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Introduction
This paper considers various aspects of the significance and nature of the impact of inter
national associations on their environment, and particularly the impact of international
scientific and professional associations on the international system. In approaching this
matter, it is first useful to examine why the question of impact is important, what is meant
by impact, and the questions raised by the process of proving impact. This establishes an
appropriate context within which to comment on the progressive increase in the number of
international associations and their interrelationships and the manner in which networks of
organizations may diffuse impact and act as vehicles for its transference.

Assessment of impact
of INGOs on IGOs

Justification for assessing impact

The following points indicate the major
reasons for assessing impact:
1. Policy concern: In order to justify an
existing policy with regard to an interna
tional association, it is appropriate to
assess the impact of the body on its envi
ronment. Of a slightly different nature is
the need for an organization to assess the
general impact of such a body on its envi
ronment before responding to an unpre
cedented attempt by such an association
to influence the organization's policy.
2. Resource allocation: To the extent that
the allocation of resources in support of
project proposal of a particular associa
tion is a program rather than a policy deci
sion, then it may be important to evaluate
the actual or potential impact of the asso
ciation on its environment.

• From a paper, originally presented under
the title" Networks ofInternational Associa
tions; occupational categories and world
problems ", which was completely re-written
in the light of the papers and discussion at
the Conference on International Scientific
and Professional Associations and the Inter
national System (Philadelphia, November
1976).
A second part of the paper on the impact of
associations, together with material from the
original version, has been incorporated into:
International organisation networks, a com
plementary perspective. In: P. Taylor and
A.J.R. Groom (Eds.). "International Organi
sation; a conceptual approach" (London,
Frances Pinter, 1978, pp 381-413). The
quantitative data originally presented has
been updated and appears as : International
organizations; an overview. In: " Yearbook
of International Organizations" (Brussels,
Union of International Associations, 1978).

3. Acknowledgment of recommenda
tions : Many associations produce recom
mendations, resolutions or declarations
which may be directly or indirectly trans
mitted to parts of the intergovernmental
system. In order for IGOs to justify atten
tion to such recommendations, they must
prove that the association has adequate
political impact to give credibility to such
positions, irrespective of their content.

4. Suspension of relationships: Under
certain circumstances (e.g. ECOSOC's
positions in relation to Spain, South Africa
and Taiwan and channelling of CIA funds
through INGOs), an IGO may need to
prove inappropriate impact in order to jus
tify suspension of relationships with an
INGO, or some other form of sanction or
censorship.
5. Provocation: Since there is a range of
INGOs associated with the ideology of
each major power bloc, the IGOs associa
ted with a power bloc may wish to prove
the negative impact of the equivalent
INGOs on any other power blocs as a jus
tification for some form of tacit or overt
support. (Where the impact is shown to be
positive, this then becomes justification
for some form of sanction or censorship as
under the previous point.)
6. Value elaboration: Where national or
international assocations have built up a
climate of opinion superior in some values
to those with which the intergovernmental
system is associated, IGOs may wish to
recover lost ground by proving the posi
tive impact of selected INGOs in order to
justify binding them into IGO programmes
(the UN approach to the environment
issue is a case in point).
7. Reinforcement of constituency : Where
IGO member states have for political rea
sons generated resolutions initiating pro
grammes which alienate much of its usual
constituency, it may seek to prove the
impact of INGOs on such programmes in
order that by so associating them it may
establish a favourable climate of opinion

for the programmes amongst the INGOs
constituencies.
8. Tradition, prestige and public rela
tions: Where an IGO wishes to maintain
relations with a particular INGO for special
reasons, it may prove impact to justify
such a position (the relation between the
UN and the World Federation of United
Nations Associations is a case in point).

Varieties of impact

The different types of impact can be grou-
ped as follows:

1. Physical, including violent demonstra
tions, occupation of offices, physical
damage to buildings or equipment, vio
lence or threats of violence to personnel,
physical assistance (manpower), etc.
2. Affective, including non-violent
demonstrations, emotional propaganda,
smear or hate-campaigns, supportive
campaigns, etc.
3. Procedural, including strikes, lock
outs, restraining orders, procedural and
regulatory devices (legal, administrative,
financial, safety, health), resolutions,
declarations, etc.
4. Programme content, namely concep
tual or information inputs contributing to
the elaboration of programme content,
within its predetermined framework.
5. Organization policy, namely political,
financial, statistical, conceptual and simi
lar inputs affecting the formulation, selec
tion and rejection of programmes.
6. Policy coordination, namely political
and other considerations affecting the
coordination of programmes of semi
autonomous organizations acting on
interrelated problem areas.
7. Research, namely conceptual and
methodological advances which effecti
vely question the utility and significance of
the problems addressed by existing pro
grammes and policies.
8. Socio-political, namely political, ideolo
gical and philosophical advances which
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effectively question the utility and signifi
cance of: (a) the organizational structu
res used to direct existing programme and
policies, and (b) the research by which the
problems and remedial action are defined.

The above grouping reflects a primarily
western approach to the varieties of
impact. The situation is more complex as
has been remarked by authors such as
Stafford Beer and J. Forrester :

« Le Chatelier's Principle: Reformers,
critics of institutions, consultants in inno
vation, people in short who « want to get
something done ", often fail to see this
point. They cannot understand why their
strictures, advice or demands do not
result in effective change. They expect
either to achieve a measure of success
in their own terms or to be flung off the
premises. But an ultrastable system (like
a social institution)... has no need to
react in either of these ways. It speciali
zes in equilibrial readjustment, which is
to the observer a secret form of change
requiring no actual alteration in the
macro-systemic characteristics that he
is trying to do something about" (1).

Some eastern philosophies might even be
described as philosophies of "non
impact ". They have influenced, and conti
nue to influence, the Gandhian non-vio
lent approach and some aspects of the
Chinese approach to social change. It
should be stressed that the western per
ception that such attitudes constitute a
form of passivity are but ill-informed sim
plifications, particularly since such philo
sophies underlie the eastern martial arts.
Such a point could well be supported with
citations from Lao Tzu, Chuang Tzu or
similar authors. It is more appropriate
however to note the study made by Scott
Boorman on the implications of this kind of
thinking for Mao Tse Tung's revolutionary
strategy (2). It could be argued that a
similar approach partly underlies the evo
lution of the Vietnam situation and that in
other arenas. Conventional billiard-ball
models of impact are likely to be insensi
tive to such strategies. It is no coincidence
that Scott Boorman himself has speciali
zed in the study of formal social net
works. (3)
The utility of the conventional approaches
may also be questioned in the light of
comments such as that of Peter Drucker :
"The correct figures could perhaps have
been forecast; but what today, only ten years
later, controls America's mood and shapes
its policies - not to mention its picture of
itself - would have been quite unpredictable
to any statistical, projective method: there
has been a change of meaning, the qua
lity, the perception of our experience. In
1959 the accent was all on our affluence. In
1969 it is all on the poor ". (4, emphasis
added). And as he predicted, the meaning
has again changed unexpectedly since
then. This point is made even more stron
gly by Alvin Tottler (5).
It could be argued that many international
associations function in order to change

meaning, to support or facilitate any such
change, or to maintain continuity through
such changes. Their success in doing so
is not necessarily detectable by the
methods of evaluation normally recom
mended. Moreover alternative philoso
phies may well change the significance, if
any, of " success .. as determined in this
way and the legitimacy of actions based
on conclusions of " low impact ...
Related to the indirect forms of impact
noted above is the static impact which in
its most extreme form is now termed
sfructural violence.

« Basically, what seems to be behind it is
a pattern of human interaction, of social
order that is so prevalent, so all-perva
sive that it seems to be present as an
archetype at all times and all points in
space. The moment one believes a more
egalitarian structure has been created
the same social order seems to come in
by the back door. It seems to survive very
well the changes from a slave society,
via a feudal and capitalist order, towards
a socialist society" (6).

This "structural impact.. may also be
significant in the activities of an organiza
tion and of the international system.

Issues raised in assessing impact

The process of proving and assessing
impact raises a number of issues which
are briefly reviewed here:

1. The situations in which a demand is
made for an assessment of impact tend to
be structured such that impact must
effectively be proven before attention is
directed towards the bodies giving rise to
the impact The "existence.. of such
bodies is deduced from the recognition of
the impacts to which they give rise. If no
impact can be detected then the question
of whether such bodies exist is conside
red irrelevant. The convenience of this
approach does not eliminate the question
of whether the organizational system has
an adequate concept of its environment,
in that some impacts may be undetectable
by the methods or criteria used, and some
external unrecognized bodies may sud
denly give rise to impacts for which the
organization is unprepared.

2. Related to the previous point is the
assumption of absence of impact on an
organizational system unless impact can
be proven. It is certainly debateable whe
ther this is an appropriate attitude for an
organization (as noted above) or for the
intellectual disciplines associated with
the assessment and its methodology. It is
particularly unfortunate in that the
assumption places the burden of proving
impact on the external unrecognized body
(in a manner somewhat analogous to that
of a legal system in which innocence,
rather than guilt, has to be proven).

3. The demand for proof and assessment
of impact places the body making such

demands in a special position in relation
to those who may be perceived as having
impact. Where such bodies have a special
place in the international system (e.g. the
United Nations), the conclusions of any
such evaluation effectively contribute to
the definition of the reality of the interna
tional system. Those bodies excluded
from this reality by this process have no
method of appeal, since the effects of the
evaluation process are not of interest to
the bodies demanding it. Such evalua
tions may usefully be termed .. directive
assessments" because of the by-pro
ducts of the evaluation process. It is
important to render explicit for whom a
particular set of impacts is considered
significant and in whose interest.

4. Impact studies are organized in terms of
impact on a focal organization or group
(known as the point of anchorage in social
network analysis where it is usually taken
to be some specified individual whose
behaviour the observer wishes to inter
pret). This raises the question of what
bodies are undetected or ignored by this
approach, whether such bodies may have
some indirect impact on the focal organi
zation, and whether the behaviour of the
whole set of bodies in a network does not
effectively result in diffusion of all impacts
throughout the network.

5. Current impact studies necessarily pre
define what processes are to be conside-,
red as conveying valid impacts. This rai
ses the question of what other processes
are undetected or ignored by this
approach and the consequences of inabi
lity to focus on them.

6. Impact studies raise the question of
how the thresholds are selected below
which impacts of a particular kind are
considered insignificant. (The physical
sciences are fortunate in having establis
hed how «weak" and "strong interac
tions" should be taken into considera
tion, thus enabling them to give appro
priate attention, for example, to the impact
on an object (a) of a falling weight, (b) of
a mass any specified distance from it, and
(c) of weak electromagnetic forces such
as the magnetic field of the earth. The
question may be asked whether impact
studies in the social sciences are able to
focus on impacts analogous to (b) and (c)
where there is no direct impact as such
merely the influence of forces, which
under some conditions, in the case of phy
sics, may be of considerable significance
aside from being necessary to any ade
quate understanding.)

