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In the army, as in the corporate
world, the leader who expects .
instant action must first earn
trust among his followers.

The Work of
the Leader

by William AG. Pagonis

Lieutenant General William G. Pagonis led the 40,000
men and women who ran the theater logistics for the
Persian Gulf War during its three phases of operation:
Desert Shield {buildup), Desert Storm (ground war}, and
Desert Farewell (redeployment). By military standards,
it was a challenging assignment. By the conventions of
any nonmilitary, complex organization, it was unheard
of. Over the course of a few hectic months, his organiza-
tion, the 22nd Support Command, grew from 5 people to
40,000. The team fed, clothed, sheltered, and armed
over 550,000 people. They served 122 milllon meals.
Within the theater, they transported and distributed
more than 7 million tons of supplies, 117,000 wheeled
vehicles, 2,200 tracked vehicles, and 2,000 helicopters.
They pumped 1.3 billion gallons of fuel. They successful—
ly supported General Norman Schwarzkopf's “end run”
strategy, and did so in a harsh environment with almost
no preexisting military infrastructure.

The 22nd Support Command’s accomplishments are
testimony to an often maligned branch of the Army.
Logistics, at best, has been traditionally dismissed as
mundane. But the lessons of leadership gleaned through
Pagonis’s experierice In the Gulf cross military bound-
aries - they apply equally to general maenagement and
leadership development in the private, civilian sector.

Lt. General Pagonis is author {with Jeffrey L. Cruik-
shank} of Moving Mountains: Lessons in Leadership and
Logistics from the Gulf War {Harvard Business School
Press, 1992).
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- If the organization isn‘t pulling for you, you're like-

1t has been a year and a half since t completed my
tour of duty in Saudi Arabia as head of the United
States Army’s 22nd Support Command. And in
the wake of the Allicd victory over Jraqg, I've read
and thought a lot about my logistics profession. But
I've also done a great deal of thinking about the
goals, quahnes, and prerequisites of leadership.
And based on that reflection, I've reached a num-
ber of conclusions.

For one, I've concluded that leadership is only
possible where the ground has been prepared in}
advance. To a certain extent, F'll be the first to ad-
mit, this process of ground-breaking is beyond the
control of a lone individual in a large organization.

1y to be hobbled from the start. Fortunately for me
and for thousands of other officers like me, the
Army goes to great lengths - greater, I would argue,
than any other organization - to groom and develop
its leaders. Like my peers in the general officer
ranks, I have been formally educated, informally|
mentored, and systematically rotated through a}
wide variety of postings, all designed to challenge!
me in appropriate ways {that is, t2 push me without|
setting me up to fail} and to breaden my skills and
knowledge base.

But a leader is not simply a passive vessel into
which the organizaiion pours its best intentions. To}
lead successfully, a person must demonstrate two
active, essential, and interrelated traits: expertise
and empathy. In my expencnce, both of these traits
can be deliberztuly and systematically cultivated;
this personal dvvelopment is the first i-mportam ;’
building ble-k of leadership. g

The leademhlp ~quation has another vttal piece
as well. Leadcrs are not only shaped by the environ-
ment; they also take active roles in remaking that}

Atrue leader mus :
dermonstrate two
active, essential, and- -
Interrelated taits:

expertise and :
empcﬂhy ‘

K
1

environment in pruductive ways. In other words,{
true leaders create organizations that support the
exercise and cultivation of leadership. This can on-
1y be achieved through rigorous and systematic or-
ganizational development.

The work of leadesship, therefore, is both person-|
al and organizational. The bad newe is that this

:
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to emphasize charisma-a mysterious and seduc-
tive quality. But when they do so, they overlock the
real roots of leddership.

Experhse and Empothy

4T Py et g e s ey ey
'; SO Re gt TR e X b h

Ican think of no leader, military or business, who

‘ has achieved his or her position without some pro-
’found expertise. Most leaders fitst achieve mastery

m a particular functional area, such as logistics, and
eventually move into the generalist’s realm.

Expertise grows out of hard work and, to some ex-
tent, luck. It’s hard work that develops a skill base,
and it’s often huck that gives us the chance to apply
that base. :

* Throughout my childhood, my parents ran small
businesses: first a restaurant, and then a small hotel
with a restaurant. Every member of the family was
expected to pitch in. For my part, 1 scrubbed flooss,
waited on tables, did kitchen-prep, and helped keep
the books. All through high school and college, my
responsibilities expanded. I learned new things and
kept my hand in old things.

After college graduation and ROTC training,
I sought and won an Army commission. My first
assignment was at Fort Knox, where those years
of hands-on business training proved immediately
useful in streamlining the unit’s mail operations.
On the strength of this success, I was asked to tackle
the mess hall. This was even easier: 1 was already
a minor expert in private-sector mess halls. Because
1 had expertise, I was successful; and because I was
successful, 1 was identified by my superiors as a po-
tential leader.

There are dozens of instances where I've grum-
bled my way through an assignment only to discov-
er that the assignment has taught me a great deal,
ajid that this learning is applicable in unexprcted
ways. Back in 1971, for example I suffered through
a stint of desk- bound research in which I was part
of a team charged with analyzing LOTS {logistics-
over-the-shore} vehicles. I was sure [ was wasting
my time, crunching numbers and drafting memos
rather than leading troops.

Exactly 20 years later, I was in charge of - among
several other resources - a flotilla of LOTS ships,
which plied the coasts of Saudi Arabia serving
as a backup for our truck convoys. Becausc I had
been a member of the team that helped specify their
design, T knew exactly how to use those vessels.
1 had expertise, which not only helped me do my
job but also reinforced me as a leader in the eyes of
my subordinates.

129

LR L e g SRR o e TEc itk

R
P v

4 et oy S L G A TRATT s s R T S T U et e | PYE

Owning the facts is a prerequisite to leadership.
But there are millions of technocrats out there with J
fots of facts in their quiver and little leadership
potential. In many cases, what they are missing is’
emipathy. No one i5 a leader who can’t put hismsclf
or herself in the other person’s shoes. Empathy and
expertise command respect.

[ got my first inkling of this back in the, 1950s
when I was a newsboy in my hometown of Char-
lerot, Pennsylvania. [started out at the age of nine,
hawking afternoon editions of the Charleroi Mail
on the corner of 5th and McKean. Things started
going along pretty well for me there. I had regular
customers, and I could shout out the headljnes
with the best of them: “Korean armistice signed!
Read all about it!”

! soon began to notice, though, that the real mar-

ket for papers was in the local bars and restaurants, .

rather than on quiet strect corners like my own. At

b

my little stand, I was averaging 50 copies a day.

Brash | was, even
foolthardy. So ook

a few licks, but

l wouldn 1 book down.

In the bars and restaurants, cspecially around din-
ner time, you could sell that many copics in two
hours - and get tips, to boot.

[ decided to mine this rich vein of opportunity.
But the older newsboys, mostly 14 and 15 ycars old,
dominated the commercial district, and they didun’t
appreciate my efforts to compete. A group of them
paid me a visit, gave mc a {ow licks, and suggested
that I stick to my quict little cotner and stay out uf '
their restaurants.

I did just that ~ for a little while. Then | wént
right back to selling papers in those crowded bar-

T

rooms, Brash I was, even foolhardy; but I wasn't
dumb. The opportunity was very good. And cven
then, I had a keen sense of justice. Why should the
big kids control the best territory just because that

was the way it had always been done? Even to the
nmz -year-old Gus Pagonis it was obvious that if
you were going to do business, you'd hetter do it in
the right place, and the big boys controlled the right
place. T took a few more licks, but soon cstablished
myself as a savvy young businessman who wouldi’t
back down from a fight. 1 gained the older boys'’
respect and they no longer bothered me.

Years went by, and 1 gradually moved up in the
newsboy hierarchy. Then one day Lhad a disturbing

realization. I was now the “establishment.” | wes
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means hard wotk - lots of it. The good news is that
leaders are made, not born. I'm convinced that any-
one who wants to work hard encugh and develop
these traits can lead.

Charisma, Presence, and
O’fher Nohons

No military commander would downplay the im-
portance of personal presence in leadership. It's a
-vieal attribute, particularly in a combat setting.
Almost every combat-hardened officer can recall
that fateful moment of truth when his or her com-
mand presence was first put to the test.

In my own case, that test came in 1968, during
my first tour in Vietnam. My boat company had al-
ready more than proven its mettle, transporting ar-
tillery barges and supplies through intermittent
sniper fire up and down the rivers of the Mekong
Delta. But during the Tet Offensive of February, we
were beset and besieged as never before.

Late one night, we received word that an orphan-
age was under attack and that we needed to trans-
port troops to the site as quickly as possible. Leav-
ing our artillery barges behind, we took about 30
volunteers in 6 boats and went 5 miles downriver.
1 wésn’t told at the time, but the rest of my outfit
was' then ordered to follow along behind with our
artillery barges in tow.

My small convoy had just landed the mfantry
troops near the orphanage when I got a radio call
that our trailing barges were stopped dead in the
witer. The first barge had come under fire and
“crabbed” - gone sideways in the river ~ and now
two dozen boats were trapped behind the barge. Our
battalion commander got on the air, advised us of
thajextreme danger upriver, and ordered us not to
g0 Back and rescue our comrades.

