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PEACE-BUILDING IN AREAS OF CONFLICT

- WHAT CAN NGOs CONTRIBUTE?
The United Nations now classifies 55 countries as experiencing emergencies because of violent conflict.  Non-governmental organisations (NGOs) have long played a role in providing humanitarian relief in such situations but recently these NGOs have been encouraged to extend their activities into ‘developmental relief’ and peace-building.  This includes both national and international NGOs.  Researchers at the Institute for Development Policy and Management (IDPM) at the University of Manchester have studied the role of NGOs in peace-building in Afghanistan, Liberia and Sri Lanka.  Their work assesses the contribution of NGOs to peace-building and the ways in which NGOs, and the donors who support them, might strengthen that contribution.

NGO Achievements

The study attempted to assess the impacts of NGOs on peace and conflict.  It found that it was best to conceptualize NGO achievements in terms of their increasing or decreasing probabilities for peace, rather than as precise cause and effect relationships.  In the three countries studied it was evident that the influence of NGOs on the dynamics of peace and conflict was limited.  This should not be a surprise, given the small scale of NGO activity in comparison to the large scale social, economic and political forces that fuel conflict.

Residents in conflict zones had mixed views on the work of NGOs.  Fieldwork identified both negative impacts (providing warlords with additional resources in Afghanistan and encouraging ‘people farming’ for food aid in Liberia) and positive impacts (re-establishing positive cross-ethnic relations in parts of Afghanistan, integrating ex-combatants back into the economy in Liberia and developing a pro-peace constituency in Sri Lanka).  There was also evidence of NGOs learning, in institutional terms, from early mistakes in humanitarian work.

Improving NGO Performance

Prescribing how NGOs might improve their performance is difficult as there are many types of NGO (international, national and local) with different missions (humanitarian, developmental, conflict-resolving) operating in different contexts that change rapidly.  It was clear, however, that most NGOs needed to concentrate more on understanding the local dynamics of conflict and building on community coping strategies, rather than bypassing them.  Listening to those living in conflict zones - through focus groups or participatory methods - must be encouraged. Those NGOs that were most likely to make a contribution to ‘probabilities for peace’ were deeply embedded within their societies.  They also had numerous strategic linkages with other NGOs, governments, donors, the military and armed opposition groups that permitted them to conduct strategic analyses and exert some leverage over policy at the macro level.

Improving Donor Policy and Practice

Different donor agencies behaved very differently towards NGOs and changed their policies over time.  However, the researchers found that Sri Lanka provided a case of relatively ‘good practice’ by donors: they supported a wide range of Sri Lankan and international NGOs, gave some of them space to take risks and innovate and had not frequently changed policy.  Afghanistan represented relatively ‘poor practice’ (with the EU as a notable exception): donors imposed short timeframes on NGOs, were reluctant to help them develop institutional capacity and political conditionalities reduced the likelihood of NGOs contributing to peace in the future.

If donors wish to support NGOs more effectively then they will need to deepen their understanding of specific conflicts, strive towards more coordinated policy and focus on carrots (incentives for policy change by governments and local authorities) as much as sticks (aid conditionalities).  Rather than viewing their support for NGOs as discrete projects they could conceptualize an ‘NGO portfolio’ (or civil society portfolio) that includes more innovative and risky activities as well as the low risk/low opportunity activities that donors prefer.

Key recommendations include:

· NGOs should develop a greater senstivity to the dynamics of peace and conflict in the design, implementation, monitoring and evaluation of their activities.  This means being more mindful of both the potential for programmes to exacerbate violent conflict and the opportunities to support peace-building processes.

· NGOs working in conflict zones should apply ‘best practice’ from development contexts - listening to clients, social analysis and understanding the economic incentives of local economies

· NGOs should devote more resources to analysis, examine techniques such as ‘scenario-building’ as adjuncts to orthodox plans and seek to retain institutional memory by retaining key staff

· Donors should adopt longer timeframes, employ staff with detailed knowledge of local contexts, balance conditionalities with positive incentives for change and approach NGOs in terms of a ‘civil society portfolio’
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NGOs AND PEACE-BUILDING IN COMPLEX POLITICAL EMERGENCIES
1.
BACKGROUND AND OBJECTIVES


The dramatic increase in the scale of humanitarian assistance by the international community in recent years has largely been in response to an upsurge in “small wars” and ethnonationalist conflicts.  One of the principal characteristics of this humanitarian response has been an enhanced role for NGOs. The shape, scale and parameters of NGO involvement in efforts to provide humanitarian assistance and resolve violent conflict have changed profoundly over the 1990s. A traditional relief focus is increasingly rare as NGOs have been encouraged to think beyond relief and to reconceptualize their programmes in terms of long-term development and peace-building.  However, the evidence that NGOs can play a role in preventing, mitigating or resolving violent conflict is limited.  Donor policy and NGO practice in the area of conflict prevention and peace-building, is often based on ideological inclination or wishful thinking, rather than on hard evidence that NGOs can a have a positive impact on the dynamics of violent conflict.

This research project addressed the need for more rigorous studies of NGO performance in the area of peace-building, through reviewing the issue (Working Paper No 1) and conducting case studies in Afghanistan (Working Paper No 3), Liberia (Working Paper No 5) and Sri Lanka (Working Paper No 2). The key research questions were:

· What impact do NGO 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?

Through addressing these questions, the project aimed to develop recommendations for improving donor policy and NGO practice. 
2.
METHODS

2.1
ANALYTICAL FRAMEWORK

At the start of the study key terms were defined and an analytical framework was developed (Working Paper 1).  This framework has been modified as fieldwork and comparative analysis was undertaken.  We have purposely taken an eclectic approach which blends structural (see Duffield, 1998) and social relations (see Richards, 1996) perspectives and attempts to steer a middle path between models which stress the political economy of conflict and others that focus on the sociological processes underpinning war. 

Our understanding of peace-building is a broad one which recognises the interconnections between different categories of violence (political, social and economic) and, following Moser and Shrader (1999) different levels of causality (structural, institutional, inter-personal and personal).  Peace-building is defined as the promotion of political, economic and social measures that address the context and underlying causes of conflict. There are many strategies that NGOs can pursue: counteracting pro-war propaganda, encouraging cross-communal social relations and inclusive institutions, creating employment opportunities for fighters, building a constituency for peace, reducing economic competition for scarce resources, reducing arms flows and other strategies.  Working Paper 1 sets out an initial framework for studying the impact of NGO interventions on the dynamics of peace and conflict. This involves three scenarios:  conflict fuelling (NGO activities that fuel the dynamics of conflict); holding operation (NGO programmes that do not affect the wider dynamics of conflict but support community coping strategies and thus help prepare the ground for future peace); building peace (NGO programmes can actively challenge the structures and dynamics of conflict and create incentives for peace).  It is recognised, having conducted the field research, that “impact” may be a concept that is inappropriate for the examination of peace-building for a number of reasons. The problems of attribution, time frames and the lack of the counterfactual mean that it is difficult to talk with precision about the contribution of NGO programmes on peace building or conflict fuelling processes.  At best, we are talking about the general direction of change and the probabilities that NGO interventions had an impact on peace and conflict dynamics. The evaluative stance of those examining the role of NGOs in peace-building might best focus on ‘improving’ performance rather than ‘proving’ impact.