Studies of association impact on the
intergovernmental system raise the ques
tion as to how relevant the impact of one
organization on another is to an unders
tanding of their separate or combined
impact on the problems for which they
were established. The approach loses
sight of the fact that society's available
institutions are failing to contain the com
plex of problems on which they purport to
focus.



It is difficult to avoid the general impres
sion of a series of continuing sterile deba
tes about «pseudo-issues» effectively
(although not deliberately) structured to
avoid converging on conclusions which
could legitimate any recommendations for
remedial projects to increase the value of
organizations and associations separa
tely and as linked in networks. Such
issues can be termed " pseudo-issues»
because, from a very realistic and practi
cal point of view, there is little that can be
done about any of them individually at this
point in time. Such issues should better be
seen as constraints on any action stra
tegy, rather than the prime policy concern
in connection with INGOs, as tends to be
the case in IGO, INGO and academic cir
cles, Hopefully many of these problems
will be overcome at some stage, but it
would seem to be unnecessarily short
sighted to allow them to constitute delays
to effective development of the full poten
tial of the INGO network. The organizatio
nal instruments for action may in many
cases be imperfect, but concentrating
attention on their imperfections may sim
ply obscure the fact that they are already
quite adequate for many tasks and that
the specific imperfections are in large part
a circumstance of the times rather than of
their nature. Practical approaches to
improving their ability to perform their
functions may well be the quickest
method of reducing their imperfections.
The point made here has been explored
elsewhere (7).

Conventional evidence for impact

As noted earlier, there are problems in
obtaining satisfactory evidence of the
impact of international associations on
the intergovernmental system, particu
larly since within the IGO system such
evaluations tend to be tied to programme
themes such as development, environ
ment, peace, human rights, etc.
The category of scientific and professio
nal associations is not used by the IGO
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system, although occasional references
are made to technical assocations. It is
interesting that probably some white col
lar trade unions coming within the parview
of IlO could also be considered as profes
sional associations.
There have been numerous positive stale
ments concerning international associa
tions in general, produced by officials from
the UN Secretary-General downwards on
appropriate occasions, as well as from
government delegates. Official resolu
tions frequently call upon such bodies for
some action or support. Unfortunately
none of this constitutes "evidence" of
impact, because such statements may
always be interpreted as having a public
relations component. Although if this is
the case, the obligations felt by parts of
the IGO system to maintain good relations
with such associations may perhaps itself
be considered as stronger evidence of
impact. Assessments by scholars do not
in general, for reasons noted earlier, pro
vide good evidence for the presence or

absence of impact, except in the case of
intensive study of particular associations
or groups of associations (cf. the studies
of Edward Miles of space, telecommunica
tions and sea-related bodies). IGO secre
tariat assessments, such as those of
ECOSOC and UNESCO. of NGOs in
consultative status are basically descrip
tive rather than evaluative.
Thus, although it would be possible to
select, sift and cite specific statements of
positive impact, the question remains as
to whether this would be considered posi
tive proof (and by whom) or merely cir
cumstantial evidence of little relevance to
current theory in the field of political
science or policy studies. Current theories
are indeed indifferent to such evidence.
For example, Keohane and Nye note that
the impact of inter-societal interactions
and transnational actors in international
affairs has been ignored in both policy
oriented writings and more theoretical
works, and that when they have been
recognized they have often been consi-
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gned to the environment of inter-state
politics, and relatively little attention has
been paid to them in their own right or to
their connections with the inter-state sys
tem (8). Singer and Wallace are quite
explicit about exclusion of NGOs from
their analysis: "our interests (and, we,
suspect, those of most of our colleagues)
are more concerned with IGOs than with
nongovernmental organizations" (9).
Finally there is the question of what crite
ria to use in evaluating the evidence for
possible impact of ISPAs on IGOs. Should
the criteria relate purely to the transfer of
scientific knowledge and considera
tions? Should they relate to science
policy and use of resources for science?
Or should they simply relate to political
clout irrespective of the scientific and pro
fessional component? Curtis Roosevelt,
former Chief of the NGO Section of the UN
Secretariat, makes the point (10) that
IGOs are political institutions and an NGO
can only be effective in relation to them by
relating to such bodies politically. The
reality of the situation is that governmen
tal delegates assess the potential value of
an NGO primarily in terms of the political
power of the constituency it represents,
Scientific or professional expertise does
not necessarily imply political power. Fur
thermore, most expertise, however tech
nical, is now held by IGOs to have political
overtones. Even NGOs concerned with
astronomy, cardiology or sanskrit litera
ture, for example. are not effective in IGO
terms unless they take positions on
issues such as peace, human rights, etc.
Clearly an ISPA low on expertise might
the'refore be perceived as having more
impact than one having high expertise
and little political sensitivity. What would
be a good indication of political impact in
this context? For example, the ability to
influence the wording of a resolution is an
indicator of impact, but what if the resolu
tion is never effectively acted upon by the
fGO (as can be frequently argued). The
abilITY to influence allocations of funds iSl
also important, but what if the resources
are small relative to the expenses of the
lobbying activity necessary (as is the case
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with many programmes of interest to
ISPAs) ?
The disadvantages of following this route
seem clear enough, and in the light of the
argument of the previous sections ano
ther approach seems more appropriate.

Characteristics of impact-oriented asso
ciatons

It is perhaps useful to distinguish a cate
gory of international associations whose
operations are strongly influenced by the
desire to impact directly upon the intergo
vernmental system. Such associations
tend to have characteristics such as the
following:
- a relatively high proportion of resources

is devoted to face-to-face contact with
government delegates and IGO secre
tariat officials. In addition to funds of the
association, such resources may effec
tively include the time of international
personalities linked to the association
(but funded through other channels) or
willing to act for it in any lobbying role,
whether discreet or overt.

- the people used in the lobbying role
tend to have past experience as part of.
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the intergovernmental system, whether
as diplomats, as IGO officials, or as
national government delegates or
experts. Where this is not the case, the
people and the association tend to
adopt an activist stance relying on their
energy, expertise, and/or ability to feed
politically embarrassing information to
the media, rather than rely on the fruits
of subtle lobbying.

- considerable attention may be given to
actual and potential links with the news
media to maintain an image of strength
with respect to the intergovernmental
system (and possibly to association
membership). Such links may be based
on the release of well-researched
reports of value to the media or by the
ability to generate news by triggering
demonstrations. Alternatively, or possi
bly in addition, links may be obtained
with influential national power bases
with their own contacts to national dele
gations.

- considerable attention is given to the
rights and procedures by which interna
tional associations may be physically
represented at intergovernmental
conferences or in IGO secretariats, par
ticularly over matters such as the right
to make or circulate statements.

- almost by definition, the existence of
such associations tends to be justified
and maintained by the existence of
intergovernmental entities with which
they can interact. There is a relationship
of dependency.

Characteristics of
non-impact-oriented associations

A category of international associations
whose operations are not strongly
influenced by the desire to impact directly
upon the intergovernmental system may
also be distinguished. Such associations
tend to have characteristics such as the
following:
- a relatively high proportion of resources

is devoted to the activities and pro
grammes of the association, irrespec
tive of how they are appreciated by the
intergovernmental system.

- the activities tend to emphasize: rela
tionships between members, member
or association activity on identified pro
blems, the convocation of meetings to
clarify the domain of interest to the
association, or the collection or genera
tion of information reflecting the content
of that domain. Such activities may only
incidentally involve or be of interest to
the intergovernmental system.

- the attitude of members may not be
oriented towards achieving or accom
plishing specific programme objectives
but rather of developing a certain cli
mate of opinion amongst members and
others, possibly inclUding the general
public. The evaluation of the effective
ness of such activity may even be
considered destructive of its quality and
as such undesirable as well as unne
cessary. Members concern for the
effectiveness of the association may be
limited to its impact on themselves and.
those with whom they associate.

Limited validity of conclusion
from impact studies

Some studies of the impact of internatio
nal associations on the intergovernmental
systems employ a procedure which
results in misleading, if not erroneous,
conclusions. An impact study may be
organized in terms of one of the following,
for example:
(a) - investigation at a major intergovern
mental meeting (e.g. UN Environment
Conference, Stockholm 1972; UN Habitat
Conference, Vancouver, 1976) of interna
tional association action and contact with
government delegates.
(b) - investigation of those international
associations having consultative status
with one or more intergovernmental
bodies (e.g. Unesco, Ecosoc, ILO, etc.)
(c) - interviews with secretariat personnel
of one or more intergovernmental bodies
concerning their contact with internatio
nal associations.



(d) - investigation of field level activities of
International associations and their rela
tion to the representatives of one or more
intergovernmental bodies in the countries
in question.

Such studies tend to have one or more of
the following unstated assumptions:
(I)that because part of the intergovern
mental system has given rise to an orga
nization. a programme or a conference to
focus on a particular subject or problem.
then any international association which
attempts to act on that issue would want
to interact with the structure in question.
This is incorrect because a significant
number of international associations may
consider that the particular structure (i)
can itself only be relevant to a (possibly
minor) aspect of the issue, (ii) has been
prepared, or operates, in such a way that
most decisions of any significance are
either taken in advance or in other arenas.
(iii) IS conceived mainly as an exercise in
public relations to focus public support
and the attention of some governments
insensitive to the issue, (iv) is conceived
as a political compromise substituting for
any effective action on the issue.
(11) - that because an international asso
ciation is represented at some intergo
vernmental organization, programme or
conference. then the association is
necessarily attempting to have an impact
on that intergovernmental structure.
This is incorrect because a significant
number of international associations may
consider that the structure suffers from
the defects identified under the previous
point. In order to maintain a line of contact
with the intergovernmental body. whilst
minimizing the resources engaged, they
may effectively employ any of the follo
wing strategies: (i) ensure that any list of
participants or contacts produced by the
intergovernmental body identifies the
association, even though its representa
tive departed immediately after having
accomplished this. if it could not bedone
by post; (ii) allow the association to be
represented whenever necessary or
convenient by whatever member happens
to be living in the area or passing through;
(iii) allow the association to be represen
ted by any enthusiastic member interes
ted in the activity for personal reasons
(including personal status and prestige,
etc.); (iv) allow the association to be
represented by a non-member with some
special interest (e.g. conducting inter
views for a research project). Some asso
ciations may only be represented
because of the convenience of the setting
for maintaining contact with other asso
ciations interested in the issue (and irres
pective of the intergovernmental activity).
Note that questionnaire research is based
on mailing lists of association representa
tives of the type identified here.
(Ill) - that because a representative
emphasizes the interest of his association
in having impact on some intergovern
mental organization. programme or confe
rence. that the association necessarily

has such an interest or that any of its
efforts at impact are related to the repre
sentative in question.
This is incorrect because (i) the represen
tative may sincerely believe that the asso
ciation has given him a responsible role.
when it has merely responded passively
or minimally to his availability; (ii) the
representative may feel obliged to dis
guise the minimal response of his asso
ciation. if he is aware of it, to avoid nega
tive consequences for his association; (iii)
the association may feel obliged to be
represented to ensure that it is still reco
gnized as " in the game ". by its peers, by
any part of the intergovernmental system
which makes later use of the mailing lists.
and possibly even some of its own mem
bers or by those conducting studies of
representation which may be widely dis
tributed; (iv) the association may partici
pate not in an attempt to have impact on
that intergovernmental body but in order
to counteract any impression of bias ari-
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sing from its special interest in interacting
with some other part of the intergovern
mental system (e.g. with a different ideo
logical orientation).