1t was a moonlit night. From where we sat, chaf-
ing under our orders to stay put, we could look up-
rivér and see the tracers burning across the water
where the boats were stuck. They were in deep
trotble. On the spur of the moment, following a
time-honored military tradition, I developed “radio
trouble” - that is, I turned the communications
gear off - and addressed the crew of four on my
small patrol boat. “We’ve got to go back and help,”
Ittﬂd thern, “but I don’t want to force you. Anyone
who doesn’t want to join can stay here, no ques-
txt‘ms asked.”

I'm proud to say that every one of those soldlers
volunteered. We turned one of our boats around and
headed upriver with tracers zinging over our heads

#
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and bullets bouncing off the sides of the boat. When
we reached the crabbed barge, I could see that the
man behind the steering wheel had frozen. ljumped
from my boat onto the barge, and shook him back
into action. In short order, we got the boat turned
around and headed hotie again,

One leader’s orders had been ignored, and anoth-
er’s followed. Why! Adrenaline was one contribut-
ing factor. So was loyalty: our comrades needed
help immediately. But most important was my sol-
diers’ trust in my judgment. Had I not already
earned that trust and developed a command pres-

ence in a thousand undramatic settings, those sol- .
diers would not have followed my lead. Had I not .
demonstrated my confidence that we could pull off :
the rescue, they would not have followed. My .

troops would have taken the sensible course and
followed the radio’s lead.

This same lesson applies to leaders in private in- ~

dustry. We are misled by the popular-culture por-
trayals of leaders. Movies and television have to

v ¥

deal in superf:cxahtxes and sound bm:s They have '

+The cammander ordered us not to rescue out comrades,
I turned off the tadio and asked lor volunteers,

s
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one df those big boys whom the young up-and-com-
ers hid to go up against. It scemed that I had a clear
choice. I could perpetuate the cycle, or I could act
in thé spirit of empathy, based on my vivid recol-
lection of what it felt like to get knocked around.
I chode the latter course. At my urging, we came up
with an arrangement that didn't cut too deeply into
the profits of the veteran newsboys yet still gave
the %,ounger kids a chance to lex their entrepre-
neurial muscles. My peers went along with the plan
becaﬁse they knew I understood the situation from
all sides And 1 had carncd a leader’s respect [rom
the ygunger kids through empathy.

Empathy was an absolutely vital quality in the
contéxt of the Gulf War. We asked oursclves con-
stantly: What do the other people on our team
need? Why do they think they nced it, and how can
we give it to them? The military always has its
share of bendable rules. Can we find one to fit each
situation?

Our hosts, the Saudi Arabian people and their gov-
L. ernment, were among the most important objects

£ tﬂi kind of attention. King Fahd had pledged
his dduntry’s complete support and cvoperation,
and Qhe Saudis delivered on that promise unstint-
ingly.iBut both sides knew that the deployment
of a half-million “infidels” into a strict Muslim so-
ciety would be a daunting challenge.

We i'nade our share of mistakes. Early in the most
hectic' phase of the Descrt Shicld deployment, for
exaniple, we decided to establish an Allied medieal
materlel command in the port city of Ad Dammam.
Ametican soldiers, male and female, reported to the
site to_'unload boxes and crates of supplies. Unfortu-

|
n'ttﬂly‘} we had no idea lh.\t the building we wete
maoving into was focated next to a particularly de-
vout Muslim commiunity, whose members were
deeply bifended by the sight of women with uncov-
cred hair and rolled-up sleeves, working up a good
sweat in the desert sun. Membets of the commu-
nity complained to the local religious police, and
our female soldicrs were soon subjected to catealls
and 5cc§ing.

Before the situation developed into a crisis, U.S.
military leaders met with the approptiate Saudi
religious and civil officials to get a handle on the
cause of the disturbances. We soon reached a st
ple compromise: all U.S. military personnel would
hencelorth wear long-sleeved shirts in the city, and
our female soldicrs would keep their hair covered
with their hats. It was a simall concession, but one
that greatly pleased the religious police responsible
for enforcing the Sharia, or Islamic law,

We learned a great deal about the sensitivities of a
Muslin community through these negotiations,
and we gpplied the Jessons in our subsequent deal-
ings with the Saudi population. We also took our
lcarning one step further. 1t was clear that our hosts
were inclined to avoid conflict with their 550,000
guests, at least until things were approaching a eri-
sis atage, It was our responsibility, therelore, to an-
ticipatetheir needs and avoid crises. One day sever-
al mounths after the ground war ended, 1 reatized
that our two inactivated firing ranges were still lit-
tered with unexploded ordnance, and that the
bedouins would soon be traversing these aveas
again. We put oursclves in the shoes of the bedou-
ins and also in the shoes of the Saudi officials who
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had to protect the interests of these desert wan-
déerers. We cleaned up the ranges well before the
Saudi Arabians had to put pressure on us to do so.
With that we earned their continued respect and
caoperation.

Empathy also helps you know where you can
draw the line and make it stick. For example, some
Sandi Arabians disapproved of the U.S. female sol-
diers driving vehicles and carrying weapons {activi-
tié’_s in which Saudi Arabian women do not engage).
I thade it clear that from the U.S. Army’s perspec-
tive, a soldier was a soldier, and that our lean logis-
tical structure absolutely demanded that all our
soldiers be allowed to use the tools of their trade.
That line stuck.

Empathy counts for even more on the individual
level. This was brought home to me one afternoon
in August 1991, some six months into Decsert
Fagewell. A very young private was sent to me by
thig military police for disciplinary action. The facts
of the incident were clear enough. On the previous
night, two MPs had demanded to see the private’s
ID. He cussed them out and wound up spending the
night in jail. He arrived in my office looking re-
morseful and more than a little bit scared, and
faunched into a hurried and jumbled explanation,
It svas hot the night before, he said, he was tired,
the MDPs were picking on him, and so on. But when
he’finished making his excuses, he said simply,
“1screwed up. I shouldn’t have done it.”

1 made him think things through from the MPs’
point of view. They had a job to do. Terrorist attacks
were still a very real possibility, and the recent

Terrorist attacks were
still a possibility, and the
tragedy in Beirut was
fresh in our minds.

tragedies in Beirut and Berlin were very much in
out minds. Tight security and 1D checks were
therefore still needed to protect the safety of every-
onc at the base. Then, after telling my wayward pri-
vate that I would personally thank the MPs for thcir
vigilance, [ let him off the hook. He was out of my
office in a flash.

Why did I bend the rules? Because empathy de-
manded it. This was a tough period. The war was
leng since over, and the vast majority of Coalition
forces were already back in their home countries.
But we logisticians were still there, picking up and
packing up the theater. We were fighting a subtle
battle against the perception that the “important”
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work of the war had already been accomplished, * §,
that the danger was past, that we were only mop? L §
ping up after the main event. And, in fact, the}'!:.
weather was very hot - hotter than earlier in thé | §
summer when smoke from the oil fires in Kuwait
had blocked out the sun. Incvitably, some tempers |}
were wearing thin in the ranks. My young private
had already learned his lesson, and he was more | §
useful to me outside the brig than in.

The Steps of Leadership- -~ F
A O & :

I had the very good fortunc early in my Army ca-
reer to serve as an aide to a general officer in Ger-
many. In that context, I visited most of the battal-
ions and companies around the country. This was | {.
the military equivalent of a control experiment, in
the sensc that all of the commanders in the divisio | §
were working on the samic mission. But each of | §
them approached his assignment a little bit differ a
ently — how he took care of his troops, how he
briefed the results of his actions, haw he presented !
himself. From compzny to company, and from bat-
talioh to battalion, what was 1cally changing was
leadership.

Even from my youthful and unictonned vantage
point, it was obvious that some things worked and
others didn’t. And over time, T was able to distill !
the techniques of effective leadership that would
work best for ine. Cultivating leadership in yourself | §
and in others should be done.on botly a personal angl | §
organizational level,

The first important step in the process of devel-
oping effective leadership may seem sclf-evident:
know yourself. What's your expertise? What are
your strengths? And, just as important, what are
your weaknesses and liow can you improve? Regu-
larly scheduled self-examinations are a must for
building and sustaining leadership. .

Once you've assessed the raw material, you can
draw up a plan that builds on your cxisting skills
and knowledge. Take any steps necessary to sharp-
cn thase talents you already have or to compensate
for ones you lack., Most leadets engage in public
speaking, for example. Are you one of those rare
leaders who can get away without making public
appearanees? Or could you benefit from some
coaching in veice projection and deportment?

This kind of self-analysis allows you to be real -
in my experience, a vital contributing factor in ef-
fective leadership. A person who is always playing
to his or her weaknesses can’t inspire much confi- |3
dence in others. This is samething to watch out for | §

Goda gt i
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in matters large and small, since it’s the corner-
stone of presence. For example, I use a gentle kind
of humor quite a bit. Humor helps me make con-
tact with other people. But I only use humor be-
cause it comes naturally to me. I'm real when I use
it. Those who aren’t, shouldn’t! In the same spir-
it, truly hopeless public speakers ~ of whom there
are Yery few, by the way - should concentrate on
grogining effective proxies.

