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Seventh Six-month progress report for project

REPORT COVER PAGE

	Participating UN Organization:
	
	Cluster:

	UNAMI/UNEAD

UNOPS

UNDP
	
	Cluster G - Electoral Support




	Project No. and Project Title:
	
	Report Number:    3

	G11-14 b Institutional Development – Organizational and HR Capacity Building for the IECI/IHEC

This Report is only for UNOPS’ part of G11–14, specifically G11-14b. UNDP will submit a report on G11-14a separately. 
	
	


	Reporting Period: 

	
	Project Budget [and revision if applicable]: TOTAL: USD 6,319,892                           
UNOPS:  USD 2,584,466 (G11-14b)
UNDP:    USD 3,735,426 (G11-14a)

	1 January – 30th June 2008
	
	


	List Implementing Partners:
	
	Geographic Coverage/Scope:

	· UNAMI/IEAT, UNOPS and UNDP

· IHEC 


	
	Iraq, Jordan & additional international locations, as required for the Capacity Building component




	Abbreviations and acronyms:
	
	Project Status: Duration/Closed Project/Timeline Extension:

	UNEAD 
United Nations Electoral 


Assistance Division

IEAT 
International Electoral 


Assistance Team

IHEC 
Independent High 


Electoral Commission

IECI 
Former Independent 


Electoral Commission of Iraq

BoC            Board of Commissioners

CBT           Capacity Building Team


	
	· 12 months

· Project Start Date 08 April 2007
· Extension for 18 months
 



NARRATIVE REPORT
Please be advised that this report only represents UNOPS section of G11-14, specifically G11-14b.  UNDP will submit G11-14a separately. 
I. Purpose

Provide the main objectives, outcomes, outputs of the programme/project
Main Objectives:

To increase the capacity of the IHEC to conduct electoral activities by:

1. Improving skills of IHEC staff in Headquarters and Governorate Electoral Offices through provision of training (implemented by UNOPS).

2. Strengthening institutional capabilities in specifically targeted areas for the permanent electoral institution established under the constitution (implemented by UNDP).

Outcomes

This project is in support of the institutional development of the IHEC as a sustainable institution, operating independently, efficiently and transparently in line with international professional standards. 

Outputs/ UNDP

Institutional capabilities of IHEC in specifically targeted areas strengthened. 
Namely: improved level of IHEC board’s management skills, enhanced awareness of electoral best practices, and strengthened relationships with external stakeholders.
Outputs/UNOPS

Improved skills of IHEC staff at HQ and Governorate level.
Specifically: improved capacity of up to 700 IHEC employees, following the delivery of training courses in the priority areas of logistics, procurement, ITC/database design, graphic design, translation, capacity building/training, voter registration, security, and general skills (incl. office administration, language, etc.)

Explain how the programme/project is relevant to the following benchmarks:

· UN Assistance Strategy for Iraq, 

The institutional development of the IHEC was identified by the former Cluster G-Electoral Support as an area where assistance should be provided. Such assistance is focusing on ensuring that the institution will be fully accountable and have the capacity to make and implement informed decisions transparently.   

· UN Millennium Development Goals, 
Although the institutional development of the IHEC is not directly related to the achievement of the Millennium Development Goals, this project contributes tangentially to the achievement of MDG8 “develop a global partnership for development” where it includes a commitment to good governance. The strengthening of the Electoral Commission is in fact key in the creation of a stable and transparent political system in Iraq. 
Also, the project has some impact in the achievement of MDG3 “promote gender equality and empower women”. At project level the participation of women was promoted both in the recruitment process and in the implementation of the activities. Furthermore, in the long term, by enhancing the capacity of the IHEC, the project expects better organised electoral events to be able to take into consideration the specific necessities of the less represented parts of society, women being one of those, to allow them to fully exercise their democratic rights.
· Joint Needs Assessment, 
Assessment missions to Iraq (June 2005 and November 2006) have identified the need of capacity building for the IHEC training to enable the Commission to perform its duties in an optimal manner to the benefit of all Iraqis. 
UNOPS and UNAMI/IEAT have been working closely with the IHEC to better understand the Capacity Building needs of the Commission. This process has been successful thanks to the good cooperation among implementing agencies and the IHEC itself. 

