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I. 

HOW TO ORGANIZE A 

PRE-ELECTION TECHNICAL ASSESSMENT 

Project identifiCation, design, management 

A. Project raeRiIliCiitTild 

1. Satisfaction ofIFES pre-conditions for undertaking a pre-eJection assessment 

• 'fiililliillfA'lrom the host government 

• A democratizing ~I 

• ~'!IILll!!!r TIfji,rniiff 

Offering appropriate technical assistance to requesting countries is a fundamental purpose of the 

International Foundation for Electoral Systems OFES) and is consistent with its philosophy of assisting 

democratic change. Assistance should be considered appropriate when it is tailored to the specific needs 

of each country, when it takes into consideration the country's long-term goal of building a sustainable 

institutional base for a democratic electoral system, and when it is provided at the request of the host 

government. A request from an indigenous organization should be ratified by the host government. 

A pre-election assessment (PEA) is one tool that IFES uses to analyze a country~s democratic transition 

and its shon- and long-term needs in organizing and sustaining a credible electoral process. The two 

principle objectives of an assessment are: 

• to assure the donor/funder that subsequent assistance is necessary, and 

• to gather information that will facilitate design of an appropriate and effective program of 

assistance. 

It is not the policy of IFES to conduct a pre-election assessment in a country whose government has not 

extended an invitation, either through the U,S, Embassy or the USAID mission, through another 

organization which will be co-sponsoring or funding the assessment, or to IFES itself. 
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Since IFES must also assess the extent of the host government's demonstrated and continued commitment 

to the implementation of a democratic transition process before beginning any substantive project. It may 

be one of the objectives of the assessment mission to determine the degree to which the government is 

abiding by internationally recognized standards in its preparation for multi-pany elections. At the very 

least, IFES must be assured that the government will welcome an independent, Objective technical 

assessment, that the assessment team will be given access to all relevant information and people, that the 

assessment team's presence will not be used in bad faith for propaganda purposes, and that the results 

.of the assessment will be dissemim.,t{) to all interested panies. 

A third condition to be fulfilled in the development of a project is the identification of a funding source, 

such as U.S. AID, the National Endowmem for Democracy, the United Nations, or private foundations 

Dr corporations. 

2. Timing of assessment in relation to electoral calendar. 

An assessment can be carried out usefully at various times during the pre-election period. In general, 

officials have been assigned the task of preparing for elections, 

the assessment team is able to provide recommendations for revisions to the election law and can discuss 

election policies and procedures with the officials who are establishing these policies and procedures. 

~on'ilatfffMtiil)'jOi. set prjor~_sessmenHeam 's·visit, although it ·is helpful· for a general I 
,::.--.. . ", ,:r;"~~;;'--.t-"-··f \,. nlol!l - I"J ~:t' 
~~.~1ii"!6'"tfavneetrfu1'ffiillateiF,\0 that sufficiem focus can be placed on the electoral process. 

It is common for an assessmem to be planned subsequent to a governmem's request for external 

assistance ... One of the primary objectives of the assessment may be to make recommendations for 

technical and material assistance from the international community. For this reason, the assessment is 

likely to become the first phase of a multi-phase process. Thus, the assessment would ideally begin and 

be completed with sufficient time available for interested groups to implement the recommended 

assistance activities identified in the assessment repon prior to the anticipated elections. 

JkES 
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3. IFES' objecth'es in undertaking this project 

a. 

request to undertake this assessment? 

b. 'J.V1Uif are I'FEs'Tiisiiiuiiri~n<fobjecuves I'o~ this project?! 

IFES undenakes pre-election assessments (or any project activity) in order to accomplish one of several 

possible obj~~tives. IFES would undenake a pre-election assessment at the request of a donor with 

:J. whom IFES has maintained a long and valued ~X QJJ..ith whom IFES sought to develop 

such a relationship. Primarily, IFES has been chanered to advance the electoral process in evolving free 

and democratic societies; therefore, such an assessment project would fulfill an imponant aspect of IFES' 

, annual operating plan. A pre-election as!;es!;ml~nt'lI1lii'.!l 

-( country. This may take the form of 'tmm~lIllii::1l11l1 
or long-term assistance in the host 

m~;Jllch as providing logistics and security 

planning or commodities acquisition assistance, developing and implementing training programs for poll 

workers, election officials, and the general population with respect to the electoral process and individual 

voter responsibilities or developing longer term civic education programs. XiJ>Elt,may"31Sli1eadJ.if·i!iE'1 

'-" :) ~,mje. All IFES projects and missions should attempt to recover all direct and out­

of-pocket costs and also generate suppon for IFES' core administration, Resource Center, and 

information dissemination, thereby achieving another objective of IFES' annual operating plan. 

It is essential that IFES be clear and explicit about its objectives in carrying out each assessment mission 

prior to the design and implementation phase, Clarity on this question is critical when determining the 

scope of the project, when resolving any potential conflict with the project funder, and especially when 

eValuating the project to determine the degree to which objectives have been fulfilled. 

B., Scope of Work 

1. Goals, objectives, activities: , 

a. ~lJj'~'l11ut!,"ally satisfactory iii'lFES and 10 funder? .. , 

b. 'Al'e~!ley feasible, given const~ain~ 

c. Cfl\jik'Wror ~,valuali9!1_, , 

It:tES 
DO NOT COpy -- FOR INTERNAL USE ONLY 

~L-



I 

"\ , 

Page 4 

Once IFES and the project's funder reach agreement on the general terms of reference for the project, 

,IFES project staff can begin to elaborate specific goals and objectives for the pr~0~~e:c~t'~~W~~~~1 

nriHri<ilJiiItld or by the funder on 

behalf of the host government. Section J1I, "Implementing the Assessment: Information to Be Gathered", 

describes the kind of information an assessment should provide. It is imperative that all parties concerned 

achieve consensus regarding mutual expectations and constraints before the project begins. The IFES 

assessment proposal may be a bid to carry out activities on a contractual basis, in which case its terms 

may eventually be binding. 

, Assessments typically have a wide-ranging scope of work, covering not only all aspects of the electoral 

system, but also the political and social context in ;"hich democratization is occurring. The desire for 

depth and detail, however, must be balanced against the limitations and constraints that are inherent in 

the assessment project format. Assessment missions are fi.Pl&l1Y'oiily:1W8'Uieemil1eii'§lI, three weeks 

at the most. While expanding the number of team members can increase the team's scope, there is Iinle 

~ marginal benefit from expanding the team beyond /IlWWl1MtijIDWW'i'P Therefore, IFES and the 

funder should negotiate a scope of work that is feasible given the limitations of time and team size, and 

,addresses the need to make the I$kiWlidSl@J!l!iI;eeu. 

The objectives of the project, as reflected in the scope of work or terms of reference for the assessment 

• 

, team, W~"e~il!.e.~,i~*q;grn- indicates clearly~h'l.tJM.fymI~LeXPef;~ from IFES Mel what IFES I 

~'1i'om tfle tearn ni'eiiltmri$cm(jlh'f&i~'~, who will be carrying out the assessment. They 

also should be wrinen so that their accomplishment is measurable, both by IFES and by the funder. In 

the evaluation phase of the project, both institutions should be able to clearly ass'ess the degree to which 

objectives were fulfilled. 

a. Whil410 budgel for? 

b. Arriving at budget agreement with funder 

.JtES 
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As the terms of reference and objectives of the project are defined, IFES must begin to develop a project 

ibiU!digieit.~!~~~i~~~~~~;'~o/~;i;';~tiOii ;i~~· indi~ld~al j;;;~ items J;~~ii1~:C;;iiiP:Jif~~ 
A primary objective of the budget process is to make the proposed budget as complete and 

realistic as possible. The PEA proposal and budget may serve as the basis for· negotiation with the 

funder(s) in determining the final PEA scope and budget. 

The IFES Pre-Election Assessment budget %1iOuiillie'ilrafiiici .iitrooperation·'WlD! ·llielFES:DireCtOl-~ 

F"tiianC"e' ana. ~4!!1i!listrationl The budget is included as part of the project proposal and is subject to 

1W!~'iPprOvliI1i~ executi\f! staff as well as the funder. 

C. Negotiating other3'ai.M'fllt!.l!!I£!Ya 

a. What are the ttmftlivetnment's;"eXpi!clliI.oOilSJ 

b. ~.:"ilOUJli'ji!.JlOiiiil~n the government for the 

assessment team? 

As IFES discusses the scope of work of an assessment project with a USAID mission, a U.S. embassy 

or other funder, it is essential to ensure that the host government is brought into the discussion, either 

with IFES directly or through the funder as intermediary. IEE$iJld·request cOj)i~ ofoort~i>Qnde!,JE11 

between-the funder.,and the host governmen;J.s.g~n!iDg the initiation o~~JWr;~~ssment' 
mission, and the understanding that the government has regarding the objectives and priorities of the 

assessment. Also, the funder should be asked to provide a written summary of its discussions with the 

host government, and a list with names and titles of government officials who will be the assessment 

team's primary or initial points of contact. This written documentation should also spell out tiJe kind of 4 

assistance, if any, that the assessment team should expect from the government, for example, local· 

~~~!iOn; office-~pli/:l' or faciliiaiionnofiiiscussions lSvitLofficials'inside ·and outside of'the' . 

·government~ 

DO NOT COpy -- FOR INTERNAL USE ONLY 
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2. 

D. I2IlIging; ·transportatiOjf or' 

b. Setting up1iiillal1tfeMlngt 

. Discussions with the funder and/or the U.S. embassy should also clarify the degree and kind of support 

that they intend to provide for the team, such as car and driver, office space, access to communication 

facilities, and· the facilitation of contacts with information sources in-country. If the project is AID 

fil.nded or if judged to be appropriate, the USAID mission and/or the embassy may be requested to make 

reservations for the team at a suitable hotel in the capital and to meet the team upon their arrival at the 

airport. 

As soon as both IFES and the funder are in general agreement with the arrange~ents spelled' out in the 

proposal, a Project Authorization should be filled out, covering the proposal, and sent to the appropriate 

AIDlWashington representative. This will meet AID's requirements for its Core support. Authorizing 

documents will be prepared for each funder/donor (UN, Host Country government, eic) as appropriate. 

Jl:ES 
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Country knowledge and/or experience 

Election administration 

Issues in democratization 
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As the goals and objectives of the project are being determined, the Program Officer should begin to 

identify those. consultants who may be best suited to accomplish the mission. The size of'the team is 

largely dependent upon the scope of work and available budget. A team may have ~lIiemtieiil. 

but should have sufficient background and experience 10 ensure that all aspects of the PEA will be 

completed satisfactorily .. 

11IIm1ttiaJo.'mI!j[i!.c<d!'?':!I!1_~tlbl1"'p"1Q~ou,a~t>e:ii~seatai"t>f 

Information on consultants who have been pan of prior IFES projects or who have provided detailed 

information on Individual Data Sheets will be available on-line to the Program Officer. Consultant 

information may also be gathered through referrals by other Program Officers and Program Officers' 

previous experience. ~~iidary;soitrcesjnclude universities, pdvatecon.s~l!!.,!g fir!!!!> or referrall1 from 

consultants. Each potential consultant should be interviewed, perhaps more than once, with a foreign 

language component if the Program Officer is unsure of the consultant's skills in that area . .An indivi!lualf 

Data~Sheet .• mustbe wmpleleO-and;if possible, a writing sample should be obtained.,,-r 
• 

There are a number of criteria that must be considered as the team is selected. Cenain skills are 

required, such as language capability; knowledge of the country, including in-country or regional 

experience; experience as an election administrator; more general experience in the democratic process; 

and familiarity with election law and related issues. In some cases, more specialized skills will be 

required for a panicular assessment mission, such as knowledge of computers or of training. It is rare 

IttES 
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that team members will individually possess all of these skills; however, it is imponant that as many as 

possible exist within the team as a whole. Depending on the country, some skills may ~e difficult to 

incorporate into the PEA team. It is imponant that consultants be selected accordirig· to liow they can 

fiii;ll!lil!f.!1I1J!~~U~ and how their collective skills may be applied to complete the scope of work. 

The Program Officer should consider as many combinations of consultants as possible and always be 

prepared with alternate selectioris. 

B., ~~j:a 

\ 

1. Ability to write and to express oneself 

• 2. Interaction with host country officials and USG officials in-eoun.try 

I 3. Successful completion of scope of work 

Whatever the team members' special skills may be, they should have adequate command of English, both 

orally and in writing. Whenever possible, the team leader should have excellent command of the host 

country's official.language(s), and each team member should be expected to interact with host government 

officials and U.S. government representatives effectively and with sensitivity to the country's culture. 

The team members will also be expected to contribute substantially to the assessment team's completion 

of the scope of work and the project objectives as set fonh in the project proposal. It should be made 

clear to all concerned that these expectations will be foremost among the criteria on which the 

consultant's performance will be evaluated: 

C. Interviews 

In making decisions regarding the composition of the team, the Program Officer must consider additional 

factors. One member of the team should be designated (and interviewed) as the /aim·leader. ,The team 

leader will act as.the team's primary spokesperson while in-country, and will be responsible for bringing 

the team to consenSuS on its procedures, priorities, and activities. The team leader serves as the contact 

for the Program Officer in-country and should be able to provide administrative direction for the team 

while in-country. 

DO NOT COpy .. FOR INTERNAL USE ONLY 
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()ij-eIeiiij"nrembeajj()ina·at'slI6inmrgrli!fell!!l~NMW UIli!!fiiilOl'?Jrhe repon coordinato~'is responsible 

for reviewing the repon as drafted by the team, noting any weak areas, before presenting it to IFES for 

editing. While the repon coordinator may not be required to make specific repon writing assignments, 

the coordinator is responsible for ensuring that all issues raised in the scope of work are addressed by 

the repon. This person will be the initial contact for the Program .officer should questions arise during 

th";Si.'(eciiiiiig . experience and 

repon 

Logistics questions should be included in the interview" How does the consultant respond to the time 

commitment requested? l!9w,:ri~d.·is 1bec:onsUTffiii'S~sclieduteimmeaia'ietY'iolloWlilgl!!e~t16se' of the .,. 

~ What kind of advance preparations should he or she make? Following the initial selection, the 

colIsUlfllfll shOtl!l!"Ife--eoTitMlat-Oy'4h&"@m1ltraeting'0fficef'to"negollate"the''COhsunantT'IIillj"rate:- The." 

Program .officer needs to be assured that the consultants will be able to complete the scope of work in 

the time provided and for the amount specified in the budget. 

D . Final selection or learn members 

. shQIWLbe.drafte(ffor -atta~h';;eJ:lt 10 .. sCope of work-kiilso.passed to ' 
." .. -----..... - ...... - ......... ,--,..~"I:."',. .. :. - -.. . ~ __ .. _, 

l!:e"ContractS-office't'tooemdililed)n.the_draft cEimlicU In some cases, if the assessment is AID 

funded, approval from the U.S" embassy and USAID mission as well as AIDIWashington technical and 

grants officers is required. Field approval is usually based on the team members' qualifications as 

reflected in their resumes or other documentation. 

Approval from the funder is based on qualifications as well as the proposed consulting fee. Jtequesl fo.r, 

a:r..,a1is ~~~.rrpanied by documen~a~o~_o~.the proposed consultaritfs·· . . 
1~))-Tuiill'eo p'rojec~i:ci'li'uih;;:riation forms, the Authorization to Subcontract and the Travel­

Authorization. Until approval for consultants is received from the field and/or the funder, it is imponant 

to remind potential consultants that IFES' intention to contract with them for the assessment is 
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conditional. The request for approval from the field is usually considered a simultaneous request for 

. country clearance. 

:O:-J\lI.conlracts should.helevi~an.d. app~Qved.l!Y]lI~ Program Officer before being given to the 

consultants for. signing. To minimize potential conflicts, consultants should not begin travel or work until 

consulting agreements have final approvals. 

M .·t I ·.0·,·. E. Fo:.Moi!parl\\!)l:::team managemlIDt~' 

r ~~rat~a.."g.!!i~"!U!.riln~1 -'. 
j n. Travel regulations 

, b. Advances to include transportation funds 

I . c. Check out of computer equipment from IFES 

Many tasks must be completed before the team arrives at IFES offices and before departure for the 

destination. Once team members are identified, they should be contactedJlJJlfeWW".dn:lil}i~!{@J~c,.' 

~~Hto make arrangements for air travel, visas, inoculations, medical insurance coverage, and 

lodging arrangements in Washington, if necessary. Travel Advances are determined by the 

Administrative Assistant, (and must be approved by the IFES Program Officer,) who is also responsible 

for ensuring IFES compliance with government regulations regarding travel and per diem as well as those 

of the funder (as each might apply to this project). For this reason, it is preferable that the 

Administrative Assistant, rather than the consultant or program staff, make these arrangements. 

Specialized resources may be required for use by the assessment team, Examples are laptop computers 

complete with software and modem, ponable printer, etc, 

All requests for reSOurces must be approved in advance by the IFES Program Officer. These requests 

would be fulfilled by the Administrative Assistant. 

2. nti!J.ip~ b,ook , 

a. Suggested contents and formal 

\ 1) Project proposal, including' SO;'\~· ~, c'~" 
12) Correspondence with funder and/or host government 
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3) Consultants' resumes 

4) 

S) 

~ 6) 
w 

Background information on country 

~e)"s ar,klxdKl democr:llization and elections 

Documents: Constitution, electoral law, etc. 

b. Distribution 

Briefing booles should be prepared for each team member, with an additional copy for the Resource 

~enter. ~e briefing book should include, in the following order: 

• 
• 
• 
• 
• 
• 

~~ • .I 

Project Proposal and Consultant·s Scope of Work 

Relevant Correspondence between IFES Washington office, funder, and host government 

Team members' resumes 

Background information on the country 

News articles on the democratization and election process 

Documents such as the country's constitution and electoral law 

A copy of a model IFES report 
'- .. 

3. Team,planning'meetings 

\ a. Scope of work agreement (team and funder) 

b. Performance criteria and IFES expectations 

1) Performance in-country 

2) Quality and timeliness of draf! report' 

c. Resources (materials, people, examples) 

1) Ch'ic education samples 

2) Other assessment reports 

3) Sample laws or other documents 

4) Sample registration materials, ballots, and other forms 

S) Price quotes for election commodities 

d. Report outline review 

.Jtls 
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! e. Indi"idual work assignments 

1) Role nnd responsibility or team leader 

2) Role and responsibility or report coordinator 

r. Procedures ror communications 
, 

g. Time sheets and travel expense reports 

h. Emergency procedures 

'"'T6'the eitie".:.t "p;acti~able, the tw~d'~% prior to the leam's departure ar~ r~erved for briefings art! 

planning meetings in Washington, D.C. This time allows the team members to meet each other, IFES 

staff to brief the team, and any last·minute information, instructions and concerns to be shared. 

During the briefing day(s), the team will meet with several members of IFES staff. Team members are 

briefed on IFES philosophy and guidelines for conduct in-country. The report writing responsibilities. 

are also outlined in this meeting. In addition to the briefing books, team' members are provided at this 

time with resource materials selected to provide a basis for completion of the various elements of the 

scope of work, such as examples of civic education materials, electoral laws or constitutions from other 

countries, sample registration material, ballots, or other forms, and price quotes for commonly referenced 

election commodities. 

The IFES Program Officer and team members should review the outline of the proposed project report 

and provide instructions On style guidelines. This time should be used to confirm the connection between 

the project proposal, each individual's scope of work and the design of the project report. The proposed 

report outline should be used as a basic guide to document observations, findings and recommendations 

for each of the. outline topics. The Program Officer should indicate which team member shall serve as 

th'e report coordinator andlor team leader, with an explanation of the role and responsibility of each. The 

Program Officer should also be able to demonstrate the rationale for individual work assignments by 

describing the skill set of the team and how the team members complement each·other.···TIl!:.!:am should 

~;~~,'!!.P.\!toiiented to JmSure.thal.all. W9.r.k.assignments are completed and the recom~marrons rrt·· ... 
"MIIi~~, implementable and supported by findings. By the end of the meeting, each participant should 

have a clear understanding of how they function within the team, with detailed responsibilities assigned 

among team members for in·country work and preparation of the final report. 
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The IFES Program Officer is held accountable for the adequacy of suppon for the project team. In 

conjunction with the in-country assessment team leader,lheiliflPllil:O~!!;IIIa.);e~~effon·ury;:= ,t 
- ~~ ...... ~.l"'t.,~·· ."'0_: ~ ", . ":;.;.:'-·:r;v'u,: , . . 

~r~~~rtJzi:t~~~~J=~T!,!r;~!~!Jf/~~~i~::t~~' 
thFS~~uf'iTieperi::~!~untry to ensurethlrteanrffiqiiifeiDents~e saftSfi;r.:1 . "'. 

The Program Officer should have adequate in-country hotel and telephone information for team members 

:~~~!~~~;~;~~~~;i~~;;~~::r::a;;a:~s~~:::;:'the~u;'~ ~~!;~ 
mission. 

The Administrative Assistant and Contracts Officer will brief team members on their travel advances, 

with instructions regarding completion of time sheets and expense repons. Insurance coverage and, 

emergency instructions should also be pan of this meeting. Team members, after reviewing contracts 

with the Contracts Officer, should sign them and receive copies signed by an executive staff member. 

4. Country-specific briefings • 
a. 

b. 
c- • 

AID and State Department 

Host country embaSSY. ~ 
~~ ~·fvVc;. 

Current political information and confirmation of expectations are pan of the AlDlWashington and State 

Department briefings. These meetings are an opponunity for Depanment of State and AID officials to 

become familiar with the team, provide up-to-date country information, and review the expectations of. 

the team including expectations for the verbal and written reponing of the team's findings. ·It is a time 

for the team'members to ask any questions they might have about their scope of work or about the 

country's current political climate. 

The final set of briefings consists of visits 10 the host country's Washington embassy and any other 

persons that the Program Officer believes may provide substantive country information. These include 

professors, consultants or anyone else who has significant country experience. 
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Following the departure of the team" the Program Officer is responsible for team management and activity 

,monitoring, Decisions regarding team procedure or unexpected situations should be referred to and 

,decided by the Program Officer. The Program Officer also functions as the team's Washington-based 

support staff, obtaining additional information or making alternate arrangements as requested by !lie team . 

. The Program Officer should commu~icate with the team as needed to stay up-to-date on current activities. 

Specific instructions as to methods and frequency of communications between the in-country team and 

Washington should be included in the briefing book and reviewed with project staff. The use of PC 

hardware and software (such as WordPerfect' or Lotus) should be specified in advance to ensure full 

compliance, If the project report is to be drafted in a language other than English, the Program Officer 

S/¥!J!!!L~Il1J'@rNibPi'tf£f fpftware a~a '¥~ila!}iJit¥-Qn~r'aRPiwi!iuWli!5i2iMki{-:l:U'It',/ . . . - . 
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A.' "'IncCounlry Brielings,'lnlrQduclions llnd Protocol Meetings 

1. 'EmbassylUSAID briefing' 

If the funder of this pre-election assessment is U,S, AID, then it is most likely that.the assessment team's 

first activity will be a briefing with officials of the USAID mission andlor the U,S, Embassy, This is 

an opportunity for the team to formally introduce itself to U ,S, officials in-country, and to introduce the 

assessment mission's terms of reference, The team should ensure that there is a mutual understanding 

of the goals of the IFES pre-election assessment, and an understanding of the role that the Emb'assy and 

the USAJD mission will play in facilitating the assessment during the team's time in-country, It is helpful 

to discuss the team's scope of work in terms of what the embassy and USAID mission see as the most 

important issues to be addressed, 

This is also an opportunity for the team to be briefed by embassy and USAID officials regarding the 

current political situation in the host country and the prominent players in the democratic transition and 

election administration, 

2. Initial meetings ,,;th gove':;;;;;eni'; electoral commission counterparts I 

When IFES assessment missions are U,S, AID funded, it has been the practice for USAID or the U,S, 

embassy to arrange initial protocol and contact meetings with the government ministries and electoral 

officials with whom the team will be working, Often the first protocol meetings will be with the minister 

of external affairs and with the minister of the interior (or whichever ministry has oversight authority 

regarding elections), It is also common that the team will meet with the director of elections or with 

the election commission, if one exists, It may be desirable for an official from the U,S, embassy to 

accompany the assessment team on these first visits, but at the same time, the non-governmental naTUre 

of IFES and the non-partisan, non-political stance of the assessment team should be emphasized, 
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It is imponant that the purpose, goals, and terms of reference of the assessment mission be clearly 

expressed at these early meetings with the host government. It is also imponant that these _messages be 

expressed with consistency. Therefore, the initial introductory statement for the team-should be made 

by the team leader or one individual who has been designated by the team. It is also advisable for the 

team to have a prepared written stateme~t ready before they begin their host-government meetings. Such 

a standard statement regarding IFES and the objectives of the assessment can assist all members of the 

team in keeping their description of the terms of reference consistent. It can also be used to explain the 

team's purpose to the press, if appropriate. 

It is usually counterproductive for the assessment team to have a high level of visibility in the press. 

Sometimes, the U.S. embassy or the government will want to arrange for a beginning-<>f-visit press 

conference. While this may be useful to the government in exhibiting their willingness to listen to outside 

advisors, or to the embassy in publicizing its suppon of democracy, too much media exposure can be 

detrimental to the assessment mission by absorbing valuable time in a busy schedule and by provoking 

a delugeofrequests for meetings with the team. IFES, in its discussions with the embassy and USAID 

mission, should encourage them to lteep-media"exposure-low::lcej1 at least until the final days of the 

assessment visit._ .v~~u~:9fiib.e;vi~~f::;eleti;;(j:·:m~~~?a'cie71faft 
~..a~·'t~ .... ,·.·! •. ':t!.EP. , 

expo~6ni"iltilhlso clarify Ihe team.!s\missiorl'. 

1."- Government orlicials, electoral orlicials 

The initial protocol and contact meetings are likely to point the team toward other government officials 

with whom the team will want to meet. Many of these meetings will be primarily informational in their 

focus, and one meeting will be sufficient during the course of the team's stay. There are other officials 

Ihat the team may want to meet with sev~ral times during the visit, in working meetings where specific 

issues of the electoral process are discussed in depth. This latter group may include the election 

commission, if one exists. It may be of mutual interest to the officials and the team to meet at length or 
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several times to discuss such crucial issues as the registration system, election logistics, and the electoral 

budget. 

Ministry of Justice: 

Supreme Court Judges (or 
whichever court decides 
electoral issues): 

Ministry of Finance: 

Regist~.t of political 
parties: 

Registrar of voters: 

Ministry of Education: 

Ministry of Information: 

Directors of government 
radio and television: 

Bureau. of Statistics: 

Government Printer: 

Ministry of Interior or 
Chief of Police: 

Ministry of Defense: 

~i~~~b~eJ~O~W on informaliOli.tci Iii -gathered as they .. prepare.a Jist of 

~ purposes: These might include: 

Constitutional issues; Electoral law, and other related laws: especially 
if the current laws are in draft form, and revisions are being 
considered. . 

The theory and practice of resolving disputes relating to registration, 
campaign ethics, voting fraud, and certification of electoral results. 

Funding of election; campaigns. 

The process whereby political parties are registered: complaints, 
constraints, political bias. 

The process whereby voters are registered: complaints, constraints; 
political bias. . 

Starus of civic education in the schools; Min. Ed. 's capacity to assist 
with civic and voter education programs; capacity to assist with 
training of registration and poll workers. 

Ministry's capacity to assist ·with civic and voter education programs; 
the government press and electronic media: their independence, their 
role in political campaigns. 

How news of political campaign is reponed; role in civic education; 
access to air-time by political parties. 

Constituency delimitation (cartographic capability, computerization); 
civil register: accuracy and computerization; role in vote tabulation. 

Capacity of printing facilities: forms, ballots; degree of autonomy 
from ruling pany; access to reliable paper supplies; security of 
priming. 

Role of police in election process: security, crowd control, 
transport~tion. communication. 

Role of armed forces in election process. 
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Minister of Administration: Organization and Facilitation of the election process. 

,Minister of External 
Affairs: 

Handling of citizens abroad; provisions for their participation in the 
election process. 

l.;~:: :::'~!!'1-governmenIDI organizations , 

The team should meet with representatives of host country civil society, panicularly those who are active 

members in non-governmental organizations. In many countries, there is an NGO umbrella organization, 

which, along with, providing entree to other NGOs, will give the team a sense of ,the coherence, 

organ~:uional capacity, regional and topical scope, and political leanings of the NGO community. 

Meeting with the umbrella organization, and other NGOs, also can provide the assessment team with a 

list oCthe political concerns of a sector of the populace that is neither within the government or active 

in political panies. 

f*m,mzm~~t€a~*~116iffih-~ek.n,~rneet-~Jith include I) women's organizations, 

for infonnation on women's involvement in politics and the electoral process; 2) professional 

, organizations, such as teachers or university professors, which can provide infonnation relevant to voter 

and civic education, needs; 3) development NGOs, which are often a good source of information on 

t infrastructure around the country, and on the needs and concerns of the poor and illiterate; 4) student and 

young people's groups; 5) organizations of ethnic groups; and 6) human rights organizations. 

M~ng.~ith:iIiiefnationai NGOl!, can also provide information on conditions outside the capital. Some 

international NGO personnel can provide a valuable perspective on political tensions, level of fear or 

, mistrust, and constraints to a successful democratic transition, especially as seen by the population sectors' 

the NGOs work with. 

';3, . ' Organized Religi0l' 

MlW£~.~ii!idJ_~imponant element .. of ~ivil society.! (In some countries, 

churches, synagogues, temples and other places of worship may provide the onlv significant organized 

structure in civil society.) Meeting with religious leaders can provide the team with another perspective 

on potential problems and roadblocks in the democratization process. Religious leaders may also express 
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an interest and a capacity in playing a role in civic and voter education andlor organizing domestic 

election monitors, especially through parochial schools. 

In most siruations, it is vital for the assessment team to meet with leaders of the political parties. It is 

also important to anempt to meet with all parties, so that there is no appearance of bias. In countries 

where there are too many parties to be able to meet with each individually, an alternative is to arrange 

for group meetings. 

Party leaders are likely to use their meeting with the assessment team as a forum for complaining about 

the disadvantages they are operating under, particularly if they represent opposition parties. It is often 

difficult to distinguish valid complaints from electioneering, and team members will likely have to' listen 

to a lot of political campaign speech making in order to hear the valid complaints. A picture of the.laner 

may only appear after speaking to several parties. Assessment team members should be cautioned to 

listen, document observations and withhold comments and recommendations for inclusion in the final 

assessment report. 

Party leaders are valuable sources not only for their perspective on acrual or potential flaws in the 

electoral system, but also for information on voter awareness and the need for voter and civic education. 

Where present, anent ion should be given to minority, ethnically based and lor religious parties to 

underscore their special problems. 

S::.' ...... The media 

\ 
'''''~ . ./~ .. ~. \.~' .. 

1. ;.. 
·,/·t l::~ ~-- '-.. ~::: .. , 

In many developing countries, the radio, television and lor print media' may be owned andlor controlled 

by the government. In some cases, these media may have a legal obligation to give air-time 10 political 

parties for campaign broadcasts. Such access to air-time can do a great deal to level the playing field 

between political parties. 
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Th.e specific amount of air-time given to news generated by the ruling pany is likely to be a contentious 

issue during the pre-election period. "is sometimes the case that newspaper, televi~lon and radio 

journalists, long accustomed to thinking that the only real news items are those thalare handed to them 

by the government and ruling party, do not have the skills for conducting investigative journalism or 

doing stories on civil society, even if they have been given complete autonomy by the government. A 

finding of this sort may lead the team to recommend a training program for journalists. 

Independent print jo,!rnalists should be sought out for their perspective on the political transition and on 

the role that they see themselves playing in creating an informed electorate. 

The U.S. \s often not the only bilateral donor interested in election assistance in a particular country .. 

It is useful to meet other prominent embassy personnel to discuss their plans for election assistance as 

well as to hear their perspective on the transition and the electoral process . 

1 

The most important multilateral organization to meet with while in-country is the United Nations. The 

Un,ited Nations, through the UNDP and the Resident Representative, is more and more often taking on 

a role in election assistance. This role may be to provide funds or technical advisors, or it may be 

limited to coordinating the efforts of other donors, or coordinating the deployment of election observers. 

For most assessments, it is important that their perspective and their level of involvement in the electoral 

process be noted in the repon. 

~~r. 'Tra YeI'VUts;de·1he ,atpllal 

1. ObjectiJes of travel outside the capital 

Whenever possible, it is recommended that the assessment team travel outside the capital city for arTeast. , 

~'day:=tThis permits the team to: 
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Meet with regional andlor district officials who will be organizing and implementing the 

election process at those levels, to assess the information that they have received about 

the electoral system, their capacity to organize the process and their'need for training; 

Assess the communication system-telephone, radio, telex-:-between the capital city and 

the district and provincial levels; 

• Get a feel for the condition of the transportation system, and the ease or difficulty with 

which materials can be shipped from one pan of the country to another; 

• Assess the level of pany activity, and possible constraints On pany campaigning, in areas 

outside of the capital; 

• Meet with regionally based NGOs that might playa role in civic education or election 

monitoring; 

• Assess regional or ethnic tensions that might, not be obvious in the capital. 

• Assess security aspects for panicipants in future missions. 

2. Arranging for Ira\'el 

Travel outside the capital may require the team to ~~~' car, 6n:liiiier a p'ane., In many countries, it 

is advisable to hire a driver or pilot, preferably someone who is familiar with the region where the team 

will be traveling. Advance arrangements should be made to meet with regional government officials. 

~"ijhiS can be ariange\i~~e;capital-lhrough themj'nistry'o£ administration or the minislry iif 

.. , , r. Arrangements for overnight lodging should be made in advance as well .'lris'critical that IFES' .f 

WasbingtbYl'be'lnfl'j?ined '1n a timely basis of all travel within the host country. 
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IV., Implementing the Assessment: Information to be Gathered 

Information should be gathered by the assessment team so that they are able to address the following 

topics and issues in the pre-election assessment report .. Some of this information will be available to the 

team before they arrive in country. Most will be gathered in meetings and interviews during the team's 

one to three weeks in-country. 

, 
i 

I 
\ 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

Geography and demOgraPhics.l .. ~. Sec . I ~t· 
HistoriCj\1 setting 

I c:L.. '-""0 ~c. . t-" PolitiCj\1 changes and current electoral processes -\-,... ... ,..0 

Societal, culluml, and ethnic implications , 

Economic Climate and infrastructure ~ 'D .... t. 
a. Formal 

b. Informal 

Recent and current events towards democratization 

Democratizing institutions 

\ 8. • ' ...... .t....,1 _. -t 
, 

.......... ~ 
••.. -! ---. Constraints 

Team members should be well versed in the country's history, geography and development. This 

background information serves to put the up-coming election into context. Briefings should 'cover the 

following questions: 

The geographical situation and regional security situation. Is the country alone in the 

region in conductingmulti-party elections or surrounded by democratic neighbors? What 

effect has this selling had on the holding of elections? A map should be provided. 
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The historical setting. Does the country have a history of independence/colonialism; 

of democracy/dictatorship; of peace/violence; of regional cooperation/isolaiionism? What 

has been the impact of these factors? 

Societal, cultural and ethnic implications. Is the society split into different classes of 

people by reason of wealthlheritage/education? Is the culture western-oriented? What are 

the dominant religions? What is the position of women? Is the country divided along 

ethnicltribal/cJan lines? What provisions,are made for guaranteeing minority rights? 

What is the human rights record of the government/opposition? Are pOlitics personality 

or issue oriented? 

Political changes and current electoral processes. How long has the current 

government been in power? What factors have brought about a multi-party election? Is' 

there an organized opposition? When was the current electoral law adopted? Was the 

law adopted with the agreement of all political players? 

Economic climate and inrrastructure. Does the government control the means of 

production? What efforts, if any, have been made in the direction of privatization? Is' 

the country's trade dependent on only one major export? What is the average monthly 

wage and the rate of inflation? Has recent change, for bener or worse, occurred in the 

economy? Is there a 'black market' economy? Is the currency convertible? Is the 

country receiving and implementing advice received from the IMF and the World Bank? 

Is the country a member of a regional trading bloc? 

Recent and current e,'ents towards democratization. Why has the government 

legalized opposition parties and called a multi-party election? Is the opposition free to 

organize? What laws have been passed to enable a multi- party election to take place? 

Does the public understand that they have a choice of political parties? 

Democratizing institutions. Has an independent central electoral commission been 

established? Have political parties been allowed to register freely? Is there an 

independent judiciary? Does the media operate freely? 
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Constraints. Is there civil order in the country? Are political parties allowed to operate 

freely, both according to the law and in practice? Is there a real separation.'of powers? 

Do communications allow the majority of the population to be informed about the 

electoral process? Does the security apparatus intimidate the opposition/electorate? 

All orthis background information as shown above, particularly that which focused on recent events in 

the political transition, form the basis of understanding for the team's assessment while in-country and 

team members should, therefore, be.familiar with most of this information before they arrive in-country. 

__ hookgi~en~=,: 

B. 

L Constitution and legal framework 

2. Election laws (and media, campaign finance, ethics, etc. laws) 

13- Structure of governing bodies and relationship to election administrators 

The constirution, electoral law and other relevant laws may be available 10 the team before they arrive 

in-country. In some cases, the team may not see these documents until their arrival, particularly if they 

are stilI in draft form. The team should be thoroughly familiar with these documents as they begin their 

in-couiltry meetings. If the constitution and electoral laws are not open for discussion and revision, then 

"they define the ·givens· of the electoral system. All discussions of procedures, needs, materials, and 

fairness wiII be based on the already established legal framework. If the constitution andlor the laws are 

"in the process of being discussed and revised, then the team may be in a positio"n to provide valuable 

input regarding consistency within and between these documents, the explicit or implicit constraints to 

democracy contained in the laws' proyisions, the feasibility of the procedures specified in the" law, and 

many other areas. 

The team should become familiar with the bureaucratic structure of the government, particularly the 

relationship between relevant ministries in theory and practice, the relationship between the presidency 
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and the ministries, and the relationship between the executive, legislative and judicial branches of 

government. 

Often, the election administration body within the government has been newly cr~ted for the current 

democratic transition. The team should investigate the legal and bureaucratic standing of this body, 

particularly its ability to establish and control its own budget, to hire and fire staff, and to make policy 

and procedural decisions without interference from other ministries or levels of government from which 

it may be nominally autonomous. 

C. fdI~ OC~ediO~ ~, ~. 

I
, 1.., Techn~; a~d a~mini:~:live consideralions 

2. Domestic political considerations 

3. Donor consideralions 

If dates for elections have been set, it is important for the team to discover the reasons, historical, 

.... practical or political, that those dates have been chosen. The team should be in a position to assess 

whether a chosen date puts a political party or parties at an'lIDfJ1i'1:!ElidMhtage~such that, ifth~ electi~ns 

do occur on that date, they cannot be considered free and fair. The t~m should also assess whether the 

administrative tasks that must be accomplished before the election day ~e1v~llly.1>c;:~mp)~),1ectt 

The date of elections will be of relevance to donors as well. Among other reasons, the length of the 

period before elections should give them sufficient time to provide the assistance which .they or the 

governm<;nt deem necessary. Based on its analysis of all the above factors, the team may recommend 

proceedi~g with the election or changing the date, perhaps for administrative or technical reasons, and 

thus must.understand what the political ramifications might be. 

D. p>lectoral instiHit10n and orricials 
, 

1. Structure, autonomy 

2. Capacity, effectiveness 
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As noted above, the government body charged with administering elections mayor may not have an 

appropriate level of autonomy from the ruling party. This autonomy lies in its abiJi'Y.,io make and 

implement decisions regarding the registration and electoral process, and also in its ability to control its 

own budget and staff. 

The structure of the electoral institution is important as well, in its inclusion or exclusion of a wide range 

of political voices. It is important that the body be (and be perceived as being) either non-partisan or 

mUlti-partisan. The inclusion of representatives of many or all pOlitical parties is often desirable, but a 

large body can become unwieldy unless executive power is delegated to an individual or small comminee. 

Therefore, the internal organization of the electoral institution is also important to investigate, in 

determin.ing its ability to balance the need for democratic input with the need to make many daily 

decisions quickly and firmly. 

It is often the case that those individuals assigned to administer multi-party elections, whether they are 

formed into a new election commission or are working out of an already existing ministry, are taking on 

that task for the first time. Therefore, it is important for the team to assess the level of experience and 

administrative capacity of the electoral body, am!rtl!!!:!rnll!,i~.£k:of;l1~li!iiljj-ot'i&lh~1 
.'_ s. .... ~. 

asslStance .. -.: I 
~-

E. 

1 

, , 

5 , 

"parties, 

1. History, platforms, and leadership of political parties 

2. 

3. 

4. 

5. 

Registration: legal process, problems, constraints 

Access to resources 

Cap3c~ly to organize and to campaign 

Role in election policy decision-making and representation on election 

commissions 

. 6. \Villingness to participate in electoral process and accept results of elections 

An important component of a pre-election assessment is a survey of the ability of political parties to 

conduct a campaign effectively, freely and fairly. The assessment team should gather information for 

inclusion in the report on the existing and emerging political parties, with basic information on their 
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policies and leadership. Information on new or changed political parties and updates to existing parties 

should be collected for entry into the IFES Resource Center Database for future reference. 

One element in assessing the fairness of a campaign is the degree to which a party's activities are helped 

or hindered by the government and lor ruling party. The team should investigate the process whereby 

parties ~,e registered. and assess whether the process is unnecessarily and undemocratically complicated 

or burdensome. Often, governments assist political parties in the run-up to elections by providing some 

financing andlor some right of free access to government radio and television. Political parties are also 

often given representation on the governmental body that is making electoral policy and administering 

the election, or at least provided with a forum for expressing their views on electoral laws and 

procedures. Another area of party-government interaction which the team should investigate is the degree 

to which ruling party resources are kept distinct from government resources. and how transparent that 

distinction is to the other parties and to the general populace. 

A second element in the ability of parties to effectively reach the voter with their messages is their own 

internal capacity, in terms of human and material resources. to organize and mobilize their supporters, 

to publicize their platform, and to conduct a national campaign. In an emerging democra'cy, there are 

likely to be a plethora of small. weak. personality-based parties which are not operating on a "level 

playing field" with the ruling party and other more established parties. Such a playing field would be 

considered level if all are equally subject to the same rules with a reasonable access to resources. The 

assessment team should gather information on the internal constraints that panies face so that a 

preliminary assessment can be given in the report on the likelihood that the campaign process can be 

deemed free and fair. In addition, a determination should be made as to whether the weaker (newer or 

less experienced) parties are at a disadvantage due to either a lack of experience or the electoral "rules". 

Political parties have a role to play in informing the voters, at least their supponers, about how, why and 

when to register and to vote. Assessing their ability to carry out this role, especially in the countryside, 

is an important element in establishing the need for an externally assisted voter and civic education 

program. 

The results of elections will often be challenged by the losers. This challenge can come within the rules 

of the electoral system, or outside the established procedures. The assessment team should anempt to 
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gather information regarding the willingness of competing political parties to accept the election process 

as a legitimate expression of the will of the electorate and to abide by the results. 

F. ~l!llJi!i.t;lI..cam p!!i gll.i"g, 
r 
11. Conductfclimate of campaign (level of fear, mistrust) 

3. Access to media 

/

. 2. Access by parties to campaign financing 

4. Freedom of mO\'ement, freedom from harassment and intimidation 

As noted above, the conduct of the· political campaign and the environment in which political parties 

operate is an important element in an electoral system's capacity to produce a credible and .legitimate 

result. The impediments to free and fair political competition go beyond the bureaucratic barriers that 

may be constructed by the government. The assessment team should loole at the actual practice of 

political party competition, particularly if the campaign period has formally begun. An assessment of 

the level of fear, mistrust and hostility between parties and specifically between opposition patties and 

the ruling party. will, among other· things, provide input into an analysis of the re.quired confidence­

building and fraud-prevention measures that must be built into the electoral system . 

. An assessment of parties' access to the media and their relative exposure in media news stories as well 

as their relative access to public funding for their campaign (especially if the ruling party receives an 

explicit or implicit subsidy by virtUe of its symbiotic relationship with the state) lays important 

groundwork for later analysis of the fairness of the electoral process. Assessing the parties' freedom of 

movement and assembly is especially important outside the capital, where conditions may be radically 

differeflt as determined by local rather than national officials. 

~....:.Voter Education and Civic Education 

f 
! 

1. 
2. 

3. 

L. 
• 

Distinction between \'oter education and cil'ic education 

Assessing the need 

Constraints and special issues 

I . 
' .. '--' . 

" "...-. 

-,,--' c~. 

~ ::./~ .. Li'~(..·--= I 
.~ .--::-...... ~:~.--_ •. 
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IFES has found that it is useful to make a distinction between voter educat"ion and civic education. The 

division between the two topics is not entirely clear cut; however, they can be defined as haying different 

subject maner and different implementing institutions. Additionally, a distinction must be fuade between 

short and long-term civic education, where the short-term civic education tends to election-related and 

directed toward voter education which may be carried out primarily, although not exclusively, by 

governmental bodies" It refers to the task of informing the electorate of how, when, where and why to 

register and to vote. Civic education is a more broadly defined and generally a long-term program with 

the goal of disseminating information to the population as a whole about the theories, principles and 

practi~es of democratic governance" It is not necessarily focussed on an election period: While 

government can have a role in implementing civic education programs, particularly through school 

curricula, civic education is, to some degree, a task of civil society, embodied both in political parties 

and in non-partisan, non-governmental organizations. 

The 'as~essment team should gather informatiun on both the need for voter and civic education and the' 

capacity of host country institutions to respond to that need. A gap between the observed, need and the 

internal capaCity to meet that need should lead to a recommendation for external assistance in this area. 

In discussing external assistance, it is useful to keep clear the distinction between short-term,' 

(government-implemented) voter education and longer-term, (NGO-implemented) civic education. It is" 

also important to note the existing impediments to implementing programs of either type, such as 

illiteracy, linguistic diversity, infrastructure limitations, limits to the reach of mass communication media, 

an atmosphere of mistrust or fear of the government, or a scarcity of NGOs that have either the interest 

or the capacity to carry out an effective non-partisan civic education program. The assessment team 

should also gather input on the type of information within the range of voter and civic education programs 

that should be given priority, and on the most effective and culturally appropriate mechanisms for 

I disseminating that information. Finally, the assessment team should determine the extent to which 

gender; minority, ethnic, racial, religious, etc", status is a constraint to the civic education process. 

H. "t!QDstituency delimil31ion 

1. Constituencies as defined in elector31 13W 

j 
2. Other options 
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Criteria for establishing constituency boundaries 

Techniques for delimiting constituencies 

Page; 30 

One of the first tasks in establishing an electoral system is defining and delimiting the constituencies from 

which voters will elect their representatives. The electoral constituencies of a country are usually defined 

. in its electoral law. Sometimes existing administrative divisions are used as the electoral constituency . 

. In other cases, voting districts are drawn that are distinct from administrative districts, or there is only 

one nationwide constituency. used. Whatever system is defined in the electoral law or is being discussed 

at the time of the team's visit, one major question to examine is the degree to which the system conforms 

to the principle of one-person one-vote. Another isJbltlnipact of constituency delimitation on supply 

"arsto1!l!l1~~~!l!lI~!1J!11DIt.imbe.r.ufpo!l. ~rllers'\leMed .. 

l%~~.booId."Yi"-~e."gOy,~~:S-bureau.of statistics.i!.~~~~rap~~olflgl~~!L~ w.i1!! !l!.t:....;J 

0f!i£i~~Y"i!? .~il~becharged with providing demographic information. used in determining constilll:ncies / 
. - ~.'-.--

and actually carrying out the task of mapping the country's vOting districts. 

I. . I: gaMltoii'iiir'Voierl 

I 1. 

r,. 

Registration system: options 

~ 2. Timing of registration 

~ 3. Registration cards 

4. Electors lists 
" 

5. Registration personnel 

, 6. Voter education , 

The system of registering voters is one of the most complex and expensive of the components of any 

country's electoral system. It can also be one of the most controversial. A poorly conducted registration 

process, or a system that is not. the product of a consensus among all major political actors, is almost 

guaranteed to re~ult in a disputed election and a shaky beginning for muhi-pany democracy. Depending 

somewhat on the timing of the assessment team's visit, it is likely that the team will spend a large share 
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of its time in-country discussing registration issues. Inform.tion should be gathered on the following 

questions so that solid findings can be reponed and recommendations made. 

1. Registration system: current plan or options under consideration 

~~."". 

2. 

3_ 

a. What registration system is currently specified in the electoral law or is currently under 

discussion? 

b. What are the advantages and disadvantages (for security, efficiency of voting process, 

cost-cutting) of a single-step process of registration at the time of voting versus a 

registration prior to elections? 

c. 

d . 

)s a no-registration system feasible? 

Which registration system is most practically matched with the electoral systems specified 

in the current law (i.e., proponional representation or single-member districts)? 

e. What is the team's recommendation, on a cost-benefit basis, for the preferred registration 

system for the Country to implement? 

TIming or registration 

a. )s the length of the registration period sufficient to enable all those eligible to register 

without undue inconvenience? 

b. Does the period for registration take into account the flow of refugees or displaced 

persons during the months before the election or the impact of weather conditions? 

c. Is there a cut-off date for registration that will provide sufficient time to produce reliable 

polling station electors' lists (if such lists are being used) and to obtain and distribute the 

appropriate commodities \0 all stations? 

Registration cards 

a. What is the current system of national identification, and the status of civil registry and 

personal documentation? 

b. Will voter registration c.rds be issued to all eligible voters? Is this feasible? How long 

is it likely \0 take? 
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c. What type of card will be used: photo? laminated? simple card in plastic pouch? no 

plastic pouch? Does the proposed card fit the needs in the most economical way? 

d. Do the expensive options provide increased security such that the increased expense is 

recommended or necessary? 

e. What means are available for guarding against forgery of registration cards? 

f. What information will be included on a registration card? 

g. Is (will) a national 10 card (be) issued that is distinct from a voter's ID? 

4. Electors lists 

a. If electors' lists will be used at the polling stations will they be locally or centrally 

compiled? 

b. Will the compilation of electors lists be computerized? If not. is computerization 

feasible? Desirable? 

c. If a national voters registry currently exists. how accurate is that list? 

d. Is there a, mechanism by which the public and the political panies can review the electors 

list with sufficient time before the election so that revisions may be made? 

e, 

f, 

What is the mechanism for challenging and revising the electors list? 

What is the mechanism for resolving disputes regarding the electors list? 

g. How will the list be used on election day? 

5. Registration personnel 

a, If a national registration campaign is planned. how will that be carried out? How much 

time and how many people will be dedicated \0 this task? Have all available options for 

carrying out a registration drive been considered. and the most cosi-effective one chosen? 

b. What types of people should make up the registration teams? What are their 

qualifications? 

c. How many teams are recommended. and of what size? 

d. Will the registration teams be mobile. or operate from fixed sites? 

e, How will they be trained? (how long? where? covering what information?) What training 

material will be prepared? 

f, Have sufficient funds been budgeted for this activity? 
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6. Voter education 

a. What office or ministry is responsible for disseminating information about why, how, 

when and where to register? 

b. When will the information campaign begin? Is sufficient time alloned to this taSk? 

c. What methods will be used to disseminate this information? Do the methods appear to 

be cost effective? 

d. Have sufficient funds been budgeted for ·this activity? 

I 
j 

f 

\ 
l. 

1. 

2. 

3. 

4. 

S. 

6. 

r-;f 
'-" . 

Numbers 

Qualifications 

Recruitment 

Training 

a. Training design 

b. . Training materials 

Roles and responsibilities 

Election workers and vote tabulators at district and regional levels 

a. Qualilications and recruitment 

b. Training /'". 
r- '. .;. , ...... • .' 
~ '- , . ' . (" ...... ,:or 

--... -
The workers at polling stations on election day make up one of the most imponant components of an 

elector~ system. The assessment team should gather information on the numbers and qualification of 

needed poll workers and on current plans for the recruitment and training. The team should determine 

whether opposition panies will have input into the selection of poll workers, and if not, whether 

government-selected poll workers will be trusted to perform their responsibilities without bias. 

The trai!,ing of poll workers is one of the most expensive and logistically complex components of the 

electoral system. The team should discuss the pl"n for training the thousands of needed poll workers and 

assess whether is it likely to be feasible and effective. The team should also assess whether sufficient 
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funds have been budgeted for this activity, and whether external financial or technical assistance is 

needed. 

K. rnotJ)eSlf,D~iiiid.:securiIY '. 

'; 

l', t r,. "~ J: 
'. -- .... --.~. 

~ , 1. 

4. , , 
• 5, 

Single v. multiple ballot 

Need for'sophisticated anli-{:ounlerfeiting measures 

Accounling and tracking mechanisms: serial numbers, counterfoils, etc. 

Printing capacity in-{:ountry 

Ballot slorage and distribution plans 

Ballots are obviously a crucial element in an electoral, system; they are'a1so one of the most problematic. 

Basic decisions about ballot design can playa large role in the cost of the elections and in the voters' 

comprehension of the voting process. One basic option is between a single ballot for each office being 

elected and a multiple ballot system where there is one ballot for each candidate. The cost advantages 

of the single ballot system must be weighed against considerations of tradition and of comprehension, 

particularly for illiterate voters. 

Much effon is put, into the prevention of the counterfeiting of ballots and the stuffing of ballot boxes. 

The assessment team should' examine what is planned and what is needed in terms of sophisticated anti· 

counterfeiting measures, and in terms of mechanisms for tracking the distribution and use of ballots. 

Again, security needs must be weighed against finaJ)cial limitations, while acknowledging that often 

sufficient security can he assured with systems that are not necessarily the most complex or most 

expensive. 

'One imponant element in providing ballot security is simply good organization, so that hallots are well· 

guarded and distributed ,carefully with sufficient controls built in. The team should thus examine the ' 

proposed system for storing and distributing ballots. 
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L. r~EltdjjljfCOinffiOa;,ieSd;.l. 

, 1. Ballots 

I 
i 

2. Ballol boxes 

I 3. VOling screens 

I 4. Indelible ink 

i 5. Eleclion-related equipmenl 

\ 
6. Olhers 

