Reflections on Associative
Constraints and Possibilities in an
Information Society

1. Introduction

The purpose of this report is to explo-
re some ways of looking at the emerging
information society which may help to
clarify the future challenges and opportu-
nities of international bodies. Much has
already been said in the media about the
"information society", to a large extent
inspired by those attempting to sell their
products and services, whether or not
they are appropriate to the emerging
needs of potential users. It is therefore
useful to place such elements of the
information society in a context which
draws attention to the needs of interna-
tional bodies concerned with issues such
as development and the environment.

In the light of the theme of the debate,
the focus is on the opportunities for the
future. But in order to give substance to
such an exercise, it is useful to clarify the
existing forms of international organiza-
tion action and the [imitations which
constrain their wider use. Only by recog-
nizing the limitations of past forms of
action is it possible to avoid the classical
trap of seeking ways to implement such
forms within future information systems,
without examining the opportunities for
alternative forms of action, whether as
complements or substitute.

2. Forms of organized action

It is an unfortunate reality of the inter-
national system of organizations that no

satisfactory typology has emerged which
recognizes the diversity of the existing
forms of organization. That diversity is.
however, to a large extent reflected in
the various sections of the Yearbook of
International ~ Organizations and many
contrasting types are distinguished in
the commentary therein (1). Neverthe-
less the prevailing typology continues to
focus on the uninteresting distinction
between two categories, IGOs and
()NGOs, largely because of its value for
questionable  administrative  purposes
within the intergovernmental system.

For the purpose of this report, the
forms of organized action are presented
in Table 1. This is in no way to be consi-
dered definitive. The allocation of bodies
to parts of the table is merely to be
considered indicative of a primary focus.
Some bodies have concerns and modes
of action which would require that they
be positioned in several parts of the
table. But the table does serve to make
distinctions which permit a richer discus-
sion than the simplistic IGO/NGO mode!.

2.1 Time-factor

By explicitly introducing the time-fac-
tor (short-term, medium-term, long-term),
a place is given to the forms of organiza-
tion which are most widely known, name-
ly the short-term events (e.g. meetings,
demonstrations, and media events such
as Band Aid). In the long-term struggle to
gain intenational legal recognition for
NGOs (2), the "international outlaws",
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there has been little attention given to
the sociological or legal "existence" of
such events, which tend to be conside-
red as epiphenomena. The irony of the
situation is that it is precisely such epi-
phenomena which attract the attention of
+ the media and the imagination of the
public, whereas the medium and long-
term forms of action are largely unrecog-
nized by the public, even though they
may be responsible for the widely publi-
cised short-term events. It is of course
the short-term events which are already
organized to exploit a number of the
opportunities of the information society.

Introducing the longer term distinguis-
hes certain modes of action from those of
the medium-term, which are necessarily
more sensitive to the political dimensions
of such issues as development and envi-
ronment, and less sensitive to the sub-
stantive dimensions implied by such
issues. Most IGOs and NGOs function in
terms of medium-term preoccupations,
as defined by budgetary cycles and elec-
tion periods (1 to 8 years). The political
implications of longer-term environmen-
tal and developmental issues can safely
be ignored in practice, especially under
the pressures of current political crises.
Few organizations, or governments, can
afford the political luxury of investment in
the long-term.

Attention is drawn in the table to the
distinction between a global focus and a
non-global focus, whether regional or
local. Since the table is only intended as
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indicative, the controversial question of
the degree to which particular forms of
action may be global or non-global has
not been explored in the detail of the
table.

2,2 Degree of participation

By explicitly introducing the degree of
participation (elite. interest-group.
mass), it is possible to distinguish those
forms of action which are considered
"serious” by various establishments
from those which attempt to influence
such forms, or must be taken into
account as constraints. The elite form,
most opposed to the participation of out-
siders, is primarily characteristic of inter-
governmental action, although it may
also be seen in meetings of elites (e.g.
Interaction  Council,  Bilderberg  Mee-
tings), the activities of certain NGOs (e.g.
the Trilateral Commission, the Club of
Rome), religious orders and secret
societies (e.g. the Freemasons).

In complete contrast, are the forms of
mass action which normally invite the
participation of all, usually in an effort to
influence the two other forms. The inter-
mediary form of action is that which is
mainly characteristic of nongovernmental
modes of organization.

Attention is drawn in the table to the
distinction between concerns which are
universal in nature (e.g. environment,
peace) and those which are of a more
sectarian nature (e.g. those of particular
economic or social sectors). Since the
table is only intended as indicative, the
controversial question of the degree to
which particular forms of action may be
universal or sectarian has not been
explored in the detail of the table.

3. Variety of information poli-
cies

In order to clarify the actual discus-
sion of the dimensions of the information
society (in a subsequent section), it is
appropriate to present the variety of
information policies practised by the dif-
ferent forms of organization noted in
Table 1. This may be done in a form such
as Table 2. which, it should be stressed,
is indicative rather than definitive.

3.1 Range of "users"

Three types of user have been distin-
guished, those within the organization
(whether operational units or member-
ship), those constituting the organiza-
tion's context (whether peer groups,
patrons, sponsors, fund sources or sym-
pathizers), and any wider audience
(whether a "target-group”, the "uninfor-
med", or a "market" for the organiza-
tion's "products").

3.2 Purpose of information

Three purposes have been distingui-
shed: informing (taken in its its most dis-
interested and neutral sense), influen-
cing (whether in direct support of the
interests of the organization or to "des-
tabilize" its opponents) and facilitating
learning (to engender innovative initiati-
ves, possibly quite independently of the
interests of the facilitator).

Informing and influencing as purposes
are primarily characteristic of what has
been identified, in a Club of Rome report
(3), as "maintenance learning". This is in
contrast to "innovative learning” which is
primarily characteristic of the third pur-
pose of facilitating learning. Maintenance
learning involves acquisition of informa-
tion to ensure the continued functioning
of the individual or the group. Thus lear-
ning to fulfil the criteria for a job or to fulfil
the demands of a contract is a response
to pre-defined expectations. Innovative
learning involves the acquisition of the
ability to respond appropriately in ways
that cannot be predefined, especially in
response to unforeseen situations cha-
racteristic of personal and societal crisis.

4. Dimensions of the informa-
tion society

The concept of an "information socie-
ty" can be approached in a number of
ways. Unfortunately perhaps, it is the
intense discussion of several aspects of
the phenomenon which almost complete-
ly obscures other aspects of potentially
greater significance, at least for interna-
tional associations. Partly for this reason,
it is not easy to separate the commonly
discussed aspects from those which
merit greater attention. In an effort to to
clarify this situation, the approach taken
here has been to produce Table 3 in
which "9 Debate Arenas" concerning the
information society are distinguished and
interrelated. As with the previous tables.
Table 3 is intended to be indicative rather
than definitive.

The table emerged from reflection on
the merit of distinguishing:

- communication hardware from the
modes of communication which it
required or rendered possible;

- information programming from the
social organization which it required
or rendered possible;

- information content from the concep-
tual organization which it required or
rendered possible.

The 9 Arenas result from the inter-
action between the dimensions so distin-
guished. The arenas are discussed indi-
vidually in Annex 1. The approach is
applied to the information initiatives of
the Union of International Associations,
as a concrete example. The result is pre-

sented in Table 4, with details given in
Annex 2.

4.1 Comment on dimensions
Some brief comment on the dimen-
sions is called for:

- Hardware: includes both the equip-
ment and the telecommunication net-
works by which it is linked.

- Mode: refers to the manner in which
the information is organized in the
communication process, especially in
terms or the technical implications of
exchanging the information in that
form.

