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                                                                   opportunities and threats are being mapped out
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Executive summary

In this report the outcomes of the research, that was fulfilled by order of UNOY Peacebuilders, are presented. UNOY Peacebuilders is a network that consists of youth organizations active in the field of peacebuilding and conflict transformation. Due to many obstacles, such as distance problems, a lack of good connection to Internet and a lack of capacity building, UNOY faces problems of bad internal communication and loose cooperation between its members. This includes that members work on their own, instead of cooperating with each other. Information is not being shared, which makes it impossible to learn from the experiences from others. Furthermore, members do not participate actively and they do not report back on their developments. These challenges hinder optimal networking and have a bad influence on the quality of the work.
In order to understand and overcome these problems, research has been done. The needs of the members and the needs of UNOY had to be clear and suggestions had to be made, to find a common solution. A questionnaire was sent to member organizations, to find out how they perceive the network and how they think the communication and cooperation should be improved. In general, the majority of the members is positive about the network. Most of the respondents think that information and resources are spread efficiently. Moreover, a great majority indicated that they are satisfied with the current amount of communication. However, this does not mean that it cannot be improved. Many organizations gave suggestions on how to enhance the networking with other members, for example, by organizing more regional and physical meetings. Members also came up with suggestions on how to intensify the involvement, for example, by more joint projects or campaigns and by more possibilities to meet with other members. In this way knowledge can be shared. Furthermore, discussions were held with representatives of UNOY to understand what their ideal situation would be and how they believe that could be achieved. It became clear that UNOY’s main demand is a more pro-active attitude of the members towards the network. This includes that member organizations should report back on developments they have experienced. When, for example, the Eritrean organization NUEYS that is a member for UNOY, accomplishes a project, the contact person should inform UNOY about the results. Furthermore, it includes that members share their stories with the network, that they submit their own ideas by using their creativity and that they cooperate with other members. In addition to that, interview questions were sent to similar network organizations operating in the same field. The aim was to determine whether they cope with the same challenges and how they handle this. It became clear that almost all networks face the same challenges, which they try to overcome by means of modern tools such as Skype, as well as by means of ‘old-fashion’ tools such as an ordinary phone. 
Furthermore, theories on how to strengthen a network and how to optimize internal communication have been investigated. These theories have been linked to the case of UNOY, which made it possible to come up with concrete methods to solve the problems they were coping with. Some of these methods are the (re)formulation of a clear set of objectives to which all members can adhere, clear communication channels, stronger ties with the environment, membership balance and content balance and  more joint activities. 
Moreover, it became clear that in order to optimize the internal communication, a new communication plan, including a new strategy, should be created. This has been done. The plan gives a broad image of the organization, its internal and external situation, its challenges and methods to tackle these challenges. A DESTEP-analysis and a SWOT-analysis were made, followed by a new strategy to improve the communication and cooperation. The strategy consists of the following recommendations: 
· The translation of documents to make sure that everybody understands the content;

· The use of mass mailing options to ensure that information is sent to all members;

· The organization of workshops and regional events so that members who are working in the same region or the same fields of activity can meet each other and learn from each other’s experiences;

· The use of the newsletter as an incentive to push members to report about their work. 
Furthermore, it could also be concluded that the main reason for members to join UNOY was to benefit from the possibility to share experiences with other NGO’s. Hence, UNOY should enlarge this possibility by organizing more joint projects and by linking up members from the same region.  If the new strategy has been implemented, the communication and cooperation can be improved. 
1. Introduction

The purpose of this research paper is to investigate how the cooperation and communication between the member organizations of the United Network of Young Peacebuilders (UNOY Peacebuilders) can be improved. UNOY Peacebuilders is a network organization that works with forty-nine youth-led organizations all over the globe. The UNOY network contributes to the work of its members and affiliates in three fundamental ways: capacity building, advocacy and campaigning. Within these three fields UNOY engages in a range of additional activities. Since its inception in 1989 UNOY Peacebuilders has organized various international working group meetings, training seminars and global and regional conferences (UNOY, 2011, ‘Who We Are’ section, para. ‘Unoy Peacebuilders: Bringing youth together for peace’). Despite these accomplishments, UNOY currently faces several problems regarding the cooperation and communication with their members, which impede optimal networking. 

The following research question should be answered: ‘In which way can the cooperation and communication between the members of UNOY be improved?’
1.1 Defining communication

Since communication is a very broad term, a clear and specific definition is required in order to understand the aim of the research. Scholars have defined communication in various ways. The following two definitions relate the most to the research:
‘Communication is a process in which participants create and share information with one another in order to reach mutual understanding’ (Rogers 1995: 35)
‘Communication is a process whereby people in groups, using the tools provided by culture, create collective representations of reality’ (Trenholm 1999: 31)

The first definition emphasizes the behavioral and cognitive aspects of communication, while the second definition focuses more on the social and cultural aspects. The difference between these two interpretations, shows the main distinctions between theoretical approaches to communications. In other words, communication theory can be divided into two broad groups of approaches. The first approach is based on psychology and behavioral sciences. The focus of the other approach lies in the field of cultural studies (Marsen 2006, p.3). After having studied the different characteristics of both approaches, one can say that the approach used in this research is a combination of both. 
The definition of Rogers (1995), clearly reflects the aim of the network of UNOY: to link up people’s initiatives for peace (UNOY). To do this, the global network presents itself as a platform and communication center where members can share and exchange information. 
The definition of Trenholm (1999) on the other hand, also represents the working field of UNOY as it operates globally. In order to ensure effective communication with members from all over the world, who use the tools provided by their culture, intercultural communication should be taken into account. Although the focal point of this research is not about intercultural communication, it does constitute an important aspect of the communication with and among member organizations. Therefore, a brief explanation of this field of communication is given. Intercultural communication is about communication between people from different cultures. Communication theories state that this type of communication demonstrates that communication is determined by culture (Oomkes 1986, p. 160). Communication problems between people from different cultures are not merely due to a language barrier or differences in non-verbal communication. The problems are much deeper rooted, since each culture has its own interpretation of social relations. Furthermore, distinctions in values, customs and world visions also contribute to challenges in communicating with people from other cultures. Culture and communication are connected through interdependence. On the one hand communication is a condition to form a common culture, on the other hand communication is an essential part of that culture. The only way to pass on a culture is through communication, while at the same time unique styles of communication are developed as part of each culture (Oomkes 1986, p. 162). Finally, it should be noted that the culture in which people are raised has a very strong influence on their development. In fact, it determines the cognitive framework through which people process information and make sense of their experiences (Weick 2001, p.35). These notions should be taken into account when communicating with people from other cultures; studying the other culture is also advisable. 
1.2 Communication fields

Now that the term communication has been defined, it is necessary to shed light on the different fields of communication studies. In this way the field that is focused upon in this research can be specified. One field has already been discussed: intercultural communication. The other main fields are: interpersonal communication, group communication, professional or business communication and mass communication (Marsen 2006, p.6). The field that is aimed at in this research is group communication. The difference with interpersonal communication is the number of participants that are allowed in a communicative act. Some scholars limit interpersonal communication to two individuals that exchange messages in a context of interaction. Group communication is considered as communicative acts between groups of at least more than two individuals. 
This field is perceived as more realistic than interpersonal communication, since there is rarely a communicative act solely between two individuals. ‘Even in cases where two people are having a conversation, the values, assumptions and meanings involved in their interaction point to “implied others” who need to be taken into account if the interaction is to be contexted and understood’ (Marsen 2006, p.7). In group communication ‘belonging’ is a key element. 
According to communication expert Denis McQuail (1975), ‘belonging to a social group, a society or a culture includes sharing a denominator of frames of reference, significant objectives, systems for describing the world and facilitating interaction with each other’. The following factors play a role in group communication:
· A perception of a common identity shared by members of the group. A group formulates its own identity which all members share. Outsiders, however, often also have their own ideas about a group. It is important that the leaders of a group as well as the members, exercise care to underline their definition of the group identity, so that they do not confuse it with the one imposed by outsiders. 
· A distinction between insiders and outsiders, allies and enemies. Each group member has a certain role and subsequent behavior that qualify one as an insider. It is important to understand the distinction between insiders and outsiders, since that will demonstrate the benefits of being part of the group.

