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General Parameters (GP)

Executive Summary Guiding Questions Justification Introduction Corporate Social 
Responsibility

Overview of 
Community 

Engagement

Principles of 
Community 

Engagement

Methodology

Phase One: Establishing Community Relations Mechanisms (CES-P1)

 GP-1  GP-2  GP-3  GP-4  GP-5  GP-6  GP-7  GP-8

Sustainable
Livelihood
Assessment

Benefit-Sharing:
Contracting
and Employment

 P1-EC.1  P1-EC.2

Technology for 
Open Contracting 
Data and Monitoring

 P1-EC.3

Human and
Health Security

Community 
Co-Monitoring
(Security)

 P1-SE.1  P1-SE.2

Phase Two: Plan for the Long Term (CES-P2)

Appraise Company Community 
Engagement Team Performance

Evacuate Contractors 
and Employees

 P2-Define

Define Goals and 
Issues for Phase Two

 P2-Evaluate

Evaluate Phase One Activities

 P2-Conduct

Conduct Human Rights 
Impact Assessment

 P2-Develop

Revise Sustainable 
Community Development Plan

 P2-Negotiate

Negotiate New Community 
Engagement Agreement

Phase Three: Exit Strategy (CES-P3)

 P3-Handover

Handover

 P3-Decommission

Meet All Decommissioning Criteria

 P2-Update

Update Stakeholder 
Identification and Analysis

Communication

 P1-CO

Negotiation

 P1-CO.1

Communication Mechanisms

 P1-CO.2

Environment

 P1-EN

Environmental 
Impact Assessment

 P1-EN.1

Safety and Environmental
Responsibility

 P1-EN.2

Community
Consultation &
Participatory 
Development

Stakeholder 
Identification
and Analysis

 P1-SO.1

Social Impact
Assessment

 P1-SO.2  P1-SO.3

Free, Prior 
and Informed
Consent

 P1-SO.4  P1-SO.5

Freedom to 
Operate/Social
License to Operate

 P1-SO.6

Joint Company-
Community-
Government
Monitoring Team

 P1-SO.7

Social 
Responsibility
Policy

 P1-SO.8

Land 
Acquisition

 P1-SO.9

Human 
Rights

 P1-SO.10

Sustainable 
Community 
Development Plan

Social

 P1-SO

Community
Governance
Assessment

Community 
Leadership

 P1-GO.1  P1-GO.2

Laws of the
Land

 P1-GO.3

Inclusive
Governance

 P1-GO.4

Grievance 
Mechanism

 P1-GO.5

Governance 

 P1-GO

Economy

 P1-EC

Security

 P1-SE

Measuring Community
Engagement Strategy

 P2-Appraise  P2-Evacuate

 P2-Measure



Community Engagement Standards - Parameters, 
Mechanisms, Criteria and Guidance

Indicators

 GP-1

 GP-2

 GP-3

 GP-4

 GP-5

 GP-6

 GP-7

 GP-8

 P1-CO

 Parameters  Mechanisms  Criteria Guidance notes
Page No

/Ref

CES-P1

General Parameters

Execu�ve 
Summary

See 'Explanatory Notes for 

Community Engagement 

Standards'

Guiding 
Ques�ons

See 'Explanatory Notes for 
Community Engagement 
Standards'

Jus�fica�on See 'Explanatory Notes for 
Community Engagement 
Standards'

Introduc�on See 'Explanatory Notes for 

Community Engagement 

Standards'

Corporate 
Social 
Responsibility

See 'Explanatory Notes for 

Community Engagement 

Standards'

Overview of 
Community 
Engagement

See 'Explanatory Notes for 

Community Engagement 

Standards'

Principles of 
Community 
Engagement

See 'Explanatory Notes for 

Community Engagement 

Standards'

Methodology See 'Explanatory Notes for 

Community Engagement 

Standards'

Phase One: Establishing Community Rela�ons Mechanisms

Communica�on 
and Stakeholder 
Engagement

· Communica�on style and 
strategy must be agreed

· Most effec�ve means of 
communica�on are town 
hall mee�ngs. Others can 
be direct community 
engagement or 
stakeholders' forums

· Literacy must be considered 
· IEC materials used
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· Communica�on must be 
flexible

· Communica�on process 
must be known to the 
members of the community 
through their leaders and 
representa�ves and 
through direct engagement

· An equitable percent of 
women – at least 30% - 
must be involved in all 
stakeholder engagement

P1-CO.1 Nego�a�on A good nego�a�on strategy 
between company and 
community must:
· be transparent, credible 

and legi�mate
· separate the people from 

the problem
· focus on interests not 

posi�ons
· generate a variety of 

possibili�es
· use objec�ve criteria
· include all key stakeholder 

groups; including men, 
women and youth

 P1-CO.2 Communica�on
Mechanisms

The company must ensure 
that:
· there is a clear two-way 

mechanism
· all inquiries, complaints or 

issues are at least, 
acknowledged, responded 
to and carefully managed 

· feedback is �mely to 
prevent conflict

 P1-EN Environment · All environmental 
guidelines must be adhered 
to; local and interna�onal

· Environmental results, 
issues, plans, etc, must be 
clearly communicated
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P1-EN.1 Environmental 
Impact 
Assessment

An EiA:
· must iden�fy and evaluate 

the poten�ally significant 
environmental and social 
impacts of development 
projects and propose 
impact management 
strategies in the best 
interests of the public and 
stakeholders

· must be used for decision-
making

· must be freshly conducted 
per project by a reputable 
third party 

· should involve third part 
consulta�on

· must be effec�ve and 
efficient

P1-EN.1A Timeliness · Cri�cal to CE construct 
phase not to be le� for 
later

· Prepare an EIA report 
spelling out poten�al 
impacts, using credible 
third par�es

· Seek and obtain the 
approval of the Federal 
Ministry of the 
Environment

· Submit the EIA report to 
DPR per the Environmental 
Guidelines and Standards 
for the Petroleum Industry 
in Nigeria

· In a �mely manner, obtain 
permits for all aspects of 
oil-related effluent 
discharges from all point 
sources (ie., gaseous, liquid 
and solid) and oil-related 
project development
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· The EIA report should be 
accessible to all relevant 
par�es and may be a 
component of the online 
management portal

· EIAs should be posted for 
21 days in local 
communi�es – as well as 
online (See 'Technology for 
Open Contrac�ng Data and 
Monitoring')

· Prior to commencement 
of opera�ons, companies 
should discuss the 
outcomes of an EIA report 
with the community, so 
that there is a clear 
understanding of the 
topography, challenges or 
issues. The communi�es 
would be more 
sympathe�c to any 
consequent challenge 
that the company faces as 
a result of latent issues 
with the land or other 
aspects of the 
environment.

· The insights and concerns 
iden�fied through early 
community engagement 
should be used by 
business to determine if a 
proposed project may 
have nega�ve impacts on 
the environment and make 
the right decision(s)

· Priority should be assigned 
to preserving health, 
wellbeing and safety of 
their employees, 
contractors, and the 
communi�es in which 
companies operate.

P1-EN.1B Accessibility

P1-EN.1C Key Stakeholder 
Par�cipa�on

P1-EN.1D Decision-
Driver

P1-EN.2 Safety and 
Environmental 
Responsibility 
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  P1-EN.2A Business' 
Declara�on of 
Commitment to 
Environmental 
Protec�on

· Businesses should declare 
their inten�on or indicate 
their commitment, to 
conduc�ng their businesses 
in the most efficient way. 

· They should indicate 
willingness and readiness 
to work in harmony with 
their surroundings

P1-EN.2B Compliance 
with Laws, 
Regula�ons 
and Standards

Environmental laws and 
regula�ons are enacted to 
protect the people and their 
lands. 
A company commi�ed to CE 
must be willing to comply 
with:
· the Environmental Act
· the Environmental 

Guidelines and Standards
· the Associated Gas Re-

injec�on Act, where 
applicable

· NCDMB's Local Content 
Guidelines

· any other relevant laws

· Capacity building ini�a�ves 
and programs should be in 
place to encourage learning 
from incidents

P1-EN.2D

P1-EN.2E Personal 
Responsibility

· Organisa�ons should be 
commi�ed to se�ng 
objec�ves and targets, 
audi�ng, monitoring, 
sampling and 
implemen�ng correc�ve 
ac�ons to ensure full 
compliance with corporate 
expecta�ons

· Host community members 
shall have personal 
responsibili�es to prevent 
harm to themselves, others, 
and the environment.

  P1-EN.2C Learning

Audi�ng, 
Monitoring 
and Correc�ve 
Ac�on
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P1-SO Social · Conduc�ng CE without 
considera�on for socio-
cultural aspects of the 
community, including 
indices such as behavioural 
pa�ern, mo�va�ons and 
educa�onal level of the 
people, is more likely to be 
unsuccessful or 
unsustainable

P1-SO.1 Stakeholder 
Iden�fica�on 
and Analysis

· The government at local, 
state and federal levels 
(State Ministry of 
Land/Transport as 
applicable, Na�onal 
Boundary Commission, etc) 
ought to be involved in this 
process, seeing as they are 
the custodians of the 
people

· The government should 
have a regularly updated 
list of actual communi�es, 
their legal leaders, their 
es�mated numbers and 
even a census of families, 
farmland ownership

· The government, civil 
society and business 
associa�ons (such as Oil 
Producers Trade Sec�on 
(OPTS)), also ought to be 
involved in the formal 
introduc�on of the 
company to the community, 
nego�a�on mee�ngs, 
mediatory mee�ngs and to 
enforce all regulatory 
guidelines for the extrac�ve 
process

P1-SO.2 Social Impact 
Assessment
(Phase One)

When conduc�ng a social 
impact assessment (SIA):

· a�en�on must be paid to 
both the posi�ve and 
nega�ve impacts

· iden�fy and recognise the 
sources of the changes and 
how those changes will 
affect the well-being of the 
access, host and/or 
impacted communi�es
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· A tool for community 
engagement which may 
take the form of a town-
hall mee�ng (THM), 
dialogue session, 
facilitated mee�ng or 
focused group discussions 
(FGD)

· It must be designed in such 
a way to achieve the goal 
and address the issues 
which the community 
engagement process has 
set for itself

P1-SO.3

P1-SO.4 Free, Prior and 
Informed 
Consent 

P1-SO.5 Freedom to 
Operate/Social 
License to 
Operate

P1-SO.6

Community 
Consulta�on
and 
Par�cipatory 
Development

· The idea of FPIC is that for 
any development project, 
there must be free, prior 
and informed consent of 
the access impacted and 
host communi�es

· The essence of the FPIC is 
to make the people aware 
of the project, its impacts 
both nega�ve and 
posi�ve), mi�ga�on 
measures and to seek their 
consent for the 
commencement of the 
project

· The Freedom to 
Operate/Social License to 
Operate (FTO/SLTO) is a 
risk management tool

The JCCGMT is not a 
replacement for the
governance structure and 
model contemplated for the 
en�re CE process. It is part of 
it. Some of the func�ons of 
this body include:
· Monitoring the 

implementa�on of all 
agreements. Service Level 
Agreements have to be set 
and adhered to

· Advising generally on 
progress made

Joint Company-
Community-
Government 
Monitoring 
Team
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· Ac�ng as credible third 
party between groups and 
individuals

· Providing informa�on as to 
issues that may affect the 
CE process

· Where possible, helping to 
provide early warning 
informa�on and resolving 
disputes

· They shall also conduct 
analysis of issues as they 
unfold

· They shall also act in the 
interim as a body for 
receiving cases

P1-SO.6A Role of 
Government

It is the role of government to 
balance compe�ng objec�ves 
for the benefit of all
stakeholder interests, it 
should be responsible for 
overseeing the success of
the process, protec�ng all 
interest groups and media�ng 
when issues arise. The
government, through MPR in 
collabora�on with relevant 
agencies, must:
· engage with the host 

community(ies) to 
determine their 
expecta�ons and reach out 
to IOCs before extended 
stakeholder mee�ngs

· adequately monitor 
compliance to regula�ons

· provide open channels of 
receiving and addressing 
complaints from business or 
community members

· mediate in the first instance    
of misunderstanding

· provide dedicated      
personnel for project 
monitoring

· sanc�on erring par�es
· provide adequate security
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Role of 
Company

P1-SO.6B Companies should:
· ensure due compliance 

with the rules, laws and 
regula�ons of Nigeria

· liaise closely with the 
community, civil society 
groups and representa�ves 
of the government 
agencies (MPR, NNPC, state 
governments, Federal 
Ministry of Niger Delta 
Affairs (FMNDA), Na�onal 
Boundary, NAPIMS, DPR, 
FMEnv, and NOSDRA)

· provide �mely informa�on 
as and when necessary

· provide point man 
(community liaison person) 
and systemic mechanism 
for addressing concerns all 
the way to the top 
management of the 
company

· be sincere and equitable
· respect human rights and 

exis�ng cultural prac�ces 
and laws of the land

· ensure fiscal jus�ce in 
implementa�on of 
community-focused 
ini�a�ves

· ensure there is adequate 
communica�on throughout 
all the community, not just 
amongst leaders

·  develop a Corporate Social 
Responsibility (CSR), 
community development 
plan or other 'incen�ves' to 
the host community; in 
collabora�on with (See  
'Sustainable Community 
Development Plan')

· development of community 
development plan' in 
collabora�on with the 
Community; if there is none
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· The Company must liaise 
with the community and 
relevant agencies to 
carryout Environmental 
Impact Assessment

· Incen�ves
· Safety and environmental 

responsibili�es
· Community par�cipa�on & 

inclusion
· Host community 

development plan
· Benefit sharing: contracts 

and employment

The role of the community is 
simple, but powerful. It is 
recommended that 
community leaders and 
dwellers be:

· open to discussion with 
licensees authorised by the 
government

· sincere, equitable and act 
in good faith

· respect of the laws guiding 
business opera�ons

· respec�ul of human rights
· respec�ul of agreements
· custodians in the best 

interest of the public
· morally responsible for the 

security of company assets
· part of the prepara�on of 

the community 
development plan

Role of 
Community

· The company should set up 
comprehensive CSR Policy 
before embarking on 
community engagement in 
all the phases

· The CSR Policy will serve as 
a guide for the company in 
terms of making decisions 
about its commitment to 
corporate social 
responsibility

P1-SO.6C

P1-SO.7 Social 
Responsibility 
Policy 
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· The policy shall provide the 
founda�on, the philosophy 
and mo�va�on for the 
community engagement 
process

· Where possible it must be 
made clear that the policy 
could be made adaptable 
and flexible for 
sustainability

P1-SO.8 Land 
Acquisi�on

· The company would have 
fulfilled all legal obliga�ons 
concerning the land in 
which it is coming to 
operate

· The company must make 
use of the report on 
Stakeholder Iden�fica�on 
and Analysis, Sustainable 
Livelihood Assessment and 
Community Governance 
Assessment to assist it in 
understanding and 
nego�a�ng land acquisi�on 
with the community

P1-SO.9 Human Rights · Conduc�ng an in-depth 
human rights impact 
assessment for effec�ve CE 
is recommended

· HRIA is an instrument for 
examining policies, 
legisla�on, programs and 
projects to iden�fy and 
measure their effects on 
human rights

Sustainable 
Community 
Development 
Plan

P1-SO.10 The Sustainable Community 
Development Plan (SCDP):
· iden�fies community 

development projects
· proposes �melines for 

implementa�on
· and also suggests sources 

of funding for the projects
· should be validated at a 

town hall mee�ng or other 
credible community forum

· be incorporated into the 
company's CSR strategy
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P1-SO.10A Community 
Based 
Ins�tu�on 
Building

· The CBIB must take into 
considera�on the actual 
needs of the community 
and seek to empower all 
groups, especially women 
and youth, on produc�vity, 
rights and responsibili�es 
and opportuni�es

P1-SO.10B Sustainable 
Community 
Development 
Agreement

In these standards, our aim 
for the Sustainable 
Community Development
Agreement (SCDA) is to point 
out that:
· the company SCDA can be a 

community development 
agreement or Global 
Memorandum of 
Understanding or 
Memorandum of 
Understanding or 
Par�cipatory Partnership 
Strategy (PPS) - as is the 
case for Produc�on Sharing 
Agreements (PSA) - or 
Integrated Community 
Development Project 
(ICDP), or any best prac�ce 
framework of choice

· there is a signed 
agreement from the onset

· all relevant par�es – 
including deep 
consulta�ons with the 
general populace 
themselves - were duly 
consulted

· the agreement should be 
equitable

· the agreement will be 
adhered to, and should be 
legally binding for all 
par�es involved

· the agreement is duly 
overseen by an 
independent community 
development board or 
community-based 
organisa�on
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P1-SO.10C Sustainable 
Community 
Development 
Board

A SCDB ought to:
· have a clear vision/mandate
· be made of individuals of 

high intellectual and moral 
value of the diverse 
community groups, 
business and government 
(federal, state and local, if 
possible)

· focus on sustainability of 
proposed ini�a�ves, bearing 
in mind the possible 
tenured nature of company 
opera�ons

· be responsible for releasing 
intermi�ent and �mely 
reports as agreed –monthly, 
quarterly or annually

· oversee monitoring and 
impact assessment

· be made up of key 
stakeholder group posi�ons 

· Every community has a 
system of governance or a 
governance structure

· The governance body of a 
community is usually the 
first port of call for every 
community engagement 
ac�vity and efforts should 
be made to ensure that 
due diligence is done to 
avoid early or future 
disrup�on

P1-GO Governance

· The essence of a 
Community Governance 
Assessment (CGA) exercise 
is to understand how a 
community is governed.

· It iden�fies the various 
governance structures, 
maps the rela�onship 
between them, analyses 
their powers and 
understands their origins 
and evolu�on

Community 
Governance 
Assessment

P1-GO.1
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P1-GO.2 Community 
Leadership

· When a company arrives at 
any community, it must 
meet and work with the 
recognised leadership and 
representa�ves of the 
community. It must for the 
mean �me work with this 
leadership whether 
legi�mate or not. Second, a 
company may not have all 
the full facts as to how this 
present leadership 
emerged. This present 
leadership must be 
iden�fied as part of the CE 
process

P1-GO.3 Nigerian Laws 
and Laws of 
the Land

Some of the responsibili�es 
of corporate bodies are: 
· to obey the Nigerian laws 

and the Laws of the land 
where they are opera�ng

· be aware of the various 
grievance mechanisms 
available and, their 
strengths and weaknesses

P1-GO.4 Inclusive 
Governance

· Inclusive governance, 
through communi�es' 
involvement, favours the 
overall acceptance and 
makes implementa�on 
easier

· Inclusive governance 
addresses par�cipatory 
governance

· A locally based, formalised 
way to accept, assess, and 
resolve community 
complaints concerning the 
performance or behaviour 
of a company, its 
contractors, or employees 
should be iden�fied

· Companies' grievance 
mechanisms should have 
features of the structures 
outlined below:

Grievance 
Mechanism

P1-GO.5
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P1-GO.5A Legi�macy · A clear administra�ve 
structure that is designed in 
such a way that no party 
that is using it could have 
an advantage over the 
other

P1-GO.5B Accessibility · The proximity and 
convenience to reach the 
facility. It also involves 
understanding how to use 
the mechanism

P1-GO.5C Predictability · Providing a clear and known 
procedure with an 
indica�ve �me frame for 
each stage, and clarity on 
the types of process and 
outcome available and 
means of monitoring 
implementa�on

· Knowing in advance what 
will happen if the complaint 
is successful or 
unsuccessful

P1-GO.5D Equitability · Seeking to ensure that 
aggrieved par�es have 
reasonable access to 
sources of informa�on, 
advice and exper�se 
necessary to engage in a 
grievance process on fair, 
informed and respec�ul 
terms

P1-GO.5E Transpaency · Keeping par�es to a 
grievance informed about 
its progress, and providing 
sufficient informa�on 
about the mechanism's 
performance to build 
confidence in its 
effec�veness and meet any 
public interest at stake

P1-GO.5F Rights-
Compa�bility

· Ensuring that outcomes 
and remedies accord with 
interna�onally recognised 
human rights

COMMUNITY ENGAGEMENT STANDARDS 
FOR STAKEHOLDERS IN THE EXTRACTIVE INDUSTRIES

26



P1-GO.5G · Drawing on relevant 
measures to iden�fy lessons 
for improving the 
mechanism and preven�ng 
future grievances and harms

Con�nuous 
Learning

· Consul�ng the stakeholder 
groups for whose use they 
are intended on their 
design and performance 
and focusing on dialogue as 
the means to address and 
resolve grievances

· Companies are encouraged 
to report on all material 
aspects of local ac�vi�es 
annually – or quarterly - in 
line with recognised local 
or global standards

· Repor�ng amongst 
partnering stakeholders in a 
transparent and public 
manner is fundamental for 
companies commi�ed to 
sustainability

Itera�ve 
Engagement 
and Dialogue

P1-GO.5H

P1-GO.6 Repor�ng

· A cri�cal assessment of the 
economic environment in 
which the project 
implementa�on is to take 
place

P1-EC Economy

· Ascertain what kind of 
livelihood the community 
environment has 
supported over �me.

P1-EC.1 Sustainable 
Livelihood 
Assessment

· In the sharing of benefits, 
it is advisable for the 
company to allow the 
community to take the 
lead…But the company 
must also provide 
oversight and quality 
control

P1-EC.2 Benefit- 
Sharing: 
Contrac�ng 
and 
Employment

P1-EC.2A Contrac�ng · Set local content criteria for 
community contrac�ng

· Adopt open and 
transparent bidding for 
contracts

COMMUNITY ENGAGEMENT STANDARDS 
FOR STAKEHOLDERS IN THE EXTRACTIVE INDUSTRIES

27



P1-EC.2B Employment There must be provision for:
· non-technical employment
· contractual employment 
· professional full-�me 

employment awarded 
transparently and equitably

P1-EC.2C Scholarship · Scholarship sub-commi�ee, 
comprising community 
members with high moral 
values to be set up under 
the SCDB to oversee the 
process

· Ensure transparency and 
equitability

P1-EC.2D Training and
Development

· A training manual and 
schedule for the period to 
be included in the SCDP

· Individual training and 
development needs should 
be assessed, training 
objec�ves should be 
achieved as well as method 
of training delivery

· Impact of training and 
development should be 
monitored periodically, and 
support provided before, 
during and a�er training

P1-EC.3 Technology 
for Open 
Contrac�ng 
Data and 
Monitoring

· The development of a web 
portal for storing and 
upda�ng content rela�ng to 
the SCDP, EIAs, reports 
from ac�vi�es of CBOs 
and/or CDBs and any other 
agreements with host 
communi�es
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Security arrangements must 
be:
· based on dialogue 
· a source of employment for 

community members
· a source of con�nuous 

learning
· context-specific
· mul�-sectoral in approach 
· focused on addressing the 

rela�onal and structural 
aspects of security

· long term, systema�c and 
sustainable

· cons�tuted of an effec�ve 
Grievance Mechanism

P1-SE Security

P1-SE.1 Human and 
Heath Security

· What are some of the 
security threats that are 
unique to the community?

· What are we securing?
· Who are we securing?
· What are the sources of 

threats?
· Why do we secure?
· How do we secure?
· Who is responsible for 

securing?
· What is the security 

strategy for the en�re 
region where the 
community is located?

· What are some of the best 
prac�ce case study of 
security that we can learn 
from?

