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IMPROVEMENT & REDESIGN of NABUUR 
 Introduction   -
The NABUUR organization exists to assist and empower Local Communities in taking charge of their own lives and futures, with support of people from other places, via the internet *.  Over the past year it has been shown that through NABUUR, Local Communities have achieved amazing results.  So the principle is proven. Remarkable, but not nearly good enough. NABUUR’s service to Local Communities needs to improve substantially; the results for the Local Communities must come more effectively and more predictably.

The need for the service is huge and NABUUR cannot do this alone.  A useful organizational model for inspiration is VISA: one of the best known brands in the world, an annual turnover via the VISA card of trillions of dollars (!!), no headquarters and a staff of only 500 people.  How can it distribute its services so widely and yet remain small?  Because VISA stands for a well described set of services, that it does not carry out itself, but offers through tens of thousands of banks in the world.  Each bank gives it its own flavour, but the core of the services is the same.  Because the name delivers what it promises, other institutions and individuals trust it and use it in their own context.  And imitate it. 

This document describes a comprehensive basis for the improvement and redesign of the NABUUR services. It combines the ideas and suggestions from ca 60 persons, who participated in the blogs on the NABUUR site and a yahoo blog from August – October 2007.  It also encorporates the experiences collected in the dozens of Local Communities where results were obtained.  And it draws on the observations from the Featured Villages where the focus during the past month has been on identifying bottlenecks plus possible solutions. The input from the various angles (Local Representative, Facilitator, Neighbour, staff) was necessary for a complete picture and I am deeply grateful to all for their contributions.
The conclusion is that, although the NABUUR site and the procedures contain many important building blocks, the flow of the solution building process is nevertheless interrupted in many places because of missing elements. Results are not obtained if some elements in the chain are lacking or critically weak elements, even though most others are in place.  Unfortunately, there is no single solution, no magic bullet.  What is needed is a comprehensive approach that concentrates on the minimum elements necessary to let the solution process flow more effectively and predictably.  When the basic solution process works smoothly, it can and will be further improved by the users. 
While the steps described in the document are many, the essence is simple:

· more attention to the preparation stages of the Local Community and the project 

· much of the work is done peer to peer, in groups of Local Representatives, Facilitators and Neighbours

· the role of the staff shifts from waiter to host

And while the steps are made over the next 5 months, the solution building process will gradually improve.  More and more, the NABUUR site will become a place –connected to other internetplaces- where real people work together to solve real issues in an effective and transparent manner, full of life and passion.  
Siegfried Woldhek 

22 October 2007
__________________________________

*) The future harmony and happiness of the world depend upon whether people and communities at all levels work together and build confidence in their own lives. The internet provides ordinary people with capacity for self-fulfilment and capacity to assist each other everywhere, to build their own local communities. Individual and community empowerment and capacity are keys to development and happiness. On this we will base our system and project development.

 Local Representatives  -
Key points:

Create places for peer to peer discussions/training among  Local Representatives 

Train Local Representatives on NABUUR process & how to encourage community involvement

Ensure that projects are feasible
Find way to deal with seed funding

It is crucial that the Local Representatives are in charge, that they get the backing from their communities.  A forum is needed, for building their capacities and plans, deciding on priorities, learning by watching and preparing their projects.  These projects need to be achievable, so that they do not sink in a sea of disappointment from which there is no turning back. 

Local Representatives need much more support than they now get, at all stages of their engagement.  This support will mostly from other Local Representatives and only partly from the NABUUR staff or online resources. 
Real people meeting real people is at the heart of the concept.  It is therefore desirable that potential Local Representatives are invited to the process as much as possible through existing Local Representatives. And that the training and support also takes place largely among Local Representatives themselves. Word of mouth and the online tools supporting personal contact are key.  People who know each other and say/write / chat: ‘Hey, this could be interesting for you!’  or ‘Who has done this before’ or ‘This is what I did in a similar situation’, etc. 
Invite: reaching out to potential new Local Representatives 
· Ways to establish contact 

· referral by active Local Representatives 

· infokits for potential Local Representatives, cd’s and leaflets for distribution in internet café’s, partners and by active Local Representatives 