· A shared set of goals, values and general ‘way of doing things’. In addition to a shared identity and specific behavior, group members also share goals for which they work together. Moreover, they usually also have a certain group insignia (tattoos, a secret handshake etc.), written policies or collectively accepted rules (Marsen 2006, p.7).
1.3 Internal communication

When looking at the broader context of this field, it can be said that group communication is part of the internal communication. Internal communication can be seen as the denominator and group communication is a subdivision. Internal communication is about conveying and receiving information and making information accessible to all employees of an organization. It is linked to the structure and culture of an organization. In fact, it is an instrument of the management team to coordinate all activities. This can only be done when there is a clear internal communication plan. Good internal communication is of utmost importance for the functioning of an organization. In order to function externally – communicating with external groups – an organization should begin with optimizing the internal communication. 
The most important aspect of internal communication is that all members of an organization share the same ideas about the identity of the organization. They should not only be aware of this; they should also accept it and express it (Michels 2001, p. 122). 
The importance of internal communication has to do with external developments. For example, economic, socio-cultural, technical, ecological or political developments. Organizations should rapidly anticipate on these developments. Perhaps policies need to be adapted. This requires effective communication with all employees concerned. Furthermore, mergers and other structural changes in an organization also require a strong flow of information. In order to successfully implement changes, everybody in the organization needs to be informed about new responsibilities etc. Moreover, a good working environment also depends on strong internal communication, involving all employees. This includes that the management understands the value of communicating with subordinates. As some managers are not aware of the importance of conveying information to all employees it could cause problems for the internal communication. A high degree of communication will be a benefit to the organization as a whole, since it will strengthen the relationship between the management and the subordinates as well as the relationship among the subordinates. Subsequently, this will improve the overall work climate and it will enhance the identification with the organization (Michels 2001, p. 123). 
The importance of good internal communication becomes more clear when looking at the consequences of bad internal communication. When employees are unaware of important developments, due to ineffective transmission of information, it could result in an ambiance of distrust. Employees will feel less responsible, since their opinion was not asked in the decision making of certain new policies or other changes. Subsequently, rumors will emerge. Bad internal communication will also lead to a situation in which the management of an organization is hardly aware of what is happening at the work floor. When leaders do not know what developments are taking place among employees, it is very hard to anticipate on prospective problems (Michels 2001, p. 123). To sum it up, effective internal communication is a vital mean of addressing organizational concerns. Good communication may help to increase job satisfaction, safety and productivity, and it will decrease grievances. 
A general theory on how to improve the internal communication is now given. In chapter five, this theory is linked to the case of UNOY. The chapter explains what steps UNOY could take to strengthen the internal communication. As mentioned earlier, good internal communication can only take place when there is a clear communication plan, which will serve as a guide for the management. An internal communication plan arises from the vision of the organization. The vision, on its turn, is based on the mission of the organization. 
In order to formulate a common vision on the internal communication, discussions between the management, the Communication department, the Personnel and Organization department and the Company council should be held. Furthermore, communication goals should be set and target groups should be selected. 
On the basis of the target groups selected, it should be determined which messages are interesting to know for which target groups. This is part of the stocktaking of the need of information. In order to fulfill the communication goals, there should be strict responsibilities and procedures. All departments should get specific tasks. The final step is the formulation of a new communication structure/strategy (Michels 2001, p. 123-125). 
The order of the research is as follows. After an explanation and justification of the research methods, an elaborate analysis of the problem has been given. In the fourth chapter UNOY Peacebuilders has been presented by means of a brief description of its work and its organizational structure. In order to answer the central question, different theories on strengthening a network have been analyzed. A selection of the most relevant theories have been put forward in the fifth chapter. Furthermore, in order to find out what member organizations expect from UNOY as a coordinator, a survey was held among the members of UNOY. An analysis of the outcomes of the survey has been given in the first paragraph of chapter six. This is the answer to sub question one. The analysis has been illustrated by pie charts in which the results of the survey are processed. In the second paragraph the expectations of UNOY from its members have been discussed. This is the answer to sub question two. The last sub question has been answered in paragraph three, which deals with the tools that can be used in order to overcome the obstacles UNOY is facing. In addition to the survey, interview questions have been sent to other network organizations in order to find out whether they cope with the same challenges and how they handle this. These outcomes have been discussed in chapter seven.

Finally, a conclusion has been given in which the research question is answered and recommendations have been provided on the basis of the research. These recommendations have been processed in a communication plan, which also includes a new strategy.    
2. Research methods

In order to answer the central question, the following methods have been used. First of all, the central question was divided into three sub questions: 
· What do the members expect from UNOY? How should UNOY behave? What should UNOY provide/organize in order to meet the expectations of the members?

· What does UNOY expect from their members? How should they behave in order to meet the expectations of UNOY?

· Which strategy and tools can be used in order to overcome the distance problem between the members and the bad connection with internet in some areas? How are other network organizations dealing with these problems.
2.1 Research objectives

The objective of this research was to find out in which way the cooperation and communication between the members of UNOY can be improved. Suggestions of both sides, as well as from other network organizations had to be portrayed. After that, a new communication plan has been created which has been used as the foundation for a new strategy. A new strategy was necessary to fulfill the needs of each party and thus to improve the internal communication.
2.2 Justification for the methods
This division makes it easier to zoom in at specific challenges. It also allows us to give special attention to the three key players that play a central role in this research, namely: UNOY Peacebuilders, its members and other network organizations. To come up with a solution for the earlier mentioned problems, the demands, requirements, thoughts and experiences of all parties needs to be researched. In order to answer the first sub question, a survey has been created and distributed among member organizations. The objective of the survey was to find out what members expect from UNOY as a coordinator. This is important for UNOY to know, so that they understand their members better and so that they can take this information into consideration. Members have also been asked how they perceive the current situation: the communication, the cooperation, the flow of information etc. and how they think the situation can be improved. I have decided to employ this research method, because this is a direct way of finding out the opinion of the member organizations. Instead of using complicated Internet tools to assess members’ views, a survey provides the most reliable information. Moreover, I chose to hold a written survey, because of the high number of members that had to be questioned. The members all have a busy agenda and therefore little time to answer a series of questions over the phone. 
Therefore, I thought it was better to send the survey via e-mail, so that members were able to fill them in carefully, in their own time. The results of the survey were important for UNOY because, they required the network to reflect upon itself and to analyze how the situation could be improved. The results have been analyzed by means of a codebook and processed into pie chart diagrams. In this way a clear overview of the results was provided, so that lessons could have been learned and conclusions could have been drawn.
The second sub question has been answered by means of discussions with representatives of UNOY. The network indicated that they are confronted by challenges concerning the communication and cooperation with member organizations. In order to find a solution, it was important to know what kind of methods UNOY suggested itself. 
In order to answer the last sub question, similar network organizations had to be scrutinized to find out whether they cope with the same challenges and how they handle this. Therefore, interview questions have been sent to networks operating in the same fields: peacebuilding, conflict transformation, development and human rights. Moreover, most of the networks that have been questioned are, just like UNOY, led by and focused on youngsters. I decided to contact similar network organizations to learn from their experiences. The choice to hold interviews instead of another survey, was based on the small number of networks. Of all networks that I approached, only four were willing to make time to share their experiences. I decided to ask the questions by telephone, since direct contact was more efficient in this case than sending e-mails. 
2.3 The importance of the research
The problems UNOY faced, constituted an interference for the functioning of the network. As was explained in the introduction, bad internal communication can have disastrous consequences for an organization or business. For UNOY it could have led to unsatisfied members, who do not feel connected  to the network. If members do not see the benefits of being part of the network, they do not participate actively. They  probably only use the resources available, without sharing information or experiences. Eventually this will have a bad influence on the quality of the work, since lessons cannot be learned when feedback is lacking. Moreover, without good communication with the members, UNOY risks to be beside the mark. When the network is not aware of the needs and interests of its members, they might take decisions that are not in the advantage of the member organizations. This gives members the feeling that their voices are not being heard and their participation is unimportant. It was therefore of utmost importance to strengthen the internal communication. ‘One of the true tests of leadership is the ability to recognize a problem before it becomes an emergency’ – Arnold H. Glasow (Zidle, 2011, http://managementhelp.org, blogs, supervision, page, 5). 
3. Problem definition

UNOY Peacebuilders is a global network of young people and youth organizations active in the field of peacebuilding and conflict transformation. The network consists of 49 members working together in action based campaigns and other activities to fulfill their missions. However, due to many obstacles such as distance problems, a lack of good connection to Internet as well as a lack of capacity building, the cooperation between the members is loose. Although UNOY’s mission is to link up young people’s initiatives for peace, this is challenged by the problems mentioned above. The majority of the organizations works on their own, instead of sharing information with other members. In order to improve the quality of the work that has to be done, knowledge should be shared. This can be possible through a better interaction among the organizations and towards UNOY Peacebuilders. That requires more initiative from the NGO’s and a more pro-active attitude. Currently, organizations work on a national basis on projects and campaigns, without informing UNOY about the progress. In this way the work cannot be effectively coordinated, nor can others learn from the methods used. 

Another problem UNOY is facing when it comes to its members, is the lack of a strong feeling of ownership. Organizations are not conscious of the benefits of being part of the network, because these are not highlighted sufficiently. Furthermore, the division of roles is not clear. UNOY should be seen more as a communication center and a service provider. Most of the organizations only enjoy the contributions UNOY makes to their work, however, without reporting back about the developments. In other words, members only ‘take’ but do not ‘give’. This should be altered; incentive should be created in order to push members to be more active. 

Not only the role of UNOY as a coordinator is weak, the communication between UNOY and the NGO’s, as well as the communication among the NGO’s is deficient. This problem deals with the concept of ‘gatekeepers’; these are the contact persons of the member organizations. The communication between UNOY and the organizations mainly takes place through the agency of a gatekeeper. These contact persons have the task of spreading messages to the rest of the organization. However, the efficiency of the performance of this task leaves much to be desired. A lot of information stays with the gatekeepers. 

The aim of this research was to solve the problem of loose cooperation between the member organizations. Different network theories have been analyzed in order to strengthen the network. The main tools to improve the communication, to exchange more information and to create a stronger feeling of ownership have been researched. Furthermore, it has been scrutinized what members expect from UNOY; this was done by the execution of a survey. Moreover, the expectations of UNOY from its members have also been examined, as well as tools that can be used in order to overcome the above mentioned problems which constitute an obstruction to optimal networking. 