~~~ .n. \'\'~ \r ,""< ~ .. ",~.:i>o • 

At the time of the team's visit, the government will probably have plans for as well as questions about 

the design and procurement of specialized election commodities. The decisions made on both topics, 

design,and procurement, can have a large impact on the efficiency and cost effectiveness of the electoral 

system. The assessm'ent team should be prepared to assess plans for: 

.• 1) the design and printing of ballots; 

• 2) the type and quantity of ballot boxes and voting screens; 

• 3) the use of indelible ink or other security related commodities, and 

• 4) options for type and for suppliers. 

Teamsmay be met with grandiose "wish lists" that must be examined in light of life cycle maintenance 

cost and the overall contribution 10 the electoral process. Identical requests for commodities may· be 

submined to multiple potential donors. It is crucial to determine which body has ultimate authority 10 

make requests (or for procurement) and to whom the request have been or are planned to be made. 

Donor coordination to prevent duplication is of the utmOst imponance. It is often helpful if the 

assessment team can provide SOme recommendations regarding prices and suppliers to government 

officials while in-country. 

M. ~!!Sporr~tionandCommunicatiO/l 

I. Roads and communi calion system 

2. Transport and communication needs 

3. Registration period 
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b. Eleclion period 

3. Government's capacity to meet transport and communicati"i1 needs of 

G "'l registration and election process / . -::O~, t, 
a. Current stalus of government planning 

b. Coordination between election officials and other government 

ministries regarding transport:ltion and communication 

4. Role of military in transportation and communication during registration 

and election process 

5. Need for external assistance in communication and transportation 

Transportation and communication are likely to be two very expensive categories in the government's 

electoral budget. There are times during the registra.tion and voting periods when the requirements for 

moving people ,and materials around the country quickly and reliably are enormous. The need for reliable 

nationwide communication, panicularly during the crucial days before, during, and after election day, 

is also obvious. The, assessment team should carefully examine the government's plans to cope with those 

needs. They should assess the degree to which the government has begun the task of calling on its own 

resources for election-related transponation and communication. ) n these two areas, the ability and 

willingness of the government to make all possible use of its internal resources will have a Jarge impact 

on the tearn's recommendations regarding needed external assistance to meet the transponation and 

communication needs that cannot be met by the country itself. 

N. "EleCtion ,o~!ionsl(as specilied in electoral law or current government plans) 

1. Procedures for "oting 

2. Securily measures at polls 

a. Role or' police andlor armed forces 

b; Role of ci"i1ian election workers 

3. Security measures for transportation of ballots 

4. Vole counting and certiliC:ltion of eleclion resulls 

a. LoC:ltion of vole counting 

b. Melhod of reporling vole COUniS to capital 

c. ~fech:lnism for disseminaling \'ote count information • I 

I r ••. t ~ flTf"'" -, "t4f1~vr-.... ~\.! (1..' ......... , ~~. ..;,. . '..~' , , , 
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The team should gather information on the government's current plans for the processing of voters and 

for vote counting. They should be able to describe and analyze in their repon the procedUres for voting, 

vote counting, and vote tabulating and reponing. They should examin.e whether the procedures developed 

by the government are consistent with the requirements of the electoral law, and whether they provide 

sufficient guarantees that the elector's vote will be secret and will be counted and tabulated accurately. 

The team should examine plans for. security on polling day, panicularly the role of police and armed 

forc·es- in light of their ability to carry out that task reliably and without intimidation or prejudice· and in 

light of the general populace's attitude toward the police and military. 

1. Need and feasibility 
-}-, 

a. Voters registry 

b. Vote counting and tabulating 

2. Current capacity 

a. Hardware 

b. Software 

c. Technical capability 

The assessment team should examine carefully the need, feasibility and current capacity for computerizing 

components of the registration and vOle counting processes. While entering data from the voter 

registration process into a computerized database can greatly facilitate revision and compilation of the 

voters registry, it is often not feasible to enter so much new data within the time available without a 

prohibitive outlay for computer hardware and for data processors' salaries. Complete computerization 

of the voters registry may have to wait until after the elections. 

Similarly, computerization of the vote tabulating process may enable results to be compiled and 

announced more quickly than a manual system. In many developing countries, however, the reliability 

of a computerized counting system is mitigated by the potential of power outages, inexperienced daia 

proces~ors, untried software programs, and the worry that computer programs can be "fixed" by the 
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ruling pany or others. In other words, computerization does not necessarily lead to the goal of a fast and 

reliable system. 

The assessment team 'should gather information on current government and, if appropriate, private 

computer capabilities. The government's bureau of statistics, the census bureau, the civil registry office, 

or even ministries of health, agriculture or trade (where national statistics are likely to be compiled) are 

all potential source.~ for this information as well as sources for assistance to the elections commission. 

Giving the government needed advice on computer usage in the electoral system may be 'beyond the 

technical capacity of the assessment team. In that case, the team should provide sufficient infonnation 

in their repon so that a detailed scope of work for any subsequent technical assistance project in this area 

could be written. 

1. International 

a. Legal status 

b. Go\'ernment's·and political parties' attitude regarding international 

observers 

c. Level of need for international observers 

d. Appropriate number of international observers 

2. Local 

a. Party poll watchers 

b. NGO-sponsored monitors 

.. In some countries, international election observers are given formal legal status in the electoral law, in 

which the rights and responsibilities of observers are set forth. In other countries, outside observers may 

be welcome, and their role outlined in a more informal code of conduct. In this lalter case, the role of' 

the observer in the process may need to be determined and clarified. Governments are sometimes 

reluctant to invite international observers, fearing that their presence will be intrusive in a domestic 

process. The team should clarify these issues of legal status and altitude, and also discuss with the 
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• government the role that the host government the role they plan to play in financing or coordinating 

observers while in-country. 

The presence of international observers can fulfill a number of objectives, that mayor may nOt be shared 

among the international community, the host government, the opposition panies and the general 

population. Observers can serve to indicate international interest and concern, defuse tension, raise the 

confidence level of voters, and deliver an independent message to international and' domestic audiences 

about the conduct of the elections. The assessment team should note which objectives are of highest 

imponance in their specific country, and recommend how many observers are needed. 

It is often the case that political pany poll watchers are given a legal status in a country's electoral law .. 

The peninent issues for the assessment team to investigate in regard to pany poll watchers are.their legal 

status and role, the capacity of the political panies to place their agents in the poIling stations, and the' 

plans for training these agents. 

The issue of non-partisan domestic monitors is often mOre controversial than pany poll watchers. Some. 

governments do not recognize that a domestiC group of observers can act in a non-biased way, and thus 

refuse to grant permission or credentials to domestic monitors. In many cases, an indigenous non- . 

governmental and non-panisan organization with the capacity to organize and train domestic monitors 

does not exist. The assessment team should gather information on the need, the legality and the 

feasibility of fielding teams of domestic monitOrs, and make recommendations on what role the 

international community could usefully play in assisting with training and organization. 

Q. ~~l!etary Deeds of,the election process, 
- ... " ... ~~ .- ....... i'.- - 1._ ..... · .. 

1. Re.~·.iew of exisling government budget or budge' proposal 

a. Personnel 

I) Election commission and support starr 

2) Regional and district officials 

3) Registration learns 

4) Poll workers 
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5} Dri"ers, securily, and other supporl 

b. Training 

I} Stipends 
, 

2} Materials: design, prinling and dislribulion 

3} Transporlalion 

4} Trainers fees 

. , c. Eleclion malerials: consumables 

I} Regislralion forms, cords, manuals 

2} Ballols 

3} Eleclion day forms 

4} Eleclors' lisls 

5} Indelible ink 

6) Olher 

d. Eleclion malerials: non-consumables 

I} Ballol boxes 

2} VOling screens 

3} Olher 

e. Compuleriz:llion 

I} Hardware 

2} Soflware and programming 

3} Dala enlry 

f. Communicolion 

g. Transportation 

h. Olher: Office equipment, office rental, etc. 

2. . Review of mechanism for elaborating and discussing budget "ithin 

government and between political parties 

3. Assessmenl of gm'ernment capacity to meet electoral budget needs 

4. Re"iew of request for donor assistance 

The assessment team may be presented with a detailed electoral budget by the government and asked to 

review it while in-country. Convers~ly. the team may be asked to help the government draw up an 
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electoral budget during their visit. In either case, it is usually expected thai the team will make detailed 

comments on the electoral budget in the repon, with special emphasis placed on what may have been left 

out of the budget, and what components of the electoral system might be implemented _iri' a more cost­

effective way. 

The team should also gather information to be included in the repon on the bureaucratic mechanisms by 

which an electoral budget has been or will be developed, and on the capacity of the government to meet 

electoral budget needs through its own reSOl,cces_ This laner question should form the background for 

the team's review of the government's request for donor assistance to the electoral process, if one exists. 

R. ~,!,l;":'7';." mrernauonii1' .... .....oooF~ 

1. Possible assistance from other bilateral and multilateral sources 

Mechanisms for donor coordination "" . , 
(.. •. ,,~ .. ~ .. -

2. 

The team should discuss with the government and with other panies and groups involved in the electoral 

process the areas. in which donors could most usefully provide assistance. The team should list and -

prioritize the various recommended areas of assistance, and, to the degree possible, provide budget 

estimates for each of the recommended activities. Additionally, the team should provide the host 

.government. with recommendations on how they should proceed with the task of obtaining technical 

_assistance and election commodities_ Th_e team may wish to recommend the creation of an independent 

commission to coordinate communications with potential funders/donors. 
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v. 

A. ~~p!!rting on findings _e host govet:nment t 

In most cases, the assessment team will be expected to meet with officials of the hos't government at the 

end of its stay to repu.t orally on the team's major findings and recommendations. 

If the funder of the assessment mission is U.S. AID, team members will be expe<;ted to orally debrief 

USAID and embassy officials prior to their depanure from the country. The team should be prepared 

to outline its findings and recommendations, panicularly those regarding possible donor assistance to the 

electoral process. Often, the funder will expect to receive a written repon from the'team prior to its 

departure. The outline for such a repon will be, clearly expressed in the team's scope of work and in 

team members' contracts. 

When possible, IFES schedules a debriefing for the team in Washington, at the IFES office and, 

panicularly if the assessment is AID funded, with officials of the Depanment of State and U.S. AID. 

This, too, is usually an oral debriefing on the team's findings and recommendations. 

DO NOT COPY·· FOR INTERNAL USE ONLY 



• 

A. Division of Tasks among the team members 

An assessment team may be made up "of two to four members. The team should determine a preliminary 

division of report writing tasks prior to their travel, with the guidance of the IFES Program Officer. 

When areas of concentration are determined prior to deparrure, or early in the tea"m's visit, team members 

should be able to begin writing their sections during the time in·country. Because members of the 

assessment learn are chosen to complement each other's specialties, it should not be difficult to assign 

portions of the overall task as outlined in the scope of work to individual team members. . , . 

Usually, one member of the team is designated as report coordinator. This person is often the team 

leader. The role of the report coordinator will be specified in the individual's contract, and will generally 

detail the assignment to coordinate determining writing responsibilities of sections of the report to team 

members; receiving each member's draft section and ensuring "that it fulfills the expectations of the scope 

~ of work; and assembling the draft sections "into a coherent whole to be submined as the tearn's draft to 

IFES. IFES generally requires that the team's 
~ ':" .•.. ..' 

m&-!l!fec:$$~5t~L_ ..... 

B. Table of Contents (Example) 

-::. 
1. Executive Summary •• 

2. Introduction 

3. Context of Democratization 

a. Relevant fucts of country geography and population 

b. Historical o\'er\'iew 

c. Recent e"ents in democratization process 

4. Legal Context 

a. Constitution 

b. Electoral Law 

JkES 
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c • Other relevant laws 

5. Electoral institutions and oflicials 

6. Political parties and campaigning 

7. Constituency delimitation 

8. Voter registration 

9. Poll workers and training 

10. Election materials, equipment and operations 

11. Computerization, transportation, communication 

12. Constituent groups or the electorate 

13 • 

14. 

15. 

a. Women 

b. Military 

c. Ethnic/racial minorities 

Election observers 

Review or election budget 

Donor support and assistance 

16. Recommendations 

a. Election laws, procedures, policies 

b. Election material and equipment 

c. Election budget 

d. Donor assistance 

17. Summary 

18. Appendices 

3. Persons inler\'iewed 

b. Organiz:nions contacted 

c. Samples: rorms, ballots, etc. 

d. Laws· and codes 

e. Other electoraI documents 

r. Media coverage or the team's "isit 

IFES suggests that the report follow the above format, with each of the 18 elements becoming a chapter 

in the report. In those cases, where the information for an element is not sufficient for a chapter, IFES 

.JkES 
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• 
will still expect that all of these topics be covered somewhere in the report. <lIW'agss&rst¥le. format 'It I 

I!!t~UStlle~&f~l.1h;:p,.;,g;"'1n Officer~n'~d~Bnce.ofwiitrn~r~ft reponed. a ..... :aL II 

C. Editing the Report: The role of IFES program staff 

Usually, the team's draft report is received by the IFES Program Officer who has" been acting as the 

project manager. That Program Officer also acts as the repon editor. The first task of the editor is to 

determine whether the assessment team has fulfilled its scope of work as defined in the members' 

contracts by adequately covering all of the specified elements in the draft report. It~.~ s in the ".1 " 

~..e!!r;..~e ~~:ss~~n.l t~rt. ~~,~!c! _b~ .r~v~e!".PI ,by at least iwOJE-fS.:s.!Mf...!!lJClll.l1ern. iru~~ition sQjbe. ' " 
~~re~ponsibie-b~io'te it Is acce;;i~'as final. Usually:tIie secondary reviewers/editors will j 

~.siiDlOi.P.rograniJ:j{fi&ir~::beJlrograIn.Dir-eCtor {)f. the Depu!y;oired,"&~J®V.!I>'Miverfu!bW..;,.I 

l!olIbijJlaal·, epon-lO'tIretfunderwilh1ifll1tee'Week's"6f t!leassessmenl team""'$ aepartuiefromt!!e <:O,u,n!I)'. "" 
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VII. Monitoring and e,'aluation strategy 
.,'. -

Pre-election assessments can and should be evaluated on several levels, using a variety of evaluative tools, 

with several different audiences and purposes in mind. Each Iype of evaluation listed below is described 

in terms of the questions: 1) What is being evaluated? 2) Why is it being evaluated? 3) How is it to be 

evaluated? and 4) Who is the audience for the evaluation and how is the evaluation passed· on 10 the 

relevant audience? 

The performance of each individual assessment team member should be evaluated, for two· primary 

purposes: 

a) to assess whether the scope of work and other formal expectations have been fulfilled 

sufficiently 10 justify payment of consultant's fee; and 

b) to leave an evaluative record of the consultant's work in his IFES file. This will provide 

an audit trail for the Consultant'S SOW and performance review by funder (if required) 

and to better judge the consultant's suitability for fulure IFES assignments. 

The IFES Program Officer who managed the assessment project should solicit feedback from the USAJD 

mission, the U,S. embassy or other funder with whom the consultant interacted in the field, regarding 

the consultant's performance according to the pre·established criteria: a sl!Ong.command ofEn,gJish and I 

the of]ciaJJiI!)g\l~ge; positi~~J.Iill:!'.'!ctl0E. with host country officials .andtrS"com.~ ~n.wu~tr;';'liitct1· 
substantive contributIon to tliel3s1(s'ouiline(fT~tii';S7o'p'f';;'f;;"o;k:-rProgram Offi~ers should add their 

evaluative comments on those performance criteria, based on Washington briefings and debriefings and 

on the assessment repon. 

~:'~rogl1lJIl,: q~~sy'~~~~ion of the assessment tearn members should be written and placed in the' , 

-.:o-1IS1l1t:mt~nfidential'fiJe"ar1FE~! 
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B •. __ . Evaluating P~.i~,E~i.lln andJl!JlPort I 

IFES' project design and support to the assessment team should be evaluated by the team ~·embers with 

the primary evaluative criterion being: Did IFES enable the consultants to do as good a job as possible 

in carrying out the assessment? The purpose.of this evaluation is to give feedback to IFES on its general 

administrative procedures in designing and supporting a pre-election assessment, so that the design and 

support can improve with future assessments. 

DltJ'i'Ognm~Jhe..~m!!1l.,l~~~to give feedback for this evaluation after the . . . . ... t 

completipn of the assessment project, requesting iliat ~~ 8 written resP9nse~vaJl)ating ,roject 

elements such as: 

I 
~ • " ,. 

a) 

b) 

c) 

d) 

e) 

f) 

make-up of the assessment team: size; complement of skills, of personalities; 

appropriateness of choice of team leader and report coordinator 

preparations for the assessment: briefing book; accuracy of verbal description of project 

task; quality and applicability of Washington briefings 

IFES support to team wh il e in-country 

length of stay in-country 

length oftime given for consultant's report writing 

overall project design: feasibility and appropriateness of scope of work 

The tearn members' written evaluation should be sent to the Program Officer, who will share the 

comments with other program staff and use the cOl\sultants' suggestions to make improvements in 

assessment project management. 

C.' ·".'';1.IIIDting 'project's responsiveness to runder's and host country's needs 
( 

The project as a whole should be evaluated according to how well it responded to the needs of the host 

country and the funder. Evaluation of this question can be prOfitably carried out both immediately after 

. the completicjn and following delivery of the assessment report, and several months later. 

JkES 
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'I :11Ie evaluative _ljUestioa~ -'b;(~e~F.ES p~ogmt{ ,shOUld discuss wilh the projecdunder, and tot 

"!tie atentposslble host government officIals, C u e:""'Ii . 

I 
I' 
I , 

I 

• , , 
! 
l 

I ! I i I • I • 
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• 

• 

• 
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Was the project scope of work sufficiently comprehensive and sufficiently focussed to meet the 

needs of the funder and the host country? 

Were the individual objectives of the. scope of work fulfilled, through the assessment team's work 

in-country and through the assessment report? 

Was the IFES response to the need and the request for a pre-election assessment generally 

satisfactory? 

What, if any, are the near-term ways in which IFES can contiilUe to be responsive to the needs 

of the funder and the host country in their preparations for elections? 

The means for gathering answers \0 these questions, from the funder and from host country officials, may 

vary. 

response. It is important,lI8We;w: 

D!!~!~I~en can solicit a more frank and comprehensive 

Imtliiritt"" response! to these questions, if possible. 

The funder and host country evaluation of the project should be collected, recorded in writing (if given 

verbally), commented on by the IFES Program Officer. and included in the permanent projecl file. A 

copy is also placed in the evalualion file in the Direclor's office. where it can be shared with other IFES 

staff members, funders, and board members, as appropriale. The funder and hOSI country eValUalions 

should also be presented at the project evalualion meeling convened by the regional Program Director. 

(See item D, below.) 
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2. I~!.'!:er.JerlJl"jjroject e"i1luation/ . 

To evaluate the effectiveness of the assessment mission and the assessment report in funhedng progress 

toward democratic electiDns in the hDSt country, bDth frDm the perspective of electiDn preparations and 

election assistance, it is useful to solicit feedback from the USAID mission, U.S. embassy, or other, . .-- ......... -." ..• ' -.~.-" -'. -- ... - ~ --. -'-' ~ 

• 

. funder within two to four mDnths ~ft~( the-f~pDrt ~as beendelivere<l:'JOjii"'IOO1'tor 'gathering that • 

. ft!!I!IIlJIClFijiiJ!bt'bn·UU¢$!W""Ii.~..I!.c!\ iIS._tIle follDwing; io -be sem :to-the.USo.ambassador, .QCM, 

politil:al officer,' USAID direc!QI~Qr_ .other apprDpriate representative of the funding-insUrutioilJL .. 
, ".->-..- . ." ••. 0:-..... -
P<lSs~iCa·siniii"ar questlDimaire should be sent to an appropriate host couiitry .officiai(s) as welI.Iif'--··!' 

. .1.. Briefly, bow. bav.e electiDn preparations progressed in the host country since the assessment 

team's visit? (e.g., revisiDn of electDral code, appDintment .of Electoral CommissiDn, registratiDn 

of voters, the holding or pDstpDnement of scheduled referenda or elections). 

2. Wh~t funher assistance (material, financial, technical) has been provided to the GDvernment's 

electiDn preparatiDns since of the IFES assessment? 

3. How ,was the IFES Pre-Election Assessment RepDrt used in guiding the EmbassylUSAID 

missiDn/other funder in prDviding foil .ow-up assistance? 

4.. If an external·donors' conference was held subsequent to the receipt of the IFES Pre-Election 

Assessment Report in the hDSt country, how, if at all, was the Report used as an aid to donors' 

discussiDns regarding assistance to elections? 

I 5.. In general, hDW wDuld YDU characterize the response of the host cDuntry gDvernment to the IFES 

Report? . 

6. To your knDwledge, was the IFES Report used as a planning tDol or a calalyst for discussion and 

action by g\>v.ernment .officials responsible fDr election administration? Did the Report produce 

. any discernible,effecls on the Government's planning, policy, or prDCedUres related to the electiDn 

process? 
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7. 

... ~ ........ 

How widely distributed was the IFES Repon to individuals arid grollps outside the Government? 

In general, how would you characterize the response of non-governmental groups and individuals 

to the Report? What use, if any, did these' groups or individuals make of the, Repon? 

8. On a 1-10 scale, how would you evaluate'the effectiveness of the assessment team's visit in 

meeting out the objectives set by the U.S. Embassy/USAID mission/other funder? ' Explain. 

9. . On a 1-10 scale, how would you evaluate the effectiveness of the assessment team's visit in 

meeting out the objectives set by the host country government? Explain. . 

10. On a 1-10 scale, how would you evaluate the effectiveness of the IFES Assessment Repon in 

addressing the needs and the concerns of the U.S. Embassy? Explain. 

II. On a 1-10 scale, how would you evaluate the effectiveness of the IFES Assessment Report in 

addressing the needs and the concerns of the host country goverriment? Explain. 

12. On a 1-10 scale, how would you rate the expenise and the professionalism of the assessment 

team, as reflected in their work in-country and in their written repon? 

13. What were the most notabie weaknesses of the assessment team? The assessment repon? 

14. What were the most notable strengths of the assessment team? The assessment repon'? 

15. Do you have any other comments on the IFES Pre·Election Assessment Project in the host 

country? (regarding, e.g., the length of stay, the timeliness of the visit, etc.) 
•• -t, 

16. How would you evaluate your dealings with IFES Program Staff in Washington? What 

recommendations would you make for improvement in the manner in which IFES responds to ' 

pre-election assessment request from U.S. Embassies (or USAID missions)? 
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D.. Evaluating project rullillment or IFES' objectives 

IFES implicitly or explicitly sets institutional objectives for each project that it underta~es,. including pre­

election assessments. lA! !b".QIIIPkI,~ Il\Ml!AiQl:J,~'ant IFES staff should gather to review; 
.. ~- -~~------ ' 

those objectives and to evaluate whether they have been accomplished. Institutional objectives for 

carrying out a pre-election assessment might include the following: 

• to satisfy a request from a funder with whom it is important to maintain or build a good 

relationship; 

• to lay the groundwork for further short- or long-term assistance in the country or for an up­

coming observation mission; 

• to fulfill in part the IFES annual workplan; 

• to generate the revenue that· comes from the overhead category in the project budget; 

• to provide assessment experience to an IFES staff member or consultant. 

An evaluative discussion regarding each project should be convened by the regional Program Director. 

to include repres.entativ.es from program staff, financial and administrative staff, and executive staff, to 

examine how.well the project has fulfilled the institutional objectives of IFES. Such discussion should 

determine.whether a project has been profitable, in every sense of the word, to IFES and whether similar 

projects should continue to be undertaken. 
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HOW TO ORGANIZE AN 

ON-SITE TECHNICAL ASSISTANCE PROJECT 

INTRODUCTION 

Project worle begjns with pl.anning. Elections are uniquely administered events where months of 

planning culminate in a single day's or several days' activities. Planning is reflected in any support 

provided, and planning is consequently a major component of election project work. 

The planning process begins ,with.a pre-election assessment. Guidelines for conducting such an 

., assessment are discussed in-., IFES' How to Organize a Pre-Eleaion Assessment manual_ These 

assessments are extremely valuable in providing a "snapshot" of the conditions and institutions at a given 

point in time. Given the ·nature of on-site assistance worle, however, assessment of the electoral process 

must continue lIIroughout the project. Setting up an on-site assistance project to implement the pre­

election assessment recommendations also requires field work, budgeting, analysis, and sCheduling_ It 

involves a level of operations of its own in order to~:,,-completed. 

This manual is. intended to present guidelines for a project structure which can be both 

standardized yet adaptable to different levels of need. The use of ·project modules· allows Program 

Officers to select and administer one or several standard modules of project involvement depending upon 

.the scope.of work defined by the project funding source and the IFES pre-election technical assessment. 

" 
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On-Site Technical Assistance Project 
Project Administration Manual 

I. Project identification, design, and management _ ............ _ ....... , .. ' .. . . . . . . I 
A. Project Identification .................................. , . . . . . . I 

I. Satisfaction of IFES pre-conditions for undertaking an on-site assistance project 
2. IFES' objectives in undertaking this project 

B. Scope of work ............................................ 2 
I. Goals, objectives, activities: 

C. Prepare job descriptions ...................... __ . . . ... . . . . . . . .. 5 
I. IFES/On-site Team 
2. IFESlWashington 

D. Prepare Budget .. , . _ ...... _ .......... __ ............... ; . . . . 8 
1. Develop project budget for on-site assistance projects 
2. Negotiate budget agreement with funder 

E. Negotiate other project parameters .............. . . . . . . . . . . . . . . . . . . 8 
I. Make arrangements with host country 
2. Make arrangements with U.S. Embassy or USAID mission 

IT. Select team .................... _ . . . . . . . . . . . . . . . . . . . . . . . . . . . . .. 10 
_. A_ Establish selection criteria ....... _ ........ _ ..... _ ..... _ ....... _ 10 . 

I. Language(s) of target country 
2. Ability to write in English (for reporting purposes) 
3. Country knowledge and/or experience 

-~ 4. Election administration knowledge andlor experience 

III. 

5. Knowledge of election commodities 
6. Knowledge of election law 
7. Training experience 

B_ Survey database and other sources for candidates ...................... , 10 
C. Establish performance criteria . . . . . . . . . . . . . . . . . . . . . . ... . . . . . . . . . ... 11 
D. Interview candidates ........................................ , 11 

1. Ascenain interest and availabili~-.. _ -.. ... " 

2. Determine level of language skills 
3. Obtain writing sample 

E. Negotiate terms of contract . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .. 12 
F. Request approval from funder . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .. 12 
G. Prepare and execute contract ................................... , 13 

Pre-departure team management .................... , . . . . . . ........ . 
'. A. Have travel coordinator arrange travel, shots, visas, advances ....... '.' ... '.' . 

B. Coordin3tc.preparation and distribution of briefing book, which should include: ... . 
I. Project proposal, including SOW 
2. Pre-election assessment repon 
3. Correspondence with funder and/or host government 
4. Consultants' resumes 
5. Time sheets and travel expense repons 
6. Background information on country 
7. Reference materials 
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2. with !under 
3. Country-specific briefings 

IV. Post-departure team management ................................. ' . . .. 18 
A. Monitor routine repons from team for progress ................... : ... '. 18 
B. Repon to !under as appropriate or required .................... :'. . . .. 18 
C. Route information to IFES senior staff as appropriate ........... :: .. ;..... 18 
D. Monitor expenses against budget figures ............................ 18 

V. Implementing the project . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .. 19. 
A. In-Country Briefings, Introductions, and Protocol Meetings ................ 19 

I. Embassy/uSAID briefing 
2. Meetings with government, electoral commission counterpans, accompanied by 

Emliassy/uSAID officials where appropriate 
B. COMMODITY ASSISTANCE MODULE ........................... 20 

I. Plan 
2. Procure 
3. Deploy 
4. Recover 
5. Evaluate 

C. COMMUNICATIONS ASSISTANCE MODULE ............... : . . . . . .. 29 
. I. Plan 
2. Procure 
3. Deploy 
4. Recover 
5. Evaluate 

D. DATA PROCESSING ASSISTANCE MODULE. . . . . . . . . . . . . . . . . . . . . .. 32 
I. Plan 
2. Purchase 
3. Install 
4. Recover 
5. Evaluate 

E. LOGISTICAL PLANNING MODULE ............................. 36 
I. Collect information ·r, 

'~-" 
2. Map polling stations 
3. Plan supply distribution 
4. Book transponation 
5. Evaluate 

F. PROCEDURAL PLANNING MODULE . . . . . . . . . . . . . . . . . . . . . . . . . . .. 39 
I. Collect information 
2. Develop workflow diagram 
3. Develop recommendations 
4. b·,!Iuate 
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VI. 

VII. 

3. Develop recommendations 
H. POLL WORKER TRAINING ................... , .............. . 

I. Collect materials 
2. Develop recommendations 
3. Evaluate 

I. VOTER EDUCATION MODULE 
I. Collect information 
2. Develop recommendations 
3. Evaluate 

J. ELECTION OBSERVATION MODULE ........................... . 
K. DONOR COORDINATION/SOLICITATION ........................ . 
L. MISCELLANEOUS CONSULTING .................... : ....... ' .. 
M. Progress reponing ......................................... . 

I. Progress repons to electoral authorities 
2. Progress repons to IFESlWashington 
3. Progress repons to funder 

Project Wrap-Up ............................................ . 
A. Debrief local U.S. EmbassylUSAID mission ......................... . 
B. Debrief funder ..... : .. , .............. , ............. : ' ... ', ... . 
C. Debrief StatelA.l.D., IFES, Congress, public ........................ . 
D. Final repon writing ..................... ' ................... . 

Monitoring and evaluation strategy ............. " ............. :" ... ' ... ' 
A. Team members ............... ' ................. ' .... ' ....... . 
B. Institutional development ............................. : . ' ....... ':' 
C. Project design and support ............................... , .... . 
D. Project's responsiveness to funder's and host country's needs .............. . 

I. Immediate project evaluation 
2. Longer term project evaluation 

E. Project's fulfillment of IFES' objectives ............................ . 
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HOW TO ORGANIZE AN 

ON-SITE TECHNICAL ASSISTANCE PROJECT 

I. Project identification, design, and management 

A. Project Identification 

1. 

Invitation rrom the host government 

A democratizing country 

Funding available 

Rendering appropriate technical assistance 10 requesting countries is a basic tenet of the International 

Foundation for Electoral System's (IFES) philosophy. Assistance should be considered 3PSI"Q . 'e:wlmif' . 

-i!,.j,Uajlered 'P.the~TI!i!!!~ Of'eicli eoULlIiJ, when it takes into consideration the long-term goal of 

.ih\lildiDg·1 sI!S'aiMNOzindifutjo~rie-e1ectOi1Ikystem. and when it is provided at the 
"t 

'.J:e,Q!I»tp!.1l!e hpS! goyernrnentl It is not the policy of IFES to provide on-site technical assistance to a 

country whose government bas not extended an invitation, either througb the U.S. Embassy or the 

USAID mission, through another organization which will be co-sponsoring or funding the project, or to 

IFES itself. IFES must also be assured of the host government's demonstrated and continued commitment 

to the implementation of free and fair elections before beginning any substantive project. There should 

. be s~fficient .time .pri~r. to ~~ electi.o~~.for the proje~:o, succeed. It .is.als~ ~~;W !!ley n91lXl7 
p!J!~ll!e.on...~~~j$liJms~la!Jc.e wlthoot the benefit of li pre-electlOn tedimcalass Sfrient,' although 

limited requests for specific commodities or consulting assistance on specific topics may be accepted on 

. a case-by-case basis if evidence is readily available that would justify such assistance . 

. Funding for projects must also be identified before work is begun, as they cannot be funded strictly from 

overhead. Potential sv:.rces of funding include U.S. AID, the National Endowment for Democracy, the . . "-

Uniled Nations, and private foundations and corporations. 

2. .nres~jetli;;eS:iritndertnking this project I 

a. Why did IFES respond posilively to the request to undertake this on­

sile assistance project? 

b. What are IFES' inslilulional objectives for this project? 



· .~ ... ..:. 

