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L. Baclgrowsd

The parliamentary and presidential elections scheduled for 11 August 2007 are seen a5 a
crucial and significant milestone in the consolidation of the peace process. These
clections particularly represent the firsl major test on the country’s ongoing peace
consolidation process following the exit of the United Nations Peacekeeping Mission.
‘Therefore the successful conduct of the clections i extremely critical, The Natiopal
Electoral Commission {NEC) has received substantial assistance from the international
commnunity under UN coordination;, in particular, an elecloral basket-fund was
established, funded by the European Comumission, the United Kingdom, ircland,
Denmark, Japan and UNDP. The basket-fund, under UNDP management, supports the
provision of clectoral poods and services and much needed fechnical assistance,

However, NEC i seriously conslraint with financial inadequacy as a result of the
inability of government to meet its systematic fimding obligations to the institution. This
situation would certainly have negative effecls on the organization of the election
processes. Albeit NEC has requested sapport from the basket-fund to pay for goeds and
services that were to be funded by the GoSL, it is evident that this situation risks creating
a substantial gap in the intemationa) funds. More importantly, because of their financial
limitations, NEC has to make decisions that could scverely impact on the gualily of the
elections. This would in turh compromise the credibility of the process, creste an
enviromment where results can be casily contested and risk (he consolidation of peace and
sfability in the country,

To provent a situation where the poor conduct of the elections will impadt negatively on
the serenity of the country, this project is reguesting for budgetary gap funding from the
PBF to meet the resource needs of NEC to adequately finance the elections.

2. Purpose of Proposed Prepramme/Project

This project aims to secure gap funding for NEC in order to ease the {inancial pressure of
the institution and increase its operational capacity to prepare and conduct credible
presidential and pariamentary dlections on 11 August 2007, and a presidential run-off
should it be necessary. Through the gap funding, NEC will be capacitated to hire and pay
essential temporary clectoral staff including 274 NEC election constituoncy monitors amd
37,260 ad-hoc polling staffl, This witl be preatly significant to ensuring the smooth running
of polling stations nation wide and eliminale the tendency for jeopardizing the peace
consolidation proocss and stability of the country. The project’s specific objectives include:
1) ensuring adeguate preparations for the parliamentary and presidential elections put m
place well in time and 2) clectoral support staff hired and remunerated under the
following categories: 1,943 polling contre managers, 3,402 polling stalion presiding
officers, 773 polling station presiding officers/contre managers, 6,175 voter identification
officers, 18, 525 polling support staff {including ballol issuers, ballot box controtlers and
nolling station quoue controliers), and 4,442 polling cenfre queus controllers hired and
remuncrated 2} to eliminate the tendency for jeopardizing the peave consolidation process
and stabilily of the country.
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Appendix €
THE FROGRAMMEPROJECT BUDGEY
The Budgel would atitise the Standard Format® dgreed by UNDG Financhl Poficies Working Group with
neceszary modifications to suit he expected PBF project activities,
Budgets-could be presented in the foffowing Atlas (UNDP financial system) wmpéé}l‘%@ NE% ﬂ V E
1

Recipient UN Qrganization: UNDP :

Priotity Area G applicable): Demoeracy and Good Governance
Project Tithe; Support to National Elections Commission (NEC) Polling Stafi”
Project No.: PEF/SLESA-

PBF ATLAS Project No. {if applicable): 00857570

APR 10 2008

S

' S NUMBER . _
CATEGORY ETEM COST QF TOTAL COST

| Pmunli'tf:! _ : 1,516, 3000
4 incjud :'n_g staff and consultants

2. Contracts
v including companies, professional
services, pramts

3. Trabning

4. Transport

5, Suppliies and commadities

& Equiprient

T Fravel

8, Miscellancons - | .957.50

Sub-total

&, Ageney Management Support™® 76,120.90 7412484

TOTAL | 1,508,737.36

* The Stendard Financial Report that has been reviewed with the UNDG. Financial Policics Working
Group.

Title: Doputy Resident Representative

Dater 10 April 2008
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ANNEX 2
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SIERRA LEONE PEACEBUILIDNG FUND

PROJECT DOCUMENT COVER SHEET

L L] .

