Chapter 3. Establishment and Application of Participatory Natural Resource Management (PNRM) Projects and Programs.
3.1 Stages of PNRM project/program establishment

A project is a complex effort to achieve a specific objective, having to respect a deadline and a budget, and which typically extends beyond organizational borders, is unique. Projects have a beginning and an end. In the area of international co-operation/development aid, a “project” is made up of a set of programmed actions directing at achieving an objective, as well as the organization of the means necessary for its implementation.
PNRM Projects represent the commitment of human and physical resources to produce specific outputs in a given time and budget framework. PNRM projects vary in scale, purpose and duration. They may be initiated within a community, requiring modest inputs and producing tangible outputs within a relatively short timeframe. At the other extreme, PNRM projects may require substantial financial resources and only generate benefits in the long term. Projects may stand-alone or be integrated into a program, with several projects contributing to one overall goal. Despite the difference in scale and nature of projects, there are aspects of sound project management that are universal. 

Projects can be broken down into stages/phases (or cycle), each lasting from one to three years depending on the situation and type of intervention. Each phase has its own objective and strategy. Implementation of a project involves a series of stages which together makeup the project cycle. Why cycle? Because it is not linear in form, each stage receiving feedback from the preceding: for example, when evaluation leads to readjustment being proposed, or a new identification re-launches new planning/programming and so on.

There are six stages in participatory natural resources management project establishment and application. These are:

1. Identification
2. Design/Formulation  
3. Appraisal
4. Proposal preparation, approval and financing
5. Implementation and monitoring
6. Evaluation
The cycle represents a continuous process in which each stage provides the foundation for the next.

1. Project Identification

The first stage in the project cycle is the identification of projects. Where do project ideas come from? How do they reflect the needs of a community? Prior to undergo a time-consuming planning exercise likely to raise unnecessary expectations among the stakeholders, the field and framework of intervention should first be identified, certain prerequisites checked and an institutional green light obtained. This is the first stage in the project cycle.

This can be done by means of an exploratory or fact-finding mission at the intended site of intervention, conducted by personnel (in the field or at Headquarters) or in some cases by a person from outside. There are no binding rules with regard to the choice of person for such a mission as everything depends on the context, type of intervention planned, available resources and availability of a person having the profile required for this type of exercise. Terms of reference for an exploratory mission should be shared and discussed with stakeholders. 

Project identification includes

Initial Review

I. Impetus for change

II. Nature of the problem 

III. Stakeholder analysis

· Who are the stakeholders?

· What do they have at stake?

· Are there gender-linked differences among and between stakeholder groups?

· What are they willing to invest in change?

· What benefits are they likely to realize?

IV. Manner in which to proceed

Situational Analysis

The situational analysis provides a detailed review of the context in which stakeholders operate. The analysis is conducted at two levels:

· Development context provides an overview of how a community operates, in terms of resource base, social and institutional structures, and changes over time

· Livelihoods analysis provides a more detailed examination of how members of the community make their living, with regard to their use of resources, use of time, and generation of benefits.

Socio-economic and Gender Analysis

Socio-economic and gender analysis adopts a systematic approach to identifying and examining impacts of development on different members of the community.
Principal questions addressed include:

· Who does what work?

· Who has access to, and who has control of, resources?

· Who has access to, and who has control of, benefits?

· Who participates in decision-making?

· Which needs are being met?

Identification of Potential Projects

· Review of findings

· Stakeholders’ priorities for development

· Stakeholder contributions

2. Project Design

The second stage in the project cycle develops the initial project ideas from Stage I into more detailed proposals. Many agencies, both international and national, use the logical framework for structuring their project design. The manner in which project activities will be operationalizes is demonstrated through the preparation of work plans and personnel schedules. 

Ideally, the technical committee should do planning, so that details emerging from the project plans can inform the pre-feasibility process. A project plan is an exercise to determine what ways, what means and in what time-span, one wants to change a problem situation. 

3. Project Appraisal 

Project appraisal represents a crucial step in the project cycle. The proposed project is reviewed from a range of perspectives to determine whether to proceed to writing a proposal and seeking funding. Project appraisal also represents an opportunity to improve project design prior to implementation. Project appraisal examines the information gathered during the course of the preceding steps. 

The aim of an appraisal is to identify and design projects that have a clear foundation for success. If the initial idea is perceived to offer sufficient potential benefit, it may to be subjected to an appraisal, also considered as a pre-feasibility which, if affirmative, is followed by a comprehensive feasibility study.

Project Appraisal Criteria

Technical: will the project work? Has due attention been paid to technical factors affecting the project design? Given the human and material resources identified, can the project activities be undertaken and outputs achieved within the time available and to the required standards?

Financial: can the project be financed? Will there be sufficient funds to cover the expenditure requirements during the life of the project?

Economic: will the nation and society at large be better off as a result of the project? Will the project benefits be greater than the project costs over the life of the investment when account is taken of time (namely, is the Net Present Value of the project positive at the test discount rate)?

Social and gender: what will be the effect of the project on different groups, at individual, household and community levels? How will the project impact on women and men? How will they participate in various stages of the project cycle? Will the social benefits of the project be greater than the social costs over the life of the investment when account is taken of time?

Institutional: are the supporting institutions in place? Can they operate effectively within the existing legislative and policy environment? Has the project identified opportunities for institutional strengthening and capacity building?

Environmental: will the project have any adverse effects on the environment? Have remedial measures been included in the project design?

Political: will the project be compatible with government policy, at both central and regional levels?

Sustainability and risk: will the project be exposed to any undue risks? Will the project benefits be sustainable beyond the life of the project?

4. Proposal preparation, approval and financing
Writing the final proposals and securing approval and funding represent the fourth stage in the project cycle. The preceding stage confirms that the proposed project meets various financial, socio-economic and environmental criteria, and is worth developing into a full proposal.

Three fundamental questions are addressed in a project proposal, approval and financing:

a. What is the project about?

· the context of the project

· the process of project identification and design

· the nature of the project

· the beneficiaries and other stakeholders

· linkages between project activities, outputs, purpose and goal

· account of external risks and assumptions

· procedures established for monitoring and evaluation

· the project fit with interests of local government and donor

b. How will be it operationalized?

· implementing agency: goal, structure, staffing, previous experience

· financial management system

· work plan, duration, personnel, other resource requirements

c. How much will it cost? How will it be financed?

· financial viability

· duration of project

· exposure to risk

· sustainability of benefits beyond the life of the project

5. Implementation and monitoring
Implementation is the execution of activities (or tasks) as set out in the operational plan. This crucial stage of a project brings to light all the institution’s historical experience as well as a team’s know-how in terms of project management (administration, human resource management, logistics, procedures, etc). Indeed, however good the strategic planning and operational programming may be, they cannot compensate for weaknesses in project implementation.

Implementation steps: 

· Work breakdown structure 

· The scheduling framework

·  Financial administration

· Reporting

Monitoring comprises a range of project management tasks at different levels throughout project implementation. It allows continuing the strategic thinking undertaken at the planning stage and guarantees that the project “stays on track”: this is strategic monitoring. At the same time it allows regular assessment of work progress (action/activities) and use of resources (human, material, financial), and explains any discrepancies: this is operational monitoring. Monitoring therefore has a key role to play in the project cycle: to some extent it forms the link between implementation and planning.

6. Evaluation
Evaluation is an assessment, as systematic and objective as possible, of the design, implementation and results (outputs), of an ongoing or completed project, programme or policy. In an assessment all the facts related to a specific situation are considered, after which conclusions are drawn and a judgment is made. Subsequently, recommendations can be made for the future. These recommendations should be founded on a thorough analysis that explains the project’s level of performance. The assessment should be transparent, systematic and objective, or in other words, it should be repeatable. Ideally, if the evaluator were replaced by others, doing the same evaluation the findings should lead to the same conclusions and recommendations.

3.2. Stakeholder analysis

A Stakeholder Identification and Analysis gives a comprehensive picture of all persons, groups or institutions that:

i) have an interest in the program’s success or failure

ii) may hinder its smooth implementation

iii) contribute to or are affected by the objectives of the program, positively or negatively; or 

iv) Can influence the situation.

Stakeholder Identification and Analysis is designed to answer questions such as: Who are the key stakeholders? What are their interests in the activities? What relative influence do they have, or might they have on the operation?

Partners are stakeholders, but not all stakeholders are partners.

The partners would be wise to undergo a stakeholder analysis shortly after they come together as partners. This will give them some insight into the others they will be dealing with, or others they may wish to invite into the partnership.

Partners work closely together over the longer term, while stakeholders may work together from time to time. However, at any time, any one of the stakeholders or stakeholder groups may become a partner.

Stakeholders who are not partners, or who are not represented in the partnership, must be considered as constituents and kept informed of all decisions made. They must know that they have a voice in the decision-making at any time, and that their needs are being considered.

3.3. Tools and methods for working with communities

It is important to realize that the participatory tools are basically tools of communication that highlight the collective wisdom of all stakeholders and encourage its expression in any given situation.

Participatory tools have been used effectively with many different kinds of populations: urban and rural, illiterate and highly educated; in developing and developed countries; and with mountain dwellers and plains dwellers. Participatory tools have been used extensively around the world.

3.4. Obstacles to community participation 

1. Socio-cultural constraints (internal) 

· The ethnic composition, political ideology and cultural within the community could create problems participation.

· prejudices and discrimination against women, illiteracy and lack of awareness, heterogeneity of population, disparities in wealth and social status,  

1. Bureaucratic constraints (external)

· The highly centralized character of bureaucracies does not allow effective participation 

· Interference by politicians, and misunderstanding about the motivation and objectives of people’s organization

3.5. Participatory monitoring and evaluation of natural resource management projects and programs

3.5.1. Why monitoring and evaluation?

Monitoring is the routine assessment of ongoing activities and progress. It is the systematic and continuous assessment of the progress of a piece of work over time. It is a basic and universal management tool for identifying strengths and weaknesses in a program. Its purpose is to help all the people involved make appropriate and timely decisions that will improve the quality of the work.

Monitoring is an on-going activity during the life of the project. It is through monitoring that the project is able to determine what progress has been made in relation to the work plan. Monitoring helps in ascertaining whether the project is on track, and also in determining whether the project needs to make any changes in its strategies or activities so that it can be as successful as possible.

Evaluation determines how successful the project has been in meeting its objectives, as well as in assessing the impact of project activities on desired outcomes, like knowledge or behavior. Project evaluation begins with a baseline survey which is carried out before project activity begins; project evaluation concludes when data are collected again through an end-of-project survey, and then compared to baseline information. When funds allow, some projects also have a mid-term evaluation which occurs half-way through the project’s implementation.

Evaluation is the comparison of actual project impacts against the agreed strategic plans. It looks at what you set out to do, at what you have accomplished, and how you accomplished it. It can be formative (taking place during the life of a project or organization, with the intention of improving the strategy or way of functioning of the project or organization). It can also be summative (drawing learning’s from a completed project or an organization that is no longer functioning). Someone once described this as the difference between a check-up and an analysis. 

Evaluation focuses on measuring whether planned outcomes and impacts have been realized. Therefore, it is necessary to first evaluate the process then the output/outcomes and finally the impact. Evaluation tries to establish a causal link between process output/outcome and impacts indicators whether they are achieved or not. That is why monitoring and evaluation are always treated as one component or entity. The major difference between them is that, monitoring is routine, continuous assessment of ongoing activities and progress.

