
The digital era will see an increasingly dynamic and fluid

configuration of power and responsibility among governments, civic

actors and the global marketplace

Governance webs integrate competencies 

and contributions from a broad range of participants

G-webs are inevitable - governments must play an active role in them

to meet citizen and market expectations for a more responsive,

resourceful, efficient and accountable form of governance

The Internet is driving the redefinition of roles, relationships,
and institutional forms in the public sphere

Governments need new management competencies, resources, and
flexibility in organizational design in the digital economy

The governance web: 
New roles and responsibilities for the digital era



“The revol u tions in
co m mu n i c a tions are ch a n gi n g

the scale of human activi ties . .
. . S o ci eties have ten d ed to
f u n ction re a so n a bly wh en

t h ere is co n gru en ce of sc a l e
among economic activi ti e s ,

so cial orga n i z a ti o n , a n d
pol i tical and administra tive

co n trol units. But incre a s i n gly
what is happening is a

m i s m a tch of sc a l e .”

— Daniel Bell
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Scorecard

Governance in the Digital Economy

The governance web:
New roles and responsibilities for the digital era

Phenomenon

Description

Key Participants

Government-market-civil society networks 

The digital era will be characterized by an incre a s i n g l y
dynamic and fluid configuration of power and
responsibility among governments, civic actors and the
global marketplace. Whether streamlining govern m e n t
s e rvice delivery or resolving complex global issues,
g o v e rnments are either actively seeking ó or can no
longer resist ó broader participation from civil society
and the market (i.e. the private sector). Research into
this phenomenon suggests three fundamental findings:

• Governments need to integrate competencies and
contributions from multiple participants to meet
citizen and market expectations for a more
responsive, resourceful, efficient and accountable
form of governance

• The Internet is driving the redefinition of roles,
relationships, and institutional forms in the public
sphere

• While greater shifts in power and authority to the
market and civil society are inevitable, most
governments currently lack the management
competencies, resources, and flexibility in
organizational design to manage the perils, or
leverage the benefits, of this phenomenon

This case examines several fledgling networks among
government, the market and civil society to help
government decision-makers understand and engage
the emerging model of digital-age governance: the
governance web (g-web). 

• Government: local, subnational, national and inter-
governmental organizations 

• Market: global corporations, small and medium
sized businesses, industry associations

• Civil society: Advocacy networks, NGOs, civic
associations (including religious groups, trade
unions, professional associations, and interest-
based groups), community-based organizations,
individual citizens
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Scorecard continued…

Phenomenon

Technology
Enabled Change

Success
Indicators

Perils

Future State

Government-market-civil society networks 

The central contributions of the Internet to the development of governance webs are largely a
consequence of its decentralized and internetworked structure, which:

• Enables new linkages among people, knowledge and institutions in the creation of dynamic
governance webs and new value propositions

• Amplifies many of the diverse forces and mechanisms by which societies order their affairs,
giving clear advantages to network-enabled actors over entrenched hierarchies 

Leading g-web success indicators will include:

• Broader participation from the market and civil society 

• Superior performance and process integration

• Greater knowledge sharing and diffusion

• Improved transparency and accountability

• Increased agility and flexibility in responding to leading issues and challenges

• Decentralized and participatory decision-making

• Greater efficiency and cost-savings

• Improved confidence and trust in the performance of governments

The paths to transformation will be laden with perils that governments can avoid or mitigate
with proper planning. These include:

• Conflicts over different notions of the proper roles and powers of governments, market and
civil societies

• An ineffective, disintermediated, state system that generates social/political conflict and fails
to meet human needs

• Less local democracy and accountability as power is shifted to global institutions and
powerful market and civic actors

• Global divides in civic participation as digitally-enabled NGOs and citizens gain influence but
the majority of voices remain marginal 

Digital-age governments face an increasingly dynamic political and economic environment
shaped by fluid, shifting and spontaneous networks that coalesce to engage on political issues.
The promise of digital-age governance is that of a more adaptable world in which power is
increasingly shared. The key question is whether the emerging reality of networked governance
will strengthen or diminish society’s capacity to manage the long list of interconnected
challenges and issues this century



The limits of industrial-age 
government 
Industrial-age government emerged as a
tightly controlled collection of seemingly
permanent and rationally ordered
structures and institutions. This confident
and authoritative body was the center of
legitimate power due to its attainment of
a central role and responsibility for
planning, anticipating problems and
overcoming obstacles in guiding the
development of modern nation-states.

The underlying rationale for large and
complex government structures was that
progress, both social and economic,
depended on maintaining order through
administrative control. The disorders of
early industrialization made the need for
a central authority seem urgent. Since
citizens and civic associations (civil
society) and business and industry (the
market) were largely contained within the
geographically defined space of the
nation-state, attention was focused on the problem of
identifying and ministering to manageable units
within a territorially bound society. Government
focused on mitigating the weaknesses of each sphere
of public life and not on the potential roles that civil
society and the market could play in advancing the
processes of governance.

In the more complex and interconnected digital-era
environment, the industrial-age command-and-
control model characterized by hierarchy and
centralization is becoming untenable. Growing global
economic interdependence, fast-paced technological
change, and a plethora of transboundary and cross-
disciplinary issues present enormous challenges to
today’s government institutions. Governments face a
reality in which they are increasing ly dependent for
authority on a network of powers and counter-
influences of which they are just a part. While there
has not be a g reat leveling of the political playing
field, even the most powerful governments cannot
escape the influence of the marketplace or
international public opinion. Nor can they easily
reverse — or even curtail — the current diffusion of
political authority and responsibility to the market
and civic actors. The challenge for governments is to
be a leader in building new institutions of
governance, leveraging the power and innovative
capacity of the market and the capabilities of an
increasingly networked citizenry.

From government to 
governance webs
A fundamental shift in governance is unfolding as the
scale of activity in the market and civil society
overwhelm the political and administrative
institutions of government. According to Harvard
Social Scientist Daniel Bell, the management of scale
has been one of the oldest problems in social
institutions. Bell says, “Societies have tended to
function reasonably when there is congruence of
scale among economic activities, social organization,
and political and administrative control units. But
increasingly what is happening is a mismatch of
scale.”1 As industrial-age institutions crack under
pressure for change, governments are in danger of
losing the legitimacy and authority to govern. To
manage this mismatch in scale, governments need to
make a transition from industrial-age government, in
which a single agency, ministry, or level of
government assumes central control of political
responsibility, to digital-era governance webs, in which
a network of civic and market actors participate in
the “ordering” and “management” of public affairs.

In s ti tuti on a l i zed or met h odical attem pts by
govern m ents to cre a te g-webs are ra re and immatu re .
Examples of govern m ents using the In tern et to de s i gn
and orch e s tra te a g-web are even more excepti on a l .
Ma ny em er ging g-webs are ch a racteri zed by con f l i ct
— and some invo lve govern m ent as an unwi ll i n g
p a rticipant — because govern m ents have been slow to
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Figure 1. Governance Force Field Analysis



ad a pt to new re a l i ti e s . But , as this case wi ll
dem on s tra te , prec u rs ors to more insti tuti on a l i zed
forms of m a rket and civic parti c i p a ti on in govern a n ce
a re appe a ring in vi rtu a lly all trad i ti onal govern m en t
dom a i n s . The impera tives for govern m ents goi n g
forw a rd are first to iden tify the roles and com -
petencies that govern m ents must discard , maintain or
acqu i re , and secon d , to de s i gn the insti tuti on a l /
or ga n i z a ti onal fra m eworks thro u gh wh i ch the
com p l em en t a ry strengths of the market and civi l
s oc i ety can be levera ged .

The changing governance environment: govern-
ment and the market
Though it usually stops short of directly determining
policy outcomes, the market shapes the overall
structures within which governments and other
political, social and economic institutions must
operate and make decisions. In contrast to previous
eras, structural power is not centered in or working
through any particular country — it floats freely in a
global network of corporations, financial institutions
and strategic locations.2 In this context, governments
face two interrelated challenges: 1) working with the
market to adapt their regulatory mechanisms and
governance processes to better support innovation
and wealth creation, and 2) ensuring the ascendance
of digital networks will also be a force for sustainable
social development.

Upheavals and transformations
The changing economics of the information-based
economy have put the survival of many industrial-
age firms at risk. 3 In the digital economy, firms must
provide much higher value at much lower costs to
capture and retain the scarce attention of customers.
To become more competitive, innovators are not
choosing to build internal capacity, but to create a
new organizational form for value creation we call
the business web (b-web).4 In b-webs,
internetworked, fluid — sometimes highly
structured, sometimes amorphous — sets of
enterprises, teams and individuals come together to
create value for customers. Emerging leaders in the
digital economy are mobilizing people and resources
to unprecedented levels of performance and greatly
enhancing flexibility and innovation in business
models, management and marketing. The result has
been unprecedented market capitalizations and
profits, accompanied by significant and shifting
concentrations of resources and wealth.

New global networks
While the market is in a period of rapidly
accelerating innovation and globalization,
government has been not only slower to catch up, but
also in many ways constrained by emerging

imperatives set by the market. Three interconnected
political-economic phenomena are central:5

• Global corporations play a major role in the
globalization of production, world trade, foreign
investment, and financial markets, as well as the
production and diffusion of new technology,
private research and development, employment,
and the provision of goods and services.6 For
governments, the ongoing importance of global
corporations to national economic activity means
that government policy makers cannot ignore
their needs.

• While stimulating economic growth, Global trade
imposes limits on state autonomy and induces
shifts in domestic policy as nation-states become
participants in regional and international trade
regimes such as NAFTA,APEC and the WTO.

• Global finance has imposed an external financial
discipline on governments that has contributed to
both the emergence of a more market-friendly
state and a shift in the balance of power between
states and financial markets.7

New partnerships
Government decision makers increasingly agree that
public-private partnerships will become the primary
way to organize and implement a growing number of
government services, and in some cases, to create
social and economic policy. Three major motivations
have propelled the growth of public-private
partnerships. The first is the redefinition — and
reduction — by some governments of their role in
the provision of goods and services in the economy.
The second is the pressure of mounting debt and
intractable deficits — particularly through the 1990s
— that led governments to sell assets or reduce costs.
The third is the desire of governments to tap the
knowledge, technology and resources of the market.
In leading partnerships, governments leverage the
strengths of the market by sharing risks and financial
reward with private sector participants through a g-
web delivery model.

The changing governance environment:
Government and civil society
Civil society has traditionally operated in a
governance space constrained by hard boundaries set
by governments. 8 In the digital era, governments will
be less able to control the context in which they
become engaged with civil society. New civic
networks - from local to national to t ransnational -
escalate the power of civil society relative to
governments and the market in democracies and
increase the influence of civic actors (domestic or
foreign) in the politics of the undemocratic nations.
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Upheavals and transformations
The civic institutions and organizations that were
constructed around the social contract among
government, the market and citizens are less and less
able to relate to the people’s lives and values in most
societies. Increased disillusionment with traditional
political and civic institutions, however, is occurring
at the same moment that many Western nations are
experiencing a momentous transition from
membership to advocacy in civil society. Citizens are

now more likely to drop in and out of organizations
and issues than they are to make a long-term
commitment to membership in apolitical
associations.9 Indeed there has been a dramatic
growth in NGOs that are active around an
increasingly wide range of issues and projects at local,
national and international levels.10

New global networks
The construction of networks of knowledge and
action by local actors that cross the boundaries of
nation-states has led many commentators to
announce the emergence of a global civil society.11 As
civic actors continue to adopt the Internet as an
organizing tool, governments can expect to encounter
more transnational, visible and diversified civil and
uncivil networks. While transnational NGOs and
advocacy networks interact with governments and
the market over particular issues, these networks are
not constrained by the state system itself.12 Like global
capital, they owe no allegiance to any particular
nation-state.A majority of transnational civic actors,
however, are Western groups projecting themselves
into the international arena and developing
countries. The NGOs that are emerging in recently
democratized regions of the world still have little
access to international decision makers, except
through coalitions with more powerful organizations.

New partnerships
Civil society is becoming an important partner (and
independent force) in the renewal of local politics
and the democratization of global decision-making.13

As the attention of national governments turns to
strategic issues related to globalization and power
over matters of everyday life is increasingly found at
local and regional levels, the space for civil society
actors has grown. The persistence of certain social
welfare problems such as poverty and urban decline
is resulting in increased efforts by governments to
engage civil society to help address them.14 In many
cases, community organizations have developed
entirely grassroots network solutions in the absence
of government initiatives.

In the global arena,civic actors are benefiting from
an international context more amenable to non-
national ties and partnerships.15 The past decade of
UN-sponsored conferences such as the 1992 Earth
Summit in Rio and the 1995 World Conference on
Women in Beijing, suggests that government policy
makers increasingly rely on NGOs for their
specialized expertise and capacity to engage
grassroots energies.16 In international service
provision and humanitarian relief work, NGOs are
receiving a greater percentage of development
assistance from development agencies and
governments than ever before.17
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Figure 2. Growth of states,IGOs and INGOs over time 



Emerging trends in governance 

As budding models of internetworked governance
mature, governments that actively pursue a g-web
strategy will co-define, rather than react to, the
emerging trends in governance.

Organizational networking

G overn a n ce webs are em er ging as the lead i n g
or ga n i z a ti onal form for integra ting the activi ties of
i n s ti tuti ons and or ga n i z a ti ons to cre a te new va lu e .
E n a bl ed by inform a ti on tech n o l ogi e s , g - webs wi ll
evo lve and opera te at light speed , with the uniqu e
a bi l i ty to easily integra te new nodes that share the
same interopera ble com mu n i c a ti on code s .G - web
l e aders wi ll need to manage an incre a s i n gly su pp l e
a rra n gem ent of ri ghts and re s pon s i bi l i ties to maintain
an agi l e , open and fluid net work of p a rti c i p a n t s .

Transparency and openness
The Internet enhances both free association and the
free flow of information and knowledge through
unmediated channels — two powerful prerequisites
for a more autonomous and influential citizenry in
the g-web phenomenon.18 Knowledge diffusion is
escalating the number of players that can command
attention and authority in political affairs,
undermining government attempts to establish or
maintain information monopolies. Governance webs
will drive increased transparency and openness as the
Internet provides access to information about the
activities of global corporations, governments, and
even NGOs.

