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1. r‘mus

A. Introduction. Exploring dimensions of coaflict dlways seems to involve peer-
ing into the sinister side of human rature where baser motives, tensions, struggle,
and discord prevail over order and peace. If any foray into other social systems
is partially a processess of inquiry into oneself and one's own society, then it
is hardly surprising that social scientists have sreferred to view human lifeways
in more optimistic terms, vhere relationships are characterized by tranquility,
social structures nicely patterned, and a generally stable integrated system the -
dominant motif. The more consexrvative of eufunctionalistic approaches view con-
flict as disturbing and undesirable for the proper functioning of the system.

(Can we accuse Parsons of this bias?) Gluckman, Simmel and Coser take on a more
moderately open position by examining the contribution of situations of conflict
to the maintenance of & total system. Factionalism, dispute, social teansions, etc.
assume integrative qualities, thus in appearing make for greater social cohesion.
More ameliorative perhaps are the concerns exemplified by the Journal of Conflict
Resolution for tracing the sources of conflict and the means by which it can be
resolved. And at the other extreme ve find the "radical" approaches, some taking
their spirit from the writings of ifarx, which either posit the necessity of con-
flict for the social process or avovedly espouse radical revolutionary movements
for change to occur at all.*

Thus to say that the study of conflict has been neglected in the social sciences
we i1ld hardly be accurate given both the variety of approaches and intense concern

vhich characterizes contemporary writirg. Yet, in the fields of the applied human

scieances use of the concept seems to have been rather limited in scope and appli-
cability, at best applied scientists are at odds concerning its legitimate use in
programs of change. While "development" recognizes that coanflict exists within
client communities and even occasionally that their program produces conflict in
various guises, the thrust of its proponents is not the increasing of conflict,
the fostering of disruption and discord, but its dissolution. My attempt in this
paper is to explore the nature of conflict as it is found in Ehe developmental

In Cultural Aathropology a number of professionais are now cuestioning the role
of the scientists in contributing to a nerpetustion of pover elites, demanding
their active participation in struggles for freedom and autonomy of oppressed
peoples. (See Gough, 1968. Stavenhaben, 1971) - .




prccess at tie local ievel throuzh experiences in an internationally funded and
staffed project of livestock development. I shall exznine the kinds of conflicts
ve found, fostered, s:ifled, and introduced both inadvertently and with intent in
onc pirticular “comrmrity" in Tanzania. The analysis is retrospective as vell as
prelimirziy, for in uadertakinz the tesk ay collezgues 2nd’ I did not formally
focus upon conflict except wiere it imping23d directly on our attempts at implemen-
tation. Our guiling frorowask »n- lased upce the cocpecrative idezl and how to
cchieve it within the ico_io3zical structurc of Trzzenia, a trand of African social-
ism labeled Ujsnca. C2e Krerere, 1970) In retrospect, we should have been more
avare of the uses of cccrr:nit; discensus than vwe vere, not cerely for defense in
pacrying the slings and arrows of loczl cesistence to change, but in actively

utilizie3 locai conflicts :-:ct es ve intended to ccke use of local organizations.

The 2nalysis is preliminary in that I bzv2 not attespted to give the complete

picture, replete with description of the developrant tezr, government ,solicies
273 admin’strctors, 2:.1 all aspects of local iife, choosing rather to discuss
celact>d rolaticnsiips, problemws acd recalte. Tt is also preliminary in the sense
thet it is mot as fuliv cozparative as I would wish it to be. Hevertheless, 1
hop2 that some of thz conclusions draun will L<ve applicability beyond the region-
al and dcvelopzntal confires of o7 chosea case study. It is finally preliminary
iz terrs of thesry. I shall foroe:late a raticnale for anilyzing the situation at
Cuag'wania, bat hardly do $nstice to those frca whom I dreu upon either in terms
of critique nor full exposition of their positions.

B. A Fremewcrk for Analysis.

1. Pollizvir3 Dchrandorf (1959) 2 conilict approfch to humza societies is basic-
ally a mcdel, & wzy of lcoking at social dyrmamics from a particular theoretical
pocition. It is £ot intanded to be in contradiction but in contrast to functional-
Struczturai opgroaciies, igdeally bringina forth acspects of social 1ife which other

view: might leave unempl:asized or unnoticed.

" 2. Humzan izteraction is ch-racterized by a2 process of exchanges or reciprocities
betveen participants who cve vying for certnin goals (o- revards) either contained
in the icteiaction Z:self or come froa its rcsults. Put in americanese, pecple

icteract with other people in order to "get comething out of it."

3. Altlough th2 prccess of interz-tion strains townrds a balance of mutual rewards
or reciprocities, equilibrivm is irpossible, fcr balence in one relationship

either ‘cplies or cicater imbelences in others. To quote D'su: “,.. forces
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sustaining equilibrium on one level of social life constitute disecuilibrating
forces on other levels.”" (1964, P. 26) This observation leads us to view any
intercourse as negotiable, never static.

4. A society (or organization) is composed of sets of individuals (groups)
also involved in maximizing transactions vith similar tendencies towards imbalances.

5. Individuals or groups can be consciously avare of their desires and thus
display manifest interests, or they can remain latent. They can also be distin-
guished by the degree of mobilization they possess. Thus a society can consist
of quasi-groups, sharing latent interests but possessing little organization, and
interest groups with conscious interests, snd organized for their pursuance.
(Dahrendorf, 1959. pp. 237 f£f)

6. The nature of conflicts within a given gociety depends upon the kinds of
strains which it displays. A strain, as defined by Beals and Siegel, "... has to
do with those areas of life in which culturally induced expectations tend to be
frustrated most frecueatly." (1966. §8) They are in a sense the cultural analogues
of Balu's notion of iwbslance, for they are based on the assumption that in the
Process of a culture’s establishing stable relationships with its environment it
tends to perpetuate of institute less organized and less stable areas of rela-
tionships. For our purposes strains are simply dgsjunctions found vithin & culture
arising from the interplay of incompatible values, competitive structures and/or
the system’'s confrontation with alterations in external systems.

