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Foreword
This conceptual guide has come a long way and would not have been possible without the help of
many people.

The guide was developed within the framework of FAO’s Livelihood Support Programme (LSP),
which is funded by the United Kingdom’s Department for International Development (DFID). It builds
on previously published training material by the FAO Forestry Policy and Planning Division (FONP)
on community-based forest resource conflict management, which the LSP field-tested in Ghana.
Experiences of trainers, trainees and coordinators of the programme were reviewed after almost two
years of training and application of tools and techniques in the field.

Taking into account the lessons learned from the field, it has been decided to reorient the earlier
training material towards:

1. integration of conflict management into the broad framework of collaborative natural resource
management and the concept of sustainable rural livelihoods; conflict management is embedded
in a number of processes that help establish and maintain mutually agreeable principles and
practices for managing natural resources;

2. emphasis on stakeholders’ choice in conflict management options, but a clear focus on a practical
step-by-step description of how to establish and mediate a process of consensual negotiations to
manage conflict and build collaboration among multistakeholder groups;

3. acknowledgment of the cultural and social dimensions of different negotiation and mediation
styles to allow for flexible, situation-specific adaptation of the negotiation process for worldwide
application.

A basic premise of Negotiation and mediation techniques for natural resource management is the
acknowledgement of the immense diversity of social/cultural characteristics and interests among
people managing the use of lands, forests, marine areas and their products. Under such
circumstances, conflicts are often unavoidable, but the guide demonstrates how the principles and
tools of negotiation and mediation can be used to promote positive social change and to manage
conflict in such a way that the destructive consequences often associated with the escalation of
conflicts can be prevented.
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THE LIVELIHOOD SUPPORT PROGRAMME
The FAO Livelihood Support Programme (LSP), 2001–2007, supported in part by the UK
Department for International Development (DFID), is helping to improve the impact of FAO
interventions at the country level through the effective application of sustainable livelihood (SL)
approaches.

The LSP evolved from the conviction that FAO could have a greater impact on reducing poverty and
food insecurity, if its wealth of talent and experience were integrated into a more flexible and
demand-responsive team approach. The LSP aims to increase knowledge of and capacity to apply
SL principles and approaches. The LSP works through teams of FAO staff members, who are
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livelihoods principles in FAO’s work at headquarters and in the field. These approaches build on
experiences within FAO and other development agencies.
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Introduction

WHAT THIS GUIDE IS ABOUT

Wouldn’t it be great if we could manage natural resources effectively and get the right balance
between development and conservation? If we knew more of how to help people dealing with
conflicts to avoid the undermining or disruption of natural resource management, lack of
development or even outbreak of violence? And if we could assist in creating opportunities and
strengthening people’s ability to solve problems that arise in natural resource management, while
helping to build positive relationships among people?

This guide looks at how negotiation and consensus building can be used to manage conflict and build
collaboration. The guide provides practical, step-by-step advice on working with many different
stakeholders to reach mutually satisfactory agreements in collaborative natural resources
management. As such, it is concerned with people’s livelihoods – their means of living, and the
influences that affect the ways in which they live and work. It is also concerned with sustainability –
balancing conservation and development to meet the needs of women and men, now and in the future.

But first, what do the terms “negotiations” and “consensus” mean?

When people talk with one another in an effort to resolve their opposing interests, they negotiate.
Those who are involved in a negotiation are called parties. Some negotiations are simple and some
are complex. Sometimes a negotiation involves two parties (e.g. local men and local women
negotiating the use of land, control over woodland, devices used for fishing, etc.) negotiating for
themselves or representing others. Sometimes it involves multiple parties: local men and women,
government agencies, domestic and multinational businesses, politicians, international development
agencies and non-governmental organizations (NGOs). It is important to remember that no-one can
be forced into a negotiation. Negotiating is a voluntary activity.

In some negotiations, the parties in dispute have become so entangled in their differences that they
are no longer able to find any constructive solution by themselves. In such cases, a so-called “third
party” – a facilitator or mediator1 – might be able to help. The role of the facilitator/mediator is to
assist individuals and groups to negotiate and reach agreement successfully.



The other key word in the guide is consensus. Consensus does not mean that everyone gets what
they want. It does not mean that there is a unanimous decision about an agreement, nor does it imply
voting to obtain a majority. Consensus means that everyone feels that their interests have been
addressed and that they can live with the agreement – they may have wanted a bit more here or a
bit less there, but they can agree to live with the outcomes of a negotiation.

The purpose of consensual negotiations is to achieve the best possible outcomes for the most
people, or at least an outcome that everyone can accept. Consensus building is a critical
characteristic of collaborative natural resource management, where many different stakeholders,
such as the State, communities, NGOs and the private sector, have to negotiate how best to share
the management, entitlements and responsibilities arising from particular natural resources, such as
a forest, a river, the sea coast or grazing land.

As such, consensual negotiations are more than an approach to conflict management. They have an
important part to play in helping people to develop and improve the skills, knowledge and social
networks that are important in their lives.

How can this work? Different people see the world in different ways, and have different needs,
strengths and goals. Consensual negotiations can help people to understand these differences,
come to terms with them and take advantage of them in ways that are positive for both themselves
and the community. Relationships can be strengthened and trust can be built. Awareness of,
knowledge about and skills to identify and overcome barriers to development can be increased.
Consensual negotiations can strengthen arrangements that regulate access to and use of natural
resources. They can also help to increase income and benefits through improved management of
natural resources.

Many successful collaboration arrangements have developed from new responses to long-standing
conflicts over natural resources. This shows that conflict can be a creative and helpful element in a
society. However, greater stakeholder involvement in decision-making may also increase the
potential for conflict. This is mainly for the following two reasons:

� Different people, groups and agencies have many different interests concerning the use of natural
resources. Sometimes one group’s interests get in the way of another’s.

� People, groups and agencies also have different types of power to influence negotiations and the
outcome of conflict. Those with the greatest access to certain types of power tend to influence
natural resource decisions in their own favour.

The differences on which a conflict can be based are an outcome of competition among individuals
and groups over material goods, economic benefits, property and power. When parties feel that their
needs cannot be met, or perceive threats to their values, needs or interests, it may become
necessary to intervene; some form of conflict management may be needed in order to avoid
escalation into destructive and violent conflict.
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Anticipating and managing conflict are therefore critical ingredients of collaborative natural resources
management. The challenge is to manage conflicts so that the advantages they bring can be
maintained (e.g. opportunities to understand other people’s views, expand livelihood options or
create change and development) while the disadvantages are reduced or mitigated (e.g. extreme
disruption, lack of development, or even violence).

The aims of conflict management are to:

� identify latent conflict and address it constructively (latent conflict is discussed later in the guide);

� prevent existing conflict from escalating;

� make use of conflict in promoting positive social change.

These approaches do not stand alone. It is helpful if they are fully integrated into a broad framework
of collaborative management, building on processes that lead to mutual benefits and achievements.

WHO THE GUIDE IS FOR
The guide is intended for practitioners working on participatory/collaborative natural resource
management and rural livelihoods projects. It will be useful for extension workers, advisers of
government organizations and NGOs, development agencies and private companies who want to
learn how to assist people in the process of consensual negotiations.

Trainers may use these materials as background for preparing courses in natural resource conflict
management, while trainees may use them for background reading during their training and
afterwards, when putting their learning into practice to manage conflict.

The guide assumes that the reader already knows about and is experienced in collaborative
approaches to natural resource management through involvement in community forestry, small-
scale artisanal fisheries, integrated watershed management, etc.

I N T R O D U C T I O N
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OBJECTIVES OF THE GUIDE
This guide offers practical guidance on how to establish and manage a process of consensual
negotiations involving multiple stakeholders in collaborative natural resource management and other
livelihood projects.

In particular, it focuses on conflict situations where a third party (mediator) is asked to assist in order
that consensual negotiations can take place and work effectively.

Choosing an appropriate strategy through which to address a particular conflict is an important
issue. Sometimes, the best strategic choice can be to “do nothing”. No single approach is effective
in all cases because the people and issues in each conflict are different. The guide therefore
introduces and discusses some of the advantages and disadvantages of a range of conflict
management approaches (e.g. customary, legal, alternative) to help practitioners assess which
approach(es) may best suit a particular conflict situation.

The guide seeks to provide ideas on how to decide whether consensual negotiation is the most
relevant strategy to address a particular conflict. The reader will find suggestions and
recommendations for:

� facilitating negotiations and agreement among individuals, groups or institutions who believe that
they have incompatible objectives;

� broadening people’s understanding of their own and others’ interests and needs;

� encouraging people to think beyond their own often entrenched and emotional positions.

In summary, the objectives of this guide are to:

� explain how natural resource conflicts can affect (positively and negatively) collaborative natural
resource management and sustainable livelihoods;

� introduce different conflict management approaches (e.g. customary, legal, alternative) to assist
decision-making about which approach is most appropriate;

� introduce the principles of consensual negotiations as a methodology for dealing constructively
with natural resource conflicts;

� outline the process and techniques for consensual negotiations;

� sensitize mediators about their roles and responsibilities as third parties in consensual negotiation.

EFFECTIVENESS OF CONSENSUAL NEGOTIATIONS 
Consensual negotiations are more effective in addressing some types of conflicts than others. For
example, conflicts arising from differing interests concerning resource use are negotiable, whereas
basic needs, such as identity, security, recognition or equal participation within the society, are usually
non-negotiable. Negotiation techniques are therefore less useful in resolving underlying structural
tensions and identity conflicts than they are in resolving disputes over declining resource availability.
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Because underlying structural tensions often operate at the regional or national level (competing or
overlapping legal orders, real or perceived inequalities inherent in the wider socio-economic or
political system, etc), managing them tends to involve measures such as policy reform, structural
adjustments, democratization and/or international conventions or protocol.

The successful use of consensual negotiation is limited by two additional factors:

� the intractable nature of some environmental conflicts (nothing that anyone does seems to
improve the situation); for example, in some instances, conflicts cannot be resolved in win–win
ways – resource availability may be limited and increasing the resource use of one party may
mean less resource being available for another;

� major differences in power among the people, groups and agencies involved, e.g. a local
community, local NGO, government agencies, a multinational company; consensus building is
based on the premise that power imbalances among the different parties are not so substantial
that a third party cannot bridge them in the negotiation process.

WHAT IS IN THE GUIDE?
The guide, divided into eight sections, provides the fundamental ideas and thoughts about (or the
conceptual foundations for) consensual negotiations. The three annexes provide background
material for further reading, to deepen understanding of specific issues of interest.

Section 1: An introduction to natural resource conflicts, collaborative management and
sustainable livelihoods

This section explains what natural resource conflicts are and how they may influence
sustainable livelihoods. It examines the role of natural resource conflict management as
part of collaborative natural resource management, and suggests where consensual
negotiations can usefully be employed.

Section 2: Managing conflict

This section describes in greater detail the complex nature of conflict and explores
different strategies and approaches in conflict management. It outlines the principles of
consensual negotiations and discusses the strengths and limitations of this approach.

Section 3: Process map for consensual negotiations 

This section presents a ten-step process map describing how to establish and manage
a negotiation/mediation process, and explains the role of the mediator in this process.
The process map is explored further in later sections.

Section 4: Entry

This section explains how mediators might enter a conflict setting and reflects on the
specific role and responsibilities that a mediator will assume in the early stages of conflict
management.

I N T R O D U C T I O N
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Section 5: Analysing conflict

This section outlines why conflict analysis is essential, where and how it is conducted in
the process map, and what tools and instruments may be employed (see also Annex 2).

Section 6: Broadening stakeholder engagement

This section explains how mediators can engage stakeholders in the conflict management
process and help them to reflect about the causes of conflict and the options to address
it, as well as helping them to prepare themselves for negotiations with other parties.

Section 7: Negotiations and building agreements

This section discusses how a mediator prepares and facilitates negotiations. Different steps
in the negotiation process are outlined and good practices in mediation are suggested.

Section 8: Exit

This section emphasizes the importance of monitoring an agreement, and discusses
strategies for mediators who are gradually reducing their involvement as the parties gain
skills, trust and confidence.

Annex 1: Collaborative natural resource management 

This annex provides a basic introduction to the principles and instruments of collaborative
natural resource management for those who are less familiar with the concept.

Annex 2: Field guide to conflict analysis

This annex provides a user-friendly description of basic tools in conflict analysis for
practitioners who want to apply them in the field.

Annex 3: Case studies

This annex documents two cases of successfully facilitated consensual negotiations in
Ghana. The case studies explain the background of the conflicts and describe the
process of conflict management, along with the instruments applied, the difficulties
encountered and the lessons learned. The case studies can be used in training.

HOW TO USE THE GUIDE
The guide explains how to establish and manage a process of negotiations. The suggested process
map is subdivided into ten steps and is not a rigid blueprint. The actual process is not linear, but
moves forwards and backwards as needs and capacities change. This requires flexible handling of
the steps according to how the process develops.

Conflict management is a shared learning process. Users of this guide are encouraged to adopt a
learning approach. This means learning from experiences and applying, testing and adapting the
different techniques and strategies provided here. Managing conflict is a process of analysis,
planning, action and – above all – reflection.
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GLOSSARY 
Active listening

Active listening is a way of listening that focuses entirely on what the other person is saying,
and confirms understanding of both the content of the message and the emotions and feelings
underlying the message in order to ensure that understanding is accurate (Conflict Research
Consortium, 1998).

Adversarial approach 
The adversarial approach to a conflict sees the other party or parties as the enemy to be
defeated. The approach can be contrasted with the problem solving approach, which views the
other party or parties as people with a common problem that needs to be jointly solved. The
adversarial approach typically leads to competitive confrontation strategies, while the problem
solving approach leads to cooperative or integrative strategies for approaching the conflict
situation (Conflict Research Consortium, 1998).

Adversary/adversaries 
Adversaries are people who oppose each other in a conflict. They see other parties as enemies
to be defeated. Adversaries are also referred to as opponents, parties or disputants. Taking an
adversarial approach typically leads to competitive confrontation strategies (Conflict Research
Consortium, 1998).

Advocacy 
Advocacy is the process of taking and working for a particular side or particular interests in a
conflict. Lawyers engage in advocacy when they represent clients in legal proceedings.
Disputants can also engage in advocacy themselves – by arguing for their own position in
negotiation, mediation or political debate. Any attempt to persuade another side to agree to
one’s demands is advocacy (Conflict Research Consortium, 1998).

Arbitration
Arbitration is a method of resolving a dispute in which the disputants present their cases to an
impartial third party, who then makes a decision for them in order to resolve the conflict. This
decision is usually binding. Arbitration differs from mediation, in which a third party simply helps
the disputants to develop a solution on their own (Conflict Research Consortium, 1998).

Attitude
Attitudes are actions or behaviour that show how a person thinks or feels. Attitudes can often
be observed in the way in which a person responds to other people, ideas and experiences
(e.g. with or without respect, trust, caring, sensitivity, willingness to listen, etc.).

BATNA 
BATNA is a term invented by Roger Fisher and William Ury; it stands for “best alternative to a
negotiated agreement”. Each negotiator should determine his/her BATNA before agreeing to
any negotiated settlement. If the settlement is as good as or better than the BATNA, the

I N T R O D U C T I O N
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agreement should be accepted. If the alternative is better, it should be pursued instead of the
negotiated settlement. A party with a good BATNA (or with a BATNA that it perceives as good)
is unlikely to be willing to enter into negotiations, preferring instead to pursue that best
alternative option (Conflict Research Consortium, 1998).

Coexistence
Coexistence means living together peacefully in the same geographical area (Conflict
Research Consortium, 1998).

Common ground/commonalties 
Common ground or commonalties are the things that two people or groups share or hold in
common. These may include living in the same place, or having similar values, interests, needs
or even experiences or fears. Although disputants often assume that they have nothing in
common with their opponents, they almost always have some common ground – even if it is
only a common desire to live in peace and security without having to fear the other disputants
(Conflict Research Consortium, 1998).

Competition/competitive approach 
See Adversarial approach

Contributing factors 
Conflict contributing factors are such dynamics as communication problems or escalation that
– although common – are usually extraneous to the conflict, but that confuse the core issues
in the conflict, making them more difficult to understand and deal with.

Compromise 
A compromise is a solution to a mutual problem that meets some, but not all, of each party’s
interests (Conflict Research Consortium, 1998).

Collaboration
Collaboration involves people with diverse interests working together to achieve mutually
satisfying outcomes. Collaboration is known by many names, including problem solving,
consensus building, interest-based negotiations, win–win, mutual gains, and principled
negotiations. The goal of collaboration is to manage the dispute so that the outcome is more
constructive than destructive. A destructive outcome results in harm and involves exploitation
and coercion. A constructive outcome fosters communication, problem solving and improved
relationships.

Collaborative natural resource management
“… a partnership by which various stakeholders agree on sharing among themselves the
management functions, rights and responsibilities for a territory or a set of resources” (Borrini-
Feyerabend, 1996).

Conflict
“Conflict is present when two or more parties perceive that their interests are incompatible,
express hostile attitudes, or ... pursue their interests through actions that damage the other
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parties. Interests can differ over: i) access to and distribution of resources (e.g. territory, money,
energy sources, food); ii) control of power and participation in political decision-making; iii)
identity (cultural, social and political communities); iv) status, particularly those embodied in
systems of government, religion, or ideology” (Schmid, 1998).

Conflict analysis 
Conflict analysis is the identification and comparison of the positions, values, aims, issues,
interests and needs of conflict parties (International Alert, 1996, III:16).

Conflict management
Conflict management is the practice of identifying and handling conflicts in a sensible, fair and
efficient manner that prevents them from escalating out of control and becoming violent.

Conflict resolution
Conflict resolution deals with process-oriented activities that aim to address and resolve the
deep-rooted and underlying causes of a conflict.

Conflict settlement
Conflict settlement deals with all the strategies that are oriented towards producing an outcome
in the form of an agreement among the conflict parties that might enable them to end an armed
conflict, without necessarily addressing the underlying conflict causes.

Conflict transformation 
Conflict transformation focuses on long-term efforts oriented towards producing outcomes,
processes and structural changes. It aims to overcome revealed forms of direct, cultural and
structural violence by transforming unjust social relationships and promoting conditions that
can help to create cooperative relationships.

Consensus
Consensus decision-making requires that everyone agrees to a decision, and not just a
majority, as occurs in majority-rule processes. In consensus-based processes, people work
together to develop an agreement that is good enough (but not necessarily perfect) for
everyone at the table to be willing to accept (Conflict Research Consortium, 1998).

Constituents/constituency 
Constituents or constituency refer to the people who are represented by a decision-maker. The
constituents of a government leader are the citizens he/she represents in parliament or some
other legislative body. The constituents of a negotiator are the people he/she is negotiating for;
for example, they could be members of a union, interest group or business (Conflict Research
Consortium, 1998).

Constructive conflict/confrontation
The term “constructive” refers to a conflict that has more benefits than costs – one that pulls
people together, strengthens and/or improves their relationship (by redefining it in a more
appropriate or useful way) and leads to positive change for all of the parties involved. It can be
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contrasted with destructive conflict, which has mainly negative results – pushing people apart,
destroying relationships and leading to negative changes, including the escalation of violence,
fear and distrust (Conflict Research Consortium, 1998).

Credibility
Credibility refers to the extent to which a person or statement is believed or trusted. Some
leaders or expert witnesses are not considered credible because they have personal interests
in the outcome of a situation or conflict that are likely to influence their views and/or statements
about that situation or conflict (Conflict Research Consortium, 1998).

Destructive conflict/confrontation 
Destructive conflict or confrontation has largely negative results – it pushes people apart,
destroys relationships and leads to a host of negative personal and social changes, including
the escalation of violence, fear and distrust. It can be contrasted with constructive conflict and
confrontation, which has more benefits than costs in pulling people together, strengthening
and/or improving their relationships and leading to positive change for all the parties involved.

Development context 
Development context refers to the social, economic and political aspects of the conflict. The
social aspects are the relationships that exist in a community at the time the conflict occurs. For
instance, one group may be socially and/or economically dominant, while others are less
successful or are discriminated against. The political aspects are the political system or
decision-making structure of the community or nation in which the conflict occurs. Who holds
power in the community or society? Are decisions made democratically or by an authoritarian
system?

Dialogue
Dialogue is a process for sharing and learning about another party’s beliefs, feelings, interests
and/or needs in a non-adversarial, open way, usually with the help of a third party facilitator.
Unlike mediation, in which the goal is usually to reach a resolution or settlement to a dispute,
the goal of dialogue is usually simply to improve interpersonal understanding and trust (Conflict
Research Consortium, 1998).

Disputants
Disputants are the people, groups or organizations that are in conflict with each other. They are
often also called the parties.

Dispute resolution 
See Conflict resolution

Emotions
Emotions are the psychological feelings that result from, and contribute to, a conflict. Examples
are anger, shame, fear, distrust, and sense of powerlessness. When emotions are effectively
managed, they can become a resource for effective conflict resolution. When they are not
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effectively managed, however, they can intensify a conflict by heightening tensions and making
the situation more difficult to resolve (Conflict Research Consortium, 1998).

Empowerment 
Empowerment means giving a person or group more power. It can be achieved by the party
itself, through education, coalition building, community organization, resource development or
advocacy assistance. It can also be achieved by a mediator, who works with the less powerful
person or group to help them to represent themselves more effectively. Although this latter
method causes ethical dilemmas (as helping one side more than another compromises the
mediator’s impartiality), it is quite common in the problem solving or settlement-oriented
approaches to mediation, which work best when the two parties are relatively equal in power.
Baruch Bush and Joe Folger advocate the empowerment of both parties simultaneously
through transformative mediation, which seeks to restore disputants’ “sense of their own value
and strength and their own capacity to handle life’s problems”. This approach avoids the ethical
dilemmas of one-sided empowerment, but sacrifices the primary focus on achieving a
settlement (Conflict Research Consortium, 1998).

Escalation
Escalation is increased intensity of conflict. According to Pruitt and Rubin (1986, 7–8), as a
conflict escalates, the disputants change from relatively gentle opposition to heavier, more
confrontational tactics. The number of parties tends to increase, as do the number of issues
and the breadth of those issues (i.e. they expand from the very specific to more global
concerns). Disputants also change, and move from wanting to win themselves to wanting to
hurt the opponent. While conflicts escalate quickly and easily, de-escalation – the diminution of
intensity – is often much harder to achieve (Conflict Research Consortium, 1998).

Extremists
Extremists are people whose views are much stronger, and often more fixed, than other
people’s views of the same situation. In escalated conflicts, extremists may advocate violent
responses, while more moderate disputants advocate less extreme measures (Conflict
Research Consortium, 1998).

Face saving
“Face” refers to a person’s image, both to him/herself and to others. A face-saving approach is
an approach that does not damage either side’s image by making anybody appear weak, inept
or otherwise a failure. Instead it makes each party appear wise and victorious, even when it is
not. By allowing all disputants to save face, a negotiated settlement is much more likely to be
accepted (Conflict Research Consortium, 1998).

Facilitation 
Facilitation is a “means of helping the conflict parties reach a mutually satisfying agreement. It
may be communication between the parties which the third party facilitates, and/or an analysis
of the conflict situation and possible outcomes.” (International Alert, 1996, III:67). Facilitation
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indicates a lesser degree of involvement than mediation. Facilitators may be invited to provide
their technical skills for one particular meeting, but they seldom become an integral part of the
whole process, as mediators do.

Force
Force refers to any situation in which one disputant is made to do something against his/her
will through threat. In Kenneth Boulding’s terms, force is used when people are told to “do
something that I want, or else I will do something that you don’t want”. Force does not need to
be violent. It can simply be a coercive statement that says, for example, “If you do not comply
with my demand, I will fire you from your job, or I will stage a hunger strike, or I will organize a
work slowdown” (Conflict Research Consortium, 1998).

Frames
Frames are ways of defining problems. Some people may define a problem in terms of rights,
while others may define it in terms of interests or relative power. These different positions are
sometimes referred to as “different frames”.

Framing
Framing is the way in which people construct and represent a conflict. Just as a frame can be
placed around a photograph to include some portions of the picture while cropping others out,
so can people define some aspects of a problem as important while ignoring or being unaware
of others.

Hard bargaining 
This term refers to adversarial, competitive bargaining that views the opponent as an enemy to
be defeated, rather than a partner to be worked with cooperatively. Fisher and Ury contrast hard
bargaining with soft bargaining (which is highly conciliatory to the point of giving in on important
points) and with a third approach – principled negotiation – which is neither hard nor soft, but
rather integrative in its approach (Conflict Research Consortium, 1998).

Human needs 
Human needs are the things that all humans need for normal growth and development. First
identified by psychologist Abraham Maslow, human needs go beyond the obvious physical
needs of food and shelter, to include psychological needs such as security, love, a sense of
identity, self-esteem and the ability to achieve one’s goals. Some conflict theorists (referred to
as “human needs theorists”) argue that the most difficult and intense conflicts, such as racial
and ethnic conflicts, are caused by the denial of one or both groups’ fundamental human needs:
the need for identity, security and/or recognition. In order to resolve such conflicts, ways must
be found to provide these needs for all individuals and groups without compromise: human
needs “are not for trading” (Conflict Research Consortium, 1998).

Identity
Identity refers to the way in which people see themselves – the groups that they feel part of,
and the significant aspects of themselves that they use to describe themselves to others. Some
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theorists distinguish among collective identity, social identity and personal identity. However, all

of these are related to a description of who one is and how one fits into social groups and

society as a whole (Conflict Research Consortium, 1998).

Identity conflicts
Identity conflicts develop when a person or group feels that its sense of self – who one is – is

being threatened or denied legitimacy or respect. Religious, ethnic and racial conflicts are

examples of identity conflicts (Conflict Research Consortium, 1998).

Impartiality 
Impartiality refers to the attitude of the third party. An impartial third party will not prefer one

side’s position to another’s, but will approach both as being equally valid. Impartiality can be

hard to achieve, and the third party may have to make an active effort to treat both sides the

same if he/she tends to prefer one party or its argument over the other (Conflict Research

Consortium, 1998).

Incompatible interests 
Incompatible interests are things that people want and that cannot be achieved simultaneously.

For example, if a community has a limited budget for public services and four public agencies

(the police, the school, the hospital, and the roads department) all need increased budgets to

maintain their current services, the agencies have incompatible interests – not all of their

funding requests can be met simultaneously (Conflict Research Consortium, 1998).

Indicators 
Indicators are predictors, precursor events and other telling signals used in forecasting. The

following is one set of indicators (Schmid, 1997: 50): i) systemic causes: general, underlying,

structural, deep-rooted, background preconditions; ii) proximate causes: specific situational

circumstances; and iii) immediate catalysts: idiosyncratic contingent triggers.

Interests
Interests are what a party in a dispute cares about or wants. They are the underlying desires

and concerns that motivate people to take a position. While people’s positions are what they

say they want (such as “I want to build my house here”), their interests are the reasons why

they take a particular position (“because I want a house close to my family”). Parties’ interests

are often compatible, and hence negotiable, even when their positions seem to be in complete

opposition.

Intolerance
Intolerance is the unwillingness to accept the legitimacy of another person, group or idea that

differs from one’s own. It may result in an effort to get rid of the “objectionable” person or idea,

or it may result in treating that person or idea as subservient, as occurs when people of certain

racial or ethnic groups are discriminated against by the dominant group in a society (Conflict

Research Consortium, 1998).
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Intractable conflicts 
These are conflict situations that have gone on for a long time, resisting most (or all) attempts
to resolve them. Typically they involve fundamental value disagreements, high-stakes
distributional questions, domination issues and/or denied human needs – all of which are non-
negotiable problems. They often also involve unavoidable win–lose situations (Conflict
Research Consortium, 1998).

Legitimacy 
Legitimacy refers to the perceived fairness of a dispute resolution process. For example, fair
elections or litigation based on socially accepted laws are generally considered legitimate, as
are the decisions that result from such processes. On the other hand, elections in which voters
are harassed or forced to vote a particular way are usually considered illegitimate, as are court
decisions handed down by biased courts. Legitimacy of decision-making procedures is
important, because illegitimate procedures almost always escalate conflicts, making their
ultimate resolution more difficult (Conflict Research Consortium, 1998).

Livelihood(s)
A livelihood is a combination of the resources used and the activities undertaken in order to
live. The resources might consist of individual skills and abilities (human capital), land, savings
and equipment (natural, financial and physical capital, respectively) and formal support groups
or informal networks that assist in the activities being undertaken (social capital) (DFID, 1999).

Livelihood assets
A key component in the sustainable livelihoods (SL) framework, livelihood assets are the assets
on which livelihoods are built. They can be divided into five core categories (or types of capital):
human capital, natural capital, financial capital, social capital and physical capital. People’s
choice of livelihood strategies, as well as the degree of influence they have on policy,
institutions and processes, depend partly on the nature and mix of assets that are available to
them. People require a combination of assets that makes it possible for them to achieve positive
livelihood outcomes – i.e. to improve their quality of life significantly on a sustainable basis
(DFID 1999).

Livelihood components
Livelihood components are the different elements of the SL framework.

Livelihood goals
Livelihood goals are the objectives pursued by people through their livelihood strategies. They
are closely related to livelihood outcomes (DFID 1999).

Livelihood outcomes
Livelihood outcomes are the achievements, or results, of livelihood strategies. Outcomes can
be examined in relation to the following categories: more income; increased well-being; reduced
vulnerability; improved food security; more sustainable use of the natural resource base; and
social relations and status (DFID 1999).
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Mediation
Mediation is an extension or elaboration of the negotiation process that involves a third party.
This third party works with the disputing parties to help them improve their communication and
their analysis of the conflict situation, so that they can themselves identify and choose an option
for resolving the conflict that meets the interests or needs of all of the disputants. Unlike
arbitration, in which the intermediary listens to the arguments of both sides and makes a
decision for the disputants, a mediator helps the disputants to design their own solution.

Needs
Psychologist Abraham Maslow suggested that all people are driven to attain certain biological
and psychological requirements, which he called fundamental human needs. Several conflict
theorists (e.g. John Burton and Herbert Kelman) have applied this idea to conflict theory,
suggesting that the needs for security, identity and recognition underlie most deep-rooted and
protracted conflicts. Most ethnic and racial conflicts, they argue, are not interest-based (and
hence cannot be negotiated), but are driven by the subordinate group’s claiming of fundamental
needs. The only way of resolving needs conflicts is to restructure the society so that the
fundamental needs of all groups are met (Conflict Research Consortium, 1998).

Negotiation
“Negotiations is a form of decision-making by which two or more parties talk with one another
in an effort to resolve their opposing interests” (D.G. Pruitt). Negotiation can be relatively
cooperative, as when both sides seek a solution that is mutually beneficial (commonly called
principled or interest-based), or it can be confrontational (commonly called win–lose or
adversarial) bargaining, when each side seeks to prevail over the other.

Neutrality
Neutrality means that a third party is not connected to, and has not had a prior relationship with,
any of the disputants.

Parties 
The parties are the people who are involved in the dispute. Most parties are disputants – they
are the people who are in conflict with each other. Other parties – the third parties – intervene
in the dispute to try to help the disputants to resolve it. Mediators and judges, for example, are
third parties.

Persuasion 
Persuasion involves convincing another party to change its attitude and/or behaviour. Although
this can be done through coercion, the term “persuasion” generally has a more positive sense
and refers to emotional or rational appeals based on common values and understandings
(Conflict Research Consortium, 1998).

