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1.
INTRODUCTION

The dramatic increase in humanitarian assistance by the international community in recent years has largely been in response to an upsurge in internal, ethno-nationalist conflicts.  One of the principle characteristics of the humanitarian response has been an enhanced role for NGOs. However this new role for NGOs has often led to their policies and organisational structures focusing on direct action and short-term planning. There is a growing realisation of the need to refocus NGO activities so that they enhance the capacity of agencies to prevent and mitigate the effects of violent conflict.

The British Government’s  Department for International Development (DFID) has funded the University of Manchester, in collaboration with the International Training and Research Centre (INTRAC)  to conduct a two year international research programme to explore the  role of NGOs in complex political emergencies (CPEs). In depth comparative case studies of NGOs and communities in Afghanistan, Liberia and Sri Lanka will lead to the development of guidelines to enhance the effectiveness of NGO policy and practice in CPEs.

The purpose of this paper is to map out in detail, the proposed research methodology for Afghanistan.  The research framework however represents work in progress and changes are expected in the light of field experience and the advice of advisory group members and colleagues.  This paper builds on the unpublished research methodology for Sri Lanka (prepared with the assistance of Dr Nick Lewer and strengthened by the contributions of our research advisory group).

This paper provides a document that we can share with the field researchers and agencies that we are working with - so that they have a clearer understanding of the key questions and the methods we intend to use.  It also provides a source from which we can generate training materials for community survey researchers.

2.
RESEARCH OVERVIEW
2.1
Aims and Objectives of the Research

This study aims to address the following questions:

· What impact do NGOs and other humanitarian agencies interventions have on the dynamics of violent conflict?

· What kinds of humanitarian interventions can contribute to a peace building process?

· How can such interventions be supported, strengthened and replicated?

2.2
Overall Research Programme Design and Approach

Research Phases:

There are three phases to the study. 

1.  Review  of the literature on complex political emergencies, peace building and NGOs and  

     the development of a conceptual framework.

2.  Field research involving the development of agency case studies and community surveys

3.  Dissemination, workshops and publication of research findings.  

Research Approach:

Our approach to the study can be summed up as follows:

· The learning study is exploratory and speculative; it aims to test and develop emergent theory and practice on NGOs in CPEs through an exploration of detailed case study material.  This is in response to the need for more fine-grained analysis of humanitarian programmes in protracted conflict.

· following on from the above point, the research will focus on the community level dynamics and causes of conflict; our analysis will be “inside-out” rather than “outside-in”.

· a process-based approach to conflict analysis will be adopted which recognises that change is turbulent, discontinuous and the result of combinations of contingent factors.  This in turn requires a research methodology which is flexible and open to adaptation and change.  Effective interventions do not necessarily bring peace, they raise the probability of peace, however.

· this is not a piece of traditional, deductive  scientific research, and the study aims to be participatory, action oriented and process-based.  This does not mean a lack of methodological rigour, but it is our intention is to develop outcomes which will have practical relevance to practitioners and policy makers.

· the study is not an evaluation of the work of the agencies concerned.  The objective is to identify and learn from examples of innovative practices in CPEs.  The success of the research will be determined to a great extent by the level of engagement of the NGOs working on the ground and their sense of ownership over the research process.

· the research aims to engender collaboration between insiders and outsiders. Our intention is not to be extractive.  The research will facilitate mutual learning between the programme stakeholders, and hopefully develop working relationships which will extend beyond the time frame of the research. 

· The underpinning ethic of the research is that it will not endanger any individual or organisations, and that it will not compromise existing programmes or relationships.
Research Design:

The starting point for this study is an analysis of the community level impacts of violent conflict and NGO interventions.  The frame of analysis will be built in bottom-up (from the micro to the macro) rather than top-down fashion, following the sequence of the primary research questions:

1.  What impact do NGOs and other humanitarian agencies interventions have on the dynamics of violent conflict?

ie. at the community level how do NGOs influence negatively or positively the local dynamics of violence?

2.  What kinds of humanitarian interventions can contribute to a peace building process?

ie. what kinds of programmes can support or nurture community level peace building processes and what organisational capacities are required to fulfil such a role?
3  How can such interventions by supported, strengthened and replicated?

ie. how can donor and NGO policy reinforce and strengthen NGO capacity to support community level peace building?

The rationale for this approach is to help ensure that the macro policy recommendations are based on a fine-grained analysis and understanding of processes at the community level.    The research methodology has been adapted accordingly, with three discrete surveys, each feeding into one another and building up the level of analysis form the micro to the macro: 

· community surveys  (question 1)
· in-depth NGO surveys (question 2)

· macro survey (question 3)

The research framework is summarised below (see appendix for more detailed list of key questions and themes).

2.3
SUMMARY OF RESEARCH FRAMEWORK
SURVEY
THEMES
QUESTIONS
METHODOLOGY
OUTPUTS
PERSONNEL

1. Community 


· impact of conflict and NGO interventions

· community responses

· coping  strategies, social capital and entitlements
· how have communities been affected by violent conflict?

· what coping strategies have they employed?

· how have NGO interventions affected these coping strategies?
· 2 community surveys 
· 2 community survey case study reports and overview summary paper
· 2 teams of 4  to include: 1 team leader; 1 research officer & 2 NGO staff

· JG & Senior Research Fellow

2. NGO


· modes of intervention and impacts of NGO programmes

· organisational capacities and programming for peacebuilding

· capacity building and partnership

· NGO comparative advantage in peacebuilding
· what have been the modes and types of NGO interventions?

· what kinds of organisational capacities are needed to remain operational and to support local capacities?

· what positive lessons can be learned for developing good practice?
· in-depth case study of 3 NGOs

· methods to include; participatory organisational assessment; focus group and key informant interview; participant observation; review of archives and project documents
· 3 NGO case studies and overview summary paper
· NGO partners, JG

3. Macro 
· historical analysis of the conflict and humanitarian response
· impact of government and donor policy on NGOs 

· what are the underlying causes and dynamics of the conflict?

· what have been the macro costs of the conflict?

· who are the key humanitarian actors?

· how has government and donor policy affected NGO practice?
· interview government officials, NGOs, donors

· literature review

· documentary research

· desktop review

· NGO postal questionnaire
· Desk top study report

· Briefing paper 1: 

· Briefing paper 2:
· JG and national consultant
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2.4
Research Personnel and Collaborating Agencies

In Afghanistan, the following personnel and organisations will be involved (for more information see appendices):

International Researchers: Jonathan Goodhand is the principal international researcher responsible for the Afghanistan case study.  He will be supported by Professor David Hulme.

National Research Consultant
The consultant will be responsible for contributing to the macro survey which provides an overview of the Afghan conflict and the humanitarian response. They will prepare a background paper based on interviews and a distillation of the existing literature.

National Research Officer
The role of the research officer is to provide in-country administrative support, liaise with the NGOs when the international researcher is not in the country and assist in conducting survey work in the field. 
Collaborating NGOs:
These are the NGOs who have agreed to be part of the agency survey and provide support for the community level surveys.  They are expected to provide logistical and administrative support in the community surveys and provide staff members as part of the survey team. They are also expected to provide access to their documentation and also to staff, as part of the in-depth survey.