       3.5.2. The process of participatory monitoring and evaluation

Participatory monitoring Is monitoring which involves the community in monitoring their programme activities.

Participatory evaluation advocates for involvement and participation of community members and other stakeholders in the design and execution of the evaluation process.

Participatory monitoring enables project participants themselves to generate, analyze and use information for their day-to-day decision-making as well as long term planning.

In participatory evaluation, just as in participatory monitoring, the beneficiary community and other stakeholders together decide how to conduct the evaluation – its timing, scope, methodology and so on. The group also determines what they would like to find out through evaluation; in other words, they decide the issues and indicators that will be covered by the evaluation; they help formulate the questions to be asked; they participate in collecting and analyzing data, and presenting the findings. If a project follows a participatory approach from the beginning, it’s easy to carry out a participatory evaluation at the end. 

Chapter 4. Participatory Approaches 

4.1. Participatory development

Participatory development is a process through which stakeholders can influence and share control over development initiatives, and over the decisions and resources that affect themselves. Participatory development seeks to engage local populations in development projects. 

Most manifestations of Participatory Developments seek “to give the poor a part in initiatives designed for their benefit” in the hopes that development projects will be more sustainable and successful if local populations are engaged in the development process. Participatory Development has become an increasingly accepted method of development practice and is employed by a variety of organizations. It is often presented as an alternative to mainstream “top-down” development. 

4.2. Participatory development vs. participation-in-development

Participatory development seeks to engage local populations in development projects. Participatory development (PD) has taken a variety of forms since it emerged in the 1970s, when it was introduced as an important part of the "basic needs approach" to development. Most manifestations of PD seek “to give the poor a part in initiatives designed for their benefit” in the hopes that development projects will be more sustainable and successful if local populations are engaged in the development process. PD has become an increasingly accepted method of development practice and is employed by a variety of organizations.

Participatory development and participation in development: Participatory development and participation in development. Participatory development is a Participation in development. A top down participation in the sense that the management of the project defines where, when and how much the people can participate. Bottom up participation in the sense that the local people have full control over the processes and the project provides for necessary flexibility. It is introduced within the predetermined project framework. Entails genuine efforts to engage in practices which openly and radically encourage people’s participation. 

4.3. Why practice participatory approaches

The approach can be used in identifying needs, planning, monitoring or evaluating projects and programmes. Whilst a powerful consultation tool, it offers the opportunity to go beyond mere consultation and promote the active participation of communities in the issues and interventions that shape their lives.

The participatory approach involves:

♦ sharing of knowledge and experience

♦ recognizing and encompassing different perspectives

♦ working in teams on practical tasks

♦ the use of visualization and analytical tools, imagination and drama

♦ an open-ended creative learning process

♦ the development of shared understanding and jointly owned plans or other products

♦ the capacity for reflection and self-assessment

Participation improves communication and cooperation. Identification and development of the local resources, thereby generating self-reliance among the community. To develop local leaders who can further educate and mobilize the people in the area. People may learn new skills through participation; leadership potential may be identified and developed. Higher achievement at a lower cost. 

4.4. Advantages of participatory approaches

Over the years, a large number of participatory approaches have been developed to meet the needs of different disciplines, settings and objectives. For the purpose of this course, five approaches deemed useful in ensuring environmental sustainability are presented below: Advantages of participatory approaches

· Rapid Rural Appraisal: used to obtain information in a timely, cost-effective, accurate and insightful manner as a basis for development planning and action.

·  Participatory Rural Appraisal: a series of exercises that emphasizes local knowledge for rural planning.

· Participatory Poverty Assessments – used to understand poverty from the perspective of a range of stakeholders, particularly the poor.

·  Participatory Action Research: used to empower participants and enhance collaboration and further knowledge acquisition and social change.

·  Appreciative Inquiry: a philosophy that the past successes of individuals, communities, organizations are the basis for future success.

4.5. Difficulties in implementing participatory approaches

Participation does not occur automatically. It is a process. It involves time. Hence it may lead to delayed start of a project. In a bottom-up participation process, we have to move along the path decided by the local people. This entails an increased requirement of material as well as human resources. Participation leads to decentralization of power. People at the top should be ready and willing to share power with the people. Participation sometimes develop dependency syndrome. Participation can result in shifting of the burden into the poor.

· Inadequate understanding of local talent, abilities and resources. Absence of identity with the community among people. People’s dependence on GOVERNMENT and not on their self-Heterogeneity of interests. Resistance to empower people Resistance on the part of certain segment of population to participate Sustained efforts missing

· Along with its advantages, a participatory planning approach brings some serious disadvantages as well. It's crucial to understand and anticipate these, and to decide when and how a participatory planning approach can work in your situation.

· A participatory process takes longer. A diverse group always takes longer to make decisions and come to conclusions than does an individual or small group. It could take so long that an opportunity is missed, or that valuable time is lost that could be spent addressing the problem.

· Members of the target population or the community may not agree with the "experts " about what is needed. This may point out serious flaws in a proposed plan, and acknowledging and addressing those flaws may be difficult. Disagreement may also mean that the target population or community members simply don't have access to the knowledge or expertise to understand why the intervention is in fact a good idea.

· Lots of education may be needed, both for community members and the organization. Members of the target population and the community may not have important technical knowledge or experience, and may need to understand some theory or past practice in order to see what the organization is trying to do. Some may need new skills in order to participate fully in the planning process. The organization, on the other hand, may need to learn more about local culture, political issues, and community history in order to tailor the intervention to the community and avoid past errors. Education of either or both takes time...and time may not be available.

· One determined individual can wreck the whole process if he's not handled well. Someone who has a particular axe to grind, or who's convinced that only he knows what's right for the community can make a participatory process very difficult. Handling this situation can take both tact and toughness.

· It may be difficult to assure that all the right people get to the table. Some key people may simply not want to participate. Factions in the community, a history of failed attempts at communication or at dealing with problems, ignorance of which groups or individuals are important, or just basic mistrust may complicate the task of creating a participatory planning process. Overcoming this barrier, however, can have profound positive consequences in the community over the long term.

· A participatory planning process takes patience and commitment on everyone's part. People have to maintain their commitment over time, remain civil while discussing issues about which they may have strong feelings, and be willing to compromise. A few misplaced words, or one or a small number of key people losing interest can upset the whole process.

While these disadvantages present potential or real challenges to the success of a participatory planning process, overcoming them may tremendously increase the possibility of designing and carrying out an effective community intervention.

4.6. Commonly used participatory approaches

4.6.1. Rapid Rural Appraisal (RRA)

Rapid Rural Appraisal (RRA) reflects the new thinking about development, needs, and people oriented responsibilities. It is a process that is highly systematic and structured, relying on interdisciplinary teamwork and special strategies for data collection and analysis such as triangulation, probing, and iteration. Some critics consider RRA to be a quick and dirty technique.

During the 1970s, practitioners working with rural communities began to be disillusioned with the lack of progress, the failure of many development activities, and all too often, worsening conditions for the poor. It can be assumed that the communities themselves were even more disillusioned though their voices were seldom heard. Early work on NRM focused on the lack of local knowledge and the need to improve this through education, training and outside expert advice. Local practices were surveyed to identify what had to change, but not surveyed for the local wealth of experience and knowledge.


To the extent that this amounted to a communication method, it was one in which local people were questioned to discover gaps in their knowledge that could be filled by expert outsiders. Knowledge was usually seen as technical, value neutral, and transferable across cultures and continents. If not quite a one-size-fits-all approach, it was based more on a belief in the universal application of methods defined by agricultural science than «less rigorous» approaches that emphasized the centrality of social and cultural practice.

As it became clear that this approach was not delivering the progressive improvements it promised, two key problems were identified. The first was lack of local support for many of the activities and projects designed by outsiders – Freedom’s «interested scholars» or the «modern experts» of Borrini-Feyerabend et al. The second was failure due to poor understanding by outsiders of local social and environmental conditions, made worse by not acknowledging the value of local experience.

Identifying these problems led to new approaches to communicating with rural people that sought a better understanding of their local situation, and involved them in identifying the issues that affected them most directly. This led to the adoption of techniques such as «Rapid Rural Appraisal» (RRA), which enabled development workers and other outside «experts» to gather simple data quickly on issues identified at the local level. It also allowed some participation of semi-literate and illiterate people.


While this was an improvement over the complex and specialized information gathering of the past, it was still based on outsiders obtaining information, which was then taken away for analysis and use in the preparation of development interventions. Local opinions and ideas were gathered more effectively, but control and ownership remained outside of the communities being «developed».

Nevertheless, techniques like RRA opened the door to involving communities further – not just in data collection, but also in data analysis, problem identification and prioritization, and eventually (though still not often enough) participation in defining, implementing and evaluating development interventions.

This more inclusive approach became popularly known as Participatory Rural Appraisal (PRA). The key insight of PRA was that both local communities and outside «experts» had information and knowledge to share. It was assumed that outsiders knew relatively little about local conditions, practices and resources, while community members often lacked technical knowledge that would help them adapt to changing social, political and natural environments. The important change was the identification of a two-way approach to communication that respected the experience and knowledge of both «inside» and «outside» participants, and gave the community a voice in setting development priorities.

4.6.2. Participatory Rural Appraisal (PRA)

What is participatory rural appraisal (PRA)?

· Participatory – Means that people are involved in the process – a “bottom-up” approach that requires good communication skills and attitude of project staff.

· Rural – The techniques can be used in any situation, urban or rural, with both literate and illiterate people.

· Appraisal – The finding out of information about problems, needs, and potential in a village. It is the first stage in any project.

PRA is intended to enable local communities to conduct their own analysis and to plan and take action (Chambers R. 1992). PRA involves project staff learning together with villagers about the village. The aim of PRA is to help strengthen the capacity of villagers to plan, make decisions, and to take action towards improving their own situation.

Participatory Rural Appraisal (PRA) is considered one of the popular and effective approaches to gather information in rural areas. This approach was developed in early 1990s with considerable shift in paradigm from top-down to bottom-up approach, and from blueprint to the learning process. In fact, it is a shift from extractive survey questionnaires to experience sharing by local people. PRA is based on village experiences where communities effectively manage their natural resources.

PRA is a methodology of learning rural life and their environment from the rural people. It requires researcher / field workers to act as facilitators to help local people conduct their own analysis, plan and take action accordingly. It is based on the principle that local people are creative and capable and can do their own investigations, analysis, and planning. The basic concept of PRA is to learn from rural people. Chambers (1992) has defined PRA as an approach and methods for learning about rural life and conditions from, with and by rural people. He further stated that PRA extends into analysis, planning and action. PRA closely involve villagers and local officials in the process.

PRA helped move the community back towards the center of the development process and sought to better understand and overcome the difficult and often contradictory positions in which communities find themselves when facing issues of sustainable resource use. But, as important as this process of enabling communities to take ownership of their own development was and is, it does not fully respond to the interdependent context in which all development processes must work.

Participatory Rural Appraisal: Participatory Rural Appraisal PRA is “a family of approaches and methods to enable local (rural or urban) people to express, share, enhance, and analyze their knowledge of life and conditions, to plan and to act.” (Mascarenhas et al., 1991)

PRA: PRA Participatory Rural Appraisal is a methodology for interacting with villagers/community, understanding them and learning from them. It shifts the initiative from outsider to villager. PRA seeks to empower. It empowers the weak, the powerless and the marginalized, by enabling them to analyze, discuss and deliberate on their condition. Believes in flexibility in choosing methods. Reversal of learning.