4. UNOY Peacebuilders

The United Network of Young Peacebuilders is a non-political, non-religious, non-governmental organization which works mostly in violent conflict and post war regions.  Its mission is to link up the initiatives for peace of young people and youth organizations in a global network, in order to help empower their capacities and to increase their effectiveness. Furthermore, UNOY strives to make youth committed to build together a world in which peace, justice, solidarity, human dignity and respect for nature prevail.

However, UNOY Peacebuilders has not always been a network organization in its current form. The organization was originally known as United Nations of Youth. It was founded as a result of an international Working Group, attended by young people from five continents that came together in June 1989 in Handel, The Netherlands. In 1993 United Nations of Youth transformed into a network organization and focused entirely on peace building activities. As a result of this transformation, the name was officially changed to United Network of Young Peacebuilders.

The main activities of UNOY Peacebuilders consist of capacity building, advocacy and campaigning. Furthermore, it also supports activities in the field of networking, sharing of information and providing advice and support. Every year UNOY Peacebuilders organizes several conferences, lectures, trainings and workshops in the field of peace building and human rights, in order to bring youngsters together and to provide them with more knowledge on these subjects. 

4.1 Organizational structure

UNOY Peacebuilders strives to have an open, flexible and inclusive structure, which at the same time considers the limitations in for example human and financial resources, since that is characteristic for youth-led organizations. UNOY Peacebuilders anticipates that their network will evolve and develop, as time and technology also changes. Hence, the organization periodically reviews its structure, in order to be up to date to new developments. UNOY Peacebuilders functions on the principle of added value to its members. This means that its work supports and complements members’ activities, providing them with specific expertise and joining efforts in areas that are better dealt with in cooperation. Activities are initiated by members and the International Secretariat. The latter is a small international team based of interns and volunteers. The team is located in The Hague and guided by an International Steering Group.

The International Secretariat
The main function of the Secretariat is to coordinate and implement the activities of the network and to provide administrative support in cooperation with the members and in consultation with the ISG and the Board. Besides the interns and volunteers, the Secretariat is also composed of project coordinators and regional network officers.
The International Steering Group (ISG)
The ISG consists of seven members of which four are active young people within member organizations, coming from different regions. Two members are from the Secretariat and one member is from the Board. The ISG’s main function is to make strategic decisions on the planning of activities. Moreover, it decides priorities and thematic orientation and it takes into consideration the needs, concerns and proposals of members and affiliates. Besides that, the ISG is also in charge of selecting new members and advising on decisions related to hiring of paid interns, fundraising and other financial decisions.  
The Board
The Board is the legal body of the Foundation as registered in The Netherlands. It is composed of a Chair, a Secretary, a Treasurer and two members. The Board’s main function is to approve overall plans and budgets and to overview the financial administration. Furthermore, it also makes decisions related to hiring of paid interns in consultation with the ISG.

The member
The members are youth-led peace organizations or youth led groups within adult peacebuilding organizations. Since the network is non-hierarchical, the members are not branches or representatives of UNOY. They are independent organizations with their own goals and strategies. Organizations can apply for membership any time during the year but only once a year their application will be reviewed and decided upon by the ISG. They are selected on their ability to work in English, their capacity to participate in and benefit from the work of UNOY, and on the basis of their thematic orientation, activities, experiences, interests and on geographical balance. Currently, the network consist of 49 members spread over four continents. 
Affiliates
Affiliates are individuals and/or organizations who support the mission and vision of the UNOY Peacebuilders and work in related areas. Affiliates only receive information electronically.
Now that the structure of UNOY is clear – at the next page an organizational chart is presented –  we can move towards the theories used in order to answer the central question. In the following chapter, several network theories on how to strengthen a network have been described. 
4.2 Organizational chart
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Figure 1 – Organizational chart
An overview of the organizational structure of UNOY is relevant for the research, since it demonstrates which lines/contacts should be improved. It makes it clear where exactly in the communication process it does not always go as it should. As can be seen, the International Secretariat (IS) is situated in the center of the chart. This is because, it is in direct contact with the members, the International Steering Group (ISG), the Board, the affiliates and the interns. However, its role towards the members is not as big as the role of the ISG. 
It is the latter’s responsibility to take into consideration the needs, concerns and proposals of members and affiliates. Based on the challenges UNOY is facing, it can be noted that at some point the ISG did not succeed in fulfilling this task. There are still some needs that are not being served and concerns and proposals that are not being heard. This causes miscommunication. Therefore,  by means of a survey, members have been asked to describe their needs and expectations; so that the ISG can take these into account when it makes decisions on the planning of activities. 
5. Network theories

As explained in the problem definition, UNOY copes with a loose cooperation between its member organizations. In order to strengthen the network, different network theories have been analyzed. These theories that are based on previous research, provide general lessons on strengthening a network. The Global Partnership for the Prevention of Armed Conflict (GPPAC) is a civil society-led network that conducted a review on how to improve and strengthen a network. The following factors were identified as important aspects, having a strong influence on the success of a network.

· A clear purpose: a shared vision and mission by all parties involved is necessary in order to function adequately. Since network organizations are usually composed of different organizations from various backgrounds, all having their own goals and strategies; this could lead to unclear purposes. The GPPAC for example, has a broad aim and consists of organizations with various specializations and objectives. That makes it very complicated to come up with workable plans. In order to strengthen a network, it is important to unify the members and their interests, by creating a clear set of objectives to which all members could adhere. Eventually, that will improve the communication as everybody will speak with one voice, yet preserve their own identity and priorities. According to Matveeva and Van de Veen, a clear set of objectives can be created by focusing on a small number of achievable aims (Matveeva and Van de Veen, 2005). This would make a network more concrete and capable to make a visible impact. As members would feel that their goals are effective and obtainable, it would make them more motivated and committed. Another important aspect in this process is the participation of members in the development of objectives. In this way they will be involved in the determination of a focus area, which will not only lead to a shared purpose, but it will also improve the interaction between the network and its members. 

However, one should bear in mind that achieving a focus area could sometimes also lead to disagreements on priorities. As members can have different views on certain issues, some may have to be left out because they are too far removed from the central aims of the network (Verkoren, 2006). 
· Clear lines of communication and dissemination: in order to improve the communication between the network and the members, as well as among the members, it needs to be clear which communication channels will be used. Since the use of communication channels usually depends on the accessibility of a country, the network should find out which channels the members prefer to use. Furthermore, agreements should be made on how and when to communicate. For example, when it comes to reporting on the work that has been done. 
The network should determine how often and in which way members should inform the network about their progress. Moreover, it also needs to be clear in which way information will be disseminated. Networks usually communicate solely with the contact person of an organization; which is also the case with UNOY. In some cases, information that is sent by the network, remains with the contact person instead of reaching the members. To prevent situations of miscommunications, networks should discuss together with the members in which way information could be best disseminated. It should be identified whether and how the role of the contact person needs to be changed. 
Since UNOY perceived the performance of gatekeepers as inefficient, it is necessary to inform its members on this issue and to find out whether they share this opinion or whether they have another view. 
The establishment of strict guidelines and deadlines makes it easier for a network to control the work of its members and to coordinate everything. These directions should however be made in cooperation with the members, so that all parties can agree and anticipate.

· Embeddedness: in order to strengthen the capacity of a network, it should be linked with its environment. This includes the political context (pressure groups), but also other network organizations and similar initiatives in other countries. With the support and cooperation of its environment, a network is able to operate stronger and to exert more influence in order to achieve its goals. 
· Membership balance and content balance: in order to make members engage actively, it is essential to keep a network vivid in every aspect. This means that there should be a balance between inclusiveness and diversity on the one hand, and focus and direction on the other (Verkoren, 2006). When it comes to membership, it is important to involve participants from various backgrounds, since their opinions on certain issues might differ. In this way organizations are able to complement each other and to learn from each other. 
When all members have similar thoughts and ideas, it will not constitute an added value. For example, organizations coming from the same country or region are likely to have similar views on how to solve a problem. On the one hand, this can be interesting as it creates consensus. On the other hand, though, it does not stimulate a broad flow of information. Whereas, when organizations from different backgrounds contemplate about how to solve a problem, creative ideas might be generated. 

At the same time, however, networks should also avoid to involve too many members of different backgrounds. When participants’ visions are too far away from each other, cooperation could falter. This is because the possibility is high that the interest of the majority of members will be subordinated to individual contributions. When there is too much diversity, in order to reach concrete agreements, members will be reluctant to engage themselves, as they do not see a common denominator which brings them together.
The necessity of a balance between the two extremes is also applicable when it comes to the content of the network. The field of the discussion should not be too narrow, since this will lead to little cross-fertilization. Topics that are very predictable or that do not allow many interpretations, ensue short discussions without the possibility to exchange different opinions and experiences. 
However, if the field of discussion is too broad, interaction will remain vague. A discussion on a very broad topic makes it difficult to participate actively, as the direction is not clear. 
· Joint activities: As networks enable organizations to share knowledge, this could result in the creation of common products. For example joint publications of lessons learned, joint projects or programs. Since passive members will not take initiative in sharing knowledge, networks should lay the emphasis on joint activities. In that sense, their role as coordinator should consist of linking up members in order to create common products. 
When for example an Eritrean, Somali and Kenyan organization would work together on a project, this would not only strengthen the relationship between the three members, it would also lead to better results, since knowledge and experience is exchanged. Moreover, it also strengthens the sense of membership since common products clearly show the benefit of working together. 