Collaborative Enquiry Group:
A group of 8 - 10 people (based in Afghanistan/Pakistan), comprised of NGO staff, donors and local academics whose role is to provide advice and feedback on the research.  They will meet 3 to 4 times during the course of the research and will act as a conceptual sounding board for the research.

Community survey researchers:
There will be two teams of four people, each working at a different community survey site. The make-up of the teams will be as follows:

Team leader; responsible for co-ordinating the survey team and helping process and analyse the research data.  The leader may or may not be from an NGO but must have an intimate knowledge of the area being surveyed.

Research officer; this will be the same person as described above.

NGO staff members; 2 NGO staff members will be the remaining members of the team. They will be experienced field workers and have an intimate knowledge of the communities to be surveyed. 
NGO co-ordinating bodies:

The research programme will liaise with the main NGO co-ordinating bodies.  Their role will be to provide a point of contact with the wider aid community and help in the dissemination of the research.
7

3.
RESEARCH PHASES AND TASKS

TIME
ACTIVITY
WHO RESPONSIBLE


OUTPUTS

PHASE ONE

May 1997 - February 1998
· literature survey

· develop conceptual and analytic frameworks

· visit field sites and NGOs

· Begin briefing papers
Jonathan Goodhand/

David Hulme
· Literature review

· Conceptual framework paper

· Selection of project partners and field sites

· Discussion paper

· Methodology paper

PHASE TWO

March 1998 - November 1998


· Macro survey
Jonathan Goodhand/

Local research officer
· Desktop study report

· Briefing paper 1: Historical perspectives
· Briefing paper 2: Humanitarian overview



· Agency-based surveys


Participating NGOs/ Jonathan Goodhand/


· Organisational assessment framework

· NGO case studies




· Community surveys


Survey teams x 2

Team leader

Local research officer

2 NGO staff
· Community impacts case studies




· co-ordination/ analysis of findings and quality control
Collaborative Enquiry Group

Co-ordination bodies

Jonathan Goodhand

Local research officer


· Draft papers


· dissemination workshop in Afghanistan or Pakistan
Jonathan Goodhand

David Hulme

Co-ordinating bodies


· Workshop report

· Practitioners’ source book

PHASE THREE

December 1998 - April 1999
· analysis, write up, dissemination


Jonathan Goodhand

David Hulme
· Final report

· Monograph



3.1
PHASE ONE

Phase one of the research has now been completed.  This has involved the following activities:
3.1.1  Preparation - UK

Background information collection

· Literature Survey

Contributions to general  literature surveys

· Interview NGOs/academics

Meet UK based NGOs

Contact other academics and research programmes

Analytic frameworks and draft briefing papers

· Working Paper 1; NGOs and Peacebuilding in CPEs (completed)

· Briefing Paper One: Afghanistan - Historical Perspectives will set out the historical context, with a focus on recent events and will include:

(a)  Afghanistan - recent historical and political analysis

(b)  Overview on the causality and dynamics of the conflict


(c)  Conflict map - 1997/8


(d)  Policy: NGO



       Donor 


(e)  Selected bibliography

· Briefing Paper Two: Humanitarian overview will map out the key characteristics and underlying trends of humanitarian intervention in the Afghan conflict, including:

(a)  Overview of the key humanitarian actors

(b)  Historical overview of the humanitarian response

(c)  Typology of NGOs

(d)  Analysis of NGO policy and practice

(e)  Community level impacts of NGO interventions

· Research methodology briefing paper: provides an overview of the research framework and detailed work programme
3.1.2  Preparation - Afghanistan
One preparatory field visit has been completed to Afghanistan and Pakistan involving interviews with NGOs and donors in Islamabad, Peshawar, Jalalabad and Kabul.

An additional field visit in March will lead to the following outcomes:

Identification of Key Contacts

Meetings with local officials, major donors and NGOs
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Identification of key personnel, collaborating partners and survey sites

(see next section for criteria for selection of field sites and NGO partners)

· INGO/LNGO partners

· Co-ordinating bodies

· Collaborative Enquiry Group

· Local researchers

3.2
PHASE TWO: FIELD WORK
(For detailed work plan for phases 2 and 3 of the research see appendix)

3.2.1
Community Surveys
Community survey site selection

There is a tension when selecting fields sites, between identifying areas which are most pertinent in terms of the research themes and those which were most practicable in terms of security and logistics.  The final choice will inevitably be a compromise between the two sets of criteria.  

Our principle selection criteria are as follows;

· war-affected communities

· mixture of ethnic groups (between survey sites)

· contrasting social and geographical conditions between the sites

· existing or previous NGO activity

· preferably a range of different types of NGO activities

· NGO staff with good levels of contact with local communities and organisations

· reasonable access and security

· local authorities are amenable to the research

· possible to get access to and survey both men and women

The community surveys will take place in areas where the NGOs chosen for the in-depth agency based surveys are operational. The two surveys will therefore feed into one another and provide a composite picture of NGO and community responses to conflict

`
Preparatory work -- Background Data Collection
The national research officer, in collaboration with NGO staff will collect background data on the survey sites before commencing the community surveys.  The purpose of this exercise is to collect background information which will feed into and inform the subsequent community surveys.  The key outputs will include:

· an overview report of the key relief and development programmes in the district

· a data base of the key agencies and contacts

· a bibliography of relevant literature and reports on the district

· background information on community survey sites

Key Themes and Questions for the Community Surveys
(a) Contextual impacts of conflict:

· critical thresholds and phases of the conflict

· perceptions and understanding of conflict

· impacts on resources, family ties (extended family etc), social capital

· impact on local institutions

· movement of local people

· access and rights to services eg. education and health

· entitlements and livelihoods

(b) Community responses: 
· civil society and social capital constituencies, divisions, institutions
· social fabric (social networks) and sources of social energy

· local coping mechanisms
· perceptions and role of religion and ethnic identity
· changes in gender roles, responsibilities and power relations
· building networks with other communities
· constituencies and capacities for stability and peace-building for supporting national and local peace processes. Role of  indigenous institutions as positive or negative factors the process of peacebuilding from below.
· accessing local non-violent conflict resolution mechanisms
· dealing with reintegration and rehabilitation of IDPs, refugees, and ex-combatants.

· dissagregation of communities - increasing vulnerability of marginalised and minority and those at risk

· militarisation of communities - relations with warring parties

· what makes people feel powerful, and (in mixed communities) what common values are held?

·  vision of the future

(c)  External interventions 

· type of intervention - emergency relief, development, peacebuilding.