4.6.3. Participatory Action Research (PAR)

Participatory action research (PAR) is one means of addressing the gap between researchers and the intended beneficiaries of research (McTaggart, 1991; Whyte, 1991). Participatory action research refers to a process whereby the researchers and stakeholders (those who potentially benefit from research results) collaborate in the design and conduct of all phases (e.g., specification of questions, design, data collection, data analysis, dissemination, utilization) of the research process. PAR's ultimate goal is taking action to solve the problem that is at the basis of the research (Graves, 1991; McTaggart, 1991; Whitney-Thomas, 1997). PAR is a collaborative approach to conducting research—not a discrete research methodology.

Participatory Action Research (PAR) refers to a research method, typically concerned with organizational self-assessment, in which the subjects of the study “participate with the professional researcher throughout the research process, from the initial design to the final presentation of the results and discussion of their action implications” (Whyte, 1989).

There are several roots to contemporary applications of PAR and each shed light on its unique features. First is the term “action research.” This refers to investigations of strategies or principles that can explain or improve a situation. It is linked with evaluation research in its aim to uncover problems or strengths that can be used to better develop an organization or service. It will typically result in “action steps” that are context bound rather than in developing or testing theory that can be generalized.

Another root, “participatory research,” emphasizes that stakeholders in the research outcome must participate in the research process. Stakeholders are needed to ensure that the “outside” research professionals do not misconstrue or render meaningless information sought or collected due to their lack of first-hand knowledge of the situation (or due to not being “members” of the socio-cultural group). Stakeholder presence in the research process also ensures that the resulting actions steps are “owned” by the stakeholders, that there is “greater consensus for change” (Walton & Gaffney, 1991). Found frequently in third world development efforts, participatory research is seen as a liberating process for stakeholders (Rosenwald, 1988). The professional researcher is construed as a consultant or educator to the research effort rather than as the expert or professional.

Participatory action research (PAR) is an approach to research in communities that emphasizes participation and action. It seeks to understand the world by trying to change it, collaboratively and following reflection. PAR emphasizes collective inquiry and experimentation grounded in experience and social history. Within a PAR process, "communities of inquiry and action evolve and address questions and issues that are significant for those who participate as co-researchers" (Reason and Bradbury, 2008,). PAR contrasts with many research methods, which emphasize disinterested researchers and reproducibility of findings.

PAR practitioners make a concerted effort to integrate three basic aspects of their work: participation (life in society and democracy), action (engagement with experience and history), and research (soundness in thought and the growth of knowledge) (Chevalier and Buckles, 2013). "Action unites, organically, with research" and collective processes of self-investigation (Rahman, 2008, p. 49). The way each component is actually understood and the relative emphasis it receives varies nonetheless from one PAR theory and practice to another. This means that PAR is not a monolithic body of ideas and methods but rather a pluralistic orientation to knowledge making and social change.

          4.6.4. Appreciative Inquiry (AI)

To strengthen the capacity of participants to use participatory approaches in communities through the use of appreciative and assets-based approaches that encourage greater self-reliance, identification of local assets, and promotion of improved decision-making within groups and the community as a whole.

· Appreciative Inquiry is the study and exploration of what gives life to human systems when they function at their best.

· This approach to personal change and organization change is based on the assumption that questions and dialogue about strengths, successes, values, hopes, and dreams are themselves transformational.

WHAT IS APPRECIATIVE INQUIRY (AI)?

An evaluation process “that inquiries into, identifies, and further develops the best of what is in an organization in order to create a better future” (Coghlan, Preskill, Catsambas, 2003).An approach to organizational analysis and learning.

· Intended for discovering, understanding and fostering innovations in social organizational arrangements and processes.

·  Based on the belief that human systems are made and imagined by those who live and work within them.

· Seeks out the “best of what is” to help ignite the collective imagination of “what might be”.

Appreciative Inquiry (often known as AI) was developed by David Cooperrider and Suresh Srivastva in the 1980s. The approach is based on the premise that ‘organizations change in the direction in which they inquire.’ So an organization which inquiries into problems will keep finding problems but an organization which attempts to appreciate what is best in itself will discover more and more that is good. It can then to use these discoveries to build a new future where the best becomes more common. Maureen Sullivan introduced the concept to library administration and planning several years ago.   She described the four Ds of Appreciative Inquiry:

· Discovery: Identify what has worked in the past, examples of high performance, times when the staff felt empowered and effective

·  Dream: Create a vision that brings to light the collective aspirations of stakeholders. Grounded in the first stage, but asking “What could be?” and challenging the status quo

· Design:  Construct the library organization created as a vision in the previous stage

·  Delivery: Identify the individual and organizational commitments necessary to achieve the aspirations set forth in the second stage and further developed in the third stage

The difference between traditional change management models and Appreciative Inquiry is in the nature of the questions being asked. The problem‐solving model would ask, “What problems are we having?” Appreciative Inquiry always begins, “What is working around here?” 

Chapter 5.  Conflict 
5.1 Concept of conflict the dialectical, functional, exchange and structural models of conflict; The circle and Nature of conflict & Conflict Approaches and Conflict Dynamics
When one raises the question of what a conflict is, it is typically defined with a list of negative words, such as violence, population displacement, hatred and war. In reality, we live with conflicts in our daily lives, and they are not necessarily negative. Rather, they are normal, natural and neutral, but the way they are managed will determine whether their impact has a positive or negative impact on our lives.

In other words, conflicts are inevitable, violence is not. Conflicts are the result of human diversity and may have positive consequences as much as negative. Conflicts management based on cooperation can lead to social progress and change. Conflict is generally understood as a social phenomenon that results from the differences in the social circumstances and/or disparate interests of at least two parties (individuals, groups, states, etc). 

A conflict is a situation where two or more individuals or groups pursuing their goals or ambitions that they did not think they share with the other side. A conflict is not necessarily violent. The conflict often occurs during a change. Some want change, while others oppose it. If their disagreement or conflict is addressed peacefully, the process can be positive. But when the conflict is not managed properly, it becomes violent.

Conflict is often the result of incompatible needs, goals, or aspirations. Needs such as: food, shelter, health, safety, freedom and justice might be threatened or perceived to be threatened. As well, personal or professional goals and aspirations might contradict or be opposed to another person’s plans.

Conflict is a natural and necessary part of our lives. Whether at home with our families, at work with colleagues or in negotiations between governments, conflict pervades our relationships. The paradox of conflict is that it is both the force that can tear relationships apart and the force that binds them together. This dual nature of conflict makes it an important concept to study and understand. Conflict is an inevitable and necessary feature of domestic and international relations.

The challenge is not the elimination of conflict, but rather, how to effectively address conflict when it arises. While most government officials are not frequently confronted by large-scale violence or humanitarian crises, they are often involved in lesser but nevertheless serious conflicts over trade, refugees, borders, water, defense, etc. Their government may be party to the conflict or called on to serve as mediator. In either case, they require particular skills and techniques to tackle the issues in a constructive fashion. Conflict can be managed negatively through avoidance at one extreme and the use or threat of force at the other. Alternatively, conflict can be managed positively through negotiation, joint problem-solving and consensus-building. These options help build and sustain constructive bilateral and multi-lateral relations.

Conflict means an adversarial relationship or a disagreement between two or more persons, between groups, regions or even nation emanating from different perceptions and interests. Such conflict may be intra-personal as result of internal disagreement within a person.

When one speaks of a conflict, it is normally taken to mean chaos, wars or mutual suspicion or strained relations, competition, hatred and many other associated ills. It is incorrect to normally regard conflict as something very destructive which deserves avoidance or denouncing.

Conflict has detrimental, negative and destructive powers, but conflict can also be a key driver of change–without conflict no change and no change without conflict. Conflict brings creative potential that helps families, organizations and states to (re)define themselves, to innovate and create. There is need to not only look at conflict as an agent of negative impacts but also as an agent of positive change. Thus, tension and conflict may also be seen as a source of innovation and creativity to adapt land-use and governance systems. There is need to know under what conditions conflicts may lead to innovation and cooperation.

Conflict exists where two or more actors are mobilized to obtain incompatible goals where the other party is perceived to stand in the way of these goals. The concept of conflict describes a type of relationship between two or more actors and refers to a situation between these actors, their behavior, and their attitudes and perceptions. Conflict must exhibit all of these components and must take place between identifiable actors otherwise applying the concept of conflict is misleading. A number of factors must be taken into account in order to analyze conflict including the conditions which create a favorable environment for conflict to emerge, the causes which precipitate conflict, the expression of conflict, the dynamics of conflict, and the consequences and legacies from conflict.

Conflict occurs in many different spheres, whether political, social, economic, between individuals, groups or states, and at different levels from the personal to the global. Conflict is not negative per se, on the contrary, when expressed through peaceful means, conflict can be constructive and a powerful source of change.
What causes conflicts and disputes? 

Origin of conflict

According to psychologists Art Bell and Brett Hart, there are eight common causes of conflict in the workplace. Bell and Hart identified these common causes in separate articles on workplace conflict in 2000 and 2002. The eight causes are:

· Conflicting resources.

· Conflicting styles.

· Conflicting perceptions.

· Conflicting goals.

· Conflicting pressures.

· Conflicting roles.

· Different personal values.

· Unpredictable policies.

Causes of conflict in community

When things go wrong in a community, they can go very wrong, very quickly. The first step of understanding how to deal with conflict in your community is to be able to identify the cause or source of the friction.

Generally, conflict will arise either out of conflicting personalities amongst your community’s membership, be related to common difficulties associated with the usage of communication tools, how your membership goes about achieving their goals, or the members’ perception of you as a community manager, your company or the online space you’ve provided them.

By digging into specific reasons for conflict and defining individual causes, you can identify whether the outcome is likely to be productive to your community (if the issues are to do with personal goals, platform-related or other factors you can influence) or destructive (if issues are generally interpersonal or emotional or if you have no control on the source of the issue).

While community conflict is sometimes highly complex, the following list of possible causes will help you pinpoint what type of problem you are facing and hopefully find a resolution.

Expectations related causes of conflict

Your community members may have expectations that are not being met, or do not match up with other members’ expectations. These can include:

1. Differing principles & mismatching values: Are your community principles prominently displayed and are you attracting the right people to your online community?

2. Diversity of perspectives: do you have such a diverse membership that their perspectives are clashing too much?

3. Lack of focus: Is your community wandering aimlessly or do they know what the purpose of engaging is?

4. Disagreement over strategy or execution: does your membership agree with where you want to take your online community and how you are going about doing so?

5. Limitations of reading and writing capabilities: are some of your community members less literate, or less careful about how they write or making sure they understand the message they are responding to than others?

6. Immovable opinions: Have participants decided their personal positions in a debate and are incapable of flexible debate?

7. In-articulation of differing values: Are participants in the community not making differing sets of values clear enough for productive discussions to take place?

8. Dismissiveness: Is there an element of patronizing, demeaning or condescending language being used in the debate?

Environmental causes of conflict

Sometimes, the environment you provide for your community can cause problems. When communicating we rely on tools, both interpersonal as well as functional. When these are lacking in some way, the following can happen:

9. No physical communication cues: Are the lack of non-verbal visual cues causing problems for your membership in identifying mood and tone?