· contact local NGO’s and international organizations in Africa, Asia and LA to place links to NABUUR on their websites or adverts in their centres

· place a ‘tell your friend about NABUUR’ link on the profile of each user/make the logos (add banners, wallpapers, etc) more easily accessible (i.e. in the profile of each person or via a link on the homepage) 
Orientate: is NABUUR something for me and my Local Community?
· Create space where potential Local Representatives meet and exchange information among each other and with active Local Representatives

· questionnaire to identify kindred spirits among Local Representatives + links to them 

· chatroom with fixed hours to ask questions to active Local Representatives

· face to face meetings with Local Representatives in vicinity

· Provide basic information

· faq on website, eg about funding and about how communities are selected, evaluated and trained
· stories with real examples on website
· ‘a day in the life of’ video of a Local Representative 
· Testimonials from other LC about effects of being a Village on NABUUR (in terms of empowerment and progress in a  project

· checklist for potential Local Representative 
Equip: what the Local Representatives needs in order to use the NABUUR method
· Intake test / checklist for Local Representatives: equipment, skills and time 

· Acquisition of adequate connectivity: access to internet, SMS, picture/video 
· via partners orgs who specialize in providing connectivity

· SMS connection to NABUUR site enabled

· still and or video options

· A personal back up in case the LR cannot connect for whatever reason.

· Info about creation legal entity (NGO registration, bank account, tax letters, etc)
· Communities can see which trained users (Facilitators, experts) are available 

· Training

· Local Representative skills e.g communication (story telling), use of technology 

· groups of trainees (5-10) from different continents with experienced Local Representative as mentor and source of information
· assist another Local Representative for a while to see what takes place and what is required

· downloadable manuals

· 10 tips for successful project

· throughout the process links to other Local Representatives who might know more about a particular subject
Prepare project: define what needs to be accomplished, prepare team
· Get acquainted with Facilitator, who in this period recruits team of Neighbours 
· Describe local situation in words and images, including what is there in terms of capacity, solutions, equipment, including cultural information
· Joint effort with peers, partners and other experienced users (e.g thematic groups or experts) to create realistic project:  what’s the goal, what isn’t, the project objectives, direction, achievable results, requirements. Does it fit the local situation (geography, economy, community) 
· Intake test (see ‘equip’) provides links to colleagues with similar issues
· Visible commitment from the community, not just Local Representative 

· Describe project.  This is supported by the provision of tools such as

· standard ‘script’, 

· successful examples, best practises

· links to other Local Representatives with similar projects, 

· theme specific lists of tools that partners can provide
· checklist: items to check and prepare before the start of the project 
Project execution
· Participation: 

· Easy editing tools

· Possibility to add chat log to discussion
· Chat date with Local Representative  (webcam)

· Simple tools for posting on several places 

· Post via different media, e.g. SMS 
· Feedback

· Photo checklist and tips
· Timeline reports for Local Representative to show to community

· Local news postings on homepage

· Local community diary
· Tools to ask for assistance
· Automatically generated email when Local Representative is absent
· Local Community events at start and finish of the project 

Graduation: the project is finished and what can the Local Community  do next?
· Adapt timelines according to changing circumstances and stick to them 
· For unsuccessful projects, go back to ‘prepare for project’ and review the problems that have arisen 

· For successful projects:  round up all the notional outcomes to date. Put them up somewhere. Make them accessible by subject or name or region. 

· Both routes should be done in a transparent and gracious manner, where the process plus results remains visible for all and where the Local Communities continue to get support if so desired.
 Facilitators/facilitation -
Key points:

Create places for peer to peer discussions/training among  Facilitators Encourage active project management
Split facilitating role up: Facilitator, mentor, specific task 

Real people meeting real people is at the heart of the concept.  Similar to what is written in the Local Representatives section, it is desirable that potential Facilitators are invited as much as possible through active Facilitators. And that the training and support also takes place largely among Facilitators themselves. Word of mouth and the online tools supporting real personal contact are key.  People who know each other and say/write / chat: ‘Hey, this could be interesting for you!’  or ‘Who has done this before’, etc. 