1 Participating UN Organisaii'r::-ﬁ: Minited Nations Development Programme
_ {UNDFP)
Project Manager:
Name:
The project will be manaped by 4 Join Niverky Comaitier glmired
by the NEC ard UNDP, Fidutinn sespoasiiiliny tis with LW, Address:
Address: 76 UNDP Wilkinson Road, '
) Telephone:
Talephone: 232 22 231 331 N
E-mail:
E-mail
Project Tithes NEC Poliing Staft s si?{w;mrt " Project Lacatiom: Nation wide
Project Number:
Project Deseription: B ) Total Project Cost: USDS 1,598,727.36
This project aims 10 securc gap funding Hor NEC w enable PRI (SDE 1,508,727.38
: the institution provide the required ngistical prﬂfp&f‘&liﬂn for Government Input:
the conducl of a credible and wanspurcn nation wide Other:
parliamentary and presidential elections in an atmosphere of eri
sranguitity. Total: USDS1,508,727.38
Project Duration: 3 {Three) Months
] -

Development Goal and Key Immediate Objectives: The gep funding project aims © inerease NEC's operational
capacity to conduct credible presideatial and parliamentary elections on 11 Auguast 2007, and a presidential ran-of7 showld it be
necessary wirhin a serene stmosphere, and fhus help to consolidate the hard won peace and stability of the country which pravides
a conducive smesphere fr a smooth waasition from tre Curren EOYErAIRGR 16 the nexk,

Qutputs and Kuy Activities: Speeific objcctives are: 1) ensure adéguate preparations for the parliamentiry gird prosidential
elections put in place weH in Hme md 2) wico and remunerate clectoral suppon stalf under e foliowing categories: 1,943
polling conire managers. 5402 polling station presiding officers, 773 poliing station presiding officersfcentre managess, 6,175
virter Idemification officers, 18, 523 polling suppor] staly {inchuding batlo! issuurs. ballet box controtiers and polling station
queue controtlersy, and 4,442 polling centi queud comoters hired and remundrated 3) (o eliminate the tendency for jeopardizing
1he peace consolidation process amd Mabiliy of the country,

Steeying, Commisten Support Oftice Review Date 3 July 2007
Steering Conppittes Approval B 10 haly 2007
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Appendix B: The Logical Framework
Sitnation Analysis and Project Rationale

I, Siemn Leone’s second post-conflier presidential and parliamentary elections are
scheduled for 11 August 2007, It is widely agreed (hat these clections will be a milestone
in the peace consolidation process in Sierra Leone. As such, it is of the utmost
importance o ensure that the elections are democratic and credible, and that their results
are accepted by all parties concerned, “Sccond-generation™ post-conflict elections such as
this one, while fundamental in the consolidation of peace and democratic transition arc
also cxtromoly frapile, and the current context in Sierra Leone is no exception. These are
watershed sleclions in many ways: they will be the first elections fo be organized
following the departure of the peacekesping mission; they will also sipnal the first
transfer of power fiom one democratically elected president fo another and they will he
the first cloctions to be wholly organized by the Sierra Leoncan themnselves, without
massive support from international commmunity. All of these factors give a special
mnportance 1o the elections, and highlight that the process is much more than just a
routine election of national representatives and president — it is a substantial building
bloci in the consolidation of a peaceful and democratic slate,

2. The National Electoral Commission (NEC), although 2 new body, is viewed as
independent and credible by all parties, and has enjoyed sapport from the interpationy
commumity, ¥ has also organized a highly successful voter registration exercise, a fist
important phase of he electoral process which the UN Secretary-General commended ag
4 “remarkable success™. There are also a number of positive political developments in
Sicrra Leone such as the openness of the political space, media freedom, and freedoms of
speech and association, While preparations for the July clections are on schedule and
proceeding without major hurdles, as reflected in the successfully compleled voter
registration exercise, the difficulties inherent in such an undertaking should not be
minimized. b1 fact, these national ¢lections are poised to present significan! challenges
for the clectoral authorities, political parties and pencral clectorate for a variely of
reasons, whether political, social, logistical or operational. One of the biggest challenges
# the context of the upcoming clections is that the posifive politicat developments
mentioned above have nol been malched by progress in the cconomic wnd social spheres,
Whereas the 2002 Sierva Leone ¢lections were largely about “voting for peacy™, the 20607
elections are a refgrendum on the government's capacity 1o deliver peace dividends,
which translates in a tense political context, tight electoral race, and a general climate of
mistrust, Democracy and clections are still relatively new to Sierra Leone, and thete is a
clear need 10 consolidale clectoral culture and practice by all stakeholders, in particuiar
nolitical parties; the probleams related to unrealistic expectations pose doubls a5 o the
capacity of parties to accep! the results in a peaceful manner. Tn fact, there 15 cohoern as
to how the results of the elections will be accopted by the contestants, and their
supporters, All presidential contenders seem confident of their clectoral victory. It s
Jikely that some of those who are not clected will contest the validity of the ¢loctoral
results, Besides difficuitics associated with the clection are possible dispules over
glection resulls, other sources of concern include perceptions of possible abuse of
incombency power, the perceptions of undue infisence by Paramount Chiefs, and
possible youth mobilization for vielence.