10. Impersonality of the medium: Are your community members losing their inhibitions and saying things they would not dare say face to face?

11. Misinterpreted silences: Is the inherent a synchronicity of the medium your community uses to communicate resulting in the time delay in-between responses blowing issues out of proportion?

12. Perceptions of public vs. private spaces online: Do individuals amongst your membership have differing understandings of how public or private their discussions are on the web?

Emotional causes of conflict

Over time, underlying emotional issues will develop between your online community’s memberships, which will affect how they communicate.

13. Historical problems: Do certain community members have previous personal arguments affecting their ongoing interactions?

14. Prejudice: Are there personal prejudices at play when people butt heads in your online community?

15. Perception of injustice: Is one member in particular complaining of being persecuted by other elements in the community?

16. Power dynamics: Have a few cliques developed and are they vying for supremacy and
In most cases conflict is as a result of the following:
· Different perception

· Different behaviors or attitudes

· Poor distribution of resources

· Lack of basic human needs or their frustration

· Different interests

· Ideological differences based on religion or political parties
5.3. Functions of conflict

Here are some of the positive aspects:

· Conflict helps establish our identity and independence: Conflicts, especially at earlier stages of your life, help you assert your personal identity as separate from the aspirations, beliefs and behaviors of those around you.

· Intensity of conflict demonstrates the closeness and importance of relationships: Intimate relationships require us to express opposing feelings such as love and anger. The coexistence of these emotions in a relationship creates sharpness when conflicts arise. While the intensity of emotions can threaten the relationship, if they are dealt with constructively, they also help us measure the depth and importance of the relationship.
· Conflict can build new relationships. At times, conflict brings together people who did not have a previous relationship. During the process of conflict and its resolution, these parties may find out that they have common interests and then work to maintain an ongoing relationship.

· Conflict can create coalitions: Similar to building relationships, sometimes adversaries come together to build coalitions to achieve common goals or fend off a common threat. During the conflict, previous antagonism is suppressed to work towards these greater goals.

· Conflict serves as a safety-valve mechanism which helps to sustain relationships: Relationships which repress disagreement or conflict grow rigid over time, making them brittle.  Exchanges of conflict, at times through the assistance of a third-party, allow people to vent pent-up hostility and reduce tension in a relationship.
· Conflict helps parties assess each other’s power and can work to redistribute power in a system of conflict: Because there are few ways to truly measure the power of the other party, conflicts sometimes arise to allow parties to assess one another’s strength. In cases where there is an imbalance of power, a party may seek ways to increase its internal power. This process can often change the nature of power within the conflict system.
· Conflict establishes and maintains group identities: Groups in conflict tend to create clearer boundaries which help members determine who part of the “in group” is and who part of the “out-group” is. In this way, conflict can help individuals understand how they are part of a certain group and mobilize them to take action to defend the group’s interests.

· Conflicts enhance group cohesion through issue and belief clarification: When a group is threatened, its members pull together in solidarity. As they clarify issues and beliefs, renegades and dissenters are weeded out of the group, creating a more sharply defined ideology on which all members agree.

· Conflict creates or modifies rules, norms, laws and institutions: It is through the raising of issues that rules, norms, laws and institutions are changed or created. Problems or frustrations left unexpressed result in the maintaining of the status quo.

5.4. Some important terminologies of conflict and conflict resolution (Refer to chapter 1).

Conflict Resolution Terminology

Conflicts are dynamic and constantly changing they parties act and react to changing situations. This continuum is not intended to be finite, as these activities may overlap significantly in their definition and application to certain conflicts.

Conflict Prevention–activities that seek to prevent a dispute from becoming violent. May involve crisis management.

Conflict Management–activities that seek to stop, cool down or prevent further escalation of the violence and prepare the ground for a settlement. May involve peacekeeping, pre-negotiation, confidence-building measures, humanitarian and relief intervention.

Conflict Settlement–activities that seek to arrive at an agreement on the identified issues around which the parties are in conflict. May involve task-force discussions, negotiation, mediation, arbitration and other activities of peacemaking.

Conflict Resolution–activities that seek to discover, identify and resolve the underlying root causes of the conflict. May involve problem-solving or conflict analysis workshops; research, training and education programs; inter-group dialogue; reconciliation; and other activities of peacebuilding.

Conflict Transformation–activities that seek to change the conditions that give rise to the underlying root causes of the conflict, to prevent the outbreak of further violence, and to sustain a transformation from conflict-habituated to peace-oriented systems over time. May involve processes from all the other areas listed above, plus activities of nation-building, national reconciliation and healing, change agent and social transformation.

These activities occur with different parties. Conflict prevention, conflict management, and conflict settlement are generally legal, military, and political activities that involve officials from those fields.

Conflict resolution and conflict transformation can also involve officials, but are deeply socially- or community-based activities that involve highly motivated and committed people from many disciplines.

All these conflict activities can occur simultaneously. Coordination and cooperation between the parties involved in each can enhance the whole process.
Characteristic and consequences of conflict

Characteristics of Conflict

Conflict is not automatically a bad thing. Constructive processing of differences can produce high quality decisions, encourage growth and strengthen groups/individuals. Destructive conflict can result in poor quality decisions, discourage learning and cause ongoing harm to groups/individuals.
Characteristics of Constructive Conflict

· Affirms differences and sees their potential for enriching outcomes.

· Participatory – win/win; shared power; focused on group/common interest; safe.

· Attitude of curiosity, genuineness, humility & respect (Reflected through listening, questioning, validation, affirmation, empathy, a power with approach & openness

·  A two-way process – trying to achieve mutually acceptable outcomes; broad vision; open to change; focus on the issues; rational

· Based on clear guidelines ground rules/process.

· Equal information – sharing common information base; naming personal agendas; seeking fair outcomes

· High level of personal responsibility for process; balance between giving and taking

Characteristics of Destructive Conflict

1. Uses differences as divisions – dichotomous (wrong/right; bad/good; weak/strong)

2. Competitive – win/lose; powerful/ powerless; focused on self-interest; scary.

3. Attitude of confrontation, dominance & aggression/passive-aggression (Reflected through dumping, put downs, talking over, hurting, abuse, violence, blaming and taking power over others)

4. A 1-way process – trying to win preferred outcomes; narrow vision; resistant to change; personalizes issues; irrational

5. Out of control – no guidelines/limits

6. Uneven/unequal information – work from stereotypes/assumptions rather than information; undercurrents/hidden agendas; disinterested in fair outcomes.

7. Little or no personal responsibility for process; winner takes all

Consequences of Conflict 
· Increase costs (time, money) devoted to dealing with the conflict 

· Waste of resources and energy spent dealing with the conflict 

· Decrease productivity

· Lower motivation

· Decrease morale 

· Poor decision-making

· Withdrawal and miscommunication or non-communication 

· Complaints and blaming

Approaches to Conflict

Over the centuries conflict has been approached in a variety of ways. Even today conflict tends to be resolved using these same basic strategies. These strategies include:

Power

· force and knowledge

· the ‘strongest’ usually wins 

Rights

· standards of fairness or behavior (legislative/courts)

· the one with the most money/resources often wins

Interests

· underlying needs, desires, concerns, fears, hopes often at the root of the visible conflict

· the underlying interests of both parties inform the final agreed upon resolution

Cycle of escalation of conflict

Conflict escalation is a negative process of conflict. 

Deutsch stated,

The tendency to escalate conflict results from the conjunction of three interrelated processes:

1.     Competitive processes involved in the attempt to win the conflict;

2.     Processes of misperception and biased perception; and

3.     Processes of commitment arising out of the pressures for cognitive and social consistency. These processes give rise to a mutually reinforcing cycle of relations that generate actions and reactions that intensify the conflict. (direct quote, p. 352)

Limiting conflict escalation?

Other processes may have the effect of limiting conflict escalation. However, if they are weak, conflict may escalate. Other processes that might lead to conflict escalation if they are weak include:

4.     The number and strength of the existing cooperatives bonds;

5.     Cross cutting identifications;

6.     Common allegiances and memberships among the conflicting parties;

7.     The existence of values, institutions, procedures, and groups that are organized to help limit and regulate conflict; and

8.     The salience and significance of the costs of intensifying conflict. (direct quote, p. 352)

Unfortunately,” Even if [these] are strong, misjudgment and the pressures arising out of tendencies to be rigidly self-consistent may make it difficult to keep a competitive conflict encapsulated.” (p.352) In sum, limiting conflict escalation requires a great deal of effort for mediators, conflict coaches, and parties facing conflict. One basic way of stopping conflict escalation is through ending blame and defensiveness.

Chapter 6. Conflict Dynamics 

Conflict is dynamic and unpredictable. It rarely unfolds neatly with a defined beginning, middle and end. Aspects of the different stages of conflict are often present concurrently: violent conflict may co-exist with peace-making efforts, as well as with the creation of new layers of grievances.

Even the ‘post-conflict’ stage may be characterized by high levels of violence, with forced evictions and the ‘settling of scores’ between individuals and communities. The post-conflict period can have different distinct phases, and responses have to be calibrated accordingly. The conflict situation may be very different in different parts of a country. Some areas may enjoy stability, while others are engulfed in conflict. And this may change over time.

Therefore, conflict can vary in form (direct violence or structural violence); intensity (low-intensity to full-scale civil or international war); location (confined to specific geographic areas or may be widespread); by actors (some groups may be involved in combat, while others are displaced by it); and, over time (particularly in the case of protracted conflicts). The conceptual value of the conflict cycle is its ability to simplify the complicated reality of conflict.

Conflicts are best thought of as dynamic (ever-changing), interactive social processes. No two conflicts are the same. However, conflict analysis makes it possible to examine the structure and dynamics of conflicts in a systematic way. From this, it becomes clear that conflicts often share similar patterns and stages of development. Conflicts can generally be thought of a cycle from emergence to resolution. However, they do not always progress in a strictly similar fashion.
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Fig. Conflict dynamics/stages
Instead, conflicts sometimes unfold in non-linear ways, moving backwards and forwards between different stages, skipping a stage altogether, or stopping at one stage for a long time before suddenly moving on.

To be effective, practitioners must analyze each conflict carefully, on a case-by-case basis, and must be sensitive to the different stages and elements at play in that conflict. Sometimes a conflict needs to be addressed even though it has not affected the ways in which people act or make decisions.

When conflict is not open but is a potential threat, it is described as being latent; there may be smoke, but there is no visible fire. Latent conflict refers to social tensions, differences and disagreements that are hidden or undeveloped. This is the stage at which incompatible goals may exist, but parties may either not be acutely conscious of them or not be willing to reveal themselves or their interests in the conflict. They may allow conflict to remain latent because of fear, distrust, peer pressure or financial reasons. In such situations, conflicts may show up through what called “the ordinary weapons of relatively powerless groups: foot dragging, dissimulation, desertion, false compliance, pilfering, feigned ignorance, slander, arson, sabotage, and so on”. In such situations tensions build up.