There were no specific Needs Assessment Missions during the reporting period but ongoing monitoring of needs through permanent presence of the project’s technical supervisor UNAMI/Electoral Support in Baghdad with IHEC, assessment of ongoing training and use of information from the broader IEAT. 
· Iraqi National Development Strategy 

The project offers relevant inputs in the achievement of the goals set by the International Compact for Iraq, the initiative of the Government of Iraq for a new partnership with the international community. 

The Compact aims to consolidate peace and pursue political, economic and social development. Within this framework, the strengthening of the institutional capacity of the IHEC is a significant contribution to promote good governance and improve the political framework. 

Indicate the main implementing partners, their roles and responsibilities, and their interaction with the Agency

UNDP and UNOPS are the main implementing partners supported by UNAMI/IEAT through provision of technical supervision. 
II. Human Resources 

National Staff & Consultants: Provide details on the number and type (operation/programme) 

Programme Associate 
1 national staff 
(operation) 


Finance Associate  
1 national staff 
(operation) part time

MoveCon Manager 
1 national staff 
(operation) part time


Programme Officer 
1 consultant 
(programme)

International Staff: Provide details on the number and type (operation/programme)

Project Manager 
1 
(operation/programme)

Programme Support Officer
1 
(programme) 
III. Methods of Operating

Summarize the implementation mechanisms primarily utilized and how they are adapted to achieve maximum impact given the challenging operating context.

UNOPS works closely with UNAMI/IEAT staff when programming and implementing project’s activities to ensure optimal solutions are delivered.
UNAMI/IEAT staff provides UNOPS focal point for the project with the relevant information including TOR and procurement requirements for the activity to be implemented. 
UNOPS’ project team coordinates internally with the relevant departments (Procurement, HR, Finance and Security) and externally with UNDP to ensure all the necessary arrangements are in place and the objective of the activity is met.

When training and workshops are organised UNOPS always delegates one member of the project staff to be present where the activity is taking place to look after all administrative and logistical needs.

UNAMI/IEAT delegates relevant staff members to participate to the trainings as technical advisors and to provide feedback on the activity. 

Provide details on the procurement procedures utilized and explain variances in standard procedures.  

Standard procurement procedures were followed by UNOPS for all activities implemented during the reporting period with the following exceptions:
For the Logistics Management and Warehouse Management training, held in Amman and Dubai, in January and February 2008, respectively, a waiver request for contracting the training company was submitted to and approved by UNOPS MEO (23rd January and 18th February respectively).  The value of the Logistics Management Contract was $40,147; the amount paid for the Warehouse Management training was $11,775.  The logistics management training was requested at short notice, and therefore the waiver submission was only presented a few days prior to the start of the event; given the tight time line it was granted retroactively.
The waiver request was justified as follows:

1. IQOC were issued a request by UNAMI EAD to specifically contract Kuehne + Nagel to administer the training for logistics related activities for IHEC.  This was based on their unique knowledge of the IHEC having been responsible for the logistical arrangements of the 2005 and 2006 Elections of Iraq. 
2. The contractor was chosen through a non-competitive process, a waiver was submitted and approved because of the unique set of abilities, experience and skills that K+N had. 

For the Logistics Management training UNAMI and K+N (the trainers) specifically requested the use of the same interpreters as the previous activity Logistics Planning. 

The waiver request was justified as follows:

1.  The specific interpreters had worked on translating the logistics material and had specialist knowledge of logistics terminology, which was not available elsewhere. 

For the GEO Director Selection UNOPS were requested for to support IHEC for two phases of a media campaign to advertise the vacant GEO Director positions.  The second phase UNOPS had a longer lead time and a competitive tender was issued as per SOP.  However, the first phase required a waiver to appoint a company to place media advertisements.  The value of the first phase was $ 244,200.
The waiver request was justified as follows:

1. IQOC were issued an urgent request by UNAMI EAD, supported by the office of the SRSG to provide immediate support to the IHEC by funding a media campaign, advertising the vacancies of the GEO Directors. 

