network of organisations collaborating and supporting each other

	
	· Shared leadership 

	
	· I-K-Mediary Network would be hosting 3 different events a year to share learning on key themes in different regions

	
	· I-K-Mediary network would be sponsoring 2 or 3 collaborative programmes on different aspets of intermediary work 


Appendix 2:    I-K-Mediary core group meeting verbatim but incomplete notes 

2nd 3rd  November 09 
First face to face meeting – 1 ½ years 

Jenny 

Research institute, info and dissemination department

Chance to set direction of network – and love being with you guys!

Yaso

Help facilitate discussions, workshops, projects

Ideas generation

Isabel

3 strands IDS – knowledge services one part, some creative tension

Practical experiments in knowledge work – to generate solutions to various problems

Investigate, experiment and innovate – try out new things

Talking about intermediaries – helping to understand our role

Action research dynamic

Useful to have this group to think about the future

Lynne

UNESCO documentation centre (5 of us), feels a bit isolated doing this type of work

Also likes being part group

Faye

HSRC development mandate – communicating and disseminating info broadly, expertise and experience 

Grown over recent years to become repository and platform to disseminate research

Not many people play this role as a public good so also need to invest money and resources

Makes sense for us to be part of network – can also benefit from relationships

Beginning stages of what could be a powerful force

Need to get going if its going to take shape, important to have rep from our region

Difficult as don’t have much time to give, but its an important next few months to give strategic direction

Ananya

DNet rep – research into policy, job to intermediate research

Would like to see journeys taking place. Met Catherine at Tunis in 2005

Like human species, looking for similar players, will eventually connect

Internet brought scope to change role

Feel personally privileged to take part in this area and role – felt lucky that I can make a contribution

Need to have more commitment and undertake bigger responsibility depending on time available

Representing larger org so easier

Sham

Research institute and academic programmes

Work in library, with Internet started venturing into portals

Connection with commonwealth fellowship with IDS

I-K-Mediary workshop got more insight

I took a chance to see how I can contribute more

Learn more from core group discussion – informal to formal network

Impetus for me to take more responsibility and contribute

Catherine

Capacity Development Co-ordinator – job originally to see how we can share what we know at IDS with others. But realised we didn’t know what we know. Had broad scope to do this and realised people doing this work were scattered.  IDS quite unique role.

Need for more communication for people doing this sort of role and broaden understanding

So strategy for capacity development to form network

Core group is about broader ownership of these ideas, originally felt lonely

Takes time to build network on trust and learning and relationships

Feels like idea is not so crazy, help and support for where we go. Broader network can be quiet.

Also love it when we get together!

Not just about IDS experience but drawing from contexts around the world

Reflection on discussion - themes

Carl
Energising experience, people feeling isolated

Nice to be part of the group

On one level representing organisation but also individual/personal commitment

Group that’s on the cusp of doing something 

Jenny
Philippines case – IDRC network on community based monitoring (CBMS), has network leader and then disseminated into country themes and meet on regular basis to exchange experience. Started in Philippines and grew into international network. Maybe a model we can draw on. Can see personal commitments helping to build network – are at centre of it. Key success criteria.

Faye

IDS has played key/vital role in keeping network together, thinking role, working on agendas, strategic direction. Concern from a few people.

What is view for IDS, worried about sustainability and breakdown of group

Commitment of Catherine has been vital
Isabel

Comfortable and dynamic group, has helped to have dedicated person

Catherine has brought personal energy, good time to think how we can re-create energies and ingredients

People ready to take on more responsibility but constraints with that 

Have to take it step by step today

Catherine: Question of sustainability, IDS committed for next 3 years

Faye – energies around room great but not enough, it needs a driver

Ananya – example of telecentre network, was leader but now new secretariat. Has stepped away. Part of executive committee. If network based on single personality, it will not be sustainable. Needs a great idea and concept, intermediaries. Can now move forward in different shape. Catherine role has been crucial and helped shape it but need to think of future.