Facilitation is a function that doesn’t necessarily coincide with one person per Local Community. Some projects may require very little if any Facilitator, because they are so straightforward;  others need an advanced project manager and all may benefit from a few online mentors 

Invite: reaching out to potential new Facilitators
· Ways to establish contact 
· online sources such as UNV, Google, Yahoo, LinkedIn, OneWorld

· specific groups such as Invite Business Buren, students, professional project managers, ex-volunteers (i.e. VSO, SNV, Peace corps)
· Facilitator promotion kit 
· place a ‘tell your friend about NABUUR’ link on the profile of each user/make the logos (add banners, wallpapers, etc) more easily accessible (i.e. in the profile of each person or via a link on the homepage) 
· ‘contact-a-Facilitator’: Appoint a facilitator who would be a spokesperson for recruitment, and to which interested candidates can contact by chat or e-mail for a glimpse of the facilitator experience

Orientate: is NABUUR something for me?

· Create space where potential Facilitators meet and exchange information among each other and with Facilitators 

· Interactive questionnaire to establish suitability as well as identify kindred spirits among the Facilitators + links to these persons

· checklist for potential Facilitator: what is it, what is needed and how to become one
· assessment on motivations, access to internet, education and training, barriers they face and what they have achieved prior to joining Nabuur  

· chatroom with fixed hours to ask questions to active Facilitators 

· Provide basic information

· faq on website, e.g. (im)possibilities in dealing with funding issues 

· stories with real examples on website

· Facilitator feature stories, e.g ‘a day in the life of’ video or ‘how does a facilitator manage the project’  

· Testimonials from active Facilitators

· Facilitators can see which communities are looking for Facilitator Facilitator ‘meets’ and makes commitment to community at this stage

Equip: what the Facilitator needs to do the job

· Intake test / checklist of what Facilitator needs: equipment, skills and time 

· Enable potential Facilitator to select a Local Community that fits interests and skills
· Training

· online training in communication (story telling!), project management, cultural sensitivity, NABUUR website 

· groups of trainees (5-10) from different continents with experienced Facilitators as mentor and source of information

· assist another Facilitator for a while to see what happens / what is required

· downloadable manuals

· 10 tips for successful project

· throughout the process links to other Facilitators who might know more about a particular subject

Prepare project: define what needs to be accomplished, prepare team

· Get acquainted with Local Representative 
· Understand the local context through chats with Local Representative and research
· Recruit team of Neighbours with specific skills/interests and experts
· Start initial discussion with Neighbours by generating some small actions
· Help fill the sections describing the Local Community 

· Assist Local Representative to create realistic project
· Assist Local Representative to write full background report of the project up to its intake (what has been tried, what are its milestones, etc.)

· Expert resources and tools need to be at hand, e.g Ngo registration requirements in different countries, ways of shipping that work, etc.

Project execution   

· Peer to peer / coaching

· mentor/ guide available for advice for the duration of the project  

· chat and other contact with peers facing similar issues
· special (online) events

· Project management. 

· Adapt timelines according to changing circumstances and stick to them 
· assign tasks to Neighbours and follow through. 
· deal with false expectations (funding, dependency)

· deal with conflicts among Neighbours 

· encourage participation
· Necessary tools, such as
· simple ways to report and turn these into newsletters, time based progress reports etc

· easy admin 

· easy to report and remove abusive content

· possibility to move postings to the correct place 

· manuals and links for technical subjects 

· links to readily available information which can help the project and also give the facilitator a more independent attitude (instead of asking staff). (see TIG)
· links to relevant persons in the NABUUR network 

· links to expert organizations/individuals who may have helped in the past (not necessarily within the NABUUR user network)
· easy way to upload unfolding story as the work progresses, also via YouTube page 

· easy to fill out results report to showcase project
Graduate: the project is finished and what can the Facilitator do now?
· Give recommendations and thanks to the team members

· Create incentives with specialized online training for the people delivering more.  E.g accredited training (i.e. via a partnership with a university/college) could be of great interest to facilitators 
· Mini-story of the closed project for Facilitators to share with peers & use as recruiting tool 
· A space on NABUUR where the closed projects can be updated 
· Letter attesting to the completion (and performance of facilitator) of the project which facilitator can also use to spread the word. 