3, Operationally, the August clections face many challenges. These clections signify a
return to parliamentary representation based on individual constituencies, with important
implications in the preparation and the mechanics of the poll. As mentioned, (hese wil} be
the first election 1o be organized by Sierra Leonean instilations, withoul massive, and
wide-ranging direct involvement of the international conmnunity. Despite its political
credibility, the NEC is a newly restructured electoral commission, with brand-new,
inexpericnced clectoral offcers and with as yet weak operational capasity. The
challenges of having to produce & credible election under an extremely tight timeframe,
where NEC has to simultaneously build-up its operational and technical capacity and
prepave the electoral event, with Hmited infrastructve and inadeguate resources, are
further complicated by the fact thatl, becausc of constitutional constraints, it is forced to
conduct the poll in the middie of the rainy season.

4. The role of the clections as a fundamental step in the peacc-consolidalion process
underlines the importance that the elections be conducted in & credible manner, not just in
a trapsparent, non-parial manner, but also taking care that the process be (and be
percsived as being) as inclusive and as participatory as possible, with as level a playing
field as possible. There are a number of initiatives already being undertaken by fhe
goverament of Sierra Leone with support from the UN and other pariners, with a view o
build public confidence in the process and reduce the risks mentioned: there is regular
dialogue among all party leaders and membess and the electoral institutions, a Code of
Conduct for Polilical Parties was adopted and there are mechanisms in place to monitor
its implomentation at regional and district levels, and a Code of Conduct for the Media
has alse been approved and widely disseminated. The creation and strengthening of
glecloral dispute mechanisins in order to address electoral complaints Is alse a welcome
development, It highlights the fact that “electoral preparations should not be limited o
the day of the clections but should also anticipate possible post-election challenges.”
Given lessons Jearned from the 2002 elections in Sicrra Leone parlicolar attention is
being paid to security concerns and the role of the media especially community radio
stations, A Natiohal Secunity Counell Ceordination mechanism has been set up 1o enswre
adequate securily for the clection.

5, Neverthcless, a priority in enswring that the elections arc successful is the
strengthening of the clectoral authorities, in particular NEC. As such, there is a need o
ensure respect and cooperation to the electoral commission, both at national and district
fevels. One of the strongest guarantecs of the integrity and credibilily of the electoral
process {and the acceptubility of the results) is the fact that the clectoral authovities be
eredible as well, conducting thelr work in an officient, transparent and impartial manner.
In this light, the iadependence, both real amnd perceived, of the clectoral authorities, is
cssential. Just as important is thal the clectoral commission delivers a “good™ clection,
The international community and the UN have hoen deeply committed to doing, from
thelr side, what is necessary to support the NEC and its work.

6. Due 1o the restructuring of the NEC since the 2004 clections, most of the current NEC
staff are new, with very little practical electoral oporational experience. In this regard, the
MNational Flectoral Commission has accepled an intornational technical assistance
package thal pul in place an oxperienced team of international clectoral exports,
coordinated by the United Nations, to support the operational capacity of the
Commission. UN suppait to the electora) process also includes the channeling of donor
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contributions in the clectoral basket-fund (funding is provided by the Buwropean
Commission, the United Kingdom, Ireland, UNDP, Demmark and Japan) and the
provision of equipment and electoral goods and services to NEC. Additionally, the
UNDP managed clectoral basket-fund has also provided supporl o the Political Party
Registration Commission (PPRC), all support requested by the security forees for its first
phase of support to the electoral process {the voter registration exercise} and work is
ongoing on the definition of requirements for thi next phases. Additionally, the baskst-
fund has also financed the review and amendment process of the election petition rules
and discussions are ongoing on the modalities for supporting the establishment of the
etectoral offences coutts.

