Info/Change: Linking Local Communities 
to the Global Information Highway

Working Papers - Draft 3.0

The materials contained in this document, are a “work in progress” and are under significant refinement--this being but an early draft.  The document in an attempt at capturing the efforts of the past year, as the Info/Change initiative has progressed from initial concept to where it is at a stage of being formalized. This formalization will occur with the establishment of a U.S.-based, for-profit business entity.  This business entity will be aimed at moving the initiative forward with the undertaking of feasibility studies in key countries, and the establishment of national Info/Change organizations in developing and non-industrial countries.

Anyone reviewing this document and wishing to contact Info/Change as to its current status, etc., should contact Ron Epstein, 703/276-1800, or repstein@vita.org.
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Info/Change
Background

The lessening investments by developed countries in the developing world, is occurring concurrently with the growth of information and communications technologies (ICTs).  Information is a critical tool for developing.  It is certainly the common denominator in the economic environment of the developed world.  The inability of developing countries to keep current with the evolution of the information and communication technologies puts them behind the advances being made elsewhere.  While the opportunity exists to leverage this technology and close the gap, without action, this gap between developed and developing nations will become greater, not less.

The most effective way of bringing information and communications technologies to the developing world in the face of diminished international development funding, is to help organize self-sustaining information and computer delivery entities; and this is related to providing opportunities for investors.  To achieve and further this goal, the materials contained in this document present the establishment of community-level information centers.  The aim of this initiative is to help realize the investment opportunities in information and communications technologies and at the same time, contribute to furthering the economic growth of the developing countries.

The thesis is that for-profit, public-private centers, supporting free and efficient flow of information is the most effective way to assist developing and non-industrialized countries achieve growth in commerce and social-political development.  The strategic partnerships, incorporating the interests and skills of the private for-profit, the private not-for-profit, and the public sectors, build on the premise that easy and affordable access to and the actual sharing of information facilitates the development of society in ways that are beneficial in terms of promoting economic development, opening of free markets, breaking down trade barriers, free and open media, and opening markets for goods and services, especially in, but not limited to, technology.  Further, they help realize societal goals of furthering education, health, and similar services.

The profitability of investments addressing information and communications technologies in the developing world and particularly information centers, will be enhanced if the lessening international development funds being directed into the developing countries are used to purchase goods and services from the information centers.  This contractual demand for services and goods strengthens the business community.  Further, this engagement of information and communications technologies with commercial self-interest, increases the capacity of the developing country to grow economically (whereas previously these were provided by the donors).

It is consideration of these issues, and other discussed here, which has led to the steps to form a for-profit company, Info/Change, to promote information centers in the developing world.

Info/Change
Description

The Info/Change initiative is an international network of telecomputer-based facilities designed to broaden access to information for commercial, developmental, educational, and governmental purposes.  Local Info/Changes will be networked nationally, regionally, and globally, and provide easily accessible links to commercial and public information sources, as well as those developed by the Info/Change itself.  Info/Change will be self-supporting, deriving revenue from fees for service, franchising fees, marketing, sales, services, and training.  A major focus of its operation will be to provide to the local community, at little or no-cost, assistance in the development of the information infrastructure and facilitation of access to the information that is necessary for sustainable development, growth of free market enterprises, and the formation of civil society.

The Design
While the exact configuration of each Info/Change Center will vary from location to location depending on local demand, the prototypical design will incorporate at least the following:

· Direct access by the community;
· A service counter to assist customers;
· Hands-on access to computers/terminals linked to the national resources, the Internet and other information networks;
· Access to telephone services
· Access to commercial databases;
· Access to public and NGO information;
· A training facility (including a Digital Video Conferencing facility where demand-justified);
· Sales and service area for hardware/software and services;
· Copying, international telephone, FAX;
· Travel services, conference, and trade support;
· Office Space; and 
· In-country and international forwarding;
A key component of each Center will be trained staff capable of acting as an “information agents” for both in-country customers and individuals at other Info/Changes seeking information within the network.  A focus will be to provide assistance to existing and embryonic businesses requesting market or regulatory information. Special links will be established within the network for corporate and public sector sponsoring organizations.

Customers
The customers for Info/Change will come from three sources. First, the local business community, educational community, and the general public would use the Info/Change for access to information and the purchase of goods and services, such as training and distance learning, hardware and software, and access to commercial data bases and information sources that would otherwise require subscriptions.

Second, local customers/clients would include the host country government (national and local), seeking information pertaining to development, policy interests, identifying “best practices”, professional development, including distance learning, and possibly, the purchase of international goods and services.

Third, internationally, the customer base would include American commercial interests wishing to establish in the local market, and others seeking to gain access to locally generated data and information (e.g., information on regulations or market surveys).

Partners
It is anticipated that government and international agencies will utilize the Info/Change Centers on a fee-for-service basis for conducting programs in country or providing specialized networks for areas of special interest, such as public health and technical development.  Private sector companies, in addition to having direct links within the Info/Change network, will have the ability to showcase and market their products and services within the country and throughout the network.  Non-governmental (private not-for-profit) organizations will have access to the Info/Change Centers and the network for the collection of information as well as the dissemination of value added information.  All will share in having access to a “home base” in-country.

Requirements
Community-based Info/Change Centers will be locally owned and operated.  The partnerships or equity based local companies will have to address the need for staff, space, telecommunications bandwidth, computers and software, telecommunications equipment, licensing fees, office equipment, inventory, marketing, and overhead.  They will be assisted and guided within each country by a nationally-organized company, which will be linked with an international “prime” sponsor.  National companies will themselves be electronically and contractually linked and serviced by the international consortium.

Info/Change
Mission, Vision, and Goals

Mission:
To assist local communities in developing countries improve their citizens’ social and economic conditions by leveraging information and communications technologies and public and private participation at the international, national, and local levels.  This is to be accomplished by matching the information needs and resources of local individuals and institutions, agencies, and businesses in the communities with knowledge available from the developed and developing national governments, international and local non-profit and for-profit businesses.

Vision:
Access at the community level to information and communications technologies permit those living even in remote areas of developing countries to be full participants in the emerging global Information Highway.  Social and economic development will be advanced by having this access and associated services.

Goals:

· Help establish information and computer service facilities in communities to broaden their access to information for commercial, developmental, educational, and government purposes;

· The Centers will offer computer assisted services, for example: training, desktop publishing, data input, etc.;

· Centers will serve as incubators for establishing small and microenterprises; 

· The Centers will become involved in providing office support services to enterprises, etc.;

· Local Centers will be networked nationally, regionally, and globally, providing electronic links to commercial and public information sources.  As a result of networking, the Centers will assist each other;

· A Center’s staff will develop technical and other strengths complementing those of other facilities’ personnel;

· Centers will be self-supporting, deriving income from their services;

· In the developing world, a focus of operations will be to strengthen the information infrastructure and further access to information for sustainable development, growth of free markets, and the formation of civil society; and 

· Centers will collect, manage, aggregate, and supply local data/information useful to governments and the private sector.

Info/Change
Partnerships

Steps are being taken to form in the United States, a not-for-profit company that in turn will create a for-profit company.  It is the for-profit company, which will promote the information and computer service centers both in the developed, and the developing world. This company will serve as the International entity to support and coordinate the establishment of national entities as well as local community-based Centers.

While the permanent company is being formed as a for-profit entity, and it is anticipated that the national and community entities will likewise be formed on a for-profit basis, the Info/Change initiative from its very inception, is one of public-private partnership.  In fact, the not-for-profit will be an active partner of the for-profit enterprise, as reflected later in this document.  Discussions, meetings, and tentative agreements, have involved various national governments, international and national associations, large and small non-profit businesses, U.S., national, and regional private voluntary organizations and local as well as international for-profit businesses. It is the synergy brought about by this broad-based partnership that holds promise for this initiative’s potential.  Each of these sectors provides strengths and unique contributions to further the success of the Info/Change initiative, and each in turn is in a position to receive benefits from success.

In the early formation stage of this effort, individuals from an array of public-private entities have served as an informal sounding board, and as an informal “board of directors” overseeing and guiding the progress.  It will be this ad-hoc group which will formally become the not-for-profit.  With the establishment of the formal international for-profit business entity (the next step), it is anticipated that some of these participants will become board members to provide continuity of direction and focus.

The separate non-profit entity will allow individuals from the government and the NGO community to continue active and formal participation.  This entity will provide an on-going dialogue between for profit and not-for-profit interests, and will allow active participation of government employees and officials otherwise prohibited to serve on the for-profit business entity.  This non-profit entity will be funded by a percentage of the for-profit income.

The value added of this public-private partnership is brought about by collectively leveraging the separate strengths of the public sector (local and national), the not-for-profit organizations, and the for-profit businesses on behalf of a common purpose.

Public--Governments are the expression of a civil society, the partnership that forms the foundation for a civil society.  It is the vehicle for—establishing public policies, establishing and maintaining social order, delivering/organizing social services, and creating enabling conditions for economic stability and growth.  The combination of local and national governments, along with the international entities of governments, play a key enabling role in establishing and supporting the environment in which the Info/Change initiative will take place.

Not-For-Profit--Civil society relies on the work of not-for-profit entities to assist communities and individuals organize themselves to help themselves, to work in partnership with others.  In the process, the not-for-profit community engages in education, provides social services, extends a range of services, which profoundly craft the values of a society.  NGOs can be local “grass-roots” organizations that spring up to address a specific need, but also include national and international organizations that reach around the world.  The organizations are critical to the Info/Change initiative as they bring a much needed social consciousness, critical access to the local communities and informal networks for pulling together resources from diverse sources.

For Profit--Ultimately, market economies rely on the activities of the for-profit business sector with individual and corporate entrepreneurship, business leadership, and management disciplines, delivering products and services, and creating employment opportunities.  With an international imperative to build market economies, and with resulting expanding world trade, the private sector is critical to the success of the Info/Change initiative, both in providing core operating principles, as well as linking directly to the Centers, their commercial activities.

The tri-partite partnership described above bringing together diverse “know-hows” and resources, working together for both common and private aims, forges an instrument which holds promise of most rapidly and efficiently addressing the development of information capabilities when it is operational in host and developed countries.

Info/Change
Providing Consolidated Services

Fundamental to the Info/Change initiative is that Centers be established for-profit.  Of course, an Info/Change Center may be established as an expansion of an existing single purpose Center (e.g., TeleCenter, Environmental Centers, etc.); the Info/Change may carry forward and enlarge the not-for-profit functions.  In these situations, self-sustainability from revenue generated from the work, the operations of the Center, regardless of its standing, is requisite.  To realize a sustaining revenue base, Info/Change Centers will offer a broad-array of services to customers: local community, organizations, and individuals.