7. A definition of conflict, With Fink's catalogue (1963) of the facredible
variation of uses of the term in mind, 1’11 slightly expand Dshrendorf's already
very broad approach: coaflict is "a relation between (individuals and) sets of
individuals that irvolve an incompatible difference of objective..." (135) * The
added phrase in the parenthesis makes it possible to focus both on individuals
as well as groups in opposition,

8. Innovation and Conflict. The major implication of the above framework is
that we are led to view a cultural system and its society in more fluid terms than

ususl. Internal social relationships are continuously being negotiated, and what
is satisfactorily concluded on one level creates : +balances in others, vhich in

Beals and Siegal consider conflict more in terms of overt behavior: “...conflict
should be described i{n terms of breaches of normilly expected behavior that leads

to & dialogue recognized as an exchange of oppositions."” (26)
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turan demand further negotxtio:,The cultural systen itself is viewed as a process

of continuous adjustment to external (environmental) pressures and changes (streeses)
vhich fosters discontinuities or imbalances (strains) in its sub-systems. Within
this framework it is possible to syeak of the change agent and his program as
environmental variables producing measurable degrees of stress upon the client

system. Thus the agent of change becomes an agent of coaflict.

His initial task is to intensify avareness of local needs or to make a popula-
tion avare that they have problems. This presumes then the fostering of powerful
enough tension states crystallized around droblem perception to induce soze sort
of action (the making of a choice, chaaging a technique, contribucing time or
money). An agent of change demands a similar response from collectivities where
manifest interests for change must become the dominating charters for their trans-

ition from quasi into interest groups.

II. Bung’wandu, the Background,
Our segment of the Tanzanian Livestock Development Project operated in an
area commonly knowa as Sukumaland, although our wcrk focused as much upon the Hyam-
wezi as the Sukuma. Both tribes have strong enough cultural and linguistic affin-
ities to have been considered variants of one unit in early colonial times (although
they have had quite different recent histories). Bung'wandu, the pseudonym for a

Ward (an administrative unit consis:ing of a group of villages of 100 cell units) :

in Tabora Region became the major focus of our attentions in the formation of &
Ranching Association. 1In outlining its salient characteristics I shall follow Beals
and Siegal's division of strain into technological, social, and ideological (1966,
Ch. 4), then briefly discuss hov the community traditionally coped with conflict.
Part IITuiil contain an 2nalysis of stresses as they pertained to the implementa-
tion of our program.

A. Technological Strains. The settlers of Bung'wandu had to face one of Taa-
zania's greatest problems: the unpredictability of the rains and thus the problems
of scircity of vater. The land is quickly exhausted, and erosion in Bung'wandu is
marked. 1Its original immigrants found the area covered vith bush (it vas indeed
a forest preserve originally) with many vild animals. Their pattern of settlement
both demonstrated the need for autonomy and common protection, for unlike many
communities to the north they tended to settle in small clusters of households
videly scattered over the area. Since land was plentiful, albeit poor, a system
of extensive farming was established. ater points belonged to household clusters,

P
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although it vas given freely to others. Eavironmental exigencies therefore deman-
ded a variety of responses. Individual autonomy was mitigated by the necessity
for cooperation with larger units; great flexibility had to be developed in plan-
ning vhen 2nd vhat to plaat; finally local variability of rainfall and relative
availability of new land led to an "ideology of infinice expansior” accompanied by
8 lack of interest in proper land maintenance.

B. Social (Structural) Strains. The household was the focus 07 two, not al-
vays congruent, sets of broader relationships: the patrilineage and the community.
Patrilineages were most commonly unlocalized, so kinsmen were scattered. Never-
theless, kinsmen had many mutual and supernaturally bidding obligations: in
rarriage arrangements, allocation of property and care of subordinates oa the
death of a kinsman, internal dispute settlement, circulation of wealth, and ap-
peasement of ancestors. A

What ve call community was actually an ascending series of administrative
units beginning with small household clusters, moving through a “‘village”, and
- ending with a chiefdom. Membership in these units demanded both forwally and in-
formally conformity with co-nﬁnal rules of cooperation, allocation of land, and -
traditional authority in dispute settlement.

Although an analysis of the structural components of these two types of organ-
izations might lead one to consider them cohesive, well organized manifest interest
groups, in fact, the opposite seems the case. Neither partilineage nor the ascen-
1ling varieties of community could be rightly called continuously manifest interest
groups, for they crystallized only when necessary. Otherwise they remained latent
resources for action. The household (or household cluster) was the most visible
intcrest group, but it too was composed of often competing units consisting first
of the nuzlear families residing iu it. Second, strain permeated its hierarchical
structure of authority. The head of the household controlled all the wealth and
rescurces of thz extended far:ily. Thus sons and fathers were often at odds as to

vao owed vhom what, the best example being a father's umwillingness to give his
4

son cattle for brideprice. The uansarried youth had little option but to pressure
elder kinsmen tvith his pleas. Tlie married son usually took a traditional escape
by eventually establishing his owvn quasi-independent household nearby.

C. Idcological Strain. The Sukuma and Nyamwezi live an uneasy comproodse
between the ideals of what men should be and wvhat men are. Through affiliation
vith his patrilineage each individual is boran with spiritual proteétion sufficieat
to sc2 him through his lifetime. As he matures and becomes an active member of




the lineage and communiiy his povers increase with his responsibilities. Thus at
each status level peers are absolutely equal in individual abilities and personal
pover and must be respected for such. But this egalitarianism also means that no
aan should abuse kis potentials to sirive to outdo another by gaining more posses-
sions or displaying better qualities. If he is to obtain more than his neighbor,
that is a matter fgr his ancestors to determine, npt him. . In many respects this
notion revolves arround vhat Foster has called the "Image of Limited Good* (1965),
:although it vould not be verbalized as such, for the reason achievement is regar-
' ded negatively is that a community views one man® success as another's failure,.

And his success cannot’ come from legitimate use of supernatural povers, but from
manipulation of illegal medicines and witchecraft.