A'related challenge is to Jearn how and what to
communicate. This comprises not only good speak-
ing skills but also good listening skills and the abil-
ity to project and interpret body language. Many
years ago, I set up formal systems to elicit construc-
tive criticism from my subordinates. One of the
first criticisms I got back was that I didn’t listen
well. This surprised me. Up to that moment, 1
thought my listening skills were as good as the next
person’s — maybe better. I poked around, asked
questions, and eventually discovered that one basis
for this judgment was a bad habit on my part. While

| listening to others, I had a tendency to sift quickly

through mail or do an initial sort of my paperwork.
My'body language projected a lack of attention.
With minor adjustments to my routine {maintain-
ing eye contact during these meetings, relegating
paperwork to later in the day), my report card im-
proved. I also took to heart the advice of a wise
commanding officer who said: “Never pass up the
opportunity to remain silent.” My subordinates
soon began citing my listening skills as a strength
rather than a weakness.

A third vital aspect of personal development re-
lates directly to expertise: the leader has to know
the mission. What needs to be accomplished? How
can your expertise most effectively be channeled to
do the job? This is an important part of the hard
worK I mentioned earlier. Leaders have to do their
homework!

During the Gulf War, I directed my planning
team to compile a binder, known within the com-
mand as the “Red Book,” which was a complete
and constantly updated collection of data outlining
the developments of the conflict. Some four inches

thick with charts and tables, it contained virtually |

all of the information I needed to keep abreast of
our situation. While I was in transit from one the-
ater location to another, that book was practically
joined to me at the hip. General Schwarzkopf {or
another general in the field or stateside) would fre-
quently call me on the road or in the air with re-
quests for specific information: how many tanks

| here, how much fuel there, how quickly can equip-
ment be moved somewhere, and so on. I know that.

both my subordinates and superiors were regularly

HARVARD BUSINESS REVIEW November-December 1992

impressed with my almost magical grasp of the
numbers, No magic was involved, 1 just studied
that binder every chance I could.

When the elements of personal leadership devel-
opment are in place, a leader can concentrate on
buildifig an appropriate context for leadership. Not

surprisingly, this kind of organizational develop- .

ment &epends, in large part, on a leader’s ability to
empower and motivate others to lead,

Moving Outward:
Organizational Development

By definition, leaders don’t operate in isolation.
Nor do they command in the literal sense of the
word, issuing a one-way stream of unilateral direc-

tives. Instead, leadership almost always involves -

cooperation and collaboration, activities that can
occur only in a conducive context.

1am convinced that an effective leader can create
such a context. My goal, as I set out to.build a lead-
ership-supporting environment, is to combine cen-
tralized control with decentralized execution,

This involves, first, extensive delegation. In a
sense, this prerequisite is a logical extension of the
personal awareness and development described
above. A person who knows his or her expertise and
the mission can find the right people to {ill gaps. As
a result, authority is pushed further and further
down into the organization.

Delegation is only half of the story, though. The
other piece involves system-building to ensure that

the right information flows back up through the or-
ganization to the leader. This is a special challenge :

in an organization as traditionally bureaucratic as
the Army. {“Staff grows, paper flows, no cne knows,”
as the old saying hag it.] But I suspect it’s true for
all human organizations.

Organizational development, then, includes a
delicate balance of effective delegation and system-
building. Over the years, 1 have developed a number
of techniques and tools that help maintain this bal-
ance and ensure a smooth-running operation.

The first of these technigues is to shape the vi-
sion, Simple is better, since delegation depends on a
shared understanding of the organizational goal. In
the Gulf, we coined short sentences that captured
the aim of our organization. These little nuggets
were then aggressively disseminated. During the
deployment phase, for example, you couldn’t walk
20 feet within our headguarters without encounter-
ing the:message, “Good logistics is combat power!”
During the redeployment phase, safety was the
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overriding priority, and the vision became, “Not
one more life!” Napkins, banners, buttons, news-
letters: every possible tool was used toward build-
ing and underscoring a shared vision.

Vision must be defined by the leader. But it is the
subordinates who must define the objectives that
move the organization toward the desired outcome.
“Obijectives,” in my lingo, are the concrete steps by
which the vision will be realized. They must be
specific and quantifiable. They should give subordi-
nates the opportunity both to act and to assess the
impact of their actions. For example: in my termi-

-nology, “win one for the Gipper” is a statement of

vision. By contrast, “average 3.5 yards per carry on
runs off tackle” is an objective articulated to ad-
vance the vision.

A second key responsibility of the leader in build-
ing a leadership-supporting organization is to edu-
cate. On the first day a new person erniters my com-
mand, I hold an orientation session to clarify my
perépnal style, the organization of the command,
ourivision, and our shared objectives. Everyone
needs to start off with the same information base. I
specifically direct new arrivals to read my notebuok
of butletins ~ a series of memoranda in which I have
codsfied the key methods and tools of my com-
mat. 1. The bulletins remain in a central location
whe e they can be accessed by any member of the
cor.:mand at any time.

11 addition, I regularly hold educational mesat-
ing3, informally referred to as “skull sessions.”
These involve gathering a large group of peopnle
froin many functicnal areas into one room and iead-
ing them through a discussion of how they would
handle a range of hypothetical-but-plausible chal-

j t's better 1o think through
o . the Sunday game on
$ ' Saturday than to kick the
. corpse on Monday.

H
5

e
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lenges. The goal, I tell them at the outset of the
meeting, is to “do our Monday-morning quarter-
backing on Saturday night.” {In other words, better
to think through the Sunday game in advance than
to liek the corpse on Monday.}] Through this de-
vicey my people are challenged to think in collabo-
rative ways, to be aware of the real complexity of
most situations, to become comfortable asking
each other for advice and help, and, most impor-
tant, to anticipate problems.

For the benefit of both the individual and the
larger organization, it is vital to give and gei ferd-

back. Of course, every interaciion with a subod.

nate, peer, or superior is an opportunity o do just
that and should be used accordingly. Bur i've also

found the need to implement a number of mecha-

nisms to reinforce the feedback loop.

The organizational effectiveness {OE) session is
. one such tool. Once or twice a year, I take my top.

level officers out of their normal routines for a one-
or two-day organizational “retreat.’”s On neutral
ground, we go through role-playing exercises, take
time for relaxation, and do some {forgnal feedback
exercises. .

In this context, I've hit on one small innovation

that helps to keep things productive. Bach member:
of theicommand is asked to evaluate the person to>
his orher left. In doing so, the evaluator must iden--

tify three positive qualities in the person being
scrutinized, as well as three arzas where that person

could'improve hig or her performance, Criticism’

tends to be taken more easily when it is not per-
ceived as an attack. It was in this context, in fact,

that I first learned about my bad listening skills -

and, as we all know, the higher the rank, the harder
to teach.

My second favored method for giving fecdback |

has been a formal part of the Army crganization for

quite some time: the Evaluation Report. I sut a per-

sonal twist on the ER by making it 2 multiszep pro-
cess. The conventional ER is a ¢ne-sters process, LA
ter a subordinate has been in = given pesition for

about a year, the superior officer fills out a written

form rating the subordirate’s perivrmance. The

problem i« that the subotdinate can perform below - §

standard and never know it untii a damning evalua-

tion is filed away in the personnel files. This short- |

changes everybody — the individual, the evaluator,
and certainly the organization.

In my command,the ER is a two- or even three-
step process. Each ind:~idusl is evaluated about one
or two months into his . her tenure in a position.
During this meeting, ‘hc superior points out sreas
of the job at which the ratec is particulatly accom-

plished and identifies other areas that need work. I

the mdnths that follow, cach individual has an op-

portunity to develop and imptove his or her skiils |

before the final evaluation report. In the meantime,
the organization benefits from improved productiv-
ity and open communication.

In complex organizations, it is important to en-
phasize formal communication with structures de-
signed to complement the chain of command. My
notebook of bulletins is one such tool. There are
many others.

My work days, for example, are punctuated by a
series of meetings. The first is the datiy “stand-up,”

November-Decomber 1902
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LEADERSHIP

ing and gaining a clearer sense of the theater’s over-
all organization.

What was the point of all of this meeting, men-
toring, and moving around? In a sense, it was to
touch as many people, and as many kinds of people,
as possible, Leaders must be motivators, educators,
role models, sounding boards, confessors, and
cheerleaders - they must be accessible, and they
must aggressively pursue contact with colleagues
and subordinates.

Muscle Memory:
A Con

Successful leadership is not mysterious. Leaders
maust set their own agendas and use the tools and
techniques best suited to help them achieve their
goals. But leadership is not entirely formulaic.
Leaders must learn to trust their instincts and play
their hunches.

When the fighting ended in the Gulf, an Army
unit was asked to make the physical preparations

i

for the peace talks. As the talks grew near, 1 deval-”
oped a strange conviction ~ a gnawing in the pit nf
my stomach - that something wasn’t right up in
Safwan, Iraq, site of the talks. The night before the |-
meetings were scheduled to start, I commandeered
a Black Hawk helicopter to go up and take a look |
and discovered that the iob was less than half comn- |
pleted. The necessary supplies had been caughtina
monumental traffic jam and hadn’t-gotten through.
Through a superhuman effort, working ail night
with the materials that were at hand, we made it
possible for the peace talks to proceed on schedule.
{I'mi sure that history will record only that General |
Pagonis inexplicably fell asleep during the talks
and slipped off his chair!)

