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Executive Summary

This substantive revision of the UNDP ELECT Project Document was developed following
the first Afghan-led election in the post-Bonn Agreement period: the 20 August 2008
Presidential and Provincial Council elections, and is based on the 2008 independent mid-
term avaluation report and the December 2008 Project Document (Second Substantive
Revision), In combination with a realistic appraisal of the assistance possible.

In light &f the substantial challenges experienced in 2008, and considering time and
operational constraints, this revision refocuses the activibes of UNDP ELECT onto its Intial
functions. technical and operational assistance for core areas within elecloral operations,
with a focus on capacity-building within the Afghanistan Independent Election Commission
{IEC}) and the Electoral Complaints Commission (ECC). At the fime of writing, the 2010
eiections were scheduled for 18 September 2010

Security Council Resolution 1817 of 22 March 2010 refers to the principle of reinforcing
Afghan ownership and leadership in accordance with the London Conference Communiqué.
The resolution provides for international electoral assistance to Alfghanistan to be
coofdinated by UN Assistance Mission fo Afghanistan (UNAMA) and the Special
Representative of Ihe Secretary General (SRSG), UNAMA's overarching role is the
coordination of palitical issues to facilitate, as bast as possible, that the conditions for
elections are met and lo provide the approphiate fora wherein political, securnty and
development pariners can discuss, assess and review the emerging political and electoral
Envirenmeant,

UNDF is the implementation arm of the UN coordination mandale in lerms of project and
program design and management, mobilisation of donor funding, activity coordination and
reporting. In pursuit of this mandate, UNDP, in coardination with IEC, UN Depariment of
Peacekeeping Operations (DPKONUNAMA and United Nations Electoral Assistance Division
(UNEAD), will focus on three outputs in the ELECT project

Oulput 1. Support to the IEC to conduct a limited voler registration top-up as required
for the 2010 election; and capacity-building through the provision of lechnical
and operational assistance for the 2010 election;

Output 2. Capacity-building, through technical and operational support to the ECC, 1o
manage their respansibilittes in the conduct of the 2010 electon;

Output 3. Suppeot o long-term electoral reform and capacity-bullding of the elecloral
management bodies.

The 2009 elections highlighted the political. legal, constitutional, and structural impediments
lo the elecloral system in Afghanistan: the voter registry, electoral calendar, election law, the
mandates of tha ECC and the Media Commission, and tha |EC structural law. At the time of
writing, the Afghan Government, Parliament and the international community are discussing
an Afghan-led electoral reform agenda, and if requested, UNDP through the UNDP ELECT
project coubld constitute a key channel of support.

Under this revision the project will come to a completion in March 2011, providing for
adequate time afer the September 2010 election for an orderly closure of all activilies and
plan for any future project, It is also expected through the Third Substantive Revision that
IEC, ECC, donors, UNAMA and UNDP wll work towards longer-term capacity-buliding of the
Afghan electoral insttutions taking into account the lessons leamed throughout the project
cyche,
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Part 1: Context

This Third Substantive Revision is underiaken in compliance wilh the requirement in the
Second Substantive Revision of the UNDP Enhancing Electaral and Legal Capacity for
Tomomrow (ELECT) Project Document, and is based on the 2009 independent mid-temm
evaluation repor of the UNDP ELECT project.

The objective of the UNDP ELECT project is to supporl the |EC, the institution mandated by
the Canstitution of the Islamic Republic of Afghanistan to organize national elections: (o
support the ECC to carry out its mandate as appropriate; and to support long-term capacity-
building of the IEC. After consultation with the IEC, donors, and other stakeholdars, this
Third Substantive Revision recognizes the emergent role assumed by the IEC and ECC in
2008 and emphasises the requirement to strengthen this role in 2010.

Additionally,

L Recognising Security Council Resolution 1817 {2010), which provides for
interniational electoral assislance to Afghanisian o be coardinated by the United
Mations Assistance Mission in Afghanistan (UNAMA) and the Special Representative
of the Secretary General (SR3G);

i.  Ackmowledging that the imitial function of the UNDP ELECT project is to provide
assistance (hrough capacity development to the |EC, and as appropriale (o the ECC;

ii.  Understanding the poliical, legal, security, and operational contexis call for a flexible
approach to programming, and may necessitate further changes to the scope of
activiies envizaged in this document,

w.  Understanding the security and time constraints under which the 2010 elections can
take place;

w. It is acknowledged that the level of activities described in this document is basad on
a short-and long ferm capacity-building of the IEC, and as appropriate the ECC. It is
recognised that changes in the operating environmeant may necassitale an
amendment in the scope of aclivilies envisaged. Should this happen within the
duration of this revision, the Project Board will take the necessary steps in
consultation with the relevant stakeholders.

Moving from 2008 Presidential and Provincial Council Elections to the 2010 National
Legislative Elections (Walesi Jirga elections)

On 2 January 2010, the |[EC announced that Wiolesi Jirga elections would be held on 22 May
2010, On 24 January 2010, the |EC. taking into cansidesation the prevailing security situation
in the country and the logistical constraints of this election date, postponed the Woles! Jirga
aiections unfil 18 September 2010, while also postponing indefinitely District Council and
Mayoral elections,

Al the request of the Government of Afghanistan and in accordance with UNSCR 1917
{2010), UNAMA and UNDP are committed to support the 2010 electoral process and long-
lerm capacity-building of the IEC and the ECC as appropriata.