< At the same time, everyone in the community knows that there are “"evildoers®
vho seek their scanty resources, so they too must resort to magical means to
protect them. And more informally, each man koows that Le cannot survive without
making use of a 1little magical assertiveness here and there. (See Hatfield, 1963)

The dilemms arising from this situation is that sembers of a community must
alvays act as if they were paragons of cooperation and unaggressiveness and punish
the uncooperative, at the same time covertly competing with their fellows even if
it means secret aggression.* '

These three sets of strains are o7 course mutually reinforéling. ~‘l‘eclmological
adjustments to land use and settlement foster structural tensions which are further
reinforced by conflicting ideologies of egalitarianism and individualisa.

D. Coping with Cot;flict. If ve consider conflict to the expression of strain,
there are two broad ways of looking at its mmgenent.‘ The first involves utiliz-
ing existing alternatives which wvould not be regarded as leading to ajudication,
The second would be those sanctions and procedures vhich the community itself re-
gards as legal neans; The first includes such mechanisms as the covert use of
medicines for assertion or revenge, becoming 111 in order to escape an intolerable
situation, neolocalism and migration, and finally membership in associations wh_'ich
“balance’ strains. Associations and illness will provide examples. The fairly
rigid demands on individuals to conform to kin and community rules have an outlet
in a variety of voluntary associations vhich permit young people, in particular,

Edgerton argues that psychologically agricultural communities are much more prone
to witchcraft and sorcery as manifestations of unresolved interpersonal tensions
than pastoral communities by virtue of their ecological adjustment. (1965)
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to find greater freedom of expression vithout exposing themselves to collective
sanctions. Thus a youth might joir a daace society, vhere he can escape parental
supervision, compete in legitimate contests, and achieve higher status. From one
point of view this is a means of cooing vith gerontrocratic tendeacies in Sukuma
and Hyamrezi society. 1In fact, everyone is happy, since a potentially annoying
strain has been successfully sublimated. VWoman, married at fourteen and thereby
iz>edded in a host of responsibilities vithin their fatherfin-lav's household
often have iittle me2ns of "balanciag” their interactions. .Cne not uncommon meaas
is simply to become 111, for the diagnosis sometimes demands they remain outside
the household until cured.* '

The second means of coping with conflict is through ajudication. Three prin-
ciples appear to be at the basis of Sukuma/ilyamwezi dispute settlement: adherence

to structural levels; utilizing sanctions of increasing violence or intensity; and
representativeness.

Ideally the ‘‘front stage" Sehavior of each unit of kin, and community, should
display internal cohesivemess, cooperation and tranquillity. Breaks in this tran-
cuillity become more than personal delicts but communal disorders, especially with
the tendency for the eruption of one conflict to invariably reveal a host of others
vhich have remained festeringly covert. Thus, a household attempts to solve its
internal problems from within, ‘only moving to other levels of authority if that
f~ils. The same is true vithin a village,

If arbitration or an authoritative judgment fails to bring back the wrongdoer
into conformity, then other mechanisms might be tried. In the past a most success-
ful sanction was the threat of social isolation. If even that failed, then
physical violence to himself or projerty might prelude his being forcibly exiled
from the unit,

The principle of representatioa follows the emphasis upon the cooperative
nature of each unit. Those vho assumed the roles of juries or judges vere regarded
as representative of the entire structural segment. Thus a father punishing his

son. did soc as the head of the patri-segment. The son's lack of cooperation was

nore than rebellion against a parent, it was his rejection of the very foundations //,——--x,x’

6_7;_.—

Another result of this mechanism is the revealing of the cause of the illness
which i3 often the nasty behavior o. an unattentive husband or the malevolent
mrctin2tions of a co-wife or mother-in-law.




of tlie kin ;;ganization. Sizilarly in village affairs, heads of households

forr2d a council (ban-riala) which along vith the headman assumed the responsi-
bility of redresenting the interests of the comsunity. Although representative-
ress of coérse gave greiter authority to any decision made, it also had the effect,
ciucial in this tyse of social life, of removing responsibility for decisions from
any on2 ’adividual. ¢£> important :as thic zipact that oa rare occasions in vwhich
rezlly violent overt c:tion -1rs récuired, reproceatztives of all houseliolds a-d

to participzte. A4 cose in point ir thke boating and chasing of witches from a
villaga. &gvea their Lusbands and children vere required to join in to indicate

the ultir~ce juctice of tho cct.

I1I. Stresces at Bung'vandu

A. Hodernization and the Grazing Scheme. About ten years before our arrival
¢ group of villzges uith Funz'wandu Ward vere incorporated as a Grazing Scheme.
The condizions necessitating this program and the manner of its implementation
uar2 indicative of lLcow far both iaternal and external changes had altered the
fabric of fawily lifc described zbove. The mcjor changes, vhich ve can novu call
ctresscs on thz systen, are sumzcrized below.

1. Techrologic:l changes center around three orimary alterations in the
r2lation of mcn to land: a shift in emphasis from subsistence to cash cropping;
grozing rcarcity of available land for re-settlement; thus greater pressures on

eﬁisting land holdings. BunS'vwandu displayed all their effects: soil erosion,

relatively dense pojulnticn, competition for land (although by the time we arrived

Y

~lpazt 21t the 1land wes encerlered either by individuals or by villages). The
y

emphasis upon cac: crops (ecpecially rice) od also led to the rurchase of more

livesteck, addinz ancilicr preoscure uson the 2lready overvorked territory.

The Grzzing Scher: itsclf vas on2 part of a vider attempt to upgrade farming
ard livesteck keeping techaiqu2s vhich had cxisted since colonial times. Tiws,
another aspect of technologiczl siress was the presence of many agents of develop-

r2nt o wew2 trying to get the Buas'vanduece to "develop'.

In focusing upon livestock, the Grazing Schieme introduced a number of innova-
tions which had potentially crucial social romifications. The first was to create
d:y season sirass rescrves and a schedule for their use which involved cooperation
¢f 11 ten villages (roct of the recerves vere connected). iew water supplies

u2re consctructes and schedules for their use were also develoned. A cattle dip
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in the eastern part of the Scheme vas also built. Finally, the development of the
Scheme involved creating more rigid boundaries betwzen it aand ouiside villages thaan

had existed before.