- Software: refers to the logical instruc-
tions for handling, interrelating and
processing information, expressed in
a form which can be used to operate
a machine (e.g. computer programs),
an organization (e.g. policies, plans,
rules and procedures) or an intellec-
tual discipline (e.g. a methodology
and its associated procedures).

Groupware: refers to the range of

possible group and social structures,
especially when conceived in terms
of the kind of information exchanges
they sustain or by which such struc-
tures are rendered viable (4).
- Content: refers to the hard data (e.g.
facts) and soft data (e.g. opinions,
values) actually exchanged in any
communication process, irrespective
of the mode used or the logical proce-
dures rendering the exchange possi-
ble.

Conceptware: refers to the concep-
tual tools, patterns of concepts, mo-
dels or paradigms through which the
information is ordered. It is to be dis-
tinguished from isolated concepts
that may be communicated as
content and from any methodology or
software through which they may be
given operational form.

In the following discussion of the 9
Arenas, it has been found useful to dis-
tinguish three levels of significance in
relation to the theme of this paper.

4.2 Nine information society —arenas
4.2.1 Adaptive Group (Arenas | to V)
These are the arenas in which most
discussion concerning the informa-
tion society occurs. They relate in
most cases to the pre-conditions,
practicalities and infrastructure with-
out which the information society
Cannot emerge. For the purpose of
this report, their significance is relati-
vely low, because concentration by
associations on these arenas will
only result in patterns of action that
reproduce, in the new context, those
which have prevailed to date in the
pre-information society era. To the
extent that associations rate their
performance to date as appropriate to
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the challenge, or have no desire to
envisage pattems other than those
which have "stood the test of time", it
is certainly on these arenas that their
attention should be focussed. There
are indeed real practical problems
which need to be confronted at this
level in order to be able to function
effectively in the information society.

4.2.2 Innovative Group (Arenas VI to
Vi)

Whereas the above group of five
arenas is concerned in different ways
with the infrastructure of the informa-
tion society and the various checks
and balances appropriate to its conti-
nued viability, this second group may
be considered as concerned with its
development. The distinction should
however be made between quantita-
tive development, based on existing
patterns, as characterized by the pre-
ceding group, and its qualitative
development, which is the characte-
ristic of this group. The preceding
group is associated with the "adap-
tive" or "maintenance" learning of
the Club of Rome report cited earlier
(3), whereas this group is associated
with innovative leamning in response
to new situations. The major danger
in the previous group is of simpfy
replicating  existing patterns,  with
their many inherent defects, in a new
environment reinforced by a new
technology - and then claiming signi-
ficant social transformation. Discus-
sions in the arenas of this group the-
refore tend to be sensitive to uncom-
fortable issues which are fundamen-
tally incompatible with those of the
previous group, because they call

their premises into question - a
necessary basis for any significant
innovation.

4.2.3 Transformative Group (Arena IX)
Whereas the previous group of are-
nas is characterized by discussions
which are critical of the appropriate-
ness of modes of organization inheri-
ted from the past as "tried and true",
such discussions tend to reject any
critical reflection on the innovations
which they themselves favour as
"positive”. Such questioning tends to
be perceived as counter-productive
and "negative". By contrast discus-
sions in this group introduce an
essentially self-reflective and self-
critical dimension.

5. Identification of transforma-
tive opportunities

It is possible to take the 9 Arenas of
Table 3 and explore the implications of
each of them for the nine forms of organi-
zation identified in Table 2. This would
result in a report of 81 sections and is

therefore not appropriate in this context,
however valuable it might be as a guiding
framework for organizations wishing to
explore their future opportunities and
constraints in detail.

The purpose of this paper is to help to
distinguish more clearly the nature Of the
opportunities for international associa-
tions which are characteristic of the
three groups of arenas noted above.

It is very clear that there are signifi-
cant opportunities for international asso-
ciation action in connection with all three
groups. It is also clear that, as an artifi-
cial device. Tabie 3 does not truly convey
the permeability of the boundaries
between the arenas. Activity in any one
arena can easily be entrained by activity
in another arena. Nevertheless the
objectives of activity in any one arena
can easily ignore, deny or reject, the
implications for activity in another arena.

5.1 Adaptive Group (Arenas | to V)

Despite the many startling differences
characteristic of high technology infor-
matics, innovation in this first group is
primarily a question of adapting existing
procedures to a new context. The proce-
dures and structures are not significantly
changed. It is, to a large extent, a ques-
tion of "more of the same", although car-
ried out with greater ease, efficiency and
effectiveness. And this ease creates a
new problem, namely the proliferation in
the amount and variety of information in
circulation. This is about to receive a fur-
ther boost, due to the much discussed
phenomenon of "desk top publishing",
which will presumably add to the quanti-
ties of printed matter being distributed
and exchanged by associations.

Innovations associated with the first
group therefore contribute directly to the
much discussed ‘information explosion",
whose consequences are at present
under review in a project of the United
Nations University on ‘information over-
load and information underuse. In the
adaptive spirit of this group of arenas,
many further innovations are explored to
counteract such overload. They tend to
take the form of "selective dissemination
of information" and specialization. But
these together reinforce social fragmen-
taton and the manipulative abuses
which this makes possible. Within this
group the challenge of generating and
handling "quantity”, tends to be "sol-
ved", but at the expense of "quality".

The operational challenges of the
adaptive process associated with the
first group pose real problems of mobili-
zing resources and developing skills. The
necessity of responding to such challen-
ges to ensure the viability of initiatives in
the information society makes it appear a
luxury to consider the less tangible initia-
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tives associated with the second or third
group.

5.2 Innovative Group (Arenas VI to Vi)

The second group of arenas focuses
more directly on the appropriateness of
such adaptive innovations, in an effort to
engender structural innovations which
transcend the problems associated with
the first group. What, for example, is the
"desk top reading" innovation which will
enable recipients to cope intelligently
with the exploding output of "desk top
publishing” noted above? What are the
"alternative"  styles of  organization
which may prove more appropriate?

This does not necessarily imply that
the innovations of the second group are
"superior" to those of the first. Some of
them (e.g. disinformation) seek to exploit
the opportunities of the information
society in a more subtle manner than that
associated with the first group. Whereas
the first group constitutes a "first order"
response to those opportunities, the
second group is effectively a "second
order" response. It is the ability of inter-
national associations to develop such
second order responses which will deter-
mine whether they will attain a new free-
dom to act within the information society,
or whether they will find themselves
constrained by other initiatives (possibly
as a victim of new forms of exploitation).

For those associations concerned
with development issues and societal
problems, the adaptive innovations of the
first group are far from offering a pana-
cea for social ills. They are opening a
"new frontier" in which such problems
may well be redeployed in new configu-
rations, without in any way being allevia-
ted. Signs of this are to be seen in the
emerging division between the "haves"
and the "have nots", in terms of degree
of participation in the information society.

The difficulty in shifting attention to
the second group is that the economics
of the information society are to a very
large degree associated with the first
group. Any initiative must be viable at the
first order level before consideration can
be effectively given to issues of the
second order. In most cases (e.g. "inno-
vative meetings") the pressures to ensu-
re the viability of a project are such that
no attention can effectively be given to
second order innovation. And yet it is
precisely at this level that the qualitative
changes, if any, will emerge.