· impacts of NGO intervention - on coping mechanisms, peace, conflict

· impact on vulnerable groups

· reaction from government/local authorities

· levels of community involvement/participation - cross-cutting programmes

· perceptions of outsiders / relationships by the community. Has their presence made things better or worse?
· what is the quality of the NGO’s relationships with local communities?
Methodology
The community surveys will follow a one week cycle and two separate communities will be surveyed in the same area one after the other. The cycle will run as follows:

Phase 1:

2 day orientation for survey teams

Phase 2:

Community one



2 day PRA survey




3 day focused surveys




1 day review

Phase 3:

Community two




2 day PRA survey




3 day focused surveys




2 days analysis and review

A.
Survey Orientation and Training  (2 days)
A  pre-survey training workshop will be held with the purpose of:

· familiarisation of research objectives and management structure

· ensuring a common  methodology

· team building and training in record keeping
· refreshing and updating research techniques

· negotiating terms of engagement

B.
Open-ended PRA survey (2 days)

The first stage of the research is broadly to gather information about how communities have been affected by and responded to conflict.  It is our intention to start with more open ended activities and then focus down to more specific question about NGO interventions in the third part of the survey.

A combination of methods will be used including, PRA tools (historical timelines, well being rankings, institutional mapping, resource mapping, conflict mapping) in addition to focus group interviews and individual narratives.  It is hoped that these methods will enable us to develop a picture of community understandings and perceptions of the conflict, how the situation has changed for them and how different groups within the community have been differentially affected by the conflict.

.

C.
Focused Survey (3 days)

After one to two days of reflection and assimulation of the  PRA data, a second research phase will be conducted, this time using more focused, survey tools. This would include questionnaires, semi-structured interviews and participant observation.  The PRA should have provided sufficient information to develop more focused research tools to explore in greater depth community coping strategies and the impact of NGO interventions.

D.
Analysis and write up (2 days)

The teams will then spend two days together writing up and analysing the results of the surveys.

The community survey teams will be linked to the wider research  project through:

· Dissemination Workshops

· Briefings and Seminars with CPE Research Team Members

· Collaborative Enquiry Group

· Local Research Fellow

· Access to papers and documentation from the wider international research programme

Discussion points

· We are aware that the community surveys are probably the most sensitive and difficult part of the research project, and have several potential dangers. One is their potential to raise community expectations over possible outcomes of such attention. Such research may also distort existing NGO-community  relationships. Finally, in Taliban areas in particular, getting access to women is likely to be difficult and needs to be handled very sensitively.

· There are also important ethical implications to this aspect of the research, especially in that it must not endanger the communities and individuals within the community. It will be stressed that the individual identity of those who agree to participate will not be used or publicised, or made available, and that all reporting will be in the ‘third person’, or on a collective basis. 

· We have also emphasised to NGOs that we wish to work with communities who the agency has an existing relationship with so that the research could become part of their normal programming. 

· We will attempt to build on previous experience and work already carried out in this area such as the PRA work and community surveys conducted by a number of NGOs.. 

· It is assumed that people will be hesitant (and perhaps afraid) to discuss questions relating to the conflict and the role of intervenors. This is one of the reasons why the initial research phase is open-ended and non-threatening.

· An important challenge is to operationalise and measure concepts like social capital. Anecdotal evidence suggests that, some ethnic groups such as the Hazaras may have higher levels of higher levels of social capital than before the war, and also that social capital between ethnic groups has been undermined.  However measuring and comparing this may be problematic.
3.2.2
In depth Agency Studies
A.
Selection of NGOs; who are we surveying?
Three NGOs will be  selected for in-depth surveys.  They will be selected to give us a representative sample of the different types and modalities of interventions in conflict, as shown in the following matrix:

Table 1: Types and modalities of interventions

Emergency relief/welfare
Community Development
Protection
Conflict resolution/ peace building

Direct Intervention







Capacity building





Advocacy







We will be looking at both international and local NGOs and are particularly interested in exploring the partnership relations between local and international agencies in conflict. 

B.
Key themes and questions: what are we looking for?
A Conceptual Framework

The following represents a conceptual framework for understanding and analysing NGOs. We have chosen this framework because it breaks down organisations into the their constituent parts, while showing that these parts are very much inter-linked.  We will not be adopting a static, closed-system,  functionalist perspective towards organisations.  Our framework is built on the assumption that organisations are dynamic, open-systems, that have to constantly interact with and adapt to the external environment.  Although, the agency surveys are very much “snap shots” an attempt will be made to trace the history and development of these organisations and locate them within the broader Afghan context.






· Context: the environment in which NGOs operate - at the international, national and local level. Most of the contextual information will be collected through a combination of the macro survey and community surveys.  The purpose of the agency studies is look in some detail at how particular NGOs have organised themselves and responded to this changing context.

· Organisation: an NGO’s internal environment; organisational background and historical development; institutional culture and values; organisational structures and systems.

· External relations: stakeholder relations; linkages with local and national power holders including , political parties, government structures etc.; relations with donors; relations with local communities and constituencies

· Programmes: an NGO’s external activities: programmes, projects and activities: range or mix of responses

Key Questions
Internal Organisation

Key Question:

What kind of internal organisational capacities are required to work effectively in and on conflict?


History/organisational culture
· why and how was the organisation formed?
· how has it changed and developed, what have been the key phases in its development?
· what stage is the organisation in its life cycle?
· what is the organisational culture and how has it changed?
Mission/strategy/positioning

· is there a clearly stated and commonly understood mission?
· is their mission humanitarian/social justice/peace building?
· how is their mission articulated to their stakeholders?
· do they have and adhere to any codes of conduct or operating principles?
· how is policy and strategy generated and implemented?
· on what basis do they intervene in, or withdraw from, a country in conflict?
· how do they position themselves in relation to the various parties in the conflict?
· to what extent do they maintain a level of independence/room for manoeuvre?
Governance, structures and systems
· how are decisions made?
· what structures and systems are there in place for ensuring accountability?  
· to whom are they accountable?
· what kind of internal structures and systems are there in place and are they commonly understood and supported?
· is their a commonly understood and adhered to security policy?
· how centralised or decentralised is decision making?
· how flexible and adaptable are the structures and systems?
Resources
· what financial, physical and human resources do they have?
· what is the overall quality of these resources? eg. high quality funding which has low conditionality and is long term; staff who are experienced, trained and motivated, physical assets etc.
· how quick is the turn over of staff within the organisation?
· how much is invested in human resource development of staff? -- recruitment, orientation, training, appraisal, debriefing etc.
Management
· what are the organisation’s underlying management principles?
· how much authority is delegated to field staff?
· what kind of support do field staff receive from the main office?
· how hierarchical or participatory is the management style?
Conflict analysis and organisational learning
· what is the organisation’s understanding of the conflict?
· do they regularly assess the situation and predict possible scenarios?
· how does conflict analysis inform the organisation and affect organisational behaviour?
· what mechanisms are there to ensure ongoing organisational learning?
· are lessons documented and fed back into the policy process?
· how much time and resources are invested in learning?
Linkages and Relationships

Key Questions:
What kinds of relationships do NGOs need to cultivate to remain operational and be effective to work in and on conflict?

How can NGOs manage and negotiate multiple relationships and multiple accountabilities in conflict?


