


Anheier-3492-Ch-23.gxd

1/17/2007 7:01 PM Page 281

CULTURE AS A TOOL OF CONFLICT PREVENTION AND RESOLUTION

INTRODUCTION

For most cultural activists, the words ‘culture and
conflict’ would probably mean the ways in which artis-
tic creativity and ‘cultural heritage’ provide tools to pre-
vent or resolve emerging socioeconomic tensions as
well as violent conflicts and heal their consequences.
For others, the binomial could refer to the ways in
which inherited meanings and practices — often per-
formative — can be used to transmit or inculcate ‘mod-
ern’ or reconciliatory values, particularly in so-called
‘traditional’ societies, when cultural differences have
become conflictual. Both perceptions are typical of the
contemporary urge to use‘culture’, not only as a value
or an end in itself, but also as a contributor to social
‘goods’ — which could include economic growth, social
cohesion, citizenship, or social cohesion in addition to
post-conflict reconciliation. This instrumentalization of
culture now produces discourses that range from
patently cynical political rhetoric, i.e., populist identity
politics and racial stereotyping, to genuine socio-
political engagement on the part of artists and
community groups who define themselves as
socially — hence ‘culturally’ — committed.

The contributions to this section focus on the
latter, and show how different facets of culture can

become a critical tool and enabling element for
overcoming conflict rather than cause or concomi-
tant factor. Barbara Nelson, Kathryn Carver and
Linda Kaboolian open with an international
overview of ‘concord’ organizations in divided
societies that create mediating institutions to
humanize the ‘Other’. James Thompson assesses
various forms of theatre- and performance-based
responses to conflict in one such divided society:
Sri Lanka. Ananda Breed explores the potentials
and shortcomings of Gacaca, a traditional form of
community mediation that is now being used in
post-genocide Rwanda. Silvia Ramos highlights the
ways in which cooperation between the police and
the youth-led Afro Reggae Cultural Group is build-
ing peace in the context of extreme urban violence
in Brazil. Finally, Clemencia Rodriguez and Amparo
Cadavid show how, in rural Colombia, citizens’
radio stations act as mediators in intra-community
conflicts, in conflicts among political opponents,
among communities and local authorities, and
between communities and armed groups.
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CHAPTER 23

CREATING CONCORD ORGANIZATIONS: INSTITUTIONAL DESIGN
FOR BRIDGING ANTAGONISTIC CULTURES
Barbara J. Nelson, Kathryn A. Carver and Linda Kaboolian'

Communal violence: within countries and regions
has been‘on the rise since the end of the Cold War. By
contrast, there has been another less visible trend
wherein some societies with deep communal divisions
have moved toward greater democratic accommo-
dation, toleration, and a sense of a shared future.
Medlating institutions are necessary for the adoption
of democratic communal problem solving. We exam-
ine one of the mediating institutions and processes
that activate the structural advantages of liberal poli-
ties: concord organizations, which bring together
people with fundamentally opposing views or identi-
ties for the purpose of promoting civil society while
recognizing group differences. We draw attention to
the cultural content of communal violence and explain
the ‘how and why’.of concord organizations.

Introduction

Communal violence within countries and regions
has been on the rise since the end of the Cold
War.2 To give two of many possible examples,
60,000 people have died from fighting or its conse-
quences in Ethiopia and Eritrea and 30,000 have
died in.Chechnya. Against the drum beat of vio-
lence and death, there has also been another, less
visible, trend. Some societies with deep communal
divisions have moved toward greater democratic
accommodation; toleration, and a sense of a
shared future. South Africa, Northern Ireland, Israel
and Palestine in the Oslo period, some troubled
cities in India and the United States, and more
recently the Greek and Turkish enclaves on Cyprus
are all examples: of ‘societies’ moving toward less
violent. and more: accommodating communal rela-
tions. To use the terms. popularized by Lipschutz
and Crawford, most of these societies are moving
from the question of ‘Who Dominates?’ (that is, illib-
eral states with contested participation) to the
question of ‘Who Belongs?’ (that is, liberal states
still struggling with constitutive issues).®

One problem with the categorization of
communal conflict proposed by Lipschutz and
Crawford is that it rests on large structural arrange-
ments. They say little about how societies move
toward less violent, more effective inter-communal
relations. Certainly, the formal establishment of
democratic rule of law, competitive parties, and
honest administration creates the preconditions for
liberal regimes, which in turn create frameworks for
equitable communal inclusion. Likewise, communal
strife is diminished by policies that expand eco-
nomic growth and respond to those who cannot
succeed by market means. But liberal and (re)dis-
tributive regimes do not automatically convert con-
flict over domination into conflict over belonging.
Democratic theory and practice tell us that mediat-
ing institutions are necessary for the adoption of
democratic communal problem solving. For
instance, Varshney found that it takes successful
cross-community organizations, including the
Hindu — Muslim alliance in the old-style Congress
party, to activate the advantages embedded in
somewhat favorable structural relations. He noted
that Indian cities with more cross-community orga-
nizations of all kinds had lower levels of communal
violence. Importantly, he also found that in Indian
cities cross-community contacts by themselves,
such as going to the wedding of a friend from
another community, are not predictive of lower levels
of communal violence.*

This chapter examines one of the processes that
activate the structural advantages of liberal polities,
specifically, the creation of cross-community, or ‘con-
cord’, organizations in divided societies. Concord
organizations bring together people with fundamen-
tally opposing views or identities for the purpose of
promoting civil society while recognizing group dif-
ferences. Concord organizations engage in dialogue,
witness activities, education and training, conflict
management and mediation, community service,
or economic development. The Concord Project
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researched over 100 cross-community organizations
in Northern Ireland, South Africa, the United States,
and lIsraeli and Palestinian groups working in the
United States.