A primary market target in this customer base will be government agencies and NGOs/PVOs in the community engaged in development-related activities.  The opportunity exists to channel their demand for services through these Centers.  In this way, NGOs can acquire more cost-effective shared support services through a central resource.  Ideally, this could apply to direct services the NGOs require for their operational needs, and also those required to support program (e.g. distance education, business development support, etc.).

By channeling their requirements to the through the local Info/Change Center, the community in effect helps create a public utility.  This allows the Centers to reach profitability earlier, and in turn, they can provide services back to the community (e.g. free E-mail accounts, etc.).  

Further, by providing a shared service, Info/Change Centers become a focus of networking in development.  It helps to transition the Info/Change Center into a Community Center--a local meeting place at which community-level networking takes place.

The potential exists that a portion of the information and technology-related services required by the U.S. Government agencies as part of their internal operations, could be delivered more cost-effectively through the Info/Change Centers.  Again, this would support local economic growth, and demonstrate our support to local initiatives.

Info/Change
Specific Services

The Info/Change initiative is aimed at delivering to the community level, information and communications technology-enabled services.  By retailing shared access to communications and computer technology to a broad population, with costs spread across a large customer base, costs to the individual user are lowered while net results are improved.  The central-resource approach can be deployed in a faster time-frame than on an individual/distributed basis.  Support costs are also more efficient where a network shares the volume.

The services are linked to technologies addressed elsewhere in this set of working papers' here the discussion focuses on the services to be provided.  The exact services for each Center will be determined by local demand, existing services being provided by other businesses in the community, and the local skill/knowledge base.

PC Access--The Info/Change Centers will provide the access to local population, businesses, NGOs, etc., access to a PC, standard software, scanner, and printer;

PC Rental--Laptops and/or notebooks will be available for rent--primarily where there is a traveling business user demand (for those seeking short-term access/mobility);

Phone Access--The Centers will provide telephony services linked with the local, national and international networks;

Cellular/PCS Phone Rental--For the business traveler, if cellular and PCS services are available, the Info/Change Center will provide short-term rental of these services;

E-Mail--Via Internet connectivity, the Centers will provide for local, regional, and international E-mail services;

Full Internet Access--The Info/Change Centers will provide full international Internet access with sufficient capacity to provide Web browsing;

ICT-related Training--The Centers will provide an array of Information and Communications Technology (ICT) related training--both in support of building local technical skills as well as end-user skills;

Computer Repair/Maintenance--In communities where there is no local computer repair/maintenance support, the Centers will provide for and/or contract for walk-in repair and maintenance services;

Hardware Software Sales--While because of available commercial outlets this will not be a primary service in most Info/Change Centers, the Centers will provide sales support for purchasing hardware and software components--especially where these can be ordered, and/or delivered over the Internet;

Voice and Video Conferencing--Many of the Info/Change Centers will provide voice and video conferencing services.  These services will vary from simple Internet-based desktop voice/video to higher quality ISDN-based video conference for larger groups;

Office Rental--Many of the Centers will be equipped with offices that can be rented by the day, week, or month;

Logistical Support--The Centers will make arrangements for logistical services; reservations, picking up passengers at airport, local transportation, etc;

Lease of Space and Equipment for Training--The physical and ICT capabilities of the Centers will be made available on a rental basis, to local, regional, or international organizations to use the resources for workshops, training, etc;

Video Rental--The Centers will provide Videos for rental.  These would be in support of education and distance learning, but may also include entertainment if such services are not available locally;

VCR Rental--It is envisioned that in some locations, a limited number of small, VCRs will be available for rental;

Video Viewing--Video viewing will also be provided for individuals and groups;

CyberCafe--Where demand justifies, the Info/Change Center will be constructed in such a manner as to support a contracts to operate casual CyberCafe type of service.  They would be aimed at the casual, walk-in user that seeks personal support as opposed to support for their work/business-related activities;

Research Services--It is anticipated local Info/Change Centers will be contracted to engage in local, community-level research;

Local Database Development--The Info/Change will target local database development to meet governmental and non-governmental requirements.  These may well be started as part of individual research projects, but will become of value for multiple purposes.  These databases may be simple “white pages” of local residence, “yellow pages” of locally available services, or more complex social and economic databases;

Technical Help Desk Support--The technical backup for the Center will also be marketed to respond to local technology requirements as the base of technology expands within the community;

Web Development--As local businesses become familiar with the use and power of the Internet, the demand for Web development will be created and the Center will meet these needs;

Advertising--Much of the Web development will be for commercial use, with advertising a primary component.  Advertising will be "sold" to give local producers larger national and international exposure.  The Centers will also serve as valuable point-of-presence for national, regional, and international firms marketing to the local population;

Internet Service Provider--In most cases, Info/Change Centers will obtain Internet access through an established provider.  In some situations, the Center may have to become an ISP to obtain access.  This will especially be the case where the National Info/Change organization establishes a Hub for a network of community Centers.  In other situations, the Centers may serve as a Mini-ISP (or an Internet Access Provider-IAP) by providing dial-up access to individuals/businesses in the community;

Consulting--The Centers will directly or indirectly facilitate access to consulting services and thus save governments and NGOs spending their resources on short-term, and expensive trips);

Photocopying Services--Info/Change Centers will offer photocopying services;

Desktop Publishing--Where the demand exists, the Center will provide local desktop publishing of newsletters, press releases, bulletins, advertisements, etc.  Where local demand may not support these services in a given Center, demand will be met via one of the other Info/Change Centers where the skills do reside;

Send/Receive FAX Services--FAX services will be provided via the Centers.  As the technology develops, this will be provided via the Internet in order to keep costs low for the consumer;

Typing Services--The Info/Change Centers will provide typing services to the local community; and

Translation Services--Where required, translation services will be provided.

Info/Change
Diaspora Network

The National Info/Change organization will establish a national Hub.  Each Hub will operate at least one Info/Change Center.

One of several services provided by the national initial Hub/Center, will be the design, development, maintenance, and on-going operations of a country-specific Diaspora Web Site.  The details for this undertaking are being developed in a separate document.  However, in summary, this Web Site will facilitate electronic linkages between in-country residents and those who have immigrated to other countries.  The Web Site will offer a number of linking services, and along with the individual Info/Change Centers, expand national and international communications into each local community.

The country-specific Diaspora Web Site will be part of a network of similar Web Sites residing in other countries, each providing similar service to its citizens.  These Web Sites will be built off of a common template, with local modifications taking place based on culture, priorities, demands, etc.  Services provided through this Web Site will include, but not be limited to the following:

· Provide low-cost E-mail connectivity from within country, with those living in other parts of the country, or outside of the country (virtual post-office);

· Provide business opportunity and technical information to those living inside the country;

· Possible investments back into their host country.

· Provide advertising and contacts for local tourism and commercial opportunities;

· Support cash transfers from those of the Diaspora, back to relatives in the host country;

· Offer general and sector/topic specific chat-rooms, electronic conferencing, etc;

· Link professionals living out of country with opportunities to assist on temporary assignments, back in their homeland;

· Establish access to virtual "local news/events" for making country-specific information (voice/video server, local newspapers, etc.) available over the Internet; and

· Establish a "market place" for locally-produced goods and services available for sale over the Internet.

In addition to the national-level Diaspora Web Site operated at the national level, and providing the above services, each Info/Change Center will provide to non-commercial/business individuals, free or low-cost E-mail account.  This will allow low cost connectivity for citizens who otherwise would not be able to afford access to electronically-assisted communications links with those in other countries or within country.

Info/Change
Technology Showcase

In addition to establishing the Diaspora Web Site, the national Info/Change organization will, as part of its Hub/Center implementation, establish Information and Communication Technology (ICT) demonstration capabilities.  Both the Hub and Centers will not only rely heavily on ICTs, but in addition, a showcase of ICT will be established as a value-added service.

It is anticipated that this service will provide an in-country demonstration capability for vendors to provide local in-country access to technologies otherwise not available.  This is not anticipated to be a retail outlet, but rather provide a permanent exhibition area where high-tech firms can provide demonstrations of their products to the public.  Normal channels of distribution would be use for actual sales and post-sales support.  It is also anticipated that a Web Site would be developed whereby vendor information for those ICTs of potential importance to the developing setting, would be made available via an easy-to-use navigation and research.

The value of this service would be from both the supplier side (by providing an in-country opportunity to showcase products), but also from the demand side by providing a unique opportunity to obtain hands-on information, and even demonstration of new products.  The format for this service would likely take the form of the current "Highway 1" center operating in the Washington DC area.  Financial support for providing this service may also be established in a similar fashion (i.e. via financial and hardware/software contributions from the technology industry itself).

Info/Change
Information and Communications Technologies (ICTs) 

The Info/Change initiative is based upon Information and Communications Technologies (ICTs).  The global reliance on these technologies is at the heart of extending ICT-related services and connectivity to communities in developing countries.  The Info/Change off-sets the gap in a sustaining manner between the information and economic haves and the have nots.

The Info/Change initiative provides a technology-intensive Center in support of social and economic activities.  These include the deployment and use of several current and emerging technologies as well as processes enabled/enriched via these technologies (i.e. distance learning).  Some of the technologies deployed at the Info/Change Centers will include the following:

Personal Computers--they will be the basis for the majority of the services delivered via the Centers.  In many Centers it is anticipated this may include a CyberCafe type of arrangement for serving walk-in demand in a more casual setting.  While the primary use of PCs will be on-premise, it is anticipated in areas of business travel, that the Center will provide short-term rental of portable PCs.

PC Applications--Functionality provided via the desktop personal computer will come from a wide-array of software packages.  While those made available at any one Center will vary depending on demand, this inventory of software will typically include word processing, spreadsheets, business graphics, desktop publishing, HTML editing tools, language translation software, Internet browsers, communications 

Internet--Access to the Internet is a critical technology for the operations of the Center.  This will provide access and communications to other individuals living in country with Internet access, other community-oriented Centers with E-mail or full Internet connectivity, as well as to/from the national Hub, and to/from internationally located individuals and information sources.  The Internet technologies will include not only those that reside on the desktop, but Internet servers as well.  With these technologies, yet additional services can be provided to the local community.

Databases--Initially it is anticipated that the Centers will provide access to information that exists elsewhere.  However, overtime it is anticipated that the Info/Change Centers will begin to develop locally-oriented databases.  Whether it’s simply a list of local families living in the community, local resources, socio-economic data, etc., the Center will provide various local businesses, NGOs, and governments, and even individuals, to develop data/information bases important to the community.

Videos--It is anticipated that over time, the Info/Change Centers will establish an inventory of Videos servicing both local educational and entertainment demands.  This will most likely be associated with a viewing area, and possibly rental of VCRs where appropriate.  The national organization will serve as a point of coordination for the inventories held at each Center to facilitate loans, exchanges, etc., in an effort to keep costs to a minimum.