Government

· what is the frequency and quality of contacts with the government?
· how proactive is the organisation in influencing and lobbying government?
· what opportunities are there to influence government policy with regard to aid and peacebuilding and are these exploited?
NGOs
· to what extent does the organisation share information and co-ordinate with other NGOs?
· how  proactive is the organisation in trying to influence and take a lead role in relation to other NGOs?
Donors
· does the NGO have diverse sources of funding or is reliant on only one or two sources?
· what is the quality of its key donor relationships?
· what has been the impact of donor policies on NGO programming and its ability to operate effectively in conflict?
· to what extent does the NGO try to influence donor policy in relation to the conflict?
· does the organisation make clear its mission and position in relation to the conflict to donors?
Beneficiaries/communities
· what is the quality of the NGO’s relationships with local communities?
· to what extent are beneficiaries involved in the needs assessment, planning, implementation and evaluation of NGO programmes?
· what is the level of NGO analysis and understanding of local communities?
Other Linkages
· what other important links does the NGO have? eg. media, private sector organisations, civil society groups.
Programmes

Key Questions:
To what extent can NGOs deliver emergency relief effectively, so as to avoid fuelling conflict or undermining development?

Is there evidence that NGOs, at certain stages of the conflict have played a significant peace building role?

If so, why were they successful and which kinds of NGOs have a comparative advantage in this area?


Targeting/aid delivery

· to what extent are interventions targeted on the most needy?
· to what extent is targeting informed by conflict and gender analysis? 
· what is the level of beneficiary involvement in the targeting and implementation of programmes?
· to what extent has aid delivery either fuelled or helped mitigate conflict?
Cost effectiveness
· how cost effective have been NGO programmes been?
· are their alternative channels for aid deliver eg. are their private sector organisations delivering aid in a more cost effective way?
Programme Focus

· what is the range and mix of activities that the NGO’s involved in? eg. relief, community development, protection, conflict resolution.
· are activities in line with the NGOs stated mission, values and strategy?
· is the focus on direct delivery, capacity building or advocacy?
· how well does the organisation manage trade-offs between for example quick impact versus sustainability
Monitoring and evaluation
· how is programme effectiveness and impact monitored and evaluated?
· are potential peacebuilding impacts monitored or assessed?
· what systems are there in place to ensure timely and relevant information?
· to what extent are beneficiaries involved in the process?
Impact on conflict
· have NGOs fuelled or mitigated conflict, or has it been more of a holding operation?
· have there been opportunities to exploit critical thresholds and stabilising points to build peace?
· what has been the impact on local coping strategies, networks and institutions?
· what has been the impact on gender relations?
· what is the long-term sustainability of programme interventions?
· has the programme had any unexpected positive or negative impacts?
“Peace Auditing”
Conflict resolution and peacebuilding activities are notoriously difficult areas to assess
.  However, an avenue to be explored is the development  of  “peace auditing”  methodologies to assess the outcomes of  NGO activities in terms of peacebuilding impacts.  This will entail a close analysis of NGOs’ performance viewed through a peacebuilding lens.  A peace audit would aim to assess the ‘peace-ability’ of NGOs. By this we mean the identification of generic organisational capacities in NGOs that may not necessarily bring peace but raise the probability of peace.  A peace audit might include a multiple stakeholder analysis which looks at questions around:

· NGO identity and values: what is the NGOs understanding of peace and how does this compare with primary stakeholders’ perceptions?  Does it believe in pacifism,   social justice or “just wars”?  Does it hold and operationalise a concept of neutrality, impartiality or solidarity?  Does the organisation have an ethical position or “organisational conscience”

· NGO relationships and linkages: the nature and quality of linkages with stakeholders; how organisational identity and values are explained and transmitted to stakeholders; how the NGO positions itself in relation to its various constituencies; how NGOs manage conflicting pressures and demands; the extent to which they are reactive or proactive in influencing stakeholders

· NGO programmes: to what extent are endowments of “peace capital” accrued or undermined by NGO activities?; which types of activities at which time and in which particular context have had a positive or negative impact?; how have NGOs effected the political, moral and emotional economies of war?

The community surveys and NGO surveys will both feed into the peace audit by providing a view from the community level and a view from the NGO.  It is likely that there will be some discordance between these two perspectives and there is a need for some externally generated indicators.  The table below offers a starting point for developing indicators for assessing the impact of NGO interventions on local conflict
.  Our underlying assumption is that NGOs can broadly have three types of impacts:

1. They exacerbate conflict (fuelling)

2. They have neither a direct positive or negative impact but help maintain “civic space” (holding operation)
3. They help ameliorate conflict and build peace (peacebuilding)

The impact of NGO interventions on conflict
PRIVATE 

PHYSICAL
SOCIAL
ATTITUDINAL
POLITICAL

FUELING CONFLICT
- Direct payments into the war economy eg. paying armed guards

- High wastage levels eg. in Afghanistan 40% wastage accepted by donors (Nicholds and Borton, 1992)

- Inputs not distributed equally -- fuels tension between different groups

- Provision of aid frees other resources for military use
- Social structures undermined eg. ration system which takes responsibility away from traditional structures

- Gender needs ignored and male-dominated structures reinforced
- Beneficiaries as passive recipients – reinforces dependency syndrome

- Assumption of neutrality – of "keeping a distance"
- Aid as a substitute for political action

- Reinforcement of unrepresentative political structures

- Human rights/protection issues avoided as "too political"

HOLDING  OPERATION
- Focus on immediate physical needs but with a view to meeting strategic needs eg. water and sanitation programme in Kabul (Leslie, 1995) out of which community-based management groups developed

- Search for available "spaces" to intervene

eg. support of spontaneous markets in Afghanistan

- Avoidance of high profile interventions and "lumpy assets" --low profile, low-tech., low-risk and portable assets

- Provide inputs like training and education that can be utilized after the war eg. education programmes for Afghan refugee women
- Support existing reciprocity networks

- Capacity building with a "limited" focus eg. community groups in Kabul developed for a project-limited task – though their role may broaden if the available space for civic action expands

- Support traditional community groups that are still functioning

- Create space for civic participation within a non-political, non-confrontational context eg. in Sri Lanka support to refugee camp committees


- Provision of opportunities to build confidence and self-esteem  

- Having an operational presence and playing a witness role

- Support for women as the guardians of family and culture
- Selective collaboration with power-holders to  gain access to and promote the needs of the vulnerable. 

- Support civil society leaders

- Liaison between communities and external providers

- Utilise strategic spaces to gain influence on specific issues eg. in Sri Lanka lobbying the government to ensure delivery of food rations to the displaced

- Provision of information on the conflict 

PEACE BUILDING
- Development of alternative livelihoods -- alternatives to the war economy

- Promotion of productive capacities

- Protection and strengthening of production and trade networks

- Resources targeted equally and fairly

- Strengthen  existing coping mechanisms eg. Sri Lankan Tamil farmers' retreat into traditional food production activities
- Support for and networking between civic organisations eg. village committees, mosque or temple societies 

- Reinforcement of women's entitlements and rights 

- Renegotiation of women's roles and gender relations

- Seek out and supporting leaders with moral and spiritual authority 

- Develop "peace constituencies" eg. women's groups who can bridge the divisions between warring parties

- Support indigenous conflict management structures eg. Afghan councils of elders or "shuras"
- Confidence building eg. bringing together different ethnic groups under the same programmatic umbrella  

-- Meet psycho-social needs --

"demilitarizing the mind" 

- Showing solidarity and providing moral support
- Bargaining structures between state and civil society -- acting as intermediaries/a bridging mechanism

- Mediation between the warring parties 

- Advocacy and human rights

- Support of civic/religious organisations which can exercise restraint on the existing leadership

- Support mechanisms which generate area-based consensus eg. support meetings of elders 

- Encourage mechanisms which ensure minority voices are heard in the public decision making arena

C.
The Process: How are we going to do it?

A combination of the following methods will be used to construct the agency profile:

· Key informants will be identified from among staff with executive responsibility and policy and programme experience.  Through a number of structured and semi-structured interviews, the major policy and programme issues will be analysed. 