· Inclusive and collabora�ve 
security is a valid strategy 
for realising human 
security
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· This is ideally driven by 
local informa�on needs and 
community values, to 
increase the accountability 
and quality of social 
services such as health or 
development aid, or to 
contribute to the 
management of natural 
resources

P1-SE.2 Community 
Co-Monitoring 
(Security)

·     Community  
    persons    
    trained in 
    paramilitary 
    opera�ons
·� Community    
    persons 
    retained to  
    support 
    government 
    security or  
    other 
    licensed  
    personnel

Phase Two: Plan for the Long TermCES-P2

P2-Define Define Goals 
and Issues 
for Phase 
Two

· The goal of this phase shall 
be predicated on the fact 
that the company is 
gradually se�ling in

P2-
Appraise

Appraise 
Company 
Community 
Engagement 
Team 
Performance

· Look at the capacity of the 
team

· Look at how organic the 
team has been in 
performing its assigned 
roles

· Examine the rela�onship 
between the team 
members and other 
stakeholders especially 
community members

· How far are they applying 
the lessons they have learnt 
in the field

P2-
Evaluate

Evaluate Phase 
One Ac�vi�es

· The mind set for 
approaching this evalua�on 
is to learn and improve and 
not to find fault.

· The focus should be on 
discovering what worked 
and what needs to be 
improved upon

· For the avoidance of doubt, 
the CE process shall be 
managing two sets of 
transi�ons – the 
ins�tu�onal and individual

P2-
Evacuate

Transi�on 
Contractors 
and 
Employees
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· There is the need to include 
the new power blocs in an 
updated stakeholder 
iden�fica�on and analysis

P2-Update Update 
Stakeholder 
Iden�fica�on 
and 
Analysis

· Human Rights Due 
Diligence is conducted at 
this point based on some of 
the human rights issues 
that have been iden�fied in 
Phase One and it is also 
used to project for Phase 
Two

· A rela�onship is beginning 
to emerge between the 
company and community.

· It is a process by which 
leaders or the guiding 
members of an organisa�on 
imagine its future and 
develop the necessary 
procedures and opera�ons 
to achieve that future

P2-
Conduct

Revise 
Sustainable 
Community 
Development 
Plan

P2-
Develop

· The company must 
nego�ate a new community 
engagement agreement.

· Community members be 
fully involved in the 
nego�a�on of this 
agreement

Renego�ate 
New 
Community 
Engagement 
Agreement

P2-
Renego�ate

· There is a difference 
between evalua�on and 
measurement of results

P2-
Measure

Conduct 
Human Rights 
Impact 
Assessment 
(Phase two)

Measuring 
Community 
Engagement 
Strategy
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Phase Three: Exit StrategyCES-P3

P3: 
Decommis
sion

Meet All 
Decommissio
ning 
Criteria

· Decommissioning criteria 
agreed at the beginning 
and made part of strategic 
plan

· Decommissioning to meet 
world-class standards 
including remedia�on and 
proper disposal of 
construc�on infrastructure

· Decommissioning plan 
executed to the le�er

· Par�es sign to show all 
criteria have been met

P3: 
Handover

Handover · Responsible introduc�on to 
any new off takers, if any

· Ceremonial handover 
mee�ng done 

· Communica�on on impacts 
throughout project life 
cycle
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EXPLANATORY NOTES FOR
COMMUNITY ENGAGEMENT

STANDARDS
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In actuality, companies do not have any choice but to deliver tangible and 
sustainable benefits to their access, host and impacted communi�es. Extrac�ve 
companies especially face rising expecta�ons to do more than simply mi�gate 
nega�ve impacts, they are expected to be sources of economic opportunity and 
to be reliable and trustworthy partners and neighbours. Extrac�ve companies 
are expected to deliver las�ng social and economic benefits to the areas where 
they have their footprints.

The tool for delivering these tangible and sustainable benefits to communi�es is 
the Community Engagement Standards (CES). Sec�ons and provisions of the CES 
may be translated into a Community Development Agreement (CDA). Over the 
years, companies have engaged communi�es and sundry stakeholders, 
unfortunately with less than inspiring results. This CES is aimed at filling some of 
the iden�fied gaps in earlier ones. Some of these gaps include the fact that, first, 
earlier frameworks did not use a phased approach. This one suggests a three-
phase approach. Second, as an add-on to this phased approach, this CES has a 
whole sec�on on exit strategy for extrac�ve companies. Third, this CES 
development process delved deep into Nigeria’s oil and gas communi�es for a 
clear picture of real life challenges faced in extrac�ve communi�es in the 
developing world. It is aimed at stemming the �de of such security breaches as 
pipeline vandalism and oil the�. It is based on data collected from the field. It is 
also experien�al and advocates a systema�c and mul�-stakeholder approach to 
CE. Finally, it advocates principled nego�a�on as a requisite skill for the use of this 
CES.

This framework starts with a set of guiding ques�ons to assist in the design and 
deployment of a CE ini�a�ve. The guiding ques�ons are used as benchmarks for 
designing and implemen�ng the CES. A�er the guiding ques�ons, the CES looks 
at an overview of CSR, CE and the various steps and principles. Phase One advises 
companies to pay a�en�on to the laws of the land and to create a CSR Policy as 
founda�onal steps for designing and implemen�ng a CE programme, as part of 
the various steps companies are advised to start by defining the goals and issues 
that will inform the CE process. They will then follow through with community 
consulta�on, Free, Prior and Informed Consent Principle (FPIC), se�ng up a Joint 
Company-Community-Government Monitoring Team (JCCGMT), designing their 
communica�on strategy, securing Freedom to Operate (FTO) and Social License 

GP-1     Execu�ve Summary
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to Operate (SLTO), conduc�ng of stakeholder 
iden�fica�on and analysis, conduc�ng 
community  governance  assessment , 
analysing community leadership, conduc�ng 
s u s t a i n a b l e  l i v e l i h o o d  a s s e s s m e n t , 
developing a Sustainable Community 
Development Plan and establishing an 
opera�onal level Grievance Mechanism (GM).

The effec�veness of the GM shall be measured 
against certain criteria that include legi�macy, 
accessibility, predictability, equitability, 
transparency, rights compa�bility, con�nuous 
learning and itera�ve engagement and 
dialogue.

Other ma�ers that will take place in Phase 
One include land acquisi�on, benefit-sharing and security. This CES makes the 
case that the Voluntary Principles on Human Rights and Business could be a 
worthwhile document in designing a security arrangement and its deployment. 
This CES also recommends that in designing the security arrangement, there is 
the need to conduct a Peace and Conflict Impact Assessment (PCIA) of all the 
ac�vi�es implemented so far.

Phase Two starts by looking at the defini�on of goals and issues that will engage 
the phase. Other ac�vi�es are appraising the Joint Company-Community-
Government Monitoring Team's performance, evalua�on of Phase One 
ac�vi�es, exit of contractors and contractor employees, update of stakeholder 
iden�fica�on and analysis and the conduct of Human Rights Impact Assessment 
(HRIA). There is also need for the development of a Strategic Sustainability Plan, 
and the nego�a�on of a new community engagement agreement to capture new 
developments, rela�onships, issues and other ma�ers that have emerged from 
Phase One ac�vi�es.

A prescrip�on in this CES is the proposal to develop a sustainability plan. But the 
jus�fica�on is that by Phase Two, the company and community would have 
begun to develop a shared vision in their rela�onship. Each party would have 
begun to realise the need for mutual and peaceful co-existence. The strategic 
sustainability focused community development plan would solidify and 

The eectiveness of 
the GM shall be 

measured against 
certain criteria that 
include legitimacy, 

accessibility, 
predictability, 
equitability, 

transparency, rights 
compatibility, 

continuous learning 
and iterative 

engagement and 
dialogue.
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consolidate this emerging rela�onship.
Phase Three commences when the company is about to exit. The primary ma�er 
here is to manage expecta�on and ensure that all projects are designed and 
implemented with strong sustainability components. The exit strategy must also 
be part of the CE process from incep�on.
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In developing and implemen�ng these Community Engagement Standards, 
organisa�ons must focus on answering the following ques�ons:

· What mechanisms are in place to support community and wider stakeholder  
 par�cipa�on in decision-making for the extrac�ve industries, par�cularly oil  
 and gas? 
· Are they perceived as sufficiently par�cipatory?
· What is the extent of the engagement process that fosters effec�ve and 

mutually beneficial rela�onships between the industry and communi�es?
· What is the extent of civil society's par�cipa�on in the policy processes and 

assistance in solving technical problems?
· To what extent does civil society representa�on truly reflect the affected 

communi�es? 
· Do both men and women par�cipate in decision-making structures?

· Is there a systema�c and neutral mechanism that guarantees that voices 
from the affected communi�es are expressed?

· Does CES have mechanism for monitoring compliance with joint venture 
agreements or produc�on sharing contracts and associated opera�ng and 
Environmental and Social Impact Assessment permits?

· What are the criteria for alloca�ng project funds to communi�es?

· How can fair and adequate benefit/revenue sharing be supported?

· Are rents from extrac�ve industries shared with local communi�es and re-
invested in sustainable development (infrastructure, human capital, basic 
services and economic diversifica�on)?

· Are the benefits and burdens of resource extrac�on being transparently 
iden�fied and shared equally among user groups?

· What other benefits (i.e., social services, welfare programmes) are in place 
for surrounding communi�es that are directly affected by extrac�ve 
ac�vi�es, and do these meet community expecta�ons?

·  How can the community economy be diversified to become less dependent 
on extrac�ves? 

· What are the effects of the major extrac�ve industries on the surrounding  

 communi�es – including environmental, land grabbing/specula�on,  

  employment, migra�on, displacement and criminality (and poten�al 
increases in violence, including sexual violence)?

GP-2 Guiding Ques�ons
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·  Are social and environmental impact assessments conducted on a systema�c 

basis, are risks mi�gated and is compliance enforced? 
· Are stakeholders properly consulted and/or aware of the 

processes/findings?

·  What measures are taken to mi�gate those nega�ve effects? By the  

  government? By the companies?

 How can transparency and accountability be improved regarding the 

nega�ve impacts of extrac�ve industries?
 Are social and environmental impacts assessed and monitored by a neutral 

body?
 What mechanisms and safeguards are in place to ensure transparency in 

revenue management and alloca�on?
 How are the revenues of the resources being allocated and shared with 

host communi�es?
 Is one sec�on of the community benefi�ng substan�ally more or less from 

extrac�ve ac�vi�es? 
· Are there groups par�cularly affected by this, such as women, youth, 

minority groups, etc? 

·  How has increasing compe��on between livelihood groups or economic  

  sectors for extrac�ve resources been addressed? 

· What alterna�ve sources of livelihood are available for community 
members? 

·� How has governance decisions e.g., revenue alloca�on formula over 
extrac�ve resources contributed to structural scarcity, where different 
groups have unequal access? 

· What is the level of na�onal awareness of the issues on extrac�ves – both 
on the part of the communityand the na�onal authori�es? What are the 
gaps? 

· What are the capaci�es of na�onal authori�es, community and companies 
to address the protec�on of extrac�ve resources, including dispute 
resolu�on?

· To what extent does the formal legal framework provide clarity on 
ownership, alloca�on, access and control extrac�ve resources?

· To what extent are laws, policies and ins�tu�onal mandates overlapping or  

 contradictory?

· How does the formal legal framework relate to and recognise mul�ple 
forms of resource tenure (statutory, customary, informal and religious)?
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· What are the capaci�es of na�onal authori�es, community and companies 
to address the protec�on of extrac�ve resources, including dispute 
resolu�on?

· To what extent does the formal legal framework provide clarity on 
ownership, alloca�on, access and control extrac�ve resources?

· To what extent are laws, policies and ins�tu�onal mandates overlapping or  
 contradictory? 
�� How does the formal legal framework relate to and recognize mul�ple 

forms of resource tenure (statutory, customary, informal and religious)? 
·  How are disputes between different forms of resource tenure resolved? 

 Does the legal framework recognize specific resource rights for groups that  
  depend on renewable resources for their livelihood, together with clear   
  mechanisms to exercise their rights?
· What is the level of state capacity to extend its presence and authority into  
 rural areas in order to enforce renewable resources laws and resolve 

disputes?
·�� Does any of the policies, rights and laws on extrac�ve resources 

discriminate against or marginalise specific groups?
·���How are the environmental impacts and burdens from development 

projects balanced against the economic benefits?
·���Does the community have recognised rights to par�cipate in decision 

making on extrac�ve resources? Is this right exercised?
·���Who controls access, ownership and management of the main extrac�ve 

resources contribu�ng to GDP and rural livelihoods? 
·���Who decides how benefits are shared and used?
·���Do any of the actors poli�cise extrac�ve resources in terms of connec�ng 

ownership and access with iden�ty factors, calls for autonomy or poli�cal 
mobiliza�on?

· Have na�onal laws been revised and harmonised to reflect the 
agreements? Are those agreements and laws enforced? Is there any 
process in place to discuss and mi�gate the social and environmental 
impacts?

· Is land equally distributed within society?
· Does the distribu�on reflect pa�erns that favour specific cultural, social or 

religious groups, and/or a concentra�on amongst elites?
· Do the laws, ins�tu�ons or processes for land access, ownership and 

management favour one group over others (such as women, youth or other 
vulnerable groups), or specifically marginalise a specific group or 
livelihood?

· Does a par�cular area have unequal distribu�on of land, landlessness or 
land concentra�on among the elite?
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· Is there contested access to and use of fer�le land or communal grazing 
areas, for example, between different livelihood groups (e.g., pastoralist 
communi�es, or between pastoralists and agrarian communi�es, or 
between agricultural communi�es)?

· How are en�tlements rela�ng to land distributed?
· Is there uncertainty regarding security of tenure and other land rights, 

par�cularly for already vulnerable popula�ons?
· Is there transparency in land investments, ownership transfers, capture or 

control?
· Is resource extrac�on perceived to affect a community's land rights without 

offering an equitable share in the revenue stream or compensa�on? 
· Will new laws, policies or programmes poten�ally impact land rights of 

either elites or communi�es (for example, agrarian reform, priva�sa�on, 
land �tling, etc.)?

· Are there incen�ves for investment and sustainable resource management 
based on well-defined and secure land rights?

· What are the environmental and development related risks due to large-
scale land acquisi�ons, concessions and leases that involve conversion of 
land used by local communi�es, families and individuals to commercial 
ac�vi�es?

· Is extrac�ve ac�vity bringing communi�es into increased compe��on for 
land or related resources?  

· Is environmental degrada�on and or the threat of climate change 
increasing percep�ons of land scarcity? 
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In 2007, energy and mining companies made up six of the 10 largest companies in 
the world, and 5 of the ten most profitable – with ExxonMobil topping the list as 
the most profitable company in the world. However, the communi�es from 
which these companies extract commodi�es are among the poorest. Economic 
opportuni�es do not flow directly and evenly from mul�na�onal extrac�ve 
companies to those closest to and most affected by their business ac�vi�es. And 
given the fact that over the next 20 years, approximately 90% of new 
hydrocarbon produc�on will come from developing countries, the gap between 
company profits and local economic benefits could widen. (Wise & Shtylla, 2007).

The number of reported cases of project interrup�ons due to non-technical risks 
especially and including stakeholder issues point to the need for effec�ve 
community engagement. An analysis of delays experienced by 190 of the world's 
largest oil and gas companies (as ranked by Goldman Sachs), found that 73% of 
project delays were due to 'above-ground' or non-technical risk including 
community resistance, while disrup�ons/delays that are due to technical risks 
was only 21% (Michael & Jessica, 2011).

The strident clamour for resource control has put 'vicarious liability' pressure on 
companies to pay more a�en�on to their community engagement strategies in 
order to secure and sustain their social license to operate. This is more so since no 
other natural resource in Nigeria contributes as much as oil and gas to the 
na�on's revenue earnings. Moreover, over the years, Nigeria has had to contend 
with two contradictory 'ownership theories' of oil and gas (Okechukwu & 
Kontagora, undated).

The Interna�onal Finance Corpora�on (IFC) has released more than four 
Guidance Notes on Stakeholder Engagement. The Organisa�on for European 
Coopera�on and Development (OECD) has its own guidelines. Many other 
agencies have developed one form of guideline on community engagement or 
the other. The ques�on which arises then is: Why another guideline/framework 
on community engagement? What is new? What is it that needs to be said that 
have not been said?

GP-3     Jus�fica�on
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The first point to note is that there is a difference between Stakeholder 
Engagement and Community Engagement. While community is part of 
stakeholder, not all stakeholders could be said to be part of the community. By 
community here, we refer to a residen�al area where a project is geographically 
located. These are areas where the people usually have common language, 
history and ancestry. It includes access, host and impacted communi�es.

Second, this Community Engagement Standards is contextualised to suit the 
Nigeria environment. For instance, for some �me now, militancy has abated in 
the Niger Delta. However, there has been an upsurge in oil the�. For instance, 
ThisDay Newspaper, August 1, 2018, reported that “The Nigeria Natural Resource 
Charter (NNRC) Tuesday disclosed that its latest report on crude oil the� in 
Nigeria showed the country lost about N3.8 trillion within the last two years – 
2016 and 2017 – to the menace. The UK-funded non-governmental organisa�on 

(NGO) also added that the es�mated financial 
value of what Nigeria lost through crude oil 
the� in the Niger Delta was higher than the 
current combined alloca�ons of the country 
to health and educa�on in the 2018 federal 
budget.” This framework is targeted at some 
of these issues that are peculiar to oil and gas 
in Nigeria. Lessons were drawn from exis�ng 
l o ca l  a n d  i nte r n a� o n a l  s ta ke h o l d e r 
engagement guidelines, principles and 
frameworks, including the Nigerian Content 
Development and Monitoring Board's 
(NCDMB) Community Content Guidelines, the 
proposed Petroleum Host Community Bill by 
the Senate, and local and interna�onal 
environmental guidelines.

This framework was developed with data from 
the field. There were extensive engagements 
and consulta�ons in the nine oil-bearing 
states of Nigeria. It also drew from a 
compara�ve analysis of interna�onal best 
prac�ces report researched by the CSR-in-
Ac�on team, which looked at ways in which 
companies in two mature markets – Canada 
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oil-bearing states of 
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best prac�ces report 

researched by the CSR-
in-Ac�on team, which 

looked at ways in which 
companies in two 
mature markets – 

Canada and Russia - and 
two emerging markets – 

Ghana and Peru-have 
managed conflict within 
oil and gas indigenous 

communi�es. 
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and Russia - and two emerging markets – Ghana and Peru-have managed conflict 
within oil and gas indigenous communi�es. 

Finally, this guide was informed by first class experience of prac��oners who 
have had many years of experience working in the Niger Delta and other oil 
producing clines. It also looked at the opportuni�es within the exis�ng popular 
community engagement ini�a�ves such as the Memorandum of Understanding 
(MoU) and the Global Memorandum of Understanding (GMoU). This explains 
why it adopted a phased-approach, instead of the typical broad approach.
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One of the greatest challenges facing humanity is how to manage rela�onships; 
between companies and communi�es, and between communi�es and 
governments. Business ac�vi�es have impacts. These impacts could be posi�ve 
or nega�ve. “While these companies opera�ng in developing countries have 
contributed towards improved social development through providing jobs, 
paying taxes, building an industrial base, enhancing efficiency, earning foreign 
exchange and transferring technology, they have also been linked publicly to 
deepening dispari�es in wealth, poor labor condi�ons, pollu�on incidents, 
health and safety failings, forced displacement and other human and civil rights 
abuses (Thomson & Joyce 1997).

This has led to an increasing pressure from NGOs, Community Based 
Organisa�ons (CBOs) and Civil Society Organisa�ons (CSOs) all over the world for 
mul�na�onal corpora�ons to become more accountable’ (Amponsah-Tawiah & 
Dartey-Baah, 2011, p. 62).

Over the years, tremendous efforts have been focused on how to maximise the 
posi�ve impacts of business on society and how to minimise the nega�ve 
impacts. In fact, the sector which has posed more challenge than any other is the 
extrac�ves sector. This is because extrac�ve industries, by their very nature, 
disrupt and dislocate both people (communi�es) and livelihood systems. Second 
is that extrac�ve industries are, more o�en than not, mul�na�onals whose 
origins and influence are pervasive. Third is that more enlightened members of 
any community where minerals are exploited, have in their sub-conscious the 
colonial experience of their various countries. The history of minerals, metals and 
hydrocarbon extrac�on is closely intertwined with experiences of colonisa�on, 
independence and development. In many parts of the world, the extrac�ves 
sector is central to the economy and, as a result, to the poli�cal legi�macy of a 
country's leaders (Chatham House 2013).

Heidhues in Bankoff and Boomgaard [eds.] (2007, p.61) captured it thus: “In the 
eighteenth century Southeast Asia's �n and gold began to be mined in sizable 
quan��es for long-distance trade. Local rulers claimed sovereignty over these 
resources, but mining soon fell into the hands of outsiders, long before colonial 
governments intervened; later, European investors took control. Local residents 
played li�le role in the exploita�on of metals, much less in collec�ng benefits 

GP-4     Introduc�on
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from them. O�en enough, they bore the disadvantages. The paradox of mineral 
exploita�on is that the nega�ve impacts affect mostly the community members 
while those who exploit the minerals enjoy the benefits.

 “The effect was to centrali[s]e the profits from such exploita�on……while the 
nega�ve effects, environmental damage, strains through the presence of 
immigrant labor, or changing levels of employment remained local. Even when 
opera�ons cease, life is never the same for the communi�es. This is how James 
Jackson (cited by Heidhues, p.69) described the situa�on way back in 1780, “the 
retrea�ng miners le� behind a sterile, sandy, stony surface, denuded of 
vegeta�on and honeycombed with water-filled diggings and small man-made 
swamps; natural drainage pa�erns and erosion processes had been seriously 
disturbed and the slowly regenera�ng vegeta�on developed into an almost 
impenetrable tangle very different from the original high forest.” And with 
astounding finality Heidhues declared, “Bangka today is do�ed with 'lakes,' all of 
them man made remains of mine diggings.”

Heidhues traced the origin of the challenge of company/community rela�ons 
from ownership to exploita�on, from entry to exit and the nega�ve impacts. 
Businesses generally, especially extrac�ves, impact the environment which 
includes land, water and the atmosphere. According to the Public Interest 
Research Group of the US, “the oil and gas industry is one of the dir�est and most 
destruc�ve industries on the planet. Onshore or offshore, the environmental 
track record of the oil industry is a dirty one” (Manuel, 2001, p.3). 

In the above quote, the group points out two very important factors that have 
over the years reinforced the need for an effec�ve community engagement 
framework. First, is the environmental pollu�on associated with the extrac�ve 
industries. Second, is the destruc�ve nature of the industries. The industries not 
only destroy the environment by default, they also affect livelihoods. There is, 
therefore, the impera�ve for the industries to provide alterna�ve livelihood 
systems. There could be the tempta�on to cast all the blames on extrac�ve 
industries and its operators. This might be unfair because as Krista Hendry, 
Director, Human Rights and Business Roundtable, Fund for Peace, on September 
22, 2008, put it to the Subcommi�ee on Human Rights and the Law Commi�ee 
on the Judiciary United States Senate, extrac�ve companies “are increasingly 
opera�ng in complex, conflict-sensi�ve environments.
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“[T]he group points out two very important 
factors that have over the years reinforced the 
need for effec�ve an community engagement 
framework. First, is the environmental 
pollu�on associated with the extrac�ve 
industries. Second, is the destruc�ve nature of 
the industries. The industries not only destroy 
the environment, they also affect livelihoods; 
therefore, there is the impera�ve for the 
industries to provide alterna�ve livelihood 
systems.

Due to a convergence of ethnic tensions, weak 
state ins�tu�ons, high levels of poverty, lack of 
infrastructure development and poor 
governance companies can become targets of 
a�ack”.