Voice and Video Conferencing--While it is unlikely that all Info/Change Centers will install a Video/Conferencing capability, it is anticipated that where there is sufficiently strong commercial and/or NGO activity, that demand will be such that the Center will establish a conference room with video conferencing capabilities.  These will be ITU standards based in order to maximize the potential use by serving the broadest array of customers.

Telephony--Another basic technology residing in the Info/Change Centers will be local/international telephone service.  This will enable the Center to extend access to a substantial number of local inhabitants that otherwise would not have access to such services.  Being located in a central location, assistance can be provided as required.  The potential exists where by the Center, in cooperation with the local telephone company, may serve as a mini-hub by extending wireless services to near-by stand-alone phone kiosks located throughout the community.  In business and/or tourist areas, the Centers will likely be an outlet for renting cellular phones on short-term basis.  This could under unique situations, include the rental of Satellite-enabled phone services (i.e. via small attaché-size earth-stations linking to Inmarsat, etc.).

FAX--Each Info/Change Center will establish as a basic technology, at least one, likely two FAX machines (at least as a backup).  This FAX service may also include FAX over the Internet as use expands.

Copy Machines--The Info/Change Centers will provide copy machines for meeting demand for copying services from individuals, NGOs, businesses, or government organization.  Capacity will be determined by local demand.

Other Technologies--The Info/Change Center does not have as its primary focus, ICTs, but rather, delivering ICT-based services. In fulfilling this aspect in many cases ICT will facilitate spinning new enterprises to meet needs outside the focus of the Center.

Info/Change
Franchising

The Info/Change approach requires integration among the international, national, and local community-level activities.  This later integration is best realized through "franchising"; direct business contractual relationships among the three tiers, each unit of which is separately owned.  While "franchising" has its limitations, it describes the linkage among community-level Centers, the nationally-based organization, and the international support organization.  In the Info/Change initiative, Franchising is anticipated to take place at two discreet levels; 1) between the international and the national organization, and 2) between the national organization and the individual Info/Change Centers.

Franchising creates both independence and interdependence among the separate business entities.  The Info/Change relationship will not be typical of most commercial franchising operations; the local entity, the Info/Change Center, does not pay an up-front buy-in fee for joining the network of service providers.   To do so would violate the development purpose of this initiative, which is to promote local entrepreneurship and community participation of viable businesses.  

Rather, the international and national organizations are committed to establishing the Centers by providing a wide array of supporting services, including but not limited to international and national marketing, developing models for implementation, providing technical and consultative support, forming key partnerships, arranging for financing, etc.  In that the Centers will be profit-based, income for the International and National organizations will be derived from multiple sources, including a small % of actual earned income from the operations of the Centers.  Other sources of income will be from other sources (See a separate Section of these consolidated working papers for a more comprehensive discussion on the topic of Revenue Generation).

Info/Change
Relationships with Existing Centers

Info/Change will link with existing information-delivery capabilities in developing countries.  These include for‑profit and not‑for‑profit agencies marketing data and/or voice services to consumers.

The reasons are many: 

· They have been started, and are being managed, and are surviving

· They, therefore, have attracted "customers" or are being financed

· They may be positioned as the result of their operations to consider possible "added value" by being linked with Info/Change

· Info/Change, in growing its services wishes to help strengthen businesses, not to harm them.

There are reasons for not considering existing facilities:

· Facilities and services which are now not entrepreneurial but are dependent on their support from grants or government largesse will have a difficult if not often impossible task of converting to systems engaged in cost recovery, not to say profitability.

· Cooperation among facilities will be more difficult if from the start this has not been built into the operations.

· The entity which has been on its own, albeit entrepreneurial, will have a different set of relations with Info/Change's national organization than that which was started by the national company.  It will be a more delicate relationship because the self‑sustainability of the initial organization permits an independent stance.

These are among the reasons to be concerned with contracting with existing resources, and wherever possible, Info/Change agreement will address ways to deal with them.

Existing Facilities:

We  draw a distinction between "primary" information sources, and the "retailing" of services.  A health information center might call upon information available in medical schools; a TeleCenter uses the telephone company switching; a medical school is a source of information; a telephone company is a source of voice transmission.  We wish to relate to retailers.

A very special set of circumstances surround libraries, and that must be dealt with quite separately.

Within the area of retail services, there are four broad divisions:

· Principally voice 

· Primarily data related

· Copying, messaging, packaging

· Multi‑functional, multi‑sectoral information centers

As will be noted below, the first three categories may significantly overlap with each other, and the fourth may embrace the previous three.

Principally Voice: 

The telephone center operation often begins with the purchase of telephone access, and then made available to individual customers.  With the growth of telephone infrastructure and access through extension of fiber optic wire, cellular and fixed wireless loop, entrepreneurs in developing world have gone into business providing telephone services on demand. 

In doing so, they are repeating a pattern which prevailed in the early stages of telephone penetration among the "developed" countries, and which ultimately resulted in telephones available through coin boxes.  The growth in new settings of telephone availability has been commented on by Smith of the World Bank, and by others.  In Indonesia, it is estimated that some 4000 enterprises selling telephone access are operational.  Similarly enterprises have been noted in Morocco, South Africa, Ghana and indeed, in all locations where advances have been made in access to telephony.

Smith noted in his paper that the entrepreneur often provides services which because of volume, is often available to individuals at lower costs than if “purchased” directly.  Further, the telephone entrepreneur has "added value" through facsimile and machines.   

In Indonesia, the telephone entrepreneurs are organized into a society or association, and are viewed by the government as potential resources in the development of tourism.  And, the World Bank is encouraging the notion of placing the telephone entrepreneur into post office facilities, as well as having them linked to meeting tourism needs.

A number of commentators have stated that the extension of the telephone entrepreneur to include an information center service is quite worthwhile considering.  It should be noted that in the services identified in an Info/Change Center, telephone services are one of the items that would be considered for income generation.

Data-Dominated Centers:
These centers are invariably single sector in their function, e.g., the Agricultural Business Centers sponsored by the European Union for Central Asia, or the business center sponsored by the USAID and US Department of Commerce for Eastern Europe.

Business centers or centers for business development have also been identified with the work of the U.S. Peace Corps.

There have been numerous other single sector efforts.  Most notable have been those supporting environmental issues, e.g., World Environment Centers.  But, there have also been centers that have focused principally on health, and with support of the USAID, there are other centers that have become "clearinghouses" for information on transportation, etc.  

These centers, while they have been most often initiated as the result of grants, often are operated by businesses or are expected to become self‑sustaining enterprises.  The result is that almost always while they may have been initiated as single sector efforts, their managers are looking to a variety of roles to have them become profitable, or at least self‑sustaining.

Service-Dominated Centers:
Quite remarkably, and most often characterized by presence in major capitals and cities in the developing world has been the growth of service centers as franchised units of major corporations, (e.g., Kinko, Mail Boxes, Inc., etc).  In the developing world, an entrepreneur is selected by the corporation to be the primary franchiser in the country, and it is to the economic advantage of the selected franchiser to engage other entrepreneurs in a franchised system which provides packaging, copying, faxing, and is quite capable of supporting computerized messaging and in fact where such messaging is an important income generator.

Multi-Sectoral Service Centers: 

There are throughout the developing world significant growth of concepts that have a deep kinship to Info/Change.  These centers include those initiated by the United Nations Development Programme under its Sustainable Development Program.  While the principal objective is to help breed sustainable development, and this primary objective is employed to gather national support for network development, the UNDP project advances from the start the requirement that the national network must become self‑sustaining.  This results in the growth of services, which most often tend to be electronic connectivity and not centers.

There are other similar efforts that are notable because they are succeeding as the result of accommodating needs‑‑for example the Peruvian "public cabins".  This entity is primarily a connectivity vehicle, and based upon participation of monthly charges.  But there are now over 7000 participants in the system, and there is little doubt that some of the "outlets" are moving into a community-based operation.

Under the initiatives of UNESCO, ITU, FAO and IDRC, a number of efforts are being undertaken which encompass the notion of either beginning with multi‑sectoral services, or moving from an "anchored" base of a sectoral program, to multi‑sectoral income generating activities. Most of these efforts are characterized by the notion of setting up an initial center, and then expanding from a base to a network.  The FAO proposes networking across country boundaries.  Almost all of the international initiated efforts are based on the expectation, or begin with Internet connectivity.

Finally, and not unimportantly, there are significant movements in many countries that are generating commercialization of information services as well as connectivity. A highly successful effort is Trade Point, Inc. but IBM and other commercial entities are engaged in marketing information.

Info/Change is committed to work with existing information capabilities; the question is: how to relate to existing programs.  Because of the variety of possible relations, there are no specific conditions to govern Info/Change decisions.  Rather, what are advanced here are suggested principles that must be tested with experience.

1. Notwithstanding the availability of one or all of the various categories cited above, the establishment of a national entity committed to country‑wide networking should be a requisite as a franchising mechanism for Info/Change.  If a nation‑wide organization currently exists committed to development of information centers with strategies similar to Info/Change (although this unknown to us now) then, we should explore the mutual benefits of association or strategic alliance; 

2. Assuming Info/Change does establish a national company, the prime objective of the national company should be to create a hub.  The hub is described elsewhere, but it is critical to a role of coordination and formalization of relations.  And the basis of its training and capability is that it will operate a community‑based center itself;

3. The hub's community‑based center should be defined on the basis of the community analysis and business plan.  The business plan should include an inventory of enterprises ‑‑ both for-profit and not‑for‑profit ‑‑ engaged in the categories cited above.   The inventory should be complete with not only their identification, but with a survey instrument which is the outcome of interview and discussion concerning the interest of the activity in exploring joint efforts, and what each entity "brings to the table";

4. The community investors will be encouraged to work with existing resources and centers.  The local relationship may vary considerably from the investors extending a sub‑franchise opportunity to an existing entity, to partnership, to proposal that the entity operate the center;

5. On a national level, it is possible that the national entity might agree to sub‑franchise roles in community‑based center for certain single sector entities, e.g., business development, or environmental information.  The critical issue will be the working out of relationships which are in the interest of the parties;

6. It is possible that the national entity, or hub, might authorize with community support an existing facility to be franchised for a particular service, e.g., computer assisted training;

7. In all instances, existing centers will be informed about Info/Change and encouraged to address possible relationships;

8. In this connection, interested existing resources will be interviewed with material provided by Level 3, and might well include software programs to assist in the assessment of the best relationships;

9. Because there has to be a body of experience to be able to help determine how Info/Change internationally and nationally might relate ‑‑‑ and acknowledging even further that there may be differences from one country to another ‑‑‑ it is important that in the earliest relationships communities, national enterprises, Info/Change internationally and of course, the existing enterprise be in open discussions with each other as they go about crafting the formal linkages; and

10. In this connection, it may well be that Info/Change after demonstrating in one country how it operates, should initiate formal discussions with the European Union, IBRD and international agencies to determine their interest in pursuing joint design and development.  Of course, these organizations should be made aware concomitant to undertaking pilot efforts about Info/Change's initiative.