-

ﬂ-T'ZTJEBEial Changes. Loss of autonomy and increase of alternatives forn the
major stress ujon social life in Bung'vandu. The community is rov oificially in-
tegrated into the broad national administrative structure vith corresponding
representation at each level. What this implies is first official recognition of
some local structures as manifest interest groups mobilized for action, although
they are in reality still latent and situational. Secondly, it means expansion
of individual respoasibilities through official participation in a national poli-
tical and developmental structure. A third component is the traaslation of local
authority and representation into a national scheme. Traditional bodies have been
either dissolved (the position of chief, for example) or significantly altered to
comply with nev demands for communication. Analogous to creating permanently
wobilized structural units, the personnel on each of these levels is defined as
able to underake the tasks reauired of it, vhen in many instances it cannot meet

the responsibilities.

Alternatives vere never many vithin the traditional structure of Nyamuwezi/
Sukuma lifeways. 'ifodernization® in all its variety has made a tremendous impact
in providing nev modes of livelihood, means of escape from local strains (jobs in
the town, boarding schools, etc.), and possibilities for individual economic
advancement. The impact of these potentials on local family, community, and kin
is powerful and increasing.

Both of these complex changes are providiag situations of sitress as much as
of advantage. Cae example is the disjunction betveen what educated children think
they can acE&gve and vhat they are actually able to achieve. A number of educated

young people at Bungvandu have reiurned to the traditional structure of social life

because they have no opportunities to find jobs elsénhere.

The Grazing Scheme introduced a number of specific stresses in implementing
its goals, It too created permanently organized groups out of far more fluid
entities, or at least anticipated they would remain organized. Ia so doing it
excluded some villages - or segments thereof - which were already involved in
‘cooperative arrangements with Scheme members and included others vith whom no
organized relationships existed previously. tiaintenance of the Scheme's boundary
- and development plan demanded an organization of representatives and a poverful

internal “police force''.
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These positive arrangements alse carried with them unforeseen consequences
in practically stimulating the grovth of counter-organizations pursuing their ovn
interests. I do not think that ve could consider them factions, but had the Scheme
itself displayed greater i.ternal cohesion, surely ihey would have develoned. In-
stead a variety of polarizacions occurred: between members and non-members residing
on the land; beliveen livestock and non-livestock owners; betveen Nyamrezi residing
at Pung'vaadu and a large somewhat more cohesive Tusi minority; aad finally bettreen
"outsiders" aad “insiders®’. 1Ia many iastances these polarizations wvere individual
or perhaps village concerns and vere either solved o: those levels or left to
fester. Apparently the Scheme commiiteé and chairman were unable to effectively
deal vith exigencies, nor could they effectively pursue the developmental policies
of the Scheme. One result vas an iicrease in populatioa of immigrant cattle-owners
and livestock loaning oato what vzs -legally private land. Another, arising from
the failure of the original plazners to carry out their capital vorks program, was
- the necessity of some communities making under-table deals with outside villagers

to exchange resources,

3. Ideological Stresses. The concaientation of multi-faceted modernization
and Independence presented a series of stresses upon the already strained ideolo-
gical compromises between egalitarianism and individualism. In the first place
some individuals with the support of education, new legal structures, economi#
innovations, and wider communication nov found the means of escaping the stifling
atmosphere of cooperation and invidious emulation and ventured into overt cajital-
ism. Others began breaking rules of comportment in utilizing resources vith impunity
for the community was unable to mobilize its collective powvers to deal with3them.
Yet within the same commuaities, mosc villagers still feared the invidious envy of
neighbors and friends and conformed to the shadow of a traditional cooperative

ideal.

But alongside the growing dissolucion of local enforcement of the egalitarian
ideal and parallel insurgence of individualism vith all its effects for kin,
household, and community cohesion, a national ideology promoting the values of
the collective organization for development was beginning to penetrate the village

through its various official ageats of change. Thus, three incongruent systems of

belief were present within Run>'vandu: the traditional syséem, itself a compro-

mise between incompatible values; a fast groving belief in independence of action

and individualism; aad finally a1 elevated philosophy of African Socialism vhich is
the basis of national policies of development.* ’

* Kopytoff, in his essay on African socialism, points out the many differences which
exist between that social philosophy and vhat actually was the basis for traditional
communal life. (1964)
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IV. Impact of the Sukumaland Livestock Develdpment'Program. .
A . The Projcct. From the above an&lysis we cun o0 that the livestock

program h:d not only to contcnd with the traditionsl soci .l structurc of

?
Bung'wundu but with th.t structure in itg confro:.t.tion with multi-farious
pressurcs of modernizution.  Technologicall: 3 . were sitilar to
thosc of the Grazing Schomos ulthough we were ch rged with totul trans-
form.tion of the community us it was formed into a r.r.ching association.
We inherited the remnants of the Gruzing Schoic: u somewhot vioble systor
of gr..zing rescrves, water supplics (many in ,ccd of drustic repair),
a boundary rostly obscrv;d in the breuch, wnd : non-uxistent orgunization.
We ulso irherited the offucts of those innovitions: drastic incroeasc of
population of pcople and livestock, scvercly overgrazed l.nd, w:t .go ists to
any further livostock development, und an wputhetic ecbership.  Our loug ;angc :
goal was to m.ke the association i:to a working unit for livestock production
and morketing which derqinded corpicte cor'trol over associction lands. At
the sare time we were to implenent agricultural and social advancces.

The very prescrce of another develop .ental "message! meant the threat

of furthoer stress on the corrunity. In our churge strategy we were to

foster the growth of felt ncoeds powerful crough to robilize individuals to
actively participate in forming - ussociation for their solution. The
"iﬁéological” component of the message immediatcly caused us to fuce alrcady
cxisting conflict a:.ong v-lues of traditional coopcrution .nd personaul gain
aggruvuted by thosc development:l stresscs which had diversificd the population
us well us its so ewhat unvoiced tnt.gouis'. to the philosophical buscs of
natioral develop .ont. Although we pl-uined our progrist sround the cooperative
ideal followiig princiflcs of ujamau , it was necessary to somchow include
promotion of individunl udvuntages and goins through this return to collective

action. The problem wus that traditional coopcration had nLever extonded to

o




B.

so global =i citerprisc -s we were introducing, ror, given the oxigencics
of their ﬁodgrnizution historivs, were ost individu.:ls interestod in re-

t ning to wh .t they porciived s the oxtension of o restrictive pnst froo
which th.y were slowly beirg extric .t d.