In addition to the technical problems of assessing impact, there is the conceptual challenge of understanding and interpreting ‘peace’.  Our community surveys highlighted the contested, dynamic and context specific nature of ‘peace’.  This is illustrated in Afghanistan where a Pashtun man believes the Taliban have brought peace while a Kabuli women thinks they have brought oppression. As Box 1 illustrates, local actors’ understandings of peace are extremely varied, which adds to the technical problems of assessing impact.

Box 1: Community understandings of peace
· peace is to live together like we did before 1983 (Sri Lanka)

· peace is the non interference of foreigners in Afghan affairs (Afghanistan)

· peace is when our children can go to school (Liberia)

· peace is when an unmarried girl can go out at night in all her jewellery and come back home safely (Sri Lanka)

· peace means unity, for us to live together in our country (Afghanistan)



Some NGOs, like the Quakers and Mennonites, have a long history of involvement in conflict resolution and peace-building.  However, there has been a proliferation of new actors in this field including humanitarian organisations who have expanded their mandates and newly created “niche” organisations with a specific peace-building focus.  Our case study organisations  captured a range of different organisations and approaches, including local and international NGOs and  multi mandate and niche organisations.  Approaches to peace-building lie along a continuum ranging from NGOs  with a “pure”  humanitarian mandate, to others who recognised that peace-building may be a by-product of their work, finally to organisations with an exclusive focus on peace-building.   Moving along the continuum, the focus shifts from conflict proofing (or working ‘in’ conflict) to explicit peace-building (or working ‘on’ conflict).. 

Data about the achievements of NGOs in peace-building was collected at three levels (see also section 2.3). At the ‘community’ level we sought information and opinions about what NGOs achieved. At the agency level we examined processes and reviewed the data on ‘impact’ held by the NGOs themselves. At the macro or national level we examined the wider role of NGOs in peace and conflict processes and searched for critical incidents (both positive and negative) with which NGOs were associated.  By understanding NGOs activities and achievements at these three different levels we were able to make judgements about the overall contribution that NGOs are making to peace-building.   We were also able to identify a limited number of cases where there was reasonably clear evidence of positive or negative impact.

2.2.
DATA COLLECTION METHODS


The three key elements of the empirical research are outlined below.  For more details see Working Paper No.8 and Appendix 1. 

Community surveys: a mixture of rapid and participatory research methods by research teams collecting information about the impact of conflict on community coping strategies, entitlements and social capital. The community surveys provided insights into local perceptions of NGOs and how NGO interventions had affected coping strategies and the local dynamics of peace and conflict.  The ‘community’ was viewed as a heterogeneous entity.
NGO case studies: three NGOs (local and international) in each country were selected for in depth analysis. All selected NGOs were operational, with field level activities in conflict-affected areas.  A conscious effort was made to select NGOs reported to be performing well as this would maximise the opportunities to learn from good practice. The case studies focused on NGO responses to violent conflict and the lessons generated in terms of programming, organisational capacities and relationship building.  This “view from the agency” complemented the “view from the village” gained in the community surveys.   In addition to the in-depth case studies, rapid studies were conducted of other NGOs through interviews with key informants and the examination of documents.
National overview studies: a paper was prepared for each country which included an historical summary of the conflict, an overview of humanitarian and diplomatic responses, a review of the humanitarian, development and conflict resolution roles played by NGOs  and an analysis of peace-building initiatives.

The methodology was designed in response to the need for more “fine-grained” analysis of war, as conflicts have become more varied and locality specific (de Waal, 1996). The starting point was a focus on community responses to conflict and to subsequently broaden the frame of analysis to capture NGO activities and wider socio-political processes at a national and international level.  A conscious attempt was made to develop an “inside-out” analysis of war and humanitarian interventions rather than the more common international relations type approaches to conflict analysis. In addition to the research findings about NGOs and peace-building, a number of important methodological lessons were learned about conducting research in war zones (Atkinson, Goodhand and Hulme, 1999).

3.
RESEARCH FINDINGS

The key findings of the research project are summarised below in terms of the impact of NGO activity on peace-building processes, NGO performance and programming and donor policy.  While the country case studies (Working Papers 2, 3 and 5) present detailed analyses of specific organisations and contexts, here we attempt broader generalisations. There are dangers inherent in such an exercise, given the variety and dynamics of NGOs and the differing contexts they are working in.  However, the research indicates that there are sufficient generalities between donor and NGO practice to draw some tentative overall conclusions.

3.1
NGO IMPACTS

It is difficult to attribute and measure impacts:
The term “impact” should be used with care. We have limited knowledge about the impact of NGO projects on poverty, and tools for measuring their impact on peace and conflict are embryonic.  At best we can talk about NGO activities increasing or decreasing the probabilities for peace or conflict.  Precise cause and effect chains relating to discrete projects may be desirable, for accountability purposes, but they do not exist in this field!  In spite of difficulties, however, there is a need to further develop and refine peace and conflict impact assessment (PCIA) tools (see appendix 2).  Without such tools, efforts to understand and reinforce positive linkages between development, relief and peace-building will be hampered.

NGOs have had a limited impact on the wider dynamics of conflict:
The three impact scenarios (fuelling conflict, a holding operation, or peace-building) in our analytical framework perhaps overestimated the impacts that NGOs have on the dynamics of peace and conflict. Although donors and NGOs may find the new conflict resolution and peace-building agenda seductive, NGOs and their activities are only a small part of the overall picture.  Our macro surveys help put NGO interventions in perspective; CPEs are the result of long term historical processes and are rooted in failed development, political and institutional policies.  They are extremely complex and multi faceted and involve multiple patrons including governments, transnational networks and non state entities.  Inter-state wars, where the interests and agendas of the warring parties are relatively clear, are far more likely to end in a negotiated settlement, than is the case in CPEs
.  Track One peace processes can in some cases make the situation worse.  International intervention in Liberia, for instance, may in fact have precipitated the CPE by stalemating the military situation (Outram, 1999).