Info/Change
Revenue Generation

The Info/Change initiative is committed to providing services on a for-profit basis.  For-profit is fundamental to sustainability by ensuring that the planning, implementation, expansion, and operations-oriented decisions reflect business prudence and accountability.

The for-profit orientation is quite simple: the Info/Change organizational structure, including an international, national, and community-level Centers, will provide a broad-array of integrated services to customers, and from these services, revenue will be generated.  By establishing the primary focus at the community level, the national and international entities will be of minimal size-- only to the extent required to provide services.  Each of the three Info/Change will generate revenue, either directly from government, NGO, and for-profit businesses, or indirectly via supporting services provided to the other Info/Change components.

Revenue sources for services provided will include, but not be limited to the following (a more comprehensive discussion on revenue and profitability is reflected in a separate document).

Direct For-Fee Services--The primary source of revenue for the Info/Change will come from services provided by the local community Center.  Customers will be: individuals; local, national, an international businesses; local, national, and international NGOs/PVOs, and governments agencies requiring services provided through the Centers.  In some locations, the revenue stream will come from the development community itself as it requires services in the carrying out of its development activities.  Other income will be from renting computer time, video-conference facilities, cellular phones, copy services, providing translation services, etc.  Where a CyberCafe is established, income will come from computer use where the Center provides local access to Internet.  In some locations, the Info/Change Center may actually derive revenue by being a local Internet Service Provider (ISP).  In short, revenue will be demand, user driven.

Contracts--An important revenue component will be delivering services contracted with national and international development organizations (both public and private).  They may take the form of contracts to deliver technical support, technical training, ICT-assisted education services, etc.  Delivering training at the community level will be a major source of revenue in many locations.  These contracts may come from a variety of sources.

Sales and Services--While the Info/Change Centers are not themselves as retail outlets, in many locations they may well be a source for international connections to obtain low-demand goods.  This would be the situation where someone is looking for a computer component, a piece of software, etc.  Where demand justifies, many Centers will offer office space to be rented to businesses.

Broker/Commission Fees--The Info/Change Centers can become more self-sustaining through marketing via computers, a service for bringing together business partners--matching businesses with opportunities.  When this happens, a “broker” business or incubator might be spun off.

Advertising Fees--The network of Info/Change Centers provide an excellent opportunity for firms to advertise their products.  The Centers provide an in-country point-of-presence that otherwise may not be possible to establish.  This would be the case not only for international firms located in the north, but also for national companies seeking to expand their customer base within country.  In addition, the Info/Change Centers will provide the opportunity for local small and medium-sized businesses to advertise their products internationally via the Internet (see separate paper on Diaspora Network).

Franchise Fees--Revenue for the international and national Info/Change organizations will primarily come from arranging for advertisement at the Center level, but also from fee on top of normal Center-generated revenue.  The franchising arrangement is not a typical arrangement requiring up-front investment by the Centers, but rather, a small percentage based on actual revenue generated.  This fee amounts to payment for services provided such as working to pull together the parties in order to set up the national organization, providing consultation on siting, sizing, and technical configurations, providing central national services, etc.

Donations/Contributions—Info/Change Centers will not accept for themselves, donation or contributions.  They may encourage donations such as scholarships to users.  It is anticipated that there will be a few occasions in which an individual and/or business will wish to make a donation/contribution to a specific Info/Change Center.  One way of handling these situations is to treat the donation as prepaid income for services to be rendered at a future date

Government/Development Grants--The Info/Change initiative is aimed at being self-sufficient and making a profit.  It will seek out contracts for specific purposes--studying data for the feasibility of a specific project.  It is possible and probable that the for-profit community Info/Change Center will work with NGOs to bring about these contracts.

Info/Change
Organizational Structure - Overview

The Info/Change will have three organizational levels:

Level 3 - International Organization
Level 3 will be composed of two entities--a for-profit organization which will be the primary management company, and a not-for-profit entity which will provide a means of representing the non-government community interests in the U.S. and abroad.  Investors will finance the for-profit; a Board of Directors will direct its policies, with participation and advice from the not-for-profit entity allowing for representation from the public, non-profit, and for-profit sectors.  The Level 3 organization will establish the critical linkages at the international level—between governments, for-profit businesses, and not-for-profit enterprises; it will broker the establishment of the national-level organizations—bringing the required entities together; and it will establish common models by which the Info/Change Centers will be established and operate, as well as providing ongoing information and network assistance.  The not-for-profit organization will be established first.  It, in fact, will create the for-profit company.

Level 2 - National Organization
Level 2 is a national organization established to provide leadership to host country Info/Change Centers.  It will operate one or more “Hub” facilities and at least one Center—a supra-Center.  Each Hub would serve approximately 3,500,000 people.  Each Hub would relate to and coordinate 70 or more level 1 Centers.  The for-profit hubs will be owned and operated by national and local investors, and Level 3 will have an equity interest in Level 2 facilities.  Level 2 national organizations will have been licensed and franchised by Level 3.  The level 2 organization will provide the national presence of the Info/Change initiative, pulling together the local governments, businesses, not-for-profit community, and associations; it will work with other national entities within the region to create a strong regional network; and it will provide the on-the-ground support for establishing the community-based Info/Change Centers and supporting their on-going operations by providing vital services to the network of Centers.

Level 1 - Community-Based Facility
Level 1 is the community-based Center that delivers information and computer-related services directly to the customers.  Profitability for such Centers requires that the populations they serve are sufficient for economic sustainability, therefore it is possible a Center might serve as few as 10,000, as many as 250,000 depending on the actual configuration of the local Center (see Sample Info/Change Center Configurations Section.  We estimate an average support population of 50,000 persons per Info/Change Center.  Level 1 Centers will be locally owned and operated, and will operate as a franchised unit of Levels 2 and 3 described above.  Level 2 national entities will have an equity stake in Level 1 operations.  These local Centers will provide the critical information and communications technology services to governments and businesses operating in the area, as well as individuals of the community; it will provide services on a for-fee basis in order to establish sustainability—but as part of its social responsibility will also provide valuable services to the community at no charge; and via the Info/Change network of Centers and national Hubs and  international organizations, it will link the community to the national, regional, and international arena—enabling local activities to leverage these resources to advance their social and economic conditions.

Info/Change
Not-For-Profit Entity

The Concept:
The informal consortium used to refine the Info/Change concept, and to establish a network of supporting organizations, will be the basis to formally establish the not-for-profit entity.  This entity, building on the work already done, will establish support from international, governmental, and private sector organizations, to promote the establishment of community based Info/Change telecommunications/information centers throughout the developing world.  This mission would be carried out as a public-private partnership incorporating the interests and skills of the private for-profit, the private not-for-profit, and the public sectors. Initial support is expected to come from private sector not-for-profits such as PACT and VITA, and as well as from private sector for-profits such as U.S. West, GTE, Philips, SBC, Microsoft, IBM and Hyundai, all of whom have interests in assisting developing countries.

The not-for-profit, Info/Change Foundation, will be formed by the current organizing group.  The private for-profit and not-for-profit will commit themselves to a $500,000 each to be “on call” at the decision of the Board of Directors.  Each donor sector will have to approve the request of the Board based on procedures agreed upon from the outset by the participants.

The Board would be made of twelve representatives; four representatives commercial sector and four from the not-for-profit sector.  Initially, these two groups will select, subject to procedure consistent with government policies, four representatives from the government.  Thereafter, each sector will select its representatives.  Each sector will set-up regulations governing the process.

Functions:

1. Create Info/Change International as a for-profit company that would:

· Use a franchisee system to establish and support national Info/Changes organizations around the world. (The National Info/Changes will in turn franchise and support individual community level Info/Changes throughout their country of operation.);

· Promote international NGO information campaign about Info/Change; and

· Set standards for the operation of Info/Change at all .

2. Solicit support from all available sources on a worldwide basis

3. Coordinate the activities of NGOs and international and governmental agencies with the operations of a for-profit Info-Mart International.

Info/Change
Organizational Structure - International (Level 3)

Functions

1. Level 3 will establish Level 2 organizations.  It will establish national-level organizations, and develop software and other programs to help national companies establish local delivery capabilities.  It will not wait until systems are fully designed, but will craft them in response to the real problems being faced by the delivery of services at local levels.  Programs to assist local establishment will be dynamic and be modified as experience dictate.

2. Level 3 will create systems and services to be incorporated as Level 2 core (Hub) operations.  After testing with those Level 2 organizations that have been established, the designed and tested systems will become “turn-key” for the next generation of local Level 2 organizations.

3. It will also create, as above, “turn-key” operations for Level 1

4. It will market Level 1 and Level 2 services to international advertisers to promote their products and services.  It will also work with International donor and financing agencies to promote greater out-sourcing and use of Level 1 and Level 2 computer services.

5. Level 3 will provide promotional ideas and systems useful to Level 1 sites to increase their incomes.  In this as well as all other activities aimed at Level 1 delivery, it will work closely with and through Level 2 national organizations and their Hubs.

6. Level 3 will develop and hone software products that will be used by Level 2 and Level 1 facilities in their day-to-day operations, management, and reporting.

7. Level 3 will be structured by Level 1 and Level 2 income targets (e.g. agriculture, tourism, environment, health, business support, business development, education/training, transportation, government services, technical advice, NGO operations, retailing of hardware/software, providing connections to the Internet, etc.)

8. The tasks each of the market areas include:

· Identifying information and computer-related services which can be offered at Levels 1 and 2,

· Software and other tools for measuring real demand for these resources,

· Identifying training required for personnel at the various levels to be able to respond to demand,

· Establishing linkages with information and other resources to assure quality responses, and

· Most importantly, to engage in marketing to businesses and other contracts which would be fulfilled by Levels 1 and 2.

9. To assure the highest quality for delivery capabilities, Level 3 will enlist an advisory group composed of personnel from the tripartite group of interests.

10. Each market sector would be engaged in on-going communications within Level 3 staff and with Levels 2 and 3, to assure efficient responses, promotional communications, and effective liaison with advertisers and other interests.

11. Among the activities of each sector, the following are responsibilities:

· Participation in electronic manuals for staff at all levels;

· Use of software programs for community investors/planners to quantify demand for the sector.  The material would include description of services offered so as to assure understanding of the resources which would be available;

· Recommended electronic networking within and outside the community to provide added-value to the package;

· Menu for the software programs which can be used to meet sector needs;

· Formula for charging;

We envision that each sector will be increasingly enlarging their knowledge base to assist Levels 1 and 2 in assuring economic profitability, and therefore increasing the attractiveness to market to advertisers and others who wish to promote goods and services at Levels 1 and 2.