From the point of view of international
associations, in the "pre-information"
society a basic distinction is made
between profitmaking and non-profit-
making bodies. And yet international
associations need to balance their finan-
ces in order to survive, even though no
"profit" is made. In the information socie-
ty, many profit-making organizations are
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actively developing opportunities in the
first group of arenas - often performing
information tasks for which international
associations have been previously crea-
ted. Whilst international associations
need to continue to demonstrate their
effectiveness in these arenas (and
balance their finances on the basis of
activities there), the "non-profit" function
by which they are characterized can only
effectively emerge through their develop-
ment of activities in the second group of
arenas which are of considerably less
interest to profit-making bodies - becau-
se there is relatively little profit to be
made therein. In the information society
the distinction required between first
order and second order initiatives can
therefore usefully be considered as ana-
logous to the distinction between profit-
making and non-profit-making initiatives
in the "pre-information” society. Both
forms are required, but it is the second
which ensures a continuing focus on
qualitative change as opposed to purely
quantitative development.

There is a real risk that, in their strug-
gle to adapt to the information society,
many international associations will find
themselves trapped by the real challen-
ges and opportunities of the first group of
arenas. Many new "do-able" projects
are becoming evident. These will obscure
the importance of the transition to initiati-
ves in the second group (which may well
go unrecognized) that would empower
associations to continue to fulfil their
basic function in counter-balancing the
non-qualitative initiatives of the first
order.

5.3 Transformative Group (Arena IX)

Despite  genuine  engagement in
structural innovation of a qualitative kind,
a prime characteristic of initiatives of the
second group is that they are not struc-
tured so as to recognize their own limita-
tions - especially the manner in which
their seemingly positive achievements
are themselves as much a part of the
problématique as the problems which
they address. Initiatives of the first group,
but especially of the second, are often
associated with an unquestioning belief
in their inherent "rightness" as a contri-
bution to the common good. Their advo-
cates are profoundly amazed by the
unenthusiastic, if not negative, reactions
of those holding alternative views (e.g.
American reactions to European percep-
tions of their proposals; Western reac-
tions to Third World perceptions of their
proposals).

Initiatives of the third group can use-
fully be perceived as sensitive to the
counter-productive aspects of their own
best efforts, especially as revealed in the
light of alternative paradigms and cultu-
res. Such third order initiatives must
necessarily respond creatively (rather
than reactively) to the reality of the co-

presence of international coalitions see-
mingly acting at cross-purposes. Here
the challenge lies in using the opportuni-
ties of the information society to facilitate
"trans-conceptual” learning processes
which can transcend such differences
without denying their function in any
pattern of checks and balances. The
application of metaphors to the problems
of such development-oriented communi-
cation is one unexplored opportunity (5).

In a sense initiatives of the first and
second groups may well create the
impression of transcending differences -
as in naive concepts of the "global vil-
lage" or of "holistic paradigms" - whe-
reas in reality this superficial impression
conceals the necessity for such differen-
ces. Differences and disagreements
have an important psycho-social func-
tion. Indeed, it might be said that signifi-
cance only emerges through the confron-
tation of dissimilar phenomena. The
organized fragmentation of the informa-
tion society may however be used to
reinforce and protect such differences -
whether for or against the common good.

The third group is not inherently "su-
perior" to the other two. As with the
second, such initiatives may indeed be
more profoundly exploitative. The ability
to "divide and rule" is an inherently third
order skill, which if possessed by those
responsible for a second order initiative
could be used to totally pervert the
declared intentions of any project. Inter-
national  associations  enthusiastically
collaborating on such a project would
clearly be totally vulnerable to such
manipulation - unless they developed
third order skills.

The inadequacy of the innovations of
the second group results from the neces-
sarily restricted nature of the domain in
which they can be successfully imple-
mented. Such  structural  innovations
make no provision for internalizing the
radical opposition of other competing
alternatives, associated with other res-
tricted domains. International associa-
tions normally handle this fundamental
problem by avoiding anything more than
token (first or second-order) contact with
bodies holding radically opposed view-
points. And yet, to the extent that there is
some validity to such opposed view-
points, appropriate global transformation
can only emerge by interrelating such
perspectives in new ways. The emerging
information society provides a context for
more innovative responses to this chal-
lenge - through initiatives characteristic
of this third group.

6. Challenges faced by organi-
zations
The previous sections have pointed to

the challenges for an international asso-
ciation in organizing itself:

- to function in the information society
(the "adaptive group" of arenas);

- to recognize its innovative contribu-
tions within that context (the "innova-
tive group” of arenas);

to respond effectively to its own limi-
tations in relation to other bodies with
alternative perspectives (the "trans-
formative group of arenas).

Particular challenges which may be use-

fully highlighted at this point include:

(a) the continuing problem of information
overload and the total inadequacy of
narrow specialization as a "solution”
in a context of cross-sectoral issues;

(b) the emergence of an even greater
range of specialized interests to
which commercial information provi-
ders will respond if associations fail
to fulfil this traditional function of
theirs;

(c) increasing "competition" between
associations and commercial bodies
interested in providing the same ser-
vices, thus depriving many associa-
tions of an important source of inco-
me;

(d) increasing costs in conventional
communications traditionally
employed by associations (e.g. pos-
tage, telephone), coupled with econo-
mic restrictions on electronic exchan-
ge of information (possibly delibera-
tely imposed to reduce association
activity);

(e) imposition of restrictive regulations to
inhibit electronic exchanges of infor-
mation and trans-border data flows
(possibly for reasons of "national
security");

(f) proliferation of a wide range of "alter-
native" forms of electronic communi-
cation (e.g. videodisks, electronic
mail and conferencing systems, la-
sercards, paperstrip). many requiring
different, and often incompatible,
equipment.

(g) proliferation of computer crime and
abuses designed to sabotage, exploit
or manipulate information systems
which it would otherwise be easy for
associations to set up and share;

(h) reinforcement of the prevailing pat-
tern of inequality, discrimination and
fragmentation as vested interests find
ways to establish their position in the
information society;

(.

) erosion of the significance of existing
conceptual distinctions, whether
established by scholars, legislation or
administrations, whose maintenance
has been justified by operational
convenience in the pre-information
society (e.g. such distinctions as pro-
fit / non-profit, governmental / non-
governmental, temporary / perma-
nent, formal / informal, national /

TRANSNATIONAL ASSOCIATIONS, 3/1987 171



L'avenir institutionnel des OING

international, and possibly even legal

Iillegal)

extreme difficulty of ensuring that

messages of requisite complexity (cf

Ashby's Law) can be communicated

successfully (via reductionist

conceptual filters imposed by compu-
terised thesauri) to a sufficiently wide
audience;

(k) difficulties of responding effectively to
the opportunities (and financial drain)
offered by a multiplicity of information
exchange facilities, whether initiated
by associations, by commercial bo-
dies or by governmental bodies.

One interesting challenge for asso-
ciations, whether national or internatio-
nal, will be that Of responding to the
changing significance of their relation-
ship to intergovernmental institutions
(e.g. UNESCO. ILO, WHO, ECOSQC), In
the emerging environment the latter's
privileged status will be brought into
question, to the extent that it is non-
functional within the communicating net-
work of international bodies - leading
perhaps to a role analogous to that of the
aristocracy in European countries.

Perhaps the most profound challenge
for international associations will be to
discover ways to use the facilities of the
information  society to communicate,
interrelate  and  defend the subtler
insights and values for which they stand
- in an information environment in which
such insights must "compete" for atten-
tion (and therefore resources) with other
less subtle, and seemingly more striking,
items of information. This is the traditi
nal challenge of international associa-
tions transferred to a context where the
opportunities and obstacles are much
greater than before.

7. Selected innovation possibi-
lities
Here it seems appropriate to focus on

5 quite different possibilities for future
innovation.