Polarization 
Polarization of a conflict occurs when the conflict rises in intensity (i.e. escalates). When
escalation occurs, often more and more people become involved in the conflict and take strong
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positions on one side or the other. Polarization refers to this process, in which people move

towards extreme positions (“poles”), leaving fewer and fewer people “in the middle” (Conflict

Research Consortium, 1998).

Positions 
Positions are what people say they want – the superficial demands they make of their

opponents. According to Fisher and Ury, who first distinguished between interests and

positions, positions are what people have decided, while interests are what caused them to

make that decision. One side’s position will often be the opposite of its opponent’s, but their

interests may actually be compatible.

Power 
Power is the ability to get what one wants, or as conflict theorist Kenneth Boulding put it, to

“change the future”. This can occur through force (sometimes referred to as “power over”),

cooperation (referred to as “power with” or exchange power) or the integrative system – the

system of identity and relationships that holds people together in groups.

Protracted social conflicts
These are conflicts that last for years or even generations, and that are characterized by: “…

enduring features such as economic and technological underdevelopment, an unintegrated

social and political system producing insecurity and distributive injustice; … the inability or

unwillingness to fulfil those societal requirements for individual and social development:

security, identity, recognition and participation; [a] denial of human needs, and the [creation of]

fears, anxieties and insecurities [that] produce social cleavages … often form[ed] around the

issue of social identity, of which ethnicity has become the most prominent manifestation; …

exist[ing] within and across State boundaries, making distinctions between domestic and

international politics artificial” (Azar, 1986; 1990; cited in Schmid, 1998).

Reconciliation
Reconciliation is the normalization of relationships among people or groups. According to John

Paul Lederach, it involves four simultaneous processes: the search for truth, justice, peace, and

mercy. When all four of these factors are brought together, reconciliation is achieved (Conflict

Research Consortium, 1998).

Reframing
Reframing is the process of redefining a situation – seeing a conflict in a new way – based on

input from other people who define the situation differently from oneself.

Relationship problems 
These are problems between two or more people that involve the relationship between those

people. For example, conflicts can be caused because two people do not trust each other, or

because they are in constant, hostile competition with each other (Conflict Research

Consortium, 1998).
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Resolution
See Conflict resolution

Readiness
A conflict is said to be “ready” for settlement or negotiation when it has reached stalemate, or
when all of the parties have determined that their alternatives to negotiation will not get them
what they want or need. When this occurs, the parties are likely to be ready to negotiate a
settlement that will attain at least part of their interests – more than they are getting or stand to
get if they pursue their force-based options further.

Root causes 
There is a distinction between the root causes of a conflict, which are the fundamental interests,
values and needs that are in conflict with each other, and the contributing factors, which are
dynamics such as communication problems or escalation that, while common, are usually
extraneous to the conflict, although they confuse the core issues and make them more difficult
to understand and deal with.

Soft bargaining 
This term refers to very cooperative, conciliatory bargaining that focuses primarily on reaching
an agreement and not upsetting the other side. Fisher and Ury contrast it with adversarial,
competitive bargaining, which assumes that the opponent is an enemy to be defeated, rather
than a partner to be worked with cooperatively. They contrast both these approaches with a
third – principled negotiation – which is neither hard nor soft, but rather integrative in its
approach (Conflict Research Consortium, 1998).

Stakeholders 
Stakeholders are the people who will be affected by a conflict or the resolution of that conflict.
They include the current disputants, and also people who are not currently involved in the
conflict but who might become involved, because they are likely to be affected by the conflict or
its outcome sometime in the future.

Stalemate
A stalemate is a stand-off – a situation in which neither side in a conflict can prevail, no matter
how hard it tries. Parties often have to reach stalemate before they are willing to negotiate an
end to their conflict.

Stereotypes
See Stereotyping

Stereotyping
Stereotyping is the assumption that a person or group has one or more characteristics because
most members of that group have (or are thought to have) those characteristics. It is a
simplification and generalization process that helps people to categorize and understand their
world, but it often leads to errors. An example of a stereotype that is often wrong is the belief
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that women are weak and submissive, while men are powerful and domineering. This may be
true for some women and some men, but it is not true for all. When stereotypes are inaccurate
and negative (as they often are between groups in conflict), they lead to misunderstandings
which make resolving the conflict more difficult (Conflict Research Consortium, 1998).

Third party 
A third party is someone who is not directly involved in the conflict but who becomes involved
in an effort to help the disputants work out a solution (or at least improve the situation by
communicating better or increasing mutual understanding). Examples of third parties are
mediators, arbitrators, conciliators and facilitators.

Threat
A threat is any statement that takes the form “you do something that I want, or I will do
something that you do not want”. According to Kenneth Boulding’s theory of power, threat is one
of three forms of power, the other two being exchange and what he calls “love”, which is
referred to as the “integrative system” in this manual (Conflict Research Consortium, 1998).

Triggering events 
A triggering event is an event that initiates (“ignites”) a conflict. It can be minor – a simple
statement that is misinterpreted or a careless mistake – or it can be major – the assassination
of a leader, election fraud or a political scandal (Conflict Research Consortium, 1998).

Values 
Values are the ideas that people have about what is good, what is bad and how things should
be. People have values about family relationships (e.g. regarding the role of the husband with
respect to the wife), work relationships (e.g. regarding how employers should treat employees)
and other personal and relationships issues (e.g. regarding how children should behave
towards adults, or how people should follow particular religious beliefs) (Conflict Research
Consortium, 1998).

Win–lose (adversarial) approach 
This is the approach to conflict taken by people who view the opponent as an adversary to be
defeated. It assumes that in order for one party to win, the other must lose. This contrasts with
the win–win approach to conflict, which assumes that if the disputants cooperate, a solution
that provides victory for all sides can be found (Conflict Research Consortium, 1998).

Win–win (cooperative or problem solving) approach 
This is the approach to conflict taken by people who want to find a solution that satisfies all the
disputants. In win–win bargaining, the disputing parties try to cooperate to solve a joint problem
in a way that allows both parties to “win”. This contrasts with the win–lose (adversarial)
approach to conflicts, which assumes that all opponents are enemies and that in order for one
party to win a dispute, the other must lose (Conflict Research Consortium, 1998).
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S E C T I O N 1

An introduction to natural resource 
conflicts, collaborative management 
and sustainable livelihoods

This section explains the nature of community-based natural resource conflicts. It discusses
the causes of natural resource conflict and illustrates the different types of conflicts that can
occur at the community level. It also discusses how policies and interventions may contribute
to triggering conflict. The section explains how natural resource conflicts influence sustainable
livelihoods, and considers how managing conflicts relates to broader collaborative natural
resource management approaches.

The section’s two main objectives are to:

� discuss the many links among sustainable livelihoods, collaborative natural resource
management and conflicts;

� increase understanding about how natural resource management policies, programmes and
interventions can achieve positive outcomes without triggering or aggravating conflicts.

1.1 WHAT ARE COMMUNITY-BASED NATURAL RESOURCE CONFLICTS?
People have different uses for such resources as forests, water, pastures and land, and want to
manage them in different ways. Knowing about these different needs and interests can help to inform
successful management so that everyone benefits as much as possible. However, such differences
can also lead to conflict when:

� there is competition over material goods, economic benefits, property or power;

� parties believe that their needs cannot be met;

� parties perceive that their values, needs or interests are under threat.

Sometimes it is best to monitor a conflict without intervening. Such conflicts are problematic, but are
unlikely to become disputes and are not dangerous. At other times, however, if a conflict is ignored,
or attempts to manage it fail, it can grow into a dispute or some other form of confrontation. A dispute
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occurs when a conflict over a specific issue or event becomes public. A dispute can be a fight, an
appeal to authorities, or a court case. The difference between disputes and conflict is important. All
disputes reflect conflict, but not all conflicts develop into disputes. Some conflicts may develop into
disputes quickly. Others remain latent for a long time until triggered or aggravated by something new,
such as a development project or the arrival of outside interests.

Community-based natural resource conflicts may occur at the local level, but often involve regional,
national or even global actors. They range from conflicts among local men and women over the use
of land, to conflicts among communities disputing control over woodland, or fishers disagreeing
about the devices used for fishing. Community-level conflict might involve government agencies,
domestic and multinational businesses, politicians, international development agencies and non-
governmental organizations (NGOs).

A dispute may also break out at different levels. At one level, the main issue could be access to or
control over the resources that people depend on. At another, the dispute could relate to more deeply
rooted issues such as recognition, rights, identity, or the ability to participate.

The intensity of conflict also varies greatly – from confusion and frustration among members of a
community about poorly communicated development policies, to violent clashes among groups over
resource ownership, rights and responsibilities (Buckles, 1999).

T R A I N E R ’ S  N O T E : This guide addresses conflicts that pose a constraint to sustainable
natural resource management at the local level. While a certain degree of violence may be involved in such
conflicts, the guide is not designed for situations of open, armed conflict.

As this discussion shows, community-based natural resource conflicts are often very complex. There
are usually many causes and many interconnected issues, making it hard to identify the key issues
in the conflict.

It is sometimes helpful to think of conflict as having the following three elements:

� People: how people think about and relate to the conflict; their feelings, emotions and perceptions
of the problems and of the other people involved; and how these relate to each other and to
natural resources in securing livelihoods.

� Process: the way decisions are made, and how people feel about this. The decision-making
process is often overlooked as a key cause of conflict. However, resentment, feelings of being
treated unfairly and a sense of powerlessness are often rooted in this area.

� Problems: the specific issues and differences among the people, groups and agencies involved.
These often include different values,1 incompatible interests and needs,2 or concrete differences
regarding the use, distribution or accessibility of scarce resources. They are often referred to as
the “root causes” of conflict, about which people tend to take clear and strong positions.

The following subsections outline more specifically what conflicts over natural resources are often about.

1. Values are the long-range beliefs that people hold regarding how things should be.

2. Needs are what people feel that they need in order to have security and respect. They may include material items, as well as justice, a sense
of control over one’s own life, freedom and identity.
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1.1.1 Growing competition over natural resources
Natural resources are increasingly subject to intense competition. In most cases, several factors

are responsible for this, including:

� demographic change (e.g. population growth, migration and urbanization);

� market pressures (e.g. increased commercialization, intensification and privatization of local
economies, growing integration of national and global economies, economic reforms);

� environmental changes that force people to alter their livelihood strategies (e.g. floods, recurrent
droughts, altered river flows, changes in wildlife migration).

These forces can push people to exceed the sustainable harvesting limits of renewable natural
resources (forests, water bodies, grazing areas, marine resources, wildlife and agricultural land). In
areas where the number of people is increasing, resources often need to be shared among more users
with different interests.These users range from farmers seeking access to agricultural land, pastoralists
requiring pasture resources for livestock, and city dwellers requiring more meat, fish and cereals.

Securing access to resources can become people’s greatest concern when those resources are
scarce. Water scarcity in arid or semi-arid regions is a key example. As freshwater is necessary for
life, but cannot be made or grown, access to water may serve as a focus of dispute.



However, increased competition is not always the only cause of conflict. Four important conditions
influence how access to resources could become contested. These are:

� the scarcity of a natural resource;

� the extent to which the supply is shared by two or more groups;

� the relative power of those groups;

� the degree of dependence on this particular resource, or the ease of access to alternative
sources.

Of course, increased demand for resources can result in responses other than conflict. For example,
it can lead to agricultural intensification (using fertilizer, terracing, irrigation, multiple cropping, stall-
feeding livestock, tree planting, etc), increased reliance on non-farm/off-farm income, or increased
commercialization of production. These new adaptations may in turn generate conflicts, as resource
use patterns are altered.

1.1.2 Structural causes of conflict
Established organizations and patterns govern how the law works, how education and health
services are provided, and how women and men, old and young people live as families and
communities. These could be described as the way in which society is organized or structured.
Natural resource conflicts are often underpinned by this structure.

A conflict may involve one issue – for example, a boundary dispute between two villages. This could
be addressed by local people using customary law. But if someone wants to use State law, the
conflict becomes more complicated. A structural conflict may arise because customary law and State
law are organized differently; one is local and the other national. State law is usually stronger, and
the conflict may then move from a boundary dispute to one about people’s rights and identity.

Deeper, structural issues such as this often have roots in long-standing conditions, such as the way
in which wealth or power is produced, distributed or controlled in society. Broader social, political,
economic or legal frameworks within a society may be perceived as unjust, ineffective or
exclusionary. This makes it harder to solve the problem. Structural conflicts often lie dormant until
awakened by other factors.

Conflicts between official/statutory and customary tenure systems cause major concern. Even if the
great majority of rural people obtain their rights to land through customary means, local land tenure
arrangements often have an uncertain or insecure position within national policy frameworks.
Customary land rights often remain unclear, even when they are acknowledged legally, so State law
may continue to come into conflict with custom. Different authorities using different rules can then
make decisions that are contradictory – one decision in customary law, another in statute law.

Wider inequalities (real or perceived) may also lead to conflicts over the use or control of natural
resources. For example, marginalized groups may compete for the chance to gain or secure rights,
while privileged groups may feel the need to defend their existing rights. Sometimes, minority groups
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may compete to seek more influence. Then, struggling for resource access becomes linked with a
search for recognition of identity, status and political rights.

T R A I N E R ’ S  N O T E : Resolving structural inequalities and identity conflicts is a more
difficult task than resolving conflicts that relate more directly to increased competition or development
pressures. The resolution of structural economic and legal inequalities, by definition, may require intervention
at the national or even the global level through, for example, land reform, legal recognition of land rights,
devolution of authority and responsibility, or improved governance and accountability (Section 2.3.3).

These broader issues are beyond the scope of this guide. Clearly, however, deep-rooted structural
issues mean that it is not always possible to fully resolve conflicts at the community level. The
approach taken in this guide can be summarized as: “Given the deep-rooted issues that we all face,
how can we all try to make progress with the things that we can change?”.

1.1.3 Socio-economic change fuelling conflict 
When society and the economy undergo change, it is not surprising if the interests and needs of
natural resource users also change. Economic development often increases pressures on natural
resources, and this can trigger conflict or make existing conflicts worse. The following are some
examples:

� Introduction of new technologies can have positive and negative effects on the sustainability of
resource use. Managed well, technologies such as synthetic fertilizers, agricultural mechanization
or permanent irrigation can improve people’s lives. Managed poorly, however, they can reduce the
capacity of renewable natural resources to regenerate, increase resource scarcity, and threaten
the livelihoods of resource-dependent users in the longer term.
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� Commercialization of common property resources: Many poor people depend on common
property resources for their livelihoods. These are resources that are shared and jointly managed
by several groups. The value of some resources (wildlife, land, forests, fish) is increasing. The
increased benefits that can be derived encourage powerful groups to monopolize benefits through
“private” property rights, often excluding others from using the resources.

� Migration changes the way in which rural society and resource use are organized. When people
move into towns and cities, the available labour for sustainable resource management is reduced.
This may contribute to a decline in resource quality and value (Warner, 2000). Migration into rural
areas increases the demand for resource use and may challenge customary rules of distributing
access. New people may not be part of the local customary systems of resource ownership, use
and management.

� Perverse incentives: People respond predictably when they are given economic encouragement
to act. A subsidy or guaranteed price for coffee makes more people grow coffee. High taxes on
one crop make people grow another. These incentives sometimes work to help manage resources
well. When they do not, they are called “perverse” (wrong-headed or unreasonable) incentives.
Some perverse incentives can lead to corruption, rent seeking and other sources of conflict
(Ostrom, 1990), for example between rural communities and officials.

1.1.4 Natural resource management policies, programmes 
and projects as sources of conflict 

New policies of decentralization, devolution and collaborative management increase the decision-
making power and influence of local communities, households and individuals. Such policies encourage
communities to become more involved in decisions affecting their own livelihoods and the resources on
which those livelihoods are based. Although such policies are helpful for sustainable livelihoods, the
successful introduction of greater power sharing among different groups is often challenging.

Policies, programmes and projects themselves can serve as sources or arenas of conflict, even
though their intention is to reduce conflicts or improve livelihoods. Reasons include the following
(FAO, 2000):

� Policies imposed without local participation: Natural resource policies and interventions are often
made without the active participation of communities and local resource users. For example, some
governments rely on centralized management strategies controlled by administrative units and
technical experts.These often fail to take into account local natural resources rights and practices.

� Poor stakeholder identification and consultation: Stakeholders are people or groups who possess
an interest in, or influence over, a resource. Examples of stakeholders are the local government
and the community. However, such groups are often highly varied and contain many subgroups.
So counting the community as one stakeholder group may be meaningless; some people may
have very different interests from others, according to gender, status, age, wealth, ethnicity, etc.
Conflicts can occur because planners and managers identify stakeholders inadequately, or fail to
acknowledge a group’s interest in a resource.
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� Uncoordinated planning: Many government and other agencies still rely on sectoral approaches
with limited cross-sectoral planning and coordination. For example, the agricultural service may
promote cash crop expansion in forests to raise incomes, without recognizing the adverse effects
of this on other resource users. Overlapping and competing goals among agencies may lead to
confusion when those agencies are unable to reconcile other stakeholders’ needs and priorities 

� Inadequate or poor information sharing: Effective sharing of information on policies, laws, procedures
and objectives can improve the success of programmes and reduce the likelihood of conflicts. In
contrast, lack of information on the planning agencies’ intentions may lead to suspicion and mistrust.

� Limited institutional capacity: Conflicts arise when government and other organizations lack the
capacity to engage in sustainable natural resource management. Not only do organizations face
financial constraints for staff and equipment, but they also often lack the expertise to anticipate
conflicts, or to handle conflicts that arise in the course of their activities.

� Inadequate monitoring and evaluation of programmes: Programmes and priorities are often
designed without clearly defined monitoring and evaluation components, especially regarding
natural resource conflicts. When there is no systematic monitoring and evaluation of natural
resource management activities, it is more difficult to identify or address conflict.

� Lack of effective mechanisms for conflict management: For natural resource management
programmes to be effective, mechanisms for participatory conflict management need to be
incorporated into their design and implementation. These should ensure that open or latent
conflicts are constructively dealt with to reduce the chances of conflict escalation.

T R A I N E R ’ S  N O T E : Annex 3 provides two examples of natural resource conflicts in Ghana.
These illustrate the interrelatedness of various factors and how they have been managed and resolved.
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1.2 COLLABORATIVE NATURAL RESOURCE 
MANAGEMENT AND CONFLICT

Collaborative management involves joint decision-making by government, communities, NGOs and
the private sector about natural resource access and use. Borrini-Feyerabend et al. (2000) state that
collaborative management is a situation in which two or more parties negotiate, define and
guarantee among themselves the sharing of the management functions, entitlements and
responsibilities for a given territory or set of natural resources.

The institutional arrangements for collaborative management can take many forms, ranging from
official recognition of customary tenure rights to yearly contracts that allow villagers highly restricted
access to State lands. State agencies may share resource allocation or management responsibilities
with communities, including indigenous ones, and other parties such as user groups, NGOs and
corporations (Castro and Nielsen, 2001). These management regimes can be found in a range of
common property resources – forests, pastures, wildlife, fisheries, protected areas – where
excluding access among competing users can be difficult.

Although individual stakeholders may have different interests, the fundamental assumption is that
sharing authority and decision-making will enhance the process of resource management, making
it more responsive to a range of needs. In particular, collaborative management is viewed as a way
of promoting both conservation and livelihood goals in an efficient, equitable and sustained manner.

Many collaborative arrangements have arisen as innovative responses to long-standing conflicts
over natural resource use and management. This fact reinforces the idea that conflict can be a
creative element in society. Sharing the management of, and benefits from, contested resources has
reduced struggles that seemed endless, where progress was hard to find.

However, the process of engaging in collaborative management can also spark conflicts. This is
partly because the people, groups and agencies involved have many different interests concerning
the use of natural resources, as well as different levels of power to influence negotiations. Moreover,
the groups or people with the greatest access to power tend to influence natural resource decisions
in their own favour.

It has become clear that effective collaborative resource management involves attention to conflict
management issues. Disagreement over access rights, lack of consensus on management
objectives and misinformation or misunderstandings emerge in most settings. Managing differences
of opinion is critical to nurturing an atmosphere in which constructive solutions can be identified and
taken forward.

Dealing with conflicts across a range of communities, cultures or stakeholders (including State
agencies) is not easy. City people often find it difficult to pick their way through legal or administrative
institutions, while legal access is difficult for rural people because of distance (both physical and
social), cost and lawyers’ general lack of interest or expertise in issues related to natural resources.
For most rural people, obtaining access to conflict management fora, even within their own societies,
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can be a challenge. This is particularly true for women, the destitute, the landless, lower castes and
other groups.

In many places, there is a substantial need to strengthen local capacity to deal with the many
conflictive situations that arise from collaborative management. Rural communities often lack the
capacity to address conflicts related to the establishment or operation of collaborative management
arrangements (Castro and Nielsen, 2001). Such people are familiar with conflict management
approaches, such as negotiation or mediation, and are as experienced at negotiating and mediating
as anyone else. However, the approaches they follow are culturally embedded within their own
societies, and are often inappropriate to the particular conflict concerned (Castro and Ettenger, 1997).
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Collaborative natural resources management is: “a partnership by which various stakeholders
agree on sharing among themselves the management functions, rights and responsibilities
for a territory or a set of resources”. (Borrini-Feyerabend, 1996: p.3).

Collaborative management involves a number of processes that help establish and maintain
mutually agreeable principles and practices for managing natural resources. Conflict
management is one of these processes.

COLLABORATIVE MANAGEMENT AND CONFLICT MANAGEMENT
BOX 1.1

Collaborative management approaches have two main objectives:

� managing the use of lands, forests, marine areas and their products through negotiating mutually
agreeable principles and practices among stakeholders;

� establishing ways of sharing among stakeholders the power to make decisions and exercise
control over resource use.

Anticipating and managing conflict are therefore critical ingredients of collaborative natural resources
management. A defining characteristic of collaboration is that decisions are made by consensus.
Consensus does not mean unanimous consent, nor does it mean adopting anyone’s preferred option.
Consensus is reached when each stakeholder feels that his/her interests have been addressed.
Consensus building sets out to avoid trade-offs (when at least one of the parties has to forego something).

Consensus building approaches do not stand alone. It is helpful if they are fully integrated into a
broad framework of collaborative management, and build on processes that lead to mutual benefits
and achievements.

Successful conflict management in collaborative natural resource management depends on the
following conditions:

� All parties to the conflict have some power or influence to negotiate: Some degree of power
sharing in making decisions and controlling outcomes is an important precondition for



collaborative management. Without power sharing, it is doubtful that all parties can effectively
engage in conflict management and find arrangements that are mutually acceptable. Large
inequalities of power deter collaboration because powerful groups may take actions on their own
or force weaker parties to accept a decision. Sometimes, very powerful stakeholders can actually
make sure that collaboration does not work (FAO, 1999).

� People are assured of their immediate basic needs, such as food, shelter, health and security: If
any of these basic human needs is lacking or under threat, people are likely to focus their attention
on obtaining it and have little interest or time to collaborate on other things.

� There is a mutually accepted political and legal framework: Resource management must be
based on rights that are mutually recognized – ideally officially. Stakeholders need to have
confidence that they will receive the benefits from resource use that are anticipated for the short
and long terms. Rights therefore need to be enforced, and stakeholders need to have a
reasonable chance of successful appeal if they are infringed or ignored.

� The conflict is not manipulated by politicians or group leaders for broader political struggles:
These actors may use the conflict for their own political means, rather than having an interest in
addressing the conflict. When this happens, the scope for collaborative solutions is limited.

T R A I N E R ’ S  N O T E : Natural resource conflict management can only work effectively if the
broader enabling environment is sufficiently supportive to permit collaborative natural resource management. 

C H E C K P O I N T : Annex 1 presents the basic concepts of collaborative natural resource
management. This is the more general approach for becoming involved in natural resources conflict management.
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1.3 NATURAL RESOURCE CONFLICTS AND 
SUSTAINABLE LIVELIHOODS

Natural resources are important to the livelihoods of many households in rural areas. Conflicts over
natural resources can be useful in making needs and rights clear and helping to solve injustices or
inequities in resource distribution. However, some conflicts have the potential for becoming obstacles
to livelihoods and sustainable resource management if they are not addressed. When conflicts
escalate, they can also hurt relationships by increasing mistrust and suspicion. Violent
confrontations may even destroy the resource base for people’s livelihoods.

“Livelihood” does not mean just the activities that people carry out to earn a living. It also means all
the different elements that contribute to or affect people’s ability to ensure a living for themselves and
their households. These elements include:

� the assets that the household owns or has access to, which can be:

� human capital – skills, knowledge, good health and ability to work;

� social capital – formal and informal social relationships, including how much people trust each
other, how reliable and adaptable they are;

� natural capital – natural resources that can be held, such as soil, crops and trees, and the
services that nature brings, such as shade, water quality and a place to plant seeds;

� physical capital – goods and physical things that have been made, such as fences, houses and
roads;

� financial capital – money and access to credit and loans;

� the activities that allow the household to use these assets to satisfy basic needs;

� various factors that the household itself may not be able to control directly, but that affect
vulnerability, such as changeable weather, shocks and natural disasters, or economic and other
long-term trends;

� policies, institutions and processes that may help, or make it more difficult for, households to
achieve an adequate livelihood.

The strategies that households develop to ensure their livelihoods depend on:

� how they can combine their livelihood assets;

� how vulnerable they are where they live;

� the policies, institutions and processes that affect them.

Livelihood strategies result in outcomes that are more sustainable for some people than for others. People
who have many different choices about how they can make a living (strategies they can use) are usually
less vulnerable than those with limited choice. Sustainable livelihood approaches are about addressing
these issues. Some of the tools of conflict management, such as consensual negotiations, can help.

Ideally, an effective sustainable livelihoods approach should generate more income, increase well-
being, reduce vulnerability, improve food security and result in more sustainable use of natural
resources for its beneficiaries.
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Access to natural resources is a key asset for rural households, especially as it affects the
subsistence and food security of poor households. Conflicts over natural resources can be a major
obstacle to people’s livelihoods. Conflicts can indicate that different policies, institutions and
processes are not doing a good job of regulating access to resources, and can undermine people’s
livelihood outcomes. Long-term conflicts can increase people’s vulnerability and reduce their
capabilities to respond to sudden challenges, such as price changes, droughts or AIDS.

In any society, assets are distributed unevenly. Different levels of poverty exist even in the poorest
communities. Gender, age and other differences may significantly affect access to assets. For
example, a tree may be regarded as a household asset, but a woman’s rights to use it may not be
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SUSTAINABLE LIVELIHOODS FRAMEWORKFIGURE 1.1
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the same as a man’s. People’s control over key assets also changes seasonally and through time,
in response to the different problems and opportunities that life brings.

Household livelihoods and the strategies that people use to create them are at the core of
development. Promoting sustainable livelihoods is therefore:

� an objective to support the goal of poverty elimination;

� a framework for thinking about poverty;

� an approach to addressing poverty.

The ultimate aim is to help people to achieve their livelihood goals. A livelihood is sustainable when
it (Chambers and Conway, 1992):

� manages stress and shocks (such as drought or sudden economic change), and recovers from
them;

� keeps or improves strengths and assets, now and in the future;

� does not undermine the natural resource base.

In other words, livelihoods should provide well-being to households – not only today, but also in the
future. In order to achieve this, it is essential that the natural resource base be safeguarded.
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Sustainable livelihood approaches to supporting community-based natural resource
management should be the following:

� People-centred and participatory: They should shift the focus from resources to people.
Interventions should be participatory and have a genuine respect for people’s views. This
includes respecting human freedom and choice, focusing on what matters to people, and
working with them in a way that fits with their livelihood goals, their social environment and
their ability to adapt.

� Aware of differences among people: They should understand how assets, vulnerability,
voice and livelihood strategies differ among groups, as well as between men and women.
Understanding of how these differences influence people’s ability and willingness to
engage in participatory processes is also important.

� Empowering and responsive: They should seek to strengthen poor people’s rights and
institutional capacity to engage fully in decision-making regarding all aspects of
livelihoods. People need to gain increased voice in identifying and addressing livelihood
priorities. Outsiders should be capable of listening to (not simply hearing) and responding
appropriately to the poor.

� Holistic and multilevel: They should recognize the many influences that affect people, and
seek to understand the relationships among these influences and their impacts on
livelihood strategies and outcomes. Removing constraints to sustainable livelihoods often
requires work across several levels, sectors and geographical regions.

� Built on strengths and through partnerships: They should promote an enabling
environment and opportunities for poor people to protect, maintain and improve their
livelihood assets. The approach also promotes collaboration between poor people, their
institutions and organizations and the public and private sectors. Partnerships need to be
based on transparent agreements and shared goals.

� Sustainable: People’s livelihoods can be considered “sustainable” when they can manage
stress and shocks and recover from them, and keep or improve assets now and in the
future without undermining the natural resource base. Sustainability has four key parts:
economic, institutional, social and environmental. All of these must be taken into account.
Finding balance among them is crucial, and can only be done with the active engagement
of poor people themselves.

� Long-term and flexible: Poverty reduction takes place in a very changeable setting, in
which unexpected shocks and seasonal cycles constantly occur. Supporting sustainable
livelihoods requires long-term commitment and flexibility to respond to change.

Source: Adapted from Carney, 2002.

GUIDING PRINCIPLES FOR SUSTAINABLE LIVELIHOODS
BOX 1.2
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Conflict management that follows the principles of sustainable livelihoods seeks to facilitate a
balanced negotiation of competing resource claims among different stakeholders. Successful conflict
management:

� enhances awareness of, knowledge of and the skills to identify and overcome constraints in the
development process (human capital);

� strengthens relationships and builds trust within and among groups (social capital);

� increases the capacity of communities, organizations and institutions to solve problems (social capital);

� contributes to strengthening the institutional arrangements that regulate access to and use of
resources (policies, institutions and processes);

� fosters the increased flow of income and benefits through improved access to and management
of natural resources.

This guide focuses on how to establish and facilitate a process of consensual negotiations to
manage conflict and build collaboration. The guide is intended for the staff of international,
national and local government organizations and NGOs who work on various stakeholder
natural resources and other livelihood projects.

Consensual negotiation is one way of managing conflicts. It seeks to facilitate agreement
based on mutual gains among individuals, groups or institutions. When people’s
understanding of their own and others’ interests and needs is gradually broadened, and they
are encouraged to think outside fixed, emotionally held positions, mutually beneficial
outcomes may become possible. In some conflicts, a third party may help improve the
chances for interest-based negotiations to succeed. This person is sometimes called a
mediator or a facilitator – different people use different words.

Conflict management and consensual negotiations can help to achieve collaborative
resource management and sustainable rural livelihoods. At the local level, this involves
strengthening individuals’, groups’ and institutions’ ability to deal with the many conflictual
situations that undermine effective coordination and cooperation.

Consensual negotiations do not help in every conflict situation. They can help manage
conflicts over interests, which are often negotiable. On the other hand, basic needs such as
identity, security, recognition or equal participation within the society are often non-negotiable
or less negotiable, and many conflicts involve issues that seem to have no solutions. Major
power differences among stakeholders may need other approaches to bring about changes
that are not easily negotiated and mediated.

Choosing relevant strategies to address a particular conflict is important; conflicts vary and
no single approach is effective in all cases.