For example, education would address curricula for K-12, for universities, for vocational training.  It would identify software and Level 1 services to assist in school management, for teacher training, for school boards, for individual’s self-learning, etc.

12. The Level 3 effort will be dominated by electronic support.  Videos, software programs, desktop publishing, etc., will be employed.  A request by a single Center for assistance in developing a specific software program might demand that the system be polled to determine the breadth of interest in the request.  Reporting systems from Centers  will be as automatic as possible and permit evaluations of initiatives and successes.

13. Level 3 will be responsible for translations.  Translation services will be out-sourced through Level 2 organizations.

14. Key to servicing each of the market areas, organizing Level 2 and Level 1 hardware and software capabilities will be a level 3 technical team which interacts across the board to assure both local and wide-area communications, computer systems, and establishes the most effective links with cooperating computer software, hardware, and communication capabilities.

15. Consistent with a commitment to build within existing resources Levels 2 and Level 3 will examine case-by-case opportunities to work with existing single-sector information centers, business centers, etc.

Operational Financing

Level 3 operational income will come from marketing to advertisers.  The expectation is that each market area (e.g. agriculture, education, environment, etc.) would realize a gross income of 10 times their costs (labor, fringe benefits, and overheads). 

Part of the income generated by Level 3 marketing would be funneled under contract to Info/Change Centers for providing outlets.  The Centers would have an override on their income directed to Level 3 and Level 2.  These different currency incomes would result in bookkeeping hard currency to remain in the U.S.

Quality Control

The Info/Change system is a franchising organization.  It involves monitoring performances.  Software systems will permit this to be a daily transmitting process to the Hubs as well as to Level 3.  The electronic system will trigger “alerts” where activities are not meeting standards, goals, etc.

Competition

There is no competition for what we are proposing.  The notion of a turn-key operation for Levels 1 and 2, and a continuing honing of them with applications across the board, owes a great deal to the history of the Learning and Service Centers established by Control Data Corporation and IBM in the U.S.

Development of Level 2 Organizations

The overall strategy by Level 3 in establishing Level 2 organizations involves the following steps:

1. Selection of target countries by criteria established by the Level 3 Board of Directors.

Note: in the short-term, the initial effort at establishing Level 2 organizations involves South Africa, Ghana, Middle East, and possibly Indonesia, along with a Latin-American country.  Establishing Level 2 organizations will proceed simultaneously with the evolving role of Level 3; the priorities of Level 3 will be determined by Level 2 development needs and opportunities.


Level 3 will develop videos, manuals, and software programs to assist in the establishment of Level 2 organizations.  However, development of Level 2 will not await the completion of those tools, but will be concomitant with it.

2. Selection of a lead organization for creating Level 2 national companies.

In setting up a national organization, a “lead” institution would be identified.  The lead may be a for-profit or not-for-profit organization. The lead entity must have a presence in the target country.  The presence would be of sufficient stature to assure political support of the government.  Further of course, the lead organization would work with the other two parties of the tripartite group.

3. The lead organization will organize a mirror group of participants in the target country as that of the tripartite involvement discussed above.

4. This host country organization would communicate with and enlist the support of persons within the host country who have been associated with academia or training in the developed world (e.g. Fulbright, Cochran graduates, U.S. University graduates, etc.)

5. Under the direction of the lead organization, the group would undertake an analysis of effective demand for Level 2 services (see below) and the likelihood of developing a network of information centers, as well as the financing of the first Hub.  The report of this activity will be submitted to the Level 3 Board for approval to go forward.

6. The national participants would undertake financing; an equity role would be taken by the Level 3 organization.

Info/Change
Organizational Structure - National (Level 2)

Functions

1. The Level 2 organization will establish Hubs serving populations of approximately 3.5 million persons.  Each in turn will coordinate Centers that will serve on the average 50,000 persons.

2. The Hubs, like the Centers, will be designed for different demand sizes, but will have common functions and basic layouts regardless of demand expectations.

3. The Hub facilities will provide a breadth of computer and communications related services, for example:

· Computer capabilities as an Internet Service Provider (ISP) if needed, as well as adequate client-server capacities for an expanding network of community-based Centers;

· Video Conferencing;

· A “board” room wired for shared electronic input processes and decisions;

· “Work” areas for out-sourced contracted services;

· Individual training cubicles;

· Group training facilities;

· Information service desks;

· “Business incubator” service areas;

· Government “kiosk” services;

· Video viewing room/cubicles;

· Offices for rent (long term and short term); and

· Telephone booths;

4. Regardless of demand size impacting on the physical facility, all Level 2 Hubs will provide the following capabilities:

· Training for Centers’ staffs;

· Training and orientation for private and public employees about computerization and information culture.

· Information retrieval, supply, generation;

· Promotion to the Centers of the “market areas” identified in Level 3, above;

· Promotion of networking and networking services to computer operators/owners;

· Procurement of products/services, including hardware, software, etc.;

· Display/promotion of videos/vendor information;

· Assistance in implementation of “market area” software programs as identified above;

· Assistance in helping to market Centers;

· Assistance in technical matters related to delivery of computer-aided services (e.g. desktop publishing);

· Management of “smart cards” or other similar magnetic IDs;

· Management and implementation of bar coding capabilities;

· Level 2 Hubs will promote the development of community-based Centers--Level 1, as a major function;

· They will be a repository for the range of software programs/options developed by Level 3, and therefore able to respond to Level 1 demands readily;

· They will market their networks for national contractual opportunities;

· They will monitor the quality of performance for all the work contracted by the Centers; and

· They will develop electronic Conferencing/decision making.

Operational Financing

Level 2 will have two major streams of income.  One stream will result from their operating a sophisticated capability and training center, and from their work as one of the Level 1 Centers.  The second income stream is derived from a charge on the income stream of Level 1 to cover services provided by the Hub.

Quality Control

Daily reporting by the Centers will provide a monitoring capability.  Software systems will permit signaling about specific failures/issues.

Competition

The expectation is that the comprehensives of the Centers and the backup capability of the Hubs, along with the international support of Level 3, will make for a unique, non-competitive resource.

Development of Level 1 Organizations

The strategy by Level 2 in establishing Level 1 Centers involves the following steps:

1. Selection of target communities by criteria established by Level 2 investors.

2. Selection of a lead organization or entity for creating the Center.  This would not be a government entity, but in many communities will closely involve local government.  The general pattern of the tripartite arrangement that characterizes our civil society approach will be encouraged at the local level to the extent possible and realistic.

3. Develop of “business plans” by the communities.

NOTE: it is possible that communities could be invited to “compete” in the establishment of the Centers.  Such a competition could bring together non-qualifying communities for cooperative efforts to assure profitable operations in a shared Center.

4. The business plan would be submitted to Level 2 for “licensing” the franchise.

5. The lead organization would be in charge of organizing local financing.  This would include an equity interest for Level 2.

Info/Change
Organizational Structure - Community (Level 1)

Functions

1. Level 1 Community Information and Computer Information Centers will be organized and franchised as businesses, based on a community business plan. Its operations and policies will be governed by the franchise agreement with Level 2.  The agreement will address such issues as:

2. Use of software systems provided by Level 2;

3. Marketing services to local community clients;

· The central and core task of the staff of a local community information and computer services center, with the assistance of the Hubs, and the other Centers, is to bring about in the community, an information use and data management culture.

· The sought-after “culture” must be realistic for the community and its leadership, and requires careful planning and nurturing, as well as seizing opportunities.

· It involves cultivation of private and public decision makers by hands-on teaching of applications, training in data management, and analysis.  it very much involves local generation of information and data.  It might begin with a simple daily analysis of users of the Centers serving as a basis for analyzing clinic uses, or it might be providing the local farmers’ organizations with reports on rice prices; or the area’s healers and doctors with information on locally used drugs.

4. The Center will actively seek out users both those who could benefit from information retrieval, as well as those who might need services;

5. Center staff will visit organizations and agencies and work with local residents in demonstrating how computer services can help solve problems;

6. The Center will actively engaged in a relationship with local schools and their administrators in having them use the Center for upgrading teacher skills, administration support, and computer-user scholarships for quality students;

7. The Center will consider as a primary task, student training for computer use;

8. The Center will work with individuals and social agencies for upgrading worker training;

9. Even where the business plan does not initially justify an enterprise incubator on site, it will work with locally-based would-be entrepreneurs and a networked business incubator;

10. The Center’s success will be based on it being an active community resource and implementing vehicle;

11. To that end, the Center will seek out uses for the Center which respond to community issues, maternal health, land boundaries, neighborhood disputes, enterprise initiatives, absorption of returning refugees, disaster planning, etc.

12. Based on agreement with the Hub, it will participate with other Centers and institutional linkages in helping to meet needs of its clients as well as clients of other Centers.  In doing so, income distribution will be covered by the franchise agreement.

13. It will engage in exploring how to extend profitable services to outlying communities for both voice and data exchange.

14. It will work with local institutions and individuals to have them acquire computer equipment and network with the Center.

15. It  may, in addition to its local investors, form an Advisory Group.

16. Reporting successes and failures and monitoring itself against performance expectations;

17. It will contribute to manuals and other training and resource material created for Center use.

Operational Financing

Level 1 income will be derived from charges made on users of its services, contracts performed by the Centers, rentals for facilities, payments for advertisements, etc.  It will establish charges in concert with the Hubs.  In general, Centers will respond to requests for information (at no cost when requests are NOT directly related to business activities).  This service may have certain conditions, but in any charge, chargers will be cost-based, not based on the nature of the information.

Quality Control

Level 1 will be governed in all areas by the franchise agreement, which will spell out standards for performance.  The Centers will report daily to Hubs and Level 2 organizations.  Built into reporting will be Level 1 client evaluations.

Competition

Level 1, from the start, will seek cooperative arrangements with alternative information sources (e.g., local libraries, universities, etc.)

Development of Level 1 Organizations

1. From the start, Level 1 organization will be enterprises with investors taking risks; start-up losses will be possible.

2. Grants or contributions will be turned into contractual performance agreements.

3. As in any business, the Level 1 Center will seek to expand and grow and become more profitable.

Info/Change
Country-Level Discussions Underway

During recent months, as the Info/Change initiative has been refined, discussions have been undertaken with a number of country and/or regional initiatives.  The following reflects those actively under discussion at this time.

Southern Africa

Discussions have centered on South Africa. SWB, in conjunction with Malaysia Telekom, has recently acquired a 30% equity interest in South Africa Telekom.  A major component of the acquisition is to expand the reach of telecommunications services to unserved rural areas.  Discussions have also been with PACT, an NGO, also in South Africa, to explore how it could engage with SWB.  Finally, IBM has been approached as to a possible “lead” role in South Africa and is considering it.  The South Africa dialog is within the context of Southern Africa.

