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Timing and Ripeness
I. William Zariman

Editors’ Mote: How dp yor keow wihen [0 tishe 1o ger sevipus @bour megotiating
Where is @ deal ready to be miade? In the setflesnent of ciwil dlisputes, we often see par-
tier expensively delaping negotiation, even waiting for mediation #ll few're on the
proverbial covrihause steps. T5 there a scivnee o this? From the perepeciive of inferea-
tonal relatioes, Zarrmman analyzes the iwsue of ripeness and demonsirates when it's
tireie fir setlle.

After cheonichmg 3 sevies o
Advara de Soto, UM Assistant Secretary General for Political Affairs, points toe the
urning point of the PMLN'S major Novemnber [98% offensive, which penetrated
the mair cities including the capital but failed o dislodge the government.

The silver lining was that it was, almost ligerally, a defining moment—the
point at which it became possible to seriously envisage a negotiation, The
offersive showed the FMLN theat they could not spark a popular upris-
ing,.... The offensive alse showed the rghtist elements in government, and
clites in general, that the armed forces could not defend them, let alone
crish the insurgents... As the dust settled, the notion that the conflict
could not be solved by military means, and that its persistence was causing
pain that could no longer be endured, began to take shape. The offensive
vodificd the existence of a mutually hutting stalemate, The conflict was
ripe for a negotated solution.'

Joe Slove, hiead of the South African Communist Party expressed a similar
view, “Meither side wan the war, The National Party couldn't rule any longer, and
we (the African Mational Congress) couldn’t seize power by force. So that means
both sides have 1o compromise, That's the reality** F

While most studies on peaceful settlement of disputes see the substance of the
Proposals for a solution as the key to a successful resolution of conflict, a growing
facus of attention shows that a sccond and equally necessary key lies in the timing
of efforts for resolution.’ Parties resolve thelr conflict only when they are ready to
4o so——that is, when alternative, unilateral means of achieving a satisfactory result
are blocked and the parties feel that they are in a painful and costly predicament.
AL that ripe moment, they grab on to proposals that usually have been in the air
_I'n-r a long time and that only now appear attractive: they are pushed by the pain
It seeking resolution. Labor sconomists have long used this situation for thelr
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thwrories; when the threat of & sitike does nod poriend sufficient pain, the threar iy
emecuted and the parties then calculate their costs in lest sales against warches:s
untll their strike costs mount higher than the costs of mncessions and they begin
hargaining on an equilibrivm point for an agreement.” Sometimes this can take 4
long time, as the 20042005 hockey players” season showed, Tn this analysis 1 will
use imagery drawn from intemational negatiations, incuding the prospect of vio.
ence; but the underlying principles are just as applicable in domestic and lower.
stakes negotiations.

The Push Factor

The concept of a ripe moment involves two subjective clements,” One 15 the par-
Ues” perception of a Mutually Hurting Sialemate {MHZ)." When the parties find
themselves locked in a conflict from which they cannot escalate 1o victory and this
deadlock is painful w both of them (although not necessarily in equal degree or
for the same reasons ), they seek an alternative policy or a bi-/multilateral way oni
of the pain and hence out of the conflict or problem. If the parties were not stale-
mated and pained, they would simply continue 1o live with the problem or wage
the war. An MHS is often asociated with an impending. past or recently avoided
'atastrﬂp"l(‘ that provides a deadline or a lesson i'ne,t pain can be sharply increased
if somme m“ﬂ 1= mot done abowt i nows cat 1u'--'}-'uk is a uwsclul, Jil.mj_-_l.u ERICTISIOn o
MHS but is not necessary cither to its definitbon or to its existence, Using different
images, the stalemate has been termed the Plateau, a flat, unending terrain with-
aut relief, and the catastrophe, the Precipice, the point where things suddenly and
predictably ger worse. IF the notion of mutual blockage is too static 1 be realistic,
the concept may be stated dynamically as a moment when the upper hand slips
and the lower hand rises, both parties moving woward equality, with both move-
ments portending cost for the parties,

Chester A. Crocker, UFS Assistant Secretary of State for Africa between 198
and [949, patiently mediated an agreement for the withdrawal of Cuban troops
from Angola and of South Aflrlcan troops from Namibia, then to become inde-
pendent. For years a mutual hurting stalemate, and hence productive negotiations,
had eluded the parties. “The second half of 1987 was . the moment when the
situation ‘ripensd.? After 2 major offenszive, South African troops and Cuban
tronps were unable 1o dislodge each other from their bases in southern Angola,
white body bags were beginning o return to South Africa, and Cuba doubled its
troops and theeatened hot pursuit into South African territory in Mamnibia, but at
the same time ler it be known that it wanted 0 go home, In his conclusion,
Crocker identifies specific signs of ripeness, while qualifying that “correct timing is
a matter of feel and instinet* The American mediation involved building diplo-
matic meoves that paralleled the growing awareness of the parties, ohserved by the
mediaton of the hurting stalemate in which they [l:.l'.JTld. themselves,