IFES provides on-site technical assistance to accomplish any of several possible objectives. Most 

importantly, IFES has been chartered I'II<edV8JlceGe.elecl6r8l~>in·evoI"ing.fTee'8I1thteti1Offiltie-J~":. 

societies; therefore, on-site assistance generally fulfills an important aspect of IFES: mandate. IFES 

I would also initiate an on-site technical assistance project at the request of a donor or country with whom 
! . 

Ori~site technical assistance projects often lead to ongoing relationships with the electoral authorities'of 

a country, thereby laying the groundwork for future work in that· country. They also afford' an 

unparalleled opportunity to gather materials and information on different electoral' models which can later' 

be shared with other countries. On-site projects also generate contacts with individuals working with 

other assistance organizations or even local or national electoral officials who could work with IFES to. 

provide assistance in other countries. 

Eacb"project should recover all direct and out-of-pocket costs and also 1lL;~J\fmftf# E2(~ • 

:iiliriihistniilOn.,'Rl:source:Center,~ and. information .dissemination·~CilYitiel, th ereby achieving another 

objective of the IFES annual operating plan. 

It is essential that IFES be clear and explicit about its objectives in carrying out each project prior to the . 

design and implementation phase. Clarity is critical when determining the scope of the project, when 

resolving any potential conflict with the project funder, and especially when evaluating the project to 

determine if all objectives have been fulfilled. 

B. 

~?. 

§&;peGr.work-l 
1. ~Q;tls • .tjecliv~cti\'i1ies: I 

a. "re·tbey ..... ~ly sntisfacl""r 10 IFES and lo·funder? 

b. . ~re;(hey r~!.b!e; ~iven conslraints? 

.trethere oiteria for evaluation?' "- c. , 

Once IFES and the project funder agree on basic terms of reference, IFES project staff can begin to 

develop detailed goals and objectives and a preliminary project workplan, including implementation 

timetable. Certain elements of a project are essential to meeting IFES' objectives, such as expanding the 

information base in the IFES Resource Center; others may be incorporated at the suggestion of the funder 
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or by the funder on behalf of the host government. It is imperat!ve that all panies concerned - IFES, 

funder(s) .. and host country government - achieve consensus regarding mutual expectations and constraints 

~ the project begins. 

;;'::1~~C:L~~!>r terms of reference for the project team, 

expects from IFES lind 'What IFES expects I 

phase of the project, both institutions should be able to identify and quantify clearly the degree to which 

objectives were met . 

. ~or planning purposes, the modules of on-site technical assistance project involvement can be defined as 

follows: 

• , Commodity assjstapce..w provision of election equipment, supplies, and services, from 

ballot boxes, ballot paper, and staining ink to transponation of commodities or data 

processing. With this activity comes the responsibility of seeing that equipment and 

supplies are properly purchased, shipped, inventoried, warehoused, deployed, used, and 

(in some cases) recovered . 

• 

• 

• 

. ~2mmunicati9ns.J!ssista~c~ . .:.development of a communication strategy for an election 

authority, which may include reco~i'nendations on specific applications, equipment, 

protocol, deployment, and technology mix, and acquisition of equipment approved by the 

funder. 

Data Ilro~~~s.ing ac<s!s!~: analysis, suppon, or administration of the data processing 

functilJns of an election authority, including voter registration, vote tabulation,' 
........ 

geographical mapping, inventory, logistical tracking, personnel planning, and polling 

station reference information . 

. k9~istigl.1lll!,~in.t :.~alysis, planning, or management of the movement of people and 

supplies in the administration of the electoral process. This includes recommendations 

JkES 
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• 

on an election calendar, packing and shipping techniques, shipment security, polling 

station identification, polling station configuration, polling station workflow, methods of 

transportation, inventory, supply traCking, and budgets. 

PJSlceduralJ)lanning - development of forms and administrative procedures which provide 

controls on the electoral process, which may include voter and candidate registration, or 

streamline older cumbersome processes which may inhibit the flow of voters in· and out 

of a polling station. 

• . St3U!tQry planning - ongoing assistance in the development of a statutory framework for .. 
the holding of elections, covering areas such as procedures for voter registration, 

identification of offices to be filled through elections, type·of ballot and vote tabuliuion 

process, declaration of winners, recount procedures, and election certification. 

• !:Ell wsrker or Election Administra12l:. 1L,ajning - analysis and support of an election: 

authority's training program. This can include recommendations on poll worker or staff 

recruitment, the development of print, audio, and video training materials, or curriculum, 

methods, timetable, recruitment objectives, and budgets. The management and conduct· 

of poll worker training programs are often funded as a separate project. (See related 

How 10 Organize a Poll Worker Training Project manuaL) 

<;:-
• Voter Education - assistance in dev-eloping a variety of non-partisan informational ....... '. 

• 

messages in print and video media concerning the voting process, such as how to vote, 

where to vote, procedural instruction, and motivating voters to go to the polls. 

Qhservation - assistance in the logistical and technical aspects of having internalionoll . z;:;;;...,.. 

observer teams presen!. This may include assistance to the electoral administration· in , ...... 

resolving last-minute problems by having on-site technical assistance project staff present 

on election day. 

• l)_o:!.()LC:<)'9.:~~~.~~ioVlSolicita\ion.- establish and maintain relationships with other donor 

organizations supporting or potentially interested in supporting the election process. 

JtES 
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• Miscellaneous Consulting - other consultant and vendor-based tasks which may be 

required during a project. 

.. (lqmUttbX$..tl>.ll.~J2! w9.!'S~.:~t>.'p!.~~~te staffing IJIust be decidecf. There are four options: 

I) local staff; 

2) traveling consultants; 

3) resident consultants; or 

4) some combination of the above. 

If there is a decision 10 open an office, the overhead and responsibilities associated with such a venture 

must be budgeted. However, if regular technical assistance is being provided to the election authority, 

a request should .be 'made for office space within.its facility. This will facilitate better communications 

and stronger working relationships between IFES representatives and local election authority staff. In 

addition, a significant proportion of the expense of operating an independent office may be eliminated. 

1. IFES/On-site Team 

2. IFESlWashington 

The project tearn includes both on-site personnel and IFESlWashington staff. The size of the project team 

will vary depending on the length and complexity of the project and may expand or contract during the 

course of the project, depending on task,requirements and funding. One individual might be able to 
~ .. 

handle all aspects of a small project, while the on-sitirst.ff for a major project might consist of: 

• Project Mana~er (or co-managers alternating time in-country) - The project manager will 

act as the team's primary spokesperson while in-country, and will be responsible for 

bringing the team to consensus on its procedures, priorities, and activities. The projecl 

mana~ serves as the contact for the Program Officer in-country and should be able to 

provide administrative direction for the team while in-country. Project managers are· 

usually expected to have ,previous IFES experience. The project manager will also 

normally coordinate the drafting of the final project report, although the Program Officer 

may assume this responsibility directly or designate another team member to do so, 

JtES 
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• Civic Education Sreciali~t and As~i~tant - The civic education specialist is responsible 

for coordinating all IFES-sponsored civic or voter education activities wit}l the electoral 

authorities and counterpan organizations. (These activities may ~e fuDded through a 

separate project; see the How 10 Organize a Program in Ovic Educalion manual.) This 

individual will develop or assist others in developing appropriate civic education 

materials, supervise their production, and plan and direct their distribution or 

dissemination. 

• Poll Worker Training Specialist and Assistant - The poll worker training specialist is 

responsible for coordinating all IFES-sponsored poll worker training activities with the 

electoral authorities and counterpan organizations. This individual will develop or' assist 

others in developing appropriate poll worker training materials, supervise their 

production, and plan and administer training seminars. (These activities may be funded 

through a separate project; see the How 10 Organize a Poll Worker Training Projea 

manual.) 

• Media Specialist - The media specialist is responsible for assisting th'e electoral 

authorities in preparing materials for release to the media and for working with the media 

to ensure the widest dissemination possible of news items related to the elections process. 

• Financial Manaoer -- The financial manager is responsible for monitoring all financial 

activity involving the on-site office. <:Ihe FM will track all advances to and expenditures 

by the on-site office, prepare actual "s. budget !epons for use by the project manager and 

Program Officer, and work with the Program Officer to prepare estimates of budget 

requirements through the end of the project. This individual also responds, in 

coordination with IFESlWashington, to requests for information from the local financial 

staff ~e funding agency. 

• Office Staff (secretary, office manager; driver, expediter, etc.) -- The office staff is 

responsible for making logistical arrangements for the on-site staff (hotel, vehicle rental, 

travel, etc.) and performs other duties as assigned by the project manager or other on-site 

staff. 
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• and Qthers as apnronriate. 

IFES/Washington staff involved in the project will generally include: 

• Program Officer - The Program Officer will generally be either a Program Officer or 

Senior Program Officer in charge of the project and is the principal point of contact in 

Washington for the project team. The duties of the Program Officer ·in relation to the 

project are laid out throughout this manual. 

• Project Assistant - The project assistant is usually asked 10 maintain project files, 

monitor progress on the project, coordinate team travel with the administrative assistant, 

develop procurement specifications, a~aJyze bids, review ~nvoices and expense reports, 

and draft narrative reports as directed. 

• Finance Staff -. The director of finance assists the Program Officer in developing an 

initial budget and any subsequent budget amendment requests and approves the final 

versions of these before they are submitted 10 senior staff for signature. The project 

accountant and bookkeeper- perform duties related to the project as assigned by the 

director of finance and administration. 

• Senior Staff -- Thedirect\lr of programs is the immediate supervisor of the Program 

Officer and should monitor progr~~·l!l) the project through regular program staff 

meetings. The Program Officer should report any problems encountered to the program 

director for further action. The chairman, director, or their designated representative are 

the only individuals authorized to sign any contract or agreement on behalf of IFES. 

Items requiring their signature should be routed through the executive assistant. 

"'-Once position descriptions have been completed, a scope of work should be drafted to support the process 

of selecting the project team. The selection process is described in II. Select Team. 

.IttES 
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~1II! •• IfIt .. FOj_i'tJIlJII!~ for on-sHe assistance projectS 

As the terms of reference and objectives of the project are defined, IFES project staff must begin to 

develop a project budget. This budget should cover all anticipated direct and indirect costs, based on 

previous IFES experience and additional information provided by ·the fooder ·or the host go~ernment. 
Project budget information for equipment (a capital account) and supplies (items which are consumed 

during the election) can be established on the basis of experience gathered from election to election. 

B¥»m"'MilJ\entl!ti9l'pd !be NisiSOf.eslimaii!m.for ~rj9, uN!i!'~..iJ£p1u!!2!!!.d.!lcco'!l.p~J..$e yb,ndget:";,,,1 

A primary objective of the budget process is to make the proposed budget as complete and realistic as 

possible, since it will serve as the basis for negotiation with the fonder(s) in determining the final project . 
~. .., 

scope and budget. 

A copy of the IFES On-Site Technical Assistance boilerplate budget is included as an attachment to this 

document. The proposed project budget should be drafted in cooperation with the IFES Director of 

~ Finance and Administration. The budget is included as pan of the project proposal and is subject to 

review and approval by IFES executive staff as well as the fonder. 

E. Negotiate other project parameters 

r::~~ke ar~ngenl!!Jlts ~itn .I~«:,sf ~u!lt.r>'", I 

b~~;»~#1ll.i!l~JM 1!~!''):y;p9in~o( contam in the government (or the on-

b. 

c. 

"'-d. 

., 
site team 

Determine the primary point of contact in the election commission 

(or the on-site team 

Determine the primary point o( contact at the Host Country embassy 

in WaShington for IFESfWashington starf 

Re"iew other understandings such as customs clearance and tille to· . 

equipment 

As IFES discusses_the scope of work of an on·site assistance project with a USAID mission, a U.S. 

embassy, or another fonder, it is essential that the host government be brought into the discussion, either 

.,Jf;ES 
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..... ith IFES directly or through the funder as intermediary. 

'Miei ~ the understanding 

that the government has regarding the objectives and priorities of the project. Also,die'funder should 

be ;lSked to provide.a wrinen summary of its discussions with the host government and a list with names 

;,~;!m~!~~!W~hO will be the project team's primary or initial points of contact. This 

officials inside and outside of the government. 

~n~~C;lf~¥I.e.lJ.;~~.%i6mfl1\ij'ul:Nlit4tmilYI1ie'8egreei~i1cl:tif;supprnt:a 
the team, such as car and driver, office space, access to communication 

facilities, or the facilitation of contac.ts with information sources in-country. If the project is AID funded 

or if judged to be appropriate, the. USAID mission andlor the embassy may be requested to make 

reservations for the team at a suitable hotel in the capital and to meet the team upon their arrival at the 

airport. 

As soon as both IFES and the funder are in general agreement with the arrangements spelled out in the 

proposal, IFES should request authorization to begin expending funds on the project. If the project is 

funded by USAID, a Projl!Cf"XiiOiorization covering the proposal should be filled out .d~o the 
. c-

appropriate AlDlWashington representative. This will meet AID's requirements for its Core support. 

Authorizing documents for other fundersldonors (UN, Host Country government, etc.) will be prepared 

as required. 

..... 
'-
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A. Eslablis 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

MW:~ .f target country 

LJecember l~. 199:! 
Pil~C 10 

""'_ ..... _ .. lte-in English (for reporting purposes) 

".!mowJf:d£~and/or experience 

'4HIminmratiort knowledge andlor experience 

, Wledl:e'or'electlori'1~' 

" 1n1ttg'~penence"'" 

On 'the oasis of the position descriptions, goals, and objectives developed, the Prograin Officer should , 
begin to identify those consultants who may be best suited to accomplish the mission. The team should' 

have sufficient background and experience to ensure that all aspects of the project will be completed 

satisfactorily. 

The project team must have cenain skills, such as language capability; knowledge of the country, 

including in-CQuntry or regional experience; election administration experience; more general experience 

in the democratic process; and familiarity with election law and related issues. In some cases, more 

specialized skills will be required for a panicular project, such as knowledge of computers, commodities, 

or training. Depending on the country, some skills may be difficult to incorporate into the project team. 
p'~ 

It is imponam that consultants be selected accordinfto how their collective skills may be applied to 

complete the scope of work and (if applicable) how they can. best perform as a team. The Program 

Officer should consider as many combinations of consultants as possible and always be prepared with 

alternate selections. 

B. SUR'Py"Ulit:ilbiiSe and other sourceslfor,'tandidates , 
. -" 

The initial step in the selection process should be a search of the IFES Resource Center Database. 

Information on consultants who have been pan of prior IFES projects or who have provided detailed 

information on Individual Data Sheets will be available on-line to IFES program staff. Consultant 

information may also be gathered through conversation with other Program Officers or through Program 
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Officers~ previous experience. ' Secondary sources include ~Viiie~StTtm~~ 

{fi~ from other IFES consultants. 

C. Establish perrormance criteria 

Whatever a team member's, special skills, they should have adequate command of English, both orally 

and in writing. The' project manager should have excellent command of the host ,country's official 

language, at least, orally, and each team member. should be expected to interact with host government 

officials and U.S" government representatives effectively and with sensitivity to the country's culture. 

A team member will ,also be expected to contribute substantially to the team's completion of the scope 

of work and the project objectives as set forth in the project proposal. It should be made clear to all 

concerned that these expectations will be foremost among the criteria on which the consultant's 

performance will be evaluated. 

1. Ascertain interest and availability 

2. Determine level or language skills 

3. Obtain writing sample 

Each potential consultant should be interviewed, perhaps more than once, with a foreign language 

component if the Program Officer is unsure of the consultant's skills in that area. An Individual Data 
,.:--

Sheet must be completed if one has not been submItted ' previously, and a writing sample should be 

obtained if possible: " 

Logistics questions should be included in the interview: 

• "How does the consultant respond to the ~~:c?~!"itn:!~' requested? 

"< 
• How rigid is the consultant's schedule immediately following the close of the project? 

, • What kind of advance preparat ions do they need to make? 

.JllS 
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Following the initial selection, the Program Officer should ask the consultant to complete a Contractor 

8¥!iSlPbinY·Datp6lu.- (This form is optional for privately-funded projects but provides useful backup 

information.) On the basis of the response, the contracting officer will calculate the maximum daily rate 

whi!=b can be paid lind should then contact the consultant directly to negotiate the consultant's daily rate. 

It is important to note that IFES may be able to obtain some w..sultants, such as permaneni employees 
' .. 

of national elcection commissions, on loan from their current positions, in which case the normal 

arrangement is for IFES to cover travel and per diem expenses only. The Program Officer needs to be 

assured that the consultants will be able to complete the scope of work in the time provided and for the 

amount specified in the budget. 

EiA~-o~~terel~~f~;i6'tht;;~~.Jt~6i~d/or the 

U.S. representative in the field. In some cases, if the project is AID funded, approval from the U.S. 

embassy and USAID mission as well as AlDlWashington technical and grants officers is required. 

Request for approval is normally accompanied by documentation of the proposed consultant's salary 

history and (for AID funded projects) by two authorization forms, the Authorization 10 Subcontract and 

the Travel Authorization. 

Approval from the funder is based on qualificatio'iifas well as the proposed consulting fee. Field 

approval is usually granted on the basis of the team members' qualifications as reflected in their resumes 

or other documentation. The request for approval from the field is usually considered a simultaneous 

! 1..J!1il~:1!!£;.~tI')':elearance ""'Jt;#iil,~:!gequi(~:' Until approval for consultants is received from the 

, field andlor the funder, it is imponant 10 remind the potential consultant that IFES' intention to contract 

with the consultant i~nditional. To minimize potential conflicts, consultants should not begin travel· 

or work until consulting' agreements have final approvalS. 
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. Once the funder's .approval is received, the contracting officer should prepare and execute the contract 

with.the consultant. Only the chairman, director, or their designated representatives may sign contracts 

on behalf. of IFES. One signed original is placed in the individual's contract file, and the other is 

returned to the contractor. Prograin Officers should retain copies of contracts in their projeCt files <Cor 

future reference. 
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Many tasks must be completed before the team arrives at IFES offices and before departure for the 

destination. Once team members are identified, they should be contacted by the IFES Administrative .. 

Assistant to make ar.rongements for air travel, visas, inoculations, medical insurance coverage and lodging' 

arrangements. Travel Advances are determined by the Administrative Assistant, who is also responsible 

for ensuring IFES compliance with all applicable regulations regarding travel and per diem .. For this'· 

reason, it is preferable that the Administrative Assistant, rather than the consultant or program staff, make 

these arrangements . 

i: , 

.... 

.. , .C;:oordiptt~l'ry{la_']!j()n~'M'~~r)butiori o( bri.!!ffi.Jg,£IlO!pfI!ldflliMlJltiiiHu"def.&f· 

1. Project proposal, including SOW 

2. 

3. 

4. 

5. 

6. 

7 . 

Pre-election assessment report 

Correspondence with funder andlor host government 

Consultants' resumes 

TIme sheets and travel expense reports 

Background information on country 

Reference materials 

...-: .' . 
BriefUlg books shouldlle.prepared for each team memoer, with an additional.copy for the Resource. 

_.,. .' .~... , ..... 
~.:.n·e·l)iiefiilt book should include, in the following 'Order:1 

• 
• 

• 
• 
• 
• 
• 

P'fiijterPro~al and Consultant's Scope of Work 

.Rele\lant Corresponden,e between IFES Washington office, funder, and the host 
~~."""" .. " ~ .. " 
gover~ment 

'­
T~)1i..!Wl~:::!,~II)/S 
Ba~~, jpf.0~ma~,Vle COUII!TJI 

}i:~~.cI~olijli.e,:iIeI'Ime~ti:mio!l' and election process 

A aiP~1;'[iiny·pre~etecti.Ql)·assessrn~ report on the country 

T.iQ$A\ldnamwt~Xj>f:'~w~~ 
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• ~~#rM~$'ch as the constitution and electoral law of the target country, 

sample civic education materials, sample laws or other documents from other countries, 

sample registration materials, ballots, and forms from other countries, and recent price 

quotes for election commodities. 

Each team member should receive their briefing book with enough time to review it hefore arrival at the 

IFES office. 

The administrative assistant, Program Officer, and lor program assistant will turn over to the project 

manager one or more packages of supplies and equipment and review instructions for obtaining additional 

items if necessary. The Program Officer should also ensure that the team members are familiar with any 

computer hardware or software provided .. Software should be compatible with IFESlWashington 

equipment if possible. 

If a local office is to be set up for the on-site project staff, the Director of Finance and Administration 

will review the local office operations manual with the project manager. 

D. Set.uR;t~4',~fi~lt~ew.'.'gs-"-;i 

1. at lFES 

2. with runder 

3, Country-specific briefings 

To the·.extent feasible, the two days prior to the team's depanure are reserved for briefings and planning 

meetings in Washington, D.C. This time allows the team members to meet each other, IFES staff to 

brief the. team, and 3J'y last·minute information, instructions, and concerns to be shared. , ..... 

During the briefing day(s), the team will meet with several members of IFES' staff. Team members are 

briefed on IFES philosophy and guidelines for conduct in·country. Each team member's responsibilities 

. are also outlined in this meeting. In addition to the' briefing books, team members are provided at this 

. time with any additional resource materials available in the IFES Resource Center which are of potential 
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use in carrying out the project, such as examples of civic education materials, electoral laws 'or 

constitutions from other countries, sample registration material, ballots, or other forms, am" price quotes 

for commonly referenced election commodities. 

The IFES Program Officer and team members should review the objectives of the project and a 

preliminary project workplan, including an implementation timetable, to' confirm the connection between 

the project proposal and each individual's scope of work. By the end of the meeting, each panicipant 

should have a clear understanding of their role within the team. Team members should be reminded that 

responsibilities may need to be reassigned among team members by. the Program Officer and project 

manager on the basis of workloads. and conditions as in-country work progresses. -

and the _ 

relationships and communications between IFES' local and Washington offices and between lFES and host 

country local election officials, the local USAID mission or US Embassy, and others (OAS, UN, etc.). 

The Program Officer should take time to outline both the requirements for routine repons (both for IFES 

and as required by the funder) and the procedures to be followed to report any emergency situation. It 

is also imponant to review project wrap-up procedures, even if the project is expected to last several 

months or more. Items to be covered include asset recovery if commodities are to be supplied, local 

office shutdown, audit requirements, the format and contents of the final project repon, and the project 

evaluation process outlined at the end of this manual. 
<;;;: .. . - . 

The administrative ~sistant anA.S9.l}.U:e£~§'_Qftic~~_wjl_l.brief team membeJ:s..pn,tI!,eir traYt;Lad~l)Ilces,--Wth-
--___ .. .."..SiIt n-...f'!'cn~.....t..~ """-">,, .u''':t> __ .",....... ~,.' . 

--instru£tions fl'.M{dingcomplrr!ilLlIJli.tirne sh;e~'~rid -C&pense reports;;;!ffiu!ft;!~ag€and'eniergency. 

iOfiMij'ai;M·sf1~YMJ!~tl!."JlarN)(~ismeeting.~ Team members, after reviewing contracts with the _ 

contracts officer, should sign them and receive copies signed by a qualified executive staff member. 

~~;~~;~::::;~;; for J.defiWlS 9" Jlle Ament • ..., ~ .. 
~;m~~ ~~i]!ii confirm AID expectations 

for the' project. These meetings are also an opponunity for State and AID officials in Washington to 

become familiar with the team and review the host country's expectations of the team. It is a time for 
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· the team members to ask any questions they might have about their scope of work or about the country's 

current political cI imate. 

~. ~ set of brjytings consists of visitS 10 .Pc, hoSt romltry',' W~on embassy'~~thu! , 
· p~~th~ the Prograrh Officer_ beli=SdD~fJrOi.id~mJjt~~oq.;iThese persons ~ 
· iflclude professors;- coiiSu .... ~t,;.a.:,.t\;.;ts-.. .;o .. r .. a~n~yo-n-· e-:el:-s;who ha;-;;g;;iti~;nt c~~~;ry-;;;peri~n~e! . 

· The' administrative assistant or Program Officer should have adequate in-country hotel and telephone 

information for team.members and their families prior to or at least by the day of the team's departure. 

T~ members should .be di~ected to communicate safe arrival in-country directly to IFES or through the 

U.S. embassy or USAID mission . 
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B. 

"illltiUlot:..s~1im ream 1'or progress 

_ .. ortilO furider'as appropriate or required , 
C. jRoute information to IFES senior starr as appropriate 

D. I.WbnitOl" ~~ against budget figures 
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Pate J8 

Following the departure of the team, the Program Officer monitors the team's activities and functions as: 

the team's primary Washington-based contact, routing reports and requests for additional information and 

providing guidance and instructions to the team. The Program Officer should communicate with the team 

as needed to stay abreast of current a.ctivities. The Program Officer should refer unusual questions 

regarding team procedure or unexpected situations to senior staff whenever necessary. In addition, the. 

Program Officer should obtain monthly reports from the finance staff and compare actual project· 

expenditures against the budget and should initiate requests for modification of the budget or scope .of 

work as necessary. The Program Officer is also responsible for fulfilling reponing requirements -

weekly, monthly, quanerly, etc. - as set fom in the project agreement. All progress repons should be 

reviewed by the Senior Program Officer. If the project is of sufficient duration ·~·usually three months 

or more - the Program Officer in charge should schedule an on-site visit to meet with the election 

authorities and project tearn, evaluate progress to date, and gather impressions and information to use in 

drafting progress reports and any amendment request which might be necessary . 
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v. Implementing the P!ojecLo'! 

A. .', ~!IIll?d'pi'lliiji;U!!lrodI,l£1IorlS.:Dhd 'Prolocol Meetings - ',. ,. 

1. Embassy/USAID bLWing - ~ ..... - -' - ~ 
_ .. -- ..... 

If the funder. of the project is U,S, AID, then it is most likely that the project team's first activity will 

be a briefing with officials of the USAID mission andlor the U.S, Embassy, This is an opportunity for 

the team to formally introduce itself to U.S. officials in-country, and to' introduce the project's tenns of 

reference. The team should ensure that there is a mutual understanding of the goals of the project and 

of the role that the Embassy and the USAID mission will play in facilitating the project work during the 

. team's time in-country, It is helpful to discuss the team's scope of work in terms of what the embassy 

and USAID mission see as the most imponant issues to be' addressed, 

This is also an opportunity for the team to be briefed by embassy and US AID officials regarding the 

current political events of the host country and the prominent players in the democratic transition and 

election administration . 

2."<';}i;~~.n-ie~!'".2~~~e}ecl0ra~~".'ission. 91ilfiterparrf,'a&'iimpafi1ed'-' T 

b~tiassy1OSA1D 'limen 1$'WiI&"e-hppro'ji'fiolif"'l1' 

When IFES projects are AID funded, it has been the practice for US AID or the embassy to arrange initial 

protocol and contact meetings with the government iri.nistries and electoral officials with whom the team 

will be working. Often the first protocol meetings will be with the minister of external affairs and the 

minister of the interior (or whichever ministry has oversight authority regarding elections). The team 

should then meet with the director of elections or with the election commission, if one exists. It may be 

desirable for an official from the U.S .. embassy to accompany the team on these first visits, but at the 

same time, the non-g~rnmelltal nature of IFES .and the non-panisan, non-political stance of the project 

team should be emphasized. 

It is imponant that the purpose, goals, and terms of reference of the project be clearly expressed at these 

early meetings. with the host government and consistently thereafter. Therefore, the initial introductory 

statement for the team should be made by the project. manager or one individual who has been designated 

-r0 
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. -
by the Program Officer. It is also advisable for the team to have a prepared written statement ready 

before they begin their host-government meetings. Such a standard statement regarding IFES and the 

objectives of the project can assist all members of the team in keeping their description of the terms of 

reference consistent. It can also be used to explain the team's purpose to the press, if appropriate. 

Following the introductory meetings, work can begin on the tasks establ ished in the project workplan. 

As stated earlier in this manual, an on-site technical assistance project can comprise any or all of a' 

number of standard modules, which are now outlin'oU in turn. The following descriptions of the modules 

are not intended to be exhaustive, but rather to give the Program Officer an idea of the tasks that must 

be assigned during the course of the project in order to ensure success. 

B_ COMMODITY ASSrSfANCE MODULE 

This section is intended to guide Program Officers through the entire process of administering conimodity 

assistance, although some of the early steps may be completed during the pre-election, assessment., 

L Plan 

The first step in establishing an election commodity assistance program is to develop a master list ofitems­

required to administer the election. For analytical purposes, it is useful to, divide the items into, 

• capital equipment (commodities which may be reusable in other elections); 

• supplies (commodities which are co'~!i~iTled during the course of the election); and 

• services (specialized tasks performed for the election). 

The '1ext steps are to inventory existing stocks of goods (a sample inventory form follows this section), 

determine replacement goods required, ascenain what goods and services can be provided out of the 

electi.()n authority's e~!sting budget, and make recommendations on new goods, services, and technologies ' 

which may improve th~'3dministration of the election. Technology evaluation is especially critical in such, 

areas as identification card production, voter registration data, radio and telephone communications, and 

vote reponing and tabulation. Computer and communications assistance are_covered separately later in 

the manual. 
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Once the IFES representative has assessed the extent of the deficit between existing stocks and anticipated 

needs along with the ability of the election authority to replenish stocks through its own-budget, the 

Program Officer and team leader should anempt to identify other potential donors capable of filling any 

supply gaps remaining. Other potential donors include the United Nations, US-based groups, regional 

, organizations, and other countries. Relationships with other donors are discussed in detail in a subsequent 

section .. 

The next step is for the' Program Officer and team leader to develop a schedule for delivery and 

deployment of goods to be purchased by IFES. For example, supplies for the voter registration process­

would be required before supplies needed on election day. The schedule for identifying, procuring and 

delivering goods must reflect the reality of the election calendar. 

For capital equipment, the post-election use of the equipment is a question which must be addressed early 

in the process. While th,e .ultimate decision of post-election use will be made by the funding agency, the 

Program Officer and project manager should make recommendations based on their knowledge of the 

situation. 

In any case, asset ,recovery may be required and if so, a recovery plan, timetable and budget should be 

developed and reviewed with host country electoral authorities. The asset recovery plan should include 

a designation of which IFES representative will supervise the process. In addition, if outside vendors are 

, to be used, there must be a description of their responsibilities in the recovery process for contract 

purposes. 

2. Procure 

,Once-there is agreement between IFES and the host country election authority on IFES providing a 

panicular item, 'the eleCtion authority must initiate a leller of request asking IFES to provide that item. 
, ' ""'-
The leller should be ,addressed 10 direclOr of IFES or to the Program Officer and include detailed 

specifications for quantity" size, model, color, features, date required, shipping requirement, and any 

other speCifications, etc. In the leller of request, the election authority should agree 10 facilitate duty-free 

:entry of the commodities and to complete, the appropriate customs paperwork to ensure that the delivery 

JUS 
DO NOT COPY - FOR INTERNAL USE ONLY 

~L-



l 
I 

;:. 
" 

I, 

vcccmocr J;), 1)'Y.! 

Pa~c :: 

is processed by customs on an expedited basis, The program and finance staffs can then work together 

on organizing requests for bids and selecting vendor(s). 

A database has been established in the IFESlWashington office to aid in the identification of v~ndors of . 

election-related products and services. As additional vendors of a particular produci category are 

identified, the sales contact, product, and price information should be sent to the Resource Center for 

entry into th e database. 

Samples of items should be obtained in advance of the bid decision so that independent iestirig or product 

evaluation can occur under IFES supervision. If possible, these samples and the test resulis should 

remain in or be forwarded to the IFES Resource Center after testing for fuiure reference. 

Afier.",the vendor selection has been made, the team leader should organize training in the use of the ' 

commodities. Such training may range from a single instruction sheet to multiple field semin3rs'~ . 

For items of high value, for example capital equipment such as computer or certain radio equipment;'or 

for items which should be transported under tight security such as ballots, IFES courien should 

accompany or carry the shipment. IFES Program Officers may also decide to insure valuable equipment 

during election use, in which case it may be necessary for the team leader to obtain quotations for 

insurance from local agencies. 

When goods are delivered, they should be in~~htoried by both IFES and election authority 

representatives. A receiving report, including equipment'serial numbers (if applicable) shoufd be 

executed, signed by both parties. The receiving report must include the following tWO qualifications to 

the delivery: 

I. The election authority agrees to store the commodities in a secure and suitable 

environment. 
" .... 

2. The election authority recognizes that the commodities are for use during the course of 

activities in the present election cycle and that title remains with IFES or the funding' 

agency unless or until other agreements are negotiated. 
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Receiving reports should be sent by facsimile to the IFESIWashington upon completion. Originals should 

be delivered to IFESIWashington in person or mailed from the U.S. whenever possible unless otherwise 

specified by the funder for audit purposes. 

Once the goods are delivered,; appropriate storage facilities and recordkeeping are essential. Storage 

facilities must possess. adequate .security and.environmental control to assure that the equipment and 

supplies are not damaged or lost while in inventory:. Equipment such as computers and supplies such as 

film and staining ink may require cool, dry storage environments. Extensive periods of storage are not 

, recommended for any item. Careful recordkeeping. is necessary to avoid any dispute regarding the 

ownership or use of any item. 

· If the election process is postponed, it may be necessary to store equipment and commodities for an 

· indefinite period of time. If possible, they should be stored under lock, key, and seal. If this is 

impossible, the on-site team should perform spot checks and inventory counts of goods in storage . 
. '.,., : 

4. Recover 

· Following the election, it is critical to move quickly to recover any assets the funder wishes recovered. 

Asset recovery generally requires IFES-contracted transportation and storage. Project records must note 
~ 

· the general condition of returned equipment,. any·iliiss'ng equipment, and who had custody of the 

equipment .. A local police report regarding any stolen or vandalized equipment is generally required. 

5. Evaluate 

For .a11 items·supp'i~. a usage report should be prepared, comparing the expected use of the item versuS 
. ., . 

.' Its actual use. For supply items,' the usage report should include the beginning and ending inventory 

figures. For equipment, the report should include hours of use and number of users. 

A review of the performance of the equipment, supplies, or services should be conducted \0 document 

.the performance of theyendor, manufacturer, or product. ·Such a review should discuss whether the 

.~ES 
DO NOT COpy -- FOR INTERNAL USE ONLY 

~~ 



. , 
. : . I 

! 
! 

I 

! 

vendor delivered the product or service on schedule and if it was correctly installed. For equipment, it 

should state whether the warranty period was honored by the manufacturer. If equipme)'l! service was 

part of the package, the review should evaluate the quality of the service program:· If environmental 

factors affected the performance of the equipment, this should be noted in the review as well . 
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Pre-Election Commodity Inventory Supplement 

Quantity 

Equipment 

Voting Machines 

Vote Counting Machines 

Ballot Boxes 

Padlocks 

Voting Booths/Screens 

Cameras 

Photo Die Cutters 

Laminating Machines 

Computer Equipment 

Software 

Radio Equipment 

Fax Machines 

Cellular Telephones 

Video Players 

Video Monitors 

Photocopiers 

Microfilm Readers 

Lamps 

Generators 

Supplies 

Ballot Box Sfals 
"-, 

Staining Ink . 

Film 

Blank ID cards 

Laminate 

Paper 

Needed 

u.xembcr I ~. 1 yy:! 
PlIj;C ~s 

Quantity 

In Stock 

Quaniity 

TO Be Bought 
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Ballot Paper 

Envelopes 

Office Supplies 

Rubber Stamps 

Security Bags 
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Post-Election Commodity Inventory Supplement 

Equipment 

Voting Machines 

Vote Counting Machines 

Ballot Boxes 

Padlocks 

Voting Booths/Screens 

Rubber Stamps 

Cameras 

Photo Die Cutters 

Laminating Machines 

Computer Equipment 

Software 

Radio Equipment 

Fax Machines 

Cellular Telephones 

Video Players 

Video Monitors 

Photocopiers 

Microfilm Readers 

Lamps 

Generators 

Supplies 

Ballot Box Seals 

Staining Ink 

Film 

Blank ID cards 

Quantity 

Supplied 

'. 

Quantity 

In Stock 
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Laminate 

Paper 

Ballot Paper 

Envelopes 

Office Supplies 

Security Bags 

~~- .. 
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C. COMMUNICATIONS ASSISTANCE MODULE 

Within the context of commodity assistance, one specialized area of need is often, communications. 

Communications are critical to electoral administration, and more so when a country's transportation 

infrastrucrure is poor. Reliable communications are necessary for all phases of electoral administration, 

from organization of voter registration efforts to election-day supervision and problem reporting to 

transmission of election results. Each use of communication has distinct security requiremenis as well: 

1.' Plan 

If support for the communication function of the election authority is part of the technical assistance 

project, then a communications system plan should be developed. A plan should identify tJie elections 

authority's specific needs, evaluate the existing infrastructure in terms of whether it should be integrated' 

into a larger election administration network, upgraded to meet election needs on its own, or replaced, 

and make recommendations on new technologies to be introduced. There should also be an evaluation 

of the capabilities of the election authority to manage, operate, and maintain the equipment. 

If remote bases for communication devices are envisioned, the IFES representative should make on-site' 

visits to the potential locations if possible and assess them for electric power, environment, security, and 

accountability. SpeCific strategies and equipment uses must be defined. 

~-

Because of the sensitive narure of radio communicatiotls for election related communications and election 

results, certain standards of operation must be in place for T2dio to be considered a secure medium of 

transmission. Such standards involve procedural and equipment-related issues. Procedural, issues are 

those such as the use of call signs for each user. For the reponing of election results, authentication 

codes must be developed and used to validate a transmission. In these cases, a unique code is established' 

for each polling stati~ This code must be transmitted with the election results. On the equipment side; 

security can be enhanced by utilizing encryption devices to scramble and unscramble transmissions. 

Critical periods of transmission can be tape recorded to provide an audio document of the discussion or 

reports. 

I15tES 
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The electoral authorities should request (usually from a government agency) several exclusive frequencies 

for High Frequency and Very High Frequency networks. depending upon the number of r,~dio units in 

the field and the times of day that the frequencies are to be used. It may also be necessary to assign 

certain frequencies to panicular radio units in order to keep priority channels clear of routine traffic. 

On the basis of these recommendations. a communications budget can be developed. Before the Program 

Officer can proceed with the procurement process. it is necessary to obtain a letter or request from the 

el~tion authority. The letter should contain specific product information and the provisions as stated in 

the commodities section. A usage agreement should be developed and executed with the election 

'authority. This agreement spells out the parameters of legitimate use of the communications network and 

states any sp~cific prohibitions. such as military or, other i'nappropriate use of the radio. fax. telephone 

,or other communi~ation system(s). Staffing and service responsibilities should also be stated. This 

document should be signed by representatives of both IFES and the election authority. 

2. Procure 

''t. In general. such a procurement follows the same guidelines as any equipment procurement; in this case, 

though, the issues of insurance. asset recovery, and post-election use are even more critical and must be 

decided upon in conjunction with the funding agency. 

After the vendor selection is made and the equipment deliv'ered. an IFES representative must inventory 

,the goods with someone from the elections authoritY-a"no execute a standard receiving repon. 

The frequencies ,~signed to the electoral, authorities must then be monitored for quality under daytime 

and ,nighttime conditions. in various locations. and with each type of equipment to be used before being 

employed_on aday:to~a~_b~is. If the equipment is stored prior to use. those units_ in s«~rage shou!d_ be 

rotated, with those i.'l,use for testing purposes. , Only after all equipment has been tested should final 

payment be made. 

Training is as critical with communication equipment as with any other resource. Training manuals 

which address the entire system use must be developed to instruct the users on operations. protocol • 

. ~ES 
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trouble shooting, and other responsibilities associated with panicipating in the communications network. 

A sample radio system manual is available in the IFES Resource Center for reference. 

3. Deploy 

Receiving reports should be sent by facsimile to the IFESlWashington upon completion. Originals should 

be deiivered to IFESlWashington in person or mailed from the U.S. whenever possible unleSs otherwise 

specified by the funder for audit purposes. 

Once the equipment is delivered, appropriate storage facilities and record keeping are essential. Storage 

facilities must possess adequate security and environmental control to assure that the equipment is not 

damaged or lost while in inventory. Careful record keeping is necessary to avoid any dispute regarding, 

respmisibility for any item. A sign-out log should be used to keep track of all radio equipment; a sample' 

is appended to this manual. Similarly, a trouble repon should be required in the event of any theft' or 

damage to IFES-procured equipment; a sample is appended to this manual. 

If the election process is postponed, it may be necessary to store the commodities for an indefinite period, 

of time. If possible, they should be stored under lock, key, and seal'. If this is impossible, the on-site 

team should perform spot checks and inventory couilts of goods in storage. 

4. Recover 
<;:;: .. 

Following the election, it is critical to move quickly to recowr any assets the funder wishes recovered. 

Asset recovery generally requires IFES-contracted transponation and storage. Project records' must note 

the general condition of returned equipment, any missing equipment, and who. had custody of the 

equipment. 
..•. 

....., 
S. Evaluate 

A post-election review of vendor and equipment performance should be undenaken. Factors to be 

evaluated include frequency of use of the equipment, the overall utility of the system (how critical it was 

to election administration), and the quality of transmissions and reception. 
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D., DATA PROCESSING ASSISTANCE MODULE 

1. Plnn 

A data processing evaluation is useful for ascenaining capabilities and needs. Such an assessment 

comprises two pans, the first dealing with existing capabilities and the second outlining recommended 

applications arid costs. 

In order to evaluate existing capabilities, the following points must be addressed: 

Hardware 

• Are mainframe, minicomputers, or personal computers used? 

• , What are the I)ames of the hardware manufacturers? 

• What model numbers and series numbers are on the hardware used? 

• What sizes of disks Or tapes can be used with the system? 

• What are the memory capabilities? 

• Are there terminals outside of the building? 

• Evaluate the power supply. ,What power control devices are used Or should be used? 

• 
• 

What types of printers (manufacturers, models, and numbers) are used? 

What other peripheral equipment is in use, i.e., modems? 

• What is the downtime record and what are the reasons for the downtime? 

• Is this installation typical of the computer capability existent in the country? 

• If there are better facilities, can the~'be toured? 

• Is there any excess capaCity in machine time 2t other locations? 

Securitv 

• Describe, \he security arrangements in the computer terminal areas. 

S6rrware 

• What.!s the operating software for the system? 
"-• If networking'software is used, what kind is it? 

• ,What are the current applications, i.e. voter registration, ID cards? 

• ,What application software is being used? What are the licensing or ownership 

arrangements? 

• Are there multiple applications from one database? 

.JtES 
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Personnel 

.'~,-

• Describe the staffing (supervisors, data entry personnel, programmers, and technicians) 

currently available to the election authority. 

• Is there technical expertise on staff at the other facilities who could do consulting work 

if required? 

• Is there any excess capacity in staffing at other locations? 

Procedures 

,-

• Describe the flow of source documents into the entry area. How are the documents 

• 

• 
• 
• 

batched? How are they transported? Is there a Shipping document? 

Obtain copies of forms used in the entry process, i.e., original entry form or change of 

record form. Diagram the form names and numbers into a workflow picture. 

Obtain a hard copy of examples of entry screens for key applications. 

Where and how is information verified on these documents? 

What is the error rate in entry from these documents? What are the auditirig procedures? 

How are errors corrected? 

• How are problematic documents flagged for special handing? 

• If voter registration is an application, how are dupl ications found? How are duplications 

eliminated? 

• If vote tabulation is an application, describe the testing process to ascertain the accuracy 

of the counting software. 

• If voters list development is an application, how much printing time is required to print 

the required number of copies of thi"=[;Si? 