Knowledge management 
G overn a n ce webs provi de unpara ll el ed opportu n i ti e s
for the cre a ti on and managem ent of k n owl ed ge . By
reducing the cost and ti m e - s p ace barri ers to ef fective
com mu n i c a ti on and coord i n a ti on , the In tern et en a bl e s
g - webs to acqu i re , proce s s , and dissem i n a te new
k n owl ed ge and public inform a ti on more ef fectively
than indu s tri a l - a ge insti tuti on s .G overn a n ce webs that

c u l tiva te soph i s ti c a ted knowl ed ge
m a n a gem ent capabi l i ties wi ll also ben ef i t
f rom a su peri or capac i ty to incorpora te
d iverse pers pectives and re a l - ti m e
i n form a ti on into dec i s i on - m a k i n g.

Democratizing decision-making
Increasingly, power and responsibility in
decision-making will be shared and
negotiated by diverse participants in local,
national, regional and international arenas.
Managing the changing scale of decision-
making and the growing number of
participants will drive g-webs to invent and
refine new digitally enabled models of
decision-making. Ensuring proportional
representation among participants, building
trust and creating consensual processes for

negotiating differences will be vital to reducing
conflict and enabling greater collaboration in the
next generation of g-webs.19

Case Studies
This investigation of new opportunity spaces for
governance in the digital economy focuses on eight
different networks that have emerged as the three
spheres of public life — government, the market and
civil society — overlap. The case studies survey the
governance landscape, touching down on a range of
issues and initiatives along a number of axes,
including territory (local to global), governance
space (services to policy-making), g-web integration
(collaboration to conflict), power shift (market to
civil society), and government control (lead to
bystander). Each of the eight cases provides insight
into impact of the Internet on governance and the
emerging roles for government, civil society and the
market in governing a networked world.

Local,national and international g-webs
At the local level, networks are emerging among local
government, business and civil society to empower
communities and distribute the benefits of the
information revolution to regions bypassed by global
networks of information and wealth creation.
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• Neighborhood Knowledge Los Angeles: Community
empowerment and the Internet, explores an
innovative effort to empower communities to
preserve their neighborhoods through Web-
enabled access to underutilized public data
URL: “http://nkla.sppsr.ucla.edu/index.cfm”

At the national and sub-national level, governments
are managing devolutions in responsibility to local
and regional bodies and a broadening of
participation as the market and civil society become
integral players in spaces where governments had
previously maintained a monopoly.

• In tegra ted Ju s ti ce Proje ct: A new mod el for pu bl i c -
priva te pa rtn ers h i p s, i den tifies a be s t - practi ce approach
to partn erships in a joint ef fort to cre a te a more ef f i c i en t ,
tech n o l ogy - en a bl ed ju s ti ce sys tem in Ontari o, Ca n ad a
U R L : “h t tp : / / w w w. i n tegra ted ju s ti ce . gov. on . c a / ”

• Scorecard: Digital-age models for environmental
protection, demonstrates how the Internet can give
communities greater access to the information and
tools they need to protect their environment
URL: “http://www.scorecard.org”

• Fa rmwide: In fo rm a ti o n - a ge agri c u l tu re in the
Au s tralian Ou tba ck, d raws key lessons from a mu l ti -
s t a keh o l der approach to econ omic devel opm ent in
Au s tra l i a’s ru ral farm com mu n i ties 
U R L : “h t tp : / / w w w. f a rmwi de . com . a u / ”

At the intern a ti onal level , govern m ents are beginning to
f u n cti on less as soverei gn en ti ties and more as nodes of
an intern a ti onal “po l i ty.” A decen tra l i zed form of gl ob a l
govern a n ce is em er ging as govern m en t s ,i n tern a ti on a l

i n s ti tuti on s , the priva te sector and NGOs, a s
well as indivi dual citi zen s , accept or claim joi n t
re s pon s i bi l i ty for managing econ om i c
gl ob a l i z a ti on , pre s erving a tra n s n a ti onal rule of
l aw, re s ponding to intern a ti onal con f l i cts and
hu m a n i t a rian disasters , and defining and
u pholding intern a ti onal principles and va lu e s .

• The Gl obal Wa ter Pa rtn ership: A netwo rk fo r
su s t a i n a ble wa ter pol i c y, examines the cre a ti on of
n ew knowl ed ge and soluti ons for su s t a i n a bl e
w a ter use thro u gh In tern et - en a bl ed tri - s ector
policy net work s
U R L : “h t tp : / / w w w. g wpforu m . or g / ”

• Information-age lobbying: Advocacy networks
and the WTO, considers the implications of
the ability of Internet-enabled activists to
mobilize public opinion and gain greater
influence in international trade and
investment negotiations such as the MAI and
WTO

URL: “http://www.agitprop.org/artandrevolution/”

• Co rpo ra te wa tch d o gs and the In tern et: The Home Depot
Su cks campa i gn , su ggests the Ra i n fo rest Action Netwo rk’s
c a m pa i gn a gainst Home Depot is an indicator of a n
em er ging model of corpora te govern a n ce in wh i ch
civil society uses the Internet to pressure the
m a rketp l ace to accept vo lu n t a ry codes of con du ct
U R L : “h t tp : / / w w w. h om edepo t su ck s . com”

• Bolero: the self-regulating market?, assesses the
significance of a phenomenon in which an
electronic trading platform and electronic trading
policy have been designed and implemented in the
absence of government responses to the need for
international rules.
URL: “http://www.bolero.net”

Neighborhood Knowledge Los
Angeles: Community empowerment
and the Internet
N e i g h b o rhood Knowledge Los Angeles ( N K LA) is
a univers i ty - com mu n i ty - govern m ent partn ers h i p
a i m ed at improving and pre s erving nei gh borh ood s .
The corn ers tone of the proj ect is an online tool that
provi des easy access to a vast co ll ecti on of p u blic data
a bo ut properties and nei gh borh oods facing urb a n
dec ay. The NKLA proj ect integra tes databases
containing inform a ti on abo ut public (city, co u n ty,
s t a te , federal) and priva te (e.g. i nve s tm en t , toxic rel e a s e
n o ti ces) activi ties that can be tracked at the
n ei gh borh ood level to devel op an interactive
Nei gh borh ood Electronic Mon i toring Sys tem (NEMS).
N K LA’s evo lving inform a ti on sys tem uses a mapp i n g
i n terf ace to plot near “re a l - ti m e” i n form a ti on on city
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maps po s ted on the Web site .
Ra t h er than having to look at
e ach database sep a ra tely, p u bl i c
of f i c i a l s , c i ti zens and bu s i n e s s e s
can search by zip code or other
p a ra m eters to vi ew
com preh en s ive inform a ti on on
one property, or see at a gl a n ce
wh i ch com mu n i ties might be
h e aded for tro u bl e .

History of NKLA
NKLA was first developed at
UCLA’s Advanced Policy
Institute in the School of Public
Policy and Social Research as a
participatory research project
with residents from Vernon-
Central, a low-income
neighborhood in Los Angeles.
This initial project attempted to
better understand the patterns and processes of
residential disinvestments. Neal Richman, director of
NKLA and associate director of UCLA’s Advanced
Policy Institute, found that the best predictor of
housing abandonment is tax delinquency. The
researchers involved with the NKLA project began
using tax data to look for a characteristic pattern in
housing serving low-income residents. Property tax
delinquency, they found, is often followed by building
code violations and tenant complaints, and
eventually, abandonment.

After coming across a similar early warning system in
Chicago, graduate student Daniel Krouk proposed
that an interactive database approach could yield a
powerful policy research tool with wider use and
accessibility than a traditional research study. An
online project prototype was developed and
presented to the city of Los Angeles Housing
Department, which provided initial funding. The
Fannie Mae Foundation and the U.S. Department of
Commerce Telecommunications and Information
Infrastructure Assistance Program were also
approached and subsequently provided major
financial assistance. Other project participants
include the Los Angeles Library Department, the Los
Angeles Community Redevelopment Agency and the
Community Development Technologies Center.

The government-civil society network
A condition of funding was that the UCLA team find
a home for NKLA in a non-profit organization so
that the tool would be directly accountable to an
active constituency. This encouraged NKLA
researchers to develop effective community
partnerships that placed this tool in the hands of

community members looking for “early warning
signs” that properties in Los Angeles are headed for
unlivable status. Since the NKLA launched in
September 1999, citizens and community
organizations have been using its online databases to
look for properties with tax problems, code violations
or other difficulties, such as tenant complaints or fire
violations, that could be precursors to abandonment
and deterioration in their neighborhood.

The focus of the project is not just on identifying
problems. NKLA has developed a code enforcement
tracking system that enables residents to monitor the
City of Los Angeles responses to housing code
complaints and violations — similar to the way
online customers track their Fed Ex packages. Users
are supplied with information on conducting their
own inspections, contacting City inspectors using
electronic forms for complaint letters and other
documents, and finding assistance in resolving
housing concerns, including mediation groups.
NKLA researchers also work with grass-roots
community organizations, tenant groups and
activists, such as the Western Center on Law and
Poverty, to promote code enforcement by
government officials. According to Richman, the
NKLA project and its community partners played a
role in developing the city’s comprehensive slum
housing ordinance, which mandates that all
properties be inspected for code violations every
three years. That, in turn, is helping improve
compliance by property owners.

Another innovative application of NKLA technology
is a spin-off project called Interactive Assets Mapping
of Los Angeles (I AM LA). One early criticism of
NKLA was that it often reinforced the image that
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low-income communities
only contain “deficits,” such as nuisance properties
and environmental hazards. Moreover, the
information displayed by NKLA was not produced by
those who actually live in the community. Through a
community asset mapping program, I AM LA helps
identify strengths for rebuilding. Using a
combination of GIS and Internet technologies, for
example, youth in the Vernon Central community
conducted an electronic “treasure hunt” to describe
spaces important to them and their community.
Residents can find information about church groups,
organizations, social programs and youth activities
through database-enabled neighborhood Web pages.

One group that finds the NKLA tools useful is
Concerned Citizens of South-Central Los Angeles, a
nonprofit organization that works with residents to
improve conditions in their neighborhoods.
Executive Director Juanita Tate says “All of this is
made possible through access to information gleaned
from public data. We couldn’t do this on our own

because we can’t afford this kind of research or these
kinds of people. Our university partnerships with
UCLA and Occidental have been great.”20

The changing governance environment
NKLA and similar projects in other cities are good
examples of how technology-enabled networks
between civil society, government and other public
institutions such as universities can improve the
process of governance by empowering more
participants to become involved in problem
identification and resolution. In particular, NKLA
exemplifies three phenomena enabled by the Internet.

Integrating institutions
The In tern et blu rs bo u n d a ries among insti tuti ons — in
the case of N K LA ,a m ong a univers i ty, c i ty and co u n ty
govern m en t s , and com mu n i ty or ga n i z a ti on s . As
s ep a ra te en ti ti e s ,n one could accomplish what NKLA
does by pooling re s o u rces and com peten c i e s . Th e
u n ivers i ty con tri butes re s e a rch and tech n o l ogical skill s
to the devel opm ent of N K LA tech n o l ogy and the
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training of com mu n i ty mem bers and govern m en t
of f i c i a l s . The com mu n i ty or ga n i z a ti ons serve as foc a l
points for en ga ging and or ganizing the com mu n i ty
a round the proj ect . The va rious govern m ent agen c i e s
f u n cti on as sources of p u blic inform a ti on and as
l egi ti m a te en ti ties for en forcing vi o l a ti ons and directi n g
funds tow a rds com mu n i ty rei nve s tm ent stra tegi e s .

Turning information into knowledge
S po t ted early en o u gh , a com mu n i ty ’s dec ay could be
revers ed thro u gh a com bi n a ti on of well - t a r geted
p u blic programs and priva te sector inve s tm en t . But
a l t h o u gh the danger signals are all on public record ,
t h ey are ef fectively inacce s s i ble to the publ i c , bu ri ed
deep within the bowels of c i ty hall . N K LA illu s tra te s
what can be done with what would otherwise be
u n deruti l i zed public inform a ti on . Ri chman says that
the key va lue that UCLA bri n gs to this proj ect is its
re s e a rch ers’ a bi l i ty to tra n s forms raw public data into
formats that are meaningful and useful to com mu n i ty
re s i dents and local govern m ent po l i c y - m a kers .2 1

Community empowerment
For com mu n i ties left out of the high - tech boom , n ew
tech n o l ogies provi de real hope wh en they are app l i ed
to con c rete social probl em s . Com mu n i ty outre ach ,
access to tech n o l ogy, and training help low - i n com e
and linguisti c a lly isolated com mu n i ties con n ect to
ef fect social ch a n ge . N K LA’s powerful com bi n a ti on of
i n teractive mapping and citi zen parti c i p a ti on co u l d
e a s i ly be rep l i c a ted to track inform a ti on on issues su ch
as em p l oym en t , p u blic health and migra ti on pattern s .

The Integrated Justice Project: A new
model for public-private partnerships
Developed to streamline the justice system in
Ontario, Canada’s most populous province, the
Integrated Justice Project is a joint initiative of three
ministries and a consortium of four private
companies. The ministries of the Attorney General,
Solicitor General, and Correctional Services combine
to form the public arm of the partnership. EDS
Systemhouse leads the private consortium, which
includes  DMR Consulting Group, KPMG LP, and
Teranet Land Information Systems. The project
includes a common systems architecture, improved
and integrated case management, technology-
enhanced courtroom procedures, and an upgraded
desktop computer implementation project. The IJP is
still under development, and the plan is to have all
systems operational by the end of 2001.

The government-market network
The IJP’s innovative partnership allows the two sets
of partners to combine resources and competencies
while sharing the risks, benefits and financial

rewards. The Ontario government gains increased
access to financial resources and technologies; in
return, the government has ceded some of its control
over the justice system and the possibility of financial
returns to the private sector. The consortium gains a
new market, and has the potential for greater upside
gains than they would have in a traditional
procurement relationship. In return, it shoulders
some of the risk.

Shared risk and financial reward
Unlike an outsourcing program, the IJP uses a
process called Common Purpose Procurement. The
consortium shares part of the surplus if the program
saves the government money, although the amount is
capped at full recovery of the investment. Conversely,
if the project does not generate savings, the private
firms share the financial loss with the government.
This arrangement allowed the government to leverage
its investment, obtaining 75 per cent of the estimated
C$200 million program budget from the private
partners. Currently, the Ontario government spends
3.5 per cent of its total budget, or $2 billion per year,
on the justice system.22

The IJP agreement sets common goals for the public
and private partners, and ensures that each group is
appropriately dedicated to the success of the project.
Ailsa Hamilton, director of the public side of the
project, says that with the shared risk, “nobody’s
gonna send us a dud.”23

Information management
Cost saving is not the on ly driver for the IJP. Recen t
judicial inqu i ries into vi o l ent crimes in Ontario have
determ i n ed that bet ter com mu n i c a ti on in the ju s ti ce
s ys tem might have preven ted furt h er crime in these
and other cases. This has hel ped the IJP ga rn er su pport .