The mandate of this project is derved from Security Council Resolution 1917 of 22 March
2010, which highlights the following:
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The Security Councill [,. | Stressing the need for a transparen!, credible and democralic
process that preserves stabilily and securily through the elsction period, and welcoming
the Governmaenlt of Afghanistan’s commitment fo ensure the integnty of the 2010 nationai
tegistative elections and fo prevent imeguianifios and rmisconouct,

Decides further that UNAMA and the Special Representafive of the Secretary-General,
within their mandate and guided by the prnciple of reinforcing Afghan ownership and
teadership, will [, ]

support, at the request of the Afghan authorities. and taking info account progress on
commitmaents on alecioral reform agreed at the London Conference, preparations for the
upcorming national legisiative elections, by providing fechnical assislance, coordinating
other international donors, agencies and organizalions providing assisfance and
channeling existing and addittonal funds earmarked fo support the process; and support,
through clill socetly, the robust participation of the Afghan people in the elections and
the electoral reform process,

Underscores the importance of the upconming national legisiative elections (o
Afghanistan’s democralic development, calls for all efforts fo be made fo ensure the
cradibilify, safety, and secunty of the elections, recognizes the challenges that face the
Afghan Independent Election Commission (IEC) and the Afghan Electoral Complaints
Commission (ECC), underfines the need for those two bodies to effectively dischange
thair funciions in preparing and monifoning elections, and encourages the Government of
Afghanistan to work together with UNAMA fo ensure thal the IEC and ECC are strong,
independent and provide the proper checks and balances required by the Conshitufion;

Welcomes the commitment of the Government of Afghanistan to work ciosely with the
LUinited Nalions to build on the lessons leamed from the 2008 eleclions o deliver
improvemanis lo the alectoral process in 2010 and beyond, and, taking into account the
cormmitments on alecloral reform made al the London Conference, reaffirms UNAMA's
teading role in supporting the realization of these commitments at the request of the
Afghan Goveinment, and requesls thal UNAMA provides lechnical assistance to the
National Assembly and civil soclely to support constructive electoral reforms; and further
calls upon members of the infernational communily o provide assistance as appropriala.

Security considerations

The security situation in the country is critical 1o the 2010 stecioral process. Securiiy
deteriorated steadily in 2009 and this trend continues thus far in 2010. Under the current
circumsiances international and national staff are working in-a high-risk environment
providing technical assistance to the Afghan alectoral institutions. A security incident similar
1o tha Oclober 2009 attacks would most likely have dire consequences for the United
Nations' work in Afghanistan

Part 2: Project Strategy

The IEC |5 the primary partner of UNDP ELECT and lakes the leading role in the
management of the elections process and its own institutional development. 1EC leadership
roles are reflected structurally whereby the |EC chairs the Project Board and convenes a
number of coordinating fora, Including a regular security meeting. Similarly, the ECC sits on
the Project Board and is linked to UNDP through provision of operational support.
Stakeholder coordination for the 2010 elections will be conducted by the IEC and ECC in
their respactive areas of work, with UNDP ELECT retaining a coordinating function vis-&vis
international elecioral assistance to the IEC and ECC
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Priority in pursuing the outputs and activities elaborated for UNDF ELECT will be given fo
techrical and operational support in core areas indentifind in consullation with the IEC.

Capacity-building through skills transfer will farm an equal priority to be conducted
concurranily.

This revision supports the |EC, and the ECC as appropriate, to consolidate capacity gains
made in 2008 and extend them in 2010. Under the leadership of the IEC the following will be
completed:

a) UNDP ELECT project will conlinue to be the main channel for processing
international assistance fo support the 2010 election, as defined in this project
document.

b) Suppor ta the core operational activities of electoral authorities will be done through
an axplicii “capacity-building” approach. Because of time constraints, the bulk of
capacity-building efforts will be provided through technical and operational support
during the operational period — emphasis will be on transfer of knowledge through the
everyday suppor o operations.

c) 1EC will take the lead in being accountable for actions during elections and will report
to the donors and other stakeholders on a regular basis, UNDP will report on the use
of donor resources and capacity-building work dong.

d) Finally, the ECC as appropriate will receive fechnical and operational support to camy
oul s mandate

The project revision consists of:

Ouiput 1, Support to the IEC to conduct a limited voter regesiration top-up as required for
the 2010 elaction; capacity-bullding through provision of technical and
operational support for the 2010 election;

Ouiput 2 Capacity-building. through technical and operational supped lo (he ECC, 1o
manage their responsibilities in the conduct of the 2010 elechon;

Output 3 Support to long-term electoral reform and capacity-buiiding of the elecioral
management bodies.

Component A. Support to the IEC

Yoter Reglstration:

& voter registration update must be conducted to allow all eligible voters without a voler
registration card to obtain one before the 2010 election. These will include retumees; those
who turm 18 years of age by the election dale, as well as thosa who have moved provinces,
lost cards or have nol praviously registered and would like to do so. The limited voter
regisiration lop-up will not resatve the inherent problems of voler registration in Afghanistan
and will mot lead 1o the creation of a3 usable votar registry.

Operations Support:

Technical support {o the |IEC will be deliverad through international advisers embedded al
the IEC. Assistance deliverad through UNDP ELECT is coordinated by the Operations
Adwvisor under the supervision of the Chief Technical Advisor.

Thrae kinds of support will be provided to the IEC across both voter registration and electoral
operations:

a) Technical assistance will be provided by UNDF ELECT in core areas, or those areas
critical to the execution of the election. The number of advisors and the areas in
which [hey operate will be delermined in collaboration with the IEC;

10
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by Operaional assistance will be provided in areas where the |EC requires suppor to
execule iis mandate. These areas ralale mainly to procurement of electoral goods
and services, including transportation of electoral materials (logistics). Day-lo-day
oparalional supped of the Communication & Information Technology and Finance &
Atil#inlstratinn departments shall also be provided due to an ongoing lack of senior
& i

c) Coordinalion of international assistance to the |IEC applies where olher implementing
organizations are able to make conlributions to the UNDP technical assistance team

It iz important to note that the Media Commission is appoinied and housed by the IEC
Therefore, support provided 1o the Media Commission s encompassed in core support o
the |IEC, and primarily conslsts of temporary staff saleries and operaling costs

Component B. Support to the ECC

Currently, the ECC is maintaining a skeletal presance in order to keep offices and

administrative systems in place, in the interest of facilitating an expedited start-up of the
ECC for the 2010 alections.