7,1 Global media events

The surprising success of media
events such as Live Aid, Band Aid, Hands
across America, etc. has led to active
exploration of the possibility of future
events of this nature. Media contacts
have been developed; people and groups
are developing the skills to bring about
such events at reasonably short notice;
formulas for funding such events are
becoming clearer. Such events are natu-
rally attractive to the media faced with
the need to constantly discover new pro-
gramme content for an ever-hungry
audience.

International  organizations, whether
governmental Of non-governmental, have
been slow to respond to this opportunity.

They have only associated themselves
with such events after the fact. The main
initiatives have come from North Ameri-
can national coalitions, although even
there the established bodies were not
involved in launching such projects.

The opportunity and organization of
such events engenders much grass
roots enthusiasm as a means of focus-
sing on real social problems or on values
such as world peace. They become a
highly visible celebration of togetherness
(which seldom takes an attractive and
communicable form in the normal activi-
ties of international bodies).

There is therefore clearly an opportu-
nity for international associations, if they
can overcome the awkward political and
financial issues of negotiating with Wes-
tern-dominated media. With the conside-
rable development of global satellite
links, there will be a great need, on the
side of those responsible for them, to
demonstrate that there is something of
global interest that can be communicated
(in addition to the Olympic Games, the
World Cup, or the Eurovision song
contest, at a regional level).

Such events do of course have quite
distinct limitations, which may well dis-
courage the involvement of international
bodies. Their impact, in terms of their
stated goals, has been questioned. And
clearly the planning of such events lends
itself to innovative forms of manipulation
and exploitation. Nevertheless if interna-
tional associations do not engage them-
selves on this front, others will.

7.2 Support negotiation system

The previous innovation focuses
mainly on persuasion through the asym-
metric communication of images to a lar-
gely passive audience over a short-
period, with little opportunity to build
concretely on any pattern of communica-
tion or insight which emerges. Clearly
there is a need to match such mega-
events with a complementary system
offering exchange of information
between active participants, on a conti-
nuing basis, such that every possibility of
engendering new initiatives between
them is fostered and supported through-
out the lifecycle of any resulting project.

Such a system is to be seen in
embryonic form, especially in North Ame-
rica, in the emergence of many electronic
mail and computer conferencing net-
works, themselves partially interlinked
(to a limited degree). The most recently
launched include PEACENET and ECO-
NET, with preoccupations implied by their
names. They are open to international
association participation, at non-com-
mercial rates.

Since the viability of the technology
has been demonstrated, it is worth envi-
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saging what form such a system could
take. The most practical guide to such
reflection is the recent installation of a
world-wide, computerised, share-trading
network. This links stock exchanges
brokers, banks and institutional inves-
tors. It is composed of a number of com-
plementary components, which can per-
haps best be illustrated by Table 5 This
is a diagram of the equipment on the offi-
ce desk of a "fund manager" in a major
financial institution at the present time.

In order to make any valid comparison
with the evolution of the ways in which
associations could interact through a
comparable system, it is necessary to
identify  the  functional similarities.
Although associations do not have sha-
reholders, they frequently have fee-
paying members. Many also undertake
campaigns and projects to which the
public is invited to subscribe. Many also
undertake specialized projects for which
they seek funds from other bodies (espe-
cially foundations and major institutions).
Many also seek, with such funding
bodies, projects in which they could use-
fully collaborate to further their program-
me objectives. All these interactions cur-
rently take place using the postal, tele-
phone, and telex systems, as well as the
media. Such systems are in the process
of being integrated, in a quite dramatic
way, as communication options within
the information society. There is no rea-
son why associations should not also
envisage shifting the "centre of gravity"
of their operations into that context.

The key difference between share-
trading and support-negotiation, is that in
the former the focus is on value in mone-
tary form, for its own sake, whereas in
the latter the focus is on values, as
expressed in the form of ideas, projects,
information and cooperative arrange-
ments. Just as it is claimed by financiers
that they are essentially dealing in confi-
dence (expressed in monetary form), so
it could be claimed that associations are
negotiating degrees of confidence in the
interests that they are promoting.

Few would deny that the system whe-
reby the international community nego-
tiates support for a project amongst its
constituent bodies is extremely clumsy -
many projects take years to be "appro-
ved". This is to be contrasted with the
speed of financial transactions in res-
ponse to any political situation or oppor-
tunity. That support can be negotiated
rapidly for non-financial projects is admi-
rably illustrated by such events as Live
Aid and Band Aid. in which millions of
people were involved.

Such a support negotiation system
would help bring the international com-
munity out of the bureaucratic dark ages
in which token projects, approved in res-
ponse to yesterday's problems, are vain-
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ly applied (and acclaimed) as significant
responses to today's problems and to
those of the future. Such a system would
constitute an appropriate context for
emergency preparedness and for the
look-out function repeatedly called for by
policy makers. Of greatest significance,
such a system would provide a visibly
coherent means whereby individuals and
groups could rapidly formulate collabora-
tive projects and mobilize support for
them - thus drawing on the vast reservoir
of goodwill which is alienated by the non-
participative initiatives ~characteristic of
the present.

As noted above, the elements of such
a system are already evident in operatio-
nal form, however embryonic. It is more
than likely than coalitions of national,
governmental, commercial or association
interests will make ambitious proposals
along such lines in the coming years. The
challenge will be to filter out or contain
those with hidden agendas and "empi-
re-building” intentions. Clearly there is
little hope that the United Nations system
will prove helpful in this connection,
given its selective and highly politicized
track record in dealing with nongovern-
mental initiatives and those responsible
for them.

7.3 Transformative conferencing (6)

The clumsiness. of the international
community of organizations in formula-
ting an initiative and negotiating support
for it is reflected, to a large degree, in the
procedural clumsiness of international
meeting organization. It is fair to say that
international meetings hinder, rather than
facilitate, the emergence of new initiati-
ves. In many ways they can be conside-
red as laboratory models of the problems
of the structural and procedural inade-
quacies of the international community.

The emerging information society is
already affecting meeting organization in
a number of ways: use of telex, reserva-
tion systems, media involvement, com-
munications devices, messaging sys-
tems, satellite links (video-conferen-
cing). These may be said to have contri-
buted to the increase in the logistic effi-
ciency of such events (Arenas | to V).
They cannot be claimed to have increa-
sed the effectiveness with which ideas or
positions, put forward by different partici-
pants, are interrelated in order to bring
out the pattern of concepts which could
constitute the foundation for a new initia-
tive.

The previous innovation discussed
depends on the participation of many
bodies in a world-wide network. Whether
or not this comes about in a useful form,
associations should be able to explore
uses of low-cost computer equipment
and software as a means of providing
"conceptual scaffolding” to facilitate the
emergence and collective recognition of

patterns of significance in their own mee-
tings - and the possible transformation
into even more significant forms. All the
elements are available. Some experi-
ments have already been conducted
along these lines (7). Further possibili-
ties are now emerging with the availabili-
ty of "do-it-yourself" artificial intelligen-
ce (shell) programs- Peter and Trudy
Johnson-Lenz, developers of the EIES
computer conferencing system, announ-
ced in December 1986 a new initiative:
"awakening technology". This focusses
on tools and technologies to help awa-
ken individual and collective mind,
emphasizing the use of personal compu-
ters and computer networks as electro-
nic extensions of the mind.