The IJP strives to improve the current “s i l o” s ys tem
of govern m ent or ga n i z a ti on , in wh i ch nu m ero u s ,
i s o l a ted stores of i n form a ti on are housed in differen t
dep a rtm ents and ju ri s d i cti on s . Ch a n ges to one set of
data are not ref l ected in other “s i l o s ,” c re a ti n g
i n con s i s tencies that can lead to cri tical errors . Th e
IJP wi ll house a single database ava i l a ble to all
a ut h ori zed users , l e ading to a seamless, “en d - to - en d ”
ju s ti ce sys tem .

The project will also use electronic tools to email case
contributors about important events, and schedule
court sessions. An electronic file will be created for
offenders, including a digital mug shot and personal
information. Instead of typewritten transcripts, court
proceedings will be recorded digitally. Most
important, the integration of all of this information
into a searchable database will allow justice workers
to find important data that was previously difficult,
costly or even impossible to find.
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Institutional integration 
and organizational design
With three ministries and four major corporate
partners, organizational design and communication
present major challenges for the IJP. The IJP has put a

unique spin on traditional relationships by having
public and private staff work side by side on project
teams, working towards common goals. Hamilton
describes the situation as “fully mixed”, saying that it’s
difficult to identify whether a project team member
comes from the public or private side. When conflicts
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occur, which, according to Hamilton, is rare, both
sides defer to the initial agreement for clarification.
The 300-page contract document was designed
meticulously so conflict could be resolved quickly.

One of the trade-offs of gaining efficiency though
public-private partnerships is the loss of public sector
jobs. While job loss is arguably transitional as public
sector jobs are replaced by private sector jobs, public
sector labor unions such as  OPSEU (Ontario Public
Service Employees Union) object to the replacement
of court reporters and other staff with electronic
systems. Once fully implemented, the project will
eliminate 2,500 such jobs. OPSEU says courthouses
will be like “giant automated banking machines” and
contends “no matter how good the technology, there
still needs to be a qualified, trained individual in the
courtroom [to ensure that] the court record is
accurate and complete.”24

The changing governance environment
In any public-private partnership there are important
choices to be made about the nature of both the
government-market relationship and, increasingly,
the government-to-government relationship. The IJP
represents a best-practice approach to resolving some
of these choices.

Partnerships versus privatization
Privatization and outsourcing are traditional
government approaches to achieve efficiency and
leaner budgets. The Internet provides an
infrastructure for greater creativity and innovation.
Forward-thinking governments will seize this
opportunity to choreograph and deliver government
services with a wide range of public and private
participants. Leading government partnership models
will also create incentives for the market to align itself
with the interests of the government and, ultimately,
the public at large. These goals will be accomplished
through well-structured partnerships such as the IJP,
which share risk and reward, as well as operations
and decision-making.

End-to-end justice system
Bureaucratic fragmentation has stifled the
effectiveness and innovative capacity of industrial age
institutions. Indeed, the promise of tighter
integration of processes and information
management systems is one of the key forces driving
e-government. This competency can be acquired
through partnerships with process experts in the
private sector. For the IJP, the payoff lies in its ability
to overcome coordination problems among silos in
the justice system, allowing staff to perform tasks
more quickly, cheaply and efficiently, with fewer cases
falling through the cracks.

New management models 
The success of the IJP will depend on the ability of g-
web leaders to manage human capital across the
newly integrated justice system. The highest
performance will be achieved when collaboration and
problem-solving can occur at all points in the
lifecycle of the justice system. The IJP’s full circle
information system not only facilitates the flow of
information across several government agencies, but
also provides an infrastructure for an internetworked
management approach.

Organizational learning
Organizational learning will also play a fundamental
role in the success of public-private partnerships. The
IJP faced one of its biggest organizational learning
challenges in training and fostering technological
understanding necessary for diverse user groups to
handle the advanced information management
systems. Significant effort has been invested into the
education of participants such as lawyers, Crown
attorneys, correctional staff, and municipal
administrators. The IJP has created unique pages on
its Web site for these different parties, providing
details on upcoming events, answers to common
questions, and other useful information. This
investment will improve the performance of the g-
web and bring a large group of Canadian public
officials up to world standards.

Scorecard: Digital-age models for
environmental protection
Like other social movements in the United States, the
environmental movement of the 1960s took an
adversarial stance towards the state and the market.
By the 1980s, however, a largely grassroots social
movement had spawned a small but powerful circle
of well-resourced lobby groups such as the Sierra
Club, the National Audubon Society, and the Natural
Resources Defense Council (dubbed the Group of
Ten25) with a demeanor closer to their government
and business counterparts than to their g rassroots
predecessors.26 While “professional” members of the
environmental movement enjoyed unprecedented
influence, ordinary citizens and small community
organizations faced enormous barriers (both
technical and financial) to participation in
environmental protection and policy-making. And
while policy-making was opened up to prominent
NGOs in the Group of Ten, the government
continued to maintain a monopoly on monitoring
compliance and enforcing regulations. Thus, what
had started three decades before as a populist and
decentralized movement had, by the 1990s, evolved
into a technical, centralized and bureaucratic system.

Two forces are now converging to unsettle this
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centralized approach.

• The community right-to-know movement —
galvanized after incidents such as Love Canal  —
has grown considerably in strength and numbers
over the past two decades.27 As communities have
become aware of the impacts that toxic chemicals
are having on human and environmental health,
community leaders are becoming
vocal in demanding access to
information about nearby
environmental hazards.

• Empowered by the widespread
deployment of GIS, Web-enabled
databases, and computer
simulations, environmental groups
are gaining the ability to collect,
manage and distribute large
volumes of environmental data.
Governments are not only under
pressure to make information
available; they are increasingly
unable to monopolize the
management of information.

These forces are driving the
evo luti on of n ew, m ore decen tra l i zed
and com mu n i ty - b a s ed reg u l a tory
en forcem en t . The Envi ron m en t a l
Defense Fu n d ’s (EDF) Web - en a bl ed
i n terf ace to databases of tox i c

releases ac ross the Un i ted State s , c a ll ed
S corec a rd , is a pri m a ry example of t h i s
n ew model of envi ron m en t a l
govern a n ce .2 8

The government-civil society network
The story begins with the creation of the
Toxic Release Inventory (TRI) by the US
Environmental Protection Agency (EPA)
in 1986. After the tragedy in Bhopal,
India, where a chemical explosion in a
Union Carbide plant in 1984 killed over
3,500 people and acutely injured tens of
thousands of others, policy-makers came
under intense pressure to protect the
American public from a similar disaster.
The Emergency Planning and
Community Right-to-Know Act, drafted
in 1985, contained a provision called the
Toxic Release Inventory (TRI) that
empowered the EPA to collect emissions
levels on 328 deadly chemicals in use in
commerce. With considerable foresight,
Congress required the TRI data to be

made available to citizens via computer. The
bill met furious opposition from industry,

and even some EPA officials, but narrowly passed.
The first report, released in 1989, showed that billions
of tons of toxic waste were being released into the
environment. Observers credit this report with
spurring the chemical industry to intensify the search
for low-pollution technologies.

Not long after the development of the TRI, groups in
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civil society recognized the enormous power of this
information and began building systems to harness it.
Of the many that have emerged, EDF’s Web-based
Scorecard is the most sophisticated. Scorecard
combines data from over 300 different scientific and
government databases to profile local environmental
problems and health effects of toxic chemicals.
Visitors to the site can type in their zip code and get
instant access to a wealth of information about
pollution sources in their region. Scorecard took
more than a year to develop with more than a million
dollars worth of programming time — much of it
donated. Scorecard’s immediate popularity surprised
the EDF — the site received more than a million hits
in its first two days in April 1998. Since the launch,
EDF has focused on increasing its profile and user-
base by arranging for public-service space for
banner-ads on major e-commerce sites and Web
portals, and placing Scorecard links on over 5,000
community portals, city sites, real estate sites and
other environmental organizations’ sites.

The changing governance enviro n m e n t

Scorecard’s contribution to the changing nature of
governance is its ability to harness the power of
publicly available information to provide individuals
and organizations with powerful online tools for
assessing environmental risks and taking action.29

Scorecard’s added value to the TRI is captured in the
following factors:

Ease of use
Scorecard provides accessible and powerful interfaces
to complex data. One innovative application, the
Internet map server, dynamically generates
environmental data charts as the cursor crosses
geographic areas. The creators of Scorecard built an
easy-to-use tutorial that steers users to information
about environmental hazards in their community.
Visitors to the site can also personalize the way
Scorecard displays information and send emails and
faxes directly to polluters.

Contextualized information 
Paul Orum, editor of Working Notes on Community
Right-to-Know, a Washington, D.C. newsletter, said
in 1996, “There’s nothing in TRI that says this much
exposure to a certain chemical will have this health
effect. We’re still sorely lacking in a public-health
infrastructure that can tell people the impacts of
toxics to which they are exposed.”30 Scorecard offers
layman explanations about each type of pollutant it
tracks and their associated health effects — turning
raw information from TRI and other sources into
practical knowledge.

Community-orientation
Scorecard’s “Enviroguide” provides an environmental
profile and quick answers to basic questions about a
community’s environmental quality in dynamically
generated homepages. These pages lead users directly
to other online sources of environmental information
about their community. Scorecard also has an online
forum where concerned citizens post questions, give
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advice, find other concerned people in their
community, and network with people who have had
similar experiences.

Tools for action 
Scorecard comes complete with a set of tools for local
organizing and conducting educational meetings. A
list of polluters includes the plant supervisor phone
number. Other tools enable users to send free faxes to
polluters or email complaints to the EPA. Scorecard
has partnered with a nonprofit Internet venture
VolunteerMatch to help users to find volunteer
opportunities with environmental organizations.

Trust 
On several occasions the EDF has used the Freedom
of Information Act to obtain and post data that the
EPA had withheld in the face of objections from the
chemical companies.31 EDF’s commitment to
providing easy access to accurate information fosters
a level of trust among citizens that the EPA would be
hard-pressed to match.32 The perceived independence
of EDF from industry and government lends itself to
the creation of an online milieu where citizens feel
comfortable exchanging information and finding
solutions to problems in their community.

Farmwide: Digital-age agriculture in
the Australian Outback 
Australia is a land of great distances. It is a long way
from most of the world’s markets and many of its
farming communities sparsely
populate an expansive rural
geography. Participation in the digital
economy is especially difficult for
Australian farmers who have to
overcome the disadvantages of
isolation in remote and rural areas.33

One Australian project targeted
toward the farming community in
rural Australia is striving to accelerate
the transition to digital-age
agriculture. Through Farmwide — a
commercial venture led by the
National Farmers Federation (NFF),
Australia’s major farm lobby group —
the market, civil society, and
government play complementary roles
in economic innovation, knowledge
and community building, and the
drive to overcome access barriers in
the Australian Outback. Farmwide
shows how new online networks are
enabling more participants to
contribute to the creation and

continuity of competitive advantage in the digital
economy.34

The government-market-civil   society network
Farmwide, a wholly owned subsidiary of the NFF, was
created in 1986 to create commercial opportunities
for farm organization members. Starting in 1995,
Farmwide began to focus on improving farmer’s
access and effective use of information technologies.
Its first undertaking was the Farmwide Online
Services Pilot Project in January 1996, supported by
the Commonwealth Department of Transport and
Regional Development.35 The success of the pilot
project resulted in a $5.5 million grant from the
Regional Telecommunications Infrastructure Fund’s
Networking the Nation program to create the
Farmwide Regional Access Network (FRAN).

Farmwide Regional Access Network
The objective of FRAN is to find innovative ways to
overcome the technical barriers to widespread
adoption of online services.36 Farmwide has identified
a number of goals to address the technical barriers
including the construction of new Internet points of
presence (POPs) that will allow quality access for the
cost of a local call; the design and development of a
“Woomera” modem37 to address line quality
problems; and trials of two high-bandwidth satellite
data delivery technologies. Many commercial
technology partners including Maestro Modems,
Gilat Satellite Services and Ozemail have helped find
technical solutions to the barriers to rural access.
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Farmwide Community Portal
The most significant ob s t acles to get ting farm ers
online are soc i a l , not tech n i c a l . L ack of con f i den ce
and skills in using the In tern et , l ow aw a reness of t h e
po ten tial ben efits and difficulty finding rel eva n t
Au s tralian con tent are ob s t acles that have preven ted
m a ny farm families going on l i n e . Fa rmwi de initi a ted
a ru ral skills training progra m3 8 and is devel oping an
on going stream of n ew online con tent tailored to
the Au s tralian farming com mu n i ty. According to
Ma rk Ned h a m , Fa rmwi de’s Di rector of
In f ra s tru ctu re Devel opm en t , the In tern et wi ll all ow
“ru ral and regi onal businesses to expand thei r
h ori zon s ,” and “p l ay an active role in Au s tra l i a’s
In form a ti on Econ omy.”3 9

The Farmwide Community portal aggregates the

latest on commodity markets, weather, farming
machinery and other agricultural inputs, world
farming news, and a host of information vital to
productive farming enterprises. Farmers now have
the ability to check prices and offerings with
suppliers around the country and overseas, allowing
for greater choice and scope in their business
decisions.40 More farmers are beginning to build
personal Web pages on the Farmwide portal and are
taking advantage of online trading and e-commerce
to purchase agricultural inputs and access new
markets. Knowledge networks are forming among
farmers using Internet Relay Chat, newsgroups,
listservs and online discussion groups to share
marketing, technical and educational information
both locally and internationally. A rural email

16

© 2000 Digital 4Sight. Reproduction by any means, or disclosure to parties who are not employees 
of Digital 4Sight member organizations is prohibited. Thank you for your cooperation.

The governance web
G o v e rnance in the Digital Economy

Figure 12. Farmwide value map



directory enables farmers to search the Farmwide
Community for people with similar needs and
interests by name, location and interest. Farmwide
has also developed a specialized agricultural search
engine called AgSearch.