Support to the ECC will consist of-

« Operational assistance to areas whare tha ECC requires support to execute s
mandate. These areas could include suppori fo budget planning, human
resources, office management, logistics, transportation, and security

= Coordination of international assistance to the ECC where ather implementing
organizations are able to make coninbutions.

The ECC maintains sole responsibility for areas such as planning, policy, and proceduras,
and coordination with stakehclders on candidate vetting.

Component C. Support to long-term electoral reform and capacity-building of
electoral management bodies

Suppaort to electoral reform

The 2009 slectoral process highlighted the shortfalls in the alectoral framewark goveming
elections in Afghanistan. During the London Conference in January 2010 the Afghan
Governiment committed itself to leam from the lessons of the 2009 electoral process and to
work with United Nations in order to address these issues. Electaral reform is first and
foremost a political process which must be led by Afghan stakeholders, ideally seeing
engagemant from diverse guarters including, infer afia, the IEC, the government of
Afghanistan, relevant legislative organs, political parties, and civil society. Is it is imporant
that the process of electoral reform be Afghan led, and not be seen as imposed by the
international community, yet as per its mandate, the UN will promote and facilitale the reform
process, Al the ime of writing, the determination regarding which Afghan bady or bodies will
lead the process and whal the process will look ike, had yet to be made. Should this
process advance during the lfetime of this project, UNDP ELECT = rode is both 1o contribute
to & full understanding by relevant stakeholders of the mplications of the existing and
proposed electoral legislation, relevant international conventions, as well as IEC
Regulalions, Legal Decisions, Codes of Conducl and any other relevant legislation, and to
make elecioral expertize available.

The elecloral reform agenda works in support of the overall electoral framework and the IEC,
To this end, the focal point for the provision on advice on electoral reform is the Chief

11
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Technical Advisor, in consultation with the Chief Electoral Officer of the IEC, who may call
upan other implementing parners to provide specific input as required,

Due to time constraints, the impact of the electoral reform agenda described above will likely
not be felt before the 2010 Wolss! Jirga elections. Rather, it focuses on longer-term reforms
that will impreve the credibility and sustainability, including the civil and voter registry, of the
democratic process in Afghanistan. UNDP, in coordination with IEC, DPEOMUNAMA and
UNEAD, will support |EC to underteke a paricipative organisational assassmeant and
stralegic planning process fo inform the post-2010 Concept of Operations and be an active
participant in the reform process.

Capacity-building approach

As per slandard practice, all UN electoral assistance will be provided with a capacity-building
approach, The objeclive of the assistance provided needs (o be undersiood as twolold: a)
support the electoral authorities in arder (o prepare and conduc! credible elections: and b)
strengthen the local capacity lo manage electoral processes, by encouraging transfer of
knowledge and consofidating any capacity built in the past. This capacity-building approach
is integrated in the terms of reference of all UNDP ELECT advisors to the IEC. In the currant
substantive revision, there i a double expliolt foous: not only on the leadership role of the
|IEC in light of capacity gains made in 2009, but also in the need for advisor to undertake
fheir cepacity-building responsibilities. This betier allows UNDP ELECT to Tocus an
sustainabilily, capacity-bullding, Institution-bullding and skills transfer,

In a long-term electoral assistance projecl, capacity-building goes through a number of
phases: the preparatory perod; the operational mode; and the post-electoral period. The
current substantive revision is a shori-term endeavor, which will be implemented exclusivaly
durning operational mode. This does not preclude a capacity-buliding approach - on the
contrary, operational mode s an excellent opportunity to "leam while deing® and, through a
meantor approach, promote transfer of skifls, In this context, capacity-building at the IEC will
be conducted primanty through the provision of technical assistance during the operational
made ieading to the 2010 elections. All UNDP advisors will participate in advancing the
capacily-building program through 'on-the-job’ training and skills transfer

In 2008-08, capacity was built within the IEC through planning and condiciing voler
registration for the 2009 Presidential and Provincial Council slections, Capacity-building was
primarily conducted through skills-transfer between UNDP ELECT advisors and IEC Heads
of Department. A similar amangement will be seen In 2010, with advisars expected (o menlor
their counterpart department heads/staff and work alongside and with IEC staff,
understanding that IEC is responsible for operational decisions.

UNDP ELECT's work with the IEC is underpinnad by the following in order to achieve the
envisaged cutputs.

1. As agread by IEC, UNDP ELECT, and other implementing partners, each of the
depariments of the IEC Secretanat will be supported by an infernatonal adviser —
from UNDF ELECT or another elections assisltance organization - who will work sith
the departmental director in hisfher day to day work, understanding the |IEC remains
solely rasponsible for operational decisions. In this way, capacity will gradually be
transferred through a coaching, training and mentoring process.

2. Each of the |EC's assistance partners should coordinate their efforts undar the
leadership of the IEC Secretariat and UNDP ELECT as the coerdinating body for
international support fo the electoral process. UNDP ELECT will provide a minimum

)
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of advisors in core areas as identified by the IEC, while assistance pariners may
supplemnent core areas or provide suppor in other nen-core areas.

3. Should an elecloral reform process be initiated during the fetime of this project,
UNDP ELECT - through the Chief Technical Advisor - will be in a position to provide
advice to stakeholders leading the process.