Finally, the various Holy Books guide and 
m o d e rate  t h e  re l a� o n s h i p  b et we e n 
a d h e re nt s  a n d  t h e  S u p re m e  B e i n g . 
Cons�tu�ons guide the rela�onship between 
ci�zens and a na�on state, Contracts of 
employment guide the rela�onship between 
employees and employers. The Joint Venture 
Agreements between companies and na�on 

states do not even men�on the communi�es. The ques�on which arises is; what 
is the guide or organising framework for the rela�onship between companies 
and communi�es? This is where the role of a community engagement framework 
becomes very important and useful.

In developing this Community Engagement Standards, par�cular a�en�on has 
been focused on extrac�ves generally, with oil and gas as the main focus of 
analysis. Second, Nigeria has also been used as a frame of reference. This is 
because of the not very inspiring experience with extrac�ves. Moreover, when it 
comes to the extrac�ve industries, Nigeria could be said to have seen it all. From 
human rights viola�ons to environmental degrada�on, from violent conflict to 
community induced produc�on disrup�on and general insecurity.

“[T]he group points 
out two very 

important factors that 
have over the years 
reinforced the need 

for eective an 
community 

engagement 
framework. First, is 
the environmental 

pollution associated 
with the extractive 

industries. Second, is 
the destructive nature 
of the industries. The 

industries not only 
destroy the 

environment, they 
also aect livelihoods; 
therefore, there is the 

imperative for the 
industries to provide 
alternative livelihood 

systems.
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Over the years, the government, interna�onal community and non-state actors 
have responded to these challenges in very many ways. Laws have been enacted, 
uprisings brutally put down, ac�vists have been jailed and some judicially 
murdered, but the problem seems to defy most of these responses. In fact, the 
challenge has more o�en than not, taken on new coloura�ons as the Nigerian 
state evolved.

This Community Engagement Standards starts from when a company is about to 
start a project in an area. Second phase focuses on when the company has se�led 
down and commenced opera�ons and finally when the company is about to exit. 
Experience from the field show that the issues which the Community 
Engagement Standards shall deal with in each phase differ in scope, magnitude 
and significance.
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According to Farcane and Bureana (2015), the concept of corporate social 
responsibility was developed only a�er World War II, especially in the last 50 
years. However, the roots of CSR can be traced back to Ancient Mesopotamia 
around 1700 BC, where King Hammurabi introduced a code in which builders, 
innkeepers or farmers were put to death if their negligence caused the deaths of 
others, or major inconvenience to local ci�zens (Dankova 2012). In Ancient Rome 
senators grumbled about the failure of businesses to contribute sufficient taxes 
to fund their military campaigns, while in 1622, disgruntled shareholders in the 
Dutch East India Company started issuing pamphlets complaining about 
management secrecy and “self-enrichment”. Furthermore, in 1981, Eberstadt 
claims in his study, that phenomena of social responsibility were already 
presented in the ancient Greece, while today's corporate responsibility 
movement is an a�empt to restore a 2,000-year-old tradi�on of businesses being 
connected to the community (Panwar 2006). 

Under CSR theory, businesses have basically four responsibili�es. They are legal, 
economic, ethical, and discre�onary or philanthropic. Legal responsibility means 
that for any business to be considered socially responsible, it must obey the laws 
of the land. In business circles, this is referred to as compliance. The second 
responsibility is economic. This means that businesses must produce goods and 
services that serve humanity. They must also make profit for their shareholders, 
employ people pay salaries and taxes. Ethical responsibility implies that 
businesses must conduct their affairs and opera�ons in ways that are not 
offensive to natural jus�ce, equity and good 
conscience. They must produce goods and 
services s�cking to the highest ethical 
standards. Finally, is that of discre�onary or 
philanthropic responsibility. CSR theory insists 
that businesses must invest in sports, arts, 
educa�on etc as part of their contribu�on to 
their immediate environment and society at 
large.

As to the above overview, there is no 
controversy. However, the debate is whether 
CSR should be mandatory or voluntary. One 

GP-5      Corporate Social Responsibility (CSR)

The matter which 
must be borne in 

mind while designing 
any CE strategy is 

that it goes way 
beyond the 

requirements of the 
law and it is aimed at 

building mutually 
beneficial sustainable 

relationships.
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The argument is 
neither here nor there 

and ought not to 
detain us. The matter 
which must be borne 

in mind while 
designing any CE 

strategy is that it goes 
way beyond the 

requirements of the 
law and it is aimed at 

building mutually 
beneficial sustainable 

relationships.

school of thought insists that it ought to 
remain voluntary. This school is led by 
business operators who argue that “the 
business of business is business.” The other 
school which is led by hard core human rights 
ac�vists insist that CSR ought to be made 
mandatory through legisla�on. The argument 
is neither here nor there and ought not to 
detain us. The ma�er which must be borne in 
mind while designing any CE strategy is that it 
goes way beyond the requirements of the law 
and it is aimed at building mutually beneficial 
sustainable rela�onships.

A survey across most countries show that 
there has been a hybrid approach to CSR. 
Many countries such as Peru, Chile, and even 

Nigeria, have used both voluntary and mandatory mechanisms. But in 2010, The 
World Bank lent its authorita�ve voice to a more nuanced approach to CSR. This 
was a kind of indictment of the voluntary approach. It said:
“Tradi�onally historical community development ini�a�ves, within the mining 
sector have tended to be mostly philanthropic gestures, based on the perceived 
needs of local communi�es with li�le or no par�cipatory engagement or rigorous 
needs assessment. These philanthropic gestures are o�en prac�ced as part of an 
a�empt to avoid unrest amongst local communi�es and to placate local 
governments by providing physical infrastructure such as schools or health 
centers. However, the con�nued failure of these philanthropic gestures to sa�sfy 
stakeholder expecta�ons (frequently engendering community dependency and 
raising expecta�ons) and to provide tangible long-term benefits and 
sustainability to communi�es has driven a change in the way CDAs [Community 
Development Agreements] are planned and implemented” (World Bank, 2010, 
p.10).

The World Bank made a case for “par�cipatory engagement” and “rigorous 
needs assessment”, as a way of avoiding community unrest and mee�ng 
stakeholder expecta�ons. The tool to achieve this is community engagement. 
Community engagement is part of the holis�c gamut of CSR. However, 
community engagement is specialised, digging deeper, and as such, has more 
profound implica�ons for company/community rela�ons.
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Before embarking on community engagement in all the phases, companies must 
ensure that they have a comprehensive CSR Policy which would act as a guide for 
the process. This policy shall provide the founda�on, the philosophy and 
mo�va�on for the community engagement process. When this policy is shared 
with the community members prior to the engagement process it lays out the 
boundaries of the company's vision and the dos and don'ts of their corporate 
prac�ces. It is important for this policy to be in place in order to avoid a situa�on 
whereby the community will think that certain ac�ons are targeted at them. 

If it is a new organisa�on, it must ensure that it develops a CSR Policy before 
moving into a new loca�on. If it is an old organisa�on, it must dust up its policy 
and share it. Where possible, it must be made clear that the policy could be made 
adaptable and flexible for sustainability.
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According to the UN Department of Poli�cal Affairs (2012), “The vast majority of 
the conflicts associated with EI development have strong roots in the unfair or 
inadequate engagement of relevant communi�es and stakeholders. Where 
communi�es and stakeholders are poorly engaged, marginalised or excluded 
from the dialogue in the development process, they are almost certain to begin 
to oppose the development. This is par�cularly the case where they have not 
been consulted on whether the development should proceed at all, especially if 
there is the risk that they will bear the impacts and fail to benefit.”

Putnam, arguably, is the father of community engagement. In 1995, Putnam 
wrote an ar�cle �tled; “Bowling alone: America's Declining Social Capital.” In that 
ar�cle Putnam pointed to the decline of civic engagement and social networks. 
The Center for Disease Control and Preven�on describes community 
engagement as “the process of working collabora�vely with and through groups 
of people affiliated by geographic proximity, special interest, or similar situa�ons 
to address issues affec�ng the well-being of those people.” (CDC, 2011). A more 
recent defini�on states that community engagement “means people working 
collabora�vely, through inspired ac�on and learning, to create and realise bold 
visions for their common future” (Born, 2012). In both instances, collabora�vely 
working together toward a common issue or future is key to the community 
engagement process. 

The goals of community engagement are to 
build trust and rela�onships that lead to long-
standing collabora�ons and, ul�mately, 
posi�ve impacts that improve the lives of the 
community members.

On a general note, community engagement is 
the process of building mutually beneficial 
rela�onships between communi�es and 
c o r p o r a � o n s  t h r o u g h  e ff e c � v e 
communica�on that bui lds trust and 
confidence around a project. 

GP-6      Overview of Community Engagement
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It means ge�ng communi�es involved in a project by seeking their consent 
before, during and even at the end of the project. But a more profound 
descrip�on of community engagement was that by Prof. John Ruggie, the UN 
Secretary General's Special Representa�ve on Human Rights and Business in the 
foreword of the UN Guiding Principles on Business and Human Rights. 

“We expect to ini�ate a dialogue between communi�es and corpora�ons that 
fosters mutual learning and understanding, builds trust through improved 
communica�on and sets the stage for innova�ve problem solving that ul�mately 
results in measurable change for all stakeholders” (Prof. John Ruggie (2011).

From the above Ruggie has listed some of the tools and objec�ves of community 
engagement. The first is dialogue between communi�es and corpora�ons or 
companies. This is not dialogue for its own sake, but to foster mutual learning and 
understanding, build trust and improve communica�on. This will lead to 
innova�ve problem-solving which will result in measurable change for all. This 
Community Engagement Standards aims at achieving the above, if carefully 
adhered to.
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GP-7      Principles of Community Engagement

Many analysts and commentators argue that; moreover, community 
engagement is grounded in the principles of community organisa�on: fairness, 
jus�ce, empowerment, par�cipa�on, and self-determina�on (Alinsky, 1962; 
Chávez et al, 2007; Freire, 1970; Wallerstein et al, 2006). But to understand this, 
one must also look at some of the global trends that have provided the impetus 
for and popularised the concept of community engagement. Some of the global 
phenomena and guidance include:

· 1987 UN defini�on of development as “felt needs of the people”
·�� Globalisa�on
·�� Beijing Conference of 1985
·� The Voluntary Principles on Security and Human Rights
· The UN Guiding Principles on Business and Human Rights
· Earth Summit
· UN Global Compact
· Extrac�ve Industries Transparency Ini�a�ve (EITI)
· Kimberley Process
· OECD Guidelines
· Equator Principles
· UN Norms on Human Rights & Business (The UN Norms do not seek to impose 

inappropriate responsibili�es on businesses. They clearly state that 
companies only have responsibili�es "within their respec�ve spheres of 
ac�vity and influence.")

A li�le guidance on community engagement

· Be clear about the purposes or goals of the engagement effort, and the 
popula�ons and/or communi�es you want to engage

·  Become knowledgeable about the community in terms of its economic 
condi�ons, poli�cal structures, norms and values, demographic trends, 
history, and experience with engagement efforts

· Learn about the community's percep�ons of those ini�a�ng the engagement  
 ac�vi�es
· Go into the community, establish rela�onships, build trust, work with the 

formal and informal leadership, and seek commitment from community 
organisa�ons and leaders to create processes for mobilising the community
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·  Remember and accept that community self-determina�on is the 
responsibility and right of all people who comprise a community. No external 
en�ty should assume it can bestow on a community the power to act in its 
own self-interest

·  Partnering with the community is necessary to create change and improve 
health

·��  All aspects of community engagement must recognise and respect community  
 diversity
·  Awareness of the various cultures of a community and other factors of 

diversity must be paramount in designing and implemen�ng community 
engagement approaches

·  Community engagement can only be sustained by iden�fying and mobilising  
 community assets, and by developing capaci�es and resources for community  
 health decisions and ac�on
· An engaging organisa�on or individual change agent must be prepared to 

release control of ac�ons or interven�ons to the community and be flexible 
enough to meet the changing needs of the community

· Community collabora�on requires long-term commitment by the engaging 
organisa�on and its partners.
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GP-8      Methodology

As earlier pointed out, one of the features that stand this very CES out, is that it 
emanated from engagement with stakeholders in the field. Consulta�ons were 
done in nine oil-bearing states. During these consulta�ons, the data collec�on 
team met and interacted with 212 people from different stakeholder groups 
including government, civil society, oil company operators, tradi�onal leaders 
and community members. These 212 respondents included men, women and 
youth of both genders. First, the team administered survey ques�onnaires on 
them, then they had conversa�ons around the issues. 

Of course, there was desktop review of materials with a view to enriching the 
framework and learning lessons from other stakeholder engagement tools that 
are in the public domain. 

The surveys and interac�ons were analysed and the issues that were raised 
informed the development of this framework. Finally, the themes and scope of 
the framework were drawn from the survey and key informant interviews. 
Valida�on mee�ngs with community leaders from all nine oil-producing states, 
government representa�ves from all the states and relevant agencies in Abuja 
and across the country, and oil and gas companies, were held on 9, 11 and 16 
October, 2018, respec�vely.
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It is advisable that 
right from inception, 
the company makes 
itself known to the 

community and clears 
the air on the type of 

relationship that 
exists between it and 
the service providers.

The phased approach to community engagement is based on the fact that 
companies move into communi�es in phases. And that the issues that companies 
confront in the community differ from phase to phase. For instance, in phase one, 
more o�en than not, a contractor or consultant fronts the company. This could be 
in the form of land clearing, construc�on, etc. The extrac�ve sector makes 
extensive use of contractors, consultants and sundry service providers. At �mes, 
many companies have allowed these service providers to be the face of the 
company. Then later enter unannounced. This has had very unsavoury 
consequences. It is advisable that right from incep�on, the company makes itself 
known to the community and clears the air on the type of rela�onship that exists 
between it and the service providers. The issues which engages a company's 
a�en�on also evolves and varies from phase to phase.

For instance, during construc�on (phase one), 
the issue may revolve around noise, dust 
pollu�on and frequent accident. During this 
�me a community may experience increased 
rate of teenage pregnancy, pros�tu�on, drug 
and alcohol abuse, etc. At �mes, in this first 
phase,  community members confuse 
employment with the contractor with 
employment with the principal company. 
Moreover,  th i s  phased  approach  to 
community engagement simplifies the 
process and adds value to each segment 

without encumbering the other.

P1-CO     Communica�on and Stakeholder Engagement
At the heart of every rela�onship is communica�on. A well-structured and even-
handed communica�on strategy helps in nurturing long-las�ng rela�onships. 
Data from the field point to the fact that more o�en than not, communica�on 
between companies and communi�es is ver�cal, not horizontal. Because it is 
ver�cal, it is not respec�ul and therefore not deep and enriching. At the 
commencement of the CE process, the stakeholders must agree on a 
communica�ons strategy. For instance, will informa�on be pasted at (a) public 

CES-P1  Phase One: Establishing Community 
Rela�ons Mechanisms
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loca�on(s) in the community? Will the company representa�ves be present  and 
pass on cri�cal informa�on? Will company invite representa�ves of the 
community to pass on informa�on? Will there be mee�ngs to pass on 
informa�on?

Whatever communica�on process that is adopted, the literacy rate of the 
community members must be taken into considera�on. The likelihood of 
distor�on and misinforma�on should also be taken into considera�on. The 
greatest tool for marginalising people is denial of informa�on. The 
communica�on process for the CE must be such that does not allow a group of 
people in the community to hijack the CE process. When communica�on is 
hijacked, people are excluded and resentment sets in. Second, those that hijack 
informa�on may distort it to suit themselves and this may pitch the community 
against the company.

Data from the field suggest a mul�-communica�on strategy depending on the 
issue at stake and the urgency required to address such issue. A community 
public no�ce board could be used. Oral informa�on could also be passed round 
through the members of JCCGMT. Radio announcements could also be made. 
Where necessary newspaper no�ces could also play a role. But one of the most 
effec�ve means of communica�on in the CE process is either town hall mee�ngs 
or other direct community engagement processes where community members 
and company representa�ves interact first hand. This is important because there 
may be the need to ask ques�ons or seek clarifica�ons on some of the issues 
being communicated about. 

Whatever method of communica�on that would be chosen, must be collec�vely 
agreed to and must be flexible and adaptable to changing situa�ons. It must also 
be such that passes on the message in clear and understandable way. There must 
also be in-built in the communica�on process a feedback mechanism that 
confirms receipt and understanding of the message. Finally, the communica�on 
process must be known to each and every member of the community. And the 
company must use it.

P1-CO.1     Nego�a�on
Closely linked to communica�on is nego�a�on. In fact, nego�a�on is part of 
communica�on. Nego�a�on is a tool used by community and company to come 
to an agreement. But data from the field indicate that due to power asymmetry, 
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Figure 1: Relevant Conflict Management Strategies for Extrac�ve Socie�es

Culled from: A Compara�ve Analysis of Methods Adopted to Address Conflict Issues in Other 
Countries Where Refineries are Domiciled Within Indigenous Communi�es (Masade-Olowola, 
CSR-in-Ac�on, 2018)
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companies hardly nego�ate with communi�es. In fact, the allega�on is that 
companies impose their will on communi�es. Government is also accused of 
using strong arm tac�cs to bend communi�es' will.

This has short, medium, and long-term implica�ons. If there is a percep�on of 
imposi�on by either party in a rela�onship, then the party alleging imposi�on will 
do all it can to reverse the imposi�on. This stalls projects and leads to 
unnecessary delays and disrup�ons. It is, therefore, important to nego�ate the 
terms and condi�ons of most issues. The process of nego�a�on between 
company and community must be transparent, credible and legi�mate. 
Nego�ators on both sides must also be selected with clear sets of criteria. Finally, 
they must also be trained on how to nego�ate. That is why in this CES the 
preferred nego�a�ng strategy is principled nego�a�on which encourages that it:
· Separates the people from the problem
· Focuses on interests not posi�ons
· Generates a variety of possibili�es
· Uses objec�ve criteria.



P1-CO.2     Communica�on Mechanisms
Communica�on is an ongoing process. The point of this sec�on is to emphasise 
that a company may not acquire and retain its social license to operate if it does 
not adopt a strategy for constant update. Let it be said that there is too much 
informa�on than too li�le, or hardly any. Experience in the field indicates that 
community members complain that companies hardly respond to their le�ers or 
inquiry. This situa�on can and has led to conflict, as in order to get a response or 
get the company to 'talk' to the community, members have resorted to sundry 
strong-arm tac�cs to get a�en�on. For instance, community members have been 
known to break pipelines, embark on demonstra�ons, etc., in order to get 
companies’ a�en�on.

It is be�er to have clear feedback and communica�on mechanisms in order to 
deflect grievance, as well as grievance mechanisms. In a CE process and in 
communica�on in general, it is a two-way process. 

While agreement should be made on how a company shall communicate to a 
community, it should also be agreed how a community should communicate to a 
company. This is so that, if communica�on is not reaching the company through 
an approved source and method, such communica�on should be deemed 
suspect. A mechanism should also be put in place to verify informa�on from both 
sides. 

More importantly, community members point to the fact that when they try to 
contact the same company's parent company abroad, they get an almost 
immediate response. To such community members, this connotes double 
standards. It is, therefore, important that in the CE process, the issue of 
communica�on is handled with lots of care and cau�on. This is because some of 
the ac�vi�es that are interpreted as community induced produc�on disrup�ons 
are aimed at drawing a�en�on to specific grievances. Or put in another way are 
aimed at ge�ng the company to talk to the community. Therefore, in the CE, the 
company must ensure that all inquiries, complaints or issues are at least, 
acknowledged, responded to and carefully managed and addressed and on �me 
too.

It is better to have clear feedback and communication 
mechanisms in order to deflect grievance, and 

grievance mechanisms concurrently. In a CE process 
and in communication in general, it is a two-way 

process. 
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Prior to 
commencement of 

operations, 
companies should 

discuss the outcomes 
of an EIA report with 
the community, so 
that there is a clear 

understanding of the 
topography, 

challenges or issues.

P1-EN       Environment

A cri�cal part of the community which cannot be overlooked is its environment. 
While environment could be social or physical, for the purpose of this framework, 
we refer to the physical environment of communi�es. Due to the nature of the oil 
and gas industry, issues bordering on environmental protec�on, sustainable 
environmental prac�ces, emissions, climate change, and environmental 
sanita�on, are topical issues.

P1-EN.1     Environmental Impact Assessment
An Environmental Impact Assessment (EIA) is one of the most widely prac�ced 
environmental management tools in the world. An EIA is designed to iden�fy and 
evaluate the poten�ally significant environmental and social impacts of 
development projects and propose impac�ul management strategies in the best 
interests of the public and stakeholders. In recent years, EIA has come under 
increasing pressure from affected communi�es and interests, par�cularly 
Indigenous communi�es, to be more effec�ve — that is, a par�cipatory, 
comprehensive, and transparent process resul�ng in development that delivers 
benefits to local communi�es whilst ensuring environmental protec�on and the 
preserva�on of tradi�onal uses.

We men�on EIA within the CE construct because it should be a cri�cal part of the 
CE consulta�on phase. Prior to commencement of opera�ons, companies should 

discuss the outcomes of an EIA report with the 
community,  so  that  there is  a  c lear 
understanding of the topography, challenges 
or issues. The communi�es would be more 
sympathe�c to any consequent challenge that 
the company faces as a result of latent issues 
with the land or other aspects of the 
environment.

Whether an effec�ve EIA is necessarily an 
efficient one, or vice versa, largely depends on 
the views of the different stakeholders 
involved; their roles, interests, and power 
posi�ons; and their overall influence on the 
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environmental decisions that emerge. Public par�cipa�on, including the 
provision for community engagement, is a necessary component of an effec�ve 
EIA system (Stewart and Sinclair, 2007; O'Faircheallaigh, 2010), and a required 
component under several government provisions and regula�ons.  The insights 
and concerns iden�fied through early community engagement can be used by 
government regulators to determine if a proposed project may have nega�ve 
impacts on the environment.

Though engagement processes serve to improve the legi�macy of environmental 
decision-making regarding natural resource planning and development, a major 
challenge facing EA prac��oners, regulators, industry, and affected communi�es, 
is how to ensure meaningful engagement in EIA. Contemporary issues 
surrounding the efficiency of EIA and the effec�veness of community 
engagement for resource development include capacity, streamlining of EIA 
processes, and the �ming of EIA. These are challenges that the company would 
need to proac�vely seek to overcome.

P1-EN.1A      Timeliness
It is important to meet all regulatory requirements as and when they are due; not 
perform a travesty of the process by first commencing and then going back for 
assessment. The Environmental Impact Assessment Act requires all project 
proponents that intend to embark on an ac�vity which could impact the 
environment to prepare an environmental impact assessment report se�ng out 
the ac�vity's poten�al environmental impact and plans for preven�ng or 
mi�ga�ng this impact. Reports must be approved by the Federal Ministry of 
Environment. The Environmental Guidelines and Standards for the Petroleum 
Industry in Nigeria (EGASPIN) also require operators embarking on petroleum 
projects to produce environmental impact assessment reports on their proposed 
ac�vi�es for the Department of Petroleum Resources' (DPR) approval.

In a nutshell, it advisable that companies prior to project commencement:
· Prepare an EIA report spelling out poten�al impacts, using credible third 

par�es
· Seek and obtain the approval of the Federal Ministry of the Environment
· Submit the EIA report to DPR per the Environmental Guidelines and Standards 

for the Petroleum Industry in Nigeria
· In a �mely manner, obtain permits for all aspects of oil-related effluent 

discharges from all point sources (i.e., gaseous, liquid and solid) and oil-
related project development.
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P1-EN.1B     Accessibility
The EIA report should be accessible to all relevant parties and may be a 
component of the online management portal. (See 'Technology for Open 
Contrac�ng Data and Monitoring').  EIAs should be posted for 21 days in local 
communi�es – as well as online. Companies should bear in mind that there are 
legal ramifica�ons if companies refuse to do this. Communi�es are to be 
presented the EIA at the beginning of the project as part of community 
engagement.  
                                            
P1-EN.1C      Key Stakeholder Par�cipa�on
One cannot emphasise the utmost importance of all key stakeholders when 
conduc�ng any ma�er that relates to a host community. The EIA is of the utmost 
importance because nega�ve environmental efforts yield long term nega�ve 
factors like community unrest, loss of livelihoods, health and wellbeing 
challenges, and so on. Prior to commencement of opera�ons, companies should 
discuss the outcomes of an EIA report with the community, so that there is a clear 
understanding of the topography, challenges or issues. The communi�es would 
be more sympathe�c to any consequent challenge that the company faces as a 
result of latent issues with the land or other aspects of the environment.