The my r|n'|'|-|.- hurting -:1':||-1-rv1'|hn- ic arewimatod [ .
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sEten wit |Jt:|h|ll:' choice notions of rationality” and public choice studies of war
terainativg and peguiation,’” e assume thar a pary will pick its preferred al-
ternative, and that a decision to change @4 induced by increasing pain associated
with the present {conflicted ) course. In game theory terms, it marks the transfor-
mation of the situation in the parties’ perception from a prisoners’ dilemma game
(PDG) into a chicken dilemma game (CDG)." O, in other werms, the realization
that the status quo or oo negotiation is a negative-sum situation, and that to avoid
the zero-sum outcomes row considered impossible the positive-sum putcome
must be explored. The idea is also related 1o prospect theory, which indicates that
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arthes A TRAEE T EspsaILs ive to losges than to |-;-|.ILI:I.5 and wall iy o T?T\Tv':?ln them
meore readily than they will iy 1o anain new benefits.” [Korobkin & Guthrie, Hew-
ristics]
Ripeness 15 necessasly a perceplual event, but, as with any subjective percep-
giom, it s likely to be related 1o objective referents. These can be resisted so long as
the conflicting party refuses or is oherwise able to block out their perception. But
it is the perception of the objective condition, not the condition itself, that makes
for a MHS. If the partics do not recognize “clear evidence” (in someone else’s
yiew) that they arc in an impasse, 8 Mutually Hurting Sialemate has not (yeth
occurred, and if they do perceive themselves o be in such a situation. no mater
howw Rimsy the “evidence,” the MHS is present.

An MH3Y 15 the necessary bur not sufficlent condidon for lnidadng oegolio-
tions. [ is insufficient to pull the negotiations o a suecessful conclusion, but it
peeds to continue 1o be felt througkout the negotiations, lest the parties reevaluate
their pesitions and drop out, in the revived hope of being able to find a unilateral
solution through escalation. The MHS is the basis of the parties” security points,
the walee of the outcome 1¢ be obtained in the absence of negotiations, against
which the parties judge the current offers, If the hurt or the prospect of it fades
during negotiations, a party will adapt a tougher position, raising its demands and
losing {1z interest in a8 soccesclul outcome. Bosnian President A]na [fr1l1tu[wu_ ai-
cepted the Vance-Owen Plan for his country in carly 1993, urder the pressure of
elsing volence, but then rencged when he felt that the violence was sustainable
and the U5 —opposed to Vance-Omen—would offer better terms if the Bosnians
would held out, Tt is therefore important that constraings or “pain” imposed by the
unresolved problem continue to be present and felt, with the problem cccasionally
reminding the paries of its presence or the conflicting party “brandishing a little
violence” or a strike threat from time to time, to keep the MHS alive. For the most
part, the supply of pain is latent aad contingent {as is the other side’s supply of
concessions, as in any negotiation, ontl the deal is closed), as a threat to be used if
negotiations break down.” However, cxogenous inputs such as unexpected catas-
irophes and new information have been seen to spark negotiations and by
extension promote progress in negotiations already undenwvay, as they heighten
the sense of an MHS." Chernobyl. Exxon Valdez. and fish depletion information
have all been exogenous inputs that have convinced interested partics that they
are stalemated before a problem and must concert fo overcome it

