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6.1 BACKGROUND OF THE CASE

Following the Coalition’s intervention in Afghanistan, Western leaders promised the
Afghan people, (most notably spelt out by British Prime Minister Tony Blaif), that the
international community would “not walk away” from its responsibilities regarding the
country’s rehabilitation and future stability this time (Stapleton, 2003). Contrary to the
expectations of the Afghan people and repeated requests from the  transitional
government’s leaders, moves to expand ISAF beyond Kabul failed. As a consequence, aid
agencies wanted to stay in the capital because of ISAF protection, meaning that Afghan
citizens had a better chance of receiving assistance if they were in Kabul rather than away
in the provinces (Hoshmand, 2005). This triggered a massive influx of internally displaced
persons into the capital city, along with refugees returning from surrounding countrics.
Overcrowding occurred as a result, creating sanitation issues and rising prices among other
problems.

In June 2003 the President of the International Rescue Committee and the Secretary
General of Care International wrote to the secretary general of NATO, Lord Robertson, to
inform him that “80 NGOs have come together o ask your attention to an urgent matter:
the expansion of ISAF beyond Kabul in Afghanistan under NATOs leadership” (ISAF,
2003). Late in 2003 NATO decided to expand the ISAF area of operations and was
authorised to do this by UNSCR 1510. The expansion took place through the deployment
of Provincial Reconstruction Teams (PRTS) a concept launched by the US  in November
2002. The overall concept was to use small joint civil-military teams to expand legitimacy of
the central government to the regions and enhance security by supporting the security
sector reform and facilitating the reconstruction process (Jakobsen, 2005). The first official
PRT was established by the US in February 2003 in Gardez Province. In subsequent
months, additional teams began in other provinces and by October 2004, a total of 14
PRTs were managed by the US-led Combined Forces Command Afghanistan conducting
OEF. Expansion of ISAF was slow, primarily due to reluctance by NATO troop- and
resource-contributing nations to provide the necessary logistics capabilities and troops to
enable ISAF to expand (Save the children, 2004). By October 2004 ISAF had five PRTs in
Afghanistan: British PRTs in Mazar-c-Sharif and Maimana, German PRTs (GE PRT) in
Kunduz and Feyzabad, and a Dutch PRT in Baghlan (Jakobsen, 2005).
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The different approaches of the PRTs, both within NATO PRTs and between PRTs of
OEF and NATO, are currently under discussion. Many contributing countries have
developed their own distinct models to shape the deployment of a PRT. This case study
primarily focuses on the Dutch-led NATO PRT (NL PRT) in Baghlan province (sce figure
24).

TURKMENISTAN

Figure 24: Afghanistan and approximate location of Baghlan province

In September 2004 the Netherlands succeeded Germany as lead nation of the NATO PRT
in Baghlan. To promote a smooth transfer the Netherlands deployed its personnel in July
2004 to carry out a reconnaissance mission. The main force was deployed in September
2004. In addition to NL PRT several international and national organisations operated in
Baghlan province. These organisations included various UN-agencies, 10s, NGOs and
donor organisations.

6.2 'THE CASE STUDY DESIGN

The following partnerships were sclected to test and validate the process-based partnership:

1. Poultry production with Afghan authorities and the international NGO Dutch
Committee of Afghanistan (DCA);

2. Various hearts and minds (FI&M) projects with local contractors and authorities (the
construction of river works, radio and tclevision mast, mosques and wells, and
distribution of goods);

3. Police training courses with the highway and provincial police corps of Baghlan
province;
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Removal of explosives and ammunition with the international NGO Halo Trust;

5. The construction of micro hydro power plants with the local authorities and a local
contractor;

6. Various activities within the framework of Facilitating Fund for Reconstruction (FFR)
with international NGOs (literacy training with Child Fund Afghanistan (CFA) and
school, road, and bridge construction with Aga Kahn Foundation (AKE));

7. Provision of radio communication equipment to the district governors of Baghlan

province.

These seven pattnerships were cach investigated studied in great detail and recorded in case
reports. Additionally, six other partnerships were examined though these were studied in
less detail due to a lack of data. These included the improvement of the local fire
department, capacity building of civil servants, the establishment of a Disaster Response
Committee, malaria prevention, assistance to an orphanage, and integrated development of
entreprencurial activities (IDEA). The selection of partnerships was verified by interviews
to ensure a valid overview of the civil-military partnerships in which NL PRT was involved.

To increase the validity of the case study, both methodological and data source
triangulation were employed. A general literature study was done and three interviews were
held with former personnel of NL PRT (the commander of first rotation, a political advisor
(polad), and the head of cimic section). In June and July 2005 a four-week visit was made
© Baghlan. Several actions were taken to obtain detailed information on the partnerships.
During the stay on the compound semi-structured interviews were held with 25 persons of
NL PRT, including the mission team commanders, cimic personnel, and the polad.
Regarding the partnership on poultry production a participatory meeting with personnel of
NL PRT and local farmers was attended. The researcher took part in six missions of the
mission teams where many activities were directly observed including various H&M
projects (the construction of mosques, river works, and the distribution of medical
supplies), the removal of explosives and ammunition and over 60 meetings with local
contractors, local authorities, police commanders, humanitarian organisations (local
women’s organisations, Halo Trust, Kunduz River Basin Programme), small entreprencurs,
refugees, and local villagers. It was not possible to interview representatives of AKF, CFA
and DCA though since detailed documentation was available about their activities, this was
not perceived as harmful to this case study. In addition to the interviews and direct
observations, documents were studied including daily and weekly cimic reports, project
information, meeting minutes, internal memoranda, and liaison reports.

Apart from NL PRT and civilian actors in Baghlan province, two individuals of the
German PRT (the head of cimic branch and the head of the civil mission of GE PRT) as
well as a liaison officer of the cimic branch of ISAF HQ were interviewed. This produced
insight on the German approach and the steering of the PRTS by ISAF HQ.

105



[image: image4.png]The Baghlan case

Before visiting Afghanistan, a basic military course was followed, resulting in deployment
as a major in the Dutch armed forces. Weating military dress may have influenced the
outcome of some of the interviews with military and civilian personnel, as indicated in
several studies (Hoshmand, 2005; Bollen, 2002). The influence of this phenomenon is
considered limited as the rescarcher employed several triangulation techniques.

Members of the cimic branch checked the results and personnel of the Defence Operation
Centre (DOC) reviewed the case study report to verify the findings of the case study. In
September 2005 the rescarcher attended a conference on PRTs in Afghanistan. The
outcomes of this conference were in accordance with the findings of this case study.

6.3 THE DECISION TO COOPERATE

6.3.1 Internal and external analysis of NL PRT

The main force of NL PRT consisted of approximately 130 persons. As part of ISAF
expansion stage one's, its mission was to “to assist and facilitate local authoritics to create a
safe and sceure environment in order to cnable the government, international and non-
governmental organisations (I0s/NGOs) to carry out reconstruction activities” (Bok and
Stssen, 2005). The main capacity of NL PRT consisted of three mission teams, known as
Military Observer and Liaison Teams (MOLTS) during the first months of the deployment.
Each team was composed of a commander (majos), a deputy commander (licutenant), four
men force protection, an interpreter, and a medic. Depending on the type of mission a
team was complemented by personnel of psychological operations (psy-ops), intelligence
(intel), civil-military cooperation (cimic) or police laison (Dutch Ministry of Defence,
20053). Apart from medics, no women wete included in the mission teams. Many military
believed that female officers would not be taken seriously in the masculine society of
Afghanistan. The female polad did strongly disagree when the integration of a female
officer in the mission teams for the fourth rotation was rejected. Her view was that
integrating females in the mission team would make it much casicr for Afghan women to
become involved in the reconstruction process and would lead to a far more sustainable

peace.

The mission teams had a great variety of tasks. The first was to stay in contact with and
assist the local authorities such as governors, mullahs (religious leaders) and maliks (village
elders). Second, the mission teams were to get a clear overview of the external situation in
Baghlan province. This included finding out about the needs of the local population and

1 Esublished after the Isanbul Summit in June 2004, the NATO expansion plan, divided Afghanisan into
four zones: north, west, east, and south. In principle ISAF was to deploy PRTS in a counter-clockwise
fashion, beginning in the north (L. expansion stage 1).
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which actor was doing what and where. It also included the collection of intelligence and to
show the presence of force in the province.

To exccute these tasks cach mission team was assigned to one of the 14 districts of Baghlan
province. Most missions lasted one-day, but two-day or sometimes three-day missions were
made to more remote areas. A mission usually incorporated a visit to the district governor
and the head of police where daily business was discussed, which covered the general
situation in the district (c.g. flooding, refugees), the safety situation, and the upcoming
provincial clections to be held in September 2005. Apart from these key persons, the
mission teams also visited small villages or towns to obtain a general inventory of the needs
of the local population and show the presence of NL PRT.

Many assessments were made by the mission teams to inventory the needs of the districts
though they were frequently not structured, ill prepared up-front and did not usc a clear
format. In addition many of the questions were not open but hinted at specified answers.
Although NATO provided detailed guidelines for arca assessments (ISAF, 2004c),
including village assessments (ISAF, 2004d), NL PRT made no use of these formats.
Personnel of NL PRT did sometimes criticise these methods. After visiting the same kebab

restaurant twice in one morning, a corporal of the force protection raised his doubts about
the usefulness of these visits. The mission team commander however, countered that this
was showing the presence of NL PRT.

The cimic branch of NL PRT was unable to contribute to a more structured approach of
the assessments due to the fact that this branch only consisted of two to three staff
members per rotation. During the three rotations these people were with some exceptions,
inexperienced and lacked the required knowledge.

During the third rotation the needs of poultry production were determined through
patticipatory meetings with the heads of the Department of Agriculture and some village
elders, which led to a more demand-driven approach.

In addition to its own assessment capacity, NL PRT made use of some documents of GE
PRT, which was responsible for the Baghlan province until September 2004 Apart from
these, hardly any use was made of resources from other organisations such as UNAMA,
the Wozld Bank, or UNICEF. This contributed to the unfamiliarity of NL PRT with larger
frameworks and projects on international, national, and provincial levels.