It is said that once a basketball player practicés
his shots enough times, he develops a “muscle
memory” of how to sink those shots. Only then is
he truly free to improvise an the court, Similarlwey
I'm convinced that if someone works herd at leade
ship, his or her instincts will tend to be «ight. Hisor
her hunches will be based on expertise and empa-
thy, and they’ll be good ones. Leadership will seetn |
to come easily.

pevie A=l RS heanteAa S s Ny b~

Nz

Reprint 92607

s

V’*ﬁ wi»

CARIOON BY H. MARTN




subordi- -
» do just
Pve alsa

mecha-

ssion is
my top-
I a one-
neutral
es, take
sedback

Jvation
aember
rson to
st iden-
1 being
person |
iticism
ot per-
in fac.
skills

harder

:dback
ion for
taper- |
=p pro-
'ss. Af-
on for
yritten
2. The
below
valua-
short-
uator,

three-
itone
sition.
areas
scom
k. In
n op-
skills
time,
Jctiv-

yem-
zs de-
l. My
‘e are

{by a
_up' "

°r 1992

attenided by at least one representative of each func-
tional area in the command. {During the Gulf War,
the stand-up was a chance for people to make quick
status reports and then field questions.} At the end
of each day, we hold a “sit-down” meeting, which

| gives us a chance to engage in 2 more concentrated

kind of analysis. The sit-down also uses a “three-
up, three-down” device similar to the one em-
ploy8d in my OE sessions. Each functional com-
manger reports daily on three areas in his or her
comnmand that are improving and three areas that
need attention.

In between these two meetings are other commu-
nications devices. For example, a few hours of my
afternoon are divided into 15-minute segments

For straight talk, nothing
compares with what i hear
during my daily basketball
game with the troops.

called “Please See Me” time. When someone’s
ideas have puzzled or intrigued me, I ask them to
come in and talk during one of these slots. In addi-
tion, any member of the command who has a ques-
tion or a problem can sign up for a quarter-hour slot.
This part of the scheduling process is completely
democratic. Any member of the command can sign
up for' a meeting, and no one ever gets bounced
through rank-pulling,

And finally, there’s my favorite low-tech, high-
yield information transfer system: the 3 inch x 5
inch index card. I stumbled upon the 3 x 5 as a mode
of communication completely by accident early in
my c‘a:{;aer, and I've used it ever since. In the Gulf,
questfbns or comments written on a 3 x 5 were
guaraiiteed to move through the chain of command
{inforthing appropriate personnel along the way]
until ‘they reached someone with the knowledge
and authority to respond to them, and then they
were returned to their authors ~ all within 24 hours,
guaranteed. During the height of the conflict, I got
about 100 a day, and every one was useful.

Formal methods of information transfer are very
important, but I find that you don’t get a complete
view of what’s actually happening in an organiza-
tion unless you also open regular informal commu-
nication channels. For straight talk, nothing com-
pares with the comments I pick up during my daily
basketball game with the troops. Similarly, when
my wife and I invite troops into our home for a
lasagna dinner, we hope to show them that we, too,
are hutnan and approachable.

HARVARD BUSINESS REVIEW  November-December 1892
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The 3x5 index card became my favorite low-tech,

high-yieid intormation system.

Sometimes the soldiers come to me; other times,
I go to them. 1 devote a good deal of my time to
“management by walking around.” In the Gulf,
MBWA took me from the frontline logbases where
ammunition, food, and fuel were distributed to the
troops, to the materiel dumps. I spent time with the
MPs guarding the main supply routes and the
“washrack” jocks responsible for cleaning and ster.
ilizing the tanks and helicopters we were about to
send home. I visited enemy prisoner-of-war camps
that had been hastily erected as the ground war end-
ed, the docks and airfields, and a hundred other
more or less remote facilities.

I worked hard to be a real and constant prescnce
throughout the desert, in all parts of the command.
But the Southwest Asian theater was so large that
I couldn’t be in enough places often enough. Recog-
nizing that fact, I deputized a group of soldiers -
dubbed the “Ghostbusters” — as my proxies. They
went into the desert as my official eyes and ears,
making sure everything was running smoothly, giv-
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al or mental challenge? Whatever vou d like to do,

hysic .
o own. Now code your list: Put 4 next to the thingy

write it d )
you like to do alone and P next 1o those best enjoved with

other people. Put S next to those that mayv be spontancous
and PA next to those that must be planued ahead. Place an
asterisk next to those vou do very often, and an X next 1o
those you hardly do at all. Use a dollar sign to mark the
activities that cost money, and a zero to note those that are
free. Finish up by numbering. in order of preterence the five
activities that mean the most to vou, and neat to cach item
list the advantages, pleasures, gains, benchits, or satisfac
tions vou gain from the wenvity, Review sour coded list
when vou ve completed i1 What have von tearned abous
voursctt

Fhe next seib-test is an exercise called the personality e
cle” It will help vou understand the traits and abilities vou
can put to profitable use in planning and implanenting vour
career; it will help you come to grips with the “core you.”

There are four basic personalities, according 10 this theory,
with dozens of complicated oftshoots. If you're interested in
psychology, you may want to find a book that explores all
those offshoots. For the purposes of career planning, however,
an understanding of the four basic areas will be sufficient.
Look closely at the following diagrams and description of each
of the four areas. You probably will see verv quickly that,
although bits and pieces of all four profiles may fit your own
image, one of the four provides a fuller portrait.

As you look at the diagrams. vou'll see that the circle vep-
resenting the personality contains an egg-shaped circle repre-
senting the individual. That inner circle. or nucleus, is
egg-shaped because it is usually more heavily weighted
toward one set of personality traits. But the spiral arms sep-
arating the areas are significant too. They show that the areas
overlap and flow into each other. so that there is no sharp line
of demarcation between them.

RSUW TOURSELE |3
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Here are the towm bask personabitics and then dominant

traits:

1. The DriveriAsscrne personaliny

s a hard worker, and a tast «orcker 100

Appears not to care how other teet

Relics on him ur herselt

Is usually not « tecam player, preferring to go wt alone
Solves or looks tor solutions to problems

May push or “bull” things through without regard to
others

Can be tough. cven nasty, when thwarted or held back
Quits or gets fired before having a new job

2. The Fact FinderiAnalytical personality

® [s practical and logical, seeking the-facts and detailed
information about any problem or situation

o
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Is o toner valin and detached
Is stubborn, resisung change
wdeas

Is deternuned, gets the job done

Can be blunt. tactless, and critical of others

Is selt-disciplined and in control of cmotions
Analvzes his or her job and tuture

Resigns. if at all. under fire and then looks for n

The Amuable Peopie-Oriented personality

Likes to be liked

Accepts authority and direction

Can be very persuasive

Shies away from dominant people and does not like con-
flict or confrontation

Is even-tempered and happy

Prefers talking to writing and watching to reading
Finds it hard to turn down a reasonable offer
Considerate of others, gives plenty of notice after tinding
a new job ‘,

ek answers, and new

W job

o

RO gl SR

4. The Enthusiastic/Creative personality

Thinks on his or her teet, conung up with quick solutions
Can s the big picture as well as the sinallest detail
Chale~ it authority resgriction, and repentiveness

Is usuadly acrion-oriented and tends o Jdonanate discus

SO

.

Is excirable and hkelv o eaacne o

Likes oo bo recognized
L~

Gives nonce without Hunking of the Cconsequences

As indicated carlier, the “core vou ™ will wsually cocompass
a little of cach trait It will usually be egg-shaped so that the
driving personality. as an example, will be less analytical.
amiable, and creative. But this is not always true; some peo-
ple may have a concentration ol traits in two or even three
areas.

Whatever the distribution of specific traits, however, the
larger the “core vou’ and the more concentric the shape of the
inner circle, the better able vou are to cope with life, to inter-
act with others and to move ahead with vour chosen career.

If you are a driving personality, in other words. vou can still
buckle down and analvze a complex situation in detail when
you have to do so. You mayv not enjoy being analvtical, or want
to spend the dav at it, but vou can and will do' it when neces-
sary. Similarly. as a driver, you'll be able to think creatively
when necessary. If you're not a driver but are called upon to
dominate a situation, to drive ashead toward a goal, vou can do

V

*




42 ¢ (HE RiGH1 JOB

“ : s e e T DI T T S

but they may also result i tie success ot u i cttort ang
ao immediately visible ontcame where vou can mdic gy,
what you've done.
® Do you like 10 work on vour own, sctting vour own goals
Or do you function best as part of a team. working alonyy.
side other people. with vour duties detined by others?
® Do you like to take responsibility, make decisions toy
vourself and for others? Or would vou rather be an essen
tial cog in a smoothly running machine. doing what vou're
told?
Do vou need vanety i what vou do? Or are vou happrew
with the same detined task din alter dany e

2 Are vou competitive, doing vour best whoen vou are ties
suring vour achievenments against others " O are vou oo
tent o pertor. vour own job doing the boest vou o
without worrviig abont what others wie dimng

? Do vou have physical stamina so that vou can work fong
hours without fatigue” Or do vou want 4 nine to five job
without much phyvsical or mental stress?

[

Do vou value creativity of expression? Or do vou want
security above challenge, stability over varietv?

There are no right or wrong answers to such questions. There
are so very many jobs in this world and so very many jobs that
are right for you. There's no point in misinterpreting your own
values and looking in the wrong direction, for the wrong job,
for the wrong reasons. Sort out what’s important to vou, and
start vour job search from there.