• What back-ups are kept? 

• What are the system reporting capabilities? Obt;;in copies of system reports: 

Upgrades 

• Identify hardware and software upgrades which may be introduced to improve the 

syste.~. 

TheJocus of the evaluation then shifts to a set of recommendations on data processing applications. 

Potential data processing applications for an election authority include the following areas: 

• Voter registration 

• Identification card production 
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• Signature retrieval/comparison 

• Geographical mapping 

• Logistical tracking 

• Polling station data 

• Office administration and planning 

• Financial accounting 

• Word processing 

• Vote tabulation 

• Media notification of results 

• Inventory tracking 

• Layouts for forms and ballots 

• Candidate filings 

In recommending specific· applications, the IFES representative should write a general scenario of the 

application being recommended, including: 

• a complete list of components and any peripheral equipment needed; 

• a discussion of available upgrades; 

• workflow diagrams of the systems being proposed; 

• budget figures for the total system including hardware, software, shipping, training, and 

installation; 

• a cost-benefit analysis of the options; 
c-

• a projected timeline associated wiu;"general product availability, shipping, software 

• 
• 

development and installation, and hardware il:stallation; 

a discussion of hardware and software service considerations; 

and recommendations on whether the equipment should be insured and on its post­

election use, 

.... 
If the softwarereccimm'ended iS,proprietary in nature, the licensing and ownership fees, responsibilities, 

and privileges should be noted, ,If the software was developed by IFES consultants or contractors for the 

project, licensing and software ownership questions must be resolved before the software is turned over. 

An.evaluation of the relevance of other forms of information/document processing such as optical imaging 

or microfilming is also be useful. 
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2. Purchase 

The information contained in the plan should provide sufficient detail for the Program Officer and finance 

staff to develop bid specifications and select a vendor. 

The IFES representative must obtain a request letter from the election authority detailing the application 

and component. Just as with communications equipment, a user agreement stipulating the application of 

the system should be developed and executed with the election authority. 

Once the system is purchased, the election authority must assist in executing the customs paperwork and 

arrange for expedited customs processing. 

3. Install 

After delivery, the IFES representative should execute areceiving repon with the election authority, 

supervise the installation of the system, and develop any needed training manuals. Receiving reports 
. . . . : . 

should be sent by facsimile to the IFES/Washington upon completion. Originals should be delivered to. 

IFESlWashington in person or mailed from the U.S. whenever possible unless otherwise specified by the 

funder for audit purposes. 

Once the equipment is delivered, the IFES on·site team must monitor its usage to ensure that the terms 
~ 

of the usage agreement are being complied with and"L~a, the physical conditions remain appropriate for 

sensitive equipment. A constant power supply is especially critical to prevent damage 10 the equipment. 

4. Recover 

Following the election, it is critical to move quickly to recover any assets the funder wishes.recovered. ,. . .. . 

Asset recovery generally requires IFES-contracted transponation and storage. Project records must note· 

the g~neral condition of returned equipment, any missing equipment, and who had custody .of the 

equipment. 
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A post-election review of vendor and equipment performance should be undenaken, Factors to be 

evaluated include frequency of use of the equipment, the overall utility of the system (how critical It was 

to election administration), and the dependability of the equipment. 

. E. LOGISTICAL PLANNING MODULE 

In providing logistical suppon, there are a variety of topics to be addressed. These topics include polling­

station selection, establishment of an election calendar, transportation of election supplies, security, and 

retutn of goods and supplies to designated locations. 

1. Collect information 

Infonnation to be collected as pan of logistical planning includes voter registration figures, road and 

highway conditions, flight times and airstrip conditions, river transpon experience, and the sources and 

costs of conveyances. Because this information will be current, it may also have applicability in the post­

election period in other areas of social· concern outside of election administration. Such infrastructure 

data could have implication for health care, commerce, agriculture, or other fields where transpon and 

demographics are imponant factors, 

2. Map polling stations 
" ..... 

'. 

ThelFES representative can assist in the development of criteria for the establiShment of polling locations 

based upon ·topographical, statutory, procedural, and voter registration factors. The size of a polling 

station is measured by the number of voters which it services. That number must take into account the 

·impact of voter identification procedures, voting procedures, the level of voter education, the size of the 
....... 

voting· facility, the training and number of poll workers, and the time that it takes for the voter to 

complete the balloting process. As a rule of thumb, 500 voters per polling place can be used as a point 

·of departure and amended upward or downward as circumstances require. Obviously, in remote 

geographical areas; polls may service fewer than 100 voters and in urban areas more than 500. The 
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human and financial resources available to staff and supply polling stations als9 has an impact on the 

number of polls which can be set up . 

Polling stations can be located in neighborhood gathering facilities such as schools, businesses, and 

churches. In some areas, where the only facilities available are private dwellings, polls may be located 

in homes. Frequently, contracts are executed for the use of a facility as a poll which .obligate the owners_ 

to make the space available on election day. In some cases, polling stations can be located outside, if 

there are nO buildings in the area and the climate permits it. Regardless of the physical sening, there 

must be sufficient room for the number of voters assigned to the polling place to move through the voting 

process smoothly. 

Ideally; the facility where a poll is located should be in a location which is politically neutral, known to 

the people in the community, and as convenient as possible in terms of access. Special needs such as­

handicapped access should be discussed with the electoral authorities before final polling-place selection_ 

Staff from the election authority should visit each potential polling facility and make an on-site assessment 

of its suitability whenever possible. If not, reliable local authorities should be called on· for 

recommendations of potential polling places. 

Polls can be identified by both name and by an identification number which is selected for the purposes 

of the election. 

devised. 

All commodities destined for a particular poll should bear the identification nomenclature 
~.-"7-..... 

'. 

Depending upon the statutory provision of the electoral code, political parties, interest groups, and the 

voting p~blic may have input into pOlling site selection. If this is the case, the election authority must 

establisltformal hearing procedures for suggestions to be submitted, reviewed, and adjudicated during 

an anno~llced timeframe for such activities. ., -, 

3_ Plan supply distribution 

An election calendar which lists critical deadlines and activities and assigns a date to them- must 
,&: . 

accompany any logistics plan. Since scheduling must sometimes occur before the election date is known, 
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the calendar can be constituted in a format which shows election day and events which mu~t happen in 

relation to that day, e.g., I day before, 2 weeks before, 3 months before, and so on .. 

An election-day supply distribution plan should be developed showing the resources required to transport 

personnel and supplies to the polls for balloting and to return these items for inventory and official 

closure after the voting. This distribution effort can b~ centralized, with all supplies staged and shipped 

nationally.from one location, or decentralized, with supplies taken to regional locations where they are 

stored, organized, and distributed by regional election officials. 

In either case, polling station supplies must be packed in a way which makes them both secure and 

convenient to ship. (ontrol numbers for sensitive items, especially ballots, ballot boxes, padlocks, and 

keys:should be recorded prior to distribution .. Lead time fot transporting supplies to remote areas must 

be determined so that the commodities arrive on schedule for balloting. A detailed logistics plan also 

shows the leg-by-Ieg journey which the poll supplies .take in their route to the poll, so that at any point 

in time the election authority knows where the supplies should be located. 

Adequate security for each shipment must be provided both to and from the polling station. However, 

local sensitivities towards the police, local co~stabularies, or the military may make it necessary for 

United Nations peacekeeping forces or other multinational groups to provide election security. 

4. Book transportation 
;~::"" , 

" 
Since, election day may attract observers, ,press, and other visitors, it is important to obtain early 

commitments on sources of transport. Such sources include cargo trucks and, vans, rail cars, river 

transpon, aircraft, pack animals, and human labor. Establishing contracts with each purveyor is essential 

to assure a timebound commitment for election, day. Sometimes observers may ask to accompany the 

Shipment of commOdities, in which case accommodations can be made for additional human cargo. 
. . ....... ~. 

s. E"alu3te 

,Supply distribution should be evaluated following the election to facilitate the development of 

recommendations for future supply effons. 
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F. PROCEDURAL PLANNING MODULE 

The objectives of procedural assistance are: 
.- ~. 

• to ensure that voting procedures include proper controls against fraud; 

• to ensure that the procedures are not awkward or cumbersome, unnecessarily siowing the 

voting process; and 

• to ensure that procedures conform to applicable statutes, administrative rules, imd ihc' 
electoral code so that an election cannot be invalidated on the basis of a technical' " 

impropriety. 

1. Collect informulion 

To begin this process, the IFES representative must obtain copies of any procedure "manuals; fo;ms, and. 

signage used in the electoral process. These should be organized in a workflow diagram and then 

reviewed against the legal framework of the elections. Where available, historical information on voter 

turnout and ballot spoilage is also useful in this planning process. 

The next step is to perform a "critical procedure" evaluation. Such an assessment should focus on seven 

administrative/statutory procedures which are critical controls at sensitive points in the electoral process. 

Such an assessment should provide a description of the procedure, a sample of forms used, and a 

workflow diagram. Those critical procedure areas are: 

• Voter identification procedures for registration 

• Voter identification for voting '. 
• Candidate/pany filing procedures and costs''' .. 

• Vote tabulation procedures 

,~ • Vote appeal and recount process 

• Ballot transpon and retention policies 

• Election cenification process 

'-'. 
The two most time-sensitive areas in procedure planning are voter registration and voting proced~res. 

The IFES representative should describe the process of registering to vOle and examine the system of 

filing and retrieving voter registration information. The process of making changes or corrections to the 

votedist should be reviewed. 
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2. De"elop worknow diagram 

In assessing the impact of procedures On voting, a workflow diagram of the polling station should be 

created showing the location of voter processing officers, polling booths, ballot boxes, and other key 

individuals and equipment. 

Special attention should be' focused on the time that it takes to vote. Ideally a time and motion study 

should, be conducted to determine the time that it takes to process a voter and thus how many voters can 

be processed during the course of Election Day. 

The IFES representative should become familiar with the process of determining the ballot position for 

'. candidates and parties and the procedures for printing ballolS. A list should be made of the different 

types of alternative voting procedures available such as absentee voting or proxy voting. Specimens of 

, each ballot type and the forms pertaining to them should be included with any assessment written of the 

process. 

3. Develop recommendations 

The on.site team should provide the electoral authorities with detailed recommendations, including sample 

i materials (from the IFES Resource Center if appropriate), on how to improve procedures and render 

. whatever assistance might be necessary to implement those procedures accepted by the authorities. 

" All new forms and procedures approved must 'bedocumente..1 and a separate package put together for 

election worker training purposes. 

4. Evaluate 

:., Election procedures should. be evaluated following the election to facilitate the development of 

recommendations for future elections. 
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G. ELECTORAL STATUTE REVIEW MODULE 

1. Collect information 

ueccmocr 1 ~. I ~9~ 
P~,gc 41 

Since elections are constituted on the basis of law, statutory issues will be a constant concern during the 

course of a project. The IFES representative should obtain a current copy of the electoral legislation, 

which should cover the following topics: 

• Composition of the election authority 

• Government funding obligations 

• Voter qualification and registration requirements 

• Voting district configuration and representation 

• Candidate filing requirements 

-. .;,. • Campaign finance regu·lation 

• Campaign ethics rules 

• Election observation provisions 

• Media access provisions 

• Polling station requirements 

• Voting by the military 

• Vote tabulation procedures 

• Election results dissemination 

• Vote cenification process 

• Vote fraud penalties <;:;,.~ . 

• Adjudication of grievances 

2. Evaluate statutory framework 

In lay language, the IFES representative should forward to the Program ·Officer a confidential analysis ,-
of the ·critical statutes· governing the following aspects of electoral activity: 

• Voter qualification, identification, and registration 

• Voting district configuration and representation 

• Public office filing requirements 

• Polling station requirements 

~ES 
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• Vote tabulation procedures 

• Vote certification process 

• Election observation 

3. De,'elop rewmmendations 

If there are recommendations concerning legislative changes, alternative language must be drafted for the 

critical statutes Which support· access to voter enfranchisement and elected representation, new 

technologies for electoral administration, procedures for improved efficiency and control of balloting, 

polling station requirements, and vote tabulation. 

Additionally, the IFES representative should provide a narrative description of the structure of the 

government, its administrative decision'making process and the law· making process. Recent court cases 

which have an impact on the election process should be reviewed and summarized. 

H. POLL WORKER TRAI/I,'lNG 

Poll worker training is discussed in detail in IFES' How 10 Organize a Poll Worker Training Project 

manual. However, the IFESon·site team may be asked for assistance in planning and preparing for a 

poll worker training .program. Such a .program might be administered by the electoral authorities· 

themselves, by a domestic training organization, by IFES, or by another international agency. An on·site 

technical assistance team's focus in this area is mosi"!J1tdy to be on procuring or preparing materials for 

use in·poll worker training programs, whether or not they ar~ administered by IFES. The team should 

therefore develop a solid understanding of the poll worker training process by obtaining and reviewing 

the job description for each poll worker position and copies of all training manuals, video tapes, posters, 

hahdbills, canoons, audio tapes, booklets, slides, and other training media used in previous training 

exercises or proposed for use in upcoming elections. ,., 

1. Collect materials 

One of the most critical tasks that the IFES team should undertake is comparing the training literature 

to applicable statutes to assure that instructions are being given in accordance with the law. 
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If IFES is assisting the electoral authorities design their own training program, the team should review 

the following elements of training processes from prior elections: 

,.". 

• the type of curriculum 

• successful teaching techniques such as workshops, oral presentations, role playing 

exercises, case studies, and video or audio tapes that were employed . 

• organizational structure 

• recruitment and hiring 

• logistics 

• payment mechanism. 

It is also imponant to note how many people are going to require training, broken down by the following 

categqries of worker: 

• Election authority staff 

• Poll workers (presidents and team members) 

• Other suppon personnel, i.e., security and logistics 

This review will enable the IFES representative to recommend any additional training needed for poll . 

workers and election authority staff. 

2. Develop recommendations 

In developing recommendations for a training program, the IFES representative should include a section 

on trainee testing, evaluating, and monitoring activ,\:e>, as well as a calendar for the recruitment and 

training of election workers and a budget for training. 

3. Evaluate 

Poll worker training effons should be evaluated before, during, and after the election to facilitate the 

" development of recommendations for improvement in the delivery of training for future elections . 
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Yoter ~ucation is discussed in detail in IFES' How /0 Organize a CivicEducarion Program manual. 

However, the IFES on-site team may be asked for assistance in planning and preparing for a voter 

education campaign. The most useful assistance is often the development of a voter education plan for 

execution by the' electoral authorities. Such a plan should include a budget and recommendations on the 

messages and media which are to be developed and disseminated_ On other occasions, the IFES team 

may be asked to prepare aciuaJ materials for use in such campaigns_ 

L Collect information 

Before developing r~mmendations or materials for the consideration of the electoral autho~ities, the on­

site assistance team should become familiar with the current levels of voter ~ucation, broken down by 

demographic categories including location, gender, and other available analytical measures. 

One· way to gather hard data is to develop and conduct a surveyor focus group to measure voter 

Irnowledge of the electoral and political systems_ The surveyor focus group should cover the following 

points in addition to others identified: 

• Voter knowledge of the current government 

• Voter familiarity with political leaders 

• Level of voter registration 
r-

• Location of registration sites -," . 

• Voter awareness of how to mark a ballot 

• Voter knowledge of location of polling stations 

. • Voter knowledge of how election results are released 

2. " Develop recommendations 
..... . 

Based on current levels of knowledge regarding the electoral process, demographic variables such as 

population density, gender, literacy; and access to broadcast media, and infrastructure considerations such 

as the con.dition of roads, the IFES team can develop recommendations or materials which are appropriate 

to the host country. 
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There will often be groups other than IFES involved with voter education, although each group may be 

disseminating distinct messages. The IFES representative should collect samples of all available media 

for the IFES Resource Center. 

The:6n-site assistance team may also be requested to assist the electoral authorities in disseminating 

information regarding the electoral process to the media. The team should assist their counterparts . 

develop election press policies which address the following points: 

• Press credentials and cenifications 

• Media access to polling stations 

• Election results reponing 

.' • News release format 

• Press conference protocol 

It is also useful for the IFES representative to develop a list of potential contractors for the prodU(;tion 

of education media which include printers, graphic anists, copy writers, typeseners, and video and audio 

, production studios. 

3. Evaluate :' . 

If there is sufficient time in the election calendar, the education survey could be repeated to det.ermine 

the extent of success. 
c-.. ... 

J. ELECTION OBSERVATION MODULE 

Election observation is discussed in detail in lFES' How 10 Organize an E/eC/ion Observalion Mission 

manual. On-site as~istance in the area of election observation relates more to helping the electoral 
~ . 

authorities plan and prepare for the number of observers who will be present for lhe elections. It. is thus: 

imponant to have a clear understanding of the observer role as stipulated in the. election statutes which 

authorize the presence of observers. IFES on-site project staff will usually be present on election day 

in their technical capacity and should both render any necessary assistance in resolving last-minute 
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problems and observe events on election day in order to prepare an analysis of the technical aspects of 

electoral administration. 

The most important task in preparing for an innux of observers is setting up a speedy and secure 

I ' 'credentialing process. Individuals working on credentialing will require training in verifying the identity 

of individuals presenting themselves as observers and in preparing the credentials themselves. 

III preparing for observer missions. ~e electoral authorities should develop a briefing book and observer 

orientation sessions which provide critical details on the election process including: 

• Maps 

• Political history of the country 

• Names and affiliations of party leaders 

• Names and contact information for national and local electoral authorities 

• Highlights of critical statutes and the full text of any statute relating specifically to 

election observation 

• ,Highlights of critical procedures, especially vote counting, reporting, tabulation, and 

dissemination 

• Polling-place locations 

Since some observer groups may request background information well in advance of the arrival of their 

teams, this information should be gathered and, placed into packets as early as possible once election dates 

are established. 
.-.:: ' 

Observer: groups may also request assistance in identifying suh3ble locations, transportation, and lodging 

I ' , for their observers. This, information should also be prepared early in the process; 

. K. DONOR COORDINATION/SOLICITATION 

" , As a rule, there are no for~al relationships among international or local contributor groups outside of 

what may be defined in grant documents. However, each group should have a defined role in the election 

l' process. These roles can often be broken down along modules of project involvement. In the end, it is 

usually ·left' up to the individuals involved with the project to establish working relationships among 

themselves. 
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Both the Program Officer and team leader should make personal and/or telephone contact with 

representatives of other donor organizations as a first step. From the initial interview, thelFES project 

team should understand how they see their role and what tasks they specifically see themselves doing. 

Such contributor groups could be US based and USAID funded; regional election, or government 

organizations; the local US Embassy or other nations' embassies; election authorities from other 

developed democracies; international observer groups; ad hoc local observers;, and human rights 

organizations, among others. 

On the basis of an analysis of contributor groups, the IFES project team should create an organization 

chart of the process which details the relationships among th'e groups and the needs of the election' 

process. As stated in the commodities module, other donors should be approached to fill in gaps between 

materiel needed for the eJections and those available through the election authority's and IFES' budgets. , 

The IFES on-site team should maintain an informal network of communications willi the representatives 

of different donor/suppon groups throughout the electoral process .. including telephone contact, facsimile 

transmissions, and personal contacts, but should always work to maintain an independent, non-partisan 

position . 

L. MISCELLANEOUS CONSULTING 

The electoral authorities will often require specialized assistance in administering the electoral process. 

Depending upon the complexity and scope of the task;;::,nc Program Officer can assignthe iask to the team 

leader or other IFES field representative or engage a dedicated consultant. Some of ihese specialized tasks ' 

include: 
.~--

• 
• 
• 
• 
• 
• 
• 

'.'~' 

• 

Video/audio production for voter education, poll worker training,or observer orientation 

Statutory language development 

Canography 

'" Telecommunications 

Computer programming 

Radio communications 

Opinion/attitude polls and surveys 

Graphic ans 
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• 

Time and motion studies 

Security 

Land, water, and air cargo handling 

Press relations 

Language translation 

Bookkeeping 

Electrical work 

Photography 

Carpentry 

Airplane piloting 

Document/workflow analysis 

December 15, 1992 
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In addition 'to specialized consultants, some of the work may be accompl ished by contracting with 

vendors. A list of vendors for those supplies and services which IFES has used is available in the 
, ' 

Resource Center. :product and service information for vendors will be provided on-line to IFES staff in 

the IFES ReSource Center Database. 

,1. Progress reports to electoral authorities , 

'Ibe team leader shoulq repon in ~riting to the elect!);.rl authorities on progress on a regular basis, sucb. 
'. ..... • ~ 4' •••• • • .~ q.-. ~ .. ' .. ' 

af'<f!IoIithIY'"'Ot~e"'end~tif~each"lire''ViSl:1 These writ!en repons are useful in avoiding any 

,misunderstanding regardinK the status of critical elements in the electoral process. Frequently, the IFES 
.. . . ..-- "'-. , 

project team, members, will be working directly with staff of the election authority otl"1f'dililY'basis.-.ht 
..... ;~··tr. J ''1mm'Nt··~-=--~~, ... ~ ......... , ... _ ... ''W'" "'--'-' '.~ - -- - -___ .' ._- -•• '!, .; 

~uch cas~l4i~ leader~oul!1endea~ra".'~. \V!th the senior election ofhciat"lnmt Gil 5 •• 
iWiShl\ 

'. 2: Progress reporls 10 I~hin.J:ton I 

The team leader or designated team member should report on progress to the Program Officer at 

IFESlWashibgton !!;Lea.stt.'"icew~eldy ,ia telephone or fax. Repons should indicate progress made on 
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items already included in the project workplan, new items identified that require allention, and any delays 

or other problems encountered. These reports will allow the Program Officer to initiate needed 

modifications to the project workplan or budget in a timely manner. ..". 

3. Progress .reports to runder . 

lWs . .,the responsibility of the Program Officer to p<t>vj(je ",rillen or verbal progreSs updates to' the . 

appropriate representatives of the furiding organization on ~ regular basis as specified in the funding. 

agreement or otherwise. As in the case of reports from the project team to IFESlWashington, progreSs' 

reports to the funder should indicate progress made on items already included in the project woricplan;' 

new items identified that require allention, and any delays or other problems encountered. 

---.-. 
of the project, especially·atlhe·lieginnfng 

'. ;' ~.' 

~ .... 

-'~ . 
\. 

r .• 

.. , 
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If the funder of the project is U.S. AID, the team win be expected to orally debrief USAID and embassy 

, officjals prior to their final depanure from the country. "The team should be prepared to outline their 

accomplishments, findings, and recommendations, panicularly those regarding possible future assistance 

. to the elecu;>ral process. In some cases" the funder will expect to receive a wrinen repon from the tearn 

. prior to its,departure. In such cases, this expectation will be clearly expressed in the team's scope of 

.worle and in team members' contracts. 

When possible, IFES schedules a debriefing for the team at the IFES Washington office. It is also 

advisable 10 scbedule public and Congressional briefings and, panicularly if the project is AID funded, 

. a briefing for officials of the Depanmenl of State and U.S. AID. These toO are usually oral briefings 

00 th~ tearn's acComplishments, findings, and recommendations. 

~jJfFiMT1'epiiFrWiifll1g'---' 

Worle on the final repon should u.suaJly be an ongoing task. The team members should gather materials 

and Ieeep a sep?fate set of notes of items that should t,::"~c()vered in the final repon, especially on lessons 

learned during the COurse of the project. Actual drafting of th~ sections on project background, election­

process overview, and project description shouhj begin as early in the life of the project as possible. If 

a tearn member's involvement with the project ends prior to the end of the project, the Program Officer 

should requesi that team member's contributions toward the final repon before final payment for services 

is made. 
': 

Once th,e project is complete, the team leader or other team member assigned by the Program Officer 

should coordinate with any other members of the project team and begin drafting the remaining sections 

of the.final p~oject repon. The repon should clearly outline the team's accompliShments, observations, 
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and recommendations, panicularly those regarding possible future assistance to the elector.al process. In 

general, .. ~¥ ItVOIuhould conform \0 the fOllowi~~ 

I. Lists 

a. abbreviations 

\ 
\ 

i 
! , 
f 
I 
; 

I 
~ 

i 
-; 
;-

2. 

3. 

5. 

6. 

" 

b. key personnel 

Executive Summary 

Project Timetable 

Background' of IFES Involvement 

a. Pre-Election Assessment Mission and Report/Recommendations. 

b. Elections Assistance Project Grant Description 

c. Grant Amendments 

Overview of the Election Process 

a. Key Elements of Electoral Law and Practice 

b. Administrative Strucrure 

c. Political Panies 

d. Involvement of International Groups 

lFES Project Description 

a. Project Personnel Job Descriptions 

b. Commodity Assistance 

c. Communications Assistance 

d. Data Processing Assistance 

e. Logistical Planning A,sis!ance 

f. Procedural Planning Assistan'ce 

u Election Statute Review Assistance o· 

h. Election Worker Training Assistance 

i. Voter Education Assistance 

j. Election Observation Assistance 

k. Donor Coordination/Solicitation 

I. Miscellaneous Consultation 

. 7. Responses to Pre-Election Assessment Recommendations 

8. Responses \0 Additional Problems Identified During Project 

-'.-

'; 9. Project Administration 
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Description of Election·Day Activities, Problems Encountered, and Assistance 

Rendered 

Election Results 

12. Post-Election Recommendations to Electoral Authorities for Changes to the 

EI ectoral Process 

, 13., Post-Election Recommendations to the Funder for Additional Assistance 

, 14. Post-Election Recommendations to IfES for Changes in Project Administration 

.~ 

\15. 
\ t6

. , 
l 

Methods 

Conclusions 

Attachments 

a. Maps 

b. Press CI ippings on IFES Project 

c. Election Results 

The Program Officer should review the draft final project repon for content and style prQ.blems ~m, 

it to the author if necessary, Ideally, the repon should be reviewed by at least two IFES staff meinbep;. 
~.. :' ,' •...• ~ . __ .' ~:':",J 

, inadd.LtiQQ:Ioc::ffi'Iil'rograni, Officer.responsible before it is accepted as final. Usually, the seco;,~. 
reviewers/editors will be the senior Program Officer, the program director, or the deputy director. The 

~ . finar~P;;~si~ufd-bese~ifirst'toth~ funder and theIFES Board, then to other organizations i~v~;:; 
in the elections, the ,IFES, Resource Center, and other individuals and organizations who might be 

ini'etist'Ecii"j~ the proje~t. 
.....~-. 
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VIJ:'!!""'Monitoring nnd evaluation strategy' ' , ,-

On-site technical assistance projects can and should' be monitored and evaluated on several levels, using 

a variety of evaluative tools, with several different audiences and purposes in mind. Monitoring should 

continue throughout the project so that any corrective action needed can be taken in a timely manner. 

~J~' '," A... .... " Team members , 

The performance of each individual project team member should be evaluated, for two primary purposes: 

" 

• to assess wliether the scope of work and other formal expectations have been fulfilled; 

and 

• to leave an evaluative record of the consultant's work in their IFES file., This ,will' " 

provide an audit trail to the Consultani's SOW ~nd performance review:bY funder' (i( 

required) and aJlow other IFES staff to bener judge their suitability for future IFES 

assignments, 

The IFES Program Officer who managed the project should solicit feedback from the USAID mission, 

the U.S, embassy, or other funder with whom the consultant interacted in the field, regarding the' 

consultant's performance according to the pre-established criteria: 

• a strong command of English and theofficial language; 

• positive interaction with host country officials and USG officials in-country; and 

• substantive contribution to the tasks '(;"~lii:Jed in the scope of work. 

'" 

The Program Officer should add their evaluative comments on those performance criteria, based on 

reponing during the project, Washington briefings and debriefings, and on the final project report. The 

Program Officer's evaluation of the project team members should be written and placed in the 

consultant's confidential file at IFES. 

" 
B. Institutional developmenl 

'I Since IFES' primary objective of strengthening the electoral process is best achieved in the long term by , 
assisting in institutional development, the final report should include descriptions or impressions of any 
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progress made in developing credible electoral institutions, including the names of any election workers 

who demonstrated superior ability during the process. 

G:=., _-"P.!.rOjecLdesign and. support , 
IFES' project design and support.to the project team should be evaluated by the team members with the 

primary evaluative criterion being: Did IFES enable the consultants to do as good a job as possible in 

. carrying out the project? The purpose of this. evaluation is to give feedback to IFES on its general 

administrative (1rocedures in designing and supporting an on-site technical assistance project, so that the 

. design and support can improve with future projects. 

i:i1i:ml:ll,lrE:Questin,g that they give a written response evaluating project elements such 

• make-up of the project team: si~e; complement of skills, of personal ities; appropriateness 

of choice of project manager ., preparations ·for the project: briefing book; accuracy of verbal description· of project 

task; quality and helpfulness of Washington briefings 

• IFES support to team while in-country 

• overall Project design: feasibility and appropriateness of scope of work 

The team members' written evaluation should be coi,:;'i:t~d by the Program Officer, who will share the 

comments with other program staff and ,use the consultants' suggestions to make improvements in project 

management. 

" The project as a 'whole should be evalualed in terms of how well it responded to the needs of the host 

country and.the funid~T. ~lI~luati~'!!.9rthiS questionc~n be pro~ta5.f ~t.ooth immediately after 

.the completion and:deIivery of ihe.projea ,eport, and several-moRltlS"t .' 

./,f;ES 
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The evaluative questions that the IFES Program Officer should discuss with the project funder, and to 

the extent possible host government officials, include the following: 

,.~ . ' 
• 

,-

< 

{, 

''';: ... 

~ 

• 

• 
• 
• 

• 

Was ,the project scope of work sufficiently comprehensive and sufficiently focussed to 

meet the needs of the funder and the host country? 

Were the individual objectives of the scope of work fulfilled through'the team's work? 

Was the IFES response to the need and the request for assistance generally satisfactory? 

What, if any, are the near-term ways in which IFES can continue to be responsive to the 

needs of the funder and the host country in their effons to strengthen the electoral 

process? 

What, if any, are the long-term ways in which IFES can continue to be responsive to the 

needs of the funder and the host country in their effons to strengthen the electoral 

process? 
i.., '." . ~ ... 

The means for gathering answerS to these questions, from the funder and from host'countr),officials; ina-y 

vary. Infonnal means, such as telephone calls, often can solicit a more frank' arid comprehensive' 

response. It is important, however, to also solicit written responses to these questions, ifpossible. 

The funder and host country evaluation of the project should be collected, written down (if given 

verbally), and commented on by the IFES Program Officer, and included in the permanent project file. 

Evaluations should also be placed in the evaluation 'hie in the director's office so that evaluations can 

easily be Shared with other IFES staff members, funders, and board members, as appropriate. The funder 

and host country evaluations should also be presented at the project evaluation meeting convened by the 

regional program director. (See below.) 

2. " Longer term project e"aluation 
~. ~ , • 

_~ES 
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~1:"-'Project's rulfillment Or IFES' objectil'es 

IFES implicitly or explicitly sets institutional objectives for each project that it undertakes, 'including on­

site assistance projects. At the completion of the project, the relevant IFES staff should gather to review 

those objectives and to evaluate whether they have been ac.complished. Institutional objectives for 

carrying out an on-site assistance project might include the following; 

•• 

\. '. \. 
• 

to satisfy a-request from a funder or country with whom it is important to maintain or 

build a good relationship; 

to lay the groundwork for further short-<lr long-term assistance in the country; 

to fulfill in part the IFES annual workplan; 

to generate the revenue that- comes from the overhead category in the project budget; 

to provide technical assistance experience to an IFES staff member or consultant . 

An~_\lative'iliscussioniegardlng 'each project should be convened by the regJI?1!.~PIQ.gra!Dj!ir~Q!i. _ :'" '.,-:".-

. to'i~~~' :it=;~;i'v~fid;;' prog~;;~-;i~ff:-fi~a~cii;;nciad~nistat;"t'?mif."lr'i;·lre~~g ii$f.&/ .-
..... ,~~ •• ,i ~' .. _' -... . ...:.~: •• __ ._ ,._. '" . ~ '. ',' 

... examine how. well the'project has fulfilled the institutional objectives of IFES:" Such discussion should 

-.~ 'determine whether a project has been profitable, ·in every sense of the word, to IFES and whether similar 

projects should continue to be undertaken. 

-...... 
, 
'. 
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Project Recordkeeping Supplement 

Each set of project field files should contain a standard group of documents in addition to any which may 

be unique to a panicular project. Copies of these materials should be forwarded to IFESlWashington as 

appropriate; any items remaining after the election should be forwarded along with the final project 

report. 

( 
\ 

\ • 
t 
, 
I 

• 
• 

• 
• 

• 

• 

All correspondence, memoranda, or reports from the election authority. 

A list of key players in the process including names, titles, addresses, and other contact 

information including copies of business cards. 

Samples of all public documents published by the election authority. 

Copies of all reports, memoranda, forms, and maps created" by the IFES field t~ in" 

support or in analysis of the election process. 

A list of all bidders, vendors, and potential suppliers of goods and services to. the 

process, including names, addresses, and other contact informaii6n irid~dirig"~pi"es of 

business cards. 

A set of maps showing the country, its political subdivisions, and voting"districts. 

• A copyof the electoral codes and statutes. 

• Reports, memoranda, and training literature from observer organizatio~s On ihe el~tor:iJ 

process. 

• Samples of literature, statements, anu m,nifestos from political parties. 

• Copies of all audio" and video tapes produced by IFES for training or education purposes. 

• Copies of all print media produced by IFES for training o"r education purposes. 

• Copies of the training manuals or training literature used by the election authorities. 

• Copies of local and international newspapers, journals, and any other print media 

showing articles and display advertisements concerning the election . 
• 

• Samples of all statutory and administrative forms and signage used by the election 

authority in voter registration or the balloting process. 

• Specimen samples of the ballots used in the election. 

• A list of polling station locations. 

• A copy On disk of the list of registered Voters. 

JkES 
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• A copy of the final election results. 

• Prints or slides of all photographs taken by IFES representatives during the"project. 

• A local telephone directory. 

• If a video camera or VCR is employed during the project, copies of all tapes shot directly 

or television news programs, speeches, and political advertising recorded from local 

television. 

• 
• 

•• 

• 

All audio tapes from HF or VHF radio transmissions. 

All audio tapes recorded ftc::! standard radio broadcasts, including news programs, 

speeches, and political advertising. All audio tapes of news conferences recorded directly 

by IFES field representatives. 

A media list showing names, contacts, telephonelfaxltelex numbers and addresses for all 

major news media' outlets in tile country. 

A video, audio, and print r,ecord of the election process, including a television and radio 

reports, commercials, speeches, debates, and other broadcasts . 

IFESlWashingtori project files will necessarily be focused more on administrative matters than on the day-.' . 

to-ilay operations of the project team. It is critical that original documents be available when and where 

needed for audit purposes, so most originals are kept either in the field files or in IFESlWashington 

finapcial files. Project officers will need 10 refer to many of these documents, however, and should make 

and retain copies for their project files. c;, c. ". 

3...... J\PMINISTRATIVE. 

Proposal/Grant / Amendments 
• 

Contracts 

ijt Budget Information 
': 

b. REPORTS 

i"" Pre-Election Assessmen\ 

M! ReportS from project consultants/staff 

iii. Interim/progress reports 10 A:I.O. 

iv. Final project repprt 
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v. Repons from other sources 

I c. CORRESPONDENCE 

I i. A.I.D. 

ii. Election Commission 

iii. Embassy of host country 

iv. U.S. Embassy in country 

v. other U.S. groups 

vi. other local groups 

d. PROCUREMENT 

i. U.S. Procurements 

ii. Local Procurements 

iii. Other donors 

iv . Asset Control 
. ---

v. Vendors 

vi. Shipping 

e. OTHER 

\ i. Background information 

ii. Contacts 

iii. Sample Materials 

iv. Travel 

v. IFES press coverage 

'~ .... 
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HAlJlO ~.JliLE REPORT 

NAME OF RESPONSIDLE __________________________________ _ 

I TITLE OF RESPONSIDl..E _______________________________ _ 

OFFICE LOCATION 

TYPE OF RADIO UNIT 
r. 

MODEUSERIAL Its 

DATE ISSUED 

DESCRIPTION OF PROI3LEM AND CIRCUMSTANCES 

To the best or my knowledge, the above statemp.nt is true and complete. I understand that a police investigation and report must be ~equcs 

the event or then or vandalism. 

Signature and Date 
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HOW TO ORGANIZE 

A PROGRAM IN CIVIC EDUCATION 

I. Project identification, design, management 

A. Project Identification 

1. Criteria ror Selection 

• Invitation rrom host government 

• I. democratizing country 

• Available runding 

Civic education is an essential element in building a lasting democracy, and in panicular; the: electoral 

process. Supporting the evolution of democracy and the electoral process is a basic element in the charter 

of the International Foundation for Electoral Systems (lFES). Without civic education, voters are unaware 

of their rights and responsibilities as citizens. More specifically, they need to understand the mechanism 

." and significance of the voting process itself. 

, 

Civic education assistance must be tailored to the specific needs of each country. taking into consideration 

the long-term goal of building a sustainable institutional base for a democratic electoral system .. It may 

be provided at the request of the host government or other indigenous organizations. The assistance of 

indigenous organizations is usually quite important. 

The funding available for civic education training programs may involve only small-scale projects. 

Specifically. funding may be available for voter awareness programs focused on. a particular election. 

Additional funding would enable these programs to be expanded. depending on need and interest. Due 

to the potentially high cost. funding long·term civic education training programs may present a constraint 

to the process. This may be resolved only through bringing together a number of funders who 

collectively may provide sufficient funds to accomplish the objectives. 

2. Needs Assessment 

The level of available information, voter education and awareness. and the status of civic education 

programs in the host country. are often determined through pre·election assessments. If such an 

assessment exists. preferably conducted by IFES. it provides an excellent base from which to develop 
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, 
adequate civic education programs. If sufficient information is not available to develop a credible 

program, then IFES must conduct a needs assessment before proceeding. 

3. ' Timing of civic education programs in relation to electoral calendar. 

A civic' education program can be carried out usefully at various times during the pre- and post-election 

periods. In general, it should not come before a country has started the process of becoming a 

democratic: society. Where that commitment has moved the host country toward holding a national 

referendum or mUlti-party elections, the timing of the election will influence the structure of civic 

education programs. 

'", It is also essential that the objectives for any program have their evaI~ation criteria properly stated before 

, , 

, work is started. If one purpose of the civic education program is to enhance voter awareness for an' 

upcoming election, the timing of the election is critical to the structure,of a voter awareness program. 

, This should be done to ensure that it is possible to achieve the objectives given the conditions and 

constraints within the host country. 

Successful short-term civic education, or voter awareness, programs must be timed to ensure that the 

, "awareness", training reaches those individuals who make up each of the target audiences prior to election 

" day: 'It is important to begin early. Early training means that a greater percentage of the target audience 

will be'reached. 

, Civic,education, however, 'sho\lld not have a time limit placed on it by an election date. Effective civic 

education' should become' an integral part, of the country's social texture and effortS toward 

democratization. 

4. IFES' Objectives 

a. Fulfills JFES annual operating plan 

b. Lays groundwork for future work in host country 

lFES ,may undertake the civic education program because it has been requested by a funder with whom 

it is important.to maintain or build a good relationship. IFES may also hope to lay the groundwork for 

IttES 
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further shon- or long-term assistance in the country; for an up-coming observation mission; or for 

fulfillment of the IFES annual workplan. IFES should be clear and explicit about what its objectives are 

: i in carrying out each training program prior to the design and implementation phase: . Clarity on this 

I 

question helps to determine the scope of work, when resolving any potential conflict with the> program 

funder, and especially when evaluating the program 10 determine if all objectives have been fulfilled. 

B. Scope of Work 

1. Goals, obJectives, activities: 

8. Are they mutually satisfactory to IFES and to funder? 

b. Are they feasible, given constraints? 

c. Criteria for e,·aluation 

The elaboration of a project's goals and objectives comes as a result of terms agreed to by IFES and its 

funding source. Cenain elements of the project are essential to IFES' information gathering (Resource 

Center) process; others may be incorporated at the suggestion of the funder or by the funder on behalf 

of the host government. It is imperative that all panies concerned achieve consensus regarding murual 

expectations and constraints before the project begins. 

The objectives of the project, as reflected in the scope of work or terms of refererice for the civic 

education training team, must be written in a form that indicates clearly what the funder expects from 

IFES and what IFES expects from the team who will be facilitating the training. They also shouid be 

written so that their accomplishment is measurable, both by IFES and by the funder. Iii the evaluation 

phase of the project, both instiTUtions should be able to identify clearly and quantify the degree to which 

objectives were accomplished. 

2. Budget 

a. What to budget for? 

b. Arriving at budget agreement with funder 

As the terms of reference and the objectives of the training program are defined, IFES must begin to 

develop a program budget. The budget should include all elements of direct and indirect costs based on 

Jt..ES 
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IFES' previous experience plus additional country·specific information provided by the funder, the host 

government, or other sources. Supporting documentation for the estimation of li'ne item' amounts is 

necessary. The proposed budget should reflect the realities of the project enviionrilimt and take into 

account the potential for unanticipated costs. The first draft of the budget will serve as the basis of 

negotiation with the funder(s) in determining the final project budget. 

'. The input of the IFES Director of Finance and knowledgeable colleagues should be solicited .. The budget 

is included as part of the project proposal and is subject to review and approval by IFES executive staff 

as well as the funder. 

C. Negolialing other project parameters 

1. Arrangements with host country 

a. What are the host government's ex~ectations? 

b. Who is the primary point or contact in the government ror the 

team? 

As lFES discusses the scope of work of a civic education project with a USAID mission, a U.S. embassy, 

or other funder, it may be useful, particularly in the case of short-term civic education project, to bring 

the host government into the discussion, either with IFES directly or through the funder as intermediary. 

The funder should be.asked to provide a written summary of its discussions with the host government, 

and a list of government officials, with names and titles, who can assist the civic education training team, 

assuming that th,is is applicable. This written documentation should also spell out the kind of assistance, 

if any" that the assessment team should expect from the government, for example, local transportation, 

office space, or the facilitation of discussions with officials inside and outside of the government. Such 

arrangements with the host government are especially important in the case of short-term civic education . 

. JtES 
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2. Arrangements "ith U.S. Embassy or USAID mission 

8. Lodging, transportation 

b. Setting up initial meetings 

Discussions with the funder andlor the U.S. embassy should also clarify the degree and kind of suppon 

that they intend to provide for the team (if any), such as car and driver, office space, access to 

communication facilities, and the facilitation of contacts with information sources in-country. Sometimes, 

the USAID mission and lor the embassy may be requested to make reservations for the team at a suitabl~ 

hotel in the capital and to meet the team upon their arrival at the airpon. 

Sening up initial meetings may be facilitated by either the U.S. embassy or USAID. It is, however, an 

imponant responsibility of the IFES Program Officer. 