(IV) - that because information or impact
has been supplied by a person in one part
of an association secretariat. that this
necessarily reflects the official position of
the association.
This is incorrect because (i) the person in
the secretariat may have such responsibi
lities for reasons similar to those of the
external representative identified in the
previous point; (ii) the association may not
have a position on the matter as well-for
med as is implied by the ability to respond
to questions about it in particular (Hi) the
association may not conform to a conven
tional structure and be easily comparable
with its peers;the structure may be so
loose that it is not possible for an indivi
dual to speak on behalf of the association
as a whole;
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(V) that because information on impact
has been supplied by a person in one part
of an Intergovernmental secretariat, that
this necessarily reflects the official posi
tion of the organization.
This is incorrect because an intergovern
mental secretariat has a number of offices
(in the case of the larger agencies) or
positions via which it interacts with asso
ciations. The lack of coordination between
such offices is well recognized. Such offi
ces may include: (i) public information
office charged with mobilizing association
support for agency programs, unrelated to
(ii) a bureau responsible for consultative
relations with NGOs, in support of (iii) a
governmental committee defining which
bodies shall be called NGOs, and defining
policy on them, which may be ignored by
(iv) departments concerned with substan
tive programme areas working with useful
associations, irrespective of whether they
are « NGOs» or international, (v) depart
ments emanating, receiving or exchan
ging information with associations (vi) the
agency conference environment in which
a particular assocation may get conside
rable air-time through several government
delegates.

Thus when an intergovernmental repre
sentative complains that the associations
with which he has any contact (possibly at
agency-convoked meetings) are naive, he
may well be correct. Agencies have set up
such an unfruitful environment for contact
with associations that the latter avoid
contact because there are more effective
forms of action. Those that do not either
have special introductions to exploit (and
are therefore assessed as « effective,,) or
are in the process of learning what a
waste of effort such contacts can prove to
be.

Conclusion
It is unfortunate that the process by which
the social and policy sciences accord
attention to organizations (or problems) in
society appears to be so strongly gover
ned by the information handling capacity
of those for whom the conclusions are
hopefully intended, rather than by any
desire to explore the numerous existing
organizations and interactions in all their
rich variety. This question has been explo
red elsewhere in connection with the per-
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WHY SYSTEMS FAIL
AND PROBLEMS SPROUT ANEW

review of the principles of « Systemantics »

identified in a recent book of that name (*)

At last those concerned with social
change have a basic textbook to explain
why "things generally are indeed not
working very well» despite our many ef
forts. As is remarked on the cover:
" Have you ever wondered why the un
sinkable Titanic sank... or the poor in In
dia eat better bread than the rich in Am
erica... or hospital patients are blamed for
not getting well... or why, in general,
things that don't work badly don't work at
all ? » Similar questions are of deep con
cern to those working in international or
ganizations.

The author, John Gall, explains his point
of departure in the following words:

" The religious person may blame it on.
original sin. The historian may cite the
force of trends such as population
growth and industrialization. The sociol
ogist offers reasons rooted in the pecu
liarities of human associations. Reform
ers blame it all on "the system" and
propose new systems that would, they
assert, guarantee a brave new world of
justice, peace, and abundance. Every
one, it seems, has his own idea of what
the problem is and how it can be cor
rected. But all agree on one point - that
their own system would work vel}' well if
only it were universally adopted.
The point of view espoused in this essay
is more radical and at the same time
more pessimistic. Stated as succinctly
as possible: the fundamental problem
does not lie in any particular system but
rather in systems as such. Salvation, if it
is attainable at all, even partially, is to
be sought in a deeper understanding of
the ways of systems, not simply in a cri
ticism of the errors of a particular sys
tem". (page 16)

Gall's book takes the reader step by step
through a series of explanations neces-

sary to an appropriate understanding of
" how systems work... and especially how
they fail» (the subtitle of the book). For
as he says " men do not yet understand
the basic laws governing the behaviour of
complex organizations ». Some of the ax
ioms that he has so cleverly grouped to
gether have been known to us or have
formed the subject of secret suspicions
we have shared in confidence with close
friends. But here we find these matters
brought into the open at last in "a first
approach» to a systematic exposition of
the fundamental principles - the first at
tempt "to deal with the cussedness of
systems in a fundamental, logical way, by
getting at the basic ru les of their behav
iour ).

He cites with humble gratitude the giants
who paved the way for his efforts:
- Murphy: "If anything can go wrong, it

will». Korzybski, author of General Se-
mantics, who contributed: "a vaulting

effort at a comprehensive explanation of
Why Things Don't Work,,; and not for
getting Potter, author of One-upman
ship; nor Parkinson (**), author of Par
kinson's Law and other studies in ad
ministration, whose central premise
was that" Work expands to fill the time
available» : nor Peter, author of The Pe
ter Principle: that "People are promot
ed up to the level at which they function
incompetently".

" Systemantics» is such an essential
work for those working in (and especially
with) international organizations that it is
important that they should not be discou
raged by any belief that it is primarily
concerned with matters outside their
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frame of reference. For this reason we list
below the" Basic Systems Axioms, etc. «

from the book with indications as to how
(in the reviewer's opinion) they relate to
the domain of international organizations
in particular (rather than to the full range
of systems created by humans, for such
is the wide applicability of the author's
insights). It is however essential to read
the text to gain a full understanding of
the application of these principles and all
the consequences resulting from them.

Gall's Basic Systems
Axioms

1. Systems in general work poorly or not
at all

This is almost self-evident to those with I

any experience with the international
system, its sub-systems, or with efforts
to set up world-wide systems to solve key
world problems. Practitioner's would un
doubtedly feel more at home with one of
his alternative formulations: Nothing
complicated works.

2. New systems generate new problems

This principle, known to many of us, has
never been admitted by international or
ganizations. It is always assumed (or
desperately hoped) that a new system
will eliminate more problems than it gen
erates - and that the latter, if present, will
be the responsbility of some other organ
ization or department. Gall is able to
demonstrate that the new situation is in
fact much worse than the old because
people come to rely on the system's sup
posed ability to eliminate problems.

(*) John Gall. Systemantics; how systems
work... and especially how they fail. New
York, Pocket Books, 1978 (" Selected by
11 Book Clubs ").

(..) Awarded the Noble Prize in 1977 by the
Association for the Promotion of Humour in
International Affairs.
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3. Systems operate by redistributing an
ergy into different forms and into accu
mulations of different sizes

With a brilliant stroke of genius the au
thor was able to deduce from the previ
ous principle that the total problem com
plex facing the human community is un
changed by organized intervention - the
problems merely change their form, their
distribution and their relative importance.
namely that: The total amount of anergy
in the universe is fixed. The new term
" anergy" is defined as "any state or
conrJition of the universe. or any portion
of it. that requires the expenditure of hu
man effort or ingenuity to bring it into line
with human desires, needs, or plea
sures " ... nameiy a problem. In his own
explorations of these fundamental ques
tions the reviewer has noted that:

" Frequently a social problem can be el
iminated to the satisfaction of all con
cerned (from the electorate to the poli
cy-maker) by eliminating the particular
set of symptoms by which it was re
cognized and which gave rise to the call
for remedial action. Action of this kind
merely ensures that a new set of symp
toms emerges in some other social do
main. The new set may well be con
sidered more acceptable or may be less
easy to focus on as the basis for an ef
fective campaign for remedial action.
Some time will also be required before
the new set of symptoms can be effec
tively recognized. It may in fact be very
difficult for an organization to see that
its programmes merely displace a prob
lem into the jurisdiction of some other
body - whose own actions will eventual
ly result in the problem being displaced
back again or into the jurisdiction of a
third body. (Institutions may deliberately
move problems through a network of ju
risdictions as a way of legitimating their
own continued existence.) Such dis-.
placement may be difficult to detect be
cause one set of symptoms may be ap
parent in legislation (e.g. legal discri
mination), but when eliminated may then
take on an economic character (e.g. ec
onomic discrimination), which if elimi
nated may then take on a social charac
ter (e.g. social discrimination), and then
a cultural character, etc. Such displace
ment chains may loop back on them
selves and develop side chains which
are difficult to detect since each organ
ization is only sensitive to the problem'

symptoms in its own domain and con
siders symptoms of the same problem in
other domains to be acceptable or of
secondary importance (1).

To the extent that this is correct. it is cer
tainly difficult to establish that the under
lying problem matrix has been reduced
by " success» with a particular problem.

4. Systems tend to grow, and as they
grow, they encroach

Here again those familiar with interna
tional agencies have been exposed to a
multitude of cases of encroachment by
one agency (or more) .on another. As Ha
san Ozbekhan put it with regard to sub
systems. during an OECD Symposium on
Long-range Forecasting and Planning:
" In every instance we might name. the
same dynamics appear to be at work: a
reflexive attempt on the part of each ma
jor institution to expand its planning over
the space of the whole system... This al
most subconsciously motivated attempt,
that of a sector to expand over the whole
space of the system in its own particular
terms and in accordance with its own
particular outlooks and traditions. com
pounds the problem by further fragmen
ting the wholeness of the system» (2).
Gall suggests that the above principle
should be extended to : Systems tend to
expand to fill the known universe. Known
to them. might be an appropriate qualifi
er. And indeed one may suspect that
many international organizations consid
er that they have a right to preoccupy
themselves with any problem known to
them in whatever domain, irrespective of
any other organization's actions. This
has been remarked with respect to prac
titioners of disciplines: " It would be rare
indeed if a representative of anyone of
these disciplines did not feel that his ap
proach to a particular organizational
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problem would be very fruitful, if not the
most fruitful» (3).