2. The activities could not wait for a competitive tender process.

3. The cost of activities were checked against market rates and considered competitive. 
For the PSD Training Refresher course UNOPS was requested by UNAMI EAD and IHEC to provide training to IHEC’s PSDs in advance of electoral activities.  Specifically, UNAMI EAD requested that Unity Resources Group to conduct training.  The value of the contract was $10,167. 
The waiver request was justified as follows:

1. UNOPS IQOC were presented with an urgent request by UNAMI EAD, to provide immediate security support to the IHEC Commissioners by providing a refresher course on close protection for the PSDs who are assigned to the Board of Commissioners. 
2. URG provided the original training to the IHEC PSDs and were therefore familiar with the level of knowledge, abilities and previous training. 
Training in Erbil:

Any training in Erbil required a waiver for the use of the Sheraton hotel.  The justification for this waiver is that it is the only hotel in Erbil which has the facilities to host conferences / workshops and that satisfies UN DSS standards for international staff to be present. 

Provide details on the monitoring system(s) that are being used and how you identify and incorporate lessons learned into the ongoing programme/project.

· A project staff member is present at the events venue to provide support, closely monitor the activities implemented by UNOPS and receive feedback from the participants (IHEC board and/or staff). 

· Direct feedback is received from the participants of the workshops/trainings through evaluation sheets.  

· UNOPS also monitors and refines the project implementation strategy through feedback from the UNAMI & IHEC and other concerned parties.

Coordination between partner agencies, Board and participants takes place through the cluster and CBT. 

Report on any assessments, evaluations or studies undertaken. 
The three implementing agencies participate in weekly IEAT meetings where results are shared, lessons learned are addressed, activities coordinated, and partners updated on developments.  There has also been a weekly bulletin updating IEAT members of activities. 
IV. Results 

Provide a summary of programme/project progress in relation to planned outcomes and outputs; explain any variance in achieved versus planned outputs during the six month reporting period.
With the successful completion of a number of activities the project has taken further steps into the overall achievement of its outcomes.  There were five planned activities mentioned in the last 6 month report:

· Basic Logistics Management; Election Budgeting Seminar; Warehouse Management Training; Advanced Voter Education Workshop and Graphic Design Software Training.

There were three activities included in the capacity building matrix with no specific date set.  

· Recruitment Selection Skills Training Workshop; Voter Registration Cascade Training and Private Security Detail Refresher Course.
The only unplanned activity was the support of the GEO Director Selection Advertising Campaign – which fell under the support for Human Resources, but was unscheduled, and considered critical by UNAMI EAT and IHEC. 

In relation to the UNOPS outputs (of up to 700), 541 of IHEC employees to date for the duration of the project, have been trained in many of the identified priority areas, namely: security, logistics, ICT, graphic design, voter education and budgeting and human resources. In particular:
Basic Logistics Management – Amman 20-31 January 

This training course on basic logistics management was articulated in two sessions for respectively 26 and 25 participants.

This course was developed to provide practical experience for IHEC staff involved in logistics on components of managing a wide scale logistics operation such as electoral events. Various aspects of logistics were touched upon in particular: requirements for international and national transportation and for management and storage of materials, documentation for shipment, clearance, storage and transfer of cargo, airport regulations and procedures, dangerous goods regulations, tracking and inventory systems.

Election Budgeting Seminar – Amman, 3-5 February





This working session targeted 8 IHEC staff who specifically work on the development of operational budgets for electoral events.

Through coached practical exercises, the participants were taught how to develop operational budgeting skills. Trainees were asked to analyse all components required for the development of an operational budget and to consider all potential tools available for election budgeting. Focus was then given to the development of a budget for voter registration prior to election.













Graphic Design Software Training – Amman, 24 February-15 March




This course, targeting 5 members of the IHEC Graphic Design Unit, included training in two graphic design software packages: Adobe in Design and Illustrator. The two most performing attendees will have an extra session with IEAT Graphic Design Consultant, for one week following the main training.   

The training is meant to improve the knowledge of IHEC graphic designers in the application of specific graphic design software packages for the professional preparation of materials necessary for electoral activities.
Advanced Voter Education Workshop – Erbil, 24-28 February and 1-9 March


This training programme, targeting the Public Outreach Division of the IHEC, aimed to address designing, management and monitoring skills for voter education activities and programmes.

The training has been developed in two sessions the first was a training of trainers for 18 staff members of the Public Outreach HQ. The second training was for 18 relevant staff from the Public Outreach GEOs/. Two staff members who participated in the first training were chosen as co-facilitators for this session.