· Information from the key informants will be complemented with data derived from focus group discussions, power-ranking exercises and other PRA methods with a cross-section of staff.

· Access will be requested to internal papers, reviews, documents, workshops etc. produced by the agency.

Staff will be interviewed at all levels of the organisation.  The table below summarises the types of methods that will be used and the staff to be involved. It is envisaged that the researcher will require a minimum of one week with the organisation in the field (this will be done during the community surveys) and a further week in the in-country main office. An additional one to three days will be required at the international agency’s headquarters.
NGO staff
Methods

Head Quarters

Regional co-ordinator

Country desk officer

Emergencies desk


Archival survey

Individual semi-structured interviews

In-country Main Office

Country director

Programme Manager & senior staff


Archival study
Individual interviews

Observation

Focus groups discussions

Participatory organisational assessment (POA)



Field Office

Head of field office

Project officers


Individual interviews

Observation

Field officer tracking

Project visits

POA exercises (including conflict mapping, organisational timelines, SWOT analysis)



Information about local power-holders, community groups and agency beneficiaries will also be collected through a combination of participant observation, conventional interviewing and PRA techniques. These methods will enable the researcher and counterparts to gather a wide range of data about the organisational life and behaviour of an agency operating in a conflict zone. 

The survey will necessitate a period of familiarisation which will then enable the researcher to sit in the NGOs’ offices and observe/participate in their activities. It is recognised that in a highly politicised and conflictual environment this kind of work requires great sensitivity. Each agency will select a counterpart from within their organisation to work alongside the researcher in collecting and analysing the data.  This will help give the agencies a sense of ownership over the research project while also helping develop in-house skills and capacities. The counterpart and researcher will work collaboratively to build up an organisational profile of each agency and to analyse NGO performance from a peacebuilding perspective.

Some notes on the agency survey research methods:

Semi-structured interviews: individual interviews with NGO staff or stakeholders.  We also intend to interview, where possible (at least in the case of the international NGOs), previous NGO staff, in an attempt to capture the history and development of the organisation.  The above NGO framework will be used but the emphasis will change according to who is interviewed eg. an interview with a Country Director will have a greater emphasis on policy, donor relationships, institutional learning, while with a Project officer more emphasis will be placed on targeting, relationships with community members, monitoring and evaluation etc.

Focus group interviews: interviews with groups of NGO staff or NGO stakeholders eg. with senior NGO staff to discuss NGO policy and strategy or with project officers to discuss strengths and weaknesses of their projects.

Field Officer Tracking: spending a day or half a day with a field officer observing them in the field to gain an understanding of their projects and their interactions with the local community.

Field Visit: the focus is much broader than field office tracking, with the intention being to interact with community members who are both beneficiaries and non-beneficiaries.

Observation: acting as a “fly on the wall” in the field office or head office to observe how “things are done”

PRA exercises: a variety of participatory exercises will be conducted with NGO staff which will include; historical timelines, power ranking, visual image of the organisation, stakeholder analysis, SWOT analysis

Participatory organisational assessment: a participatory exercise involving an NGO’s various stakeholders in an assessment of it’s ability to fulfil its role and mission.  It draws upon some of the ideas from social auditing, involving a multiple stakeholder assessment.  Performance criteria and indicators are collectively generated and the organisation is assessed on this basis.  We do not envisage a full blown POA exercise but will select certain aspects of it to compare different stakeholders perceptions of NGO capacity and performance.

Archival survey: an extensive trawl through the agency’s archives and files is envisaged at both the HQ and field office level. This will again help capture the history and development of the organisation.  Through an analysis of the “grey literature”, we hope to identify key phases, critical moments and the emergent policies of the NGO.



D.
Outputs: what will be the outcome?
For each case study an organisational profile will be developed, using the framework presented above. The development of peace auditing methods will lead to a more detailed analysis of NGO performance from a peacebuilding perspective.  NGO projects of particular interest from a peacebuilding viewpoint (with negative or positive lessons
) will be written up as supplementary case studies.

Based on the collective learning from the three case studies an organisational assessment framework will be developed which will:

· provide information on the extent to which different types of NGOs can contribute to conflict prevention, mitigation and resolution

· identify in which areas different organisations or types of organisations have a comparative advantage

· pinpoint areas in which NGOs need to develop their capacity to have an enhanced impact on conflict prevention, mitigation and resolution.

In addition, based on case studies from Afghanistan and the other countries in this study, a practitioners source book will be developed containing illustrative examples of good practice and innovative programming in conflict.

E.
Discussion Points

The following points have been raised during the development of the methodology for the agency surveys.  They are not necessarily issues that can be resolved or have an easy answer. However they need to be born in mind and, where possible, addressed during the course of the research:

· Because of the qualitative nature of the research we have broadly followed an interpretative evaluative approach.  Questions around NGO performance and capacity are difficult to validate in any strict objective sense and developing criteria for success is a contentious issue.  A major challenge is likely to be learning to cope with and synthesise the competing voices in the project.  This is why an initial attempt has been made to develop a structured framework and some preliminary indicators.

· Terms of entry are vital ie. if the organisation is not interested or feels that it is being evaluated, then it is unlikely that meaningful results will be derived from the research.  It is important that the agencies perceive the research as something of intrinsic value for themselves and their own organisational learning. 

· Even when the NGO is committed, time is still likely to be in short supply. Where possible, the researchers will focus on getting quick and dirty information which keep staff time commitments to a minimum. 

· Many organisational assessment tools tend to be quite technocratic and formulaic.  There is a need to develop tools which can capture the more intangible factors such as organisational history, culture and context.

· Organisational history has clearly been a major factor in defining the identify and strategies of NGOs in conflict.  A major challenge is to accurately chart and explain the trajectories of the different agencies when staff turnover is so rapid and the level of documentation often patchy.

· There will be an inevitable tension between working in partnership with agencies while maintaining enough distance to be objective. This is something to be handled with sensitivity, however the bottom line is that all reports have to be seen by the agency themselves before going to a wider audience.