A% in any bargaining problem, the agreement is determined by the intersection
of supply and demand, so the supply of real or potential consirains and violence
must be high enough o cover the demands or the demands must be lowered o
correspond to the available threats and dangers, The demanders make demands,
and they supply armed conflict; in the negotiations, they trade off the abstention
from vialence against the satisfactions of their demands. Volence {= the only
money of exchange that they have, and they are not going to give it up until they
have bought the concessions they aeed. [ts cessation is almost always the major
demand of the government shde. It is obvious therefore that ceasefires will not be
granted on mere faith, but will be part of the concluding elements of the bargain,
because ceasing fire means ending the MHS that brought about the negotiations.
In interstate conflicts over cooperation or problem-solving, the pressure of the con-
straint comes from outside the pardes and acts on them, even if w varylng
fﬂfﬂlﬂ‘sf but the notion of the MHS still obtains: the parties are stalemated in their
individual attempts to deal with the problem and are hurting as a result, and need
Lo cooperate.
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in Yugosavia, Secretary of Stzte James Baker Iooked for a rips momern duirip
his gquick trip to Belgrade in June 1991 and reported the same dav oo B
George Busk that he did nor find it; “My gur feeling is that we won't produce a
serious dialugue on the futere of Yugosiavia until all the parties have a gregpe;
sensc of urgency and danger,”" Fichard Holbrooke called this “a crucial miseegg.
ing"" Holbraoke had his own image of the MHS {or t1e upper hand slipping ang
the underdog rising): “The best time te hit a serve i when the ball is suspended in
the air. neithar rising nor falling. we felr this equilibrium had arrived, o wias dhayy
iy on the battlefield [in October 19951, and he ried o instill & perceprion of 3
ripe moment in the mind of Bosnian President Izetbegevic,'"™ A State Depanmeny
official stated, “Events on the ground have made it propitous o iy Again o gop
the negotiations started. The Serbs are on the run a bit, That won't last forever. S
we are taking the ubvious major step...,” "™
As the notion of ripeness implies, MHS can be a very fleeting opportumiry 4
moment 1w be seized lest it pass, or it can be of a long duration, waiting 1o be .
ticed and acled wpen by mediators. In Tact, failure 10 selze the moment ofien
hastens its passing, as pantics lose faith in the posgibility of a negotiated solulion
or regain hope in the possibility of unilateral escalation; parties frequently fall back

on their previous perceplions thar the ather side will never be ready and the only

coLrse lefl is 1 hope and fight for 3 1o realization o t1ie’s goals, no matter how

lomg it takes. [sracl's reluctance to implemen: the agreed steps of the Osla Agree.
meat, cipecially afler Netanyahuo's  election  as prime  minister,  led miany
Palestinian’s to think that no agreement would be honored by Tsrael and so total
resktance was the only course apen, a condusion which then convineed mary
Israelis that the Palestinians would never agree o share the land of Palestine and
so @ military policy was the only course oien By the eame token, the possibiliy uf
long duration often dulls the urgency of rapid selzure, and parties fall inte an §°

situation (a soft, stable, self-serving stalemate; with no incentive to negotiate their
way out of it

Festdent

The Pull Factor

The other elemern necessary for a ripe moment is also perceptional: a Way Qut
(WO, Parties bave to be able to sense that a negotiated solution is possible for the
searching and chat the other party shares that sense and the willingness 1o search
100. The negotators must provide or be provided Prospects fon a nwre arrracive
futwree 1o pall them out of their problem or conflict, once an MES has pushed
them into negatiations. That is the function of the Mutually Enticing Opportunity
(MED)L" The seeds of the pull facior begin with the Way Out tkar the pasnies
vaguely perceive as part of the initial ripeness, ut that general sense of possibility
needs o be deviluped and feshed oot inte the vehicle for an agreement, a formula
for sattlement and a prospect of reconclliation that the negotiating parties design
during negotiations. The negotiators’ challenge is to tern the inital sense of a Way
Dl into a satisfying MED,

Without the pull of a Way Our. the push asvociated with the MIS woull leave
the parties with nowhere to go: they need to devise
through their negotiations and into an agreement,® When an MEQ is nor devel-
oped in the negotiations, they remair truncated and unsteble, even if they reach a
conflict management agresment to suspend violence,® The 1994 ceasefire in Na-
gornc-Karabagh has iwver been complemented by a resolution of the area's
territarial status, keeping the conflict alive and the truce unstable; the 1984 Luscka
and Nkomatl agrecments that south Africa negotiated 1o bring ceasefires 1o its

something 1o impel them
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bt ided no
jih Angola and Mozambique suspended the fighting but provid
e Wil -

conflicts M nflicts. and so soon fell apart, _— ia-
solutian 19 118 %, the WOMEO 15 2 figment of perceptior, a sub o the partes
oy til?:icrivu-élcmcnn:, but unlike the MHS it is an l.’i'-"Em'”_” it of anIUbj'i;E-
tion of oHI° wdiator) internal to the negotiation process, ot a Tchl;cl analysis of
and their ﬂ;mmron [t must be produced by the parties, 1|5m|-31 .rlx e thelr
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fiye eELerna o ., their appreciation of iheir intereits an : .
and ifs causes, 1 p clves the conflict and is

the m-!ﬂlf} ; nually attractive soluton. It resebees N

creativity inl craling & ins te []1-:.11 contlnue to carry the resalution process into the