5. Complex systems exhibit unpredic
table beheviour

Many strange tales circulate within the
international community concerning pec
uliar happenings which are treated as
normal, and inconsistencies which are
accepted without a qualm. At the time
this is being written, for example, there is
a proposal for a full UN General Assembly
debate on UFOs (*) following an exten
sive debate in 1977 by the UN Special
Political Communittee. If it is accepted.
more time will have been given to the
matter than has ever been given to inter
national NGOs ('*). It would indeed have
been difficult to predict such behaviour in
1976 (Is one to assume that UFOs are'
more visible. or less obscure entities,
within UN circles - namely that UFOs
have greater political impact? Or that the
UN finds it safer to debate extra-terrestri
al rather than terrestrial matters - espe
cially since there seems little danger of
pressure group action from the group in
question? Or are Member States dis
mayed at the UFOs fulsome demonstra
tion of the transnational spirit - in their
apparent disregard for the sacred boun
daries of sovereigh States? Or perhaps
it is the" proliferation» of UFOs which is
troubling the UN, as in its dealings with
NGOs ?)

6. Complex systems tend to oppose
their own proper function

Otherwise known as Le Chatelier's Princ
iple. this has been described by Stafford
Beer as follows:

"Reformers. critics of institutions, con
sultants in innovation, people in sort
who" want to get someting done ", of
ten fail to see this point. They cannot
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understand why their strictures, advice
or demands do not result in effective
change. They expect either to achieve a
measure of success in their own terms
or to be flung off the premises. But an
ultrastable system (like a social institu
tion)... has no need to react in either of
these ways. It specializes in equilibrial
readjustment, which is to the observer a
secret form of change requiring no ac
tual alteration in the macro-systemic
characteristics that he is trying to do
something about» (4).

Gall himself considers it to be a manifes
tation of a widespread phenomenon
known as "administrative encircle
ment ", whereby, for example, the admin
istrators « whose original purpose was to
keep track of writing supplies for the pro
fessors, now have the upper hand and sit
in judgment on their former masters ...

7. People in systems do not do what the
system says they are doing

It has long been evident to those con
cerned with the international system that
the people in the agencies are not en
gaged in action to remedy world prob
lems - as the systems would claim - but
rather in administrative preoccupations
whose relationship to such problems may
be remarkably tenuous. As Gall says,
"the larger and more complex the sys
tem, the less the resemblance between
the true function and the name it bears ...

8. A function performed by a larger sys
tem is not operationally identical to the
function of the same name performed by
a smaller system.

Gall explains this with the problem of ob
taining a fresh apple. The larger and
more complex the delivery system, the
less likely it is that the apple will be as
fresh as if picked from the garden by one
self. From which he deduces a point of
the utmost importance for international
action, and for the new world order,
namely that most of the things we human
beings desire are nonsystems things 
but the system has other goals and other
people in mind.

9. The real world is whatever is reported
to the system

This is a point which has been explored
in depth by Kenneth Boulding in his fa
mous book" The Image .. (5). Reality be-

comes the image of reality, however po
orly it is represented. There are many ex
amples of this within the international
system which has a remarkable capacity
for « discovering .. some new principle or
truth long after it has been current in the
wider society. As Gall remarks: «to
those within a system, the outside reality
tends to pale and disappear... This
weakness is reinforced, perhaps deliber
ately, by the system's complex reporting
procedure - which is often so cumber
some that it is always able to claim plain
tively « we were not informed ", in cases
when it did not want to be informed. Gall
describes a significant breakthrough by
which the « amount of reality .. reaching
an administrative officer can be indicated
with precision.

10. Systems attract systems people

Not only, as argued above, do the inter
national systems isolate those who work
within them by (a) feeding them a distort
ed and partial version of the external
world, and (b) giving them the illusion of
power and effectiveness, they also at
tract people with attributes for success
within the system (irrespective of the
problems with which it is supposedly
concerned), or who are able to thrive par
asitically at the expense of the system.
Gall goes to the heart of the matter when
he points out that only the ancient Egyp
tians had a solution to this problem:
each job was represented by two people
- the honorary officeholder, and the actu
al executive.

11. The bigger the system, the narrower
and more specialized the interface with
individuals

The irony of the opening words of the UN
Charter has offen been pointed out in
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this context (<< We the peoples... »). Gall
argues that in « very large .. systems, the
relationship is not with people but with
social security and sundry other num
bers. But in really large systems, there is
no relationship at all. What hope would
there be with a « world government ", or
a new world order when the « people or
ganizations .. are those most neglected
by such large systems.

12. A complex system cannot be
« made» to work; it either works or it do
esn't

There is still a widespread belief that a
complex international system can be
made to work by appropriately tinkering
with its components and their linkages.
New factions are constantly putting for
ward claims that they know how to make
it work. A lot of hope is put into the pos
sibility that one of them may be lucky - a
lot of time is also wasted in anticipation
of such an improbable event.

13. A simple system mayor may not
work

Those simple systems that work within
the international community are «rare
and precious additions to the armamen
tarium of human technology. They should
be treasured ". Unfortunately, Gall notes,
they are often characterized by instability
requiring special skill in their operation.
Replacing «the crazy genius in a
smoked-filled attic» by a computer pro
gram to handle some complex scheduling
job may lead to a very expensive disas
ter.

14. If a system is working, leave it alone

Gall notes that «Although many of the
world's frustrations are rooted in the mal
functions of complex systems. it is im
portant to remember that some complex
systems actually function ». When this
occurs, «humble thanks» should be
offered.

15. A complex system that works is in
variably found to have evolved from a
simple system that works

See under point 16.



MATIHEW MELKO, SYSTEM BUILDER
(Offered to participants at the Foundation for Integrative Education Conference, Oswego, New York, Au
gust 1969; reproduced in Main Currents in Modern Thought, vol. 26, no. 2)

1. You identify with your system. It cost you blood to build it, and if it is attacked, It is your blood that is
being shed.
You cannot tolerate tentativeness, suspension of judgment, or anything that does not fit the system.

3. You cannot apprehend anyone else's system unless it supports yours.
4. You believe that other systems are based on selected data.
5. Commitment to systems other than your own is fanaticism.
6. You come to believe that your system entitles you to proprietorship of the entities within it.
7. Since humor involves incongruity, and your system explains all seeming incongruities, you lose your

sense of humor.
8. You lose you humility.
9. You accept all those points - insofar as they apply to builders of other systems.

10. So do I. (P.S. I hope I believe in the cult of fallibility)
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16. A complex system designed from
scratech never works and cannot be
patched up to make it work; you have to
start over, beginning with a working sim
ple system.

The author claims to have searched dili
gently for exceptions to these two ax
ioms but without success: "The League
of Nations? No. The United Nations?
Hardly. Nevertheless, the conviction per
sist among some that a working com
plex system will be found somewhere to
have been established de novo, from
scratch ". There is still hope for the New
International Economic Order.

17. In complex systems, malfunction and
even total nonfunction may not be de
tectable tor long periods, if ever.

Again those familiar with international
agencies will not be surprised by this.
Major international programmes have
operated for decades before being
proved a complete failure. On a much
smaller scale there is the delightful story
of the office tucked away in a major ag
ency which for many years prepared peri
odic issues of a "current bibliography"
with regular budgetary approval. No pro
vision had ever been made, however, for
the publication and distribution of the
successive issues prepared and no one
was aware of the work done, or made any
use of it.

18. Large complex systems are beyond
human capacity to evaluate

In support of this Gall cites C W Church
man: "In general, we can say that the
larger the system becomes, the more the
parts interact, the more difficult it is to
understand environmental constraints,
the more obscure becomes the problem
of what resources should be made avail
able, and deepest of all, the more difficult
becomes the problem of the legitimate
values of the system" (6).

19. A system that performs a certain
way will continue to operate in that way
regardless ot the need or of changed
conditions.

The inertia of large bureaucracies is a
well-recognized phenomenon. This does
not prevent their advocates from believ
ing that such agencies are well able to
adjust rapidly to changing circumstances
- to a crisis of multiple crises, for exam
ple. Donald Schon has drawn attention to
the fact that many organizations are
memorials to old problems.

20. Systems develop goals of their own
the instant they come into being.

And such goals can be only indirectly re
lated to those for which the system was
established. This is a reason to be con
cerned with plans to create a world gov
ernment to solve problems we have not
been able to handle nationally. Bigger
systems do not necessarily lead to better
solutions.

21. Intrasystem goals come first

Gall notes: «The reader who masters
this powerful axiom can readily compre
hend why the United Nations recently su
spended, for an entire day, its efforts at
dealing with drought, detente, and desert
oil, in order to debate whether UN em
ployees should continue to ride first class
on airplanes ". There are other, and more
biting, examples of this point.

22. Complex systems usually operate in
failure mode

Clearly the more complex the system, the
more probable it is that some parts will
be under repair, "unavailable", or on
holiday. The appropriate question is then
not how an international agency ought to
function, but how it actually functions in
the normal absence of some parts (espe
cially during the holiday months June to
September, for example. or before the
end of the post-prandial coffee break).
This corresponds to the reviewer's in
sight, following a recent visit to a deve
loping country, that we should primarily
be concerned with inter-system condi
tions, namely those not covered by work
ing systems for whatever reason. Organ
ized chaos can be most instructive, parti
cularly as a model for the post-petroleum
epoch.

23. A complex system can fail in an infi
nite number of ways

Those who recognize the possibility of
failure cannot hope to design effectively'
against it as has been shown time and
again. It might almost be said that such
systems generate new methods of failure

Hazards of system building

and educate people into increasing ac
ceptance of them. In fact the international
system may be characterized by the con
trast between the extraordinarily high ex
pectations of those who do not know its
limitations and the extraordinarily low ex
pectations of those who do.

24. The mode of failure of a complex
system cannot ordinarily be predicted.

Donald Schon pointed out that the insti
tutional complex that is supposed to con
tain the problem complex is in fact al
ways out of phase with it. The implication
is that a completely new approach is re
quired, relying heavily on a network of
bodies so constituted that it can rapidly
restructure itself in response to any new
problem configuration. The current insti
tutional heavy artillery is just not suffi
ciently manoeuverable in a moving battle
in difficult terrain.

25. The crucial variables are discovered
by accident

Gall points out that the moment an insti
tution is established to research into a
new problem we are immediately faced
with all the systems characteristics noted
above. It is seemingly impossible for the
system to achieve its goal - unless there
is a « happy accident" of which there are
many well-known examples (e.g. the dis
covery of nylon). In fact the crucial var
iables tend to be discovered by those
with the " wrong.. education, the
" wrong" institutional framework and us
ually without intending to do so. Perhaps
this is a good reason for encouraging a
proliferation of organizations with
strange preoccupations.
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26. The larger the system, the greater
the possibility of unexpected failure

Those concerned with a new world order,
or the possibility of world government
must face up to this.