P1-EN.1D      Decision-Driver
The insights and concerns iden�fied through early community engagement can 
be used by government regulators to determine if a proposed project may have 
nega�ve impacts on the environment. The results of an EIA should be taken 
seriously, not glossed over as it can have dire environmental and socio-cultural 
implica�ons for community, as well as financial and fatal consequences for the 
company. If there are solu�ons to the EIA, the company is advised to engage its 
key stakeholders with the challenges and best prac�ce solu�ons to be applied.

P1-EN.2     Safety and Environmental Responsibility 
Safety and environmental responsibility are the preserve of both the leadership 
and followership of any given community. This is because ma�ers of safety of 
lives and proper�es affect all. One of the strategies of garnering a�en�on of a 
select community for CE is to highlight issues that affect their safety in rela�on to 
their immediate environment especially with regards to the project at hand. 
Companies intending to conduct CE should have in place stringent measures to 
prevent harm to people working within their opera�ons, their neighbours and 
the immediate environment.
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Companies should realise that the effec�ve management of health and safety 
and the environment is essen�al to growing their business in a sustainable and 
responsible manner. Priority should thus be assigned to preserving health, 
wellbeing and safety of their employees, contractors, and the communi�es in 
which they operate. Companies would need to adopt a zero-incident policy, 
which entails no accidents, protec�on of lives and proper�es, and no damage to 
the environment. Key issues that would form the basis for engagement with 
regards to safety and environmental responsibility are:

P1-EN.2A     Business' Declara�on of Commitment to Environmental Protec�on
As part of companies' community engagement strategies, businesses should 
declare their inten�on or indicate their commitment, to conduc�ng their 
businesses in the most efficient way so as to reduce their nega�ve impact on the 
environment and the local communi�es that surround their opera�ng en��es. 
They should indicate willingness and readiness to work in harmony with their 
surroundings, to prevent and control pollu�on; and to provide economic benefit 
to local communi�es, their customers and suppliers.

The Petroleum (Drilling and Produc�on) Regula�ons require licensees and 
lessees to adopt precau�ons to prevent pollu�on and dispose of waste from 
petroleum opera�ons in accordance with applicable regula�ons, as may be 
approved by the Department of Petroleum Resources.

P1-EN.2B      Compliance with Laws, Regula�ons and Standards
The organisa�on which intends to conduct a CE ac�vity should have health, 
safety, environmental, human rights and community expecta�ons within their 
corporate governance structure. All en��es in their opera�onal value chain are 
required to adhere to these corporate expecta�ons and to comply with all 
applicable laws and regula�ons. For instance, the Associated Gas Re-injec�on Act 
requires operators to obtain the Minister of Petroleum's permission before 
flaring gas produced in associa�on with oil.

Also, the Oil and Gas Pipelines Regula�ons require a pipeline licensee to 
implement emergency plans to ensure prompt and remedial ac�on for 
protec�ng the environment.

P1-EN.2C     Learning
Capacity building ini�a�ves and programs should be in place to encourage 
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learning from incidents. Despite that accidents some�mes happen 
inadvertently; a learning system will help avoid repe��on of such occurrences.

P1-EN.2D     Audi�ng, Monitoring and Correc�ve Ac�on
Organisa�ons should be commi�ed to se�ng objec�ves and targets, audi�ng, 
monitoring, sampling and implemen�ng correc�ve ac�ons to ensure full 
compliance with corporate expecta�ons.

P1-EN.2E     Personal Responsibility
Host community members should be informed that they have a personal 
responsibility to prevent harm to themselves, others, and the environment. 
Prac�ces that encourage safety, good health and concern for the environment 
should be encouraged and should form topics for engagement.
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A key considera�on in conduc�ng a Community Engagement exercise is the social 
aspect of the community with which the engagement is intended to take place. 
This is anchored on the fact that the economic development of a place cannot be 
separated from its social development. 

A number of case studies and field experiences have indicated that conduc�ng CE 
without considera�on for socio-cultural aspects of the community, including 
indices such as behavioural pa�ern, mo�va�ons and educa�onal level of the 
people, is more likely to be unsuccessful or unsustainable. Vera Majerova (2015) 
posits that “a well-balanced rela�onship between economic and social progress 
is the main prerequisite of community stability”. Some of these social aspects are 
sta�s�cally discoverable and quan�fiable, while others which fall within the 
sphere of social rela�ons, making their iden�fica�on more difficult to interpret 
and measure. 

To be thoroughly examined, however, is the history of the community and its 
rela�ons with others, its present social structure (including psychographic 
variables such as: values, opinions, norms, behavioural pa�erns, etc, and 
demographic variables such as age grades, educa�onal level, ra�o of male to 
female in the popula�on, land mass, prevailing occupa�on, etc.), its cultural 
values and the way it governs itself. 

P1-SO.1     Stakeholder Iden�fica�on and Analysis
In the introduc�on to this CES, a dis�nc�on 
was made between stakeholders and 
community members. That dis�nc�on 
subsists. In the community, there are different 
stakeholder groups. These various groups play 
different roles in the community. As part of the 
CE process, it is important to iden�fy these 
groups, know their func�ons, understand the 
extent of their powers and how they emerged 
in the community. This is not just for the sake 
of it, but to find ways of alloca�ng roles and 
responsibili�es to them in the CE process. It is 
also a way of knowing how to share benefits in 

P1-SO       Social

The government also 
ought to be involved 

in the formal 
introduction of the 

company to the 
community, 

negotiation meetings, 
mediatory meetings 

and to enforce all 
regulatory guidelines 

for the extractive 
process.
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the short, medium and long term.

It is per�nent that the government at local, state and federal levels, be involved in 
this process, seeing as they are the custodians of the people. The government 
should have a regularly updated list of actual communi�es, their legal leaders, 
their es�mated numbers and even a census of families, farmland ownership. The 
government also ought to be involved in the formal introduc�on of the company 
to the community, nego�a�on mee�ngs, mediatory mee�ngs and to enforce all 
regulatory guidelines for the extrac�ve process.

Before commencing a stakeholder iden�fica�on and analysis process, the 
community needs to be informed and carried along. It is their community; they 
understand it be�er than any outsider. Companies have made mistakes in 
combining the stakeholder iden�fica�on and analysis with other assessments. 
This has been due to cost considera�ons. But combining them might lead to a 
distor�on or an over-burdening of the process. Stakeholder iden�fica�on and 
analysis must be a graphic representa�on of how the community is cons�tuted.

Stakeholders in any community or society evolve over �me due to events and 
circumstances. One of the cri�cal issues that is brought to the fore by the 
stakeholder iden�fica�on and analysis is under what circumstances a 
stakeholder group emerged.

Stakeholder iden�fica�on and analysis also helps to sensi�se the community to 
the presence of the company, what the company is coming to do, and how they 
intend to do what they want to do. It is also a good �me to sell the company, 
especially where they have done well. If the company has a reputa�on that has 
been scorched by some legacy issues, then it is �me to do damage control and 
image repair.

On the other hand, it is not everyone that lives in the community that is a na�ve of 
the community. Because they are not from the community does not mean that 
they cannot influence things in the community, however. For instance, religious 
leaders and teachers fall into this category. It is important to iden�fy them and 
analyse their power and influence. It is also important to understand the 
rela�onship between the access, host and impacted communi�es.

Many companies use external consultants for this assignment. This is because 
more o�en than not, in-house exper�se is not available. If a company is using 
consultants to conduct the stakeholder iden�fica�on and analysis, there is the 
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need for quality control by company staff. This oversight must be provided by the 
company either by par�cipa�ng in the orienta�on, data collec�on or analysis. By 
this method, the company could be an ac�ve par�cipant in the en�re process. It 
helps the company to learn first-hand what is in the field.

Stakeholder iden�fica�on and analysis is one of the greatest tools in 
understanding a community. It helps to map groups, their influence, authority, 
need and power. It also provides insights into how companies can engage 
communi�es. It helps to iden�fy the various power blocs in the community. It is a 
tool which requires careful deployment. If mismanaged the impact could be 
damaging. As an exercise it must be as detailed as possible. This helps to open up 
the community for engagement and subsequent developments.

P1-SO.2     Social Impact Assessment (Phase One)
Every social enclave has its structures and characteris�cs. But whenever a new 
ini�a�ve, event, or ac�vity is introduced into the social environment, there will 
always be some level of impact. This impact could be nega�ve or posi�ve. What 
this CES recommends is that, in conduc�ng a social impact assessment (SIA), 
a�en�on must be paid to both the posi�ve and nega�ve impacts. The essence is 
to keep increasing the posi�ve impact while minimising the nega�ve impact. It is 
important to bear in mind that impacts are changes. But these changes are never 
neutral. It is important to iden�fy and recognise the sources of the changes and 
how those changes will affect the well-being of the access, host and impacted 
communi�es. More o�en than not SIAs iden�fy poten�al impacts because it is 
assumed at this point that the company has not started opera�ons. But it is 
possible to an�cipate some of the likely impacts so as to put mi�ga�on measures 
in place. SIA is done early in the project cycle to reduce cost of mi�ga�on and to 
ensure preven�on.

Oil and gas explora�on is done in seven steps, and each of these steps have 
impact on the communi�es. The steps are summarised:
1. Discovery and resource es�ma�on of the oil and gas loca�on through 

prospec�ng or explora�on.
2. Technical feasibility study conducted to agree the most convenient method of 

extrac�on, once economic value of the resource is established.
3. Decision to withdraw or con�nue with the project at this stage.
4. Commencement of ESIA if decision is made to proceed.
5. Construc�on of extrac�on sites and other facili�es. 
6. Commencement of produc�on.
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7. Closure of project or decommissioning, as the case may be.

(Adapted from Halland, Lokanc & Nair (2015)).

The main reason for the above list is to emphasise the point that for each stage of 
project development, there are impacts. And some stakeholders are more 
vulnerable to certain impacts than others. It is, therefore, impera�ve for 
companies to bear this in mind while designing their community engagement 
strategy.

P1.SO.3     Community Consulta�on and Par�cipatory Development
This may be the main tool for community engagement. It may take the form of a 
town hall mee�ng (THM), dialogue session, facilitated mee�ng or focused group 
discussions (FGD). The point being made is that it must be designed in such a way 
to achieve the goal and address the issues which the community engagement 
process has set for itself.

One of the most challenging aspects of community consulta�on is that of 
representa�on. It is obvious that not everyone could be in the room or at the 
table at the same �me. Even if they are, their inputs and contribu�ons may be 
limited by several factors. So how does a Community Engagement Team (CET) get 
a fair representa�on of community members? The standard and tradi�onal 
approach has been to use the leaders as entry points. Evidence from the field 
indicates that this has more o�en than not led to hijack of the community 
engagement process. Secondly, over the years there have been a gradual erosion 
of the credibility and influence of some community leaders. Many reasons 
account for this and one of the major ones is government interference.

Based on the laws of the land, CSR Policy of the company and the goal and issues 
which the community engagement process seeks to address, then the 
community consulta�on could be aligned appropriately. One of the strategies 
from the field which has recommended itself, is to have a different consulta�on 
for women, youths and men. An analysis and synthesis of the three may provide 
greater insights on the issues being addressed. This can also be supported with 
Key Informant Consulta�ons with some selected leaders of the community 
including the tradi�onal, religious, poli�cal, economic, youth and women.

P1.SO.4     Free, Prior and Informed Consent
The Free, Prior and Informed Consent (FPIC) principle has its origins in the 
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Universal Declara�on of Human Rights and the Conven�on on the Right to Self 
Determina�on. This was reinforced by ILO Conven�on 169. The idea of FPIC is 
that for any development project, there must be free, prior and informed consent 
of the access, impacted and host communi�es. Generically in the FPIC, these 
communi�es are referred to as Indigenous Peoples. This implies the owners of 
the land where the development is to be carried out. 

The implica�on of this is that almost all development projects have impacts on 
the communi�es. The essence of the FPIC is to make the people aware of the 
project, its impacts both nega�ve and posi�ve, mi�ga�on measures and to seek 
their consent for the commencement of the project. As the Forest Peoples 
Programme puts it, “The idea behind FPIC is that it requires the free, non-
coercive nego�a�ons prior to any development interven�on that provide full and 
accurate informa�on about the proposed project and its implica�ons with the 
aim to create an informed indigenous popula�on” (FPP 2007).

To reinforce and follow-up on the FPIC, in 2002, the IFC developed the Equator 
Principles, which is “a risk management framework adopted by financial 
ins�tu�ons for determining, assessing and managing environmental and social 
risk in development projects (EP 2013). As at the �me of developing this 
framework, only two Nigerian banks, one in 2012, and another in 2018, have 
signed up to the Equator Principles. Failure to gain community buy-in and 
acceptance of projects can lead to “serious costs and delays” (Baker 2013, p. 
674). Alexander Dunlap (2017) made a business case for FPIC by arguing that “this 
means gaining local acceptance can mi�gate project costs and damage inflicted 
by recalcitrant locals, which helps ensure project comple�on, security and 
eventually a steady revenue stream.” To s�ll underscore the importance of FPIC, 
the Equator Principles was revised in 2006 with the introduc�on of IFC's Policy 
and Performance Standards on Social and Environmental Sustainability. 
According to Baker (2013), this means that any development project financed by 
or receiving a loan from the World Bank, Inter-American Development Bank or 
the other 77 signatory banks require the FPIC of communi�es.

Jennifer Franco (2014) lists some of the possible strengths of the FPIC process:
1. It helps communi�es claim rights, resources and knowledge using na�onal 

and interna�onal law.
2. It strengthens community rights to management of the community's own 

natural resources.
3. It creates room for communi�es to nego�ate land deals, benefit from sharing 
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and access to resources.
4. It improves community cohesion and confidence to improve livelihoods and 

defend rights.
5. It also helps in surfacing unintended and unan�cipated impacts.

It is important to note that the FPIC process may lead to consent or denial of 
consent. This to a large extent depends on the how, when, what and by whom. 
According to the Food and Agriculture Organisa�on (FAO), other considera�ons 
in an effec�ve FPIC process include the �me allocated for the discussions, the 
cultural appropriateness of the way the informa�on is conveyed, the 
involvement of the community, especially such groups as women, the elderly and 
the youth. A thorough and well carried out FPIC process helps guarantee 
everyone's right to self-determina�on allowing them to par�cipate in decisions 
that affect their lives (FAO 2016).

Gaining a community's consent for a project, especially in a weak governance 
zone like Nigeria, could be quite a delicate affair that requires careful balancing. 
This is because there is no record of a situa�on where community consent was 
denied, and the project was stopped. So, once the licensing process is completed, 
the company is ready to go. 

This is more so when one takes into considera�on the Land Use Act (1978) which 
invests the ownership and control of land in the state governors. Though on the 
surface, this kind of incapacitates the community's consent or lack of it. But a 
discerning corporate body must know that they need to build rela�onship with 
their access, host and impacted communi�es, as our recent history has shown 
the grave unrest that can come with strong arm tac�cs.

This brings us to the important ma�er of knowledge dissemina�on throughout 
the life cycle of the project. A community ought to be in the know of all that a 
company plans, what stage of the extrac�on process they are at, what they hope 
to get out of each stage, �melines, and even challenges. This helps to manage 
community expecta�ons more effec�vely.

The FPIC is an end product, but the process of securing it is a skill which involves 
facilita�ng community consulta�on. This end product is as good as the process 
that brought it into being. For an FPIC rela�onship to be meaningful, effec�ve and 
useful to all stakeholders, the process that brought it into being must be 
par�cipatory, credible, legi�mate and transparent.
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P1-SO.5     Freedom to Operate/Social License to Operate
Is Freedom to Operate/Social License to Operate (FTO)/(SLTO) implicit or explicit? 
Who grants it? How is it go�en? How long does it last? These are some of the 
ques�ons that enable an understanding of the FTO/SLTO. Depending on the area, 
the type and magnitude of the project and the history of the area, the FTO/SLTO 
may differ either in content or process. James Cooney, an execu�ve with Placer 
Dome (a Canadian mining company), is said to have popularised the phrase 
'social license to operate' in a mee�ng with World Bank officials in 1997 
(Thomson and Bou�lier 2011). Since then, the principle has gained trac�on in oil 
and gas and mining industries. According to Gehman et al (2017), between 1997 
and 2002, SLTO was men�oned in media ar�cles less than ten �mes a year. 

Between 2013 and 2015, SLTO was men�oned 
more than one thousand �mes in a year. And 
in 2016 alone, it was men�oned more than 
2,000 �mes. “A social license to operate exists 
when a mineral explora�on or mining project 
is seen as having the approval, the broad 
acceptance of society to conduct its ac�vi�es. 
Such acceptability must be achieved at many 
levels, but it must begin with, and be firmly 
grounded in the social acceptance of the 
resource development by local communi�es” 

(Joyce and Thomson 2000).

Interes�ngly, the FTO/SLTO is more symbolic than material. The FTO/SLTO simply 
means: Welcome!!! But before one can be welcome in a place, there are 
expecta�ons from the host. For instance, the visitor must behave and conduct 
him/herself in a civil and respec�ul manner. That is why SLTO/FTO is anchored 
around the three key principles of trust, credibility and legi�macy. Second, the 
purpose of the visit must be such that would not compromise the security and 
well-being of the host. Third, the purpose for the visit must be clear and 
transparent. The dura�on of the visit must also be stated clearly.

In African communi�es, one must explain his/her mission before it would be 
decided whether to welcome them or not. The FTO/SLTO is usually nego�ated 
between the company and the community. The nego�a�on is not just usually 
about money but many other issues. For the community, it is a process of 
extrac�ng a commitment of good behaviour from the company. SLTO and FTO is a 

A social license to 
operate exists when a 
mineral exploration or 
mining project is seen 

as having the 
approval, the broad 

acceptance of society 
to conduct its 

activities.

COMMUNITY ENGAGEMENT STANDARDS 
FOR STAKEHOLDERS IN THE EXTRACTIVE INDUSTRIES

71



risk management tool. It provides the opportunity for the company and 
community to assess the risk they pose to each other and how those risks would 
be mi�gated. If the community trusts the company – that is if the company is seen 
to be legi�mate and credible in its opera�ons, a social license to operate is 
granted. But if not, the license is denied or could be withdrawn if it has been given 
before.

It is also a way of ensuring that the company recognises and acknowledges that 
the resources to be exploited no ma�er what the law says, belongs to the 
community. The FTO/SLTO also states the role the community shall play in the 
en�re process of the project. 

Experience shows that one of the best ways to secure FTO/SLTO is to write to the 
community explaining the project, dura�on, posi�ve impacts, nega�ve impacts 
and mi�ga�on measures, compliance with the law, etc., and a final request asking 
for the license to operate. A�er the le�er has been wri�en and delivered, the 
company must wait for a response. The most likely response is a request for a 
mee�ng. The company must avoid having a mee�ng in their premises. The 
mee�ng must hold in the community. 

And the company must not go to the community with uniformed and armed 
security personnel. This in�midates the community and gives the impression 
that they are on government side. This does not mean that the company will not 
make discreet security arrangement. Over visible security presence at this �me is 
a recipe for the failure of the CE process.

It is an acknowledgement and recogni�on of the community. In a�ending the 
mee�ng, the company must discreetly make enquiries as to what is expected of a 
visitor. This may include drinks, kola, etc.

On the other hand, in the reply to the le�er reques�ng for FTO/SLTO, the 
community may come up with a long list of items and demands. It is not always 
advisable to nego�ate through le�er-wri�ng. In response the company must 
request for a mee�ng to nego�ate the FTO/SLTO. During the nego�a�on, the 
company must avoid the tempta�on of over-selling the benefits of the project. 
The company must manage expecta�ons in the nego�a�ons. Communi�es hold 
onto promises like gospel; companies must be careful in making promises. Those 
who shall represent the company in the nego�a�ons must be those that have 
some powers in the system or must be those authorised to nego�ate.
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Finally, in securing the FTO/SLTO, it is important to include a symbolic ceremony 
to mark the conclusion of nego�a�ons. It is also vital to signal the 
commencement of opera�ons through some style of ground-breaking 
ceremony. The essence of this is that human beings are mean-making beings and 
the meaning they a�ach to any phenomenon rubs off on their understanding, 
apprecia�on and par�cipa�on in it.

Unfortunately, in many communi�es all over the world, including the Niger Delta, 
FTO/SLTO has become mone�sed and commercialised. This is the reality on the 
ground and any company designing or implemen�ng a CE programme must brace 
up for it and finds principled ways of managing it.

P1-SO.6     Joint Company-Community-Government Monitoring Team
In most CE processes, the company takes charge and typically dominates the 
process understandably because they are the funders. The tempta�on is always 
very strong to control and dominate the en�re exercise. The government has in 
the past, taken a back seat in proceedings. But there is the need to democra�se 
the process. In other words, people must be involved. This empowers the 
community and engenders sense of ownership and par�cipa�on. Companies 
need to refrain from divide and rule within communi�es which would only lead to 
discontent and conflict in the long run.

Data from the field indicate the need to have a Joint Company-Community-
Government Monitoring Team. This body is part of the governance structure of 
the community engagement process and could form or be a part of the CBO or 
Community Development Board (CDB). This body shall be made up of selected 
civil society, community, company and government official members. From a 
peacebuilding and conflict preven�on standpoint, this body is an early warning 
structure.

If at the beginning of a CE process, clear roles and responsibili�es are allocated to 
groups and individuals, then the stage is set for people to be accountable and 
resourceful. Some of the func�ons of this body include:

· Monitoring the implementa�on of all agreements. Service Level Agreements 
have to be set and adhered to

· Advising generally on progress made

· Ac�ng as credible third party between groups and individuals

· Providing informa�on as to issues that may affect the CE process

· Where possible, helping to provide early warning informa�on and resolving 
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disputes

· They shall also conduct analysis of issues as they unfold

· They shall also act in the interim as a body for receiving cases.

In a rou�ne CE process, especially in the Niger Delta of Nigeria, some companies 
have been known to engage and leave a governance vacuum that is only 
func�onal when they are present. This lacuna has endangered the CE process and 
led to the process moving backwards each �me an issue arises. It has also led to 
unnecessary contesta�ons between groups in the community. But with the 
establishment of this kind of monitoring team, it gives the impression that the CE 
process is ongoing with or without the physical presence of the company and its 
staff.

The number of members of the team should not be too high. It should be an odd 
number of five, seven, nine, eleven, thirteen, etc. depending on the size of the 
community and extent of the project. It is important to include representa�ves of 
access, host and impacted communi�es. It is recommended that the chair of the 
body shall come from the host community. The body shall make its own by-laws 
and regula�ons. They shall act as the eyes and ears of the CE process and not 
spies or stooges of the company.

The spirit of volunteerism and community service has been eroded by several 
factors in Nigeria. It is important then to consider some form of compensa�on for 
this group. It is not advisable to place them on salary or allowance since this body 
will give way at some point as the CE process evolves and progresses. Where 
possible they could be given contracts, consultancies or some other kind of 
compensa�on but not some kind of 'permanent cash' arrangement.

