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Conflict resolution (from NCC Handbook)
	Conflicts are a pervasive and inevitable part of any group, and can lead to growth and development of the group as well as of each individual member.  Because of this it is important to learn the skills involved in handling conflicts constructively.  

If a group puts emphasis on avoiding conflicts, resolving them prematurely, or stifling any discussion of differences, serious difficulties will arise within the relationships among group members and the group's effectiveness and productivity will suffer.  Unless a group is able to withstand the stress of a conflict among members, it is not likely to last very long.  

The Constructive Outcomes of Conflict

Conflicts, when skilfully managed, can be of great value to a group.  Here are several of the potentially constructive outcomes of conflict:

· More aware of problems: 
Conflicts make us more aware of problems in our relationships that need to be solved - what the problems are, who is involved and how they can be solved.

· Encourage change:
There are times when things need to change, when new skills need to learned, when old habits need to be modified.  

· Energise and increase motivation to deal with problems:
Awareness of conflict can trigger a great deal of physical energy and an intensity of psychological focus, which in turn result in a strong motivation to resolve the conflict and put plans into action.

· Make life more interesting:
Being in a conflict often sparks curiosity and stimulates interest.  The disagreement of others with your ideas may inspire you to find out more about the issue.

· Better decisions:
Disagreement among the persons responsible for making a decision often causes the decision to be thought through more carefully.

· Help you understand yourself:
Being aware of what you are willing to argue about and how you act in conflicts can help you learn a great deal about yourself.

· Stimulate creativity:
The reorientation gained from viewing a problem from several different perspectives generates insights into the problem and fosters the formation of creative solutions.

· Increased sense of cohesion and identity:
When a group enters into conflict with another group its cohesiveness increase and its sense of identity becomes clearer.

· Clears the air:
A good argument may do a lot to resolve the small tensions of interacting with others.

· Conflicts can be fun:
When not taken too seriously by either party. 

Conflicts often start with differing opinions. Encouraging, from the outset, an atmosphere of mutual respect and listening will reduce the likelihood of damaging conflicts – and encourage the open and honest exchange of views.  

However when facilitation consensus building, you may find an impasse is reached e.g. there is stark disagreement over the problem analysis, the cluster priorities or the solution proposed

What to do when “impasse” is reached?

Impasse occurs when the key stakeholders are unable to perceive effective solutions to their dispute or differences. People feel stuck, frustrated, angry, and disillusioned – all are ready to withdraw. 

As a result, they might either dig in their heels deeper, anchoring themselves in extreme and rigid positions, or they might withdraw from the cluster. Either way, impasse represents a turning point in our efforts to negotiate a solution to the conflict. As such, rather than avoiding or dreading it, impasse should be viewed with calm, patience, and respect.  Know that you are near a “breakthrough.”  

Techniques for breaking an impasse include:

· Confer and invite suggestions. 

· Retrace progress and summarize areas of agreement and disagreement.

· Ask for clear statements of what has you all stuck. 

· Find out where people stand – how strongly they feel

· Build consensus in mixed small groups, then send representatives to cluster steering group.

· Mix up the small groups, creating new dynamics.

· Set a time limit – and then suggest that after 2 hours, you will put it to a majority vote

· Use probing questions such as: 

· You must have good reasons for disagreeing – can you share them?

· Help me understand where you’re coming from – what led you to your conclusion?

· Tell us more about that; how does it address our concern?

· What do you see happening if we go the route that you are suggesting?

· How might that idea be helpful?

· What benefits do you think we could expect if we did that?

· What harm could come if we tried it his (or her) way?

· How can we convince the others your idea is best?

________________________________________________________

· Take a break

· withdraw temporarily but schedule follow-up

· give group some ‘homework’ to think about

· meet with primary disputants and ask them, “What could be changed so that you can support it?”

· bring disputing parties together during a break and facilitate conflict resolution and problem solving

· Get more information or facts. 

       _________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

· Remind all of humanitarian consequences of failing to reach an agreement; how an agreement will benefit the populations you are all there to serve; that the longer-term relationship and cooperation are at stake.

Fatal impasse

What can be done if settlement is not possible on a given day?  Suggestions include:

· Agree to reconvene with more information or different participants.

· Narrow the issues in dispute, put the agreements that have been made into writing.

· Make agreements about disagreements: where will you go from here? Mediation, independent expertise, further testing, settlement conference, arbitration (advisory or binding) or due process hearing? And how is that in best interests of your population?


	Conflict management

Recognise symptoms
Overt symptoms include:

- anger

- disengagement

- quiet

- body language

- cliques forming

- arguments

Hidden symptoms include:

- low energy

- non attendance

- lateness/ leaving early

- mistakes

- not socialising

Tackle early

Left alone, conflict grows and spreads

Identify the causes

Sources of conflict include:

- strategies

(lack of clarity; no common vision)

- systems

(methods of communication0

- structures

(division of responsibilities)

- culture 

(differing values)

- individuals

(personalities, styles)

Focus on core issue or problem

(avoid ‘old scores’ or ‘getting personal’)

Consider each point of view

(use active listening)

Invite suggestions on the way forward

(focus on solutions and building consensus)

Check agreement of all stakeholders

(check back that everyone accepts the resolution)

	


Consensus Building in Clusters 

	What is consensus building?