According to Fa rmwi de’s online parti c i p a n t s , one of t h e
most significant ben efits of the In tern et lies in its abi l i ty
to help farm families all evi a te the isolati on of l iving in
rem o te are a s . In s te ad of w a i ting 10 days for mail and
making ex pen s ive intern a ti onal call s , email and the
In tern et of fer immed i acy at a com p a ra tively low co s t .
Fa rm families can access edu c a ti onal materi a l ,h e a l t h
i n form a ti on , and other goods and servi ces that were
s c a rcely ava i l a ble before . The Fa rmwi de portal provi de s
access to govern m ent servi ces thro u gh the Govern m en t
S h op Front page , wh i ch contains a list of links to
perti n ent govern m ent servi ces and inform a ti on on l i n e .
As Fa rmwi de devel op s , the proj ect wi ll focus on
expanding and improving its of feri n gs in vi deo -
con feren c i n g, online learn i n g, d i rect online trad i n g,
online banking and shopp i n g.

The changing governance enviro n m e n t
Agriculture is a sector of vital importance to the
Australian economy. With the economic output of
Australia’s rural communities accounting for nearly
20 per cent of all Australian exports, the
competitiveness of their farmers is a national issue.
But the national government cannot tackle this issue
alone. Nor should it. Increasingly, matters of
community and economic development are being
taken up by the market and civil society.

A multi-stakeholder development process
Many participants have contributed to the
development of a stronger and information-rich
agricultural economy in Australia. This level of
participation has been coordinated and achieved
through the NFF’s commitment to use information
technologies to empower rural communities. The
NFF’s grassroots organization facilitates the process
of educating participants about the benefits of the
Internet, and ultimately drives the uptake of online
services. Their intimate understanding of the needs
of farmers assists in the development of useful
content and services that outside parties could not
easily replicate.

Governments have also played a crucial role. The
establishment of the RTIF, Rural Communities
Program, National Office of the Information
Economy and significant state and local government
initiatives all aimed at increasing awareness, access
and skill levels for rural Internet users have provided
the funds necessary to meet the expensive
infrastructure requirements. The Australian

government collaborated with Farmwide to make
government services and transactions targeted
towards farm communities available through the
Farmwide portal. And telecom deregulation has
allowed private ISPs to provide services to rural
Internet users. The number of ISPs grew from 64 to
over 640 during the trial, resulting in greater
competition and reduced prices.41

Knowledge networks enable economic innovation
and greater self-reliance
Trad i ti on a lly, ru ral com mu n i ties have foc u s ed
devel opm ent ef forts on local re s o u rces — land, l a bor,
and capital. In the digital econ omy, the su ccessful mix
of re s o u rces wi ll inclu de the abi l i ty of ru ral people to
use knowl ed ge and tech n o l ogy to cre a te com peti tive
adva n t a ge in gl obal market s . The In tern et provi de s
gre a ter access to these market s , but it also su pports the
c re a ti on of k n owl ed ge net works — a com peti tive
adva n t a ge in an econ omy wh ere knowl ed ge is the
f u n d a m ental source of produ ctivi ty and power.
Kn owl ed ge net works fo s ter a more integra ted ,
ad a pt a bl e , and re s o u rceful com mu n i ty that can face the
ch a n ging econ omic and po l i tical envi ron m ent toget h er.

In some cases farm ers wi ll net work intern a ti on a lly,
re aching out to other farm ers and assoc i a ti on s , or by
s eeking ex pert advi ce .D r. Ro s lyn Pri n s l ey of t h e
R I R DC points to a current sch eme wh ere scien tists are
working online with rem o te farm ers to help them use
dec i s i on su pport sof t w a re that proj ects crop yi el d s .4 2

Successful rural communities, however, will not rely
solely on outside experts or centralized government
agencies. Community members will benefit
significantly when they actively collaborate with one
another in the shift from resource intensive
development towards knowledge-intensive
approaches to agriculture. Through the Farmwide
Community portal, for instance, local people can
market their skills and knowledge locally, reducing
reliance on expensive outside expertise while
developing valuable skills within the farming
community. Developing the networked human
capital of rural communities enables them to leverage
that knowledge for competitive advantage.

The Global Water Partnership: A net-
work for sustainable water policy
Not long ago, water was considered an unlimited
resource, always available in adequate amounts and
acceptable quality. Water problems were thought to
be largely technical — how to increase supply and
satisfy demand. Today this is no longer the case.
Increasing demand for water as a resource and as a
sink for industrial pollution and human waste has
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lead to a worldwide crisis of water scarcity and
degradation. Water has become an international
political concern. Some observers even predict the
outbreak of war among nations who depend on
common water sources.

Im pending tu rm oil has provo ked nati onal and
i n tern a ti onal re s pon s e s . The interd i s c i p l i n a ry and
tra n s bo u n d a ry natu re of w a ter issu e s , h owever, m e a n s
that tech n oc ra tic and cen tra l i zed approaches wi ll not
adequ a tely ad d ress the probl em s . According to Kl a s
Sa n d s trom of L i n koping Un ivers i ty in Sweden ,“ It is
no lon ger fe a s i bl e , in a lon g - term , co s t - ef fective and
envi ron m en t a lly fri en dly manner, to increase water
su pp ly by building new dams, p i peline and well s .
Futu re soluti ons must be found at the en d - u s er of t h e
p i pe : by improving water use ef f i c i en c y, redu c i n g
conveya n ce sys tem losses, reusing water, a n d
optimizing all oc a ti on .”4 3 Su pp ly managem ent — wh ere
re s o u rce s ,k n owl ed ge and power tend to be cen tra l i zed
— must be rep l aced by demand managem en t . A
demand managem ent approach requ i res a va s t ly
decen tra l i zed but co h e s ive ef fort to work with the
gra s s roo t s , business and indu s try, and all levels of
govern m ent from all parts of the world to ra i s e
aw a reness of the probl ems and ch a n ge percepti ons of
w a ter; to cultiva te new knowl ed ge and policies abo ut
w a ter managem ent at the local and gl obal level ; and to
gen era te the po l i tical and social wi ll to adopt and
i m p l em ent new water managem ent sys tem s . In short ,
the issue begs a net worked re s pon s e .

The government-market-civil society network
The Global Water Partnership (GWP) is an attempt
to develop a comprehensive interdisciplinary
approach to water management, drawing on expertise
from many fields and professions from all regions of
the world. Formally established in August 1996, the
GWP helps translate broad international principles
for water management — conceived in 1992 at the
Dublin conference on Water and the Environment —
into action. This international network is open to all
parties involved in water management, including
governments, UN agencies, multilateral banks,
professional associations, research organization,
private corporations, and NGOs.44 The 2nd World
Water Forum held in March 2000 attracted 3,500
participants from 158 countries.

While a core role of GWP is to improve
com mu n i c a ti ons and knowl ed ge sharing within the
w a ter com mu n i ty, it also aims to iden tify po l i c y
m e a su re s ,m a n a gem ent instru m en t s ,i nve s tm en t
pri ori ties and implem en t a ti on stra tegies that can be
opera ti on a l i zed thro u gh regi onal or “river- b a s i n”
p a rtn ers h i p s . In doing so, the GWP gives nati on a l
govern m ents the flex i bi l i ty to evade three probl em s

t h ey typ i c a lly face in dealing with com p l ex issues that
grow slowly and affect people ac ross many ju ri s d i cti on s :

• Gaps in knowl e d ge and experti se. G overn m en t s
i n c re a s i n gly need the assistance of m ore spec i a l i zed
or ga n i z a ti ons to deal with com p l ex issues su ch as
the looming crisis of w a ter scarc i ty. The GWP poo l s
of k n owl ed ge and ex pertise of priva te firm s ,
s c i en ti s t s , NGOs and govern m ent officials to cre a te
m ore ef fective policy-making units.

• The political cycle. A regular turnover in political
leadership could divert attention and resources
away from issues such as water management,
which require consistent and coherent efforts over
a long time period. The GWP provides
governments with a stable institutional framework
though which they can meet their target of
producing a shared vision on water management
by the year 2025.

• Territoriality. Like most environmental problems,
issues of water scarcity and degradation do not
respect political boundaries. By shifting some
responsibility to international and regional bodies,
the GWP provides governments with the
appropriate organizational scope and scale to
address water management issues.

The GWP Partnership
The partnership has four components. The highest
policy-making body of the network is the
Consultative Group (CG), with representation from
all participants. The Technical Advisory Committee
(TAC) consists of professionals and scientists in
disciplines related to water use. The GWP network is
divided into several regions of the world, each with
its own Regional TAC. The regional units will be
developed through consultations with the major
stakeholders, combining workshops and regional
meetings, to establish a shared view of appropriate
strategies, mechanisms for implementation, and
priorities for action and investment. A small
Secretariat is hosted by the Swedish International
Development Cooperation Agency (SIDA). It
supports the international bodies, facilitates
implementation of CG decisions and is responsible
for monitoring the network’s programs. Through this
lean and largely informal structure, the GWP can
decentralize decision-making and strategy
implementation to regional and local bodies while
still ensuring a high degree of knowledge exchange
across the entire global network of participants.

Water Forum
The In tern et su pports the com mu n i c a ti on and
coord i n a ti on needs of the decen tra l i zed GWP
n et work . It redu ces the need for ti m e - con su m i n g
and co s t ly intern a ti onal face - to - f ace meeti n gs to
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c re a te and share new knowl ed ge , or to re s pond to
n ew issues and devel opm en t s . Pa rticipants are free to
con tri bute and ga t h er as mu ch inform a ti on as they
w a n t , wh en ever they want, t h ro u gh the Wa ter
Foru m : a key In tern et - en a bl ed com mu n i c a ti ons too l
in the GWP. The Wa ter Forum is open to anyon e .
This Web site of fers an indepen dent venue for
i n tern a ti onal agen c i e s , i n d ivi du a l s , l oc a l
com mu n i ti e s , the priva te sector, ac adem i a ,
govern m en t s , and non govern m ental or ga n i z a ti ons so
that con s i s tent and co ll a bora tive managem ent of
w a ter can adva n ce at gl ob a l , regi onal and local level s .

Participants are encouraged to set up a “kiosk” on the
site to profile their background and current activities.
Once they establish a kiosk they can join discussion
groups and exchange information to further
international dialogue. To help forge partnerships
between entities with varying expertise in water
resources management, the Water Forum has
networking facilities for GWP participants. The
Water Forum also provides links to various databases,
libraries and other Web sites.

The changing governance enviro n m e n t
The GWP case speaks to the potential added value of
the international policy network. The decentralized
and inclusive nature of the tri-sector GWP gives it a
particular advantage in five essential areas of global
policy making:

Decentralized global governance
The substantial growth of Intergovernmental
Organizations (IGOs), global corporations and
NGOs, the rapid development of different forms of
international regimes, the changing scope, subject
and structure of international law, represent a shift
away from a purely state-centered politics. The GWP
and other similar international networks such as the
World Commission on Dams are predictors of an
institutionally decentralized form of multi-layered
global governance. This construct already constrains
state action in the context of trade, human rights and
environmental protection and is on the springboard
in other areas. Hofstra University law professor Peter
Spiro claims “The aim is not a superstate but rather
the establishment of norm-creating multilateral
regimes and, ultimately, some sort of global
constitutional order.”45 Networked organizational
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structures such as the GWP, allow for a great deal
more flexibility and agility than one centralized
global water authority could achieve.

Broadening participation
If the term “global citizen” is to have any meaning, it
has to be accompanied by a series of rights and
responsibilities, including the right to participate in
international decision making. The GWP’s seven
regional advisory committees provide a venue for
local organizations to contribute to the sharing of
best practices on water management. The GWP
claims that since 1998 about 15,000 people at local,
district, national, regional and international levels
have participated in the development of the GWP’s
strategies for sustainable management of water
resources. Some advocates want to push more UN
decision-making forums in the direction of the
International Labor Organization (ILO), which gives
formal voting rights to business and labor delegates
as well as governments. What’s ultimately important,
however, is that international policy networks acquire
information from geographically and culturally
diverse sources as an input to policy making.
Sometimes referred to as the “strength of weak ties,”
networks take maximum advantage of the tensions
and differences among disparate groups.46

Managing knowledge
Network organization allows the GWP to acquire,
process, and disseminate new knowledge more
rapidly than mainstream policy bureaucracies. The
GWP Web site — the Global Water Forum — is
consolidating relevant knowledge about water issues
and disseminating it on a global scale. NGOs play
two vital roles here: 1) by championing a lateral
expansion of knowledge creation and decision-
making and 2) by spreading knowledge at the
grassroots and promoting the societal changes to
make international agreements and partnerships
work. Agreeing on the “correct knowledge,” however,
is a highly contested process. According to Wolfgang
Reinicke of the World Bank, “A global public policy
network can sort through conflicting perspectives,
help hammer out consensus, and translate that
consensus into actions its members will be more
inclined to support and implement.”47

Overcoming market and 
intergovernmental failures
Tri-sectoral networks provide a valuable public
service by remedying the weaknesses and failures of
existing government-market arrangements. By
operating closer to local communities and
disadvantaged groups, NGOs can be cheap and
efficient providers of services and conduits for local
knowledge. For decades the dominant paradigm of
environmental engineering and control over nature

has prevailed over ecological and community-based
approaches in water management. By bringing new
voices and perspectives to the water management
debate, the GWP is offsetting the tendency of
governments and private partners to pursue capital
and resource intensive mega-projects. Indeed, the
GWP stresses that an essential ingredient in
facilitating change will be the commitment of
grassroots actors such as the Dutch NGO Both
ENDS.48 Both ENDS is working to facilitate
grassroots participation in the GWP’s regional
consultations on river basin management by
partnering with less powerful NGOs, such as Vitae
Civilis (Brazil), Censat Agua Viva (Colombia), Econet
(India), FONI (Kenya), Klub Gaja (Poland) and
MilieuKontakt Oost Europa (Netherlands).

Information-age lobbying: 
Advocacy networks and the WTO
A shift from scarcity to abundance of information is
affecting political decision-making and ultimately
modifying the relationship between government, the
market and civil society in favor of those who excel in
the art of communication. Until recently, the central
control and high barriers to entry in traditional
broadcast media have limited the effectiveness of
public information campaigns to those with
tremendous resources. The open nature of the
Internet levels the playing field somewhat by enabling
smaller players without substantial resources to access
a centralized broadcast communications system to
add their messages to the prevailing political
discourse. Where decision-making structures have
not been formally opened up to new participants,
these groups can leverage their ability to disseminate
their point of view publicly with the hope of
indirectly influencing the decision-making process.