Ghana

Active discussions are underway among Info/Change, the World Bank, the African Poverty Reduction Network, and GTE (GTE has a contract with the Ghana National Petroleum Company).  These discussions are promising and recently included a recommendation by Keith Sherper, who assessed the situation on-site, to move forward in Ghana.  The country has the potential of becoming a model for the establishment of Info/Change Centers with support from government, NGOs, multi-lateral and regional development agencies, and private industry.  The lead organization to set up the national entity would be the GNPC and GTE.  The Ghanaian strategy is a prelude to a larger approach for West Africa.

Middle East

Discussions have been underway with the World Bank and representatives from the US-Arab Chamber of Commerce.  These discussions involve exploring the potential of establishing a regional network: Jordan, Lebanon, Saudi Arabia, Oman, and either Tunisia or Morocco, as a first step toward a full Arab network.

Poland

A number of meetings have involved U.S. West, World Bank, Info/Change, Polish interests in the U.S., and Polish government personnel regarding possible establishment of a national Polish strategy.  A visit by World Bank representatives to Poland is scheduled for the third week in June, 1997.

Dominican Republic, Government of Panama, and El Salvador

Interest has been expressed in extending the Center concept in all three countries.  An Info/Change consultancy to the Dominican Republic is scheduled for August, 1997, to be financed by the Inter-American Development Bank.

Info/Change
Organizations Involved To-Date

One or more representatives of organizations and agencies listed below have attended Info/Change meetings.  The listing does not mean the organization or agency has endorsed Info/Change. 

NGOs
Government
Business

Africare

American Red Cross

Counterpart

IFES

InterAction

NDI

PACT

Partners of the Americas

VITA

WEC

WRI

World Learning

American University

Georgetown University

World Bank

InterAmerican 
   Development Bank

PPMG America

CIESIN

National US-Arab 
  Chamber of Commerce

CNFA

ARD

African Development 
   Foundation

CSIS

Syncomm


Peace Corps

USIA

Department of Commerce

USAID

FCC

NTIA

USDA


AGIS

ObjectTech

Land O’Lakes

US West

SAIC

IBM

SWB

GTE

EDS

AT&T

DevTech Systems

SpAtial Data Institute

Philips Electronics

Phyto Riker 
   Pharmaceuticals

JEAustin Associates

DUCSA



Info/Change
Guiding Principles

Over the course of the shaping and reshaping the Info/Change initiative, a number of underlying, basic principles have emerged--and continue to emerge.  In addition to shaping the direction of the initiative, these provide a foundation for operations of the businesses as they are put into place.  It is anticipated these principles will continue to be added to and refined over time.

· Centers will have close relations with information-based agencies of the U.S. Government, including the Foreign Commercial Service, U.S. Public Health Services, the Foreign Agricultural Service, the U.S. Agency for International Development, and the U.S. Information Agency, as well as with other government’s and international agencies’ data bases;

· Centers will link with the Center operations, non-government organizations, and associations engaged in domestic or international activities;

· Centers will promote domestic businesses to communicate with national international businesses;

· Each National company will operate at least one Hub and one Center;

· Hubs and individual Centers will be owned and operated by local in-country personnel, with equity interest made available to the international organization;

· Centers will serve as (or may contract with others to create) incubators for supporting and spinning off small and micro-enterprises. Some of these businesses will be information and communication technology-related, and may or may not fit within the context of the Centers themselves.  Non-ICT-related enterprises, which have been formed by the incubators, will be administratively linked to either the Center directly, or to “specialized” resources.  Specifically, it is possible that payroll preparation may be handled by the Center, and that staff training be undertaken at the Centers in cooperation with a national technology institute.

Info/Change
Salient Characteristics

Throughout the time leading to the Info/Change initiative, other efforts have surfaced.  We have examined a number of these, reviewing their plans, approaches, successes/failures, etc.  This has helped in creating an approach that is not only unique, but also relies on learned lessons.  The following list defines key salient characteristics of the Info/Change initiative.  In combination, they increase the probability of success for the Info/Change Centers.

· Public, PVO/NGO, for-Profit Partnership--The Info/Change initiative leverages the combined strengths of Public and Private sectors.  These partnerships will be formal and informal, international and national and most importantly, local as well.

· Leverage ICT--The Info/Change initiative leverages current and emerging information and communications technologies by extending their availability and use to areas where market forces have been slow reaching.

· ICT Access and Use--Info/Change is more than putting into place technologies; it uses the technologies to add value for the user, and therefore income to the Center.

· Leverage For-Profit Business Mechanisms-- Info/Change builds upon for-profit mechanisms to establish from the start sustainability.  While public participation and perhaps even public financing will be involved, sustainability is through the business operating profitably.

· International, National, and Local Support--In addition to leveraging the strengths of the public and private sectors, Info/Change establishes a network of resources at various levels--each contributing from its position of strength.  No one is more important than the other--each is simply a different contributor to the whole.

· National and Regional Links-- Info/Change strengthens national and regional resources that over time will provide an increasing level of support for the Centers as well as among the Centers.

· Cross Sectoral Support--The collage of public and private participants brings together combined level of support from multiple sectors (e.g., finance, agriculture, manufacturing, health providers, regulatory, etc.).

· Shared Services for Multi-Sectors--Info/Change provides support services on demand, be they agricultural, economic, population, social, etc.  This provides significant efficiencies over centers established for single sector information.

· Multipurpose Centers--The Info/Change Centers, while focusing on information and communication technology-related services, will also provide for associated services such as copying services, office space, etc.  This provides the clients with improved level of service, as well as ensures a more balanced income stream.

· Business Incubators--The Info/Change Centers will stimulate new enterprises as well as serve as “eyes and ears” for emerging business opportunities.   The Centers will become critical link-pins for emerging businesses because of their would-wide links to public and private entities, profit and non-profit businesses.

· Provide Businesses and NGOs with Efficient Point of Presence--In any given developing country, there may be hundreds of local community level Centers.  These Centers provide a local presence for international business firms and NGOs.

· Local Data, Information, and Knowledge--While access to Internet is highly useful in providing support to local needs, the gathering, management, and analysis of, local information is also critical to social and economic advancements.

· Economic & Public Services--The Information Centers, while operating on for-profit business principles, will also be in a position to offer selected services free of charge to the local population.

· Effective Inclusion of Communities into Information Society-- In many locations, the Info/Change Centers will be the first, and most likely, the primary source, for introducing information and communications technologies into the community for general access.  This will bring with it another exposure for the local community of how other societies deal with information and its exchange.  It will be provided in a managed process with associated supporting services; the result will be both an impact economically and democratically.

· Local Human Capacity Development Focus-- The Centers will provide technology-based learning opportunities via computer technology, as well as training in the technology itself.  With learning as the mechanism, it will be possible to increase opportunities for economic and social development.

· Basic Replicable Model-- Info/Change international will establish methodologies to determine the Center viability at any location: the demand for services, the information and communications technologies needed to provide the services, as well as office space, skills, etc.

· Flexible/Scaleable Approach with Local Tailoring--While methodologies and models will help shape each Center, the approach accommodates unique conditions and demands.  This includes connecting with services from nearby Centers, as well as laying the basis for expansion.

· Ability to Build on Other Initiatives-- Info/Change Centers may well be put into place in partnership with a current center that either is not economically sustainable, provides only limited sets of services, or serves only a small set of clientele from a single sector.  Info/Changes will be built in cooperation with existing efforts--the aim is to upgrade services and sustainability.

· Small & Incremental Investments--The Info/Change Center must be “demand” driven.  This allows the Centers to be established so that the investment meets known requirements with minimal risk.  Expansion will be based on demand growth and operating experience.

· Structured Approach to Site Determination and Quantifying Demand for Services--Experience is already being gained to determine whether conditions are in place to support an Info/Change National initiative or the establishment of a specific Center.  Information has come from USAID’s Leland Initiative, a UNDP sustainable development initiative, ZamNet’s Community Center initiative in Zambia, as well as directs experience in Ghana with the World Bank.  From these experiences, a methodology is being developed which will structure site and demand data.

· Focus on Sustainability From Inception--By Centers being dependent on profit ability from the start (albeit there may be losses initially), the issues associated with sustainability are addressed even before investments are made.  Potential customers for services are assessed, as are the specific demand for services.  potential for income and anticipated expenses can be analyzed to lower risks and increase the probability of success.

· Leveraging Lessons Learned--Once Info/Change initiatives are established and operational, there will be a concerted effort to exchange and share, via ICT, the lessons with other initiatives.  We are confident this will result in bettering the situation for all, and possibly even joint efforts.

· Focus on Communications, which is Critical for Economic Growth--Availability of telecommunications is critical to economic growth; and economic growth is essential for sustainable improvements in human services.  The establishment of the Centers focuses on enlarging availability of telecommunications services.

· Ability to Partner with Local Telecommunications Efforts--The Info/Change Hubs and Centers, dependent on telecommunications, will not compete with local telecommunications providers, but in most situations will acquire services from them.  This allows partnering with providers by extending their service to underserved areas, or even becoming agents for the local telecommunications company.

· For-Profit Business Providing Combination of Profit and Non-Profit Services--While operating on a for-profit basis, it is anticipated that a sub-set of services provided by the Centers will be made available on a no cost basis.  Potentially the costs associated with these services will be provided by other for-profit businesses as “advertisement” to gain future profit-making business, by publicly-funded initiatives, or in fact will be provided without charge by the Center as their social obligation to the community.

· Quick Implementation--By having an international and national support structure, local Centers can be established in a very short period of time.  After the establishment of an initial few, there will be a “been-there; done-that” approach adopted that will facilitate even quicker and more efficient establishment of these Centers, with concentration of effort going to understanding and accommodating the unique conditions, and not relearning the same lessons.

· ICT “Help” Desk Function--During the initial build-out of the Info/Change Centers in any given country, the “Hubs” will establish a technical Help Desk function to support its own requirements, and also to support the emerging Centers.  This service will also be a potential income source as other businesses or individuals in the community have need for technical support.

Info/Change
Sample Info/Change Configurations

The Info/Change Center concept is built upon the understandings that there would be considerable variation in the actual technologies deployed at any one location.  While there would be a relatively standard menu of information technologies from which to pick, the actual configuration of any specific Center would be based upon local demands, available financing, etc.   A small, minimal configuration may consist of a single PC, possibly two, a phone and perhaps a FAX.  A more typical medium-sized Center would likely consist of 5-7 PCs, a LAN server, FAX, 2-3 phones, a couple copiers, Internet connectivity, etc.  A large Info/Change Center could well add additional phones, PCs, video conferencing, and a number of technical-related supporting services.