Cross culting theme: gender mainstreaming

The decisions and policies implemented by the IEC can have a significant impact on the
participation of women and vulnerable groups in the coming elections Therefore, special
altention has been paid in this proposal to adopting a gender and rights-based approach 1o
maximize the participation of the electorate, as envisaged under UNDAF Qulcome 3

In 2008-08 gender issues at the |IEC were reated manly in lerms of outreach to women and,
support to female staff. Whilst this has seen some positive effects (Including in the targeting
of women as a group for educational activities, the appointment of two women
commissioners, two female heads of departments, and 8 gender officer) processes such as
policy, pianning and budgeting could be better addressed. The establishment of the Gender
LInit In June 2008, and the inclusion of an UNDP ELECT Gender Advisar has been one
major siep o iy and addrezs this.

In crder lo increase the participation of women In the elecloral process the programme will
focus on five key areas
s Collsboration
Institufion Building
Rezearch and Analysis
Risk Reduction
Cutreach

- " ® =

The gender/rights approach will be supported by an international advisor and a dedicated
budgel. The Gender Advisor and her or his counterpant will plan for, guide and implement
the necessary activities and to ensure they are integrated into |EC areas of responsibility

from recruitmeant and training to outreach and operations.

Institution building will address long term integration of gender into the IEC rather than
immediate needs, with messures envisaged such as capacity-bullding of departments,
support for female staff's professional development and the institutionalisation of gender
focal points. The research and analysis component sims 1o ensure thal lessons leam)
locally, and best international praciices are considered and where appropriate adapted to
Afghanistan and that ihe relevant cross-culling Issues are recognized within the programme.
This will include the devetopment of a database on gender and eiections.

It i= poted that many women are unable to, or do nol wanl to paricipate in electoral
processes due to security threats, cullural norms or the influence of religious beliefs and
practices. A process of dialogue with the Ministry of the Haj, Mullahs and the Council of
Ulermas will assist in the design and dissemination of messages through rebgious networks.
In additicn, it ks recognized thal there is a need to engage not only with women regarding
gender empowerment bul also men, who act as gatekeepers o women's parhicipation,
Engaging men in gender discussions through voter education is essential to improving
wWoimen's access o electoral processes.

In 2008 a Gender Election Task Force (GETF) led by the IEC's femals Commissioners was
established 1o make recommendations on the integration of gender approaches and act as a

13
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mamitoring body to ensure formal declsions are camed out and are effective. The netwarking
of agencies engaged on gender issues in order to feed ideas into the GETF and to
disseminate and share information on relevant issues will support this process as will more
lormal contact with UM agencies, Minisiry of Women's Affairs, civil society and other
institutions in order o share and gather information from the field and to disseminate key
messages, This will be continued through the Iie of the project.

Institutional arrangements to promote and protect the capacity of the |EC to maintain a
gender focus will be a primary focus of the initialive. Most of the work in 2010 involves
support o other departments, as well as strengthening the |EC as a whole through capacity-
building and targeted training. I is also in the process of setting up a Gender Focal Point
syslem in order to strengthen its ability to exchange information and strategies with
provinces. In 2010 the Gender Unit will continue to highlight steps the IEC can take in
increase capacily, reduce fraud, and generally strengthen democratic processes, as its
recent lessons learmed documanl mentions.

The project will also be linked to other ongoing and planned projects and capacity-building
activities which are supparting retated fields such as gender and vulnarable groups.

Part 3: Expected Results

The IEC is supported to conduct a limited voter registration top-up as required for the
2010 election

A voler registration update must be conducled lo allow all eligible voters without a voler
registration card to obtain one before the 2010 election. These will include refurnees; those
who turn 18 years of age by the slection daie; as well as those who have moved provinces,
los! cards or have not previously registered and would like o do so. To achieve this, UNDP
ELECT will primarily:

a) Support IEC to deploy temporary staff to carry out VR, by providing salanes and
other staff payments,

b} Procure, and support IEC to defiver and retrieve assels, materials, and logistical
supphes for the VR top-up process in a timely manner,

c) Support IEC to design and deliver approprigte training to Provincial staff and VR
lemporary staff about the conduct of the VR lop-up sxercise;

d} Provide technical and operational assistance to enable |EC upgrade s IT systems in
Ihe regional offices and software modules in the data centre, and complete the VR
data entry ahead of the Wolesi dirga eleclions;

28] Provide coordinating support to enable |EC to plan and implemean! an awareness-
raising VR public oulreach campaign

Progress Indicators: 1) Mumber of eligible voters {disaggregated by sex and
geographical location) issued with new voler
regisiration cards;

2) |EC ability to manage the various aspects of the VR
process with reduced inlernational suppaort.

Benchmarks: 1) |EC prepares procedures and materials adequate to

14
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iIs5Ue new voler registration cards (disaggregated by
sex and geographical location);

2) |EC demaonsirates an improved technical and
operational capacity to manage the voter registration
process on its own, with reduced international
assistance,

The 2010 Wolesi Jirga election Is conducted by electoral management bodies (IEC
and ECC) as planned

UNDP will provide technical assisiance and focused operational support for the 2010
eleclion wilh a focus on capacity-building. This refers o all stages of the election process:
candidaie nomination, elecioral complaints arbitration, polling, counting, processing, and
announcement of resuls.