The government-civil society network
Most trade libera l i z a ti on agreem ents have been
n ego ti a ted far from the public ga ze wh ere NGO
p a rti c i p a ti on has been largely unwel com e . In 1998,
t a bles began to tu rn as NGOs and citi zens used the
In tern et to derail nego ti a ti ons for the con trovers i a l
Mu l ti l a teral Agreem ent on Inve s tm ents (MAI).4 9 Th e
s trength of the of fen s ive against the MAI attracted the
n o ti ce of o t h er intern a ti onal or ga n i z a ti on s . The Worl d
Trade Orga n i z a ti on , also a prime target of activi s t s ,
began to take steps to establish regular dialogue wi t h
NGOs and to open itsel f to public scruti ny. Som e
advoc a tes of the free market econ omic sys tem
a pp l a u ded these attem pt s ,c i ting the need for the
WTO to shed its sec retive cultu re and com mu n i c a te
bet ter with the gen eral public to build a broader
popular con s ti tu ency for trade libera l i z a ti on .
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The events leading up to and du ring the Se a t t l e
con feren ce in Novem ber 1999 indicate that the WTO’s
efforts to engage the public were insufficient. As
captured by media, WTO delegates were met by tens
of thousands of activists from around the world who
m a n a ged to close down the opening cerem onies and
d i s ru pt proceeding for the du ra ti on of the con feren ce .5 0

An organizational and informational network
The civic movement’s impact in Seattle was due to a
high level of unity and communication among
citizens, academics, community organizations,
associations, NGOs, labor unions and the
independent media. International trade and
investment has become a galvanizing issue capable of
weaving together the many divergent threads of social
activism that have emerged on the political scene
since the 1960s. Organizations that could rarely agree
on a common set of goals and principles could all

agree that they didn’t like the process or the perceived
implications of the WTO negotiations.51 The WTO, as
the main institutional manifestation of international
trade, has become the locus of contemporary social
criticism and action.

Th ro u gh o ut 1999, tens of thousands of peop l e
oppo s ed to the World Trade Orga n i z a ti on (WTO )
u s ed the In tern et in an intern a ti onal ef fort to build an
or ga n i z a ti onal and inform a ti onal net work . Anyon e
with a com p uter and a ro u gh knowl ed ge of E n gl i s h
could take part . Referring to the WTO nego ti a ti ons in
a recent po s t - m ortem panel , Sylvia Ostry, form er
chair of the Econ omic Council of Ca n ad a , poi n ted
o ut that because of the In tern et “ . . . the wh o l e
process has become infinitely con te s t a bl e . What used
to be a mon opo ly of govern m ents and the priva te
s ector is now ava i l a ble to everyone 24 hours a day.”5 2

The main rallying point was the StopWTORound
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distribution list. This put people in touch with the
whole movement and enabled them to link to
specialized groups such as the Corporate European
Observatory in Amsterdam and the Third World
Network in Malaysia. Frequent Internet updates from
national anti-WTO movements in Europe, Australia,
Canada, the US and India, and the slightly less
frequent updates from Africa, Latin America and
Asia, added to the volume of information available
through the work of thousands of citizen activists
producing conferences, seminars, public education,
Web pages, bulletins, leaflets, news coverage and
academic papers. Equally strong was the
organizational coordination and collaboration of the
dispersed activists and organizations that prepared
many months in advance to tackle the logistics of
organizing thousands of people for the protests on
the ground.

Expanding participation to civil society?
NGOs and advocacy networks cannot claim full
responsibility for the breakdown of the Seattle
negotiations. Other factors, including structural flaws
in the WTO’s decision-making process, lack of
preparation, and the developed world governments’
disagreements with the developing nations were key
factors in the demise of the Seattle round. US Trade
representative Charlene Barchefsky blames the
WTO’s expansion to 135 mostly poor members for
making the negotiating process “exceptionally
difficult to manage.”53 In the end, however, who or
what was ultimately responsible for the failure of the
talks is less important than who will be at the table
the next time the WTO meets. It is still unclear how
governments will respond to the failed round of trade
talks. The only certainty is that future of
international trade politics will never be the same.

Pascal Lamy, EU trade commissioner, blamed the
WTO’s “medieval” procedures for the failure and says
it must improve the balance between efficiency and
transparency.54 Also challenging the resistance to
broader participation, former Quebec premier Pierre-
Marc Johnson argues “No democratic society should
accept to leave so many people by the side of the
road.”55 Susan George, president of the Globalisation
Observatory in Paris, on the other hand, is skeptical
about the willingness of governments to open trade
negotiations to public scrutiny. “The European
Commission,” she says,“is anxious to resume
negotiations . . . They will meet again, if possible
behind closed doors, and will make sure opponents
of out and out globalization do not get another
media platform like Seattle.”56 Commentators Guy de

Jonquieres and Frances Williams appear to implicitly
support this claim in the Financial Times that claims,
“Many governments doubt a way forward can be
found through the ëGeneva process,’ the regular
meetings of WTO ambassadors. They think the
priority is to rebuild confidence through discreet
diplomacy and informal contacts in other settings.”57

The changing governance enviro n m e n t
Several lessons from the failu res of the MAI and WTO
n ego ti a ti ons exemplify the ch a n ging stru ctu re of
power in the intern a ti onal aren a .E ach lesson points to
a diffusion of po l i tical power and the inevi t a bl e
em er gen ce of i n tern a ti onal policy net works wh ere
govern m ents can no lon ger handpick their partn ers .

Network forms of organization are ascending 
O r ga n i z a ti on and knowing how to or ga n i ze have
a lw ays been sources of power. Tod ay, s el f - or ga n i z i n g
n et works are fast ch a ll en ging establ i s h ed hiera rchies as
a source of power. Gra s s roots activist net work s
gen era lly consist of d i s pers ed , of ten small groups wh o
com mu n i c a te , coord i n a te , and act in a fashion akin to
the In tern et — of ten wi t h o ut cen tral leaders h i p. Wh i l e
less pred i ct a ble and even unstabl e ,n et works appe a l
p a rti c u l a rly to actors who ei t h er had to opera te in
i s o l a ti on or would not give up their indepen den ce and
a uton omy. Wh et h er fluid and tra n s i ent advoc ac y
n et works su ch as the anti - WTO mobi l i z a ti ons wi ll
evo lve into co h erent all i a n ces and social movem en t s
has become a significant po l i tical qu e s ti on .

Hierarchies are ill-equipped 
to respond to networks
Hierarchies have a difficult time fighting networks
that are increasingly agile, resilient and well
organized. Governments, the quintessential
hierarchies, are grappling with this new reality.
Command and control hierarchies are hampered by
their cumbersome structure and their “obey and
agree” modality. A single intergovernmental agency is
helpless in the face of thousands of independent
computer operators passing information on to all
that want to know. Indeed, the Internet’s founders in
the US military had precisely that goal in mind —
ensuring that information could move from point to
point, even in the event of a nuclear war.

The power of international advocacy networks 
Power is migrating to actors who are skilled at
developing networks, and who are using them to
enhance their ability to organize and exchange
information. At present, social movements and
international lobbyists appear to be well ahead of
governments in using this form to their advantage.
The goal of NGO advocacy is to organize the

22

© 2000 Digital 4Sight. Reproduction by any means, or disclosure to parties who are not employees 
of Digital 4Sight member organizations is prohibited. Thank you for your cooperation.

The governance web
G o v e rnance in the Digital Economy



strategic articulation of information to democratize
unequal power relations. As a result, the judgments of
NGOs can be decisive in promoting or withholding
public and political support for global institutions
such as the WTO. In addition, as NGOs continue to
work outside of existing formal frameworks, they are
moving independently to meet goals and establish
new standards that governments and corporations
are themselves compelled to follow through force of
public opinion.

Lower barriers to entry
The Internet allows geographically dispersed activists
to magnify their impact by cheaply and effectively
coordinating their actions. While it takes skill to wage
an effective online campaign, the Internet is lowering
the barriers to entry for individuals and
organizations aspiring to make a political impact in
the international arena or in the affairs of foreign
countries. While it can be argued that large, well-
financed NGOs are more effective in dealing with
powerful governments and large corporations, it is
increasingly easy for independent activists and small
lobby groups to construct sprawling networks that
have a high capacity for transnational operations.

Transparency and openness are
emerging global imperatives
The days when international decision-makers can
meet behind closed doors are waning. Those
governments and institutions that have resisted
the advance of new players will have to permit
an unprecedented level of public scrutiny and
participation. International partnerships such
as the GWP suggest that this trend is not to be
feared. Rather, broadening participation can
lead to many benefits in international policy
networks, including increased legitimacy,
accountability and effectiveness.

Corporate watchdogs and the
I n t e rnet: The Home Depot Sucks
c a m p a i g n
As much as national governments and
multilateral bodies are feeling the impact of
Internet-enabled advocacy campaigns, so too
are global corporations. In some campaigns, as
in the case of the Free Burma Movement,
targeting corporations such as Pepsi and Levi
Strauss was merely a means of achieving
broader political goals. On the other hand,
many global corporations are discovering that
their own economic, social and environmental
practices in the developing world have an
international audience — including their most
affluent markets.

Consumer activism predates the Internet. Consumer
boycotts and selective purchasing laws forced
divestment from South Africa and helped end
apartheid. While the South African boycotts took
decades to take effect, the Internet is accelerating the
speed of social change. Listservs and anti-corporate
sites are amplifying the ability of consumers to
network, spread their message and organize
widespread actions to turn consumers away from
retail outlets. Organizations such as Corporate Watch
and Adbusters use the Internet to trade information
about how products marketed and sold in North
America, Europe and Japan are produced in the
developing world. Consumers can easily acquire such
information and make an impact on corporate policy
by spending in accordance with their principles. For
corporate managers who underestimate the power of
the advocacy networks to influence market behavior,
Home Depot’s experience with the Rainforest Action
Network (RAN) is a cautionary tale.58

The market-civil society network
E nvi ron m ent groups claim that Home Depot is the
l a r gest ret a i l er of old growth ra i n forest wood in the
U S . Its po s i ti on as a linchpin in the lu m ber indu s try
has won Home Depot con s i dera ble su cce s s , but it has
also made the com p a ny an attractive target for
ra i n forest activi s t s . In 1997, the Stealing Hom e
Coa l i ti on (led by RAN) hit Home Depot with a major
c a m p a i gn to convi n ce the com p a ny to stop selling old
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growth lu m ber or using it in the com p a ny ’s produ ct s .
Home Depot re s pon ded that it had no way to track
the wood sources of its 50,000 produ ct s , i n clu d i n g
c a bi n et s , door handles and hammer handles that
contain several types of wood . Yet , within two ye a rs ,
its su pp l i ers were working with envi ron m ental and
fore s try groups to certify that their wood produ cts are
not taken from en d a n gered are a s .

Anti-sites and other information-age tactics
The Home Depot campaign blended information age
tactics with traditional grassroots organizing.
Through the Internet, RAN was able to coordinate
actions and effectively communicate their
justifications for the Home Depot Sucks campaign.
Web sites protesting Home Depot’s activities were
created and mirrored around the world. These anti-
Home Depot Web sites have links to Home Depot
email, statistics about rainforest depletion,
documentation about Home Depot’s activities, lists of
actions and protests across North America, and links
to organizations working on the campaign. RAN even
posted “talking points” on its Web site to help
activists argue their position in the media.

Their Internet communications and networking
strategy was coupled with an effective campaign of
synchronized street protests. RAN mobilized a
network of 30,000 members and 150 grassroots
Rainforest Action Groups (RAGS) across the world.59

Their competency in reaching beyond their
organization to build alliances with indigenous
groups, human rights and environmental
organizations, small businesses and local politicians,
and profile celebrities bolstered their cause.

Faced with ongoing bad PR and the possibility of
losing store locations,60 Home Depot signed an
agreement with RAN to stop all sales of old growth
wood products by 2002. RAN’s Old Growth
Campaign Director Michael Brune says “Home
Depot still needs to develop concrete steps to phase
out old growth wood . . . and to establish a timeline,
but the Rainforest Action Network is eager to work
with them on this.”61 RAN has since announced plans
to move on to some of Home Depot’s competitors,
effectively broadening its “old growth free” campaign
to the entire home improvement industry. Now that
Home Depot has set a de facto industry standard, it is
conceivable that RAN will successfully establish, in
partnership with major home improvement retailers,
an industry wide environmental standard for the
home improvement industry  — a role t raditionally
played by government or industry itself.62

The changing governance enviro n m e n t
The Home Depot Sucks campaign contains two
important lessons about networks between civil
society and the market that have implications for the
emerging nature of governance.

Civil society is circumventing 
government’s regulatory/mediating role
We are witnessing the emergence of an era in which
civil society could supersede government in its ability
to influence some behaviors of the market. Rather
than appeal to government to intervene or pass
legislation against Home Depot, RAN attempts to
sort out the issues in the marketplace. Indeed,
government’s need to maintain a stable economy and
a healthy job market can often prevent it from
regulating in some areas. When mass consumer
power can be quickly and cheaply marshaled to affect
a corporation’s bottom-line or public image, it can
place corporate decision-makers on the defensive.
Corporations need to develop better sensors for
social criticism and be prepared to engage critics
before potentially costly campaigns are launched.

Lack of trust and divergent 
institutional goals encourage confrontation 
Lack of trust is a major barrier to cooperation
between NGOs and corporations. NGOs are
frequently suspicious of the motives and intentions
of corporations that approach NGOs with
partnership proposals.NGOs often avoid alliances
with business partners because of inherently opposed
institutional goals, a reluctance to be used as a vehicle
for good corporate PR, or fear of being perceived as
having “sold out.” Corporations, on the other hand,
must protect of their reputation, independence and
bottom line. Like Home Depot, most corporations
are still struggling to figure out how to handle NGOFigure 17. Home Depot Sucks campaign



participation.63 Still, there are grounds for optimism.

While cases are sti ll few in nu m ber, s ome NGOs have
become invo lved in de s i gning and mon i toring codes of
con du ct for corpora ti on s .S tung by fierce NGO
c a m p a i gns on the Brent Spar ep i s ode and its
opera ti ons in Ni geria — wh ere ties to the dict a tors h i p
of G en eral Sani Ab acha made it a target for hu m a n -
ri ghts groups — Shell adopted a new Statem ent of
G en eral Business Principles that inclu de s
com m i tm ents on human ri ghts and the envi ron m en t .
In regi ons su ch as Latin Am eri c a , it now reg u l a rly
con sults with NGOs on social and envi ron m en t a l
i s su e s . Royal Dutch / S h ell ’s ch a n ging atti tu de tow a rd
NGOs and Ni ke’s agreem ent to work with NGOs on
e s t a blishing gl obal labor standards and mon i tori n g
practi ce s , a re indicati ons that corpora ti ons are
beginning to see adva n t a ges in co ll a bora ting with civi l
s oc i ety, beyond the trad i ti onal custom er rel a ti on s h i p s .
While less perm a n ent and binding than legi s l a ti on ,
corpora te codes of con du ct are indicative of a more
dynamic and diffuse sys tem of corpora te govern a n ce
wh ere citi zens are claiming a leading ro l e .

