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Findings & Direction



KEY FINDINGS

— Vision & Mission More Relevant than Ever
— Tremendous Member Support for ACBAR’s mission

But...

— Governance |ssues

— Eroded Member Unity & Trust

— Resources Not Aligned with New Context

— Patchy Service Provision

— Inadequate Decision Making Process on Key Issues




STRATEGY DIRECTION
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mprove member services — “Back to Basics”
-ix the foundations (Governance)

— Effective Decision Making Process for Key Issues so
ACBAR & Members can Unite on these issues

— Realign and Expand Resources for New Context.
This allows the delivery of core field advocacy and
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STRATEGY DIRECTION

(@)ACBAR

w Afghan Relief & Development

‘Back to basics’ means delivering existing pillars well. It
means focusing on execution. It means resourcing
those functions so they deliver the advocacy, info
coord and capacity building. It means creating the
enabling conditions for members to align on key
issues. It also means disciplined execution - change
will not happen unless all elements of ACBAR’s
services are being delivered well.




STRATEGY DIRECTION

w A.fE:ILErI Relief &Hevelnllmpnt

ACBAR’s strategy does not set the advocacy direction of
the organisation. Members do this through effective
decision making mechanisms. The strategy is designed to
enable members to dynamically come to positions on key
issues as they arise.

e.g. the strategy does not decide ACBAR’s position on the
female NGO worker ban. The role of the strategy is to
ensure there is a mechanism for considering and deciding
ACBAR’s position on that issue and that there are then
resources and capabilities to respond to that issue as the
members have decided.



Strategy Elements
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VISION, MISSION(S) & STRUCTURE

VISION Does Not
Effective NGOs, Stronger Communities Change

MISSION Add &
To provide an efficient platform for members to , Remove
deliver effective humanitarian, development and Missions
peacebuilding activities in Afghanistan Rarely
ADVOCACY & INFO & CAPACITY Mission
ENABLING COORD BUILDING Specific
Priority/Goal Priority/Goal Priority/Goal Set annually,

«—— refine every
six months

Priority/Goal  Priority/Goal Priority/Goal



STRATEGY SUMMARY —> BACK TO BASICS

ADVOCACY & ENABLING
ENVIRONMENT

Donor/UN Education &
Development Advocacy

Girls Education Technical
Working Group

Anonymous reporting

Kandahar & Regional
Resources

Campaigns — AWG Priority
Setting

Religious Scholars
HAG

ISSUES MANAGEMENT

INFORMATION &

COORDINATION CAPACITY BUILDING

* New Training/Skills
Program & Forums

Member Outreach & Trust

Building
Seniority In regions * MoEc Capacity Building
+3 regional offices « Twinning Program

Existing regional offices
need more resources

GOVERNANCE &
OPERATIONAL SUPPORT

Anonymous reporting
CD Welfare
Existing Info Coord

Strategy. annual not 3yr

Performance Mgt & SC
Governance Process

SC/AB/CD Induction
Training & Transitions

Elections
Fundraising



STRATEGY SUMMARY —> BACK TO BASICS
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ACBAR

Agency Coordinating Body for
A'[E;Ihtn Relief & I')&we]npmpnt

BACK TO BASICS —> GOVERNANCE Y
N

— Strategy: annual not 3yr

Why? This change allows more frequent resource allocation to changing priorities.

— Performance Mgt & SC Governance Process

Why? This is to enable effective decision making and execution of the advocacy and coordination direction set by members through decision making
process.

— SC/AB/CD Induction & Training

Why? This will empower members to guide ACBAR in the directions it needs to go.

— Elections: Only 50% change per election

Why? To ensure continuity in governance and decision making.

— Fundraising

Why? Because the changing operatirgjg environment is demanding more of ACBAR, and ACBAR needs to resources to provide more and better quality
services (advocacy, information coordination and capacity building) to members in more locations.

— Cloud-based IT

Why? Because ACBAR needs centralised information management and needs information redundancy.



ACBAR

Agency Coordinating Body for
A'[E;Ihtn Relief & I')&we]npmpnt

BACK TO BASICS —> INFO & COORD Y
N

— Member Outreach & Trust Building

To ensure that when new challenging issues arise, that there are base levels of trust between members, without cliques and discrimination.

— ACBAR Seniority in Regions

To better assist members in solving access and local advocacy issues. To have more convening gravitas with members and stakeholders in
regions.

— +3 Regional Offices

To deliver core services (advocacy, info, coord) to the members operating in regions not currently served by ACBAR.

—> Resourcingin Regions

To at least meet the minimum needs of members on advocacy and info coord.

— CD Welfare

To ensure the key people involved in ensuring members can operate in Afghanistan remain effective, engaged and delivering for
communities.