Therefore, NGOs are unlikely to be a leading edge in peace-building processes and at best they complement first track approaches, which are themselves often flawed.  Furthermore, where there is no effective Track One process, as in the case of Afghanistan, the wider impacts of NGOs on peace-building are likely to be extremely limited.  In all three cases, aid has been relatively insignificant in relation to the wider political economy of conflict.  In Afghanistan, for example if one juxtaposes the estimated US$300 million of aid spent each year, with the US$2.5 billion of illegal cross border trade with Pakistan, one gets a better sense of how modest humanitarian activities are in relation to other economic forces.  The research findings indicate that NGOs are unlikely to have an impact at a structural level, and perhaps surprisingly, it was found that at the community level NGOs were often too transient and insufficiently grounded to have a long term impact on community resilience and social capital formation.

There is a need for a balanced and proportionate assessment.  Aid does not start conflict, nor is it likely to end it.  However, clearly aid can create incentives and disincentives for peace or conflict.  NGO interventions for instance influence markets, wages, prices and profits, in addition to their more subtle effects on social relations, confidence and feelings of security.  Particularly at a community and inter-community level, NGOs were found to have a significant impact on local incentive systems, relationships and institutions, which in turn influenced (positively or negatively) the local dynamics of peace and conflict.  Evidently NGOs are an extremely heterogeneous group of organisations and performance and impact was similarly varied.  As Box 2 shows, even within the same geographical area, community perceptions about the identity and performance of NGO differed greatly.

Box 2: Community views about NGOs in Eastern Sri Lanka
· They did not do anything for the needy people

· They are doing their best

· They don’t understand the needs properly

· They are only doing for their relations and friends

· They are very helpful

· They are very selfish

· Local agencies eat more money

· They are not stable and long running

· They are cheating us....so far we haven’t received any help from them...

· They come for a short period then wash their hands and go

· A lot of NGOs come in their vehicles with flags on but we don’t know what they are doing

· Some NGOs give us what they want, not what we want

· ICRC were like a parent to me when I was in prison

Negative impacts:
Whilst, there is a need to keep NGO interventions in perspective, the framework has been useful in helping map the general impacts of aid programmes on war and peace.  In all three countries, during particular phases of conflict, it is possible to identify patterns of aid manipulation.  In Liberia, during the war-lord phase of the conflict and in Afghanistan during the cold war years, NGO activities were often incorporated into the dynamics of the conflict. In Afghanistan, donors were prepared to accept “wastage levels” of up to 40% (Nicholds and Borton, 1995) and in Liberia “people farming” by war lords to attract food aid was reported.  Although NGOs may not have influenced the wider dynamics of the two conflicts, the resources that NGOs introduced to war zones was clearly a factor that entered into the calculations of local warlords and commanders and helped sustain the local war economy.

Many programmes inadvertently increased pre-existing tensions because of a lack of conflict sensitivity.  By not paying attention to the distributional effects of aid for example, tensions were exacerbated between Tamil and Muslim communities in Eastern Sri Lanka or between refugee and resident populations in Pakistan.  On occasion programmes worked against the grain of community structures and undermined resilience and coping strategies.  Conversely, some programmes with explicit peace-building objectives made the situation worse through naïve attempts at social engineering.  A common feature of such programmes was poor design, with perverse incentives built in to them.

In both Afghanistan and Liberia, NGOs learnt from such experience, and improved the way they targeted, delivered and monitored their assistance.  At certain times they also showed restraint by exercising the “do nothing”  or “do less” option, when it was perceived that a high input traditional relief response was likely to do more harm than good (Working Papers 3 and 5).  Therefore there was evidence of institutional learning on the part of NGOs leading, in the main, to more conflict sensitive programming.

Positive impacts:
In theory NGOs have a number of comparative advantages which equip them to support civil society-led peace-building processes: they are mid level actors with linkages upwards to political leadership and downwards to communities; they have the potential to play a bridging role between identity groups in contexts characterised by extreme horizontal inequalities; they have the ability to work across lines and gain access to communities living on the ‘wrong side’ of a conflict; they have relatively high ‘comfort levels’ and can work in high risk environments; and, at their best they can be flexible, adaptive and innovative.  NGOs may not always play to these comparative advantages (in part to donor pressures), however evidence from the agency studies suggest that when they do, they can have a positive impact on peace-building processes.  Box 3 outlines a range of peace-building roles played by NGO in the three countries.

Box 3: Peace-building Roles

Meditation/conflict resolution: between warring parties eg. ICRC in Wanni in Sri Lanka, between and within communities ADA in Uruzgen, EHED in E. Sri Lanka

Building peace constituencies: eg. NPC in southern Sri Lanka

Demobilisation: eg. SCF programme with child soldiers, Liberia

Human rights monitoring/protection: eg. ICRC, CCA in Afghanistan

Constitutional reform: eg. INFORM and ICES in Sri Lanka

Local capacity building/civil society strengthening: eg. Christian Aid, Eastern Sri Lanka

Socio-economic development: EHED community development programmes, Eastern Sri Lanka

Reconciliation: ADA community development and reconciliation in Afghanistan: Lutheran World Service trauma counselling, Liberia, QPS

Judiciary: Liberian NGOs advocating for judicial reform

Supporting local leadership: CCA/Christian Aid in E Sri Lanka

Advocacy/education: listening to the displaced, children zones of peace, SCF advocacy on child rights – Sri Lanka and Liberia. Use of media – BBC, Home for Life programme.

Although NGOs lack the political and economic purchase to “bring peace”, there was evidence that aid, when applied judiciously and at the right time, can tilt the balance towards co-operation on the ground.  At an inter and intra-community level NGOs were able to re-establish links between communities living along ethnic fault lines (ADA, Southern Afghanistan), re-energise local leadership and institutions (CCA, Eastern Sri Lanka), support the reintegration of ex-combatants (SCF, Liberia) and resettle displaced communities (EHED, Eastern Sri Lanka).  These interventions may not by themselves bring peace, but they do contribute to a broader culture of peace and help “demilitarise the mind”.  At their best, NGO programmes built community resilience (by supporting positive coping strategies) and judiciously supported local forms of resistance to the conflict and its negative impacts (for example EHED’s involvement in a women’s anti-alcohol march in Eastern Sri Lanka).