Bolero: the self-regulating market?
Bol ero is a new b-web vying to form a Di s tri butive
Net work for the worl dwi de trading and shipp i n g
com mu n i ty. A Di s tri butive Net work uses “m ed i a ti n g
tech n o l ogi e s” to fac i l i t a te exch a n ges of goods and
s ervi ces ac ross space and ti m e .6 4 Bo l ero’s va lu e
propo s i ti on lies in the promise of great ef f i c i encies and
costs savi n gs thro u gh the el i m i n a ti on of the high
tra n s acti on costs assoc i a ted with the current paper-
b a s ed trade sys tem . By su pp lying a digi t a l
com mu n i c a ti ons infra s tru ctu re to en a ble the tra n s fer
of s ec u re el ectronic doc u m en t s , Bo l ero hopes to attract
m a j or mu l ti n a ti onals to adopt its trading platform .6 5

More significant than the efficiency the new system is
Bolero’s move toward self-regulation. The
international governance structure that Bolero has
assumed — and the process by which it was created
— contains lessons about the fu ture roles of
government and the market in governing the global
economy. While similar to other “self-regulating”
industry groupings such as Visa, Bolero uniquely
brings together two distinct industries to create a
trusted third party that governs through a form of
private legislation.

History and background
Bolero is no high-tech start-up. A joint venture of the
world’s banking and logistics industries, Bolero is
jointly owned by SWIFT (Society for Worldwide
Interbank Financial Telecommunication) and the TT
Club (Through Transport Club), a mutual insurance

company involving many of the world’s port
authorities and logistics operators. Approximately $5
trillion per day is transacted over the SWIFT
network, and the TT Club represents the interests of
nearly 6,000 operators in 80 countries. The members
of these two organizations in turn deal with almost
every company that engages in cross-border trade.

Bolero leveraged the knowledge and relationship
capital of both parent organizations to develop the
trade system and attract keystone members. Doug
Tweddle, Director of Compliance and Facilitation at
the WCO (World Customs Organization), says,
“What makes Bolero different is the nature of
Bolero’s backers. If they are serious about eliminating
the paper they have to deal with in connection with
international trade, then I believe it will happen.”66

The government-market network
Bolero spent significant effort on its electronic trade
platform, but needed a legal backbone to govern its
trade processes. During the development phase
Bolero found that most governments had yet to
create legislation to govern international electronic
trading. Frustrated with the slow pace of legislative
change, and not wanting to wait to launch its
advanced technology, Bolero created a bridge
between existing paper-based trade document
legislation and the electronic trade model. This
bridge comes in the form of the Bolero rulebook,
which is intended to “provide the legal framework on
which users will replicate the legal results currently
achieved in a paper environment.”67

Rather than starting from scratch, the company
realized that the existing paper-based legislation
could be used as a foundation for setting rules to
govern its new technology. Bolero used a consultative
process to develop an extensive international legal
feasibility study dealing with the communication and
storage of electronic messages. The survey was
carried out in 18 major countries, and concluded that
the current state of legislation governing paper-based
trade documentation could be successfully extended.

The logi s tics of the process are deceptively simple.
E ach user is requ i red to sign the ru l eboo k , or
mu l ti l a teral con tract , that reg u l a tes the Bo l ero trad i n g
envi ron m en t . If a com p a ny vi o l a tes the con tract ,
d i s p utes are re s o lved and en forced by nati onal co u rt s .
Al t h o u gh the need for legal com p u l s i on is ex pected to
be ra re , the ava i l a bi l i ty of l egal reco u rse is an
i m portant assu ra n ce for Bo l ero’s cl i en t s . “Welding the
tech n o l ogy to the legal fra m ework is one of the things
that makes us uniqu e ,” explains Peter Sco t t ,
com m ercial director for Bo l ero.6 8

While the company recognizes that it has created a
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substitute for government policy, Bolero nonetheless
relies upon government for the enforcement of
contract law and to maintain the openness of
international trade that allows the Bolero system to
work. To keep up with changes in government policy,
the company constantly monitors and consults with
various intergovernmental bodies including
UNCTAD (United Nations Conference on Trade and
Development), UNCITRAL (United Nations
Commission on International Trade Law), and the
ICC (International Chamber of Commerce).

Still only a few months out of the launch, Bolero’s
work appears to be holding up. Do governments feel
that Bolero has stepped on their toes? Apparently not.
In fact, Alan Asay, legal counsel for Bolero, says that

governments are generally pleased with the Bolero
model.69 The true test will come when and if
governments draft formal electronic trade document
legislation and must validate, alter, or dismiss Bolero’s
quasi-legislation. Bolero has gambled that
governments will support its system. If its instincts
are right, Bolero is poised to grab a very large share of
this ever-growing, $420 billion industry.

The changing governance enviro n m e n t
Like most businesses, Bolero relies on governments to
provide a framework and environment in which it
can legally transact business. But unlike most
businesses, Bolero’s system is not covered under any
existing legislation. Forced to choose between waiting
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for government legislation and attempting to do it on
its own, Bolero opted to forge ahead. Bolero is an
example of how the market is increasingly creating
centralized decision-making structures to achieve the
coordination necessary to make a global trading
infrastructure effective — without government
intervention. When the market moves first,
leadership shifts, even if systems such as Bolero are
built on the foundations of existing laws. In
particular, Bolero illustrates two market-led
phenomena that are more prevalent in the digital
economy: self-regulation and industry coordination.

Self-regulation
As the marketp l ace opera tes and evo lves at bre a k n eck
s peed , ex pect a ti ons for a more agile and re s pon s ive
form of govern a n ce — and incre a s i n gly sel f -
govern a n ce — em a n a te from many corpora te ,
econ omic and financial insti tuti on s . New
devel opm ents in sectors ra n ging from bi o tech n o l ogy
to inform a ti on tech n o l ogy are shifting leadership for
po l i c ymaking to players with the technical ex perti s e
and indu s try knowl ed ge and con n ecti ons to dra f t
ef fective rules and reg u l a ti on s . In c re a s i n gly, this means
s el f - reg u l a ti on — espec i a lly wh ere govern m ents have
not moved qu i ck ly en o u gh nego ti a te gl obal ru l e s . O n e
of the vi rtues of Bo l ero’s con tractu a lly - b a s ed approach
to sel f - reg u l a ti on is, as Adam As ay points out , t h a t
“ Because [Bo l ero’s] con s ti tu ents are a more foc u s ed
group than the gen eral pop u l ace , t h ey can re ad i ly note
wh en their needs have ch a n ged , and can ben efit from a
re s pon s ive legal stru ctu re .” 7 0

Bolero’s implementation strategy offers insight into
effective self-regulatory systems. To create its
rulebook, Bolero commissioned an exhaustive legal
study that examined nearly every large jurisdiction in
the world to determine if Bolero’s system was
compatible. It was able to identify areas that would
present challenges to the system, and build the
contract to deal with these difficulties. Once the
rulebook was drafted, Bolero entered a beta testing
stage, where 120 major companies in a variety of
industries evaluated the system alongside traditional
paper-based systems. This proved to be a successful
pilot program, with many of the flagship companies
adopting the system when Bolero fully launched in
September 1999. There are competing electronic
trading systems, but these are generally restricted to a
particular company, industry or trading community.
Bolero hopes to apply the international research and
become a global ly accepted standard.

Industry coordination
In the industrial age business paradigm, b-webs such
as Bolero were marginal, hampered by the barriers of
time and space. The Internet is changing this as new
virtual communities and associations become a

leading forum for industries to achieve coordination
and make decisions that are in the common interest
of all participants. Bolero has wisely this strategy to
help drive wider adoption of its trading platform and
to refine its rulebook through member consultation
and input.A separate international organization
known as the Bolero Association, to which all Bolero
users belong, administers the Bolero rulebook, and
acts as the governing body for the Bolero standard.
The Bolero Association also fosters a community
around the trade standard by holding regular online
and offline meetings. Through this association,
Bolero can both encourage innovation through
ongoing interaction with its user-base and enhance
its leadership credibility by sharing power and
keeping the rules and rule-making processes as
transparent and democratic as possible.

New roles and relationships in a 
networked world
The managem ent of f luid soc i a l , econ omic and
po l i tical stru ctu res wi ll define the early stages of
govern a n ce in the digital era . Un p l a n n ed ch a n ges in
the ch a racter of govern a n ce however, a re thre a ten i n g
to soc i a l , econ omic and po l i tical stabi l i ty. Now that the
u n derlying tra n s form a ti ons in social and econ om i c
or ga n i z a ti on are becoming app a ren t , s oc i eties wi ll
n eed to bring gre a ter stru ctu re to these new models of
govern a n ce . A new social con tract is requ i red in the
a ge of gl ob a l i z a ti on and govern a n ce webs wi ll be the
f u n d a m ental po l i tical unit for nego ti a ting its
su b s t a n ce . The crucial task ahead wi ll be managing a
co ll ective process of de s i gning and orch e s tra ting new
roles and rel a ti onships among govern m en t , the market
and civil soc i ety. Our ex p l ora ti on of n a s cen t
govern a n ce webs sheds light on the em er ging “d ivi s i on
of l a bor ” for a net worked worl d .

The emerging roles of government
As the g-web model of governance matures,
governments will take on new roles that tend more
toward mediation and facilitation than toward
command and control. Core functions such as
policing, national defense, taxation, and
redistribution of wealth will remain within the sphere
of government — although increasingly subject to
external and domestic scrutiny, influence and
prescription. But in areas such as international
policy-making (e.g. Global Water Partnership),
environmental protection (e.g. Scorecard), economic
development (e.g. Farmwide), and even the justice
system (e.g. Integrated Justice Project), g-webs will
facilitate more inclusive decision-making processes
and enable more innovative, efficient and
constructive delivery of services through partnerships
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among government, civil society and the market.

In the delivery of services, governments will
increasingly provide a public mandate, coordination,
funding, information, and public accountability, but
let partners take care of tasks such as day-to-day
operations, technology implementations, project
monitoring and evaluation, and community
outreach. Neighborhood Knowledge Los Angeles and
Farmwide, where civic organizations and private
sector participants play a lead role in delivering social
goods, exemplify this approach.

In policy-making, governments may organize
participants and ultimately legally enact and
“enforce” policies but citizens’ groups, NGOs or
private corporations may help set the policy-making
agenda, provide the content and become partners in
implementation. Such is the case in the Global Water
Partnership, and perhaps in future meetings of global
financial institutions such as the WTO, IMF and the
World Bank.

Broadly speaking, governments will typically play the
following core roles in g-webs:

Consensus building
No insti tuti on is bet ter po s i ti on ed in soc i ety to med i a te
a m ong com peting social and econ omic interests than
govern m en t . Hi s tori c a lly, m ed i a ti on is one of the core
re a s ons we have govern m ent at all . With the abu n d a n ce
of com peting interests and pers pectives in the digi t a l
a ge , govern m ents wi ll con ti nue to face the incre a s i n gly
com p l ex task of h elping discover com m on gro u n d
a m ong g-web parti c i p a n t s .

Governance webs will create the most value when
participants agree on a common set of goals and
values. If g-web leaders fail to build adequate social
consensus, they risk spawning adversarial g-webs that
compete for power and authority. This is most
evident in the failure of the Seattle round of WTO
negotiations. The value-systems of WTO negotiators
and the anti-WTO movement are in deep conflict,
each producing a radically different conception of
how to manage the perils and distribute the benefits
of globalization.71 Achieving genuine consensus on
rules for international trade and investment will
require governments to open global institutions to
greater public scrutiny and meaningful citizen
participation in a process of establishing a public
mandate for institutions such as the WTO.

Designing new organizational structures 
Governments face two basic organizational design
issues in building g-webs: 1) Organizational scale —
determining the appropriate degree of centralization
versus decentralization for handling different roles
and responsibilities and 2) Organizational control —

adopting an appropriate degree of hierarchy versus
self-organization for managing the g-web.

The extent to which governments can determine
these two factors in the digital age will depend
heavily on context, including a nation’s
organizational and political legacies and the influence
of the market and civil society.

• Organizational scale. A fundamental task for
decision-makers in the digital era will be sorting
out which political functions to centralize and
which to decentralize. Information and
communications technologies create incentives to
standardize many global processes such as
regulation, which naturally leads to the need for
some form of centralized governance structure.
Bolero is an example where decision-making has
been centralized to achieve the coordination
necessary to make a global trading infrastructure
effective. Yet these same global standards can allow
organizations to more efficiently decentralize the
sites of decision-making. The GWP can
decentralize decision-making and implementation
to regional and local bodies while still ensuring a
high degree of knowledge exchange across the
entire global network of participants.

• Organizational control. In the industrial age,
most government processes and structures were
organized hierarchically. To preserve its
effectiveness and legitimacy in the digital age, the
command-and-control model of government
must give way to an internetworked approach.
Many emerging g-webs are self-organizing — no
one participant is “in charge.” In self-organizing
webs, value creation is collectively managed, but
typically depends on norms (or rules) that govern
participant behavior. NKLA illustrates how the
Internet, as a platform for institutional
integration, enables a university, community
organizations and local governments to “self-
organize” around the prevention of neighborhood
deterioration. The relationship dynamics in these
webs, however, will be less stable and predictable
than industrial age institutions, and governments
will have less ability to restrain the actions or
agendas of civic and market participants.

Depending on the situation, some measure of
hierarchy and central control could be the only
responsible and realistic way of accomplishing the
goals of the governance web. The IJP is an
example of a more structured and hierarchical g-
web where several government agencies and a
private sector consortium are integrating their
expertise with new technologies in a top-down
implementation of a more efficient, “end-to-end”
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justice system. Given the importance of the justice
system to a democratic society, a self-organizing
approach to its operations would be irresponsible
and politically impossible.

Setting ground rules for par ticipation 
To perform effectively, governance webs will require
an institutional framework, including a set of rules
and responsibilities and a governance structure for
making decisions and enforcing rules. An effective
governance structure will help broaden participation,
manage group dynamics, create trust and
commitment (especially where alignment on goals
and values is weak), and facilitate progress on issues
and challenges in a way that best serves the
community of participants as a whole. Governments
are in a good position to set, monitor and enforce the
rules by which governance webs operate and create
value, but they will face serious challenges when the
market and civil society do not share the perspective
or goals of government.