As 1 pointed out in 1 other paper for this confercrce, givern the
prescrit lcadership situation -t Bung'wandu, cven if individuals could be
i.de to want certain chonges, obilizing them and their coasunitics into
lurge ivpleientitive bodics is extrewcly difficult. Part of the problem is
that the officiil structurc which descends to the smillest socicl unit is
.ot very cffectivc. The houschold remains the mijor intercst group, as it
wus in the pust, but higher lovels of org.nizution scem to be less viable
thon they were traditionally.  Authority on thesce levels ncither oxists
cffectively in truditional or modern terms. One reason for such o lack of
local level nmobiliznbility scems to lic in villuges successfully blocking
couput.ication of undesiruble uessages ( usually régarded by offici Jldo.” as
"developmental™ ) from higher levels by clecting "leaders" who ure unuble
to lead. ( See Hatficld 1972). Their success in this endeavor, however, hus
contributed to their relative failurc in excrcising collective s:a.ctions over
wrorgdoers and in  organizing to uchicve locul goals.

Thus our dcvelopmernt project introduced stroess in rencwing and intro-
ducing tcchiological chunggs which required revit lizing velues of comrunity
cohcsiveness wnd individuul committment to colluctive goals us well as re-
storing wech inisns of mobilization which were cither in suspension or defunct.
In focusing on specifics, I would like to cx.mii.c the strain-producing rcsults
of our cfforts in four arcas <t Buug'wandu: kin -aid £+ ily, community ( the

associ~tion ) ; rclationships with the outside; and individualse.

Kin -~d Fuiily. Most fur.ers in Bung'wandu were involved in a reticulated
set Jf practices involving lodns, cxchanges, agistment of animals both imside
ard outsidc the Ward. It made our initial cfforts at learnirg who owned what
samcthiig of o challenge. According to the toechnic.l pluns for associ ition
developrient, all such practices would have to bo rigidly co..trolled- actually
to ccusc~ for this would be w: e¢nsy way of de-stocking. The sociological

problerr that had to be cousidercd was the extent to which cess .tion of thesc

rclutionships would uggruavatc already attenuated  tics between kinsnen, for
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livestock on loun from outside tuded to cowe froi: relitives.®*

Surprisingly cnough, thosc we discusscd the imatter with coxpresscd
grcnt willingness to co.ply, for they were awarc that their interests at
hoi.c were being assailed by giving fuvors ulsewhere. But they felt unable
to rcturn ariiials to the loancrs without the rule that we  in the nanc of
the association  iposcd. - Vh-t ncither we nor they werc able to predict
was thc cffuct of this rule or other aspects of kin relations and their ul-
tirate cffect on association developiiont.

Becausc of the alreudy dence population i: Bung'wandu tochnic:dl de .ands
also iiposed a potential threat to the co:position of cxtended f.ou.ilics.
Just as livestock would have to be rigidly co:itrolled so would population in
the scnsc thot no new houschelds could be established without couscent of the
associztion. Harricd sons' usuad practice of scttling ncar their fathcers!
households_might not bu possiblc in the futurc. At best it could .:can re-
scttlemene in another part of the association; at worst, from: a farily's vicw-
point, it might rcquirc outmigration. No mattur how vicwed, techniiul inno-
vations meunt creating greater strains within alrcady teiscful fai:ily relation-

ships.

C. Comwunity. In crcating un associution out of thirtcen autono. .ous
villages, we faced the same problem us did planicrs of the Yrauzing Schee,
social plastic surgery. although wc did not exclude formcr members of the
Schcmc;nwé did includc thrce outside copttunitics who had no resources of their
own and would thus have to shure thosc of iusiders. In the process uxisting
alliances were to be reconstituted or dissolved. There is not time to go
into all thc specific innovations which demanded these alterations, but rather
I shall 1ist sofic of thce arcas of strain they aroused or intcnsificd. The

basic problem we faced was that in trying to orgauize an association we

* Bung'wandu livestock transactions appear to serve different pu-poses than
is co - .only found in other arcas of Sukunialand, for rather than creating
alliances with strangers and so .ctiries rclatives in distant parts, it ¢, has-
izes kin and alrcady cexisting fricendship bonds. It is quitc possible that
thc systen is used now for firming up slacking prinary relationships.( sce
HHatfield., 1971 ).
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n.cessarily fostered the cre:tion of co .ting countcr-organizatiors.

Our first dilc r.a conceri.ed the disposition of non-.... burs. According to
. law only a certain percontige of 4 co unity had to agree to for an
associction ( we insisted o 80 4) . The ro zi.ing 20 % would be co pletely
vxcluded fro: ussociution rusources and progra s .o.d leg.lly could be re-
oved frow association territorics. we triud to to per Jjustice with ..crcy
in devising alternatives for the wussociation co:. ittce to co..sider. These
included int_nsificd c¢fforts to gut rocalcitrants to join, -lowing the:.
access to their own lund, which by law they didr't own in the first placc,
charging the': for usc of rcsources, ctc.* But while so ¢ ¢ bers of the
cor:ittee thought our suggestions just, others siiply insisted we kick non-
rc bers out. Ve had provided in this rulc a :echanis of ostracisi: rhich
confor.'td to a traditional .cthed which co:.unitics could no longer cxcrcisc.
This radical eolution, we discovered, would not be applied wholesale to non-
iie bers, but oily to ccrtain groups which irdividuals or villages would like
to be rid of. The unfortu ates were pri arily Tusi, but also included soric
viern who were gencrally co.sidered "individualistic" and uncooperative ( in-
cluding thc foriier Grazing Scherio Chairian).

4 si.xilar problem arosc with non-cattle owncrs, many of whoi had been

ardent prowoters of the association thinking ¢ ‘bership would bring thoern
cattle. Our goal was definitcely not in that dircction but to assist thoo in

agriculturul pursuits. Livestock owncers, kriowing that numbers of unimuls

would be controlled, werce voég much in agrece..ent with us. while in the fore-

mation stages this group had not becn visible, once oxtension and improve=-
ment requiring commuﬁul sclf-hclp began, non-livestock owners found little
incentive for cooperating in the creation of facilitics for which thcy would
have no usc. Doubtless us the ussociation progresses this group will crystal-
ize into a powcrful faction, vspeci.lly when the issuc of what percentage of

the 1ind will be given over to livestock ariscs.