This chapter has four objectives. The first is to
enlarge and reframe structural arguments about
the nature of communal violence with attention to
cultural content. We assert that the cultural mean-
ings given to communal conflicts are as important
as the power relations they represent. In everyday
life, the content of conflicts must be addressed by
mediating institutions like concord organizations as
part of the way to make the promise of liberal inclu-
sion real. The second objective is to locate the
impetus toward cross-community activities in larger
global forces, especially the growth of formal
democracy. We suggest that the spread of democ-
racy promotes the preconditions for developing
concord organizations, although weak democratic
institutions put a brake on that growth. The third
objective is to present ‘a logic of collective invest-
ment’ which explains in theory and practice why
and how concord organizations are formed.
Creators of concord organizations are investors
rather than consumers. They are sensitive to inter-
est rates, unlike the purchasers of public goods
posited by Mancur Olson, who are only sensitive to
price. Social investors, especially if they are
brought together from antagonistic communities,
need conditions and rules that will make their
investments safe and worth while. Our research
provides ten design principles and necessary prac-
tices that safeguard and amplify the investment
made in cross-community institutions and their
work.

The fourth objective is to provide specific recom-
mendations to policy-makers, international invest-
ment institutions and foundations, and business and
civic leaders about how to increase bridging social
capital through the work of concord organizations.®

Beyond structural categories of
communal conflict

Lipschutz and Crawford argue that ethnic and
sectarian conflicts are fundamentally conflicts
about power:

What we have come to call ‘ethnic and sectarian
conflict’ is neither ethnic nor sectarian, per se.
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Rather it is about struggles over the levers of
power and wealth within societies and countries in
which ethnicity and religion provide the cultural
and historical resources for mobilizing support for
particular elites. These countries are almost
always caught in the throes of economic and
political transformations, brought on by external
factors and forces.®

We disagree with the exclusive quality of this
statement. We do agree with the importance of see-
ing communal strife as representing struggles over
material and political resources. Similarly we agree
with their additional argument that liberal regimes
must make groups belong economically as well as
politically. They must create distributive and redis-
tributive policies that ‘bring in’ those who, for what-
ever reason, do not benefit from the market.” But
we disagree that ethnic and sectarian strife has lit-
tle or no meaningful content beyond the symbolic.

The absence of attention to the cultural meaning
of conflict is problematic. On the ground, people
belonging to an ethnic, religious, linguistic, or racial
group understand their experience not only in terms
of their access to constitutive and economic struc-
tures of power. They also understand their experi-
ence in terms of the content of their history, their
beliefs, and their hopes from their standpoint.®
These beliefs and histories are often non-divisible.
As one commentator in Northern Ireland said, ‘The
Pope cannot be the Vicar of Christ on even days, but
not on odd days.® This non-divisible difference in
religious belief is a part of the alloy of communal
conflict in Northern Ireland. It is just as real as the
English imposition of the Plantation system or the
recent stunning bank robbery by the IRA. So too,
the search for political and economic power has
human consequences. The dead and dispossessed
in all Northern Irish communities are a source of
grief, and that grief has more than political meaning.

Successful societies with deep communal divi-
sions require more than new or improved political
and economic structures. They require mediating
institutions that humanize ‘the Other’ in everyday
contexts and create opportunities for people with
different histories and beliefs to act together to
solve problems in ways that benefit all participating
communities. Activities in mediating institutions are
closer and more meaningful than participation in
state decision-making and more personal and reli-
able than interactions in the market. Concord
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organizations, which build bridging social capital in
societies with a surfeit of bonding social capital, are
one form of mediating organization that augments
structural changes. Concord organizations provide
mechanisms that promote useful joint futures rather
than the separate futures of vertically integrated
and antagonistic communal groups.

Across the globe, thousands of concord organi-
zations provide durable, thoughtful settings for peo-
ple from antagonistic communities to act together
to solve their joint problems. Concord organizations
are mostly found in civil society, among non-profit
institutions and non-governmental organizations
(NGOs), operating independently of state control
and market forces. In Northern Ireland, Corrymeela
sponsors dialogue programs and education that
bring together Protestant/unionists with Catholic/
nationalists. In the United States, the National
Conference for Community and Justice (formerly
the National Conference of Christians and Jews)
undertakes hundreds of training and education pro-
jects to improve cross-community leadership skills.
In South Africa, IDASA emphasizes community
strength within racial, tribal, and linguistic groups in
order to create equal bargaining strength to build a
more equitable economy. A small group of Muslims
and Jews located in greater Washington, D.C. met
in private for two years after 9/11 working on the
hard task of mutual understanding, emerging to act
together in the Hurricane Katrina relief effort.'