Conflict can emerge gradually and steadily, or develop rapidly in response to a few significant events. As differences increase and intensify, conflict becomes manifest, expanding into a full-blown public issue that cannot be avoided. In the manifest stage, opponents’ differences become more prominent and more central to group dynamics. As incompatibilities become clearer, they become the defining issues: debate revolves more and more around differences. Opponents begin to define themselves and their groups on the basis of such cleavages, in terms of “us versus them”. These differences might then be used to mobilize sections of the population on behalf of a “cause”. Manifest conflicts can escalate and become violent. When a conflict reaches this stage, violence often produces counter-violence, leading to further escalation.

Ideally, conflicts should be managed at the latent stage, before they emerge or escalate. When a conflict reaches the manifest stage, it may either become blocked in a stalemate or impasse in which the conflict parties refuse to modify their positions, or fall out of control through tensions and violent actions.

6.1. Strategies and outcomes of conflict
NATURAL RESOURCE CONFLICTS are disagreements and disputes over access to, and control and use of, natural resources. These conflicts often emerge because people have different uses for resources such as forests, water, pastures and land, or want to manage them in different ways. Disagreements also arise when these interests and needs are incompatible, or when the priorities of some user groups are not considered in policies, programmes and projects. Such conflicts of interest are an inevitable feature of all societies. 

In recent years, the scope and magnitude of natural resource conflicts have increased and intensified. These conflicts, if not addressed, can escalate into violence, cause environmental degradation, disrupt projects and undermine livelihoods. Acknowledging that conflict is a common feature of any resource use system is a prerequisite for sustainable management that is participatory and equitable.
Some reasons why conflicts may arise during policy, programme and project implementation: 
· policies imposed without local participation 
· lack of harmony and coordination between bodies of law and legal procedures 
· poor identification of and inadequate consultation with stakeholders 
· uncoordinated planning 
· inadequate or poor information sharing 
· limited institutional capacity  
· inadequate monitoring and evaluation of programmes 
· lack of effective mechanisms for conflict management
Strategies for managing conflict

Force 

Conflict can be managed through force, where one party has the means and inclination to win regardless of whether the other party losses, and whether or not the process of winning causes damage to personal relationships. Not all parties will be able to use force – its use will largely depend upon the power that one party holds relative to another. Some of the more obvious uses of force in natural resource management include physical violence, threat of physical violence, exertion of economic dominance (including buying-out opponents), corruption of government officials and blackmail. In some cases, recourse to the legal system is also a form of force in that one party can use their superior resources to ‘buy’ better advice or raise the stakes (for example, by taking a lost case to an appeal court). Some less obvious but often no less powerful forms of ‘force’ include adversarial (i.e. uncompromising) negotiation tactics, political expediency, manipulation of the electoral system, use of the media to rally public support, public protest, ‘witch hunts’, slander and the threat of withdrawal.

Withdrawal 

Withdrawal is an approach to conflict management suited to those parties whose desire to avoid confrontation outweighs the goals they are trying to achieve. The power (either positive or negative) of withdrawal should not be underestimated, not least since it can be used as a threat to force reluctant and sometimes more powerful parties to negotiate in a more consensual fashion. Types of withdrawal include withdrawal of funding; avoidance of volatile locations within a wider project area by NGOs; certain stakeholders opting out of a project or a negotiation process; deployment of delaying tactics; postponing project decisions; temporary boycotts; and strikes (i.e. withdrawal of labor).

Accommodation 

There are occasions when one party in a conflict situation values a strong and continuing relationship with one or more of the other parties above the attainment of its own specific goals. In these cases, a party may elect to accommodate the other parties’ goals, conceding to all or most of their demands. Although such outcomes may look as though they have been the result of force, the difference is that rather than losing outright, the accommodating party perceives itself to have gained by way of securing good relations, accompanied perhaps by an element of good will and the option to achieve some greater goal at a future date. Common examples are where an NGO gives in to demands for additional services in order to keep a project from collapsing.

Compromise 

Compromise is often confused with consensus. To compromise in a negotiation may sound positive, but it means that at least one of the parties perceives that it has had to forgo something. In planning natural resource management projects, compromise – and in particular the notion of trade-offs – is now prevalent, based on the need to make rational resource allocation decisions. For example, Stakeholder Analysis – an analytical tool often used to help design CBNRM – requires planners to analyze the distributional impacts of a project between the various stakeholder groups. The process identifies where the objectives of the different stakeholders are contradictory and where they share elements. From this, an optimal trade-off is constructed comprising the minimum ‘win-loss’ outcome.

Consensus 

Although processes of consensus-building sometimes contain elements of compromise within the final agreement, there are some key differences between the two approaches. Consensus-building explicitly sets out to avoid trade-offs altogether, seeking instead to achieve a ‘win-win’ outcome. In contrast, a compromise approach seeks to minimize what are considered to be inevitable trade-offs. The fundamental principles of consensus building are to steer conflicting parties away from: 

• negotiating over their immediate demands and hostile positions, towards addressing those underlying needs which are the true motivating factors behind each sides perception of the conflict; 

• thinking about only one solution, towards considering the widest possible and most creative range of options for meeting the parties’ underlying needs; 

• personalized and often exaggerated demands, towards clarity and precision in describing parties’ ‘underlying needs’ and the range of proposed options.

Addressing conflict is a prerequisite for sustainable natural resource management. Conflicts over natural resources are growing in scope, magnitude and intensity. If not addressed in an effective and timely manner, natural resource conflicts can adversely affect community livelihoods and result in resource degradation.  Alternative conflict management offers an innovative, multidisciplinary approach to understanding, analyzing and managing conflicts both before and after they occur.  It seeks the development of participatory and consensus-building strategies, and it builds upon existing formal and informal conflict management mechanisms within local communities. Alternative conflict management also seeks to strengthen the capacity of local institutions and communities to manage conflict and promote sustainable resource management.

Appropriate conflict management and resolution strategies need to be incorporated into natural resource management policies, programmes and projects.

6.2. Symmetric and asymmetric conflicts

Symmetric conflicts are conflicts of interest between relatively similar parties. This is a conflict between parties with more or less equal resources. Conflict may also arise between dissimilar parties such as between a majority and a minority, an established government and a group of rebels, an employer and her employees, or a master and his servant. These are asymmetric conflicts (i.e. conflicts between parties with unequal resources). Here the root of the conflict lies not in particular issues or interests that may divide the parties, but in the very structure of who they are and the relationship between them. It may be that this structure of roles and relationships cannot be changed without conflict.
In some views classical conflict resolution applies only to symmetric conflicts. In asymmetric conflicts the structure is such that the top dog always wins and the under-dog always loses. The only way to resolve the conflict is to change the structure, but this can never be in the interests of the top dog. So there are no win-win outcomes, and the third party has to join forces with the under-dog to bring about a resolution.
From another point of view, however, even asymmetric conflicts impose costs on both parties. It is oppressive as to be oppressed. There are costs for the top dogs in sustaining themselves in power and keeping the under-dogs down. In severe asymmetric conflicts the cost of the relationship becomes unbearable for both sides. This then opens the possibility for conflict resolution through a shift from the existing structure of relationships to another.
The role of the third party is to assist with this transformation, confronting the top dog if necessary. This means transforming peaceful, unbalanced relationships into peaceful and dynamic ones. 
Chapter 7. Conducting Conflict Assessment 

7.1. The practice of conflict assessment

The form and intensity of conflicts vary widely by place, and over time within any community. Conflicts manifest themselves in many ways, ranging from breaking rules to acts of sabotage and violence. Sometimes conflicts remain hidden or latent. People may allow grievances to smolder because of fear, distrust, peer pressure, financial constraints, exclusion from certain conflict resolution procedures, or for strategic reasons. Because some societies encourage their members to avoid public confrontations, a lack of public disputes does not mean there is no conflict. So conducting of conflict assessment is essential to clearly identify its intensity, nature, …. and to recommend the right resolution mechanism.
Conflict assessments are diagnostic tools that are designed to help Missions: 1) identify and prioritize the causes and consequences of conflict that are most important in a given context; 2) understand how existing development programs interact with factors linked to conflict; and 3) determine where development and humanitarian assistance can most effectively support local efforts to manage conflict and build peace. 
7.3. Why conflict assessments are essential

Conflict assessments are meant to provide a broad overview of destabilizing patterns and trends in a society. They sift through the many potential causes of conflict that exist and zero in on those that are most likely to lead to violence (or renewed violence) in a particular context. While they provide recommendations about how to make development and humanitarian assistance more responsive to conflict dynamics, they do not provide detailed guidance on how to design specific conflict activities.
7.4. The pitfalls of proceeding without conflict assessment

Addressing conflict is a prerequisite for sustainable natural resource management. Conflicts over natural resources are growing in scope, magnitude and intensity. If conflicts proceeding without conflict assessment and not addressed in an effective and timely manner, natural resource conflicts can adversely affect community livelihoods and result in resource degradation.  Alternative conflict management offers an innovative, multidisciplinary approach to understanding, analyzing and managing conflicts both before and after they occur.  It seeks the development of participatory and consensus-building strategies, and it builds upon existing formal and informal conflict management mechanisms within local communities. Alternative conflict management also seeks to strengthen the capacity of local institutions and communities to manage conflict and promote sustainable resource management.

If we fail to conducting conflict analysis/assessment, we are plan to fail. We are fail to identify the right source of conflict & actor’s identification, its nature and intensity, and to support diverse and multiple stakeholders in managing conflicts that will inevitably arise in the protection, use and control of natural resources. Also we need the most renewed information about cases i.e. things may change through time. This leads to wrong recommendation and judgement or wrong conflict management mechanism. So before deciding about something or any conflict management activities, conflict assessment should come first.
7.5. How to conduct a conflict assessment?
Conflict assessments typically include six steps. The first is undertaken by the convener or sponsor (i.e., the party interested in organizing a mediation process). In this step, the convener decides to initiate a conflict assessment and helps to get it started. The next five steps are undertaken by the assessor. The assessor initiates the conflict assessment, gathers information through interviews, analyzes the interview results, designs a joint problem-solving process, and shares the assessment (in the form of a written report) with interviewees.

Step 1: Decide to Initiate a Conflict Assessment

A convener should begin a conflict assessment process by retaining a credible and qualified assessor. It’s crucial that the assessor be perceived by all parties in the conflict as impartial and not having a stake in the conflict at hand. It’s also helpful if the assessor is trained in mediation.

The convener and assessor should jointly prepare a contract outlining the terms of their relationship, the product to be delivered, the expected cost, and the deadline for delivery. The contract should ensure that the assessor can operate autonomously; that is, he or she should be able to make recommendations based only on his or her best judgment. The contract should stipulate that the assessor can keep statements made by interviewees confidential, even from the convener, and that the convener will not try to influence the assessor’s recommendations. 

Next, the convener should provide the assessor with a preliminary list of likely stakeholders, as well as information regarding the relationships among the parties, the history of the conflict, the issues at stake, and the language stakeholders tend to use to characterize their views. The convener should also provide relevant reports, letters, press releases, and the like.

Finally, the convener should draft a letter to stakeholders that introduces the assessor, describes the assessment process, promises confidentiality, and requests each recipient’s participation. This letter will later be sent on the convener’s letterhead to all potential interviewees. During the rest of the assessment, the convener should lend a hand when asked, for example, if the assessor needs help convincing a reluctant stakeholder to participate, but should otherwise step aside and await the assessor’s final report.

Step 2: Initiate a Conflict Assessment

Based on the information provided by the convener, the assessor should begin by making a preliminary list of issues to be explored during the interviews. The assessor should then draft an interview protocol, a list of questions to be asked. It should include some variation on the following questions.