Apart from gathering information on the external situation, structuring and processing this
cata turned out to be a considerable problem. The mission teams and different branches
gathered large amounts of information cach day. The information was accessible through
the “mission tasker and findings” of the mission teams. These reports included the findings
of the mission of one of the teams in detail and resulted in many files, sorted on date and
district, in which the findings were presented. This made it impossible to quickly get an
overview of a specific need in an arca.
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The structure provided by NATO, the NATO cimic area tracking and reporting system
(ARRC, 2003), was not used sometimes only because people were unaware of it. At other
times people did not like this
several database systems were developed and used by personnel of NL PRT. Because of
the individual development, they were often inaccessible to others making it very difficult

ystem or criticised it for being too subjective®”, As a result,

to transfer information. Morcover, NL PRT had several parallel databases, one for cimic,
one for intel, and one for psy-ops, resulting in duplication of cffort and lack of integration
between the branches.

As no uniform structure was in place, personnel of NL PRT started to interpret the
information through different and often personal standards. This again contributed to the
lack of usefulness of the information gathered for NL PRT and for other actors in Baghlan
province. At the time of investigation a new programme (iBase) was introduced. This
system should be able to integrate all external information relevant to NL PRT (ic., cimic,
intel, psy-ops). However, developing clear and equal standards and assessment methods is
essential to unify the input of the program.

This led to a disorganised situation in which there was a great lack of situational awareness,
giving undue weight to the most recent information. In reaction to this phenomenon, an
assessment team was deployed late in 2004, The assignment of this team was “to carry out
a CIMIC assessment on the functional areas: culture, economy and commerce, civil
infrastructure, governance and humanitarian affairs. The team should also include a
representative of IDEA and a specialist on hydro power plants. This assessment should
present an overview of the actual situation on the functional areas, which organisations and
countries carry out activities and which central programs are carried out in Baghlan
province. In the actual assessment, use is to be made of existing data of GE-PRT,
UNAMA, Dutch embassy and personnel of NL-PRT” (CGN, 2005a).

The final report made by this team consisted of a detailed description of the five functional
areas as defined in their assignment. For several reasons personnel of NL PRT considered

the assessment of little use becaus

1. The assessment provided a detailed list of potential projects rather than a thorough
insight into the needs and priorities of the local population.

2. No stakeholder analysis was performed. Despite this assessment it was still unclear
which other organisations were operating in Baghlan province on what programs and
with what means.

3. Different outlines were used in the assessments of the functional areas that made it
very difficult to mutually compare them.

19 For a more detiled description of the NATO cimic area tracking and reporting system see the case study
on divil-military cooperation in Kabul.

108



[image: image7.png]Givil-military cooperation in response to a complex emergency: Just another dill?

4. It was not clear how the projects fit in the overall situation both civil (Afghanistan’s
National Priorities Programs (The Transitional Islamic State of Afghanistan, 2004)) and
military (ISAF).

Since some members of the assessment team were specialists rather than generalists,

»

the direction and outcome of the assessment was directed towards these specialtics
(e.g, hydro power plants).

6. The assessment was made in Dutch, which made it impossible to communicate with
other actors.

Despite these problems, the inter-departmental conference cimic® allocated €500,000 to
carry out several longer-term reconstruction projects based on this assessment. The strong
call by local authorities for visible results contributed to this. In this regard NL PRT was
often compared to its predecessor, GE PRT, which spent millions of dollars on assistance
activities in Baghlan province.

During the third rotation, functional specialists (reserve personnel with specific civil
expertise) were added to NL PRT to manage several longer-term reconstruction projects.
These consisted of the increase of poultry production through primary schools, the
construction of micro hydro power plants, civil administration training, and the provision
of radio communication equipment for the district governors.

The Ministry of Forcign Affairs allocated an additional €4.5 million to these finances.
Through the FFR, the polad of NL PRT was delegated to spend this fund. FFR was
primarily meant to facilitate the operation of NL PRT but expenditures were to be
approved according to guidelines of the Ministry of Foreign Affairs. This created tension as
these guidelines were based on development issues rather than military considerations (e.g.
before approval all expenditures went through lengthy processes to ensure accountability
and long-term sustainability).

Despite the considerable amount of data collected on the external environment and
allocation of funds to several projects, NL PRT had little insight into other actors operating
in Baghlan province. NL PRT made lists of the most important persons in cach district
(g, police commanders, maliks, and mullahs). As these persons frequently changed and
the mission teams were unable to reach all areas, it was difficult to keep these lists updated.
NL PRT did not know which construction companies were operating in Baghlan province.
No overview was available that included the capacity, reputation, portfolio, or carlier
experiences regarding these companies. Also no unit prices concerning wood or ground
works were available within NL PRT. In its assessment Cimic Group North (CGN),
recommended making a shortlist of reliable construction companies (CGN, 2005b), but no
follow-up was given.

2 A conference between the Dutch Ministries of Foreign Affairs, Defence and Foreign Aid on cimic
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In June 2005, 10 months after NL PRT’s actual deployment, no uniform overview of
humanitarian organisations was available. Several different lists of organisations were made,
but often these did not include capacities, points of contacts, objectives, activities, focus
areas, or local NGOs. Due to this lack of awareness, the program manager of IDEA, the
functional specialists charged with the longer-term reconstruction projects, the cimic
branch, the mission teams, and the polad all made an analysis of available actors. This led
1o great duplication of efforts and a waste of resources. In recent years for example, AKF
had constructed approximately 300 micro hydro power plants in rural areas in Afghanistan.
Within a year after completion, half were no longer functioning properly. When NL PRT
set up a project for similar constructions in Baghlan province, it was unaware of these
negative experiences.

This lack of awareness was partly due to the absence of NL PRT in most coordination
structures. The polad often attended the monthly general coordination meeting of
organisations operating in Baghlan province. Apart from that, hardly anyone from NL PRT
participated in the monthly sectoral coordination meetings on inter alia education,
agriculture, water, sanitation, and infrastructure. Moreover, no cimic branch personnel
functioned as liaison with humanitarian organisations. This resulted in the ignorance of NL
PRT with activities of NGOs in the province and national organisations such as ACBAR
(coordinating organisation of international NGOs), ANCB (coordinating organisation of
Afghan NGOs), and UNAMA.

The role of the polad, a delegate of the Ministry of Foreign Affairs, was often confusing to
‘military personnel. Positioned next to the commander in the organic structure of NL PRT,
the polad was responsible for political advice and FFR expenditures. During the first cight
months of NL PRT deployment however, the polad also fulfilled most responsibilities
regarding the coordination and cooperation with humanitarian organisations. While the
‘mission teams identified the needs of the local population, the polad initiated coordination
and cooperation with humanitarian organisations in the area. As a civilian, the polad was
perceived as more neutral and independent than military personnel of NL PRT, which
clearly facilitated interactions with humanitarian organisations. The extensive polad’s
network was considered useful for follow-up of the needs. Moreover, the polad had
considerable expertise on developing issues.

As a resul, the cimic branch, normally considered as an interface between NL PRT and the
civilian actors in Baghlan province, had a very limited network of civil contacts. When a
new polad was assigned to NL PRT in March 2005 she kept to her assignment as political
advisor of NL PRT more strictly and focused less on coordination and cooperation with
humanitarian organisations with regard to assistance activities. Until July 2005 however,
this was not clear to some of the (deputy) commanders of the mission teams. In their
meetings with the local authorities they promised to pass their requests on to the
appropriate humanitarian organisations. In the daily debriefing meetings of NL PRT these
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(deputy) commanders mentioned the requests of the local authoritics and assumed that the
polad would pass these on to the humanitarian organisations. As the polad was not
officially responsible for this, she often did not pass these on which led to a lack of follow
up and many unfulfilled expectations by the local authoritics.

The lack of integration of NL PRT units was displayed more often. The intel branch and
the cimic branch hardly coordinated and communicated activities mutually. The cimic
branch did not use the information of the intel branch to direct its activities considering

Iocations or target groups.

Many problems NL PRT faced were caused or increased by the level of experience and
knowledge of its personnel. As coordinating unit of the Dutch military forces, the first
three rotations of NL PRT were composed of the Royal Dutch Air force. They supplied a
large share of NL PRT personnel of which few had experience with land-based peace
support operations. Several (deputy) mission team commanders functioned in the
Netherlands as air-traffic controllers or as patriot firc unit commanders. Prior to
deployment they went through a five-week training course to get prepared for their “new’
jobs.

Just like the mission team commanders, most personnel of the cimic branch, including the
functional specialists, lacked experience and sufficient knowledge. With some exceptions,
they were unaware of developing issues, military guidelines regarding cimic (c.g. AJP-09,
Annex W), and the concept of operations of NL PRT. The functional specialists and
IDEA programme manager were in general very skilled in their ficlds (clectricity, civil
administration, and small-medium scale enterprises (SME)). However, most copied their
western methods and approaches o the Afghan situation. The functional specialist
responsible for poultry production had worked in developing countries for many years and
had broad knowledge and expericnce about developing issues. The commanders of the
cimic branch could not direct their people unambiguously, which ofien resulted in
differences in the approach and exccution of the activities. Morcover, within NL PRT it
resulted in a lack of understanding about what cimic was and how it was put into action.
Regarding the police training, NL PRT had two course instructors at its disposal. However,
the training course was still to be designed in Afghanistan to a large extent and both
instructors were not skilled in course design. Since they received little support from
personnel in the Netherlands, they had difficulties fulfilling their jobs.

Based on these internal and external characteristics there were several motives for NL PRT

© cooperate with the civilian actors:

o NL PRT had very limited implementing capacity. For example Baghlan province was
littered with explosives and ammunition. As NL PRT had only one advisor on
explosive ordnance disposal (EOD-advisor) and regulations required that a minimum
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of two specialised persons was required for the removal of these items, cooperation
was inevitable.

o Civilian actors (Halo Trust, AKF, DCA) provided NL PRT with knowledge and
expertise about the local situation, customs, and humanitarian assistance. For example,
Halo Trust provided NL PRT with information on the safety situation with regard to
explosives and ammunition.

e  Cooperation with the local population was essential since tasks and responsibilities
were often transferred to them after completion of the assistance activities. To increase
sustainability, it was necessary to involve the local population in the partnership. This
was in particularly visible in the partnerships with DCA, AKF and CFA.

o Cooperation with local construction companies increased the local capacity and
stimulated the local economy.