Finally, the JCCGMT is not a replacement for the governance structure and model 
contemplated for the en�re CE process. It is part of it. Other structures shall be 
introduced as the process progresses.

P1-SO.6A     Role of Community
The community is the primary stakeholder in community engagement, because 
they are the daily custodians of the land. Historic �es, habits, livelihoods and 
culture �e community persons and their expecta�ons to their environment. The 
role of the community is simple, but powerful. It is recommended that 
community leaders and dwellers be:

· open to discussion with licensees authorised by the government
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· sincere, equitable and act in good faith

· respect of the laws guiding business opera�ons

· respec�ul of human rights

· respec�ul of agreements

· custodians in the best interest of the public

· morally responsible for ensuring the security of company's assets

· be consulted and part of the development of the community engagement 
plan

P1-SO.6B      Role of Government
As the custodian of natural resources and the wellbeing of the popula�on, the 
Federal Government ought to ac�vely ensure that closure and post-closure 
ac�vi�es are conducted effec�vely in order to mi�gate the risk of nega�ve 
environmental, social and economic impacts before, during or post project 
opera�ons. 

Since it is the role of government to balance compe�ng objec�ves to the benefit 
of all stakeholder interests, it should be responsible for overseeing the success of 
the process, protec�ng all interest groups and media�ng when issues arise. We 
recommend that government, through the Federal Ministry of Petroleum 
Resources in collabora�on with relevant agencies, engage with host 
communi�es to know and guide their expecta�ons and reach out to the 
companies on ways to manage these expecta�ons before stakeholders mee�ng; 
develops community partnership with companies that foster community 
capaci�es and create an enabling environment for communi�es to express and 
act on their concerns. Governments also need to accept that public engagement 
on extrac�ve industries projects are o�en highly emo�onal, and as such, need to 
deploy staff who have specialised social skills and emo�onal intelligence to 
engage effec�vely with the public. Government is responsible for taking charge 
and coordina�ng the community engagement process while making sure that it 
remains neutral. Government should offer more focused guidance to companies 
and communi�es. Governments also have a responsibility to ensure that 
communi�es are adequately consulted before decisions are made on extrac�ve 
industry developments.

The government must:

· adequately monitor compliance to regula�ons

· provide open channels of receiving and addressing complaints from business 
or community members
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· mediate in the first instance of misunderstanding

· provide dedicated personnel for project monitoring

· prescribe sanc�ons to erring par�es, sanc�ons should be communicated 
ahead and agreed by all par�es

· ins�tute and coordinate joint security systems.

P1-SO.6C     Role of Company
Companies should respect their host communi�es and be responsive to local and 
state government. Communi�es, on the other hand, are to adhere to and uphold 
decisions and agreements jointly reached and ensure a conducive environment 
for companies to operate in. We recommend that companies put a mechanism in 
place to ensure internal compliance with agreed outcomes of community 
engagement, check and address iden�fied lapses. They should include 
requirements for meaningful community engagement in major contracts, sub-
contracts and joint venture nego�a�ons and monitor to enforce compliance. 
They should be seen to be trustworthy neighbours by developing and promo�ng 
measures to increase public trust in informa�on-sharing processes and promptly 
address local voices and concerns. Companies should:

· ensure due compliance with the rules, laws and regula�ons of Nigeria

· liase with the community, civil society groups and the representa�ves of 
government agencies (MPR, NNPC, state governments, FMNDA, Na�onal 
Boundary Commission, NAPIMS, DPR, FMEnv, and NOSDRA)

· provide �mely informa�on as and when necessary

· provide point man (community liaison person) and systemic mechanism for 
addressing concerns all the way to the top management of the company

· be sincere and equitable

· respect human rights and exis�ng cultural prac�ces and laws of the land

· ensure fiscal jus�ce in implementa�on of community-focused ini�a�ves

· ensure there is adequate communica�on throughout all the community, not 
just amongst leaders

· carry out impac�ul corporate social responsibility and provide incen�ves to 
the host communi�es

· consult and collaborate with community members to develop community 
development plan, if there is none

· liaise with the community to carry out Environmental Impact Assessment

· display high commitment to safety and environmental responsibili�es

· ensure community par�cipa�on and inclusion in all issues rela�ng to the 
community
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· be genuinely concerned about host community development plan, including 
benefits sharing, contracts and employments.

P1-SO.7     Social Responsibility Policy
Before embarking on community engagement in all the phases, the company 
must ensure that they have a comprehensive CSR Policy which would act as a 
guide for the process. A CSR Policy in this context, is a set of ideas and plan of 
ac�on adopted by a company as a basis for making decisions about its 
commitment to corporate social responsibility. 

Having a CSR Policy in place is vital to the success of any company that wants to 
enjoy a harmonious rela�onship with its host communi�es. The CSR Policy 
should aim to minimise the company's nega�ve impacts and maximise its 
posi�ve impacts and establish stable and equitable rela�onship with community 
members. 

This policy shall provide the founda�on, the philosophy and mo�va�on for the 
community engagement process. When this policy is shared with the community 
members prior to the engagement process it lays out the boundaries of the 
company's vision and the dos and don'ts of their corporate prac�ces. It is 
important for this policy to be in place in order to avoid a situa�on whereby the 
community will think that certain ac�ons are targeted at them.

If it is a new organisa�on, it must ensure that it develops a CSR Policy before 
moving into a new loca�on. If it is an old organisa�on, it must dust up its policy 
and share it. Where possible it must be made clear that the policy could be made 
adaptable and flexible for sustainability.

P1-SO.8     Land Acquisi�on
Land is the fundamental resource for most rural dwellers in Africa and elsewhere. 
Most communi�es, especially in Africa and the rest of the developing world, 
depend on land and land-based resources for their survival. The social and 
economic development of majority of Africans is dependent on access to land. 
The World Agriculture Industry (2010), says that about 1.5 billion hectares of land 
in the world could be used for agriculture, while about 41.9m cannot be used for 
agriculture. It also says that 16% of land used for farming is now degraded. 
Increasing world popula�on and climate change is pu�ng pressure on land. 
About 630 million hectares of land in Africa is suitable for agriculture. However, 
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this is inadequate for more than 1 billion residents of Africa. Conflicts in Africa 
have been defined by compe��on over access, control and ownership of land.

According Siyum et al (2015), many African countries have experienced violent 
conflict because of conflict over land and land-based resources. In the last 50 
years, conflict over land and land-based resources has become dominant in sub-
Saharan Africa. Since 2000, 48 percent of land conflicts have taken place in Africa. 
The author noted that, 55 of the 70 conflicts underway in 2009 are located in 
developing agrarian economies. From the intra-state conflict that occurred in 
Africa since 1990, natural resources contributed at least 40 percent and from the 
30 and above intra-state conflicts that occurred, land contributed a vital role in all 
except three i.e., more than 90 percent of natural resource conflicts are over 
land.

Land is a unique human resource. It can only be used for one purpose at a �me. 
And at �mes once it is used for say a building, it cannot be used for something 
else. Land has economic, social and poli�cal significance. Land is also �ed to 
iden�ty. Land ownership, access and control is filled with symbolism. Land in 
Africa is more o�en than not an inheritance with significant cultural baggage. 

There are so many more reasons why 
companies must pay par�cular a�en�on to 
land in their community engagement 
especially at the point of arrival.

Nigeria, like most African communi�es, has 
very complicated and complex land tenure 
systems. There is communal, family and 
individual land ownership. To make the ma�er 
more complex, there is the Land Use Act of 
1978 which invests control over land in every 
state on the governor. Further, all minerals 
beneath the earth surface are under the 
control of the Federal Government of Nigeria. 
As if that is not enough, the process of 
acquiring land �tle deeds is as corrupt as it is 
cumbersome. Meanwhile property right is 
one of the most secure means out of poverty.

With all these features about land, any 
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company that would commence any Community Engagement process must take 
�me to disentangle the land issue. Before arriving in the community, it is assumed 
that the company would have fulfilled all legal obliga�ons concerning the land in 
which it is coming to operate. On arrival in the community, the company must 
make use of the report of Stakeholder iden�fica�on and Analysis, Sustainable 
Livelihood Assessment and Community Governance Assessment to assist it in 
understanding and nego�a�ng land acquisi�on with the community. At this 
point, exis�ng community leadership plays a role. If the stakeholder 
iden�fica�on and analysis was properly done, it would have iden�fied the 
landowners on which the project would be located.

In nego�a�ng land acquisi�on within a community engagement process, there 
are basically two op�ons. First, is outright purchase and the other is a long-term 
lease. Whatever method it is, company must make sure that whoever is 
nego�a�ng on behalf of any group are the genuine representa�ves of the group. 
In some instances, a�er the lump sum payment for outright purchase or long-
term lease, the company may s�ll pay some kind of token as annual rent.

Further, the landowners will also insist on special considera�on for jobs, 
contracts, scholarships and development. This could become divisive as some 
community members who are not direct landlords may accuse the landowners of 
being selfish and greedy. An agreeable and fair sharing formula must be reached 
in order for everyone to win.

In conclusion, it is important to add that all the nego�a�ons and payments 
around land acquisi�on in the community is not so to say a purely legal ma�er. It 
is more rela�onal than legal. This is because, before mobilising to the community 
the company may have fulfilled all the requirements for land acquisi�on. In 
future some younger elements of the community may arise against their elders 
accusing them of selling out or poor nego�a�on skills. The company must be 
ready with an appropriate response because this almost always must happen.

One important point that has bogged down many land acquisi�on ini�a�ves 
under community engagement mechanisms is when a piece of land is in dispute. 
The dispute could be between individuals, between and within families or 
between or within communi�es. This is a dicey one. Note that technically the 
company has acquired the land from the licensing process.

The first thing a company can do in this instance is to commission a Conflict 
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Analysis Project. A team of conflict experts would be put together to analyse the 
land dispute. The conflict analysis report will iden�fy the par�es, the causes of 
the conflict, how the conflict has evolved, how the par�es have responded to the 
conflict and what has been some of the impacts. Depending on several variables, 
the company could ini�ate a resolu�on through a credible third party. But it 
should be men�oned that the company's grievance mechanism is not suited for 
this kind of dispute.

Another scenario is when the land in ques�on is in court. Again, the company can 
also seek council from the JCCGMT to decide on what to do. The company may 
also approach the par�es and suggest media�on. If they agree, the company or 
the mediators will ask the court for a long adjournment to enable them try for a 
resolu�on. This will be with the firm promise that if the mediators do not 
succeed, they will go back to the court.

P1-SO.9     Human Rights 
Conduc�ng an in-depth human rights impact assessment for effec�ve CE. Some 
CE guides like the United Na�ons Guiding Principles on Human Rights and 
Business (UNGP) suggest that human rights due diligence be conducted before 
the commencement of the project. This is good and it is o�en incorporated or 
done as part of the Environmental Impact Assessment (EIA). An EIA is a legal 
requirement both by government and most financial ins�tu�ons. It is used to 
meet project approval requirements. EIA is not part of the EIA process because it 
is done before the CE commences. However, it is important that the communi�es 
are involved in the EIA process since they are the ones to bear the brunt of 
environmental hazards.

Human Rights Impact Assessment is not en�rely new; the Interna�onal Covenant 
on Economic, Social and Cultural Rights calls for the “progressive realisa�on of 
the rights enshrined, implicitly requiring measurements of human rights and of 
the progress being made toward the full realisa�on of them.”

According to the World Bank (2013), HRIA is an instrument for examining policies, 
legisla�on, programs and projects to iden�fy and measure their effects on 
human rights. HRIAs provide a reasoned, supported and comprehensive answer 
to the ques�on of “How does the project, policy or interven�on affect human 
rights?” Their fundamental purpose is to help prevent nega�ve effects and to 
maximise posi�ve effects. As such, HRIAs are an indispensable part of making 
human rights considera�ons opera�onal in a range of legal and policy contexts.
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Human Rights Due Diligence is conducted at this point based on some of the 
human rights issues that have been iden�fied in Phase One and it is also used to 
project for Phase Two. As Kemp and Vanclay (2013) pointed out: 
That human rights are relevant to business has been confirmed through the 
United Na�ons Human Rights Council's endorsement of the 'Guiding Principles 
on Business and Human Rights'. Special Representa�ve to the Secretary-General 
on business and human rights, Professor John Ruggie, advocated awareness of 
'rights-holders' and 'duty-bearers' and a shi� from third par�es “naming and 
shaming” companies as a way of addressing human rights harms to companies 
also “knowing and showing” how they are taking responsibility for their human 
rights impacts and managing their human rights risks. Considera�on of human 
rights should therefore be central to impact assessment for private sector 
projects, especially those affec�ng livelihoods, environment, health, safety and 
security, land and property, culture and gender dynamics.

There are many reasons why a business should undertake Human Rights Impact 
Assessment of it project and opera�ons. But the Danish Ins�tute on Human 
Rights list the underlisted generic purposes:

· iden�fy and address adverse human rights impacts (through meaningful 
engagement with stakeholders, data gathering and analysis, preven�on, 
mi�ga�on and remedia�on) 

· contribute to effec�ve human rights due diligence 

· facilitate meaningful dialogue between stakeholders in a par�cular context; 
and 

· empower rights-holders to hold businesses to account for their adverse 
human rights impacts.

In conclusion, there are many reasons why a HRIA is important at this point. This 
is because the business is beginning to se�le and to take shape. The community, 
company and other stakeholders are also beginning to have a sense of shared 
iden�ty and development in the survival of the business and prosperity for all. All 
HRIA must involve communi�es. It must ensure that it iden�fies adverse human 
rights impacts and looks at maximising posi�ve impacts. The HRIA report is not 
for blaming anyone or poin�ng accusing fingers. Rather it is a document for 
planning, decision-making and risk-management.

Since human right generally is not the usual turf of business, the issue is who 
should carry out the human rights impact assessment? The company may decide 
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to use external consultants, but their in-house staff must provide quality control 
oversight. Again, like most other assessments, the design of the assessment is as 
important as the process and the eventual outcome. This very assessment must 
be approached from a Mul�-Stakeholder perspec�ve. It must be an inclusive 
process. It is also not an easy process. It is also fraught with many landmines. The 
World Bank supports this view when it observed that “the rela�onship between 
human rights, security, and development is by now well established. Transla�ng 
interna�onal human rights commitments into domes�c implementa�on also 
remain a challenge, not least because this is an inherently poli�cal process, and 
one which relates largely to context-specific dynamics of socio-poli�cal change.”

A HRIA is nothing but a mere document. But it can be made a worthwhile 
document if the company breathe life into it. This can be done by implemen�ng 
the findings by pu�ng in place effec�ve mi�ga�on measures that will address 
both present and future human rights issues. This is one of the ways the HRIA 
could become a credible tool for community engagement. To achieve this 
everyone's input is required and there must be sincerity on the part of the 
stakeholders to do the right thing. This may also be an appropriate �me for a full-
blown country-wide training on human rights.

P1-SO.10     Sustainable Community Development Plan 
One of the most an�cipated outcomes of the Sustainable Livelihood Assessment 
(SLA) and subsequent Sustainable Community Development Agreement is the 
SCDP. Since the SLA is a form of needs assessment, it must also put those needs in 
clear and understandable terms for further implementa�on. Through the SLA 
both the livelihood and community development needs of the community shall 
be iden�fied. A�er this the community leadership could be called upon to 
priori�se the needs for implementa�on.

The SCDP does not only iden�fy community development projects, it also 
proposes �melines for implementa�on and also suggests sources of funding for 
the projects. Usually a SCDP has a life�me of about three years due to the 
changing dynamics of the community. There is need for periodic updates and 
amendments. Whatever shall be done on the SCDP, the community must be 
involved and where necessary take the lead.

It is also important for the contents of the SCDP to be validated in a town hall 
mee�ng or any other credible community consulta�on forum. This accords 
legi�macy to the plan and galvanises the community to take ownership for the 
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projects therein. It is important for the SCDP not to be seen as another company 
ini�a�ve. It must emanate from the community and driven by the collec�ve will 
and solidarity of the en�re populace. Where possible the community must 
contribute to its realisa�on even if it is symbolic. The SCDP will be a part of the 
company's CSR plan for as long as the opera�onal rela�onship with the 
community(ies) subsists.

P1-SO.10A      Community Based Ins�tu�on Building (CBIB)
It is important that a Community Based Ins�tu�on Building (CBIB) approach is 
followed in designing the SCDP. The CBIB must take into considera�on the actual 
needs of the community and seek to empower all groups, especially women and 
youth, on produc�vity, rights and responsibili�es and opportuni�es. The 
company is to bear in mind that this will manifest such that the community and its 
driving CBO or CDB become self-reliant, vibrant and progress ins�tu�ons that 
take the lead at the local level, to drive relevant and result oriented development 
ini�a�ves.

P1-SO.10B     Sustainable Community Development Agreement (SCDA)
A community development agreement, community under the framework of a 
Global Memorandum of Understanding or Memorandum of Understanding or 
Par�cipatory Partnership Strategy (PPS) - as is the case for Produc�on Sharing 
Agreements (PSA) - or Integrated Community Development Project (ICDP), ought 
to have been outlined and agreed at the onset of the programme. Of the lot in 
Nigeria, the GMoU is the most popular for its focus on par�cipatory development 
and ownership of development by the people. IN other parts of the world, 
agreements such as the IBAs have worked successfully for the same reasons as 
well as because they are legally binding. Whatever approach a company decides 
to adopt is en�rely up to it. In these standards, our aim for the Sustainable 
Community Development Agreement (SCDA) is to point out that:
· there is a signed agreement from the onset
· all relevant par�es – including deep consulta�ons with the general populace 

themselves - were duly consulted
· the agreement should be equitable
· the agreement will be adhered to, and should legally binding for all par�es 

involved
· the agreement is duly overseen by an independent community development 

board or community-based organisa�on.

We have added the term 'sustainable' to the agreement, to emphasise the need 
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for whatever agreement to be solid enough that it sa�sfactorily transcends 
administra�ons. This is also applicable to its use on the Community Development 
Board.

P1-SO.10C      Sustainable Community Development Board (SCDB)
A Sustainable Community Development Board (SCDB) based around various 
members of key stakeholder group posi�ons – not persons – is recommended. A 
holis�c and func�onal SCDB will be made up of government – local and state – 
company representa�ves/leaders – men, women, youth and any other 
marginalised groups, CSOs. It will be chaired by a community leader selected 
transparently. It will be responsible for oversight but will not influence the 
process of contract award or selec�on of community development ini�a�ves. 
SCDB members should be unbiased, ethical representa�ves of the different 
segments of the stakeholder groups which they represent. Their role should be 
strictly advisory and monitoring.

As sustainable communi�es tend to focus on environmental and economic 
sustainability, urban infrastructure and social equity, a well cons�tuted CDB will 
focus its sights on those parameters.

A SCDB ought to:
· be unbiased have a clear vision/mandate
· be made of individuals of high intellectual and moral value of the diverse 

community groups, business and government (federal, state and local, if 
possible)

· focus on sustainability of proposed ini�a�ves, bearing in mind the possible 
tenured nature of company opera�ons

· be responsible for releasing intermi�ent and �mely reports as agreed – 
monthly, quarterly or annually

· oversee monitoring and impact assessment.
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Every community has a system of governance or a governance structure. The 
leadership or governance body of a community is responsible for making key 
decisions and implementa�on of plans that affect life in the community. The 
governance body of a community is crucial to every community engagement, 
process as they are the stewards and harbingers of events and planned ac�vi�es 
in the community. Governance model, governance structure and the 
components of the intended community for engagement, should be carefully 
studied so as to decipher the community engagement strategy that would be 
appropriate. The governance body of a community is usually the first port of call 
for every community engagement ac�vity and efforts should be made to ensure 
that due diligence is done to avoid early or future disrup�on, as this dictates the 
tone for the success or otherwise of community engagement. Company-
community-government governance models would need to be formed for the 
new rela�onship.

P1-GO.1     Community Governance Assessment
This is not a popular and tradi�onal community engagement tool. In fact, it is not 
available in mainstream literature. Community Governance Assessment (CGA) is 
a product of experience. During an engagement with some communi�es in the 
Niger Delta on the Voluntary Principles on Security and Human Rights, some 
community members were asked to iden�fy who they will go to if there was a 
problem in the community. Some said they will go to the militant leader based in 
the community. Others said they will report to the tradi�onal ruler, while others 
opted for the youth leader.

According to that report, a mapping of the Community Governance structure 
indicated that the tradi�onal ruler is at the apex, followed by the Council of 
Chiefs, followed by the Council of Elders of Each Quarter and finally the various 
family heads. There was therefore a clear indica�on that many community 
members do not understand clearly the community governance structure. This 
ac�vity is a li�le more technical than the other tools used in the CES. It therefore 
requires a skilled facilitator. The main strength of the CGA is the design of the 
assessment.

The essence of CGA is to understand how a community is governed. It iden�fies 
the various governance structures, maps the rela�onship between them, 

P1-GO       Governance

COMMUNITY ENGAGEMENT STANDARDS 
FOR STAKEHOLDERS IN THE EXTRACTIVE INDUSTRIES

85



analyses their powers and understands their origins and evolu�on. This enables 
whoever is engaging the community to know who to approach to do what. It also 
helps in understanding how the various governance structures came into being 
and what events led to their coming into place.

CGA could be done by an external consultant but it must be properly designed. In 
fact, when one engages in CGA, there is a tendency for some community 
members to either through ignorance or mischief to mislead the assessors. There 
are many reasons for this. For instance, if a group is aware that a project is 
coming, they could organise themselves to achieve rela�ve visibility to enable 
them to be recognised in the new scheme of things. At �mes a community may be 
frac�onalised because of an issue and it may be that it is at this point that the 
company is making its entry. CGA could help in understanding the nuances of 
these developments. CGA helps to understand which community governance 
structures are temporary, ad hoc, permanent, standing etc. It also helps in 
mapping the func�ons and boundaries of every governance structure in the 
community.

P1-GO.2     Community Leadership
A very good ques�on to ask is: Why is it that 'community leadership' is not 
included in the discussion on community governance assessment? The simple 
reason is that they are not the same even though they sound similar. When a 
company arrives any community, it meets a leadership in place. It must for the 
mean �me work with this leadership whether legi�mate or not. Second, a 
company may not have all the full facts as to how this present leadership 
emerged. This present leadership must be iden�fied as part of the CE process. 
The company must also develop strategies for working with this leadership un�l 
they verify legi�mate leadership.

Many companies have had to create parallel governance structures when they 
enter a new loca�on. This has been used when it is perceived that the current 
leadership lacks credibility and legi�macy. A company may find itself in a 
dilemma if the community is frac�onalised with leadership contesta�on.

One way companies have managed this dilemma has been to create a 
governance structure for their CE ini�a�ve. This governance structure will then 
have to engage the exis�ng community leadership. This has not been easy, but it 
has been the situa�on and a company that values excellence must find a way 
around it.

COMMUNITY ENGAGEMENT STANDARDS 
FOR STAKEHOLDERS IN THE EXTRACTIVE INDUSTRIES

86



In making an entry and staying in a place to operate, a company must have a 
governance that supports it CE ini�a�ve. Ge�ng this is not an easy task especially 
in a dynamic environment like the Niger Delta. What a company does to a large 
extent depends on the laws of the land, company CSR Policy and the peculiar 
nature of the community among others.

