Capacity Building: Working with Afghan Counterparts
A key priority of the JEMB Secretariat is to develop the professional capacity of Afghan JEMB and JEMBS staff; to ensure that they are best prepared to assume responsibility for future elections. Collaboration between international and Afghan colleagues should take place under the assumption that Afghan election officials will form the core of the future election administration and therefore both Afghans and internationals must take the opportunity of this election to refine the skills of our Afghan hosts. We as internationals also hope to better conduct elections in Afghanistan by learning from our Afghan counterparts.
In order to facilitate the smooth transfer of expertise to Afghan election professionals, the JEMBS Capacity Building Section has developed goals and guidelines for working with our Afghan counterparts. This includes elements aimed at institutionalizing these guidelines such as incorporating a reporting requirement into our weekly reports on integration or internationals and Afghans, weekly work plans drawn up between internationals and Afghans, and finally, a broad assessment of the impact of our work with counterparts.
This structure should apply not only to Counterparts of Department Heads or regional and provincial electoral officers but to all Afghan staff with non-administrative roles within their respective Departments and Regional or Provincial Offices.

The work with Afghan Counterpart is based on the following Goals:
a. Imparting election administration expertise on all levels to our Afghan counterparts;

b. Building Counterparts’ managerial capacity;
c. Improving Counterparts’ election management skills;

d. Building Counterparts’ leadership ability;

e. Motivate Counterparts to assume responsibility to run future elections in Afghanistan.
Guidelines and principles of working with Counterparts:
Guidelines will assist internationals working with Afghan officers to create a working environment that will meet the above goals:  

a. Internationals should function as mentors to their Counterparts;
b. Counterparts are not assistants but must learn how to perform all tasks of the internationals’ job to the best of their abilities;
c. Counterparts to Department and Office Heads should be capable of managing the office in the absence of the international;
d. Counterparts should understand the essential concepts of electoral administration such as: neutrality, transparency, accessibility, etc.
e. Counterparts should understand the long term goals of the Department or Office;
f. Internationals shall involve Counterparts in any decision making process and have his/her input on it;
g. Counterparts should be fully involved in the daily work of the Department or Office, and should learn how to delegate responsibilities; 
h. An international and his or her counterpart’s workspace/desk should be co-located;
i. A counterpart should be given sufficient time to understand the meaning behind their particular responsibilities: internationals should instruct Counterparts precisely in how to accomplish given tasks;
j. Afghan staff members should be equally occupied with official tasks as their internationals and should be assigned variety of tasks;

k. Internationals should review the work assigned to Afghan colleagues after completion and provide feedback;

l. Counterparts shall represent his or her Department at meetings and workshops individually or together with the International Head of Department;

m. Internationals should delegate to counterparts the authority to organize and supervise the Department’s staff meetings as frequently as it is required;

n. Counterparts should understand the functioning of the bureaucracy of electoral administration.
Writing of Report by Counterpart
The weekly report of the Department or Office should include information on the integration of Afghan and international staff and progress towards the goals stated here.  This section of the report should be prepared by the Counterpart (to the extent possible given language abilities) and reviewed by the international.  
The Counterpart may also be required to write a first draft of the weekly report as a regular exercise. Preparation of reports would expand Counterparts’ writing skills and gives an understanding of the daily tasks and long term perspective of Department or Office. Before submitting the report, the Head of the Department should review all contribution and provide feedback to the Counterpart. 
Weekly Activities of Counterpart
Heads of Departments and Offices should, with their Afghan colleague, draw up a weekly work-plan for their colleague.  This should guide the work of their colleagues, provide a context to feedback or evaluation, and be an opportunity to discuss the operational needs and goals of the Department/Office’s activities.