Technical supporl to the |EC will be defivered through intermnafional advisers embadded at
the IEC. Recruitment of inlernational advisers will be done in consultation with the IEC.
Assistance delivered through UNDP ELECT is coordinated by the Operations Advisor under
the supervision of the Chief Technical Advisor. In addition, UNDP ELECT will provide
support fo the ECC as described above. Indicalive aclivities envisaged will focus on:

a) Providing technical and operational support - with a focus on core activities — to
enable IEC to implement the 2010 elecloral programme;

b) Procuring and managing assets as per defined in the Programme Documeant;

c} Supporting IEC in upgrading infrastruciure and deploying and retrieving election
material in a timaly manner

d) Providing IT support to improve IEC capacity to manage the processing of
candidaies’ data and election resulis;

&) Froviding technical assistance to achions taken with regards to candidate vetting;

fi Supporting IEC efforts aimed at the mitigation and detection of elecltoral fraud;

g) Facilltating IEC to deploy temporary staff for the Woles! Jirga elections, by providing
galaries and other staff payments;

h) Suppoding |EC to design and deliver appropriate training to |EC staff about the
cenduct of the Wodes: Jinga elections;

i} Supparting the implementation of IEC security safe-guards for personnel and
sensitive electoral matanals,

1 Supporting IEC to construct and equip a Media Centre, and providing salares for
Media Commission temporary staff,

k) Support public outreach and external relations on the electoral process through the
media and other appropriate channels

I} Supporting |EC to caplure lessons leamed and best practices following the electoral
process,

m) Providing technical and kogistical suppon to the ECC.

Progress Indicator. Ability of ECC o adjudicate electoral complaints in a limely
manner,

Padormance 1) All electoral benchmarks-—candidate namination,; staffing,

Benchmarks: delfivery and retrieval of polling materials; polling;

processing and announcing of electon resulls-—ara
attained in accordance wilh standards and imeframes of
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the IEC 2010 Cperational Plan;

Z) The ECC recaves and arbitrates electoral complaints
associaled with candidales’ nomination, political
campaign, polling, and processing of election results
within prescribed fimelines:

IEC's management, operational and electoral policy formulation capacity is
strengthened to: a) ensure a well-organised 2010 VR top-up and Wolesi Jirga electoral
process; b) create a sustainable framework for a revamped post-2010 electoral
agenda

Activities under this objective will be supported by UNDP ELECT under the guidance of the
Chief Technical Advisor, The primary focus under this output will be to:

a) Support the IEC to improve s human resources, finance, |T, procuremant, assa|
management, and parformance moniforing & evaluation processes;

b) Advise IEC Commissioners and Secretarial on electoral policy development, issues
analysis, and athical (evidence-based) decision making;

¢} Provide technical assistance to review the legal and institutional framework for
Afghan eiections and inform a long-term electoral reform agenda;

d) Support IEC lo undertake a participative organisational assessment and strategic
planning process to inform the post-2010 Concept of Operations;

g) Support IEC to mainstream gender in s institutional performance framewarks

Progress Indicators: 1) 1IEC s ability to meet critical elactoral benchmarks within
fimelines sal in the 2010 Operational Plan with focused
international technical and operational assistance;

21 Lewvel of paricipation and interest of IEC and other
slakeholders n electoral reform agenda

Perdormance 1) Al electoral benchmarks---candidate nomination;
Benchmarks: staffing; delivery and retrieval of polling materiats; polling:

processing and announcing of election results---are
attained in accordance with standards and timelinas
prescribed in the IEC 2010 Operational Flan;

2} |EC, Minkstry of Interiar, ©50s, Members of Parlament,
and other national stakeholders show interest, and
actively parficipate in electoral reform agenda (if inltiated).

On all the above operational [ssues the |EC will develop a comprehensive operational plan,
budgei and calendar, processes supported by the international electoral assistance team.
The budget and operalional plans will be appended to this Third Substantive Revision in due
course for receipt by the Project Board. UNDP ELECT activities will be delivered in
sccordance with the principles of capacily-buiiding, sustainability and skills transfer as
outlined elsewhere in the document.

Fart 4: implementation Arrangements
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Governance

Governance will consist of the Project Board, Technical Group and UN coordination. The
Project Board {Steenng Committee) will provide overall project direction in the
implamentation of the project. Decisions taken at the Project Board are reached through
consensus in compliance with best practices, The Technical Group will be a forum for
discussion of technical issues and the development of policy and activity approaches.
Tachnical Group outputs will inform the Project Board.

An internal UNAMA-LINDP Consultative Task Group is established for the coordination of
UNAMA's role and responsibilities for pofitical and policy leadership and UNDP
responsibilities for technical assistance. This consullative task group has already been set
up.

Stakeholders meetings as conducted in 2009 are not included in the management
arrangements of the current revised UNDP ELECT project. If reguired, the project will
support the |EC and ECC in organizing consultations as may be appropriate for informing
stakeholders; however. it is expecled that the IEC and ECC will manage this as part of thair
reporting. Likewise, as mentioned above, UNDP may hold informational meetings with
donars and other stakeholders regarding UNDP ELECT's activilies and functioning

A) Project Board
The Project Board (sometimes referred to as the Steering Committes) will convene
as often as required. The LUNDP ELECT Project Board will be co-chaired by IEC or
the ECC depending on the issue under review and UNDP, Members of tha Board will
include UNAMA, UNDP, donors and key domestic stakeholders as required. The IEC
or ECC, as members of the Board, will not take pant In discussions impacting the
other body, in order to avoid any perceived conflict of interesi.

The Board is responsible for general oversight of project activities, including financial
oversight and approval of funding allocations within the overall budget. It should
recaive regular reports from the electoral management body, approve major activiies
and expenditures, reach consensus and take decisions on any change in the project
workplan, provide engoing risk analysis, and consider funding for emerging issues.
The Project Board retains overall management control of the project and s
accountable for resource mobilization and overall expenditure. The Board will serve
as the Froject's ullimate review bady

Daliberations of the Project Board will be infoermed by input frem the Technical
Group. Decision making is by consensus,

B) Technical Group
The Technical Group is the principal thematic review body for the project. It is co-
chaired by the |IEC/ECC and UNDP, Members include IEC, UNDP, implemanting
partners, donors fo UNDP ELECT and other participants as agreed. Other
participants may be invited by the co-chairs afler consultation with the members of
the group. The Technical Group will also review policy matters pertaining o the
project and the electoral process: consider emerging ssues and needs, and provide
advice and feedback to the Project Board. The Group will meet at least monthly and
may choose to meet more often during peak electoral periods.