7.4 Meta-stable coalitions

The viability of any form of organiza-
tion is to a large extent dependent on its
ability to maintain its coherence. This
ability is directly related to the nature of
the communication system. Any organi-
zation based on the slow exchange of
letters by post needs to emphasize the
rules for being "a member" and to make
evident who is on the current member-
ship "list". When participants in an elec-
tronic mail system interact, they effecti-
vely bring about the creation of one or
more organizations - if the pattemn of
their interactions causes clusters of par-
ticipants to emerge around particular
fields of interest. Such clusters can be
formalized if necessary - membership
can then be restricted to participants on
a "list", if desired. The point however is
that the transition between the "non-
existence" and "existence" of an organi-
zation, in such a context, can be both
very subtle and highly formalized. The
emergence and dissolution of such an
organization can be very rapid, with little
need to maintain the organization in exis-
tence once it is no longer needed - since
the participants can reconfigure into that
coaliton at any time. The information
system establishes a continuum out of
which coalitions can rapidly emerge, in
response to any issue, and into which
they can dissolve when no longer imme-
diately relevant (8).

The above process currently occurs
in the many computer conferencing sys-
tems, usually based in North America.
The process exhibits a fundamental
weakness to the extent that it is merely a
form of "super-telex" (characteristic of
the adaptive group of arenas). In particu-
lar such systems have no special means
for handling the kind of disagreements
which are mediated within the framework
of international associations having a
politically and culturally diversified mem-
bership. In fact no use is made of compu-
ter processing power to facilitate (or
even provoke) the emergence, mainte-
nance and dissolution of coalitions in
terms of the pattern of shared, opposing
and complementary interests of partici-

pants. If such an innovation were to be
made the emergence of a whole new ran-
ge of meta-stable coalitions would be
possible.

The difficulty in conventional organi-
zations based on non-electronic commu-
nications lies in the necessarily simplis-
tic nature of any rules which are agreed
amongst the members as the basis for
the organization they form. If they are too
complex, in order to take into account a
variety of exceptional cases, the organi-
zational  decision-making  procedure is
perceived as cumbersome or simply
incomprehensible. As a result, if the
organization cannot be made "hospita-
ble", some potential members of an
exceptional nature simply do not join.
This reduces the potential effectivenes of
any coalition.

More interesting however is the pos-
sibility of coalition formation on topics in
which all potential members have reser-
vations that cannot be reconciled in any
simplistic set of rules. In such instances,
the processing power of the computer
can be used to devise sets of rules of a
higher order of complexity (of Ashby's
Law) within which the different reserva-
tions of the potential members can be
reconciled. In effect the "constitution” of
the organization so formed is based on a
dynamic set of rules embodied in a com-
puter program, rather than in a static "le-
gal" text as at present. Representing the
organization structure might then be
done using a dynamic and/or graphic
model, rather than using organization
"charts" as at present.

One merit of such an approach is that
it can make use of both patterns of
agreement and of disagreement - embo-
dying discontinuity (9) - to ensure the
stability of the structure, rather than
relying solely on consensus as at pre-
sent. The art of interweaving agreements
with disagreements to bring about an
entirely new form of organization is sug-
gested by models of "tensegrity organi-
zation" (10).

A further development, enabling the
emergence of even more subtler coali-
tions, could result from even more dyna-
mic sets of rules to cover cases where
the coalition can only effectively "exist"
by alternating between several different
(and essentially unstable) forms, each
governed by a different set of rules (11 ).
Such "variable geometry" is a well-deve-
loped characteristic of organic molecules
basic to life - namely “resonance
hybrids" (9). In a much simpler form it is
evident in rules to maintain coherence
through rotation of an association secre-
tariat or chairperson.

7.5 Metaphor design (5)

The fundamental challenge for inter-
national associations, as noted earlier,
does not lie in either the adaptive or the
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innovative group of arenas, but rather in
the transformative group. Innovations in
either of the first two groups will tend to
be based on existing linear and static
paradigms. They will tend to be locked
into the prevailing Western paradigm.
This has not produced ways of organi-
zing which respond effectively to the
complexity of the social system - that the
international community is obliged to
confront and to reflect through coalitions
favouring opposing paradigms.

It is questionable therefore whether
innovations like those described above
would not simply be coopted to serve
vested interests of a traditional kind.
Even the possibility of moving beyond the
linear, text-oriented information systems
which are the core of the information
society, using pattern-oriented software
and hardware, is subject to such con-
straints. It is also clear that the informa-
tion society will severely discriminate
against the “information poor" - whether
blatantly, or subtly through depriving
them of adequate information of a trans-
formative nature (the information equiva-
lent of "avitaminosis"). It is also doubtful
whether such changes will permeate suf-
ficently rapidly to assist any but the infor-
mation elites.

In such a context, an alternative
approach would seem to be well worth
exploring, namely the design of meta-
phors offering people a way of re-con-
ceptualizing their relationship to their
social and natural environment. Meta-
phors offer the considerable advantage
of requiring few resources for their disse-
mination. They can even be used to
bypass the considerable Jags in the edu-
cation system. They have the special
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merit of being natural to most cultures
and languages - so that it may be more a
question of enhancing peoples' own use
of metaphors, rather than importing new
metaphors for them.

Outside the literary world (with the
possible exception of fundamental phy-
sics), it is only politicians who make deli-
berate use of metaphors to communi-
cate. For metaphors are inherently com-
municable and travel well, in contrast to
the sophisticated theories of academe.
They have the considerable merit of
transcending  non-functional  conceptual
distinctions and remaining comprehensi-
ble to many, to whatever degree. And yet
this resource has not been explored, at a
time when most other communication
techniques are recognized as suffering
from severe limitations.

The key to collective navigation
through complexity may well lie in new
ways of using metaphors to clarify policy
options, whether or not their use is facili-
tated by high technology information sys-
tems. It may be through the exploration of
metaphors that the international commu-
nity of organizations will finally discover a
way to describe itself meaningfully -
whether to itself or to those who current-
ly question its credibility.
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Arena I: Hardware / Mode

On the technical side this is the
well-developed discussion in the tele-
communication ~ community,  involving
experts in computers, satellite commu-
nications and audio-visual equipment. It
is above all the domain of the manufac-
turers of hardware and of the govem-
ment ministries responsible for commu-
nications and broadcasting. From this
arena emerges such innovations as fac-
simile, videodisks, videotext, cable TV,
usually  without any understanding
whatsover of the social or conceptual
implications of such innovations.

The main issues raised by this arena
which are of relevance to associations
include:

(a) the availability of such innova-
tions (especially in developing coun-
tries), insofar as there is a very real risk
of establishing a fundamental divide
between those with access to such
innovations and those forced to live as
“information outlaws" outside the infor-
mation society which the innovations
make possible. Such innovations are
already creating a class of individuals
and groups which is below a new pover-
ty line - that of the "information poor".
Associations are especially exposed to
this problem through the manner in
which their operations are affected by
rising costs of communication, of which
the best example is cost of postage.
Such increases, apparently innocent,
can easily come to be used as a new
form of repression,

(b) the rate of technical innovation is
such that there is a continuing problem
of maintenance and of compatibility with
other equipment {both of the same
generation and of a new generation).
This is especially severe in developing
countries, where, in addition to the pro-
blem of acquiring spare parts, there is
frequently a difficulty with surges and
disruptions in the power supply (which
can severely damage computer equip-
ment).

(c) such equipment creates new
forms of dependency, making it difficult
for organizations and individuals to
function should such equipment break-
down. (The problem is analogous to that
created by the breakdown of an auto-
mobile or of the public transport system,
for whatever reason).

(d) such equipment lends itself to
new forms of abuse, some of which may
be institutionalized. Already it is possi-
ble to detect the emergence of "infor-
mation cartels” in embryonic form which
could presumably come to parallel the
situation prevailing in the petroleum
industry or with respect to other com-
modities. At the national level this is
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reflected in the tight government mono-
poly, maintained in many countries, on
access to certain modes of communica-
tion.