27. « Success» or « function » in any sys
tem may be failure in the larger or small
er systems to which it is connected

This is a most important point for those
who rely on the indicators designed, and
provided, for the system they work in.
However successful it may appear, or
however much progress is regularly re
ported, the system may in fact merely be
functioning as a problem reprocessing
machine. Such machines take in prob
lems of one type and transform them into
problems of another type (by " solving"
them). The new problems are not per
ceived as such, however, because they
are carefully designed to be undetectable
to the indicators of significance to the
system. Alternatively they may be so well
packaged and labelled that they are even
claimed as positive contributions to so
ciety.

28. When a fail-safe system fails, it fails
by failing to fail safe.

This is of course a point which has been
well-recognized by those involved in the
international campaign against nuclear
energy and weaponry. But it can also ap
ply to bureaucratic procedures with spe
cial escape clauses to safeguard against
failure to deal with (urgent) humanitarian
cases.

29. Complex systems tend to produce
complex responses (not solutions) to
problems.

World problems have given rise to very
complex legal and instrumental re
sponses, but it is certainly not clear that
remedial action is achieving its aims - at
least if one looks beyond the literature
put out by public relations departments
or the documents governed by the bu
reaucratic « positive/optimistic" stand
ard of reporting (with appropriate sup
pression of inconvenient facts).

30. Great advances are not produced by
systems designed to produce great ad
vances.

This follows from point 25. Gall points
out: " Systems can do many things, but
one thing they emphatically cannot do is
to solve problems. This is because prob
lem-solving is not a systems-function
and there is no satisfactory systems-ap
proximation to the solution of a problem.
A system represents someone's solution
to a problem. The system does not solve
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the problem. Yet, whenever a particular
problem is large enough and puzzling
enough to be considered a capital "P"
Problem, men rush in to solve it by means
of a System ". The international problem
solving institutions, existing or proposed,
cannot be taken seriously until the impli
cations of this point are examined. Gall
notes that the solutions usually come
from bodies whose qualifications would
never satisfy a selection committee. If
this is the case, and many examples are
available, what sort of international ne
twork of bodies is required?

31. Systems aligned with human motiva
tional vectors will sometimes work; sys
tems opposing such vectors work poorly
or not at al/.

There are already a number of examples
of powerful international agency informa
tion systems that have failed because
they ran up against the real priorities and
interests of those they were designed to
serve.

32. Loose systems last longer and work
better

Gall points out that efficient systems are
dangerous to themselves and to others
whether they survive, attempt to survive,
or fail. The notion of a « loose system" of
course approximates the current tenta
tive understanding of a network. How to
facilitate network action and network
building is something that is regularly ex-
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plored in these columns. A breakthrough
is needed.

In conclusion
The book IS fun but also challenging to
the reader who is constantly faced with
the question "just how true is this in
fact? ", given the examples cited by the
author or known to the reader. That there
is an underlying profundity is difficult to
deny.
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of a Yearbook of World Problems and
Human Potential (7), this consequently
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of a document on The Limits to Human
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on the constraints to action by the inter
national community is required so that
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structures, and more adequate ones can
be designed.
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ADDENDUM

To complement the" Systemantics» pers
pective of Gall, it is appropriate to note the
existence of a charming publication by a
professor of international economics, Carlo
M Cipolla (Via Montebello Della Battaglia 4,
27100 Pavia, Italy). The editors are indeb
ted to the network of the Association for the
Promotion of Humour in International Affai
res for informing us of its existence. It has
been privately printed under the following
title:

The Basic Laws
of Human Stupidity (1 )

«Human affairs are admittedly in a
deplorable state. This, however, is no
novelty. As far back as we can see,
human affairs have always been in a
deplorable state ... After Darwin we know
that we share our origin with the lower
members of the animal kingdom, and
worms as well as elephants have to bear

their daily share of trials, predicaments,
and ordeals. Human beings, however, are
privileged in so far as they have to bear
an extra load - an extra dose of tribula
tions originated daily by a group of peo
ple within the human race itself. This... is
an unorganized unchartered group which
has no chief, no president, no bylaws and
yet manages to operate in perfect unison,
as if guided by an invisible hand, in such
a way that the activity of each member
powerfully contributes to strenghten and
amplify the effectiveness of the activity of
all other members. The nature, character
and behaviour of the members of this
group are the subject of the following
pages" (p. 5).
Cipolla's Five Basic Laws are:
1. Always and inevitably everyone unde

restimates the number of stupid indi
viduals in circulation.

2. The probability that a certain person
be stupid is independent of any other
characteristic of that person (2).

3. A stupid person is a person who cau
ses losses to another person or to a
group of persons while himself deri
ving no gain and even possibly incur
ring losses.

4. Non-stupid people always underesti
mate the damaging power of stupid
individuals. In particular non-stupid
people constantly forget that at all'
times and places and under any cir
cumstances to deal and/or associate
with stupid people infallibly turns out
to be a costly mistake.

5. A stupid person is the most dange
rous type of person.

Unfortunately, Cipolla fails to consider
how the world would function without
«stupid people". For without the pro
blems they create, there would be
nothing for the « non-stupid" people to
do. Every action requires an equal and
opposite reaction! •

(1) Carlo M Cipolla. The Basic Laws of Human Stupidity. Bologna. The Mad Millers
(Imola, Italy, Grafiche Galeati) 1976, 30 p. (contact author al address above).
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(2) The author demonstrates that stupidity is an indiscriminate priVilege of all human
groups, irrespective of race, class, creed or level of educalion (including Nobel
laureates). It is uniformly distributed according 10 a constant proportion. He
notes: « The underdeveloped of the Third World will probably take solace allhe
Second Basic Law as they can find in it the proof that after all Ihe developed are
not so developed».



- 114 notes from a
saboteur's «vade mecum»

A - Use of time lags

I. Respond too soon.
2. Respond too late.
3. Arrange a meeting to discuss the

matter at some convenient future
date.

4. Time the critical meeting, or invite
the critical intervention, so that it
interferes with people's desire to go
away for lunch, for a weekend, or for
a holiday period.

S. Ensure that the critical intervention
is given just too little time, so that
the arguments appear incoherent.

6. Agree to research the topic in depth.
so as to introduce a delay.

7. Encourage submission of the project
through a body which already has an
overload of projects for considera
tion.

8. Encourage submission of the project
at a time when budgetary allocations
for the following period have already
been decided.

B - Use of distance

9. Condemn with facts which cannot be
countered without getting them from
some physicalIy distant spot.

10. Organize the critical meeting in a
place just too far away (in terms of
travel funds) to permit people critical
to the project to participate.

11. Ensure that the proposers are asked
to present the project to an audience
in places to which they do not have
the resources to travel, particularly
by stressing the importance of a
"regional" focus - if they can man
age it once, repeat the request for
another region until finances run out.

C - Use of funds

12. Offer too much money; this leads to
acquisition of staff and equipment
not essential to the project, com
placency, and possible arousal of
more interest in the fringe benefits of
working on the project than in its
original objectives.

13. Offer too little money.
14. Encourage the proposers to request

funds at the same time as requesting
approval when it is known that the
project will be rejected for budgetary
reasons (even though general
approval or sponsorsh:? would be
sufficient, probably, to ensure that
the funds could be obtained from
other sources).

15. Encourage the proposers to request
ex tensive funding, when this is liable
to ensure its rejection as "exag
gerated"; or excessively modest fund
ing, when this is liable to ensure its
rejection as "unrealistic, inadequate,
and ineffective."

o - Use of cultural and
working style differences

16. Recommend that proposal be first
discussed informally with the person
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when the latter is irritated by con
tacts which have been initiated
fonnalIy; or alternatively, recom
mend formal contact when the per
son prefers contacts to be first estab
lished informally.

17. Ensure that, when the proposer has
to meet people critical to the
approval of the project, he is sub
jected to some fonn of culture shock
which will antagonize him, disturb
his poise, or make him appear
gauche. (e.g., he is forced to wait
long past the appointed hour, obliged
to discuss generalities as a lengthy
preliminary, fails to make provision
for a bribe considered nonnal in his
interlocuter's culture, etc.)

18. Ensure tha t there is a wide difference
in age and life style between the
proposer and people he has to meet
who are critical to approval of the
project. in order to establish the
proposer's image as a cheeky
youngster or an out of date fuddy
duddy.

19. Ensure that the proposer entertains
people cri tical to the approval of the
project in a manner liable to cause
offence or boredom which will re
flect on the proposer's judgement.
(e.g., ensure errors based on dietary
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restrict ions such as taking a vege
tarian to a steak house; on moral
principles, such as taking a puritan to
a strip join t; or musical taste, such as
laking a musical puritan to a dis
cotheljue, etc.)
Ensure that the committee getting
the project is overfed and over
supplied with liquor and excessive
Ilospitality to make effective work
impossible.

Use of intellectual differences
and comprehensihn

Interpret thc tcrms used dillerently
from the sellse in which they were
111 tended

by the proposer
commonly understood

22. Ensure that the proposal is written at
a technical level which is either irri
tatingly incomprehensible to the per
son reading it, or as an alternative, is
an insult to his intelligence.

F - Use of image,
compeiimce and presentation

23. Criticize the proposers as incom
petent or ill-informed.

24. Assert that the person or organiza
tiolJ is not representative or quali
fied.

25. Condemn proposal as irresponsible
"just when wc were beginning to

sort things ou t".

26. Discredit the proposer by locating
"true facts" about him which are
irrelevant to what is proposed.

27. Structure the setting in which the
proposal is presented such that the
proposer a,Jpears to be criticizing
past actions (or reactions) of his
audience, or appears to be wasting
time on the need for niggling minor
improvemen ts.

28. Ensure that the critical presentation
is made in a setting in which (irrele
vant) characteristics of the proposer
will antagonize the audience (e.g.,
presented by a person of Jewish
extraction to an audience with Arab
sympathies, by a Hindu to a loyal
Moslem audience, by a woman to an
audience from anti-feminist cul
tures).

29. Ask for a written report when the
proposers are unlikely to be able to
structure it according to the required
style, but avoid it if the written
report is liable to be too well pre
pared and convincing.

30. Ensure that the proposers do not get
the opportunity to present the pro
ject to an audience if they have
skilled and persuasive orators at their
disposal; al ternatively, ask for such a
presentation if they have little ex
perience of oral presentation.