· What is the history of this situation?

· What issues relating to the situation are important to you and why?

· What other individuals or organizations have a stake in the situation?

· What are the interests and concerns of those individuals or organizations, as you see them?

· Would you be willing to work with other stakeholders to develop a consensus-based solution to this situation?

The assessor must then determine whom to interview. The stakeholders on the preliminary list provided by the convener should be called first. Each should be asked (when arranging an interview) to suggest others who might have a stake in the conflict. The individuals named, if they are not already on the preliminary list, can be thought of as a “second circle” of stakeholders.

Step 3: Gather Information through Interviews

Stakeholders interviewed in person, individually. The eye-to-eye contact possible in an in-person interview (as opposed to a telephone interview) is important for both gathering accurate information and building rapport. In-person interviews allow the assessor to observe each interviewee’s facial expressions and communicate understanding and empathy, thereby fostering trust. This is particularly important if the assessor is likely to go on to become the mediator of the consensus building process.

Individual interviews are preferable to group interviews because they encourage more candors. Group interviews do save time and money, and if such interviews must be conducted, only groups of stakeholders with very similar interests should be interviewed together (e.g., a group of environmental activists).

The assessor should be sure to write down the answers to the main questions (e.g. what are your main concerns? Who are the other key players?) as well as additional, related information, such as:

·  the interviewee’s exact involvement in the conflict

· what the interviewee thinks of the other parties

· what the interviewee doesn’t think is important

· the names and organizational affiliations of people mentioned by the interviewee

· whether or not the interviewee thinks the media are interested in the issues

· concerns expressed about the convener or the assessment process

After the interviews are completed, a written summary of the highlights of the interview should be sent to each participant, to be certain that nothing has been misunderstood.

Step 4: Analyze the Interview Results

By the time the interviews are complete, the assessor should have a good idea of who the central players are, what concerns them, and whether or not mediation is likely to succeed. It’s important that the assessor sort through the accumulated information in a methodical way, to confirm these impressions and generate a complete report. In the analysis phase, the assessor must summarize the findings, map the areas of agreement and disagreement, and assess the feasibility of moving forward. This includes:

· Summarize *8/*+the Findings

· Map Areas of Agreement and Disagreement

· Assess the Feasibility of a Mediation Process


Step 5: Design a Joint Problem-Solving Process

If a consensus-based process appears feasible, the assessor needs to draft a preliminary process design. This should take the form of a recommendation to be included in the conflict assessment report. The recommendation may be modified based on suggestions from interviewees after they review the draft conflict assessment. Also, the elements of a proposed process should be discussed and modified, if necessary, at the first meeting of the negotiating group. Ultimately, the negotiators must take “ownership” of the process in which they are involved. The proposed process design in the assessment report simply provides a starting point for discussion.

The assessor should make design recommendations regarding:

· the goals of the mediation,

· the issues to be discussed, 

· selection of the appropriate stakeholder representatives, 

· the time frame and schedule for meetings, 

· ground rules, 

· the relationship of the process to other decision-making efforts, 

· funding

Step 6: Share the Assessment with Interviewees

The analysis of the interview results and the proposed process design should be presented to the convener and the interviewees in a written conflict assessment report. The report should include the following:

· Introduction. This section should name the convener, the assessor, the purpose of the assessment, how the assessment was conducted, and the number of people interviewed. It could also include a short summary of the points of agreement and disagreement among the interviewees.

· Findings. As discussed previously, this section should summarize the interests and concerns of the interviewees, using language that protects confidentiality.

· Analysis. This section should include the assessor’s analysis of the findings, including the matrix. It should point out where stakeholders’ interests overlap and where they diverge, and identify potential barriers to agreement.

· Recommendations. This section should include a recommendation regarding whether or not mediation should proceed. If the assessor recommends that such an effort go forward, this section should also sketch a possible process design, as discussed in the previous section.

· List of Interviewees. This list should include each individual’s name, title, and affiliation.

The process of distributing the report can be used to help launch the consensus building effort, serving as a “springboard” to convening. The first step in distribution is to circulate the draft report—with the word “draft” stamped on every page to all interviewees and the convener. The interviewees should be encouraged to comment on both the description of stakeholder interests and the proposed work plan. This feedback will ensure that the assessor has accurately portrayed each stakeholder’s interests and will test parties’ readiness to proceed. Once the deadline for comment has passed, the assessor should revise the draft and issue a final report.

The finalized document can then be circulated to a wider audience, if appropriate. If a process hinges on public support, for example, the final document should be distributed to key media outlets, the public and elected officials. A report that makes a case for a mediation process will help strengthen public support for it. If a mediation effort is recommended, the convener should then move ahead with the selection of a mediator, a first meeting of stakeholders (to ratify the work plan, budget, and mediator selection), and securing adequate funds. If the assessment was conducted according to the guidelines set forth in this section, all the pieces should be in place to proceed.

Chapter 8. Conflict Prevention and Conflict Resolution Strategies 

8.1. Frequent sources of conflict

Some reasons why conflicts may arise during policy, programme and project implementation: 
· policies imposed without local participation 
· lack of harmony and coordination between bodies of law and legal procedures 
· poor identification of and inadequate consultation with stakeholders 
· uncoordinated planning 
· inadequate or poor information sharing 
· limited institutional capacity  
· inadequate monitoring and evaluation of programmes 
· lack of effective mechanisms for conflict management
8.2. Strategies of conflict (please refer to chapter-6.)
Strategies of conflict management requires taking early proposals, instituting commissions of inquiry, investigations, proper distribution of resources, and respect for the rule of law and human rights. Conflict prevention is often divided into two categories: direct prevention and structural prevention. Direct conflict prevention refers to measures that are aimed at preventing short-term, often imminent, escalation of a potential conflict. Structural prevention focuses on more long term measures that address the underlying causes of a potential conflict along with potentially escalating and triggering factors.

Strategies of Conflict Resolution

· When angry, separate yourself from the situation and take time to cool out.

· Attack the problem, not the person. Start with a compliment.

· Communicate your feelings assertively, not aggressively. Express them without blaming.

· Focus on the issue, not your position about the issue

· Accept and respect that individual opinions may differ, don’t try to force compliance, work to develop common agreement

· Do not review the situation as a competition, where one has to win and one has to lose. Work toward a solution where both parties can have some of their needs met

· Focus on areas of common interest and agreement, instead of areas of disagreement and opposition.

· Never jump to conclusions or make assumptions about what another is feeling or thinking

· Listen without interrupting; ask for feedback if needed to assure a clear understanding of the issue

· Remember, when only one person’s needs are satisfied in a conflict, it is not resolved and will continue

· Forget the past and stay in the present

· Build ‘power with’ not ‘power over’ others

· Thank the person for listening
8.3. Conflict transformation 
Conflicts are dynamic and constantly changing they parties act and react to changing situations. This continuum is not intended to be finite, as these activities may overlap significantly in their definition and application to certain conflicts.

Conflict Prevention–activities that seek to prevent a dispute from becoming violent. May involve crisis management.

Conflict Management–activities that seek to stop, cool down or prevent further escalation of the violence and prepare the ground for a settlement. May involve peacekeeping, pre-negotiation, confidence-building measures, humanitarian and relief intervention.

Conflict Settlement–activities that seek to arrive at an agreement on the identified issues around which the parties are in conflict. May involve task-force discussions, negotiation, mediation, arbitration and other activities of peacemaking.

Conflict Resolution–activities that seek to discover, identify and resolve the underlying root causes of the conflict. May involve problem-solving or conflict analysis workshops; research, training and education programs; inter-group dialogue; reconciliation; and other activities of peacebuilding.

Conflict Transformation–activities that seek to change the conditions that give rise to the underlying root causes of the conflict, to prevent the outbreak of further violence, and to sustain a transformation from conflict-habituated to peace-oriented systems over time. May involve processes from all the other areas listed above, plus activities of nation-building, national reconciliation and healing, change agent and social transformation.

These activities occur with different parties. Conflict prevention, conflict management, and conflict settlement are generally legal, military, and political activities that involve officials from those fields.

Conflict resolution and conflict transformation can also involve officials, but are deeply socially- or community-based activities that involve highly motivated and committed people from many disciplines.

All these conflict activities can occur simultaneously. Coordination and cooperation between the parties involved in each can enhance the whole process.

Chapter 9. Alternative Dispute Resolution Mechanisms 

9.1 A brief history of ADR and Litigation in natural resources conflict management
Dispute resolution outside of courts is not new; societies world-over have long used non-judicial, indigenous methods to resolve conflicts.  What is new is the extensive promotion and proliferation of ADR models, wider use of court-connected ADR, and the increasing use of ADR as a tool to realize goals broader than the settlement of specific disputes.
The term "alternative dispute resolution" or "ADR" is often used to describe a wide variety of dispute resolution mechanisms that are short of, or alternative to, full-scale court processes.  The term can refer to everything from facilitated settlement negotiations in which disputants are encouraged to negotiate directly with each other prior to some other legal process, to arbitration systems or minitrials that look and feel very much like a courtroom process.  Processes designed to manage community tension or facilitate community development issues can also be included within the rubric of ADR. ADR systems may be generally categorized as negotiation, conciliation/mediation, or arbitration systems.

Negotiation systems create a structure to encourage and facilitate direct negotiation between parties to a dispute, without the intervention of a third party.  Mediation and conciliation systems are very similar in that they interject a third party between the disputants, either to mediate a specific dispute or to reconcile their relationship.  Mediators and conciliators may simply facilitate communication, or may help direct and structure a settlement, but they do not have the authority to decide or rule on a settlement.  Arbitration systems authorize a third party to decide how a dispute should be resolved.

It is important to distinguish between binding and non-binding forms of ADR. Negotiation, mediation, and conciliation programs are non-binding, and depend on the willingness of the parties to reach a voluntary agreement.  Arbitration programs may be either binding or non-binding.  Binding arbitration

produces a third party decision that the disputants must follow even if they disagree with the result, much like a judicial decision. Non-binding arbitration produces a third party decision that the parties may reject.

It is also important to distinguish between mandatory processes and voluntary processes.  Some judicial systems require litigants to negotiate, conciliate, mediate, or arbitrate prior to court action.  ADR processes may also be required as part of a prior contractual agreement between parties.  In voluntary processes, submission of a dispute to an ADR process depends entirely on the will of the parties.
9.2 Characteristics of ADR approaches

Things you should know about ADR approaches.
· ADR programs cannot be a substitute for a formal judicial system.  ADR programs are instruments for the application of equity, rather than the rule of law, and as such cannot be expected to establish legal precedent or implement changes in legal and social norms. However, ADR programs can complement and support judicial reforms.

· ADR programs can increase access to justice for social groups that are not adequately or fairly served by the judicial system—they can also reduce cost and time to resolve disputes and increase disputants' satisfaction with outcomes.

· When courts are systematically biased against women, ADR may be able to improve women's access to justice, especially when discrimination against women inherent in local norms or traditional dispute resolution mechanisms can be overcome in the new ADR mechanism.

· ADR programs can support not only rule of law objectives, but also other development objectives, such as economic development, development of a civil society, and support for disadvantaged groups, by facilitating the resolution of disputes that are impeding progress toward these objectives.