· Formal choice: stay with same Local Community and/or move on to next project and/or change role to peer coach or regional facilitator and/or say goodbye 
 Neighbours  - 

Key points: 

It must be made easier for the online volunteers 

· to understand what it is they can do,

· to sign up for a wide array of tasks, from very simple to complicated 
· to rank and to build profile plus status
· to spread the word and engage friends 
Invite: reaching out to potential new Neighbours 

· Via online opportunities
· Google/Yahoo/LinkedIn/OneWorld, UNV, link exchange/online campaigns good search, skype

· target specific groups: education (teachers, students) , corporate sectors, experts , groups of employees

· prepare Neighbour promotion toolkit  based on success stories with logos, ‘tell your friend’ link in the profile, banners, ‘link to NABUUR on your site’, stories, video testimonials of users (see memberstories TIG), widgets, etc to show Neighbour opportunities and vacancies 
· establish connections with social network systems like Facebook, Orkut, My Space,etc. 
· place these tools as a resource on aid and volunteer NGO’s (local/international) websites or referral system

· prepare recruitment kits for Facilitators in their own cities, to speak at their work place, club, school, organization, etc. about NABUUR

· stimulate the organization of Neighbour meetings, real (MeetUp) or virtual to discuss volunteering opportunities and experiences, celebrate successes

Orientate: is NABUUR something for me?

· Offer short, concrete, clear tasks/steps 

· make benefits of volunteering visible +disavantages. Show what Neighbours achieved
· provide opportunity to already engage: vote, translate, distribute badges, etc

· Rank / differentiate among Neighbours 

· offer a hall of fame or a neighbour in the spotlight on the homepage

· have information on ‘who does what in the village’ (or send out/make more accessible user quick guide) 
· indicate what you can do, where, who can use your skills best

· show role of the person in his/her profile Open Neighbour profile, to be filled later in the process
· Help new Neighbours

· appoint Neighbours who are spokesperson for recruitment, and to which interested candidates can turn for a glimpse of the Neighbour experience

· help service where experienced neighbours help new ones

· Sign up 

· sign up form and adopt task
· build in ways to encourage completion of profile, do a search, rate a document, etc.  cf LinkedIn 

· a project has more options than just the task: also e.g. voluntary reporter or voluntary editor 

Equip: what the Neighbour needs to do the job

· q how-to video on the website, a quick overview sent in the welcome email, user guide book, info on cross cultural communication 
· Neighbour do’s and don’ts

· info cross cultural communication 

· posting skills and experience needed on the main page of the project
· accessible data base of best practices / lessons learned and particularly links to people who know about these topics
Project execution   

· helpdesk  and chat sessions on specific timings to ask questions, a buddy and coach system for new neighbours
· a results boosting team of volunteers specialized in moving across all communities and mentoring, fine tuning objectives, implementing best practices. As NABUUR grows maybe several teams.
· variety of tasks: 5 min – 1 hr, 1 person – team, etc. 

· material to involve friends or raise funds for the Village 
Graduate: the project is finished and what can the Neighbour do now?
· formal choice: stay with same Local Community and/or move on to next project and/or change role to Neighbour coach or Facilitator and/or say goodbye 
· send Village story to others
 Staff  -
With the changes mentioned elsewhere in the document, the role of the staff becomes more that of a host than a waiter.  This requires making sure that the facilities are in order, that participants join and leave graciously, that the participants get what they need and expect, that the participants recruit and support each other, etc. 
Key responsibilities are:
Monitor

· monitor the quality of the process for different groups of users
Quality control

· develop and improve website and methods

· correct improper behaviour of participants
Describe, guard and enrich the method

· description method

· publicity

· links

· partnerships

 Website  -
Key points: 

Make the discussion forum easy to use

Create reliable way of sharing information, often linked to specific person

Monitor Villages and step in if necessary

Make it easy to tell / show the developing stories, on the NABUUR site and elsewhere
The further development of the website is a joint effort that requires a separate, planned process.  All the actions in this document are in principle doable in the next 5 months.