In service delivery, the process of establishing ground
rules will be largely legalistic and contractual. The
Integrated Justice Project, for example, is structured
by an extensive legal contract that defines the rights
and obligations of the public and private
participants. Setting ground rules for multi-
stakeholder policy-making, on the other hand, will be
more difficult and less formulaic. These processes can
often fail when, as noted above, a rift in value systems
or interests makes consensus difficult. Nevertheless, a
collective process of establishing acceptable norms
and procedures, mediated by government will pay off
in the long run, resulting in better governance,
greater transparency and accountability, and a
broader political consensus. Many international
knowledge sharing and policy-making forums, such
as the GWP, are moving in this direction.

Protecting the public interest 
As the ulti m a te repre s en t a tive of “the peop l e ,”
govern m ents need to be careful to balance inputs and
pro tect the broader public interest wh en non - s t a te
actors take on broader roles in govern a n ce . In the
m a rketp l ace , mu ch needed scien tific and tech n i c a l
i n n ova ti ons can be su bord i n a ted to corpora te en d s .7 2

In civil soc i ety, f acti onalism and sel f - i n tere s ted po l i ti c s
can overt a ke the need to build broader soc i a l
con s en sus and coopera ti on .7 3 One stra tegy for
govern m ents is, t h ro u gh intern a ti onal agreem en t s ,
finding com m on agendas to avoid pitting co u n try
a gainst co u n try, and regi on against regi on .
G overn m ents wi ll need bet ter sen s ors for probing new
devel opm ents in the marketp l ace and more nimbl e
i n s ti tuti ons for making ju d gm ents abo ut wh ere
govern m ent interven ti on is needed and wh ere it get s
in the way. F i n a lly, wh en govern m ents de s i gn new

i n s ti tuti onal fra m eworks for citi zen parti c i p a ti on , t h ey
wi ll need to en su re dem oc ra tic acco u n t a bi l i ty is
m a i n t a i n ed amid significant tra n s form a ti on .

Maintaining democratic accountability
In the tra n s form a ti on of the insti tuti ons of
govern a n ce , govern m en t s’ gre a test ch a ll en ge may be
maintaining acco u n t a bi l i ty to their el ectora te . Ca s e s
su ch as Bo l ero, the GWP, the WTO and Home Depo t
i llu s tra te how the po l i tical space for the pursuit of
ef fective govern a n ce is no lon ger geogra ph i c a lly
determ i n ed . Ad d ressing com p l ex tra n s bo u n d a ry issu e s
in isolati on is simply unwork a ble — and lack s
c red i bi l i ty — for nati on - s t a te s ,c ivic actors or
corpora ti on s , whose fortunes are more ti gh t ly
en t wi n ed than ever before . More intern a ti on a l
dec i s i on-making and a shift in power tow a rd s
po l i ti c a lly powerful non - s t a te actors , is ex acerb a ti n g
the so-call ed dem oc ra tic def i c i t . In c re a s i n gly, po l i ti c a l
dec i s i ons are dict a ted less by local con cerns and
c i ti zens than by the po l i tical agendas of i n tern a ti on a l
actors . With citi zens alre ady feeling that their nati on a l
govern m ents do not hear indivi dual voi ce s , this tren d
could provo ke deeper levels of po l i tical alien a ti on .

However, when powerful state and non-state actors
make decisions that cut across the boundaries of
national communities, the questions of who should
be accountable to whom, and on what basis, are not
easily resolved. Government still possesses the moral
authority to create new forms of accountability, but it
will require the cooperation of the market and civic
actors to ensure that governance webs establish a
series of checks and balances that flow through
multiple political arenas and cover existing
institutional gaps.

Proposals to manage the profound shift in
accountability have ranged from libertarian forms of
direct democracy to a global representative assembly.
Yet it remains important to keep the issues in
perspective. If wholesale models of direct democracy
are undesirable and impractical (and for most
people, unwanted) in the current structure, there is
little reason to believe they will become the norm in
the digital era. More fruitful innovation will come in
structures that are founded on extending
representational principles into the digital age. The
advance in reshaping accountability will come in
broadening concepts of franchise and constituency
beyond geographic definitions.

As well , the ten s i ons bet ween harm onizing and
d ivers i f ying of n ew models and stru ctu res of
govern a n ce are worth underl i n i n g. While an
overa rching gl obal govern m ent is a utopian goal for
s om e , it wi ll not happen . In their essay en ti t l ed
Gl oba l i z a tion and Lo c a l i z a ti o n, S cott Lash and Jo h n
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Urry point out that loc a l i ties are cen tra lly import a n t
in con tem pora ry soc i eties in three fundamen t a l
w ays : F i rs t , l oc a l i ties provi de a con text in wh i ch to
m a ke sense of and interpret gl obal proce s s e s .
Secon d , l oc a l i ties provi de con texts for soc i a l
i n teracti on and the insti tuti on a l i z a ti on of trust and
coopera ti on . And third , l oc a l i ties en a ble innova ti on
to take place in rel a tively decen tra l i zed sys tem s .7 4 So
while new intern a ti onal dec i s i on-making and
ad m i n i s tra tive bodies wi ll em er ge in profo u n dly
i m portant areas su ch as sec u ri ty, f i n a n ce and the
envi ron m en t , t h ere wi ll not be one model for all
i s sues and all regi ons of the worl d .

Instead, a multilayered form of governance is
emerging in which the basic building blocks will be
groups, associations and government agencies that
coalesce in multiple and overlapping networks of
power. Two primary models suggest themselves:

• New intern a ti onal con s ti tu ent assem blies that form
a round specific issues and draw repre s en t a tive s
f rom geogra ph i c a lly - def i n ed com mu n i ties as well as
i n tere s t - b a s ed assoc i a ti ons of m a rket and civi c
actors that meet cri teria for intra - or ga n i z a ti on a l
dem oc racy and repre s en t a ti on .

• New inter-governmental structures that unite
political jurisdictions to resolve common issues
such as the European Union and other
subcontinental alliances of nation-states, as well as
groupings of subnational jurisdictions or even
local confederations that cross existing boundaries
to form regionally-based governance bodies.

Budgeting and dispensing public funds and
resources 
Most governments command and administer a vast
amount of public funds and human resources. In the
shifting of roles and responsibilities, governments
will need to look carefully at the roles that the market
and civil society can play and decide how and where
to most effectively deploy their public resources. The
Australian government’s investment in Farmwide’s
Regional Access Network, the City of Los Angeles’
grant to UCLA for the implementation of its
Neighborhood Electronic Monitoring System, and
the Ontario government’s shared risk and reward
arrangement with a private consortium in the
Integrated Justice Project, are examples of strategic
public investments in partnerships with civil society
and the market. The emerging model is one where
governments retain control over the allocation of
public funds, while civic and private partners create a
great deal of the value, including the creation of
policy is some areas.

Providing public information 
Governments are one of the largest sources of

underutilized public information. Both the private
sector and aspects of civil society are much further
ahead in using new technologies to disseminate and
leverage information. As several of the preceding
cases illustrate, government should move faster to
make more public information more available and
accessible to people and organizations that could put
it to productive uses. The Environmental Defense
Fund built Scorecard to aggregate hundreds of
sources of public data to create a powerful nation-
wide tool for assessing environmental risks. NKLA
harnesses public data to help citizens and policy-
makers spot and improve troubled neighborhoods.
Farmwide offers access to government services
through its community portal. These and other
strategies should become part of a more concerted
effort by g-webs to explore and leverage new forms of
value from public information.

The emerging roles of civil society
Ma ny of the cases high l i ght a cen tral theme em er gi n g
f rom the g-web ph en om en on : n ew net works can
em power civil soc i ety to play gre a ter roles in
govern a n ce at loc a l , su bn a ti on a l ,n a ti onal and
i n tern a ti onal level s . Pa rtn erships bet ween govern m en t
and civil soc i ety can help stren g t h en the capac i ty of
people and com mu n i ties to re s o lve their own
probl ems on one hand, and re sult in govern m en t
policy that bet ter ref l ects the needs and aspira ti ons of
c i ti zens wi t h o ut the ex p a n s i on of govern m en t
bu re a u c racy on the other. N K LA , Fa rmwi de , S corec a rd
and the GWP each dem on s tra te that citi zen s , c ivi c
or ga n i z a ti ons and NGOs can be ef fective ch a n ge
a gents and make important con tri buti ons to dec i s i on -
making with a bl end of ef fective leadership and
adequ a te access to inform a ti on and re s o u rce s .
Propon ents of broader parti c i p a ti on in dec i s i on -
making bel i eve that civic parti c i p a ti on wi ll re sult in
optimal soc i a l , po l i tical and econ omic outcomes -
enhancing legi ti m ac y, i n c reasing acco u n t a bi l i ty from
en tren ch ed powers ,a n d , u l ti m a tely, fo s tering the
devel opm ent of s ocial capital and com mu n i ty. But ,a s
with govern m en t s ,c ivil actors wi ll face sign i f i c a n t
ch a ll en ges fulfilling new roles com peten t ly and
re s pon s i bly. G overn a n ce webs are a new opportu n i ty
s p ace wh ere civil soc i ety can and wi ll make sign i f i c a n t
con tri buti ons to its own devel opm en t , as well as the
em er ging forms of govern a n ce .

Bringing new constituencies into the digital
economy
Community networking initiatives enable civic
associations and community groups to bring
marginalized communities into the information
economy quickly and inexpensively.75 Members of
these communities require education, training, and
access to technology: civic organizations can help
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provide the necessary skills tools by leveraging
existing relationships with their constituencies.
Farmwide demonstrates how successful these
initiatives can be when well established organizations
such as the Australian National Farmer’s Federation
and various government agencies collaborate to
provide adequate resources and public funding. But
even in the absence of large government grants,
volunteer fundraising and support have allowed
grassroots community networks to proliferate. Using
open source software or shareware, civic
organizations can inexpensively build and maintain
community networks and portals so that access and
the ability to publish content can be free.

Building social capital, community and an active
citizenry
As virtual communities of interest flourish in the age
of globalization, civil society and local governments
need to work closer together to foster greater civic
participation and community building at the local
level. Community-based networks such as NKLA are
helping weave a tighter social fabric by drawing
together participants from disparate groups in the
community. Once established, these networks can
also introduce qualitative changes in the process of
democratic deliberation by opening up a virtual
space in which to develop citizen relationships and
competence and promoting citizen feedback to
elected officials. The Advanced Policy Institute (API)
at UCLA, for example, has played a pivotal role in
appealing to NKLA’s user community to comment on
a report from the City of Los Angeles’ task force on
affordable housing. The task force’s report was posted
on API’s HousingCrisisLA Web site, which offers
several structured and non-structured options for
providing feedback to city council.

Providing innovative social goods
The independence of civic actors from the
institutions of government and the market can be
one of their greatest assets. Unconstrained by
bureaucracy or an orientation to moderation and
compromise, civic actors have the freedom to be
more courageous and innovative than government in
providing social goods. Independence, for example,
allowed the Environmental Defense Fund to bring a
level of functionality to Scorecard that the
Environmental Protection Agency couldn’t provide
because of the strength of the chemical industry
lobby. While governments are becoming more open
to strategic partnerships with groups such as the EDF,
they have reason to remain cautious with respect to
the inherent political pitfalls of dealing with
organizations that stridently seek to shape social
policy or change market behavior.

Democratizing global institutions

On an intern a ti onal level , advoc acy net works and
NGOs devel op around issues wh ere theorists of
i n tern a ti onal rel a ti ons and co ll ective acti on would not
pred i ct co ll a bora ti on among states acting in thei r
( n a rrowly def i n ed) soverei gn intere s t s . Th e
p a rti c i p a ti on of m ore civic actors in gl obal po l i tics wi ll
shift trad i ti onal po l i tical roles and, con s equ en t ly, a l ter
the form , processes and issues of gl obal insti tuti on s .7 7

Examining the functi ons of advoc acy net works and
NGOs in the GWP, the Seattle round of WTO
n ego ti a ti on s , and some com p l em en t a ry ex a m p l e s ,
su ggests the fo ll owing key roles for civil soc i ety:

• Providing a vehicle for local participation. The
need to build a bridge of accountability from local
communities to global institutions reinforces the
role that civic organizations should play in
invigorating local citizen participation. Local civic
organizations will be essential partners to global
institutions that need to ensure that they do not
overlook the realities of local conditions in their
search for harmonized national fiscal and social
policies. The GWP’s regional decision-making
bodies represent an appropriate strategy for
providing a scaled-down space where local
knowledge and experience can be incorporated
into strategy and implementation.

• S et ting agendas and framing deba te s . Th ro u gh
gra s s roots con t act , NGOs and advoc acy net work s
a re good at iden ti f ying important issues and
defining intern a ti onal agendas for co ll ective acti on .
Th eir agi l i ty and flu i d i ty makes them parti c u l a rly
a ppropri a te to a peri od ch a racteri zed by rapid shifts
of probl em def i n i ti on s . Ra t h er than being forced to
re act to publ i cly to a high profile campaign ,
govern m ents and corpora ti ons that tap into this
gra s s roots knowl ed ge direct ly wi ll gain the
opportu n i ty to co - opt dissent early and ch a n n el it
i n to su ccessful social or po l i tical proj ect s .

• Negotiating outcomes. If managed well, the
participation of a broader group of civic
stakeholders in the decision-making process
should produce better, more representative
outcomes. Consider the negotiation of the global
climate treaty during the 1992 Earth Summit in
Rio de Janeiro. Environmental lawyers and
scientists proposed most of the treaty’s structure
and content, while environmental activists lobbied
government delegates and mobilized public
pressure to push through a pact that virtually no
one thought was possible when the talks began.78

• Im pl em en ting and monito ring sol u ti o n s . It is no
l on ger unu sual for intern a ti onal servi ce NGOs to
o utperform nati onal govern m ents in implem en ti n g
on the ground soluti on s , e s pec i a lly in hu m a n i t a ri a n
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opera ti on s . Am n e s ty In tern a ti on a l , Green pe ace ,
Ox f a m , Doctors Wi t h o ut Borders , Ox f a m , a n d
o t h ers , of ten perform more ef fectively and receive
gre a ter legi ti m acy than govern m en t - s pon s ored
i n tern a ti onal ef fort s .7 9 NGOs are also taking a
l e ading role in mon i toring progress on intern a ti on a l
i s sues and can be a va lu a ble source of qu a n ti t a tive
and qu a l i t a tive data abo ut a ra n ge of s ocial and
envi ron m ental health indicators worl dwi de .