CONSENSUAL NEGOTIATIONS
BOX 1.3



N E G O T I A T I O N  A N D  M E D I A T I O N  T E C H N I Q U E S  F O R  N A T U R A L  R E S O U R C E  M A N A G E M E N T

34

SECTION SUMMARY 

Section 1 has outlined how natural resource conflicts may emerge and how they may affect

sustainable livelihoods. It also discussed why a collaborative approach to natural resource

management is essential to enhance sustainable livelihoods, and what conflict management

contributes to this broader process. Section 2 discusses different conflict management approaches

and explains the strengths and limitations of consensual negotiations. The subsequent sections

introduce negotiations in more detail, and lay out a process map consisting of ten steps for

addressing natural resource conflicts in practice.

Natural resource conflicts are disagreements and disputes over access to, control over and
use of natural resources. They can be useful in helping a community to clarify interests and needs

and in reducing possible injustices or inequities in resource distribution. However, some natural

resource conflicts have to be addressed effectively and in good time or they will upset local

livelihoods by undermining trust among stakeholders and increasing insecurity and resource

degradation.

Community-based natural resource conflicts often have many causes that are closely linked –
some form the core, others are underlying or contributing. The various factors causing conflict

can be divided into four principle types: 1) growing competition for natural resources; 2) structural

causes; 3) development pressures; and 4) natural resource management policies, programmes and

projects.

Policies, programmes and projects promoting natural resource management can
unintentionally serve as sources or arenas of conflict. This situation generally arises when there

is inadequate local participation in interventions, and when insufficient consideration is given to the

conflicts that might emerge.

Conflicts over natural resources indicate that different policies, institutions and processes are
not doing a good job of regulating access to resources. Many rural households depend on natural

resources for their livelihood strategies, so such conflicts may undermine their livelihood outcomes
and well-being.

Promoting sustainable livelihoods for the poor requires a community-based and collaborative
approach to resource management. The objective is to improve governance and sustainable

livelihoods. Central to this process is enabling different stakeholders to participate in decision-making

in order to develop and manage their resources.

Managing conflict is one important element to be integrated into a broad framework of
collaborative management. Collaborative management is effective when institutions and

processes that regulate resource use are able to anticipate and respond to stakeholders’ different

interests over resource use, and can seek solutions of mutual gain.
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Managing conflict

This section considers the different dimensions of conflict in collaborative natural resource
management. Its objectives are to:

� provide new ways of looking at the conflict that may arise among the many groups of natural
resource users;

� introduce important elements of conflict that influence the way in which it is addressed and
managed;

� discuss different conflict management approaches, with their specific advantages and
disadvantages;

� propose collaborative methods of alternative conflict management (ACM) that seek to
identify shared interests and mutual gains.

2.1 THE NATURE OF CONFLICT 
When local users manage their natural resources collaboratively, it is quite normal for some people
to have different interests from others regarding how to use a resource. When these different
interests seem incompatible, a conflict over interests occurs.

Conflict is a relationship involving two or more parties who have, or perceive themselves to
have, incompatible interests or goals.

Violence is, in the first place, the threat or use of strong physical force. Violence can also
consist of actions, words, attitudes or structures that cause damage and prevent people from
pursuing their livelihoods and well-being.

Source: Fisher et al., 2000.

CONFLICT AND VIOLENCE
BOX 2.1



Conflicts are a fact of life. They happen whether people want them or not. Conflicts occur when
people pursue goals that clash or are incompatible. Conflict involves people’s thoughts (ideas),
emotions (feelings and perceptions) and actions (behaviour).

Regarding thought, a key aspect is how its various participants “frame” or interpret the conflict
(Lewicki, Grey and Elliot, 2003). Framing means the way in which people construct and represent a
conflict. A frame provides critical insights into a party’s perspectives, motivations and interests.
Conflict management often involves a process of helping parties to “reframe” their conflict, shifting
their perception of the conflict or their ways of dealing with it. Conflicts often involve strong emotions
– sadness, anger and/or frustration. Part of the task of conflict management is helping people to deal
with or overcome these emotions, so that they are better prepared to address the problems at the
heart of the conflict. Similarly, there is an important behavioural or action component in conflicts.
Conflict management involves helping people to recognize ways of making their behaviour helpful to
resolving their perceived differences.

In natural resource management, managing conflict offers a set of principles and tools for
transforming conflict into a force that promotes more sustainable livelihoods. In particular, such
principles and tools can be used to strengthen the existing customary and legal mechanism for
managing conflict. The objective of this guide is to equip natural resource practitioners to manage
tensions as and when they arise.

In fact, conflict can have constructive and positive outcomes, depending on the way people handle
it. For example, conflict can help to clarify the policies, institutions and processes that regulate
access to resources. Conflict can also be an important force for social change, because it alerts
people to:

� grievances in the wider socio-economic or political system;

� competitive or contradictory laws or policies regulating access to or control over natural resources;

� weaknesses in the ways in which natural resource management policies or laws are implemented;

� people’s need or desire to assert their rights, interests and priorities;

� undesirable environmental conditions, such as overharvesting of renewable resources.

A collaborative approach to natural resource management recognizes and respects the different and
often conflicting values and interests of different user groups. When natural resource conflicts are
addressed constructively, they can contribute to improving the institutions and processes for natural
resource management. This can help to stabilize and improve the sustainability of natural resources
and the benefits that different people get from using them.

T R A I N E R ’ S  N O T E : Conflict can be a creative, constructive force for improving natural
resource management if people learn the skills to analyse and manage it in a constructive and participatory
manner. Conflict can take many different forms, and not all conflicts can be fully resolved at the local level.
In particular, conflicts caused by structural tensions may require that action be taken at the regional, national
or international level. 
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Before becoming involved in conflict, it is useful to consider its basic dimensions. People dealing with
conflict need to be aware of the following:

� The origins of a conflict are often complex and diverse. They are embedded in local cultural
systems, but are also connected to wider social, economic and political processes.

� Conflicts are changing, interactive social processes rather than single, self-contained events.
Each conflict has its own unique history and runs its own course of various phases and levels of
intensity.

� There is no single “true” or “objective” account of a conflict. Rather, the participants in and the
observers of conflicts may interpret or frame conflicts differently, depending on their perspectives
and interests. Conflicts are about perceptions and the (different) meanings that people give to
events, policies, institutions, etc.

2.1.1 Conflict is ever-changing: stages 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 linear fashion, from stage
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CONFLICT STAGESFIGURE 2.1

A, to B, to C, and so on. 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 analyse 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 Scott (1985:
xv–xvi) calls “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.
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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.
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How can latent conflict be detected? It is difficult to predict when natural resource conflicts
may emerge or escalate. One of the best indicators for likely emergence of conflict is a history
of past natural resource conflicts in a community or region. It is not uncommon for conflicts
to re-emerge, or for similar ones to develop, if the original sources of conflict have not been
resolved. Various aspects of life also provide indicators or symptoms of tension or potential
conflict. These include the following.

Changes in land use and resource users

� Apparent unsustainable use of renewable resources, such as clearing of forests (or of
particularly valued species), overgrazing of pastures, or overharvesting of forest products
or fisheries.

� Trends in land use, such as the rapid conversion of forests into farms or pasture, the
extension of cultivation on to grazing grounds, a shift from single to multiple cropping of
fields, the expansion of urban or peri-urban centres at the expense of agricultural lands,
the establishment of irrigation works, or the fencing of formerly communal lands.

� The sudden appearance of new technology, such as chemical fertilizer, hybrid seeds, exotic
crops, irrigation pumps, chainsaws, tractors, new fishing technology or boats, which allow
people to intensify their use of agricultural land, forests, water, fisheries or other resources.

� The arrival or influx of outsiders or new groups, such as members of neighbouring
communities, nomadic herders, migrant farmers, unemployed labourers or refugees,
seeking to make use of local resources.

DETECTING LATENT CONFLICT
BOX 2.2
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Changes in local markets, livelihood strategies or institutions

� Spikes in the prices of key commodities, such as staple grains, indicating the emergence

(or fear of) widespread or prolonged food shortages.

� Pursuit of “hard times” livelihood strategies, such as increased wood sales, the seeking of

less desirable “famine foods” from the wild, increased begging, and migration to other

areas in search of relief.

� Distress sales of assets, such as consumer goods, livestock and land.

� Differences between rich and poor people in a community become more pronounced, and

are manifested by such developments as ownership of productive or consumer assets,

changing livelihood strategies, or changing occupational structure.

� Reports that natural resource management institutions or other key local bodies are

suffering from political factions, weak leadership, corruption or other problems.

Community relations

Disturbed communications:

� cool, very formal ways of behaviour;

� reduced willingness for contact and communication;

� spread of gossip, rumours, intrigues and accusations, especially regarding third parties;

� insults and implicit or explicit threats of physical force towards other parties.

Relationship problems:

� hardening, stubbornness, sticking to own point of view;

� failure to protect property;

� denial of access to resources for other parties;

� open disagreements, loud arguments.

Escapism:

� detachment from others;

� lack of interest, apathy;

� evasive manoeuvres, avoidance strategies.

Box 2.2 continued

Assessing the risk of conflict can be very helpful in overcoming the obstacles to collaborative natural

resource management. Nonetheless, it must be emphasized that the trends and symptoms listed in

Box 2.2 indicate only the possibility of tensions and conflicts. Determining which events or processes

might trigger these situations into full-blown conflicts can be difficult.



Intervening in a conflict can have unclear effects. It can move the conflict from one stage to another
in the following ways:

� Intensifying conflict means making a hidden conflict more visible and open. Exposing hidden
factors can be important for getting people to deal with the issues in search of a constructive
solution.

� Escalating conflict, on the other hand, means that levels of tension, threats and/or violence are
increasing.

Conflict can become violent when:

� there are inadequate channels for dialogue and disagreement;

� dissenting voices and deeply held grievances cannot be heard;

� there is instability, injustice and fear in the wider community or society;

� people perceive incentives (however unreasonable) or advantages from violence.

T R A I N E R ’ S  N O T E : Remember that conflicts can be latent. Look for the “invisible”
conflict. Anticipating conflict and intervening at an early stage is usually more effective than expensive and
time-consuming intervention later. “Later” may also be “too late”. However, remember also that “doing
nothing” and “monitoring the situation” can be valid choices – sometimes intervention makes a conflict worse.

2.2 DIFFERENT OPTIONS FOR MANAGING CONFLICT
Local communities, resource users, project managers and public officials can choose from a number
of procedural options for managing conflicts. They must carefully consider the pros and cons of each
possible option to decide which approach is to their best advantage. No approach for managing
natural resource conflicts works in all situations. Each has its own strengths and limitations. Deciding
on the most appropriate and legitimate means of addressing the conflict will depend on the situation.

The following discussion of the various options is to assist people to make informed decisions. The
various conflict management options vary in terms of (Moore, 2003):

� the legal recognition of process and outcome;

� the privacy of the approach;

� the specialization required of the third party that might be assisting in conflict management;

� the role and authority of any third party that might be involved;

� the type of decision that will result;

� the amount of coercion that is exercised by or on the disputing parties.

Figure 2.2 shows a continuum of conflict management approaches. These range from conflict
avoidance at one extreme to physical violence at the other. In between these two extremes, there are
many different approaches and options for managing conflict. Moving from left to right in the diagram,
the approaches become progressively more directive and coercive in terms of decision-making. The
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CONTINUUM OF CONFLICT MANAGEMENT APPROACHESFIGURE 2.2

further towards the right of the diagram, the less the influence that the conflict parties have on the
process and outcome of conflict management.
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When facing disagreement with others, people may initially avoid each other. This might be because
they dislike the discomfort that accompanies conflict, do not consider the issue to be very important,
or do not believe that the situation can be improved. Avoidance may have a strategic element –
people may wait until the right moment to act in a more direct or forceful manner.

When avoidance is no longer possible, or the conflict increases in intensity, the parties may resort
to other problem solving approaches. The most common way to reach a mutually acceptable
agreement is through informal decision-making, which can involve negotiation and/or mediation:

� 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.

Increased coercion and 
likelihood of win–lose outcome

Conflict
avoidance

Negotiation Mediation Arbitration Adjudication Non-violent
directive
action

Violence

Informal decision-making 
by conflict parties

Extralegal coerced 
decision-making

Informal
third party
decision-
making

Legal (public)
authoritative
third-party
decision-
making

Source: Moore, 2003



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 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 a 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.

Conflict management moves outside the law (becomes extralegal) when it does not rely on socially

required or acceptable processes. Extralegal approaches involve processes of coercion to persuade

or force “opponents” into compliance or submission.

Non-violent directive action occurs when one conflict party forces the other(s) to make concessions

by refusing to cooperate or by committing undesirable acts. This may be possible when the conflict

parties rely on each other for their well-being and livelihoods. Violence (or physical coercion) means

that one party threatens or uses force to impose its will on the other(s). Coercion means that one

party is forced to accept an outcome imposed by another party.
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Avoidance: acting in ways that prevent a conflict from becoming publicly acknowledged.

Negotiation: voluntary process in which parties reach agreement through consensus.

Consensus means a decision that all can support.

Mediation: using a third party to facilitate the negotiation process. (The mediator does not

have the authority to impose a solution.)

Arbitration: submitting a conflict to a mutually agreeable third party, who renders an often

non-binding decision.

Adjudication: relying on a judge or administrator to make a binding decision.

Coercion: threatening or using force to impose a position.

SUMMARY OF RESPONSES TO CONFLICT
BOX 2.3



Crucial issues in conflict management are the enforcement of outcomes and the binding character
of conflict settlements. In practice, these are problems in all legal orders. When parties reach an
agreement informally, enforcement depends on their willingness to comply with that agreement.They
may comply with it if it offers advantages, but they may ignore it if it does not. They might pursue the
same issue in another venue.

In the case of arbitration and adjudication, the third party or the judicial system must have adequate
social status and the power of sanction. Nevertheless, a courtroom victory may not always translate
into enforced action. It is not uncommon for successful adjudication decisions to be followed by
contempt of court proceedings stemming from officials’ failure to enforce court orders.

In addition to the conflict management approach, the social system within which a conflict
management process takes place must also be clearly understood. There are three main social
systems of conflict management that involve a third party:

� customary systems for managing conflict;

� national legal systems;

� collaborative methods of ACM.

These social systems differ in the approaches that they take and in the enforcement capacities that
third parties possess to make the conflict parties comply with a settlement. Each of the three
systems has its own strengths and limitations. It is therefore essential to study carefully what each
system has to offer.
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2.2.1 Customary systems for managing conflict
A large number of customary strategies and techniques for managing and resolving conflicts
regarding natural resources have evolved within and across communities. There are many cross-
cultural similarities – negotiation, mediation and arbitration are common practices, as are more
coercive measures such as peer pressure, gossip, ostracism, supernatural sanctions and violence.

The success of customary natural resource management strategies in managing conflict often
depends on the enforcement capacities of traditional authorities. When the authority of traditional
elite groups is declining, the capacities of those groups to render or enforce a decision may also be
reduced. Customary practices institutionalized within broader national legal frameworks may provide
a good starting point to enhance traditional authorities’ ability to deal with the challenges of
contemporary natural resource management.
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Strengths Limitations

Encourage participation by community members,
and respect local values and customs.

Are more accessible because of their low cost, their
flexibility in scheduling and procedures, and their
use of the local language.

Encourage decision-making based on collaboration,
with consensus emerging from wide-ranging
discussions, often fostering local reconciliation.

Contribute to processes of community
empowerment.

Informal and even formal leaders may serve as
conciliators, mediators, negotiators or arbitrators.

Long-held public legitimacy provides a sense of
local ownership of both the process and its
outcomes.

Have been supplanted by courts and administrative
laws.

Can be inaccessible to people on the basis of
gender, class, caste and other factors.

Are challenged by the increasing heterogeneity of
communities resulting from cultural change,
population movements and other factors that erode
the social relationships supporting customary
conflict management. There may also be long-
standing problems of access on the basis of gender,
class, caste or other considerations.

Often cannot accommodate conflict among
communities or between a community and the
State.

Local leaders may use their authority to pursue
their own self-interest, or that of their affiliated
social groups or clients.

Decisions and processes may not be written down
for future reference.

STRENGTHS AND LIMITATIONS OF CUSTOMARY SYSTEMS FOR MANAGING CONFLICT
TABLE 2.1



2.2.2 National legal systems
National legal systems governing natural resource management are based on legislation and policy
statements that are administered through regulatory and judicial institutions. Adjudication and
arbitration are the main strategies for addressing conflicts, with decision-making vested in judges and
officials who possess the authority to impose a settlement on disputants.

Decisions are more likely to be based on national legal norms applied in a standardized or rigid
manner, with all-or-nothing outcomes. Thus, contesting parties often have very limited control over the
process and outcomes of conflict management. In addition, any control that they do have may be the
result of corruption, which undermines the integrity of the system. However, some national systems
take account of legal systems that are based on local custom, religion, ethnic group or other entities.
Although adjudication renders legally enforceable decisions, the enforcement itself still depends on the
legal authorities’ capacity to carry it out.

Such capacity is sometimes limited. In addition, the national legal systems of many countries have
problems with public accessibility and accountability, particularly for poor and socially marginalized groups.
All the same, legal recourse offers one of the most significant means of ensuring State accountability.
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Strengths Limitations

Use of official legal systems strengthens the rule of
State law, empowers civil society and fosters
environmental accountability.

Are officially established with supposedly well-
defined procedures.

Take national and international concerns and issues
into consideration.

Involve judicial and technical specialists in decision-
making.

Where there are extreme power imbalances among
the disputants, national legal systems may better
protect the rights of less powerful parties because
decisions are legally binding.

Decisions are impartial, based on the merits of the
case, and with all parties having equity before the
law.

Are often inaccessible to the poor, women,
marginalized groups and remote communities
because of cost, distance, language barriers, political
obstacles, illiteracy and discrimination.

May not consider indigenous knowledge, local
institutions and long-term community needs in
decision-making.

May involve judicial and technical specialists who
lack the expertise, skills and orientation required for
participatory natural resource management.

Use procedures that are generally adversarial and
produce win–lose outcomes.

Provide only limited participation in decision-making
for conflict parties.

It may become more difficult to reach impartial
decisions if there is a lack of judicial independence,
corruption among State agents, or an elite group that
dominates legal processes.

Use the highly specialized language of educated elite
groups, favouring business and government
disputants over ordinary people and communities.

STRENGTHS AND LIMITATIONS OF NATIONAL LEGAL SYSTEMS
TABLE 2.2



2.2.3 Alternative conflict management
In addition to customary and legal systems, there are also ACM methods. Collaborative conflict
management promotes joint decision-making and seeks voluntary agreement among disputants in
win–win solutions. It arose in part as a response to the purely power-based or purely judicial
regulation of conflicts, both of which produce winners and losers. Because collaborative conflict
management is based on voluntary agreements, enforcement depends solely on all parties’
willingness to comply with an agreement. Third parties may facilitate this process, but cannot force
anything on the disputants. Collaborative conflict management works best with conflict stakeholders
who are fairly equal in strength.
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Strengths Limitations

Can help overcome obstacles to participatory
conflict management that are inherent in legislative,
administrative, judicial and even customary
approaches.

Promote conflict management by building on shared
interests and finding points of agreement.

Involve processes that resemble those already
existing in most local conflict management systems,
including flexible, low-cost access.

Foster a sense of ownership in implementation of
the solution process.

Emphasize capacity building within communities so
that local people become more effective facilitators,
communicators, planners and managers of conflict.

Often fail to address structural inequalities, and 
may serve to perpetuate or exacerbate power
imbalances.

May encounter difficulties in getting all stakeholders
to the bargaining table.

May not be able to overcome power differentials
among stakeholders, so vulnerable groups such as
the poor, women and indigenous people remain
marginalized.

May result in decisions that are not legally binding.

May lead some practitioners to use methods
developed in other contexts and cultures without
adapting them to local contexts.

STRENGTHS AND LIMITATIONS OF ACM METHODS
TABLE 2.3



2.3 ALTERNATIVE CONFLICT MANAGEMENT METHODS:
NEGOTIATION AND MEDIATION TECHNIQUES

ACM seeks to build people’s capacity to talk with each other, to find a way forward in negotiations
and to reach agreement. It is important to recognize that differences exist in negotiation styles. They
are hard and soft negotiation styles, positional bargaining and consensual negotiations. This guide
focuses on collaboration, and advocates consensual or principled negotiations.1

2.3.1 Consensual negotiations
Consensual negotiations are based on stakeholders identifying their own needs and interests, and
thereby finding ways to promote mutual gains. This approach seeks high levels of collaboration, and
presumes that the parties have the necessary good will to communicate throughout the process.
Such good will is often developed through conciliation. Consensual negotiations are particularly
important when an aim is to strengthen long-term working relationships. They also produce
potentially more satisfying and enforceable settlements, because the disputants work out their own
resolutions.

Other types of negotiation include hard and soft negotiation styles. Hard-style negotiations often rely
on the use of more coercive strategies to encourage each side to make concessions and reach
agreement. They are particularly applicable when a conflicting party has taken up an extreme and
inflexible position. Hard-style negotiations tend to be antagonistic and adversarial. Outcomes tend to
be based on compromise (give-and-take: “I give up something and you give up something”), rather
than on mutually satisfying agreements.

Soft-style negotiations can go to the other extreme, with parties concentrating more or preserving
relationships than on furthering their own interests. Under these conditions, concessions might be
given too easily, leading to resentment or frustration later on. Difficult issues that may provoke
disagreements are often avoided. More powerful stakeholders may use soft-style negotiation to
increase rather than moderate their demands. Outcomes tend to be based on accommodation (“I will
let you have your way – this is more important [or less hurtful] to me, than continuing the dispute”).

Consensual negotiation offers an alternative to the “winner-takes-all” contests that usually occur in
adjudication and arbitration, which tend to be highly adversarial and non-consensual in manner. In
addition, the flexible and generally low-cost nature of ACM makes it possible to overcome the
barriers that often prevent the poor, women, marginalized groups and remote communities from
obtaining access to national legal systems.

The goal of consensus building is to generate agreements and outcomes that are acceptable to all
conflict parties with a minimum of compromise and trade-off. The aim is to achieve the best possible
agreement to resolve the factors that cause conflict. The best outcome is to achieve win–win
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1 Also known as “interest-based or principled negotiations”.



solutions from which all sides gain.This might not always be possible (Section 2.3.3). However, there
is still a whole range of possible positive outcomes of negotiations. As conflicts carry with them
strong emotions and a high degree of perception, rather than fact, consensus building seeks to
transform these perceptions by steering the conflict parties (Warner, 2001):

� away from negotiating their immediate demands, towards addressing the underlying interests and
needs that are the true motivators of behaviour;

� away from thinking about only one solution, towards considering the widest possible and most
creative range of options for meeting the underlying needs;

� away from personalized and often exaggerated demands, towards clarity and precision in
describing both the underlying needs and the range of proposed options;

� away from antagonism, towards the reconciliation of interests.

As such, consensual negotiations are not based on positions, but on interests and needs. Positions
imply concrete and explicit demands (what people say that they want), whereas interests are often
less clearly articulated (what people really need). Interests are more long-term and reflect the
broader hopes of a person or group, such as the desire to live peacefully, to have stable access to
livelihood resources or to have his/her identity recognized. Interests can focus on factual issues (e.g.
distribution of resources) and on relationship issues (trust and confidence).

Positional bargaining can be an impediment to consensus building. In a conflict situation, parties
tend to lock themselves in positions, which they have to defend and argue for. Conflict
stakeholders often exaggerate their differences by adopting positions that do not necessarily
correspond to their interests. They may think that taking a strong position will help them to give as
little as possible to the other party. Once the parties have identified themselves with their
positions, the arguments and offers of the other side will no longer be evaluated rationally. To “give
in” may appear equal to loosing face. Negotiations become a contest of wills in which each side
tries to win. During such positional bargaining processes, the parties view themselves as
adversaries; the goal is victory.

As a negotiation style, positional bargaining is usually applied when parties perceive that the
contested resources are limited and that a “distributive solution”, which allocates gains and losses
to each party, is the only possible outcome. It may also be adopted when a party places more
importance on achieving its own goals than on the continuance of good relationships with other
parties.

Reconciling interests rather than positions works for two reasons. First, every interest can usually be
satisfied by one of several possible positions. All too often people simply adopt the most obvious
position. Second, behind opposed positions lie many more shared and compatible interests than the
conflicting ones (Fisher, Ury and Patton, 1991: 43). This makes it easier to find common ground at
the level of interests, particularly regarding the longer-term interest that all the parties involved have
in achieving a cooperative relationship, which will ultimately be of benefit to all.

Box 2.4 summarizes four basic principles for consensual negotiations.
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In some conflict situations, for consensual negotiations to succeed, a third party (mediator) has to
intervene. Intervention means “to enter into an ongoing system of relationships, to come between or
among persons, groups, or objects for the purpose of helping them” (Moore, 2003). The assumption
behind a third party’s involvement is that a mediator will, to some extent, be able to:

� help the parties to examine their interests and needs;

� help them to negotiate an exchange of viewpoints;

� assist them in redefining their relationship in a way that is mutually satisfactory.

As consensus building is based on voluntary agreements, enforcement depends solely on the
willingness of all parties to comply with an agreement. A mediator has no power to force the parties
to resolve their differences or to make decisions for the parties. The mediator’s success therefore
depends on how far it is possible to overcome the tendency to view conflicts as interactions in which
one side wins and the other loses.

The challenge for the mediator is to make all the stakeholders recognize conflict as a shared
exercise in problem solving, with potential gains for all those involved.

Depending on the type of conflict and on social and cultural values, consensual negotiations can be
assisted by either of the following agents:

� An internal person, or insider: Most communities have people who act as mediators to help
resolve local conflicts. Such mediators are trusted and respected by the individuals and groups
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Separate the people from the problem: In every social conflict there is a factual level and a
relational level. Constructive conflict management is only possible if the relational level is
taken seriously and it is possible to express feelings, fears, desires, etc. However, this must
not be confused with the handling of factual issues. It is easier to work successfully on factual
issues when the people issues are treated separately from them. Ideally, people work side by
side to attack the problems rather than each other.

Concentrate on interests and not on positions: Participants in negotiations have different
perceptions, viewpoints, emotions, likes and dislikes. Taking positions makes things worse
because people tend to identify themselves with their positions. The object of negotiations is
to satisfy needs and interests.

Develop options that benefit both sides: Negotiation partners should take time to search for
a wide range of options before trying to come to an agreement.

Insist on using some objective criteria for evaluating the options: The agreement should
reflect fair standards that are shared by the parties.

FOUR BASIC POINTS OF CONSENSUAL NEGOTIATION
BOX 2.4



owing to their social status, experience or special knowledge. They can be part of the immediate
social network (e.g. a village leader or elder) or independent, such as a religious or political leader
who is traditionally asked to help mediate between two communities.

� An external person, or outsider: This is usually a person trained to provide impartial assistance to
conflicting parties in designing negotiation strategies. Acting as a mediator requires experience
and training in conflict management methods, and good communication skills.

Whether an internal or external mediator is the better choice depends on a number of factors,
including who the mediator is and his/her credibility, the level of the conflict, and the range and
number of stakeholders involved. On the one hand, external facilitation may be unavoidable when a
conflict involves stakeholders from widely differing circles, such as villagers, migrants, government
agencies, domestic and multinational businesses, politicians, international development agencies
and NGOs. On the other hand, in rural communities the availability and desirability of a truly neutral
outsider may be limited. Community forestry or fisheries activities are often carried out at remote
sites where it is difficult or impossible to find a trained outsider. More important, local people often
view outsiders with suspicion. They do not always understand that outside people take on this role
as part of their work and do not have hidden agendas.

2.3.2 Capacity building of local stakeholders 
In most places throughout the world, some capacity for formal or informal conflict management already
exists. Most communities have institutions and structures that help resolve local conflicts. These can
involve people who traditionally act as mediators (religious or political leaders), or arrangements that are
used locally to regulate access to and control over resources. However, many disputes remain
unresolved because the mechanisms in place to manage them are inadequate, or because the parties
in conflict do not have the skills needed to negotiate effectively.This is especially true of multistakeholder
conflicts and those where accessibility is an issue for politically or socially marginalized groups and
remote communities because of cost, distance or language barriers. Some form of capacity building for
local stakeholders will therefore be needed in most conflict management processes.

The principle of subsidiarity states that conflicts should always be managed at the lowest possible
level or closest to where they will have the most effect (locally, rather than regionally or nationally).
This makes it possible to avoid unnecessary external interference, which might undermine or rob the
existing structures and institutions of their functions.

Outsiders should not interfere unnecessarily in the affairs of local people if there are adequate
structures and institutions in place to deal with conflict. Over time, interference can cause the
breakdown of important institutions and structures in a society. Any intervention should therefore be
specifically focused, limited and temporary, and should aim to build on and strengthen local capacity
for conflict management.

Existing conflict management mechanisms and their capacity need to be assessed before any
intervention can take place (Section 4.4). Such an assessment should set out to ask whether the
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particular conflict concerned could better be managed through strengthening the capacity of existing
mechanisms or through finding alternative arrangements. In either case, external facilitation must be
oriented towards building on existing expertise and experience of conflict. The often informal and not
highly visible institutional mechanisms should not be overlooked.

Note: All formal capacity building should have been completed before consensual negotiations can begin.

T R A I N E R ’ S  N O T E : Capacity building is a key element of conflict management in general,
and consensual negotiations in particular. Consensual negotiations involve shared learning. The focus should
be on the affected parties themselves: in principle, they are capable of producing better settlements than
people outside the conflict are. This is because the conflict affects their lives and their futures. Furthermore,
an agreement reached by the disputants themselves is more likely to be adhered to than are solutions that
are outside their control.
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Empowerment within a conflict management process can be viewed as a continuum, as outlined in

the following stages:

Stage 1: A party is empowered by gaining new awareness and understanding of its possibilities to

arrive at a negotiated agreement.

Stage 2: A party is fully recognized by other parties in negotiation or mediation.

Stage 3: A party is enabled to use these new insights and skills in mediation and negotiation.

Stage 4: A party’s rights are fully recognized and reflected in the social and political structures and

processes.

Capacity building is the transfer of knowledge to individuals or groups to help enable them to
carry out certain activities. It includes awareness raising, training and other forms of human
resource development. Capacity building is a necessary but not a sufficient condition for
empowerment.

Empowerment occurs in the context of a specific social and political system. Empowerment
increases the relative power and ability of disadvantaged groups vis-à-vis more powerful
ones. Empowerment strategies must address the needs of the individuals and groups that
are to be empowered, as well as addressing the more powerful groups that dominate and
determine the “rules of the game”. Effective empowerment of vulnerable, disadvantaged
groups can occur only if two processes take place: capacity building of the disadvantaged,
and the reform of oppressive rules and practices.

Source: Bigdon and Korf, 2004.

CAPACITY BUILDING AND EMPOWERMENT
BOX 2.5



This guide provides the conceptual knowledge and related tools for ACM techniques that can
empower marginalized stakeholders up to stage 2. Empowerment up to stage 3 requires the training
of local stakeholders and communities. Stage 4 requires fundamental reforms that change the social,
legal and political structures (e.g. land reform, devolution of authority, improved governance, and
accountability of institutions and decision-makers).

The concepts and tools of ACM alone are not sufficient to bring about stages 3 and 4 of the
empowerment process. These stages may be part of a broader process of collaborative natural
resource management that involves a transformative approach to conflict management, as well as
long-term community development and empowerment strategies, with additional complementary
tools, instruments and broader concepts.