6.3.2 Internal and external analysis of civilian actors
The government of Afghanistan ran 13 National Priority Programs, which were the
comerstone of the reconstruction in Afghanistan (The Transitional Islamic State of
Afghanistan, 2004). These programs focused on a vatiety of issues, including transport
(National Transport Program), security and governance (Afghanistan Stabilisation Program
(ASP)) and energy (National Irrigation and Power Program). A ministry led cach program
and the total budget for the funding year 1383 (March 2004 — March 2003) was
approximately 2 billion dollars.

Despite these national programs and budgets, relatively few international humanitarian
organisations were active in Baghlan province mainly due to two reasons. Although
Baghlan was one of the safest and most stable provinces in Afghanistan, many international
organisations perceived it as too dangerous to operate in. Second, the province was
relatively well developed compared to other areas. The focus of many organisations was
therefore not on Baghlan province. However, these reasons are paradoxical since less
developed regions in Afghanistan are often less stable and no attractive alternative for
‘many organisations.

The international organisations active in Baghlan included AKF, Acted, Swedish
Committee for Afghanistan (SCA), CFA, UNICEF, UNHCR, and Halo Trust. \
very limited capacity, often completely absorbed by the programs they were carrying out. In

any had

most organisations the largest share of personnel consisted of Afghan employees, which
not only directly contributed to local communities through employment creation and skills
development but also increased the local network and knowledge on local customs and
needs. Many of these organisations (AKF, Halo Trus)) had broad expetience with
assistance activities in Afghanistan.

Monthly coordination meetings took place to coordinate and manage cfforts of the
assistance community in the province. These consisted of one general coordination

meeting attended by all U

agencies, the international organisations, and a focal point
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fom the government. Next, scctoral meetings focused on specific arcas including
agriculture, human rights, and cducation. Frequently these coordination meetings were
cither postponed or not considered useful, as only a few organisations were present.

With regard to cooperation with NL PRT, at an operational level the international

organisations generally regarded the humanitarian principles as strict guidelines. Their

attitude was recorded in a policy brief of ACBAR (2003), which stated that if PRTS work in
close physical proximity to NGOs, communities would no longer distinguish between

‘military- and civilian-implemented assistance. The blurring of roles may have a significant

negative impact on the relationship of NGOs with the communities they serve. They also

may pose security risks if civilian humanitarians are perceived as collaborating with an
unwanted military force and channelling intelligence to it.

At a tactical level these principles were also considered important though often a more

pragmatic approach was taken and several motives were identified with respect to

cooperation with NL PRT:

e Large assessment capacity of NL PRT; Halo Trust in particular made frequent use of
the information on ammunition and explosives collected by the mission teams.

o Financial means within NL PRT; the three main sources of funding were the FFR (€4.5
million), the longer-term reconstruction projects (€500,000), and H&M projects
(€50,000 per rotation). These funds were the main reason for AKF, CFA and DCA to
cooperate with NL PRT.

e Technical knowledge of NL PRT; the knowledge of several specialists from NL PRT
was frequently used in the partnership with humanitarian organisations. This included
the knowledge of the EOD-advisor in the parmerships with Halo Trust and the
knowledge of the cimic functional specialist in the partnership with DCA on poultry
production.

e Direct or indirect security provided by NL PRT troops; examples included the
development of the Disaster Response Committee for Baghlan Province and extra

patrolling.

Apart from the international organisations, several local NGOs were active in Baghlan
provinee. It was, however, very difficult to analyse the capacities and capabilities of these
organisations. This was complicated by the fact that many local contractors claimed to be
an NGO to avoid paying tax. Many of these organisations lacked experience and
knowledge and were unable to write project proposals according to the requirements some
personnel of NL PRT used (Apeldoorn, 2003).

In addition to the international and local organisations, a large share of the civilian actors in

Baghlan province was from the local population. The coping capacity of local communities
played an important role in the reconstruction process as they frequently contributed to the
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assistance activities. This capacity primarily consisted of labour and local resources,
including small financial means. Involving the local population was very important to
ensure sustainability. This could increase clarity about the exact needs of the local
population and their sense of ownership as well as embed the activities in the social
structures.

6.3.3 The decision to cooperate and strategic plan of NL PRT

Since the Netherlands was the lead nation of the PRT in Baghlan province, NL PRT
received national guidelines for the exccution of its task (Dutch Ministry of Defence,
2005a). Included in the concept of operations, the guidelines were determined through
DOC in close consultation with the Dutch Ministry of Foreign Affairs. In general, NL. PRT
had to facilitate the Security Sector Reform (SSR), the Bonn Process, the expansion of the
presence and influence of the government of Afghanistan, and the reconstruction process
within means and capabilitics. Annex G of the concept of operations dealt with the specific
guidelines regarding civil-military cooperation (see table 8).

ISAF provided guidelines in addition to the national ones to promote a uniform approach
of the PRTSs in Afghanistan. At strategic and operational levels NATO developed its plans
through the Supreme Headquarters Allied Powers Europe (SHAPE) and the Allied Forces
North (AFNorth), which functioned as NATO’s operational HQ for ISAF. With respect to
civil-military cooperation, guidelines were based on AJP-09 (NATO, 2003) and recorded in
annex W to Oplan 10302 (SHAPE, 2004) (sce table 8). Next, ISAF HQ translated this into
another annex (Annex Q to OPOORD 001-04) (ISAF, 2004¢) to provide guidance for
civil-military cooperation within the AoRs of its PRTs in Afghanistan (sce table 8).

Figure 25 schematically presents the military guidelines to NL PRT with respect to civil-
‘military cooperation.

SHAPE
AFNorth
Dutch government
‘ Annex
DOC ISAF HO
Annex G Annex Q
NLPRT

Figure 25 Military guidelines 1o NL PRT with respect 10 civil-military cooperation
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Table 8 presents the end states, key tasks, missions and lines of activity priorities, which
were included in these separate annexes.

Annex W (AFNorth) Annex Q (ISAF HQ) Annex G (DOC)
Cimicend | This will be reached when | Not included Not included
state the terms of the 2001 Bonn

Agreement have been met
and a secure environment
exists for civil
administrations. The transfer
Of ISAF responsibilities to
the appropriate civil
organisations should have
taken place thereby allowing
the withdrawal of ISAF

forces.
Cimic To support the Joint Force | The intent of cimic activities | Givil-military cooperation
‘mission Commander by maintaining | in the AOR of the PRTs must | and the execution of

bis relationship with the civil | be to maximise support to | different kind of projects

environment, by conducting | the ISAF mission and desired | support the mission,
cimic activities, making cimic | end state. This is achieved by | increase the support within

assessments and minimising | undertaking continuous the local population and
impediments to the military | cooperation, coordination | contribute to the safety of
mission. and liaison with in-theatre | the personnel.

105, NGOs, donors and

Afghan authorities at the
respective levels.

Cimickey | . Liison 1 Laison 1. Liaison
tasks 2. Support to the force 2 Support to the force 2. Civil assessments
3. Support to the civil 3. Support to the divil 3. Projects (H&M
environment environment projects, longer-term
reconstruction

projects, FFR

projects)
Cimic lines | 1. Humanimriansupport | 1 Civil liaison, assessment | 1. Liaison with local
ofactivity |2 Public safety © local communities authorities and
3. Civil administration 2 Provincial and district 105/NGOs
4. Infrastructure repair infrastructure 2. Judgement, initiation
5. Economy and 3 Civilliison, support to and execution of
commerce 105/NGOs H&M projects and
Democratisation 4 Basic education longer-term
5 Social infrastructure, reconstruction
ads, water and power projects
6 Public health 3. Faclitation of FFR
projects

Table

'+ Cinmic guidelines for NL PRT
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Table 8 shows that ISAF and DOC did not formulate specific cimic end states. This made
it impossible to determine when the mission was completed and capacity could be
redeployed. Second, the cimic missions and key tasks in the annexes were quite similas; all
emphasised the support to the force. Third, cimic lines of activity differed between the
annexes. There was little overlap between the activities set by AFNorth and ISAF HQ. The
activities set by DOC wete general and did not set priorities in functional arcas. Finally, the
thee guidelines used different formats and included different clements, which made them
difficult to compare.

To decide which activities were to be performed, personnel of NL PRT frequently did not
take the guidelines of NATO and the DOC into account because the guidelines were
considered too general to be of any use in the field, contained discrepancies, and many
people did not or only partly knew of the existence of the guidelines.

The head of the cimic branch of DOC maintained frequent contact with cimic officers of
NL PRT cither through visits to Baghlan, email, or telephone to provide additional
guidance. In contrast with this, there was almost no contact between the cimic branch of
ISAF HQ and that of NL PRT. This difference between additional guidance of DOC and
ISAF HQ was caused by the fact that NL PRT was primarily accountable to DOC. Second,
the personal fit between the cimic officers in NL PRT and the head of the cimic branch of
DOC was much stronger compared to the cimic officers at ISAF HQ.

To decide which H&M projects were undertaken, the cimic branch of NL PRT developed
aset of compensatory and non-compensatory criteria, presented in table 9.

Compensatory criteria Non-compensatory criteria

Itis in the interest of the community Different ethnicities

Tt should have  high number of beneficiaries Armangements through NGOs

The project should be visible Careful division through the province of
Baghlan

Quick to realise
Relative low costs (no long-term maintenance, etc)

It should have positive consequences
Project should be unique

High need

The persons with requests should have a reasonable

thought through plan
‘One should have atempted to access all other official

ways. Preferably with documentation (controllable)
Projects should be divided over the entire province
Table 9: Criteria for H&M projects (NL PRT, 2005)

Many of these criteria are vague. For example, what exactly are “positive consequences”
and consequences for whom? When is something considered a “high need” and by whose
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standards? When is a project “unique”? The criterion “projects should be divided over the
entire province” even contradicts many military cimic guidelines since assistance activities
were to be directed towards certain groups to influence their perception towards NL PRT,
sather than equally spread over Baghlan province.