The technology hardware and software lists and the schematics on the following pages, reflect this variation in small, medium, and large Info/Change Centers.  These are but representative configurations.  

To these basic sets, there are a number of anticipated situations in which additional hardware and software would be required for unique situations:

· The central hub serving the country’s Info/Change Centers would have an Internet Server providing a central repository for country-specific information and information sources in support of all the Centers,

· Individual Hubs and/or Centers may well provide wireless data capabilities off of their LAN to support local remote access to services residing in the Hub/Center,

· Individual Hubs and/or Centers may also provide wireless voice capabilities that extend the local telephone exchange,

· Exact configuration of each LAN will vary upwards from the minimal configuration reflected in the diagram and hardware/software list,

· Where there is the demand for computer/computer-assisted training, there would likely be the need to add additional PCs, and

· Where there is a local demand for entertainment-oriented support, additional audio/video capabilities would need to be added.

Info/Change
Sample Info/Change Configuration - Small

The small Info/Change configuration will typically consist of a single phone (possibly two), a PC (again, possibly two), a PC printer, and a FAX machine.  This minimal configuration would be used in low-demand situations that either; 1) build upon/expand an existing TeleCenter, 2) would be located in a small and/or remote village, and/or 3) serves as an remote extension to a larger Info/Change Center.  Services would be somewhat limited with computer connectivity likely restricted to E-mail (due to low capacity telecommunications links), voice, and FAX.  Telecommunications links would likely be either via a tail-circuit off of a nearby resource, via wireless from a nearby Info/Change Center, or via dial-up through the local telephone operator.

Technology Investment

The following hardware and software is aimed at satisfying this minimally-configured Info/Change Center.

Description
Unit $
Qty
Estimated Cost

Hardware

PC Workstations including Monitors 

Specs: Pentium II - 233MHz, 32 Megs, 3 Gigs, Multimedia (CD-ROM, Speakers, SVGA, etc.)
$2,500
2
$5,000

Low-Capacity Laser Printer
Specs: 6-8 page per minute, 600 DPI,  2 megs
800
1
800

Uninteruptable Power Supplies for PCs
100
3
200

Phone Kiosk
300
2
600

FAX Machine
400
1
400






Software

Office Suite – (WP, Spreadsheet, Graphics, Etc.)

2
500






MISC

Miscellaneous Spare Parts & Supplies
(Paper, Memory, Cables, Hard Drives, Monitors, etc.)


2,500

     Total Hardware and Software Costs


$10,000

NOTE:  This does not include hardware and software associated with establishing connectivity
Network Diagram
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The following network diagram represents a small Info/Change Center with a core set of information and communication technologies-based services.

Sample Floor Plan

The following sample floor plan represents a small Info/Change Center with 2 phones, 2 personal computer, and a FAX machine. 
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Info/Change
Sample Info/Change Configuration - Medium

The following represents the more detailed hardware and software list, along with office equipment, to support a medium-size Info/Change Center.  The specific brand and configuration will determine the actual costs; the amounts reflected as totals are estimated.

Local Area Network

The following hardware and software is aimed at establishing a basic state-of-the-art Local Area Network to support office and project-related activities each Info/Change Center.  This LAN (see design/schematic) provides support for 5-10 PCs.  The overall design is to use 10 Mbit/second Ethernet for connecting the servers as well as the desktop PCs

Description
Unit $
Qty
Estimated Cost

Hardware




Network Server--for user files, application files and caching CD-ROMs on hard drive

Specs: Pentium Pro 200MHz, 64 Megs, 6 Gig Hard drive, tape backup, 1 CD-ROM drives and monitor. 

1


Firewall and Router

1


Ethernet Intelligent Hub
Specs: 10 Mbit capable; 16 port minimum

1


PC Workstations including Monitors 

Specs: Pentium Pro 200MHz, 32 Megs, 2 Gigs, Multimedia (CD-ROM, Speakers, SVGA, etc.)

5


Medium-Capacity Laser Printers
Specs: 10-12 page per minute, 600 DPI,  6 megs, network capable

2


Color Printer Specs: 720 DPI minimum

1


Color Scanner 
Specs: 1,200 DPI, color

1


Network Interface Cards 
Specs: 10 Megabit Ethernet - RJ45

7


Uninteruptable Power Supplies for PCs

7


Cable - Punchdown blocks to Station Blocks Specs: UTP Category 5, 24 AWG, 4 Pair Solid Copper 




Patch Cables - Punchdown to Switch & Concentrators

Specs: UTP Category 5, 24 AWG,

4 Pair Stranded wire (5-8 foot lengths)

10


Patch Cables - Station blocks to PC/Printers

Specs: UTP Category 5, 24 AWG,

4 Pair Stranded wire (10-20 foot lengths)

10


Miscellaneous Installation Hardware (punch blocks, RJ45 connectors, patch cables, etc.)




Miscellaneous Spare Parts (Memory, Cables, Hard Drives, Monitors, etc.)




     Total Hardware Costs


$40,000

NOTE:  This does not include hardware associated with connecting to the Internet

Software




Description
Unit $
Qty
Estimated Cost

Windows '95 (free with PCs) 




Windows NT for Servers  (free with Server)




MS Office '97 (5 User License Pack

1


Internet Browser 

Model: MS Internet Explorer (free with Windows  '95 and/or Office '97) 




Mail and Calendaring Software

1


Miscellaneous, Undocumented software requirements




     Total Software Costs


$10,000

Office Equipment
In addition to the LAN hardware and software, there is the need for the Info/Change Centers to be equipped with supporting office-related equipment.  The following is a typical starter set.

Description
Unit $
Qty
Total Cost

Television—For use in training

1


VCR—For use in training

1


Copiers

Medium-duty copiers 

2


Telephones with PABX
3-4 Phone instruments – One on a pay basis (?)




FAX

2


Total Office Equipment


$10,000

Network Diagram

The diagram on the following page represents a medium-sized Info/Change Center with a core set of information and communication technologies-based services, along with basic copying and VCR-based training/entertainment.

Sample Floor Plan

The following sample floor plan represents a medium Info/Change Center with approximately 5 PCs, 2 phones, 2 personal computer, 2 FAX machines, and two copiers. ( NOTE: not yet completed)
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Info/Change
Sample Info/Change Configuration - Large

The following represents the more detailed hardware and software list, along with office equipment, to support a large-size Info/Change Center.  The specific brand and configuration will determine the actual costs; the amounts reflected as totals are estimated.

Local Area Network

The following hardware and software is aimed at establishing a basic state-of-the-art Local Area Network to support office and project-related activities each Info/Change Center.  This LAN (see design/schematic) provides support for 10-15 PCs.  The overall design is to use 10 Mbit/second Ethernet for connecting the servers as well as the desktop PCs

Description
Unit $
Qty
Estimated Cost

Hardware




Network Server--for user files, application files and caching CD-ROMs on hard drive

Specs: Pentium Pro 200MHz, 64 Megs, 6 Gig Hard drive, tape backup, 1 CD-ROM drives and monitor. 

2


Firewall and Router

1


Ethernet Intelligent Hub
Specs: 10 Mbit capable; 16 port minimum

1


PC Workstations including Monitors 

Specs: Pentium Pro 200MHz, 32 Megs, 2 Gigs, Multimedia (CD-ROM, Speakers, SVGA, etc.)

15


Medium-Capacity Laser Printers
Specs: 10-12 page per minute, 600 DPI,  6 megs, network capable

4


Color Printer Specs: 720 DPI minimum

2


Color Scanner 
Specs: 1,200 DPI, color

2


Network Interface Cards 
Specs: 10 Megabit Ethernet - RJ45

20


Uninteruptable Power Supplies for PCs

20


Cable - Punchdown blocks to Station Blocks Specs: UTP Category 5, 24 AWG, 4 Pair Solid Copper 




Patch Cables - Punchdown to Switch & Concentrators

Specs: UTP Category 5, 24 AWG,

4 Pair Stranded wire (5-8 foot lengths)

20


Patch Cables - Station blocks to PC/Printers

Specs: UTP Category 5, 24 AWG,

4 Pair Stranded wire (10-20 foot lengths)

20


Miscellaneous Installation Hardware (punch blocks, RJ45 connectors, patch cables, etc.)




Miscellaneous Spare Parts (Memory, Cables, Hard Drives, Monitors, etc.)




     Total Hardware Costs


$80,000

NOTE:  This does not include hardware associated with connecting to the Internet

Software




Description
Unit $
Qty
Estimated Cost

Windows '95 (free with PCs) 




Windows NT for Servers  (free with Server)




MS Office '97 (20 User License Pack

1


Internet Browser 

Model: MS Internet Explorer (free with Windows  '95 and/or Office '97) 




Mail and Calendaring Software

1


Miscellaneous, Undocumented software requirements




     Total Software Costs


$20,000

Office Equipment
In addition to the LAN hardware and software, there is the need for the Info/Change Centers to be equipped with supporting office-related equipment.  The following is a typical starter set.

Description
Unit $
Qty
Total Cost

Television—For use in training

1


Video-Conference System

1


VCR—For use in training

1


Copiers

Medium-duty copiers 

4


Telephones with PABX
3-4 Phone instruments – One on a pay basis (?)




FAX

3


Total Office Equipment


$40,000

Network Diagram

The diagram on the following page represents a large-sized Info/Change Center with a core set of information and communication technologies-based services, along with basic copying and VCR-based training/entertainment.  (Note: the following is the same as the medium—numbers need to be changed, and Video Conferencing added)
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Sample Floor Plan

The sample floor plan represents a large Info/Change Center with rental offices, video and conference room facilities, phones, and 12 personal computers with  Internet Access.  With the addition of “Hub” related Internet services, this Center would approximate a national Hub/Center configuration--a supra-hub.
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Info/Change
Siting, Demand, and Configuration Worksheets

Three of the key concepts behind the Info/Change initiative are: 1) to put into place a supporting national structure, and 2) place Info/Change Centers where there is an identified demand, and 3) size the individual Centers such that the investment and services provided match the local demand.

To assist in establishing the viability of establishing a national Info/Change organization, and to assist in assessing a specific location for establishing a Center, what services would be provided, and what technology and configurations are required, the following worksheets have been developed.  At present these represent a work-in-progress, and are being refined.

Info/Change
National Screening

Attention has focused on targeting countries where there is interest at a national level and where there are enabling conditions for a comprehensive assessment of that interest.  These opportunities have been identified from many sources--proving again, the value of broad-based public-private partnership.

The purpose of the following spreadsheet is to identify key external factors critical to launching national Info/Changes initiatives.  Information would be acquired from a number of sources, through a variety of means--including interviews, surveys, country visits, research, etc.  This analytic model, under development, is based in part on a synthesis of discussions, prior efforts, and a recent assessment in Ghana.  This assessment tool will undergo continual refinement as experience is gained.