The Technical Group will be informed by a number of thematic sub-groups which will
cover every aclivity aspect, including one dedicated to |EC issues. The Technical
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Group agenda is established by the 1EC In coordination with UNDP ELECT and will
include a political update from UNAMA when requested. |n the inlerests of mutual
Iransparency he agenda will also include reports from donors on bilateral electoral
activities and other slectoral activities supported cutside the UNDP ELECT
framework. Special guests from UNAMA, implementing pariners or ather agencies
may &lso be invited from time o time.

Like the Project Board, the IEC or ECC, as members of the Technical Group, will not
take part in discussions impacting the other body, in order to aveid any perceived
conflict of interest

Project Management

UNDF ELECT will be implemented using the direct implementation modality of UNDP and
hence will come under the responsibility of the UNDP Country Office in Alghanistan,
implementation by UNDF will be done in close consultation and partnership with IEC, ECC,
international donors, UNAMA and through the ELECT project.

Integration of internaticnal assistance is a goal of the coordination structures. Separately
from the project. UNAMA will coordinale political-level discussion in accordance with ils
mandate. Dver and above the machanisms oullined below, the |EC and UNDP will convenes
addifional coordination meelings at technical levals, with donors and Heads of Missions as
required. NATO's Intlernational Security Assistance Force (ISAF) may be requesied by the
IEC lo provide support fo the Afghan National Security services and may also be farmally
requested fo provide contingency logistical support (in extramis).

The project managemeant structure will consist of support for coordination and managemant
by UNDP as well as lechnical assistance to the IEC and ECC.

A} Project coordination and management:
Coordination of the different components of the project and management support
services of UNDP will be led by the Project Coordinator. The Project Coordinator will
repor directly to the Country Direclor or his designated UNDP Official and will be
guided through strategic advice by the Chief Technical Advisar who will be the key
advisor o the IEC and as required 1o the ECC on electoral issuas

The Project Coordinator will support UNDP in coordinating the work of the differant
project componants. Sha will ensure strong donor coordination, progress reporting,
oversight over human and financial resources. S'he will be supported through a
coordination and monitoring team as well as the estabkshment of the PMU for UNDP
operational services. S/he will ba the key UNDP liaison in terms of manegement and
mvlil:lhaﬂnn responsibdites in the project and hence will have management
aulhority.

B} Support to electoral management bodies
Support to the electoral management bodies will be provided through the Chief
Technical Advisor, The Chief Technical Advisar (CTA) will provide the averall
leadership and guidance to the project on electoral issues and will report directly to
the UNDP Country Director or through a designated represantative. The CTA will ba
responsible for substantive and technical leadership and accordingly, will provide
high-level electoral advice to the electoral management bodies and as requirad, will
coordinate such support with UNDF and UNAMA, The CTA will be supporied by the
Project Coordinator who s responsible for the administrative and financial aspects of
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the project and who works in close coordination with the relevant sections of the
UNDP Country Office.

C) Technical assistance to electoral management bodies:

8.

The technical assistance team to the [EC will be headed by an Operations
Adviser. Aftar the Chief Technical Advisor, the Dperations Advisor is the primary
electoral policy and technical adviser to the IEC. S/he will provide oversli
leadership and management of the UNDP ELECT technical assistance team and
coordinate lechnical advice to the IEC among other partners as required. The
Operations Advisor repors to the Project Coordinator for administrative issues
and to the Chisf Technical Advisor on issues related to electoral policy and
assislance.

The UMDP ELECT technical assistance team will be embedded within the [EC
and advise different departimenis. UNDP ELECT advisers will provide either
technical or operational assistance with a focus on capacity-building.

A small team of election, security and logistics advisers, based in the regional
offices, will support. through capacity-building, the regional and provincial IEC
offices. Such support will focus on capacity-building for organizing elections,
sacurity and logistics. LUINDP ELECT advisors will not be located at the provinaal
level, however advisors based in regions may travel periodicatly to provingial IEC
offices within their region in order lo provide assistance as required. Any travel
will depend on the secunty assessment at the time of travel,

LINDF ELECT, Il required, will pravide lechnical assistance to the work of the
ECC

UNDP ELECT technical advisers al headquarters and regional level will assist
tha IEC in core suppor for the election, limited lo:

I. Advising In the development of an overall operational plan for the
county-level conduct of the elections;

i, Advising In the development of plans for the distribution and recovery
of electoral equipmenl and supplies;

ili. Advising on recruitment, raining and monitorng of registration: and
polling personnai;

iv. Advising on dissemination of accurate and timely information
regarding the alecioral process fo political parties, domestic and
international observers, NGOs, the media, and voters;

v. Advising on registration, poliing and counling locations;

vi. Advising on administration of the registration, polling, counting. and
resulls processes,

vii. Advising on mitigation and detection of electoral fraud.

D} UNDP Country Office Support
Within the UNDP Country Office. a dadcated elections focal point will faciltate LUNDP
Country Office suppon. provide qualty assurance of project documents and
processes, and o ensure compbance with UNDF corporale procedures. inancal and
procurement rules and regulations.

The UNDP Country Office will ensure operational services through the establishment
of the UNDF ELECT Project Management Unit {PMLU). The PMLU will report directhy to
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the Project Coordinator, and will be linked to the Country Director through the Deputy
Country Director (Operations). Through the PMU and Country Office operations, will
be provided operation seérvices, such as procurement, human resource managemaeant,
budgest planning and finance management, administration and logistics.