Jenny

Threshold period, can have matured idea to move forward. Not sure if we are there yet, if we are above threshold to go into next phase. It could either go there or bust. Catherine’s presence has been dynamo, feel we still need her presence.

Lynne

2 transitions, Catherine leaving and IDS changing, quite a lot to deal with

Isabel

Whats the mandate? IDS/Catherine taking on leadership role, is that what everyone wants? If so lets be explicit about it.

What are the different roles? Who are the individuals involved? What are the timelines?

Have good group here with abilities and experience.

Catherine – still here till March, but nature of role will have to change

Faye – need to be clear about what IDS’ role is. Am concerned about re-arrangements

If I-K-Mediary Network successful in 5 years time, what would have changed? 
See flipchart (TOC)
Carl reflections of process

Common understanding

Gap – not being filled already. Pioneering – exciting

Reviewing where we are now – role of network

Jenny

Gaps in political process which is beyond our mandate

Research to policy, then policy to implementation

Carl

As a group can we self-mandate ourselves? Are there other actors who can fill that mandate?

Ananya – we want to be proactive not just passive repositories.

Faye – extra step of ensuring uptake

Ananya – need to decide how far we go

Catherine – seems to be interest in influencing policy to implementation space

IKM network would provide learning, conceptual framework ad practical support

Ananya – 200 members from each country, sharing examples/learning from effective intermediary work

Faye/Ananya – APC, Association of Progressive Communication, have a virtual secretariat. It’s an excellent model, gaps different from country and region. Mixture of thematic and regional work

 Mon p.m discussions

· IDS budget will be clearer in Dec, there will be funding for different working groups

· We are resource constrained in interim period

· Funds for the executive team – enthusiastic members to take on activities (buddy up)

· Faye: need to look at learning from other networks, take another look at concept note and get legal advice

· Ananya: can see it is shifting from ‘IDS baby’ to ‘our baby’

· Need to look at governance model – how do we know when we’ve made a decision

· Community of practitioners – recognising identity, collaborating

· Vision lends itself to thematic groups

· Brainstorm themes (building on capacities within group) and investigating together

What have we agreed? (see flipchart)

· Core group moving to becoming a steering committee. 2 yr membership with additional members

· Vision on post its

· Creating a visible identity

Membership

Need to think abut membership categories in the future – associate etc

Review policy every 2 or 3 years, decision is to keep current criteria

EIFL potential in future or potential associate

Open inclusive, doing the maths, benefits of membership

Max for network: 50 over 1-2 years, maintain geographical distribution

Active: 3-10%

Potentially convene event with different players – KM4Dev, research comms, library networks etc

Could we support portals that deal with locally generated content for communities? And into different languages?

What will broader members get out of network in interim 2 year phase? Thematic interactions but what else? Think of easy wins

e.g. news fed email update, automated updates e.g. tagging, model email discussion behaviour as a group

CF 40% on SLI stuff (approx. 2 days per week) so at least 1 day a week on IKM stuff

Tues a.m 
 Recap  of day 1 – clarified that CF will probably be able to spend at least one day a week until March on I-K-Mediary stuff

Delegation of responsibility – steering committee

Move from playing a sounding board role to more define roles. 

Faye – feels quite excited about it, makes sense the direction we are taking

Time means financial resources

Ananya – felt yesterday was a good meeting, left with a good feeling

Head of Executive team different from Steering Committee but for now merged

SC- for now will play an implementing role, in the future they will be advisory

Bring in funding to enable us to recruit staff, they don’t have to be based in an organsiation

Idea of high profile Advisory Committee is good but in long-term. Not right time as they would ask what are our achievements.

Project management from IDS’ side on set up phase

Tasks 

· Look at governance structure

· Start identifying people to be on Advisory committee e.g. ActionAid, draw on related networks, GKP, IFLA. Need project plan

· Establishment - One month of rigorous research, talk/look to other networks. How to we go about this e.g. whats the best country to set this up in, legal aspects

Network activities 

· Event      

Activities in next year

· Set up/establishment

·  Listserv

· Case study project (building understanding of impact of intermediary work)