This method could be very relevant for UNOY, since its mission is to link up young people’s initiatives for peace. Instead of members working solely on a national basis, which is currently the case , a more efficient way could be to coordinate regional activities so that members of the same region can cooperate on projects and campaigns. 
In addition to these aspects, Wilson-Grau and Nuñez (2006) – who produced a conceptual framework for a participatory approach within networks – also selected three qualities of successful networks:
· Democracy: Since all members in a network are autonomous organizations, democratic management is a requisite. In order to ensure that all members feel equal, power should be exercised in such a way that it contributes to equity in the relationships. This means among other things, that decision-making processes should be held democratically. All members should feel that their voices are being heard. Therefore, they should all be involved when decisions are being made. Currently at UNOY, the International Steering Group makes strategic decisions on the planning of activities. It is thus their task to pursue more democracy by involving members in the decision-making. 
· Diversity: One of the strengths of an international network is the diversity of its members. As described earlier, UNOY consists of 49 members across the globe. The benefit of such an organizational form is that the members share common values and a collective purpose, however beyond that they have different conceptions and strategies to achieve their goals. This could be an enrichment for a network, as long as they exploit it effectively. In order to fully profit from the various backgrounds of its members, UNOY should enable them to make a creative and constructive contribution. These contributions can be made on different levels and in different ways; for example, their participation in workshops and projects, their involvement in decision-making processes etc. The challenge is to use the diversity as a tool to understand situations in a broader context and to look beyond your own perspective. 
· Performance: A successful network is characterized by good relationship between organizations and individuals engaged in purposeful actions. ‘The quality of the interaction is a result of the quality of how the network operates’ (Wilson-Grau and Nuñez, 2006, p.4). In order to enhance the institutional capacity, a network should empower and strengthen its members through training, exchange of information and mutual support (Wilson-Grau and Nuñez, 2006, p.5, emphasis added). 
UNOY could also perform such actions, by for example organizing workshops where members can meet each other and share information. This will strengthen their bond and improve the collective knowledge and capacity. Furthermore, trainings could be organized where members can be educated and where they can receive support for their activities. It should be noted that networks facilitate rather than direct innovative proposals for action. 
Theory on how UNOY can strengthen the internal communication
Based on the general theories on internal communication, a link can be made to the case of UNOY. Like in every organization or business, the strengthening of the internal communication starts with the creation of a communication plan. UNOY has already a communication plan at its disposal, however, it has not been implemented correctly so far. Therefore, the communication plan should be rewritten and a new strategy should be formulated. In order to do that, the most responsible departments should sit around the table to determine a common vision on the internal communication. When looking at the organizational chart, it can be noted that the International Steering Group is the most responsible for good communication between the management and the members. As it is their task to take into consideration the needs, concerns and proposals of members when making decisions on the planning of activities; it is also their job to form a sort of bridge between the management and the members. They should try to involve members in decision-making processes and to transmit information to all people concerned. This prevents situations in which some members are unaware of certain developments, while others know everything about it. As pointed out earlier, the most important aspect of the internal communication is a shared idea about the identity of the organization. UNOY should therefore make efforts to enhance the identification with the network. ‘Strengthening organizational identification is an important responsibility of any organization’s management’ (Ryckman, http://smallbusiness.chron.com, Small Business, Business Planning & Strategy, Time Management). This is a process which should start very early. When for example new members are joining the network, UNOY needs to assimilate them in the organizational culture. They should understand and accept the vision and mission, the goals and ambitions, as well as its role in society. The management should take care of this by involving (new) members in all the activities and developments. An example that proofs that until now, the management has failed to accomplish this, is the fact that some organizations were unable to answer certain questions of the survey. The Academy for Peace and Development for example, indicated that they find it hard to decide whether they want to be involved in decision-making, because they are new in the network and they do not know how everything works. This could therefore be a lesson for UNOY to stimulate and activate (new) members and to inform them about the ins and outs of the network. 

In the next chapter the results of the research have been described. The chapter is divided in three paragraphs. The first paragraph answers sub question one on the basis of the results of the survey. An analysis has been given, supported by some outstanding charts in which the results are processed. The rest of the charts can be found in the appendixes. The second paragraph gives an answer to sub question two on the basis of suggestions of the representatives of UNOY. The last paragraph gives an answer to sub question three based on lessons learned from other network organizations. The results of the interview questions have been presented.
6. Results of the survey and interview questions

6.1 Analysis of the survey: members’ expectations from UNOY 

In order to find out how members perceive UNOY and what kind of improvements there could be to strengthen the network, a survey was created. The survey was disseminated among all member organizations, of which eventually thirty one members replied. Comparing the results of the survey with the network theories, described in chapter three, similarities can be observed and an analysis can be made of the opinion of the members.

When it comes to the decision making process, the majority of the respondents indicated that they would like to have the possibility to give (more) input on the determination of projects and priorities. This means that the participation of members in the development of objectives is currently not sufficient enough. The importance of the involvement of members in choosing a focus area is also discussed in the network theories. Moreover, all organizations – except for one – indicated that they would like to be consulted and give input on statements to the UN, since UNOY has a representative there. This is also a sign of the fact that members expect from UNOY to provide them with more chances to play a bigger role on the international level. 
When it comes to the current amount of communication, the majority thinks it is fine. This means that most of the organizations agree with the channels that are being used and with the frequency of communication. Eight organizations though, think that the amount of communication is too little. In their view, the communication with other organizations could be improved by more regional events and by more physical and virtual meetings, as can be seen in the graphic below.

Figure 2
As can be seen, the majority of the organizations would like to attend more regional events. According to 36% of the respondents, this is the best way to improve networking with other NGO’s. A significant thing to note,  is that eight organizations thought the combination of physical and regional meetings is the best possibility. This is a clear message to UNOY that physical meetings and events should be more often organized. 
A paradoxical fact is that these eight organizations indicated that most of the information is spread efficiently; only some information remains with the contact person. This seems contradictory, because their statement that the communication is not sufficient could be caused by the problem of gatekeepers. However, this is apparently not the case in most of the situations. Moreover, the majority of the respondents indicated that most of the information is spread efficiently. On the other hand, some organizations gave suggestions on how to ensure that information is spread to more people. Two members for example, argued that newsletters and other materials should be sent by post to local organizations. In that way, people who do not have access to internet will still be able to read it (NUEYS and The Young Leaders of Sierra Leone Network). Others think that translation of documents would be part of the solution, since they face language barriers (PEREXC). It was also suggested that e-mail data bases should be updated at least once a year(ATYA). This applies to UNOY as well as to the members. 
One respondent advocated that instead of communicating only with the director or contact person of an organization, UNOY should also be in constant contact with other members of an organization. If there are more contact persons, the chances of efficient dissemination of information will be bigger (Fundación Escuelas de Paz). 
However, the role of the contact person also has to change. Member organizations should improve their internal communication system by involving more members in their contact with UNOY. Furthermore, information should be forwarded to all members as soon as it arrives (Amahoro Youth Club). In order to prevent miscommunications members were asked how they would like to keep UNOY informed about their progress and activities. 
The majority indicated that they prefer to have individual e-mail contact with the desk-officer a few times per month. Mostly in combination with the publication of annual reports and quarterly journals. Furthermore, it was researched how often members review the website and the newsletter of UNOY. Both media tools are consulted every month by the majority of the respondents.
Member organizations were asked what motivated them to join UNOY Peacebuilders. The majority of the respondents revealed that they expect from UNOY, as well as from other NGO’s, to share experiences and to learn from each other. Furthermore, they expect to engage in common advocacy and common project implementation. Other organizations consider UNOY as a platform that provides networking chances for NGO’s working in the same field. As stated above, these networking possibilities could be improved by more regional events, for example an African conference. 
As described in chapter one, UNOY faces a lack of a strong feeling of ownership. Hence, member organizations were asked in which way they think the sense of ownership can be promoted the best. As can be seen in the graphic below, the majority of the respondents think this feeling can be strengthened by elaborating the abilities for members to give inputs, which can be really implemented. 

Figure 3
According to 41% of the respondents, the best way to promote ownership is by elaborating the abilities for members to give inputs, which can also be really implemented. 35 % thinks the feeling of ownership can be promoted by creating a forum where members can share ideas. A minority of  24% believes this is possible by elaborating current social media. Interesting to note, is that six organizations thought that all three answers could be used to promote ownership. 
Others were interested in the suggestion of creating a forum where members can share ideas (a sort of social networking site, but only for members). From these statements it can be inferred that members would like to be more involved and to participate actively. However, active involvement is currently limited due to certain barriers. As can be seen in the graphic below, the most important barriers members pointed out are: work pressure and insufficient access to internet. 
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Figure 4
According to 33% of those surveyed, work pressure is the main barrier for active involvement. Insufficient access to Internet is indicated as the second main barrier. The difference between these two elements, though, is big. This is because, the number of organizations that lack sufficient access to Internet is smaller than the number of organization that face a lot of work pressure. Obviously, every organization is busy, since there is always a lot of work to do. However, the fact so many respondents labeled work pressure as a barrier for active involvement, indicates that the distribution of tasks and/or the number of employees is insufficient. Apparently, few people are burdened with too much work.
Subsequently, the organizations surveyed also indicated what they think is the best way to intensify the involvement. As can be seen in the graphic below, the three most popular ways that were selected are: more joint projects or campaigns, more possibilities to meet with other members and more regular communication.