2.3.3 Limitations of consensual negotiations 
It is important to select a relevant strategy through which to address a particular conflict. No single
approach is effective in all cases. The circumstances of conflict, and therefore the obstacles to
agreement, vary from case to case. A conflict may involve many or few parties with differences in
power. The problem(s) may be more or less urgent, and the emotional involvement of stakeholders
will vary. The public interest may or may not be at stake, and the issues involved may be well or only
partially understood.

The successful application of consensual negotiation is limited by such factors as:

� the intractable nature of some environmental conflicts, when some stakeholders refuse to enter
into negotiations (e.g. Lewicki, Gray and Elliott, 2003);

� major differences in power among the stakeholders, which undermine the ability of less powerful
groups to reach a settlement that fully addresses their interests and needs;

� protracted, deep-rooted structural issues, which require legal, economic, political or social reforms
in order to address the conflict adequately.

Intractable nature of some conflicts: In some instances, conflicts cannot be resolved in win–win
ways. Resource availability may be limited, and increasing resource use by one party may mean less
resource availability for another. For instance, the same water cannot simultaneously be kept in a
stream to preserve in-stream flows, withdrawn for domestic use and impounded in a reservoir
(Burgess and Burgess, 1994).

It may be more difficult to resolve a conflict when the conflicting parties’ livelihoods depend on
gaining increasing access to resources, for example, because of population increase. However, even
though a resolution to the conflict may mean fewer resources being available to some parties, those
same parties may still benefit from the restoration of peaceful relations as a basis for economic
development.

Major power differences: Consensus building is based on the premise that power imbalances
among the different parties are not substantial enough to prevent a third party from bridging them
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through the negotiation process. However, in some natural resource conflicts, especially when they
involve outside stakeholders, there may be substantial power imbalances, for example, when a local
community negotiates with a multinational company.

Negotiation and mediation are not techniques for altering fundamental power relationships within a
society, no matter how desirable that might be (Burgess and Burgess, 1994). This is because
stakeholders are voluntarily involved in the process and agreement. Compliance with the agreement
is also voluntary. Parties are unlikely to agree voluntarily to negotiate or mediate if the settlement
offers them less than what they might have obtained by pursuing their interests in legal, political or
other arenas (for further discussion of the different sources of power see Section 5.5.2.).

Another difficulty with ACM when dealing with conflicts in which there are large power differences is
that the more powerful actors can take unilateral actions or force weaker parties to accept a decision.

If any of the parties believe that they can obtain a better deal through any alternative to the
settlement that has been negotiated, they are likely to try to do so. In some cases, ACM can help to
“convert” conflict parties, when participation in the process causes them to redefine their interests in
ways that are more favourable to a collaborative outcome (Burgess and Burgess, 1994).

Protracted or deep-rooted issues: When an individual or a group is denied the fundamental need
for identity, security, recognition or equal participation within the society, solutions often require
significant changes in the social, economic and/or political structures. The question then arises as to
how far ACM can lead to transforming unequal and unjust power relations and social structures.

Figure 2.3 shows the effectiveness of consensus-building approaches for different types of conflict.
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EFFECTIVENESS OF CONSENSUS-BUILDING APPROACHES FOR 
DIFFERENT TYPES OF CONFLICT

FIGURE 2.3

T R A I N E R ’ S  N O T E : ACM works best when addressing issues such as conflict demands or
unsustainable resource use. Interests are generally more negotiable than are basic needs such as identity,
security, recognition or equal participation within society. In reality, many conflict situations in which there
are major power differences or structural inequalities may require additional, complementary instruments to
bring about personal, political, legal and/or societal changes, for which ACM alone is not sufficient.

2.4 MEDIATION IN DIRECT AND NON-DIRECT DEALING CULTURES
Negotiation and mediation can be found in all cultures’ conflict management processes. However,
different cultures approach conflict and conflict management in different ways. For the purposes of
this guide, it is helpful to distinguish between what can be called direct dealing and non-direct
dealing styles of culture in the addressing of conflicts.

Although direct and non-direct dealing cultures are only two idealized categories, they may provide
some basic ideas of what a third party needs to consider when mediating in different cultural settings.
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STRUCTURAL INEQUALITIES

DIFFERENT VALUES

CONFLICTING DEMANDS

UNSUSTAINABLE RESOURCE USE

LESS EFFECTIVE

Source: Warner, 2001: 34
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� Members of direct dealing cultures value face-to-face interactions, accept conflict as normal, and
are generally not uncomfortable with directly confronting those with whom they disagree. They are
at ease with direct dialogue, debate and negotiations.

� Members of non-direct dealing cultures try to avoid overt conflict, strive to preserve face for
themselves and others, and use both informal and formal intermediaries extensively.

Direct and non-direct dealing cultures differ in some core assumptions about how to manage a
conflict. For example, non-direct dealers question the principle of keeping human relations (the
relational level) and problems (the factual level) separate, as is suggested by the concept of
consensual negotiations. Direct dealers presume that conflict is manageable and solutions can be
found for problems on the factual level, even when human relations are disturbed. This is based on
systems of values that make compliance reasonable: “Whenever the process is fair and the outcome
serves my interests, I will accept the arbitration on the factual level”. Non-direct dealers may not
negotiate primarily on the factual level. What counts for them are human relations. Conflict resolution
needs to ensure that human relations are restored and the “good name” of the conflict stakeholders
is preserved.

Is it possible to keep factual and relational levels separate, as proposed by ACM? In reality, issues
of dissent arise out of relations.The relational and factual levels are important to both direct and non-
direct dealers. However, there may be different suggestions of how to handle the two. For direct
dealers, it may appear desirable and reasonable to separate the factual and relational levels in order
to bring about a solution on the factual level. For non-direct dealers, shared interests may need to
be found more on the relational than the factual level.

Separating factual and relational levels can even be counterproductive, because in non-direct
dealing cultures the main potential for resolving conflict depends on close linkages between people
and problems. At least as much attention should be given to restoring relations and “keeping face”
as to solving problems. In addition, voicing grievances openly may lead to the escalation of conflict
rather than mutual understanding. Furthermore, trusted, socially legitimate leaders might be in a
better position to expose and emphasize shared values.

T R A I N E R ’ S  N O T E : Note that “direct” and “non-direct” dealing are idealized categories.
Many societies have elements of both. Over time, with social, political and economic change, perceptions and
practices regarding how to deal with conflict may also be altered. In addition, there may be considerable
differences among locations (urban, rural) and subcultures within one society.

Mediation and negotiation are common practices in both direct and non-direct dealing societies.
However, the role of the third party, the design of the conflict management process and the emphasis
on the factual or the relational level will differ.

In some non-direct dealing societies, when honour is at stake any concession may appear to be a
loss of self-respect or face. In such circumstances, face-to-face negotiations are often extremely
difficult, and the role of the third party is to separate the parties and work out an acceptable
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Direct dealing Non-direct dealing

1. Mediation is a formal process with specialist roles.
A clear, formal structure for discussing “hot”
issues provides security and stability, and
channels discussion towards constructive goals
and ends. Time and space (schedule and setting)
are clearly defined.

1. Mediation is a communal process that involves
trusted leadership. The normal structures for data
flow and conflict management are trusted
(contextualization). The pathways familiar to
participants, the time frame preferred by them, and
the settings of familiar social interaction are used.

2. Direct confrontation and communication are
desirable to both mediator and participants. The
mediator’s opening statement establishes “the
rules of speaking“ that will govern the session; the
ongoing mediation controls and directs
communication flow.

2. The indirect, triangular processes of a go-between
are more desirable to save face, reduce threat,
balance power differentials and equalize verbal or
argumentative abilities. So communication may
be through others; demands may be carried by
advocates; and agreements may be suggested by
multiple participants.

3. Time is linear (“one thing at a time“), controlled in
discrete sessions, and managed by a rapid
schedule of self-disclosure and statement of
demands and counterdemands.

3. Time is relational (multiple relationships and
issues are interwoven) (polychronic). Tasks and
schedules are secondary to relationships, so self-
disclosure follows social rituals, personal agendas
and communal concerns.

4. Process is structured, task-oriented and goal-
directed towards reaching agreement on issues.
The autonomy and individualism of disputants’
choices, goals and satisfactions are central.

4. Process is dynamic, rationally oriented and
directed towards resolving tension in networks
and the community. Disputants’ responsibility to
their wider context and the reconciliation of
injured parties are central.

5. The mediator is a technical specialist, with a
professional, anonymous and impersonal relationship
to the disputants. A written contract is facilitated,
and the mediator is out of their lives.

5. Mediators are recognized communal leaders or
trusted go-betweens from the social context. They
are personally embedded in the social networks
and remain in relationship with parties in the
conflict, both during and after the agreement.

Source: Adapted from Augsburger, 1992.

DIRECT AND NON-DIRECT DEALING IN CONFLICT MANAGEMENT
TABLE 2.4

arrangement that preserves honour. Third parties must be seen as neutral and of appropriate status,
so that the conflict parties can accept them as trusted leaders. Table 2.4 summarizes some of the
issues that need to be considered when dealing with direct or non-direct dealing societies.



In some conflicts, direct dealers and non-direct dealers may find it difficult to work together. Non-
direct dealers may feel that direct dealers lack subtlety and finesse and are rushing into matters that
should be explored slowly after basic, trustful relations are established. Direct dealers may perceive
non-direct dealers as being mysterious or not negotiating in good faith because they do not state
clearly what is important to them. A third party needs to take these different orientations into account
and provide space to address the different negotiation styles (Section 3.1.2).

SECTION SUMMARY 

Section 2 has introduced different conflict management strategies and approaches. There is no
perfect strategy and approach for managing conflict in collaborative natural resource management.
However, ACM was suggested as an appropriate approach in the context of collaborative natural
resource management, because it encourages consensus building among multiple stakeholders.
This can lead to mutually acceptable and therefore more sustainable outcomes. Section 3 details the
concept and outlines a ten-step process map for conflict management.

Conflict can have constructive and positive outcomes, depending on the way people handle
it. When local users collaboratively manage their natural resources, it is quite normal for some to
have different interests from others regarding how to use a resource. When these different interests
seem incompatible, a conflict occurs. Differences in interests and perspectives are a normal part of
social and political life.
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As conflict emerges, it can change significantly in form and intensity. It is important to
understand the stage of a conflict, whether it is latent or already manifest. Sometimes conflict needs
to be addressed before it has started to affect how people act or make decisions.

There are a number of procedural options for managing conflict. These range from avoidance
to violence. Whereas negotiation and mediation place responsibility for the outcome with the conflict
parties, arbitration and adjudication transfer responsibility to a third party, who makes the decision
for the conflict parties.

Conflict management is often attributed to specific social systems: customary systems for
managing conflict, national legal systems, and ACM. These systems may use different strategies
for managing and resolving conflict. Each has its own inherent strengths and limitations, and it is
essential to study carefully what each of the different options has to offer.

ACM is a consensus-based approach that encourages mutually acceptable solutions. The
conflict parties alone are responsible for the outcome, but a third party may assist them to reach a
positive outcome in a negotiation process. In order to arrive at a settlement that the stakeholders feel
is fair, and that is therefore likely to last, consensual negotiations depend on four basic principles:
treat people and problems separately; concentrate on interests and not positions; develop options
that benefit both sides; and use objective criteria for evaluating the options.

Conflict management processes can enhance the capacities of local stakeholders by giving
them new awareness and understanding of their goals, options and resources. Bringing about
structural empowerment in which disadvantaged and weaker social groups gain recognition of their
rights requires fundamental policy reforms. These can be identified and understood through ACM,
but solutions lie beyond what ACM alone can achieve.
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S E C T I O N 3

Process map for 
consensual negotiations

Section 3 explains the role of the third party in the process of consensual negotiations,
subdivided into ten steps.The four major milestones in the process are then explained in more
detail, the steps and activities outlined and good practices presented. The process map and
the ten steps are not a rigid blueprint. The actual process may not be linear, but iterative,
moving forwards and backwards. This requires flexible handling of the steps depending on
how the process develops.

This section illustrates the process for managing conflict. Its objectives are to:

� reflect on the role of a third party in conflict management;

� outline a simplified process model for ACM to provide guidance for anybody assuming the
role of a third party.

3.1 THE ROLE OF A THIRD PARTY IN CONSENSUAL NEGOTIATIONS 
Parties in dispute often need the support of a third party in facilitating the conflict management
process when they have become so caught up in their differences that they are no longer able to find
constructive ways forward (Ropers, 1995).

A third party is a person or group of people who assists individuals and groups to negotiate and
successfully reach agreement. The third party is generally referred to as the facilitator or mediator.
Facilitator is a more general term, which can be applied to anybody who guides group processes
(discussions, meetings, workshops). A mediator is specialized in conflict management processes,
and mediator is therefore the preferred term used in this manual.

In order to be effective at guiding negotiations, the conflict parties must be at the centre of the
mediator’s concerns. This requires attention to rapport and communications, as well as strong
“people skills”.



LEVELS OF FACILITATIONFIGURE 3.1

In addition, the process is the means – the vehicle – for addressing the content of the negotiation
and meeting the stakeholders’ objectives. Good relationships among the people and an effective,
acceptable process are both needed in order to deal with the content. In Figure 3.1, the process
surrounds the people.
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Content can be thought of as the “what” issues.

Process can be thought of as the “how” issues. The clearer the process becomes, the more
likely it is that the content will also become clear.

CONTENT AND PROCESS
BOX 3.1

CONTENT

PROCESS

PEOPLE

Figure 3.1 illustrates the different levels of facilitation/mediation: good relationships among the
people and an acceptable process are both needed in order to deal with the content (Section 3.3).



It is important that a mediator simply facilitates the process and does not attempt to direct the
parties, who must fashion and “own” the agreements that come out of the negotiation. Conflict
stakeholders should be responsible for their own interests, the resolution of the conflict, the solution
of the problem and the restoration of relationships.

To assist parties in the process, the mediator may take a variety of roles and functions. These vary
considerably, depending on the nature of the conflict and the approachability and nature of the
parties involved (Moore, 2003). These roles include:

� the opener of communication channels, who initiates communication if it breaks down or facilitates
better communication if the parties are already talking, including clarifying misunderstandings and
avoiding polarization and escalation;

� the legitimizer, who helps all parties to recognize that the rights of others are part of the negotiations;

� the process facilitator, who provides procedural assistance to communication, often including
formally chairing meetings. When providing procedural assistance, mediators do not involve
themselves in the actual issues (the things under dispute) and do not suggest solutions;

� the problem explorer, who enables people in dispute to examine a problem from a variety of
viewpoints;

� the agent of balance (or reality), who questions and challenges parties with extreme or unrealistic
goals, and through this helps build a reasonable, achievable agreement;

� the networker, who offers procedural assistance and links the conflict parties to outside experts
and resources (e.g. technical experts, lawyers, decision-makers) that may enable them to draw up
acceptable settlement options.

T R A I N E R ’ S  N O T E : The responsibility for both designing solutions and reaching
agreement remains with the stakeholders involved. A mediator manages the process, but is not involved in
the content of the negotiations.

3.1.1 The acceptable mediator 
To be acceptable to the negotiating parties, it is important that the mediator is perceived as neutral
and has no stake in the conflict. Acceptability does not necessarily mean that the parties welcome
the involvement of a mediator, but that they approve the mediator’s presence and are willing to
consider his/her suggestions on how to approach their differences and seek solutions.

Advantages of a mediator: An imbalance of power among stakeholders is one of the most common
reasons that unassisted groups fail to begin negotiation or to produce satisfactory results. Using a
third party or mediator can help to overcome such imbalances through unbiased, fair handling of the
negotiation processes. The role is similar to that of a referee who enforces the rules and ensures
fairness in a sports contest. It can provide confidence to weaker stakeholders. A third party is to
some extent able to alter power and social relationships by influencing the understanding or
behaviour of individual parties, through providing knowledge or information, or introducing a more
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effective negotiation process. These sometimes help to equalize power relationships (Susskind and
Cruikshank, 1987). However, the extent to which this is possible is the subject of much debate
(Sections 3.1.4 and 2.3).

Disadvantages of a mediator: Some groups feel that involving a third party makes the dispute too
public, and are hesitant about becoming involved. Powerful stakeholders, in particular, may also
strongly resist the intervention of a third party or mediator. Distrust among the parties may be so
great that anyone suggested by one party will be regarded by the others as biased. In such cases it
may be helpful to have someone whose formal or informal authority and character are unchallenged
by any of the parties.

3.1.2 “Insiders” and “outsiders” as mediators 
The role of the mediator depends on social-cultural values. In particular, it depends on whether the
culture in which the mediator is working tends more towards direct or non-direct dealing. The
mediator can be either of the following:

� A trusted leader (non-direct dealing) is likely to be a local. The ability to work with conflicting
parties in order effectively to support collaboration requires trust. For many, trust develops only
when there is a pre-existing relationship – kinship or family, and positive past interactions. The key
point is trust, not neutrality; trust that despite any personal relationship with any of the parties, the
mediator will strive to find a way forward that is in the interests of all the parties involved.

� A neutral process manager (direct dealing) is likely to be an outsider. Process managers are
trained to provide impartial assistance to conflicting parties in designing their negotiation strategy.
Acting as a mediator requires experience and training in conflict management methods, and good
communication skills.

Mediators in conflict management should always carefully examine local mediation practices, their
effectiveness and how they could be strengthened (Section 4.4). It is important to remember the
principle of subsidiarity (Section 2.3.2).

C H E C K P O I N T : In order to assist in negotiations, it helps if the mediator has experience of
general facilitation. Facilitation takes place in many different settings (meetings, workshops, etc.). 
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Impartiality refers to the absence of bias or preference in favour of one or more negotiating
parties, their interests or their options.

Neutrality means that a third party is not connected to and has not had a prior relationship
with any of the disputants.

IMPARTIALITY AND NEUTRALITY
BOX 3.2



3.1.3 Entering the conflict scene 
There are many ways in which a conflict mediator may assume his/her role in a specific conflict.
Mediators often enter the conflict scene as a result of:

� direct invitation by one or more of the conflict parties;

� referrals by secondary stakeholders;

� direct initiation by the mediator;

� appointment by a recognized authority, such as government officials or traditional authorities.

The initial authority and trust that a mediator experiences in the early relationship with the conflict
parties depends to a large degree on how the mediator manages his/her role in the first instance. A
mediator’s past interaction with a party can form the basis for trust or distrust. For example,
mediators who are introduced through secondary stakeholders, recognized authorities or their own
initiative may provoke substantial resistance from one or several of the conflict parties. There may
be suspicions as to why the mediator has assumed this role, what vested interests he/she may have,
and what relation he/she may have with the other conflict parties.

3.1.4 How far can a mediator level the playing field?
In order to achieve mutually satisfactory and acceptable decisions from negotiations, all parties must
have some means of influencing the others in negotiations.This is a prerequisite for a settlement that
recognizes mutual needs and interests. Unless a weaker party has some power or influence, its
needs and interests will be recognized only if the stronger party is acting unselfishly or has
understood that “for anyone to gain, everyone must gain”.
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� If the potential power and influence of each party are well developed, fairly balanced and
recognized by all parties, the mediator’s job will be to assist the parties to use their influence
effectively to arrive at mutually satisfactory results.

� If the power and influence of each side is not equal and one party has the ability to impose an
unsatisfactory solution on the others, an agreement will not hold over time or will result in renewed
conflict. In these cases, the mediator needs to decide whether and how to assist the weaker party
and moderate the influence of the stronger one.

If a mediator assists or empowers the weaker party or moderates the stronger one, the mediation role
shifts towards advocacy. In direct dealing societies, which emphasize the neutrality and impartiality of
the mediator, this advocacy role may undermine the acceptability of the mediator. The stronger party
may consider the mediator as partial or non-neutral. In non-direct dealing societies, which focus more
on the status of the mediator and the relationships involved, such an advocacy role may be more
acceptable, particularly if the mediator is a trusted leader with relevant social status and reputation.

Power inequalities are serious ethical challenges for mediators. Such inequalities commonly occur
when local community groups have to negotiate with powerful actors at the national or international
level, such as State agencies or multinational companies. There are no easy solutions to these
challenges. The fundamental issue for the weaker conflict party is whether it will be better off with a
negotiated agreement than without it. In cases where the power imbalance is extreme, negotiations
may not be possible if they harm the weaker party, make the conflict worse or make injustices more
pronounced. In these circumstances, the fundamental principles of collaborative management and
ACM are violated, and consensual negotiations cannot work.

3.1.5 Mediating in a team
It is difficult for one person to manage consensual negotiations because most natural resource
conflicts are complex and involve many stakeholders. In addition, some stakeholder groups may
consist of many individuals. In many cases, it will therefore be helpful to build a mediation team.
Mediating as a team eases some of the burden for the main mediator, but poses additional
requirements for managing roles and responsibilities within the team. These roles and
responsibilities need to be clearly defined and distributed before mediators enter a conflict setting.

A mediation team should include at least three members:

� a lead mediator, who guides and manages the process of communication and negotiations;

� an assisting mediator, who may step in when the lead mediator faces trouble;

� a note taker and observer, who document the process and observe the conflict dynamics in
meetings. Especially in larger meetings, the observer’s role may provide useful feedback when
tension occurs within subgroups of participants.

Working in a team requires careful preparation, clear delineation of tasks, and trust among team
members. Teams that show signs of internal tensions will almost certainly harm the process and
reduce the negotiating parties’ confidence in the role and professionalism of the mediation team.
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THE PROCESS MAPFIGURE 3.2
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3.2 THE TEN STEPS OF CONFLICT MANAGEMENT
ACM is a complex, iterative process that may suffer drawbacks or experience sudden moves forward.
The process can be subdivided into four major “milestones” and ten steps, each with its own specific
activities. In this guide, these steps form what is called the “process map”. The process map helps
mediators in ACM to keep on track and to move the process forward towards successful outcomes.

The process map outlines the important steps
in an ACM process. 

These ten steps can be subgrouped into four major
milestones (A-D). 

PROCESS MANAGEMENT

Fostering collaboration

“Do no harm”

Restoring relations

Managing information

Capacity building

STEP 10

Preparing 
exit

STEP 1

Preparing 
entry

STEP 2

Entering the 
conflict scene

STEP 3

Analysing
conflict

STEP 4
Broadening
stakeholder
engagement

STEP 9

Monitoring
agreement

STEP 8

Designing
agreement

STEP 7

Facilitating
negotiations

STEP 6

Preparing 
negotiations

STEP 5

Assessing
options

EXIT

MILESTONE D 
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3.2.1 Milestone A: Entry (Sections 4 and 5)
Before mediators become actively involved with the different conflict parties (stakeholders) in ACM,
they need to clarify their role as a third party. This includes a preliminary conflict analysis with
detailed clarification of what the conflict is about, and consultation with stakeholders.

Steps 1 to 3 are necessary to complete milestone A.

Step 1: Preparing entry. The mediators clarify their role and prepare the contacts with conflict
parties. They examine background information on the conflict, and develop the best strategy
for approaching the different parties to the conflict.

Step 2: Entering the conflict scene. This is the first direct contact that the mediators have with the
conflict parties. The mediators first meet the conflict parties separately and learn how they
frame the conflict. They then clarify their own role in moving the process forward, and secure
a commitment to start mediation.

Step 3: Analysing the conflict. The mediators clarify their assumptions about the conflict, and
analyse the different stakeholders’ positions. The mediators should continue only if: a) the
conflict analysis indicates that existing conflict management mechanisms are unlikely to
succeed; b) interest-based negotiations appear to be the best strategy under the given
circumstances; and c) their own intervention will do no harm.

Milestone A is achieved when a team of mediators decides consciously (via a deliberate decision
within the team) and transparently (via communication to the conflict parties) that interest-based
negotiations have a chance of working in this specific case of conflict.

3.2.2 Milestone B: Broadening stakeholder engagement (Section 6)
When the parties to the conflict have defined their roles and agreed to commission a third party, it is
the mediation team’s task to guide the different stakeholders’ self-reflection and self-discovery. This
includes making them aware of their long-term interests, the gains they could obtain from a
negotiated solution, and the possible alternatives to a negotiated solution. At the end of this process,
stakeholders should willingly agree to meet the other conflict parties for negotiations.



Steps 4 and 5 are necessary to complete milestone B.

Step 4: Broadening stakeholder engagement. In this process, the mediators gradually hand over
control and responsibility to the conflict stakeholders. Mediators help the stakeholders to
analyse the root causes of the conflict, the different stakeholders involved, and their own
positions, strengths, interests and needs.

Step 5: Assessing options. The mediators now help the different stakeholders to generate options
for resolving or managing the conflict. The merits of each option are assessed, and the
options are prioritized.

Milestone B is achieved when each of the different conflict parties (stakeholders) has clarified its
own interests, considered strategies about the options for managing or resolving the conflict, and
expressed willingness to negotiate with the other parties to achieve an agreement.

3.2.3 Milestone C: Negotiation (Section 7)
At this stage, the mediators bring the conflict stakeholders to the table to negotiate options and
possible modes of agreement, as well as the practical measures that could be adopted to implement
agreement. Agreements are negotiated on the assumption that they benefit all parties and focus on
the interests and underlying needs of the stakeholders.

Steps 6 to 8 are necessary to accomplish milestone C.

Step 6: Preparing negotiations. Negotiations need careful preparation. This includes preparing the
people involved, exploring strategies and planning the negotiation setting.
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In the negotiation process for conflicts with high tension, it may be most appropriate to
prepare the different conflict parties in separate sessions. The purpose of separate sessions
is to help stakeholders to clarify their positions, interests and options in a “safe” environment.
All the parties are brought to the negotiation table only after each is clear about its own
underlying interests, and all are ready, willing and interested in entering negotiations. This
procedure is called shuttle consultation (Box 4.2).

In some circumstances, conflict stakeholders can first be engaged at a joint meeting at which
all of them take part. This may be the best option, for example, when only a few stakeholders
are involved and the issue is relatively simple. However, such processes can easily get out of
control when social dynamics of which the mediators were not aware develop.

SEPARATE SESSIONS OR A JOINT MEETING?
BOX 3.3



Step 7: Facilitating negotiations. This is the most challenging part of the conflict management process,
as the parties seek to persuade each other to reach agreement. At this step, differences are
narrowed, often through the shifting of viewpoints from positions to interests and needs. While
there is a broad sequence that the negotiation process should follow, it is quite normal that
there are setbacks and deviations during this process. The negotiations are complete when
the conflict parties can agree on options for settling the conflict. These options are brought
together, in preparation for moving towards a single agreement that is acceptable to everyone.

Step 8: Designing agreement. Once the conflict parties have agreed on which options to consider,
they need to reach agreement on how these options will be implemented and how
implementation will be monitored. The mediators’ role in this process also has to be clarified.

Milestone C has been successfully completed when the negotiation parties have listened to and
considered each other’s concerns and interests, jointly developed a specific agreement to manage
the conflict, and jointly agreed how this shall be implemented and monitored.

3.2.4 Milestone D: Exit (Section 8)
After an agreement has been signed, conflicts may be settled, but not yet resolved. There may be
drawbacks when conflict parties do not comply with the agreement, or relations are not restored
adequately for collaboration. While a mediation team cannot solve all the problems in a community
at one time, it needs to ensure that the different conflict stakeholders are at least willing to comply
with the agreement and to act in a collaborative manner with each other.

Steps 9 and 10 are necessary for milestone D:

Step 9: Monitoring the agreement. The mediators may take various roles in the implementation
and monitoring process of agreements. These roles need to be clarified with the conflict
stakeholders.

Step 10: Preparing exit. The mediation team needs to develop a system for handing over responsibility
to implement and monitor the agreement to the stakeholders or a trusted local mediator.
The team may also develop strategies that build further the communities’ capacity to solve
future problems.These steps are not part of the core of ACM, but are becoming increasingly
important complementary elements in broader collaborative natural resource management
approaches.

Milestone D has been achieved when the mediator (or mediation team) can leave the area. This is
the case when the parties to the conflict have restored their relationships and are enabled and
willing to continue implementing the agreement. They may also have improved capacity to solve
future conflicts by themselves.
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3.3 PROCESS MANAGEMENT
As well as objective facts, conflicts also involve subjective perceptions and interpretations of those
facts. Conflict management is a complex process and mediators’ behaviour may give unclear signals
to the conflict parties. For example, some stakeholders may perceive the mediators as partial, taking
sides or giving one party more opportunities to talk. Mediators therefore need to reflect on their role
in the process and with regard to each of the different stakeholders.

Process management involves five main tasks:

� fostering collaboration;

� avoiding further escalation of tensions or conflicts: “do no harm”;

� opening space for restoring relations;

� managing information;

� building the capacity of weaker stakeholders to participate and of stronger stakeholders to
understand broader issues.

3.3.1 Fostering collaboration 
The voluntary participation of all key stakeholders is fundamental to a collaborative approach to
managing conflict. One group’s decision to negotiate is only effective if the other parties also feel that
it is in their best interest to do so. There can be many situations in which people choose not to
negotiate, such as when there are strong power differences among stakeholders, outstanding fears,
major difficulties in communication, or polarized positions of opposing parties. Fostering
collaboration is a fundamental task of the mediator in an ACM process. The following are the main
issues to consider when fostering collaboration:

� Broaden stakeholder involvement. There may be many stakeholders who are either affected by the
conflict or can influence it. Some of the less visible stakeholders are often overlooked in the initial
analysis, and need to be incorporated into the process whenever the need arises or is expressed
by a conflict party. If important stakeholders are excluded, they may undermine the implementation
of agreements later on, or feel that they have been pushed to one side and marginalized.

� Identify the widest range of possible stakeholder interests. ACM emphasizes the need to identify
and focus on stakeholders’ underlying long-term interests rather than on inflexible and extreme
positions. Identifying the widest range of needs and presenting constructive ways of meeting
these through negotiations can be a powerful incentive for engagement.

� Develop positive visions. The desire to reduce conflict and increase peace may in itself be a
central but overlooked interest. Stakeholders may be weary of the disruption of daily life that has
resulted from the dispute, and want to focus on other activities. Stakeholders may also want to
move forward when they consider the impacts of violence, the financial costs of conflict, and the
possible damage to their public image or legitimacy. Having confidence that this need will be met
can be very persuasive, particularly after a long-term conflict.
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� Level the playing field – build the power of less influential stakeholders. When there are minor
power differences among the conflict stakeholders, mediators must try to promote negotiations
that are fair and equitable for all concerned.

� Build legitimacy. Some parties may refuse to become involved in negotiations because they do
not recognize another party or its interests as legitimate. For example, an international
conservation organization may seem too remote from the conflict site, or migrants may not have
resided in an area long enough. Some groups may accuse others of being too narrow in their
interests and failing to consider broader needs or goals. Mediators need to encourage parties to
accept the legitimacy of each other’s issues, interests and emotions by changing their
perceptions about the other parties. This can be accomplished in several ways, depending on
what caused the problem with legitimacy. If the unacceptability of a party is due to misperception,
there may be ways of clarifying the situation and removing the barrier. If the difficulty to accept
the other party results from the procedure by which its representative was selected, that
procedure can be explained, or the mediator may assist the parties in developing a procedure
that is acceptable to all.