* According to Tonz-wmian law individuals only have rights of usufruct over the
land. An association, once registered, however, had this right perpctuated.
Non=-iict bers would be considercd illegal squatters.  That obsolutce possossion
of land, albcit coriunal, could be legally in "owners" ' hands , beca .c a
powerful sclling point of rauching associations.
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Perhaps the most erucinl conflicts wcfc yet to come, for we
h.d ¢:phzsized publicnlly broader schewmes for cooperation, cosrunalization
of herds ( nlthough i..dividucl owncrship would be maintained), block
ar~ing, and sclf help, but had ot attempted to put any of thesc into
cffeet at the time of our scparation ( ar cxception was the water i prove-

ment prograr). M

D. Inter-co.runity rclationships. In formi..g thc physical boundarics of

the association we disrupted : number of relctionships that had both existed -
before the cstablishment of the Yrazing schetie und those inadvertantly ©
created by it, thereby fost.ring the devilopacut of potential interest groups
outside the associuation. meabers were basicnlly delighted, for they realized
that they could now vxclude anyonc they wished froa their resources. But
their joy was short-lived when they understood that it was to be the assoc-
iation's responsibility to uiadituin the rule, not the forcign cxpd}ts. Thus
they would have to police their boundaries and tuky§£ouchcrs to court then-
sclves. Formerly villages plagucd with poachers would co pluin to a resident
cextension worker, hoping he would shoulder the responsibility of prosccution,
or der:and that their 100 cell or 10 ccll lcaders undertake the tusk. The
latter wrotc letters of complaint to their fellow leaders in the guilty vill-
ages: hardly an cffective cpplication of sanctions. In other instances out-
sidc poachers were not ponching ut a1l but simply cxercising their rights, the
villages having exchzanged grass for water.

Any rcnl attempt to closc off assocination boundaries was risky until
the vombership had developed powers of robilization and representation, for
rctaliation could be extromely violuont: bur:ing grazing reserves, maiming
livestock, destroying ficlds, ctc. Also until facilitics were available
which wade these informal arraigenents unneccessary, sone villages in the
association would not bLe abde to survive. Thus we duliberately attespted
to postpone thesc conflicts until such ti.:c as the association and its
clected committec demonstrated its efﬂectivEgess in sustaining collcctive

intercests.

A sccond arena of conflict, which was unanticiputed, crupted between

the association and other fornal organizations in the Division. It centercd

around proper jurisdiction over and sharing of resources. The local pritary




socicty has duveloped out of th. cooperiative rove ent as a produce buying
associction. st the ti-.c of our work in Tanzania it huad becorme integrated
ir.to a nationul monopoly for purchasing cotton :u.d food crops. Ir addition

it provided tools, foertilizer, :nd was a food distributor ip times of
scarcity. Theorcticazlly 1l houscholdersbelonged to the vrimury socicty, but
in practice many 2t Bung'waidu did rot. oi.ce the pricary socicty also scrved
a wider area, the two groups did not shurc conmvion sicaberships. &t one point,
shortly before the registration mecting of the association, its co.a:ittec
learnced that the primary socicty intended to use part of its lands for a
commur.al cash crop cnterprisc. The cormittce absolutely rofused to pernit
what would have been done a few months before without asking. Sowe loczl
officinls were brought in to ajudicate the issuc, but their own vested inter-
ests werc so patent that a satisfacterily resolutior. was iipossible. nstead
the association was accused of being sclfish ( anti- ujaiaa), unconperative

( anti-traditional), and conscrvative ( against the goals of developrient).
Still the coruiittee refused to change its position, clai:iing further that they
werc about to cstablish their own cow..unal cash grop on thc very land the

priiary socicty planned to alicnatc.

Although c¢ncour-ging a greater scnsd of cohesion amoirg mombers and
indicating to thc project thut the association was bueginning to asscert its
interests, this show of force antagorized a number of locally influential
individuals, some¢ of whore held official posts in thc¢ Ward and thus had access

to District hcadquarters.

An cven fore scvere co.flict lay in the futurc: between association and
District Council. Th¢ latt.r hid assumed a moropoly of livestock sales within
its juriddiction, providing markcting facilitices and staff in roturn for a

fee for cach animal sold. The proceeds went into District dcvelopiient pro-

jectse  Both project and national govern ont agreed that ranching assoc-

iations would nukc a better profit wnd thus speed their entrance into full
livestock nurkcting rore rapidly if they sold dircct to & meat packing firm
in the capital. But this ricant ighoring the District Council, which thosec

of us who werc working on the local level felt would be most unadvisable.®

* Onc solution tricd in Shinyanga Kegion was to ke ujaraa ranches ™.iddle-
i'en', buying cattle locally and sclling thei: at a fixed price to the District
Council. The latter were i:ost unsatisfied, clairing that the fixed price was
so high it was causing ther to losc toncy.

»




E. Autonouy and Responsibility. The association provided :.any
oppecrtunitics “or the solution of felt needs and iaprove.lents in the life--
ways of its -embers, but in doing so it worked towards re.oving a easure
of autonony which riany treasurcdé while introducing responsibilities which
miost had been zble to avoid. Freedos rrun soie of the traditional con-
straints of collective lire fowied a dilernma in contenporary Burng'!wandu
villages, for although it, fostered greater independince of houschold”
and individual fro- wider concerns, it also led to a relative decline in
conrunity success in dealing with internal probleris. Bung'wandu is hardly
characterized by lawlessness. but i% is rarked by increases in tensions
and locally public del.cts which were once anageable without recourse to
higher and riore formal legal bodies. Fro= one point of view this may indi-
cate that individuals are now naking tore use of :the national legal systen,
more certain of their rights and the advantages of an impersonal ajudicative
body. But froo another viewpoint, it is indicative of the decline of those
collective vulues which promoted Cooperaticn in the past and which lie at the