A focus on mosques was considered very effective in general. NL PRT believed
contributing to these facilities would win the hearts and minds of the many religious people
of Afghanistan. However, because the criteria of table 9 were open to many interpretations,
‘many people were led by personal emotions, often referred to as the fielgood frap. A striking
example was the military transport of one local family from Baghlan to the central military
hospital in Kabul to examine the serious discase of their two children. This activity did not
apply to most of the criteria (in the interest of community, high number of beneficiarics),
but was based primasily on personal emotions.

During the first rotation NL PRT developed orderly strategic plans for its &M projects,
including objectives, risks and costs (Dutch Ministry of Defence, 2005b). This approach
was not followed in subsequent rotations of NL PRT and frequently there were no
strategic plans drafied.

With respect to long-term reconstruction, projects prioritics were set in February 2005, A
note from the Dutch Chicf of Staff (Dutch Ministry of Defence, 2005¢) formulated three
priority areas: (1) civil administration, (2) employment creation, and (3) civil infrastructure.
Based on the assessment of CGN (CGN, 20053) the Dutch Ministries of Foreign Affairs
and Defence agreed on the exceution of seven projects and developed strategic plans for

cach. As these priority areas were quite broad, the selection of the projects was based on a
consensus between both ministries. While the Ministry of Defence attended to the military
interests (e.g., projects should directly benefit the operation of NL PRT), the Ministry of
Foreign Affairs principally focused on the development of Baghlan province. These
differences became especially visible in the terms of the projects. From a military
perspective the projects were to be finished preferably long before September 2006, the
cate at which NL PRT was to hand over responsibility of Baghlan province to the military
force of another country. NL PRT could then still benefit from its efforts. From a
development perspective, some of the projects would not be completed till past this date in
order to increase sustainability (c.g., the long-term supervision of primary schools in
poultry production).

The strategic plans included beneficiaries, project risks, and costs (NL PRT, 2005b).
However, most did not address the embeddedness of the project in larger civil programs
(e.g., National Priority Programs) and did not contain clear objectives. With regard to the
construction of the micro hydro power plants, different objectives were set in different
documents: (1) improvement of safety, (2) improvement of development and (3)
improvement of SMEs. Apart from the variety of objectives, one can question their
validity. As far as safety improvements, NL PRT believed that electrical light would
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increase the perception of safety in villages and communities. This is very doubtful since
the project did not focus on street lighting and there was not a high crime rate in these
communities during cvenings and nights. As far as the sccond objective, clectrical light
would increase the possibilities of education of children on the one hand but on the other,
it would provide access to television. However, there were no television networks or
opportunities for satellite television in the target communities. Morcover, because the
network frequency of the power plants was not stable, it was not possible to use this power
for televisions or computers.

Most decisions with regard to FFR were made by the polad. To minimise control efforts,
only large projects were executed. The priority setting of these projects was unclear.
Decisions were based on the same priority areas as in the longer-term reconstruction
projects (i.e., civil administration, employment creation, and civil infrastructure). Again it
was fairly simple to gather any project within these priority arcas and decisions were thus
based entirely on personal opinions. This is illustrated by the fact that the first polad of NL
PRT was emphatically against education, while the second polad emphasised it. All
activities within the framework of FFR were long-term, focused on the development of
Baghlan and were to be authorised by the Ministry of Foreign Affairs.

In addition to the H&M projects, the longer-term reconstruction projects, and the FFR
activities, several other activities were performed in cooperation with civilian actors.
Training of the police trainers directly contributed to the assistance of the government of
Afghanistan and Germany as lead nation of the police sector reform. The need for police
training was expressed by the trainer to traince ratio. While this was 1:5 for the Afghan
National Army (ANA) it was 1:358 for the Afghan National Police (ANP) (ISAF, 2005).
The objectives of this partnership were to train policemen on the streets in basic skills and
replace their metal truncheons with EU certified ones. Through the use of a metal
truncheon and excessive use of violence, current actions of the police caused many injuries
of the local population and resulted in contempt and fear of the police.

Cooperation with Halo Trust focused on ammunition and explosives removal directly
contributing to a safe and secure environment. This partnership also contributed to the
DDR process as it focused on the collection of weapons and ammunitions from inter alia
warlords in Baghlan province.

IDEA activities were intended to facilitate employment through the development of SMEs,
which then would contribute to the overall stability of the area. Despite its expertise and
knowledge of entreprencurship, the IDEA program manager was unfamiliar with
Afghanistan and military guidelines. This made it often unclear how the activities
contributed to the mission of NL PRT.
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6.3.4 The decision to cooperate and strategic plans of civilian actors

For humanitarian organisations, the decision to cooperate with NL PRT was made in
various ways. Due to previous cooperation with ISAF troops, cooperation with NI PRT
was initiated through the provineial coordinator of Halo Trust. No clear targets were set by
Halo Trust other than to maximise the removal of ammunition and explosives in Baghlan.
Most other humanitatian organisations that cooperated with NI PRT ofien did set more
detailed objectives and targets. For example the general objective of CFA was “to create an
environment of hope and respect for children in need in which they have opportunitics to
achieve their full potential, and provide children, families and communities with practical
tools for positive change”. With respect to the cooperation with NL PRT, this was
wanslated into a detailed project plan to support literacy training in the province (CFA,
2003).

DCA’s objectives were “to protect the remaining livestock and increase livestock
production, in particular through training, extension and the delivery of animal health
services at village level”. Because DCA was not present in Baghlan province, NI PRT
communicated with the head office in the Netherlands and decisions whether or not to
cooperate were made at the head office.

Several humanitarian organisations set conditions for cooperation with NL PRT. These
were normally derived from the Oslo Guidelines (United Nations, 1994) or the code of
conduct of the ICRC (ICRC, 1994). In most cases this implied that all assistance activities
were to be carried out according to humanitarian principles. It also included conditions on
the use of force protection by NL PRT troops and wearing military dres

Local contractors and authorities normally focused on maximising the benefits. With
respect to local contractors, these benefits were purely financial. For local authorities these
consisted of personal benefits and general profits for the local population. If NL PRT or
the humanitarian organisations did not consult the local population, they were very often
not involved in the decisions by the local authorities. This increased the level of self-
enrichment of the authorities. Sometimes multiple local representatives were involved as a
response. No strategic plans were developed with objectives and targets.

6.4 PARTNER SELECTION

NL PRT personnel involved in assistance activities in cooperation with civilian actors often
carried out the search and selection of appropriate partners individually. These included
functional specialists, the program manager of IDEA, personnel of the cimic branch, the
polad, the minister, and the military police. Since little assistance came from the staff of NL
PRT (cimic branch), there was a great duplication of effort and many people ran into the
same problems in the selection process.
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Based on the brief information of organisations operating in Baghlan province, potential
pattner organisations were identified and visited. Some personnel ran into potential partner
organisations accidentally on a mission. Others had an extensive personal network they
used in the search (c.g., functional specialist on poultry production). With regard to the
FFR projects, the polad made use of general coordination meetings, contacts of ACBAR,
the network of the Dutch embassy, and his/her own personal network. However, as it was
difficult and time-consuming for cach individual to get a good overview of potential
partner organisations, frequently organisations were overlooked or discovered in a later
stage of the assistance activitics.

To determine whether a humanitarian organisation was an appropriate partner, different

people from NL PRT often implicitly used several criteria. The following task-related

criteria were used:

¢ Complementary resources; the resources of humanitarian organisations (e.g., capacity,
knowledge and expertise) were to be complementary to the resources of NL PRT.

Added value for NL PRT (based on time, quality, costs, and service); in the framework
of FFR, larger projects were favoured as this would minimise the amount of control.
Large organisations were preferred because they were able to carry out the activities. To
ensure the quality of FFR projects, NL PRT only cooperated with organisations
approved by ACBAR. These were only international humanitarian organisations (not
local parties since they were not approved by ACBAR). To remove ammunition and
explosives, NL PRT only cooperated with Halo Trust because this organisation was
considered to work very safely. Local organisations involved in the removal were not
considered as partners as several accidents had oceurred involving these organisations.

o Compatible strategies and objectives; the humanitarian organisations and NL PRT
essentially had different mandates. Through the execution of assistance activities,
humanitarian organisations contributed to the development of Baghlan province and
were complementary to the mandate of NL PRT. Non-compatible strategies and
objectives between NL PRT and humanitarian organisations included the time schedule
(short-term focus of NL PRT versus long term focus of humanitarian organisations)
and target groups (the target groups of NL PRT were sometimes belligerent with

regard to cimic).

In addition several criteria were identified in relation to the partner:

o Nationality; Afghan organisations were preferred as they could contribute to the
capacity building of Afghanistan.

o Personal fit; the functional specialist and the director of DCA were long-term
acquaintances, which increased their personal bond.
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e Prior experiences with and reputation of the partner; the functional specialist of NL
PRT was familiar with the work and projects of DCA. Previous cooperation of several
members of NL PRT with Halo Trust in Bosnia-Herzegovina. In addition Halo Trust
had a reputation to work very safely.

o Compatible cultures; despite the different organisation cultures, both the director of
DCA and personnel of NL PRT being Dutch was valued as important.

o Network; both AKF and CFA had a large network. Cooperation was preferred as they
provided easy access to other organisations.

o Flexibility; the flexibility of Halo Trust was considered very important.