� Ensure that the negotiation process is fair. Some weaker stakeholders avoid engagement in
negotiations because they do not trust that the process will be fair. To make the process
transparent and open to public scrutiny, mediators can try to involve a trusted observer, obtain
agreement on the ground rules and revisit as necessary, or find a third party who is trusted.
Mediators can work with the conflict parties to increase confidence, understanding of the
negotiation process, awareness of alternatives and preferences, the skills to negotiate, and
access to sound information. This can lead to greater capacity and therefore a fair process.
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� Build ownership for the process. ACM is a shared learning process. Conflict stakeholders are the
people who know the conflict best, and it is from them that a settlement, solution and agreement
must arise. Only when stakeholders themselves decide on the way forward will they be willing to
sustain an agreement.

3.3.2 Avoiding further escalation of tensions or conflicts:
“doing no harm”

Mediators may act with the best of motives and intentions in order to help resolve the conflict. However,
there is always the risk of unintended side-effects. Mediators can influence the conflict situation and are
influenced by it, often without realizing it. Conflicting parties will carefully study any of the mediators’
actions for signs of favouritism towards one side or another. Perceptions, and not necessarily facts,
count: “Where you go for lunch will determine which party will perceive you as partial”.

A mediator may unintentionally help to:

� reinforce tensions;

� give legitimacy to people who can spoil the process;

� undermine peaceful values;

� promote intolerance;

� add to the influence of the more powerful.

Clearly, such actions undermine not only the negotiation process, but also the mediator’s credibility
and effectiveness. Mediators must therefore always be aware of the risks, reflect on their own impact,
and be prepared to change strategies if negative consequences arise.

Mediators must act and interact in ways that reflect and embody the values and ideals that they work
for. They must prove to the conflict parties that they are trustworthy. Conflict stakeholders need to
develop confidence in the mediator as a person, in the institution that the mediator represents and
in the conflict management process itself.

In order to build a positive interpersonal relationship with the parties, credibility, trust and legitimacy,
mediators should respect the following values and principles (Anderson and Olson, 2003):

� Personal honesty: Mediators should always make clear why they are there, what they have to
offer, and what they can and cannot do.

� Personal reliability: Mediators have to follow through on what they say. People know that the
mediator can be trusted.

� Respect for differences: Mediators need to show respect for differences, and must be willing to
work with people with widely divergent positions.

� Honouring local ownership: No one can make peace for anyone else. Mediators need to be
modest about their roles; they do not know what is best for others. Solutions have to come from
the conflict parties, and mediators can only support the processes.
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In every conflict situation, some people are more helpful than others. Despite the conflict, some
people maintain good relationships with people “on the other side”. These people are the
“connectors”. However, there are also people who could be referred to as “dividers” or “spoilers” –
they spread rumours about the other parties, increase tension, and reinforce existing divisions if
negative consequences arise.

Sound conflict analysis (Section 5) is an essential step for mediators to find out who are the dividers
and who the connectors. This is important information for the conflict management process because
connectors may serve as starting points for conflict management attempts, while dividers can spoil
any way forward in solving the conflict. Connectors can also be (Anderson, 1999):

� shared systems and institutions, such as markets where people meet and exchange information
and ideas, or infrastructure systems, such as water channels or electricity lines, on which all
depend and which are thus often jointly maintained;

� attitudes and actions that illustrate linkages across dividing lines, such as adoption of children across
family ties, marriages across divided groups, individuals showing respect for others across the divide;

� past or present common experiences that can be shared, such as a common history of colonialism;

� shared values and interests, such as shared religion or the value placed on children;

� shared symbols and occasions, such as monuments and national holidays.

Mediators need to be aware of these linkages across conflicting parties, and should make them
explicit by recognizing and reinforcing them. Good mediation tries to strengthen connectors and
promote capacities for peace by providing:

� space where people can engage with those on opposing sides in joint initiatives, explore common
values and interests, and encourage the hope for a shared future;

� voice for discussing and sharing common interests, as well as for initiating peaceful steps to
decrease tension and the escalation of violent conflicts;

� incentives to encourage exchanges and joint activities among stakeholders in development and
collaborative natural resource management.

Spoilers are actors who divide conflict parties. They may come from within local communities or they
may be external (secondary) stakeholders in the conflict. When dealing with spoilers, mediators can:

� try to isolate them from the majority of stakeholders who are willing to act constructively, and put
pressure on them to comply with an agreement. However, this may not be sustainable, because
spoilers may become more confident after the mediator leaves the scene;

� try to incorporate them actively in the process, making them responsible for agreements and thus
coopting them into the collaborative process. However, this may slow down or even spoil the whole
process;

� ask an influential, trusted leader to persuade or convince the spoiler that it is more acceptable to
comply with the conflict management process than to disrupt it.
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As this shows, there are no easy solutions for dealing with spoilers. It is important that mediators are

aware of the internal dynamics among the different actors in a conflict.

3.3.3 Opening space for restoring relations
One key to restoring relations is building trust. Trust in relations is built gradually over time through

a succession of promises and related, sincere actions. A mediator can encourage the conflict

parties to make certain moves that increase trust in each other (Moore, 2003). Relations can be

restored through:

� performing symbolic actions that demonstrate good faith in bargaining – for example providing for an

adversary’s physical comfort, meeting at a place or time that is convenient to the other party, etc.;

� making statements that are clear and do not contradict previous statements;

� avoiding promises that are unrealistic or unbelievable, and not making threats.

Mediators on their own can also make specific interventions that will build trust among parties.

Examples include creating situations in which the parties must perform a joint task, translating one

party’s perception into terms that are understandable to the others, identifying commonalities, or

rewarding parties for any signals of cooperation and trust. A mediator needs to keep in mind that

trust is also culturally defined. In some societies and cultures, verbal or written statements engender

trust, while in others certain rituals are expected.

In non-direct dealing cultures (Section 2.4), conflict management is a communal process. Dealing

with conflicts always has wider implications for kinship (and spiritual) relations. Community

stakeholders in the conflict do not deal with individuals, but with families, communal groups, etc.

Restoring relationships and pride is often as important as finding a solution to the actual problem. In

such settings, the following assumptions need to be re-examined:

� the principle that people and problems in conflicts should, as far as possible, be kept strictly apart

from one another;

� the emphasis on parties openly, but safely, disclosing emotions or exchanging their grievances;

� the stress on the participation of all those involved;

� the importance of controlled use of time;

� the emphasis on statements that are not confusing, but have single, clear meanings.

Keeping or restoring relationships might be the stakeholders’ main motivation for resolving the

conflict. At least as much attention should be given to restoring relations and keeping face as to

solving problems. In addition, voicing grievances openly may lead to conflict escalation rather than

mutual understanding.

S E C T I O N 3
Process map for consensual negotiations

75



3.3.4 Managing information
All conflict management processes. i.e. consensual negotiations, are based on information sharing
and learning. In the process of sharing information, a party seeks to alter the knowledge, attitudes,
preferences and strategies of its opponents.

The availability, management and acceptance of information are significant issues in negotiations.
Information plays a pivotal role in defining interests, clarifying shared goals and assessing the
feasibility of solutions. Throughout the negotiation process, there must always be space to check for
information needs.

Information should be presented in ways that illuminate how it relates to the interests of the parties,
and vice versa. At the same time, parties always want to present information in ways that make their
own case sympathetic and convincing. Stakeholders must agree on the relevance of their
information and decide what is an acceptable balance of information. The mediator can assist the
participants’ discussions by returning to participatory activities that classify information issues or
chart information needs (for example, by using root cause analysis). Other actions include:

� seeking outside/neutral technical expertise;

� making sure that all parties are involved in the identification of information needs;

� working towards active participation by all in the gathering and analysis of information;

� ensuring that information is presented clearly and is easily understood by all groups.

Table 3.1 identifies common problems related to information gathering and analysis, and suggests
possible solutions (FAO, 2003).
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Problem Possible solution

Information is incomplete, inaccurate or both,
making it unreliable and of little use.

It is impossible to achieve complete information, but
try to get enough valid, reliable, accurate and cross-
checked data.

There is too much information. Prioritize information needs, and concentrate on
information that meets the most important needs.

Information is too complicated and difficult to
understand.

Have a resource person interpret the information,
translating it into lay terms or the appropriate
language.

There are different or conflicting interpretations of
the same information.

Obtain other independent views or interpretations of
the information.

Different groups see their own information as being
the most accurate. E.g. professionals may have an
“elitist perspective”, where technical information
dominates over local or traditional knowledge
systems.

Acceptance of the opposing group’s information is
frequently an issue. The mediator should help the
group to see the strengths and weaknesses of all
systems of knowledge.

Information is purposely biased to cover hidden
agendas.

Transparency should be encouraged. The interests of
individual groups and the common goals should be
reviewed.

Costs of collecting the information needed are high
or unavailable (staffing, time, materials).

Brainstorm possible ways to meet these needs. If it
is impossible to obtain adequate information, ask the
parties to decide how they want to alter their
common goals or negotiations accordingly.

Source: Adapted from PEC, 1999.

SOME INFORMATION PROBLEMS AND POSSIBLE SOLUTIONS
TABLE 3.1



3.3.5 Building local capacity for conflict management 
As outlined in Section 2, mediators have to remember that some capacity for conflict management
will already be in place in most parts of the world. This can be of a formal or an informal type. Most
communities have existing institutions and structures that help resolve local conflicts. These can
involve people who act traditionally as mediators (religious or political leaders) or arrangements that
have been found to regulate local access to and control over resources. To avoid undermining the
existing local capacity for conflict management, any intervention should be specifically focused,
limited and temporary, and it should aim to build on and strengthen the local capacity that already
exists. It is therefore important to assess carefully the local capacity that has already been tried in
the past to resolve the conflict (sections 2.3 and 2.4).

In assessing the local capacity, it is useful to consider at which level the particular conflict can be
managed successfully. The level at which capacity should be strengthened depends on what the
conflict is about (issues) and who is involved (stakeholders).

� Capacity building on the local level may be targeted towards weaker parties who need to be
strengthened so that they can take effective part in negotiations. Certain community groups or
their representatives need to be trained in direct face-to-face consensual negotiations. This type
of capacity building is an integral part of participatory conflict analysis. It is first of all a process of
supported self-reflection for improved action. Local stakeholders will gain new awareness and
understanding of their goals (including underlying values, norms, fears), their options, their skills,
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Local knowledge plays a central role in influencing the way different groups engage in and
respond to conflict. Conflicts in natural resources link many stakeholders who often know
very little about each other. This lack of knowledge can pose a challenge. Not only can there
be significant value differences, but spoken language, communication style and assumptions
about conflict and resolution may also vary greatly. For example, indigenous communities
often place non-economic values on forests that are linked to traditional belief systems
involving religious rituals, sacred sites and historic hunting and collection areas. Government
officers or commercial interests may not appreciate the significance of these linkages to
ancestral lands. Their views on forests or trees may be shaped by quite different cultural
influences that stress economic values and goals.

CONSIDERING LOCAL KNOWLEDGE
BOX 3.4



their resources, and their decision-making capacity. They are then enabled to utilize these new
insights to engage productively in future negotiations and conflict management processes.

� Independent community leaders need to be trained in mediation and facilitation skills. In most
communities there are people who act as mediators to help resolve local conflicts. Such mediators
are trusted and respected by individuals and groups owing to their social status, experience or
special knowledge. They can be part of the immediate social network, such as a village leader or
elder, or independent, such as a religious or political leader who is asked to help mediate rights
between two communities.

The capacity of an entrusted, local leader to mediate negotiations needs to be carefully assessed.
Local leaders will seldom fulfil all the requirements for an ideal mediator, because of their established
relationships with the conflict parties, potential biases or preferences in favour of one or more
negotiating parties. However, local leaders will offer unique opportunities for building more
sustainable capacity. An outsider should be brought in to act as a mediator only if the use of local
leaders seems likely to fail.

� Staff of outside agencies with a mandate to mediate in conflict management processes should be
trained in strengthening institutional mechanisms. In many cases, local institutions are in crisis or
near collapse as a result of neglect, questions of legitimacy or adverse external interventions.
Conflict escalation may indicate that institutional mechanisms are in crisis. It is easy to overlook
informal institutional mechanisms, many of which are not highly visible.

SECTION SUMMARY

Section 3 has outlined the process map for ACM. This map consists of four major milestones and
ten specific steps. These steps are not a rigid blueprint, but provide guidance to mediators in conflict
management. In subsequent sections, the four milestones are defined in greater detail, and specific
activities, good practices and pitfalls are discussed.

A mediator is the process manager in ACM. Mediators in conflict management should try to
ensure that the conflict stakeholders assume responsibility for their own interests, for successful
management of the conflict and for seeking solutions to problems and restoring relationships. The
mediator provides procedural assistance to the communication process among the stakeholders.

The process map for ACM involves four milestones and ten steps. The process map helps
mediators in ACM to keep on track and to move the process forward towards agreement. As ACM is
a complex, iterative process, the process map is not a rigid blueprint, but needs flexible handling, as
well as backwards and forwards movement within the process according to the needs of the situation.

Mediators need to clarify their commissions and roles in the specific conflict setting. This
includes a preliminary conflict analysis, to make clear what the conflict is about, and consultation
with stakeholders.
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Mediators guide the different stakeholders in self-reflection and self-discovery. This includes
making them aware of their long-term interests, the gains they may obtain from a negotiated solution,
and the potential alternatives to a negotiated solution.

Mediators bring the conflict stakeholders to the table to negotiate options and possible
modes of conflict settlement through agreement. Agreements are negotiated on the assumption
that they bring benefit to all parties and focus on the interests and underlying needs of the
stakeholders.

Conflict management is a complex process and mediators’ behaviour may give unclear
signals to the conflict parties. Conflict mediators therefore need to monitor the process and their
own role within it. They need to foster collaboration, avoid doing harm and open up space for
restoring relations, manage information and build local capacity for conflict management.
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S E C T I O N 4

Entry

This section examines the steps involved in preparing and entering a conflict setting. It:

� outlines why preparing entry is so essential;

� examines the different activities involved in the entry process;

� explains the role of preliminary conflict analysis.

4.1 WHY CAREFUL ENTRY IS ESSENTIAL
In the entry process, mediators need to:

� clarify their commission (Section 3), role and function in relation to the conflict;

� seek readily available background information about the conflict from knowledgeable people,
written accounts and other sources;

� identify and start communication with the conflict stakeholders, consulting them separately and
listening to how they frame the conflict;

� develop a preliminary analysis of the conflict that guides the next steps;

� explore if and how to pursue the procedure.

The entry process involves three steps:

Step 1: Planning the entry;

Step 2: Entering the conflict setting;

Step 3: Preliminary conflict analysis.

Milestone A is achieved when the mediator has decided to become involved in the specific conflict
case, and when this decision has been communicated in a transparent manner to the disputants
and other concerned parties.
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4.2 STEP 1: PLANNING THE ENTRY
Several activities may need to be considered before entering the conflict setting for the first time.
These include:

� building a facilitation team where appropriate (Sections 3.1 and 4.2.1);

� clarifying the role and function of the mediator: who the mediator is, what his/her role is, and why
he/she is in that role;

� clarifying the commission for engaging in conflict management: who requested or sponsored the
mediator’s involvement;

� collecting relevant background information for a preliminary assessment of issues and
stakeholders in the conflict;

� preparing the logistics for entry to the site;

� planning facilitation strategies and activities in advance;

� self-analysis of the mediator: the goals he/she expects, the outcomes to aim for, and basic
premises about the conflict setting. Mediators must be ready to challenge their own assumptions
whenever new information or changes in the conflict suggest that it is important to do so.

4.2.1 Building a team 
In some situations, it might be more appropriate to have a team of mediators, e.g. in multisite
negotiations, in multilingual settings, or where certain technical expertise is required which one
person alone cannot provide. The following points should be taken into account when such a team
is being created:

� Team members should be appropriately trained or experienced in their assigned tasks. (If one
member is perceived as incompetent, the credibility and effectiveness of the whole team will be
undermined.)

� Possible language barriers need to be taken into account. If possible, at least one member of the
team should speak the local language. If this is not possible, a native speaker should be chosen
who is both technically competent in translating and seen as impartial. (Suspicions about the
quality or honesty of a translator can cause major problems.)

� The team as a whole, as well as its individual members, should establish and maintain a
professional, impartial approach.

� It may be a good idea to rotate tasks within the mediation team, especially of such tasks as
conciliation, mediation and finalization of agreements. Rotation can help to build up the skills of
junior members, while drawing on the experience of senior ones.

� A system should be developed to monitor the team as a way of enhancing its responsiveness and
the quality of its performance. For example, team members could discuss:

� how they will respond when there are disagreements about how to proceed;

� what to do when there are internal tensions in the team;



� how tensions can be detected;

� which signs they will use to inform other team members of tensions (particularly when the
tension occurs at a public meeting);

� what strategies to use to sort out problems in the team process.

4.2.2 Collecting background information
Background information is essential for helping to make decisions about whether and how to act as
a mediator. It helps inform the mediator about the nature of the conflict, its origins and development,
and any past attempts to resolve it. Information can be useful for exploring strategies for the next
steps in the conflict management process, for example whom to consult on the first visit. It can also
be referred to later in the process, as more data are gathered through direct observation or
interviews and a more accurate and complete picture of the conflict is produced.

Before going to the conflict site, mediators can research sources that provide information on the
region or community, including its environment, people, history, patterns of resource use, and conflict
trends. Important starting places are newspaper articles, the published and unpublished reports of
organizations or researchers working in the respective area, minutes of public meetings, and
audiovisual presentations (including radio or television reports). All such information should be
treated as potentially false, requiring verification from other sources and observations in the field.

Once in the field, a preliminary conflict assessment should be carried out to help place the dispute’s
dynamics and participants within the wider context of processes and trends related to the area’s
natural resource conflicts and their management. As noted in section 2.3.2, this assessment should
make use of local capacity for consensual negotiations, including existing cultures of conflict
management and local approaches to problem solving.
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4.2.3 Action planning 
Action plans lay out all the activities, the time frame for these activities, and the setting (where, how,

who, which tools?). In addition, the process needs to be designed carefully: Who will be contacted

first? What will be talked about? 

Mediation teams need to consider:

� logistical arrangements: transportation, accommodation, food, stationery supplies, etc.;

� working with the concerned parties to set an appropriate date/venue for meeting: mediators must

always remember that their task is to try to assist local people to manage the conflict. Therefore,

the setting, time and place of meetings needs to based as much as possible on the preferences

and needs of the various disputants, rather than on those of the mediation team;

� process design: welcome protocol (appropriate greeting ceremonies in traditional settings),

sequence of meetings with the different factions (who, when, where?);

� preparation of an agenda for the first meetings: what will be talked about, clarification of the

mediator’s role, the advantages of ACM, map of the conflict management process, space for

statements from the various factions and their perception of the conflict;

� exploration of strategies for contingency plans: what to do if something goes wrong in the first

meetings (e.g. the right people do not attend, stakeholders get upset, spoilers work against the

meeting, etc.); this makes it possible to respond flexibly to unforeseen events;

� constant reflection on their own assumptions: about the conflict, the stakeholders involved, and

the goal to be achieved. These should be discussed within the team, documented and revisited

after each field visit. Assumptions should be changed when new information suggests.
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Third parties often need to use a local contact person, or gatekeeper, to assist entry. For
example, a contact person may arrange the first meeting between mediators and the conflict
stakeholders. In some places, local administrative officers may assume – or seek to assume –
the role of contact person. In other cases it may be possible to choose from a range of
people, such as traditional mediators, leaders of local resource user groups, community-
based authorities such as kin group or neighbourhood leaders, extension workers or other
development agents. If a mediator selects a contact person who is perceived as partial, the
process may be obstructed, because the mediator too may then be perceived as partial.
Local authorities should be treated with appropriate respect and consideration, but local
government officials or village heads are not necessarily neutral and may well be
stakeholders in the conflict.

CONTACT PERSON(S)
BOX 4.1



4.3 STEP 2: ENTERING THE CONFLICT SETTING
Regardless of how mediators enter a dispute, they must accomplish certain specific tasks at the
beginning of a negotiation process. An external mediator first needs to establish rapport, trust and
relations with the conflict parties. All mediators, both internal and external, need to assess whether
intervention by a third party is at all likely to be successful. If so, they need to clarify the third party’s
role. The following three key aspects should be explored.

Are disputants ready to negotiate? Two factors influence readiness. The first of these is the actors’
motivation to reach an agreement, which depends on their estimation of the state of the conflict and
their perception of the costs and benefits of solution. Second is the actors’ level of optimism, which
is based on their skills, previous experiences and resources (Faure, 2003). If parties are ready to
negotiate, how strong is their motivation to do so? What incentives exist for conflict parties to engage
in consensual negotiations? How have the parties attempted to address the conflict in the past?
What options are currently open to the parties in managing or resolving the conflict?

How are any differences in power or strength among the concerned parties likely to affect their ability
to engage in consensual negotiations? Where there is extreme imbalance, it is the third party’s job
to ensure at least some procedural balance. In certain circumstances, it is also necessary to build
the capacity of the weaker party.

To what extent is it possible to facilitate direct communication, open exchange and processes of
understanding and problem solving among the conflicting parties? What tasks are appropriate for
the mediators? How can the process be conducted to ensure that the conflict parties assume
ownership, and the mediator is able to withdraw gradually? 

During entry, mediators will:

� establish primary contact by finding a neutral, trusted person and place for the first contact with
the issues. Entry through an intermediary should be considered if the mediator is not known
locally, or if there is suspicion and lack of confidence;

� clarify their role with regard to the conflict stakeholders by introducing themselves, while
respecting local protocol, clarifying their commissions, roles and tasks, and introducing the basic
ideas of ACM, which are:

� a collaborative approach to problem solving through mutual learning;

� seeking mutual gain as much as possible: win–win outcomes instead of arbitrating a winner and
a loser;

� overcoming or reducing conflict to improve people’s livelihoods;

� agreements that are voluntary and in the hands of the conflict stakeholders;

� the mediator’s responsibility for guiding stakeholders through the process. The mediator helps
ensure that all views and interests are considered and the negotiation process is as fair as
possible. The mediator is not responsible for the outcome. Successful conflict resolution
depends primarily on the parties themselves, and the best possible process will not guarantee
that people who do not want to agree can be made to do so;
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� build trust in themselves as people or a team, and build trust in the conflict management process:
mediators should explain enough about their role and the procedure. Conflict parties need to be
informed about the process in order to:

� minimize surprises that might result from misunderstandings;

� clarify the sequence of steps so that disputants know what to expect and what roles they will
be playing;

� gain feedback from the participants that reflects their reservations about the procedure.

Building personal and procedural credibility is an important way of creating willingness to try the
process among the stakeholders.

T R A I N E R ’ S  N O T E : Mediators must not raise expectations that they cannot meet later on.
The ACM process is designed to help participants learn how to solve their own problems. It will only be of
help to the parties if they are ready and willing to seek agreement jointly. It may help stakeholders to restore
their relationships, but it will not solve all the problems in a community, and will not guarantee in itself that
peace will remain in the community
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4.4 STEP 3: PRELIMINARY CONFLICT ASSESSMENT
A preliminary conflict analysis seeks to provide an initial understanding of a situation. This includes
finding out about local capacities to manage conflict and how they could be strengthened, including
past conflict management attempts and the reasons why they failed.The preliminary conflict analysis
helps to clarify assumptions and deepen insights regarding a conflict and the strategies for
addressing it. Its purpose is to decide the appropriate course of action and role for the mediators.

Mediators must have some idea about the boundaries of the conflict and the stakeholders involved
before they can make informed decisions about whether or not they have the capacity to become
usefully involved.

There are not usually enough time and resources to allow long, detailed investigations. Conflict
analysis need to be action-oriented, and it might be worth considering the principles of rapid rural
appraisals, which are:

� optimal ignorance: “knowing what is worth knowing”;

� appropriate precision: choosing standards of accuracy that might not be acceptable to academic
research, but that still allow responsible decision-making;

� iteration: advancing in cycles, as a continuous learning process;

� exploration: applying the serendipity principle of making fortunate and unexpected discoveries by
chance;

� eclecticism: choosing and accepting freely from various sources;

� triangulation: looking at things from different (at least three) points of view. This principle is
essential in considering team composition, units of observation, sources of information and
research methods;

� learning: rapid rural appraisal is a learning process, and not simply information collection. It involves
learning through interacting with people, and learning not only about people, but also with people.

As already noted, the conflict analysis starts before entry into the field with a review of written
sources (including unpublished reports), discussions with researchers and practitioners familiar with
the area, and examination of audiovisual accounts. When they enter the field, mediators should meet
the contact person and local authorities or dignitaries. Protocols can serve as another source of
information.

It is important to seek out as many local views as possible. These can be obtained through informal
interviews, group interviews (including structured focus groups) and meetings with key informants
(individuals who are highly knowledgeable about a topic). In any research, it is important to ascertain
that the individuals met really do represent stakeholder groups. As Chambers (1983) notes, in order
to avoid the biases of particular individuals or elite groups, it is necessary to seek out a range of
different people and views – official and non-official representatives, women and men, old and young
people, as well as the middle-aged, poor and prosperous people, etc. However, much can also be
learned simply through walks, observation, asking questions and, most important, listening.
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In the preliminary assessment, information should be collected on the following topics (see also
Goodhand, Vaux and Walker, 2002):

� The nature of the dispute and its underlying conflict: What resources are involved and where are
they located? When and how has the conflict manifested itself? What seems to have triggered the
conflict, and what appears to have caused it?

� The stakeholders or interest groups: Who first brought the conflict to the public’s attention? Which
people are involved, directly and indirectly? What are their interests? What are their relationships
with one another, and what is the past history of conflict? What capacities do the stakeholders
have to influence the conflict, either positively or negatively? What are their motivations for
continuing, managing or resolving the conflict? What norms, values or knowledge are the
contesting parties citing to support their claims?

� Conflict trends and local capacity to manage it: What have been the short- and long-term trends
regarding natural resource conflicts and their management? What capacity do the local people and
institutions involved in conflict management have for handling this conflict? Have there been any
past attempts to manage the conflict? What have these been like, and why have they not
succeeded? Do local institutions have the leadership, authority, resources or incentives to carry out
their nominal roles and duties? What are the overall trends in the community regarding conflicts
and their management? What are the risks if the current natural resource conflict continues?

The preliminary assessment can help improve the responsiveness and effectiveness of the
mediators by sharpening their understanding of the conflict through, for example, drawing their
attention to people, processes or events that have been overlooked. Such knowledge can help the
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mediators to serve in more appropriate roles. It might also indicate that existing roles should be
redefined. The assessment may, for example, suggest that local institutions have the capacity to
handle the conflict with little or no support from outside mediators. Alternatively, it may indicate that
the mediators ought to focus on a specific aspect, such as reconciling the parties, providing advice
on conflict management options or assisting local conflict managers to mediate the negotiations.

In addition, the assessment may indicate that the situation is too antagonistic or dangerous to risk
attempting consensual negotiations. For example, a growing number of automatic weapons in the
area may discourage participation, as people fear the escalation of violence 

T R A I N E R ’ S  N O T E : Section 5 explains how to conduct a conflict analysis and which tools
may be helpful. Annex 2 provides a simple, practical guide to each of the tools and describes how these can
be applied in the field.

On the basis of the preliminary conflict analysis, the mediator or mediation team can assess the
likelihood of negotiations succeeding by answering the questions from the following checklist:

� What are the root causes for the conflict, and are they negotiable?

� How are the identified causes/interconnections likely to manifest themselves in “frames” among
the disputants, and how are they likely to emerge as issues in the negotiation process?

� Have all conflict stakeholders indicated their willingness and ability to engage in negotiations?

� Does it appear that the services of a mediator are needed?

� Do all the primary conflict stakeholders accept the mediator’s role?

� Do all parties to the conflict have some power to influence negotiations? 

� Are parties assured of their basic needs (food, shelter, security)? 

� Do mediators have sufficient funds and other resources to sustain the process?

T R A I N E R ’ S  N O T E : Mediators need to take a conscious and transparent decision as to
whether or not to proceed and, if so, how. This decision has to be communicated and discussed with the
conflict stakeholders. 

As already noted, mediators can consider disengaging if they cannot find a convincing answer to
some of the above questions, or if their services are not needed to deal with the conflict. If the
process has no or very little chance of success, it is better not to start than to initiate a process half-
heartedly. Sometimes, the message that mediators are unwilling to continue the process can
increase the conflict stakeholders’ commitment and willingness, and move the process in a more
constructive direction. The mediators may then reconsider their commitment.

If the circumstances are not right for ACM, there is little to be gained from pushing the approach. On
the other hand, even when full resolution of the issues at stake is not possible, mediators may decide
to start a negotiation process that aims to minimize the destructive consequences associated with
many confrontations. It is particularly important that mediators take a deliberate decision that is
communicated to the parties in conflict.
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If the team has decided to move ahead with mediation, further steps include:

� determining the location of the first meeting, taking into account local needs and preferences in
terms of site, time, etc.,

� meeting with conflict parties separately, letting them frame the conflict and documenting their
views (shuttle consultation);

� explaining the potential role and mission of the mediators, and making clear that they are there to
examine whether or not and how they can make any sensible contribution;

� identifying possible contributions that mediators can make to resolving the conflict;

� building trust and relationships with the conflict stakeholders so that they gain confidence in the
mediators;

� identifying connectors (people who are helpful in conflict management) and dividers or spoilers
(people who provoke conflict escalation and/or might have an interest in perpetuation of the
conflict); it is crucial to note, however, that characterizing or stereotyping people too quickly is
dangerous, particularly when rapport has not yet been established; in addition, spoilers and
dividers may have good (or at least understandable) reasons for acting as they do – mediators
must remember to separate the people from the issues/interests;

� clarifying whether or not the mediators’ commission and task are accepted by the conflict
stakeholders; if not, the reasons should be clarified and possible steps to increase confidence in
the mediators’ role should be identified.
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At the end of the entry process, mediators have gathered sufficient information from the preliminary
conflict analysis (step 3) to advise about the most appropriate way to proceed in terms of conflict
management options.

In the early stages of the conflict management process, it is often most appropriate to consult
the different conflict parties in separate sessions, giving them the opportunity to express their
views of the conflict, and explaining to them the potential advantages of ACM and the role of
the mediator. This is best conducted in an environment that the conflict stakeholders trust.
This procedure is called shuttle consultation.

Facilitating shuttle consultations should provide space for the conflict stakeholders to talk and
express their grief, emotions, feelings and opinions. Mediators can support this process by:

� active listening: signalling their attention to the speaker, speaking less and listening more;

� mirroring back: rephrasing what they have understood in their own words;

� showing empathy: letting the speaker feel that the mediator is “putting his-/herself in the
shoes of the speaker”.

SHUTTLE CONSULTATION
BOX 4.2



SECTION SUMMARY

Section 4 has emphasized that entering a conflict setting needs careful preparation. Before
mediators become actively involved in ACM and start to involve the different conflict parties
(stakeholders), they need to clarify their own commission (who, what, how, why?) and role as
mediators in this setting. This includes a preliminary conflict analysis and detailed clarification of
what the conflict is about (Section 5). This is the basis for broader engagement of stakeholders
(Section 6), which leads to negotiations (Section 7).

Rushing into the field too fast and unprepared can cause more harm than good. Mediators
need to prepare their entry into the field carefully. As soon as mediators come into contact with
the conflict setting, they influence its internal dynamics and processes and are influenced by them.
Planning entry is important in order to avoid situations in which important issues are overlooked, the
wrong people are contacted, or the mediator’s reputation as a neutral person is spoiled.