In the context of a collapsed state that is part of a wider regional conflict system, like Afghanistan, and where there is no effective Track One process, it is unlikely that such interventions will have cumulative impact.  In the case of Liberia, although there was a Track One peace-process, civil society tended to be excluded from the negotiations, with the result that many of the underlying causes of the conflict are still unresolved.  While the ideal is synergy between the political and humanitarian processes, which address the different levels and categories of violence, our case studies show that more often there is a disconnect between the two.  This may prevent NGO programmes from having a wider impact.

NGO activities may constitute a holding operation by providing support to “stabilising points” in civil society, which may re-emerge once the fighting it over.  What is often lost in overly structuralist analyses of conflict, is the role that individuals play in peace-building processes.  The sources of change in society are often highly motivated, atypical individuals who break the mould (Goodhand and Lewer, 1999).  Individual “peace entrepreneurs” were found to play an important role in the diffusion of ideas and the generation of social energy that can transform social structures and social relations.  NGOs (and donors) did not appear to recognise sufficiently their potential role in either supporting community level leadership, or protecting and holding in “cold storage” civic leadership within their own organisations (the majority in NGOs), in an environment where there are very few other employment options for educated Afghans.  Such human capital is likely to play an important role in the reconstruction of the country when the fighting ends.  There may also be some activities which have a multiplier effect by creating an enabling environment for peace-building.  An example of this, common to all three countries, is the use of the media to broadcast messages of peace and reconciliation and to counteract “pro-war” propoganda.

Where there is a functioning state and an active civil society that can be called to account, as in the case of Sri Lanka, community-based action has the potential to contribute to the emergence of a wider constituency for peace. For example, lobbying and policy organisations like the National Peace Council (NPC) have helped get important issues onto policy makers’ agendas and into the public consciousness (Bastian, 1999).  Critical factors behind the success of such organisations was their indigenous leadership, the depth of their analysis, a high level of creativity and risk taking, a dense network of high quality relationships, a long-term time frame and sensitive support.  Also important was an ability to exploit windows of opportunity – NPC, for example was a response to the 1994 government-led peace process in Sri Lanka.

Although there is limited evidence that NGOs have had a macro level impact, the JPO initiative in Liberia and the Strategic Framework process in Afghanistan, represent attempts to influence the wider environment in which aid is delivered.  Both provide insights into the potential and limitations of NGO efforts to develop more coherent and co-ordinated approaches.  Although, these initiatives, may be successful in their own terms, by improving the accountability and quality of aid delivery, their impact is limited by their inability to tackle the underlying political causes of the conflict.

3.2
NGO PERFORMANCE


While our findings indicate that NGOs have had a limited impact on peace-building processes, there are examples of good practice that can be learnt from. Whilst remedying the flaws in the response system is not necessarily going to address the underlying causes of CPEs, it is a task that must be pursued. There are concrete things that NGOs and donors could do to improve the way they do business, which might (a) increase the conflict sensitivity of NGO programmes (b) better equip NGOs to seize peace-building opportunities when they occur.

We believe that an important lesson to emerge is that there is no such thing as a model for “best practice”.  Our macro, agency and community surveys demonstrate the specificity of history and context.  Good practice is one context or situation may be bad practice in another.  While it may not be possible to manufacture success, NGOs should, as a general principle, support the conditions that make success more likely by giving local forces a chance to get things right.

3.2.1
NGO programming for peace-building

NGO programmes exacerbated conflict when they were poorly designed and offered the wrong incentives.  As a basic starting point NGOs can be much more conscious in their planning and programming, of conflict related risks and peace-building opportunities.  Often, NGOs take insufficient account of their programme’s impact on conflict or conversely, of the conflict’s impact on their programmes.  Programmes in high risk environments can be better “conflict proofed”.  NGOs also need to be able to gear up humanitarian action to peace-building opportunities when they present themselves. In Eastern Sri Lanka, for example, an NGO involved in resettling Tamil families, missed the opportunity to build links with a neighbouring Muslim village through common programmes. In this particular case, the NGO might have thought beyond the immediate project objectives and considered the possible positive or negative externalities of their work.  To have engaged at an early stage with the Muslim community would have been high risk, but also high opportunity in terms of peace-building impacts.

In our case study countries, communities valued the unintended protection role played by NGOs simply by ‘being around’. However, the NGOs themselves underestimated this role and were reluctant to go beyond a service provision role and speak out about the human rights abuses that they heard about. As one NGO director commented: ‘I don’t even speak to human rights organisations – when Amnesty International are in town I stay away. We’re mandated to deliver our programmes and nothing more’.  At its worst, when service provision takes precedence over all else, there can be a dangerous, affinity between aid and silence.  Off-site NGOs which focus on human rights and political lobbying may be better placed, because they are unencumbered by projects, and may be smarter, more agile and able to respond to opportunities more quickly when they arise. Such organisations often have a comparative advantage in high risk, high opportunity situations.  

In some cases, the multi-mandate organisations had flexible mandates but rigid approaches.  More efforts need to be made to ensure that there is greater flexibility in the design and implementation of projects so they are consistent with local realities and can adapt to the ebbing and flowing of conflict.  The challenge for such organisations is to make their interventions more conflict sensitive so they do as little harm as possible, and exploit opportunities to promote peace should they arise.  At the very least, such organisations must be better able to situate relief work in its larger political context than they have until now.  Multi mandate organisations also need to build their capacity to exploit synergies between overlapping relief, development and peace-building opportunities and between their service delivery and advocacy roles.  While this may represent the ideal, in reality, the challenge of simultaneously pursuing multiple objectives often leads to tensions and trade offs.  Although many agencies recognise the need to be more mindful of peace and conflict impacts – “How can you work in an environment like this and ignore the peace question?” (INGO director, Sri Lanka) – there are different interpretations of what this means in practice.  Within the same organisation there were often very different understanding and approaches to peace-building.  Most NGOs running field operations saw peace-building as, at best, a potential by-product of their work but few actively scanned the environment for peace-building opportunities, or incorporated peace-building as an explicit objective in their programmes.

Perhaps like the question of ‘gender’ several years ago, NGOs have placed peace-building on their agendas, but they currently lack the understanding and tools to incorporate it into their programming.  To an extent, peace-building approaches represent good development work allied with a heightened awareness of the dynamics of peace and conflict.  However, reflective and participatory approaches are often overtaken in emergencies and the imperatives for speed tend to marginalise local actors.  The current challenge for multi mandate organisations is not to try to do everything, but to find the right blend of responses and approaches.

Both international and domestic NGOs were found to be surprisingly weak in the area of local capacity building and advocacy. There are many reasons for this but it is partly due to short-term time frames, and a lack of strategic analysis. International NGOs, in spite of their claims to be capacity builders and lobbyists, still tend to go operational in CPEs and focus on service delivery.  However, the research indicates that success stories, like ADA in Afghanistan and NPC in Sri Lanka, are the result of long term partnerships with international organisations that had a commitment to and an understanding of capacity building
. 