— Existing Info Coord



ACBAR

Agency Coordinating Body for
A'[E;Ihtn Relief & I')&we]npmpnt

BACK TO BASICS —> ADVOCACY

— Donor education & engagement on:
— Pressure from donors causes compromises with DFA
— Advocacy for Afghan development needs
— Top to bottom UN engagement on impact of delivery pressures

To help relieve the pressure on members to deliver at speed and compromise with the DFA on humanitarian principles.

— Girls Education Technical Working Group

To help reduce the time it is taking to get girls back into school.

— Anonymous reporting

To identify and sanction members that are contravening the ACBAR code of conduct.

— Kandahar & Regional Resources

To engage effectively with senior DFA decision makers in Kandahar

— Religious Scholars

To enhance the advocacy impact of ACBAR at various levels of engagement.

— Campaigns with priorities set by AWG

To create a positive enabling environment with extremely carefully constructed messages.

— HAG
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BACK TO BASICS —> CAPACITY BUILDING

— Twinning Programme

To increase the capacity of member NNGOs

— Skills Training & Skills Forums

To increase the technical skill sets of personnel working in all member organisations, especially in the regions

— MokEc Capacity Building

Contribute to building constructive relations with the MoEc and reduce delays in key processes.



Issues Management



BACK TO BASICS —> ISSUES MGT
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Elections & Representation

Vetting / Due Diligence & Member Sanctions

DFA Interference & UN Pressure to Deliver
Membership Size & CSOs

Girls Education Ban

Steering Committee Size

Ban on Women NGO Workers

MoU Action Plan

Pressures on NNGOs by DFA

Potential for DFA Influence on ACBAR through NNGOs




BACK TO BASICS —> ISSUES MGT

esdo.1o/vote

Rec 1: Facilitation




Results of vote
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Results of vote

1. Female NGO Worker Ban: Make a decision on, and
create an action plan for, responding to the ban on women
working in NGOs/INGOs

5. DFA & UN Compromises: Holistic response to dealing
with DFA interference and UN pressure to deliver instead
of 'principled’ delivery

7. Girls Education Ban: Action plan for responding to ban
on girls education and/or plan for assisting DFA to
expedite guidelines allowing girls to return to education

9. DFA Pressure on NNGOs: Plan on how to manage the
pressures exerted on NNGOs by the DFA and consider
the impact of these pressures on ACBAR governance a...

10. MoUs: Action plan for speeding up MoU delays and
bans

2. Elections: ‘Reforming’ ACBAR elections (frequency,
term limits, compositions, who votes for who etc)

4_Vetting & Due Diligence: Enhanced vetting process and
due diligence of new members and sanctioning members
for violations of code of conduct with DFA

3. DFA SC Influence: Influence on ACBAR governance by
DFA as a result of the structure of the SC

6. Membership Size: Admission of CSOs and/or
expansion of ACBAR membership and/or changing
membership requirements

8. Steering Committee Size: Review the size of the
Steering Committee
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BACK TO BASICS —> ISSUES MGT

Working Group option:

w A'[E;Ihtn Relief &I’)&we]npmpnt

— Appointed by SC

— Consults widely

— Shares preliminary decision & justification for consultation
—> Takes feedback into account, makes decision.

For tougher issues:
— Independent, skilled facilitator
— Multi-day discussions



Issues Management



w A.fE:ILErI Relief &Hevelnllmpnt

Decisions

Recommended immediate decisions to take:

— |If the ‘back to basics’ strategic theme is what members want
— Election change to 50/50

— Prioritisation process for strategy activities and goal setting
— When/how to tackle the first set of key issues

— Fundraising Manager recruitment



QUESTIONS _ ,
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Nathaniel Logan
+44 7468 536 291
nathaniel@esdo.io



	Slide 1: STRATEGY REPORT
	Slide 2: ACTIVITY
	Slide 3: Findings & Direction
	Slide 4: KEY FINDINGS
	Slide 5: STRATEGY DIRECTION
	Slide 6: STRATEGY DIRECTION
	Slide 7: STRATEGY DIRECTION
	Slide 8: Strategy Elements
	Slide 9: VISION, MISSION(S) & STRUCTURE
	Slide 10: STRATEGY SUMMARY –> BACK TO BASICS
	Slide 11: STRATEGY SUMMARY –> BACK TO BASICS
	Slide 12: BACK TO BASICS –> GOVERNANCE
	Slide 13: BACK TO BASICS –> INFO & COORD
	Slide 14: BACK TO BASICS –> ADVOCACY
	Slide 15: BACK TO BASICS –> CAPACITY BUILDING
	Slide 16: Issues Management
	Slide 17: BACK TO BASICS –> ISSUES MGT
	Slide 18: BACK TO BASICS –> ISSUES MGT
	Slide 19: Results of vote
	Slide 20
	Slide 21: BACK TO BASICS –> ISSUES MGT
	Slide 22: Issues Management
	Slide 23: Decisions
	Slide 24: QUESTIONS