In the entry process, mediators establish contact with the different conflict stakeholders,
clarify their own commission, role and tasks and provide space for the stakeholders to state
their cases. This process is important to establish rapport, mutual trust and relations with the
conflict parties. At this early stage of the conflict management process, it is most appropriate to
consult the different conflict parties separately in shuttle consultations.

The preliminary conflict analysis is an internal, strategic exercise and helps the mediators
clarify their assumptions and deepen their insights into the conflict’s causes, issues and
dynamics. The preliminary conflict analysis serves the following two purposes:

� It forms the basis for the team to decide consciously whether to engage or disengage in a
particular conflict. This decision needs to be communicated to the conflict stakeholders.

� It makes it possible to explore strategies about the way forward and to develop strategies for
working with each of the stakeholders.
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S E C T I O N 5

Analysing conflict

This section examines the main elements of conflict analysis. It sets out to identify:

� what conflict analysis is useful for;

� the questions that need to be asked in a conflict analysis;

� where and when analysis should occur in the conflict management process;

� who should carry it out;

� what tools can be used to support conflict analysis.

5.1 WHY CONFLICT ANALYSIS IS ESSENTIAL
The more mediators know and understand about the situations in which they are working, the less
likely they are to make mistakes, and the more likely to assist stakeholders effectively.

A conflict analysis helps to:

� clarify and prioritize the range of issues that need to be addressed;

� identify the impacts of conflict;

� identify the root causes and contributing factors of conflict in order to determine appropriate
responses;

� determine the stakeholders’ motivations and incentives through an understanding of their
interests, needs and views of the conflict;

� assess the nature of relationships among stakeholders, including their willingness and ability to
negotiate with each other;

� identify existing information about the conflict and what further information is needed;

� evaluate the capacity of existing conflict management institutions or practices to deal with the
conflict;

� build rapport and understanding among stakeholders, where possible;

� enhance the problem solving and analytical skills of local stakeholders in addressing current and
future conflicts (capacity building is an important part of participatory conflict analysis);



� increase understanding of the links between the broader social, political and economic context
and resource use conflicts.

Many methods and tools are available for analysing conflicts. No single set of procedures or
practices works for all situations. Rather than a blueprint, this section presents guiding principles for
what strategies and techniques are available, and what sort of information might be gathered.

5.1.1 Guiding principles 
�A conflict analysis must be based on a wide range of views about the sources of conflict. Conflicts

are about perceptions and the meanings that people attribute to events, policies and institutions.

�A conflict analysis helps stakeholders to reconsider their perspectives, which are often heavily
influenced by emotions, misunderstandings, assumptions, suspicions and mistrust. In conflict
situations, emotion can easily overwhelm logic and reason. It is therefore important to distinguish
opinion from fact. Balancing emotions and reason (Fisher and Brown, 1988: 43–63) is an
important aspect of conflict management, not because facts are more important than perceptions
or feelings, but because stakeholders deal with them in different ways.

This transformation of perspective is vital in creating space for collaboration in conflict management.
It is an integral step in moving away from rigid and inflexible positions towards exploring possible
shared interests.This is an important outcome of analysis, which is determining what paths are open
to negotiation and identifying common needs or goals that can be met through collaboration.

�Conflict analysis must examine the broader development context (social, economic, political) and
not just consider natural resource management concerns.

�Any conflict analysis is only preliminary and must be refined and studied carefully as the process
gets under way.

�Conflict analysis is not an end in itself. It is part of the process of defining and learning about the
issues (capacity building). For this learning process to happen, conflict analysis must be carried
out in a participatory manner. Through exchanges of information it becomes more likely that
people will focus on real problems in the negotiation process. However, people are likely to be
cautious about revealing some types of information.

� It is important to know what is worth knowing. The type and amount of information needed from
conflict analysis varies from case to case. While it is often assumed that more information is
better than less, not all information may be relevant, truthful or useful. In addition, perceived
information needs are likely to be constrained by limited time, resources or expertise. When
taking such limits into account, it is necessary to define what is meant by “sufficiently” detailed,
accurate and reliable information. Data collection or analysis that goes beyond this is not
necessary.

Box 5.1 summarizes the key questions that might be asked in conflict analysis.
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What is the conflict about?

A conflict is often more complex than it seems. How do the participants frame the conflict?
To what extent are their views alike, and how do they differ? How do others frame the conflict?
What seem to be the immediate or proximate factors behind the conflict? Are there deeper
livelihood, institutional, political or other structural factors behind the conflict? Trying to
manage a conflict as a single, isolated event may be of little use if it is intertwined with wider
problems or issues.

Who is involved in the conflict?

Effective consensus building depends on engaging all the stakeholder groups that are
relevant to a conflict. It is therefore important to identify stakeholders accurately. Are there any
groups who are not present but who have a direct or indirect role in the conflict, such as
administrators, resource users from neighbouring communities or migratory populations
(herders, farmers or labourers)?

What motivations or incentives exist for the parties to settle their conflict? 

Trying to get people to settle their conflict through ACM or other means may be difficult if the
parties do not feel or perceive a need to manage or resolve it. In addition, there may be
economic, political, cultural or other incentives that influence the parties’ willingness to
engage in conflict management. Equally important is to find out whether there are people
who would benefit from continuation of the conflict, or who would resist attempts to stop
conflict (do some people have an interest in perpetuating the conflict?).

What conflict management strategies have been tried in the past?

It is very important to consider what strategies have already been tried to resolve the conflict.
What were the results of these effort? What are the advantages or disadvantages or pursuing
the same strategy or strategies for the present conflict?

KEY QUESTIONS TO ASSIST CONFLICT ANALYSIS
BOX 5.1



5.2 CONFLICT ANALYSIS AS A PROCESS
Conflict analysis comes in at various stages during the ACM process. Key questions are always who
carries out the analysis, and for what purposes.

5.2.1 Milestone A: Entry
� Step 1 – planning the entry: The mediator team reviews the available secondary information and

develops first ideas and assumptions about the conflict setting. This analysis is important for
deciding whom to contact as a stakeholder during step 2 – the entry.

� Step 3 – preliminary conflict assessment: After initial contact with the stakeholders in the entry
phase (step 2) and after listening to their accounts and concerns, the mediators carry out a
strategic preliminary conflict assessment to decide whether or not to proceed in the conflict and
what steps to undertake next. If the mediators agree not to become involved, they may
recommend other courses of action to the contesting parties.

During the entry phase, the conflict analysis that is carried out as part of the preliminary conflict
assessment is a strategic instrument for the mediators to plan the way forward. It is carried out by
the mediators internally.
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5.2.2 Milestone B: Stakeholder engagement/participation
The conflict analysis during this step is different from the initial conflict assessment in that the
mediators help the stakeholders to conduct their own analysis. The mediators seek to support and
advance a process of self-examination and self-discovery among the conflict stakeholders. All
stakeholders must be able to follow the process, understand the results and know how those results
have been obtained. So the mediators’ main task is to explain and visualize each step of the process
and all interim results.

� Step 4 – deeper engagement, facilitating stakeholders’ analysis of the conflict.

The conflict stakeholders reflect on their positions, interests and needs in comparison with those of
other stakeholders. Depending on the circumstances, the mediators may conduct the conflict
analysis as a joint multistakeholder event. When there are severe tensions, it may be done
separately with the different stakeholder groups. However, at some point, the different stakeholders
need to share their analyses in order to promote better understanding of each other’s points of view.

The aim is for stakeholders to reach a common understanding of what the conflict is about, and what
its meanings and implications are for each party. For different stakeholders this may involve
broadening or narrowing the scope of issues to be negotiated.

Only when stakeholders fully understand the process will it enhance their capacity to solve their
problems in future. Partial analysis can have negative consequences because it may only confirm
preconceived assumptions, and hide as much as it reveals. On the other hand, too much concern to
“get the analysis right” may get in the way of action.

5.3 TOOLS IN CONFLICT ANALYSIS
Conflict can be analysed with the help of a number of simple, practical and adaptable tools. Annex
2 explains these tools in depth and gives clear advice on how to use them in the field.The application
of a tool is not an end in itself – tools are means or aids for carrying out conflict analysis. Tools are
also not rigid processes – they are to be adapted according to the specific situation and
requirements of the mediators.

When mediators carry out their preliminary conflict assessment (steps 1 to 3), tools:

� provide a “mental map” in the consultations with stakeholders (identifying the questions to ask and
the information to collect);

� help structure the conflict analysis;

� provide essential, cross-checking information, particularly when several tools are used for the
same purpose.

When mediators guide stakeholders to analyse their conflict (step 4), the tools have the additional
tasks of:
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� visualizing and helping to structure the discussion;

� enhancing shared understanding within a group of individuals;

� cross-checking information and encouraging the exchange of views;

� enabling a shared understanding between stakeholders and mediators, including understanding
of the conflict’s impacts and implications on the livelihoods and interests of the various parties.

This requires that the tools be applied with the stakeholders, as a facilitation aid and not as a mental
model in the head of the mediator alone (as is the case during the mediators’ preliminary conflict
assessment in steps 1 to 3).

However, there may be difficulties in applying tools in specific local settings. The following are some
of the difficulties that can arise:

� Cross-cultural differences: When there are substantial cultural differences among the
stakeholders, including language barriers, it may be difficult for them to express ideas, practices
and interests. For example, local resource users may understand the landscape or resource
management in very different terms from those understood by scientists or officials. In addition,
even when they speak the same language, outsiders often do not know enough about local
people, events or cultural meanings. At the same time, local people –  the insiders – may not be
aware of what the outsiders do not know.

� Reading and/or writing: Some tools require the ability to read or write and may need to be
adapted, or replaced by other tools. For example, visual or picture-based tools may need to be
used in communities where few people can read or write.

� Raising conflicts: When tensions among stakeholders are high, the use of tools in public may lead
to escalation of the conflict. In this case, it may be appropriate to postpone the use of tools in
public, or to separate the stakeholder groups and apply the tools with each group separately.

� Time, resource and expertise constraints: As already mentioned, there may be severe constraints
on the mediators’ and stakeholders’ ability to collect information. Some of the parties, including
government authorities, may be pressing for a quick resolution, or there may be insufficient
resources or expertise to collect information from distant or specialized sites, such as archives.
Again, mediators and stakeholders must reach a mutual understanding of what is meant by
sufficiently detailed, accurate and reliable information. The mediators need to resist pressure to
carry out the conflict analysis too quickly or too simply, but they must also be able to determine
when enough information has been obtained.

Table 5.1 lists some of the most useful conflict analysis tools.
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The tools in Table 5.1 are described in detail in the field guide to conflict analysis in Annex 2. Tools
1 to 5 are core tools, which are a fundamental part of detailed conflict analysis. Tool 6 is a
complementary tool, which is helpful, but does not necessarily have to be used in each conflict
analysis.
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Tool 
number

Tool Purpose

1 Root cause analysis To help stakeholders examine the origins and underlying
causes of conflict.

2 Issue analysis To examine the issues that contribute to conflict and the
specific issues that give rise to a specific conflict in more
detail, focusing on five categories:
1) problems with information;
2) conflicting interests; 
3) difficult relationships;
4) structural inequalities; 
5) conflicting values.

3 Stakeholder identification
and analysis 

To identify and assess the dependency and power of different
stakeholders in a conflict.

4 4Rs analysis (rights,
responsibilities, returns,
relationships)

To examine the rights, responsibilities and benefits of different
stakeholders in relation to natural resources, as part of
improving understanding of a conflict.

To examine the relationships among (or within) different
stakeholder groups.

5 Conflict time line To assist stakeholders in examining the history of a conflict and
to improve their understanding of the sequence of events that
led to the conflict.

6 Mapping conflict over
resource use

To show geographically where land or resource use conflicts
exist or may exist in the future.

To determine the primary issues of conflict.

CONFLICT ANALYSIS TOOLS (ANNEX 2)
TABLE 5.1



5.4 CONFLICT ISSUES AND ROOT CAUSE ANALYSIS
Analysis of the causes of conflict begins with identifying and describing the conflict, its boundaries

and interrelationships. These elements may include:

� the origins, levels and issues of conflict;

� the history and chronology of events;

� geographical and temporal relationships;

� interrelationships with other conflicts;

� earlier attempts to resolve the conflict;

� prioritizing of areas for action.

The individual elements of a conflict that should be explored depend on the context.

5.4.1 Exploring the origins of the conflict 
Before making any conclusions about what is happening at present, it is important to consider how

people interpret or frame a conflict’s history. Much can be learned on all sides about the different

interpretations of an event. Some degree of consensus may develop concerning certain events or

their importance, but a unanimously accepted version of events may never emerge.

Another aim in exploring the origins of a conflict is to analyse large, complex problems in terms of

smaller conflict causes. These individual pieces can then be examined in more detail, and may

indicate areas for action. The origins of the conflict may include a range of events, problems with

relationships, poor policy support, tenure and common property rights, unclear management

processes, clashes in values, etc.

The task of sorting out diverse interpretations of the origins of a conflict can be time-consuming and

challenging. People are likely to identify many causes and provide different interpretations about the

importance of each. In addition, the causes of conflicts about natural resources may be deeply

embedded in other aspects of social, economic, cultural and political life.

Exploring the root causes and differentiating them from the contributing factors is a crucial step

towards better understanding of the conflict. It also helps to clarify how to address the conflict most

effectively, and how to determine whether the mediator can make a meaningful contribution to its

management.

A major issue for mediators is their relationship to existing local conflict management processes.

Should a mediator work with formal or informal judicial and administrative personnel? Or should

he/she be largely independent? Of course, the answer depends on the situation, including the terms

under which the mediator has been asked to operate. As noted in Sections 2 and 4, the mediator

should gain an understanding of local conflict management processes, as well as the history of past

conflict management efforts, through preliminary assessment/analysis.
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For several reasons, these processes and efforts should be explored in more depth throughout the
conflict assessment. First, it is important to cross-check whether stakeholders feel that existing
institutions and processes may be able to accommodate their interests and needs. If this proves to
be the case, it may be worthwhile for the mediators to promote the use of local institutions and to
build the capacity of these as necessary. Where local institutions or personnel are lacking, the
mediator may be able to arrange training or other assistance that overcomes such limitations. Finally,
understanding what has and what has not worked in the past can help the mediator to learn from
past mistakes and avoid pitfalls and problems.
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Core tool 1: Root cause analysis
The root cause analysis helps to illuminate linkages among the different factors and causes
that have triggered the conflict. It helps build simple cause–effect chains, which show the
underlying dynamics of the conflict.

Core tool 2: Issue analysis
The issue analysis identifies and enumerates the core issues that contribute to a conflict, and
provides a checklist for mediators to consider five different categories of such issues.

Complementary tool 6: Mapping
Developing a conflict time line may help to clarify the sequence of events and understand the
different stages in a conflict’s history. Mapping is always useful for an improved
understanding of the spatial dimension and boundaries of a conflict.

5.4.2 Verifying perceptions, facts and information needs 
Effective facilitation allows people to make explicit their knowledge of events, their assumptions and

their suspicions about a conflict. Stakeholders rarely agree about a single framing of a conflict.

Instead, they tend to have numerous interpretations of the original causes and contributing factors

of conflict. Even within a single group, there can be different memories about facts, or the sequence

and significance of events.

This reinforces the need to obtain and understand the range of local viewpoints about a conflict. The

aim is to work through the different perspectives with all stakeholders, and eventually to identify:

� which facts are agreed to;

� which need to be investigated further;

� where more information is needed before decisions on actions can be made.



5.4.3 Identifying linkages 
Mapping the causes of conflict and their sequence can improve understanding of key links among
what may appear to be isolated events. What first seems to be a local dispute may be fuelled by
underlying inequalities or decisions made further away, without the knowledge of remote
communities. Government policies towards indigenous peoples, long-standing tensions between
customary and government tenure systems, national development goals and globalization may
appear irrelevant to day-to-day management in remote areas, but these factors are often shown to
have significant impact on local disputes.

Particularly for rural people, awareness of the linkages between the broader policy and legal setting
and their own livelihoods can be very enlightening and vital to their empowerment.

Getting the right balance between helping people to make these connections and not overwhelming
them can be a useful role for mediators. In this way, shared understanding and a common ground
for local disputants can be created.
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Complementary tool 5: Conflict time line

The conflict time line makes it possible to study the stages of a conflict, how specific events
occurred and, possibly, which actions by which stakeholders caused these events.

5.5 IDENTIFYING AND ANALYSING STAKEHOLDERS
As a conflict becomes more clearly defined, the range of stakeholders in that conflict also becomes
increasingly clear; as do the relationships of those stakeholders to the issues and to each other. In
a process directed at collaborative natural resource management, an analysis of stakeholders will
determine who should be involved in management of the conflict. Such an analysis should identify:

� who the stakeholders are;

� the extent to which each group of stakeholders is affected by the conflict;

� who is most affected and should be directly involved in managing the conflict;

� the relative power and influence of different groups regarding the issues, including any obstacles
to a particular group’s participation in conflict management processes;

� stakeholders’ interests and expectations;

� the possible different responses of the conflict stakeholders;

� the relationships among stakeholder groups;

� difficulties that stakeholders are likely to have in working together;

� each group’s potential contribution to managing the conflict;

� the extent to which individuals’ and groups’ interests overlap with each other.



5.5.1 Who are the stakeholders?
Stakeholders can be identified as those individuals or groups who are affected by the outcome of a
conflict, as well as those who influence that outcome. Stakeholders may share a collective identity
(such as neighbourhood ties, kinship or membership of resource user groups) or a common
characteristic (such as using the same resource or residing in the same general area).

Gaining recognition and agreement of which stakeholders are involved, and how legitimately they
are involved, is essential to conflict management. Different stakeholders often hold different views
about who has a legitimate stake, and whom it is most important to consider in managing a conflict.
Building communication and trust among groups is a challenge for collaborative approaches to
conflict management. It requires increased mutual recognition and respect for the interests, needs,
motivations and roles of all stakeholders.

T R A I N E R ’ S  N O T E : In classifying stakeholders, there is a risk that a group or subgroup
will be viewed as having a common identity. For example, using labels such as “women” or “community” may
hide the diverse and often contradictory interests within these groups. It is therefore often more useful and
accurate to identify stakeholders around an issue, problem or goal.
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5.5.2 Stakeholders and power 
Distinguishing the relative power that each group has to influence the direction or resolution of a conflict
is central to stakeholder analysis. Power can be defined as “the capacity to achieve outcomes”
(Ramirez, 1999). This includes the ability to make or prevent change. Power can be derived from many
sources. For example, a four-year-old child crying for a lollipop in a marketplace has neither control over
resources nor physical strength. Nevertheless, he/she has enormous power to influence his/her
parents’ decision-making.This power comes from the child’s ability to mobilize wider support for his/her
case. The “lollipop example” illustrates that power can be gained from relationships with others.

Power can be derived from many sources, such as:

� physical strength: endurance, capacity for violence;

� personal charm or charisma;

� emotional strength: courage, leadership, commitment, integrity;

� socio-economic and political strength: control of access to resources, tenure, rights, money,
material goods, socio-economic status, political institutions, human resources;

� cultural strength: norms and values that establish, justify or reinforce differential roles, rights and
responsibilities in society;

� control of information: technical, planning, economic, political;

� ability: capacity or skills;

� ability to coerce: threats, access to and use of media, family or political ties, mobilizing of direct action.

Reviewing marginal groups’ sources of influence may indicate new ways of strengthening a limited
but already existing power base. With whom are these marginal groups connected in the area and
in the wider society? When working with opposing and more dominant groups, it may be useful to
identify the limits of their power, or where their power becomes vulnerable. Actions to make power
more equitable can be considered, but mediators should not advocate for one of the parties. This
would risk losing the neutral status needed for mediation.

Collaboration operates on a model of power sharing. Stakeholders who have authorized each other
to reach a decision eventually make decisions together. This does not mean that stronger parties
must give up power, or that all resources are distributed equally. Underlying collaboration occurs
when stakeholders have approved each other’s legitimacy and power to define problems and
propose solutions (Gray, 1989).

Major inequities are a deterrent to collaboration. Powerful groups often act unilaterally and refuse to
negotiate or collaborate. They may also force weaker parties to “agree” to a decision. It is therefore
useful to find out how much power and influence each stakeholder has, what kind of power it is and
where it stems from.
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Core tool 3: Stakeholder identification and analysis
The stakeholder identification and analysis helps identify and assess the power and influence
of different stakeholders in a conflict.



5.5.3 Stakeholder relationships
Stakeholders have a number of different relationships that need to be considered in understanding
natural resource conflicts. These include:

� relationships to the resource base: rights, responsibilities and returns (or benefits) gained from the
resource;

� relationships with each other: individually, in partnerships or as part of larger alliances.

Stakeholder power and capacity are heavily influenced by both sets of relationships. Rights of
access and control, and the benefits gained from resources, often define stakeholders’ roles and
power in relation to management. Similarly, alliances with other groups, networks and collective
action can be important bargaining tools and means of reaching new and necessary institutional
arrangements (Ramirez, 1999).
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Core tool 4: 4Rs analysis (rights, responsibilities, returns and relationships)

The 4Rs analysis charts the rights, responsibilities and returns for all involved stakeholders
in relation to resource use. Relationships among stakeholders can also be mapped in order
to assess the degree to which they are positive or problematic. Positive interactions can
indicate opportunities for building support and alliances that are useful in conflict
management.

It can be very important to consider how these relationships have changed over time, and what is
desired for the future. For example, examining the past and present rights of local resource users
may show decreasing control over livelihoods that are based on natural resources. Similarly,
outlining the past and present rights, responsibilities and benefits regarding management shows the
causes of deteriorated relationships.



5.5.4 Considering gender 
Effective participatory natural resource management requires the equitable collaboration of men and
women. It is therefore crucial to consider gender and the issues that arise from the different roles,
responsibilities and relationships of women and men. Gender roles within a society affect equity,
wealth, power and well-being. Different roles for women and men affect who:

� has access to and uses a specific resource;

� has and controls traditional or other local knowledge;

� receives benefits from natural resources, management decisions, income generation projects and
training programmes;

� has authority and participates in decision-making;

� needs to be supported so that sustainable livelihoods can be improved for the whole of the
community.

The dimensions of gender inequality vary among households and cultural groups. The issue of
women’s land rights has received increased attention in recent years, and several countries have
implemented legislation establishing gender equality with respect to access to natural resources and
land. Related reforms in marriage and inheritance laws have been slower to implement, however,
and overall only limited gains for women have been achieved. In many areas, decision-making about
land and natural resources, including the management of conflicts, is still handled almost exclusively
by men.
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Conflicts within community-based natural resource management often arise from imbalances in
gender roles, relationships or processes. Rural women are usually at greater disadvantage than
men, as they commonly have:

� lower social, economic and legal status;

� less access to technical education and training, credit, markets and funding;

� no or very little input into planning and decision-making processes;

� no or limited tenure rights to land, trees, water and other forest products;

� proportionately fewer returns from natural resources.

Changing roles: Gender roles and relationships are dynamic and changing. Changes can occur
suddenly, in response to war, famine and natural catastrophe, or gradually over time. Change can be
perceived as an opportunity or a threat by both women and men, and can be a source of conflict
(Fisher et al., 2000). Conflicts can also arise from forceful actions that men and women take to
address imbalances in roles or processes that affect women’s lives. Such conflicts can be highly
visible, particularly when they involve different generations, for example, when educated youth
openly challenges traditional roles. Commonly, however, conflict remains latent as women examine
their responses to it, often using a range of indirect strategies. Although not always openly visible,
women’s difficulty in expressing their disagreement can steadily erode or undermine the
sustainability and effectiveness of natural resource management initiatives.

SECTION SUMMARY 

Section 5 has outlined the importance of conflict analysis and how it is carried out in different steps
of the process map. Conflict analysis is an important start to stakeholder engagement (Section 6).
For this to happen, the mediator needs to guide the different stakeholders in a process of self-
reflection and self-discovery. The mediator’s role is to help the stakeholders to conduct their own
analysis. Only when all stakeholders have understood the results and gained new insights can the
process lead to more engagement and, ultimately, to agreement.

Conflict analysis is an essential ingredient in many steps of the process map. During the entry
phase, conflict analysis is carried out internally by the mediators as a strategic instrument for
planning their way forward. During stakeholder engagement, it serves as a tool for enhancing conflict
stakeholders’ self-reflection and self-discovery.

Conflict analysis helps identify places for action. As the individual causes are better understood,
the stakeholders’ perceptions of events can be explored and further information needs identified.
Ultimately, parties to conflict can better identify which contributing causes are most significant, which
require immediate action, and which need to be addressed in the longer term.

Conflict analysis can be assisted by a number of simple, practical and adaptable tools and
techniques. Annex 2 explains these tools in depth, and gives clear advice on how to use them in
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the field. The tools are not rigid processes and can be adapted to the specific requirements of the
mediators.

Analysis of the causes of conflict begins with identifying and describing the conflict, its
boundaries and interrelationships. These elements may include the origins, levels and issues of
conflict, the history and chronology of events, geographical and time-related relationships,
interrelationships with other conflicts, and the prioritizing of areas for action.

Root cause analysis helps to explore the origins of a conflict and breaks down large,
complex problems into smaller causes of conflict. These individual pieces can then be examined
in more detail, and can suggest places for action.

Conflict analysis identifies and involves the stakeholders. Making clear which stakeholders are
affected by a conflict and which influence the outcome is essential. Another essential task in conflict
analysis is helping stakeholders to examine and understand their and others’ interests and
expectations, relative power and responses to conflict. This includes analysing their interactions and
relationships, and the ways in which they can work together to manage conflict.

Clarifying the different groups’ relative power to influence the direction or resolution of a
conflict is central to stakeholder analysis. Reviewing the sources of influence may indicate new
ways of strengthening a limited but already existing power base. At the same time, it may be useful to
identify the limits of power of opposing or dominant groups, or where their power becomes vulnerable.
This helps when considering actions that could make power relations more evenly balanced.

Effective community-based natural resource management cannot be realized without the
equitable collaboration of both men and women. The need to consider gender and issues that
arise from the different roles, responsibilities and relationships of women and men is crucial. Gender
roles within a society affect major issues of equity, wealth, power and well-being.
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S E C T I O N 6

Broadening stakeholder engagement 

This section examines how to engage stakeholders in analysing conflict and assessing the
options for managing it successfully. It explores:

� the different roles that various stakeholders may play in this process;

� tools with which mediators can support stakeholders’ analysis of conflict and assessment
of options.

6.1 WHY STAKEHOLDER ENGAGEMENT IS IMPORTANT
Negotiation and mediation are shared learning processes. Mediated processes that engage the
conflict stakeholders will encourage:

� a greater sense of ownership and agreement in the processes, which usually results in improved
effectiveness – positive outcomes are more likely to be achieved;

� improved efficiency – the energy, resources and activities that are put into the process are more
likely to result in good-quality outcomes when conflict stakeholders’ knowledge and skills are
engaged;

� greater equity, if all stakeholders’ needs and interests are considered;

� improved transparency and accountability, if conflict stakeholders have decision-making power
over their own lives and futures;

� improved sustainability and impact – an agreement is more likely to be adhered to when those
involved are themselves responsible for it.

The mediators’ role is to guide the different stakeholders in self-reflection and self-discovery. This
process has started in the participatory conflict analysis. It continues by making conflict stakeholders
aware of their long-term interests, the gains they get from a negotiated solution, and what the
alternatives to a negotiated solution may be. Mediators need to support conflict stakeholders in
identifying and focusing on underlying interests rather than fixed positions. Identifying the widest
range of needs and how negotiations can meet these is often a powerful incentive for engagement.



Broadening stakeholder engagement involves two steps:

Step 4: deeper engagement – stakeholders analyse the conflict;

Step 5: generating and assessing options.

Milestone B is achieved when the different conflict parties (stakeholders) have each clarified their
own interests, explored strategies for managing the conflict and expressed their willingness to
negotiate with the other parties to achieve agreement.

6.2 STEP 4: DEEPER ENGAGEMENT – STAKEHOLDERS 
ANALYSE THE CONFLICT

The preliminary conflict assessment (step 3, Section 4.4) and the conflict analysis (Section 5) help
to determine which individuals and groups need to be involved directly in actions to manage the
conflict, and whether and how to proceed with negotiations. Initial stakeholder analysis often results
in a long list of stakeholders who are to some degree affected or influenced by the outcome of a
conflict. Deciding on the final list of stakeholders can take time. Sometimes practical constraints
mean that the list has to be cut to include only essential stakeholders.

In other situations, a wider involvement is necessary in order to obtain enough information on and
understanding of the causes and perceptions of the conflict. In the end, it is important to be clear
about who agreed the list of stakeholders, when, and for what reasons it was kept short or long. The
list of individuals and groups who are regarded as stakeholders should be reviewed frequently.
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There are always challenges in deciding the appropriate balance and selection of stakeholders. A
main area for discussion and likely argument is selection of the key or primary stakeholders. To a
large degree, the criteria for this selection depend on the goals and desired outcomes of the conflict
management process:

� Primary stakeholders are those who are most affected or influential. They usually have the
greatest dependency on the resource in question and/or are the most affected by the outcome of
the conflict (conflicts affect their basic livelihoods).

� Secondary stakeholders are those who are more indirectly or less affected by the outcome of the
conflict. For example, the conflict does not affect their basic livelihoods, but they may influence or
be influenced by the conflict management process.

When deciding whether a particular group is a primary or a secondary stakeholder, it is usually
necessary to consider the alternative options that would be available to that group if its interests in
the outcome are not met.

T R A I N E R ’ S  N O T E : In order to obtain collaboration and effective management, groups
with a great deal of power and authority to influence the outcome must be included as primary stakeholders.
Without their involvement, such stakeholders are unlikely to accept solutions or support implementation.

Secondary stakeholders may have important functions in the process of stakeholder engagement
(Box 6.1).
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Secondary stakeholders may play key roles in managing conflict by:

� information gathering and analysis – providing technical support, obtaining or advising on
information, participating in the search for views on possible solutions, or increasing the
acceptability of various outcomes;

� advocacy – working alongside weaker parties to build a transparent process, or helping the
wider political arena to work towards greater equity;

� intermediating – acting as mediators between other conflicting groups;

� monitoring and enforcement – ensuring compliance with agreements by helping to enforce
any that are broken.

Secondary stakeholders can be effectively involved without including them directly in formal
negotiations. For example, they can take part in focus group meetings, advisory or working
groups, surveys or interviews, and community meetings.

ROLES AND FUNCTIONS OF SECONDARY STAKEHOLDERS
BOX 6.1



6.2.1 Facilitating stakeholders’ analysis of the conflict
Clarifying the issues and differentiating between underlying causes and contributing factors help
increase understanding of the conflict’s full complexity. Without such understanding it is difficult, if not
impossible, to select appropriate strategies to manage conflict. The underlying issues in most
conflicts relate to interests, ideology, relationships, information and structural inequalities. Sorting out
the various causes of a conflict helps stakeholders to determine appropriate responses.

Mediators guide stakeholders through the following steps in conflict analysis:

� Clarification of issues: What happened, where, when, who did it, how and what are the
consequences? (Core tool 1: Issue analysis).

� Root cause analysis: Breaking down the complexity of conflict into simple cause–effect chains.
This helps sort out which are the less and which the more important causes of the conflict, and
identifies the key problems that need to be addressed (Core tool 2: Root cause analysis).