As soon as both IFES and the funder are in general agreement with the arrangements spelled out in the 

proposal, a Project Authorization should be filled out, covering the proposal, and sent to iheappropriate 

AlD/Washington representative. This will meet AID's requirements for its Core suppon. Authorizing 

documents will be prepared for eachfunder/donor (UN, Host Country government, etc.) in accordance'. 

with their requirements. 

ritES 
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II. Selection or civic education project team 

A. Specification or target audience 

1. Civic interest groups 

2. Media personnel 

3. Political party leaders 

4. Voter groups 

5. Minority groups, women 

6. Students 

·One element in the selection of the civic education project team is understanding the makeup of the target 

audience. In many cases a core group of 'super trainers' is formed. These trainers first train a small 

group at the national and regional level. Training is then organized for local level trainers. These are 

. 'the individuals who will be vested with the responsibility of training the general public.' (Specifically, the 

responsibility for training poll workers may be funded under a different project. Refer to the IFES 'How 

to Organize.a Poll Worker Training Project' Manual for additional information.) 

For short-term civic education or voter awareness programs the core trainers' work is not confined to 

-. training at the -.Iocal-Ievel: During -the training of the local level officials and leaders, and in the 

subsequent training of their staffs, the core trainers will circulate to observe the training in progress and 

correct any misinformation. 

In many cases,:: the voter awareness programs are not "training' per say, but, rather targeted media 

campaigns. This form of training may involve significantly different groups of 'trainers' and employ 

media consultants, writers,"graphic artists, etc. to effectively. deliver the message. 

:In the case of long-term civic education progranis, the in-country trainers are determined according to 

the specific issues covered by the programs. These trainers in turn reach others, eventually conveying 

the necessary-information to the largest possible segments of the population. 

DO NOT COPY .- FOR INTERNAL USE ONLY 
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B. Identification of international consultant(s) 

The specific civic education project team will be defined by the scope of work, including the civic 

education materials to be produced, the scope of the training, the period of performance and the available 

funding. Key positions for the project team are likely to be as follow: 

Project Manager-Based on the scope of the program, this position could possibly be combined' 

with one of th,e trainer's positions. Determining factors are the size of the training effort and the 

size and scope of the overall technical assistance project. 

Stand-up trainer-This position requires excellent communications and organization skins, as well, 

as enthusiasm and a disregard for the time clock. It is essential that the stand-up trainer be able " 

to converse in the official language. 

Mass Media Specialist-This position is useful if the initiative includes a component calling for 

graphics, cassettes, and videos for use in the program. These materials can also be utilized in 

a greater voters' awareness or civic education program. Previous experience' with a' variety of 

programs and media is a must. 

AdvancelLogistics Coordinator-When undertaking a far·reaching cascade-type training or series 

of regional seminars on a tight schedule, this is a worthwhile addition to the project staff: 

Otherwise, the responsibilities of advance, set-up, and transport fall into the domain of the project 

manager (or lead trainer if project manager is unnecessary). Candidates for this position should 

have a proven track record. 

Political philosophv specialist--This position is useful, if nOl indispensable, for along-term civic 

education program that involves discussions of principles underlying a democratic society. 

Other civic education specialists--These specialties may include: economic principles and specific 

, issues; comparative electoral systems; legal principles and specific issues. 

JtES 
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C. Consultant selection 

1. Data base 

2. Additional services 

As the goals and objectives of the project are being determined, the Program Officer should begin to 

identify those consultants who may be best suited to accomplish the mission. The size of the team is 

'largely: dependent upon' the scope of work and available budget. The team should have sufficient 

'background and experience to ensure that all aspects of the project wi\) be completed satisfactorily. 

The initial step in the selection process .. should be a search of the IFES Resource Center Database. 

Information on' Consultants who have been a part of prior IFES projects or have provided detailed 

information on the Consultant's Individual Data Sheets will be available on·line to the Program Officer. 

Consultant information may also be gathered through referrals by other Program Officers and Program 

. Officer's previous -experience. Secondary sources include universities, private consulting firms, or 

referrals from consultants. Each potential consultant should be interviewed, perhaps more than once, 

with a foreign language component if the Program Officer is unsure of the consUltant's skills in that area. 

A Consultant's Individual Data Sheet must be completed and if possible, a writing sample should be 

obtained. 

D. Selection and performance criteria 

1. Specilic skills 

a) Language 

b) Country knowledge andlor experience 

c) - Knowledge of cil-ic education 

d) Issues in democratization 

e) Election Law 

f) Training 

2. - Interaction with host country oflicials and NGO as well as USG oflicials in 

country 

-3. Successful completion of scope of work. 
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There are a number of criteria that must be considered as the team is composed. Cenain skills are highly 

desirable, such as background in civic education training; knowledge of the country's,cultUre, including 

if possible in-country experience; experience as an election administrator; more general experience in the 

democratic process; and familiarity with election law and related issues. More specialized skills will be 

required for a particular civic education program, such as experience in leadership training. It is 

imponant that consultants be selected according to how they can best perform as a team and how their 

collective skills may be applied to complete the scope of work. The Program Officer should consider 

as many combinations of consultants as possible and always be prepared with alternate selections. 

Whatever the team member's special skills, a good command of English is required. Ability to express, 

oneself in the Janguage(s) of the host country is imponant, if not mandatory. Effective communication 

with host country officials and NGOs as well as USG officials in-country is required. Team members, 

'-will also be expected to contribute substantially to the team's completion of the scope of work and the 

project objectives as set fonh in th.e project proposal. It should be made clear to alLconcerned that these 

expectations will be foremost among the criteria on which the consultant's performance will be evaluated.' 

In making decisions regarding the composition of the team, the Program Officer must consider additional 

factors. In some cases, it may be useful to designate one member as the team leader. The team leader 

will act as the primary spokesperson while in-country, and will be responsible for bringing the team to 

consensus on its procedures, priorities, and activities. The team leader serves as the contact for the 

Program Officer in-country and should be able to provide administrative direction while in-country. 

A t~m member should also be designated as the final repon coordinator. The repon coordinator is 

responsible for reviewing the repon as drafted by the team, noting any weak areas, before presenting it 

to IF~ for editing. While the repon coordinator does not make specific repon writing assignments, he 

or she is responsible for ensuring that all issues raised in the scope of work are addressed by the repon .. 

This person will be the initial contact for the Program Officer should questions arise during the repon 

editing process. It is recommended that those consultants with previous experience and familiarity with 

IFES procedures be chosen as team leaders and repon coordinators. 

JtES 
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E. Interviews 

1. Determining level or language skills· 

2. Writing sample 

3. Proressional recommendations 

.Language skills must be determined not only through examining a consultant's biographical data but also 

through personal interview. A writing sample would also help determine the consultant's communication 

skills. Professional recommendations may be obtained both in writing but also - and preferably -

verbally; the Program Officer must make .every effon to obtain the fullest possible assessment of the 

consultant"s skills. 

, Logistics questions must be included in the interview. How does the consultant respond to the time 

commitment requested? How rigid is the consultant"s schedule immediately following the close of the 

project? What kind of advance preparations should he or she make? Following the initial selection, the 

,consultant should be contacted by the Contracting Officer to negotiate the consultant's daily rate. The 

Program Officer needs to be assured that each consultant will be able to complete his scope of work. 

.JtES 
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III. Project and te:lm management 

A. Travel, shots, visas, advances 

1. Travel regulations 

2. Advances to include transportation funds 

Many tasks must be completed before the team arrives at the IFES offices and before dejlarture for the 

destination .. Once team members are identified, they should be contacted by the IFES Administrative 

Assistant to make arrangements for air travel, visas, inoculations, medical insurance coverage and lodging' 

arrangements in Washington, if necessary. Travel advances are determined by the Administrative· 

As~j,stant, who is also responsible for ensuring IFES' compliance with applicable regulations regarding'.' 

travel and per diem (including U.S. government, funder or donor). For this reason, it is preferable that 

the Administrative Assistant, rather than the consultant or program staff, make these arrangements. 

B. Team planning meetings 

1. Scope of work agreement (te:lm and funder) 

2. Performance criteria and IFES expectations 

a. Performance in-country 

b. Quality and timeliness of project outputs 

3. Resources (materials, people, examples) 

a. Briefing books 

b. Ci"ic Education samples 

c. Other training materials or programs 

d. Sample laws or other documents 

4. Indil'idual work assignments 

5. 

6. 

a. . Role and responsibility of te:lm le:lder (in country) 

b. Role and responsibility of project coordinator 

Procedures for communications 

Time sheets and travel expense reports 
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To the extent practicable, the two days prior to the team's depanure are reserved for briefings and 

planning meetings in Washington, D.C." This time allows the team members to meet each oilier, IFES 

staff to brief the team, and any last-minute information, instructions and concerns "to be shared. 

Briefing books should be prepared for each team member, with an additional copy for the Resource 

Center and include, in the following order: 

• Project Proposal and Consultant's Scope of Work 

• Relevant Correspondence between IFES Washington office, 

funder and host goven\ment 

• Team members' resumes 

• Background information on the country 

• News articles on the "democratization and election process 

• Documents such as the country's constitution and electoral law 

• A copy of a model IFES report 

Each team member should receive their briefing book with enough tiine to review it ~ arrival at the 

IFES office. 

During the briefing day(s), the team will meet with several members of IFES Staff. Team members are 

briefed on IFES philosophy and guidelines for conduct in-country. The quality and timeliness of project 

outputs are diScussed. The final report writing responsibilities are also outlined in this meeting. The use 

of PC hardware and software (such as WordPerfect or Lotus) should be specified in advance to ensure 

full compliance, If the project report is to be drafted in a language other than English, the "Program 

Officer should ensure compatibility of software and availability of the appropriate translation services. 

In addition to the briefing books, team members are provided at this time with resource materials selected 

to provide a "basis for completion of the various elements of the scope of work, such as examples of poll 

worker training manuals, voter awareness materials and other civic education materials, electoral laws 

or constitutions from other countries, sample registration material, ballots, or other forms. Books, 

articles;" and other civic education materials are provided as well -- both in English and, if available, in 

translation. 
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'I Project. team members should be briefed as to the climate, the type of clothes to pack and the type of 

_~' ___ JoCo..."nditions that can..be..l:XjlectedJn..£ountr~ding,trav.eLand accommodation.Jntense training projects 

when significant numbers of people are to be trained are always taxing and sometimes extremely arduous 

and even potentially dangerous. 

! 

\. 

! 

The IFES Program Officer and team members should review the outline of the final report. This time 

should be used to confirm the connection between the project proposal, individual scopes of work, and 

final _ report. The Program Officer should indicate which team member shall serve as the report 

coordinator andlor team leader, with an explanation of the role and responsibility of each. The Program 

Officer should also be able to demonstrate the rationale for individual work assignments by describing 

the skill set of the team and how the team members complement each other. By the end of the meeting, 

each participant should have a clear understanding of how the team will function, with detailed 

responsibilities assigned among team members. 

The Program Officer should have adequate in-country hotel and telephone information for team members 

and their families prior to or at least by the day of the team's departure. Team members should be 

directed to communicate their safe arrival in-cOuntry directly to IFES or through the U_S. embassy or 

USAID mission. 

The Administrative Assistant and Contracts ,Officer will brief team members on their travel advances, 

with instructions regarding completion of time sheets and expense reports. Insurance coverage and 

i emergency information should also be part of this meeting. Team members, after reviewing contracts 

.1 with the Contracts Officer, should sign them and receive copies signed by an executive staff member. 
I 
! 

C. Country-specific briefings 

1. AID and State Department 

2. Host country embassy 

Current pOlitical information and confirmation of expectations are part of the AIDlWashington and State 

Department briefings. These meetings are an opportunity for Washington State and AID officials to 

become familiar with the team, provide up-to-date country information and review the host country's 
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expectations of the team including expectations for the verbal and written reponing of the team's findings.-

It is a time for the ·team members 10 ask any q11estjons thC)'-might_have_abouLtheir-scope;bf-work_or ____ _ 

about the country's current political climate. 

The final set of briefings consists of visits to the host country's Washington embassy and any other 

persons the Program Officer believes may __ provide. substantive country information. These -persons 

include professors, consultants or anyone else who has significant country experience. 

D. Team mariagement and monitoring 

1. Project reporting to runder 

2. Communication 

3. Support 

Following the departure of the team, the Program Officer is responsible for team management and activity 

• monitoring. Decisions regarding team procedure or unexpected situations should be referred to and 

decided by the Program Officer. The Program Officer also functions as the team's WasbingtOn-based 

suppon staff, obtaining additional information or making alternate arrangements as requested by the team. 

The Program Officer should communicate with-_ the team as needed to be aware of current activities. 

Specific:.instructions as to methods and frequency of communications between the in-country team and 

Washington should be included in the briefing book and reviewed with project staff . 

. ~ES 
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IV. Developing and implementing chic education programs 

A. Rationale behind either short-term or long-term civic educllion 

In many countries, particularly those suffering from a high rate of illiteracy or emerging from some form 

of civil conflict, a civic education program may simply fill the basic need for voter education. Rather 

than'instructing the electorate on the underlying principles of a democratic representative government, 

this aspect of civic education seeks to infor III the electorate about the simple mecbanism of voting and 

expressing their wishes through the electoral process. Without an adequate understanding of the process 

of voting, the population may express frustration with the democratic process itself either by refusing to 

participate at all Or turning to non·democratic, even violent alternatives. 

Long-term voter education may be appropriate after an election has already taken place but the country . 

still has a way to go before it becomes a full-fledged democracy. Although it may be a while before . 

either local or national elections are held again, and pOlitical panies are still in the process of realignment 

and even formation, the pOpulation may be in need of assistance to understand .the principles of a free 

sOciety as well as both the rights and responsibilities before them. 

B. Identifying the need - preparatory work. 

One of the most significant tasks in preparing an effective civic education program is an accurate and 

realistic assessment of the deficiencies in the SOCiety related to the level of education, the psychological 

and social realities, and the available infrastructure. A major challenge is lack of information and 

possible resistance to gathering information, whether pOlitically motivated or not. 

Deficiencies in the level of civic understanding present in a society, however, are often palpably evident, 

i, even if not fully quantifiable according to rigid standards. A variety of meanS may be used 10 establish 

their nature, extent, and seriousness: 
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1. Interviews 

There is no substitute for personal interviews with as many people as may be realistic given ihe budget, 

size of country, etc. Interviews may include leaders of civic groups, including trade unions; leaders of 

political panies; government officials who deal with the private sector; teachers and professors; 

journalists; people engaged in business. A realistic variety of interviews is recommended. There is some 

danger of becoming too dependent on people's informal impressions. 

2. Polls 

. Polls are useful but often flawed, particularly in areas where people may be reluctant. to be forthcoming. 

Also polling techniques may be rudimentary. But any sort of polling is useful, if understood in context. 

If used, .polling must .include a representative cross section of the population. One way to gather hard 

data is to develop and conduct a surveyor focus group to measure voter knowledge of the electoral and 

political· systems. The surveyor focus group should cover the following points in addition to others 

identified: 

• Voter knowledge of the current government 

• Voter familiarity with political leaders 

• Level of voter registration 

• Location of registration sites 

• Voter awareness of how to mark a ballot 

• Voter knowledge of location of polling stations 

• Voter knowledge of how election results are released 

. There will often be groups other than IFES involved with voter education, although each group may be 

disseminating distinct messages. The IFES representative should collect samples of all available media 

for the IFES Resource Center. 

3. Research 

Use of. local newspapers, scholarly material, international news media, and any other research lOols are 

indispensable for an adequate needs analysis. 
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C. Choosing the message 

i .------------------__ -,. __ 

When designing a civic education program, informational Objectives must be clearly defined. In the case 

of shon-term voter education, informing the electorate of the location of polling stations and the time and 

date of their operation is sometimes the only work possible for a civic education team. This is 

panicularly the case in large countries with minimal communications infrastructure. When civil conflict 

is involved, concerns about security and the secrecy of the vote become paramount. In all such cases, 

'the step-by-step procedure of how one registers and actually votes, from waiting in line to depositing 

one's ballot in the box, is one of the central messages to be delivered to the voters. Under these .. 

circumstances, a civic information program may wish to highlight the role and the number of international 

observers in-country. The oven presence of foreign journalists and international organizations such as 

the United Nations may serve to ease the electorate's tensions. A simple demonstration·of the voting 
. . . 

process - highlighting the fact that the vote is secret and that the vote will remain secret. - is also' 

essential. 

In countries that have experienced frequent but inconclusive elections, the basic message must include 

a clear explanation of why citizens are being asked to vote again. Voter apathy. may be an imponant 

issue to address. 

D. Choosing a medium for the message 

1. Medium for short-term civic education 

When initiating a short-term civic information campaign that closely precedes the. election, the Project 
~ ... 
Manager must select the medium that will best deliver the message to the maximum number of voters in 

the"minimum amount of time cost effectively. Posters may be a good choice for both literate and 

illiterate population groups. For countries with low levels of literacy, use of graphics are essential and 

can be very effective. Rapid and effective distribution of printed material in under-developed countries 

is rarely reliable_ Television is, in general, the most effective medium for mass communication,although 
-' it is usually controlled by the state apparatus and may not be trusted by the opposition panies or the 

general population. In addition, air time may be expensive, and a large. percentage of a poor, 

geographically dispersed population may have no access to television sets. In the deveJoping world, radio 
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tends to be a more accessible channel of mass communication. But it too has drawbacks: citizens may 

nat tOld state...controlled radio broadcasts, or may not haye.bauedes to operate their radios. 'Yith enough 

advance time, the purchase and distribution of radio batteries can greatly facilitate the work of civic 

education teams. 

The most meaningful medium of communication in the developing world is direct person-to-person 

involvement. .An IFES Project Manager can utilize this form of mass communication by organizing civic 

education theater groups, story-telling festivals, or travelling teams of national civic education trainers. 

:While this option· involves substantial logistical coordination and careful fiscal control, it has the 

i advantage of flexibility: 50,000 civic education posters sitting in a warehouse require outside intervention 

I . to reach an audience; while a small theater group flown into a regional airfield can usually figure out 

some way to get itself to a village and b~gin spreading its message. The IFES Project Manager must take 

care in choosing host country nationals to participate in such a program, and should make all efforts to 

balance partisan participation, gender and, where appropriate, ethnic groups within such teams. 

Finally, voter education may be enhanced by simple printed materials that explain the mechanics of 

voting. Efficient dissemination of this material is crucial if it is to have sufficient impact. 

2. Medium for long-term civic education 

3. Seminars 

A standard IFES civic education seminar is designed to train trainers. Thus IFES trainers ordinarily can 

be expected to address abeM 30 individuals who in turn will be able to train 30 other individuals. 

Seminars are well suited for the dissemination of this sort of information. 

b. Using media outlets 

Television coverage of civic education programs can be an effective way of disseminating the information . 

. The electronic media can be used directly through various educational programs focusing on the upcoming 

elections, through talk shows. special programs, films explaining the history of voting to explain civic 

education concepts. 
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c.. Workshops 

--------------"- ,--,--, , 

Workshops where the audience is expected 10 be very actively involved in leadership iraining are perhaps 

the most effective way of conveying information while also creating a new "product", For example, in 

the case of leadership training, a more effective leader. 

d. Leclure formal 

The large lecture format with minimal audience participation can be an effective medium for reacJiing 

large numbers of people short of using electronic media outlets, This lecture format ordinarily should 

be C!!mbined with other methodological options for maximum impact. 

e. Informal discussions 

Information is conveyed at all times, in all ways. Often the informal discussion is the most effective way 

of reaching some people who may be either reluctant to participate in groups or who for some reason are 

unable to participate in workshops or other organized events, 

Other ideas include: organizing essay or slogan contests; making house-to-house visits; providing bumper 

stickers and bunons, as well as T-shirts and other clothing, promoting the idea of voting; and using local 

talent to encourage voting in all appropriate contexts. 

f. Olher 
i ,,-. 

Each country and each situation presents the civic education trainer with interesting and sometimes 

unexpected challenges and opportunities, Whether through interviews or being invited to address a 

classroom, a trade union meeting, or any other gathering, a civic education trainer may find impOrtant 

ways to convey information. He may take advantage- of opportunities as they arise, 

,./kES 
DO NOT COPY·· FOR INTERNAL USE ONLY 

....... .:...:.i--



,.I 

... .......- ......... , 'J, '77 .. ' 

E. Logistics 

When time is short, the Project Manager m)lst take advantage of all centralized logisiical activities. If 

" the central electoral commission holds nation-wide meetings once a month, these meetings can be utilized 

• for their transport potential. Boxes of posters can be delivered directly into the hands of provincial or 

regional electoral directors, ,While these important individuals do not in general appreciate being used 

as freight middle-men, their trips to the capital may constitute the only delivery a small and distant 

. province will receive. Similarly, if an IFES-sponsored training group or theatre group can be "attached" 

to a provincialdire~tor's travel itinerary the overall civic education program will be greatly boosted. 

IFES Project Managers in developing countries .must Jearn to utilize any sort of transport infrastructure 

to. activate civic education. One personal chat with a Transportation Minister may obtain free rail 

transport for education·trainers or storytellers. Establishing friendly relations with the director of the 

national airline may facilitate civic education tremendously. Under the constraints normally found in the 

developing world, time and energy spent on logistiCS are not extras, they are essential elements for 

success. 

F_ Calendar 

In some cases, elections take place. primarily if not exclusively as a result of international pressure. 

Frequently in these cases the ruling party will manipulate the electoral calendar in an effort to destabilize 

opposition parties. While the seriousness of these acts goes beyond the work of a civic education 

program, a Prpject Manager may find that the electoral calendar itself is the primary topic of his or her 

short-term campaign. , Under these circumstances, radio, television, and vehicles with loudspeakers are 

, probably the most effective tools for keeping the electorate informed. 

\ G_ Wor~ing "ith host country oflicials and non-governmental organizations to 

implement the short-term ch'ic education program 

Host country non-governmental organizations can be very useful partners in a short-term civic education 

program, Not only do they have the. knowledge required to disseminate the informatii>n to a population 
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whose language they speak and whose problems they share, but often NGOs may have the trust of the 

people as well. 

In addition to non-governmental organizations, officials, teachers, electoral administrators, and others' 

may be enlisted to implement voter education programs. 

H. Implementation methodologies 

The methodology to be used in shoo-term civic education project will depend 'on the specific 

circumstances. Often the methodology chosen involves selecting a small group of educated and easily 

traina~le host-country men and women who in turn can educate fellow citizens. 

The teaching techniques utilized in civic education programs are selected with regard to time and financial . 
~:i-

constraints. Traditional methods of information dissemination deserve consideration. Theater, puppet 

shows, popular radio and television programs, songs, and local graphic artists, have played a role in voter 

education in different countries. 

Multi-media training employing slides, filmstrips, overhead projections, and video can be effective, but 

is often impossible in light of limitations on the budget. Experience with some or all of these' techniques' 

in a numher of different nations revealed that people initially exhibited a greater interest iii the equipment' 

and the technology than in the message. If time and money permit, mobile video units can be extremely 

effective in giving people a visual explanation of the voting process. 

I. Report writing - team management and el'aluation 

1. -Weekly reporling 

Weekly repons are highly desirable from the field to program staff at IFES. These repons should" 

provide information regarding activities relevant to the ongoing program: people contacted, information 

gathered, activities related to program whether or not anticipated and planned. 
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2. Final reporting 

Final report summarizing the program, complete with evaluation, should be done expediiiously, in a time­

frame to be determined with team members. Writing of the final report should be assigned. 

Accompanying materials.(appendices, etc.) should be discussed as well. 

FlNAL REPORT OlTfLINE 

A. Executive Summary 

B. Introduction 

1. Scope of work 

This.section should describe what the team has been assigned to do. 

2. IFES capabilities 

This section should summarize lFES general capabilities, then focus particularly on 

civic education. 

3. Team members 

List, complete with qualifications for the task at hand. 

C. Context of democratization 

This .information should be provided from a number of dirrerent sources: IFES pre­

election assessments; research; secondary materials; as well information gathered 

during the' process. of the civic education program. There mayor may not be 

relevant "Recommendations" to be made along the way in this area, depending on 

the nature of the mission. 

'D. Status or ci"ic society: Background material 

1. ·Ethnic diversity and language barriers 

2. Special needs 

a. Women 

b. Literacy le"el 

3. Public Information 

4. Administrative Responsibilities 

5. Communication and media resources 
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6. Creative options and alternatins 

E. Description of civic education program 

1. Summary of program 

2. Agenda of topics 

3. List of in-country participants 

I 
4. Training material used 

F. Evaluations 

G. Recommendations 
" .; 

1. Lessons learned 

2. Suggested follow-up 

H. Conclusion 

" 
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v. Outline of possible topics for chic educ..lion. 

Overview: 
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Civic education is not simply a pleasant pastime. It is an actual element to weave the tapestry of a free 

society. It must be approached. in a dynamic fashion: the trainees should be offered tools for cbange. 

All societies need ongoing civic .education to ensure that citizens understand the rights and responsibilities 

involved with being in a democracy. This is especially true for societies at a point of transition from a 

. closed to an open .systemof government. Above all, emerging democratic societies need to know why 

civic education is important. 

The. components of civic education could each take a long time to convey, and the means of disseminating 

the information are varied. It is possible to design a civic education project that deals with only one small 

aspect of the larger picture or a more broad·based approach that seeks to spell out the place of the 

individual in society, the importance of political action, and the meaning of freedom. 

A discussion of the methodological options available to the civic education trainer was presented in the 

prior section. Each issue discussed in this section may be adaptable to a variety of those methodological 

options. 

A. Short-term ch'ic education 

General, topics for discussion in a short-term civic education project, which focuses primarily on voter 

education, follow: 

• The Constitution and the Electoral Law 

• Secrecy of the vote 

• One·person,one-vote (individuality of the vote) 

• Your vote is ·your voice 
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• The role of the loyal opposition 

• The votes of men and women are equal 

• Electoral systems such as proportional or majoritorium 

• What is majority rule? 

• Voter registration 

• Mechanisms to discourage electoral fraud, as indicated in the electoral code 

indelible ink· 

registration card 

numbered ballot stubs 

ballot box seals 

party representatives at polling places 

national observers 

international observers 

• The right to vote and the responsibility to vote 

• Parallel vote counts 

B. Long-term civic educalion 

Topics for long-term civic education are extensive. These topics run the gamut of political theory; 

however, they are limited to those directly related to democracy and the electoral process. 

1. The individual in sociely: lheorelical concepts 

This topic involves an exploration of the concept of the individual: what is his place in the world. how 

does he see his mission and his relationship with his surroundings -- whether it is narure, his immediate 
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group (family, peers, ethnic and religious community), society, the state, and spirituality. The literature 

. on the topic is enormous; a trainer should be sensitive to the needs of the panicular country; 

Suggested texts: Henry David Thoreau's Walden and On Civil Disohedience: Karl Weintraub's 

The Value of the Individual (University of Chicago Press); Mircea Eliade's Cosmos and History 

(University of Chicago Press); Confucius; and. many others. The indigenous literature, preferably 

fiction and folk tales, should be used to illustrate points. 

2. Basic concepts or civic education 

a. Human rights 

A . comparative analysis. of the various 'traditions in the rich literature of human rights would be 

appropriate as a staning point no matter what aspect of civic education is used. Simplicity and clarity may' 

be' achieved without sacrificing theoretical accuracy, although admittedly this requires considerable 

sophistication . 

. Suggested texts. A Human Rights Reader, an .excellent anthology; The Challenge of Democracy, 

,by Janda, Berry, and Goldman; and many others. Original classical texts by John Locke, Karl 

Marx, Immanuel Kant, as well more modern technical works on moral philosophy - such as 

., Robert Nozick, John Rawls, and Michael Oakeshott, as well as Soviet ethical theory - are highly 

relevant by way of background reading. fot the trainer, even if probably too abstruse for the 

trainees. 

A few good (if somewhat general) texts include: Karl Dietrich Bracher, The Age of Ideologies 

(London: Weidenfeld and Nicolson, 1984); F.D. Sullivan, The Utopian Vision (San Diego 

University Press, 1983); Grahme Duncan,' ed. Democratic Theorv and Practice' (Cambridge 

University Press, 1983). 

b. Power and authority 
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The idea of legitimate, lawful, and desirable authority is highly desirable, indeed necessary for a 

democratic system to work. A comparison between harmful uses· of power and authority on' the one hand 

and the legitimate uses on the other should be very useful. 

Suggested texts. One of the best sets of materials on the concept of authority has been produced 

by the Center for Civic Education in California. While addressed to elementary and high school . 

srudents (there are four levels of materials), this is an excellent teaching 100L A trainer ~ay 

decide either to use the materials outright (they come in setS of 30, complete with film anif 

instructor's manual), or adapt them. 

c. Social values 

The concept of a civic culrure is complex yet fundamental. Social values are often difficult to identify 

but must be developed if it is to be a dynamic democracy. The relationship, and sometimes tension, 

between freedom and equality must be understood and appreciated, and choices made. The concept of 

order and progress should be examined from different perspectives, with sensitivity to cui rural divergence 

in treating these somewhat amorphous concepts. Above all, tolerance has to be incorporated as a prime 

social value including respect for minorities, women, all individuals as morally equal. 

Suggested texts. William E. Connolly's The Terms of Political Discourse (princeton University 

Press, 1983); Harold J. Laski, A Grammar of Politics (London: George Allen and Unwin; 1925); 

Harold Lasswell and Abraham Kaplan, Power and Society: A Framework for Political Inquiry 

(Yale University Press, 1950); Gabriel A. Almond and Sidney Verba, The Civic· Culrure: 

Politica' Anirudes and Democracv in Five Nations (Linle; Brown, 1963); Exista 'a· Vocacion 

1" Polita de 'a Mujer? (Santiago, Chile: Panicipa, 1990); Monica Jimenes de Barrios, "Education 

,.' para la panicipacion Ciudadane" in Conferencia Interamericana Sobre Sistemas Electo'r~l~s;May 
1990 (IFES publication). It is crucial, moreover, to look at the issue comparatively and cross' 

culrurally. 
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3. The state: a conceptual understanding 

a. . Departing the state or nature 

The idea of the origin of the state is essential to any appreciation of what political society is about. Why 

· should any person subject himself (or herself) to the will of a group? This is the central question of 

political philosophy. The eighteenth century answer, which is that "the state of nature" implies anarchy 

and ultimately the absence of all liberty, is one approach, but there are others. A comparative approach 

is required, exploring'the utilitarian reasons for the state, as well as the totalitar; •• ~ conception whiCh 

would have the individual totally subordinate to the authority in power. 

Suggested texts. A plethora of classic authors are relevant - Plato. Aristotle, Hobbes, Locke, 

Hegel, Marx. Lenin; Stalin,etc. More comprehensive texts include: Reo M. Christenson et aI., 

Ideologies and Modern Politics (Harper & Row, 1981); David IngerSOll. Communism Fascism 

and Democracy (Charles E. Merrill, 1971); and Robert Nozick, Anarchy. State. and UtQpia. 

b. The nation-state: international context 

· Particularly the newly-emerging post-communist states, but also other nations throughout the globe, must 

come to terms with their individual 'identity. with their cultural traditions and separate existence in the 

international arena. Different theories of nationalism are worth exploring if only to emphasize that the 

problem is hardly unique -- each country has to settle it for itself somehow. There are also various 

· aspects to natio·nalism,' some quite virulent. that need to be addressed. Finally. the state certainly 

. provides a survival mechanism within a dangerous world whose self-government (through such 

organizations as the United Nations) is tenuous at best. 

."~ 

Suggested texts .. Among the ·plethora of works on nationalism, some stand out as particularly 

timely:. Hans Kohn, The Idea Of Nationalism:'A Studv in Its Origins and Background (Macmillan, 

1944); Louis L. Snyder, .The Dvnamics of Nationalism: Readings in Its Meaning and 

Development· (D. Van Nostrand Co., 1964); Karl W. Deutsch, Nationalism and SQcial 

Communication: An Inquiry into the Foundations of Nationality (Technology Press of 

Massachusetts, 1953); Juliana Geran Pilon, The Bloodv Flag: Post-Communist Nationalism in 

Eastern EurQpe (Transaction Press, 1992). 
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4. Understanding government 

a. Feder:llism 

IJccemoer J). I YY2 
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There are many ways to govern oneself, many systems and methods, depending on a variety of factors. 

The concept of federalism has its pros and cons; the particular make·up of a nation will determine ·what 

is best suited at a panicular time. 

Suggested texts. Ursula K. Hicks, Federalism: Failure and Success (Macmillan, 1978); Mark 

O. Rousseau and Raphael Zariski, Regionalism and Regional Devolution in Comparative 

Perspective (praeger, 1987); Herman Bakvis and William M. Chandler, Federalism and the Role· 

of the State (University of Toronto Press, 1987). 

b. Comparative electoral systems 

Most newly emerging democracies require a serious comparative analysis of possible electoral systems 

prior to choosing the one that appears to be best suited for them at this critical stage in history .. 

Suggested texts. Andrew McLaren Carstairs, A Shon History of Electoral Systems in Western· 

Europe (Allen and Unwin, 1980); Russell J. Dalton,Citizen Politics in Western DemocraCies· 

(Cbatham House, 1988). Seymour M. Lipset and Rokkan Stein, Party Systems and Voter 

Alignments: Cross·National Perspectives (Free Press, 1967). 

c. . Role of political parties 

There are many analyses that explain what role political parties play in the life of a state. This concept· 

is panicularly important where opposition parties either existed underground for many years or did not 

exist ·at all. The idea that differences of opinion not only can be tolerated in a stable societibut'aie a 
necessary aspect of pluralism requires explanation and defense. The unifying effect of parties must be. 

elaborated, including an explanation of what platforms are -- that is, what role they have in creating· 

cohesive philosophical and pragmatic units capable of organizing political action. 

Suggested texts. Maurice Duverger, Political Parties. Their Organization and Activity in the 

Modern State (John Wiley and Sons, 1954); Henry W. Ehrmann, ed., Interest Groups on Four 
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Continents (University of Pittshurgh, 1958);.Richard Hofstadter, The Idea of a Party System: The 

. Rise of Legitimate Opposition in the United States (University of California Press, :1972); Kay 

Lawson, The Comparative Study of Political Parties (SI. Martiri's Press, 1976); Richard L. 

McCormick, Political Parties and Ihe Modern State (Rutgers University Press, 1984); Peter 

Gundelach and Karen Suine, eds., From Voters to Paralicipants (Aarhus, Denmark: Politica, 

1992). 

d. Role of local government 

.. The. significance of local government cannot be overestimated, especially considering that these are 

usually the first units resembling self-government within the newly emerging civic society. In addition 

.to analyzing different aspects of electoral processes and electoral law involving local government, civic 

education must consider the relationship between the local authorities and their constituents and also the 

interaction among different local governors. 

Suggested texts. Malcolm E. Jewell, Representation in State Legislatures (University of 

Kentucky Press, 1982); Mark O. Rousseau and Raphael Zariski, Regionalism and Regional 

Devolution in Comparative Perspective (Praeger, 1987); Sidney Tarrow, Between Center and 

, Periphery: Grassroots Politicians in Italv and France (Yale University Press, 1977). 

e. Arguments for separation of powers 

.The notion of "balance of powers," of" checks and balances," is novel in many cultures where power had 

been centralized. Besides explaining the philosophical aspects of these ideas -- that is, the notion that 

concentrating power is corrupting, and multiple centers allow for greater accountability -- trainers should 

exat1!ine different ways of accomplishing such separation of powers. 

Suggested texts. John L. FitzGerald, Congress and the Separation of Powers (Praeger, 1986); 

The Federalist Papers. 
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I) Function of the legislature 

The legislative function of government may be divided in various ways - parliaments cOuld be unicameral 

or multi- (usually bi-) cameral. Pros and cons should be discussed. 

Suggested texts. Hannah Fenichel, The Concept of Representation (University of California Press, 

1972); Gordon Jones, ed., The Imperial Congress (Heritage Foundation); Michael Palmer, The 

·European Parliament (pergamon Press, 1981); Randall B. Ripley, Congress: Process and Policy 

(Norton, 1983). 

2) Function of the executive 

Whether the executive power should be strong or weak in relation to the legislature should be discussed .. 

In many cases, after emerging from a period of centralization there is a tendency to avoid endowing the 

executive with too much strength, by way of reaction. On the other hand, a society that feels tOO weak 
and is used to authoritarianism may desire a strong executive ·father figure.· There are reasons for 

either approach, but ideally the executive function should be analyzed as objectively as possible. 

Suggested texts. Richard Rose and Ezra N. Suleiman, eds, Presidents anif·Prime 'Ministers 

(American Enterprise Institute, 1980). 

3) Function of the judiciary 

The independence of the judiciary is a basic prerequisite if one is to take seriously the rule of law. The 

way judges are chosen, their function relative both to the legislative and the executive, are indispensable 

subjects of discussion under this heading. 

Suggested texts. Edward MCWhinney, Supreme Couns and Judicial Lawmaking: Constitutional 

Tribunals and Constitutional Review (Maninus Nijhoff, 1986). 
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S. Economic basis or polilics 

a. The right to prh'lIte property vs. "positive Tights" 

. The concept of the right to property was elucidated by John Locke and Adam Smith, in the classical 

liberal tradition. Radically. different perspectives on the subject have been presented by other traditions. 

The literature is rich, but of varying degrees of lucidity. 

Suggested texts. John Locke's Second Treatise on Government; Adam Smith, The W .. alth of 

NatiQns (sections); Ellen Frankel Paul et aI., eds. Marxism and Liheralism (Basil Blackwell, 

1986). 

b. Prh'alizalion 

Suggested texts. The Adam Smith Institutejn London has produced a number of comparative 

.. studies on privatization .. The Atlas Foundation also has some good materials on the subject. 

c. Some basic economic concepts 

Among the basic economic ,concepts necessary for even the most elementary understanding of a 

democracy are: prices, ownership, profit, stocks, bonds, inflation, recession, among others. 

Suggested texts. The Center for International Private Enterprise has produced a number of 

modules that are very useful for teaching basic economic concepts. A basic text from a free 

market perspective are Milton Friedman's Free to Choose, which also comes in video cassettes, 

. and his older but. still very readable Capitalism and Freedom. A comparison with Marxist 

... economic theory is usually very useful. Henry Hazlill's Economics in One Lesson is a standard 

elementary text. 
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d. Business and management 

A civic education program cannot usually go into any great detail to provide business and· management 

training. Some basic concepts however may well be required for the purpose of explaining the place of 

business in a democracy. 

Suggested texts. Ricky W. Griffin, Management (Houghton Mifflin Company); W.M. Pride et 

31., Business (Houghton Mifflin Company). 

6. Organizing for political action 

a. Lobbying 

The right of citizens to form interest groups to promote their point of view is well accepted (the right to 

free association) in a dynamic society, but may be limited in certain respects. Different legislative 

constraints might be placed on campaign contributions, etc. 

Suggested texIS. Jeffrey Berry, The Interest Group Society (Little, Brown, 1984); Henry W. 

Ehrmann, Interest Groups on Four Continents (University of Pittsburgh, 1958). 

b. Political innuence groups 

Influence groups may have a specific political and ideological coloration. Their activities are protected 

by the right to free speech. 

Suooested texts. Andrew S. McFarland, Common Cause: Lohhving in the Puhlic Interest 

(Chatham House Publishers, 1984) . 

c. Think tanks 

The concept of a research instirution devoted 10 public policy is relatively new in emerging democracies 

but by no means uncommon in older, established democracies. There are examples that are being 
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initiated on a global basis. Such initiatives are very imponant in developing ahernatives for policy­

making. 

,The annual reports of several think tanks - such as Brookings, The American Enterprise Institute, 

. Heritage Foundation, Carnegie Endowment, The Hoover Institution, and many others - could be used 

as samples. 

d. Voter participati"" groups 

Encouraging citizens to vote·is an imponant function for the civic society. Among the related activities, 

moreover, are organizing debates - such as the Presidential debates held under the auspices of the League 

of Women Voters in the U.S. 

Suggested texts. Benjamin Ginsberg, The Consequences of Consent: Elections Citizen Control 

, and Popular Acquiescence (Addison-Wesley, 1982); Lester W. Milbrath and M.L. Goel, Political 

Participation (Rand McNally, 1977); Raymond Wolfinger and Steve Rosenstone, Who Votes? 

(Yale University Press, 1980); Joseph F. ~imerman, Participatory Democracy: Populism Revived 

(praegei, 1986). Peter Gundelach and· Karen Suine, eds., From Voters to Participants (Aarhus, 

Denmark: Politica, 1992). Humberto Noguiera, coordinator, Manual de Educacion Civica 

(Santiago, Chile: Participa, 1992). Jose E. Moline, La Panicipacion Electoral en Venezuela (San 

Jose, Costa Rica: Centro de Asesoria y Promocion Electoral, 1991). 

7. The philanthropic sector 

a. Charitable organizations 

While people's philanthropic impulses are universal, the concept of philanthropy is new to many emerging 

democracies. The need to.help one's fellow man.is panicularly imponant; however, in societies of great 

scarcity where funds are in shon supply, the needs are enormous . 

. . Suggested texts. Legal Structures for Voluntarv and Community Or2anizations: A Guide to the 

Available Literature (Legal Structures Group, clo BMCVS, 19-25 Sunbridge Road, Bradford BD I 

2A Y, England) 
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b. Cultural and religious groups 

Cultural and religious groups mushroom in an atmosphere of freedom' and tolerance.. Their role is 

essential to preserving and fostering a strong sense of tradition, ethnic pluralism, and creativity. 

Suggested texts. Ernest Gellner, Culture, Identity. and Politics (Cambridge University Press, 

1987); Lucian W. Pye and Sidney Verba, eds., Political Culture and Political Develcip~ent 

(princeton University Press, 1965); A. James Reichley, Religion in American Puhlic Life (The 

Brookings Institution, 1985). 

8. Political socialization 

The process of acquiring a particular view of the political world is complex, having been influenced from' 

an early age by many factors: the family, schools, peer, news media - both local and international, and 

political reality. What has been learned may have to be 'unlearned," or new concepts may be acquired. 

Suggested texts. Margaret G. Hermann, ed., Political Psychology (Jossey-Bass Publishers, 1986); 

Robert E. Dowse and John A. Hughes; Political Sociology (John Wiley, 1986); Carol Barner- ' 

Barry and Robert Rosenwein, Psychological Persnectives on Politics (prentice-Hall, 1985). 

9. Mobilizing energy of the cil'ic society 

a. Addressing sources of apathy 

Low voter turnout and voter apathy have many causes. Generally, an inactive civic' society is 

symptomatic of deeper problems. A camparative analysis exposes some .of the issues, with passible 

solutions. 

SugQested texts. Gabriel Almond and Sidney Verba, eds., The Civic Culture (Linle', 'Brown;" 

1963); Thomas Humphrey Marshall, Cia,s. Citizen,hip and Social Developrnent: Essavs 

(Daubleday, 1964); Manica Jimenes de Barrios, "Educacion para la Participacion Ciudadana"' in 

Canference Interamericana Sohre Sistema, Electorales, May 1990 (IFES publicatian); Humberta 

Noguiera, coardinator, Manual de Educacion Civica (Santiago, Chile: Participa, 1992). 
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b. Enhancing mutual respect 

A civic society requires tolerance and mutual respect. Many newly emerging democracies, ·particularly 

in the former Soviet Union, have been struggling with the idea of national identity and ethnophobia. 

Without respect for each person's rights a democracy cannot function. 

Suggested texts .. , Kenneth P. Langton, Political Socialization (Oxford University Press, 1969); 

Roberta S. Sigel, ed., Learning Ahout Politics: A Reader in Political Socialization (Random 

House, 197); Richard Dawson and Kenneth Prewitt, Political Socialization (Linle, Brown, 1969). 

c. Leadership enhancement 

Leadership - in particular, democratic leadership - must be taught and fostered in a democracy. Some 

are born leaders, .but many can learn the skills, with painstaking discipline. 