Occasionally, decentralized and somewhat
autonomous public institutions are also constituted
as concord organizations. In Northern Ireland, the
nearly 50 tax-supported ‘integrated’ schools that
educate Catholic and Protestant children together
are examples of public concord organizations. In
South Africa, the government-supported National
Centre for Human Rights Education and Training
(NACHRET) Division of the South African Human
Rights Commission teaches skills that help cross
the chasms of color and community.

Globalization, democracy, and concord
organizations

It is easier to give examples of concord organi-
zations than to estimate their numbers. The United
States has an estimated 1.6 million non-profit orga-
nizations. Figures from other, especially poorer,
countries are less available and accurate. Thus it
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is no surprise that there are no reliable numbers of
cross-community organizations, and even more
difficult, single-community organizations that rou-
tinely engage in cross-community work."

The conditions that promote the creation and
longevity of concord organizations are well known,
however. Our research shows very clearly that
cross-community work and the creation of bridging
social capital are more likely to develop and thrive
where three conditions are met. First, a society
needs reasonably effective democratic institutions.
Second, it needs a commitment to the reduction of
violence by state actors and those in civil society.
And third, it must develop strong concord organiza-
tions and activities.' In real life, these conditions
are met in different ways and to different degrees,
but the trends are absolutely clear. The more a
society has of these resources, the more it will be
able to engage in successful cross-community
work and to create enduring bridging social capital.

The many forms of globalization have had a
mixed effect on the rise of concord organizations,
their success, and their recognition. The democratic
revolution of the past two decades, which brought
the number of partial or full democracies from 90 to
143, helps to meet one of the crucial preconditions
of successful cross-community work." The World
Values Survey shows that support for demo-
cratic principles is almost universal as national
economies develop and societies evolve from sur-
vival values toward self-expression values.' Nor is
it surprising that countries that score high in demo-
cratic ratings also report the highest levels of citi-
zens’ subjective well-being and satisfaction with
life.’® But many new democracies have weak or cor-
rupt institutions, do not espouse or achieve lower
levels of state and civil violence, and have leaders
and publics with limited tolerance for minorities."”
Thus the global democratic revolution both
increases and restricts the development of concord
organizations.

Similarly, elite mobilization of ethnic differences
in intra-state or regional conflicts can intensify and
reconfigure communal identity in ways that make
concord work much more difficult. In the Balkans,
central Africa, and the Caucasus, bloody and
vicious violence has been unleashed in part by
elites who use reconfigured communal identity as a
resource for increased political and economic
power. These conflicts create intense suffering and
amplify hatreds in ways that make the creation of
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concord organizations extraordinarily difficult.
Indeed, one of the objectives of elites in these
clashes is to ‘demonize the Other’ (often not hard to
do once the war is underway), and therefore to
reduce the legitimacy of contact and cooperation.

To the extent that the other preconditions for
successful cross-community work are achieved —
working democratic institutions and a commitment
to reduction in violence — concord organizations
can emerge once the fighting has stopped, even in
areas emerging from horrific ethnic conflicts. The
numbers of concord activities will, however, be low
immediately after the cessation of the violence. The
few joint ventures for economic development
among Tutsi and Hutu widows in Rwanda and
Burundi are examples of such activities.”® The
Straw Mat Project of the Kimbimba Peace
Committee was one such initiative. In 1998 a mat-
making project was begun as a way to bring Hutu
and Tutsi women together so they could have infor-
mal dialogues. The weekly time spent together
working allowed trust to develop and friendships to
grow. The mats themselves then became an
income generating program as the mats were sold
to aid groups for distribution to people in the dis-
placed persons’ camp or those whose homes and
villages had been looted. The mats themselves are
important to the infrastructure of Burundi villages
and perform many critical day-to-day functions.'
This initial project has germinated several other
income initiatives that the women are seeking addi-
tional funding to pursue.

As the discussion (found in the next section) of
institutional design principles for concord orga-
nizations shows, communities emerging from
internecine warfare have a great and often unidenti-
fied need to undertake what is often called ‘single-
community’ or ‘single-identity work.’ By this we mean
that communities like Tutsis and Hutus (or Northern
Irish Protestants and Catholics) must undertake the
difficult work of learning to identify themselves not
solely in terms of their relationships of power or
oppression with other groups, but in terms of their
own self-rooted aspirations.?® Cross-community
work is always very difficult, uncomfortable, often
misunderstood, dangerous, and not always suc-
cessful. This difficulty is not always obvious to those
who live in stable, relatively well-to-do democracies.
The time line to develop concord organizations is
longer when the wounds are fresh, when everyday
survival is uncertain, when sponsoring organizations
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like outside NGOs are unavailable, or when com-
munity leaders are not present or willing to engage
with members from other communities.