� Stakeholder analysis: Identification of the stakeholders involved in the conflict, their relative power
and their relations with each other (Core tool 3: Stakeholder identification and analysis).

� 4Rs analysis: Exploration and analysis of the rights, responsibilities and benefits that conflict
stakeholders obtain from the resources at stake, and understanding of the relationships among
them (Core tool 4: 4Rs analysis).

� Conflict layer model: Identification of differences in positions, interests and needs, and exploration
of similarities in these among different stakeholders (Core tool 5: Conflict layer model [“conflict
onion”]).

T R A I N E R ’ S  N O T E : These conflict analysis tools are briefly explained in Section 5.
Detailed descriptions of each tool are provided in Annex 2.

In conflict settings where tensions are high, it may be most appropriate to engage the different
stakeholder groups in conflict analysis at separate sessions. This can help them to clarify their
positions, interests and options in a neutral setting. In some circumstances, conflict stakeholders
may also be engaged in a joint meeting at which all take part. This can be considered only if the
issues are not very complex and emotions are not likely to escalate.

6.2.2 Facilitating stakeholders’ analysis of interests 
Parties engage in conflict management because of underlying interests that they want to have
addressed and satisfied. Parties rarely identify their interests clearly or directly, perhaps because
they (Moore, 2003):

� do not know what their genuine interests are;

� believe that they gain more from a settlement when their goals are unknown by other parties;

� have adopted such strong positions that the interests themselves have become obscured and are
equated with the positions.
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It is essential that the parties in dispute understand their own and each other’s interests so that they
can reach more productive and satisfying outcomes. The investigation of interests is facilitated by a
party’s belief in the following:

� All parties have interests and needs that are important and valid to them.

� A solution to the problem should meet the maximum number of interests of the maximum number
of parties possible.

� There is always more than one acceptable solution to a problem.

� Any conflict involves compatible interests, as well as conflicting ones.

The conflict layer model (or “conflict onion”, Figure 6.1) helps the parties involved in conflict to
examine their own positions, interests and needs and to gain a better understanding of the interests
and needs of the other side(s). The conflict layer model consists of concentric circles showing the
needs, interests and objectives or positions of the various parties to the conflict, broken down into
different categories – positions, interests and needs.

The outer layer of the onion can be thought of as the public positions of the various opposing
groups – what they say and do. The second layer is their interests – what they want to achieve from
a particular situation. At the core are the most underlying motivations – the needs, which must be
satisfied. While interests can often be negotiated, basic needs, such as recognition, are usually
non-negotiable.

T R A I N E R ’ S  N O T E : Mediators need to help stakeholders to become aware of the
distinction between positions and interests:

� Positions are what people say they want in a conflict. 

� Interests refer to what people really want, and what motivates them.

Interests are more long-term, and reflect the broader hopes of a person or group. Some interests
may be central to all parties, and these may have been overlooked. Such shared interests could
include reducing conflict, increasing peace and restoring healthy relationships. Stakeholders may be
tired of the dispute disrupting their daily life, and may want to move forward.The mediator can remind
stakeholders about the impacts of violence, the costs of conflict and, possibly, the damage to their
public image or legitimacy. Confidence that their interests can be met is often very persuasive to
conflict stakeholders, particularly after a protracted conflict.

The positions taken by the indigenous forest users and the forest conservation union in the “conflict
onion” (Figure 6.1) seem quite incompatible; there does not seem to be much room for negotiation.
The demand to return the forest reserve to customary tenure is counterbalanced by a demand to
prohibit indigenous people’s use of the reserve.

However, when the situation is considered from the viewpoint of interests it looks different. Reduced-
impact logging or the desire to base management on scientifically sound principles could be
compatible with involving communities in management decisions and improving sources of local
income.
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THE “CONFLICT ONION”: DISTINGUISHING INTERESTS AND POSITIONSFIGURE 6.1
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Source: Adapted from Fisher et al., 2000
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IMPROVING OPPORTUNITIES FOR COLLABORATION:
MOVING FROM POSITIONS TO INTERESTS

FIGURE 6.2
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Source: Adapted from Grzybowski and Morris, 1998.
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Focusing on inflexible, immediate and often deeply held positions reduces creativity and restricts the
exploration of possible solutions to conflict. Interests are frequently many and varied. Some are
contradicting or competing, while others (Figure 6.2) are likely to be overlapping, compatible and
shared by all the groups. When conflict stakeholders have identified mutual interests from which all
can benefit, they have reached a point from which the actual conflict management process can start.

In addition to identifying and separating their positions from their interests and needs, stakeholders
also need to consider the likely interests and needs of other groups. To go one step further, moving
from rivalry to collaboration, they need to understand:

� how these interrelate or are interdependent;

� that there is more to gain from collaborating than from competing.

T R A I N E R ’ S  N O T E : Reconciling interests rather than positions works for two reasons.
First, for every interest there are usually several possible positions that could satisfy it. All too often people
simply adopt the most obvious position. Second, underneath people’s positions there are often many more
shared and compatible interests than there are opposing ones.



Once the mediator and the conflict stakeholders have identified the interests of all the parties, they

will meet one or more situations. Interests may be:

� mutually exclusive, in that satisfaction of one party’s interests may make satisfaction of another’s

impossible;

� mixed, in that the parties have some compatible and some competing interests;

� compatible, in that the parties have similar and non-exclusive needs.

Conflict parties’ willingness to identify and explore interests jointly does not mean that they have to

agree with each other’s interests. There is an important difference between acceptance and

agreement. Acceptance implies a willingness to receive – understanding and acknowledging that

someone thinks and feels a certain way about something (or someone), and being willing to be

informed about those thoughts and feelings. Agreement means thinking and feeling the same way

about a thing or person; being in the same mind as the other party.
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There are many different ways in which mediators can help parties in conflict to understand
each other’s interests better. Mediators’ main tasks are to ask additional questions and clarify
the given answers. They then need to ensure that the answers are clear and understood by
all parties. They therefore often need to reframe or summarize the answers given by the
parties.

Direct questioning: Investigate the parties’ underlying interests by asking: “Why is this
important for you?”. Keep asking “why” repeatedly until the list of interests comprehensively
covers both needs and fears. Conversely, ask the question “Why not?”. What reasons does
one group have for not meeting the demands or interests of the other(s)? To encourage
mutual understanding, mediators can also ask disputants to articulate or speculate what they
perceive to be the interests of others.

Reframing: Broadly, this means encouraging people to shift their assumptions and other
perceptions about a conflict. Reframing is especially necessary when aggressive or insulting
statements are made. The mediator tries to reframe the statement in a different way so that
it can be more easily addressed by the parties. When reframing, mediators need to state the
problem clearly and in a manner that neither favours or blames one party.

Summarizing: This is recommended in situations where a person has spoken for a very long
time using vague, unclear language, or when it is otherwise obvious that other parties have
not understood what the person was saying. The mediator summarizes the main points of the
statement and asks the speaker for confirmation that this has been done to his/her
satisfaction.

PROCEDURES FOR DISCOVERING INTERESTS
BOX 6.2



At this stage, acceptance is important; one of the mediator’s important tasks is to make sure that
conflict parties mutually accept each other’s interests without necessarily agreeing with them.

Sometimes the conflict management process becomes stuck because the parties have not found a
mutually acceptable statement that makes it clear what the conflict is about. Mutual acceptance is
blocked by the negative, hostile way in which stakeholders present their interests. It is then the task
of the mediator to assist the parties in reframing their interests, moving them away from unhelpful
statements towards those that can lead to successful problem solving (Moore, 2003). Alternatively,
mediators may reframe the parties’ interests themselves.

The key to reframing is to clarify and uncover the meaning, needs, interests or concerns presented
in one view/description of the conflict, and present them in a new way that is more acceptable to all
the parties. This often involves reducing the strong emotions in a message. For example: “You must
be completely selfish and merciless to propose a solution that only benefits your own family.
Because of your non-cooperative behaviour the entire community is suffering” could be reframed as:
“You may want to consider looking for a solution that considers the interests of your own family and
also the interests of other community members”.

6.3 STEP 5: GENERATING AND ASSESSING SETTLEMENT OPTIONS

6.3.1 Identifying options for settling the conflict
Options must satisfy parties’ interests if they are to be considered as acceptable solutions to the
conflict. Mediators help stakeholders to identify options for moving ahead with the conflict and
possibly settling it. These options are identified after the stakeholders have analysed the conflict
causes and clarified their own positions, interests and needs. Stakeholders may often find it difficult
to think about the options, because the conflict appears complex and may have been latent for a long
time. In such cases, mediators need to assist the conflict parties in:

� breaking down the problem into components and ranking these in terms of significance; it is also
useful to distinguish which issues are immediate, and require urgent action, and which are
underlying, and present obstacles to lasting peace; underlying issues sometimes need to be
addressed over a longer time period;

� creating a vision of how a workable solution or relationship that would meet their own and others’
interests might affect them in the long term.

Brainstorming is a powerful tool to identify options for conflict settlement (Box 6.3). The key rule in
brainstorming is that any idea generated by anybody is worthwhile and should be listed. In
brainstorming, generating ideas is strictly separated from evaluating them. The objective is to be
creative, to move beyond usual patterns of thinking, and to widen the options, even if they seem
strange at first. These options can be prioritized and reduced through other tools later.
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6.3.2 Assessing options: best alternative to 
a negotiated agreement (BATNA)

At this stage, the parties’ central task is to assess how well their interests will be satisfied by any one
option or combination of options. The options are not assessed until the brainstorming has been
exhausted and participants cannot suggest any more. The mediator’s task is then to help the parties
evaluate the options and determine the costs and benefits of accepting or rejecting them.

The purpose of negotiating is to produce a better result than would have been obtained without
negotiation. An outcome that has been achieved without negotiation, or after negotiation has failed,
is called the best alternative to a negotiated agreement (BATNA).

The BATNA is the standard against which every result should be measured. If parties in conflict do
not know what the BATNA is, they might be either too optimistic and reject agreements that it would
be in their interest to accept, or too pessimistic and accept agreements that are unfavourable and
worse than what could have been achieved without agreement.

Developing a BATNA involves:

� listing down all the possible alternatives that could be pursued if no agreement is reached;

� considering the practical implications of the more promising alternatives;

� selecting the alternative that seems to be the most satisfactory BATNA.

It is also a good idea for each party to consider other parties’ BATNAs in order to learn as much as
possible about their power in the negotiation, relative to its own.

The questions about the BATNA help people to consider what would be a less than favourable outcome
and where they can strengthen their power to achieve their interests. In calculating an outcome, it is
useful to imagine and anticipate what other groups are going to do. What are the other stakeholders’
options and motivations? This affects each stakeholder’s estimate of its desired outcomes. It also
emphasizes the need to analyse and understand the conflict from the perspective of all stakeholders.

Brainstorming is a tool to generate multiple ideas, usually in a short period of time. It allows
a number of possible choices to emerge. Unexpected solutions can be proposed that might
not have been considered, and yet may have a key part to play in building a solution.
Brainstorming works with the following rules:

� Any idea is better than none.

� Be creative and imaginative.

� Be forward thinking.

� Do not make critical comments or evaluate ideas.

BRAINSTORMING GUIDELINES
BOX 6.3



T R A I N E R ’ S  N O T E : A BATNA is an assessment of options for settling the conflict. It
provides the necessary confidence for a stakeholder to enter negotiations with other stakeholders, because
it clarifies the boundaries of possible options that the stakeholder is willing to consider in the negotiations.

When it has a BATNA, a party entering a conflict management forum will have far greater confidence
in its discussions. It will have clearly identified what issues are negotiable, what power it has to
achieve its interests, and what alternative course of action it can take if the discussions are not
successful (Fisher and Ury, 1981). Some people working in conflict management claim that a party
should never enter a negotiation without knowing what its alternatives to negotiation are.
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Review the conflict:

� What are the central issues in this conflict?

� Who is involved?

� What kind of outcome do I hope to achieve?

� Which actions would best help me reach that objective?

� What would be:

� the best outcome?

� the minimal outcome?

� the worst outcome?

Assess the alternatives:

� Are there any issues that I am unwilling to negotiate?

� What alternatives do I have for satisfying my interests if we do not reach an agreement?

� What would be the best alternative?

Strengthen the BATNA:

� What can I do to achieve my interests? 

� Are there additional resources that may be required? 

� Will I need extra time or financial support? 

Consider the other parties’ BATNAs:

� What do I think their key interests might be? 

� What might they do if we do not reach an agreement? 

BATNA GUIDELINES
BOX 6.4



SECTION SUMMARY

Section 6 has explained how mediators can bring stakeholders into the conflict management
process by engaging them in the conflict analysis and assessing the options for conflict
management. Only when stakeholders are “in the driver’s seat” is there a reasonable likelihood that
they will comply with an agreement for which they are themselves responsible. Engaging
stakeholders in the early analysis helps to prepare them for negotiations with other stakeholders.

The role of mediators is to guide the different stakeholders in self-reflection and self-
discovery. This includes helping the conflict stakeholders to become aware of their long-term
interests, the benefits for them of a negotiated solution and what the potential alternatives to a
negotiated solution might be. Mediators need to support conflict stakeholders in identifying and
focusing on underlying interests, rather than on inflexible and strong positions.

Conflict analysis helps stakeholders shift their focus from individual positions to potentially
shared interests. Moving opposing parties from deeply held, fixed positions towards common
interests is a fundamental aspect of collaborative approaches. Most conflicts have underlying issues
that relate to interests, ideology, relationships, information and structural inequalities.

Rather than conflicting positions, a key problem in conflict management is the conflict
among needs, desires, fears and concerns. Understanding the differences between positions and
interests can lay the groundwork for more effective negotiations. To establish collaboration among
opposing stakeholders, the mediator helps them to understand how they interrelate or are
interdependent, and that they have more to gain from collaborating than from competing.

Mediators help stakeholders identify options for going ahead with the conflict management
process. These options are identified after the stakeholders have analysed the conflict causes, and
clarified their own positions, interests and needs.

The BATNA helps individual stakeholders to set and assess realistic targets for their
negotiation. The BATNA is the result that could be achieved without negotiation. It is the standard
against which every outcome of negotiations should be measured.
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S E C T I O N 7

Negotiations and building agreements 

This section examines how to assist stakeholders in the negotiation process. Its objectives are to:

� discuss how important it is to prepare carefully for negotiations in order to foster the sincere
commitment of conflict stakeholders;

� provide a guide through the negotiation process, up to the final agreement.

It is important to remember, that this section presents an idealized version of a negotiation
process. A particular negotiation will unfold in ways that depend on the unique circumstances.
As a mediator, it is important to be prepared with the necessary knowledge and skills to assist
the negotiating parties.

7.1 WHY NEGOTIATIONS AND AGREEMENTS ARE IMPORTANT
The voluntary participation of all key stakeholders is fundamental to a collaborative approach to
managing conflict. One group’s decision to negotiate is only effective if the other parties also feel that
it is in their best interest to do so. There can be many reasons why people are reluctant to negotiate,
even when they are generally willing to find a joint solution. Examples include outstanding fears,
major difficulties in communication, and fixed perceptions about opposing parties.

Mediators need to be aware that pursuing negotiations does not necessarily imply that a party
sincerely wants to reach negotiated solutions. Parties often engage in superficial negotiations for
their own hidden purposes, such as leading other parties to believe that something is happening,
when actually it is not, or holding out for time.

Negotiations of any form are not a mechanical process. Nor are they necessarily easy. Tension,
frustration and emotion will probably arise, no matter how carefully or early mediators prepare.
People may enter the process slowly and fearfully. There may be uncertainty, distrust or anger
towards other parties, and this may only become clear when groups meet face to face. One of the
mediator’s major tasks is to help build trust among the parties and to promote mutual learning that
helps overcome strong emotions.



Those who are politically marginalized and highly dependent on the resource base may feel exposed
and that they are taking a great risk. The negotiations may show both their hopes and their fears in
protecting their families, friends, livelihoods and culture. While some people may be genuinely willing
and committed, others may be putting on an act, deceiving or testing relationships. Members of a
group may start to feel suspicious of their representative in the negotiation process, and fear that
he/she will end up taking “the other side” while their own interests suffer. This may change the whole
process, causing some people to reconsider their commitment or react negatively. The outcomes for
some groups are often significant, with high risks and potential benefits from the process.
Understanding these realities is essential. Mediators supporting the process must understand how
sensitive and serious these negotiations are for the groups involved.

Mediators must also remember that the people participating in negotiations are usually not the only
ones involved in making the final decision. Conflict parties usually represent and are responsible to
wider groups of people (family, social group, community), which are their constituencies.

These constituencies must have sufficient opportunity to contribute to negotiations, and need to be
kept informed about the changes or options developed during negotiations. They must also be
informed about the possible solutions or agreements that come up in the negotiation process. The
final proposed agreement that reaches them should not be a surprise to them.
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The negotiation process involves three steps:

Step 6: Preparing negotiations;

Step 7: Facilitating negotiations;

Step 8: Designing agreement.

Milestone C has been successfully completed when the negotiation parties have listened to and
considered each other’s concerns and interests, jointly developed agreements on how to manage
the conflict, and agreed on how these will be implemented and monitored.

7.2 STEP 6: PREPARING NEGOTIATIONS
Negotiations need careful preparations from all sides. The various negotiation parties and the

mediator must:

� inform people about the negotiation process: mediators need to inform stakeholders about the

negotiation procedures, build participants’ ownership, and keep their expectations realistic;

� help choose the right place and time for negotiations: mediators need to underline considerations

(including through asking key questions) about the setting, time, place, etc.

7.2.1 Informing people about the negotiation process
Mediators need to let stakeholders know what is likely to happen during the negotiation process. A

good start is for the mediator to develop the negotiation agenda jointly with the stakeholders, or at

least to make sure that it is accepted by all.

Helping people to become owners of the process: Facilitated negotiation or mediation needs to be

designed in ways that:

� build participants’ ownership of the process and their trust that it will work;

� are sensitive to culture, gender, power and other relevant social dimensions.This requires working

hard to overcome the bias that such power differences bring.

Informing participants of the range of options: The mediator has to make all the parties understand

that the best solution may not yet have been found. Parties often enter negotiations in the belief that

they have already selected the best solution while they were brainstorming settlement options. They

now expect merely to have to persuade – or force – the other parties into agreement. The mediator’s

task is to remind all parties to focus on their underlying interests rather than their positions. It may

help to remind them gently to take each other’s needs and interests into consideration.

The mediator needs to help people question the assumptions that underlie the way they frame the

conflict. Examining the conflict from many points of view, by looking at the perspectives and

motivations of the other sides, helps the stakeholders to reframe it (change their perspectives).
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Keeping expectations realistic: The mediator also has to help the conflict parties understand that
negotiations are an open-ended process: consensus building and reaching agreement take time. If
the conflict involves only a single issue or two parties, solution may require only a few hours in a
single meeting. More complex issues involving many stakeholders may require a series of meetings,
and it may take many months to address all the issues. If complex differences in values, relationships
or underlying interests are involved, collecting the relevant information or reaching consensus may
need more time and be less predictable.

Building legitimacy: Some groups may be unwilling to enter negotiations because they do not accept
that the other stakeholders have legitimate interests. There are many ways of questioning a group’s
legitimacy. One group may claim that an opposing group is not a key stakeholder. For example, an
international conservation organization may be said to be too remote from the conflict site, or
migrants may not have resided in an area long enough. Some groups may accuse others of being
too narrow in their interests, and of failing to consider broader nation-building needs or goals. A
particular group may be seen as representing only a small minority of interests.

Actions that address the question of legitimacy include:

� sharing information widely, explaining why a group’s interests are legitimate;

� gathering recognition and support (possibly through petitions or surveys) that indicate a broad
base of support;

� seeking other influential and reliable individuals or organizations to speak on behalf of a group.

Building trust: Negotiation requires that information be exchanged in order to meet the interests of
all parties. People tend to disclose information about themselves only when they are sure that the
recipient of that information is not going to use it against them.

7.2.2 Choosing the right place and time for negotiations
The mediator may want to involve the conflict parties in decisions regarding where and when to
meet. The environment chosen for negotiations may significantly affect the way in which conflict
parties feel and communicate. Generally, it should be a neutral place where no party has strong
emotional ties or control, and where everybody feels comfortable.

A mediator who is an outsider might want to find out beforehand what would be the best seating
arrangements to promote consensual negotiations among the particular parties involved. Seating
should normally emphasize the equality of all participants. For example, seats should be the same
size and design, no-one should be in stronger light or heat (or further from the door or window) than
others, and disputants should not be seated opposite each other.

Time limitations that may affect when the meetings are held should also be considered. These
include farming or harvesting schedules, and religious or other holidays. Scheduling is very
important when different resource users are trying to make use of the same area, such as when
fishers, pastoralists, foragers and farmers are contending use of a wetland. Deadlines that set when
an agreement must be reached need to be respected. Some political and administrative deadlines
incur negative consequences if they are not met.
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Box 7.1 summarizes important issues to consider when preparing a negotiation process.

S E C T I O N 7
Negotiations and building agreements

125

Conflict analysis
� What is the conflict?

� How long has it been going on?

� How have the stakeholders tried to address it in the past (if at all)?

Stakeholder set-up
� Who has a stake or interest in this conflict? 

� To what extent do these individuals form coherent stakeholder or interest groups?

� How will the stakeholders be represented? 

� Are any of the stakeholders that should be included not represented? (If so, how should
they be integrated into the negotiations?) 

� How far can people travel? (At what cost?) Is there a need to organize transport?

� How much time do people have to attend meetings?

Setting, venue
� Is an appropriate meeting place available?

� Are there any time limitations that may affect when the meetings are held (for example,
farming or harvesting schedules, religious or other holidays, political or official deadlines)?

� Will private meetings, task committees, field trips and/or community meetings be needed? 

Process management
� How do the different stakeholders want to present their differences? 

� What can be done to support people with lower literacy levels or people who are poor and
disadvantaged?

� What materials (if any) does the mediator require?

� Will people need time between meetings to debrief the other members of their groups?

Team management
� Distribution of tasks – who does what activities at which particular time (logistics, welcome etc.)?

� Role sharing in the mediation team – who is responsible for which tasks (lead mediator,
note taker, observer, etc.)? (Section 3.1)

Cultural provisions and protocol
� What is the appropriate protocol to start the negotiation? In traditional settings, it is

important to consider cultural procedures and the appropriate protocol.

� Are there any cultural rules that need to be observed (e.g. in Ghana, chiefs do not eat in public)?

� How can stakeholders’ commitment be strengthened (e.g. through guests of honour,
motivators, support to secondary stakeholders)?

USEFUL QUESTIONS FOR PREPARING A NEGOTIATION PROCESS 
BOX 7.1



7.3 STEP 7: MEDIATING NEGOTIATIONS
There are no set designs or recipes for mediating negotiations. The process and substance of
negotiations must meet the needs and particular circumstances of the specific situation. When
progressing through negotiations, mediators should try to follow a series of clear steps, while remaining
sensitive to the dynamics of group interactions, the specific circumstances and issues of equality in
participation. Great care is needed, especially for external mediators who might be unaware of much local
history, cultural reference points, proverbs, etc. External mediators may not grasp the cultural context of
what is said, and cultural context can be of great relevance to local participants, for example, sometimes
people need to discuss other grievances or opinions before they can deal with the heart of a conflict.

Although negotiating paths are not always direct, the process is ideally characterized by five main
stages, which are marked by the specific activities and achievements shown in Table 7.1 
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Stage and main activities Achievements

1. Setting the stage: confirm and refine the agenda,
clarify roles, develop trust and define ground rules.

Mediator has clarified his/her role and functions, and
has set (jointly with stakeholders) the ground rules.

2. Providing space for stakeholders to state their
cases and talk about their interests.

Each stakeholder has listened to the other
stakeholders’ framing of the conflict.

3. Reframing the conflict: help the stakeholders to
shift their own assumptions and priorities
regarding the conflict, looking for common or
mutual advantage.

Through the process of reframing, stakeholders have
agreed on one or more shared interests on which to
build collaboration.

4. Expanding options that might provide mutual gain. Stakeholders have developed a list of options to
explore.

5. Assessing options and reaching agreement on
acceptable options for managing critical issues.

Stakeholders have agreed the acceptable options on
which to build a final agreement.

ACTIVITIES AND ACHIEVEMENTS IN NEGOTIATIONS
TABLE 7.1
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7.3.1 Setting the stage 
At the beginning of negotiations the mediator needs first to address the participants’ basic needs for
comfort and safety. When entering negotiations, disputants are often emotionally stressed, and the
mediators therefore have to set a positive tone. This includes, for instance, acknowledging the
parties’ willingness to cooperate and try negotiations to settle the conflict, or reassuring them of the
mediator’s impartiality towards the issues and neutrality towards the parties. If culturally appropriate,
the mediator may also choose to ask the parties directly how they feel about being engaged in
negotiations. An early acknowledgement that stakeholders are uncomfortable may reduce tensions
and help them to relax and focus on the substance for negotiations.

Clarifying roles: The mediator should then define the negotiations and his/her role in them. Even if
the mediator’s role has already been clarified with the individual parties, it is important for them to
hear the mediator giving the same information in the presence of other parties.

The role of the mediator is to:

� help move participants towards genuine commitment;

� assist the participants in meeting their objectives;

� provide information and guidance that helps participants to reach decisions on their agenda items;

� observe strict confidentiality regarding statements and behaviour.

Refining the agenda: Later on in the introductions, the mediator should revisit the agenda to check
whether it contains all the issues that the parties want to discuss. Mediators need to remember that
cultures differ in their styles of public speaking and negotiations. In many places people are used to
having many things going on at the same time. In such places, there is no great concern about
maintaining a recognized order as to who speaks next. In other cultures, scheduling and order are
overriding concerns. Only one person can speak at once, and people speak in a preset order (e.g.
according to whoever first raised their hand).

Whatever style is adopted, the mediator has to make sure that everyone has a chance to speak from
the beginning. As many people will have similar concerns, this may give people their first idea of
sharing interests and concerns with others.

Building trust: It is essential that the mediator creates a supportive, open and respectful atmosphere for
the disclosure of information, including – if culturally appropriate – the sharing of feelings. Feelings may
be indirectly revealed in the ways in which the different parties present information. The importance of
building trust in negotiations cannot be overstated. Where there is conflict, people often do not trust each
other at the beginning of negotiations.This means that stakeholders question the truthfulness or accuracy
of each other’s statements and behaviour.When trust is low, the mediator can encourage stakeholders to
make moves that increase their trust in each other. The following are ways of building trust:

� Stakeholders can be asked to clarify their assumptions about how other stakeholders use or need the
resource under question, how they perceive their own attitude towards the other parties, how they
perceive the other parties’ attitudes and motivations, and how they think the other parties perceive them.



� Discussing how the negotiation process can gradually build trusting relationships, through a series
of promises followed by actions that meet those promises, helps to reinforce the belief that
commitments will be carried out.

� A series of checks can be established to assure that trust endures throughout the negotiation process.

� Participants can be asked to describe what is meant by trustworthy behaviour, and to identify
where there has been trust in the past, and what spoiled it. At this point, any assumptions about
trust in their past relationships can be usefully explored.
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Cultures and communities differ in their ways of holding meetings or assemblies, including those
aimed at negotiations. Such meetings may follow well-established norms, with which local people
are very familiar. People then know their roles and can predict how the meeting and its decisions
are likely to go. Procedures may vary widely. Discussions may be limited to certain individuals,
or everyone present may be entitled to have a say. People may speak normally, or they may raise
their voices, try to speak at the same time, or try to shout one another down. The information
covered at the meeting may be limited to one issue, or it may be very wide-ranging.

The community’s organization and structure also come into play. In many settings, cultural
diversity is less important than wealth or power diversity. For example, the meeting may not
allow poor people and women to speak, or even to be present or represented. Usually,
whoever calls the meeting, decides where it will be held, sets the agenda and has the power
to control the meeting itself. But powerful individuals who try to dominate a meeting sometimes
find that less powerful members gain strength and confidence. They may start to voice
questions or views that are in contrast to those of the powerful people controlling the meeting.

In multicultural settings, selecting whose cultural rules prevail may become a major issue. If
the mediators follow one rule, other parties may be upset and feel dominated by one
particular group and its culture. People interacting across cultures usually have to adapt to
new meeting contexts. The meeting site may be very important.

Thus, it may not always be desirable to follow all cultural rules. For example, disadvantaged
groups may challenge cultural rules that seem to keep them in subordinate positions in daily life.
They may be chased away from meetings of “notables”, or forced to sit on the edges of meetings.

In a negotiation, the mediator has to decide whether to follow the traditional, local way of
addressing issues, or – as part of the participatory process – to adopt more equitable
methods. The challenge for mediators is to help equalize power without appearing to be a
threat that is aiming to change the whole culture of the community.

TRADITIONAL MEETINGS
BOX 7.2
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� Agreements can be built steadily, with constant checking that stakeholders are confident that they
or their group will be able to follow through with any changes.

� The consequences of breaking trust in the short and long term can be assessed. Promises for
future action can be restated in the agreement, and the consequences of not keeping these
promises should be made clear.

Opening paths of communication: Good communication means people are actively listening to each
other, and everybody has a chance to speak. This is key to creating and maintaining a setting where
agreements can be reached. To support good communication, the mediator may need to work out
some ground rules with the participants. These rules can be brainstormed by asking the
participants how they would like to be treated by others during the negotiations. The mediator
needs to explain that it is his/her role to reinforce these rules whenever necessary during the
negotiation process.

The mediator should make clear that all parties must be heard. It is also important that threatening
statements and behaviour are controlled. The mediator must be sensitive to the variety of ways in
which threats can be made.This requires paying attention to non-verbal communication, such as eye
contact, sitting posture, facial expression and hand gestures. Non-verbal communication plays a
significant role in indicating the underlying feelings or emotions behind a speaker’s words.

The mediator should also be aware of rising emotions. These too are signalled by non-verbal
communication, and mediators should note whether they are helping or getting in the way of
negotiations, and should control them when necessary. This is especially challenging when the
mediator comes from another cultural background, or simply does not understand local
relationships.

The mediator manages the ground rules and may interrupt proceedings if necessary to give feedback.
Mediators should also pay close attention to what happens outside the proceedings. Participants
should be encouraged to give feedback as soon as they feel that a rule has been violated.

� Listen carefully and attentively.

� Delay questions or comments until the speaker has finished.

� Speak about yourself.

� Present your own point of view. Make your interests, feelings and concerns clear.

� Treat other parties with respect. Do not use insulting or abusive language.

� Remember that the goal is to reach an agreement that is acceptable to all parties.

SUGGESTED GROUND RULES
BOX 7.3



7.3.2 Providing space for stakeholders’ statements
After the introduction, the second phase in the negotiations starts with the mediator inviting the
parties to state their cases by presenting their interests and views publicly.

During this early stage of negotiations, emotions may rise. A main task for the mediator is to manage
these emotions. The expression of emotion – when it does not become aggressive – may help to
create understanding among the stakeholders about each other’s needs and fears.

The mediator’s role is crucial at this stage of the negotiation process. It is important that the mediator helps
the stakeholders to change their perceptions about a conflict situation, and about what solutions or ways
forward may be possible. The mediator has the power to move the process forward constructively by
allowing weaker parties to present their views fully within the negotiation setting. However, such leverage
power needs to be carefully handled so that stronger parties do not feel that the negotiation process is
biased against them. In particular, the mediator should encourage the stakeholders to:

� talk about their own viewpoints, fears and needs, rather than wondering about the viewpoints,
interests and needs of others;

� focus on finding mutually agreeable outcomes;

� repeat back what they have understood from another person’s statement – this helps clear up
misunderstandings and forces conflict parties to “put themselves in the shoes of the other”;

� rephrase insulting statements in ways that identify key concerns and fears without repeating the insult.