3.2.2
NGO capacities for peace-building; hearts and minds

Peace-building has implications for agency programming, but it also raises important questions about agency mandates and capacities.  Our research showed the importance of NGOs developing the right combination of “heart” and “mind”.  By “heart” we mean having a clear normative and ethical position and being able to communicate it consistently.  By “mind” we mean having the intelligence to analyse and learn from situations, to know one’s own capacity and use that capacity to good effect.  The agencies studied have made efforts to develop their organisational ‘hearts’ ie develop common values, principles and ethical frameworks.  However, particularly within the large, multi-mandate organisations, how espoused values and principles are understood and put into practice, varies widely, particularly between the field and head office. There is still much to be done for example before initiatives like the code of conduct and principled approaches filter down to the field level.  Many field staff, were for example, unaware of the code of conduct and had a limited understanding of international humanitarian law.  At the heart of the organisation are its staff and the ‘human factor’ was found to be a significant influence on organisational behaviour.  The importance of person relationships and individual intuition should not be underestimated.  One of the most important influences on whether an agency took peace-building seriously or not was the existence of a peace-building ‘product champion’, who was in a position of power and influence.  In some cases, particularly in young organisations, it was individual leadership rather than the institution, that made the difference.

There is still much room for improvement, particularly in terms of understanding and learning.  Although individuals may have an in depth analysis, this often failed to translate into a wider organisational mindfulness or analysis.  NGO programmes sometimes worked against the grain of community social structures, because of poor pre-project analysis and consultation. A greater emphasis needs to be placed on listening skills so that programmes build upon community coping strategies and initiatives rather than bypassing them. Even in fluid, conflictual environments this is possible, as demonstrated in Northern Sri Lanka by the OXFAM/SCF initiative “Listening to the Displaced and Listening to the Returned”.

At a more strategic level NGOs also need to develop their understanding of the macro-level dynamics of conflict and how these impact at the community level. Tools and approaches that have been developed and used by conflict resolution specialists for conflict analysis could be utilised more by NGOs.  NGO understanding of the political economy of war in our three case study countries is still relatively weak and not sufficiently factored into their strategic planning.  Although, some agencies, like the NPC in Sri Lanka, prioritise conflict analysis, individual insights rarely feed into a broader, shared understanding of the conflict. The JPO initiative in Liberia was exceptional in this respect in that it was based on shared agency analysis which took into account the strategies and motivations of the war lords.

The monitoring and evaluation of aid programmes in war has improved, but NGO analysis of the interaction between aid interventions and the dynamics of peace and conflict is still limited.  NGOs need to develop their understanding of the long-term impacts of their programmes. This problem is unlikely to be addressed by the development of “scientific” measurement tools that reduce “rich and unruly reality” to a formulaic box ticking exercise. The way forward is more likely to be process-based learning approaches in which NGOs are encouraged to show that they have systems that permit them to learn from experience.  One of the major blocks to learning is the short-term contracts of NGO staff (particularly expatriate staff). Consequently, careers in humanitarian aid tend to be broad but shallow which militates against the long-term, locally grounded approaches required for peace-building.  Other blocks to learning include the lack of time allocated for post conflict evaluations.  This is perhaps related to the perverse incentive systems operating within NGOs.  These include the pressures to disburse money, the tendency to worship internal audiences rather than listening to external stakeholders and the activist culture, which militates against thoughtful, reflective approaches.

Most NGOs studied have adopted rational planning tools such as strategic planning and log frames. Whilst there may be benefits attached to such changes, it is important to recognise the costs. First they tend to consume staff time that might otherwise be spent monitoring projects and talking to beneficiaries. Typically staff complain about time spent on reports, meetings and log frames, at the expense of time spent in the field. In some cases, a period of organisational introspection leads to a weakening of long-term, field-based relationships, which in turn undermines the quality and reliability of an agency’s analysis.  Such tools may represent an attempt to create certainty in environment of uncertainty.  However NGOs should be looking at alternative planning methods, like scenario building, which recognise the unpredictability of conflict-affected environments as alternative futures rather than a list of assumptions.

3.2.3
NGO relationships for peace-building
The ability to build long term, high quality relationships with a variety of stakeholders is critical for NGOs working “in conflict” and “on conflict”. NGOs that were more locally grounded, like ADA in Afghanistan and NPC in Sri Lanka, were better able to adapt to the changing conflict environment and exploit opportunities when they appeared.  Both NGOs have developed and actively maintained, a dense network of relationships from the micro to the macro level.  This gave them a cutting edge in terms of their ability to conduct social analysis
, to withstand external shocks
and security risks and to exert leverage
.   This was also combined with an ability to manage the conflicting demands of multiple stakeholders.  In highly politicised, conflictual environments, these demands and pressures tend to be accentuated, often endangering the integrity and independence of the organisation.  Pressures came from a variety of sources including warring groups (eg. LTTE and Taliban restrictions on NGOs), donors (eg. conditionalities in Afghanistan and Liberia), or civil society groups (eg. pro-war civil society organisations in Sri Lanka).  NGOs like ADA and NPC, were better able to withstand such pressures because of a strong network of counterbalancing relationships, a nuanced political analysis, good negotiating skills
and a clear sense of their own values and identity. 

There have been serious attempts at inter-agency strategic co-ordination in all three countries.  The JPO in Liberia and the Strategic Framework initiatives in Afghanistan, merit particular attention. Although each has experienced major contextual and institutional constraints, they represent path-breaking attempts to develop a more reflective, coherent and co-ordinated humanitarian response to CPEs.  Unfortunately, the Strategic Framework process is perceived by NGOs as a UN-led initiative, and increasingly tied to donor countries political agendas.  As a result there has been a limited NGO “buy-in”. The JPO by contrast, was an NGO-led initiative, responding to the commonly perceived problem of aid fuelling the conflict. It tended to be driven by a few key individuals, had a much lighter structure and it’s effective “shelf life” was limited to a particular phase of the conflict.  Since the external environment has changed, and key actors have left, commitment to the JPO appears to have dropped.  The learning from these and other examples of strategic co-ordination
 is that institutional arrangements need to be light but robust, and strategic collaboration on specific issues, rather than comprehensive coordination.