P1-GO.3     Nigerian Laws and Laws of the Land
As noted in the sec�on on an 'Overview of CSR', one of the responsibili�es of 
corporate bodies is to obey Nigerian laws and regula�ons (federal, state and 
local) governing all aspects of business enterprise, in totality. They should also 
understand the laws, norms and culture of the land where they intend to operate 
or are opera�ng. There are also other interna�onal and regional regula�ons that 
the company must also comply with. For instance, the United Na�ons Guiding 
Principles on Business and Human Rights is a robust interna�onal instrument 
that could assist companies in community engagement. Many na�onal, regional, 
state, local and community legisla�ons also provide guidance for community 
engagement. In some communi�es, they have also developed codes and 
regula�ons that guide their rela�onships. It is also important for companies to 
take cognisance of this in their community engagement. All of the above shall 
help companies to align their community engagement appropriately and 
maximise the benefits of being law-abiding. One of the most cri�cal benefits of 
aligning community engagement with the laws of the land is that it helps 
companies to be aware of the various grievance mechanisms available and, their 
strengths and weaknesses.

P1-GO.4     Inclusive Governance
Whereas, the term governance is a decision-making process that gets more 
people and stakeholders involved with aim of coming up with common good 
decisions that sa�sfy the majority; inclusive governance, through communi�es' 
involvement, favours the overall acceptance and makes implementa�on easier. 
Inclusive governance also addresses par�cipatory governance, which would 
entail the involvement of the communi�es in decision-making, which in turn, will 
enable governance to gain greater acceptance and tackle new issues. In order to 
reach the most sa�sfactory decision, a three-step decision-making process can 
be implemented: This includes:
· Informa�on: Readily providing informa�on to host communi�es in a �mely 

and transparent manner. Informa�on could cover revenue, security threats, 
or any challenges or victories

· Consulta�on: asking their opinion on any and all issues rela�ng to aspects of 
the opera�ons that directly, or some�mes, indirectly affect the community
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Dialogue: Following informa�on sharing and consulta�on, itera�ve dialogue is 
necessary to keep up with any changing dynamics, in order that the most 
sa�sfactory decision for everybody at every point is arrived at.

Inclusive governance remains a vital tool in conduc�ng effec�ve community 
engagement and for fostering peace.

P1-GO.5     Grievance Mechanism
The peacefulness of a community is not determined by the number of 
disagreements between the members but by the availability, accessibility and 
effec�veness of its grievance mechanisms. In Phase One of the CES, a key 
ingredient in the design is the establishment of a Grievance Mechanism. 

IFC describes a company/community grievance mechanism as thus: A locally 
based, formalised way to accept, assess, and resolve community complaints 
concerning the performance or behaviour of a company, its contractors, or 
employees (IFC 2011).

There are many types of Grievance Mechanisms. Some are judicial, while others 
are non-judicial. Some are state-based while others are non-state-based. What is 
being recommended here is a Grievance Mechanism set up by the company as an 
accompaniment of its CE strategy. Companies usually have two kinds of 
Grievance Mechanisms. First, is what is known as 'Headquarters Grievance 
Mechanism' while the other is known as 'Opera�onal Level Grievance 
Mechanism.' The opera�onal level Grievance Mechanism is the one domiciled at 
the site of ac�vi�es or to put it blandly in the community.

This grievance mechanism is designed to address issues that arise out of the daily 
opera�ons of the company. Prof. John Ruggie – the UN Secretary General Special 
Representa�ve on Business and Human Rights made a robust case for it in the 
United Na�ons Guiding Principles on Human Rights and Business (2011).

One of the cri�cisms of this ini�a�ve is that the accused companies are le� to 
address the grievance. This cri�cism is unfounded and is based on a lack of 
understanding of the Ruggie recommenda�on. Though the Grievance 
Mechanism may be located in the company opera�onal level loca�on, it may also 
be fully funded and managed by company staff, it is a Mul�-Stakeholder Pla�orm 
that involves different groups from the community.
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The Grievance Mechanism is made up of men, women and youth from the 
community. There are also company representa�ves. More o�en than not 
government officials are also members of the Grievance Mechanism. It is 
advisable that community members choose their representa�ves on the 
mechanism but with clear guideline that recognises diversity. For the sake of 
freshness, members could have tenure of between two and four years. And they 
may be appointed for only two terms. 

One thing that is important to note is that The headquarter’s Grievance 
Mechanism acts as an appellate court. If anyone feels dissa�sfied with 
se�lements reached at the opera�onal level grievance mechanism, they can 
refer to the headquarters one.

A�er they have been appointed and inaugurated, they must be trained and rules 
guiding their work must be clearly spelt out. Penal�es for infrac�ons must also be 
clear. It may be important to state that part of the func�on of the opera�onal 
level grievance mechanism is to act as referrals for cases. For instance, there may 
be issues which the grievance mechanism may not be in a posi�on to handle, 
they may refer same to the appropriate agency and keep a watch on the progress 
and inform the par�es regularly. The group could also be used to sensi�se 
community members on issues as they arise from the opera�ons of the company.

In conclusion, Prof. Ruggie in the UNGP developed eight effec�veness criteria for 
grievance mechanisms. Companies may do well to use this in designing the 
grievance mechanisms. 

Jus�fying the use of the eight effec�veness criteria, Prof. Ruggie argued that, “a 
grievance mechanism can only serve its purpose if the people it is intended to 
serve know about it, trust it and are able to use it. These criteria provide 
benchmark for designing, revising or assessing a non-judicial grievance 
mechanism to help ensure that it is effec�ve in prac�ce. Poorly designed or 
implemented grievance mechanisms can risk compounding a sense of grievance 
amongst affected stakeholders by heightening their sense of disempowerment 
and disrespect by the process” (UNGP, 2011, p.34).

Effec�veness Criteria of Grievance Mechanism
According to Budd and Colvin (2008) two main criteria have been used to 
evaluate the effec�veness of grievance mechanisms. They are speed and 
sa�sfac�on. This has primarily been applied to employee grievances. The 
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expansion of the defini�on of company stakeholders has also led to the 
broadening of the criteria of effec�veness.

P1-GO.5A     Legi�macy
An effec�ve grievance mechanism could be said to be legi�mate if it has “a clear, 
transparent and sufficiently independent governance structure to ensure that no 
party to a par�cular grievance process can interfere with the fair conduct of that 
process' (Rees, 2011, p.9). This implies that the mechanism will have a clear 
administra�ve structure that is designed in such a way that no party that is using 
it could have an advantage over the other. 

P1-GO.5B     Accessibility
The next criterion iden�fied by Prof. Ruggie is that of accessibility. In this instance, 
accessibility has two aspects. First, is that of stakeholders knowing that the 
facility exists and that they can use it. In other words, that the facility is meant for 
them. Second, is that the facility is physically accessible.  Accessibility here means 
also proximity and convenience to reach the facility. It also involves 
understanding how to use the mechanism.

P1-GO.5C      Predictability
Predictability, as an effec�veness criteria of a grievance mechanism, involves 
both process and outcome. First, the intended users must be sure that it is 
“providing a clear and known procedure with an indica�ve �me frame for each 
stage, and clarity on the types of process and outcome available and means of 
monitoring implementa�on” (UNGP, 2011, p. 33). What this criterion is simply 
saying is that if one files a complaint, s/he should be certain that within two 
weeks there will be a response acknowledging receipt of the complaint. Second, 
within say another one week, one will get a response indica�ng whether the issue 
shall be handled or not. Apart from this one should also know in advance what 
will happen if the complaint is successful or unsuccessful. These are some of the 
components that make a grievance mechanism effec�ve.

P1-GO.5D     Equitability
By being equitable, the facility is “seeking to ensure that aggrieved par�es have 
reasonable access to sources of informa�on, advice and exper�se necessary to 
engage in a grievance process on fair, informed and respec�ul terms” (ibid). This 
implies that the facility must ensure that those who shall use it, have access to the 
same resources that shall enable them to make their case. For instance, if one 
wants to apply for a varia�on in contract cost, he/she must have access to the 
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procedure for applying for varia�on. When two contractors are applying for 
varia�on, this informa�on shall be made known to both par�es in a manner that 
is equitable. On the other hand, par�es may need scien�fic informa�on or 
specialised data for the hearing of a complaint, this must be provided (Reese, 
2011, p.19).

P1-GO.5E     Transparency
A facility is said to be transparent when it is open for everyone to see and know 
what is happening. The UNGP suggests that transparency involves “keeping 
par�es to a grievance informed about its progress, and providing sufficient 
informa�on about the mechanism's performance to build confidence in its 
effec�veness and meet any public interest at stake” (ibid). For any grievance 
mechanism to be effec�ve to inspire confidence in its intended users, they must 
be informed of the progress of a complaint so that they will know what is going 
on. If for instance, there are issues delaying the progress of a case, they should be 
informed. If there are administra�ve issues that may affect the �ming and 
outcome of the case, they should also be told. The essence of this is that by being 
transparent it builds the confidence of the public in its effec�veness in 
responding to issues. 

P1-GO.5F     Rights-Compa�bility
This is another criterion to measure the effec�veness of grievance mechanisms. 
According to the UN, human rights are those en�tlements that are due to us as 
human beings. And they are universal, inalienable, indivisible, interdependent 
and inter-related. This criterion, therefore, insists that a grievance mechanism 
could be said to be effec�ve, if it is rights-compa�ble, that is “ensuring that 
outcomes and remedies accord with interna�onally recognised human rights. 
The standards for ensuring this include: the UN Charter, the Universal Declara�on 
on Human Rights, human rights instruments to which the state is party to, 
voluntary pledges and commitments made by a state including those undertaken 
when presen�ng candidates for elec�on to the Human Rights Council and 
applicable interna�onal humanitarian law. Other applicable instruments include 
the Africa Charter on Human and People's Rights and the Cons�tu�on of the 
Federal Republic of Nigeria. So, for a grievance mechanism to be said to be 
effec�ve it must ensure that the outcomes and remedies are in accord with the 
provisions of the above human rights instruments. If it is not in compliance, then 
the facility is said not to be effec�ve.
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P1-GO.5G     Con�nuous Learning
The environment in which businesses operate today is a dynamic one. The 
changes are quick and almost dizzying in speed. Prof. Ruggie advises then that for 
any grievance mechanism to be effec�ve it must be “drawing on relevant 
measures to iden�fy lessons for improving the mechanism and preven�ng future 
grievances and harms.” This means that the grievance mechanism must monitor 
and track its ac�vi�es, and periodically review them to see what they are learning 
and how that can be used to improve the facility or even the company opera�ons 
as a whole.

From a peacebuilding perspec�ve, it was suggested that the facility must be 
“preven�ng future grievances and harms.” This implies that for a grievance 
mechanism to be effec�ve, it must have in-built in it “early warning mechanisms 
to prevent future grievances and harms. Second, there must be provisions for 
monitoring, tracking and evalua�on of lessons learned.

P1-GO.5H     Itera�ve Engagement and Dialogue  
The IFC has developed guidance notes and prac�ce guides on stakeholder 
engagement and dialogue. In fact, this underscores the importance of this 
criteria. According to the UNGP, any grievance mechanism that could be said to 
be effec�ve must be “consul�ng the stakeholder groups for whose use they are 
intended on their design and performance and focusing on dialogue as the 
means to address and resolve grievances. This criterion makes provision for 
consul�ng the stakeholders on the design of the mechanism. Second, the 
grievance mechanism must use dialogue as a means to address and resolve 
grievances.  If it is doing this, then it is effec�ve, if not, it is not. 

P1-GO.6     Repor�ng
Key to harnessing the focus of all sustainability endeavours, is the establishment 
of a sustainability framework and repor�ng schedule. Companies are 
encouraged to report on all material aspects of local ac�vi�es annually – or 
quarterly - in line with recognised local or global standards. Repor�ng amongst 
partnering stakeholders in a transparent and public manner is fundamental for 
companies commi�ed to sustainability. When wri�ng a report for various 
stakeholders, it is important to remember that audiences differ and as such 
communica�on may need to be simplified and to be made available via different 
media and in local languages. For accessibility, it may be advisable for the reports 
to be available on a dedicated SCDA online portal or at the very least, on the 
company’s website.
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The following ques�ons may also need careful thought:

· Which areas of SCDP will the report primarily focus on? 

· Am I mee�ng all regulatory requirements in my systems and processes – 
NCDMB Community Content Guidelines, Ministry of Environment EIA 
requirements, DPR guidelines?

· Is my repor�ng in line with best prac�ce standards – impar�al, complete, 
credible?

· How will it be reported and with what systems? (Tools, technology, 
partnerships for elevated pla�orms)

· When will reports be developed and published? (Timelines, key ac�vi�es and 
responsible par�es)

· Who is the target audience for the report? (corporate organisa�ons, NGOs, 
founda�ons, social investors) 

· What communica�on media are required? (Web, print, social media, TV)

· How will par�cipa�ng companies be selected for ranking and repor�ng? 
(selec�on criteria)

· How will data be gathered, scru�nised and evaluated? (Monthly, quarterly, 
annually? Research, data gathering & evalua�on techniques, publicly 
available data, data credibility, etc)

· How would data quality be guaranteed? (quality assurance standards)

· How will the impact of the report be measured? (Output vs. Outcome 
repor�ng)

COMMUNITY ENGAGEMENT STANDARDS 
FOR STAKEHOLDERS IN THE EXTRACTIVE INDUSTRIES

93



Effec�ve community engagement requires a cri�cal assessment of the economic 
environment in which the project implementa�on is to take place. It also requires 
that implemen�ng stakeholders' access local community capacity to ensure full 
rather than par�al par�cipa�on in the process. 

Complaints from community persons engaged in the framework development 
bordered on the destruc�on of livelihoods, and the ill-advised and low-quality 
implementa�on of capacity building, without recourse to sustainable financing 
for success; leading to instances of extreme poverty. The CE framework looks at 
two cri�cal aspects of a community's economy that should be directly addressed 
by opera�ng companies, namely: Sustainable Livelihood Assessment and 
Environmental Impact Assessment.

P1-EC.1     Sustainable Livelihood Assessment
Professor Tim Finan, of Arizona State University Bureau for Applied Research, 
told a story of how communi�es residing along the Chad/Cameroon Gas Pipeline 
were paid some money as compensa�on and how soon a�er the money 
evaporated, they were up in arms against ExxonMobil, the project promoters.  
Companies throw money at problems. Maybe because companies by nature are 
profit-driven. But there is more to rela�onships than money, especially where 
livelihood is involved. Whatever any company does, if it does not pay close 
a�en�on and take deep interest in the livelihood of host, impacted and access 
community members, the company could never be said to be responsible, and if 
a community is not responsible, it will never be profitable. Furthermore, if a 
company is not profitable, that company can never be sustainable.

Part of the Phase One ac�vi�es in the Community Engagement process is to 
conduct a Sustainable Livelihood Assessment. This is a simple process of 
ascertaining how different community members earn their living. The main 
essence of this is to manage the disrup�ons and disloca�ons that the new project 
will cause to their livelihood systems. The onus is on the company to make 
arrangements for an alterna�ve. To be able to do this, the company must 
understand how the community members earn a living in the present.

Before now, many companies have made the mistake of simply giving money to 
community members to go and start something. The failure rate of such 

P1-EC       Economy
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ini�a�ves has been colossal. This is because people can only do what they know 
how and if you want them to do something else they must be trained, mentored 
and guided. For instance, if a community is tradi�onally known for poultry 
farming, it would not be advisable to give them money and ask them to move 
elsewhere and do the same. They may be provided inputs like day old chicks, 
feed, drugs, etc. Managing money, especially an amount that someone is not 
used to, could be a difficult task.

It is also important to underscore why it is known and addressed as Sustainable 
Livelihood Assessment. The sustainable in the nomenclature implies that some 
livelihoods may not be sustainable. For instance, when a company enters an area, 
many community members will jostle for jobs and contracts. Contracts and such 
temporary jobs are not sustainable because at the end of the project, they end. 
People may generate capital from contracts and invest in something that is more 
sustainable. 

The concept of being sustainable, therefore, implies what kind of livelihood 
system the community environment could support. This is not to suggest that 
people may not innovate or do something new. But they must be prepared for 
any new livelihood methods. They must also be supported on this new 
adventure.

So, the task before the assessors is to ascertain what kind of livelihood the 
community environment has supported over �me. Second: How do different 
segments of the community popula�on earn their living? What is the economic 
rela�onship between the community and all others around it? It might also be 
necessary to find out what employment and income-genera�ng programmes the 
government have been involved in. In every community men, women and youths 
may engage in different economic ac�vi�es to support the family. This needs to 
be surfaced. It would also be important to find out what the people buy from 
outside, what they sell, and what they produced locally. It is also important to 
establish their pa�ern of consump�on and the average income per household. 
This informa�on helps in planning and decision-making.

P1-EC.2     Benefit-Sharing: Contrac�ng and Employment
Contract, employment and scholarship all fall under benefit-sharing. Even 
though there may be others like direct cash payment, payment to the elderly, 
provision of subsidised health and transport facili�es, etc. Other benefits include 
capacity-building for some specialised skills, micro-credit schemes and grants for 
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enterprise promo�on. 

There are primarily two types of benefit sharing in the extrac�ve industries. The 
first could be referred to as na�onal or central. This is the system whereby the 
government gets rents, royal�es, taxes, signature bonuses, etc. The second is the 
sharing of benefits at the community level. This one could also be classified into 
two namely: monetary and non-monetary. In this CES, the concern is with the 
sharing at local or community level. It also includes monetary and non-monetary 
benefits.

Looking at it more closely there are some clarifica�ons that need to be made in 
the classifica�on of benefits. First is the benefit that accrues to community 
members to ameliorate the hardship and discomfort caused by the extrac�on of 
minerals. This is called compensa�on in legal parlance. The kind and quantum of 
benefit is directly propor�onal to the harm suffered. For instance, if the company 
wants to acquire land, they may pay for income-genera�ng trees and other assets 
on the land. This strictly speaking, does not equate to benefit sharing, but it also 
may fall into the category because this kind of issue has the capacity to rupture 
rela�onships between the company and community. Moreover, this is more 
o�en than not exclusively managed by the company.

The other type of benefit is that which accrues to the community directly as a 
result of mineral explora�on. This kind of benefit is paid whether the community 
suffers any direct or explicit harm or not from mineral exploita�on. 

Some of the challenges of benefit-sharing administra�on in weak governance 
zones like Nigeria, pool around issues of government responsibility, trust and 
transparency. Second, is to what extent the benefits trickle down to the 
community members. For instance, there is the 13% deriva�on fund for states 
and communi�es that produce oil in Nigeria. Ordinarily, this ought to be one of 
the best models of benefit-sharing because it is a hybrid of both legal and 
discre�onary. But the management of this 13% deriva�on fund has been mired in 
controversy and discrimina�on. Communi�es that produce oil accuse the 
government of using the deriva�on money to develop areas that do not produce 
oil. At �mes, the en�re fund is flagrantly mismanaged. 

With this kind of scenario, there is the need in the CE process to design innova�ve 
ways of benefit-sharing. In doing this there are some principles that must guide it. 
First is that it must be targeted at direct community beneficiaries. Second, the 

COMMUNITY ENGAGEMENT STANDARDS 
FOR STAKEHOLDERS IN THE EXTRACTIVE INDUSTRIES

96



sharing and the benefits must also be targeted at community and individual 
development. It must also be managed in such a way as to be sustainable. It must 
target ameliora�ng of harms caused by oil explora�on while providing long term 
economic benefits and development. The sharing of benefits must be fair and 
guided by equity.

This is important because data from the field point out that a sense of unfairness 
and inequity in the sharing of benefits have led to such incidents as pipeline 
vandalism and oil the�. This sense of denial and unfair treatment has led 
community members to engage in unwholesome ac�vi�es with the aim of 
ge�ng or par�cipa�ng in clean-up contracts and other sundry revenue-
genera�ng ac�vi�es.

The benefits being talked about in this CES are those managed by the company. It 
is also defined by the company. Under CSR discourse, it falls under discre�onary 
responsibility. But in some areas, it is also a legal responsibility. The company 
must be innova�ve and careful in benefit-sharing because it is the company that 
will bear the consequences of a badly managed benefit -sharing arrangement.

The company in this instance could be the license holder, an operator, or sub-
contractor. In this instance, we will take the company to mean operator. This is 
because the operator has the responsibility of day-to-day management of the 
site(s). This does not indemnify the license holder, if different, as the operator is 
their representa�ve on site. The sub-contractor, who is advisable to be a member 
of the community as much as possible, will need to be given appropriate 
guidance and ongoing oversight through the dura�on of their service. 

To help the company to share benefits in an even-handed manner, the usefulness 
and importance of the reports from stakeholder iden�fica�on and analysis, 
livelihood assessment, land acquisi�on and other interac�ons, come in handy. 
Some good informa�on could also be gleaned from the community governance 
assessment.

Perhaps, the first task before the company, is to clearly define the benefits to be 
shared. This is usually from the company or community engagement budget. In 
this Phase One, the company is not producing yet, and no harm has been 
recorded so far. Second, the company has also not started making profit. All these 
will need to be taken into considera�on.
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Data from the field indicate that it might be 
best to have a hybrid of benefit-sharing. First, 
one could be ins�tu�onal while the other may 
be individual. The company may establish a 
kind of trust fund that would be managed by a 
mul�-stakeholder board of trustees. This trust 
fund shall be used for such ac�vi�es as 
community development, scholarship, etc. 
Then there would also be other direct benefits 
like seasonal gi�s, payments to elders and the 
infirm, etc.

In the sharing of benefits, it is advisable for the company to allow the community 
to take the lead since they know themselves. They know who the host, access and 
impacted communi�es are. They also know who owns the land and who an 
indigene and tenant is. But the company must also provide oversight and quality 
control. At �mes, the sharing could also be done through nego�a�on. As much as 
possible, the company must try to insulate itself from directly par�cipa�ng or 
masterminding the sharing.

In conclusion, it is important to emphasise that employment in this Phase One 
has different components which must be taken into considera�on. First, most of 
the jobs that would be available at this stage may be from the contractor. This 
implies that the jobs may end when the contract is completed. May be a few may 
be permanent but again with the contractor. The company should never shy from 
providing oversight at this stage, because whatever happens shall impact the 
company's hiring when the contractor exits. This same applies to contracts as 
well. This is important because at �mes some contractors spoil rela�onships and 
leave their principals to clean up the mess.

Detailed research via the use of qualita�ve and quan�ta�ve instruments is 
required to answer these ques�ons.

P1-EC.2A     Contrac�ng
It is advisable that as many company contracts as are a�ainable, are sub-
contracted to the community which hosts them; that is if the company has 
qualified personnel to handle the ac�vity. This is why we hve suggested that the 
contrac�ng process is open and accountable (See Technology for Open 
Contrac�ng Data and Monitoring). That way, there is a clear trail if the company 

In the sharing of 
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has been unable to choose a contractor for the community and vice versa. 

In Phase One, it must be borne in mind that most of the harm is wrought by 
contractors. The ques�on then is: Does the contractor have the resources? Was 
this factored into the contract? This is a very important aspect of stakeholder 
engagement. Contractors should have SLAs for implemen�ng company business, 
including adhering to local content laws, and subsis�ng community-level 
agreements.

P1-EC.2B     Employment
It is important to emphasise that employment in this Phase One has different 
components which must be taken into considera�on. First, most of the jobs that 
would be available at this stage may be from the contractor. This implies that the 
jobs may end when the contract is completed. May be a few may be permanent 
but again with the contractor. The company should never shy from providing 
oversight at this stage, because whatever happens shall impact the company's 
hiring when the contractor exits. In analysing the employment status of the host 
community where the CE is intended to take place, key ques�ons to be posed 
include the following: 

· Number of gainfully employed persons

· Number of unemployed persons

· Number of under employed persons

· Male to female employment ra�o

· Reasons for unemployment or under employment

· Possible modali�es for ameliora�ng the unemployment situa�on.