Suggested texts. Bernard M. Bass, Handhook of Leadership (Free Press, 1981); Barbara 

Kellerman, Political Leadership (University Of Pittsburgh Press, 1986); IFES Leadership ManUal. 

d. Voter education 

. The most widely known aspect of civic education, in fact, is voter education. The most significant aspect 

of political action is voting. Yet voting is impossible if the process is either not understood or not 

. appreciated. The first step in any civic education program that focuses on elections involves voter 

education. 

Suggested texts .. Richard Niemi and Herbert Weisberg, eds., COntroversies in Voting Behavior 

(Congressional Quarterly Press, 1984); Russell B. Dalton, Citizen Politics in Western. 

'Democracies (Chatham House Publishers, 1988); David Butler et aI., Democracv at the Polls 

(American Enterprise Institule,·1981); Humbeno Noguiera, coordinator, Manual de Educacion 

civica (Santiago, Chile: Participa, 1992) 
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10. Politics and the media 

:. \ 

a. History rele>'anl 10 country at issue 

Each country has a different media history. A civic education trainer will do well tii undersiand the 

spectrum of publications and media outlets available. The information relevant to this issue is obtained . 

strictly through interviews and research in country. For Eastern Europe, the International Media Fund 

has produced some very good material regarding the current media situation. 

b. Media control 

The issue of who controls the media is crucial. A free press is a prerequisite for a free society. But a 

free press is not necessarily a responsible or an objective press; some kinds of control are sometimes· 

appropriate - if only through the legal system in the form of libel laws. 

Selected texts. Ranney Austin, Channels of Power: The Impact of Television on American 

Politics (Basic Books, 1983); David L. Paletz and Robert M. Enunan, Media Power Politics.' 

(Free Press, 1981); Dan Nimmo and Michael Mansfield, eds., Government and the News Media; 

Comparative Dimensions (Baylor University Press, 1982). 

c. Patterns of media coverage 

The issue of bias in the media is perennial, and probably unavoidable. A plurality of sources is 

ultimately the best defense against underinformation and misinformation. But there are' important 

techniques to detect patterns of coverage, which are specific and accurate. 

Selected texts. David L. Paletz, Political Communicalion Research (Ablex Publishing, 1987); 

David H. Weaver et aI., Media Agenda·Setting in a Presidential Election (praeger, 1981); Lewis 

H. Wolfson, The Untanped Power of the Press (Praeger, 1985); Michael Parenti, Inventing 

Realitv: The Politics of the Mass Media (SI. Martin's, 1986). 
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d. Cilizen access and input 

Watchdog organizations such as Accuracy in Media, People for the American Way and others - some 

monitoring ideological bias, others concerned about violence and sexual content in television, etc. - are 

an important part of the tapestry of civic society. Citizens have many ways to affect the media. BoycottS 

. of companies that sponsor programs whose content displeases are one fairly common example of citizen 

action. Editorials and letters are another .. The idea that citizens' voices matter is important, and should 

be explained. 

'" Selected texts. Materials by such groups as Accuracy in Media could be used by way of example, 

as well as examples of radio spots and editorials and letters. This is a good opportunity for a 

·show and tell" approach. 

DO NOT COpy - FOR INTERNAL USE ONLY 



I 

I 

Pa~c 39 

VI. Monitoring and e\'aluation strategy 

Civic education training can and should be evaluated on several levels, using a variety of evaluative tools, 

with several different audiences and purposes in mind. Each type of evaluation listed below is described 

in terms of the questions: 

• What is being evaluated? 

• Why is it being evaluated? 

• How is it to" be evaluated? and 

• Who is the audience for the evaluation and how is the evaluation passed on· to the . 

relevant audience? 

A. Evaluating team members' perrormance 

The performance of each individual trainer should be evaluated, for two primary purposes: 

1. To assess whether the scope of worle and other formal expectations have been 

fulfilled sufficiently to justify payment of consultant's fee; and 

2. To leave an evaluative record of the consultant's worle in hislher IFES file, in 

order to bener judge hislher suitability for future assignments. 

The IFES Program Officer who managed the civic education training project should solicit feedback from 

the USAID mission, the U.S. embassy or other funder with whom the consultant interacted in the field, 

regarding the consultant's performance according to the pre·established criteria: ability to express 

himlherself in English and the official language; positive interaction with host country officials and USG 

officials in-country; and substantive contribution to the tasks outlined in the scope of worle. The Program 

Officer should add hislher evaluative comments on those performance criteria, based on Washington 

briefings and debriefings and on the training mission repon, 

The Program Officer's evaluation of the poll worker training team members should be wrinen and placed 

in the consultant's confidential file at IFES. 
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IFES' project design and support for the technical assistance team should be evaluated by the team 

members with the primary evaluative criterion being: Did IFES enable the consultants to do as good a 

job as possible in facilitating the training? The purpose of this evaluation is to give feedback to IFES on 

its general administrative procedures in designing and supporting a poll worker training, so that the design 

and support can improve with future training missions. 

The Program Officer asks the training team members to give feedback for this evaluation after the 

completion of the training project, requesting that they give a written response evaluating project elements 

such as the following: 

1; Make-up of the training team: size; degree of meshing of skills, of 

personalities; appropriateness of choice of team leader and report 

coordinator 

2. Preparations' for the mission: briefing book; accuracy of verbal 

description of project task; 'quality and helpfulness of Washington 

briefings 

3. IFES support to team while in-country; and, if applicable, USG/AID 

support team in-country 

4. Length of stay in-country 

5. Length of time given for consultant's report writing 

6. Overall project design: feasibility and appropriateness of scope of work 

The team members'. written evaluation should be sent to the Program Officer, who will share the 

comments with other program staff and use-the consultants' suggestions to make improvements in poll 

worker training project management. 
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C. E,'aluating project's responsiveness. to runder's and host country's needs 

The project as a whole should be evaluated according to how well it responded t.o the needs of .the host 

country and the funder. Evaluation of this question can be profitably carried out both immediately after 

the completion of the immediale round of elections and again after any subsequent elections: 

1. Immediate project e,'aluation 

The evaluative questions that the IFES Program Officer should discuss with the project funder, and to 

the extent possible host government officials, include the following: 

• Was the project scope of work sufficiently comprehensive and sufficiently focussed to .. meet. the 

needs of the funder and the host country? 

• Were the individual objectives of the scope of work fulfilled, through the assessment tearn's work 

in-country? 

• Was the IFES response to the need and the request for civic education training generally .. 

satisfactory? 

• What, if any, are the near·term ways in which IFES can continue to be responsive t9 the needs 

of the funder and the host country in continuing to enhance the society's understanding of civic 

education principles? 

The means for gathering answers to these questions. from the funder and from host country officials, may 

vary. Informal means, such as telephone calls, often can solicit a more frank and comprehensive 

response. It is imponant, however, to also solicit written responses to these questions, if possible. 

The funder and host country evaluation of the project should be collected, written. down (if given 

verbally), and commented on by the IFES Program Officer, and included in the permanent project file. 

The funder and host country evaluation should also be presented at the project evaluation meeting 

convened by the regional Program Director. (See item D, below.) 
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2. Additional project e"aluation 

To further evaluate the effectiveness of the training in assisting in the facilitation of de~~cratic elections 

in the host country, both in terms of election preparations and election assistance. it is useful to solicit 

feedback from the USAID mission, U.S.' Embassy, or other funder after the elections. One tool for 

· gathering that feedback might be a questionnaire such as the following, to be sent to the U.S. 

· ambassador, OeM, political officer, USAID director, appropriate non-governmental organizations, or 

· other appropriate representative of ihe funding institution. If possible, a questionnaire might be sent to 

an appropriate host country official(s) as well. 

· •. On a "10 scale, how would you evaluate the effectiveness of the civic education team's visit in 

carrying out the objectives set by the U:S: EmbassylUSAID mission/other funder? Explaln. 

.• On a 1-10 scale, how would you evaluate the.effectiveness of the civic education team's visit in 

carrying out the objectives set by the host country government? (If appl icable; if not, the 

objectives set by IFES in cooperation with funder.) Explain. 

• . On a 1-10 scale, how would you evaluate the effectiveness of the IFES civic education materials 

• 

in addressing the needs of the elections administration? Explain. 

, On a 1-10 scale, how would'You evaluate the effectiveness of the IFES training in developing a 

group of core trainers capable of training other civic education trainers? Explain . 

. On a·1-1O scale, how would you evaluate the effectiveness of the IFES civic education trainers 

and the civic education materials in addressing the needs and the concerns of the host country 

trainees? Explain. 

• On a 1,10 scale, how would you rate the expertise and the professionalism of the civic education 

. training team, as reflected 'in their work in-country and in their written report? 

· • ' What were the most notable weaknesses of the IFES team? 
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• What were the most notable strengths of the IFES team? 

• Do you have any other comments on the IFES civic education training program in the host 

country? (regarding, e.g., the length of stay, the timeliness of the visit, etc.) 

• How would you evaluate your dealings with IFES Program Staff in Washington? What 

.: 

, 

recommendations would you make for improvement in the manner in which IFES responds to 

civic"edacation training requests from U.S. Embassies (Dr USAID missions, or other sources)? 

D. E\"alualing project rulntlment or IFES' objectives 

IFES implicitly or explicitly sets institutional objectives for each project that it undertakes, including POII'. 

worker training. At the completion of the project, the relevant IFES staff should gather to review those 

objectives and to evaluate whether they have been accomplished. Institutional Objectives for carrying out 

a poll worker training might include the following: 

• to satisfy a request from a funder with whom it is imponant to maintain or build a good 

relationship; 

• to lay the groundwork for funher shon-<lr long-term civic education assistance in the country or 

for an up-coming observation mission; 

• to fulfill in pan the IFES annual workplan; 

• to generate the revenue that comes from the overhead category in the project budget; 

• to provide training facilitation and lor design experience to an IFES staff member or consultant. 

An evaluative discussion regarding each project should be convened by the regional Program Director, 

to include representatives from program staff, financial and administrative staff, and executive staff, to 

examine how well the project has fulfilled the institutional objectives of IFES. Such discussion should 
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D. Country-specific briefings ...................................... 17 
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I. Training of the core trainers 
2. Regional and local administrators 
3. Polling center presidents 
4. Polling center staff 
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1. Manual Format . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .. 29 
J. Session Supplies ........................................... 33 

V. In-Country Reporting and Debriefings ................... ; .............. , 34 
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B. Debriefing with funder/U.S. Embassy/USAID mission ................... 34 
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HOW TO ORGANIZE A 

POLL WORKER TRAINING PROJEcr 

I. Project Identification and Negotiation 

A. Project Identification 

1. Satisfaction of IFES prerequisites for a poll worker training project 

• Invitation from the host government 

• 
• 

A democratizing country 

Available funding 

Offering appropriate technical assistance to requesting countries is a basic te~et' ~f the ';'International 

Foundation for Electoral Systems (IFES) philosophy. Assistance can be considered appropriate when' it 

is tailored 10 the specific needs of each country, when it takes into Consideration the 100ig-temi go3J of 
building a sustainable institutional base for a democratic electoral system, and when it is provided at the 

request of the host government. A request from an indigenous organization should be ratified by the host 

government. 

Poll worker training is a critical element of any electoral process. Polling station members playa direct 

role in guaranteeing the individuality, secrecy and availability of the vote for all potential voters, 

Training of poll workers should take place with two distinct goals in mind: 

I. Facilitating a smooth, well-administered electoral process; and 

2. Developing an effective electoral administration with panicipants from all segments of 

society. 

Irrespective of whether the goals of the project are established on paper andlor the' ideal consultants have: 

been identified to guide to project's progress, a key issue remains. It is not the policy of IFES to' conduct 

assistance missions in a country whose government has not extended an invitation. This invitation might 

come to IFES through either the U.S. Embassy or the USAID mission,another organization which will 

be co-sponsoring or funding the mission, or to IFES itself. IFES must also be assured of the host 

government's demonstrated and continued commitment to the implementation of a democratic transition 

process before beginning work. IFES must be assured that the government is abiding by internationally 

recognized standards in its preparation for multi-pany elections, At the very least, IFES must be assured 

that the government will welcome an independent, Objective technical assistance project such as poll 
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worker training, that the trainers will be given access to all relevant information and people and that the 

team's presence will not be used in bad faith for propaganda purposes. 

A third criterion to be considered in the development of a project is the identification of a funding source, 

such as U.S. AID, the, National Endowment for Democracy, the United Nations, or private foundations 

or corporations. 

2. ': Timing or poll worker training project in relation to electoral calendar. 

A poll worker q-aining project ,cl1Jl be carried out usefully at various times during the pre-election period. 

In general, it should not come before a country has clearly embarked on a path toward a national 
:. ' , 

referendum or multi,-party elections. Prior to !he training team's commencement of work, election dates 

,should be set; and it is, helpful fOLa general election calendar to have been formulated. Sufficient time 

should be available before the elections to permit training to be completed. In this manner, the training 

team focus can be on the electoral process. 

3. lFES' Objectives in undertaking this project 

a. Why did IFES,initiate this poll worker training, or respond positively 

to the request to undertake this mission? 

b. What are IFES' institutional objectives for this project? 

• Fulfills IFES annual operating plan 

,~ Gather inrormation on dirferent electoral models to share 

with other countries 

• Make, ,contacts who could provide assistance in other 

countries 

IFES undertakes poll worker training missions in order to accomplish one of several possible Objectives. 

Primarily, IFES would undertake a training missioll at the request of a donor with whom IFES has 

maintained a long and valued relationship or a donor with whom IFES sought to develop such a 

relationship. Most importantly,lFES has been mandated to advance the electoral process in evolving free 

and democratic societies; therefore, such a mission would fulfill an important aspect of IFES' annual 

operating plan. 
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The IFES Poll Worker Team should collect information relative to the electoral model used in the host 

country and document the effectiveness of the poll worker training with respecHo the elec~oral process. 

This information will provide a basis for information dissemination to other countries. 
,> '" 

Each of these projects should recover all. direct and out-of-pocket costs and also generate support for 

IFES' Resource Center, information dissemination and administration, thereby achieving another objective 

of the IFES annual operating plan. Additionally, during the course of a poll worker training project, the 

IFES team will undoubtedly make contact with individuals who win have both an interest and the 

experience to participate in IFES projects in other countries. Individual Data Sheets should be provided . 

to these individuals so they maY,be completed and returned to IFESfWashington for entry into the lEES 

Resource Center Database. 

B, Scope of Work from funder . 

1. Goals, objectives, activities: ' 

• Are they mutually satisfactory to lFES and to funder? 

• Are they feasible, given constraints? 

• Are there agreed to criteria for evaluation? 

The project's goals and objectives are reflected in the terms of reference as agreed to by,lFES and its, 

funding source(s). Certain elements of the project are essential to meeting IFES' objectives, such as 

expanding the information base in the IFES Resource Center; others may be incorporated ,at the 

suggestion of the funder or by the funder on behalf of the host government. It is imperative that all 

concerned achieve consensus regarding mutual expectations and constraints hefore the project begins. 

As part of developing a proposal for the training of poll workers, it is instructive to think ,of the 

magnitude of such a training program. Normally, polling stations are staffed with three, to six people, .-, 
A nation with 8.5 million registered voters serviced by one station for every 1000 voters win be required 

to staff 8,500 polling stations. Therefore, 8,500 polling station presidents will receive training and, in . 

turn, ~i11 be responsible to train two to five additional staff, for a potential total of 17,000 to 42,500 

individuals. Therefore, poll worker training is not an initiative to be taken lightly. 

DO NOT COPY -- FOR INTERNAL USE ONLY 



I 
I 

. r 
I 

December 15. ) 992 
Pa,c 4 

Additional members of the polling center staff who must be familiar with its operations are delegates 

representing individual panies andlor candidates, domestic and international observers, and· .f permined 

by law, electoral police. More imponantly, poll worker training requireS careful coordination with all 

aspects of the electoral process. Poll workers cannot function adequately without knowledge of the 

materials that will be found in each polling station. Observers cannot observe if they are not familiar 

with the workings ·of the polling station and the functions of the respective personnel. Pany delegates 

must also understand the polling station functions to monitor the neutrality of the proceedings. Police 

assigned to keep order on election day will not be able to maintain a calm and orderly environment at 

the polling station unless. they are adequately trained in the electoral process. To balance the process, 

· poll workers must also be familiar with the roles and responsibilities of each of these groups involved 

in the electoral process. ,. .Coordination is necessary between the host country government, the donor 

organizations and the local and international groups responsible for the training of poll workers, 

observers, and political Ilanies. 

The training program requires a three-way commitment linking the host government, the donor and the 

technical assistance organization: As IFES discusses the scope of work of poll worker training project 

with a USAID mission, a U,S. embassy, or other funder, it is essential bring the ~ost government into 

the discussion, either· with IFES directly or through the funder as intermediary. Acknowledgement by 

the host government of the need for· a training· program and the extension of an invitation to an 

· organization to facilitate the program is required. 

The host country· government's commitment does not end with the invitation. If possible, it should 

.. suppon the training through publicity and by· granting leave to regional and local administrators to 

panicipate as trainees andlor trainers. In addition, the government should make available facilities for 

the training sessions around the country, and cooperate with the international and domestic trainers to 

· ensure thatthey are provided with the most accurate and up-to-date information for the training manual 

· and the training program. 

The desire for both depth and comprehensiveness in the training program must be balanced against the 

limitations and constraints that are ·inherent in the project format. IFES and the funder should thus 

negotiate a scope of work that is feasible given the limitations of time and team size, as well as the need 

. to make the poll WOrker· trainingpractical,politically acceptable and economically cost effective. 
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The objectives of the project, as reflected in the scope of worlc or terms ·of reference for the training 

program, must be written in a form that indicates clearly what the funder expects from IFES and what 

IFES expects from the team, including consultants, who will be carrying out the training program. They 
.:. .. ' 

also should be written so that their accomplishment is measurable, both by IFES and by the funder. In 

the evaluation phase of the project, both institutions should be able to clearly assess the degree to which 

objectives were fulfilled. 

2. Budget 

a. What to budget for? 

b. Arriving at budget agreement with funder 

As tJi~ terms of reference and objectives of the project are defined, IFES must begin to develop a project . 

budget. This budget should include all elements of direct and indirect costs based on previous IFES 

experience and additional information· provided by the funder or the host government: Bacicup 

documentation and the basis of estimation for individual line items should accompany the budget. A 

primary objective of the budget process is to malce the proposed budget as complete and realistic as 
possible. The proposed budget should reflect the realities of the project environment and malce provHiion 

for unanticipated expenses. Supply costs, consultant and staff salaries, training manual developmerirand 

reproduction, transport costs for trainers and trainees, and per diem add up rapidly. The first draft of the 

budget will serve as the basis of negotiation with the funder(s) in determining the final project scope and 

budget. 

The IFES Poll Worlcer Training budget should be drafted in cooperation with the IFES· Director of 

Finance and Administration. The budget is included as pan of the project proposal and is subject to 
<" 

review and approval by lFES executive staff before being forwarded to the funder. 

C. Negotiating.other project parameters 

1. Arrangements with host country 

a. What are the host government's expectations? 
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, 
b. Who is the primary point of cont~ct in' the gO\'ernment for the 

assessment t~m? 

IFES should request copies of correspondence between the funder and the host government regarding 

discussions of the training project and the host country government's understanding of the program's 

objectives and priorities. In the case where the funder initiates the project activity, it should provide a 

written summ~ry of discussions with the host government, and a list of the names and titles of the 

go,;,ernment officials who will be the project team's primary or initial points of contact. Written 

documentation should aJso spell out the parameters of the pannership between the project team and the 

government or non-go,!ernment .organizations. For example, the government might provide the project 

with administrative help, local transponation, office space, provisional trainees or core trainers, or by 

facilitating discl\s~ions,with officials inside and outside of the government. 

In the, event additional assistance (donor) organizations are involved in the electoral process, lines of 

communication are needed ,between those groups and the IFES training consultants. Information should 

flow easily among,groups involved witll different phases of the elections. Should a spirit of competition 

develop between international and non-governmental' organizations in the field, it may serve to jeopardize 

the success of the project. The projectlllanager(s) and project administrators should encourage immediate 

dialogue t.o prevent duplication of effort, misunderstandings and tense situations. 

2_ Arrangements with U.S. Embassy or USAID mission 

a. Lodging, transportation 

b. Se'tting up initial meetings 

The funder(s) also must understand what is jnvolved with this kind of training program. Discussions 

with the,funder should clarify, the degree and kind.of suppon that they intend to provide for the team, 

such,as car and driver, office space, access to communication facilities, and the facilitation of contacts 

with information sources in-country. If the project is USAID funded or if judged to be appropriate, the 

USAID mission andlor the embassy may be requested to make reservations for the team at a suitable hotel 

'in the capital and to facilitate the team's entry and exit from the country. 

JfffS 
~.~ 
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As soon as boih IFES and !lie funder are in general agreement with the arrangements spelled out in the 

proposal, a Project Authorization should be filled out, covering the proposal, and sent to th.e appropriate 

AlDlWashington representative. This will meet AID's requirements for its Core.su~port.: Authorizing 

documents for each funder/donor (UN, Host Country government, etc) will be prepared as required. 

" 

." 
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. II. Selection or Poll Worker Training Project Team 

A. Specification or people to be trained 

1. Poll workers 

2. Polling center presidents 

3. Election administrators 

Llcccmocr D. 1 yy:! 
Page. 8 

A critical element in selection of the poll worker training team is understanding the makeup of the trainee 

pDQ!. In. many cases a core group of ·supenrainers· is formed. These trainers first train government 

officials or the Iransitional administrators at the regional level. Training is then organized for local level 

administrators. These are the individuals that will be vested with the responsibility of training the polling 

center presidents in their respective areas. The presidents in turn train the members of their polling 

stations. 

Working backward from th~ estimated number of polling station staff, it is possible to calculate the tota! 

number of individuals that likely will receive training. The size of the core trainer group is determined 

by the number of regional and local administrators with whom the trainers will have ~ contact. An 

additional factor to examine is thegeographjc location of the regional groups. Sparsely populated areas 

may require a larger group of tr~iners due to logistical constraints and distances between target audiences. 

Based on !)Ie analysis of the trainee pool and the des,ign of the poll worker training program, the project 

team selection criteria can be specified. 

B. Identification or international consul!ant(s) 

1. Project Manager 

2. Stand-up trainer 

3. Ch'ic education/Mass media 

4. Ad"ancellogistics coordinator 
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The specific poll worker training project team will be defined by the size of the trainee pool, the period 

of performance and the available funding. Key positions for the project team are likely 10 be as follows: 

Project Manager-Based on the scope of the program, the size of the training effon, and the 

qualifications for the Project Manager position, this position could possibly be combined 'with one 

of the trainer's positions. 

Sland-up trainer-This position requires excellent communications and organization skills; as well 

as enthusiasm and a willingness to work hard. It is essential that the trainer be able to Converse 

in the official language of the host country. 

Civic Education/Mass Media Specialist-This position is useful if the training initiative includes 

a component calling for graphics, cassenes, and videos for use in the training program. These 

maierials can also be utilized in a voters' awareness or civic education program. Previous' 

experience with a variety of programs and media is a must. 

AdvancelLogistics Coordinator-When undenaking a far-reaching, cascade-type training or series' 

of regional seminars on a tight schedule, this is a wonhwhile addition' 10 the project staff., 

Otherwise, the responsibilities of advance, set-up, and transpon fall into the domain' of the project; 

manager (or lead trainer if a project manager is unnecessary). Individuals qualified for this 

position should have a proven track record in conference organization, training set'up; or project 

logistics. 

C. Team Formation 

1. Selection criteria 

• Prior experience 

• Language 

• Training 

• Country knowledge and/or experience 

• Knowledge of polling station administration 

• Election law 

• Availability 
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As the .. g03ls and objectives of the project are being determined, the Program Officer should begin to 

identify those consultants who may be best suited to accomplish the mission. The size of the team is 

largely dependent upon the scope of work, the available budget and the size of the .co~ntry'.: Candidates 

for the. trainer postions need previous experience in a related training task or program. In many cases, 

it.is highly likely that the team will be involved with a group of trainers, trainees, and a nation that have 

never facilitated a multi-party election. 

KIlowl~ge of the designated official language(s) for the host country is necessary and may be essenti31 

. under, certain conditions. Extensive familiarity with the region is not an overriding concern; however, 

, itisv3luable,to bave a pr9ject manager and lead trainer(s) witll first-hand knowledge of the project area. 

The less familiar that the indiyidual team members are with the region, the more criticaJ the task of 

preparing .and dissemin~ting,written .and verbal pre-depanure briefings for the team members. 

A tearn .with previous experience working with various electoral systems is an advantage. In many cases, 

the development of training curriculum occurs before the government ministry or the election commission 

has an .opponunity to study or field test the elector31 operations. The consultants may encounter 

. difficulties .:with the elector31 law that they should bring to the attention of their counterparts. An 

experienced team may see possible problem areas' and suggest alternative approaches to organization31 

difficulties and oversights. 

,One member of the team should be designated (and interviewed) as the project manager with additional 

tearn. members identified as team lead.er(s) as needed for adequate supervision. The Project Manager will 

: act. as the team's ,primary spokesperson while in-country, and will be responsible for bringing the team 

to consensus on its procedures, priorities and activities. The Project Manager serves as the on-site 

contact for ,the Program .officer and should be able to provide administrative direction for the team while 

in-country . 

When comparing skills of theapplicanls for various postions, it is imponant to assess their writing skills. 

One or tWO ,team . members in addition to the project manager should possess adequate skill to qualify 

them for the role :of repon coordinator. The repon coordinator is responsible for reviewing the repon 

as draftedby the team, noting and correcting (or enhancing) any weak areas, before presenting it to IFES 

for editing. While the report, coordinator may not be required to make specific report writing 
, ' , 

assignments, the coordinator is responsible for ensuring that' all issues raised in tile scope of work are 
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addressed by the repon. This person will be the initial contact for the program officer should questions 

arise during the repon editing process. It is suggested that consultants with previous experience and 

familiarity with IFES and !under's operating procedures be chosen as Project rylanager and report 

coordinators. 

The initial step in the selection process should be a search of the IFES Resource Center Database. 

Information on consultants who have been part of prior IFES projecis or who have provided detaiied 
- . . . 

inf,ormation on the Individual Data Sheets will be available on-line to the Program Officer. Consultant' 

information may also be ~athered through referrals by other Program Officers and Program Officers' 

. previous experience. Secondary sources include universities, private consulting firms: or referrals-irom 

consultants. 

Each potential consultant should be interviewed, perhaps more than once, with a foreign language 

component if the Program Officer is unsure of the consultant's skills in that area. An Individual Data 

Sheet must be completed and, if possible, a writing sample should be obtained. 

2. Interviews 

3. Negotiations and Contracting 

No maner what other special skills the team member may possess, each team member should have 

adequate command of English, both orally and in writing. The team leader(s) shOUld, wherever possible, 

have excellent command of the host country's official language(s), at least orally. Each team member 

should be expected to interact with host government officials and U.S. government representatives 

efft;~tively and with sensitivity to the country's culture. 

Applicants should provide the names and contact information of personal references .. Contacting these­

individuals and soliciting their evaluation is valuable, especially concerning foreign language and repon­

writing aptitude. 

;-: 

Additional questions to be asked of the applicants focus on the timing of the project. How does the 

co~ultant respond to the time commitment requested? How rigid is the consultant's schedule 

immediately following the close of the project? What kind of advance preparations should be made? The 

IFES 
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Program Officer needs to be assured that the consultants wilrbe able to complete the scope of work in 

the time provided and for the amount specified in the budget. 

Following the initial (non-binding) selection, the consultant should be contacted by the Contracting Officer 

to negotiate the consultant's daily rate. After the selection of team members is complete, a scope of worle 

should be drafted for artachment to the' Subcontract ,Authorization. The scope of work is also provided 

1O:.the Contracts Officer to be included in the draft. contract. In some cases, if the poll worker training 

project is AID funded, approval from the U.S. embassy and USAID mission as well as AIDlWashington 

technical and grants· officers is required. Field approval is usually based on the team members' 

, .. qualifications as reflected in their resumes or other documentation . 

. ApprOVal. from the funder is based on qualifications as well as the proposed consulting fee. Request for 

approval isnprmally accompanied by documentation of the proposed consultant's salary history and (for 

AID funded projects) by two authorization forms, the Authorization to Subcontract and the Travel 

Authorization. Until approval for. consultants is received from the field andlor the funder, it is important 

. 10 remind potential consultants that IFES' intention to contract with them for the assessment is 

conditional.. The request for approval from the field is usually considered a simultaneous request for 

country clearance . 

. All contracts should be reviewed and approved by the Program Officer before being given to the 

,consultants for signing. To minimize potential conflicts, consultants should not begin travel or work until 

.consulting agreements have final approvals. The contracting procedure must be completed before the 

consultant departs for the project site. Both the,consultant and IFES should possess a copy of the signed 

'. contract outlining the basic ,agreement between IFES and the consultant; the consultant's scope of work; 

.. the,length of the contract period;. and the.consultant's daily rate and additional compensation if applicable. 

,:The Contracting Officer and the consultant should discuss the method of salary payment. The consultant 

: should. provide IFES address and bank information.in order to facilitate direct transfer of salary or the 

forwarding of the consultant's paychecks to the address-of-record. 
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Perrormance crileria 

1. 

2. 

Ability to express oneselrin primary language or host co\,ntri 

Interaction wilh host country officials and NGO as well asUSG onicials in­

country 

. 3. Successrul completion or scope or work 

4. Independence and impartiality 

The team members are required to contribute substantially to the project team's completion of the scope 

of work and the project objectives as set forth in the project proposal. The quality of this contribution 

is effected by a consultant's language skills and ability to successfully interact with'.others. Tearii 

mem.bers must be clear that these expectations are primary criteria on which the consultant's pertonnance 

wilLbe evaluated. Ultimately, each team member must be non-partisan with respect to the eleCtoral. 

process and focus on rendering effective and balanced training programs for the trainees. 

",' 
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Ill. Project nnd team management 

A. Travel, shots, visas, ad"ances 

1. Travel regulati'ons 

2. Advances to include transportation funds 

3. Computer equipment check out from lFES 

Many tasks must be completed before the tearn arrives at the IFES offices and before departure for the 

. ,.' destination. Once team members. are identified and contracts approved and signed, they should be . 

, ,contacted by. the IFES Administrative A,ssistant to make arrangements for air travel, visas, inoculations, 

medical insurl\llce coverage and lodging arrangements in Washington, if necessary. 

, Travel advances are determined by the Administrative Assistant, who is also responsible for ensuring 

IFES compliance with all applicable government regulations regarding travel and per diem. For this 

reason, it is preferable that the Administrative Assistant, rather than the consultant or program staff, make 

travel arrangements. 

Project team members should be briefed as to the climate, the type of clothes to pack and the type of 

conditions that can be expected in-country regarding travel and accommodation. Large scale Of 

comprehensive training projects where significant numbers of people are to be trained are always taXing 

and sometimes extremely arduous and even potentially dangerous. 

B. Briefing book 

1. Suggested contents and format 

• Project proposal, including SOW 

• Correspondence with funder andlor host government 

• Consullants' resumes 

• Background information on country 

• News articles on democratization and elections 

DO NOT COpy - FOR INTERNAL USE ONLY 

I~S 
~.~ -­._-



• Documents: Constitution, electoral I~w .. etc;· 

• Country m~p 

• Copies or appropriate ·IFES reports 

• Sample poll worker training manuals 

2. Distribution 

Briefing books should be prepared for each team member, with an additional copy for the Resource 

Center. Each tearn member should receive his or her briefing book with enough time to review it'~ . 

arrival at the IFES office or in country. 

C. Team planning meetings 

1. Scope or work agreement (leam and runder) 

2. Perrormance criteria and IFES expectations 

• Perrormance in-country 

• Quality and limeliness or project oulputs 

3. Resources (malerials, people, examples) 

• Poll worker training malerials 

• Olher lraining malerials or programs 

• Sample laws or olher documents 

4. Individual work assignments 

• Role and responsibility or projecl manager and leam leader(s) (in 

country) 

• Role and responsibility or project coordinator 

5. Procedures ror communications 

6. Time sheels and lra,'el expense reports 

As standard practice, the two days prior to the team's departure are reserved for briefings and planning 

meetings in Washington, D.C. This time allows the team members to meet each other, IFES staff to 

brief the team, and any last·minute information, instructions and concerns to be shared. 
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During the briefing day(s), the team will meet with s~veral members of IFES Staff. Team members are 

briefed on IFES philosophy and guidelines for conduct in-country. The repon writing responsibilities 

are also outlined in this meeting. In addition to the'briefing books, team members are provided at this 

. time with resource materials selected to provide a basis for completion of the various elements of the 

scope of work, such as examples of poll worker training manuals, voter awareness materials and other 

civic education materials, electoral laws or constitutions from other countries, sample registration 

material, ballots, or other forms. 

'The IFES Program Officer and team members should review t!'e outline of the proposed project repon, 

.focusing on the performance criteria,and the IFES,expectations for the team and for each individual. This 

tiIile should be:used to confirm the conn.ection between the project proposal, each individual's scope of 

work, and the design of the project repon. 

The Program Officer should indicate which team member shall serve as the repon coordinator andlor 

.team leader"with an,. explanation of.the role and responsibility of each. By the end of the meeting, 

. panicipants should have a clear understanding of their responsibilities within the team. 

The Project . Manager will spend time individually with the finance and administration department to 

become familiar with accounting procedures and expectations. 

The Administrative Assistant and the Program. Officer should have adequate in-country hotel and 

telephone information for team members and their families prior to or at least by the day of the team's 

depanure. Team members should be directed to communicate safe arrival in-country directly to IFES 

or through the U.S. embassy or USAID mission. 

The Administrative Assistant and Contracts Officer will brief team members on their travel advances, 

with instructions regarding completion of time sheets and expense repons. Insurance coverage and 

e1"ergency information should also be pan of .this meeting. Team members, after reviewing contracts 

with the Contracts Officer, should sign them and receive copies signed by an executive staff member. 
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D. Country-speci fie briefings 

1. AID and State Department 

2. Host country embassy 

Current political information and confirmation of expectations are part of the AIDIW ashington and State 

Department briefings. These meetings are an opportunity for the Washington based Department of State 

and AID officials to become familiar with the team, provide up-to-date country information and review 

the host country's expectations of the team including expectations for the verbal and wrinen repohing of' 

the team's findings. It is a time for the team members to ask any questions they might have about their 

scope of work or about the country's current politkal climate. 

The final set of briefings consists of visits to the host country's Washington embassy and any other' 

persons that the Program Officer believes may provide substantive country information. These persons' 

include professors, consultants or. anyone else who has significant country experience. 

E. Team management and monitoring 

1. Project reporting to runder 

2. Communication 

3. Support 

• Pre-election 

• Post-election 

Following the departure of the team, the Program Officer is responsible for team management and activity 

monitoring. Decisions regarding team procedure or unexpected siruations should be referred to and 
, ~ 

decided by the Program Officer. The Program Officer also functions as the team's Washington-based 

support staff, obtaining additional information or making alternate arrangements as requested by the team. 

The Program Officer should communicate with the team as needed to be aware of current activities. 

Specific instructions as to methods and frequency of communications between the in-country team and 

Washington should be included in the briefing book and reviewed with project staff. The use 'of PC 

hardware and software (such as WordPerfect or Lorus) should be specified in advance to ensure full 
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.compliance. If the project report is to be drafted in a language other than Engl ish, the Program Officer 

.should ensure compatibility of software and that the appropriate translation services are available. 

Team members with experience with a variety. of other systems may find themselves in the position of 

offering extemporaneous technical advice to the e.lections council regarding official amendments to the 

established electoral law. It is essential that the training offered in the field corresponds to the electoral 

code under which the election is to be administrated. Amendments made to the electoral code shonly 

before an election but nOl.communicated effectively can create confusion, especially in isolated or rural 

areas, and provide grounds for the non-acceptance of the election results by the political parties. 

If the. trainers are in the country; through election day, it is desirable that they be at various polling 

stations across the country to obserye the opening ·of the polls and to assess the effectiveness of the 

, ., training. puring the .. day a variety of polling stations in both urban and rural areas should be covered 

with special emphasis. on those stations where indications of likely problems have been given by local 

. political parties and domestic monitors. Trainers.should not, under any circumstances, interfere in the 

election day procedures, unless advice is specifi~lIy requested by election officials. Any problems 

. should be conveyed to the project managers and team leaders and noted for inclusion in the final report. 
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IV. Project Implementation 

A. In-Country Briefings, Introductions and Protocol Meetings 

1. EmbassyfUSAID briefing 

2. Initial meetings with governinent, electoral commission counterparts 

If U.S. AID funds the training program, it is likely that the training team's first activity will be a briefing 

with officials of the US AID mission andlor the U.S. Embassy. This is an opportunity for the team to 

formally introduce itself to U.S. officials in-country, and to introduce the training mission's terms of 

reference. The team should make sure that there is a mutual understanding of the goals of the IFES poll ' 

worker training program, and an understanding of the role that the Embassy and the USAID mission will 

play in facilitating the team's work during its time in-country. It is helpful to discuss the team's scope 

of work in tenns of what the embassy and USAID mission see as the most imponant issues 'to be aware 

of in setting up the program. This is also an opportunity for the team to be briefed by embaSsy and 

USAID officials regarding the most recent political events of the host country and'the prominent players' 

in the democratic transition and election administration. When IFES technical aSsistance missions are 

AID funded, it has been the practice for USAJD or the embassy to arrange initial protocol and contact 

meetings with the government ministries and electoral officials with whom the team will be working. 

If IFES has already established a presence in the country, these meetings can be arranged by the project 

manager. 

, Often the first protocol meetings will be with the minister of external affairs and with'the minister of 

interior (or whichever ministry has oversight authority regarding elections). It is also common that the 

team will meet with the director of elections or with the election commission, if one exists. The non­

governmental nature of IFES and the non-panisan, non-political stance of the training mission should be, 

stressed. 

It is imponant that the purpose, goals and terms of reference of the training mission be, clearly expressed 

at these early meetings with the host government. It is also imponant that these messages be expressed 

with consistency. Therefore, the initial introductory statement for the team should be made by the team 
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leader or one individual who has been designated by the team. It is also advisable for the team to have 

a prepared wrillen statement ready before they begin their host-government meetings. Such a standard 

statement, ·regarding IFES and the goals of the poll worker training, can help all members 'of the team 

in keeping their description of the t.erms of reference consistent. It can also be used to explain the team's 

purpose to the press, if appropriate. 

B. Identification of local staff 

1. Expediter 

2. Clerical 

3. Drivers 

Generally, local staff will be responsible for the day-to-day administration of the project office or the 

daily transport of trainers, trainees, and materials. If the program calls for international or national . 

materials procurement, an expediter is, h~pful for dealing with airport, seaport, and land transport 

customs. Hiring an expediter part-time generally proves tl;) provide both a time-savings and a cOst savings 

, in situations where the core trainers rely on air transport to reach regional training seminars or to evaluate 

local-level training. Office staff n,eeds are determined by the amount of document drafting and . . 

. reproduction that will be necessary. On occasion, the program office becomes a de-facto "elections 

administration hotline," and the phones need. to be answered and assistance offered or messages taken. 

A knowledgeable, experienced driver is indispensabl e. Depending on the situation, the driver serves as 

,a roving administrative assistant, expediter, ~nd advisor on the local customs. Relief and development 

. organizations and the diplomatic community maimai,n active files of capable host country nationals 

searching for short-term project employment. 

C. Identification of core trainers 

1. Retired administrators 

2. Educators 

• Formal 

• Informal 

3. Academics and students 
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Core trainers must possess the ability to gain the attention and respect of their trainees. The selection 

of core trainers is not easy. Many will be interested in the job only because of the financial 

compensation. Trainers cannot be prima donnas. Teachers and retired administrators frequently provide 

the best pool from which to draw. Local literacy trainers are frequently overlooked by the 

administration. They are a valuable resource given their experience in the transfer of new concepts and 

ideas to citizens lacking formal education. Students enrolled currently in the formal education system are 

also an option as they come from a dynamic sector of changing society and often possess the energy and 

the optimism to undertake the task. 

Societies have varying perceptions of age, gender, and ethnicity, and sociocultural climate' and "rules" 

which should not be ignored in the selection of trainers. The trainer's political affiliation is'an added 

issue. Ideally, neutral individuals are preferred. The perception of the quality and effectiveness of the 
, : 

training depends a great deal on the quality and the commitment of the core trainers. 

D. Identification of training method 

PoIl worker training involves a combination of techniques. The overall training tends to follow a cascade 

format. Direct contact with all administrators and polling center members is impossible except' in small 

states where the number of registered voters and corresponding number of polling centers is low. The 

training of the regional and local administrators is accomplished through a series of semiri~~s.The ' 

location of these seminars depends on communications and transport between the capital ci;y' ~d the ' 

regions. The training of the actual polling presidents is best presented as a seminar, 'with' the various 

presidents travelling !Q the local administrative center for the training. In all cases, it is important to 

. conduct training sessions in a venue free from distractions, where panicipants have access to" a seat and 

a writing surface. Schools or hotels are popular choices. An educational facility or a hotel's added 

benefit may be that these often include adequate kitchens for the preparation and provision of meals as 

well as sleeping quaners and bathing facilities. 
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1. Workshops 

2. Simulations 

3. Group discussions 

4. Electronic media 
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. The'teaching techniques utilized ·in the training are selected with regard to time and financial constraints. 

,Traditional methods of information dissemination deserve consideration. Theater, puppet shows, popular 

radio and. t.V. programs, songs;, and local graphic. artists have played a role in poll worker training in 

different countries. 

Multi-media training employing slides, filmstrips, overhead projections, and video can be effective, but 

is often ,impossible in light of limitations on the training budget. Depending on the location of the' 

training, trainees may initially exhibit a greater interest in the equipment and the technology than in the 

. message., . I( time and financing permit multiple viewings by the target audiences, mobile video units 

provide an effective visual explanation' of the administration of a polling station, All graphic and 

participatory information dissemination techniques also help the trainers in areas where the team is less 

than proficient in the local 'dialect. 

An individual in a new or· emerging democra,cy is exposed to a flood of new ideas and new approaches 

to old problems, Transition can be confusing and the comprehension and retention rates for new material 

are quickly reached. Poll worker training covers a wealth of material in a shon time. The timing of the 

training often requires that the trainee absorb,past their normal capacity and still be expected to perform 

i, election day. duties in flawless. accordance with. the electoral codes. Therefore. training must be 
! 

interactive, and it must be supponed with a guide book containing the basic information that will allow 

.the poll worker to perform his or her task with minimum difficulty. 

The core trainers· work is not complete upon the training of the local-level administration, During the 

training of the presidents and the subsequent training of their staffs, the core trainers will circulate to 

observe the training in progress and correct for any misinformation being passed on. This follow-up is 

imponant to. the overall success of the training. 
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F. Variations in scope or tr~ining 

1. Training or the core tr~iriers 
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The training of the core trainers must be well designed, thorough, and understandable. The quality of 

the core trainers is significantly related to the quality of the overall training initiative and to the success 

of the electoral process. Coverage of the material is best divided between three days of presentation. ' 

Depending,on the organization of the training program, the documentation for the training can be a draft 

of the poll workers' training manual and additional documentation necessary for the core-trainers files, 
, . 

but not slated for reproduction as a ponion of the manual. By the end of the training of the core trainer 

group, the consultants should have all of the necessary suggestions and information'to' finalize the draft" 

of the poll workers' training manual. 