Regarding most construction activities only two local contractors were part of the slection
process of NL PRT. Both companies were known through their construction activities at
the NL PRT compound. If NL PRT needed construction capacity, one of these companies
was directly approached and contracted to carry out the activities (e.g, dam construction,
school construction). For the construction of the micro hydro plants, one of the longer-
term reconstruction projects of NL PRT, another contractor, Razak, was selected. The
selection of a contractor was based on:

¢ Added value for NL PRT (based on time, quality, costs and service); as very few
contractors were approached there was little competition, leading to relatively high
prices.

o Complementary resources; the construction companies had capacity (e.g., personnel,
‘machines, technical knowledge) at their disposal.

e Personal fit; personnel of NL PRT trusted the two general contractors and Razak to a
large extent.

o Prior experiences with and reputation of partner; assigned by Habitat, District
governors and private firms, Razak had produced several of these micro hydro power
plants. These plants were generally plants of 20 KW, while the plants for NL PRT were
50 KW.

By involving only a few contractors in the selection process, NL PRT did not create
significant competition. As a result NL PRT often paid relatively high prices for
construction activities. For example, while personnel of the cimic branch during the second
rotation were satisfied with the arrangements of bulldozers for USS50 per hour, a local
interpreter of NL PRT arranged the same bulldozer within 10 minutes for only US$20 per
hour. In addition to increased competition, involving more contractors encourages more
efficient work and spreads the benefits through the population (Kremers, 2003).

At the time of investigation NL PRT was preparing a list of local construction companies
and tendering was to be done according to Dutch procedures. However, at the moment
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nobody knew what this exactly implied, as little knowledge of tendering processes was
available within NL PRT.

NL PRT often paid little attention to the selection of the local actors. Having identified the
assistance activities, NL PRT did not identify the stakeholders of its assistance activitics.
Frequently only some local authorities (e.g., the district governor, mullah) were consulted
before the activities were initiated. No structured stakeholder identification and analysis
(g, through meta-analysis) was done. In case of school reconstruction the stakeholders
could have included the district governor, head of the school, the teachers, and the parents
of schoolchildren. To increase commitment and a sense of ownership it is very important
10 involve these stakeholders in an carly stage. This was quite apparent in the construction
of the micro hydro power plants. Since very few potential sites were identified by NL PRT,
the Afghan authorities were often “taken for granted”. When the district governors
indicated that they would like a power plant, this was easily approved. The demand for
clectricity of the communities was often not taken into account in the selection. An
exception to this was the district of Déhe-Salah. The target community in this district
already had a small generator paid for by the shopkeepers (NL PRT, 2005f). However,
‘making use of a meta-plan analysis or other participatory techniques could have provided
insights into the local lectricity demand (e.g. quantity, purposes). As a result, communities
did not feel responsible after the construction and did not want to contribute to the cable
network to connect the power plants to their communities.

Exceptions to this approach were the partnership with DCA regarding poultry production
and the partnerships within the framework of FER. In the partnership on literacy training,
CFA selected target communities through careful assessment of the vulnerability level of
the community, the level of resources available, and local knowledge and information from
other agencies, most notably UNHCR and UNAMA (CFA, 2005).

The local civil actors did not use explicit criterk in the selection of a partner other than the
amount and quality of the assistance. Many of them urged NL PRT to contribute to the
development of Baghlan province.

The presence and appearance of NL PRT made it easy for humanitarian organisations to
identify it as a potential partner. In relation to the tasks to be carried out, humanitarian
organisations used three selection criteria: complementary resources (e.g., security, finances
and assessment capacity), added value (e.g., increase of scale and scope of humanitarian
organisation) and compatible strategies and objectives. With respect to this last criterion,
the fact that ISAF (and thus NL PRT) had an UN-mandate, made cooperation much
casier. Second, contrary to the units of OEF, which had to carry out direct combat
activities, NL PRT was tasked to assist the Afghan government and UNAMA. This
positively influenced the attitude of many humanitarian organisations towards NL PRT
(Save the Children, 2004). Third, the strategies and objectives of NL PRT to create a safe
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and secure environment (e.g., removal of ammunition and explosives with Halo Trust)
were compatible to those of most NGOs. Strategies and objectives of NL PRT to carry out
assistance activities were often less compatible and not complementary to humanitarian
organisations. As a result several humanitarian organisations saw NL PRT as a competitor.
However, cooperation was considered if humanitarian organisations could directly benefit
fom the involvement of NL PRT (eg. through funding). These partnerships still often
contained non-compatible strategies and objectives such as the duration of the activities
(L. short-term versus long-term) or the target groups.

In relation to the partner itself the representatives of the humanitarian organisations used

several additional criteria:

¢ Humanitarian principles; most humanitarian organisations wished to be perceived as
neutral and independent. Cooperation with NL PRT could possibly threaten this.

e Network of partners; NL PRT was embedded in the ISAF structure.

e Personal fit; personnel of NL PRT were well received by the supervisors of Halo Trust
and DCA.

o Compatible cultures; despite the different organisation cultures, both the director of
DCA and NL PRT personnel being Dutch was important. This was also the case in the
relationship between NL PRT and the Dutch manager of the Kunduz River Basin
Programme.

e Prior experiences with and reputation of the partner; DCA was familiar with the
reputation of the functional specialist of NL PRT, rather than with NL PRT. Several
‘members of NL PRT had cooperated with Halo Trust in Bosnia-Herzegovina.

o Risk of partner becoming a competitor; as NL PRT was active with assistance activities,
humanitarian organisations sometimes perceived NL PRT as a competitor.

o Flexibility; NL PRT was seen as very flexible by many organisations.

e Use of force; personnel of NL PRT did not use a high degree of force.

6.5 PARTNERSHIP DESIGN

In most partnerships between NL PRT and humanitarian organisations (e.g., DCA, AKF
and CFA) much attention was paid to partership design. Detailed project plans were
‘made, frequently through logical framework analyses (AKF, 2005; CFA, 2005; NL PRT,
2005¢). These contained an overview of the implementation of the partnership including
objectives, rights and duties of the actors, objective verifiable indicators, sources of
verification, and preparations for termination of the partnership. As many tasks and
responsibilities were transferred to the communities after completion, preparing the
partnership for termination directly related to the involvement of these communities. In
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the partnership with AKF “a significant amount of community mobilisation will be
required before starting these projects and during the implementation of the projects.
Extensive discussion will be held with local communities regarding these projects. Local
community bodies elected by consensus will be set up for each of these projects to be
involved in planning, implementing and taking care of future operations and maintenance
of these projects. To manage these social mobilisation tasks AKF has budgeted for two
Social Organisers during the first year of the project and in the second year there will be
one person to carry out this task” (AKF, 2005). Regarding the literacy classes in the
partnership with CFA, “the community is responsible for providing a location where the
literacy classes take place, for identifying the teachers and for providing community
support for the literacy program” (CEA, 2003).

The project plans, including logical framework analyses, formed the basis for the contracts
signed by NL PRT and the humanitarian organisations. For the contracts in FFR
partnerships a format of the Dutch Ministry of Foreign Affairs was used (Dutch Ministry
of Forcign Affairs, 2005). At the time of investigation, the DCA poultry production
contract was going to be included in a larger agreement with NL PRT and was also based
on this format.

In the partnership between NL PRT and Halo Trust no written contract or MoU was
signed. Working agreements were verbal and based on trust. They included the definition
of rights and duties (e.g, NL PRT did not pay for the activitics of Halo Trust as these
activities were labelled as humanitarian) and details of the implementation. These
agreements also dealt with the activities of cach actor in the partnership, for example which
actor would share its information when. The main reason that personnel did not value a
written contract was that few resources were allocated upfront and there was a strategic fit
between the two organisations. In other partnerships, NL PRT and the humanitarian
organisations had far more non-complementary objectives, such as targets groups and
terms of the partnership.

In partnerships in which no international humanitarian organisations were involved
(construction of micro hydro power plants, police training, most H&M projects, radio
communication equipment) little attention was paid to partnership design. In the design
phase of the police training, the police commanders of the highway and provincial police in
Baghlan were rarely consulted by NL PRT. As a result NL PRT planned to use a Dutch
textual reader on police training, translated into Dari. However, soon after the contract was
signed between the commander of NL PRT and the commanders of the highway and
provincial police (NL PRT, 2005d), it appeared that half of the trainees were iliterate. To
properly train the policemen it was necessary that the trainees were able to read and write.
As this would be a lengthy process, the reader was completely adjusted and tailor-made to
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the level of the trainees, thereby degrading the level of the training course. Involving and
consulting the local police in the partnership design could have prevented this.

In the partnership on micro hydro power plants a contract was prepared between NL PRT
and district governors of Banu, Dehe-Salah and Pole-Hesar (NL PRT, 2005¢). These were
the districts in which the first three power plants were built. The contract included a
description of the district governors’ obligations (e.g., construction of the transformer
house), the planning of the activities and dispute resolution mechanisms. The district
governor of Pole-Hesar did not sign because he believed he could not fulfil the obligations
of the contract. If he had signed and in a kter stage could not fulfil the conditions he
believed to lose his credibility (NL PRT, 2005). Despite the refusal of the governor, NL
PRT decided to start the implementation in Pole-Hesar.

In many H&M projects contracts were concluded with the local representatives (c.g.,
‘mullah, shora) and the local contractors. These varied from small notes to more detailed
contracts. However, many representatives did not value these written contracts but
attached much more value to the verbal agreements made with NL PRT personnel.
Second, the contracts were often only made in English, making them unreadable for most
local representatives. In several H&M projects local communities were obliged to
contribute finances or manpower (e, river works in Karte Etefag) which increased the
sense of ownership by the local communities.

NL PRT made use of standard contracts with respect to local contractors (NL PRT,
2005¢). After completion, this was translated in Dari and included instalments of the
contract, a description of the project, price, payment, taxes, and duties (NL PRT, 2005¢).
However, these contracts were often very unclear about construction specifications. In the
contract on micro-hydro power plants the local contractor was obliged to construct “a
good working hydro station”. What exactly is a good working hydro station and by whose
standards? As these issues were not defined it was difficult for NL PRT to enforce the
contract. In addition, no warranties were included related to unforeseen costs or future
‘maintenance.

In many partnership designs, disputes about the legal possession of land took place.
Because Baghlan province did not have a land register, it was difficult to settle ownership
disputes. Before beginning, NL PRT wanted to clarify the legitimate owner of the land. If
this was not possible, local authorities gave permission for construction.