The logic of collective investment

Given the difficulty of establishing concord orga-
nizations and their importance in linking disparate
communities, it is important to ask: How are
concord organizations established? What makes
them succeed or fail? In many ways, concord
organizations should not form. A person joins a
union, a congregation, or a professional associa-
tion because of unity of interests, that is, similarities
that are important and differences that do not mat-
ter. Even people with unity of interests often ‘free
ride’, waiting for others to establish the union or
congregation, before they join. Concord organiza-
tions face the ‘no takers’ problem, where people
separated by antagonistic views rarely want to form
a joint organization.

The first task of concord organizations, then, is to
find an overarching value that supersedes the dif-
ferences that divide people who might create the
group. This value, which can be transcendental
or material, does not replace the differences that
divide potential members. Sharing generalized
bridging beliefs, such as the belief that all people
are the children of God or disgust for violence can
bring together otherwise divided communities.
Likewise, members of concord organizations can
be brought together by such concrete objectives as
wanting their children to be able to walk to school
safely or to save money by sharing sanctuaries for
religious programs. Thus concord organizations are
always balancing the values that bind members
and those that separate them. This makes them
more difficult to form and less likely to succeed than
ordinary organizations.

Our research showed that people who create
concord organizations think of themselves as social
investors, rather than individual spenders. Thinking
theoretically, people who create concord organiza-
tions are more attentive to interest rates than costs.
People concerned about costs, as Olson noted, will
often free ride, wanting to participate in the benefits
of an organization at the lowest price, that is, with-
out doing the work to establish it. 2! In contrast,
social investors seek an adequate net pro-social
interest rate. They recognize the danger, the
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pleasures, the obstacles, the immediate costs, the
opportunity costs, and the benefits of individual
action for collective ends — even if they could not
perfectly calculate each component. In particular,
social investors are attentive to the opportunity
costs of the status quo, that is, of not acting, which
they consider to have a high and enduring price.
People who create concord organizations are moti-
vated by the logic of collective investment, rather
than by a race to the bottom competing on ever-
lower prices.

Thinking practically, people who establish con-
cord organizations consider them to be ‘social
banks’ where cross-communities ideals, skills, and
programs are held. Because concord organizations
are social banks, they need rules in practice for pro-
tecting their assets. As Ostrom has shown, the
structure of institutions and their rules are crucial to
creating social capital.?? Specifically, Ostrom wrote
that ‘the rate of contribution to a public good [like a
concord organization] is affected by various con-
textual factors including the framing of the situation
and the rules for assigning participants, increasing
competition among them, allowing communica-
tions, authorizing sanctioning mechanisms, or allo-
cating benefits. In this vein, we determined ten
rules for creating successful concord organizations,
regardless of where they form or what tasks they
undertake. These rules include four design princi-
ples and employ six necessary practices in order to
keep the values that bind members in ascendance
over the values that divide them. Strong concord
organizations use all these principles and practices
as an integrated whole.

Design principle: promote
overarching values

Successful concord organizations find and con-
tinually enhance overarching shared values. In fact,
this is the first task of concord organizations. The
founders of such organizations, through a series of
small, transformational encounters, often discover
these shared values by getting to know individuals
from other communities. They learn that they share
generalized overarching beliefs that bridge their
differences.

More than 90 percent of children in Northern
Ireland go to sectarian schools. The creation of the
first integrated (Catholic and Protestant) school in
Northern Ireland is a good example of finding an
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overarching value — educating children together for
a better life together. The founders of Lagan
College, as it was ultimately called, were drawn in
part from a group of Catholic families who sent
their children to Protestant schools because the
Protestant schools were closer to home or per-
ceived as better for their children. But there were
significant problems, not the least of which was that
Catholic children were often ‘passing’ in these
Protestant schools and they were required to take
a Protestant-oriented religious curriculum. Catholic
parents first identified themselves by, very bravely,
allowing Mass cards to peek out of pockets or
purses or bags so that other Catholic parents could
identify them. One or two Catholics had, unusually,
Protestant friends who had worked outside of
Northern Ireland and were conversant with religiously
integrated education and who were willing to discuss
integrated education in Northern Ireland. Bit by bit
they explored and reinforced their belief that educat-
ing their children together was immensely valuable.
They did so even in the face of significant religious
and political conflicts. And they did so at a time when
there were tens of thousands of British troops in
Northern Ireland and no direct rule.

Design principle: balance bridging and
bonding values

Concord organizations have two enduring sets of
values, bridging and bonding, and these values are
always in contest within the members of organiza-
tions. Therefore, successful concord organizations
deal with issues that divide their members as well
as issues that bind them. Said another way, con-
cord organizations do not avoid conflicts; they con-
textualize them together. They help people to hold
several competing views of the same problem
simultaneously and to keep the shared view in the
ascendancy in their organizational work.