31. Ensure that, when the proposers have
assembled a team prepared to argue
all the facts. the audience is com
posed of persons Iiable to be
antagonized by eggheads. AI ter
natively, assemble an audience of
tough (hostile) experts when the
proposers are only prepared for a
non-expert audience.

3~. Encourage written submission of the
project in the form of a stencilled
document when an offset or printed
(professional) document is normal.
Alternatively. encourage submission
of a deluxe document when the
latter i, liable 10 excik suspicion.

G - Use of public relations

33. Ignore.
34. Pay great attention, go through all

the motions, receptions, etc., /latter
the person or organization, and do
nothing.

35. Decorate the organization making
the proposal i.e., praise initiative
rather than follow it up.

36. Use public relations machinery to
disguise inaction or minimum action.

37. Overpraise the project so that other
people become suspicious of ul terim
motives.

.~R. Encourage the proposers to lobby
those who are irrelevant to the pro
ject, or definitely hostile, and avoid
pointing out to them those who are
likely to be powerful supporters.

39. Ensure that there are foul-ups in
protocol on the occasion of the
presentation with regard to the num
ber of seats available, the allocation
of seats to VIPs, who is introduced
(or not introduced) to whom, etc., in
order to build up hostility to the
proposers.

40. Encourage the proposer's organiza
tion to issue a communique or
other document on the project when
it is known that this will be con
sidered a breach of procedure. Ir
responsible and premature by the
body reviewing the project; or alter
natively. avoid suggesting such a
communique when the reviewing
body or its members like to receive
publicity.

41. Introduce or describe the proposer as
an "eminent authority" on the
project topic, when he is not, thus
arousing the antagonism of the real
eminent authorities who will vet the
project; or, alternatively, fail to men
tion that the proposer is the most
eminen t au thori ty, when he is, and
thus ensure that less attention IS

given to his views.
4' If a meeting is required, ensure that

participation is free if thi~ is appro
priate or would give the impression
that people would not come other
wise; or, alternatively, charge an en
trance fee if potential supporters
would expect participation to be
free.

43. Imply that the presentation will be at
an informal 'shirtsleeves' meeting.
and then ensure that all other partic
ipants arrive expecting, and dressed
for, a formal meeting; or. alter
natively, imply that the propuser
should make a highly formal pre
sentation when till' participants arc
liable to be lurned off by it.



.j-l. Invite a charismatic cckbrity
(particularly of the luscious female
variety) so that the tone of the
occasIOn is changed and the presenter
of the proposal is made to feel that
the presentation is an arid exercise
by eggheads.

H - Use of organizational
structure and procedures

45. Appoint a commission to consider it.
·H). Ask for a written report.
47. Refer the matter to some other

departmen t or body.
4X. State your interest. but that you arc

too busy "come back next year".
49. Ask for the project to be re

formulated, especially with the inclu
sion of key words like "develop
ment" and "environment".

50. Refuse to "recognize" the person or
organization.

51. "The matter is under study, and we
will report on it shortly. Until then it
would be better to do nothing."

52. "We are acting on the matter to
gether with the appropriate author
ities."

53. "We are appointing an expert to look
into this matter."

54. Organize a meeting with the pro
posers and structure the meeting so
that either they can say nothing, or
what they say can be interpreted in
such a way as to support the status
quo or one's own program - i.e.,
write up the report to reflect one's
own views. Talk to them and respect
one's own views.

55. Agree; with reservations, then jump
on the program at the first excuse
"I-told-you-so".

56. Fund several projects simultaneously
so that they nullify each other.

57. Refuse to receive documents, or,
having received them, pigeon-hole
them.

58. Ensure that the machinery to con
sider the project is split into suf
ficient jurisdictional areas so that the
project must either be split into two
(or more) or considered by separate
departments and therefore becomes a
victim of jurisdictional and admin
istrative problems - and loses its
coherence.

59. Wait for a permanent change, or
temporary absence, of the responsi
ble person, if the newcomer is liable
to react more unfavorably, or, alter
natively, speed up the submission if
the outgoing person will react more
unfavorably.

60. Obtain the recommendation or sup
port of a body or person in disfavor
or whose credibility is low prior to

submission, or. alternatively, ensure
that such a body transmits thl:
project on to the next phase. (kiss
of-death)

61. Attempt to tie the project into the
general framework of a broader pro
gram which will probably be aban
doned shortly, or have its non-essen
tial projects eliminated.

62. Inject the project into a setting
fraught with political issues so that it
will be seized upon by onc side or
the other as a pawn in negotiation,
and dropped as a concession when a
compromise solution has to be
reached.

61. Ensure that the project is associated
with an empire-building faction with
in the bureaucratic structure so that
it will be rejected or restricted by
those outside the empire, or alter
natively, associate it with the latter
so that the empire builders will con
sider it a threat.

64. Encourage the proposers to rewrite
the project in terms of a broader
program framework when the ap
proving body requires specific
projects, or alternatively, to rewrite
it as a more specific program when
broader implications have to be
stressed to ensure approval.

65. Suggest that it would be more appro
priate to submit the proposal vja a
particular representative body, when
it is known that the latter is unable
to reach unanimity on any issue.

66. Ensure that the proposal is submitted
to everybody but the right one, so
that a strenuous attempt is seen to
have been made.

67. Ensure that the proposal is initially
submitted too low down the
hierarchy so that it lacks status when
it is then submitted to the appro
priate ,person higher up the
hierarchy; alternatively, submit it too
high up the hierarchy so that it is
resented as an imposition when it is
finally referred down to the appro
priate level.

68. Ensure that the proposal is rejected
by showing that it has already been
tried by experts in the matter, and
"experience" shows that it does not
work.

69. Ensure that the proposal is eagerly
accepted for future study, then delay
notification of the negative response
for as long as it is possible to
maintain the illusion that a bit of
patience in working through the
proper channels is the best solu
tion - despite the progressive loss of
relevance of the proposal as the
months go by.
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70. Suggest the need tOl a pilllt III trial
project when the propllsal docs not
merit it, altemativcly. clh;ouragc
haste and avoid a pill't [HOJCd when
one is essential for final SLI(Cess.

71. Ensure that the proposers havc 1<)

interact with two departments, or a
two-official team, one of whom
appears in favor and encouraging, the
other hostile and discouraging. Thc
encourager can then blame every
setback on the lack of corn pre
hension of the discourager. and the
discourager can "reinterpret" cvery
advance as temporary. and l'nly due
to the aonormal weakness of lilt'
other. In this way the proposer is
always kepI uncertain and will finally
give up from frustration.

72. Suggest that it would be injudicious
to propose a new project at this
stage, because it might "rock the
boat" and prevent programs on a
number of related issues currently
under review.

73. Ask for a detailed elaboratiofl and
financial estimates when this requires
unavailable or scarce resources; or,
alternatively, fail to request such an
elaboration when its absence will
ensure rejection at a later stage.

74. Suggest that a complex computer
study or data collection project
would be worthwhile as a pre
liminary, when the answers arc al
ready known· and such a i>rojec t

would be considered a waste of
scarce resources.

I - Use of prospective
supporters and opponents

75. Give resources and attention to dis
sident groups within the proposing
group, so as to split the leadership,
support and coherence of argumen ts.

76. Give resources, praise and attention
to those expressing contrary views.

77. Recommend that an international
proposal should be submitted to
national governments via the national
member bodies of the proposer's
organization when it is known that
there is little understanding of the
project's significance at this level:
alternatively, ensure that it is sulr
mitted at the international level
when it is known that there is a
powerful lobby prepared to act at
the national level, but that inter
national coordination is weak.

78. Undertake the same tactics when
dealing with state and federal or local
and state agencies.

79. Lobby the proposer's supporters,
particularly national member organ-
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izations, and suggest to them how
unwise the project is at this
particular stagc.

J - Use of superficial response,
decoys and lures

80. State that it already forms part of
your program (whether you are do
ing anything about it or not).

81. Have a meeting on tIle topic, but do
not do anything about it.

~2. Pass a rcsolution.
iS3. Call for a day or a year of remem

brance or celebration· as a token.
iS4. Cite action or programs - par

ticularly in distant parts _. as evi
dence that something is being done.

~5. Offer the proposer a job on a dif-
feren t project.

86. Suggest that the person write a book,
or start a periodical, or organize an
information service on the topic.

87. Consider a narrow aspect of what
needs to be done, ignoring the con
text. Propose and implement a pro
gram to handle it, then acclaim one's
own success, despite its irrelevance to
the problem as a whole.

88. Devote considerable resources to dis
cussing the program and writing it up
in a "positive" manner in annual
reports, and draw attention away
from the actual budget for it.

89. Start the program in an ambitious,
positive way and then terminate it on
the first excuse.

90. Express admiration for the insig
nificant, superficial or irrelevant
achievement, and ignore real achieve
ments or real problems which the
program has failed to solve.

91. Arrange for alternative meetings or
projects so as to attract away the
appropriate people at the critical
moment.

92. Receive a person, agree to do some
thing about it so that the person
leaves satisfied, then do nothing or
support opposing programs.

93. Agree to act as intermediary to trans
fer a message or draft to the responsi
ble body in time for a critical meet
ing and fail to do so - while inserting
one's own proposal in its place.

94. Suggest to people in the chain re
viewing the project that their career
advancemcnt might be affected by
approval of the project, or of a
project coming from the proposer's
organization.

95. Suggest to the proposing organiza
tion that funds could be guaranteed
for another project, if efforts on the
initial project were abandoned.

96. Focus criticism on "picky", minor
details, drawing attention away from

the major content and substance of
the proposal.

K - Use of technical matters

97. Swamp the proposer with "relevant"
demands that prevent him from ac
complishing anything effective.

98. "Misplace", or fail to distribute, or
imply that relevant documents have
not arrived, at the critical moment.

99. Fail to reproduce or translate suf
ficient relevant documents so that
only specially selected persons have
copies and others are not in a posi
tion to evaluate their contents, and
they are offended or annoyed by
being so deprived·- or develop the
view that the documents are there
fore unimportant.

100. Ensure that, when the proposers are
to make an oral presentation, the
quality of the foreign languages inter
pretation is low (to the point of
making arguments ambiguous), or
that interpreters in key languages, or
covering the specialized vocabulary,
are unavailable. Alternatively make
use of highly intelligent interpreters
to make common sense arguments
trivial, to the point of being insult
ing, or to make general argumen ts
inelegant, inconsistent, or in
coherent.

101. Ensure that the audio-visual equip
ment is out of order or incompatible
when the case is highly dependent on
information in charts and other
graphic displays, or, alternatively, en
sure that the personnel operating the
equipment are incompetent (e.g.,
that slides are shown in the wrong
order or upside down).