(e) a particular source of possible
abuse, which has received considerable
attention, is that of "transborder data
flows".

Arena lI: Hardware / Software

From the technical point of view, this
arena is concerned with such questions
as:

(a) whether specific forms of soft-
ware and hardware are compatible.
Hardware innovations of any significan-
ce necessitate new software to take
advantage of those innovations, or at
least to adapt existing software to the
new equipment (to ensure continuity
from the user's perspective);

(b) development of more sophistica-
ted software to handle new applications,
or else to handle existing applications
more efficiently:

(c) ensuring that the man-machine
interface is "user-friendly", namely the
development of software which facilita-
tes the access of the user to the machi-
ne (especially in the case of neophytes),
rather than obliging the user to adjust to
the particular idiosyncracies of the
equipment:

(d) the elimination of "bugs" in
equipment, software and systems, whe-
ther initially or when upgraded;

(e) problems of upgrading applica-
tions from one generation of hardware/-
software to another with the minimum of
disruption. This includes the problemn
of becoming "locked into" a particular
hardware/software combination beyond
which it becomes impossible to develop
without a severe cost penalty;

(f) the vulnerability of sophisticated
hardware/software  systems to sabo-
tage and penetration by outsiders;

(9) abuse of hardware/software sys-
tems, including "computer crime".

Arena MI: Hardware / Content

In this arena issues such as the fol-
lowing are debated:

(a) whether particular content can be
adequately handled by particular hard-
ware, and especially whether handling
the content with that hardware does not
involve adaptations which distort the
content in an unacceptable manner;

(b) whether dependence on particu-
lar hardware is compatible with particu-
lar cultures or sub-cultures, and whe-
ther the necessary adaptations result in
an unacceptable form of "packaged" of
homogenized culture;

(c) the "mind-numbing" effects of
exposure to certain forms of hardware
(e.g. TV addicts, computer junkies);

(d) the questions of media-induced
violence, encouragement of permissive-
ness, and exposure to obscenity, as
leading to the erosion of traditional
values;

(e) increase in electronic surveillan-
ce and invasions of privacy;

(f) emergence of a "blip culture" , as
noted by Alvin Toffler: "Instead of recei-
ving long, related 'strings' of ideas,
organized or synthesized for us, we are
increasingly exposed to short, modular
blips of information - ads, commands,
theories shreds of news...that refuse to
fit neatly into our pre-existing mental
files." (12, p. 182)

Arena IV: Groupware / Mode

In this arena the focus of discussion
covers issues such as the following:

(a) adaptation of an organization,
community or family structure to the
challenges and opportunities of new
media and new supplies of information.
The focus in an organizations is often on
the need for retraining older people and
the special facility of younger people (in
the case of computers), as well as on
the ability of the body to adapt its proce-
dures. In the case of the mass media, for
example, the concern is with whether
the body interacts appropriately with the
media and how to project its "image"
appropriately to a wider audience;

(b) the cost of adapting as compared
with the cost of not adapting (or not
adapting at the same rate as associated
bodies with which it normally works or
competes for resources);

(c) the appropriateness of some new
modes in the light of the aims of the
organization. For example, many "alter-
native" bodies have delayed making use
of computers and data networks preci-
sely because they were perceived as
reinforcing the "high-tech” philosophy
to which they were opposed;

(d) erosion of traditional communi-
ties and family structures through orien-
tation to electronic media, especially
television;

(e) increasing dependency of organi-
zations, including government, on the
media and the manner in which they are
perceived through the media. Vulnerabi-
lity of such bodies to the irresponsible
quirks of the media and its amplification
of fickle reactions in public opinion;

(f) manipulation of media and data by
groups in support of their special inte-
rests and to the detriment of their oppo-
nents (such as in the skilled use of
rumour, scandal and "muck-raking”).
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Arena V: Mode / Conceptware

The discussion most characteristic
of this arena is that in media-related
contexts around the question of new
"concepts” or new media "packages".
It is on the marketing of such "con-
cepts" that much attention is focussed
by public relatons and advertising
agencies. Such concepts might be des-
cribed as ways of interrelating available
modes in order to achieve a significant
new impact. Most campaigns and other
media events originate from such
concepts, by which the necessary
investment is attracted, and which guide
the planning through which they are
implemented. The success of competing
advertising campaigns is largely deter-
mined by the relative originality of the
governing concepts. In this sense a
concept is equivalent to a military stra-
tegy. Associations endeavouring to
attract funding for a new project must
also necessarily find ways to present
the underlying "concept"”.

Issues in this arena include:

(a) the struggle to identify potentially
successful concepts and the best way
to present or communicate such a
concept to investors or to a target group
to which it must be "sold";

(b) the problem of protecting people
from manipulative concepts to which
they have little resistance (e.g. over-
selling techniques used in developing
countries);

(c) the insidious, and potentially cor-
rupting, nature of certain communication
concepts associated with some media
(e.g. as perceived by those who reject
television);

(d) communication concepts percei-
ved as technocratic exploitation or
dehumanizing (e.g. as perceived by tho-
se who argue for more highly contextual
or participative forms, such as street
theatre);

(e) the need to identify and reject
manipulative symbols (e.g. the attack on
certain children's books by those with
feminist or racial concerns) or the
concern by those with particular political
views about the disinformation strate-
gies employed by those with opposing
views.

Arena VI: Groupware / Soft-
ware

Discussion in this arena concerns
the appropriateness of classic forms of
social organization in the face of exis-
ting societal problems and given the
opportunity and challenges of the infor-
mation society. Issues include;

(a) the need for "alternative" styles
of organization and the rules by which
they can usefully operate;

(b) the requisite complexity of orga-
nization if it is to respond effectively to
any increasingly complex environment
(of Ashby's Law from cybernetics requi-
ring that an effective controlling organi-
zation be at least as complex as the
phenomena that it needs to control);

(c) the inadequacy of minimalistic
and token forms of social innovation;

(d) the possibility of a "global vil-
lage" based on emerging data and other
networks;

(e) the design of computer software
to support new kinds of organization
(e.g. computer conferencing "conferen-
ces") and to sustain meta-stable coali-
tions.

Arena Vii:
Content

Groupware )

Whereas the previous arena is
concerned with innovative forms of
social organization to take real advanta-
ge of the information society in the face
of societal problems, this arena is
concerned with the appropriateness of
the content and the possibilities of inno-
vative content. Issues include:

(a) the challenge of “empire-buil-
ding" in bureaucratic structures (as well
as in invisible colleges of academics),
whereby "territory" is staked out in rela-
tion to some topic and then vigorously,
and often irrationally, defended against
incursion by outsiders;

(b) means of countering the reduc-
tionist tendencies practised by esta-
blishment institutions when handling

have been obliged politically to demon-
strate some competence) but to which
their structures are not adapted (e.g.
treatment  of interdisciplinarity by
UNESCO, treatment of human develop-
ment by ILO. WHO and UNESCO);

(c) use of disinformation and censor-
ship by organizations and the means of
countering their effects;

(d) the challenge of reflecting net-
works of substantive relationships (e.g.
networks of environmental problems) in
appropriate patterns of communication
between bodies responsible for them
individually;

(e) the different (and complementa-
ry) types of content that need to be sup-
plied by different forms of organization,
if the network they constitute is to func-
tion in a coherent and effective manner.

Arena VIl
Conceptware

Software !