The late John Wallach, the founder of Seeds of
Peace, which runs a summer camp in the United
States for children from divided communities
including the Middle East, Afghanistan, and the
Balkans, described the demands of this balancing
act. The three-week program recognizes the stages
its campers go through. In the first week, the
youngsters are either unwarrantedly idealistic or
completely certain their side is right. In the second
week, they begin to see that there might be other
views and why people might hold them. In the third
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week, Wallach reported that the campers ‘realize
that they have to deal with the hatred and still need
to accept each other anyway.?®* The Seeds of Peace
International Camp would fail if it had a jolly ‘we are
all one under the skin’ approach. In this way, the
camp recognizes that it cannot succeed in its mis-
sion if it does not acknowledge what divides
campers as well as what unites them.

Design principle: establish rules of engage-
ment

The most successful concord organizations do
not rush to action without attention to rule making
in organizational life. They begin with well-stated
democratic decision-making mechanisms, with spe-
cific attention to leadership transition and to basic
mechanisms of solving future conflicts.

In Ann Arbor, Michigan, a small American college
town, Genesis, the shared religious space of St
Clare Episcopal Church and Temple Beth Emeth,
has successfully undertaken a capital campaign for
and the building of an extension for educational and
community activities. This expansion was made
possible by open and transparent decision-making
rules embodied in a joint council established in the
by-laws when the congregations decided to share
space and by the deliberative and consultative
processes the two congregations and the joint
council undertook. In contrast, another group of
congregations sharing buildings has increasingly
functioned like a religious condominium with multi-
ple tenants, in part because the original founders
thought that their good intentions alone would be
sufficient to deal with any conflicts in the future.

Design principle: recognize and
reward investment

Successful concord organizations foster an orga-
nizational culture of social investment. People
involved in concord organizations see themselves
first and foremost as investors, not consumers, and
they recognize and reward investment. They under-
stand the long historical time frames of their conflicts
and are realistic about the kinds of efforts necessary
to bring about change. They see the organizations
they form as ‘banks’ that hold and reinforce the often
fragile visions for a better, shared future. They culti-
vate a hard-headed hopefulness.

Some of the investments concord organiza-
tions make are monetary. The grants given by The
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Abraham Fund or the Community Foundation for
Northern Ireland are concrete examples of financial
investment in interethnic community organizations.
But most investments are more intangible — skills,
relationships, new worldviews, and cross-community
activities to solve shared problems. The Conflict
Mediation and Transformation Practice mediated a
violent conflict between ethnic gangs running com-
peting taxi services in Cape Town. These taxis are
crucial for economic well-being in poor neighbor-
hoods with very limited public transportation and
few cars. The conflict also had the potential to cre-
ate a widening spiral of economic destabilization.
The conflict disrupted a critical mode of transporta-
tion. The clashes also created real fear of traveling
into and out of certain neighborhoods which further
limits people’s access to employment and the flow
of goods and trade.

Many concord organizations demonstrate their
commitment to investment by running programs for
young people. In the United States, the high school
training programs of Facing History and Ourselves
and Leadership Development in Intergroup
Relations are just two of many examples. The
investment approach is also illustrated by the many
concord organizations that act as incubators for
new initiatives, spinning them off rather than grow-
ing themselves.

Necessary practice:
prevent proselytizing

Successful concord organizations develop tech-
niques where members can hold their views, but do
not seek to impose them on others. Strong norms
against proselytizing are important both organiza-
tionally and personally. Organizationally, strong
norms against proselytizing keep the values that
bridge viewpoints in the ascendancy, thus prevent-
ing organizations from drowning in the whirlpool of
contested views. An individual’'s commitment not to
proselytize demonstrates a profound and concrete
recognition of the legitimacy of the people who hold
views fundamentally different from, and often in
opposition to, one’s own. It means participants must
restrain themselves from engaging in ‘memory
wars’ or attempting to gain the upper hand through
a strategy of asserting a ‘hierarchy of oppression’:
your group may have a grievance but my group has
been more greatly wronged. This practice also
requires a focus on the current or immediate
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conflict rather than starting with the historical
debates over ‘where the graves of one’s grandpar-
ents are located’. Neither party is allowed to harken
back to injustices they have experienced to the
exclusion of recognizing injustices that have been
experienced by others. The self-restraint involved in
not proselytizing becomes a basis for a larger
social practice of restraint, listening, and efforts at
mutual problem solving.

Most participants in concord organizations say
that not proselytizing is one of the hardest values to
internalize. Six abortion activists — three leaders in
favor of legal abortion and three opposed -
engaged in a five-year mediated dialogue that
began after a murderous attack on abortion clinic
personnel in Boston. When describing the proce-
dures of their dialogue they said, ‘We also made a
commitment that some of us still find agonizingly
difficult: to shift our focus away from arguing for our
cause. This agreement was designed to prevent
rancorous debates.’ >

Necessary practice: acknowledge and
receive legitimacy

Successful concord organizations provide mech-
anisms of legitimization, recognition, and respect
on a personal level. Social techniques for legit-
imization are well known. They include such
devices as using the language of the ‘other when
referencing them, refraining from using words that
incite those from other communities, paying atten-
tion to the balance of viewpoints presented, devel-
oping vehicles for the expression of community
viewpoints within the context of concord activities,
and having an organizational culture that allows
people to change their minds.