7. The international assistance to NEC helped ensure that the Commission was able to
organize the voter registration exercise in a very successtul manner, which bodes well for
the polling phase. Nevertheless, it is necessary 1o be aware of the challenges ahead.
Although voter registration starled as scheduled, the actual commencement date was
postponed 2 number of times before a final decision was wade on the date and
consequently the period between the voler registration process and polling was reduced Lo
a syiniroum, Both egally and operationaliy there is therefore very little flexibility in the
timeline for the polling, to be conducted on a particular day in the middie of the rainy
HCASON.

8. It is in this context that the current difficult financial situation of NEC has become 4
serious cause for concern, The funding arangemenl contemplates two-thirds of the
resources funded internationally by the electoral basket-fund and one third from the
Government of Sigrra Leone (GoSL), While in the early stages the contributions of GoSL
were made on time, the difficult financial situation of (he state bas meant that state
funding has been slow and incomplete. The NEC has presented {0 government a “poling
budge!” for the months of June, July, August and September of 2007 for Le
9,498,976,018; of this quantity, Le 4,270,350,000 {less than half the budget) ropresent
alone the costs required to hire the ad hoc stafl for polling day (including the payment of
staff for a possible presidential run-off), So far, no disbursements from govermment have
gone towards meeting this {inancial requirement, and the Ministry of Finance informed
NEC that probably only half that amount would be available, without a timeline for
disbursements. The delay in the government disbursements already had negative effects
in the preparation of registration, The NEC was forced to “eut corners”, which resulted in
some operational hiccups that, fortunaiely, werc able 10 be corrested during the course of
the oxercise, Equally, the availability of all the required resources for registration was not
assured until the very last moment; while any delay could have caused serious political
problems the nature of the operation would have aliowed some operational flexibility i
terms of the timeline — such flexibility is not possible for poliing, either politically or
operationaily.

9, The financial constraints Som the incapacity of the GoSL o fulfi) its share of the
funding in a timely and systematic manner are already having negative effects on the
preparation for polling. On onc side, NEC is asking the basket-fund to pay for goods and
services that they were to fund through government resources. Ofien this creates
problenis as the procurement of the goods and services have not been contemplated by
the basket-fund and procedural issues ensue. Additionaily, this situation risks creating a
substantial gap in the inlernational funds which are cannarked for the provision of
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essential polling material, Morc importantly, because of their financial Himitations, NEC
is forced to make decisions that could severely hmpact the quality of the elections.
Laying-off essential field staff, for example, or teducing the waining period, could resulf
m insulficient fiekd proparations and poor performance of polling staff. This would in
tin compromise the credibility of the process, create an environment where results can
be easily contested and risk the consolidation of peace and stability in the country.

19, One of the biggest obligations of NEC is the funding of its staff. As in any other
slectoral management body, fhere is a relatively small permanent statf that s
complementedd by a Jarge temporary and ad-hoe staff hired specifically for the olectoral
event. In this case, the temporary staff are in charge of making the necessary final field
prepacations for polling are the 274 ¢lection constituency montiors (ECMs), working two
i & team in most constituencies (larger teams in Jarge cobstituencies). The work of the
BCMs in the month of the ¢lection is absolutely essential, both prior to, during and afler
polling day. The ad-hoc polling-staff, on the other hand, need 10 be hired for a shorl
period of time, usually a fow days, to allow for adequate training and finalization of field
preparations at each polling location. These polling staff are also responsible for the
receipt and retrieval of the sensitive polling material. In previous clections, the
international community had, through UNDP, paid the polling staff Nevertheless, it had
heen agreed that this fime all electoral personnel, inchuding ad hoc stafl, should be paid
wilh government funds, Given the delays of state funding, serious problems could cocur
shouli! NEC not have the necessary funds to hire and pay the polling staff. Moreover, the
uncertainty of funding will continue 1o push the NEC 1o “cut comers” and evenlualy
compromise the quality of the polt.