Look at the Human Equation

When it is time to look at the human element of your job-
search formula you need to be alone, with time to reflect and
to meditate. Go out and sit on the beach. Go sit under a tree
somewhere. Get yourself away from all interruptions, from the
tamily, friends, TV, and telephone, which will break vour train

R TR R TN b

concentration Fhis 1 the nee tor wote read .,.,z._;.ﬁ.?.:__i
when you ask yourselt questions like. "Whad kKind of 2 hie do
uiwa-izr my fanuly?” vou need to have unterrupted e
m,no listen to your innernwst feclings.

Like the voung man :E::c:wa at the chm.,::.::% ot this
chapter, you may decide to put tamily _.n._.w:czvr_vv ahead ot
making 2 million dollars, or vou may decide that you can do
more for your family by working long and hard to get ahead
That's a choice you have to make, but vou should make the
choice and not drift into itbv m:mcimm,g ) Remeinber. not mak
ing a deciswon is mak:ug one by detault 1t vou w:& 1 Lo
present job because vou can’t make up vour mand to deass
when vou hiiow vou Shoudd s vou want e e head sowse
really made a decision iberr vlazy opcd o stas pui You o«

: . .m...n.: that decision king takes place Vo v, s )
as by way of action

If you want a b tha will let vou spenu rine with vout
spouse and children, vou can hnd one You caw be avaitable o
help the kids with their homework: get mvolved community
activities; attend school plays, sports. and other tunctions:
and work with the PTA. Chances are. though. that such a job
may limit vour opportunities to advance. That's okay as long
as it’s what you want and you know what you want. if this
(urns out not to be what you want, you may wind up taking
out your frustrations on that same spouse and children.

If, on the other hand, you decide on an all-out effort to get
ahead, you will have to be prepared to travel, work nights and
émmwm:.mm. bring work home from the office, and so on. Family
life and family relationships, as a result. may suffer.

Managers do their best work betore and after normal work
ing hours, according to a poll by human-resource consultants
Goodrich & Sherwood Co. of two hundred top managers at
leading companies. Prebusiness hours are favored by 46 per-
cent of the managers, while 22 percent say they work best after
other employees have left for the day. Over 70 percent work at
home on weekends, while 88 percent work ‘at home in the
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Displacod Porsons
' In Clvll Confllct

INTRODUCTION

it pose and scope

S8

T “rining module, Displaced Persons in Civil Conflict, is designed to

~Juce this aspect of disaster management to an audience of UN

azation professionals who form disaster management teams, as well as
semment counterpart agencies, NGO's and donors. This training is
d to increase the audience’s awareness of the nature and

ibar yement of disasters, leading to better performance in disaster

Wlon; - wredness and response.

staff iz content has been written by experts in the field of disaster

~yement and in general follows the UNDP/UNDRO Disaster Manage-
“tManual and its principles, procedures, and terminology. However,
“implogy in this field is not standardized and authors from different
‘tions may use the same terms in slightly different ways. Therefore,
‘i5a glossary of terms used in this module at the end of this text.
#ons found in the glossary are those of the UNDP/UNDRO Disaster
jpement Manual, Most of the definitions in the text are those of
athors.

2rview of this module

Tke purpose of this training module is to introduce you to basic concepts
's1to working with non-combatant, internally displaced persons in civil
't The first part of the module discusses the primary causes of civil

sztand how to identify the pressure points leading to conflict. It should [

~you recognize: populations most likely to be displaced, types and !‘

- ms of migration, the different phases of migration, and settlement
ms.

nthe second part of this module, you will learn more about the needs of
-'aed persons, focusing on issues of protection and security, relief and
2anee, and the needs of vulnerable groups. Problems associated with the
J:mentation of assistance programs to meet these needs are analyzed in
“Thre2 of the module. Some of these problems are: political and logistical
“mints, limitations of the international aid “system,” inaccessibility of
-displaced, pacification schemes and safety concerns of relief teams in
flict zones.

Iues which arise in dealing with the host country are presented in Part
+.You should come away with a heightened awareness of human rights
"wions, the role of national governments in assistance programs and

~ihle hostility toward in international agencies. The roles and limitations
.z3¢ international agencies are set forth in the final part of this module.

lil



Displaced Porsons
in Clvil Conflict

Training methods

This module is intended for two audiences, the self-study learner and
participant in a training workshop. The following training methods ar.
planned for use in workshops and are simulated in the accompanying,
“training guide”. For the self-study learner the text is as close to a tuios
can be managed in print.

[

Workshop training methods include:

group discussions
simulations/role plays
supplementary handouts
videos

review sessions

self-assessment exercises

The self-study learner is invited to use this text as a workbook. In

addition to note-taking in the margins, you will be given the opportun.
stop and examine your learning along the way through questions inchy

the text. Write down your answers to these questions before proceadin
ensure that vou have captured key points in the text.

#



cipdule is designed to help you:
a1 the causes and patterns of conﬂzct~znduced displacement
«tify the impact of this displacement on various populations
vz what organizations can do to assist the displaced
apcmtzonal challenges related to assistance
s the roles of international organizations in working with
«alaced populations

e
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-iaw of the problem

:n estimated that there are approximately 20 million internally dis-
wrsons worldwide. These are persons displaced by human-made
annatural disasters. Most have fled from wartfare or other types

~ue, repression or persecution. They are called internally displaced
bonause, unlike refugees, they remain inside their own countries.
4, it has been estimated that there are more than:

miilion in Africa — principally in the Horn — in Ethiopia,

wmalia and the Sudan; in Southemn Africa -~ in Angola and
mbigue — and another 3.6 million forcibly resettled in
dands in South Africa
154 in Central America — in El Salvador, Nicaragua

ad Guatemala

million in Asia — in Afghanistan, Cambodia, the Philippines,
7 Lanka, Burma, Lebanon and Iraq
133 in the Soviet Union

PRINCIPLE POPULATIONS OF DISPLACED PERSONS
{about 20 million displacgd worldwide!
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DISPLACED PERSONS
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The causes of displacement reflect the growing instability of many
countries. In most cases, the people have been displaced by civil condlic:
separatist wars within their country. In some cases, they have been forc:
resettled by their governments. These relocations are often carried outf
government to exert control over a tribal or ethnic group. Others have
displaced because of ethnic strife or persecution.

The flight of the displaced to other parts of their country may fail &
provide them with the protection they need. Often the host populatics
to accept their presence and they may find themselves in other zones ¢
conflict or in highly volatile situations where they are viewed with mizt.
by the host community. The displaced often need to relocate repeatedh;
sometimes because of starvation or because food is used as a weapon ¥
control them.

Unfortunately, displacement is usually not temporary. The situatio:
that cause displacement often go on for years without resolution.

Definitions

This document will focus on internally displaced persons, defined a¢
“non-combatant individuals and families forced to leave their homes
because of the direct or indirect consequences of conflict but who rem. -
inside their country.”

The term “displaced person” is often used in a broader context. S
organizations refer to people who are forced to leave their homnes aga~
of drought or famine as displaced. Others include people who have b -
forcibly resettled by their government if the resettlement is ethnicaily,
tribally or racially motivated. While each of these groups is in a difficv?
situation, this paper will focus on people displaced by war or civil cor
who remain in their own country.

Reasons for concern

The international humanitarian relief system is just now beginning i
the challenge of working with the displaced. The 15 million people wit.
crossed international borders generally fall under the mandate of the 1,
High Commissioner for Refugees (UNHCR) or other United Nations ¢
agencies and receive protection and assistance. They are eligible {0 1 ..
food, shelter and medical assistance as well as health, rehabilitation ao
training. The UNHCR helps them integrate into the country of asylugs,i-
them to relocate to a third country or facilitates their voluntary returs &
the displaced, there is no such system. While they may flee for the zas.-
reasons as refugees, because they remain within the borders of their ¢«
country, they are not afforded the protection that refugees receive. Tix;
must look to their own government, not the international system, fci .
protection, even in those cases when it is their own government that -
caused the displacement. International human rights organizations o
agencies are often unable to provide suitable protection or assistancg «
obstacle of national sovereignty is one of the most formidable aspeatse.
problem.




#4, the United Nations General Assembly called on the Secretary

1w study the need for creation of an international mechanism to

"z assistance programs for internally displaced people. By 1990,

tal Assembly passed a resolution (44/136) “assigning to the United
1esident coordinators the function of coordinating assistance for

“ly displaced persons, in close cooperation with Governments, local
xtives of donor countries and United Nations agencies in the field.”

guiary General has also recently called for preventive measures and

Jlive action to avoid displacement, including the addressing of “root
“Fer UN staff, assisting the displaced is a major challenge. Successful

«anreduce conflict and help lay the groundwork for successful recon-

i, rehabilitation and even the further development of the country.

21t attention to the problem, however, can prolong conflicts, make

~ment of peace more difficult and create long-term dependencies that

-difficull to overcome long after the conflict.
Wl relief and assistance are critical to the well-being of the displaced,

man rights must also be protected from any abuse by government

Jtwes or by members of opposition groups. Often violations are overt.
za result of policies that restrict or impede assistance and relief
hing the displaced.
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"ihis part of the module you will learn:

8 the primary causes of conflict

w haw to identify the pressure points leading to conflict

% how to recognize: -~ those most likely to be displaced
— types and patterns of migration
— the different phases of migration
— settlement patterns

neauses of conflict

#hct within a society may be created by many different factors. In the
«oed stages of conflict, especially wars, it is often difficult to identify
underlying causes or motivations of the combatants. Civii conilict is the
wf many individual factors, some of which are rather fundamental. If
ughly understood, these factors can provide opportunities for conflict
-en. Two opinions are central to this text. The first is that most con-
~aerooted in economic disparities. Later they may be cloaked in ideo-
A, racial or even religious overtones but, at the most fundamental
L they represent a contest for control over economic assets, resources
4emS,
ike second opinion is that most combatants would rather not participate
“:eenflict. Given suitable alternatives and an honorable way out, most
"1choosz to return to productive enterprises rather than continue to risk
“fves.
ihase two factors give development agencies an opportunity to make a
thution to conflict reduction. By targeting development assistance in
avay that competition for resources is reduced and job opportunities
~prvided, it is often possible to “drain away” substantial numbers of
“swho otherwise would be drawn into the conflict. It is also possible to
Adevelopment assistance so that it draws warring parties away from
“ather and engages them in activities which decrease the likelihood that
1will enter the conflict.