P1-EC.2C      Scholarship
A scholarship is an award of financial aid for a student to further their educa�on. 
This should be part of the Sustainable Community Development Plan. We 
recommend that a scholarship sub-commi�ee, comprising individuals with high 
moral values, be set up under the Community Development Board to oversee the 
process and to ensure transparency and equitability. The award sum should be 
commensurate with reali�es and reviewed periodically to reflect changes in the 
larger society. Some criteria should be agreed upon, communicated to, and 
applied across board when selec�ng scholarship recipients. 

P1-EC.2D     Training and Development
Community training and development enables community members to iden�fy 
their own individual and collec�ve goals, to engage in learning and take ac�on to 
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bring about change for themselves and their communi�es. We recommend a 
training manual and schedule for the period to be included in the SCDP. Individual 
training and development needs should be assessed, and training objec�ves 
should be achieved as well as method of training delivery. It should incorporate 
formal and informal methods of training and social development. Impact of 
training and development should be monitored periodically, and support 
provided before, during and a�er training to ensure full benefits of training 
outcomes.

P1-EC.3     Technology for Open Contrac�ng Data and Monitoring 
The use of technology for open contrac�ng data and monitoring storing and 
dissemina�ng agreement related data is very necessary. This CES recommends 
the development of a web portal for storing and upda�ng content rela�ng to the 
SCDP, EIAs, reports from ac�vi�es of CBOs and/or CDBs and any other 
agreements with host communi�es. The portal may also be used for open 
bidding for contracts amongst community members and any other third party. 
Full disclosure will be given for every bidding, contract, agreement, milestone 
payment or project delivery process. A company may choose to have one portal 
that services all of its communi�es, or all of its communi�es in a par�cular 
loca�on. It may also choose to have a dedicated portal to each facility it operates.

Benefits of open data include:

· to avoid corrup�on

· over spending 

· to hold all par�es accountable 

· to keep transparent records of transac�ons and agreements

· many abandoned projects and white elephant projects

· to improve the quality of goods, works, and services ul�mately delivered to 
communi�es. 

In order to do this work effec�vely, civil society would have access to contrac�ng 
informa�on, space to operate, and a mechanism by which to deliver feedback to 
decision-makers and achieve results. A recommenda�on is for the portal to be 
managed by a third-party civil society organisa�on, consultancy or other 
independent body.
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Security is perhaps one of the most important in the hierarchy of human needs. 
The Longman Dic�onary of Contemporary English describes security as “the 
ac�vi�es involved in protec�ng a country, building or person against a�ack, 
danger, etc.” It also goes on to say that security is protec�on against something 
that might happen in the future, the state of feeling happy and safe from danger 
or worry. Security could be rela�onal or structural. In CE for security to be 
sustainable it must include both. It is also important to add that part of security is 
to understand what happened in the past and put in place mechanisms for 
preven�ng such from happening again or minimising the impact if it eventually 
happens.

P1-SE.1     Human and Health Security
The concept of security has been widened to include human security and health 
security. United Na�ons Development Programme first used the phrase 'human 
security' in 2003. This concept refers to a new standard of security that 
emphasises the universal wellbeing of individuals, which is away from the former, 
of concep�on security, that focuses on security for na�onal boundaries and their 
leaders. But as Carol Bellamy noted while welcoming the UNDP Human Security 
Report “none of us is secure unless all of us are secure.” Human security focuses 
on protec�ng individuals and communi�es from all forms of violence including 
hunger, disease, human rights viola�ons, etc.

The founder, Inclusive Security Associa�on (ISA), Swanee Hunt, who was also US 
Ambassador to Austria 1993-1997, reinforced the view expressed by Carol 
Bellamy, saying “We envision a secure world in which policy makers turn not only 
to men, but also to women and civil society groups to prevent violent conflict and 
ensure just and las�ng peace.” Another name for describing what Hunt and 
Bellamy is advoca�ng is “inclusive and collabora�ve security.”

In designing a security arrangement within the framework of CE, there are 
some ques�ons that we need to address:

· What are some of the security threats that are unique to the community?

· What are we securing?

· Who are we securing?

· What are the sources of threats?

P1-SE       Security
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· Why do we secure?

· How do we secure?

·  Who is responsible for securing?

·  What is the security strategy for the en�re region where the community is 
located?

·   What are some of the best prac�ce case study of security that we can learn  
       from?

To be able to answer these ques�ons sa�sfactorily, the company must conduct 
Peace and Conflict Impact Assessment (PCIA). This assessment may be 
conducted by an external consultant. It is through this assessment that an 
appropriate security infrastructure could be put in place in the community. 
Whatever may be the case, the company must avoid a security arrangement that 
alienates the community and focuses on protec�ng the company and its assets 
only. The company must also take into cognisance the strategic place of oil and its 
assets in the scheme of things in Nigeria. As Cyril Obi (1997, p. 9), “Oil, therefore, 
remains the ul�mate prize in Nigerian poli�cs and cons�tutes the core interests 
of state control and security.” 

In designing and deploying security, many companies have almost always 
focused on the risk that communi�es pose to their investments and opera�ons. 
This is a mistaken concep�on of security in the CES. The guiding philosophy for 
security in the CES is what Carol Bellamy said, “None of us is secure unless all of us 
are secure.”

Security in Nigeria is a li�le bit more complicated, especially in the oil-bearing 
communi�es. As Cyril Obi puts it, “Oil, therefore, remains the ul�mate prize in 
Nigerian poli�cs and cons�tutes the core interests of state control and security” 
(Obi 1997, p. 9). To underscore this, Mahbub ul Haq reinforced this view when he 
wrote that “the world is entering a new era of human security in which the en�re 
concept of security will change drama�cally...in this new concep�on, security will 
be equated with the security of the individual, not just security of na�ons or, to 
put it differently, security of people not just security of territory, we need to 
fashion a new concept of human security that is reflected in the lives of our 
people, not in the weapons of our country” (1994, p.1).

Collabora�ve and inclusive security is a new kind of security that coordinates 
nodes to perform specific security ac�ons in order to enhance the security of 
networks or whole systems. Over the past few years, collabora�ve and inclusive 
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security has proven to be an effec�ve and durable approach to detect 
vulnerabili�es, prevent a�acks, and protect sensi�ve informa�on. More recently, 
research on collabora�ve security has markedly increased – Seigneur & Slagell 
(2009). Inclusive and Collabora�ve security is a strategy for realising human 
security. “The success of collabora�ve security relies on not only its ability to 
address the challenges of tradi�onal security, but also the accuracy and efficiency 
of security analysis. An implementa�on of collabora�ve security must be mindful 
not to introduce new security vulnerabili�es” (Meng et al 2015).

A�er the PCIA is done, it is advisable for the company to use the guidelines in the 
Voluntary Principles on Security and Human Rights in designing its security 
arrangement. It might be worthwhile to pay a�en�on to the following 
components of the Voluntary Principles (Vps):
· Risk assessment
· Iden�fica�on of security risks
· Poten�al for violence
· Human rights records
· Rule of law
· Conflict analysis
· Equipment transfers
· Interac�ons between companies and public security
· Security arrangements: “Companies should consult regularly with host 

governments and local communi�es about the impact of their security 
arrangements on those communi�es.”

· Deployment and conduct: “The type and number of public security forces 
deployed should be competent, appropriate and propor�onal to the threat.”

· Consulta�on and advice
· Responses to human rights abuses
· Interac�ons between companies and private security

Inclusive and collabora�ve security strategy is based on the fact that security is a 
fundamental need, shared by individuals, communi�es, businesses, and 
governments alike, and acknowledging the difficult security issues faced by 
companies opera�ng globally, we recognise that security and respect for human 
rights can and should be consistent; therefore, security arrangements must be:
· based on dialogue 
· a source of employment for community members
· a source of con�nuous learning
· context-specific
· mul�-sectoral in approach 
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· focussed on addressing the rela�onal and structural aspects of security
· long term, systema�c and sustainable
· cons�tuted of an effec�ve Grievance Mechanism.

P1-SE.2     Community Co-Monitoring (Security) 
Oil the� and pipeline vandalisa�on is one of the main issues facing the Nigerian 
oil and gas sector. It signifies the leakages in oil revenue through the� and 
vandalisa�on which has now become a na�onal shame and embarrassment. Oil 
pipeline vandalism is principally mo�vated by the criminal intent of the vandals 
who break into pipelines to drill products for pecuniary gains. It can be deemed to 
be an organised crime as it is carried out with the collusion of private and 
government forces in a me�culously planned fashioned. The magnitude of oil 
the� was underscored on November 1, 2011, when the Nigerian House of 
Representa�ves mandated its commi�ee on Petroleum Resources, upstream 
and the Navy to conduct an inves�ga�ve hearing on the con�nued stealing of the 
na�on's crude oil through illegal bunkering. In a mo�on �tled 'Unprecedented 
upsurge of illegal bunkering ac�vi�es in the Nigerian coastal region', a law maker 
said that the ac�vi�es of illegal bunkerers posed a serious threat to the na�on's 
economy. He went on to add that between 150,000 to 200,000 barrels of oil were 
stolen on a daily basis which costs the country millions of dollars in lost revenues.

Community co-monitoring is ideally driven by local informa�on needs and 
community values, to increase the accountability and quality of social services 
such as health or development aid, or to contribute to the management of 
natural resources. Within the community monitoring framework, members of a 
community with oil facili�es and infrastructure can be trained and contractually 
co-opted, along with third party specialised security agents, to ensure the 
security of the pipeline, building or other facility, and then feeding back to the 
organisa�on through the prior approved channels. Even more importantly, 
community members become economically empowered when they are 
contracted to oversee security detail.

Community co-monitoring will not only generate the appropriate informa�on for 
effec�ve delivery, but will also foster strengthened local decision-making, 
community capacity and effec�ve community par�cipa�on in project 
implementa�on, which will lead to huge revenue savings for companies.
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The evalua�on of Phase One ac�vi�es will, to a large extent, determine Phase 
Two ini�a�ves. However, there are signposts to indicate that the CE process 
should move to Phase Two.
1. The principal company has mobilised to site.
2. Some level of produc�on has commenced.
3. The ini�al contractor has completed its work or made good progress.
4. Direct or principal company staff are beginning to take their place on site and 

are repor�ng for duty regularly.

At this stage, a few things may change. The essence of this phased approach is to 
enable and understand this transi�on. Second, is to note that new ini�a�ves may 
evolve to confront these new challenges. The approach may also differ due to 
certain changes in the polity, generally. For instance, there may be a change of 
government through elec�ons. The community, for instance, may have a new 
crop of leadership, etc. The evalua�on of Phase One ac�vi�es shall bring all these 
to the fore. There is the need to carefully analyse all these and put them within 
the context of the CE with a view to understanding and responding to them.

P2-Define     Define Goals and Issues for Phase Two
The first ac�vity here shall be to define the goals and issues that will shape Phase 
Two. It should be borne in mind that a lot will depend on the outcome of the 
evalua�on. The goal of this phase shall be predicated on the fact that the 
company is gradually se�ling in. 

There is also increasing focus on company ac�vi�es. In the process of Phase One, 
some mistakes may have been made and companies would need to carefully look 
through how they were corrected, if the problem had been thoroughly and 
sa�sfactorily addressed. Companies would also look through what lessons have 
been learned from the highpoints of Phase One.

Part of the goal of Phase Two is to consolidate on the gains of Phase One and fine-
tune what has been done. One cri�cal evalua�on ac�vity will be to review all the 
cases that were referred to the Grievance Mechanism. This is to enable pa�erns 
and trends with a view to knowing the kind of policy and administra�ve 
interven�on that may be put in place.

CES-P2  Phase Two:     Plan for the Long Term
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Another important aspect of Phase Two is to establish some form of objec�ve 
criteria for alloca�ng project funds and sharing of other benefits. This is 
important because it is assumed that things are beginning to stabilise in Phase 
Two. Depending on the �me lag between Phase One and Phase Two, some of the 
governance structures contemplated for the CE may be in place and working. 
Some capacity-building ac�vi�es are also expected to have been carried out. 

P2-Appraise     Appraise Company CE Team Performance
If the company Community Engagement Team did set some benchmarks for 
measuring its performance, this is the �me to appraise that. One unfortunate 
issue that has incapacitated most CE processes is when the team approaches it 
from a “task and target' mind set. In other words, if the indicators for success is to 
�ck a checklist, then the depth and breadth of the CE process may be difficult to 
discern.

In appraising the performance of company CE team, the star�ng point might be 
to look at the capacity of the team. Second, is to look at how organic the team has 
been in performing its assigned roles. Third is to examine the rela�onship 
between the team members and other stakeholders especially community 
members. Four, will be to see how far they are applying the lessons they have 
learnt in the field. And finally, is to look at tangible results in terms of specific 
issues. For instance, it may be worthwhile to see how many community-induced 
produc�on disrup�ons happened in the course of Phase One. In other words, 
were there instances where community members prevented the contractor from 
performing its task? Were there security breaches? If yes, what were the causes? 
How were the breaches managed? Was the management effec�ve? If yes, why?  
If no, why?

Ul�mately, in this appraisal there is also the need to crunch numbers. How many 
of the assessments were completed on �me? What is the quality of the data from 
the assessments? To what extent did the community members par�cipate in the 
exercise? Did the company get value for money for most of these ini�a�ves and 
ac�vi�es?

All of the above shall determine whether the team shall remain or be disbanded 
for Phase Two. Even if the team is to be disbanded, some ought to be kept for 
ins�tu�onal memory and to provide guidance for the new ones. There is no 
subs�tute for experience. This is more so in CE processes. 
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P2-Evaluate     Evaluate Phase One Ac�vi�es

Phase One started with some goals and issues to be addressed. There were 
targets and �melines. There were also tasks to be accomplished within approved 
budgets. Data from the field indicate that it is always most appropriate to use 
external assessors for this exercise. The jus�fica�on for this is the likelihood of 
their being detached and dispassionate in the process. A transparent evalua�on 
of Phase One shall provide the ingredients for success in Phase Two.

The design of this evalua�on is very important. It is key, as stated earlier for 
stakeholders to par�cipate from start to finish. It is also important to be specific 
about the objec�ves of the evalua�on. The mind set for approaching this 
evalua�on is to learn and improve and not to find fault. For instance, it might be 
useful to consider using the 4D Cycle of Apprecia�ve Inquiry Model of Discover, 
Dream, Design and Deliver as advanced by David Cooperider of Case Western 
University. The focus should be on discovering what worked and what needs to 
be improved upon. It might also be worthwhile to consider using the normal 
SWOT analysis.

Another tool that may be used for the evalua�on of Phase One is the Goal Grid. 
The Goal Grid has as its fundamentals components of Achieve, Preserve, Avoid 
and Eliminate. This tool is simple and focuses the evalua�on be�er.

One of the best tools that could be used for the Evalua�on of Phase One is 
Tuckman's Stages of Group Forma�on. This tool has five stages namely: Forming, 
Norming, Storming, Performing and Adjourning/Transforming. Whichever tool 
that is to be used for the evalua�on of Phase One, the point to bear in mind is to 
get as close to the results as possible. This is cri�cal to how Phase Two will take off 
and perform. It is also hoped that the findings and results shall be put to use to 
advance Phase Two.

P2-Evacuate     Transi�on Contractors and Employees
Transi�ons are usually trauma�c events. At this stage the ini�al wave of 
contractors is assumed to have concluded their assignments. This implies that 
they shall close shop and move elsewhere. Some of their employees, especially 
those from the communi�es, may be dropped. The fear and uncertainty which 
accompanies this stage may adversely affect the CE process. More importantly, 
they would be losing their income source and the pres�ge that accompany work. 
The impact of the drop in income should never be underes�mated. It is also 
important to bear in mind the resentment of those who were not successful in 
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this ini�al recruitment process.

For the avoidance of doubt, the CE process shall be managing two sets of 
transi�ons – the ins�tu�onal and individual. Data from the field indicate that 
these set of community employees have the tendency to develop a sense of 
en�tlement as far as the CE process is concerned. This will have to be managed. 
And what all of these imply is that there is need for update of some of the 
ac�vi�es, ini�a�ves and assessments carried out in Phase One.
 

P2-Update     Update Stakeholder Iden�fica�on and Analysis 
At this point there is the need to update the stakeholder iden�fica�on and 
analysis. From the brief discussion above, it is clear that gradually there is a new 
and emerging group of stakeholders. For instance, the community now has ex-
employees, some small-scale service providers who may or may not be 
indigenous to the community may also arrive. There may also have been some 
pe�y contractors who supplied goods and services to the main contractor. The 
community configura�on is changing fast. Experience has shown that there 
might be increase in criminal ac�vi�es, pros�tu�on, land specula�on, hoteliers, 
eateries and drinking parlours. Incidence of drug abuse will also become 
no�ceable. There may be increased economic ac�vity which will lead to 
popula�on increase and put pressure on the environment and social ameni�es. 
Waste management will become an issue. Families will come under intense 
pressure, teenage pregnancy, incidence of sexually transmi�ed diseases 
especially HIV/AIDs. Many children may decide to drop out of school in search of 
the new-found wealth in the community. All of these and more will need to be 
captured in an updated stakeholder iden�fica�on and analysis.

Furthermore, trade groups and guilds will begin to emerge. For instance, the 
welder's guild is a very strong one in the Niger Delta. Welding is a big and 
profitable business in extrac�ves. The issue of Health, Safety and Environment 
(HSE) is a big one in extrac�ves as well. People who have some training and skills 
in this area will bond together to get things done for themselves.

There will also be the influx of certain ethnic popula�ons from other areas. For 
instance, in Bonny area where the Liquefied Natural Gas (LNG) project is located, 
people of Akwa Ibom State cons�tute a sizeable chunk of the popula�on. They 
are involved in sundry services such as Okada riding casual labour, etc.
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The point being made is that in Phase Two of the CE, there is the need to include 
these new power blocs in an updated stakeholder iden�fica�on and analysis. 
There is also the need to do some kind of power and influence mapping. This will 
enable a more nuanced engagement with the various stakeholders. This update

P2-Conduct     Conduct Human Rights Impact Assessment 
By this �me (i.e., Phase Two), some of the human rights issues are beginning to 
surface. It is also an appropriate �me to conduct a more in-depth human rights 
impact assessment. Some CE guides like the United Na�ons Guiding Principles on 
Human Rights and Business (UNGP) suggest that human rights due diligence be 
conducted before the commencement of the project. This is good and it is o�en 
incorporated or done as part of the Environmental Impact Assessment (EIA). EIA 
by the way is a legal requirement both by government and most financial 
ins�tu�ons. It is used to meet project approval requirements. Although EIA is 
done before the CE commences, it is important to highlight and discuss EIA, as 
has been done under the 'Environment Impact Assessment' sec�on. 

However, it is important that the communi�es are involved in the EIA process 
since they are the ones to bear the brunt of environmental hazards.

Human Rights Impact Assessment is not en�rely new. The Interna�onal 
Covenant on Economic, Social and Cultural Rights calls for the “progressive 
realisa�on of the rights enshrined, implicitly requiring measurements of human 
rights and of the progress being made toward the full realisa�on of them.”

According to the World Bank (2013):
Human Rights Impact Assessment (HRIA) is an instrument for examining policies, 
legisla�on, programs and projects to iden�fy and measure their effects on 
human rights. HRIAs provide a reasoned, supported and comprehensive answer 
to the ques�on of “How does the project, policy or interven�on affect human 
rights?” Their fundamental purpose is to help prevent nega�ve effects and to 
maximise posi�ve effects. As such, HRIAs are an indispensable part of making 
human rights considera�ons opera�onal in a range of legal and policy contexts.

Human Rights Due Diligence is conducted at this point based on some of the 
human rights issues that have been iden�fied in Phase One and it is also used to 
project for Phase Two. As Kemp and Vanclay (2013) pointed out, that human 
rights are relevant to business has been confirmed through the United Na�ons 
Human Rights Council's endorsement of the 'Guiding Principles on Business and 
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Human Rights'. Professor John Ruggie, advocated awareness of 'rights-holders' 
and 'duty-bearers' and a shi� from third par�es “naming and shaming” 
companies as a way of addressing human rights harms to companies also 
“knowing and showing” how they are taking responsibility for their human rights 
impacts and managing their human rights risks. Considera�on of human rights 
should therefore be central to impact assessment for private sector projects, 
especially those affec�ng livelihoods, environment, health, safety and security, 
land and property, culture and gender dynamics.

While there are many reasons why a business should undertake Human Rights 
Impact Assessment of it project and opera�ons, the Danish Ins�tute on Human 
Rights lists these generic purposes:
· Iden�fy and address adverse human rights impacts (through meaningful 

engagement with stakeholders, data gathering and analysis, preven�on, 
mi�ga�on and remedia�on) 

· Contribute to effec�ve human rights due diligence 
· Facilitate meaningful dialogue between stakeholders in a par�cular context; 

and 
· Empower rights-holders to hold businesses to account for their adverse 

human rights impacts.

In conclusion, there are many reasons why a HRIA is important at this point. This 
is because the business is beginning to se�le and to take shape. The community, 
company and other stakeholders are also beginning to have a sense of shared 
iden�ty and development in the survival of the business and prosperity for all. All 
HRIA must involve communi�es. It must ensure that it iden�fies adverse human 
rights impacts and looks at maximising posi�ve impacts. The HRIA report is not 
for blaming anyone or poin�ng accusing fingers. Rather, it is a document for 
planning, decision-making and risk-management.

Since human right generally is not the usual turf of business, the issue is who 
should carry out the human rights impact assessment? The company may decide 
to use external consultants, but their in-house staff must provide quality control 
oversight. Again, like most other assessments, the design of the assessment is as 
important as the process and the eventual outcome. This very assessment must 
be approached from a mul�-stakeholder perspec�ve. It must be an inclusive 
process. It is also not an easy process. It is also fraught with many landmines. The 
World Bank supports this view when it observed that “the rela�onship between 
human rights, security, and development is by now well established. Transla�ng 
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interna�onal human rights commitments into domes�c implementa�on also 
remain a challenge, not least because this is an inherently poli�cal process, and 
one which relates largely to context-specific dynamics of socio-poli�cal change.”

A HRIA is nothing but a mere document. But it can be made a worthwhile 
document if the company breathes life into it. This can be done by implemen�ng 
the findings by pu�ng in place effec�ve mi�ga�on measures that will address 
both present and future human rights issues. This is one of the ways the HRIA 
could become a credible tool for community engagement. To achieve this 
everyone's input is required and there must be sincerity on the part of the 
stakeholders to do the right thing. This may also be an appropriate �me for a full-
blown country-wide training on human rights.

P2-Revise     Revise Sustainable Community Development Plan
By Phase Two, a rela�onship is beginning to emerge between the company and 
community. The contour of this rela�onship is also taking shape. Modern 
approaches are required to hold onto this new rela�onship. There is also the 
need to consolidate on some of the achievements so far. If the rela�onship is le� 
to evolve on its own, it might spiral out of control. This is why it is important to 
keep it in check by ensuring that different tools and methodologies are employed 
to guide and guard the rela�onship. One of the most effec�ve tools for mapping 
and planning the future is the development of a Strategic Sustainability Plan 
(SSP), which in this context, can be a reworking of the SCDP.

Strategic planning is a process of understanding where an organisa�on is at the 
present, how it got there, defining the direc�on where an organisa�on is headed, 
and how to get there, agreeing on how to mobilise resources to get there, and 
alloca�ng the resources efficiently to ensure effec�veness and sustainable 
growth, change and development. Sustainability is the process of managing 
present ac�ons rela�ng to economy, social, ethics and the environment, in such a 
manner that there is minimal nega�ve impact on future needs or genera�ons.