Discussion in this arena concerns
the appropriateness of classic forms of
conceptual organization in the face of
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recent conceptual advances, the com-
plexity of the challenges faced by socie-
ty and the opportunities of the informa-
tion society. Issues include:

_ (a) the problem of handling comple-
Xity,

(b) the wider significance of emer-
ging paradigms from fundamental phy-
sics, their relationship to consciousness
and to non-Westem (and traditional)
modes of thought (hitherto rejected as
"primitive” by main stream Western
thinking and the institutions to which it
gives rise);

(c) the potential of the holographic
metaphor as offering new insights into
realistic ways of organizing information
appropriate to any global or holistic
approach;

(d) "lateral thinking" procedures, in
contrast to linear thinking, as offering a
means of breaking out of unfruitful pat-
terns of thought;

(e) the challenge of "marrying" hier-
archical modes of organization with
non-hierarchical, associative modes.

Arena IX: Conceptware /
Content

Whereas the previous group of are-
nas is characterized by discussions
which are critical of the appropriateness
of modes of organization inherited from
the past as "tried and true", such dis-
cussions tend to reject any critical
reflection on the innovations which they
favour as "positive". Any such questio-
ning tends to be perceived as counter-
productive and "negative". By contrast
discussions in this arena introduce an
essentially self-reflective and self-criti-
cal dimension. Issues include:

(a) the mind-set of the innovator as a
constraint on appropriate innovation for
others, especially those in other cultu-
res;

(b) sensitivity to those dimensions of
alternative paradigms  (whether from
other disciplines or cultures) which call
into question aspects of the paradigm
with which the person or organization is
currently obliged to work - and the ten-
dency to reject such sensitivity with
appropriate rationalizations;

(c) the problem of single-factor
explanations (conceptual "tunnel
vision") and the single solution to any
problem complex to which they give rise;

(d) indiscriminate relativism and the
problem of transcending it;

(e) the issue of self-reference and
self-reflectiveness;

(f) disagreement, incommensurabili-
ty, discontinuity and paradox, and the
appropriate  conceptual means  of
"containing" them.
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Concrete example: the Union
of International Associations

In order to facilitate comprehension
of Table 3 (and Annex 1). the informa-
tion preoccupations of the UIA have
been ordered in relationship to the nine
arenas and presented in Table 4 in the
same format.

Arena |: Hardware / Mode

The focus in this case is on the
selection and operation of hardware
capable of handling information in the
form necessary for the UIA's publica-
tions and future developments that may
require such equipment. This has resul-
ted in the installation of a local area
computer network which links 10 micro-
computers. The choice was made in
terms of the need to transfer information
to sub-contractors capable of high-
speed photocomposition and  page-
make up. Rejected options included use
of terminals linked to a main-frame com-
puter in an external service bureau.
Experiments are being made with data
networks. Options under consideration
include use of laser disks and graph
plotters.

Arena Il: Hardware / Software

The focus in this case is on the
selection of computer software compati-
ble with the micro-computers. This
included software to operate the net-
work and software for a shared text
database on the network. Using such
software, further programs were then
developed to handle the specific needs
of the UIA publications. Investigations
are being made into laser disk access
software.

Arena lll: Hardware / Content

The focus in this case is on the ope-
ration of the system for research, edito-
rial, administrative and publication pro-
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duction purposes (especially in the case
of the descriptive Yearbook Vol. 1 and
2). Other concerns have been the possi-
bility of on-line access of external
bodies to such data, the exploration of
computer conferencing / electronic mail
systems, and the possible distribution of
databases on laser disks.

Arena IV: Groupware / Mode

In this case the focus is the manage-
ment problem of the adaptation of the
UIiA structure to a local area network,
namely the reallocation of workloads,
the redistribution of functions and the
assumption of new tasks in response to
the opportunities of the network. Al-
though well-advanced, this process is
not complete.

Arena V: Mode / Conceptware

Here the focus is on how people
within the UIA, especially editors, evolve
new ways of thinking about their work
and ways of handling it. This develop-
ment cannot be described in specific
terms, since it is primarily a shift in atti-
tude in response to a pattern of new
opportunities and constraints. It is of
fundamental ~significance to  those
concerned.

Arena VI: Groupware / Software

Activity in this arena has so far been
limited to developing software to handle
networks of relationships between orga-
nizations (e.g. membership links, wor-
king relationships, etc), especially for
Yearbook Vol. 3. This could be extended
to the operating units of complex secre-
tariats (e.g. those of large 1GOs). Fur-
ther developments might include soft-
ware to actively facilitate contact
between organizations in the light of
their programme priorities, and software

to sustain meta-stable coalitions (e.g.
"potential  associations”,  "tensegrity
organizations” and “resonance
hybrids") which have been a theme in
UIA research.

Arena VIE: Groupware / Content

Here the UIA concerns include dis-
covering means of representing pat-
terns of relationships (especially net-
works) between organizations, whether
through computer graphics or plotted
maps (as argued in the UIA Encyclope-
dia of World Problems and Human
Potential). Other concerns include the
clarification of the distinct (but comple-
mentary) kinds of data which a coalition
of organizations can usefully exchange
in order to ensure its viability and effec-
tiveness (as partially explored in the
Yearbook Vol. 3).

Arena VIII: Software / Conceptware

The need for innovation in this arena
has been explored, from the UIA per-
spective, in the Encyclopedia. The
concern is with the possibility of develo-
ping software to handle patterns of
(possibly incompatible) concepts which
guide the way in which the fragmented
sectors of society are perceived and
interrelated.

Arena IX: Conceptware / Content

Again, the possibility of innovation in
this arena has been explored, from the
UIA perspective, in the Encyclopedia.
The concern is with "trans-conceptual”
ways of handling the incommensurable
perspectives and sets of data which are
so characteristic of the international
community of organizations. Particular
attention has been devoted to patterns,
metaphors and patterns of metaphors,
as a largely unexplored resource for the
comprehension of appropriateness and
as a guide to navigation through com-
plexity.
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e L Pneetings - events orgmizations LONG-T
Z{&E}[{JSNOF ORGANTZED - demonstrations - information networks
(tentative)
Non- GIobal Global Non- Global Global Non-GI¢
* regional - - regional * regic
« local | - local - local
- specific culture - specific culture * spec:
e ia Summits Tntergovernmental organizations upra-I
Egrgz:nl Sectarian Ceremonies Inter—g institutional networks - 0N, E
« clos c{ concern Rituals Intergovernmental lobbies Multil
close Delegations + Group of 77 Club of
+ governmental g
IG0 meetings - Non-aligned movement Opus De
Religious conclaves Intelligence networks Interac
Sabotage projects Subversive networks Secret
- Corps diplomatique Religic
Universal Intent;
concern
INTEREST-GROUP Sectarlan Emergency relief networks Organizations and networks Organi
Primarily concern Disaster networks - professional - acade
« open Ad hoc lobbies « ‘academic . . la{ ]
+ nongovern'tal Meetings - trade association * poll
. selective - professional ¢ political * f“Vll
- academic Instl tutional supporters . Falts
- trade associations }Qedts ‘
- alternative groups . UNESCO Clubs edera
- political * CONGO
Ad hoc coalitions Permanent coalitions/lobbies
- employers
* ecological
Universal - peace
concern Voluntary service
MASS Sectarian Mass_assemblies Mass movements
Primarily concern - pilgrimage .
- open - revivalist * envi romment . EBCE
* non-selective - youth festival * youtl Religi
- music festival - women
Mass demonstrations Trade unions
* ecological Personality cults
* peace march - religious
Universal - strike - political
concern World day of prayer - sport

Telephone "call-in"