11, The current project is therefore designed to alleviate NEC's financial pressures and
fill an immediate gap in their fnxding, 10 enswie on one hand that polling day poes on
smoothly and, on the other hand, that the electoral commission is not put into a situation
where financial wncertainty will result in decisions that could damage the quality of the
process and conmpromise lhe acceptability of the results, wilh & direct impact on peacs
and stability in the country.

3. Project Outputs and Ouicomes

12, The objective of the project is 1o improve the operational capacity of the National
Electoral Commission to prepare and conduct credible presidential and parliamentary
elections on 1} August 2008, and a presidential run-off should it he necessary.

13, To achicve this objective, the praject will consist of the tmely payment for all the
274 BCMs and for the ad-hoc polling staff that will man the polling centers and stations
tyroughout the country. These include 1,943 polling conter managers, 5,402 polling
stationy presiding officers, 773 polling station presiding officers/conter managers, 6,173
voter identification officers, 18, 525 ballot issuers, ballot box controllers, polling siation
queuc controllers, and 4,442 polling center quene confroliers. In total, its 37,260 polling
stalf personnet (detailed staffing tables are available in the budget excel annexes),

14,  Cuaranteoing fimely payment of the ECMs during the electoral month is an
imporiant safe-guard in the polling preparations, including training, finalization of
distribution plans and preparations of polling locations. None of the planning work
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conducted eadlier will have any sense if the field preparations arc not undertaken i a
thmely manner. On the other hand, the payment of the ad-hoe of polling staff needs to
guarantoe that the personnel is available for enough days to allow for sufficient training,
field preparations in the adaptation and preparation of the polling locations and reception
and retreval of polling material, In this regard, polling center managers and polling
station presiding officers are required to he af NEC's disposal for a couple more days
than the purely clerical staff. Finally, a presidential ran-off has to be faclored in the
calculations, in case it is required. The ran-off would take place on or about 6 September.

15. Beyond the obvious need 1 guarantee polling ficld preparations, man the polling
cenfers and stations with trained persouned, the project is also intended to alleviate the
pressure from NEC due fo its uncertain govermment financing and allow for better
preparations (that will ultimately deliver the Commission to produce a better guality
election.

1y, These clections are part of a larger process of consolidation of clectoral instiutions
and practices in Sierra Leone, designed to restore civilian trust in the electoral authorities
and strengthen the institution as a contributor to democratic governance, remforcing
peace and stabiity in the country.

4. Implementation Arrangenients

17. The project will be managed within the existing framework of the Basket-fund
Steering Committee between the NEC, UNIOSIL, and the electoral donors, This Steering
Commitlee will be responsible for authorizing any changes to the project outpuls,

18, The project will be executed by UNDP. UNDP will hold fiduciary responsibility,

including fund management. As such, UNDP will work with NEC on gstablishing a

payment strategy that is efficient and thimely and guarantees franspavency. Such a strategy

will very Hkely mirror the payment of voter registration staff, whith went smoothly and

for which good records were created. Funds for payment of VR staff in all districts were

initially transforred to district bank accounts. The NEC district electoral officers (DEOs)

in the various districts effected this payment with the assistance of the field monitors

{ECMs). The payments were distributed recording to constituency, and handed out at the,
same locations where the staff recelved training {one per constituency).

5. Sustainability of outputs

19. This project is conceived as a bridging-support 1o the electoral process, constituling a
gap-Tilling response 1 an immediate need to hold credible and peaceful elections i the
face of a national financial crisis. It complements the donor funded initiatives in
supporting the Sierra Leoncan clectoral authorities to organize and conduct credible
elections. Together, PBF assistance through this project ard donor fimding respond to a
severe budgel deficiency ot the national level.

20, In this confext, it is expecled thai fukwe electoral operations, including the
preparation and conduct of the 2808 local government elections will be covered by
additional donor support and increasing national revenues as the couniry improves is
cconomic and budgetary porfonmance.
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21, B will be imporlant lo cnsure that pational budgets, starting in 2008, include
appropriate allocations to the Nationat Electoral Conimission, inchuding its running costs
and those associated to the electoral event to be held in the first half of the year (Jocal
governnent elections).