Figure 5
According to the majority of the respondents, the two best ways to intensify the involvement is by creating more possibilities to meet with other members and by more joint projects and campaigns. Especially the combination of both ways was in favor among the respondents. With these responses, the organizations expressed their desire to be more connected with other members; either through cooperation or through informal meetings where they can share ideas and experiences.
As explained in chapter three, joint activities are important in order to strengthen the sense of membership and to improve the relationship between members. According to the results of the survey, most of the members are positive about the idea of working together with other NGO’s; especially organizations in the same region. This is demonstrated by the fact that 20 respondents indicated that they joined UNOY in order to engage in common project implementation. Moreover, 38% respondents pointed out joint projects or campaigns as the best way to intensify involvement. Furthermore, 36% respondents stressed that there should be more regional events, in order to network with other member organizations. These regional events could be used as occasions to link up members.  
The majority of the members describe the organizational structure of UNOY as open and decentralized, with space for discussion and interaction. Others consider it as organic. In their view it grows and develops according to the needs and wants of the members. 
The next paragraph gives an answer to sub question two.
6.2 UNOY’s expectations from their members 

The main issue UNOY is coping with involves a lack of pro-active members. Some members are less active than others, for example because they do not bring forward ideas or suggestions. As mentioned earlier in the problem definition, UNOY’s mission is to link up young people’s initiatives for peace. However, most of the members do not have or share their initiatives. In this regard, UNOY would like to see their members to be more pro-active. This means that the network expects from them to use their creativity in order to submit own ideas and to develop joint projects. Furthermore, when organizations are working on a project, UNOY would appreciate it to be informed about the progress. Since UNOY’s intention is to serve as a communication center, the network expects from its members to keep in touch regularly. This includes that the organizations should report back about the developments they have experienced, for example in the form of an evaluation report. In this regard, UNOY also expects from its members to utilize the resources available to them. As the network is a service provider, the organizations should make use of these benefits in order to improve their work. Moreover, UNOY would also like to know the opinion of the members on, for example, the use of certain methods. 

In other words, UNOY’s main demand is an active participation from its members. Until now UNOY made already several efforts to create incentives, for example the use of forums. However, it was noticed that the forums were not utilized optimal. Therefore, a new method had to be established. UNOY recently created a ‘member-only’ section on the website. However, this has not been utilized yet. An important purpose is therefore, to energize the participation of members. In order to do this, it first has to be determined how members perceive the situation themselves. What do they think of the current communication and cooperation? Do they notice the same problems as UNOY? 
Internal problems can only be dealt with when all parties are included; in this case the most relevant parties are the members, the International Steering Group and the International Secretariat (see figure 1). Now that the needs and expectations of all parties are set out – which has been elaborated upon in the internal analysis – it is time to take a look at the external environment: other network organizations. In order to carry through changes in an organization, all factors need to be researched (Boonstra, 1997). The next paragraph therefore, describes the methods other networks use to deal with similar challenges. 
6.3 Results of the interview questions: strategy and tools to overcome the communication problems 

Challenges concerning the communication between members due to distance problems and a bad connection with Internet, are present in every network. The way these challenges are dealt with differs depending on the style and culture of the network. In order to answer this sub question, four network organizations have been interviewed. A total overview of their responses can be read in the discussion. This paragraph describes the strategy and tools that these networks exercise to deal with the same problems UNOY faces. 
On the basis of the answers of the network organizations, it can be noted that the strategy is dependent on the organizational structure. Two networks (Earth Charter Center for Education for Sustainable Development and European Peacebuilding Liaison Office) have a decentralized structure, which includes that top executives delegate much of their decision-making authority to lower ties of the organization (Griffin, http://smallbusiness.chron.com, Small Business, Business Models & Organizational Structure, Elements of Organizational Structure) . Such an open structure with space for discussion and interaction allows a strategy with less rigid policies and a wider span of control. Therefore, these two organizations do not expect from members to report back about their developments. The strategy allows members to own the network; they can use it the way they want it. Such networks do not provide services, they only coordinate efforts. Nevertheless, the exchange of knowledge is always good, hence, the networks created an incentive: most of the networks publish a newsletter. Members are being asked whether they want to report something, so that their experiences can be featured in the newsletter. This is an effective incentive, since members like to read about themselves in the newsletter. In this way, sharing their stories also yields benefits for themselves.
The advantage of a decentralized structure and a subsequent strategy is that it empowers employees. The fact that they have more autonomy to make their own decisions, gives them a sense of importance and makes them feel as if they have more input in the direction of the organization. Furthermore, it enables them to make better use of the knowledge and experiences they have gained and to implement some of their own ideas. Moreover, a decentralized structure relieves to some extent the burden of daily business operations from the leader of an organization. Instead of pushing members to share their ideas and developments, they give them the freedom to make use of the resources of the network, which allows the management to spend more time on big-picture items, such as looking for new projects (Griffin, http://smallbusiness.chron.com, Small Business, Business Models & Organizational Structure, Elements of Organizational Structure).
The other two organizations (IFOR and Alliance for Peace Building) have a rather organic structure, since they grow and develop according to the needs of the members. In comparison to organizations with a decentralized structure, an active participation is necessary for these networks to function effectively. In their strategy they, therefore, motivate members to report back about their developments. Furthermore, they try to increase the collaboration among member organizations, for example by their messaging which highlights the importance of working together and being an active member. An organic structure is also characterized by a great deal of formal and informal participation in decision-making. This is also visible in the strategy of the two network organizations. They try to involve members in decision-making processes and in the implementation of projects. 
In order to implement the strategy, the following tools are being utilized. When it comes to knowledge management, some network organizations use an ordinary phone as a solution to Internet problems. When it needs to be certain that information is disseminated, calling is sometimes more reliable than sending an e-mail. However, regular face-to-face meetings are also important in order to strengthen the network. Since organizations are not always capable of attending such meetings in person, this is often solved by holding meetings via Skype; a tool with which one can make video calls and hold meetings with people from all over the world at the same time. Another option to overcome distance problems is the organization of regional meetings. In this way it is less complicated for organizations to attend the meetings since they do not have to travel that far. Moreover, it strengthens the bond between members of the same region. This highlights the importance of collaboration among organizations who are working in similar conflict contexts. In an effort to increase the collaboration, the Alliance for Peacebuilding set up Collaboration Connection programs, through which knowledge is shared. An elaborated explanation of these  programs can be read in the discussion. Like UNOY, some other networks are experimenting with new web-based tools in order to improve the overall exchange of knowledge. 

It can be thus concluded that in order to overcome distance problems and a bad connection with Internet, networks use modern tools such as Skype and new web-based tools. However, now and then they also revert to ‘old-fashion’ tools, such as an ordinary phone. Furthermore, they realize the importance of face-to-face meetings. To increase the capacity to bring together as much members as possible, they organize regional meetings and Collaboration Connection programs. Moreover, it also became clear that the structure and culture of an organization determines the strategy and subsequently the amount of interaction with its members. A decentralized strategy does not oblige members to report back, whereas the strategy of an organic organization requires an active participation of members. 

As can be read in the communication plan, UNOY’s strategy is also focused on an active participation of members. It is therefore necessary to undertake methods that activate members. A good option could therefore be the use of the newsletter as an incentive.
In the next chapter the experiences of other networks have been elaborated in a discussion of the interview questions that were sent to other network organizations. 
7. Discussion of the interview questions

After identifying the needs and expectations of member organizations and of UNOY itself, it is essential to compare these findings with other networks. In order to understand the situation in its context and to come up with solutions, lessons can be learned from the experiences of other networks. Therefore, interview questions were created and sent to various network organizations. The aim was to find out whether these networks face the same challenges as UNOY and how they handle this. Hereby an analysis of the responses of the four network organizations that replied. 