A separate trainers' manual can be prodUCed for the core and local-level trainers. However, rather than 

spending time and resources on the production of a bound manual for the trainers, a good alternative is 

the provision of a loose-leaf notebook for each trainer. Additions or adjustments to the training program' 

are easily handled with this, format. Typically, nations undergoing their first series of. multi-pany 

elections issue addenda to the electoral codes and other government guidelines throughout the period 

leading up to the elections. These documents should be provided to the core trainers even if the changes 

are announced after the commencement of the cascade training program. During subsequent follow-up 

visits by the core trainers, they can alen the local-level trainers to the revisions.' The local-level trainers' 

will rely on their copy of the poll workers' training manual, any additional documentation provided to 

them by the core trainers, and their notes from their respective training sessions to facilitate the training' 

of the polling center presidents. In rum, ,the polling center presidents will use a similar set of 

docuwentation for the training of their polling center staffs. .' 
,<-. 

The first day of training features an in-depth review of the electoral code. A functional understanding 

of the tenets of the code is essential for the core trainers, who will be required to answer teclinical ' 

questions posed to them by trainees at all levels. An electOral code 'can be a lengthy document and 

maintaining interest among all of the trainees, even among the core trainers, is a challenge. Many codes 

have been modeled after a similar document from another country and the language-employed is legal 

in nature and difficult for even a reasonably literate individual to clearly understand. Having the trainers 

take turns reading each anicle aloud and ask questions related to each anicle allows the code to be 
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covered thoroughly and keeps the audience involved. In societies accustomed to rote learning, the group 

can warm up to asking questions without embarrassment. Following this format will give'the trainees 

a feel for an exercise that they will have to facilitate with a variety of audiences. The success of this 

exercise is dependent on the skill of the consultant to keep the group moving and to assist where needed. 

With the core trainers, debate concerning various articles should not be discouraged. Individuals involved 

in the initial drafting of the electoral ,law and the constitution are welcome resoilrces to invite to 

participate in this portion of the training. In fact" if such an individual is available and willing, their 

utilization as a local consultant for the duration of the training should be given serious consideration. 

The core trainers must have an accurate understanding of the electoral code--and associated laws and 

directives-as well as' a generaI idea of, the thought and the process behind the creation of these 

documents. 1lte consultant facilitating the sessions'needs to realize these needs and balance them with 

the ultimate reality that the trainees are present for training, not to draft a new electoral code. 

The review should call special attentioilto articles concerning the administration of a polling station: set­

up, opening, voting" closing; counting of votes, recording of results, delivery of results to the 

administrative center, tabulation at the administrative level, and delivery to the next level. The core 

trainers must also familiarize themselves with the rights and responsibilities of the voter, the party 

delegates, and if applicable; national and international observers. Sufficient time for a summary question 

and answer session should be provided. 

The second day of the training .should begin with a review of the previous day's discussions and an 

opportunity for the trainees to pose,any questions that came up following the end of the session. The 

remainder of the day focuses on the discussion of various teaching techniques for the training of poll 

'workers; the review of the numerous activity checklists to be followed before, during, and after the 

elections; the diagramming exercise; and the polling station simulation. Adequate time should be 

provided for questions and discussions at the end of the day. The trainees should be asSigned the task 

of designing a training plan for'each of the,three target groups: the regional and local administrators, the 

polling center presidents, and the polling center staffs. These plans will be presented to the group the 

following day for discussion. 
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The third day of the training is a catch-all time to cover remaining material-and review problem areas 

of the codes (vote tabulation and the allocation of seats according to the D'Hondt system,if applicable, 

usually warrants additional time). A repeat of the polling station simulation is good way to stan off the 

day's activities. Any confusions will be immediately evident to the consultant as he or she observes the 

core trainers performing this exercise. 

The afternoon of the third day should be devoted to the discussion of the training plans developed by the 

trainees. The consultant should select two or threi: individuals to present their plans and open the floor 

for discussion. AlJ of the plans will be presented to the consultant, who will reviewthein and meet 

individually (or in small groups) with the trainees to discuss each plan. 

The trainees and any local consultants brought in for the training of the core training group should receive 

some: son of per-diem. This Could be in the form of transpon fees, lodging fees, food provision, or '3 

dailY-stipend - or any combination of these costs. The amount and type of per-diem will have to be 

decided upon by the team members with the concurrence of the Program Officer, and in some caseS, ihe' 

funder. 

2. Regional and local administrators 

The material to be covered by the core trainers with regional and local administrators, and Ii)" loCal 

administrators with the polling station presidents, is best divided between two days of presentation. The 

first day involves a review of the electoral code. A functional understanding of the tenets of the Code 

is essential for administrators who on election day could be called on to arbitrate various disputes or clear' 

up misunderstandings of the code. The second day of training concentrates on the physical operation of 

, the polJing station and the roles and the responsibilities of the polling station persoimel. 

As d~cribed above, an electoral code can be a lengthy document and maintaining interest amo~g ail of' 

the t~:iinees, is a challenge. Many codes have been modeled after a similar document from another 

country and the language employed is legal in nature and difficult for even a reasonably literate individual 

to understand clearly. Having the trainees take rums reading each anicle aloud, and ask quesiions 

concerning that anicle, should thoroughly cover the code and keep the audience involved. With this 

technique, societies accustomed 10 rote learning, non·panicipalOry learning by memorization, can wann 

up to asking questions without embarrassment. 

,J[.ps 
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The success of this exercise is dependent on the trainer's ability to keep' the group focused and to 

progressing through the agenda, aSsisting only where needed. It is important for the trainers to remember 

the goal of the training and discourage extensive debate of various articles. This is an easy trap to fall 

into. The trainees may rC{juire an occasional polite reminder that they are present for training, not to 

draft a new electoral code. 

The review should call special attention to articles concerning the administration of a polling station: 

setting up, opening, voting, closing, counting of votes, recording of results, delivery of results to the 

administrative center, tabulating at the administrative level, and delivery to the next level. Trainees must 

also f:uniliarize .themselves with the rights and responsibilities of the voter, the party delegates, and if 

applicable, national and international observ.ers ... Sufficient time for a summary question and answer 

session si)ould be p~ovided .. A .high-quality ~iscussion of the codes and the roles of the individuals 

i.nvolv.ed in the electoral process.makes the second day of training more worthwhile for all concerned. 

In following through with. the practical exercises of diagramming and role playing, the trainees review 

all of the issues discussed in the first day of training. 

3, Polling center presidents 

The breadth of the code review can be reduced when training poling center presidents, if necessary, 

focusing on only the specifics dealing with the actual election days. In determining materials to be 

covered, the administrator facilitating the training must recognize that the president has a specific role 

as the manager of the polling station as outlined by the electoral code. Many electoral codes specify that 

the arbitrator of all disputes occurri,?g in a polling station will be the polling station president. 

A president's knowledge.of operational procedure~ and confidence level in understanding the workings 

of.the electoral process is reflected in the level of efficiency of polling station operation on election day. 

Again, the overview. of the electoral code concentrates on articles concerning the administration of a 

po~)ing station: sening up, -op'eni~g" voting, closing. counting of votes, recording of resuJts, and the 

delivery of results to.the administrative center. The presidents must also familiarize themselves with the 

rights and responsibilities of the· voter, the party delegates, and if applicable, national and international 

observers. The administrator should ask occasional questions to verify that the trainees are understanding 

the presentation and have a sound grasp of the material. 
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4. Polling center staff 

The training of each polling center staff by their respective president need not cover !he code at all. The 

training can be completed in one day's time. The president will rely upon the section of the guide for 

polling center administrators covering the operational guidelines for election day as the fundamental 

training document. The structure of this guide is outlined in a later section. 

c· 

Usually, this training takes place following the official deadline for the naming of the !loll workers by 

the administration. This deadline can be set as close as 72-96 hours before the election. As a safeguard 

against information overload and election-day confusion among the staff of his polling center, the polling 

center president should strive to make this training task specific. To make this training program the most 

effective, the president must be able to delegate election-day tasks to the polling station worker who 

exhibits the best grasp of the specific task during training. 

G. Diagramming 

A considerable amount of material is presented in the discussion of the electoral code and the roles and 

responsibilities of the individuals staffing the polling center on election day. Two activities talce place' 

that serve to bring together this new and often confusing information. POlling station set-up and 

simulation are the highlight of the training. The three diagrams used in this ponion of the manual are 

as follows: 

• The first shows the layout of a polling station; the seating arrangement .. the positioning 

of the tables and other furniture, the location of the ballots. the voting screens. the 

working documents. and the ballot box. 

• The second diagram is a copy of the first with the addition of arrows indicating the . 

circulation panern of voter traffic in the station. The emphasis is on uni-directional:. 

circulation by the voter. At no time in the polling center should it be necessary for the . 

voter to retrace steps. A planned circulation of voters in the station prevents confusion 

as to which voter has completed which step and aids the president in.controlling activity 

in the poll. 
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• A simple outline of the polling station is the third diagram. On this page the trainee is 

asked to draw the layout of the polling station as he or she understands it. ·This can be 

an individual or a group activity. The trainer allows 20 minutes of design time and then, 

if materials permit, asks a representative of each group or a random .sampling of 

individuals to replicate their design on a flip chan or chalk board. Then each presenter 

explains his or her design. Variations on the electoral code-based design found in the 

training manual can be interesting. 

• Country-specific situations can be created. What if the only building suitable for the 

polling station is round? What if there is !l.Q building in which to locate the polling 

station? How might a polling station be established in swamp lands? 

The diagramming exercise ensures that the trainees are clear on station set-up; that they will be able to 

operate under a variety of conditions; that they understand the value of uni-directional circulation and how 

to set up the polling station kit and. furniture to encourage the desired circulation pattern. Finally, 

diagramming prepares the trainees for the final exercise - the simulation. 

H. The Simulation 

The trainees divide themselves into two groups, poll workers and the electors. From the poll worker 

group, one individual is selected to be the president. Under the direction of the president, the polling 

station is setup, several of the "electors" are allowed 10 vote, the station is closed, the votes are counted, 

and the results are tabulated .. Ideally. the entire simulation is conducted utilizing the actual polling station 

equipment and forms that will be employed on election day. 

The trainer supervises the.simulation. If mistakes are made and the other trainees do not acknowledge 

the oversight,- the trainer can stop the exercise to bring the mistake to everyone's attention. Normally, 

if ·the trainees are reasonably clear on the electoral code and 'actively panicipated in the diagramming 

exercise, the trainer(s) only' serves as a referee. Repeating the reminder that the trainees are not in a 

position to revise· elections procedures helps to avoid protracted debate. 

Once the trainer observes that the simulation is running smoothly, he or she should stage likely election 

day, irregularities to the group and have them simulate a response. Electoral codes cover many anomalies 
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and the poll worker should respond in the manner stipulated by the code. Some situations are mentioned 

without offering a recommended course of action. In these cases, it is the responsibility of the president 

to solve the problem in a manner that does not hinder the smooth operation of the polling place. 

One technique is for the trainers to plant some of these "worst cases" among the trainees posing as 

electors. Handling several of these less-than-ideal situations raises the cOnfidence levels of the trainees 

and alerts them to the fact that there will be irregularities on election day. These situations demand sound 

decisions by the president with the conse[lSUS of all of the poll workers and pany delegates. 

Some of the more common situations are: voters without identification card or voters Card;' falsified voter 

registration cards; underage voters; voter whose name is not on the polling station ~egistiy;iilitei-ate 

voters; handicapped voters; voters under the influence of alcohol; voters wearing pany propaganda; 

voters bearing arms; deposit of ballot in wrong box; voter mismarking a first bailor aild requesting a' 
;:. -

second one; and voters requiring excessive time. Problems can also arise among the poll workers, the 

party delegates, or the observers: influencing of voters by delegates; insubordination by workers, 

delegates, or observers; and the elercise of excessive andlor panisan authority by the president. 

Role playing is a training technique that is new to many audiences. Its application is viable at all levels' 

of training. The simulation facilitated by the presidents in the training of the polling center staffs should 

place less emphasis on the "worst cases" to reduce confusion among the trainees and to ensure that they 

fully understand their respective tasks. Instead, the president can cover the do's and don'ts section of 

the training manual with the staff. 

I. Manual Format 

The poll worker training manual is a document designed to serve as ali election day resource, a training 

man.ual, and a training workbook. The design of the manual must take into account the intended 

audience. Many electoral codes stipulate that poll workers be literate in the official language. However;' 

the size or the location of the literate populations in some nations prevent polling station staffs from 

achieving 100% literacy in the official language. Unfonunately, even literate poll workers may not be 

capable of understanding all of the language found in the electoral code or the various forms utilized on 

election day. 
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Knowing the makeup of the manual's target audience is imponant. This knowledge guides the trainer 

in. designing a full-text manual or perhaps a manual including a number of drawings or photographs 

exhibiting each step of the election process and the role of the individual poll workers.R~gardless of 

the trainees' literacy level, .the task checklists, the lists of roles and responsibilities and the do's and 

don'ts should be concise and easy to follow. Simple and clear lists aid' in making cenain that procedures 

. followed in the polling station, correspond with those outlined in the electoral codes. 

'The checklist format standardizes th.e administration of the polling stations. Some training documents 

. produced for elections administrators present entire anicles as .they exist in the electoral code. The 

techni,cal language utilized by; the drafters of electoral law, often leads to misinterpretation by the polling 

station .• president and others during training and on election day. Individuals desiring more information 

·lIlan that provided in the checklists. can turn to the; electoral code included as the first major section of 

the manual. 
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ELECTION WORKERS' GUIDE 

I. Introduction 

II. Electoral Code (with commentary) 

III. Observer Law 

IV. Special dispositions or circulars 

V. Task checklists 

A . Week before the election 

B. Day before the election 

C. Opening the polling station 

D. Closing the polling station 

I. Single-{)ay process-Special dispositions 

2. Multiple-{)ay process-Special dispositions 

3. Mobile polling station operation 

E. Counting the votes 

F. Reporting the vote totals for the station 

G . Transmitting totals 

H. Closing activities of polling bureau members 

VI. Polling station layout 

A. Diagram I 

I. Seating arrangement 

2. Table and equipment positioning 

B. Diagram II 

I. Same as Diagram I 

2. Arrows added to indicate uni-directional circulation 

C. Diagram III--Blank. layout your own. 

VII. List of roles and responsibilities 

A. Role of the polling station administration 

B. Role of the party delegates 

C. Role of domestic observers 

D. Role of international observers 

E. Role of the national police and/or army 

F. Directives for special populations 
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VIII. Handling disturbances and infractions 

A. Physical 

B. Non.physical (political propaganda) 

. IX. Do's and Don'lS Rapid Summary Check List 
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J. Session Supplies 

Supply needs for the training are minimal. The poll worker training manual is the primary item. 

Trainers need access to a flip chan or a blackboard with markers Or chalk. Trainees should be provided 

with paper and pen for notes. Tape, stapler, scissors, thumbtacks, erasers, and other general supplies 

are helpful to have on hand. Polling station kits should be obtained from the 'responsible government' 

office or from the electoral commission. When the training need iS'identified, the trainer immediately 

requests the kits, or assembles a mock-kit in the event that the election day materials are unavailable. 

Occasionally, governments are reluctant to let the public see any of t1ie election equipment and forms 

before the day of elections for fear of fraud. The training kits do nOfhave to contain the acrual ballots. , 

However, the administrators and poll workers must be familiar with election day equipment and the 

polling station fQrrns. Here the trainer will have to work first with the appropriate officials, educating. 

them as to why access should be granted. This can be a time-consuming process. 

If electronic equipment is to be used in the training, the trainer(s) mtist be certain that the venue has a .. '. ~ . . 

power supply and that the power supply and the equipment operate 'on the same voltage and cycles. 

Transformers, surge protectors, extension cords, and plug adapters' may be necessary. (Backup' 

provisiOns should be made in case of power failure.) A sound system can be useful. However, trainers 

should work to limit the size of the training groups to encourage active panicipation by the trainees. 

Serious consideration should be given to dividing large groups into two or more duplicate sessions. 

Before traveling to facilitate regional and local training, trainers need to be aware of trainee nUll)bers in , 

order to determine the necessary number of trainers and amounts of supplies. 
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V. In-Counlry Reporling and Dcbriefings 

A. Reporling on findings 10 Ihe hosl governmenl 

In most cases, the training team will be expected to meet with election officials at the end of its Stay to 

report orally on the team's activities, eval~ation of the overall training, and recommendations.. 

B. Debri~fing with funderfU.S. EmbassyfUSAID mission 

• Funders' expectations 

• IFES' expectalions 

If the funder of the poll worker training is U.S. AID, the team can be expected to orally debrief USAID 

and embassy officials priono their departure f~om the country. The team should be prepared to outline 

its activities, evaluatIon of the -overall training, and recommendations, particularly those regarding 

additional donor assistance to the electoral process. In some cases, the funder will expect to receive a 

~rittenreport from the team prior to its departure. In such cases, this expectation will be clearly 

expres~ed in the tearn's scope of work and in team members' contracts. 

C. Washington debriefings 

When possible, IFES schedules a debriefing for the team in Washington, at the IFES office and, 

particularly if the training is AID funded, with officials of the Depanment of State and U.S. AID. This 

too is usually an oral debriefing on the team's findings and recommendations. 
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VI. Monitoring and evaluation strategy 

Poll worker training can and should be evaluated on several levels. using a variety of evaluative tools, 

with several different audiences and purposes in mind. Each type of evaluation listed below is described 

in terms of the questions: 

1) 

2) 

3) 

4) 

What is being evaluated? 

Why is it being evaluated? 

How is it to be evaluated? and 

Who is the audience for the evaluation and how is the evaluation passed on to the releyant 

audience? 

A. Evaluating team members' performance 

The performance of each individual trainer should be evaluated, for two primary purposes: 

1. To assess whether the scope cif work and other formal expectations have been 

fulfilled sufficiently 10 justify payment of consultant's fee; and 
, , ' 

2. To leave an evaluative record of the consultant's work in this IFES file, to bener 

judge this suitability for future assignments. 

The IFES Program Officer who managed the training project should solicit feedback from the USAID 

mission, the U.S. embassy or other funder with whom the consultant interacted in the field, regarding 

the consultant's performance according to the pre-established criteria: ability to express oneself in English 

and the official language; positive interaction with host country officials and USG officials in-country; 

and substantive contribution to the tasks outlined in the scope of work. The Program Officer should 

provide evaluative comments on those performance criteria directed toward Washington briefings and 

debriefings and on the training mission repon. 
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The 'Program Officer's evaluation of the poll worker training team members should be wriuen and placed 

in the consultant's confidential tile at IFES. 

B. Evaluating Project design and support 

lFES' project design and support to the technical assistance tearn should be evaluated by the tearn 

members with the primary evaluative criterion being: Did IFES enable the consultants to do as good a 

job as possible in facilitating the training? The purpose of this evaluation is to give feedback to IFES on 

its general administrative procedures in designing and supporting a poll worker training, so that the design 

and support can improve with future training missions. 

The Program Officer asks the training team members to give feedback for this evaluation after the 
'.: . . . .,.". . -'. '- '.- .', 

completion of the training project, requesting that they give a written response evaluating project elements 
, .: " 

such as the following: 

I. Make-up of ,the trai':ling team: size; degree of meshing of skills, of personalities; 

appropriateness' of choice of team leader and report coordinator 

2. Preparations for the mission: briefing book; accuracy of verbal description of 

project task; quality and helpfulness of Washington briefings 

3. IFES support to team while in-country 

4: Length of stay in-country 

5. Length of time given for consultant's report writing 

6. Overall,. project, design: feasibility and appropriateness of scope of work 

The team· members' written ey~luation should be sent to the Program Officer, who will share the 

comments with other program staff and use the consultants' suggestions to make improvements in poll 

worker training project management., 
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c . E"alualing projecl's respons;"encss 10 funder's and hosl counlry's needs 

The project as a whole should be evaluated in terms of how well it responded to ~e needs of the host 

country and the funder. Evaluation of this question can be profitably carried out after the completion of 

the elections and again after any subsequent elections. 

1. Immediale projecl e"alualion 

The evaluative questions lIiat the IFES Program Officer should ~iscuss with the projecl funder, and to 

the extent possible with host government officials, include the following: 

• Was the project scope of work sufficiently comprehensive and sufficiently focussed to 

meet the needs of the funder and the host country? 

• Were the individual objectives of the scope of work fulfilled, through the training team's 

work in-country? 

• Was the IFES response to the need and 'the request for a technical assistance in the' 

facilitation of poll worker training generally satisfactory? 

• What, if any, are the near-term ways in which IFES can continue to be responsive to the 

needs of the funder and the host country in their preparations for further elections? 

The means for gathering answers to these questions, from the funder and from host country officials, may 

vary. Informal means, such as telephone calls, often can sol icit a more frank and comprehensive 

'response. h is important, however, to also solicit wrillen responses to these questions, if possible. 

, \ The funder and host country evaluation of the project should be collected, wrillen down (if given 

': verbally), and commented on by the IFES Program Officer, and included in the permanent project file. 

h is suggested that a separate evaluation file be established, perhaps in the director's office, so that 

evalua;ions can easily be shared with other IFES staff members, funder, and board members. ~s' 

appropriate. The funder and host coumry evaluation should also be presented at the project evaluation 

meeting convened by the regional Program Director. (See item D, below.) 
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2. Addilional project e"aluation 

To funher evaluate the effectiveness of the training in the facilitation of democratic elections in the host 

. country, both in terms of election preparations and election assistance, it is useful to solicit feedback from 

th.e USAJD mission; U.S. Embassy, or other funder after the elections. One tool for gathering that 

feedback might be a questionnaire such as the following, to be sent to the U.S. ambassador, DCM, 

political' officer, USAJD director, or other appropriate representative of the funding instirution. If 

.possible, a questionnaire might be sent to an appropriate host country official(s) as well. 

• On a 1-10 scale, how would you evaluate the effectiveness or the training team's visit in 

carrying ,out the objectives set. by the U.S. EmbassylUSAID mission/other funder? 

Explain. 

• On a 1-10 scale, how would you evaluate the effectiveness of the training team's visit in 

carrying out the objectives set by the host country government? Explain. 

• On a 1-10 scale, how would you evaluate the effectiveness of the IFES Poll Worker's 

Training Manual in addressing the needs of the elections administration? Explain. 

• On a 1-10 scale, how would you evaluate the effectiveness of the IFES training in 

developing a group of core traipers capable of training poll workers for furure elections? 

Explain. 

• On a 1.-10 scale, how would you evaluate the effectiveness of the IFES Poll Worker's 

Training Manual in addressing the needs and the concerns of the host country trainees? . ' , . 

Explain. 

• On a 1-10 scale, how would you rate the expenise and the professionalism of the poll 

worker training team~. as reflected in their work in-country and in their written repon? 

. • What were the most notable weaknesses of the IFES team? 

·e, What were the most notable strengths of the IFES team? 
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• Do you have any other comments on the IFES. Poll Worker Training in the host country? 

(regarding, e.g., the length of stay, the timeliness of the visit, etc.) 

• How would you evaluate your dealings with IFES Program Staff in Wasliington? What 

recommendations would you make for improvement in the manner in which IFES 

responds to poll worker training requests from U.S. Embassies (or USAID missions)? 

D. Evaluating project fulfillment of lFES' objectives 

IFES implicitly or explicitly sets institutional objectives for each project that it undertakes, including poll 

worker training. At the completion of the project, the relevant IFES staff should gather to review those '. 

objectives and to evaluate. whether they have been accomplished. ·Institutiohal objectives for carrying out 

a poll worker training might include the following: 

• to satisfy a request from a funder with whom it is important torn~intain or build. a go~d . 
relationship; 

• to lay the groundwork for further short-or long·term assistance in the country or for an 

up-coming observation mission; 

• to fulfill in part the IFES annual workplan; 

• 10 generate the revenue that comes from the overhead category in the project budget. 

• 10 provide training facilitation andlor design experience to an IFES staff member or 

consultant. 

An evaluative discussion regarding each project should be convened by the regional' Program Director, 

10 include representatives from program staff, financial and administrative staff, and executive staff, to . 

examine how well the project has fulfilled the institutional objectives of IFES. Such discussion should 

determine whether a project has been profitable, in every sense of the word, to IFES ana whether similar 

projects should continue to be undertaken. 
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HOW TO ORGANIZE AND CONDUCT 

AN ELECTION OBSERVATION MISSION. 

I. Project identification, design, management 

A. Project Identification 

1. Satisfaction of IFES prcxonditions for undertaking an election observation 

• Im'itation from the host government 

• A democratizing country 

• Available funding 

Offering appropriate technical assistance to requesiing countries is a fundamental purpose of . the ,. 

International Foundation for Electoral SystemS (lFES) and is consistent with its philosopby of asSisting 

democratic change, Assistance should be considered appropriate when it is tailored to the specific needs 

of each country, wben it takes into consideration the country's long·term goal of building a sustainable· ,,' 

institutional base for a democratic electoral system, and when it is provided at the request of the host· 

government. A request from an indigenous organization should be ratified by the host government. To 

reach a decision as to whether or not to observe a panicular election, IFES considers a number of factors.· 

Some of these factors are pre-conditions for conducting an election observation inission, others are factors' 

which should be noted but do not necessarily affect the decision-making process. 

The two most imponant pre-conditions for IFES to 'conduct an election observation mission are an' 

invitation from the host government and the availability of funding, either from U.S. AID; UN, or from. 

private sources. If these twO pre-conditions exist, IFES should then assess the constraints involved in 

the process. These include an assessment of whether or not the central electoral. commission enjoys 

sufficient autonomy from the government necessary to allow it to administer the election in an 

independent and non-panisan manner. Another factor to be assessed is whether the security situation in 

the country will allow voters and international election observers to go to the polls on election day 

without threat to their personal safety. A negative assessment on either one of these issues may lead IFES 

to conclude that it would not undenake an election observation mission in the country concerned. 
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- The context in which the election will take place is an important factor. The IFES mission is to support 

and strengthen democratic governance; therefore, the presence of IFES at a particular election should 

further this goal. Generally, IFES will give priority to observing elections in a host country where the 

country is in the process of making the transition from a one-party state, of whatever ideology, to a multi­

party state. On occasion, IFES may also observe an election in a country where there is international 

concern regarding manipulation of the election process under an existing multi-party system. 

IFES should not be r.egarded as an organization which represents the point of view of the U.S. 

_ Government. IFES is inteI1lational and non-partisan in its approach and in observing elections should 

seek to establish equally effective lines- of communication with both government, opposition and non­

government groups in the host country. 

It would be unusual for IFES to conduct an election observation mission in a country where it has done 

no pre-election work. However, should this situation arise, IFES project staff must ensure that they 

- arrive in-country well in advance of the delegation to ensure in-depth briefing of delegation members. 

-,In a country where IFES has-had an ongoing involvement with identifiable partners (on-site technical 

_ assistance project, poll worker training project or civic education project), IFES should consider its role 

in an international observer mission. Perhaps the IFES role should be limited to cine of coordinator, 

logistics support, technical advice, etc., rather than that of ·observer". 

2. Timing of the request to conduct an election obsenation in relation to 

electoral calendar. 

An election observation mission usually can be initiated successfully during the immediate pre-election 

campaign period; however, the timing of such a mission must include sufficient time to plan, assemble 

and brief the team. If pre-election work has. been done by IFES, staff should arrive in-country a 

minimum of one week prior to the elections, with delegation members arriving a minimum of three days 

before polling day. However, in the absence of IFES pre-election work, staff should be in-country at 

least two weeks in advance. 

In- general, a decision to observe an election should not come before a country has clearly embarked on 

a path toward a national. referendum or multi-party elections and has committed to an election date with 

a-high degree of certainty that the elections will be held on that date. 
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3. IFES' objectives in undertaking this project 

B. Why did IFES initiate this observation, or respond positively to the 

request to undertake this observation? 

b. What are IFES' institutional objectives ror this project? 

1) Fulfill lFES annual operating plan 

2) Gather inrormation on dirrerent electoral models to share 

with other countries 

3) Make contacts who could provide assistance in other 

countries 

IFES undertakes election observation missions in order to accomplish one of several possible objectives: 

.; Primarily, IFES would undertake an election observation mission at the request of a donor with whom 
;:i· 

IFES has maintained a long and valued relationship or a donor with whom IFES sought to develop such' 

a relationship. Most importantly, IFES has been chartered to advance the electoral process in evolving 

free and democratic societies; therefore, such a mission would fulfill an important aspect of the IFES 

mandate. IFES election observers should collect information regarding the electoral model used in the 

host country as well as documenting the observations on the electoral process. This information will be. 

critical to producing the election observation report as well as providing a basis for information 

dissemination to other countries. 

It is essential that IFES be clear and explicit about what its objectives are in carrying out an election 

observation mission prior to the design and implementation phase. Clarity on this question is critical 

when determining the scope of the mission, when resolving any potential conflict with the funder or the "­

host country, and especially when evaluating the mission to determine if all objectives have been fulfilled. 
~. . 

Ea_~h of these projects should recover all direct and out-of-pocket cOsts and also generate support for 

IFES' Resource Center, information dissemination and administration, thereby achieving another objective 

of the IFES annual operating plan. 

B. Scope or Work rrom runder (or SOW in IFES Election Observation proposal) 

1. Goals, objecth'es, activities: 

a. Are they mutually satisractory to IFES and to runder? 
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b. Are they feasible, gh-en constraints? 

c. Criteria for evaluation 

In designing the scope of work for an election observation project IFES should ensure that the goals, 

objectives and activities are mutually understood and satisfactory 10 both IFES and the funder. It is 

imperative that all panies concerned achieve consensus regarding mutual expectations and constraints 

~ the project begins. 

The obserVer mission requires a three-way commitment linking the host government, the donor, and the 

international observer organization. Acknowledgement by the host government of the need for an 

independent observer mission and the extension of an invitation to an organization to facilitate the 

program is required. 

The scope of work must be feasible, given the constraints identified when the initial decision to conduct 

the observation mission is taken, e.g., civil unrest, timing of the election, etc. Additionally, the scope 

of work should include measurable criteria for evaluation of the success of the project. 

2. Budget 

a. What to budget for? 

b. Arriving at budget agreement with funder 

As the terms of reference and objectives of the mission are defmed, IFES must begin to develop a project 

budget. This budget should include all elements of direct and indirect costs based on previous IFES 

experience and additional information. provided by the funder or the host government.. Baclcup 

documentation and the basis of estimation for individual line items should accompany the budget. A 

primary objective of the budget process is to make the proposed budget as complete and realistic as 

possible. The proposal and budget for an election observation mission may serve as the basis for 

negotiation with the funder(s) in determining the final scope of work and cOntract budget. 

The IFES Election Observation Mission budget should be drafted in cooperation with the IFES Director 

of Finance. and Administration. The budget is included as pan of the project proposal and is subject 10 

review and approval by IFES executive staff as well as the funder. 
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C. Negotiating other project parameters 

1. Arrangements with host country 

ELECTION OBSERVATION 
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a. What are the host government's expectations? 

b. Who is the primary point of contact in the government for the 

observation team? 

As IFES discusses the scope of work of an election observation mission with a USAID mission. a U.S. 

embassy or other fonder, it is essential to ensure that the host government is brought into the discussion, 

either with IFES directly or through the fonder as intermediary. IFES should request copies of 

correspondence between the fonder and the host government regarding the initiation of the observation' 

mission, and the understanding that the government has regarding the objectives and priorities of the 

election observation. 

The fonder should be asked to provide a written summary of its discussions with the host government and· 

non-governmental organizations, and a list of government officials and interested parties, with names and 

titles, who will be the observation team's primary or initial points of contact. This written documentation 

should also spell out the kind of assistance, if any, that the observation team should expect from the 

government, for example, local iransponation, office space, or the facilitation of discussions with officials 

inside and outside of the government. 

2. Arrangements with U.S. Embassy or USAID mission 

a. Lodging, transportation ,. 
b. Setting up initial meetings 

Discussions with the fonder and lor the U.S. embassy should also clarify the degree and kind of support 

that they intend to provide for the team, such as car and driver, office space, access to communication 
.;:, 

facilities, and the facilitation of contacts with information sources in-country. If the project is U.S. AID 

fonded and, if judged to be appropriate, the USAID mission andlor the embassy may be requested to 

make reservations for the team at a suitable hotel in the capital and to meet the team upon their arrival 
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at th.e airport. In addition, they may be requested to set up some initial meelings with representatives of 

the government, political parties and the central electoral commission. 

As soon as both IFES and the funder are·in general agreemenl with the arrangements spelled out in the 

proposal, a Project Authorization should be filled out, covering the proposal, and sent to' the appropriate 

AIDIWashington representative. This will meet AID's requirements for its Core support. Authorizing 

documents will be prepared for each, funder/donor (UN, Host Country government, etc) as appropriate. 
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II. Selection or Election Observation Mission Team 

A. Selection criteria 

1. Language 

2. 

3. 

Country knowledge and/or expeJ:ience 

Knowledge or civic education 

4. Issues in democratization 

S. Election Law 

6. Training 

.• __ • __ ..• _ .··, ... ·u"&... 
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As the goals and objectives of the project are being determined, the Program Officer should begin to 

identify the IFES staff, volunteer observers and/or consultants who may be best suited to accomplish the 

mission. The size of the team is largely dependent upon the scope of work, the available budget and the 

size of the country. 

A team may have a minimum of two members; however, it is highly unlikely for the team to have more 

than a maximum of twenty delegates. IFES usually does not payconsultants' fees to election observers, 

with the possible exception of the team leader/report writer. The team should have sufficient background' 

and experience to ensure that all aspects of the observation mission will be completed satisfactorily. 

The initial step in the selection process should be a search of the IFES Resource Center Database. 

Information on consultants who have been part of prior IFES projects or who have provided detailed 

information on Individual Data Sheets will be available on-line to the Project Officer. Consultant 

information may also be gathered through referrals by other Program Officers and Program Officers' 

previous experience. Secondary sources include universities, private consulting firms, or referrals from 

consultants_ 

Each potential team member should be interviewed, perhaps mOre than once, with a foreign language 

component if the Program Officer is unsure of the consultant's skills in that area. An Individual Data 

Sheet must be completed and, if possible, a writing sample should be obtained. 

.JfMES 
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There are a number of 'criteria that must be considered as the team is selected. A combination of sJiCiIls 

is. required, such as language capability; knowledge of the country, including in-country'~r regional 

experience; experience as an election administrator; more general experience in the democratic process; 

and familiarity with different election laws and systems and related issues. It is rare that team members 

will individually possess all of these skills; however, it is important that as many as possible exist within 

the team as a whole. 

Depending on the country, some skills may be difficult to incorporate into the team. II is imponant that 

observers be selected according to how they can bestpe~orm as a team and how their collective skills 

may be applied to complete the· scope of work. .The Program Officer should consider as many 

combinations of team members as possible and always be prepared with alternate selections. It is 

generally desira\:>le to have consultants who vol\lnteer time and only require reimbursement for out-Qf­

pocket expenses, as this has become the norm for international election observer teams. 

B. Performance criteria 

1. Ability to express oneself in primary language of host country 

2. Interaction with host country officials and NGO as well as USG officials in­

country 

3. Successful completion of scope of work 

4. Independence and impartiality 

Whatever the team member's special skills, adequate command of English, both orally and in writing, 

'mustbe required. The team leader should, wherever possible, have excellent command of the host 

: country's official language and ,each. team member should be expected to interact with host government 

officials and U.S. government representatives effectively and with sensitivity to the country's culture. 

The team members will also be expected to contribute substantially to the observation team's completion 

of the scope of work and the .project Objectives as set fonh in the project proposal. Each team member 

must display.absolute independence with respect to the observations and impaniality in rendering findings 

and conclusions. It must be made clear to all con.cerned that these expectations will be foremost among 

·the criteria on which the individual's performance will be evaluated. 
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c. Interviews 

1. Determining level of language skills 

2. Writing sample 

3. Professional recommendations 
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In making decisions regarding the composition of the team, the Program Officer must consider additional· 

factors. One member of the team should be designated (and interviewed) as the team leader: The team· 

leader will act as the team's primary s~okesperson while in·country, and will be responsible for bringing 

the team to consensus on its procedures, priorities, activities and final statement. The team leader ·serves . 

as the contact for the Program Officer in-country and should be able to. provide adminisir~tive directioii . 

for the team while in-country . 
.. . '; .... 

. One team member should also be designated the report coordinator. The report coordinator is responsible 

for reviewing the report as drafted by the team, noting any weak areas, before presenting it to IFES for 

editing. While the report coordinator may not be required to make specific report writing assignrnehis; 

the coordinator is responsible for ensuring that all issues raised in the scope of work are addres·sed by 

the report. This person will be the initial contact for the Program Officer should questionS ariSe during 

the report editing process. It is recommended that those consultants with previous experience and 

familiarity with IFES procedures be chosen as team leaders and report coordinators. 

Logistics questions should be included in the interview. How does the consultant respond to the time 

commitment requested? How rigid is the consultant's schedule immediately following the close of the 

project? What kind of advance preparations should be made? 

.. D. Final selection of team members 

Final selection of members of the observation team is usually subject to the approval of the funder andlor 

the U.S. representative in the field. After the selection of team members is complete, a scope of work 

shou!!1 be drafted for attachment to the Subcontract Authorization. The scope of work is also passed to 

the Contracts Officer to be included in the draft contract. In some cases, if the observer .. mission is U.S. 

AID funded, approval from the U.S. embassy and USAID mission as well as AlDlWashington technical 
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and grants officers is required. Field approval is usually based on the team members' qualifications as 

presented in their resumes or other documentation. 

Approval from the funder generally is based on qualifications and availability as well as the proposed 

consulting fee (if required). Request for approval is normally accompanied by documentation of the 

proposed consultant's salary history and (for AID-funded projects) by two authorization forms, the 

Authorization to Subcontract and the Trav~1 Authorization. The request for approval from the field is 

usually considered a simultaneous request for country clearance. 

Until approval, for consultants is received from the field and/or the funder, it is imponant to remind 

potential consultants th,at IFES' intention to contraclwith them for the observation mission is conditional. 

All contracts should be reviewed and approved by the Program Officer before being given to the 

, consultants for signing. To minimize potential conflicts, consultants should not begin travel or work until 

consUlting agreements have final approvals. 

Observers should be briefed as to the, ~Jimate, the type of clothes to pack and the type of conditions that 

can be expected in-country regarding travel and accommodation. Election observer missions are always 

taxing, s~metimes extremely arduous and even potentially dangerous. 
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III. Project Dnd team management 

A. Travel, shots, visas, advances 

1. Travel regulations 

2. Advances to include transportation funds 

3. Check out of computer equipment from lFES 
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Many tasks must be completed before the team arrives at the IFES offices and before departure for the 

destination. Once team members are identified, they should be contacted by the IFES Administrative' 

Assistant to make arrangements for air travel, visas, inoculatiOns, medi~allnsurance coverage and lodging , 

~gements in Washington, if necessary. Travel advances are determined by the Administrative 

Assistant, (and must be approved by the IFES Program Officer,) who is also responsible for ensuring 

lFES compliance with all applicable government regulations regarding travel and per diem as well as 

those of the funder (when applicable). For this reason, it is preferable that the Administrative Assistant, 

rather than the consultant or program staff, make these arrangements. 

B. Briefing book 

I. Suggested contents and format 

a. Project proposal, including SOW 

b. Correspondence with funder andlor host government 

c. Consultants' resumes 

d. Background information on country 

e., ,News articles on democratizalion and elections 

f. Documents: Constitution, electoral law, etc. 

2. Distribution 

Briefing books should be prepared for each team member, with an additional copy for the Resource 

Center. The briefing book should include, in the following order: 
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• Relevant Correspondence between IFES Washington office, funder and host'government 

• Team members' resumes 

• Background information on the country 

• News articles on the democratization and election process 

• Documents such as the country's constitution and electoral law 

• A copy of a model IFES repon 

Eacb team member should receive his or her briefi,ng book with enough time to review it ~ arrival 

at the IFES office. 

C. . Team planning meetings 

I, 

2. 

Scope of work agreement (team and funder) 

Performance criteria and IFES expectations 

a. Performance in-country 

b. Quality and timeliness of project outputs 

3. Resources (materials, people, examples) 

a, Observation/documentation samples 

b. Other training materials or programs 

c. Sample laws or other documents 

4. Individual work assignments 

. a, Role and responsibility of team leader (in country) 

b. Role and responsibility of project coordinator 

5. Procedures for communications 

.6. Time sheets and travel expense reports 

~o the extent pra~ticable, the two days prior to the, team's deparrure are reserved for briefings and 

planning meetings in Washington, D.C. This time allows the team members to meet each other, IFES 

staff to brief the team, and any last-minute information, instructions and Concerns to be shared. 

During the briefing day(s), the team will meet with several members of IFES Staff. Team members are 

briefed on IFES philosophy and guidelines for conduct in-country. The repon writing responsibilities 
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are also outlined in this meeting. In addition to the briefing books,team members may be provided at 

this time with resource materials selected to provide a basis for completion of the various elements of the 

scope of work. 

The IFES Program Officer and team members should review the outline of the ,proposed project report. 

This time should be used to confirm the connection between the project proposal, each individual's scope 

of work, and the design of the project report. The proposed report outline should be used as a basic 

guide to document observations, findings and recommendations for each of the outlhle topics. The 

Program Officer should indicate which team member shall serve as the report coordinator and/or team 

leader, with an explanation of the role and responsibility of each team member. 

The team should remain output oriented to enSure that all work assignments are completed and the 

findings are fully supported by observations. By the end of the meeting, each participant should have 

a clear understanding of how he or she functions within the team, with detailed responsibilities to be 

assigned among team members as in-country work draws to a close. The Program Officer should stress 

the importance of the independent and impartial conduct of the Election Observer Team. 

The Program Officer should have adequate in-country hotel and telephone information for tearn members 

and their families prior to or at least by the day of the team's departure. Team me'mbers shOlild be: 

directed to communicate safe arrival in-country directly to IFES or through the U.S. embassy or USAID 

mission. 

The Administrative Assistant and Contracts Officer will brief team members on their travel advances, 

with instructions regarding completion of time sheets and expense reports. Insurance coverage and 

emergency information should also be covered in this meeting. Team members, after reviewi'ng contracts 

with !he Contracts Officer, should sign them and receive copies signed by an executive staff member. 

D. Country-specific briefings 

1. AID and State Department 

2, Host country embassy 

JfFS 
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Current political information and confirmation of expectations are part of the AlDfWashington and State 

Department briefings. These meetings are an opportunity for Department of Staie and AID officials in 

Washington to become familiar with the team, provide up-to-ilate country information and review the host 

country's expectations of the team including expectations for the verbal and written reporting of the 

team's findings. h is a time for the team members to ask any questions they might have about their scope 

of work or about the country's current pOlitical climate. 

The final .set of briefings consists of calls on the host country's Washington embassy and any other .. . 

pers.~ns that the Program Officer. believes may provide substantive country information. These persons 

include professors, consultants or anyone else who has significant country experience. 