UNDF will provide canlinuing oversight and tracking of donor contributions and
transfers and will advise on all discussions on the financial arrangements and

repoding.

Coordination

In close collaboration with the IEC, UNAMA and other pariners, UNDP will implement the
anvisaged activiies lo achieve the overall objectives under this project under the DIM | Direct
Implemertation Modality. )

UMNDP will be one of the major providers of support to the preparation and conduct of the 2010
Wias Sirga elections, Lessons learned from the 2004-2005 Presidential, Provincial Council,
and National Assembly Elections highlighted the need for increased coordination among tha
various UN entities and other pariners providing support to the electoral process in
Afghanistan in order to aveid duplication of effort, enhance the flow of mformation, and
increase efficlency and accountability. This revision acknowiedges that lessons learned from
the 2009 efections also highlight the need for further refinements in the areas of govemance,
management, and struciure of elecloral support

UNDP ELECT, with the poiitical guidance of UNAMA, will coordinate the provision of
technical and material support to the |IEC and ECC. Primary goals of the Electoral Support
Framework are:

| To provide technical assistance 1o the |IEC with a focus on capacity-building:;

ii.  To provide operational assistance to the IEC and ECC in areas required to
axecuta their mandate;

.  To coordinate all international donor assistance to the IEC and the ECC,
including the Media Commission,

iv. UNDP ELECT activities will be delivered in accordance with the principles of
capacity-building, sustainability and skills transfer as outlined elsewhere in the
document and in collaboration with the inpul of other members of the
international electoral assistance feam. A dedicated Project Management Unit will
coardinale, monitor and evaluate the technical and operational support provided
by the project to the 2010 alectoral process and regutarly update donors and
:::thnr stakeholders on progress made, challenges encountered, and lessons
gami.

Throughout the implementation of the project, UNEAD, in coordination and consullation with
DPEOUNAMA, will play its General Assembly mandated role, including providing policy and
technical advice to ensure coherance and cansislency in the provision of UM electoral
assistance, assisting in providing names of qualified experis from the UN electoral
asgistance rosler, and reporiing to member states on the nature of requests and assislance.
As per the UNDP-DPA Note of Guidance on electoral assistance, in order to keep the UN
Focal Foint on electoral assistanca appraised of the political and technical status of electoral
assistance progects, such information will be submitted on a regular status to UNEAD.
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Part 5: Monitoring and Evaluation

Manitoring and evaluation is an integral pari of project implementation. As a joint IEC/UNDP
exercise, the Projec! Board will assess progress and risks on a quarterly basis. The
management team will monitor progress by tracking oulputs and cutcomes against the
indicators and benchmarks for esch activity in the project components. Qualiative
measurements and assessments will include compliance with human nghts principles, aid
effectiveness principles, and the IEC's own Codes of Conduct as appropriate.

Monioring progress towards results will be the responsibility of UNDP through the UNDP
ELECT Project working with the IEC. The Country Office provides separate monitoring
{Froject Assurance) in accordance with s specific terms of reference.

Principles to measure the overall progress of the project are:

= Al necessary Institutions required for the effective administration of the electoral
process: the |[EC, Electoral Complaints Commission and Media Commission, as
well a5 project components to support the 2010 process, are designed and
astablished by the end of the second quarter of 2010

= Planning for the 2010 election starts in an orderly manner by the first guaner of
2010

= Resources are managed efficiently and effectively and donors receive regular
reporting on axpendilure and on progress against key benchmarks.

For purposes of moniforing and evaluation the following processes will be used:

» Internal moniloring, reviews: A quarierly project review underiakan in paraliel with
quarterly reporiing will inform work plan updales, resource reviews, constraints
and challenges and provide updates o the risk analysis and mitigation strategies.
This will be conducted in partnership with the [EC

» A final comprehensive independent external evaluation will be carried out at the
end of the project. A terminal assessment of the project to document #s
achiavemenis and failures and to record lessons leamed shall be held during the
lagl manth of the project operation,

= Qualty assurance by UNDP Country Office: As part of its obligation to quality
assure all programming funded through UNDP, the UNDP Country Office will
continually review project planning documents and will undertake periodic
moanitoring missions in parinership with the IEC and donors as appropriate. The
results of these quality assurance exercises will be used lo support continuous
strengthening of UNDP's suppor to elections and will be reflected in quanerly and
annual project reporting to donors.

+ The Capacity-buliding Advisor will work closely with the IEC to bulld the skills of
the |IEC in monitering and evaluation and will work with UNDP ELECT o ensure
the |IEC’s capacity gains are reflected in narrative reparfing

= Monthly reporting 1o donors and the Project Board, a5 required. will be organized
by UNDP in addition to quarterly and annual reporting.

= \Weekly reporfing will be conducted by the IEC.

Reports from monloring activities will be generated to ensure that all UNDP resources are
being managed in accordance with its financial regulations, rules and practices and
procedures, the project document, the project implementation and the work plans. In this
ragard, the project team will be required to submil regular progress reporis on
implementation and a comprehensive financial repor fo be reviewed by the relevant
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technical committees. The project team will additionally submit an initial work plan. staffing
charf, and risk analysis and mitigation malrix

Reports from monitoring activities will be generated to ensure that all UNDP resources are
being managed in accordance with ifs financial regulations, rules and practices and
procedures, the project dooument, the project implementation and the work plans. In this
regard, the project team will be required fo submit reguiar progress reports on
impiementation and a comprehensive financial report to be reviewed by the relevant
technical committees. The project team will additicnally submil an indial work plan, staffing
chart, and risk analysis and mitigation matrix

Financial, Procurement and Assets arrangements will ail be in ine with UNDP financial rules
and regulations and Human Resources Polices

Where possible, the project will have an increasingly dedicated focus on procurement from
local providers, where local providers have the stability. capability, knowledge, and
axperience 10 do s0. In order to build the |IEC's capacity to conduct its own procurement
processes and fo ensure transparancy, the |EC will receive briefings and presentations on
the procurement process usad by UNDP and will be invited to observe procuremeant
commillees whare observation is not conlrary to UNDP rules and regulations, and where
agreements on confidentiality and impartiality agreement are concluded.