base of the country's philosophy of developizent. *

Difficultics lie less in individual disputes, but in those involving

locally defined public delicts, Misuse of grazing reserves ,rovides o1

illustratibn. Onc ".an continucusly grazed his livestock on his village's pub-

lic dry scason rcserve before officially opened in spite of cfforts by the
village to prevent hiu. He was warned by the 10 cell leader, judged guilty

by the village elders (they ever iuposed a fine, which he didn't pay), yet
he continued. In the past uore riolent sanctions woudd have bgen meted out:
social isolation or aciuzl physical violence. The former, however, had 1little
effect on hin, and the lattc. was not tried for it would have turned the
perpctrators into aggressors according to national law not seekers for justice.
The only other recourse would have been to accuse him before the priuary
court, but no one was willing to assume the responsibility of representing
the corrunity, nor was the courmnity certzin the court would give then a

favorable ear. Villages caught in this situation appealed to the project

Recently in order to firm up collective power, villages have been legally given
the power to fine individuals who refuse to assist in their collective activities
leading towards development.
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as i:.personalgtnd supposcdly powerful outsiders to solve the proble . Our

solutions were scldo:i thait which they dusired, for we cither threw the
probles back to the co.~unity or to the association coirittee to handle ,

hopir.g that the strain idght sti ul:ote their developing vicble representation

-

and -authority. -

T -
-

V. Conclusions: Using and Misusing.Conflict.

A.

Awarcness. Most books describing the vicissitudes of the change agent
dircet the reader to a nusber of locnl situcntions irvolving conflict: class

and caste structurc, rural- urban rilations, internal struggl.s for scant
resources, power conflicts, cad co:unity factions. He is advised that all

of thusc will have great cffcet upon his progra: unless they arc taken into
account. Thus often he is adviscd to scck the power~ but to hi.: invisible-
local lcader, :iake fricnds with cveryonc but be ncutral, deal with all factions
but beco:c affiliatcd/with nonc. The agent is :ade aware of the irportance of
co-nunity strains, but awarcness itsclf is not without its biases. The
traditional sclf-irage of the change agent is not that of a dovil's advae b
or pcvolutionary but of an expert whosc task it is to facilitate positive
change with as little disruption to the client system as possible. Necessarily
accopanying this sclf-iriage is a broader view of society as a functionally
integrated syste.. Certainly thesc irages de .and in the agent a kind of
awarcness which is significantly diffcrent fro:' that he 1iight have if basing
his vicew of hiniself and socicty ou the notion that conflicts are cssential
co..ponents of all social syste.s, strains churactcristic of all culturces, and
stresscs continuously stirulating both. Being awarc of conflict .:cans not
only an opuhiness for discovering it, but on appreciation of its functions and
a tolerance of its continumnce.

In attempting to solve major €cologicul stresscs on the lifeways of
Bung'wandu, we could not avoid initiating further strains into a systein already
flourishing with tensions. In attuipting to organize an association we nce-
essarily fostcred the rrowth of counter-groups co .pcting for the saiic rosources.
Internally we intensified both individu:) and group conflicts by placing dc..ands
on the - for rcsponsibidity and rwobilization, representation, and decision-
naking. Concurrently we inadvertanily encournged the pursuit of individual and
and sub-group vested intcrests which were antithetical to the principles of

cooperation wc were supposed to instill.




In retrospeect it sco s now that efforts to stifle all strain, strcss,
and conflict in the ranching associutiorn were dooried to fzilure, for
the greater the organizational crystallization and cxercisc of power, the
:.‘!OI:\: intense external feclings of cxclusion and relative deprivation which
lcad to coulescence of opposition. >imilarly within. The vore cryhasis
upon collcctive solutions to probl.s, the greater strain in present techno-

logical adjust:iicnts, social patterns, and idcological co :pro :iscs.

Using Cornflict. This typc of awarcness lcads onc directly into an asscss-
.:cent of how strains and strosscé czn be uscd, not nccessarily crased. In
Bung'wandu our understanding of the pcoples' intense desire for co.trol over
their own resources (especially land), inability to effcctively i.:pose
traditional sanctions on public offenders or to for:. visble long tor:
intcrest groups becausc of a basic social dilcizia, and the interplay of
collcctive and individualistic volues as to the proper conduct of social
life for..icd a foundation upon which our prograii of for:ation and extension
was built.

Soric forms of strain we did not .akc usc of. For vxaple, we did not
actively attempt to either solve or further attcnuate generational tcensions,
although strains were very :iwuch present. In part our rcason was idcological-
we only wished to activate tonsion in robilizing forces to solve technological
problen or create groups. Morc logistically a focus on generational differ-
ences would have been unproductive, sincc offective control over resources
still r.;ained in the hands of heads of faiilics. Their sons sight be .orc
progressive, better cducated, rore syripathctic to our riessage  (for they
felt the stress of riodernization :..re acutecly than their clders), but they
had neither the physical nor social currcncy to assist the:'. Had we begun

work in an area which would attract scttlers, then this source of strain would

have served us well., %e also avoided developing a feiale interest group,

cven thoughiit. 1d have been forccful in sti.ulating so..c changes. In

part our neglect of this group was de:.anded by the fact that projcct staff
was all rale wind contuct with wo..on ot Bung'wandu was 2 dangerous’ enterprasc.
Nor did we allow iudividuals to actively proiote their own inturests through

the association unless they sorved collective cnds. In so ¢ ways centeriung our

attentions on the powerful would have .iade work siipler, but the result
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would h~ve boer their do innting the org.nization. Thus any i prove out

in woter or lird  wis stipul .ted for public usc.

~v ~lso nllowcd other for s of stroin to inteusify. ror ox:. ple,

we rofuscd to solve disgputes, forcing th. oo unity or nssoci:tior to
aet.  “C only assisted those villoges which de onstratcd thoir organiza-
tion.l ~bilitics, which overtly :ppe r.d s favoritis.,, but which for ..d
ini-co paign  cnccursging invidious o ul-tion ir othoer villagoes.®* Yo
allowed the dissc inntior of ru ors, 2s woll -s freely giving infor ation,
rogarding th. unh:ppy possibiliti.s aw.iting non-iic bers once the ossoc-
iztion was registored, o phusizing the ussociution's co plete coitrol over
its territory. . sought out "progressivi" for crs to participate in

fe.ding supple c¢nt trizls and discasc co..trols in calves. Their successfully
fat buasts would be visible incentives for th. “loss progréssivc" to poar-
ticipite later. Finzlly we fostercd the developr.ont of envy in outside

€o " unitics so us Lo sti.ulate the:. cnough-to ‘obiliz¢ and do: and fro: us

si ilwr perquisites as the people of Bung'wandu. Given so. ¢ of its ul ost
insolv :ble ccological proble s, it see.od to : ¢ th:t Bung'wandu's vuluc

in thc projcct lay notwso..uch in its tochnical org.nization as a ranching
associ.ition but ss u thorny ...nifust interest group spreading ‘shock waves of

cuvy and co .pctition through ncighboring liards.