In all partnerships the approach of NL PRT was to maximise use of local personnel, local
contractors, local standards, and local resources. This contributed to the creation of local
employment, skills development, stimulation of the local economy, and sustainability. As
one exception, NL PRT applied Dutch standards regarding the employment of underage
workers (under 18 years). This demonstrated the ambivalent position in which NL PRT
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was often situated. While it was allowed to employ personnel over 16 years old in Baghlan,
and often under 16, Dutch law prohibited hiring personnel under the age of 18.

6.6 PARTNERSHIP IMPLEMENTATION

The actors were involved in several ways in the implementation of assistance activitics. The
first cluster of activities consisted of coordination and information sharing between NL
PRT and civilian actors. At different levels there was extensive liaison between NL PRT
and the local authorities. The mission teams generally liaised with the district governors and
village elders, personnel of the military police with the highway and provincial police, the
commander of NL PRT and the polad with the provincial governor, and the commander
of the force protection of NL PRT with the ANA. Through liaison actors coordinated and
shared information regarding issues such as the security situation or the progress of
assistance activities.

Coordination and information sharing between NL PRT and humanitarian organisations
was limited. Sometimes personnel of NL PRT consulted humanitarian organisations for
specific information related to projects (e.g. consultation of the Food and Agriculture
Organisation (FAO) on instruction material for poultry production). Humanitarian
organisations approached NL PRT concerning safety information on the safety situation.
However, these activities were often incidental and no continuous sharing took place for
several reasons. First, most humanitarian organisations were totally occupied by their own
projects and did not need the assessment capacity of NL PRT. Second, many organisations
believed that NL PRT information was biased and not useful for humanitarian purposes.
Third, i humanitarian organisations requested information it was often not accessible
because of the lack of structure in the assessments of NL PRT, the classification of many
reports, and the use of Dutch as the main language. Fourth, since NL PRT did not have
civil-military liaison officers and was often absent at the coordination meetings of Baghlan
provinee, there was no platform to exchange and share information on fixed times with
fixed persons. This led to a lack of coordination of activities between NL PRT and the
humanitarian organisations. As a result NL PRT was often unaware of the activities or
plans of humanitarian organisations in Baghlan province and did not use the knowledge
and experience of these organisations. For example, to prevent the quarter Karte Etefag
from flooding, NL PRT had contracted a local contractor to build a dam. However, within
wecks this dam was devastated by the strong current. Although this was larger than the
annual floods, upfront coordination with humanitarian organisations specialised in water
‘management (e.g., Kunduz River Basin Program) could have prevented this failure.

The second cluster of activities consisted of assistance activities of NL PRT in cooperation
with humanitarian organisations. Several of these partnerships were within the framework
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of FFR. At the time of investigation these had only progressed to the partnership design
and none had begun implementation. As agreed in the partnership designs, most activities
would be performed by humanitarian organisations. Within two years AKF would
construct several schools, bridges, a road, and a water pipe scheme. In Pul ¢ Khomri (PeK)
CFA would do nine months of literacy training for 500 young men and women.
Partnerships with Acted on the construction of wells and DCA on agriculture were also in
progress. Both AKF and Acted were reluctant to have NL PRT personnel monitor the
progress. They believed being associated with NL PRT compromised the neutral and
independent positions of their organisations. NL PRT did not agree, because it wanted to
demonstrate its involvement. At the time of investigation it was not clear how this would
be solved.

Ammunition and weapons were localised in the partnership with Halo Trust through the
Iocal contacts of Halo Trust and the mission teams of NL PRT. Next, reconnaissance was
done to determine the exact amount and type of ammunition or weapons. Normally a Halo
Trust team then removed the ammunition or weapons, sometimes accompanied by the
EOD advisor of NL PRT. It was often transported to Karkar barracks near the compound
of NL PRT where it was temporarily stored. Halo Trust and NL PRT then destroyed the
ammunition, weapons, or explosives.

At the time of investigation, several other activities in cooperation with humanitarian
organisations were prepared, but not yet implemented. A contract was to be signed
between NL PRT and DCA on poultry production. During the third rotation of NL PRT a
Disaster Response Committee was developed. In an emergency such as an carthquake this
committee was responsible for an orderly course of the evacuation of all organisations. NL
PRT was the focal point for the international community, while the Afghan Red Crescent
Society was the focal point for the national community.

The third cluster of activities consisted of direct assistance activities of NL PRT to the local
population and authorities without the involvement of humanitatian organisations. At first,
several of the longer-term reconstruction projects were part of this cluster, including the
construction of micro hydro power plants and the provision of radio communication
equipment to district governors.

In the construction of the micro hydro power plants, a local contractor built the hydro
station, consisting of a blade wheel, generator, transformer, connections and distribution
station. NL PRT paid the local contractor in several instalments. However, 80% of the
payments were done without having physically checked the power plants. This was caused
by among other reasons, floods that made the road inaccessible. According to the
functional specialist (clectrical engineer) of the cimic branch of NL PRT it was likely that
the plants only produced a fraction (10-15 KW) of the agreed 50 KW. This could be
ascribed to the contractor Razak or the fact that no sufficient amount of water would be
available in dry periods to produce the requested power. Having already paid the vast
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amount of money, it was very difficult for NL PRT to reclaim some of this. Morcover, it
was agreed that the district governors constructed and paid for the transformer house,
clectrical wires, transmission, and the channels of the water. Late July 2005, practically no
activities for which they were responsible were finalised. In meetings with NL PRT, the
district governors urged for additional support regarding the cable network and connection
points to the clectrical system. This applied to both the two district governors who had
signed the contract and the district governor of Pole-Hesar, who had not.

In the project on radio and communication equipment, the CIS# branch of NL PRT was
responsible for the selection and purchase of materials. Through consultation with the
cimic branch, high-tech communication equipment was purchased in the Netherlands.
Purchasing locally was considered to be too lengthy or an inferior solution. However, for
long periods NL PRT failed to recognise other programmes intending to improve
communication between local authorities such as the programme of the World Bank
(World Bank, 2005), the police sector, and private initiatives in the Nahrin district (where a
mobile network was developed). Ensuring compatibility with these developments was
important to facilitate communication between multiple actors. Additionally, procurement
was done locally in these programs. If NL PRT was aware of these programs early, it could
have joined in this procurement process. At the time of investigation the equipment had
just been ordered. Having purchased the equipment, the CIS branch would train personnel
of the district governors to use it. However, s all manuals were in Dutch and English, this
would be a lengthy and difficult process. Although a warranty was included with the
equipment, NL PRT would still be involved if the equipment had defects to return it to the
Netherlands for maintenance.

The military police of NL PRT trained the highway and provincial police of Baghlan
provinee. The commanders of both corps selected the candidates for the training courses.
Approximately 50 policemen were selected, most of which came from PeK and Baghlan
city. Two three week training courses were done by NL PRT focusing on arrest and self-
defence techniques. Both courses were completed with a ceremony attended by the police
commanders, the commander of NL PRT, and media. As agreed in the contract, the
trainees were to hand in their metal truncheons after completion of the course. Out of the
50 trainces however, only one policeman actually handed in his truncheon, while the others
did not. No actions were taken by NL PRT to enforce this, but all trainces received their
certificates.

NL PRT carried out more than 100 H&M projects in the first 10 months of its operation
from the reconstruction of wells, dams, bridges, and mosques to the provision of
educational material, carpets, and fuel to the shelter of vulnerable women. The budgets for
these projects varied from approximately €100 to €20,000. Local contractors or villagers

2 Communication and Information Systems Branch
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were employed for most construction activities and the cimic branch of NL PRT regularly
‘monitored the progress. To deal with conflicts during implementation, NL PRT normally
paid local contractors and authorities in instalments. The first two payments included 25%
of the contract sum. The remaining 50% was paid after completion.

Through several units of NL PRT, many goods (e.g., footballs, ISAF newspapers, frisbees,
fuel) were distributed to the local population of Baghlan to influence the perception and
facilitate the work of NL PRT. Many of these goods were resold however. After NL PRT
had distributed toys and footballs to schoolchildren, they later saw the same items being
sold at the local market. Morcover, it created envy between the beneficiaries, as there were
1o criteria as to who received the goods.

Through the minister many goods were directly distributed to the orphanage in PeK
including cuddle toys, clothing, and educational material. Many were collected in the
Netherlands by family members of NL PRT personnel and were sent to Baghlan. In July
2005 this included three pallets of old printer paper, to be used as drawing paper by
children in the orphanage. NL PRT personnel strongly criticised this arguing that
transportation costs were overlooked and far exceeded the costs of the distributed items.
In addition, locally producing many of these goods (e.g, school desks) directly contributed
© the local economy. Proponents stated that airplanes from the Netherlands to
Afghanistan would fly anyway and filing up empty cargo spaces the military could
transport for free.

IDEA began in June 2005 and focused its operations on the re-establishment of the
cconomic structure of Baghlan province through the support of SMEs. The program
‘manager searched randomly for SMEs who wanted assistance. Planned activities of IDEA
included cost-price caleulation workshops, facilitation in obtaining loans for SMEs, and a
joint venture between a Dutch and Afghan company to export bicycle lamps to the
Netherlands.

6.7 'THE TRANSFER OF TASKS AND RESPONSIBILITIES

In activities regarding coordination and information sharing (cluster 1), the transfer of tasks
and responsibilities was not regarded as important mainly because these activities were
continuous and ongoing as long as NL PRT operated in the arca. In most other activities
(cluster 2 and 3) the transfer of tasks and responsibilitics was seen as an important step in
the cooperation process. Although several partnerships in cooperation with humanitarian
organisations (c.g, AKF, DCA, CFA) had not progressed to this point, measures were
often taken in the partnership design to ensure a smooth transfer. These included the
involvement of and embeddedness in the community and the arrangement of future
operations and maintenance as well as the definition of clear objectives including indicators
that enabled the actors to exactly determine when the implementation of the activities was
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completed and tasks and responsibilities were to be transferred. In the partnership with
Halo Trust little attention was paid to the transfer because the local community was not
directly involved and Halo Trust did not depend on the means and capabilities of NL PRT.
Regarding cluster 3 (partnerships without involvement of humanitarian organisations),
several partnerships had progressed until the transfer of tasks and responsibilities or were
entirely completed. At the time of investigation three micro hydro power plants were
completed and still to be checked by NL PRT. However, the obligations of the district
governors (e, transformer house, clectrical wires) were not at all fulfilled. They argued
that the communities were not able to finance many of the obligations they agreed with.
Second, upon completion of a power plant it was often not clear how the electricity was to
be divided into the community. In the district of Banu the governor intended to divide the
electricity into 5 sectors: his own office, the clinic, and the houses and streets of three local
representatives (Provincial Reconstruction Team, 2005h). Third, future operations and
‘maintenance were the responsibility of the district governors. The governor of Dehe-Salah
reported that an clectrical engineer of the community would do this. In the two other
districts this remained unclear.