Counterparts must understand and be specifically tasked in each Department or Office’s weekly work-plans. Counterparts must know the Office/Department tasks and his/her tasks within this context. Sufficient time should be dedicated to the Counterpart on a weekly basis to go through the Departmental tasks and long term goals. Internationals must ensure that their Afghan colleagues understand what is being asked of them and why.  Although the ultimate decision making authority should be with the international, no major decision shall be taken without consulting with Counterparts. 
Benchmarks for measuring the progress of work with Counterparts
All above enunciated principles will be measured through a three-stage Impact Survey mechanism. The first stage will asses the current level of Afghan institutional capacity, the second stage will follow up after the completion of the Registration Update Period and, finally, the third stage will provide the necessary data for a comprehensive report on the achieved results, after completion of this year’s election activities. The aim of the survey is to demonstrate progress and identify areas in which more support to Afghan election professionals is required (See Survey on next page).
Survey Questioner

The Impact Survey is designed to measure whether the aim of the work with Counterparts has been achieved. It is required that both International and Counterpart to fill out a Survey for the each phase identified below. Surveys will be submitted from HQ/Regional/Provincial Offices for:
First Stage – Second week of July (before 11 July);
Second Stage – First week of August (before 19 August);
Third Stage – 
First week of October (the week after the completion of the Count).
The completed surveys should be submitted to the Capacity Building Section at the following e-mail address: georgeb@unops.org.af

Impact Survey
Date:_________________________
HQ/Region/Province:


Name/Position:


Please circle your numbered response for each of the following question:
1. Counterpart has a strong overview of the election processing Afghanistan

1. Not at all    
 2. A Little    
3. Partly   
4. Mostly     
5. Completely
2. Counterpart understands relevant aspects of election administration 

1. Not at all     
2. A Little    
3. Partly  
 4. Mostly   
  5. Completely 

3. Counterpart works very closely with International

1. Not at all     
2. A Little    
3. Partly   
4. Mostly     
5. Completely
4. Counterpart is capable of managing the office in the absence of the Head of the Department/Office
1. Not at all     
2. A Little    
3. Partly   
4. Mostly    
 5. Completely 

5. Counterpart is involved in decision-making process and has relevant input in it
1. Not at all
2. A Little    
3. Partly   
4. Mostly     
5. Completely 

6. Counterpart is fully involved in the daily work of the Department and supervises staff and particular tasks

1. Not at all     
2. A Little    
3. Partly   
4. Mostly    
 5. Completely 

7. Counterparts was fully involved in managing the Department/Office’s responsibilities during the Registration Update Process

1. Not at all 
2. A Little 
3. Partly 
4. Mostly
5. Completely 

8. Counterpart prepares draft weekly report sections for the Department/Office and submits it to International for review
1. Not at all     
2. A Little    
3. Partly   
4. Mostly     
5. Completely
9. Counterpart is improving his/her management skills

1. Not at all     2. A Little    
3. Partly   
4. Mostly     
5. Completely 

10. Counterpart is assigned a variety of tasks in the Department/Office
1. Not at all     2. A Little    
3. Partly   
4. Mostly     
5. Completely 

11. Counterpart effectively delegates tasks to his/her subordinates

1. Not at all     2. A Little    
3. Partly   
4. Mostly     
5. Completely 

12. Counterpart represents Department at meetings and workshops individually or together with the International Head of Department

1. Not at all     
2. A Little    
3. Partly   
4. Mostly     
5. Completely 

13. Counterpart learnt how to perform all tasks of the Department

1. Not at all     
2. A Little    
3. Partly   
4. Mostly     
5. Completely
14. Counterpart expresses his/her motivation to run future elections in Afghanistan

1. Not at all     
2. A Little   
3. Partly   
4. Mostly     
5. Completely
15. International delegates his/her duties to the Counterpart as often as possible

1. Not at all     
2. A Little    
3. Partly   
4. Mostly     
5. Completely 
16. International explains fully the tasks assigned and dedicated sufficient time to ensure that the Counterpart has understood what is expected

1. Not at all     
2. A Little    
3. Partly   
4. Mostly     
5. Completely
17. International ensures that the Counterpart understands the long-term goals of the Department/Office and the context of these goals

1. Not at all     
2. A Little    
3. Partly   
4. Mostly     
5. Completely
18. International reviews the work assigned to Counterpart after completion and provides feedback
1. Not at all     
2. A Little    
3. Partly   
4. Mostly     
5. Completely
19. International identifies and pursues areas in which the Counterpart has an opportunity to learn within the Department/Office and within the election

1. Not at all     
2. A Little    
3. Partly   
4. Mostly     
5. Completely
Other comments:
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