Finally, our research indicates that NGOs need to put greater emphasis on developing strategic linkages. NGOs should think and act locally and globally, which means improving their skills in  coalition building, strategic lobbying and policy analysis.  NGOs are serious players in the humanitarian market place and the wider international system, but they are still reticent to use their collective weight to leverage change.  Recent events in Afghanistan, for instance, have demonstrated NGOs’ high level of dependence on official aid sources.  Surprisingly, NGOs have not taken a proactive approach in trying to understand and influence donor policy in the country.  Equally surprising, international NGOs working in Afghanistan, have done relatively little in their home countries to counteract the negative media portrayal of the country, which in turn influences donor policy.  By contrast, some INGOs, in Sri Lanka, have perhaps focused too much on their policy influencing role at the expense of their field level relationships. 

3.3
DONOR POLICY AND PRACTICE

Peace-building has either appeared on, or moved up the donor agenda in all three countries in recent years.  Although conflict prevention, structural stability and peace-building are now on the donor agenda, how these ideas translate into policy, varies greatly from country to country and from donor to donor.  Even within the same donor agency -- for example between the humanitarian aid and development sections, -- there were often very different understandings and operational definitions of peace-building.  However, one can identify generic issues and problems, however idiosyncratic the particulars of a given situation.  The following points synthesise the key findings about donor practice that have emerged from the research.

3.3.1
Donor influence on NGOs

While there are many different donor stances towards NGOs, and different types of NGO are treated differently by different donors, a number of findings were clear.  First, our three case study countries were spread along a continuum in terms of the quality of donor influence on NGOs.  Sri Lanka illustrated relatively ‘good practice’ by donors: in that country, donors helped to support a wide range of national and international NGOs some of which were given the space to experiment, take risks and innovate.  By contrast, Afghanistan represented relatively ‘poor practice’ by donors. Short time frames, frequent policy changes and political conditionalities weakened NGO capacities, reduced the future likelihood of NGOs being able to contribute to peacebuilding and probably encouraged committed NGO workers to think of their futures in terms of engaging with the black economy, rather than continuing with development.  Liberia, represented an intermediate point on this continuum.

Secondly, donor policy and practice is pushing NGOs into a ‘crisis of conformity’ (Smillie 1998).  Although some NGOs in Sri Lanka were able to resist these pressures, in all countries donors encouraged NGOs to avoid risk (rather than assess risk and decide whether the opportunities merited taking a risk), to think and act on a short term perspective, to focus on discrete projects (rather than think about programmes, building NGO networks or forging alliances), to focus on local level activity and to minimize overhead costs so that establishing capacities in strategic analysis and research on the causes of conflict were treated as unnecessary luxuries. 

3.3.2
Donor objectives and policy coherence

We have emphasised that NGOs are only a small part of the overall picture and consequently if donors are serious about preventing or resolving CPEs there is need to engage with long term structural processes.  NGOs are not the vehicles for doing this.  There is a fundamental mis-match between declared objectives and the instruments for operationalising these objectives.  In Afghanistan for instance, aid has become the substitute for the robust political action needed to address the root causes of the conflict.  A combination of political will and a fiscal policy to pay for peace are required, but the reality in conflicts like Afghanistan is one of the strategic disengagement and a drip feed of humanitarian aid.

The policy discourse has moved towards more comprehensive approaches which recognise the interconnections between development, conflict and peace. Increasingly donors frame their policy in terms of creating an enabling environment or promoting structural stability. However, the application of such policy frameworks often lacks coherence and consistency. The Strategic Framework in Afghanistan for instance has attempted to address the disconnect between the political and the humanitarian efforts. However, in spite of the broad agreement on policy objectives, there is little consistency in terms of how policies are interpreted by the different donor governments. Aid donors, may encourage NGOs to co-ordinate but cannot co-ordinate themselves. Again in Afghanistan, several conflicting donor positions have emerged in relation to dealing with the Taliban. A second area of inconsistency is when aid policy gets undermined by other aspect of foreign policy, in spite of the rhetoric of ‘joined up government’.  In Sri Lanka, for instance, one government provides development aid to human rights groups, while providing military training for the Sri Lankan army.  Finally, an individual donor’s policy may change radically over time, as has happened with the US government in relation to Afghanistan.  All three country case studies revealed tensions and inconsistencies in donors’ policies, often due to the simultaneous pursuit of peace-building and foreign policy objectives.  The challenge is to get greater coherence between all the things that influence peace-building processes, from debt relief, to diplomacy to NGO programmes.

3.3.3 Donor understanding and analysis

Donors tend to approach peace-building with a “one size fits all” approach.  This fails to take sufficient account of the specific history and context of a conflict.  For example donor-led debates on gender and human rights in Afghanistan, show a very limited appreciation of the historical and cultural specificity of Afghan society. Like NGOs, donors need to improve their analysis and understanding.  First their analysis of the context should be both broad and nuanced, including both macro-level understanding of the conflict environment (from a regional as well as a national perspective) and a more micro level analysis of civil society and community level responses. Second, they need to be more analytical in how they engage with NGOs.  There is a tendency for donors to equate NGOs with civil society, and civil society strengthening with peace-building.  These are dangerous assumptions in fragmented, conflict-ridden societies.  Instead, donors should also cast their net much wider than NGOs and look at the role of other civil society groups, such as trade unions, church groups, professional associations and community based organisations, which can contribute to an enabling environment for peace-building.  This was particularly evident in Sri Lanka which has an extremely diverse and vibrant civil society.  Finally, evaluation need to be used more as a learning tool than it has to date.  Evaluation tends to be a system producing and system maintaining ritual (Smillie, 1999) which drives failure underground.  There is a need to distance funding decisions from evaluation.

3.3.4
Donor conditionalities

Where states are weak, as in Afghanistan and Liberia, donors have emphasised the use of sticks, rather than carrots (incentives), to change domestic policy. Although there are no easy answers to the difficult question of whether conditionalities should be applied to aid, there needs to be a more realistic assessment of what conditionalities can actually achieve.  The links between outside influence, internal compliance and results on the ground are weak and in general, humanitarian conditionality has had limited leverage over war lords or governments.  In the case of Afghanistan, conditionalities have politicised aid, diminished the humanitarian space for NGOs and have deepened Taliban commitment to fundamentalist policies. Although negative conditionalities may be appropriate in some circumstances, donors should also seek opportunities to engage more positively. The EU rehabilitation and demobilisation programme in Liberia, for instance, is a successful example of positive engagement, which helped create incentives for peace during a fragile transition period. Unlike Afghanistan and Liberia, aid in Sri Lanka has been less closely linked to political agendas and donors, like DFID, have had a much more hands-off approach. This has given NGOs the space to be more creative,  take risks and strengthen the probabilities for peace.