Finzlly, we atte pted to stiflc or resolve conflicts. 4although we
per.itted ru ors of oxile or closing rosources to non-iic bers, we got the
association to be to porarily .-gnoni ous in co: tinuing for c¢r pattirns of

cooperation. ¢ triud to discourage ‘ajor factiors from doiincting assoc-

iation «ffazirs by .::phasizing the i portonce of collective unity. ¢ also

tricd to find acceptable solutions to disputces between the association and
other local develop:.nt organizations and govern. cnt officiuls, for they
h .d potuntiuls for croiting on oxtern:l throat powcrful cnoush to destroy

th. association.

* The associition co . ittee drew up a “ini-develop.ent plan listing which
villages had the greatest neuds in witer and gruss rescrves. In offuring our
technicul oid and cquip..wnt to thusc co..unitivs, we told the. that if they
could not provide¢ the ..anpower, we would have to r.ove on to the next villuge.




C. Ethics and the "Rosy'" Futur.. Bihind Ly wuolysis 1lic two ~gucly gnawing

questious which I c.nnot -nswer dequately in this oss-y but possibly open

for discussion. Th. first i.volves = project's future perception s to
wh~t the desirable roesults of its ornterprisc wrc to be. The sccond in-
volves oxploring the c¢thics of using conflict in pl mining =wnd xccuting

chnngc.

Proj.cts, unlikc socictics, h-ve rel-otivily short lifce histories. In
ost instunccs their personncel introducc- -nd wtte pt to provide “cchnniscs
for the¢ -.aintcenancce of- innovations and then depart. Develop:.ent plans
scc: often analogous to co'ion ro .antic novels: uiing for hoppy ondings
with 211 loosc¢ c¢nds ticed and participants s-iling into a rosy futurc. But
in rcenlity - client syste. coatinucs to survive with any unticd strings
( intcrral stroins and extoernal étrcsscs). Indeed, if our ‘.odel of the
ubiquity of gonflict is accuratc, then the clicnt syste: has ore stroins
than before the project oxisted oven if the results of the enterprise arc
considcred successful. The Yrazing Schevic and our livestock projuct at
Bung'wandu are o casc in point. The for or initicted o scrics of sorcly
ncevdaed technologicrnl innovaticns ws well as supgportive socinl ..echanis.s;
ycet, the co.. .unities within the “che. ¢ were hardly =ble to sustain the
strains which these innovitions aroused. Qur project si ilarly atte .pted
to introduce unccded ch oiges, but for so ¢ ruason we werce ade . uch orc
awarc of the kinds of strains they would producc. 4s far as I was concerncod,
we could not judge ¢asily the goodness or badness of thuse strnins. Thus we
fost.ercd so.:v, stifled others. In the ti o allotted to us, we could not
tic up loosc cultural c¢nds, solve nll conflicts, nor predict the i pact of
211 futurc stresses upon the new syste we werc creating.  that we tried to
do was cru.te the foundations for an orgnrization which would be able to
adjust to thesc stresscs and 2 loadership which would be able to guide it
in doing so. Our utopi-m go:ls werc fur fro . roinlized, but in concentr:ating
on whiit wo could ~ictunlly do, perhnps we cstablished a fir .or structure

capable of ..orc¢ rapid dovelop .ot in the futurc.
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Docsn't fost.rirg ru ors, aking v gue throats, creating h wves
nid hive-nots, diliberutily ~ggr-v.ting individu..l wnd villeg. tonsions,
tvd pro oting cuvy and opposition s ack of the unothicnl ~nd sinistoer
‘anipuls-tor? Or doos the successful i ple ontation of - progra  justify
the .cans used?  To what cxtont is o 2gent of chinge ~cting rusponsibly
in pl~ying upor. th. isfortunts of - co uiity, onipul-ting dissent, and
actuzlly irtroducing or. strcss than befor ? In considering thoese quoestions
we really fr.co two types of proble s: the ch.nge 2g.nt as ranipul <tor or
¢ven cocrcive  force in rcco plishing his go-ls and the disscating
thcorctic 1 vicws ns to whnt are the dynn ics of soci-l 1ifc. I doubt if
there is a ready- and co petunt- cnswer to cither qucstion; yot both desurve
to be cxplored in . orc detail than they have, cspuecially with regards to

develorent.

I have tried to indicate how the change agent fust to so ¢ extent
ranipulate the sociul situntion, cven if his view of socicty is a riore
optiiistic onc than he finds in rcality. If he cousiders stroinus and
stresses to be the lubricnuts of chonge, then his focus on conflict as
2 scchanis:: of change co os .orc casily, for they nre usced judiciously
Just us any other cle.ents of the socicty. Although it is 'y opinion ‘
that in pursuing directcd change: conflict ‘wodcl of socicty is theorctic-
ally orc satisfying and practic~1lly .orc realistic, this .dcl docs not

guide us in controlling or utilizing our kunowlcdge and skills - nor

aétuully dovs the functionally integr ted view of socicty. _ut it dous

leave us with = different view of the futurc thin the function-.l riodel ,

& future 2lweys chunging, socictices 2lways prLrianing stressces, individunls
alwnys negoti:iting rclationships. If #n utopian ter. s this is an unplcoasant
or as Duhrendorf puts it '"ugly" viuw, it dous inctruct us practically to
foster the growth of individu:ls ard groups posscssing thosc qu :litivs

which will e¢nsurc their survival in this process. A:d here the cthics of

the chiwge gornt o gent of conflict hus its foundation.
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