Assels acquired befere, al the beginning or during the course of the project shall remain the
propery of UNDP until the program closes. If transfer of assets is requested by the IEC
before the closure of the project, disbursament shall be determinad by a joint decision of
UNCP and donors.

Any asset transfer shall be subject to the processes and procedures defined in the UNDP
assets managemen! guideline and thus proper approval shall be scught and granted by the
concemned parbies and both parties shall ensure thal no transfer and or donafion is
parformed without the due process and the proper documentation,

In cases where heavy machinery and vehicles are tempaorarily placed in a location which is
under the custody of the |EC, or are for the |IEC's temporary use, IEC officials shall have full
responsibility for the assels and report to the ELECT asset focal point any damage,
relocation, repair, or any other issues that affects the normal condition and or location of the
assets while in the [EC's care.

The propect shall be subject axclusively 1o the internal and external auditing procedures
provided for in the financial regulations, rules and directives of UNDP.

Part 8: Risk Assesasment

= A further deterioration in the security situation, further accentuating factional divisions
{limiting IEC's and UNDF ELECT s operational capacity, volers' freadom of
movement, and the ability lo observe the elections), and an increased potential for
ethnic-based violence. Mapping exercises of the 2008 election rasulls indicate a
relationship between insecurity (lack of governmani, security forces, and Rule of
Law) and the occurrence of fraud and electoral matfeasance. The closure of polling
slalions in the upcoming Parliementary elections has the potential to dramatically
giter the nature of the parliamentary contasts;
The project will be informed by and will continually monitor the security situation
through the [EC's weekly coordinalion meetings with all security stakeholders;
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through the Ministry of Inferior's weekly briefings; from the advice of the UNDP
ELECT Secunty Advisors, through the continual review of the risk assessment and
mitigation strategies, through independent UNAMA assessments and refated means.

A serious deterioration in the security situation, with another atlack targeling
international election workers, leading to large reduction in UNDP electoral staff;
The praject will be informed by and will continually monifor the securily situation
through the IEC's weekly coordination meetings with all security stakeholders:
through the Minisiry of Inferior’s weekly briefings, from the advice of the UNDP
ELECT Secunty Advisars, through the confinual review of the risk assessmen{ and
miligation strategies, including & reduction in personnel, scope of work, and limits on
areas of deployment. Addlitlorially, the project will underfake the security upgrade
required by UN Depariment of Safely and Security (UNDSS) and UNDP Security

A public disillusioned with the democratic processes (including the performance of
the stale insfitutions),

Programmmes aimed al assessing and improving public perception of the process are
outside the scope of UNDP ELECT activittes. The IEC will pursue public outreach
throwugh its public outreach department. There s an expectalion thal technical
assislance shall be provided by a member of the internationsl electoral assistance
feam.

Poor perceptions of the independence of the |IEC;

The techhical advisory roles within the IEC include provision for high level advice an
and recammendations for the IEC's consideration and adoption refaled (o
perceptions management, siralegies lo address poor perceptions and to buitd the
integrity of the fnstiulion,

Paossible challenges to the national media;

The media support work of the Media Commizsion within the IEC, responsible for
manitaring media for compliance with Codes of Conduct. the work of other
implementing pariners and its work in media development and tralning of journaliss,
and donars themselves, will be expected lo be continually alerf to, advocafe for, and
develop strategies to support freedom of expression against pressures, especially on
the state-cantrofied media

Substantial voter fraud or attempts to commit frawd.

Measures will be pul in place o miligate the polential levels of freud in both voter
registration and polting. Measures will also be used fo investigate, identify, and
address potential cases of fraud during registration, polling, and counting. However, i
is important fo note thal fraud is altso & product of the political and security context
and cannal be eliminaled by miligation measwes alome,

Continued relations of patronage between powerbrokers and communities.

These relationships are oulside the control of the project The IEC's public ouwlreach
activities will include modalities for enfrée into communities through the development
of refationsiips with commundy, refigious and Iribal leaders and the establishment of
frust behween key communily players.

A police force with insuffickent capacity to provide community sacurity. White there
has been a marginal increase in capacity since the 2008 elections, the current police
force remains insufficiently capable of providing security to all of tha slecioral sites
and processes, together with normal Rule of Law activities.
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The IEC will engage with the national secunly farces to advice on the provision of
elecloral securily, as wall as with international military forces,

= A voler register unable fo be adeguately carrecled through the 2010 VR exercise.
It has been nofed thal additional regisiration will be required before the 2070 eleation,
nating the limited VR exercise of 2008-9. The small scale of ihe exercise, howsver,
will not aflow it to resull in a comect or complete voter register in time for 2010,

* Late appointment of the ECC can have an impacl on il properly camying out its
mandate, particularly adjudication of challenges lo candidate eligibility.
To faciitate 8 quick establishiment of the ECC when appointed, a skelelon
headguarters secretarist remains in place as of April 2010, Furiher, long-term
agreements with senvice providers i lhe areas of human resources, office
managemant, fusl, transportation, efc., will allow UNDP to augment 15 support in
those areas once appointments are concluded.

Risk Assessment and Mitigation Pians will be updated for all activities and be subject to
continuing review by donors and the Project Board.
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