3.3.5
Project and programming methods

Donors need to develop more flexible modalities for interventions which fall in the “grey zone” between relief and development.  They also need to think beyond projects and, as DFID is increasingly doing, move into supporting programmes and processes.  
Most donors focused on short time frames ranging from 6 to 36 months. Although there is often a need for short term instruments, these should be combined with longer term perspectives from donors. Short time frames lead to local NGOs being by passed and discourage NGOs from thinking long term about their role in areas such as local institutional development and strengthening civil society. They also foster careers that are patched together.  For LNGO staff this means moving between organisations and areas. For INGOs it means broad but shallow careers and limited opportunities to develop relationships with local NGOs and their leaders and staff.

Many NGO personnel reported that donor demands for log frames and the use of rational planning techniques undermined traditional NGO comparative advantages of flexibility, responsiveness and innovation.  The challenge is to develop mechanisms of accountability that are light but robust, which encourage greater creativity and risk taking.  Donors need to fund some NGO activities that are innovative but risky and, if good results are not achieved, learn from these experiments rather than avoiding all risk.  Donors could use the concept of an ‘NGO portfolio’ (or civil society portfolio) and seek to have a proportion of high risk/high opportunity activities as well as the more common conservative low risk/low opportunity activities.  It may also mean being willing to support individuals, as well as organisations, since individual “peace entrepreneurs” often have a major impact on peace-building processes.

Donors can also encourage NGOs to adopt a more reflective approach.  This entails providing more funding for pre-and post project assessments and learning studies, like Listening to the Displaced/Returnees (LTD/R) in Sri Lanka. NGO monitoring and evaluation systems are still relatively weak and need to be improved. The UN led Strategic Monitoring Unit in Afghanistan, is an innovative initiative which aims to develop a system-wide analysis of aid effectiveness and impact. Donors should look at the possibility of supporting similar initiatives which encourage a more strategic and reflective approach to monitoring and evaluation.  Finally, donors need to appreciate the human resource implications of peace-building. Improved analysis and aid delivery demands a much greater investment in human resources and institutional support; effective institutions are not developed by a focus only on ‘projects’.

4.
MAIN CONCLUSIONS

As we move into the concluding stages of our research we find ourselves confronted with a dilemma that many researchers will recognise but which we have not experienced so intensely for other research topics.  This is how to come up with generalisations that busy practitioners, managers and policy-makers can absorb (and accept or reject) from a research project that has constantly revealed the importance of timing, country, locality, community and agency specific factors in understanding the contributions that NGOs can make to building peace.

At the risk of over-generalising the rich and unruly realities that are presented in our country case studies, we highlight the following concluding points.

· While NGOs often achieve humanitarian objectives, they have a limited impact on broader processes of peace-building at the macro or micro levels.  This should not be surprising given the limited scale of their resources and influence when set against the economic, social and political forces that underpin conflict.  However, the scope and impact of their activities vary according to the context, phase of the conflict and type of NGO.  Where the state has collapsed, and there is dynamic war economy (as in Afghanistan presently and during the war lord phase of the Liberian conflict), NGO peace-building may take the form of supporting community coping strategies, protecting human rights and holding potential leaders in ‘cold storage’.  Where there is a functioning state and dynamic civil society however, (as is the case in Sri Lanka) the space for direct peace-building activities may be greater including, support for peace constituencies, advocacy for constitutional reform and community-based conflict mediation and resolution.

· Operational NGOs, particularly in Afghanistan and Liberia, have demonstrated a capacity to learn and to improve their performance with regard to the conflict-proofing of activities.  Many programmes mounted ‘in conflict zones’ could be further improved by the application of ‘good development practice’, ie listening to clients, conducting social analyses and understanding the incentive structures within local economies.

· Both NGOs and aid donors commonly let their action get ahead of their understanding.  The gap between action and understanding could be narrowed by some relatively simple mechanisms, eg listening to key stakeholders, planning expatriate staff employment so that dramatic losses in institutional memory are minimised and mounting annual ‘scenario-building’ workshops for groups of NGOs.

· Increased access to donor funds has permitted an increase in the size and numbers of NGOs in many contexts.  The downside to this, however, is a ‘crisis of conformity’ at the national level with NGOs adopting short time frames, risk avoiding activities that promise to produce ‘measurable’ achievements. Creativity, innovation and flexibility are reduced.  Donors, and national-level peace entrepreneurs, might try to get around this by thinking in terms of their agency’s (or their country’s) NGO or civil society portfolio rather than of individual projects or agencies.

· Accountability pressures on donors and NGOs are leading to a greater focus on impact assessment.  This is good, in terms of getting agencies to think about their performance, but potentially dysfunctional if it leads to a focus on measuring rather than learning.  Peace and conflict impact assessment (PCIA) might best focus on IA approaches that emphasize ‘improving’ performance rather than ‘proving’ outcomes.

5.
DISSEMINATION

Dissemination through written outputs and presentations has been a continuous activity throughout the project and has meant that the research has already reached a wide audience and fed into current debates about improving NGO and donor policy and practice in peace-building.  Eight working papers have been produced and four are in press (Appendix 3), two articles have been published, one is in press and others are in draft.  More than 200 copies of Working Paper No 1 have been circulated and all of the working papers are on the IDPM website, from which they are frequently downloaded.

A particular emphasis has been placed on presenting emerging findings to NGOs and policymakers through meetings, workshops and conferences (Appendix 4).  More than 1400 people have attended presentations on the methodology and findings in Batticaloa, Birmingham, Colombo, Islamabad, Kabul, Kalutara, London, Manchester, Monrovia, Oxford, Peshawar and York.  Apart from raising levels of awareness and understanding such events have produced tangible outcomes illustrated below:

· partner NGOs have included peace-building as a strategic objective of their relief and development programmes

· partner NGOs have sent staff on training courses in conflict analysis and peace-building, as a result of exposure to the research

· a peace-building resource centre has been initiated by NGO partners in Liberia 

· International Alert have asked for further policy related work building upon the research findings

· DFID/CHAD have requested the further development and piloting of ideas related to peace and conflict impact assessment

Many of the in-country workshops and the major workshop at ODI in November 1999 were financed by a grant of £15,000 from CHAD at DFID.