Warehouse Management Training – Dubai, 25 February-03 March




The training course on warehouse management was meant to provide practical experience and insights for IHEC staff involved in warehouse operations, to ensure that they are familiar with warehouse operational procedures, safe working practices, packing of kits and secure storage of goods for electoral events.

The course was directed at 24 staff members of the IHEC to provide practical experience of the various components relevant to management of a warehouse operation and especially to ensure awareness of requirements for warehouse management during the distribution and retrieval of election material.




Recruitment Selection Skills Training Workshop – Erbil, 11-16 May

A hands-on workshop on development and application of standard recruitment selection procedures, also aimed at establishing a broad basis for future trainings on selection and recruitment.  

34 IHEC staff for HQ and GEO participated to the workshop designed to provide HR and management staff with an understanding on how to develop short listing criteria based on the qualifications indicated in the job description/vacancy notice, and on standard interview processes and marking criteria. Also the training was meant for practicing interview through role plays and scenarios.

Voter Registration Cascade Training – Erbil, 11-17 May

This training was developed to prepare IHEC staff to the upcoming voter registration. 

65 participants will be involved in the training which is divided in two parts: a preparatory session for 25 participants form HQ and an extended training for 40 GEO trainers.

GEO Director Selection Advertising Campaign – Iraq Wide February & April 

UNOPS was requested to support the IHEC with the urgent need to select new GEO Directors by placing media advertisements across Iraq.  There were two phases of media campaigns. The first campaign was placed on the 14th February until the 28th February in both newspapers and radio, advertising the positions of 8 GEO Directors.  The second phase was only for the Governorate of Ninewah, which had failed to solicit a sufficiently adequate response from the first media campaign. The second phase took place from the 1st April for two weeks.

Private Security Detail Refresher Course – Baghdad 10th – 12th June

UNOPS was requested to support the IHEC by ensuring that the personal security details (PSDs) received a refresher training course in order to ensure that there knowledge and skills were up to date. 

Report on progress made toward the achievement of specific medium-term outcomes of the programme/project as a result of the achieved short-term outputs during this reporting period.
n/a.
Report on the key outputs achieved in the six month period including # and nature of the activities (inputs), % of completion and beneficiaries. 
During the reporting period the following activities were carried out:
Basic Logistics Management

Completed: 100% 
This training course aimed to provide practical experience for IHEC staff involved in logistics on components of managing a wide scale logistics operation to ensure they are aware of necessary components of logistics management for an electoral event. This included requirements for international transportation of materials, requirements for international and national transportation of materials, materials management, handling and storage. 51 participants took part in this training, which was divided into two sessions and took place over consecutive 5 days. 
Election Budgeting Seminar 

Completed >100% - Training lasted for one additional day as the trainers immediately identified the need for more capacity building than  had been planned.

This activity was transferred from UNDP. 8 participants attended a training course in order to develop operational budgeting skills through coached practical exercises.  It was also intended that they understand all components required for development of an operational budget and that they would enhance awareness of potential tools which can be utilized for election budgeting.  The attention was intended to be focus on the development of a budget for a voter registration update electoral event.

Graphic Design Software Training II

Completed >100% - Training lasted for 5 additional days as the trainers  identified the need for more capacity building than  had been planned.
5 participants were trained on the use of differences between Vector and Restor Graphics; Adobe Illustrator CS3 and its various applications and functions; the training was divided into practical and theoretical components and included designing their own course completion certificates.

Advanced Voter Education 

Completed: 100% 
40 participants from all 18 governorates received training.  The training targeted the Public Outreach Division of the IHEC, aimed to address designing, management and monitoring skills for voter education activities and programmes.

The participants received training in two sessions and the trainers utilised the best participants from the first session to assist the second set.

Warehouse Management Training

Completed >100%  - Training actually lasted for two additional days due to Iraqi Airways flight cancellation. Therefore, the time was used to train participants for longer.

25 participants from all 18 Governorates received training. UNAMI EAD concluded that the training was successful and gave appropriate insight to the IHEC team to perform their duties. The participants expanded their knowledge in overall warehouse management activities, perceived the importance of SOP during warehouse operation and accepted the importance of teamwork and communication. All participants have complimented the benefit of this training. 

