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	Project Description


	


UNAMI/ IEAT and UNOPS have developed a project to provide necessary communications assistance to the IHEC at the HQ and GEO levels, which is required in advance of the next electoral event. This project will upgrade the level of IHEC communications with VOIP internet capabilities as well as the provision of maintenance support, a training package for IHEC personnel in the areas of installation, maintenance and repairs, and provide technical advice to the IHEC on its communications strategy. This project will avail of identified communications equipment at both the HQ and GEO levels. A contractor will be engaged to provide the required support both in terms of upgrading the HQ and GEO communication capacities and the provision of the required capacity building training to IHEC personnel, while technical advice will be given by a specialist consultant.

Development Goal and Immediate Objectives
	﻿﻿To contribute to an enhanced implementation of electoral processes in Iraq in line with UNCT Goal 4 (Promote good governance and democratic processes, assist to uphold the rule of law and establish a human right regime) through the provision of sustainable communications improvement and technological capacity development within the IHEC.



Outputs, Key activities and Procurement

	Outputs
	1.1 Contractor(s) engaged to install internet and VOIP communications, provide maintenance support and capacity building to IHEC personnel at HQ and at all 19 GEOs.

1.2 Improved connectivity through installation and subscription to Internet and VOIP communications equipment at IHEC HQ all 19 GEOs, and provision of generators as required.

1.3 VOIP and Internet communication equipment developed and successfully introduced.

1.4 Ownership and transfer of maintenance programme to IHEC, all relevant personnel trained in installation, maintenance and repair of internet and VOIP communications equipment. 

1.5 The IHEC has benefited from specialist guidance on their communications strategy and this is confirmed by a project evaluation.

	Main Activities in reporting period
	· Contractor subscribes to internet and installs VOIP communications equipment at IHEC HQ and GEOs.

· Contractor drafts maintenance programme and activities for communications equipment at the HQ and GEOs and implement the programme endorsed by IHEC. 

· Identify IHEC personnel at HQ and Governorate level to receive maintenance, installation and repair training of IHEC communication equipment.

· Develop and deliver training programme endorsed by IHEC.

· Hand over management of maintenance programme to IHEC personnel.
· Monitor & evaluate services provided by contractor.

· Contract an expert consultant in communications and technology implementation and strategy to conduct an assessment of the project results, the IHEC’s communication capacity, and any further support they might require.

	Procurement

(major items) 
	Implementation of the contract was outsourced to an Iraq organization, “Nashita for Information Technology & Communications” at a cost of US$ 1,571,899.00 

	            Part Two: Situation as of 15 October 2008
Funds Committed  $2,603,586
59% of approved

Funds Disbursed $2,213,293 
50% of approved
Forecast final date 

31 December 2008

Delay (months)

Quantitative achievements against objectives and results 

1.2 Improved connectivity through installation and subscription to Internet and VOIP communications equipment at IHEC HQ all 19 GEOs, and provision of generators as required.

90% of Planned
1.2.1 Contractor subscribes to internet and installs VOIP communications equipment at IHEC HQ and GEOs.

99% of Planned
1.2.2 Monitor & evaluate services provided by contractor(s).

75% of Planned
1.2.3 Contractor submits report on installation and subscription package.

99% of Planned
1.3 VOIP and Internet communication equipment developed and successfully introduced.

60% of Planned
1.3.1Contractor drafts maintenance programme and activities for communications equipment at the HQ and GEOs

100% of Planned
1.3.2 IHEC endorses maintenance programme

100% of Planned
1.3.3 Contractor implements maintenance programme at IHEC’s HQ and GEOs

60% - Ongoing Activity
1.3.4 Monitor and evaluate contractor maintenance services

50% - Ongoing Activity
1.3.5 Contractor reports on implementation of maintenance programme

50% - Ongoing Activity
1.4 Ownership and transfer of maintenance programme to IHEC, all relevant personnel trained in installation, maintenance and repair of internet and VOIP communications equipment.

Ongoing 
1.4.1 Identify IHEC personnel at HQ and Governorate level to receive maintenance, installation and repair training of IHEC communication equipment.

50% Of Planned
1.4.2 Develop training programme for IHEC personnel by contractor.

100%
1.4.3 IHEC endorses training programme.

100%
1.4.4 Contractor delivers agreed training programme.

45% - Ongoing Activity
1.4.5 Contractor hands over management of maintenance programme to IHEC personnel.

1.4.6 Monitor and evaluate contractor training programme and maintenance programme handover.

1.4.7 Contractor submits final report on training programme and maintenance programme handover.

1.5 The IHEC has benefited from specialist guidance on their communications strategy and this is confirmed by a project evaluation.

50%
1.5.1 Draw up TORs and VA for specific expert consultant in communications and technology implementation and strategy.

100%
1.5.2 Shortlist, interview and recruit communications expert.

100%
1.5.3 Consultant provides technical guidance and assistance to IHEC in the development of the communications strategy.

50%
1.5.4 Project evaluator conducts an assessment of the project results, the IHEC’s communication capacity, any further support they might require and, if so, how it might best be delivered.


	

	
	

	

	


Qualitative achievements against objectives and results    
	The Project was approved and funded in late January 2008 and activities were initially planned to commence as of 01 February 2008. After slight delays in the first six weeks (requirement to re-advertise position of Communications Expert), the Project proceeded as per its work plan and implementation started in June 2008. The first phase of HQ + 6 GEO locations was completed ahead of schedule by the contractor. After slight delays in the next four weeks (necessitated due to a pipeline break in the satellite hosting company equipment production line), the contractor proceeded with the activities as per the agreed work plan and met all the deadlines, and in most cases, delivered ahead of schedule. Phase I of the project (setup of comms system at HQ and 19 GEO locations) involving the installation of the systems was completed in time for the Voter Registration Update (VRU) operation.

The maintenance and support commenced immediately and its effects were felt in the support given for example during testing and subsequent rollout of the email system and the VRU online database when, the contractor provided very good services to support the same.

Already the effects of the VSAT/VOIP installations have been noticed with the improved communications and more efficient exchange of information between the HQ and the GEO’s and vis-à-vis all the stakeholders in the elections.

Initial training has been given to the IT personnel on the ground in all the 21 locations where the installations have been completed. This training was to ensure that they are able to maintain the new systems installed. A comprehensive needs assessment was done and this was used to determine the second phase of the training which is currently ongoing.

The Communications expert is in Baghdad and based at the IHEC HQ to oversee the systems installations and also coordinate between and amongst the various stakeholders in the IEAT and IHEC.
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