3.2.3
Macro Survey
The macro study will be built up from the findings of the community and agency surveys and supplemented by the two briefing papers.  The survey will attempt to make connections between processes and events at the micro level and the wider international discourse on humanitarian aid and conflict. The survey will involve the following:

Local Authorities
Where feasible, interviews will be conducted with local authorities in Afghanistan.  The purpose of these interviews will be to build up a picture of attitudes and policies towards aid agencies, and how this has had an impact on NGO practice on the ground.  An attempt will be made to capture the historical changes in relationships between national and local power-holders and NGOs.
Donor Agencies and  International Organisations 

This survey will map and trace general trends in policy and practice of major aid donors to Afghanistan - governmental, UN agencies and other international organisations - in the areas of emergency relief, sustainable development and peacebuilding.

In addition to key informant interviews, the macro survey will include:

· a postal questionnaire to be sent to all NGOs

· a desktop review of NGOs (see appendix).

The National Research Consultant will provide advice on the development of the macro survey, assist in conducting the desktop survey, while also feeding into the design of the community and agency surveys.

Discussion Points

· It  is important that the macro survey links into and is informed by the other two surveys.  Again there is a danger that it will develop as a discrete, independent activity.  The National Research Consultant will assist in making the necessary links between the three surveys.
3.3
PHASE THREE - DISSEMINATION & WRITE UP

3.3.1
Dissemination Workshops 

Workshops for the presentation of research findings and feedback will be held in Afghanistan and Pakistan. There will be Afghan participation in an international conference to be held after the research has been completed in London.

3.3.2
Analysis and Write up of Findings
Analysis of findings will be continuous during the time span of the research programme. Various publications, some to be co-authored, specific to the Afghan case study are envisaged. These will include briefing papers, reports, journal articles, and monographs.

APPENDIX ONE
Work plan for Phases Two and Three

1998
Afghanistan


U.K

January



Preparation of methodology and briefing papers

February



Preparation of briefing papers 

March


Preparatory field trip 


April
Preparation for field work

Initiate macro survey




May
Community survey 1/Agency surveys

Complete macro survey




June


Community survey 1/Agency surveys
Write up community survey case studies & agency studies

July





August


Preparation for field work


September


Community survey 2/Agency surveys


October


Community survey 2/Agency surveys




November



Write up community survey case studies & agency studies



December



Complete draft report

1999
January



Manchester

NGO

Conference

February


Dissemination workshops




March





April



Complete final research report

APPENDIX TWO

Summary of key research questions and themes
1.
Impact of NGOs on the dynamics of conflict

Key questions: 

· what have been the underlying causes, dynamics and phases of the conflicts?

· do NGO interventions have an impact on the local dynamics of conflict and if so what kind of impact?

· to what extent are NGO interventions informed by an analysis and understanding of conflict?

· what are the local coping mechanisms employed by communities affected by conflict?

· what impact do NGO interventions have on community coping mechanisms

· how can relief and/or development interventions be implemented in such a way that they do not fuel conflict?

Thematic issues: 

Understanding conflict: understanding of the causality and dynamics of conflict; typologies of conflicts; critical thresholds and stabilising points; community perceptions and understanding of violent conflict

Understanding communities: capacities, vulnerabilities and coping strategies; social capital; entitlements and resource endowments; institutional mapping; local leadership; caste, ethnicity, identity

Impacts of conflict: livelihoods; entitlements; social capital; psycho-social/trauma

Gender: differential gender impact at domestic and community levels; concepts of masculinity and femininity

NGO interventions: assessing impacts; typologies of interventions; preparedness and mitigation; relief, development and sustainable peace building; gender planning

Methods:


· Agency based surveys

· Community surveys

· Literature review

· Key informant interviews

Outputs:


· Community survey, agency-based survey reports and case studies which highlight the positive and negative impacts on NGO interventions on violent conflict at the community level

· Background briefing papers which draws connections between community level conflict and the macro level processes fuelling the wider conflict.

2.
Opportunities for peace building

Key Questions
· What are the opportunities for peace building interventions for NGOs working in conflict situations?
· Is this a realistic role for NGOs to take on in CPEs
· At what stages and at what levels of the conflict should NGOs intervene?
· What types of interventions can contribute to peace building through developing social capital?
· Which types of organisations have a comparative advantage in which particular aspects of peacebuilding?
· How can interventions be better co-ordinated to reinforce and complement one another?
Thematic issues: 

Intervention options for NGOs: direct intervention, capacity building, advocacy; typology of intervention; intervention framework; complementarity and contingency

Understanding and operationalising peacebuilding: defining peacebuliding; conflict prevention, mitigation, management and resolution; developing local capacities for peace; building social capital; institutional development; strategies and programming for peace building

Assessing impact: indicators and criteria for assessing impact; monitoring and evaluation systems

Organisational capacities for peacebuilding:  management structures; managing resources; conflict analysis and information systems; human resource development; “skilling up”

Comparative advantage: organisational types; specific capacities for pecebuilding; division of labour; coordination and complementarity

Methods:


· NGO sector survey

· Agency-based surveys

Ouputs:  

· Case studies

· NGO organisational assessment (OA) framework which assesses NGOs’ capacities to build peace in conflict situations

· Guidelines for best practice so that NGO policies are more conflict sensitive and can support peace building activities through developing social capital.

· NGO practitioners source book  to develop practical skills and capacities for working in and on conflict.

3.
Implications for good practice and policy

Key Questions:
· What has been the impact of donor policies on the capacity of NGOs to operate effectively in conflict?

· Which types of policy interventions have general applications and which are specific to a particular context or stages in a conflict?

· What kinds of NGO activities should be supported to promote peacebuilding and at which stages in a conflict?

· Which kinds of organisations should be supported and for which activities?

· What kind of support should be provided and what time frame should be applied?

· How can policy interventions encourage better complementarity and co-ordination?

· What are the key elements of good NGO practice for peacebuilding in conflict?

Thematic issues: 

Donor policy: timeframes; funding; disbursement procedures; conceptualisation of relief-rehab-development-peacebuilding; institutional implications
NGO policy: NGO co-ordination; strategic planning; NGO-donor relations

Methods:

· Survey of donor policies and practices

· Case studies of the impacts of specific donor interventions on agency capacities and local capacities for peace

Outputs: 

· Recommendations for how planers, policy makers and practitioners can incorporate conflict analysis and peacebuilding components into their programmes

· Policy framework which sets out the policy choices and options for donors and agencies working in CPEs

· Recommendations on the content, sequencing and coordination of policy in CPEs

APPENDIX THREE

NATIONAL RESEARCH CONSULTANT - SUMMARY JOB DESCRIPTION


JOB PURPOSE

To prepare a background briefing paper which will contribute to the macro survey of the overall research programme.

KEY DUTIES
· Interview key donors and NGOs

· Prepare a bibliography of the key official and “grey” literature on humanitarian aid and the Afghan conflict

· Write an overview briefing paper on humanitarian aid and the Afghan conflict

· Attend collaborative enquiry group meetings

· Provide advice and input on the overall research programme at it progresses

· Liaise, when required, with other researchers in the 

REQUIREMENTS

· Good analytical and writing skills

· Good English and computer skills

· Experience with and understanding of NGOs

· Proven research experience and track record

· Post graduate qualification

OUTPUTS

· Overview briefing paper

· Bibliography

TIME PERIOD

4  weeks
APPENDIX FOUR

NATIONAL RESEARCH OFFICER - SUMMARY JOB DESCRIPTION

JOB PURPOSE

To provide ongoing support to the research programme and to be the main point of contact when the international researcher is out of the region. 