Capacity building to the IHEC in the areas of  Human Resources – Recruitment  Skills Training Workshop

Completed: 100% 
This activity was originally meant to be carried out by UNDP. Later, it was shifted to UNOPS

The training was a solid first step in imparting standard recruitment processes and the start of developing an IHEC recruitment system that effectively and efficiently can meet the recruitment requirements in both election and non election years. 37 participants took part in the training.

Voter Registration Cascade Training 

Completed: 100% 

The training objectives were to prepare trainers to present VRU procedures; train the trainers on the mechanisms of training for the second level; outline tasks for trainers in the GEOs during the VRU period; and provide training techniques for training on VRU procedures.  There were 65 participants. 

GEO Director Selection Phase 1

Completed: 100% 

UNOPS arranged for the placement of advertisements for all 8 Governorates as directed by UANMI EAD / IHEC. IHEC was able to solicit a good range of qualified and suitable candidates for the vacant GEO Director positions. 

GEO Director Selection Phase 2

Completed: 100% 

UNOPS arranged for the placement of advertisements for 1 Governorate as directed by UANMI EAD / IHEC. As it was felt the candidates for Ninewah had been poor. IHEC was able to solicit a good range of qualified and suitable candidates for the vacant GEO Director position. 

GEO Director Selection Phase 3

Completed: 25% 

UNOPS received competitive offers for the placement of the remaining advertisements, for the final 8 GEOS and selected an organisation.  This activity though has now been halted and will not be carried out.  

PSD Refresher Training

Completed: 100% 

11 PSDs participated in a refresher training course delivered by the PSD company who delivered previous training to the IHEC in Baghdad.  During the activity it was discovered that no PSDs had received any prior training, so it was altered to give basic knowledge. 

Explain, if relevant, delays in programme/project implementation, the nature of the constraints, lessons learned in the process and actions taken to mitigate future delays.
All activities were implemented and completed as planned. However, following each training new and/or more detailed training needs were identified and therefore more activities are to be carried out in order to obtain a significant impact on the capacity of the IHEC. These future activities will form a second phase capacity building project. 
List the key partnerships and collaborations, and explain how such relationships impact on the achievement of results. 
The implementing partners, UNOPS and UNDP follow the guidelines defined by UNAMI/IEAT which acts as technical supervisor and works in close consultation with IHEC Board. 

Furthermore, the implementing partners adjust their activities in accordance with contingency priorities, identified by the IHEC, in order to better serve the needs of the Commission. The inputs received from IHEC through UNAMI/IEAT have been essential to ensure that appropriate support is provided at all times.

Summarize achievements against planned results for cross cutting issues: security, gender, human rights, employment (including # of short and/or long-term jobs created), and environment.  
Security 

The capacity building of the IHEC has as an ultimate goal of creating a transparent electoral framework, a factor which plays a relevant role in the stability and security of Iraq.  Furthermore, there was a refresher course on security training for the close protection officers of the commissioners. 
Gender

In the Iraqi context women are the most vulnerable and less represented gender group. Especially when it comes to political participation they have rarely played an active role in elections or in the political reform process. 
By working on the capacity of the IHEC and enhancing its accountability, it is envisaged that future electoral events will be more transparent and therefore conducive to substantial participation of all of society. 
As for medium terms achievements, the project has encouraged the participation of IHEC’s male and female staff in the implemented activities. In the reporting period 232 people were trained of which 33 were women. 

Although women’s participation was lower than men’s it has to be highlighted that some of the training courses targeted sectors traditionally dominated by men (e.g. security, logistics). 
Human Rights
Although this project does not directly have vulnerable or marginalised groups as its beneficiaries, it will entail benefits for these sections of society. Through the provision of capacity building support, the IHEC will be able to improve its implementation of electoral processes in Iraq and so encourage and facilitate all Iraqi voters, including disadvantaged groups, to fully exercise their political rights, which are integral part of human rights.
Employment

By improving technical capacities of the IHEC’ staff, the project is creating future employment opportunities for the trained personnel. Acquired skills will in fact add to the curricula of the employees.
Environment 

Not applicable 

V. Future Work Plan  
Summarize the projected activities up to the end of December 2008 indicating any major adjustments in strategies, targets or key outcomes and outputs planned.

· UNOPS has no future planned activities for this project.  However, a phase II project is currently being considered by the SOT.  The phase II directly follows this project and is based upon lessons learned from this projects activities as well as continuous needs assessments. 
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