Most conflicts are
rooted in econontic
disparities.

Most combatants
would rather not
participaie in the
conflict.
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ROOT CAUSES OF CONFLICT
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COMPETITION FOR RESOURCES

et e e i . St o e et e s S <t e o, s

Some of the more important causes of conflict are as follows:

1. Competition for resources: Most conilicts are, at their most basic levd,
a competition for resources. This competition may be manifested in
disputes over land, water rights, grazing rights or jobs.

Tdeology: Of all the causes of conflict, ideology is the most difficult to
deal with. In most cases, however, ideology is a later development an!
is eften superimposed on more basic causes as a justification orasa
means of organizing people for a common purpose.

1

3. Racism:Racism, tribalism, or other manifestations of discrimination &

key causes of conflict. Racism is difficult to temper and, in many cas:

even afier people have lived side-by-side for generations, a suddenp..
fueled by latent racism can lead to violence. Generally, however, rag:

superimposed over an economic conflict. If all sides have equal access
jobs and opportunities, to land and other resources, conflict can bz
contained.

g
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“digion: Religion and religious intolerance is another cause of conflict
e——— #is difficult to address. Sometimes, religious differences are the
sdamental cause but in many cases, this too is superimposad on a more
tdamental dispute with religion being a means of rallying people.
~weign intervention: Many conflicts are caused by foreign intervention.
sime cases, there may be outright meddling by a foreign government.
~athers, conflict may be caused by the presence of foreigners, such as
agees or guerrillas operating out of bases or sanctuaries in the country,
«pcreate conflict as an adjunct to their own agendas.
eerty: Poverty and injustice are major factors fuelling contlict in the
‘tixd World. Increasingly, conflicts are seen as a war between the haves
~{the have-nots. When people perceive that there is no end in sight to
direconomic hardship, they may take up arms. When stuck in a quag-
~s2 of ceonomic oppression and social injustice, large numbers of the
_#rmay take a more activist stance and demand more assistance to
“wiate economic hardships. The demand for bread has toppled more
[ one government.
Stural conflict (leading to separatist aspirations):In many cases,
= distinet cultures find it difficult to live in harmony. If the two cultures
's¢in separate and distinct geographic areas, it is not uncommon that
pirations for independence arise. Separatist movements may result from
spiment that resources are not equally shared or, conversely, resent-
, ~atat having to share resources with another region or population.
BN izimportant to recognize that one conflict will often generate others,
pedally if the original conflict is prolonged. This is due to saveral
“utors. Governments may become weaker and less able to control
s in other areas. Dissidents may see an opportunity to exploit the
werament’s weakness. The general proliferation of arms that usually
~gmpanies conflict often leads to a breakdown of law and order.
awisis especially true in areas adjacent to the conflict zone, where local
~evances may flare up. Contlict may also arise from the migration of
~#pleand competition for resources in the areas of influx. Even within
szconflict there may be several sub-conflicts.

i

I

important to identify the underlying causes since many of them may be
s¢asy to resolve. For example, if a major cause is competition for

4¢3 such as water or pasture, the programming of development
anceinto those areas to increase the resource base may help reduce

sps and violence.
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LABOR POLES
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How might development agencies reduce the causes of conflict?

Pressure points and how to identify them

Pressure points can be defined as zones where demographic and economic
changes are occurring, usually rapidly, that lead to possible conflict. Thes
zones exhibit certain characteristics. Among the places where conflict canb:
expcted are:

1. Arcas of environmental degradation: Changes in habitat such as

[

desertification, deforestation or declining rainfall force people to
midgrate in search of better land, pasture and water, These migration
may put pressure on resident populations in the areas where the
migrants settle, leading to increased competition for available
resources. This competition, if acule, can lead to violence.

. Areas of chronic food insecurity: Food insecurity is normally relate
to available resources. If the resources are only marginal and pericd:.

shortialls in food production occur, people are forced to migrate in
scarch of food or work to earn the income needed to procureood.

Migrants often saturate local labor markets, driving wage scales dos.

and creating tension between the local workers and the migrants.

. Labor poles: Labor poles are areas where large numbers of day

laborers are employed, such as in large-scale agricultural schemes,
They are often areas of tension during crisis-induced migration.
Thousands of displaced may migrate to these areas in search of we
drastically lowering the wage scale and making it difficult for the
resident workers to find work at a decent wage. In many cases,
secondary migration oc~urs: either the incoming workers continug
onward when it becomes clear that they can’t find jobs, or the resid:
workers are forced (o migrate to maintain their income level.
Experience has shown that incidents of violence may occur around
these Jabor poles as people compete for increasingly fewer jobs.
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fdrerpopulation: Conflict often occurs in areas that become

wrpopulated as a result of migration. Overpopulation may occur at
#imison towns (towns controlled by government forces in the midst of a
saflict zone) where the arrival of displaced persons may double, or

:¢n triple, the normal population; in villages at the edge of a condlict
;2a; 0 in squatter settlements that quickly become overpopulated with
s2new arrivals. Conflict generally breaks out because of tensions

swated by overcrowding or competition for scarce resources in the
stlernents, especially water and agricultural land.

farge-scale development programs: Large-scale development programs
«sthas irrigated farming, dams and reservoirs often displace significant
rymbers of people, change the economics of an area or force changes in
mditional migration patterns. All of these factors can create contflict in or
aound the development schemes.

-agering events of displacement

“migration of people out of a zone of conflict may be triggered by several
zent factors. These factors may occur independently or simultaneously.
Military operations: Ground operations by armies, insurgents or militias
seamajor trigger to migration out of a conflict zone. Ground operations
weldinclude invasions of an area, military sweeps, sustained military
ewupation, foraging or widespread conscription. Aerial bombing rarely
exuses widespread migration out of rural areas. However, if towns or
niies are attacked and urban dwellers have open escape routes, many
Ry evacuate.
destruction of crops or economic assets: If military activities destrov
nnding crops, livestock, harvested grains, or the economic assets of
wllagers on a wide scale, people in the affected area are likely to migrate.
faod shortages: Conflict can disrupt both agricultural production and
frnd marketing creating both a shortage of food and a lack of income for
geople in the food production and supply chain. As food shortages
werease, migration will increase proportionately.
tollapse of agricultural systems: In most Third World countries,
sgricultural systems are extremely vulnerable to conflict. Conilict can
Jisrupt the production sequence, thereby causing a substantial reduction
efoutput. If this production loss is substantial, the agricultural system
canbreak down. This breakdown creates food shortages and, more
importantly, loss of income for large numbers of pcople. When that -
geurs, famine is likely to break out and large numbers of people will be
farced to migrate.
Collapse of the economy: Conflict can cause the collapse of an economy
mmany ways. It can destroy or disrupt the marketing systems. It can
dustroy the economic assets of a community. It can push the cost of
doing business to a level that destroys profitability for even the most
kisic enterprises. It can deplete the labor market. It can also establish a
gdeof migration that strips the economy of both labor and purchasers.
As people begin to migrate out of the conflict zone, businesses will
gradually find the number of buyers declining, and at some point will
find it unprofitable to continue. They will close their shops and, in many
exes, join the migration stream.
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Development agencies

might reduce he causes of
confhct by targeting assistance
10 regduc compativan for re-
sources, by providing jobs or
by engaging warnng partes in
acuvities wiuch draw them
away from each other.
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Displaced Persons
In Civil Conflict

Houses destroyed by
shelling during civil strife.

MPLA Laanda
UNDRO News, SeptfQct 1883
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Identifying the
predominant types of
migration helps to
determine the types
of resources that
need to be applied at
different points in

the migration

streamt,

10

Groups most likely to flee

In the initial stages of civil conflict, the people most likely to flee are the
who live in the countryside, such as farmers, pastoral and rural labores:
is not only because armies and insurgents maneuver in the field, but ak..
because cultivation is one of the enterprises most vulnerable to disrupti
warfare. Furthermore, rural people living isolated on farms or in remot.
villages feel their vulnerability more acutely. However, this depends ot
area affected by conflict. Urban settings can also be affecied by civil cores
forcing urban dwellers to flee.

<+

Types of migration

Migration and conflict can be classified as sudden, precautionary, cr
economically induced.

Crisis-induced migration: This type of migration usually occurs 23
the result of military operations. Crisis-induced migration is often
characterized by people flecing out of fear when sudden, unanticip.
events occur that force them to abandon their homes and move sut
harm'’s way.