Corporate sustainability is closely �ed to na�onal development and 
sustainability. Through CE, oil and gas companies have the opportunity to make a 
valuable contribu�on to sustainability. A strategic sustainability plan is not 
undertaken because an organisa�on is not doing well. Rather, it is based on the 
overriding assump�on that there is always room for improvement and an 
acknowledgement that the organisa�on has the poten�al to do more than it is 
doing at the moment, and that the organisa�on is thinking long term. It is a 
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process by which leaders or the guiding members of an organisa�on imagine its 
future and develop the necessary procedures and opera�ons to achieve that 
future. The planning process can be viewed as a somewhat circular flow of topics 
and ac�on steps, where the results from one step ini�ate study and ac�on in the 
next step. The process does not necessarily always flow in one direc�on.

In revising the Sustainable Community Development Plan, there are some basic 
guiding ques�ons which the exercise must answer:
· Who are we?
· Where are we now?
· What do we do as an organisa�on?
· Who are the beneficiaries of our work?
· What are the results from our work?
· What are the opportuni�es available for us now?
· How do we measure our produc�vity?
· What does our opera�ng environment look like?
· Where are we headed to?
· What do we need to get there?

The first thing one no�ces with the guiding ques�ons of the redesign is that it 
uses the collec�ve 'we.' This sense of shared iden�ty, vision and future are some 
of the implicit outcomes of ac�vi�es in Phase One. If this sense of shared iden�fy 
does not begin to manifest towards the end of Phase One, it raises doubts as to 
the effec�veness of the interven�ons and ini�a�ves. An honest and sincere 
response to the above ques�ons shall help to shape the rela�onships that will 
guide ac�vi�es in Phase Two.

There are many reasons why it is advisable to engage in a strategic planning 
process. Some of the jus�fica�ons include the fact that it would:
· help focus the organisa�on or rela�onship as the case may be
· be a form of self-examina�on to chart a new course to handle future 

challenges
· help a�ract partners
· foster crea�on of a pla�orm to develop periodic work plan
· help explore opportuni�es and give a long-term view of the organisa�on
· model the organisa�on or rela�onship

At the end of the process, the rela�ng par�es would: 
· be able to communicate more openly
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· collaborate more effec�vely
· take more responsibility
· maintain a shared vision
· solve problems more effec�vely and collec�vely
· show more respect and support for each other
· interact with each other more effec�vely
· be more inquisi�ve in a posi�ve manner
· be more open to experimenta�on and new ways of doing things (Argyris 

1970).

It would be recalled that in Phase One the company looked at the laws of the land. 
It also used its CSR Policy as a guide for designing its CE. But in Phase Two a 
rela�onship has been forged. Collec�vism and solidarity have begun to creep in. 
The sense of shared iden�ty, vision and development is catching on. These are 
some of the intangible gains of the process. It is during this SCDP in Phase Two 
that they shall collec�vely develop:
· Vision – that will guide the rela�onship between the company and 

community
· Mission – what the mission of the rela�onship will be
· Values – that will guide the rela�onship throughout the dura�on of the 

project
· Strategy – they will employ to achieve all they have set out for the 

rela�onship.

A key tool in the SSP is analysis. The kind of analysis being referred to here is not a 
'gut feeling',' hunch' or an 'intelligent guess'. It is analysis grounded in empirical 
evidence. It is also analysis that is context specific. For the SSP analysis is a process 
we employ to understand the causes of an issue, who is involved and at what 
level, the context, dynamics and ra�onale of the issue, the current situa�on, 
responses and impacts of the issue in the short, medium and long term with a 
view to planning appropriate responses and mi�ga�on measures where 
applicable.

The SSP is not a linear one. Issues that arise in a par�cular step may cause the 
planning team to go back to an earlier step to do addi�onal work.  The order of 
the steps can be altered to suit the par�cular needs of the planning team. The 
implementa�on step also does not end the planning process.  Analysis of results 
could easily result in addi�onal analysis or a change in strategic direc�on.  The 
plan must be reviewed to verify that all the base assump�ons are s�ll valid and 
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that the implementa�on plan is progressing according to expecta�ons.

The revised SCDP will be guided by a step by step process. Familiarity with the 
steps is cri�cal to an SSP process. Some of the more generic steps include:
· Analyse the current situa�on
· Assess current responses
· Describe the future scenario
· Set a goal and objec�ves
· Define strategies and ac�vi�es
· Select priori�es, define target groups and sequence ac�vi�es
· Allocate roles and responsibili�es
· Develop repor�ng and feedback mechanism
· Set targets and indicators of progress and success
· Mobilise resources
· Implement plan
· Monitor
· Evaluate

One of the key features which recommend the SCDP as a tool in CE is the in-built 
measurement. Over the years, companies have measured their rela�onship with 
communi�es in terms of the amount of money they claim to have invested in the 
community. They forget that there are tangible and intangible benefits. 
Quan�ta�ve and qualita�ve measurements are all part of the SSP. This is also 
important in the CE. Another is that of alloca�on of roles and responsibili�es to 
individuals and ins�tu�ons. The se�ng of targets and indicators of progress are 
also very important. Finally, is the aspect of describing future scenario as part of 
the SSP. Scenario-building is a military tool which has been imported into 
peacebuilding and CE. The ability to an�cipate issues helps in planning and 
prudent alloca�on of resources.

The SCDP will be guided by some principles. It has boundaries and does not 
subscribe to anything goes kind of ac�vity. Some of the key principles include that 
it must be:
· par�cipatory/consulta�ve
· systema�c
· analy�cal
· realis�c
· measurable
· achievable
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· �me-bound
· short and simple
· flexible
· crea�ve

P2- Renego�ate    Renego�ate New Community Engagement Agreement
Finally, for Phase Two, the company must nego�ate a new community 
engagement agreement. In other words, all the founda�onal work that has been 
done in Phase Two is now put in black and white for all stakeholders. If the 
community members have been part of all the processes above, the nego�a�on 
of a new CE agreement is a done deal. But if not, then there is problem. The 
nomenclature of the agreement is as important as the process and content. The 
name given to the agreements at this point is symbolic and significant. Some of 
the names given to these agreements at this juncture (Phase Two) include:
· Benefit Sharing Agreements (Chile) 
· Community Development Agreements
· Community Development Ini�a�ves
· Community Joint Venture Agreements
· Community Contracts
· Empowerment Agreements
· Explora�on Agreements (Canada)
· Global Memorandum of Understanding (Nigeria)
· Integrated Benefits Package (IBP) – mandated by the Mining Act of 1992 in 

Papua New Guinea
· Indigenous Land Use Agreements 
· Impact Benefit Agreements (Canada) 
· Investment Agreements (Mongolia)
· Landowner Agreements
· Partnering or Partnership Agreements 
· Produc�on Sharing Agreements (Chile)
· Shared Responsibili�es Agreements
· Social Trust Funds (Peru)
· Voluntary Agreements

The names the agreements are given reflect to some extent, the objec�ves, goal 
and issues which the agreements are meant to address. It would also be no�ced 
that some are mandated by law while others are voluntary. Some are almost 
exclusively focused on land, while others employ a broader approach. The more 
popular Canadian model is the Impact Benefit Agreements (IBAs). This implies 
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that the agreement is jus�fied by the impacts to be borne by the community as a 
result of oil and gas opera�ons. Chile almost tows the same line. Some of their 
agreements are called Benefit Sharing Agreements. This is also focused on 
benefit-sharing. 

That of Nigeria is more territorial in nomenclature. It talks about a Global 
Memorandum of Understanding; focusing on the reach and scope of 
beneficiaries.

It is important that community members be fully involved in the nego�a�on of 
this agreement no ma�er the name or nomenclature. Par�cipa�on must be as 
broad-based and as inclusive as possible. Data from the field accuse companies 
of imposing the agreements and excluding some cri�cal segments of the 
popula�on. The agreements must be clear, unambiguous and understandable. 
The criteria for arriving at any provision of the agreement must be clear to all who 
read the agreement.

One of the areas of conten�on around the agreement at this point is whether it 
should be jus�ciable or not. Tradi�onal and mainstream human rights groups 
insist that these agreements must be made legally mandatory and must be 
enforceable in a court of competent jurisdic�on. Companies prefer a non-
threatening nomenclature as Memorandum of Understanding. The issue at stake 
is not nomenclature or whether it is made jus�ciable or not, but that all 
stakeholders feel a sense of ownership of the agreement and feel commi�ed to 
implemen�ng the contents because it will benefit them. If a company keeps it 
word, there would be no need to apply legal ac�on.

P2-Measure     Measuring Community Engagement Strategy
Most organisa�ons like to measure their CE by dishing out figures or the amount 
of money which they have expended or the number of projects they have 
executed or the number of scholarships they have awarded. Many companies 
that have awarded scholarships for close to fi�y years have no clue what the 
beneficiaries have become. Imagine if one scholarship beneficiary emerged as 
the president of a country! Businesses are very concerned about their bo�om-
line. This is very important. But in measuring CE, a cri�cal ques�on would be: 
What is our rela�onship with our host communi�es like? How many non-
technical disrup�ons have we experienced? How long does it take to respond to a 
complaint or grievance? What is the community percep�on of our presence in 
the area? If a typical community member is asked to describe us (the company) in 
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one word, what word would it be? What stories do community members tell 
about us? Do the community members have a sense that they are part of what 
the company is doing? Do they think that the company is bringing benefits or 
spreading misery?

Maybe it is also important here to emphasise that there is a difference between 
evalua�on and measurement of results. The template for measuring result and 
effec�veness of CE may look like this:

Community Engagement Result Template

11/11/08 Town hall
mee�ng 

To disseminate 
CDA

150 men,
50 women 
and 100 youths
a�ended   

Community
members are
be�er informed
on the content
and provisions
of the CDA     

No physically
challenged
a�ended. 
Govt rep could
not make it. 
Almost all the
invitees a�ended    

Paste CDA
at strategic
loca�ons
in the
community    

 Date Ac�vity Purpose Result Impact Remark Next step
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There are many reasons why a company may exit an area. First is if the resources 
they are exploi�ng is finished. Second, if they have been acquired or merged with 
another organisa�on or they are closing down for one reason or the other then 
an exit strategy must be put in place. The issue at stake here is that from the field 
in all the interviews and materials reviewed, none of these agreements contain 
any provisions in the case of exit. This has created all kinds of issues in the 
community especially if a new company is coming in.

When companies leave an area, it is not just an innocent departure with life 
con�nuing as if nothing ever happened. Even when opera�ons cease, life is never 
the same for the communi�es. This is how James Jackson (cited by Heidhues, 
p.69) described the situa�on way back in 1780, “The retrea�ng miners le� 
behind a sterile, sandy, stony surface, denuded of vegeta�on and honeycombed 
with water-filled diggings and small man-made swamps; natural drainage 
pa�erns and erosion processes had been seriously disturbed and the slowly 
regenera�ng vegeta�on developed into an almost impenetrable tangle very 
different from the original high forest.” And with astounding finality Heidhues 
declared, “Bangka today is do�ed with 'lakes,' all of them man made remains of 
mine diggings.” The Africa Development Bank Principles on rese�lement states 
that a community must be rese�led in a be�er or the same kind of environment 
from which they were moved but not below what they are used to. The same 
principle applies when a company is exi�ng. The company must leave the area 
be�er or the way it met it and not worse.

This is why the exit stage must be as important as the entry. A survey of literature 
on exit strategies did not yield much. But one area that proved useful is NGO exit 
strategies for programmes or projects. There are many reasons why an 
organisa�on may close down a project and leave. First, could be the close of 
funding. Second, could be that the project has ended. Third, could be other 
circumstances within the socio and poli�cal environment. For businesses, the 
reasons may seem similar. But what proliferates in literature is the failure of 
businesses. A business may exit because it has failed. Failure, meaning that it is 
not profitable. For instance, if the business is in extrac�ve industries and it is 
exploi�ng non-renewable resource, when that resource is exhausted, the 
business may exit. A business that is big may decide to leave an area if it has 
become too small for its opera�ons. Policy changes, poli�cs and economics could 

CES-P3  Phase Three: Exit Strategy
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also account for business exit. In the Niger Delta of Nigeria, oil and gas companies 
have le� an area at �mes because of communal dispute or uprising, others sold 
their assets to another, while others moved to greener pastures. Whatever may 
be the case or the reason for leaving, a company must make adequate 
arrangements and carry the community along.

There are some principles from the not-for-profit sector that could be adapted 
into the for-profit model. They include:
· Planning for exit from the outset
· Thinking about sustainability early on
· Consul�ng with partners and stakeholders regularly
· Communica�ng constantly.

In other words, right from entry, companies must manage expecta�ons and not 
give impression that they are there for life. Even if they are supposed to be there 
for life, the community must be prepared in case of exit.

Other sets of principles include:
1. As far as possible, ensure that the work we have done is sustainable – this 

could be con�nua�on of services or las�ng changes in community's lives.
2. Ensure the exit does not have a detrimental effect on the communi�es where 

we work.
3. As far as possible, ensure that exper�se and momentum for change in the 

country is not lost.

As Intrac for Civil Society noted:
However, perhaps the reason exit principles are o�en not developed early on is 
because it is not realis�c to have these in place at the start of a project or 
programme; things change, contexts differ, and what was developed at the start 
becomes outdated. This is not to say that organisa�ons shouldn't have an exit 
strategy – or at least a clear picture of what success would look like, an idea of 
when the job would be considered done, or a roadmap towards sustainability 
and a reduc�on in external support.

In the Nigerian situa�on, we have seen many oil and gas companies leave a 
par�cular loca�on for another. Some have sold their assets while others simply 
abandoned their assets. In this CES, the concern is when a company decides to 
leave a community because the resources in the place which the company was 
exploi�ng are exhausted. It is important to engage the community as it was done 
during entry.
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There are no hard and fast rules about exit. But the community must be prepared 
for it. Second, the company must manage expecta�ons in such a way as to factor 
in sustainability in all their projects. For instance, in carrying out certain 
development projects, company must ensure that communi�es are exposed to 
alternate sources of funding. The same thing applies to contrac�ng. Community 
contractors must also be made aware of other contract opportuni�es outside the 
company. In skills acquisi�on and entrepreneurship, the focus must not be on the 
company alone. In other words, as part of the company exit strategy, the 
economy of the community must be diversified.

P3-Decommission     Meet All Decommissioning Criteria
Decommissioning is part of the normal life cycle of oil and gas assets, where 
depleted or abandoned oil and gas fields are made safe and the land or sea is 
restored as closely as possible to its original state. Anyone with some level of 
acquaintance with the oil and gas sector understands that abandoned oil and gas 
facili�es are unsafe because there will always be residual hydrocarbons le� in the 
ground, industrial waste, unusable land, and the hazard of equipment on land 
and in the sea. Sustainability may also be borne in mind, when exi�ng site, as 
materials used for opera�ons may have recycle value, delimi�ng waste. There are 
two types of decommissioning; onshore and offshore.

The prac�ce of decommissioning is of utmost importance and should be part of 
the SCDA from the onset of the project, as failure to mi�gate the risk of nega�ve 
environmental, social and economic impacts following the conclusion and 
decommissioning of oil and gas assets, can result in well-being, livelihoods and 
socio-cultural challenges for access, host and impacted communi�es. For 
instance, if community infrastructure has been damaged or affected by company 
opera�ons, this must be carefully rebuilt, the company must ensure that as part 
of its exit strategy that it remediates all issues in and around environmental 
degrada�on and clean up all pollu�on sites.

Proper decommissioning must have the following features:
· A Decommissioning and Rehabilita�on Plan (DRP) for operators to ensure the 

process is planned in accordance with the highest standards to minimise 
environmental, social, and health and safety risks and liabili�es

· DRP must be clear as to the bearer(s) of liability for decommissioning, and 
cost, if possible

· The DRP should be consulta�ve throughout the lifespan of the project, and 
should leave room for changes that might have occurred during the project's 
life span

COMMUNITY ENGAGEMENT STANDARDS 
FOR STAKEHOLDERS IN THE EXTRACTIVE INDUSTRIES

120



· Government prepara�on for the period following closure 
· Government provision of stable environment for operators where standards 

are enforced transparently, consistently and fairly
· Be done within one year of project conclusion or abandonment as directed by 

EGASPIN
· Adhere to 1982 UN Conven�on on the Law of the Sea, of which Nigeria is a 

signatory, on offshore decommissioning. Other decommissioning guidelines 
that may be followed, include the 1958 Geneva Conven�on on the 
Con�nental Shelf, the 1972 London Dumping Conven�on.

P3-Handover      Handover
The sector con�nues to struggle with the management of large capital projects, 
with budget and schedule overruns being all too common. The mul�tude of 
stakeholders involved in these complex projects makes the handover a very 
cri�cal process that can be highly stressful for contractors, suppliers, asset 
owners, and operators. An imperfectly organised, inefficient, and ineffec�ve 
transfer of asset-related informa�on, including drawings, technical documents, 
and data content, undoubtedly translates into addi�onal costs, inefficient 
opera�ons, and safety risks. 

In this melee, the relevance of necessarily carrying communi�es along, is 
typically overlooked. If there is a successor company, the current company must 
take �me to introduce the new company to the community and explain the 
community engagement framework that has been used to guide the rela�onship 
to avoid conflict. Besides, research proves that any improvement, even minimal, 
in the handover process and related IT solu�ons has the poten�al to release 
concrete and recurring economic value to company shareholders.

It is crucial to conduct a formal and ceremonial handover. The implica�on and 
symbolism of this is that the new company has also inherited the FTO/SLTO from 
the depar�ng company. It must be emphasised that while every company does 
community engagement within the purview of its CSR policy, there are basics of 
CE that most EI share, such as the need to carry out one form of community 
development project or another.

The exit strategy is also important in order to avoid project duplica�on and waste. 
If a company inherits a community's SCDP and all the other assessments that 
were done, it has a good founda�on to proceed with its CE processes and 
ini�a�ves. It may also save the incoming company costs. It also has the capacity of 
minimising down �me.
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It is prac�cable that a company:
· properly introduces its new partner or buyer to the SCDB and larger 

community
· produces IEC materials in local language and organises mul�-stakeholder fora 

to educate the community members on the transac�on
· ensures that it hands over the SCDA properly to the new operator and with 

other stakeholders in a�endance
· hands over any so�ware relevant to the history and con�nuity of all 

community rela�ons mechanisms. 
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One of the challenges facing our world today is that resources that drive human 
civilisa�on are now located in remote parts of the world. To gain access to them, 
livelihoods would be disrupted while popula�on will be displaced. This puts a 
heavy burden on companies not only to do the right thing, but to always do things 
right. 

Secondly, as the influence and finances of companies rise, there is a no�ceable 
decline in the fortunes of na�on states. In other words, countries are either 
unwilling or unable to act as credible third-party mediators in the rela�onship 
between companies and communi�es. There is, therefore, the tempta�on for 
companies to behave anyhow. If this happens, companies have paid dearly for it. 
The onus is therefore on companies to ensure that they engage communi�es 
meaningfully, effec�vely and intelligently.

This CES is not a replacement for such other guidance as the UNGP, the VPs, OECD 
guidelines and other numerous guidance notes developed by IFC, etc. This CES is 
to complement any exis�ng guidelines. Familiarity with as many CE tools as 
possible is an added advantage. But at the heart of this CES is capacity-building. 
The company must endeavour to build the capacity of community members and 
company staff.

Another key ingredient of an effec�ve and meaningful CE is to start early. CE is not 
a short or medium-term enterprise. It is a marathon process that requires 
tenacity, perseverance and pa�ence. In so many forums, companies have 
accused society on imposing extra burden on them and making extra demands 
that is not core of what businesses do. CE is not an add-on to business it is at the 
core of businesses that wish to remain profitable and sustainable. That is the only 
route to success and survival. This CES is a tool that has all it takes to help make 
the journey of CE less burdensome.  

Engaging the Community Engagement Standards
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Abbrevia�ons

CBIB – Community Based Ins�tu�on Building 
CBO – Community Based Organisa�on
CDA – Community Development Agreement
CDB – Community Development Board
CES – Community Engagement Standards
CET – Community Engagement Team
CGA – Community Governance Assessment
CSO – Civil Society Organisa�on
CSR – Corporate Social Responsibility
DPR – Department of Petroleum Resources 
EGASPIN –      Environmental Guidelines and Standards for the Petroleum Industry in Nigeria 
EI – Extrac�ve Industries
EIA – Environmental Impact Assessment
EITI – Extrac�ve Industries Transparency Ini�a�ve
FAO – Food and Agriculture Organisa�on
FMEnv – Federal Ministry of Environment
FMNDA – Federal Ministry of Niger Delta Affairs 
FGD – Focus Group Discussion
FPIC – Free, Prior and Informed Consent
FTO – Freedom to Operate
GM – Grievance Mechanism
GMoU – Global Memorandum of Understanding
IBAs – Impact Benefit Agreements
IFC – Interna�onal Finance Corpora�on
ICDP – Integrated Community Development 
ISA – Inclusive Security Associa�on
JCCGMT – Joint Company-Community-Government Monitoring Team
MPR – Ministry of Petroleum Resources
MoU – Memorandum of Understanding
NAPIMS – Na�onal Petroleum Investment Management Services
NCDMB – Nigerian Content Development and Monitoring Board
NGO –  Non-Governmental Organisa�on
NLNG – Nigeria Liquefied Natural Gas
NNPC – Nigerian Na�onal Petroleum Corpora�on
NNRC        –      Nigeria Natural Resource Charter
NOSDRA           – Na�onal Oil Spill Detec�on and Response Agency 
OECD – Organisa�on for European Coopera�on and Development
OPTS – Oil Producers Trade Sec�on
PCIA – Peace and Conflict Impact Assessment
PSA – Produc�on Sharing Agreement
PSE – Par�cipatory Stakeholder Evalua�on
PPS – Par�cipatory Partnership Strategy 
SIA – Social Impact Assessment
SCDP – Sustainable Community Development Plan
SLA – Sustainable Livelihood Assessment
SLTO – Social License to Operate
SSP – Strategic Sustainability Plan 
THM – Town Hall Mee�ng
UNGP – United Na�ons Guiding Principles on Business and Human Rights
VP – Voluntary Principles on Security and Human Rights
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Tes�monials

Chief Joseph Yobo
Thanks to CSR-in-Ac�on for this ini�a�ve and for developing the Community 
Engagement Standards (CES) which is a great tool to enhance communica�ons 
and engagement in the Niger Delta. For there to be peace, we need to 
communicate and engage with the people in order to hear from them and 
understand their pains. There is a whole lot of community problems, things that 
are happening that other people don't see and which doesn't make the news. So, 
CSR-in-Ac�on has done well by crea�ng awareness and ge�ng everybody 
involved to talk about these problems. More importantly is the fact that CSR-in-
Ac�on developed an engagement framework, the CES to guide engagement 
between companies and communi�es. According to stakeholders present at this 
event, the CES was developed based on a lot of research, compara�ve analysis of 
global best prac�ce which takes all stakeholders into considera�on.

Ibrahim Shehu
Director Upstream, Ministry of Petroleum Resources.
Our experience right here, at this occasion of the launch of the Community 
Engagement Standards by CSR-in-Ac�on is one that I can say is very rewarding. It 
is my hope that the outcome of this event will result in a framework that the 
Ministry of Petroleum Resources can eventually push towards being adopted by 
government and made into a policy statement or legisla�ve ac�on which all oil 
and gas companies in the extrac�ve industries must adhere to and operatonalise.

Felix Bob-Nabena
Special Assistant to Honorable Minister of State for Petroleum Resources.
This programme has tremendously contributed to enlightening the people of the 
Niger Delta and other extrac�ve stakeholders. It gives a different perspec�ve on 
how to engage the government, companies and communi�es towards ending 
insecurity and heightened tension that can result in conflicts. CSR-in-Ac�on have 
come out with intellectual methods of engagement among stakeholders, 
including the government, in such a way that communi�es can have dialogues 
with government and companies towards ensuring that their reasonable needs 
and expecta�ons are addressed.
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