102. Ensure that the final report of the
meeting at which the proposal is
presented either ignores or de
emphasizes that proposal or stresses
the negative arguments concerning it.
If the report and its recommenda
tions have to be approved by the
meeting in a final session, ensure that
there is little time available so that
any protests will appear niggling.

L - Use of project personnel

103. Offer the proposer a job doing what
he suggests but ensuring that he
works with constraints which will
ensure that nothing is achieved.

104. Appoint an incompetent to run the
program or two incompatihle com
petent people so that one will under
mine the etlorts of the other

105. Supply funds, personnel and
machines for a program in such a
way that nothing can be achieved.

106. Give them enough rope "to hang
themselves".

107. Encourage the appointment of per
sons who will be more concerned
with the prestige of the program than
with its effectiveness.

108. Collaborate enthusiastically by offer
ing the services of all the wrong
people, particularly the deadwood in
one's own department or in those
with which one is in contact.

109. Supply generous support, but make
it a condition that the project take
on many assistants (for whom jobs
cannot be found elsewhere) whose
personal objectives are to avoid work
and any form of responsibility.

M - Use of strong ann methods

110. For the sake of completeness, it
should not be forgotten that, in
extreme cases, projects can be
sabotaged using a wide range of
bribery, blackmail, threats of vio
lence, etc.

N - Use of infonnation

Ill. Fail to make available the list of
other people known to be interested
in such a project, or other informa
tion which could facilitate its ap
proval.

112. Select facts from the proposal and
summarize them to give weight to
opposing conclusions.

113. Transfer a mass of documents on to
the appropriate body when it is
confused by anything more than a
summary, or a summary when it is
annoyed by the absence of detailed
documents.

114. Encourage submission of the project
through a body which already has an
overload of projects for con
sideration.

Reprinted, with minor modifications by the
author, from Urban and Social Change
Review (USA), 5, 2, Spring 1972.
Despite its title and the nature of the con
tents, this list is published here for a
serious purpose. Some such checklist
Should be in the hands of anyone anxious
to see project effectively implemented so
that he or she can ensure that each admI
nistrative step made in response to the
project proposal is not disguised sabcr
tage.
In fact. in case of doubt. the burden of
proof should be all those responding to
the project proposal. NGOs will recognize
many of these methods from their asscr
ciations with IGOs
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Networking
Diseases

Speculations towards the development of cures and preventive measures

Previous approaches

Despite widespread exposure to organi
zations and organizational systems in
various states of growth, health and de
cay, it would appear that there is no con
venient checklist of the malfunctions to
which organizations are subject. The
matter is of course normally broached
through the various kinds of management
problem, and the measures required to
«get an ailing organization on its feet
again ". But the range of possible mal
functions is not identified as such, parti
cularly for the kinds of structures - like
networks - which are supposed neither
to require, nor to lend themselves to, ma
nagement.
In order to focus thinking more clearly on
the malfunctions to which networks may
be subject, some guidelines are required
to provoke recognition of unforeseen
possibilities which might otherwise go
unrecognized. In passing one may note
the effort by Michael Haas (ref. 1, see
Table 1) to identify the different kinds of
.. asymmetry .. to which systems may be
subject. However he defines asymmetry
as "an attribute of a system which may
vary over time, space, and other such di
mensions ". Such asymmetry mayor may
not be viewed as associated with some
kind of malfunction.
For a deliberately humorous attempt to
identify how systems fail, a recently pu
blished book on «systemantics .. merits
attention (2; see also book review in this
issue, pp. 491 ). The humour does not de
tract from an underlying profundity.
An attempt to categorize different kinds
of system problems (See table 2) also
throws some light on the matter.

An alternative approach
A much more specific range of system
malfunctions is effectively represented by
the range of diseases - the human or
ganism being that which has attracted
most attention and resources. Diseases
of the human system have been incorpo
rated Into a detailed classification
scheme by the World Health Organiza
tion (3). To the extent that there is even a

faint parallel between the human body
and a social organization (as has often
been pointed out), such a classification
can then be used to provide suggestive
pointers to the kinds of things which may
go wrong with networks of individuals or
groups. (It is indeed possible that a clas
sification of animal or plant diseases
might provide some additional insights
and it would also be interesting to com
pare this exercise with an attempt to
classify disruptions to environmental ec
osystems).
As with our recent experiment in produ
cing a Yearbook of World Problems and
Human Potential (4), there will be some
who consider that the very effort to iden
tify such diseases is misplaced (even un
lucky) and likely to invoke what it suppo
sedly aims to guard against. This is how
ever a misguided form of « positive think
ing .. , if it is through the prevalence of
such diseases that our efforts to facilitate
networking are in fact impeded or under
mined. A clearer understanding of the
factors resisting the growth of networking
is required.

Classification of diseases

The remainder of this article is therefore
concerned with identifying the kinds of
questions which might be asked con
cerning the networking diseases asso
ciated with each of the major categories
in the WHO International Classification
of Diseases (3). It is for the reader to de
termine how seriously the results are to
be taken particularly if, as a member of a
network, he or she recognizes many pos
sible symptoms as being characteristic of
that network!
Having identified such diseases, provid
ing they have a basis in reality, the Ques
tion is then how to move towards devis
ing suitable cures and preventive mea
sures. It may well be that network
" health .. is associated with the kind of
tension which results from the "tensed
network» approach advocated else
where in this issue (5). But many other
avenues could be explored.

WHO 000-136 Infective
and parasitic diseases

Infective: Can networks became "in
fected» as a result of the transfer of
some viewpoint (micro-organism) from
another organization or network, such
that once transferred the viewpoint is
widely propagated throughout the ne
twork thus causing a particular disease?
What are the modes of infection, are
there «carriers .. , what are the symp
toms, what are the appropriate preven
tive measures, etc. ?
Parasitic: What kinds of "parasites ..
can flourish on networks as hosts, being
indebted to the latter for their suste
nance, though contributing nothing to
their welfare? Parasites may be compar
atively harmless; or they may, by the
mere irritation of their presence or by in
terference with the bodily functions of the
host, give rise to troublesome symptoms;
or they may even, by destroying vital
parts or forming poisonous substances,
lead to the death of the host.

WHO 140-239 Neoplasms (tu
mours)

Are networks subject to either (a) "be
nign .. growths within their tissue struc
ture, pressing neighbouring parts aside
without invading them, or (b) "malig
nant» (cancerous) growths, spreading
quickly. in a disordely manner from point
to point throughout the network, invading
and destroying surrounding tissues and
those in which they arise, tending to rec
ur after apparently complete removal,
and being very liable to ulcerate? What
might be the causes, symptoms and var
ieties of such disease?

WHO 240-279 Endocrine. nutritio
nal and metabolic diseases

Endocrine: Do networks effectively pos
sess certain" organs» whose function is
the production of certain kinds of infor
mation which play an important part in re
gard to general network operations and
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the activities of other organs performing
necessary counteracting functions? Are
such organs subject to diseases which
can throw the network out of balance?
How many such organs and functions
can be distinguished? What are the
symptoms of disease and of imbalance?

Nutritional: What forms of nutrition (in
the form of information) do networks ef
fectively require? Does an inadequate
supply of certain kinds of information
stunt the growth and development of a
network? Can the types of information
be specifically identified together with
the diseases to which their absence may
give rise? (Is it possible to design a
" healthy diet" for a network ?)

Metabolic: To what extent do networks
possess characteristic modes for pro
cessing information whereby their struc
ture is maintained and energy is made
available for various forms of work? Are
these processes subject to types of dis
ease, whether in connection with the an
abolic processes whereby incoming, in
formation is constructively adapted for
the use of the network, or with the cata
bolic processes by which energy is pro
duced from the exploitation of stored in
formation and with the production of
waste products?

WHO 280-289 Diseases of blood
and blood-forming organs
Do networks effectiverly possess some
kind of carrier medium which circulates
throughout their extent conveying new
information to isolated sectors and rem
oving from them the (negative) waste
products of networking activity? To what
diseases is the medium subject, and
what are their causes and symptoms?

WHO 290-315 Mental disorders
Networks control their own behaviour
and attitudes by the appropriate trans
mission of information. Are disorders in
this process liable to occur because of
either predisposing causes (e.g. defects
inherited from their progenitors, abnormal
disposition or temperament) or exciting
causes or stresses (e.g. various dis
eases, growth stresses during transition
phases, deprivation and externally in
duced stress, anxiety-related stress)?
Do symptoms take the form of abnormal
beliefs (delusions, hallucinations) or acts
(aggression, auto-destruction, etc.) ? To
what varieties of mental disorder may ne
tworks be subject (mania, melancholia,
paranoia, schizophrenia, confusional
states, mental enfeeblement) ?

WHO 320-389 Diseases of the
nervous system and sense organs
Are networks subject to diseases with
symptoms such as (a) disturbances of in
formation input ability either in the form of
loss of receptivity, hypersensitivity or
perverted sensitivity, or (b) occurrence of
more or less complete paralysis of whole
portions of the network (possibly accom
panied by spastic activity, whether or not
in response to environmental stimuli, or
general impairment in the power of coor
dination)? What sort of environmental
and other factors contribute to such dis
eases (pace of life, shocks, poisons) ?

WHO 390-458 Diseases
of the circulatory system
Given the possibility that networks effec
tively possess some kind of carrier medi-

um for the circulation of information, to
what extent are networks subject to dis
eases resulting from the accumulation of
the medium in particular parts of the ne
twork (congestion) or an inadequate sup
ply to other parts? What are the symp
toms and causes of such circulatory
problems? (Is it possible that some ne
tworks suffer from «obesity" and lack of
" exercise" ?)

WHO 460-519 Diseases
of the respiratory system
Networks may be conceived as "brea
thing" information in order to revitalize
their various parts. Are networks subject
to diseases associated with irregularities
in the breathing cycle? Again what are
the symptoms and causes of such respir
atory problems? (Is it possible to design
some form of "breathing exercise" ap
propriate to a network ?)

WHO 520-577 Diseases
of the digestive system
Networks may be conceived as ingesting
facts, which are broken down into a form
which enables information to be extract-

Table below reproduced from: Michael Haas. Types of asymmetry in social and political systems. General Systems
(Yearbook of the Society for General Systems Research), 12, 1967, p. 79.