Precautionary evacuation: Precautionary evacuation occurs when
people decide to move as a precaution against violence, to aveid an
aspect of the conflict (such as conscription), or to leave while thzy ¢
still sell their assets and evacuate in an orderly manner.
Economically-induced migration: In sustained condlicts, studies hae -
shown that the majority of people leave for economic reasons, Thas
factors could include substantial increases in the cost of living duc -
shortages of basic commodities, collapse of local economies, collap
the macro-economy, the unavailability of work or alternative incoa-
the lack of buyers for goods produced.

Identifying the predominant types of migration helps to determin: !
types of resources that need to be applied at different points inthe mig »
stream. For example, people who migrate suddenly as a result of confli:
usually have few assets when they reach areas where relief agencies ¢z
provide assistance. Therefore, their assistance needs are more likely (o6
of an emergency nature.

People fleeing as a precaution normally have time to convert their:
to cash and usually require less in the way of immediate assistance, Fus
rmore, their patiern of migration will be substantially different from sl
making a sudden evacuation.

Economic migrants, too, are likely to have more assets than those wic

evacuate rapidly. However, if they have been holding out until the lazi
possible moment, the relative amount of cash or convertible asseis that i
are bringing may be less than those making a precautionary move.

Patterns of migration

The actual pattern and direction of migration may be influenced by sev.
factors. One of these is location. People generally move away from com!.
Those who live on the periphery of a conflict zone are likely to migraie «
the zone. If they live in the middle of an unstable area, they are likely to.
towards towns or cities that they believe are safe. In short, migration re
are highly influenced bw the choices available.
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+pnomic migration tends to increase at the end of the harvest season
p<ak two or three months afterwards. At the end of the harvest, farmers
Zsehow much grain they have harvested and make a rough estimate of
ke or not they can survive until the next crop is harvested (making
-nees for the amount of seed that must be held in reserve). If they
“stsurvive on the amount of grain they have gathered, and do not have
rassets such as animals that could be converted to cash or bartered for
*,and if there are insufficient alternative income possibilities, such as
“~grary labor in the nearby markets, the families will be forced to migrate.

faharvest has been marginal, cultivators may decide to attempt to
sain the area and see how the next harvest season unfolds. They will
fiy stay in the area until they can see if the climatic factors, especially
', are favorable. If rains are late, migration will increase midway
“ighthe planting season.

*ligration can also be cyclical. Displaced persons often move their
~.25t0 safe areas, then return seasonally to attempt to work the
-altural land.

“b2cause of displacement affects also migration. People who are forced
Jmate suddenly tend to have fewer assets and migrate in stages. They

smove to a safe area and regroup, then to a nearby town in search of

. As family members accumulate assets, they move on to a larger town
& pole where they accumulate more assets, then begin moving on

-5d the larger cities.

{waple who migrate as a precaution usually tend to go farther in their
“dmove, sometirmnes moving directly to a labor pole or, in some cases.
-dy to the capital city.

iursens moving for economic reasons also tend to go farther in their
=Amove, depending on the amount of cash they have been able to
zsate by selling their assets.

ipcal conflicts and pressure points can also be a major influence.

3kion routes, especially in Africa, are highly influenced by traditional
zigs and conflicts. For example, people of one tribe will often adjust their
wgion routes by hundreds of kilometers to avoid passing through an area

wiraditional rivals live. In areas where tribes or clans have a history of
izt over pastures, water or land, or where catile raiding, kidnapping or
‘ypniding has occurred, migrants may take great pains to avoid

:alial conflict zones. In some cases, transit routes have been established to
~itnomads to pass through cultivated areas without incident. Migrants
#follow these traditional routes but, if an incident occurs, conflict could
-3 quickly.

Lalized conflicts during times of drought or famine might also trigger
=ation. This oceurs when people migrating from one area in search of

! < z2secure resources come into conflict with people who are settled along
. +oigration route. Clashes between the migrants and the resident

wchation can lead to displacements of both groups.
{onflicts can also arise in the locations where the migrations terminate,

» " :migrants may bring traditional rivalries into their new community or
- ~ligtmay develop as a result of competition for scarce employment

wortunities. If an incident occurs, word will quickly spread to others who

|

|
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FIGURE 3

are still in the process of migration, and migration routes may be adjustedt -
avoid the pressure points.

Tribal or ethnic areas are also of concern. The location of tribal areas ot
populations with the same or similar cultural, linguistic, or ethnic
characteristics can draw displaced persons where they may perceive that
assistance or sympathy exists.

Phases of displacement

Displacement can be broken down into five general phases: the preliminar;,
phase, the evacuation/emergency phase, the migration phase, the settlum.
phase and the return phase.

PHASES OF DISPLACEMENT
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The preliminary phase: During the preliminary phase, pressures build
within the community that cause people to consider leaving their homes.
These pressures can include insecurity, declining access to food (either fres
declining income or declining sources of food), loss of job opportunities,
conscription, and increasing competition for available resources. Witha
general breakdown in law and order, localized conflict may increass.

The evacuation or emergency phase: There are three elements to consid .
in this phase: the triggers that force a decision to evacuate, the evacuaton
itsell, and the arrival of the family at a sanctuary.
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Adecision to evacuate can be triggered by many different events. Among
mpre cormumon are: military activities; violence; threat of imminent

-7;loss of a family member; loss of access to food, income or credit; or
wnminent threat of conscription. In some cases, the decision may be
stionary — the head of the family notes the general trend of events or
madual decline of security or the economy and-decides that it would be
110 leave while assets can still be converted to cash.

fsome cases, the evacuation may be stimulated by the departure of
Blsometimes referred to as the “bandwagon effect”) and in some cases

sevacuation may be decided by others in the community, such as village

3 tribal chiefs or political leaders.

{Once a decision is made to evacuate, migrants must decide where and
+far to go to reach a place where they will be safe. That point, or

‘uary, may be in a nearby town or area held by a friendly party in the
‘i, such as a rebel-held area or, more commonly, a garrison town.
“igary may also be in a point outside the condlict zone.

Tre choice of which destination to seek is often influenced by: the

ianof the nearest point of sanctuary; the escape routes that are open and
Jzcation of other family members, friends, relatives, clan members,
~iorJanguage groups; the location of perceived income opportunities;
‘thelocation of markets where the breadwinners’ skills can be used.

{lowmuch consideration is given to each of these factors usually

~ndson whether or not the evacuation is precautionary, occurring after

ldeliberation, or whether the move is sudden and unplanned.

The actual evacuations also follow a common pattern. In the case of
“aevacuations, whole families are usually forced to move. As long
1eisan imminent threat of danger, it proceeds swiftly, but haltingly,
«famdlies travelling only at night, generally avoiding other settlements
isaying off the main roads. If the family is walking and not using pack
«als, the amount of food that they can carry is limited. If the distance to
smctuary is long, the family’s nutritional status may decline during

rvacuation.

ifthe evacuation is precautionary, the families will generally carry more

-3and convert themn to cash or food as they go along. The fact that they
“rying their assets may attract attacks from bandits along the way. For
Jtzason, they, too, often travel only at night in small groups. However,

;ymanage to keep their assets as they go along, they are more likely
aathers to venture into communities along the way (o sell or barter for
+foed.

Anather characteristic of precautionary evacuations is the sending of
“Iwinners and working-age males first, then gradually bringing other
“iymembers out of the conflict zone.

irecautionary evacuation tends to follow established migration routes as
+#s these migrants are uninterrupted. For example, if the evacuees have a

-.4on of migrating as seasonal agricultural laborers to arcas outside the
it 20ne, families making precautionary moves will usually follow the

*migration routes.
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SANCTUARY
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Operationally, the
crcrgency phase can
gencrally be said to
last as long as there
arc new arrivals into
the sanctuary and as
long as malnutrition,
morbidity and
mortality rates arc
above normal.

The sanctuary is the first safe place that the displaced stop after leav:
the conflict zone. It is the first point where humanitarian assistance canl
provided. In many cases, the people arriving are in terrible shape. They
be malnourished, sick and exhausted from their evacuation. They may .
been traumatized by attacks upon them during their journey. In somec..
they may have passed through endemic disease areas for which they ki
resistance. Typically, large numbers of people will arrive without any vi.
assets, and families may be separated from or have lost some of their
members.

In these conditions, emergency assistance and relief are required.
Typically, large percentages of the people will accumulate around a healt
post, a water point or other rallying place, and a camp will evolve.

Some of the new arrivals may be able to find work in nearby towns
local farms, especially if resident farmers have a tradition of employing
migrant labor or establishing temporary sharecropping relationships.

Operationally, the emergency phase can generally be said to last asl
as there are new arrivals into the sanctuary and as long as malnutritios,
morbidity and mortality rates are above normal. From the migrants’ pgin
view, however, the emergency phase lasts either until they can be assur.i
that their families can live on the assistance being provided or they have
accurnulated enough resources to move on to an area where they can fin
steady employment. In the initial stages of a conflict, it may be possibled.
the carly arrivals to find employment opportunities near the sanctuary. !
soon, these openings will be taken and the job market saturated to a pais:
where the wage scale is sufficiently depressed that subsequent arrivals .
maove outward in search of jobs and income. It can thus be said that the
emergency phase ends when onward migration begins.

The migration phase: At the point where people begin moving out ofy
sanctuary, the pattern of movement quickly develops the characteristics.
normal, though accelerated, migration. The ultimate destination for many:
the people will be the large cities or capital of the country. In the early y¢
of these migrations, much of the flow of people from the sanctuaries tow..
the cities will be segmented. In other words, people will stop as soonastl
are able to secure adequate income possibilities. Close to the sanctuary,
sponlancous settlement in nearby villages or on farms will cccur. But
progressively, as each labor market becomes saturated, subsequent armiv.
must move further “up the line.”