Legitimization is not easy or unproblematic. It
does not mean personal acceptance of the position
or values of the other group. Rather, legitimization
involves having one’s own narrative of the conflict
heard and hearing the narratives of others. The
intended purpose is not to argue for the superiority
of one’s own narrative or to win the ‘oppression
Olympics’ but instead to learn the sources of deeply
held values and the effects of the conflict on one’s
self and others. For example, in American abortion
dialogues participants came to call their positions
by the phrases each group used for itself —
‘pro-choice’ and ‘pro-life’. This practice was suc-
cessful in part because the preferred names did not
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include antagonistic references to the positions of
the other side. In Northern Ireland, Catholic and
Protestant released prisoners discussed with each
other the effects that their violent actions and sub-
sequent internment had on their families and com-
munities, recognizing the costs they shared. On the
West Bank, The Parents’ Circle — Families Forum
brings Jewish and Palestinian families together to
discuss their shared experience of losing a loved
one to violence. Schools and community programs
try to teach legitimization skills. The South African
Human Rights Commission’s Training Centre has
fielded a national program that tries to develop
intercultural competencies in school children,
and The Center for the Study of Violence and
Reconciliation, an NGO working in Johannesburg,
has made similar efforts for youth not in school.

Necessary practice: avoid ‘gotcha’

‘Gotcha’ is the practice of highlighting to others
their failures to see a group the way the group sees
itself. ‘Gotcha’ is American slang for, ‘1 got you,
meaning | caught you doing something you should
not be doing. An example of ‘gotcha’ might be
someone purposefully derailing an otherwise
successful conversation to complain that the
speaker had used, say, ‘Hispanic’ rather than
‘Latina/o’. (Both are respectful names used in the
United States for Americans from Spanish speak-
ing countries in South and Central America. In
many communities, ‘Latina/o’ is considered more
authentic and attentive to cultural preferences.) The
purpose of the interrupter was not to engage in a
discussion on respectful names, but to show that
the speaker was thoughtless and not to be trusted
and that the interrupter was the guardian of true
understanding.?®

Successful concord organizations avoid ‘gotcha’
because it undermines the inquiring, learning cul-
ture of concord work. In practice, avoiding ‘gotcha’
means that people in concord groups are commit-
ted to engaging with those in opposing camps even
when they cause some pain or frustration. It means
being able to see oneself making the kinds of mis-
takes others have made about one’s own group.
Such norms create a virtuous circle of both atten-
tiveness to others and flexibility and generosity in
the process of learning. Avoiding ‘gotcha’ is a way
of avoiding political correctness, which tends to
emphasize monitoring behavior for failures.
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Necessary practice: learn to ‘not
understand’ and to ‘not be accepted’

Successful concord organizations promote
awareness that complete understanding of and
acceptance by the ‘Other’ is neither likely nor nec-
essary. Understandings of reality are products of
lived experience and are not transferable in their
entirety to those without the experience. Nor is it
likely that a totally satisfactory joint definition of
reality will emerge from cross-community work.
Instead, the multiple narratives of lived experiences
will reside simultaneously and, in the best circum-
stances, with respect and acceptance.

The Oakwood Integrated Primary School in
Northern Ireland held a meeting for parents where
the Protestant/unionist and Catholic/nationalist
symbols used during the violent struggle were
placed in the middle of the room. These included
balaclavas, paramilitary badges, and posters. Most
people had never touched or seen up close these
potent symbols, even those from their own commu-
nity. In a mediated discussion, parents talked about
what the symbols meant to them and to Northern
Ireland. This process increased awareness of their
common experience of violence, upheaval, and
loss. But in the end, empathy and information do
not equate with the experience of being Catholic in
British-ruled Northern Ireland or Protestant in IRA-
besieged Northern Ireland.

Necessary practice: support
single-community work

Successful concord organizations help individuals
and communities develop strong, positive, single-
community (that is, within home community) identi-
ties.2® Concord organizations do this in two ways: by
including single-community opportunities as part of
their programming and by strengthening the capac-
ities of single-community organizations to do cross-
community work. These activities both advance
concord organizations and protect their partici-
pants. Cross-community work needs talented peo-
ple, many of whom are drawn to these activities
from outward-looking, single-community organiza-
tions. Equally important is the fact that most people
who work in concord organizations are deeply con-
nected to, and are nurtured by, single-community
groups. It is jarring and disheartening to return to a
single-community organization that is hostile to
cross-community engagement.
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Genesis, the shared governance structure of the
facility housing Temple Beth Emeth and St Clare
Episcopal Church made a profound commitment to
the needs of one of its congregations. Over the life
of the relationship one congregation grew while the
other contracted. Genesis decided that in order to
meet the developing needs of one community, a
new sanctuary and a school facility would be built,
requiring considerable indebtedness for both
congregations. Genesis, the concord organization,
recognized the need to keep its individual congre-
gations strong by building a new sanctuary, a deci-
sion that allowed it to continue its cross-community
work. The commitments of two South African orga-
nizations to individual communities are different but
no less vital. U Managing Conflict (UMAC), a con-
flict mediation organization working mostly in Cape
Town, and IDASA, which works nationwide, are
successful multi-ethnic organizations that work as
needed with single, often geographically defined,
tribal or linguistic communities. They work to
develop the problem solving skills necessary to
respond to disagreements both within and outside
these single-community groups. Paul Graham, the
executive director of IDASA, notes that their single-
community work is done very much with bridging
in mind.