Two networks revealed that they face problems concerning organizations that work on their own and do not share knowledge. One network even argues that communication is always a challenge. Therefore, their focus lies on the increase of collaboration among organizations who are working in similar conflict contexts. For example, they established a Collaboration Connection program, where knowledge is shared. This includes that several times a year workshops are organized where NGO’s, government officials and policy analysts examine the causes of conflicts. Each workshop focuses on a different region, so that participants are able to learn from each other’s experiences and to connect with each other (Alliance for Peacebuilding, http://www.allianceforpeacebuilding.org, Our Work, Connections). 
International Fellowship of Reconciliation (IFOR), is another network that copes with challenges in terms of knowledge management; as for instance the fact that some members do not have access to electricity or Internet. In an attempt to stay in contact, despite these hindrances, they often use traditional tools such as an ordinary phone. This is obviously more expensive and less practical, yet in some cases it is just the most reliable option to convey a message. In the future, IFOR has the intention to improve their overall exchange of knowledge by using new web-based tools, such as blogs. 
Two other network organizations have a decentralized strategy and therefore members are not obliged to report back to the network. Resources are online and members have the freedom to undertake their own work. However, the networks encourages members to share knowledge. They do this by employing an incentive: the newsflash. During the preparation and creation of the newsflash, an e-mail is sent to each member in which they are asked whether they would like to report something. For example, finished projects, workshops or other events. Subsequently, their stories will be processed into articles which will be published in the newsflash. This works as an incentive, since members like to be featured in the newsflash. To link this approach to UNOY Peacebuilders, a concrete prove that this  theory works, is the acknowledgement of a member of UNOY. 
The contact person of the National Union of Eritrean Youth and Students (NUEYS), Rahel Weldeab, acknowledged that normally she does not read the monthly newsletter of UNOY, however, ever since they published an article about NUEYS’s activities, she started reading the newsletter regularly. 
When it comes to the feeling of ownership, some networks indicated that their members are involved in the decision-making process on strategic policy and direction. Furthermore, they also seek to involve their members in the implementation of projects. Another network organization, European Peacebuilding Liaison Office (EPLO), declared that all publications have to be approved by their members, before they can be made public. With these policies, the benefits of being part of the network are being highlighted. The Earth Charter Center for Education for Sustainable Development stated that within their network, the feeling of ownership is increased through the decentralized strategy. It allows people to own the network and to use it the way they want it.
Another challenge UNOY is facing is the passivity of some member organizations. In order to push members to be more active, the Alliance for Peace Building highlights the importance of working together and being an active member. They advocate this significance with the following slogan: “The whole truly is greater than the sum of its parts”. EPLO encourages members to participate in working groups and ad-hoc groups, general assemblies, lunch meetings and other events that are organized, in order to stay active. 
As described in the problem definition, UNOY should be seen more as a communication center and a service provider. The Alliance for Peace Building and IFOR are taking care of this image by collecting information from different members and sharing it within the movement and the outside world. Moreover, they offer interactive websites that contain relevant information and news updates about happenings in the field of peacebuilding. Also, the websites enable members to create their own profiles and to share information with other members of the online community. These facilities make networking and cooperating with other members much easier. EPLO even offers a help desk function, so that members can consult the network if they need help or advice in their activities. 
Not all networks share the problem of ‘gatekeepers’. To prevent or improve inefficient dissemination, the Earth Charter Center for Education for Sustainable Development uses mass mailing options. This means that information is sent to all members, instead of only to the contact person. Another alternative is to make a phone call now and then, this makes the contact more personal and it gives certainty that information is spread to the right person(s). 
Moreover, EPLO encourages staff members (non-director or representative/contact person) from their member organizations, to participate in the work. In other words, the try to involve all employers of member organizations in order to improve the communication and increase the participation. 
Just like UNOY, other networks also have difficulties with organizing regular face-to-face meetings due to the distance and the money. Some of them therefore try to organize regional meetings, which makes it easier for members to attend. It also strengthens the relationship and enhances the cooperation between members of the same region. Furthermore, almost every network holds at least once per year a meeting or conference which brings together all members. Moreover, networks also often make use of online meetings, for example via Skype. 
8. Conclusion

The aim of this research was to investigate how the cooperation and communication between the members of UNOY Peacebuilders can be improved. The distribution of a survey among member organizations, gave an insight of their perceptions, desires and expectations of the network. It became clear that not all concerns UNOY has, are shared by the members. According to UNOY, for example, the communication with its members is loose. The network believes that this problem is partially caused by the fact that information often stays with the contact persons of member organization, the so-called gatekeepers. However, the majority of the members indicated that they are satisfied with the current amount of communication, as can be seen in figure ten in the appendixes. Only a quarter of the respondents thinks that the communication is too little. Moreover, the majority of the organizations that were surveyed, indicated that most of the information is spread efficiently. Only some information remains with the contact person. This means that according to the members, gatekeepers do not constitute such a big challenge as portrayed by UNOY. Yet, this does not mean that improvements are not necessary at all. Members pointed out the following improvements: the translation of documents; the creation of e-mail data bases that should be updated at least once a year. Furthermore, some members argued that newsletters and other materials should be sent by post to local organizations. In that way, people who do not have access to internet will still be able to read it.

As explained in the network theories, agreements need to be made on how and when to communicate. Thanks to the survey it became clear which communication channels members prefer. The majority prefers to keep UNOY informed about their progress and activities by means of individual e-mail contact with the desk officer a few times per month. Annual reports are also in favor among almost a quarter of the respondents (figure  14, appendixes). 
When it comes to the cooperation between the members, the results of the survey show that members are positive about the idea of working together with other NGO’s. The aspect of joint activities, as described in the network theories, seems to be a good method for UNOY to strengthen the sense of membership. 38% of all respondents pointed out joint projects or campaigns as the best way to intensify involvement. Especially cooperation between members in the same region is perceived interesting. 36% of the respondents stressed that there should be more regional events, in order to network with other member organizations (figure 2 and 5, chapter 3) . These regional events could be used as occasions to link up members. 
In addition to the survey, interview questions were sent to other network organizations in order to find out whether they face the same challenges as UNOY and how they deal with that. The results demonstrated that all networks that participated cope with the same challenges, except for the problem of gatekeepers. Not all organizations are familiar with this concept. The two networks that acknowledged the challenge of inefficient dissemination, came up with the following methods to tackle this threat. The use of mass mailing options, which means that information is sent to all members, instead of only to the contact person. The use of an ordinary phone, in order to make the contact more personal and to have certainty that information is spread to the right person(s). Furthermore, instead of only focusing on the contact person, some networks try to involve all employees of member organizations in order to improve the communication and increase the participation.
The fact that some organizations work on their own and do not share knowledge, is also a recognizable feature for other networks. One network organization deals with this challenge by focusing on the increase of collaboration among organizations who are working in similar conflict contexts. They do this by organizing workshops where participants are able to learn from each other’s experiences and to connect with each other. Another network organization tries to push members to share knowledge by using the newsflash as an incentive. Since members like to be featured in the newsflash, they are more likely to report about their activities if they know their stories will be published in the newsletter. 
Furthermore, networks indicated that in an attempt to strengthen the feeling of ownership, they involve their members in the decision-making process on strategic policy and direction, as well as in the implementation of projects. Others emphasize the benefits of being part of the network, by making the approval of members a requisite before publications are made public. 
It can be thus concluded that the research produced many methods and theories on how the cooperation and communication can be improved. These theories constitute an answer to the central research question. Improvements can be made by applying the described theories. In the next chapter recommendations have been made for resolving UNOY’s problems, on the basis of the conclusions that have been drawn. 
9. Recommendations
As was described in chapter eight, several conclusions have been drawn on the basis of the results of the survey and interview questions, as well as on the network theories that have been studied. These conclusions constitute theories on how the communication and cooperation between the members of UNOY Peacebuilders can be improved, according to the members and other network organizations. Subsequently, recommendations have been made to resolve the problems UNOY faces. In order to implement these recommendations, it is important to understand them as part of a clear strategy. Therefore, a corporate communication plan has been drawn up. This plan will be the basis of all communication (Mitchels, 2009). 
9.1 Communication plan

Central question
The central question UNOY put forward at the start of this research is: ‘In which way can the cooperation and communication between the members of UNOY be improved?’
This question has been formulated in order to tackle the problem of weak communication and cooperation with and among the members. UNOY’s ambition is to reinforce members and make them more pro-active. The communication should be improved to such an extent that knowledge is shared by all members, which enables organizations to learn from each other. Furthermore, members should inform UNOY regularly of their activities. At the same time, the cooperation should be strengthened to a level in which member organizations work together and engage in joint projects. 

Internal analysis
UNOY’s collective ambition is to strengthen the network, in order to live up to their mission to link up young people’s initiatives for peace in a global network. Currently, the network is not as strong as it should be, due to the challenges mentioned earlier. UNOY’s aim is to tackle these challenges and improve the communication and cooperation. Moreover, UNOY wants others to see them as a communication center and service provider. However, this identity is not always recognized by member organizations. At least, most of them do not make use of these facilities, which means that the identity is not sufficiently expressed. 
UNOY’s attitude and the way they communicate is based on the value they attach to peace, justice, solidarity, human dignity and respect for nature. Their vision is to bring youth from all over the world together, to jointly build a world in which these values prevail (UNOY). 
Despite the earlier-mentioned challenges, according to the members, UNOY is good in gathering youth on the search of peace and conflict transformations. Their platform constitutes an added value to local projects providing a global link, service to help build skills and capacity. 
Another core competence is the high quality of the materials offered. UNOY provides accurate and precise information, as well as networking chances to NGO’s working in the same field. 
The communication channels UNOY currently uses are Internet (forums, social media, e-mail), telephone and print communication (the newsletter). 

External analysis
Now that the internal situation is analyzed, it is time to examine the external environment. To do that, all factors that could play a role will be mapped out. This can be done by means of the DESTEP-analysis. 