TABLE 1
TYPES OF ASYMMETRY WITHIN SYSTEMS (Asymmetrical Terms Underlined)

I
Attribute

Dimension
Resources Demotypes Attitudes Behavior Functions Structures

Temporal fluctuation cosmopolitanizing tides
I

instability discontinuity situational
constancy inbreeding normalcy stability continuity persistent

-~i---~------

Spatial agglutinated segregation sectionalism variation centralization concentration
cgalitar ian desegregation systemization uniformity decentralization deconcentration

Kinetic slack immobility alienation uncohesive immobilist bottlenecked
mobilization mobility identification cohesive dynamic streamlined

Entropic strain diversity contention conflict diffraction fragmentation
adequacy similarity consonance cooperation fusion integration

Allocational disparity heterogeneity cleavage deviance discriminative differentiated
equality homogeneity consensus conformity nonpreferential undifferentiated

Transactional imbalance migration incongruence unidirectional penetrated unreciprocated
balance curtaining congruence bidirectional nonpenetrated reciprocated

~
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ed from them, absorbed and assimilated
throughout the network. Is it possible that
networks may be subject to diseases as
sociated with these processes 7 What
would be their symptoms and causes 7

WHO 580-629 Diseases
of the genito-urinary system
How do networks discharge the (nega
tive) waste products arising from, or
generated by, their activity 7 Are there
diseases associated with this process 7
If networks may be assumed to regener
ate or reproduce themselves in some
way, is this process linked in any way to

the discharge process 7 To what dis
eases might it be subject 7

WHO 630-678 Complications
of pregnancy and childbirth
Smaller networks emerge within larger
networks and may eventually break
away. To what extent can this be viewed
as a process of pregnancy and birth 7

What disorders are liable to be associat
ed with this process 7 How do they affect

the parent network and its offspring 7
(Should attention be given to some
equivalent of midwife skills 7)

WHO 680-709 Diseases
of the skin and subcutaneous tissue
As with a system (although probably dif
ferent in kind). a network may be con
ceived as being separated from its envir
onment by a boundary. Is it to be expect
ed that such a membrane has functions
analogous to those of protection, secre
tion, heat regulation and respiration 7 To
what kinds of diseases might such .a
boundary be subject: disorders of the
"secreting apparatus ", disorders relat
ing to growth, « inflammatory affections ",
" nervous" disorders, "parasitic affec
tions ,,7 How would these affect a ne-

Reduction
Development
Restructuration
Protection

Excess
Insufficiency
imbalance
- (OK)

3. SUB-SYSTEM
STRUCTURE
3.1 Amount

Reduction
Development
Restructuration
Protection

Excess
Insufficiency
Imbalance
-(OK)

TABLE 2
Scheme for classifying problems of quality and quantity in (a) physical, (b) biological, (c) psycho-social
systems.

1. RESOURCE
1.1 Pool

4. SYSTEM INTEGRATION
4.1 Control Excess

processes Insufficiency
Imbalance
- (OK)

1.2 Usage

1.3 Replenishment

2.PROCESS
2.1 Main

2.2 Growth

2.3 Regeneration
(repair I
maintenance
processes)"

2.4 Evolution

Excess Reduction
Insufficiency Development
imbalance Restructuration
-(OK) Protection

Excess Reduction
Insufficiency Development
Imbalance Restructuration
- (OK) "Protection

Hyperactive Reduction
Underactive Deveiopment
Imbalance Restructuration
- (OK) Protection

Hyperactive Reduction
Underactive Development
Imbalance Restructuration
- (OK) Protection

Hyperactive Reduction
Underactlve Development
Imbalance Restructuration
- (OK) Protection

Hyperactive Reduction
Underactive Development
Imbalance Restructuration ....
- (OK) Protection

3.2 Variety

3.3 Adaptation

3.4 Inter-connec
tedness

3.5 Competition

4.2 Order I central
ization

Excess
Insufficiency
Imbalance
- (OK)

Overspecialized
Underspecialized
Imbalance
-(OK)

Excess
Insufficiency
Imbalance
- (OK)

Excess
lnsufficiency
Imbalance
- (OK)

Excess
Insufficiency
Imbalance
- (OK)

Reduction
Development
Restructuration
Protection

Reduction
Development
Restructuration
Protection

Reduction
Development
Restructuration
Protection

Reduction
Development
Restructuration
Protection

Reduction
Development
Restructuration
Protection

Reduction
Development
~structuration

Protection
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twork's ability to process information and
how might they be recognized?

WHO 710-738 Diseases
of the musculoskeletal system
and connective tissue
Do some features of networks perform
structural functions analogous to the
skeletal system and the associated mus
cles (whether voluntary or involuntary) ?
Is it to be expected that networks are
subject to disorders analogous to arthri
tis or rheumatism? How are they to be
detected?

WHO 740-759 Congenital
abnormalities
Given a formative or birthing process for
networks, is it to be expected that the
emergent networks are subject to con
genital abnormalities, possibly inherited
form their progenitors? What forms might
these take and what are the conse
quences for the viable functioning of the
networks 7 (Should some networks be
considered « handicapped .. 7)

WHO 760-779 Certain causes
of perinatal morbidity
and mortality
Clearly the formation of networks is not
always without difficulty and is not al
ways successful. What are the kinds of
failure to which networks are subject in
this early period 7 What are the symp
toms of such problems 7 What are the
causes of failure and stillbirths?

WHO 780-796 Symptoms
and ill-defined conditions
To what other ill-defined disorders are
networks subject, analogous to the many
vague pains (headache, etc) which may
occur within the human body?

WHO 800-999 Accidents,
poisonings and violence
To what kinds of «accidents .. are ne
tworks subject? How may they be da
maged inadvertently or as a result of
careless interaction with their environ
ment? What are the consequences of
" fractures.. in vital structural elements
or of punctured boundaries? What kinds
of violence can be inflicted upon ne
tworks? (This question is explored in the
box on page ). How are the effects of
such occurrences to be recognized?

Preliminary conclusions
As stated at the beginning, the text
above is designed to provoke an imagin
ative examination of the current health of
networks. A first comment (for which my
thanks to Jennifer Otlet) is that in dis
cussing diseases one should take care to
avoid engaging in medical «quackery ...
And indeed some management consult
ants give the impression of attempting to
provide imaginary cures for real organi
zational ills, or real cures for imaginary
ills (cf. the role of the "snake oil" ven
dor).

In a lengthy discussion with Professor
Oavid Horton Smith (*), he suggested
that the above diseases would be made
more meaningful to the reader by the in
clusion of specific examples. Possibilities
were identified for each category. (A sug
gested « congenital abnormality", for ex
ample, is the case of a network set up at
the instigation of a foundation which only
wanted it to appear to function as a ne
twork, intending in reality to control its
operations by suitable allocation of
funds. There was little possibility of re
pairing the damage thereafter.)

It is my impression that such examples
should be collected from a variety of
sources (stimulated in different ways by
the above presentation) before relating
them to any classification as that
above (*). A systematic grouping of
cases would be premature at this stage,

(') Inter-organizational networking. Transnational As
sociations, 3D, 1978, ID, pp.



although I recognize the disadvantage to
the reader interested in cases rather
than speculative open-ended questions.
The discussion brought out a number of
other points:

1. The presence in the human body of
various systems (circulatory, respira
tory, digestive, nervous, endocrine)
raises interesting difficulties in con
sidering possible examples. One may
either assume that several of these
should be grouped into one in consid
ering the diseases of networks, or else
one may assume that we are not yet
sensitive to all the different flows in
networks and should therefore avoid
collapsing such distinctions.

2. Following from the last point, it may
well be that the kinds of networks that
are being set up now are very primitive
compared to those which will evolve
and be functioning in 50 or 100 years
time. As such the different systems
would be much simpler and less dis
tinct than in the human body. The var
iety of possible diseases is necessari
ly a function of the complexity of the
network. Networks with 3 or more dis
tinct types of flow between members
would be susceptible to diseases
more closely analogous to those of
the human body than those with only I
flow.

3. Again, the above point brings out the
basic question of what flows in a ne
twork. The above text refers tentative
ly to a flow of «information ». David
Horton Smith suggests: information,
money, supplies, personnel, resources
in general, rumour, etc. Further reflec
tion is required to sort how these
should be handled in relation to the
diseases (if the exercise should be
taken further).

4. Relating to point 2, David Horton
Smith suggests that networks «in
gest» nodes and links, namely that
the addition of a member involves a
«digestive» process. This raises the
questions of how the concept of ne
twork growth should be conceived in
relation to ongoing network pro
cesses. Again further reflection is re
quired.

•
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Anti-networking strategies
prepared by David Horton Smith and Anthony J.N. Judge.

notes towards a fuller understanding of how networks may
be vulnerable to damage or sabotage

and how to guard against such eventualities.

(1) Weaken systematically all links or nodes then selectively strenghten the key
ones supportive of your position. (Destroy and pick up the pieces approach)

(2) Weaken links to central (preferred) nodes or weaken such central nodes
(Weaken the active or motivating structures).

(3) Insert new nodes or support selected exiating nodes such that they become
central (preferred) nodes (Alternative leader approach)

(4) Create new links that favor the development of selected existing nodes into
central (preferred) nodes

(5) Weaken links or other nodes to each other while strengthening links of other
nodes to the preferred (central) node (Centralization approach)

(6) Emphasize node activity and deemphasize linkage activity (Ignore network)
(7) Create nodes of sharply unequal strenght and recourse bases (Unbalance

network)
(8) Make nodes of sharply en differing purposes, methods, outlooks, geographic

scope, etc.
(9) Make nodes homogeneous to reduce richness and variety of potential resour

ces for problem solving.

(10) Offer substantial funding to create a « new» network (including an old one)
for some «new» purpose, with strings attached; then, after a few years,
withdraw the funding or delay the initial funding time long enough to weaken
the whole network

(11) Encourage network norms of non-criticism of nodes or linkages in the network
(12) Depreciate key, facilitating, contributory nodes by false and negative rumor

mongering to major nodes and contacts linked to given node. Or do the
reverse for weak nodes (Le., emphasize the great value of poor nodes)

(13) Encourage norms of general network-relevant information transmission on a
need-to-know basis, emphasizing existing information overload and need for
speedy decision-making

(13) Encourage infra-network competition and special recognition for certain
nodes in the network.

(15) Prohibit the network from using any of its funds to facilitate participation by
poorer, weaker nodes through reimbursement of out-of-pocket travel and
communication costs of network participation.

(16) Provide the network with an expensive and extensive secretariat to «facili
tate » the network.

(17) Reduce participative plenary meetings (face-to-face or electronically media
ted) to a minimum on the grounds of expense.

(18) Encourage links via butt-trips, ego-trips, perfectionism-trips, power-trips, etc.,
at network expense.

(19) Encourage in-fighting among nodes for subcluster participation and against
other subclusters in the network.

(20) Encourage constant turnover of node representatives to minimize learning
and continuity.

Note: Consideration should also be given to the points noted in : A.J. Judge. Wrecking
an international project; 114 notes from a saboteur's vade mecum. International
Associations, 24, 1972, 10, pp. 487-490.
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