In many countries there are large labor poles such as mechanized
farming schemes, large-scale irrigated agricultural schemes or industric:
such as mines that can employ large numbers of additional short-term
laborers. Thus, much of the migration will be towards these labor poles.
However, as they too become saturated and wage scales begin to decine,
more and more families will go directly to the urban centers.

At the labor poles, the influx of new and cheap labor may force many:
the earlier arrivals to quit the area and move on towards the urban centr
This secondary displacement is a major cause of conflict in these areas.
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ite settlement phase: When migrants reach a destination where they can
sawithout expectation or fear of having to move onward, the settlement
abegins. In towns and cities, most migrants tend to move into squatter
ments located in the marginal areas of the city environs, or on the
chery of the metropolitan area. Outwardly, these settlements are often
Jdstinguishable frorn other squatter settlements and, indeed, many of
Ziplaced may move into areas where other migrants, not displaced by
%, have already settled. The displaced tend to move to areas where
“have friends, relatives or clansmen. In recent years, displacement has
«ene of the major contributors to urbanization and the proliferation of

&
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P reburn phase: As in any migration, a certain number of Displaced persons on the way biack

Jrwill return when conditions permit. When and how many
ntum are dependent on many factors including the relative
w2of security in the people’s homeland, the amount of time
< the original displacement and the time when a return is
e, the level of indebtedness incurred by families desiring
2, and the availability of work and income-generating
filities in the place of origin.
Yry little systematic research has been done on whether
"wed people who formerly lived in rural areas ever return,
1if a full settlement of the conflict which caused their dis-
-ment is achieved. The one group of migrants who are most
«Wreturn are former urban dwellers in the conflict areas. Merchants,
“=tollar workers, teachers and government officials are generally more
sreturn if a settlement can be achieved.

“eertain amount of spontaneous return occurs during lulls in the
1. Few studies have been done about these spontaneous returns,
ais likely that they resemnble the following patterns of spontancous
“wation of refugees.

iz persons most likely to repatriate are those living closest to the

‘¢ Translated into crisis migration termns, people living in or near
mnsition zone and in garrison towns are those most likely to return.
Hbecause they will be better able to maintain contacts in their original
=unities, and they will be aware more quickly of opportunities to
waafely.

twple who have retained rural agricultural skills are the most likely to
Tduring ongoing conflicts because they fear loss of their land.

‘pontancous returns may be influenced by a lack of job opportunities or
rift structure in other communities. In other words, the best aption is to

hith

Feturns are also influenced by considerations such as whether the

o can reclaim their lands and whether sufficient infrastructure

yigs in the aftermath of the conflict.

UNHCR/E. Birrer

to their village of origin.
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The choice of destination is
often influenced by:

e}

16

the facation of the nearest
point of sanciuary

he oscape routes that
afre opan and safe

tho location of other
relatives or friends

the lncatian of porceived
INCOMe appEarunites

é@ List three factors which often influence a displaced person’s
choice of destination to seck upon leaving home.

s
o

L

Q Which of the following might be factors used by displaced
persons to determine when and whether to return to their homes?
Q  The time between their original displacement and when
a return is possible
U The relative degree of security in their homelands
Q) The level of indebtedness incurred in their new communitics

A.

Secondary displacement

Migration that results from civil or separatist wars may create pressure: (.
expand the conflict and produce areas of tension that can erupt into locah
conflicts. This is due to several factors. The displaced may establish a sac
version of their society in the cities, bringing with them all the unresclved
conflicts. The movement of people from one zone to another may also
increase competition for available resources and lead to resentrnent agair
the newcomers by the host population.
The arrival of large numnbers of unskilled workers in a labor marla

serves 10 depress wages and causes resentment among local workers.

A final added-tension is that new migrants can increase pressures on
available services and infrastructure. For example, in many comumunitic..

large numbers of new migrants may decrease the amount of water availy”

in a village or settlement. Displaced persons are often blamed for indla. |
costs of housing and for shortages of essential commodities. They may.«
be blamed for increased crime and other social ills.
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'-tation as a pressure-relief mechanism

- sing pressure-relief mechanism. In other words, out- migration of

<

“«i5 assistance in camps for refugees. A full range of food, shelter and

~‘participate in the local economy to the greatest extent possible.

CMIL CONFLIGT
AND DISPLACENENTS

s
<
(o0

Korem camp

“#en difficult to predict when displacement will occur and what type
~+emof migration will follow. Even when all the indications are present,
- Inions may remain in place longer than anticipated. This has led some

ners to theorize that crisis-induced displacement is largely a self-

1during periods of stress often relieves or eases the pressures that force
-ion, For example, in conflicts that are created as a result of competition
wurces, out-migration of substantial numbers of people reduces the .
‘+4ition for those resources and thereby lowers the level of conflict.

. - By ¥y, o e AR R 2

Northern Ethiopia/Camer
UNDRO News May/[June 1985

~ilement patterns

s zerelief programs for displaced persons tend to focus on the areas in
“athey reside, it is important to understand the characteristics of the
ment types usually encountered. In general, there are three physical
ment patterns: camps, spontaneous settlements, and pockets within
33 squatter settlements.

In general, there are
three physical
settlement paiterns:
camps, spontancous
settlements, and
pockets within
existing squatter
settlements.

iumps: Sometimes referred to as welfare centers, relief camps or
“hution centers, emergency camps for the displaced are normally
~lptations where relief supplies are distributed and which become
‘3l point for the delivery of emergency services to persons in the first
~s0f displacement. These camps can vary in size from several dozen
“k23 to many thousands. Their growth will ultimately be decided on :
-+1¢is of the amount of assistance that can be provided to sustain the
finon, the security of the area, and government policies relating to
22 0f the camps.

Camps should be
avoided wherever
'l possible.

i

i

Msistance in camps for displaced persons generally foliows the same

~‘hprograms needs to be provided along with water, sanitation and
isife improvements.

nvernments often try to contain displaced persons exclusively in

;% Inthese cases, caution should be exercised, for such restrictions

~itate an escalation in the levels of service that must be provided.
~¢amps are normally in more remote locations, assistance will probably
e substantial transport investment and result in higher per capita costs.
-aaly way to keep costs manageable is to permit the displaced to work

€amps should be avoided wherever possible. They foster dependencies

.siten result in a loss of self-esteem. Camp life is commonly cited ag ~ Spontaneous settlement

~ryuse of breakdowns in traditional social networks and coping P
<tanisms. Camps have also been cited as the basis for increased i B
+ . N, N % SR "'.a’lf}.‘g:’,_
“stie violence, Sl U eupmi e
,' P A
[ . & =y ey T
‘contaneous DP settlements: Spontaneous settlements composed AT L e

- iy of displaced persons quite often spring up around towns and
~<.People with similar ethnic, linguistic or cultural backgrounds to
~displaced are often located in smaller towns close to the area of

e

.. Thus, spontaneous settlements may form an extension of an

Villa el Salpador Lima, Peru UNDP/L;L'; ]enm:
World Development. March 1989
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Displaced Poarsons
in Civil Coanilict

Once the government
recognizes that spon-
tancous settlement is
likely to accur, sites
of the government’s
choice where services
can be provided
cheaply and equitably
should be identificd.

In defermining
overall prioritics

of assistance, it is
important to identify
specific population
groups so that aid
may be properly
targeted,

ANSWIR (from page 16)

All three are cormect.

18

: . Which type of migration does each of the following quotations
from a displced person represent?

a. “My son and I fled our home when rumors began that all adolescent

boys would be forced to join the army.”
b. “No one seemed to need bricklayers after the rebels declared contrel

over my community, so I moved to the city.”
c. “Immediately after our village was strafed during the night, my

husband and I moved to the model village.”

A.

/Q;I '

ST
B "

existing community. The primary difference between a new spontaneous
settlement and an existing squatter settlement may be in the quality of shel-
ter and other services. Since the displaced initially have neither the resouriw
nor the interest in making a permanent investment in shelter, these settle-
ments can become overcrowded slums unless the government and relief
agencies act quickly. Once people have settled, it is very difficult to repioté.
site in order to add basic services and provide sufficient land for reasonable
population densities. Thus, once the government recognizes that sponta-
neous settlement is likely to occur, sites of the government’s choice whese
services can be provided cheaply and equitably should be identified.
Development plans should be made so that a settlement can grow along,
orderly and cost-efficient lines.

In larger citics, where the majority population is culturally or linguis-
tically different from the displaced population, spontaneous settlernents
may be established near to, but not contiguous with, the urban area. This
pattern provides protection from the larger population. Over a period of
years, normal growth of the urban area may fill in the territory between
the city and the spontaneous settlement. However, the spontaneous
settiement is likely to remain a ghetto, culturally distinct from the
surrounding population.

Pockets within squatier settlements: If a government demonstrates
hostility towards the displaced, they are likely to try to integrate into exisii,
squatier settlements, making it more difficult for authorities to locate them,
Most squatter settlements are considered illegal by the authorities, but the
mere fact that they exist demonstrates that a government is powerless to
prevent their development. By grafting onto these settlements, some degrie
of solidarity can be achieved — if not overtly, at least subt