D – Demographic factors: The age category of UNOY’s employers as well as UNOY’s members are youngsters. UNOY works with young individuals and youth-led organizations coming from Africa, Asia, Europe, Latin America and North America. The International Secretariat is situated in The Hague; the city of Peace and Justice. UNOY has specifically chosen youngsters as their target group, since it is estimated that 50% of the world’s population is under the age of 30. However, the actions of young people are often neglected in the field of development and civil society building. Especially in third-world countries the number of young people is growing every day. This can therefore positively influence the work of UNOY; more youngsters to focus at and more people to unite.
E – Economic factors: Looking at the financial situation of UNOY, it can be noted that the network has a relatively small budget for its activities. UNOY mainly works with interns and volunteers, and only a few paid staff members. However, they receive financial support from several partners and donors. The economic crisis in Europe has consequences for (prospect) employers. Due to the uncertainty on the labor market, people will think twice when they consider to do volunteer work or unpaid internships. They prefer to work harder, earn more money, to prevent that their purchasing power will decrease. 
S – Socio-cultural factors: When it comes to developments in society, looking from an international point of few, it can be stated that everything is becoming more and more digitalized. Especially youngsters are influenced by the trend to connect with each other through social networking sites. Since this new way of communication facilitates communicating with people from all over the world, it definitely affects network organizations like UNOY. This trend of a digitalized social network does not only include the increased number of users, but also the augmentation of time people spend on social media. UNOY already makes use of different social media, but considering the lifestyle of its members, the network could consider to expand its participation. 
T – Technical factors: In addition to the socio-cultural factors, an increased use of Internet results in a shift from print media to digital media. Instead of printed newsletters, organizations often move on to digital newsletters. Furthermore, new technical developments made it also possible to reduce costs for organizations, by organizing more virtual meetings, rather than physical meetings. 
E – Ecological factors: There are no developments in nature that could have an effect of UNOY.
P – Political-legal factors: Due to the economic crisis in Europe, The Netherlands enforced many cuts in the public sector. Especially when it comes to culture and development aid. This can have negative consequences for small, non-profit organizations like UNOY. The considerable cuts could result in less financial support, which would subsequently lead to a lower budget to accomplish all activities. 

All these factors should be taken into account when creating a new strategy for UNOY, to deal with the challenges the network faces. 
The SWOT-analysis
Now that the internal and external situations have been examined, a SWOT-analysis can be made to get a clear image of UNOY’s Strengths, Weaknesses, Opportunities and Threats. 
	Strengths

- Positive testimonies of members: good in gathering youth, high quality of materials,  good service to help build skills and capacity;
- Good use of communication channels and frequency of communication, according to 73% of the members;
- Most of the information is spread efficiently, according to 55% of the members


	Weaknesses

- Not all members are satisfied with the amount of communication. Too little, according to 27%;
- A lack of a strong feeling of ownership;
- No active involvement of members;
- A weak cooperation, members work on their own on local basis;
- Knowledge is not shared.

	Opportunities

- Organize more regional events;
- Organize more physical meetings;
- Organize more joint activities and projects;
- Expand the use of social media;
- Be in constant contact with all members of an organization;
- Provide members more input in decision making processes;
- Use the newsflash as an incentive to push members to report about their progress.
	Threats

- Cuts by the Dutch government in culture and development aid could lead to less financial support;
- Uncertainty on the labor market could lead to less possibilities for volunteer work;
- Insufficient access to Internet.


Target groups
A division can be made between internal- and external target groups. Internal target groups are the members, the International Steering Group, the International Secretariat and the Board. The aim of this research is to improve the cooperation and communication with the members. They are therefore the main target group. The recommendations are partially based on the results of the survey, which was held among members. Hence, the new strategy – which is described below – is focused on better relationships with the members. The International Steering Group is also an important target group, since it is their responsibility to take into account the needs, concerns and proposals of the members. This communication plan could thus serve as a guide when they make strategic decisions on the planning of activities. For the International Secretariat this plan could also serve as a guide in their communication and cooperation with the members. Since the Board’s main function is to approve overall plans, the communication plan is also directed at this legal body. 
There is no real external target group, yet there is an external public group: other network organizations. They do not constitute a target group, since this research is not aimed at them. 
Their experiences are only consulted to learn from. These lessons are processed in the new strategy. At the short term, UNOY needs to focus on the lessons learned and try to work on the recommendations, together with the members. Cooperation with other network organizations has currently no priority. However, on the long term, when UNOY successfully tackled all challenges, other networks could turn into a target group (Mitchels, 2009). 
Aims
The aim of this research was to solve the problem of loose cooperation and communication between the member organizations. To make this aim more concrete, it has been split into three categories:
· Knowledge: Members need to know that UNOY is not merely an agency that offers services for local projects. It is a platform where people can share experiences and learn from each other. It is a communication center that can only improve the quality of work when knowledge is exchanged. Furthermore, members need to know that being part of a network has several benefits. The International Steering Group and the International Secretariat need to know that members would like to have more input in decision making processes. Moreover, they need to be aware of the fact that members would like them to organize more regional events and that they wish to cooperate more with other organizations in joint projects. 
· Attitude: Members need to understand the necessity of their own contribution and of a pro-active attitude in order to keep the network vivid. Moreover, members need to realize the importance of active involvement. When they really comprehend this, they will be able to change their behavior. The International Steering Group on their turn, needs to understand that involving members in the decision making, strengthens the feeling of ownership. 
· Behavior: Members need to inform UNOY about their activities. This means that they should regularly contact UNOY and report back about their progress. Also, when UNOY contacts them, they should share their ideas and stories, so that others can learn from those experiences. Furthermore, members should cooperate more often with other organizations; they should engage in joint projects and campaigns. 
Message
The message UNOY wants to send to its target groups, is that it is their mission to link up people’s initiatives for peace in a global network of young Peacebuilders. Moreover, they offer assistance to empower the capacities of young people to help increase the effectiveness of their actions. In order to realize this mission, active involvement of members is crucial. UNOY is a platform where all members can share and exchange information. If members do not make use of these facilities, the concept does not work. In other words, UNOY wants to make it clear that the network is a communication center and service provider. This means that the contact with members should be on a regular basis. Only in this way the quality of the work can be upheld and subsequently, the benefits of being part of the network can be visible. UNOY therefore, calls up the members to participate actively. This includes reporting back on the progress of activities, taking initiative in proposing ideas and suggestions, sharing knowledge and cooperate more with other organizations. This is also a clear message to the International Steering Group and the International Secretariat, to make it possible for members to work together is projects and campaigns. 
Moreover, active involvement of members is also a responsibility of these two bodies. They should ask for their input in decision making processes and implement them. It is their task to show members that their voices are being heard. In addition to this, more regional events should be organized, since this strengthens the bond between members. It is thus clear that the target groups mentioned, are all responsible for an improvement in the communication and cooperation. 
Strategy
Methods to improve the communication
On the basis of the survey results, it can be recommended that in order to improve the weak communication, UNOY should translate documents to make sure that everybody understands the content. This is because some organizations indicated that they face language barriers. Moreover, the dissemination of information can be more efficient by creating e-mail data bases that should be updated at least once a year. This method, that was suggested by a member organization, gives UNOY more certainty that all members receive the messages conveyed. Another method, also suggested by a member organization, could be the use of mass mailing options, which means that information is sent to all members. In this way the problem of gatekeepers can be prevented, since all staff members of local organizations will receive the messages, instead of only the contact person. Additionally, keeping the bad connection with Internet in certain countries in mind, materials should be sent by post to local organizations. Finally, when all web-based and postal options have been employed, UNOY could now and then make a phone call to member organizations. This method, that is based upon the interviews with similar networks, strengthens the contact, as it makes it more personal and it provides certainty that information is spread to the right person(s). 

Methods to intensify the involvement
Furthermore, bearing the expectations and preferences of the members in mind, UNOY should e-mail them a few times per month to ask about their progress and activities. When doing so, UNOY should use the newsletter as an incentive to push members to report on their work. Stories that members share, should be published in the newsletter. Other networks acknowledged that this method triggers organizations to report more frequently and perhaps to take the initiative in sharing their experiences. Eventually it could make members more pro-active. Another method to encourage the exchange of knowledge, is by organizing workshops where organizations who are working in similar fields of activity can learn from each other’s experiences and connect with each other. In addition to these workshops, UNOY should also organize more regional events, so that members from the same region can meet and engage in joint projects. Apart from certain events, UNOY should also lay the emphasize on regular joint activities. Members indicated that the main reason for them to join UNOY was to benefit from the possibility to share experiences with other NGO’s. UNOY should enlarge this possibility by linking up member organizations from the same region. They should instruct members to cooperate and create common products. This will strengthen the cooperation between members and result in higher quality products. 
Methods to strengthen the feeling of ownership
In order to strengthen the feeling of ownership, UNOY should involve members more in the decision-making processes. This means that when it comes to issues on strategic policy and direction, members should be consulted and their opinion should be taken into account. This is what members expect from UNOY, as appeared from the survey results. Currently, decisions on the planning of activities are made by the International Steering Group, of which four members are active people within member organizations. However, UNOY consists of 49 members, whose voices should all be heard. Also when it comes to the implementation of projects. By consulting the members frequently, through the above-named communication channels, members will feel that their input is important. This is essential for active involvement, especially because members indicated that they expect from UNOY to provide them with more chances to play a bigger role on the planning of activities on national and the international level.
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Appendixes

The results survey processed into pie chart diagrams



Figure 6
Most of the respondents indicated that their biggest motivation to join UNOY, is the possibility to share experiences and learn from other NGO’s. However, it can also be seen that a lot of organizations gave multiple answers. Therefore, the differences between the answers are not that big. This implies that most of the organizations joined UNOY for several reasons.

Figure 7
As can be seen, organizations differ in their perception of the structure of UNOY. The majority thinks it is an open and decentralized structure. However, a great part believes it is an organic structure.

Figure 8
The graphic demonstrates that the frequency of visiting the website, differs per organization. This is because it depends on the connection with Internet. As can be also seen in figure 4, some organizations have difficulties with connecting to internet. Subsequently, this constitutes a barrier to visit the website regularly . However, most of the respondents indicated that they visit the website every month or every week. 