Future Dissemination Plans

Both principal researchers are encountering high levels of demand for further dissemination activities in the form of presentations and written outputs.  However, resource constraints mean that such activities have to be limited.  Two particular problems are challenging further dissemination:

· neither of the researchers’ institutions have core funding that will meet the costs of their salaries when they are invited to make presentations at national and international meetings.  As a result, several dissemination opportunities have been turned down

· a detailed comparative analysis of the empirical findings has been completed but the resources to cover Goodhand’s salary while these are converted into a commercially published book have not yet been acquired and so plans for the book have been delayed.
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Appendix 1: Summary of overseas research activities

Community surveys


Agency surveys
Overview study
Outputs

Afghanistan
3 surveys in Badakshan, Gardez and Uruzgen provinces
Surveys of CARE International, Afghanaid and ADA
Overview paper
Published article, Goodhand, 1999

Country synthesis paper, Goodhand, 1999

Overview paper, Fielden and Goodhand, 1999.

Liberia
3 surveys in Lofa, Margebi and Monrovia
Surveys of LWS, SELF and SCF
Overview paper
Country synthesis paper, Atkinson, 1999

Overview paper


Sri Lanka
4 surveys in the Eastern districts of Tricomalee and Batticaloa
Surveys of SCF(UK), OXFAM and EHED
Overview paper
Published article, Goodhand and Lewer, 1999.

Country synthesis paper

Overview paper

Appendix 2: Opportunities and risks analysis
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Box 1:  Low risk and low opportunity; context may be relatively stable or in a post conflict phase, and the project is unlikely to have any significant impacts on the conflict and peace environment.  Therefore only a preliminary PCIA is appropriate.

Box 2:  Low risk, high opportunity; context may be a post conflict setting where levels of open and latent conflict are declining, but opportunities exist to build relationships between different groups. A project may not bring in significant resources (and is unlikely to reawaken tensions) but has the potential to build bridges eg. education programme.  In such a context a detailed PCIA would be appropriate and for those projects with a primary peace-building focus, a PBF would be conducted, in both cases, with view to maximising peace-building opportunities.

Box 3:  High risk, low opportunity;  there is a high level of latent or open conflict which the project could exacerbate, particularly if it involves significant physical resources in a resource scarce environment. It is at a phase of the conflict where positions are entrenched and peace-building opportunities are limited.  A detailed PCIA is appropriate with a view to minimising conflict related risks.

Box 4:  High risk, high opportunity; the environment is highly conflictual and very fluid. However it may be at a phase when the opportunity structures are opening up and “critical thresholds” could be exploited to build peace.  A detailed PCIA or PBF would be appropriate, to mitigate risks and maximise peace-building opportunities.
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Appendix 4: Research Dissemination Presentations

UK


Overseas

Presentations/Conferences/Briefings

· University of Manchester ESRC Conflict Study Group, May 1997 (55 participants)

· British Agencies for Afghanistan Group (BAAG), July 1997 (40 participants

· NGOs and Peace-Building in Afghanistan, University of York, February 1998 (also co-organiser and facilitator) (120 participants)

· CODEP Seminar, April 1998 (60 participants)

· Oxford Brookes University, Do No Harm Conference, July 1998 (60 participants)

· University of Birmingham, NGOs and Globalisation Conference, Panel on NGOs and CPEs, January 1999 (350 participants)

· International Working Group on Sri Lanka - presentation on Sri Lanka findings, March 1999 (25 participants)

· DSA Meeting at South Bank University, April 1999, presentation on research methodology (40 participants)

· International Alert, Seminar on Globalisation and NGOs, presentation on the opium economy in Afghanistan, May 1999 (50 participants)

· INTRAC Seminar on NGOs and Peace-Building, a Review of Work in Progress, June 1999 (25 participants)


· DFID/SD Advisors, presentation on PCIA, September 1999 (30 participants)

· Research Project Dissemination Workshop, ODI, London, November 1999 (90 participants)

· CODEP Conference, February 2000 (60 participants)

Advisory Group Meetings

August 1997, January 1998, August 1998, October 1999


Afghanistan

· ACBAR, Kabul, June 1997, research presentation (35 participants)

· ACBAR, Peshawar, July 1998, presentation of emerging findings (25 participants)

· Presentations of findings to partner agencies, Peshawar, November 1998 (25 participants)

· Donor Workshop, Islamabad, July 1999 (40 participants)

· Agency Workshop, Peshawar, July 1999 (30 participants)

· 2-Day Workshop, Islamabad, July 1999 (40 participants)

Liberia

· Monrovia, 2-Day Workshop for Donors, UN and NGOs, May 1999 (50 participants)

Sri Lanka

· Consortium for Humanitarian Agencies, Colombo, Advisory Group Meetings/Presentations, July 1997, November 1997, March 1998, September 1998, April 1999 (15 to 25 participants)

· Seminar on Microfinance in CPEs for the Batticaloa Association of NGOs, April 1998 (35 participants)

· Donor Workshop, Colombo, July 1999 (15 participants)

· Theory and Concepts Seminar at CHA, Colombo, July 1999 (20 participants)

· 2-Day Practitioners’ Workshop, Kalutara, July 1999 (30 participants)



� For fuller details of the analytical framework and methodology, see Working Papers 1 and 8


� Lichlider (1995) cited in Reno, in a study of 91 ‘civil’ conflicts between 1945-1993 found that 76% ended when one side won a decisive victory.  Of the negotiated settlements (24%) half collapsed and fighting recommenced.


� Another success story is the Afghan de-mining programme, now implemented purely by local NGOs and which from the beginning, was based on a long-term commitment to building Afghan capabilities.


� NPC’s high quality social analysis is reflected in their research on the costs of conflict and on community perceptions of the peace process. This social analysis is built upon the foundation of a network of relationships which extend from the village level into the macro policy arena.


� ADA for example have survived the forced closure of their education programme by the Taliban.  The support of  local communities for this programme has meant that over 45% of the schools are still functioning without external assistance.  This indicates the importance of building long term relationships that extend beyond the time-frame of aid financed projects.


� NPC’s strategy has been to cultivate “friends in high places”.  They have, for example developed close contacts with parliamentarians and key embassy officials, which has enabled them to do behind the scenes influencing on peace issues.


� ICRC’s and CARE’s slow and careful  “green tea” approach to negotiations with the Taliban made important gains relating to women’s access to health facilities.  Similarly, ICRC’s quiet diplomacy between the LTTE and the government of Sri Lanka was successful in opening up a land route to the Wanni for over humanitarian.  This might be contrasted with NGOs’ failed negotiations with the Taliban over the relocation of NGO offices in Kabul. One person involved in the discussions, commented that none of the NGO team had any previous training or experience of negotiation processes.


� For example, the Consortium for Humanitarian Agencies in Sri Lanka; the EU-funded multi-agency rehabilitation programme for Afghan returnees in Eastern provinces; NGO attempts to develop common approaches to education provision in Afghanistan.
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