The following two spreadsheets have been prepared to assist in carrying out a National Screening assessment:

· Country Screening Worksheet with Key Factors ; and

· Narrative evaluation of Factors included on the Worksheet.

Sample

Country Screening - Worksheet




file: Screen.xls

Notes regarding the following table:

· Weights have been arrived at by consensus, and experience may change them.

· The ratings are recognized as subjective, and it would be hoped that they will be based on information received from a number of sources

· 1 Rating = very low; strong negative

· 2 Rating = medium low; medium negative

· 3 Rating = neutral rating

· 4 Rating = medium high; medium positive

· 5 Rating = very high; strong positive

· Total Weighted Score of 300 is neutral

Sample

Country Screening - Narrative

Key Factors
Assessment

Economic Stability


Positive Legislation


Academic Involvement


PVO/NGO Organization


National Business Organization


National Informatics Policy


International Business Community Organization


Presence of Technical Capabilities 


Privatization


Underserved Population


Communications Links


Alternate Service Providers


Electrical Power


Business Start-up Issues
(Complex & Legal)











Info/Change
Center Siting and Demand Assessment

In addition to the general assessment at the national level, there must be an assessment of local “environmental” conditions and a quantification of demand for services to be provided by an Info/Change Center.  While usually this collection and assimilation of needed information has required on-the-ground visits by those familiar with an initiative, the effort here will be to provide for local assessment by local resources using a prescribed methodology.

The following three spreadsheets have been prepared to help carry out a local Center site and demand assessment:

· Center Siting Worksheet with Key Factors (similar to Country Screening only community- specific);

· Narrative evaluation of Factors included on the Worksheet; and 

· Services Demand Worksheet aimed at identifying the specific demanded services at the location being assessed (and to be satisfied when a Center established.

The focus is aimed at; 1) understanding the local business and social climate, 2)  identifying the potential customer base--taking into account anticipated changes, the local businesses, PVOs/NGOs operating in the area, and competition or duplicate services, 
3) identification of specific services in demand and currently going unsatisfied, 4) potential identification of optional locations and costs for housing a Center, 5) access and costs associated with obtaining telecommunications services, and 6) local constraints associated with doing business locally, such as duties on importing technology, stability of electrical power, local skill base, etc.  

Information for determining these factors will be from a variety of sources, but need to focus especially on government authorities, local businesses, PVOs/NGOs, associations, etc.  This localized understanding is essential in not only performing the assessment, but also in implementing and operating the Center itself.

In combination, the information from this analysis should provide a solid foundation for the analysis as to whether the location is a good candidate for establishing a Center. Even where the conditions are promising, the analysis well serves to identify elements that can be changed, or those elements that are unfavorable and place the effort at risk.  The spreadsheets are merely guides to help ensure the analysis  stays focused on issues reflected above (demand), and to serve as a linkage between the National-level analysis, and the follow-on analysis that will focus on the services to be provided (supply) and investments required to implement a Center.

Sample

Center Siting - Worksheet




file: Center1.xls
Notes regarding the above table:

· Weights are subjective and will vary somewhat situation to situation; but for the most part, they will be consistent.  The total must equal 100.

· 1 Rating = very low; strong negative

· 2 Rating = medium low; medium negative

· 3 Rating = neutral rating

· 4 Rating = medium high; medium positive

· 5 Rating = very high; strong positive

· Total Weighted Score of 300 is neutral

Sample

Center Siting - Narrative Assessment

Key Factors
Assessment

Local business environment


Local social-economic environment


Availability and costs of building space


Availability and costs of telecommunications


Availability and costs of electrical power


Donor-related PVOs/NGOs working in location


General sense of use of information from general population, businesses, and government


Issues needing to be taken into account or present high risks 


General sense of, and areas of existing or potential competition of services to be provided


Key dynamics underway in local area (plus and minus)


Unique opportunities available in this location that are unsatisfied at present




















Sample

Center Services - Demand Worksheet
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NOTES:

Income Potential
Demand Potential
Local Alternatives

0 = none

1 = minimum

2 = low

3 = moderate

4 = significant

5 = high
0 = none

1 = minimum

2 = moderate

3 = high
0 = none

1 = minimal

2 = moderate

3 = high

Info/Change
Center Services Worksheet

Determining that a community is a viable candidate for establishing an Info/Change Center, also requires determining the exact equipment, space, staffing/skill, and investment costs, required to launch such an initiative.  Also, there is the need to assess monthly/annual operating costs, and potential revenue to be realized from such a venture.  In essence, there is the need for a business plan, based on the analysis of the specific location, customized to reflect the local reality--including all the action items required to move toward full implementation.

This analysis will be done via multiple iterations, with each iteration making adjustments, refinements, etc.  The following spreadsheet (focusing on services to be provided), is aimed at guiding the analysis process by providing a starting point.  This will result in determining what services are to be provided (based on the Center Siting/Demand Assessment).  From this, the analysis will run through determining hardware and software requirements, office equipment requirements, space requirements, furniture requirements, and staffing/skills requirements.  The spreadsheet has been prepared in such a way as to allow over time for phased implementation of services offered by the Center.  The services are linked with timing the acquisition of hardware, equipment, space, etc., in accordance with these expansion phases.

The following Services Worksheet represents but the first, and primary page of a rather complex spreadsheet aimed at establishing the requirements for the Center being considered.  Based on these services, a preliminary set of requirements will be established that includes; 1) computer hardware and software, 2) office equipment, 3) communications services, 4) space requirements, 5) furniture, 6) personnel/skill requirements, and 7) miscellaneous items.  This will in turn determine the amount of initial investments required getting the Center up and running.  Subsequent analysis will be required to develop monthly income/expense reports.

Sample

Center - Services Worksheet
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Sheet: Sheet4
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Key Factors

Weight

Rating

Weighted Score

Local Economic Activity

25.0

Local PVO/NGO Customer Base

16.0

Underserved Population

30.0

Growing Business Community

12.0

Government Cooperation/Support

15.0

Financial Borrowing Availability

18.0

Donors Organizations In Area

25.0

Availability of Communications Links

15.0

Alternate Service Providers

12.0

Availabilty of Electrical Power

18.0

Complex Business Startup

24.0

Availabilityof Telecommunications

36.0

Democratic Data

14.0

Economic Factors

27.0

Infrastructure

12.0

20.0

9.0

4.0

16.0

TOTAL

100.0

348.0
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Key Factors

Weight

Rating

Weighted Score

Economic Stability

25.0

Positive Legislation

24.0

Academic Involvement

16.0

PVO/NGO Organization

16.0

Possible National Organization

25.0

National Infomatics Policy

25.0

Government Cooperation/Support

16.0

Presence of Technical Capabilities

15.0

Privatization

20.0

Underserved Population

20.0

Business Community Growth

12.0

Borrowing Opportunities at Reasonable Rates

16.0

Partnerships with major Donors

25.0

Communications Links

15.0

Alternative Service Providers

12.0

Electrical Power

12.0

Business Startups

16.0

8.0

8.0

9.0

12.0

6.0

9.0

4.0

4.0

TOTAL

100.0

353.0
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Service

Income

Demand

Local

Notes

Options

Potential

Potential

Alternatives

Comments

Pay Phone

3.0

Short-Term Cellular Phone Rental

2.0

PC with Access to InfoMart Center

2.0

PC Access

3.0

PC with Internet Access

5.0

FAX (send/receive)

2.0

E-Mail (national/international)

3.0

PC-Related Training

4.0

Video Conferencing

2.0

Electronic-Facilitated Distance Learning

3.0

Group Training Facility

2.0

Business "Incubator" Service Areas

2.0

Government "Kiosks"

1.0

Video Viewing - Singular

2.0

Video Viewing - Group

2.0

Office Rental (Short & Long Term)

3.0

Technical Training

4.0

Local Data Capturing/Management

2.0

Copying Service

3.0

Electronic Money Transfer (send/receive)

1.0

Courier/Delivery Services

3.0

Cyber Cafe

4.0

Electronic Games/Entertainment

4.0

Business Consulting

3.0

Internet Service Provider

5.0

Advertising

5.0

Personnel/Labor Listing

0.0

Travel Arrangements

2.0

Tourism

1.0

Pricing/Procurements

2.0

Information Gathering

1.0

Market/Trade Promotion

4.0
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Model Pool







Local







Dial up







Lines







PBX/PABX







Copier (2 each)







to/from local







Telecom Provider







Telephone







Telephone







Telephone







Telephone







Fax







Fax







Television







with VCR







Some form of Telecomm







Link







Color Printer







Graphics







Workstation







May 16, 1997







Station







Block







Station







Block







Station







Block







Computer Room:







UTP Cat 5







24 AWG







4 Pair Solid Copper







UTP Cat 5







24 AWG







4 Pair Stranded







Wire







Patch Cables







Personal Computers







(Approximately 4)







User Connections:







UTP Cat 5







24 AWG







4 Pair Solid Copper







Basic LAN Configuration







Office Equipment







Laser Printers







(Approximately 2)







110 Punchdown







blocks







(1 each)







Intelligent Hub







16-24 Port







IRX Firewall/Router







LAN Design/Schematic







InfoMart Center







File Services







(users, applications







& Intranet)







Color Scanner







1--PCs=Windows'95; Servers=WindowsNT; Protocol=TCP/IP







2--Cable between Station Blocks (103As) & PC/Printer=Patch Cables







3--Patch Cables use RJ-45 Connectors







NOTES:







Internet
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Service

Phase

Phase

Phase

Phase

Notes & 

Options

I

II

III

IV

Comments

Pay Phone

3.0

Short-Term Cellular Phone Rental

PC with Access to InfoMart Center

1.0

PC Access Only

2.0

PC with Internet Access

2.0

FAX (send/receive)

1.0

1.0

E-Mail (national/international)

Y

PC-Related Training

Y

Video Conferencing

N

Y

Electronic-Facilitated Distance Learning

N

N

Y

Group Training Facility

Y

Business "Incubator" Service Areas

Y

Government "Kiosks"

N

Y

Video Viewing - Singular

1.0

1.0

Video Viewing - Group

N

1.0

Office Rental (w/PC and Phone)

N

3.0

2.0

Technical Training

N

N

N

N

provided from nearby Center

Local Data Capturing/Management

N

N

Y

Copying Service

Electronic Money Transfer (send/receive)

N

Y

Courier/Delivery Services

Y

Cyber Cafe

N

N

8.0

Electronic Games/Entertainment

N

N

Y

Business Consulting

N

Y

Internet Service Provider

N

N

N

N

provided from National Hub

Advertising

Y

Personnel/Labor Listing

N

Y

Travel Arrangements

Y

Tourism

N

N

Y

Pricing/Procurements

Y

Information Gathering

N

Y

Market/Trade Promotion

Y