· Before developing an ADR program, it is critical to determine whether ADR is appropriate for meeting development objectives, or whether establishment of rights, strengthening of the rule of law, and/or creating a more even balance of power among potential users should precede the use of ADR.

· If ADR is appropriate in principle, program designers must assess background conditions to ensure that ADR will be feasible in practice. These include political support, institutional and cultural fit, human and financial resources, and power parity among potential users.

· If ADR appears feasible, program designers should ensure that the ADR program meets key preparation criteria—needs assessment and identification of goals, participatory design process, adequate legal foundation, and effective local partner.

· In addition to meeting preparation criteria, program designers should also ensure that the ADR program meets implementation criteria— effective selection, training and supervision of ADR providers, financial support, outreach, effective case selection and management, and program evaluation procedures.
Although the characteristics of negotiated settlement, conciliation, mediation, arbitration, and other forms of community justice vary, all share a few common elements of distinction from the formal judicial structure. These elements permit them to address development objectives in a manner different from judicial systems.

1)  Informality

Most fundamentally, ADR processes are less formal than judicial processes.  In most cases, the rules of procedure are flexible, without formal pleadings, extensive written documentation, or rules of evidence.  This informality is appealing and important for increasing access to dispute resolution for parts of the population who may be intimidated by or unable to participate in more formal systems.  It is also important for reducing the delay and cost of dispute resolution.  Most systems operate without formal representation.

2)  Application of Equity

Equally important, ADR programs are instruments for the application of equity rather than the rule of law.  Each case is decided by a third party, or negotiated between disputants themselves, based on principles and terms that seem equitable in the particular case, rather than on uniformly applied legal standards.  ADR systems cannot be expected to establish legal precedent or implement changes in legal and social norms.  ADR systems tend to achieve efficient settlements at the expense of consistent and uniform justice. In societies where large parts of the population do not receive any real measure of

justice under the formal legal system, the drawbacks of an informal approach to justice may not cause significant concern.  Furthermore, the overall system of justice can mitigate the problems by ensuring that disputants have recourse to formal legal protections if the result of the informal system is unfair, and by monitoring the outcomes of the informal system to test for consistency and fairness.

3)  Direct Participation and Communication between Disputants

Other characteristics of ADR systems include more direct participation by the disputants in the process and in designing settlements, more direct dialogue and opportunity for reconciliation between disputants, potentially higher levels of confidentiality since public records are not typically kept, more flexibility in designing creative settlements, less power to subpoena information, and less direct power of enforcement.

The impact of these characteristics is not clear, even in the United States where ADR systems have been used and studied more extensively than in most developing countries. Many argue, however, that compliance and satisfaction with negotiated and mediated settlements exceed those measures for court ordered decisions.  The participation of disputants in the settlement decision, the opportunity for reconciliation, and the flexibility in settlement design seem to be important factors in the higher reported rates of compliance and satisfaction.
9.3 Goals and possible users of ADR

ADR systems may be designed to meet a wide variety of different goals.  Some of these goals are directly related to improving the administration of justice and the settlement of particular disputes.  Some, however, are related to other development objectives, such as economic restructuring, or the management of tensions and conflicts in communities.  For instance, developing an efficient, consensual way to resolve land disputes may be critical to an AID mission not because of its commitment to strengthening the rule of law, but because land disputes threaten the social and economic stability of the country.  Likewise, efficient dispute resolution procedures may be critical to economic development objectives where court delays or corruption inhibit foreign investment and economic restructuring.

Within the context of rule of law initiatives, ADR programs can:

· Support and complement court reform 

· By-pass ineffective and discredited courts 

· Increase popular satisfaction with dispute resolution 

· Increase access to justice for disadvantaged groups 

· Reduce delay in the resolution of disputes 

· Reduce the cost of resolving disputes

· In the context of other development objectives, ADR programs can:

· Increase civic engagement and create public processes to facilitate economic restructuring and other social change 

· Help reduce the level of tension and conflict in a community 

· Manage disputes and conflicts that may directly impair development initiatives

Experience suggests that ADR programs can have a positive impact on each of these development objectives, although the extent of the impact is very much dependent on other conditions within the country and the fit of the design and implementation of the program with the development objectives. 
The word “alternative” in Alternative Dispute Resolution (ADR) refers to the fact that ADR is used as an alternative to the formal institutions by which societies usually govern disputes. ADR provides new tools to reach mutual agreements between parties. It puts these tools in the hands of the parties in conflict so that the parties control the resolution process. It provides the means to resolve conflicts without external authorities; such as courts, police or the army. These tools can be used in personal relationships or within organizations reducing the amount of energy lost by; unproductive conflicts. 

The term "alternative dispute resolution" or "ADR" is often used to describe a wide variety of dispute resolution mechanisms that are short of, or alternative to, full-scale court processes. The term can refer to everything from facilitated settlement negotiations in which disputants are encouraged to negotiate directly with each other prior to some other legal process, to arbitration systems or mini-trials that look and feel very much like a courtroom process. Processes designed to manage community tension or facilitate community development issues can also be included within the rubric of ADR.  ADR systems may be generally categorized as negotiation, conciliation/mediation, or arbitration systems. 

Negotiation is a bargaining relationship among the opposing parties. Negotiations are voluntary and require that all parties are willing to consider the others’ interests and needs. If negotiations are hard to start or have reached an impasse, the conflict parties may need assistance from a third party.

Mediation is the process whereby an acceptable third party who has limited or no authoritative decision-making power assists the principle parties in a conflict to resolve their dispute through promoting conciliation and facilitating negotiations. As with negotiation, mediation leaves the decision-making power primarily in the hands of the conflict parties. They enter into a voluntary agreement, which they themselves, and not the mediator, implement. Some advocate a much stronger position for the third party. In these cases, conflict parties have less direct control over the process and outcome of conflict management.

Arbitration is a process whereby the parties submit the issues at stake to a mutually agreeable third party, who will make the decision for them. Arbitration is an informal, private procedure, unlike adjudication, in which the resolution process is shifted to the public domain. In adjudication, the disputants usually hire lawyers to act as their advocates, and cases are argued in front of judges or other officials from provincial an authorities or technical ministries with adjudicative authority in land disputes. These representatives of public law take into consideration the disputants’ concerns, interests and arguments, and make a decision based on the norms and values of society and in conformity with legal statutes. The disadvantage of this is that the decision is premised on one party being right and one wrong. The outcome therefore tends to produce a winner and a loser. The advantage is that the results of the process are binding and enforceable because the judge is socially sanctioned to make the decision.
Participatory approaches as conflict management tools
The conflict management plan describes the overall strategy for managing the conflict, combined with the proposed process of consensus-building and an initial set of conflict mitigation or prevention options.
The extent of participation needed in the design of a dispute resolution program depends on a number of factors: the nature of the program; the source and strength of political opposition to the project; the sophistication of the constituents; and the knowledge and sensitivity of experts who might otherwise design the program on their own.  If the need and demand for the program is clear, political opposition low, and the sophistication of experts high, the design process may succeed well under the direction of experts.  In general, however, broad participation by the affected population in the design of a program is more likely to result in a workable program. This is especially true when the needs are less clear, when the potential for political or popular opposition is high, when multiple constituencies may have an interest in the design of the system, or when traditional systems already exist and should be considered as potential models for a program.
Chapter 10. Negotiation and Principles of Negotiation 

What is negotiation?
We spend a great deal of time negotiating…most managers and supervisors spend up to 50% of their time negotiating. The outcomes of these negotiations determine our success in both our professional and personal lives.
You are about to embark on a brief study of the principles of negotiation. You are already negotiating every day, and you already have an interest, or you would not be reading this module. You probably want to learn more about negotiation or how to become more proficient as a negotiator. Let us start by comparing some of your ideas with those of the module.
We negotiate at home, we negotiate at work, and we negotiate in other aspects of our lives. Most of the time we are negotiating to get something we want. Sometimes, we are negotiating to rid ourselves of what we do not want. As you begin this study of negotiation, take a few minutes to look at your own thoughts.
Negotiation is a voluntary attempt to resolve conflicts that arise from competing needs, interests and goals. It is a problem solving approach in which parties seek agreement rather than resort to violence and force. In situations where relationships are threatened or have been harmed, high mistrust exists and violence has occurred, negotiation as a problem solving approach is particularly difficult but all the more relevant.

When a dispute arises, parties will attempt to resolve the matter through power-based, rights-based or interest-based methods. Power-based procedures determine who is more powerful, implying that the stronger party should get to determine the outcome. Rights based methods are based upon an organization’s or society's laws, norms and values. In a given situation, the decision is made by using some independent set of criteria to determine fairness or which party’s claim is more legitimate. Interest-based procedures seek to reconcile the needs, desires and concerns of the parties involved.

Negotiation—Some Practical Definitions
The American Heritage Desk Dictionary defines negotiation as “conferring with another in order to come to terms or reach an agreement.”

Here are some other ways to think about negotiation:

· Negotiation is, simply stated, formalized discussion between two parties or

·  Negotiation refers to the process we use to satisfy our needs when someone else controls what we are seeking. Other words sometimes used to describe negotiation are bargaining, exchanging, and haggling.

· Negotiation has traditionally been thought of as the process of attempting to satisfy your wants, by giving up something you now have in exchange for something else you want.

·  Negotiation and conflict are closely related. Sometimes we negotiate to avoid conflict. Other times, we use negotiation to resolve conflict.

·  Negotiation applies to everyday exchanges in business or personal life where agreement is reached over buying and selling, exchanging services or property, resolving differences, or engaging in mutually desirable projects.

Understanding Types of Negotiation

To simplify looking at types of negotiation, we can look at the environment, the urgency, or need for the negotiation, as well as the personal approach or style of the negotiators.

Looking at it from this perspective, we can categorize negotiation into five principle types:

·   Everyday (Or Casual) Negotiations

·   Informal Negotiations

·  Formal Negotiations

·  Facilitated Negotiations

· Critical Negotiations

 Let us look at each of these types in more detail.

· Everyday Negotiations

We already know that every day, in communicating about our wants and needs or engaging in minor problem solving, we conduct casual negotiations. Here is an

Example:

Meron’s Internship: An Everyday or Casual Negotiation

Meron was finishing college. During the summer between her junior and senior year at Admas University College, she served as an intern in the marketing department of Widget International (“Widget”). Her boss and mentor was chalachewu. Meron did not understand much about working in an organization. A number of times that summer, chalachewu and Meron had relaxed conversations about how things were done at Widget and what Meron expected to do. Several times Meron needed time off to do research on a paper due in the fall. She and Chalachewu easily worked out the details and both women felt fine about the arrangement.

Now think of an example of an everyday negotiation you have been in or have witnessed and note it here.

____________________________________________________________________________________________________________________________________________________
· Informal Negotiations

Sometimes we make it clear to the other party that we expect to engage in a more serious conversation toward resolving some problem or obtaining something we want from that party. Most of these conversations take place in an informal environment

Meron’s Vacation: An Informal Negotiation

At one point late in the summer of her internship, Meron’s parents asked her to accompany them to the beach for a weeklong vacation. Meron went to her supervisor, Chalachewu, with the request. Chalachewu explained that an important project was scheduled for that week and Meron’s help was needed. Meron expressed her desire to help at Widget, but also explained that this might be the last opportunity she would have to vacation with her parents.