In the partnership on police training, trainees completed the courses in three weeks. After
the course a trainee would continue his normal activities and start to work as an instructor
for local policemen in the districts of Baghlan province (Provincial Reconstruction Team,
20054). However, after two months nearly none of the trained instructors functioned as
such for several reasons. Because the upcoming elections requested so much manpower,
they did not have time to start working as instructors for the local policemen. Second, most
trainees originated from the two main cities in Baghlan province (PeK and Baghlan city)
and were direct assistants of the police commanders. As the main goal was to train the
trainers and let them train other policemen in their districts, this would not have any result
in most districts of Baghlan province. Third, the police instructors had no means (c.g.
instruction materials) available to train the local policemen.

If in the future, the instructors would start training local policemen, NL PRT agreed to
‘monitor the progress and intervene when necessary. NL PRT military police would also
attend the exams to ensure that the right procedures were being followed. This would
contribute to a long-term involvement of and dependency on NL PRT.

Because NL PRT had a budget of only €30,000 per rotation for H&M projects, many of
these were small and did not require the transfer of many tasks and responsibilitics to the
Iocal population (c.g., the provision of blankets to a police post, the donation of education
‘material or the refurnishing of a school). If a project concerned the distribution of goods
like fuel or clothes the beneficiaries became dependent and frequently requested more
support. These activities were not a permanent solution to the local needs. In construction
projects the remaining sum was usually paid to the contractor or community afier
completing the activities. Tasks and responsibilities regarding future maintenance and
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operations were then transferred to the community. With local contractors no maintenance
agreement or assurance was agreed to ensure the quality of their work. If the construction
concerned a mosque or a well very few problems occurred after the handing over to the
local representatives. 1 it concerned other constructions, problems occurred regularly.
After the construction of the radio and television mast in Pek, it was put into use by the
local television broadcasting company. However, because very limited maintenance was
done the mast seriously malfunctioned six months later. Similarly, projects such as schools
and clinics had several requirements to be fully operational, including sufficient equipment
and personnel. This problem was increased by the fact that the international community,
including NL PRT, paid its local employees at least fivefold compared to local wages. As a
result many educated and notable people came t work for the humanitarian organisations
and NL PRT (e.g., as an interpreter).

6.8 PARTNERSHIP EVALUATION

Most respondents stressed the importance of evaluation, but inadequate attention was paid
1o it in many partnerships. Internal meetings, like the daily debriefing meeting of NL PRT,
often functioned as evaluation. In partnerships containing large financial contributions
(e.g. DCA, AKF, CFA), armangements were often made upfront to do an evaluation after
completing the activities. If a logical framework analysis was used, verifiable indicators were
often included to determine to what extent the objectives were met.

As part of most longer-term reconstruction projects an evaluation was planned. After the
completion of the three micro hydro power plants, the project was to be evaluated. Based
on the outcome, NL PRT would decide whether or not to proceed with the construction
of an additional 15-20 power plants. It was unclear how this project was to be evaluated.
As the project set long-term objectives (ic., improvement of safety, development and
SMES) it was difficult to evaluate on short term to decide whether to continue or not.
H&M projects, which involved construction activities, were completed through an on-site
inspection. With regard to IDEA, an independent evaluation of the activities was planned.
However, it remained unclear on what criteria and what consequences the outcomes would
have when this was done. The police training courses were not formally evaluated, but
several findings were included in a project proposal to extend the training courses (Dutch
Ministry of Defence, 2005d).

Personnel of NL PRT often indicated that they were unaware what evaluation criteria they
should use. The lack of clear objectives in many partnerships contributed to this.
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6.9 PARTNERSHIP PERFORMANCE

Assessing the performance of the partnerships with the criteria st in figure 21, leads to the
following findings.

Most partnerships contributed to some extent to the support of the force of NL PRT. The
activities were often directly for the benefit of the community, generally reaching a large
number of direct and indirect beneficiaries. A considerable number of activities were
carried out in close proximity of the NL PRT compound. This was often referred to as the
6 mile rule”, intending to positively influence the perception of those communities living
within 6 miles of the compound. Activities in the districts greatly contributed to the
situational awareness of NL PRT outside PeK. However, belligerent groups or key leaders
were rarely taken into account.

Only a few activities directly contributed to a safe and secure environment. These included
the removal of ammunition and explosives in cooperation with Halo Trust and the training
courses for the provincial and highway police. The planned project to improve the local
fire department of PeK could also contribute to this.

NL PRT put much effort into the visibility of its activities. Having completed a project, the
transfer to the local community was often done with ceremonial activities. The psy-ops
branch made pictures or video used as promotional material on television or newspapers.
One of these was the ISAF-newspaper, which included many activities and results of ISAF.
After the transfer, signboards were often put near the constructions to point out the
contribution of NL PRT. One H&M project was the construction of a radio and television
mast. In return NL PRT received some hours of broadcasting time each week, which it
could use to communicate to the local population. At the ceremony of the police training
courses, several media were present to report the success of the police reform in Baghlan.

With respect to the support of the civil environment, many partnerships filled a gap and
addressed the needs of the local population. However, several activities were initiated
without much involvement of the civilian actors (e, police training, micro hydro power
plants). This sometimes resulted in a mismatch between the needs and the assistance
activities. Based on the experiences of police training in Al Muthanna in Iraq the Ministry
of Defence decided that running a comparable training course in Baghlan could benefit the
SSR. However, due to minimal involvement of the local police the actual need was not
‘made clear. This led to a mismatch between the objective of the course (train the trainers)
and the execution (training of several illiterate policemen primarily coming from Pek and
Baghlan city). In the same way, the construction of the micro hydro power plants
contributed little to its objectives of the improvement of safety, development, and SMEs.

In several partnerships the activities directly addressed the needs of the humanitarian
organisations, such as the establishment of a Disaster Response Committee. The
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partnership with Halo Trust also directly addressed the needs of the organisation, since NL
PRT assisted in the identification of ammunition through the mission teams and in advice
through the EOD advisor. In other partnerships (eg., AKF, CFA) NL PRT
accommodated humanitarian organisations through funding. Through the partnerships
with NL PRT the scale of most organisations was increased, contributing to their
respective missions.

The sustainability of the activities greatly varied. Many H&M were sustainable because they
did not require any follow-up. In partnerships with humanitarian organisations several
measures were often taken to ensure sustainability (see step 5). Some activities lacked
sustainability. A clear example was the river control in Karte Etefaq. Nearly 2 weeks after
concluding the activities the floods totally destroyed the construction works, thereby
wasting all the efforts of NL PRT and the local contractor. Partnerships in which a long-
term involvement of NL PRT was required were also considered less sustainable. These
included the police training courses and the provision of radio communication equipment.
Nearly all partnerships made extensive use of local capacity. Many activities were
contracted to local contractors and local communities were often employed.

Some NL PRT personnel (military police and cimic branch of third rotation) expressed
their citicism of activities but despite the differences in the performance, most investigated
partnerships were regarded as successful by both NL PRT and the civilian actors.

The costs of most partnerships were low. To execute construction activities local
contractors were hired and local personnel employed. Information  sharing and
coordination were low cost activities, usually with high benefits (e.g., duplication of effort).
The longer-term reconstruction activities were relatively expensive as several functional
specialists were deployed to manage the projects. Although many of these only stayed in
the area for a short period, they were relatively costly considering the €500,000 cost of
these projects.

6.10 DISCUSSION

In the civil-military partnerships analysed in Baghlan province both military and civilian
actors went through each of the six steps identified in the process-based partnership model
cither explicitly or implicitly. Insights into their decision processes were obtained based on
internal and external analyses of the respective actors.

A common problem in this early stage of the cooperation process was the unclear
perception civilian actors had of NL PRT. This was partly due to exaggerated expectations
created by some NL PRT personnel. A letter from the NL PRT commander to several
humanitarian organisations regarding the conditions on which security assistance could be
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provided was an exception. The lack of unity between the different PRTS also contributed
to the unclear perception of NL PRT. For example, when GE PRT was responsible for
Baghlan province it focused on health improvement. Having taken over responsibility, NL
PRT did not continue this focus. This example is related to the absence of one generic
PRT. In different provinces of Afghanistan, various different PRT models have been
implemented. In response to this, Lt. Gen. David W. Barno, the Commander of US. and
Coalition forces in Afghanistan, stated in May 2004: “There’s no cookie-cutter solution for
PRTS...onc size doesn’t fit all” (Barno, 2004). In a country as diverse as Afghanistan:
geographically, cthnically, cconomically, and politically, uniformity in PRT structure is
impractical and cach PRT must be tailored to meet local conditions (Sedra, 2004). This
does not obviate the need to entrench a broad st of guidelines to guide PRT behaviour.
The differences in the main PRT models can be attributed more to the approach and vision
of the individual implementing countries and the interpretation of doctrine and operational
guidelines by local military commanders (Save the children, 2004) than to a desire to
customise the concept to meet local conditions (Sedra, 2004). In reaction to this a PRT
Exccutive Steering Committee formulated joint terms of reference for all PRTs operating
in Afghanistan to minimise the differences in operational styles between coalition and ISAF
PRTs (Jakobsen, 2003).