Consensus-building emphasizes cooperation in sharing information and airing differences, which provides an opportunity to test assumptions, question our biases and for new ideas to emerge.

It also affects how members experience the process and the value of their contributions  

Consensus building does not equal consensus – it is the process used by which consensus could be reached – but is not mandatory.  It may lead to other forms of decision making, but generally its objective is a better solution acceptable and supported by most if not all of the stakeholders. 

Why is consensus building relevant to Cluster Coordinators?

The ability to facilitate a consensus building process is relevant to the Cluster Coordinator for three primary reasons.

1. The Guidance Note states that “Cluster members are ‘equal partners’” and that Cluster Coordinators are to “facilitate a process involving all humanitarian actors in a collaborative and inclusive way focused on areas of common interest.”  Consensus building by design leads to collaboration and inclusivity.   Given Cluster Coordinators who have no line authority over other cluster members – it is important to lead in this way.  

2. Cluster members must “buy-in” to the cluster process if it is to work.  99% of the cluster response is done by cluster members – they have the greatest stake in how the cluster is run and will be quick to abandon the cluster if it doesn’t address their needs and priorities.  

Consensus building is one process for encouraging participation and ownership.

3. Humanitarian emergencies are complex often requiring novel approaches and solutions to address context specific conditions and constraints.  The consensus building process, when well facilitated, can lead to groups creating innovative solutions to complex problems. 

What is a Consensus Building Process?

In a consensus process, representatives of all the necessary interests with a stake in an issue work together to find a mutually acceptable solution. 

Successful consensus building processes follow several guiding principles:

· Decisions by agreement rather than by majority vote.

· All necessary interests are represented or, at a minimum, approve of the discussions.

· Participants are accountable both to their constituents and to the process.

· An impartial facilitator manages the process, ensures that ground rules are followed and helps maintain a productive climate.

· Participants share responsibility for the process and outcomes.

· The sponsor and all stakeholder groups commit to carrying out their agreement.. 

When to use a consensus building approach?

A consensus building approach is most useful when:

· Participants have perspectives and information of value to the decision-making, prioritisation and planning process 

· Buy is key to commitment, ownership of decisions and follow-through

· The way forward is in doubt and/or solutions are ambiguous
· Solutions require interdependent action by stakeholders

· Power, information & implementation is fragmented among many stakeholders

· Stakeholders hold conflicting views yet unity on major decisions is required to uphold standards

· Good relationships among key stakeholders are needed in the future

When should a consensus building approach not be used?

Consensus building is not appropriate for all situations, including: 

· When the problem is not complex or solutions are highly technical, clearly obvious, or options are severely limited

· Humanitarian standards and objectives are being compromised or threatened

· Another decision making process is more efficient and effective

· Stakeholders are extremely politicized 

· Decision-makers are not at the table

What factors contribute to consensus building

As Cluster Coordinator, you play a key role in facilitating consensus building.  Keep the group focused on the common problem to be solved.

· Remember and review common goals.

· Remain calm and respectful to all members.

· Use active listening and questioning skills.

· Communicate openly.

· Focus on and explore underlying interests. Solutions are found among the interests – not in the position that each party brings to the table.  Approach the decision or discussion with a “problem-solving” mindset rather than an adversarial mindset.

· Avoid demonizing those who may prove difficult.   Use active listening skills to learn why they may object or resist the actions or decisions of the group.

· Trust the process – believe that you can reach agreement and infuse this belief throughout the group.

· Identify and grow the “zones of agreement” – these are those areas and priorities on which the group agrees

· Break larger groups down into smaller groups tasked with specific responsibilities.  It is easier to work out agreement with a smaller group of representatives (6-8 people) than with a larger group.


	Guidelines
· Trust each other. This is not a competition; everyone must not be afraid to express their ideas and opinions.
· Make sure everyone understands the topic/problem. While building a consensus make sure everyone is following, listening to, and understanding each other.
· All members should contribute their ideas and knowledge related to the subject.
· Stay on the task. 
· You may disagree, that is OK and healthy. However, you must be flexible and willing to give something up to reach an agreement.
· Separate the issue from the personalities. This is not a time to disagree just because you don't like someone.
· Spend some time on this process. Being quick is not a sign of quality. The thought process needs to be drawn out some.
___________________________

Observations or actions:
Decision making options

· Use the command style for decision making when decisions are needed very quickly, as in a crisis, and one person will be able to make decisions effectively. 

·   Use delegation to increase efficiency and maximize the contribution of every team member. 

·   Use a majority vote to include a large number of people at relatively low cost. 

·   But use consensus when you want high quality input and commitment, with follow-through, from a group. 

___________________

Procedure for consensus
1. Agree on your objectives for the task/project, expectations, and rules (see guidelines above).
2. Define the problem or decision to be reached by consensus.
3. Figure out what must be done to reach a solution.
4. Brainstorm possible solutions 
5. Discuss pros and cons of the narrowed down list of ideas/solutions.
6. Adjust, compromise, and fine tune the agreed upon idea/solution so all group members are satisfied with the result.
7. Make your decision. If a consensus isn't reached, review and/or repeat steps one through six.
8. Once the decision has been made, act upon what you decided. 

	Additional recommended resources:

http://state.nd.us/epm/training/docs/e102-presentation-notes.pdf
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2.3 HO Conflict Resolution and Consensus
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