Necessary practice: develop leaders

Successful concord organizations develop lead-
ers, in their own organizations and in single-
community groups, who can maintain legitimacy
‘at home’” while encouraging engagement with ‘the
other’. Concord organizations often challenge con-
ventional definitions of leadership in divided soci-
eties and demand complex thinking about the
value of joint activity. They ultimately depend on
leaders who have enough political resources to
withstand suspicions of disloyalty. Leaders with a
tenuous hold on their own positions of authority or
who fail to deliver value to their single-community
members are seldom able to withstand attacks for
participation in concord organizations or cross-
community work. Strong leaders are those who
can successfully engage in concord organizations,
who know how simultaneously to understand and
to satisfy some of the basic needs of their follow-
ers, and who encourage followers’ learning and
critical thinking.

At least one concord organization, NCCJ (the
National Conference for Community and Justice)

——



CREATING CONCORD ORGANIZATIONS: INSTITUTIONAL DESIGN FOR BRIDGING ANTAGONISTIC CULTURES

has made the training of leaders for cross-
community work in the United States one of its
main missions. As its president Sanford Cloud, Jr.
noted, NCCJ's task is ‘transforming communities to
be more whole and just by empowering leaders to
engage in institutional change’. Across the ocean,
the Belfast Interface Project enhances leadership
in a different way. It supports the development of
effective mobile phone networks across the city.
Through these networks local community activists
can respond quickly to reports of tension and vio-
lence at interfaces. Relevant information can be
passed within, and where possible, between com-
munities as well as to appropriate agencies, reduc-
ing rumors and miscommunication. The mobile
phone networks help local activists reduce the
number of incidents at interfaces and lessen the
likelihood that those that do occur will escalate.

Recommendations: supporting concord
organizations

Concord organizations are culturally attentive
mediating institutions that activate the implicit
promise of liberal structural arrangements to improve
participation and economic fairness. When designed
and implemented with care, concord organizations
can create the bridging social capital that increases
communal understanding, promotes joint projects,
and reduces bloodshed. Concord Organizations are
more likely to emerge and succeed when democratic
institutions work and when major actors in state and
civil society disavow violence.

Concord organizations are often a node in a vir-
tuous circle of improved communal relations. The
public goods created by concord organizations are
unimaginable to most people caught up in
intractable, culturally-rooted, conflicts. A vision that
sees an alternative and better future for all commu-
nities is a precious and fragile asset. Creating this
asset requires, in the first instance, the identifica-
tion of mutually desirable overarching values. Once
established and nurtured, these values can be
expressed in dialogue, and more durably in joint
endeavors, by designing institutions that balance
the overarching shared value and exclusive com-
munal values, in ways that the overarching value
dominates in these organizations.

Governments acting with large scale formal medi-
ating institutions — like businesses, foundations, and
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banks — can promote cross-community work in civil
society and the creation of concord organizations.
Public policies that support the civic sector, espe-
cially laws that encourage the creation of indepen-
dent and transparent non-profits and NGOs free of
government interference make creating bridging
social capital easier. A joint future with former
adversaries requires a physical, cultural, and social
place to find solutions. This social space needs a
public-regarding ethos that emerges from the citi-
zenry not the state, and is separate from the profit
demands of the market. These are the qualities of
the non-profit or civic sector.?”

The large institutions that benefit from reduced
communal violence need to invest in the commu-
nity based organizations that promote cross-
community asset creation. Think for a moment of
the growth in the Gross Value Added (GVA) of
Northern Ireland since the Good Friday Agreement,
which was signed in 1998. In 1990, Northern Irish
GVA per person was £6,438. By 2003, the GVA per
person was £12,971. During the same period the
official unemployment rate declined from 8.7
percent to 4.2 percent.?® Not all of the economic
growth came from the (imperfect) stability arising
from the Good Friday Agreement. Northern
Ireland’s economy improved with growing
European integration, declined in the worldwide
slump after the events of September 11, 2001, and
rebounded somewhat as a new and different equi-
librium has been established. Nonetheless, few
places in the industrialized world have almost dou-
bled their GDP or GVA per person and halved their
unemployment rate in just over a decade. Northern
Ireland benefited from an extensive public invest-
ment strategy by the European Union and the gov-
ernments of the Republic of Ireland and the United
Kingdom as part of the peace process. Private
investment has been important as well. In 2000 the
Private Finance Initiative/Public Private Partnerships
(PFI/PPS) exceeded £300 million.?° Previously, pri-
vate companies were unwilling to sink funds into
communities with no future except continuing sec-
tarian violence.