KEY DUTIES

· make logistical arrangements in preparation for the field surveys
· liaise with agencies and individuals involved in the research
· assist in conducting the field surveys
· assist in the dissemination activities
KEY REQUIREMENTS
· good English & Dari/Pashto
· analytical skills
· experience and understanding of NGOs
· personal initiative
· willingness to travel in Afghanistan
TIME

3 months

APPENDIX FIVE
COMMUNITY SURVEYS

PARTICIPATORY APPRAISALS

· Send out message - date, time, location

· Introduction

· Have you any questions about what we’re doing or why we’re doing this

1.  TIMELINE

1.1  What have been the big things that have happened in this village during this time? 

If little mention of conflict

What conflict events or peace events have been significant in this village?

2.  LIVELIHOODS

2.1  What are the major ways in which people make a living (LIST)

2.2   Which of these are the most important? RANKING


(SHOW OF HANDS)


(SCORING WITH SEEDS)

2.3  Is this ranking correct?

2.4   Is this ranking different, are the types of livelihood different from what things were in DATE/KEY EVENT


Add or remove categories


(SCORE WITH SEEDS AGAIN - only for older?)

3.  MAP OF VILLAGE

Rough boundaries, houses, main buildings, natural resources

3.1  Are there places on the map that you can’t visit now that you used to be able to visit?

3.2   Are there faraway places that you can’t visit now that you used to be able to visit?

3.3   Are there places you can visit now that you could not visit a few years ago?

 DIVIDE INTO 2 SUB-GROUPS   (or more)

4.  INSTITUTIONS

4.1    Group 1

4.1.1  What are the main organisations, associations, groups in this village?

          What do they do?

          Who are members?

          (CHART/MATRIX)

4.1.2  How is this list different than it would have been X years ago? Which organisations are new - which have closed down - which have changed?

4.2  Group 2

4.2.1 What are the main organisations, groups, institutions that people in this village use or that affect your lives outside of the village?


(CHAPATI DIAGRAM - size of circle




             distance from village





thickness of line )

4.2.2  How is this diagram different than it would have been X years ago? Which organisations are new - which have closed down - which have changed?

GROUPS 1 & 2 MEET AS A SINGLE GROUP TO COMMENT ON EACH OTHERS DISCUSSIONS


5.  PROBLEMS

5.1  What are the main problems that people in this village face? (COLUMN OF PROBLEMS)

      In what way do these problems effect you - what specific difficulties

5.2  Is this different from the way it would have been in year X.

6.  CONFLICT/PEACE

A further question about conflict and peace if it has not been raised enough in Q.5

BREAK UP INTO SMALL GROUPS - ONE FOR EACH MAIN PROBLEM

7.  SOLUTIONS

7.1  What causes the problem?  (LIST)

7.2   What possible solutions are there for each problem? (LIST)

REPORT BACK TO FULL GROUP

8.  NGOs

Question about NGOs if 1-7 have not discussed them

THANK YOU, FAREWELLS

HOUSEHOLD SEMI-STRUCTURED INTERVIEWS (AND FOCUS GROUPS, where appropriate)

- protocols for interviewers

- guidelines on household selection

- introductory blurb for interviewers

1. BACKGROUND

1.1 How many people live in this household ?

1.2 What gender and age are they ?

1.3 Relationship of members to head of household ?

1.4 Mini family history and mobility

1.5 Family time-line

2. LIVELIHOODS

2.1 What are the main economic/educational activities of household members at present, by individual ?

2.2 What assets/resources does the household have access to at present ?

2.3 Are there any other ways that household makes its living at present - help from extended family, govt., or NGOs ?

3. NETWORKS AND LOCAL ORGANISATIONS

3.1 What local organisations or informal networks do household members take part in to help their economic activities ?

3.2 What local organisations or informal networks do household members take part in for social services or other social purposes - health, education, religion, recreation ?

3.3 In what ways have these organisations and networks changed since five years ago ? Which are new and which have closed down ?

3.4 What are the best things about these networks and village organisations ?

3.5 What are the worst things about them ?

3.6 In what ways have your household’s relationships with other households and other (ethnic, religious) groups changed in the last five years ?

4. EXTERNAL ORGANISATIONS AND NETWORKS

4.1 What external (beyond the village) organisations or networks (i) provide your household with goods or services ? (ii) is the household a member of ?

(name and brief description - private, state, civic ? indigenous, endogenous ? leadership?)

4.2 In what ways have these organisations and networks changed since five years ago ? Which are new and which have closed down ?

4.3 What organisations, networks or groups help provide the household with security, safety etc. ?

4.4 In what ways have these changed since 5 years ago ? Which new, which closed down?

4.5 Do you have meetings, talk to, do business with, have recreation with people from other groups (ethnic, religious, faction etc.) ?

5. CAUSES OF DISAGREEMENT/AGREEMENT

(Assuming a rapport is established, and no spectators around)

5.1 At the present time, is your household involved in any disputes, with other households in village or beyond, or with any groups or organisations ? (details) 

5.2 Has this happened in the last five years ? (details including source of problem) 

5.3 How did you attempt to resolve this/these disputes ? (institutions, leaders etc.)

Or, if no disputes, how do people in the village normally solve their disputes ? (then and now)

5.4 Are the number of disputes or disagreements that people have in the village getting bigger or smaller ? (details)

5.5 What could be done to reduce the number of disputes ? Who should/could do this ?

5.6 Has anyone in this household, including people who may since have died, experienced violence directly ? 

6. NGOs

(careful interpretation of the term) (Assuming that information on them has not yet come out)

6.1 Do you know any NGOs ? Have they done anything for the household ? Or for the village?

6.2 Which NGOs are good ? Why ?

6.3 Which NGOs are not very good ? Why ?

6.4 What should NGOs be doing to help people in this household and village ?

6.5 Why do you think they are not doing this (if they are not) ?

6.6 Further questions on NGOs.

APPENDIX SIX

Macro survey desktop study

The purpose of the review is to provide us with a “state of the art” understanding of what is known about NGO interventions and impacts in the case study country and allow us to place our case studies in comparative perspective. This part of the work is “quick and dirty” but should ensure that we are able to build on what is already known and should aid generalisation ( or allow us to explain exactly why generalisation is not feasible ).It will probably have a bit of a mechanical feel to it  and be more like a consultancy report than most of what we are producing. It should feed into Briefing Paper Two in the Sri Lankan case study.

A. Sources

An active search by principal researchers and senior research officer to get/borrow documents from donors, NGOs and others about NGO humanitarian activities and their results/impacts/outcomes. We must respect the confidentiality of our sources in all cases. This may mean that in some cases we do not name the NGO concerned but describe it as INGO X or  National NGO Z etc. 