- media (fan clubs)
Campaigns
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TABLE 2 INTERNAL AUDIENCE CONTEXTUAL AUDIENCE WIDER AU
VARIETY OF INFORMATION (Target |
POLICIES
(tentative)
Operational Membership Peers Patrons Lobby ta
units
INFORMING i f Provide facts of value to the Provide |
- quantitative Exploitative ?romge_.gctih tional source ?roup's context and group to
data o .“n&e (etc‘o cyonti%ugpera lona external supporters new init
- factual 1dlata finc:ioning)
nevtear Y - valued by the membership
Non-—
exploitative
INFLUENCING Exploitative Select and present Information Select and present Information Select a
- persuasion N (e.g, "positive" reports) such as to ensure that the such as
- educating justifying the past and planned interests and initiatives of the of targe
- propaganda ensuring the continuity and source group continue to be the sour
; coherence of the group as a whole appreciated and supported by its
context
Non- ]
exploitative
LEARNING i i Engender exchanges of information Facilitate the ability of the Encourags
FACILITATION Exploitative which increase the group's group's context to identify and engerde%
- innovative self - reflexiveness and improve work with new patterns of strateqis
learning the ability of the group to information (or paradigms) which ability «
undertake new end more sensitive increase the coherence of the groups’ t
tasks perspective prevailing within patterns
that context Appropri.
needs an
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TABLE 3

MODE

TIARDWARE GROUPWARE CONCEPTWARE
DIMENSIONS OF THE (Devices or Systems) (Formal and Informal) - Context-dependent or Transconc
INFORMATION SOCIETY Transmitters Telephones Institutions Communities Classification schemes P
(tentative) Receivers Radios Organizations Family structures Conceptual relationships M

Computers Facsimfle Groups Campaigns Patterns

Satellite networks Recording equipment Task forces Networks Symbols

Telex Videotext

TECHNOLOGICAL CRITERIA MANAGEMENT (ORG. DEV.) CRITERIA PUBLIC RELATIONS (MARKETING) CF
Medla « sound - availability (incl. cost) Issues:

« compatabili “adaptaion of organization - identifying viable media "col

. sound/lmage

- graphics
Unmediated
- voice

- gesture

SOFTWARE (Programs)
Non- computer

- rules

+ procedures

+ ‘music

Computer

- word/data processing
- numbers

- text

« image

- sound

- graphs

- artificial
intelligence

- appropriateness (incl. cost)
- maintenance (incl. parts)

« dependency

+ abuse

Possibilities:

- “enables new systems

ARENA

Iss
- appropriateness
- erosion of traditional forms
« dependncy on media

- vulnerability to media

- manipu ation of media/data
Possibilities:

+ new modes of group communication

- new mode engenedred organizations

ARENA IV

- manipulative concepts
+ dehumanizing modes of
communication

- erosion of traditional order
Possibilities:

- new media_"concepts”

« new paradigms, metaphors
ARENAV

PROGRAMMING CRITERIA
Issues:

- compatibility
serfriendliness

Tibug
* uporading constraints

« abuse and fra
 penetration 2 and sabotage

Possibilitie
~ onables now applications
+ desktop publishing

« computer conferencing
ARENA Il

ORGANIZATION APPROPRIATENESS
Issues:

; search for "altemative" forms
- requisite group complexi

- minimalistic. Povation

Pos: es
- "global village"

: software-engendered groups
(eg C)
©Setarstable coaiitions
« resonance hybrid groups
ARENAVI

PARADIGM APPROPRIATENESS
Issues:

- handling complexity

- appropriateness of classic mc
- operationalizing new paradign
- requisite conceptual comple
- naive holism

- reinforce, of reductionist o
- reinforcement of linear thi
Possibilities

- “reinforcement of lateral thir
« new concept patterns

- software-engendered

- meta stable

- resonance hybrids A

CONTENT
Hard data
« facts
- issues
3gcio-economic problems
Soft da
hes
- opinions
- psycho-social problems
+ reservations
visions
« proposals

PRODUCTION (MARKETING) CRITERIA
Issues:

- hardware/content _compatibility

- cultural compatibility
- "packaged culture"
- erosion of traditional values
- media- incluced violence
- electronic surveillance
- "blip culture”
Possibilities:
learning games
- "telephone trees”
+ CB or CC exchanges
ARENA il

INFORMATION APPROPRIATENESS

- empire-building, territoriality
- appropriateness of organizations

to content
isinformation. censorship
Possi
+ group structure equivalent to
substantive relation

< new kinds of organization for
existing content

- ‘new kinds of content for
existing organization

ARENAVII

SELF REFERENT\AL CRITERIA

SSsensi
paradigms
- ccnprehension of complexity
- single-factor explanations
- “Indiscriminate relativism
- self-reference
Possibilities:

- applied metaphors

- embodying discontinuity

- policy alternation
pattern. of metaphors

ty to alternative
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TABLE 4

APPLICATION OF TABLE
DIMENSIONS TU UIA

* a concrete example
(tentative)

HARDWARE

GROUPWARE

CONCEPTWARE

Selection and installation of

Adaptation of network to suit

Adapting way of thinking abou

HODE "local area computer network" special needs of UIA and ensure organization of work in the 1
composed of: acceftability to staff (e.g. noise of the network facilities -
+ 10 micro- computers, level, VDUs) = especially the interrelations
* laser and local printers Internal organizational problems and_the possibilities of
* industrial norm tape unit of adapting distribution of publication production
* hard disk units workloads in relation to the ARENA V
Provision of link to external computer network facilities ARENR
photocomposition facilities ARENA IV
Link (via modem) to external N
data bases (incl. electronic mail)
BARENA T
SOFTWARE Network o eratlng system (Novell) Design of software to handle Research into the possibility
Text database software (Revelation) networks of relationships between: * conceptual tensegrities
Telecommunication software * organizations - pattern sustaining software
Word processor software (Word, - world problems - patterns of concepts
Wordstar) - human values - comprehension facilitation
ARENA II - concepts, software
Research into possibility of ARENA VIII
+ tensegrity organizations
* resonance hybrids
* potential associations
* intercontact system
ARENA VI
CONTENT Data bases: Research into: Research into the possibility

international organizations
international meetings
world problems

strategies

human values

human development concepts
integrative concepts
Associated publications:

* Yearbook of International
Organizations (Vols 1,

- Encyclopedia of World Problems
and Human Potential

« International Congress
Calendar

BARENA ITI

« production of network maps
« complementary data sets in
inter-group coalitions
ARENA VII

* trans-conceptual ways o:
handling incommensurablé
perspectives and concepts
* comprehension of
appropriateness

* metaphor design

ARENA IX




TABLE 5

WORKING ENVIRONMENT OF A "FUND MANAGER"
- as a guide to reflection on the desirable working environment for an association
"support negotiator"

This diagram, based on a photograph of the desk of a fund manager (Financial Times, 19 November
1986), illustrates the range of tools now available to financial institutions

1. Quick (Quotation Information Centre KK) terminal: provides prices and information service
about Japanese equities from the Tokyo stock exchange

2. Dealer board: allows telephone contact with market makers and brokers

3. Personal computer: highlights the composition of portfolios, using in-house and external
software

4. Reuter information service: gives world news, foreign exchange, market indices and share
prices worldwide

5. Topic: gives London financial information and share price quotations

6. Calculator

7. Long-term Japanese equity chart book: shows changes in share prices over 11 years
8. Stockbrokers' information book on Japanese equities

9. Point and Figure charts of international markets, currencies and equities

10. Japan Company Handbook: lists results, earnings, performance and people

11, IBES (International Brokers Estimate System): compiles brokers' estimates of world
companies' future earnings

12, China Products promotional booklet: identifies opportunities that could arise in the future
(illustrates ways a fund manager may spot opportunities

Equivalents could be envisaged for project-oriented international associations.
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