At the same time, the EU, the governments of the
Republic of Ireland and the United Kingdom, plus
foundations supported a remarkable growth in
non-profit cross-community organizations. At the
beginning of this rapid investment, Northern Ireland
benefited from having cross-community organiza-
tions like Corrymeela that had started before ‘The
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Troubles’ and had endured, with difficulty, throughout
them. These organizations had developed practices
and relationships that served as a place to begin
creating additional institutional resources.

The World Bank, the International Monetary
Fund, the regional economic development banks,
large foundations, international and domestic busi-
nesses, international development NGOs, and gov-
ernments can all learn from the Northern Irish
experience. Investments in bridging social capital
pay off, and the pay off is highest when support for
concord work begins when conflict is simmering
rather than raging; continues over time including, if
possible, when conflict is rampant; promotes
dialogue leading to joint projects; and teaches
cross-community leadership skills. The ability to
undertake successful concord work is in very short
supply in societies, like Northern Ireland, where
people work, live, and worship in separate spheres.

One of the most important lessons for govern-
ments, businesses, banks, and foundations to learn
is that cross-community work requires face-to-face,
trusting encounters. As a result individual concord
organizations can only grow to the point where they
can successfully maintain this personal learning
environment. This means that funding entities can
not simply ‘scale-up’ an existing organization.
Another important limitation is the focus on a core
mission and values. As concord groups gain the
trust of the participants it is not uncommon for new
needs to be identified in a community. It is impor-
tant that the group be intentional in its choice of
projects and the breadth of work it embraces. The
cross-community organization has to be vigilant
about ‘mission-creep’ so that the group does not
evolve out of its effective role or abandon its core
mission as new and separate immediate chal-
lenges arise. But organizational growth and social
coverage can come in other forms. For instance,
groups can grow using a federation model, in which
the principles and practices of a group are repli-
cated in separate settings with participants in each
location. Additionally, concord organizations can
address new challenges and needs by incubating
targeted projects that can then spin off as new sep-
arate organizations.

Generating more and enduring bridging social
capital can save money over time, in small ways
at first, and then in more dramatic ways. In the
Apartheid period, a small city in South Africa would
have needed from three to six high schools, at least
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one for each group (whites, coloreds, and blacks) or
perhaps two for each community, if boys and girls
were educated separately. This was a great public
investment burden, which in the Apartheid era was
lowered by gross underinvestment in schools for
colored and black children.®® Similarly, the histori-
cal development of schools in Northern Ireland
resulted in a four-part system of (now) tax-
supported schools: separate boys’ and girls’ schools
for Protestants and Catholics. The integrated school
movement in Northern Ireland created religion and
gender inclusive schools. Only five percent of the
students attend integrated schools, but they are
among the most academically and socially success-
ful in Northern Ireland, and certainly a source of the
next generation of cross-community leaders.
Implementing the choice of integrated schools in
Northern Ireland probably increased costs (more
schools needed to be built*'), but the principle of
educating children together is one that would
reduce costs, or increase investments per pupil.

Extrapolating from these examples, it is easy to
argue, theoretically, that a large village in a divided
society with no high school is better off building one
school available to all children than building several
high schools each available to only one group, or
one high school available only to the dominant
group. Practically, this approach only works if the
groundwork in terms of successful cross-community
relations exists or can be developed, which in turn,
often requires addressing larger cultural forces that
change only slowly. Nonetheless, against enor-
mous odds and using very different political and
civic levers, both South Africa and Northern Ireland
did invent ways, in principle, to reduce educational
costs through building bridging social capital. They
have certainly invented mechanisms that use some
schools to span — with imperfect but real success —
antagonistic communities.

When governments, business, banking, and for-
mal civic organizations support cross-community
work, they help the concord organizations change
the cultural time frame in divided societies. Concord
organizations create places to imagine a different
future, to learn, to make mistakes and try again, to
humanize the ‘Other’, and to contribute together to
reaching mutually determined goals. Creating con-
cord organizations is extraordinarily hard work.
Good intentions usually fail because they do not
embody cultural recognition of the depth of differ-
ence between communities. Concord organizations

——



Anheier-3492-Ch-23.gxd 1/17/2007 7:01 PM Page 293 $

CREATING CONCORD ORGANIZATIONS: INSTITUTIONAL DESIGN FOR BRIDGING ANTAGONISTIC CULTURES 293

can create enduring bridging social capital, the
most scarce resource in divided societies. It takes
hard-headed optimism, aided by the thoughtful
design of cross-community organizations, supported
by formal institutions that benefit from a peaceful
joint future. The ideas and the practices exist to
do so.
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housing segregation creates many single-group
schools. Nonetheless, the argument shows that educat-
ing children together, if there is a strong commitment to
creating bridging social capital, can save money, and
therefore provide greater educational coverage or meet
other social needs.

31

The government of Northern Ireland shifted many of the
costs of integrated schools to parents and teachers
who wanted to establish them, requiring them to find
and buy buildings and removing teachers from the pub-
lic pension programs if the integrated schools failed to
establish themselves and thrive in three years.