T R A I N E R ’ S  N O T E : It may not be appropriate in all cultural settings for conflict
stakeholders openly to address their cases in the presence of other stakeholders. It may be better for the
mediator to summarize the main perceptions learned during shuttle consultation prior to the negotiations,
and to ask the different stakeholders to confirm these summaries.

During this challenging stage of the process, a mediator may be asked to take on different roles. If
a mediation team is being used, different team members may take on different roles. Teams need to
clarify these roles, and the divisions among them, in advance. For example:

� observers may feed back to the mediators when tension arises among stakeholders who are not
directly involved in but are present at the negotiations;

� one team member may document the discussions for use as clarification later on.

7.3.3 Finding common ground
In the next phase of the negotiation process, individual groups present their analyses of the issues.
Ideally, this process leads people to narrow their differences, allowing the exploration of possible
outcomes where all parties stand to gain. The mediator may draw on any of the ideas or results
gained from earlier conflict analysis to assist participants in discussing their issues and interests.
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After the groups have presented the issues and discussed their own underlying interests in each,
the mediator requests the participants to produce a list of interests and combine them into a few
common categories. From each category, the participants may then begin working together to
formulate a concise common goals statement that integrates all the central points (FAO, 2002). This
statement contains the objectives that they will work towards. Developing a common goals statement
is an effective way of helping parties to focus on their interests, rather than their positions, and to
explore similarities, rather than differences.

An example of a common goals statement is provided in Table 7.2 (righthand side). In this example,
negotiations between two communities are being mediated in order to determine a mutually
acceptable boundary. All the issues have been merged into three categories: boundary, access and
resource use (lefthand side). The participants have agreed that the common goals adequately
address all of their common interests. Reaching agreement on how to achieve these common goals
then becomes the focus of negotiations (FAO, 2002).

Central interests/issues Common goals

1. Fear that a formal boundary will not be established
fairly. Key question: Should the boundary be
measured from the middle of the river or from the
riverbank?

1. We will develop an agreement that determines a
formal boundary between our two communities,
given the changing nature of the river.

2. Both communities rely on access to a forest patch,
one for grazing and the other for cultivating toxic
plants used in religious ceremonies. Each group’s
use of the patch detracts from the other’s.

2. We agree that we must find a solution that allows
both of our communities regular access to the
forest patch, as it serves important functions in
both.

3. An upstream community has been overcutting the
timber resources, which has contributed to floods
that change the way the river flows.

3. We recognize that we must invite the upstream
community to participate in some way, as their
resource use practices are contributing to the
problems that we are having today.

Source: FAO, 2002

EXAMPLE OF A COMMON GOALS STATEMENT
TABLE 7.2

It is important to remember that in almost every negotiation, stakeholders will have more than one
interest. Most groups have multiple interests from which the mediator has to identify common
interests on which to build collaboration.



7.3.4 Expanding options
Following the common goals statement, the next step in negotiations is to identify and explore the
widest range of possible options for achieving these goals. Remind the participants that to be
acceptable, the options for settling the dispute must satisfy the interests of all the parties.

Participants can imagine options either by focusing on one issue at a time or by combining several
issues into groups of common themes.

Creative thinking is sometimes promoted by changing the group dynamics: a mediator may consider
bringing in secondary stakeholders or an outside resource person, or splitting the stakeholder
groups into smaller subgroups.

The following are some other procedures that a mediator can use to generate settlement options
(Moore, 2003):

� Brainstorming (discussed in detail in Section 6.3.1).

� Vision building: Each party creates an ideal vision of what a workable solution or relationship
might look like in the long term. The visions are then presented to all the other parties. Any
common points that the visions entail should be noted. Once a common vision has been agreed,
the parties should identify the problems that are stopping them from reaching it.

� Model agreements: This procedure identifies and uses experiences from other similar conflict
situations as starting points or models for developing agreements. Parties who are not involved in
the present conflict are contacted and asked how they reached agreement and what their
agreement looks like.

� Single-text negotiating document: One person drafts a settlement document that satisfies the
majority of interests and resolves the conflict. The draft is circulated among the participants for
comments and revisions. Each party has the opportunity to change the text so that it better meets
its own interests. Gradual changes often result in a single text that is acceptable to all.
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7.3.5 Assessing options and building consensus
At this stage, the parties need to reassess how well their interests will be satisfied by any one of the
options or combinations of options that have been generated collaboratively. Assessment aims to
help the disputing stakeholders move from a potentially long list of options to realistic agreements
that they will commit to. For this to happen, the following steps need to be taken:

� development of mutually acceptable criteria for assessing options;

� assessment of the options, based on these criteria;

� confirmation of the agreed option(s) by a larger constituency;

� psychological closure, if necessary.

Developing and using criteria may help the process of deciding which options are most likely to be
satisfactory to all groups. It also ensures that there are fair standards for decision-making. The type
of criteria may vary and can include:

� general achievability;

� cost and inputs;

� time scale;

� advantages (pros) and disadvantages (cons);

� opportunities and risks.

Assessing options against
criteria: A decision grid
can help the analysis
and comparison of
alternative solutions
through the help of
indicators.
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A government requirement to conserve a number of rare and endangered animal species led
to an area of forest being proclaimed a protected area. Fear of human disturbance to the
forest then led the agency in charge of managing it to ban all use of the site by four
neighbouring communities. All of these communities had traditionally used the forest area for
collecting plant material and hunting. After five years, the agency found it impossible to
enforce its ban on poaching and plant collection. Not only were the enforcement guidelines
ineffective, but conflict and bad relations had also developed between the communities and
the agency. These bad relations began to affect other activities inside the protected area (e.g.
constructing tourism infrastructure, obtaining local government support, etc.).

An NGO was asked to facilitate negotiations among the various user groups. After discussing
the interests of the different parties, the NGO decided that a common goal was to revise the
management rules of the site. After brainstorming management approaches, a number of
existing and possible new management guidelines were listed. To assess these options, the
stakeholders agreed to the following criteria. Each option had to:

� be fair to all groups;

� be open and invite the opinions of all local stakeholders;

� include and build on traditional knowledge of the forest;

� recognize local people’s past use rights and patterns of harvest;

� be based on sound ecological and forestry information;

� provide protection for threatened, endangered and rare species;

� have the potential to be jointly monitored with the local communities;

� be enforceable.

AN EXAMPLE OF ESTABLISHING CRITERIA FOR ASSESSING OPTIONS
BOX 7.4

Parties should also be encouraged to look closely again at their BATNAs (Section 6.3.2). Each party

needs to ask itself whether it is better off with or without the proposed agreement.

Through this decision-making process, the parties should be able to identify one option that they can

all support. This would be the ideal outcome to a conflict management process – reaching

agreement through consensus. The degree to which interests are met determines how strong the

agreement will be. An agreement that all can support has the best chances of being held.

The mediator may want to work towards the best possible agreement to resolve the factors that

cause conflict. However, the parties in conflict may prefer partial settlement to no settlement at all. A

conflict that has been settled differs from one that has been resolved because settlement is often

only partial, and the conflict or its causal factors remain present. However, there is a whole range of

possible positive outcomes from negotiations (Moore, 2003). Deciding whether a conflict has ended
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may only be possible after some time. The following are some of the possible outcomes of the
conflict management process:

� Compromise: Parties share the gains and losses in order to reach agreement.

� Experimental or trial decisions: Parties are unable to reach a permanent decision and agree to a
temporary settlement that will be tested and evaluated at a later date.

� Procedural solutions to major issues: Parties agree on a process through which they can obtain
a solution to a dispute.

� Partial settlement: Parties agree on many issues, but continue to disagree on others.

� Continued negotiations: Parties agree to disagree. They want to continue negotiations, sometimes
by calling in a third party to help them reach a binding decision.

Confirming the agreed option(s) with a larger constituency: The parties to the conflict need time to
confirm the agreed options and obtain support from their constituents. One of the greatest pitfalls in
negotiations occurs when the negotiator for one of the parties exceeds his/her authority in reaching
agreement. For example, government or public officers involved in conflict management may have
to obtain agreement and authority to act from their superiors or agencies. This is particularly likely in
situations where change to policy and administrative practice is required.

If negotiations are to be completed at one meeting, the mediator calls a break to allow the
representatives to discuss the agreement with other group members who are not participating
directly in the meeting. When negotiations continue for many days or months, such discussion with
constituents may take place continuously or at critical points throughout the process.



Mediators may therefore want to break up the negotiation process regularly, especially at important
times. The final agreement should not be worked out until all the representatives have assured each
other that they have the mandate and support of their constituencies.

Mediators might sometimes need to help representatives work with their constituencies, or explain
to each other the various constraints imposed on them by administrative or policy practice. Mediators
might also help decide who from the wider constituencies should be involved in the final agreement.

T R A I N E R ’ S  N O T E : When negotiation parties agree on a conflict settlement option, they
need time to reflect on the decision and seek the confirmation and support of their wider constituencies.
Lack of effective procedures for constituent approval can cause the breakdown of negotiations. 

Achieving social, psychological closure (“saying goodbye to strong emotions”), if necessary: Social,
psychological closure means that conflict parties are sufficiently satisfied with their participation in
and/or the outcome of the negotiation process to be willing and able to leave the past behind (to
disconnect emotionally from the past). Achieving agreement on issues is sometimes not sufficient to
end a conflict and ensure that the agreement will be implemented. There may still be anger, pain,
sadness and other strong emotions among the parties. In cases of partial settlements, especially
where the settlement of very contentious issues has been delayed for the future, the contending
parties may still regard themselves as rivals or enemies.

To be psychologically able to “close a case” often requires such additional efforts as making peace
inside oneself, using sincere words to communicate apology or regret, and other specific actions to
address the hurt that conflict causes to relationships among the different parties. The following
actions may make it easier for some people to come to terms with the past and start looking to the
future (Moore, 2003):

� acknowledging what has happened; once agreement has been reached, the involved parties can
confirm the nature of the agreement among themselves, and can ensure that all other interested
parties (and the wider public) are aware of what has been agreed. This is a crucial phase in many
communities where people do not use reading and writing to communicate agreements;

� accepting ownership of the potential or actual consequences of negative behaviour;

� respecting and acknowledging the desire for a more positive or productive relationship in the
future;

� offering sincere apologies;

� requesting forgiveness or reconciliation.

T R A I N E R ’ S  N O T E : Culture is always a significant factor when considering approaches
for bringing a conflict to an end. Different societies, groups, agencies and organizations have different ways
of formally closing conflict. In a community, this may mean ritual meals, symbolic speeches, blessings from
priests, prayers or other reconciliation rituals. For an organization, it may mean a formal statement to a
senior official, which is copied to others and kept on file. In addition to various closing procedures, the
agreement should always be written down so that it can be revisited and referred to later on, if necessary. 
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7.4 STEP 8: DESIGNING THE AGREEMENT
Mediators should support the design of an agreement only when the conflict parties have agreed
about the options that they want to pursue collaboratively and have received approval for the
negotiated solution from their own constituencies. Depending on the nature of the agreement, the
following steps may need to be taken:

� confirming the commitment and mandate of all negotiation parties and conflict stakeholders;

� mediating the drafting of a written agreement that is as specific as necessary;

� allowing review by constituents;

� reaching final agreement.

7.4.1 Implementation considerations
Once there is agreement on the way forward, the parties must consider the details of implementing
that agreement. Key questions that need to be discussed and confirmed include:

� How will the stakeholders ensure that the agreement will be acted on? 

� Does the implementation of the agreement require the formal involvement of specialists or groups,
such as administrators, leaders of resource user groups, and community political leaders?

� How will the parties manage any unexpected results from the agreement? 

� What monitoring mechanisms will be established to ensure compliance with the agreement? 

� What is the mediation team’s role in monitoring? Are there local neutral or trusted monitors?
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Is it honest:
� based on best available and jointly developed information?

� built on realistic considerations of capacity and costs?

� having the assurance of all stakeholders that they will implement their parts?

� developed with the full involvement of all key stakeholders?

Is it acceptable:
� resolving the grievances that gave rise to the dispute? 

� acknowledging past problems and addressing them?

� meeting the underlying interests and needs of the primary stakeholders?

� arrived at by a process that was perceived as fair by and to all?

Is it workable:
� providing benefits (incentives) for all implementing parties?

� not disadvantaging an excluded party?

� recognizing possible problems or changes in the future, and including mechanisms to deal
with these, or acknowledging the need for renegotiation?

� building working relationships among parties through its implementation?

Source: Godschalk et al., 1994.

CHARACTERISTICS OF A DURABLE AGREEMENT
BOX 7.5

7.4.2 Drafting the final agreement
Now is the time to draft a final agreement. There are several methods to assist the parties in drafting
their actual agreement, including:

� writing the draft collaboratively;

� having a third party draft the preliminary agreement, after which the various stakeholders rewrite
the final version, either in a joint session or in turns;

� using a combination of these options, whereby parts of the agreement are drafted by the
disputants and others by the mediator, before all the sections are finalized by all the groups.

The final agreement usually consists of three parts:

� an introduction and background that introduces the stakeholder groups and the central issues that
have been negotiated;

� an outline of the resolutions that the groups created for each of the issues;

� an implementation, monitoring and assessment plan.

The agreement should be checked for honesty, acceptability and workability according to the
guidelines in Box 7.5.
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Mediators should know which points in the agreement determine how strong or weak it will be, as
outlined in Table 7.4 (Moore, 2003).

Of course, the strength of an agreement will be shown when it is put into practice, and not in terms
of how it appears on paper. For example, a partial agreement that is met in practice may be stronger
than a complete settlement that is never implemented.

Confirming the agreement/s with a larger constituency: When an agreement has been drafted, the
negotiation parties may want to reconfirm its acceptability with their broader constituencies. This is
an important step in reaching broad support and acceptance. Before final agreement, the full support
and commitment of all stakeholders must be confirmed. If subgroups that remain apart from the main
group have emerged, the document needs to clarify who is, and who is not, party to the agreement.

Strong agreements are: Weak agreements are:

Substantive: They define specific exchanges that
everyone can touch or see (money, services, labour,
etc.) as resulting from negotiations.

Procedural: They define the way or process by which
a decision is to be made.

Comprehensive: They include the resolution of all the
issues in dispute.

Partial: They do not include the resolution of all the
issues in dispute.

Permanent: They resolve for all time the issues in
dispute.

Provisional: They may involve temporary or trial
decisions that are subject to change in future.

Final: They include all the details in their final form. In principle: They include general agreements, but
the details remain to be worked out.

Non-conditional: There are no conditions or
requirements for future performance.

Contingent: They state that the conclusion of the
dispute depends on additional information or the
future performance of one or more parties.

Binding: They are formal contracts that fix the parties
to certain actions (people often stick to the terms of
a settlement if they understand the consequences of
not doing so).

Non-binding: They make recommendations or
requests only; the parties are not legally bound to
comply.

STRONG VERSUS WEAK AGREEMENTS
TABLE 7.3



Making the agreement public: A final point of discussion in negotiations is the extent to which the
stakeholders want to make their agreement public. Depending on its nature, the final agreement may be
enacted through a formal signing in front of witnesses or may require government approval. Alternatively,
if the agreement affects many people, they may consider holding a more public forum. Some groups
enter their agreements into the legal system in order to bind their decisions formally. Others choose to
announce their agreements to the public at local council meetings or through the media.

SECTION SUMMARY

Section 7 has provided a detailed examination of the negotiation process. It has outlined how to
assist stakeholders in moving through the various stages of negotiations – from setting objectives
and establishing shared goals, to finalizing agreements. The negotiation process is designed to
achieve the best possible agreement to resolve the factors that cause conflict, preferably an outcome
in which everyone gains something (also called “win–win solutions” – “I win and you win”). Section 8
is concerned with implementing and monitoring agreements and with what third parties need to
consider when withdrawing from a conflict management process.
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The voluntary participation of all key stakeholders is fundamental to a collaborative
approach to managing conflict. A group’s decision to negotiate is only effective if the other parties
also feel that it is in their best interests to do so. There can be many situations in which people
choose not to negotiate, such as when there are large power differences among stakeholders, fears,
major difficulties in communication, or fixed positions in one or more of the parties. People may feel
scared at the beginning of the process. For all sides, the risks and opportunities attached to different
outcomes are usually high.

Negotiations need to be carefully prepared by the negotiation parties and their
constituencies. Mediators need to prepare people for the negotiations, familiarize the stakeholders
with negotiation procedures, build participants’ ownership, and help participants to have realistic
expectations. Mediators must also take into account that the primary stakeholders participate in
negotiations, but may not be the people making final decisions. As well as the negotiating parties,
the constituencies too must have adequate opportunity to contribute to negotiations and to be
informed about changes or options developed in the process. Constituencies must also be informed
about realistic options throughout the negotiation process. The final proposed agreement that
reaches them should not be a surprise.

Although paths within negotiations sometimes wander, the process can be described as
going through five main stages. Each of these is marked by specific activities: 1) setting the stage;
2) providing space for stakeholder statements; 3) finding common ground; 4) expanding options; and
5) assessing options and building consensus. There are no set designs for this process. It, and the
negotiations themselves, must meet the needs of the specific situation.

Conflict management requires the building of trust among many different stakeholders. One of
the mediator’s key roles is to help build trust among stakeholders throughout all stages of negotiation.
Clarifying interests, establishing a mutually defined system of accountability and checking to assure
that trust remains throughout the negotiation process are important. Building agreements slowly and
ensuring that each person has confidence in the agreements being made are also crucial.

Agreements are built on common goals and shared interests. Negotiations need to shift the
focus from individual positions towards underlying needs and interests. The parties examine these
interests further and then attempt to reach agreement in areas where interests are shared. Shared
interests can be used to establish common goals. As these goals are agreed on, they will help to
provide both direction and targets for negotiations.

Building agreements requires new and creative solutions. For many individuals, one of the most
challenging aspects of negotiation is identifying workable and mutually beneficial agreements. To
assist this, stakeholders are encouraged initially to try to identify the widest range of possible
agreements or actions, without assessing how workable they are, or how desirable they may be to
their own or other parties. To help this important creative process, groups should be reminded that
they are not committing to any of the options put forward; evaluation will come at a later stage,
following a mutually agreed set of criteria.



Agreed criteria are useful when identifying and prioritizing options. In order to move from a list
of possible options to realistic agreements, it is necessary to establish criteria for assessing the
options. Whatever the criteria are, they must be agreed to and be relevant to stakeholders’ interests
and the context.

Reaching agreement is part of an ongoing process. Successful negotiations lead to agreements
among the various stakeholders. Parties can reach agreement in principle, and work out the specific
details over time, issue by issue or within a larger package. Whatever form an agreement takes,
stakeholders need to confirm how they will implement and monitor it. Additionally, stakeholders must
determine how to manage any additional issues that they are not able to agree on at present.
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Exit

This section examines how mediators plan their own exit from the scene. Its objectives are to:

� explain how important it is to monitor the implementation of agreements;

� provide some ideas and hints about important considerations in planning the gradual
withdrawal of the mediators.

8.1 WHY AN EXIT STRATEGY IS IMPORTANT
Professional values and standards expect a good mediator to make her/himself dispensable and to
be transparent in his/her withdrawal from the conflict management process. After the signing of the
agreement (step 8), the following two steps remain to complete the conflict management cycle:

Step 9: monitoring and implementing the agreement;

Step 10: exploring strategies for the mediators’ exit.

Milestone D has been achieved when the mediator (or mediation team) can leave the community.
This is the case when the parties to the conflict have restored their relationships and are enabled
and willing to continue implementing the agreement, possibly with increased capacity to manage
future conflicts by themselves.

8.2 STEP 9: MONITORING AND IMPLEMENTING AGREEMENTS
Implementing an agreement means that the conflict parties act to put that agreement into operation,
thus ending the dispute. Most agreements require that the conflict parties continue to carry out
specific actions and to behave in certain ways. The success of an agreement depends on the
implementation plan and the process that puts this plan into operation. It also depends on the degree
to which the parties feel a sense of ownership in the agreement, as well as on their capacity to fulfil
its terms. In other words, success depends on the:

� willingness and ability of the conflict parties to comply with the agreement;

� monitoring procedures to observe the implementation process;



� enforcement procedures for managing non-compliance with the agreement;

� role and power of the authorities or external monitor (if applicable).

There are different ways of framing agreements. These are based on the preferences of the
participants and often on the nature of what is being agreed or addressed. Sometimes people want
to include an implementation plan in the detailed agreement that emerges from the conflict
management negotiation process. In these cases, the negotiations finish when the agreement has
been formally recognized. In other cases, people may want to plan implementation and monitoring
later, during separate rounds of negotiations, or as an ongoing process of bargaining. In these cases,
the agreement will commit the conflict parties to discussing and planning implementation and
monitoring in the future.

Whatever the process used to obtain them, monitoring and implementation plans are first and
foremost the responsibility of the negotiation parties, who must be willing and able to comply with
them. Agreements must therefore always be based on the parties’ realistic assessments of what they
are willing and able to do. The negotiation parties may sometimes feel more confident if mediators
or other trusted third parties take the role of neutral monitors who can help to sort out any problems
that arise.

The specific role of a neutral monitor is decided by the conflict stakeholders. They need to decide
whether or not to use a neutral monitor, and whether or not an existing mediator – or other third party
– should assume this role. For the trusted third party, great care is also needed in assessing whether
he/she has the ability to fulfil such a role, particularly where resources and time must be allocated.
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If the negotiation parties ask the mediators to take over the monitoring functions, the mediators need

to carry out the following tasks:

� Clarifying and reconfirming the mediators’ role in monitoring: This should already have been

discussed when drafting and finalizing the agreement.

� Accompanying the implementation process as a mediator according to the agreement: This may

require the mediators to visit the site and/or be easily contacted in times of trouble. If a mediator
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There is consensus about the criteria used to measure compliance.

The steps and resources required to implement the agreement (including provisions for
obtaining any necessary local or outside resources) are clearly defined.

The stakeholders to be involved in the process have been identified, and they explicitly
agree to engage in the implementation process.

If applicable, there is an organizational structure to implement the agreement.

There is explicit agreement on the part of outside parties, such as authorities and
specialists, who may have roles in the implementation of the agreement. This is especially
critical where resources need to be expended in order to fulfil the terms of the agreement;
firm commitment of resources must be obtained before the agreement process ends.

There are provisions to accommodate future changes in the terms of the agreement and
in the conflict parties themselves.

There are procedures to manage the unintended or unexpected problems that may arise
during implementation (again, if solving these problems requires the involvement of
authorities or specialists, some provisional agreement needs to be worked out with them).

There are methods to monitor compliance and establish the identity of monitor(s), and
there is agreement on providing any resources that are needed to support monitoring.

The monitor’s role is clearly defined.

Source: adapted from Moore, 2003.
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NINE CRITERIA FOR SUCCESSFUL IMPLEMENTATION OF AGREEMENTS
BOX 8.1

Effective monitoring depends on parties clearly defining the performance standards by which
compliance is to be measured. They need to decide which actions constitute breaking the
agreement. In this process, monitors can take one of several roles, for example, they can be:

� “whistle-blowers”, who merely indicate that an agreement has been violated (broken);

� “enforcers”, who have a more powerful role in overseeing implementation, and possibly participate
in future negotiations over the grievances caused by non-compliance.
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is not easy to reach, it may be useful to find a local, trusted intermediary who can contact the
mediator whenever necessary, and solve minor incidents him/herself.

� Defining monitoring and enforcement mechanisms: Sanctioning mechanisms, communication channels
and options for dealing with stakeholders that do not follow the agreement all need to be established.

� Facilitating the revisiting of events to reflect on progress achieved: This can help to restore
relationships, deepen trust and provide opportunities for planning joint activities for the future.

� Evaluating the various costs of fulfilling the role: This includes obtaining in advance local and/or
external sources’ commitment to have financial and other resources available in a timely manner.

There are various commitment procedures that may help increase the probability of conflict parties
complying with the agreement. These come in the following two forms:

� public gestures, e.g. public exchange of promises among conflict parties, symbolic exchanges of
gifts or gestures of friendship;

� formal procedures, e.g. written agreements (memoranda, contracts) or legal contracts that involve
judicial authorities.

Public gestures may be particulary important in non-direct dealing cultures because they indicate the
conflict parties’ willingness to restore relationships. When restoring positive relationships is the main
issue, detailed agreements may be counterproductive, because details may indicate a lack of trust.

In many cultures, settlements or agreements receive or require ritual and/or public recognition.
Rituals provide a symbolic order and strengthen the importance of an agreement, thus increasing
the parties’ commitment to abide by it. A very wide range of actions may be taken, including visits
from senior people, hand shaking ceremonies, prayers, embracing, formal signing procedures,
toasts, celebration meals and gift giving.

Formal procedures, e.g. written agreements (memoranda, contracts), are equally important.
Negotiated agreements do not automatically become contracts that are enforceable by law.
Enforceability depends both on the laws and rules of legal jurisdiction in which a contract is produced
and on the form that it takes. Although a verbal agreement might be considered a legal document
(particularly when made in the presence of witnesses), a written agreement is more predictable. It
can be revisited by any of the parties when necessary in the future.

Even the best monitoring and implementation mechanisms will not work if one or several of the
conflict stakeholders do not want it to. This may indicate that:

� stakeholders are not really satisfied with the outcomes;

� people who would benefit from continuing the conflict are trying to spoil the process and spread
rumours or stir up discontent about the outcomes reached;

� new conflicting issues have come up, which are related to the conflict that is supposed to have
been settled.



When an agreement breaks down, the interest groups (with support from mediators where
appropriate) may consider restarting the conflict management process. The mediators may then
convene shuttle consultation with the different conflict stakeholders, or else hold a joint meeting. This
may mean re-engaging stakeholders, and starting new negotiations on some issues. Whether or not
mediators are involved again depends on the conflict stakeholders’ willingness to renegotiate and
consider addressing the conflict collaboratively.
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Roles and responsibilities of the various parties:

� Who will be responsible for implementing the various components of the agreement? 

� What specific responsibilities will they have?

� How will it be ensured that these roles and responsibilities are met? 

� What back-up support should be in place in case there is a problem, such as someone
being unable to finish a task? 

� Is there any legal backing? 

� Are local or other authorities involved?

Processes of communication: 

� How will the parties keep each other informed about progress made?

� Should periodic meetings, telephone calls or more formal mechanisms (such as
newsletters or fact sheets) be scheduled?

� How will other people’s inputs and responses be handled? 

� What if someone disagrees with the approach adopted? 

Transparency and flexibility: 

� What mechanisms or procedures are needed to ensure transparency in carrying out the
agreement?

� Would it be worthwhile to revolve duties among stakeholders? 

� Should an independent person be called on periodically to serve as an outside assessor? 

� Are the parties willing to be flexible about certain components of the agreement? Are there
any areas where flexibility is undesirable or impossible?

� What happens if factors beyond the parties’ control make it impossible to implement or maintain
the agreement? Is there a procedure for calling the parties together for future negotiations?

CHECKLIST FOR MONITORING ARRANGEMENTS
BOX 8.2



8.3 STEP 10: EXPLORING EXIT STRATEGY 
After an agreement has been signed, conflicts may be settled, but are not yet resolved. There may
be drawbacks when conflict parties do not comply with the agreement, or relations are not restored
well enough for people to collaborate. In non-direct dealing cultures, detailed negotiations may
continue for long periods of time.

While a mediator cannot solve all the problems in a community at once, he/she should ensure that
the different conflict stakeholders are at least willing to comply with the agreement and collaborate
with each other, i.e. there is no danger of violence breaking out. This is the minimum requirement
before a mediator can slowly withdraw from the scene. Mediators must always ultimately hand over
control and ownership to the community, and should know when it is time to leave.

Mediators need to develop ways of handing over the responsibility for monitoring the agreement to
the stakeholders or a trusted local monitor. Mediators may also explore strategies for building
communities’ capacities to solve future conflicts.

These steps are not part of the core of ACM, but may be important complementary elements in broader
collaborative natural resource management approaches. How mediators withdraw from the scene
depends very much on the earlier conflict management process. The following are options for exit:

� Option 1: If the negotiation parties are very confident that they can implement and monitor the
agreement by themselves, the role and function of the mediators may end when the agreement is
signed. If this is so, it must be clearly communicated to all stakeholders.
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� Option 2: The conflict stakeholders may want the mediators to monitor the agreement until they
themselves are confident about sustaining collaborative relationships without outside support.

� Option 3: The conflict management process may have encouraged stakeholders to work
collaboratively towards development. Mediators may help stakeholders to link up with
organizations that provide assistance in these fields.

In any of the three options, the mediators need to develop a strategy, both among themselves and
with the stakeholders, about possible ways forward. They should consider:

� building the stakeholders’ capacity to manage smaller conflicts themselves, and strengthening
local capacities for monitoring, mediation, etc.;

� helping collaboration to become part of the normal way of doing things, e.g. by discussing and
assessing the capacity building requirements for local peace committees;

� assisting stakeholders who want to start collaborative projects for development by facilitating
communication and links with appropriate organizations that may assist in the collaborative
planning and implementation of projects and natural resource management;

� defining ways of recognizing (benchmarks) the mediators’ exit point – internally (if mediated in a
team) and with the stakeholders – and the outcomes that should be achieved before the mediators
leave. These benchmarks should be simple and realistic so that exit is a likely option. Otherwise,
mediators bind themselves to the community and may create dependency.

At this point, the mediators’ commitment to and involvement in the conflict is over. If they have struck
a lasting agreement that helps the conflict parties to restore relations and provides them with a
collaborative vision for the future, the mediators have been remarkably successful.

As the agreement reaches conclusion, participants may experience a range of feelings –
satisfaction with the work that they have accomplished, or exhaustion, frustration, uncertainty
and anger from the original dispute. Mediators need to be realistic. Although their aim is to
improve relations among stakeholders and ensure commitment to collaborative agreements,
negotiations can leave behind a range of uncomfortable feelings. A number of actions may
be needed to mend relationships.

ACM is a shared learning process. When negotiations have been effective, stakeholders may
show appreciation for the conflict management process. Many groups or individuals will be
satisfied with the management of differences that have been disrupting their lives and
achievement of goals. They may have gained new insights on their means of influencing
decisions, learned new ways of managing differences and developed a better understanding
and greater respect for each other’s interests in the future.

A MIXTURE OF THOUGHT AND EMOTION
BOX 8.3



SECTION SUMMARY

Section 8 has closed the process map and briefly examined the mediators’ role in monitoring an
agreement, as well as how they may prepare to withdraw. At this point, mediators’ involvement in
conflict management is usually over, and the conflict management process may have opened up
new paths for collaboration and development.

Mediators may take over functions in monitoring agreements if the conflict stakeholders ask
them to. However, such functions need to be clearly defined, and ownership for implementing the
agreement must be with the stakeholders. Mediators assist with measures that help to restore
relationships.

Mediators need to develop a strategy for withdrawing gradually from the scene. They may
hand over responsibilities for monitoring to trusted local intermediaries. Depending on the progress
in stakeholder relations, they may assist stakeholders to open up new paths for collaboration.
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