• Mobilizing public opinion. A primary competency
of NGOs and advocacy networks is the ability to
mobilize public opinion internationally through
access to the global media system, and now the
Internet. This capacity to raise awareness and
influence behavior, if harnessed for the right
purposes, will be instrumental in fulfilling the
goals of new international policy networks. This is
an important lesson for the WTO. If a broader
consensus on trade liberalization (or other leading
transnational issues) could be achieved with the
participation of civic actors, then NGOs could
expend energy garnering public support for
important reforms rather than polarizing the
debate and frustrating progress.

Civil soc i ety and po l i tical re s pon s i b i l i ty 
If civil society is to play a greater role in local,
national and global politics, then an enhanced notion
of political responsibility will need to be recognized
and embraced by civic organizations in three core
areas: institutional capacity, representation and
accountability, and international cooperation.

Strengthening institutional capacity
In a networked world, community groups, NGOs and
citizen coalitions could become major hubs of
democratic activity. The challenge for civil society is
to find ways to strengthen its institutional capacities
and contribute more meaningfully to global problem
solving without losing its autonomy, popular base
and capacity for change. One strategy could entail
constructing a series of self-organizing civic meta-
networks to lend some measure of permanence and
stability to the ever-fluid advocacy networks that dot
today’s political landscape. Civic leaders must be
cognizant, however, that “scaling-up” civic
organizations risks contradicting the political
function of advocacy by removing it from a level of
authentic community concerns.80 Therefore, civic
groups should also take the lead in capturing the
frustration of a disaffected and dubious citizenry and
transforming it into increased interest and
participation in building new civic institutions: local,
national and global. To accomplish this, civic groups
need to address issues and express their viewpoints in
way that resonates with a broader base of citizens.

Governments that want to nur ture productive
partnerships with civil society will also have to
determine their responsibilities for fostering the
development of new civic institutions, including:
establishing workable regulatory frameworks and
clear roles and responsibilities, adopting transparent
procedures, and considering various options to fund
and support the operations of non-profit groups
where necessary. On an international scale,
governments could move to further institutionalize
the political rights of citizens and NGOs to
participate in international decision-making by
guaranteeing that a percentage of seats at
international negotiating tables will be available to
NGOs and by helping oversee a fair process for
assigning them to NGO representatives.

Rethinking representation and accountability
Many civic organizations need to establish a more
profound understanding of the importance of
representation and accountability in their work.
Although many civic activists may feel they speak for
the public good,the public interest is a highly
contested domain. Single issue NGOs are often
myopically focused on their own agendas - they are
not always interested in balancing different visions of
the public good, or acknowledging the central role
the market plays in providing the wealth and growth
of strong societies. Having a role in setting a broader
agenda will carry with it a requirement to think and
act beyond narrow interests.

Lisa Jordan of the Bank In form a ti on Cen ter in
Wa s h i n g ton D. C . and Peter van Tu ijl of N OV I B
( Net h erlands Orga n i z a ti on for In tern a ti on a l
Devel opm ent Coopera ti on) su gge s t , “The hall m a rk of
an NGO wh i ch fully em braces the con cept of po l i ti c a l
re s pon s i bi l i ty is its capac i ty to sustain co h eren ce and
con s i s tency bet ween the goals it professes and the
m a n n er in wh i ch it pursues them .” 8 1

Facilitating international cooperation
The Internet may help expand participation in
international policy-making, but if expanded
participation means the same G8 governments and
global corporations are joined by prominent NGOs
at the negotiating table, then not much will have been
accomplished. Although their presence may fulfill the
“trisectoral requirement,” this dominance means that
the majority of voices remain silent. Prominent
NGOs have not done enough to establish a dynamic
of cooperation between civic organizations in the
developed and developing worlds. In fact,many
European and North American NGOs have been
charged with paternalism, and in some cases, with
reinforcing inequality between the
affluent/information-rich nations and
impoverished/information-poor nations.
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Transnational NGOs can help address the inequity of
power relations at the international level by forming
cross-border NGO networks that support (not
define) the activities of citizens and NGOs in
developing nations by providing unprecedented
channels of influence.82

The emerging roles of the market
As the underlying force in the digital economy, the
private sector has a fundamental position in the
emerging world of networked governance. Indeed,
the network technology and new global business
processes advanced by the market are largely
responsible for driving the creation of a more
internetworked environment. Governance webs
present an opportunity for the market to broaden the
roles it plays in public life — in fact, the success of
digital-age models of governance will depend on it.
With creative and genuine partnerships, governments
can leverage significant innovation (and resources)
from the private sector. Actively pursuing the creation
of significant new value propositions with the
market, and understanding the motivations and
needs of the market, will transform the face of
government as both parties adapt to new roles.

Governing the global economy
The cen tral role of the market wi ll be to con ti nue to
do what it does best — innova te , gen era te wealth and
spur econ omic growt h . The hyperm obi l i ty and
l i qu i d i ty of the market , h owever, is put ting great stra i n
on the abi l i ty of govern m ents and the priva te sector to
maintain a stable policy envi ron m en t . Recent tu rm oi l
in gl obal markets has rei nvi gora ted the deb a te abo ut
the appropri a te roles for govern m ent and the priva te
s ector in the governing the gl obal econ omy.
E con omists su ch as Susan Lee have argued that
govern m ent interven ti on and overs i ght cannot
po s s i bly improve on the outcomes produ ced by
m a rket force s . In this vi ew, a digital worl d
u n en c u m bered by govern m ent is not on ly po s s i bl e ,
but also de s i ra bl e .8 3 Ot h ers , su ch as David Held of
Open Un ivers i ty, bel i eve that in the re ad ju s tm ent of
the rel a ti onship bet ween states and market s , the state
is not in full retreat but merely in tra n s i ti on . While the
m a rket wi ll expand its realm of opera ti ons and
i n f lu en ce , policies that con s ti tute em er ging lega l
regi m e s , su ch as dereg u l a ti on ,a re depen dent on
con s en sus among states to furt h er gl ob a l i z a ti on .8 4

Through their legislation, sets of rules and behavior,
governments have a fundamental role in fostering the
environment for an innovative and growing market
sector. Failing to provide a context in which
competition, productivity and wealth creation
flourishes undercuts government’s ability to fulfill its

responsibilities and undermines the platform for
increasing living standards for citizens.

A major challenge comes from the key properties of
new information technologies and globalization: the
magnitude of transaction volumes made possible by
e-commerce and the fact that e-commerce is not
bound by conventional jurisdictions. Saskia Sassen, a
professor of sociology at The University of Chicago,
suggests, “This is partly a result of the overarching
tendency in economic analyses of globalization and
information industries to emphasize certain aspects:
industry outputs rather than the production
processes involved, the capacity for instantaneous
transmission around the world rather than the
infrastructure necessary for this capacity, the inability
of the state to regulate those outputs and that
capacity insofar as they extend beyond the nation-
state.”85 For Sassen, a focus on the practice of global
operation, coordination and control, rather than the
outputs of information industries, brings to the fore
the fact that many of resources necessary for global
economic activities are not hypermobile. Important
management components of the global economy
including banking and specialized corporate services
materialize in global cities such as New York, Tokyo,
London and Frankfurt. Because of their strategic
character, and the density of resources and linkages
they concentrate, global cities could become effective
centers for organizing new g-webs.

Developing new technologies 
Given its substantial resources and incentives to
finance new technological development, the high tech
industry is clearly best equipped to produce and roll
out the communications infrastructure that will
enable networked approaches to governance. Indeed,
government deregulation in the telecommunications
sector has spawned development of a new type of b-
web —the Distributive Network — that is rapidly
transforming the way we exchange and deliver
information, goods, and services.86 As the
communications infrastructure becomes ubiquitous
and applications proliferate, the possibilities for new
models of decision-making and government service
delivery will grow. Farmwide is a good example of
how a mix of public and private investment in
Internet infrastructure has enabled farmers to
transform the way they conduct business.

Governance webs are a forum in which a broader set
of participants from government and civil society
could give timely consideration to the long-term
consequences entailed by the use and proliferation of
new technologies. These g-webs must be empowered
not just to undertake studies, but also to establish
new controls and propose remedial actions to
governance bodies when new developments, such as
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artificial intelligence and biotechnology, pose
potentially unacceptable risks.

Broader policy-making roles 
The globalization of economic processes and the high
rate of innovation achieved by the market will come
with new political responsibilities and policy-making
roles. The specialized technical expertise of corporate
decision-makers will help enable governments to
make wise and informed policy choices in the digital
age. As with civil society, the market will play a vital
role in setting agendas, negotiating outcomes and
implementing solutions in national and international
decision-making forums. However, more corporate
participation in policy-making is coming with
demands for soft laws and voluntary compliance
rather than hard government laws and regulations.
For example, the code of conduct established
between Home Depot and RAN and Bolero and its
members represent more agile corporate governance
structures than government legislation, as they can be
more easily negotiated and updated to reflect the
changing circumstances. For government policy-
makers, there will increasingly be a trade-off between
enabling greater efficiency in the market through self-
regulation on one hand,and protecting the public
interest and ensuring accountability on the other.

New business models and processes
The market wi ll lead the way in defining new bu s i n e s s

m odels and processes in the digital econ omy. Bu s i n e s s
m odel innova ti on and the abi l i ty to dy n a m i c a lly “s en s e
and re s pon d ” to custom er needs are now fundamen t a l
to com peti tive adva n t a ge . Th ro u gh partn ers h i p s , bo t h
govern m ents and civic groups can glean new insigh t s
i n to how to orch e s tra te a high perform a n ce
govern a n ce web or define a com pelling va lu e
propo s i ti on for digi t a l - era citi zen / c u s tom ers . The IJP’s
or ga n i z a ti onal model , in wh i ch public and priva te staff
work side by side on proj ect te a m s , is an appropri a te
s tra tegy for en su ring that best practi ces in
m a n a gem ent and business modeling are shared
bet ween public and priva te en ti ti e s .

New models for accountability and social respon-
sibility in the digital economy
As the market accumulates structural power and
shoulders a broader service delivery and policy-
making role, a new challenge arises: marrying its
growing influence to an inevitable social
responsibility and applying its capacity for
innovation and wealth creation to the leading
governance issues of our time. In a networked world,
corporations will increasingly face competitive and
social imperatives to balance the claims and interests
of shareholders, employees, customers and the public
at large, and in some many cases, to open corporate

decision-making to greater scrutiny.

Already, a shift in attitudes of some corporations is
apparent in new relationships with NGOs where
business projects only go ahead with the consent of
stakeholders, and in corporate policies that require
employees to spend time contributing to community-
based organizations.

Ultimately, governments still control the legal context
in which government-market networks operate.
While arguably more difficult at the international
level, governments retain the sovereign right to set
rules and frameworks that can hold private actors
accountable for their actions.87 Louis W. Pauly and
Simon Reich support this observation in arguing that
“Durable national institutions and distinctive
ideological traditions still seem to shape crucial
corporate decisionsÖ markets in this sense are not
replacing political leadership and the necessity for
negotiated adjustments among states.”88

Today most governments believe they should only
intervene in the case of market failure, but what
constitutes market failure is open to wide
interpretation. To date, governments lack a coherent
set of effective international institutions for
determining whether “market failure” extends to
justifying government intervention in addressing
regional economic disparities and trade imbalances,
or, in the imposition and enforcement of new labor
and human rights standards for global corporations.

Where government has not acted, civil society actors
are stepping in to impose non-conventional forms of
marketplace accountability. Civic actors have in fact
been more successful than governments in effectively
scaling-up their operations to the level of global
corporations. Internet savvy NGOs and advocacy
networks have sprung up to monitor the operations
of global corporations, and consumers have banded
together to demand greater social responsibility from
the businesses they patronize. As Richard Higgot of
the ESRC Centre for the Research of Globalisation
and Regionalisation at Warwick University, predicts,
“You’re not going to have a global information
economy without a global civil society.”89
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Future Vision
While we are still in the very early days of a profound
transformation, the promise of digital-age
governance is a more adaptable world in which
power is increasingly diffused. The key question is
whether the emerging reality of networked
governance will strengthen or diminish society’s
capacity to manage the long list of interconnected
challenges and issues in this century.

The transformation issues for government will be
deep and difficult. Vertical structures or the “silo
system” of bureaucratic organization will not allow
governments the organizational agility or decision-
making capacity they need to remain effective
administrative units and, more importantly, to
marshal the leadership that the digital age demands.

The success of the new digitally enabled models of
multi-stakeholder governance is not guaranteed.

Admitting more participants, designing broader
forms of accountability, fostering organizational
agility and sharing responsibility: these will be
challenging, and occasionally agonizing, advances.
Yet, the inevitability of new governance webs in the
digital age is unarguable. The issue for governments
is their role in them: as active participants, or
unwilling bystanders.

At minimum, governments and citizens need to
tolerate more experimentation, risk and failure. The
failure to act carries a greater risk than making some
false starts before getting it right. The customer, the
citizen, the subject, is ill served by governments that
cede power and responsibility by default rather than
by design.

Government-market-civil society networks — the
governance webs — are the essential route to
transforming government. By integrating the
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Give-get in governance webs

Three spheres Gives Gets

Governments • Leadership • New competencies
• Resources • More effective policies and services
• Consensus-building • Greater international cohesion and 

and mediation collaboration
• Planning and process • Agility and responsiveness

management • More competitive nation
• Public funding • More capable and self-organized citizens
• Public information and research • More accountable and socially responsible 

private sector

Market • Market incentives • Revenue
• Innovation • Prestige, public visibility
• Hardware and software • Market penetration
• Subject-matter expertise • Political influence
• Human, financial and • More efficient and responsive government

physical resources • More autonomy
• New business models • Better relationships with citizen/customers 
• New management models and host communities

Civil society • Focal points for community • Political influence
involvement • Community development

• Specialized knowledge • Better access to new technologies
• Grassroots credibility • Greater operating funds

and legitimacy • Greater social capital
• Education and advocacy • More responsive and benevolent 
• Human resources government
• Social and political values, • More accountable and socially responsible 

preferences and goals private sector



enormous resident value in the private sector and
citizenry into new value propositions, government is
appropriately exploiting the potential and the power
of the digital economy.

— An t h o ny Wi ll i a m s
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(February 21, 2000)
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38 The Woomera modem (developed in conjunction with
Maestro Modems) has been specially designed to maintain
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4 1 One Australian farm e r, Charles Onus, claimed the benefits
of the Farmwide portal lay in his ability to access
i n f o rmation from the commodity markets. “It is an absolute
necessity for me to be able to access the Chicago Wheat
f u t u res at least five times a day,” he says. “We trade
f u t u res in Sydney and options in Chicago to cover against
any world market changes such as those caused by changes
to the United States Export Enhancement Program.” 
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