is niain elemen | e on Process inio the
p.;n:ewfﬁr‘lnli;‘fizo contains forward-locking provisions to deal with the basic p
furere.
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e i lue of the proposed s - |
flicting parties compare the value o tac Propes ) The §° Situation is a condi-
uo (thelr security point ot ILEIE‘WE-'T“I PricE. ! es. it is the normal
sta['l:liu'-'é conducive 1o soluton but in potentially cm::n;mml: ca : ‘-'ﬁ often fail.®
tion © i mpts at cooperative agrecrment '
this again is why attemg ; . L o jvee that
mﬁdiﬂﬂﬂnmﬂuﬂ actually painful, it may constitutea ﬂa.hl‘-‘ Fffrr.lf 1:.1.1.w-=
Unle iy ' wsure Jor a search for a solution, and requires
& IHUTE Open, Creales M Pressume i o= N it inmo a
leavf;cthirl;ismr 'I]':lhr declsion to seize a negotialing “1"11“1“-”;"1“Y a“zﬁml ar any
cear 4 !;UT a solution depends not merely on a Judgement of -“[w . he problem or
M!nlv:u:m. rreets te parties’ needs and interests or objectively so “3;1‘ reEs with the
e u] the conflict, but an estimation of how ils uncertainty {;: dp:em]inanl in
:m  known velue of the status quo.™ These calculations will 0
eter = ; formula will ar can constinie a 24,
. whether any progosed resolving e : mecting their
: better than the status quo. . - is enticing to the
nc:::;r]:[hﬂ in either sitvation, a particular resolving rr:qwlu]ac;it;m] angal}'st or
tiez or not is for them to perceive and ﬂwde‘: the ]?t'l a.nr jture extenstons ul
bra tipner can say is whether the formula fi the past and T heir interes! in
At . R . ,
E:r: poblem or conflict, that is, whether the perties Shm'ld:]:zt:jcnﬂwly nedes-
taking It, but not whether they will. A resolving formula is 1he obJe parties need
5a 41Eir:5u‘11cimt, condition for durable agrecments; 5“'-"]",‘;:”?]:]" them out of the
I*.Ir:t:ll il an such for it to constituge an &PF:'“'fnl'-? 'harﬁ:' I:ernal parties car. do
conflict or problem and into new, positive relatons. Wh y e ept i, the outcome
nuch to create a resolving formula and bring the parties .0 ﬂ’fg t?
1 o . w iild be.
is ulimately in the hands of the parties themselves, '; 1::111::Mng rather than con-
; of ‘nterstate cooperation, involving problem- Yhere arc
In cases of nlers X I in fact each invoives the other), there
Rict resolution in usual terms (althoug :IJ'I:H of varighles. The consicaints are oot
; e =5 in the same categorie: . . "
lm?:naniddlill.‘fmti e copsereains is external—the pain of the sjtuahnn..‘l;:];
violent and the source of the constraints 1s rties. mo
extemalities of non-cooperation. There is no demandes among ihe r ]L explains
te ::tg;ui.n on behall of the problem to be owvercome, 1.!1.rh|r'l1 in 1[5:“': ::J'r a lowest
the difficulties of arriving at a high level of mr.?pemtml :]!-aﬁﬂi"r is a particularly
common denominaior agieement, The closest ting 10 2 J solusion. However,
affeced party among the others who presses for a iugh-lc:_gse ! .r.:n.:mnt e
this means that there is nothing for a party ta use o er]_[-m:ulu?Ui of the con-
than positive inducemenis;™ the situalion, not any lJﬂl_'FT-. topether—who feel the
straints or negative inducements, and it is for the partics Wog

pain differently—to bargain a solutien to contrel them.
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Ripeness in Practice

While ripeness has not always been seiz=d upon to open negotlations, there
been occasions when it has come into play. as identified by both analysts and prac.
titiomers. Touval's work on the Middle East was particularly Imporant gy
launching the idea™ A number of studies beyond the original examination hawe
used and tested the notion of ripeness in regard Lo negotiations in Zinbabwe, MNa-
mibia and Angola, Eritrea, South Africa, Fhilippines, Coprus, irani-irag bsraci ang
Mezambique, among othes,™ In general, these siudics have found the CoTepn
applicable and useful as an explanation for the successiul initiation of negotiations
ot their failure, while in some cases projusing refinements to the COMCEPL.