· Some underlying principles are:

· participants recruit, inform and support other participants

· whatever can be done by participants should not be done by staff
· the more is done in a network with other sites, the better
· the primary process must be accessible in low bandwidth situations

· the places where people discuss the projects must be very simple to use

· these places can be on the NABUUR site or elsewhere (Local Community decision)

· the more active a participant is, the more visible

· information is localised (language, time, currency)

· users set own preferences

· ranking system for Villages, Neighbours, content 

· all information can be tagged and rated
· provision of appropriate rewards / credits to different types of participants

· tasks can easily be exported to other sites

· authenticity and identity of users and transparency of the site are key
Online work environment

· General facilities.  Once a project is started, there is a transparent effort towards concrete solutions, concentrated in time and participation. It has a beginning and an end. The physical result can be photographed. 

· show clearly which project is being worked on, display project progress and timeline

· discussion around a project on one subject at the time
· effective tools for teamwork such as forum, chat, voice, documents, 1 adress list

· notification of new postings, also via SMS

· classify tasks in time / skills needed 
· bulletin boards to post available / needed resources like computers, transport, to post calls for proposals or calls for funding

· chatroom

· agenda / calendar: chat times, deadlines, etc

· dropdown menus 
· involvement of partners that can help with parts of the process

· links to other sites where parts of the process can take place 

· Specific facilities.  A limited number of projects that meet certain criteria will get the opportunity to receive an extra push.  They will be featured in a specific workspace where they get more concentrated attention; a swift process assisting mature and aware communities to get ideas, skills and/or things (those in order of importance) that they will know how to use. This is then also a learning environment for all other Villages;  Local Representatives and Facilitators who participate here, acquire skills and insights that they can apply in their own Villages
Knowledge base
A mechanism for sharing the accumulated knowledge, resources and experience
· document and show the projects upon completion, along with a review of what happened in the project, bottlenecks, results, etc. Provide links to relevant persons.
· information packages: easily searchable, tagged, rated by neighbours and experts, grouped by topic, area, names of institutes, experts, links to other organizations, etc 
· manuals/site guide accessible and available from day 1 
· create a bank of resources and partners: useful links, other Villages with same problem, achieved results in the same area, available experts and experienced Neighbours, potential funding sources
· country pages with relevant information and news (rss newslinks) 

· provide universal models, templates, examples and checklists for project plans and other necessary documents 

· promote links between similar Villages to combine efforts andlearn from each other 

· establish ‘graduate’ communities that have progressed fairly far and can offer a model or example for others to learn from 

Funding

With proper preparation of the project, funding often becomes much less important than originally thought.  But even in an empowered Local Community, some funding might be needed.  Possible tools to deal with funding issues include:

· database on funding organizations, preferences, formats used, key persons to approach, countries where they work 
· promote donation widgets among Neighbours 

· examples of succesful fundraising activities

· training and support in grant writing, proposal development, and contacting funding agencies

· advice to Neighbours / Facilitators how to start foundation for funding purposes. 
· provision of seed/start-up funding, e.g through national offices of UNDP
· description of relationship between Local Community and NABUUR as a document that can be used with funding organizations 

Info about NABUUR 

It is important for all participants to see what NABUUR is, what it can do for them and what happens in the organization. 
· good texts about what NABUUR is: the concept, process, roles, etc. 

· same in pictures: strip story, film, quiz, powerpoint presentation

· lots of developing stories on website, to be presented very attractively so that idea becomes implicitly clear in the real life stories (cf Jonathan Harris)
· ‘a day in the life of’ video of a Local Representative, Facilitator, Neighbour   

· a how-to video on the website

· a quick overview sent in the welcome email, introduction package (to be improved in partnership with an  online university?)

· user guide books / manuals
· faq 

· a lifecycle of a project to show happens to a project when it is featured on NABUUR.com, including the role of each player.

· list of topics, stories, other Neighbours 
· NABUUR staff video
Partners

· for assistance on the ground, for connectivity, for funding, for know how, for local expertise, for training facilitators, volunteers and local representatives, for recruiting more volunteers and increasing the talent pool. (universities, businesses and other organizations that can assist with recruiting volunteers with specific skill sets and expertise), for accreditation from an online educational source. 

· build network of links to partners with strong web presence to generate traffic
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