· Donor overviews of NGO interventions

· Donor evaluations, monitoring reports, annual/mid-term reviews of NGO humanitarian projects

· NGO annual reviews of plans, monitoring and evaluation documents, reports to donors/government

B. Framework
Information for each NGO ( or in some cases groups ofNGOs ) should  be collected in  a standard format or even on a photocopied form. Afterwards we might be able to summarise results in  a matrix.

· Name of NGO

· Type of NGO ( in terms of Table 1 of Working Paper 1 )

· Period document refers to

· Form of intervention (relief or welfare, community development, protection or conflict resolution or nature of the mix of forms)

· Brief description of intervention and role of key actors

· Main problems encountered

· Factors that facilitated the intervention

· Results/impacts of the activity - including comment if no attempt made to assess or if the situation is too complex for assessment

· Main lessons learned by the NGO or donor

· Full reference of the source and note on whether the source or NGO can be cited by name

· A short note summarising the document

· A comment on the reliability of the source

C. Desktop Study Report
Following the collection,  rapid reading of the documents and summary of findings an analytical review would be produced to the following outline.

· Introduction- how many NGOs are covered, period, etc

· Overview of what is known about results/impacts especially about any common patterns that emerge or identifying the main differences (including discussion of the infeasibilty of generalisation if that is the conclusion)

· Summary of the key problems that occurred

· Key lessons that emerge from the comparative review and whether they can be generalised.

· Questions that the agency and community studies should addresss

APPENDIX SEVEN 

Glossary of terms

Accountability:  Edwards and Hulme (1995) make a distinction between two types of accountability: functional and strategic. The first is accountability for the use of resources and their immediate impact. The second is accountability for how the NGO influences other organisations and the wider environment in the medium to longer term.

Complex political emergency: The term CPE is not a strict analytical tool but a broad category that is applied to describe many often dissimilar forms of conflict.  Some of their defining characteristics are: they are multi-dimensional, protracted crises, which often have a political causality.  Their “complexity” is partly derived from the widening range of options available to international agencies, and the multi-mandate nature of the response to CPEs. 

Development: is a long-term processes of change. Development involves a reordering of society brought about by fundamental changes in people, relationships and structures.  Unlike “pure” humanitarian relief interventions, development programmes often involve taking sides (a solidarity position) and are bound up with ideas of empowerment and  social justice.

Institution: “rules or norms of behaviour which are stable, accepted and collectively valued (Fowler, 1997).

Impartiality
: means upholding human values irrespective of the allegiance of those involved. It is built on the twin principles of non-discrimination of person and proportionality of need

Mission: an NGO’s role in society to help bring about its vision
Neutrality: “is the operational means to achieve humanitarian ideals.. neutrality is thus a pragmatic operational posture” (Slim, 1997;8)  To be neutral is to abstain from any act in a conflict situation that might be interpreted as furthering the interests of one party to the conflict

Organisation:  “purposeful, role-bound social units” (Fowler, 1997).

Organisational culture: individuals working within an organisation implicitly create a unique organisation in terms of their way of thinking, using language, beliefs in myths and symbols and ways of doing things. These become part of the natural life of an NGO and codefines its identity in addition to formal written statements about mission, vision etc.  This is the living culture of the NGO itself as distinct from the general culture of the society. (Fowler, 1997)
Organisational life cycles: some organisational theorists compare organisations to living organisms which go through several life cycles from birth, to maturity to death.  Charting where an organisation is in its life cycle can be a useful part of an organisational assessment and diagnostic exercise.
Organisational positioning: this is essentially about how and where third party organisations locate themselves in relation to the various actors in a conflict.  As Slim notes it is important that each organisation and each individual within that organisation has a strong sense of their position in relation to the violence around them. Neutrality, impartiality and solidarity are three commonly stated (and not necessarily mutually exclusive) positions taken by agencies working in conflict.  Perhaps more important than the position taken is the ability of an agency to be transparent in its position and in so doing preserve humanitarian principles (Slim)

Peace capital: we might hypothesise that rebuilding social capital in war zones contributes to a process of peacebuilding. In this sense, social capital, which involves the development of trust and reciprocity, is in essence a form peace capital.
Peacemaking: political, diplomatic and sometimes military interventions directed at bringing warring parties to agreement
Peace-keeping: and verification (of elections, of respect for human rights etc) and other 

techniques used to monitor compliance with agreements and foster mutual confidence.
Peacebuilding: which includes the promotion of institutional and socio-economic measures, at the local or national level, to address the underlying causes of conflict. Peacebuilding is often used rather broadly to mean any activity undertaken with the purpose of preventing, alleviating or resolving conflict.

“Peace building is the strategy which most directly tries to reverse the destructive processes that accompany violence.  This involves a shift away from the warriors, with whom peace-keepers are mainly concerned, to the attitudes and socio-economic circumstances of ordinary people. Therefore it tends to concentrate on the context of the conflict rather than on the issues which divide the parties.” (Ryan 1990:61, cited in Bush, 1995)
Preventative diplomacy: or conflict prevention
Relief: as the term “relief” implies, the provision of aid to alleviate suffering and respond to basic humanitarian needs such as food, water, shelter and clothing.  Some describe the impulse to provide relief as the “humanitarian imperative”, based on people’s primary human right to be able to meet their basic needs.

Social capital; “features of social organisation, such as networks, norms and trust, that facilitate co-ordination and co-operation for mutual benefit” (Putnam, 1993a).  Such norms and networks constitute endowments of capital for societies.  Conversely, where norms and networks of civic engagement are lacking, as is often the case in internal wars, the potential for collective action would appear to be limited.

Solidarity: this represents the stance of NGOs who wish to abandon both neutrality and impartiality. Solidarity involves taking sides and having a shared political goal.  It is often based on notions of human rights and social justice.

Third part & membership organisations:  third party organisations such as NGOs function on the behalf of others. Membership organisations such as trade unions or farmers associations work directly for the benefit of their members.

Vision: an NGO’s view of the “good society” based on shared values and belief

Context:


International


Historical


Politcal


Economic


        etc





   Organisation


      (“to be”)





  Linkages


  (“to relate”)








Programmes


  (“to do”)








� See for example Judith Large’s assessment of peacebuilding in the Former Yugoslavia (Large, J (1997) The War Next Door. A study of second-track intervention during the war in ex-Yugoslavia Hawthorn Press, Stoud, UK) and a recent evaluation of International Alert (Sorbo, G, M, Macrae, J & Wohlgemuth, L (1997) NGOs in Conflict - An Evaluation of International Alert Chr. Michelsen Institute, Norway).





� We are aware of the dangers of overstating NGO impacts on the dynamics of conflict.  We are not looking at how NGOs can single-handedly bring peace to Afghanistan, but aim to explore the kinds of impacts (positive, negative or neutral) NGOs can have at the different levels of the war economy.


� Our focus however will be where possible on examples of innovative and creative responses.  There are many ways in which NGOs can fail and we hope that more insight can be gained through an analysis of the few success stories.


� For a overview on the debate about prinicples of neutrality, impartiality and solidarity, see Slim, H (1997) Positioning Humanitarianism in War. Principles of Neutrality, Impartiality and Solidarity Development in Practice, November, 1997.
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