Figure 9
Comparing this graphic with the one of figure 8, one can see that in this case there is more unanimity among the respondents. A great majority indicated that they read the newsletter every month. Interesting to note, is that almost all organizations that visit the website every week, read the newsletter every month. This suggests that in general, organizations give more priority to the website than to the newsletter. 


Figure 10
As can be seen, a large majority of those surveyed, is satisfied with the current amount of communication. Only eight respondents indicated that they think the communication is too little. This does not mean, however, that the communication does not need to be improved.  A lot of organizations gave several suggestions on how to enhance networking with other members. 


Figure 11
The graphic shows us that half of the respondents would like to have the possibility to give more input on the determination of projects and priorities. The other half is divided in different opinions. Significantly, 22% of the respondents think members are already involved sufficiently, while 21% indicated that rather the International Steering should be more involved. By multiplying these percentages, one could state that 43% does not think it is necessary for member organizations to be more involved. This, however, does not way up to the 50% that argues that members should have a more active role in the development of objectives.


Figure 12
As can be seen in the graphic, 94% of the organizations is willing to give input on statements to the UN. This reflects the same call for a more active role in the development of objectives, that was also expressed in figure 11. It is evident that the majority of the respondents would like to be more involved in decision making processes and in choosing a direction. Whether this is on a local or an international level. 

Figure 13
A great majority of the organizations that were surveyed, is positive about the way information is spread. 55% indicated that most of the information in spread efficiently, but that some information remains with the contact person. According to 29%, information is distributed efficiently to all their partners and contacts; they did not have any further comments. As described in the analysis of the survey, the five organizations that argued that information stays with the contact person, gave several suggestions on how they think information can be spread to more people.  

Figure 14
As can be seen, most of the respondents agree on the preference of individual e-mail communication with the desk officer a few times per month. According to 25% of the organizations surveyed, this is the most popular way to keep UNOY informed about their progress and activities. Secondly, annual reports are also in favor among 22% of the respondents. An interesting thing to note, is that all respondents gave multiple answers; none of them has one single way to keep UNOY informed.
Transcription interviews network organizations

IFOR

1.      What is the name of your organization?

International Fellowship of Reconciliation (IFOR). Founded in 1914 in response to the horrors of war in Europe, IFOR has taken a consistent stance against war and its preparation throughout its history. Perceiving the need for healing and reconciliation in the world, the founders of IFOR formulated a vision of the human community based upon the belief that love in action has the power to transform unjust political, social, and economic structures.
2.      Which country or region does your organization represents?

IFOR counts 82 branches, groups, and affiliates in 48 countries on all continents. For more information: www.ifor.org 
3.      Does your network face problems concerning organizations that work on their own and do not share knowledge? If yes, how do you deal with that?

There are challenges in terms of knowledge management, as for instance some members do not have access to electricity or Internet. Some of the solutions are: using an ordinary phone in this case. In the midterm we would like to improve our overall exchange of knowledge by using new web-based tools.
4.      In which way does your network highlight the benefits of being part of the network? How do you increase the feeling of ownership?
Through sharing our mission which is based on Active Nonviolence being the drive for IFOR members to share, exchange, connect and communicate. IFOR has a nearly 100 years of history with great activists and Nobel Peace Prize Laureates such as Martin Luther King. 
5.      Some members are less active than others. They only enjoy the contributions the network provides, without reporting back about the developments. How do you create incentive in order to push members to be more active?

IFOR tries to listen and understand their needs. Sometimes, being not active has some other reasons which both mother organization and members are not aware of. By doing so we can have a clear view about expectations.
6.      In which way does your network portray itself as a communication center and service provider?

IFOR collects the information from different members and shares it within the movement and the outside world.   
7.      Does your network face problems concerning the communication with its members? For example, that information stays with the contact person and does not reach the rest of the organization? If yes, how do you try to improve this inefficient way of dissemination?
See answer 5
8.      How often do you have face-to-face meetings? How do you organize that, considering the distance and the money? 

Currently, when IFOR members meet, we try to organize regional meetings. For instance, our European members meet in a European city, our African members in a city in Africa etc. Every four year IFOR holds an international Council where members from the entire internal network are invited. The board meets often via Skype.
Alliance for Peace Building

1.      What is the name of your organization?

Alliance for Peacebuilding

2.      Which country or region does your organization represents?

We are a membership-based organization, and our members work in regions throughout the world.
3.      Does your network face problems concerning organizations that work on their own and do not share knowledge? If yes, how do you deal with that?

Communication is always a challenge, but one of our goals as an organization is to increase collaboration among organizations who are working in similar conflict contexts.  Through our Collaboration Connections program and other services, we share knowledge.
4.      In which way does your network highlight the benefits of being part of the network? How do you increase the feeling of ownership?
Our members are involved in decision-making within the organization on strategic policy and direction, and we also seek to work with our members in the implementation of projects.
5.      Some members are less active than others. They only enjoy the contributions the network provides, without reporting back about the developments. How do you create incentive in order to push members to be more active?

In our messaging, we highlight the importance of working together and being an active member, and try to show the value in that.  “The whole truly is greater than the sum of its parts”

6.      In which way does your network portray itself as a communication center and service provider?

We offer an interactive website which hosts all of the pertinent information happening in the peacebuilding field, and members also maintain member profiles and information about themselves which they can share with other members of the online community.
7.      Does your network face problems concerning the communication with its members? For example, that information stays with the contact person and does not reach the rest of the organization? If yes, how do you try to improve this inefficient way of dissemination?
We do not experience this within our own organization, and we are not privy to this kind of information about our members.
8.      How often do you have face-to-face meetings? How do you organize that, considering the distance and the money? 

We hold an Annual Conference which brings together our members, and we also hold various events throughout the year.  We strive to offer phone and/or video conferencing capabilities for members who cannot make it in person.

Earth Charter Center for Education for Sustainable Development

1.      What is the name of your organization?

Earth Charter Center for Education for Sustainable Development 
Handbook 
2.      Which country or region does your organization represents?

Costa Rica, around the world in different fields.
3.      Does your network face problems concerning organizations that work on their own and do not share knowledge? If yes, how do you deal with that?

Resources are online and every member can use them. Since we have a decentralized strategy, members do not have to report to us. Furthermore, we have a small secretary. Before sending the newsflash, we send an e-mail to members to see whether they have to report something. They like to be featured in the newsflash. We use this method as an incentive.
4.      In which way does your network highlight the benefits of being part of the network? How do you increase the feeling of ownership?
The strategy does it; it allows people to own the network. The members can use it the way they want. 
5.      Some members are less active than others. They only enjoy the contributions the network provides, without reporting back about the developments. How do you create incentive in order to push members to be more active?

See answer 3.
6.      In which way does your network portray itself as a communication center and service provider?

We do not give services, we coordinate efforts and help people with the implementation of certain methods.
7.      Does your network face problems concerning the communication with its members? For example, that information stays with the contact person and does not reach the rest of the organization? If yes, how do you try to improve this inefficient way of dissemination?
Mass mailing option: we send to all endorses, or specific lists. We also sometimes call, this makes it personal, not just an automatic reply.

8.      How often do you have face-to-face meetings? How do you organize that, considering the distance and the money? 

Online meetings
EPLO

1. What is the name of your organization? 
European Peacebuilding Liaison Office (EPLO) 

2. Which country or region does your organization represents? 

EPLO is a network of European NGOs, networks of NGOs and think tanks. We have members in 14 European countries (10 EU Member States plus Kosovo, Norway Serbia, and Switzerland). Between them, our member organizations are represented in Europe, Africa, Asia, Latin America and the Middle East. 
3. Does your network face problems concerning organizations that work on their own and do not share knowledge? If yes, how do you deal with that? 

All of our members undertake their own work. They are encouraged to share knowledge but there is no obligation for them to do so. Generally, members are keen to share information about their work. 
4. In which way does your network highlight the benefits of being part of the network? How do you increase the feeling of ownership? 
EPLO’s work is member-driven and -owned. Our policy work is led by a series of working groups and ad-hoc groups which are made up of representatives of our member organizations. All EPLO publications have to be approved by our members. 

5. Some members are less active than others. They only enjoy the contributions the network provides, without reporting back about the developments. How do you create incentive in order to push members to be more active? 
We encourage our members to participate in working groups and ad-hoc groups, general assemblies, lunch meetings and other events which we organize. 

6. In which way does your network portray itself as a communication center and service provider? 
We have a website (regularly updated), an internal ‘Members only’ section, a blog, an internal newsletter (for EPLO member organizations) and an external newsletter. We also make use of several group mailing lists and we offer a help desk function. 

7. Does your network face problems concerning the communication with its members? For example, that information stays with the contact person and does not reach the rest of the organization? If yes, how do you try to improve this inefficient way of dissemination? 

We are always looking for ways to improve communication with our member organizations. We communicate directly with the directors of our member organizations plus one or more staff members who are designated as ‘Representatives’. It is up to the member organizations themselves to decide how they communicate information about EPLO within their own organization. We encourage other (non-director or representative) staff from our member organizations to participate in our work. 
8. How often do you have face-to-face meetings? How do you organize that, considering the distance and the money?  
We have two general assembly meetings per year and each of our working groups has a face-to-face meeting approximately once per year. We try to link face-to-face working group meetings to other meetings in Brussels (e.g. conferences, seminars etc.) 
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