E. Team management and monitoring 

1. Project reporting to runder 

2. Communication 

3. Support 

. Following the departure of the team, the Program Officer is responsible for team management, activity 

monitoring and providing the fu9der with regular reports concerning the progress of the project in 

meeting goals and objectiVes and complying with the budget. At the end of the project, the Program 

Officer is responsible for producing the final report in conjunction with the designated report coordinator 

(see Section V. Report Writing). Decisions regarding team procedure or unexpected situations should 

be referred to and decided by the Program Officer., The Program Officer will also coordinate the team's 

Washingtpn-based suppOrt staff, obtaining additional information, making alternate arrangements as 

necessary and obtaining concurrence.on in-country decisions considered to be unusual. The Program 

Officer should communicate with the. team as needed to be aware of current activities. Specific 

instructio~s as to methods and frequency of communications between the in-country team and Washington 

should be included in the briefing book and reviewed with project staff. The use of PC hardware and 

software (such as WordPerfect or Lotus) should be specified in advance to ensure full compliance. If the 

project report is to be dra,fted. in a language oiller than English, the Program Officer should ensure 

, compatibility of software and the availability of appropriate translation services. 
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1. Logistics 

2. Pre-election program 
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IFES preject staff sheuld arrive well in advance .of the team members in .order te confirm all 

arrangements in-country and te meet with US AID staff and embassy representatives. Accreditatien 

precedures should also be cenfirmed te ensure that internatienal electien .observers are easily identifiable 

en electien day and therefere granted ready access to all aspects .of the polling precess. Once all team 

members have arrived in the hest ceuntry's capital, this infermatien sheuld be communicated by IFES 

preject staff te IFES Washingten. 

When IFES electien ebservatien missions are U.S. AID funded, it has been the practice fer USAID .or ' 

the embassy te arrange initial pretecol and contact meetings with the government ministries and e1ecteral 

.officials with whem the team will be werking. Often the first pretecol meetings will be with the minister 

.of external affairs and with the minister .of the interior (.or whichever ministry haS '.oversight autherity' 

regarding electiens).' It is also common that the team will meet with the directer .of electiens .or with 

the electien commissien, if .one exists. It may be desirable for an .official frem the U.'S. embassy te , 
accompany the .observer tearn en these first visits, but at the same time, the non-gevernmental nature .of 

IFES and the nen-partisan, nen-pelitical stance .of the electien observer team sheulifbe emphasized. 

The purpose, geals, and terms .of reference must be clearly expressed at these early meetings with the ' 

host gevernment. It is alse impenant that this infermation must be cenveyed with censistency. 

Therefere, the initial intreductory statement' fer the team sheuld be made by the team leader .or .one 

indi)lidual whe has been designated by the team. Observers sheuld have a prepared' wrinen statement 

ready befere they begin their hest·gevernment meetings. Such a standard statement' regarding IFES and 

the,.objectives .of the .observer missien can assist all members .of the team in keeping their description .of 

the terms .of reference censistent. A brief, factual press statement should be released' in-ceuntry to 

announce the presence .of the IFES team and the nen·panisan nature .of the mission. ' Members .of the 

delegation sheuld be provided with specific guidelines fer dealing with inquiries frem' members .of the 

press/media (see Appendix II fer details). 
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Arrangements should be made for the IFES in-country headquarters to be staffed at all times and groups 

should be instructed to communicate with headquarters at least once a day to report on their findings. 

This regional data allows the leaders and staff to be fully informed at all times and to be in possession 

of the national picture for the purposes of drafting a post-election statement. 

G. Team Management - Polling day and beyond 

1. Election day program 

2. Post-election assessment 

On election day, the designated leaders of the regional groups should ensure that observers follow a plan 

which· allows them to cover a large number of regional. poll ing stations to observe the opening of the polls 

and the sealing of the ballOlboxes. A variety of polling stations in both urban and rural areaS should be 

observed and in particular polling stations where indications of likely problems have been given by local 

political parties and domestic monitors. For details of election day tasks, refer to Section IV. ]. 

Observers should refer ·to the election day questionnaire issued by IFES; however, they should ensure 

that time is spent actually observing the process rather than strictly adhering to the questionnaire. The 

observations and instincts of the experienced p.eople on the election observation team are as important as 

the answers to set questions. However, sufficient data should be collected to assist IFES in preparing 

the final r~port. One member of the team should be responsible for collecting such data. 

Observers should not. under anv circumstances, interfere in the election dav procedures, unless advice 

is specifically requested hy election officials. Any problems should be conveyed to the domestic and 

political party observers and noted for inclusion in the final report. 

As po,ling stations close, observers should arrange to witness the counting procedures at a polling station 

previously visited, or at a station where reports have been received of problems during the day . 

.... Observers should exercise their own judgement, depending on the security Situation, as to whether it is 

wise to travel far from their hotel to witness .the counting process which will usually continue into early 

hours of the morning, if not all night. 
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On the following day, all observers return to the capital, unless special circumstances require their 

continued presence in a particular region. For example, following vote tabulation and ballot box transfer 

through to the end of the process. A preliminary statement should be issued to the-press following an 

intensive debriefing session for team members only. Reports from other international observer groups 

should be taken into consideration. On no account should the issuing of a statement be subject to time 

pressure applied by the press or other groups. 

As a preliminary statement is often issued prior to the final outcome of the count, it should be made clear 

that a comprehensive report will be made available following the final results. Wherever possible. 'at least 

one team memberlIFES staff person should remain in-country for the final results and; if appropriate, 

run-{)ff el ections. 
..; .' 

Th.~statement should be immediately faxed back to IFES Washington and widely distributed botJi in- . 

country and internationally. 
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1. Context or democratization 

2. TIming or elections 
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,Election <lay observation is only one aspect of the ~ask of an election observation team. Prior to election 

day the observers must acquaint themselves with all aspects of the election process, including the context 

· of democratization in the country, the legal framework for the conduct of the elections and the pre­

election envi~onment as perceived by the different players in the election. IFES arranges for team 

members. to acquire this background information through a series of briefings and materials. 

The briefing process falls into three pans.: The first part consists of the briefing book which is designed 

· to supplement any face-to-face briefings received by team members prior to their departure. The briefing 

,book should address and answer some of the following issues. Many of these issues will be explored in 

· more detail at the second and third stages of the briefing process which consist of meetings with a wide 

variety of groups in~ountry .. However, given the limited time available for team members to become 

experts on the country and its election process after arrival, the briefing book will ensure that questions 

raised in~untry will be of a more informed nature. 

Team members' should be well versed in the country's history, geography and development. This 

background, infoqn:ition serves to put the election into context. Briefings should cover the following 

questions: 

The geographical situation and regional security situation. Is the country alone in the 

region in conducting multi·pany elections or surrounded by democratic neighbors? What 

effect has this setting had on the holding of elections? A map should be provided. 

The historical setting. , Does the country have a history of independence/colonialism; 

of democracy/dictatorship; of peace/violence; of regional cooperation/isolationism? What 

has the impact of these factors been? 
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Societal, cultural and ethnic implications. Is the society split into different classes of 

people by reason of wealthlheritage/education? Is the culrure western'Oriented? What are 

the dominant religions? What is the position of women? Is the country divided along 

ethnic/triballines? What provisions are made for guaranteeing of minority rights? What 

is the human rights record of the government/opposition? Are politics personality or 

issue oriented? 

Political changes and ~urrent electoral processes. How long has' the curreni 

government been in power? What factors have brought about a multi-paity election? Is 

there an organized opposition? When was the current electoral law adopted? Was'the 

law adopted with the agreement of all political players? 

Economic climate and inrrastructure. Does the government control the means of 

production? What efforts, if any, have been made in the direction'of privaiization? 'Is 

the country's trade dependent on one major export only? What is the average 'monthly 

wage and the rate of inflation? Has recent change, for bener or worse, occurred in the 

economy? Is there a 'black market' economy? Is the currency convertible? Is the 

country receiving and implementing advice received from the IMF and the World Bank? 

Is the country a member of a regional trading bloc? 

Recent and current events towards democratization. Why has the go~ernment 

legalized opposition parties and called a multi-party election? Is the opposition free to 

organize? What laws have been passed to enable a multi-party election to take place? 

Does the public understand that they have a choice of political parties? 

Democratizing institutions. Has an independent central electoral commission been 

established? Have pOlitical parties been allowed to register freely? Is there an 

independent judiciary? Does the media operate freely? 

Constraints. Is there civil order in the country? Are political panies allowed to operate 

freely, both according 10 the law and in practice? Is there a real separation of powers? 
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Do communications allow the majority of the population to be informed about the 

electoral process? 

The second stage consists of briefings in the country's capital prior to election day by representatives of 

the media, election officials, political parties, non-governmental organizations and government 

representatives. A briefing program of at least two days duration should be in place 'on arrival, organized 

, by the primary points of contact established by IFES,. in advance (see Section I. C:Negotiating other 

project parameters). These briefings should allow the observers to gain a broad perspective of the 

.immediate pre-election e)lvironment. In· addition to 'answering many of the crucial questions, these 

briefings will indicate the kind of concen'lsand problems anticipated by the key players in the election 

process; 

Following two days of imensive briefing and acclimatization, team members should be deployed at the 

latest on the day before election day to the regions where they will observe the voting process. Decisions 

OD deployment should be. made in coordination .with other international observer groups and domestic 

, monitoring .organizations. A group. leader for each regional observation group of not less than two 

people, plus an interpreter (if needed), should be appointed . 

. The third 'stage consists of similar briefings given by regional representatives to ensure that election 

observers have a first-hand knowledge,of local issues on election day. These briefings in the respective 

regional capitals should be conducted by local representatives of the national organizations that briefed 

the full observer team in the nation's capital. 

Briefings should .also address the reasons· for the timing of the election. During in-country briefings 

observers should raise questions and formulate their own recommendations for establishing the future 

timing.of,elections, reserving their final judge.ment until an assessment can be made of .the impact that 

the timing had on the outcome of. the, elections. The followin'g questions should be considered: 

Was. the timing of the election chosen to benefit the government? Is there a fixed term 

for elections? If not, why was the liming chosen and by whom? Did the government 

call an unexpected election to deny the opposition time to organize? Were parties and 

candidates able 10 campaign country-wide or did the weather render travel during the 

campaign difficult/impossible in some areas? 
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Did the central electoral commission draw up' a detailed election timetable to ensure that 

the timing was realistic and allowed for all the administrative planning to be implemented 

in time or was the timing politically decided by the government? 

B. Electoral laws and institutions 

The briefing book should contain all the laws and regulations perraining to the election as well' as 
1:-

information as to when they were adopted and against what background. An in-depth understanding of 

the laws governing the elections is crucial to the task of informed election observation. Whereas the 

observers are not in a position to propose amendments to the existing legislation prior to the current· 

electionS, recommendations for future elections are one of the most imponant elements of the final reporr. 

The main laws governing the electoral process are the constitution and the election law. The issues to 

be addressed perraining to the laws and regulations should include: 

Constitution and legal framework. Is there a real separation of powers? Does the' 

judiciary operate independently of the government? How are judges appointed? Was the. 

constitution adopted as parr of the judicial framework for this multi-parry election? If 

not, are there plans for a new constitution following the election? Was intermitional 

assistance sought in drawing up the constitution? On what basis was the decision for a 

parliamentary or a presidential system made? What role did the opposition parries play 

in these decisions? 

Election laws. What body drafted and adopted the electoral law'? Was it the result of 

compromise/consensus? Does the electoral law itself contain sections dealing with the 

media and campaign finanCing? If nOl, are there separate laws dealing with these two' 

issues? Does the electoral law provide details of the duties of the different levels of 

electoral commission before. during and after the election? Are there clear instructions 

concerning parry/vOler registration? Is it clear how complaints are to be resolved? Is the 

electoral law unique to the country or based on existing models in other countries? Was 

international assistance provided in drafting the law? 
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Structure of governing bodies and relationship to election administrators. Is the 

mechanism of government independent from the ruling party's infrastructure? Is the 

central electoral commission able to operate independently of the government? Does the 

central electoral commission have any decision'making power and have its own electoral 

budget? 

Impact of election system. How was the election sys!em designed. by whom and when? 

What were the criteria for choice. Le., to ensure wide representation of parties in 

parliament/to limit the number of political parties? Was the system chosen for technical 

reasons, to facilitate the task of the election officials and the voters, or for political 

reasons, as a compromise between, the current parliamentary parties? Was the system 

chosenon the basis of informed study of the wide variety of electoral systems around the 

world or was it designed to fit specific national needs? 

ne .team members need to gain a thorough understanding of the functions and responsibilities of the 

various electoral institutions. Issues to be addressed include: 

How many levels of electoral commissions exist? 

What is the division of responsibility between each different level and where is this 

defined? 

Is the central electoral commission a permanent body or is it appointed/elected before 

each new election? 

If no permanent body. exists how long in advance is the commission named and by 

whom? 

How are the members selected - on the basis of past experience, legal background or 

party affiliation? 

JkES 
DO NOT COpy -- FOR INTERNAL USE ONLY 

~-L-



" 

... _ ............. OJ, ,77'; 

Page :!3 

Does the central electoral commission have its own election budget and a permanent 

staff! 

What type of infrastructure. is available to the CEC? 

Ho~ effectively have past elections been administered? Is this election the first orieto 

be administered under this election law? How effectively was this election administered? 

Can the electoral commissions at central and local level operate independently· of, 

respectively, the central and local authorities? 

C. Political parties and conduct of electoral campaign 

Eledion observers need to have an overview of the political party spectrum and the public perception of 

the various parties. 

The following issues should be addressed: 

~",' 

History, platforms and leadership of the political parties. Current representation· in 

Parliament, if any. 

Is there equal access to sources of finance and publicity?· How is this regulated -- by 

media law, public financing law? Was the law applied in practice? 

What is the size of party memberShip? Are there branches all around the country or only 

in the major cities or particular region(s)? Does the party have the capacity 10 organize, 

campaign and present candidates nationwide? 

Visibility of campaign - posters, television or radio broadcasts and newspaper coverage. 

Is the leader of the party a well-known personality? Is the personality of the leader more 

important than the party platform? 

.Jt!s 
DO NOT COpy -- FOR INTERNAL USE ONLY 

.:...c.~~ 



i , 
"J. 

I 
i 

December IS. 1992 
Page '14 

Are party representatives able to identify thei; main gro'up; of supporters and carry out 

voter education for these groups? 

Is th,e party represented at all levels of the election commissions? If not, why not? Have 

they been prevented from nominating representatives? Did lack of organization or 

representation result in th,eir missing the deadline for nomination? Are they excluded by 

virtue of not being represented in the current parliament? 

,Do all the parties accept the legitimacy of the electoral process? Will they all participate 

,in the elections? Will all parties accept the election results even if they lose? 

Has the party beenable,to register its candidates without difficulties? If difficulties were 

encountered, were these the result of disorganization on the part of the party, or 

perceived discrimination by the officials? What right of appeal exists against refusal of 

registration to a party or candidate? 

The task of election observers is not confined to obs~rvations on election day. The free and fair nature 

of an' election includes the campaign period and an assessment as to whether the governing party, or any 

,other party, was unfairly advantaged/disadvantaged during this period. 

Do parties, candidates, election officials and voters agree that the campaign was free of 

intimidation and violence? 

What .type of compl,aints were raised and who dealt with the complaints? 

Were the electoral laws applied in practice? 

Do voters believe in the secrecy of the ballot process? 

Have: opinion polls been conducted, during the campaign period and are they considered 

to be reliable? 

How has the media covered the campaign? 
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Is a high voter turnout expected? If so, why - because of intimidation, legal obligation 

to vote or enthusiasm for the process7 

Do voters appear to understand that they have a choice of political parties in what may 

be the first multiparty election for decades7 

D. Civic and voter education 

Observers need to assess whether sufficient civic and voter education has been carried out in order to 

ensure that the participants in the electOral process are fully informed of their rights and responsibilities 

with regard to the elections. 

Civic education: 

Does the population have a broad understanding of the narure of civil society and free 

and fair elections7 

If so, where have they acquired such understanding? - through the formal education 

system, the media, non-governmental organizations, political parties, the election 

commission, the government? 

Have provisions been made to ensure that ethnic minorities are able to fully participate 

in the electoral process7 Are media on voter registration, voter procedures and the 

ballots available in their languages7 

Have special. measures been taken to allow illiterate persons to participate in, and 

understand, the process? Do the parties use symbolS on the ballots and on their 

advertising materials? 

Have special effortS been made to involve women and young people in the political 

process? 
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Voter education: 

Have voter awareness campaigns' been conducted by political .panies, election 

commission, non-governmental groups, the government, the media? 

Observers should raise the following questions in discussions with voters and other panicipants 

in the electoral process both before and on election day: 

Are these voter awareness campaigns judged to have been impanial? 

What has been the content of the campaigns? Has the information been clearly presented 

and in what form - training sessions, through the media, through the distribution of 

leaflets? 

Has the information reached all sections of the population and all areas of the country, 

including remote rural areas? 

How far in advance did the voter awareness campaigns get underway? What has been 

their apparent impact on the voter? 

E. Voter registration 

YOler registration is one of the most fundamental aspects of any election. Without well maintained and 

regularly updated voter registries, the administration on election day is put under severe strain. 

Observers should therefore be well informed on all aspects of the voter registration process, including: 

Is there a permanent voter registry at central or local levels? If so, how often is it 

updated and how? Is it perceived as being accurate? 

, ,- Is the list computerized? If not, do plans exist to computerize lhe IislS? 
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What access do the public and political panies have to these lists and when? Does th~ 

possibility exist for the voter to amend the list prior 10 the election and/or 01' election day 

itself? 

Does the voter receive a special voter's card prior to the election? What information 

does this voter card contain? 

Who distributes the voters' cards and how? Were there problems with distribution? 

How were they resolved? 

What kind of security exists to avoid duplication or counterfeiting of the voter's card? , 

Were there indications of counterfeiting? How were they investigated imd/or reSOlved?' 

What safeguards are in place to avoid multiple registration? Were any repons of multiple 

registrations reponed? How were they investigated and/or resolved?" 

What are the provisions, if any, for registration of absentee voters? 

Poll workers 

The poll workers playa crucial pan in the administration of elections. Their level or lack of training 

may have a direct impact on the effectiveness of the election process. 

How were the poll workers selected? How many poll workers are there at each polling 

site? Do they receive a stipend? 

What is the level of training of the poll workers? 

Have training seminars been conducted by the central electoral commission or other 

bodies? 

Have written guidelines for poll workers been issued to facilitate understanding the 

electoral law which is usually written in technical legal language? 
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Are election day operations carried out manually or by compuier? If computerization has 

just been introduced has the necessary training been carried out? 

Does the first counting of the ballots take place at the polling site and do the same poll 

workers carry out the count? 

What provisions have been made for training the election officials at regional and central 

level? 

G. Ballot design and security 

The complexity or simplicity of the ballot directly affects the efficiency of the voting process. Observers 

lihoiJld familiarize themselves, if possible, with the format of the ballot. However, in some countries it 

may not be possible to obtain a sample ballot in advance of election day. In any case, observers should 

be aware of the following: 

Does the law provide for a single or multiple ballot? 

Are the multiple ballots the same size and color? 

Is it easy for the voter to· fill in the ballot and to insert it into the ballot box? 

Do voters fold the ballot(s) or put them into an envelope to ensure the secrecy of their 

vote? 

Who printed the ballots and where? 

What are the measures to ensure that ballots cannot be counterfeited, e.g., watermarked 

paper, serial numbers? 

What storage facilities warehoused the ballots after printing and prior to distribution to 

the regions? 
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How were ballots distributed from printing or storage to polling stations? What security 

measures were taken? How long before election day did this take place? Were there 

any problems? If so, how were they resolved? 

H. Election commodities, design and distribution 

Thepbservers should be familiar with quantity and design of the standard commodities that they' should . 

expect to find at every polling station on election day. These typically will include: 

Sufficient quantities of the ballots? 

. Ballot boxes of sufficient size to ensure that all ballots can be accommodated? 

Ballot box seals? 

Voting screens to ensure the privacy of the vote? 

Indelible ink or other security material envisaged in the electoral law? 

Observers should be informed whether these commodities have been supplied from outside the cOuntry 

and who has provided them. The following questions should be addressed concerning the distribution 

process: 

When did distribution take place? 

Did distribution take place under military or police escort? Did party· representatives 

accompany the commodities to the polling sites? 

How did distribution take place - by air, road, rail? Were they problems? If so, how 

were they resolved? 
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It" is crucial that international election observers understand their role in the process, especially with 

regard to their relationship to domestic observers. Domestic observers will almost always be in a bener 

, position to monitor the details of the election process than international teams. However, international 

tearns bring an added sense of security to the process and an indication of international interest and 

involvement in a country that may have been isolated for many years. Their presence usually helps to 

'deter fraud. The following issues should be clarified: 

What is the legal status of. the observers? Is there a diffecence between the status of 

international and domestic observers? 

. • What international or domestic organizations are fielding observers? 

~ What is the estimated scope of the election day observation coverage? What percentage 

of polling stations will be visited? 

What are the different roles of international and domestic observers? Will domestic 

,observers remain all day in one polling station while international observers concentrate 

on visiting the maximum number possible? 

What is the attitude of the governm.ent, the political parties and the election officials to 

observers? (welcome/tolerant/grudging acceptance) 

How much involvement did the government have in the organization of election day 

.deployment of international observers? Did they provide security arrangements, travel 

"arrangements, stipends and/or ,logistics in the regions? Did this assistance compromise 

the task of the election observers? 

Did the government decide which polling station to allocate 10 which domestic observer 

and why - to simplify accreditation, to interfere in the process? 

Did the political parties have party poll watchers at the majority of the polling sites? 
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What kind of training have the domestic monitors and party poll watchers received and 

from whom? 

Did political parties or domestic monitoring organizations conduct a parallel vote count? 

Was such a count envisaged in the electoral law? 

Election day tasks 

1. Opening of the polls 

2. Voting procedures 

3. Counting of the ballots 

On the basis of all the information collected by team members in the pre·election period, observers on 

election day are expected to note how the process works in practice, report on their observations and to 

formulate recommendations. These recommendations should focus on improvement of the electoral 

systems and their impact on future elections. Observations on election day should be' annotated on the 

election observation questionnaire provided by IFES. (A sample questionnaire is 'anached). 

Observers should leave their hotels or lodgings in time to arrive at a polling station prior to the opening 

hour. En route anention should be paid to the atmosphere in the streets - empty/crowded .. relaxed/tense. ' 

Election obsetVers should arrive at a polling station prior to the official opening hour to obsetVe the pre· 

opening procedures. These may include demonstrating to the observers that the box is empty, before' 

sealing as directed by the electoral law. In some cases, members of the election commission and the first 

voter in line may be asked to sign a document witnessing that the box is empty. This document is th'en 
' .. ,. 

dropped into the box before sealing. 

ObserVers should introduce themselves to the president of the polling site and· check whether all 

commission members are present, which parties are represented by poll workers and whether ·all the 

election commodities are in place. 
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There may already be Iorig lines of vorers outside the polling station. Observers should note whether 

these are orderly and good natured and whether the police or military are present if so mandated or 

permined by the law. 

Opce VOters enter the polling place, observers should note whether any problems occur in finding the 

name of the voter on the registration list and whether poll workers and voters appear to understand the 

procedures, .They should check whether the president of the polling site has received written guidelines 

for reference. 

Observers, should ,note how election officials deal with voters whose names do not appear on the list and 

w~,ether they proceed according to the election law ~r act so that voters are unnecessarily disenfranchised. 

Observers should' check whether written instructions are POSted up in the polling stations for the voters 

and how long it takes each voter to cast their vote from the moment of entering the polling station. 

,Observers should verify that voters enter the booths one at a time. Note should be taken of whether there 

are sufficient booths to ensure that voters can enter without delay, once the identification procedures have 

been completed and the ballot issued. 

Voters should nOt linger in the polling booths. If,they do so, observers should try to ascertain whether 

this appears to be the result of indecision concerning the candidates or confusion concerning procedures. 

Voters should be able to place their ballot(s) in the.ballot box without difficulty. This will be aided if 

the,polling'station is laid out in such a way as to facilitate the free movement of voters in one direction 

through the voting procedure. 

Obs,ervers shou)d talk to voters outside the wiling s!ations. Observers should check whether those who 

have already vored felt the procedures had been clear and that they had been able to exercise a voluntary, 

secret and. i,nforrried choice. They should also check how long voters waiting to vote have been in line 

and how long tJiey are prepared to wait. 

Observers should ask election officials as the day goes on how many of the eligible voters have already 

,voted in order 'to obtain a feel for whether the length of polling hours is sufficient. 
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At the close of the polls, observers should be inside a polling station ready to observe the counting 

process, or to observe the transport of the ballots to the district counting center. 

.' 

They should check the following points and note them on the election observation questionnaire provided 

by IFES: 

.,":. 

What time do the polls close? 

What was the turnout? 

Are all parties represented at the count? 

Are domestic observers present? 

Do the officials follow the procedures indicated in the election law? 

Are any problems encountered in applying these procedures? If so, how are these 

regulated? 

Does there appear to be the possibility of fraud during this counting process or do 

adequate safeguards exist and what are they? 

What provisions have been made for ensuring that the officials can continue counting well 

into the night? Is there a functioning electricity supply? If not, are lamps or candles 

provided? Do the officials receive anything to eat or drink? . Are they too tired to 

conduct an efficient counting process? 

How long does the count take? 

Do all officials take part or only the president? 

How are decisions on invalid ballots reached .- by consensus, by the chairman? 
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Does the process appear to be orderly and transparent? 

Who signs the protocols once the count is completed? 
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How are the ballots transported to the district counting centers? Do security forces and 

political party representatives accompany the ballots? Are the results conveyed in 

advance by telephone or radio to the district counting center? 

What happens to the ballots at, th~ district counting center and how are the results from 

there communicated to the Central Electoral Commission? 

Who observes the count at the district level and does this appear to be conducted in a 

, transparent manner? It is often at this level that problems occur. 

- What arrangements are made for the counting of absentee ballots? 

Are the official returns closely mirrored by any parallel vote count being conducted? 

K. Post-election assessment 

1. Preliminary statement 

2. Post-election meetings 

.once all observers have returned 10 the capital to compare findings, a preliminary statement should be 

issued to the prl'SS. This factual statement will summarize the findings of the observer team and will not 

reflect Unsubstantiated rumors or speculatio~ from ,anY,source. Mention should be made of the campaign 

environment as well as of the conduct of election day. 

Only after the preliminary statement has been issued should members of the team meet officially with 

representatives ,of political panies, government and non-governmental organizations to gauge their 

IttES 
DO NOT COpy -- FOR INTERNAL USE ONLY 

~L-

, 



., .. 

I 
i 

L>cccmbcr ]5. 1992 
Pal:c 35 

reactions to the process and to assess the impact of the election. The following issues should be 

addressed: 

'. 

Are the results universally accepted? 

Is it likely that the atmosphere will remain calm or do certain groups threaten to break 

the peace? 

Ho~ does the current government intend to deal with any problems arising? 

Has this election laid the groundwork for a legitimate government ·to take power? .. 

. '. 

How much time will elapse before the newly elected representatives can take office? 
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A preliminary division.of report writing tasks should be made in discussion with the report coordinator 

and team leader prior to travel with the gui.dance of the IFES Program Officer. Because members of 

the observation team will be travelling in small groups to different areas of the country to observe the 

elections,. eacb sub-group will be asked to report on their regional findings. These regional reports are 

then integrated ~ith t1Je report from the leadership team which normally remains in the capital city. 

Recomrnendatio,!s are formulated as a result of a .full team discussion in elaborating the preliminary 

election statement. 

One member of the team should be designated as report coordinator. Often this person is also the team 

leader .. The roleof the report coordinator will be specified in their contract and statement of work, and 

·will generally calion the team leader to coordinate the assignment of sections of the report to team 

members;receive eacb m~mber's draft section and make sure that it fulfills the expectations of the scope 

of work; and assemble the draft sections into a coherent report to be submitted as the team's draft to 

IFES. Usually, IFES requires that the team's draft report be received at IFES within approximately ten 

days after departure from the. country where the observation took place. However, if the counting 

process is slow, final results may take a couple of weeks or more to be announced. It is usually 

preferable to await the final results or the beginning of the grievance process for inclusion in the report. 

B. Table of Contents (Example) 

The format of the. report, to be agreed between IFES, the funder and the team and to be coordinated by 

the designated rePOrt writers, will be based on the scope of work for the project. 

In writing the. report, the expectations of IFES, those of the funder and the host country must all be 

addressed. IFES and the report writer must identify. the primary and secondary audiences that the report 

is being written for, i.e., the funder, the host country. In addition to sections dealing with the description 

of all aspects of the election process, the main. emphasis of the report should be on a detailed description . . 

.Jt.fS 
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of the election process in practice and concrete recommendations for future elections penaining to all 

aspects of the election process and follow-up work. 

IFES suggests that the final repon contain all of the following subjects. The recommended format has 

each of these subjects being a chapter in the repon. In some cases, not all of these subjects will require 

a stand-alone chapter; however, IFES expects that all of these subjects will be covered in the repon. 

1. Executive Summary 

2. Introduction 

3. Context or democratization 

4. Election day observation 

5. Assessment and recommendations in rollowing areas: 

Relevant laws and-regulations 

liming or elections 

Electoral institutions and officials 

Political parties 

Conduct or the campaign 

Status and evaluation or public confidence 

Civic Education 

Registration of voters 

Poll workers 

Computerization 

Role of election obser"ers 

Budgetary demands of the election process 

6. Assessment of post-election em'ironment 

7. Conclusion and recommendations for follow-up work 

8. Appendices 

Sample ballots 

L:lws and codes 

Electoral documents 

Organizations contacted 

Persons interviewed 

Press cuttings and articles 
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Reactions and recommendations for the future should be contained in the final report. Based on the 

requirements of-the funder, the pre·election budgetary estimates may need to be compared to actual 

eilpe'!5eS incurred. Additionally, a variance analysis may also be provided in the final report. 

C. Editing the Report: The role of IFES program staff 

1. If consultants' draft is not satisfactory 

2. Review process: from draft to final version 

Jlle team's draft report should be received by t)1eIFES Program Officer who has been acting as the 

project manager. The Program Officer acts as the report editor. The first task of the editor is to 

determine whether the observation team lias fulfiHed .their scope of work as defined in their contracts by 

cov~ring adequat~ly all of the specified elements. in the draft report. If there are gaps in the information 

provided in the draft report, the Program Officer should quickly inform the team members of the areas 

wbere more work is needed. Additionally, the .Program Officer must ensure that all observations and 

findings are documented and support the recommendations specified in the observation report. For this . . . ' . 

reason,. the Program Officer should not approve payment of consultants' fees until the draft report has 

been thoroughly reviewed. 

Ideally, the observation report should be reviewed by at least two IFES staff members in addition to the 

Program Officer before it is finalized. Usually, the secondary reviewers/editors will be the Senior . '. .' " 

Program Officer,' the Program Director or the Deputy Director. IFES usually delivers the completed , . . 
report to the funder within three weeks of the observation team's departure from the country. . . .' 
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VI. Monitoring and evaluation strategy 

Election observation missions can and should be evaluated on several levels, using a varietyof evaluative 

tools, with several different audiences and purposes in mind. Each type of evaluation 'listed below is 

described in terms of the questions: I) What is being evaluated? 2) Why is it being evaluated? 3) How 

is ino be evaluated? and 4) Who is the audience for the evaluation arid how is the evaluaiio~ passed on 

to the relevant audience? 

A. Evaluating team members' performance 

The 'performance of each individual observation team member should be evaluated, for two primary 

. purposes: 
"," 

• to assess whether the scope of work and other formal expectations have been fulfilled 

sufficiently to justify payment of consultant's fee, if any; and 

• to leave an evaluative record of the consultant's work in their IFES file. This will 

provide an audit trail to the Consultant's SOW and performance review by funder (if 

required) and enable IFES staff to bener judge their suitability for future IFES 

assignments. 

The IFES Program Officer who managed the election observation mission should solicit feedback from 

the USAID mission, the U.S. embassy or other funder with whom the consultant interacted in the field, 

regarding the team's performance and, if possible, individual members, in panicular the team leader and . 
,,i. 

the repon coordinator, according to the pre-established criteria. The Program Officer should add 

evaluative comments on those performance criteria, 'based on Washington briefings and debriefingsand 

on the form and substance of the observation repon. The Program Officer's evaluation of the election 

observation mission team members should be written and placed in the consultant's corifiden'tlal"fife"at 

IFES. 
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• 

IFES' project design and support to the observation mission should be evaluated by the team members 

with the primary evaluative criterion being: Did IFES enable the consultants to do as good a job as 

possible in carrying out the observation mission? The purpose of this evaluation is to give feedback to 

lFESon its general administrative procedures in designing and supporting election observation missions, 

so that the design and support can improve with future observation missions. 

The Program Officer asks the election observatio~ mission team members to give feedback for this 

evaluation after the completion of the observation mission. The Program Officer should request that the 

observation mission team members give a writt~n response evaluating elements such as the following: 

• 

•• 

make-up of the observation missio!, team: size; complement of skills, of personalities; 

appropriateness of choice of team leader and report coordinator 

preparations for the election .observation mission: briefing book; accuracy of verbal 

description of project task; quality and helpfulness of Washington briefings 

• lFES support to team while in-country 

• length of stay in-country 

• length of time given for report writing 

.. overall project design: feasibility and appropriateness of scope of work 

The teaI"(l' members' written evaluation should be .sent to the Program Officer, who will share the 

comments with other program staff and use the consultants' suggestions to make improvements in election 

observation project management. 
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c . Evaluating project's responsiveness to funder's and host country's needs 

The project as a whole should be evaluated in terms of how well it responded. to. the,.needs of the host 

country and the funder. Evaluation of this question can be profitably carried out both immediately after 

the completion and delivery of the election observation repon, and several months later. 

1. Immediate project evaluation 

The evaluative questions that the IFES Program Officer should discuss with the projectfunder, and, to· 

the extent possible, host government officials, include the following: 

-' • Was the project scope of work sufficiently comprehensive and sufficiently focussed to . 

meet the needs of the funder and the host country? 

• Were the individual objectives of the scope of work fulfilled, through the observation 

team's work in-country and through the election observation report? 

• Was the IFES response to the need and the request for an election observation generally 

satisfactory? 

• Did the presence of international observers contribute to a peaceful process; the 

confidence of the voter in the integrity of the process and to legitimizing the election? 

• What, if any, are the near-term ways in which IFES can continue to be responsive to the 

needs of the funder and the host country in continuing their suppon for free and fair 
;:-

elections? 

The means for gathering answers to these questions, from the funder and from host country officials, may 

vary. Informal means, such as telephone calls, often can solicit a more frank and comprehensive 

response. It is imponant, however, to also solicit written responses to these questions, if possible. 

The funder and host country evaluation of the observation mission should be collected, written down (if 

given verbally), and commented on by the IFES Program Officer, and included in the permanent project 
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file. It is suggested that a separate evaluation file be established, perhaps in .the director's office, so that 

evaluations can easily be shared with other IFES staff members, funder, and board members, as 

appropriate. The funder and host country evaluation should also be presented at the project evaluation 

meeting:convened by the regional Program Director. (See item D, below.) 

2. Longer term project evaluation 

. To evaluate the eff~ctiveness of the observation mission and the election observation report in opining 

on the host country's progress toward democratic elections, in terms of the host country's response to 

the report and the recommendations, it is useful to solicit feedback from the USAID mission, U.S. 

embassy, or other funder within a period of two to four months after the election observation report has 

.. ,been delivered. One tool for gathering that feedback. might be a questionnaire such as the following, to 

be sent to the U.S. ambassador, DCM, political officer, USAID director, or other appropriate 

representative of the funding institution . 

. ,Jf possible, a similar questionnaire might be sent to an appropriate host country official(s) as well. 

1. .. . Briefly, has any progress toward implementation of any of the election observation team's 

recommendations, been made since the time of the observation team's visit? 

:2. 

,3. 

What further assistance (material, financial; technical) has been provided to the government's 

electoral process since the time of the IFES observation? 

·How was the IFES Election Observation Report used in guiding donors in ·providing follow-up 

assistance? 

4. If·an external donors' conference was held .subsequent to the receipt of the IFES Election 

Observation Report in the host country, how, if at all, was the Report used as an aid to donors' 

discussions regarding assistance to future elections in the host country? 

5. In general. how would you characterize the response of the host country government to the IFES 

Report? 

JkES 
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6. To your knowledge, will the IFES Report be used as a planning tool or a catalyst for discussion 

and action by government officials responsible for future election administration? Did the Rej>ort 

produce any discernible effects on the Government's planning, policy, or procedures related to 

the election process? 

7. How widely distributed was the IFES Report to individuals and groups outside the Government? 

In general, how would you characterize the response of non-governmental groups and individuals 

to the Report? What use, if any, did these groups or individuals make of the Report? 

8. On a 1-10 scale, how would you evaluate the effectiveness of the observation team's visit in 

~ing out the objectives set by the U.S. EmbassylUSAID mission/otherfunder? Explain . 

9. 

10. 

.on.a 1-10 scale, how would you evaluate the effectiveness of the observation team's visit in 

carrying out the objectives set by the host country government? Explain. 

On a 1-10 scale, how would you evaluate the effectiveness of the IFES Election Observation 

Report in addressing the needs and concerns of the funder? Explain. 

11. On a 1-10 scale, how would you evaluate the effectiveness of the IFES Election Observation 

Report in addressing the needs and the concerns of the host country government? Explain. 

12. On a 1-10 scale, how would you rate the expertise and the professionalism of the observer team, 

as reflected in their work in-country and in their written report? 

,13. What were the most notable weaknesses of the observer team and the IFES'Election Observation 

Report? 

14. What were the most notable strengths of the observer team and the IFES Election Observation' 

Report? 

15. Do you have any other comments on the IFES Election Observation Mission in the host country? 

(regarding, e.g., the length of stay, the timeliness of the visit, etc.) 
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16. How wo~ld you ,evaluate your d~lings with IFES Program Staff in Washington? What 

recommendations would you make for improvement in the manner in which IFES responds to 

election observation requests? 

D. , Evaluating project rulfillment or IFES' objectives 

}FES implicitly or explicitly sets institutional objectives for each project that it undertakes, including 

~Iection obserVations. At the completion ,of the project, the relevant IFES staff should gather to review . '. ' ',' ;.,. 

those objectives and to evaluate whether they have been accomplished. Institutional objectives for ., . " . 

,carrying out an election observation mission might include the following: 

• ",-'., 
to satisfy a request from a, funder with whom it is important to maintain or build a good 

relationship; 

• 10 further the groundwork for short-or long-term assistance in the country; 

• to fulfill in part the IFES annual workplan; 

• 10 generate the revenue that somes, from the overhead category in the project budget; 

• 10 provide election observation experience to an IFES staff member or consultant. 

An evaluative discussion regarding each project should be convened by the regional Program Director, 

'10 include representatives from program staff, financial and administrative staff, and executive staff, to . " .' . 

examine how well the project has fulfilled the institutional objectives of IFES. Such discussion should 

determine whether a project has beenl'rorytable, in every sense of the word, to IFES and whether similar 

projects should continue to be undertaken. 
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IFES should assess the value of, and investigate funding for follow-up activities, such as'a post-ejection 

assessment, a "lessons learned" seminar for election officials andlor assistance in creating a permanent 

electoral body and defining the tasks of such a body. 

"I ; •• 
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Guidelines for International Election Observing, the International Human Rights Law Group, 1984 

Handbook for obserVers of elections, Council of Europe, 1992 

Appendices: 

Sample questionnaire for election day 

Sample guidelines for dealing with the press 

Sample budget 
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ELECTION DAY CHECKLIST 

I. OPENING OF TIlE POLLS 

A. What time did election officials arrive at the polling station? 
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APPENDIX I 

B. Were all election day materials delivered in time for the officials to set up the polling station and . 

open at the time specified in the Election Law? 

C. How many election officials were present when the polls opened? If any were missing, what 

were the reasons? 

D. Did the polling station open promptly? If not, what caused the delay? 

E. Were voters already in line when the station opened? 

II. AT EACH PRECINCT 

A. Personnel 

Were all designated commission members present? 

Were all parties represented on the commission/as poll watchers? Which ones were 

present/absent? 

Were other accredited individuals present, i.e. international and domestic observers, members 

of the press. 
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B. Election commodities 

Were the following present in sufficient and correct quantities: 

ballots 

ballot boxes 

private voting booths 

voter registries 

voter information posters 

ballot stamps 

pens in the booths 

other commodities specific to this election 

. m. PROBLEMS TO IDENTIFY 
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-. Chaotic organization of voter movement inside the voting station 

Inadequate voting privacy 

Multiple voting 

More than one person in voting booth 

- . Insufficient number of ballots/voting booths 

Inaccurate voter registries 

Insufficiently trained election officials 

. Large numbers of voters requiring assistance with the process 

Security forces inside the precinct 

Pany propaganda inside the precinct 

. Presence of unauthorized persons at the precinct 

Disruption of voting by disorder/violence 

Any other violation of the election law procedures 

IV. COuNTING OF BALLOTS 

.' A. What time did the polls close? 

B. Who was authorized and present at the count? 
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'" ' c. ' Were the prescribed procedures followed by election officials? 

D. Did the process get underway in an orderly manner? 

E. Did all election officials appear to understand the process? 
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F. Were the persons counting the ballots sufficiently rested to carry out their task accurately? Was' 

there sufficient light, space, heat !O ,allow reasonable conduct of the counting process? 

G. Were the invalid ballots correctly identified and noted? 

H. Was the number of invalid ballots sufficiently high as to cast doubt on the voter's understanding 

of the process? 

I. How long did the counting process take? 

). Were the official counting records correctly completed at the end of the count and signed by all 

authorized persons? 

K. Was it possible for domestic observers and party poll watchers to obtain copies of the official 

record of the count? 

'," 
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APPENDIX II 

GUIDELINES FOR DEALING WITH THE PRESS 

I. Pre-election 

II. 

" ,Usually· IFES will" issue a brief, factual, st,atement to the press following the arrival of the 

delegation in-country. This serves. to explain the reasons for the presence and the non-partisan 

nature of the delegation. Delegation members who are approached by the press should limit their 

comments to the factS contained in the statement. These facts include the composition of the 

, delegation, the pre-election briefing program and the organization of the delegation country-wide 

on election day. 

Election day 

Members of the delegation should avoid making any comments to the press concerning their 

observations on election day. Such comments can be taken out of context and observations may 

not be borne out in other regions where the delegation is deployed. Therefore, a comment as 

. apparently harmless as "everything seems to be fine here" can be quoted to show that 

international observers have judged the process to be free and fair. Journalists should be 

informed that a preSs statement, endorsed by the whole delegation, will be issued after the rerum 

of the regional teams to the national capital ... This statement will represent the summary of the 

tearns· observations placed in the national perspective. 
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Post election 

Following the issuance cif the delegalion stalement, members of the delegati!!!! are welcome to 

make comments to the press both in-country' and in their respective liome countries, expanding 

on the content of the delegation statement: Following their return home, delegation members 

should be encouraged to write articles about the election in their national/local newspapers. 
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