After some serious discussion in an informal environment, Chalachewu and Meron worked out a plan. Meron and her parents would each take their own car to the beach, and she would return to work on Wednesday of the big project week.

Now think of an example of an informal negotiation you have been in or have witnessed and note it here.

___________________________________________________________________________________________________________________________________________________
· Formal Negotiations

On occasion, it is necessary to discuss issues on a more formalized basis. These negotiations are usually planned. They follow set agendas and may even require representatives, such as a lawyer or union rep, to be present to assist in the discussions. In addition, negotiations that are more formal may take place in a neutral location and be of longer duration. These discussions can continue over periods of days or weeks—even months or longer.

Meron Goes to Work: A Formal Negotiation

After graduation from Admas University College with excellent grades, she applies for a job at Widget. The company is very interested in her, especially because of the kind things

Chalachewu had to say about the quality of Meron’s work and her dedication to her responsibilities at the company when she was an intern.

Richard, Vice President of Marketing (Chalachewu’s boss) interviews Meron with a view toward hiring her as a Marketing Assistant. He offers her a minimal salary with a review at the end of one year, followed by a possible raise. She is well prepared for her meeting with Richard. She has documented the tasks she accomplished for Widget while an intern the previous summer. Richard responds that there is great competition for the job she wants.

Meron points out, most respectfully, that she knows Chalachewu wants her and none of the other candidates.

After several friendly, but serious, interchanges, Richard offers Meron a job at a somewhat higher salary, with a review at the end of six months toward a possible raise.

She accepts. She begins working at Widget, on staff, the following Monday.

Now think of an example of a formal negotiation you have been in or have witnessed and note it here.

____________________________________________________________________________________________________________________________________________________
· Facilitated Negotiations

Sometimes, the assistance of a neutral or impartial third party is necessary to help parties negotiate to agreement. The third party, the person who assists, is limited to facilitating agreement between the negotiators. These “facilitated negotiations” are also referred to as mediation. The mediator acts to empower the negotiating parties to reach their own resolution. The mediator does not have a vote in the outcome.

Note: Sometimes mediation is confused with arbitration. They are both methods of resolving conflict in a nontraditional way (what lawyers refer to as “alternative dispute resolution” or “ADR”) However, in arbitration the third party makes the decision. Arbitration, therefore, is not a negotiation. As noted above, in mediation, the parties make the decision themselves.] The negotiated agreement belongs to the parties themselves—even if they have received the assistance of a third party acting as mediator.

Meron Needs Assistance: A Facilitated Negotiation

Meron is very happy at work; however, she is not getting along well with Tom, a coworker in the Marketing Department. She has tried talking to Tom about the problem, but Tom refuses to respond. Finally, Meron asks Chalachewu if she can assist her and Tom in resolving their differences.

Chalachewu approaches Tom about a meeting with Meron and herself. Tom agrees. The three meet in Chalachewu’s office. He asks each to explain what is going on. Tom explains that he resents she getting a reserved parking place after being at work only 7 months, while, he has worked 5 years without a designated space. She explains that she did not ask for the space and does not even need it. Tom did not know that Meron never asked for the space. Sylvia says she is happy to give up the space and Tom could have it if she wanted it. Tom says he really does not need it either, but feels better now knowing that she had not asked for it and was willing to give it to him.

Both Meron and Tom shake hands and thank Chalachewu for her assistance in resolving the issue that had come between them at work. Chalachewu acknowledges Tom and Meron’s willingness to be open about what was bothering them. Soon, all three are back at work.

Now think of an example of a facilitated negotiation (mediation) you have been in or have witnessed and note it here.

_____________________________________________________________________________________________________________________________________________________________________________________________________________________________DO NOT ALTER OR DELETE THIS LINE – It is here for spacing
· Critical Negotiations

Sometimes, but rarely, discussions take place on an emergency basis with serious possible consequences for failure. These kinds of critical negotiations often involve an outside intervener, such as a pastor, police officer, or mental health worker.

Negotiations undertaken during war, national emergency, or crisis are, by virtue of the situation under which the negotiations take place, critical. It is important to note that even in such situations, negotiations can occur. Let us look next at a critical negotiation that takes place at Meron’s workplace.

Meron Witnesses a Crisis: A Critical Negotiation

One day, after she has been working at Widget for a year, an announcement comes over the company public address system for all employees to leave the West Building immediately. Meron a wonders what is going on. She and other employee sheared police sirens and witnessed much activity outside the East Building.

Richard rushes into Chalachewu’s office, where Meron is now working, and tells Chalachewu,Meron, and their secretary to get out of the building fast. He alerts other members of the Marketing staff to vacate the building immediately through the nearest exit, but not to go near the East Building.

Once outside in the parking lot behind the West Building, Meron and other staffers learn that an upset former employee has taken the company president and his office staff hostage on the top floor of the East Building.

After she and her colleagues have been standing around nervously for about 30 minutes, a police captain comes to the parking lot to announce that the crisis is over.

The hostage negotiator convinced the former employee to surrender and free all hostages. 

No one was hurt. According to the police captain, it was the negotiator’s skill in dealing with critical issues for the hostage taker, which prevented a tragedy.

Richard thanked the captain for the good news and informed Meron and the other junior staffers to take the rest of the day off.

Now think of an example of a critical negotiation you have been in or have witnessed and note it here.

____________________________________________________________________________________________________________________________________________________

DO NOT ALTER OR DELETE THIS LINE – It is here for spacing purposes.

Fortunately, critical negotiations are the rarest. In fact, most negotiations in our lives will be of the everyday or informal types. When we negotiate things like a major purchase, employment agreement, or bank loan, the negotiation becomes more formalized.

All types of negotiation, however, have similar characteristics and common steps in the process. They all have potential for success or failure depending on how effectively the negotiation is undertaken.

	Negotiation Styles

Once the negotiation is over, both sides, especially the people directly involved, have to live with the agreement.”

It has been said that negotiations should be seen as a beginning, not as an end. Since negotiation is really a method to obtain something you want or need, and since you may very well have to interact with the other side in the future, the “scorched earth”

(i.e., “winners take all”) approach is not too wise. You want to aim at styles and approaches to negotiation that are effective for both the short term and the long term. This is particularly important when you are negotiating with people you spend a lot of time with, such as at home or at work.

Negotiation styles relate to how people deal with conflict. The following are the generally accepted negotiation styles or attitudes most people use when confronting conflict or opposition:

· Forcing/Adversarial (Win/Lose)

· Accommodating (Lose/Win)

· Compromising (Give/ Get)

· Collaborative /Non-Adversarial (Win/Win)

Negotiation styles have a direct bearing on the attitude or approach you will take to the negotiation. If your personal negotiation style is along the lines of “I must win,” you fall into the forcing model. Perhaps you feel it is better in the negotiation to just give in. Then, you fall into the accommodating negotiation style. If you sincerely feel that in order to get what you want in the negotiation you must give up something, you are in the compromising style. In addition, if your approach is problem solving, aiming at both parties winning, you are using the collaborative style.

There is no magic to any of these styles. Sometimes you may feel the need to be forceful, compromising, or accommodating. In most situations, however, you will find that the collaborative style has the greatest chance for success.




Principles of Negotiation 

1. The greatest failure in negotiation is failing to negotiate. 

2. The most important person to know in a negotiation is yourself. 

3. Everyone has power in a negotiation. 

4. Single-issue bargaining leaves both parties unsatisfied. 

5. Urgency drives decisions 

6. Agreement is the end; making concession is the means. 

7. Even in a collaborative environment, best results are obtained by keeping the other party on a need to know basis. 

8. The value of something is most often in the eye of the beholder. 

9. Success in negotiation is directly related to the amount and kind of preparation preceding the negotiation. 

10. The ability to walk away or select another alternative to a negotiated agreement puts a negotiator in a very strong position. 

11. Even when two sides are far apart on major issues, there are always things they can agree up on. 

12. Meaningful negotiation involves conflicts. The person who has a strong need to be liked, or who tends to avoid conflict, is likely to be at a disadvan

Positional and interest based negotiation
1. Positional Negotiation

Positional Bargaining is a negotiation strategy in which a series of positions- alternative solutions that meet particular interests or needs – are selected by a negotiator, ordered sequentially according to preferred outcomes and presented to another party to reach an agreement. The first or opening position represents that maximum gain hoped for or expected from the negotiation. Each subsequent position demands less from the opponent and result in fewer benefits for the person advocating it. Agreement is reached when the negotiators’ positions converge and they reach an acceptable settlement range.

In the case of Positional Bargaining the parties hold defined viewpoints (positions). The negotiation process is based on forcing mutual compromises.

Positional bargaining is a negotiation strategy that involves holding on to a fixed idea, or position, of what you want and arguing for it and it alone, regardless of any underlying interests. The classic example of positional bargaining is the haggling that takes place between proprietor and customer over the price of an item. The customer has a maximum amount she will pay and the proprietor will only sell something over a certain minimum amount. Each side starts with an extreme position, which in this case is a monetary value, and proceeds from there to negotiate and make concessions
Positional negotiation refers to a competitive process in which parties make offers and counter-offers which they feel will resolve the conflict. Positional negotiations start with parties making an offer which will maximize their benefit. Each party then attempts to draw the other into their bargaining range by using a series of counter-offers and concessions. This exchange of offers typically start to either converge on a solution which both parties find acceptable or, if parties remain far apart, brings them to an impasse. This type of process tends to end in compromise, where gains and losses to both parties are distributed according to the ability of the negotiators and strength of their negotiating position.

2. Interest-based negotiation

Interest-based negotiation is designed for parties who have a need to create or maintain healthy relationships. In this type of process, parties discuss the issues that face them and express the interests, values and needs that they bring to the table. Instead of focusing on competitive measures and winning the negotiation, parties collaborate by looking to create solutions which maximize the meeting of all parties’ interests, values and needs. This cooperative process focuses parties away from their positions and onto using interests and objective criteria for making decisions.   

A party’s basic needs, wants, and motivations are commonly referred to as its interests. For example, a negotiator seeking to settle a dispute might care about getting enough money to cover expenses, not setting a bad precedent, and getting the negotiation over with before leaving for vacation. Interests are the fundamental drivers of negotiation. People negotiate because they are hoping to satisfy their interests better through an agreement than they could otherwise. The measure of success in negotiation is how well your interests are met, which is also the criterion you use to compare and choose among different possible outcomes. 
Methods of negotiation

· Separate people from the problem

· Focus on interests not positions

· Invent options on mutual gain
HARD AND SOFT POSITIONAL BARGAINING

· Soft Positional Bargaining

· Participants are friends.

· The goal is agreement.

· Make concessions to cultivate the relationship.

· Be soft on the people and the problem.

· Trust others.

· Change your position easily.

· Make threats.

· Disclose your bottom line.

· Accept one-sided losses to reach agreement.

· Search for the single answer: the one they will accept.
· Insist on agreement.

· Try to avoid a contest of will

· Yield to pressure

Hard Positional Bargaining

· Participants are adversaries.

· The goal is victory.

· Demand concessions as a condition of the relationship.

· Be hard on the problem and the people.

· Distrust others.

· Dig in to your position.

· Make offers.

· Mislead as to your bottom line.

· Demand one-sided gains as the price of agreement.

· Search for the single answer: the one you will accept.
· Insist on your position.

· Try to win a contest of will.

· Apply pressure
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