A lack of resources was common to all PRTs. Some critics viewed the PRT plan as
exemplifying the maxim that “something must be scen to be done but not much”
(Stapleton, 2003). According to Barker and O’Brien of CARE International, “the PRTs
have neither the resources nor the mandate to engage seriously in cither reconstruction or
security” and consequently has become “little more than a distraction from more serious
discussions about countrywide security” (’Brien and Barker, 2003).

There is broad consensus within the assistance community that PRTs should focus on
areas in which they hold a comparative advantage (e.g., Sedra, 2004; Taylor, 2003;
Hoshmand, 2003). This could make a significant contribution to the reconstruction process
that would complement rather than conflict with the work of humanitarian organisations.
Priority areas should include the rehabilitation of government infrastructure and capacity at
the local level (e.g., the refurbishment and provision of equipment for offices and facilities),
support for SSR (eg, training and mentoring for the Afghan National Police), the
reconstruction and provision of equipment to security and judicial facilities, and support
for DDR (Sedra, 2004). Many of the activities of NL PRT were within these priority arcas
(eg., police training, removal of explosives and ammunition, provision of radio
communication equipment). Several other activities were less compatible with these priority
areas and often included direct assistance activities intending to positively influence the
perception of the local population (e.g., donation of goods to local population).

This is directly linked to the vague and non uniform notion of cimic. At ISAF HQ and in
several PRTs (e.g, GE PRT) cimic was primarily considered as a force multiplier. Means
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and capabilities were utilised primarily to support the military mission. In Kunduz province
a large share of the effort went to support important lines of communication for GE PRT,
such as the main connection between Kunduz and Feyzabad. This was clearly illustrated by
the civilian head of GE PRT who stated: “We are ‘Gutmenschen’. This means we are not
only good people but we also have our interests”. NL PRT regarded cimic more as aid
‘multiplier and was less focused on directly maximising support to its own troops.

While assessing the civil environment (actors, needs) NL PRT made little use of national
programs and policy. This conflicts with Afghanistan’s National Priority Programs, which
states that: “Development lessons to date have shown that projects will not be successful if
they are not embedded in policy and program frameworks that ensure good management
and accountability” (The Transitional Islamic State of Afghanistan, 2004). With regard to
US-led PRTs, Watkins (2004) adds to this that needs assessments were conducted by 'male
personnel who never met with women and had little or no historical knowledge of the
communities with which they were engaging' (O'Brien and Stapleton, 2003), and who were
largely untrained in participatory assessments and development’ (CARE, 2003). Save the
Children (2004) addresses the lack of consultation by some PRTs of humanitarian
organisations operating in the surrounding areas in advance of the arrival and deployment
of the PRT. In its assessments NL PRT also consulted humanitarian organisations only to a
limited extent.

Despite these barriers, civilian actors had several motives to initiate cooperation with NL
PRT including financial means contributions, manpower, direct or indirect sceurity,
assessment capacity, and the capability of broadening the activities in the province by NL
PRTs ability to move frecly. However, there was considerable uncase about the role PRTs
play in providing assistance. It was feared that military-led interventions put humanitarian
organisations at risk by blurring the line between military activities and neutral or impartial
humanitatian action (Peace Operations Working Group of the Canadian Peaccbuilding
Coordinating Committee, 2003).

Motives of NL PRT to cooperate with civilian actors included implementing capacity of
humanitatian organisations, knowledge of and expertise, increase of local capacity, and
facilitating the transfer of tasks and responsibilities. As personnel of NL PRT hardly
patticipated in coordination meetings, coordination and information shating was done in
an unstructured manner increasing the duplication of effort and waste of resources.

Driven by the motives to cooperate, both NL PRT and the civilian actors searched for
appropriate organisations to cooperate with. However, compared to Kabul and several
provinees (e.g. Kunduz) few international humanitarian organisations operated in Baghlan
provinee. Moreover, several PRTs were directly supported by a donor organisation. The
British PRT was supported by the DFID, while the US PRTs received extensive support of
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USAID. In Kunduz province, the AoR of the German PRT, four German ministries had
representatives. In addition, several German governmental organisations operated in
Kunduz province. This clearly facilitated cooperation in general and partner selection
specifically. The limited number of international humanitarian organisations and the strong
call for improvement of local representatives drove NL PRT into partnerships without the
involvement of international humanitarian organisations.

Taylor (2003) argues that how to engage the government in the civil-military debate and get
the local governments to take ownership of this issue is missing in the debate. Ambassador
Brahimi, former head of UNAMA, wanted a light UN footprint and an “Afghan solution
to an Afghan problem”, emphasises the importance of this. In the design of most
partnerships, without involvement of humanitarian organisations, NL PRT often
considered local partners as a given. They were frequently not consulted or only to a
limited extent which resulted in a lack of preparation of the termination. While in the
partnership design NL PRT agreed to use Afghan standards, activities of GE PRT in
cooperation with humanitarian organisations made often use of German standards. This
was also likely to conflict with the sustainability of the activities (c.g., future maintenance).

Sedra (2004) argues that it is important to stress that in general the preferred style of
implementation of the activities is to sub-contract them out to stimulate local economy and
the sense of ownership by the local population. Preferably military personnel would only
‘monitor the activities. However, in many cases NL PRT was involved in implementation.
Sometimes this was because they had a clear comparative advantage (e.g., police training,
removal of explosives and ammunition). In other cases this was to manage the
implementation process (e.g., longer-term reconstruction projects). This required expertise
and knowledge of involved military personnel. Most NL PRT personnel only received
limited training. For example, cimic personnel often did not have much experience and
were trained for only two weeks. During some periods only inexperienced personnel were
deployed contrary to GE PRT. In each of its liaison and monitoring teams (LMTS) at least
one experienced person was included. In addition most cimic personnel of GE PRT were
derived from the German cimic battalion. These people were trained specifically for cimic.
This improved the consistency of the German approach and the continuity of activitics.
This was also improved by rotation schemes of GE PRT. In each LMT, personnel rotated
on different times, increasing the overlap period to at least 6 weeks.

Depending on the type of activities, tasks and responsibilities were transferred after
completion. In assistance activities in particular, where the local population directly
benefited, the transfer was scen as an important step in the cooperation process. Ensuring
a proper follow-up of the activities contributed to sustainability and the long-term
development of Afghanistan. Sedra (2004) recommends that PRTs must develop an exit
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strategy. Although the duration of PRT engagement in Afghanistan is unclear, it is
important that thought is given to the manner in which the PRT will withdraw and how it
facilitates a transition of authority and transfer of assets to Afghan authoritics.

Even though many respondents stressed the importance of an evaluation, formal
evaluations were rarely seen. Jakobsen (2005) states that PRTS in general have received very
mixed reviews. Humanitarian organisations generally regard the PRTs as a second-best
solution, preferring a robust peace operation covering the entire country. According to the
harshest critics in the humanitarian community, the PRTs have done more harm than
good. In contrast with this view, NATO and the governments fielding the PRTs view them
as a success story. In their view PRTS are an effective, flexible, low-cost instrument that
can easily be adapted to other conflicts.

In many reports, critics make the point that NGOs and locals are a much cheaper
alternative to reconstruction than bringing in the military. Borders (2004) states “absent any
hard statistical data or activity-based costing metric to verify this claim, presumably critics
are inferring that overhead costs are generally greater for the military than for aid
organisations. This may be true, but without an equivalent comparison of all true associated
costs, it is impossible to offer an objective argument to support this contention. Another
related point that deserves mention is that PRTs also use local labour and they
predominantly operate in areas where NGOs cither will not, or cannot operate because of
security concerns”. In his report Jakobsen (2005) states “when USAID assessed the
effectiveness of their quick impact projects in November 2003, it found that they had done
little to enhance the popularity of the Americans and the central government for the simple
reason that few of the Afghans interviewed were aware that the Americans and the
government had funded these projects. This finding is likely to hold for all the quick
impact projects conducted by international forces and NGOs, given the tendency of
ordinary Afghans to regard them all as “foreigners™.

6.11 CONCLUSION

The process model as it s presented is considered to be appropriate since it is able to
deseribe and explain the cooperation process between military and civilian actors at the
Iocal level. It was established that civil-military partnerships go through six successive steps.
First cach actor decides whether or not cooperation should be pursued. Next, an
appropriate partner is searched for. The third step contains upfront agreements. These
include for example clear and realistic objectives, an implementation plan, and the
definition of rights and duties. In the fourth step the partnership is implemented and actual
activities are carried out. After completion of the activities step five deals with the transfer
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of tasks and responsibilities. The final step determines the performance of the partership

through evaluation.

Applying the model to the cooperation between NL PRT and civilian actors in Baghlan

provinee leads to the following conclusions:

138

Most civil-military partnerships contributed to the missions of NL PRT and civilian
actors.

Local capacity was used to fulfil many of the

tance activities to a large extent,
thereby stimulating the Afghan cconomy.

NL PRT lacked situational awareness reganding the needs of the local population,
actors operating in its AoR, and national programs being implemented. This resulted in
a considerable duplication of cffort, waste of scarce resources, and a lack of activity
integration.

Many NL PRT personnel lacked experience and knowledge about developing issucs,
‘military guidelines, and project-based activities including tendering procedures.

There was no clear division of tasks and responsibilities within NL PRT, resulting in
duplication of cfforts and a lack of coordination with humanitatian organisations in
Baghlan province.

Minimal attention was paid in direct assistance activitics to the partnership design and
local communities were ofien not adequately involved by NL PRT. This resulied in
decreased sustainability, a lack of embeddedness in the social structures, a lack of
ownership, and mismatches between assistance activities and the actual needs.

Most partnerships in which humanitarian organisations were involved were sustainable
and embedded in local structures.

NL PRT gathered and processed information in an unstructured manner making it very
difficult for its own personnel and other actors to access and use the information.
There were ambiguous and vague military guidelines for NL PRT, which resulted in
unclear priority setting and demarcation of the activitics.

There is no common approach to cimic within NL PRT, between the ISAF PRTs or
between ISAF HQ and the PRTs. This is mainly caused by different budgets, a lack of
common training, different personnel capabilitics, and a lack of direction by ISAF HQ.