Some practitioners have given a more nuanced endorsernent of the concep, al.
though not all have read the conceptual fine print carefully, tamar Rabinowich,
the careful historian and <killful ambassador in the failed negotiations betwesn
Lsracl and Syria, terms the concept “a very useful analytical tool .. but . less valu-
able as an operational too,” bl e CXDCCTS that nipeness will account for (he

suCoess of negotiations™ racher than simply provide a necessary but tnsufficieny
condition for their initiatior, =

have

Implications

There are inwiguing problens raised by fpeness theory, One complication arises
when increased pain increases resistance rather tham reducing it (it must be re.
membered that wihile ripensss is a necessary precondition for negotiaton, not all
ripeness leads 1o negotiation, ) The imposition of pain to a present course in con.
flict is not likely 1o lead 1o a search for alternative measures withoui firse bring
tested. Although this may be considered “bad = imational or even adolescent be.
havior, it is & common reaction and one that may be natueral and funceional.
Reinforcement is the normal response 1o opposition: “don‘t give up without a
flight,” “no gain without pain,” “huld the course, whatever the Cost” “when the
going gets wigh, the ugh get going.” and “if ar first you don't sucosed, ine ity
again.” The theory itself takes this inte account by focusing on the partizs’ percep-
tion that they cannot escalate their way our of their stalemate, iraplying efforts o
break out befire giving in {without being able 1o predict when the shif will 1ake
place),

In addition to increased means and effurts, escalation also refers to the image
of the party ir conflict, a natural tendency which justifies resistance and so alsn
lessens chances of reconciliation,™ but which has the functional advantage o (he
barties of strergthening their resolve, Particular types of sdversaries such as “true
pelievers,” “wertiors™ or “hardliners” are unlikely to be led 10 compromise by in-
reased pain; instead. pain is likely to Justify renewed struggle ™ Fustified strugples
@l for greater sacrifices, which absorb increased pain and strengthen determina-
fon. The cycle is functional and sell-protecting. To this type of reaction, it is the
telease of pain o an admission of pain on the other side which justifies relaxarion;
when the oppenent admits e comr of It ways, the true believer can claim the
vindication of its elforts which permits a management of the conflict.

Ripeness is only a condition, necessary ot not sufficient for the iniiation of
regoliations. s not seli-fulfilling or seli-irplementing. It must be sefzed, eliher
directly by the parties o if not, through the persvasion of 3 mediator Thus, it is
ot identical with its results, which are not part of its definition. and is (herefore
not tautological Mot all ripe moments are so seized and turned int negotiations.
Although ripeness theory is not peodicve im0 ke sense that it can tell whea a given

149
TIMING AND RIFENESS

) - ictive im the sense of
il become ripe 0T tum inm ncguuatlans,. s _pr_-:dll-kt:'ﬂ nductive inats
wation wil c'emrms pecessary (even if not sufficient) for th E‘; that can be
1€ ch I dicrion i the best ’
s «of analytlcal prodictic .
om of negotiations, “his type of analy S lons could only b wentured by
BUIAY 4 in social scicnce. where stronger prediction dity of creativity, blindness
nma]_nl"‘:‘f o .I'I{'i: choice (including the hu!_?ﬂil_l'l il ﬂ.li: ::m:m::rs secking 10
:“m”m‘m}% s). As such it is of great prescriptive value Lo policy
istakes . . i .
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perceplion. F-M ﬂ|:¢n - ﬁECC'ﬁ!:.:LE‘Y o a settlement ._md t.h‘: 155u|csl L b;i:-:'m 1hal
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Current “]l"l.(_ [ g i s a k“ l'[il'o‘ 1 & “'Llj.ﬂ:ml:lll..
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. . enit policy within ca
and working to assure sipport [or a se tletm ! equire ConCTEle MCASUTEs

comstituency are all acics for the ripe_nins. It may als;:lur' e the weaker party
1o block escalation and attempts at undiaicral solution

in the conflict or problemr.

it
dentifying '
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Positioning means being there for when the parties finally feel a need. Tacticg
can include becoming an indispensable channel for contacts and such Loy
intensity or specialized negotiation between the parties as may be happening while
the “hig table” 1s empty; tending st with the conflicting parties or those aifecied
by the problem, and building a reputation among them for fairness and reliabiligy.
establishing basic principles vo form building blocks of a settbement; and r:::'cahl]s[-..r
ing an acceptable mechanism for negotiation and for registering an agrecmeni.

Most of the work on negotiatdon—including most of the contributions in this
book—has concentrated on ways of bringing the conflicting parties together g
resolve their problems, bur recognizing the necessity of ripeness is erudial to the
success of these efforts. IT parties do not feel they have Lo seek 2 settlement with
their apponents or their problem because the status quo does not hurt or Lhey fegl
they can escape it on their owin, they simply will not negotiate, Parties who wang
to get their adversary or their problem 1o the table, or mediators who want o help
produce a settlement among the parties, must recognize that first the siaius quo
must be painful wo the parties. If it is not, the parties must be convinced of their
predicament before they will want o look for a way out.
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