¢. Monitoring and Evaluation

22. Monitoring and evaluation of this project’s oulput and outeomes will be undertaken
within the framework of the Electoral Reform Support Preject and will be the
responsibility of the project’s Steering Committee.

23. Progress and final roports will be established and delivered in accordance with Peace
Building Fund requirements, as specified in the Memorandum of Understanding signed
hetween UNDP and the PBF Administrating Agent upon approval of this request by the
PBF Stecring Connnittec.

24, Monitoring and evaluation of project outcomes will pay specific atiention to the
following ssues:

- Efficiency and timetiness in the payment of ECMs and polling staff

- Impact on polling preparations by NEC

- Porception of polling day from fhe public

7. Assumptions and Risks

25, The project’s primary success factor is the ability to pay the 274 ECMs and the
37,260 polling staff in a timely fashion, as delailed in the project budget.

26. 'The holding of successfil elections will have a clear impact in the credibility of the
glectoral process and eléctoral instilulions. Nevertheless, the electoral institutions will
need to strengthen its public frust by hnmediately preparing the very fechnically diffieult
and politically sensitive local government eloctions, scheduled for May 2008, This new
electoral process will be fundamental in consolidating electoral practices and institutions,
involving not just electoral staff, but all other stakeholders, including political partics,
media and the public as a whole,

27. By holding an clection that is crodible and meets international standards, the NEC
wili have gone a long way in supporting the peace-building process. Nevertheless,
acceptability of the results, the mensure of soccessful clections, does not depend
exclusively on the work of the electoral administration, In particular, political partics and
their leaders who lose the electoral race need to lewn to accept defeat and form a creative
opposition and the winners need to leam access power with a4 telerant and inclusive
attitude, and exercise their powers following the practices of good governante,

28, This projcct is alse based on the assumption that the consolidation of cloctoral
mstitutions and practices continues on all fronts, Capacity-building for all stakeholdors
should be maintained, for both the local govermment elections peried and beyond, fooking
at the 2012 elections. If this assumption fails to materialize, the risk is that a successiul
clection will fail to strengthen democralic governance in the country. Finally, in the long
run, the susfainability of the project’s outputs depends on the availability of sufficient
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government revenues o cover the NEC's rumning and operational budget.
Project Results and Resources Framework

Tntended Outcome: A sticcessiitl oredible Parlinmentary and Presidentinl clections held

Omteome Indicators:
v Orderly polling day Tor general clections
* Increased operational capacily of the National Electoral Commission
v Enhanced credibility of the electoral process with direct impact on security and stability

I'roject Fitier NEC Polling Staff suppont

Expected Ountput Indicators | Key Activities | Thmeframe Responsibie Filanned Budoet

Outms QIQIQ10 Paety Source | Amount (3)
1121314 of Fund :

Blectoral/Polling 1 1,943 Polling Recruil and pay X NEC, FPPRC, PRF LSEEJE?-SU

support stall’ CORICE NANALCES clectoral/ C8Qs, NGOs, +5% 1C

recraited and 5,407 presiding eolling support CRB0Os

remunerated officers staff

773 polling center
mranagers 6,173
voter identification
officers '
18,525 ballot
issuers, ballot box

controliers, polling |

station queus
controtlors
4,442 polling
cenler queuc
conirollers
recruited
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STAFF REQUIREMENTS - 2007 SIERRA LEONE PARLMMENTART’, PRESIDENTIAL AND RUN-OFF ELECTIONS

No. Cuantity Total Costil.e) Total Cost [LISS) |
1 | Personnel: Pregidential and Parliamentary :
Flection ConslHuency Monitors (ECMs) 274 164,400,000 54,8000
Paiting Staff Payments 37,260 2,373,524.000 791,508.00
2 | Personnel; Run-Qff Election '
Polfing Siaff Paymenis A7, 260 1,896,426,000 632,142.00
Sub-Total {(Fersonnel Cost) 4,434, 760,600 1,478,250.00
Miscellaneous: Bank Transfer Charges: 3% of tolal }
3 parsonnel cost 133,042,500 44,347.50
Sub-Total {Personnel and Mizcellaneous) 4,567,792,500 1,622,597.50
4 | UNDF Management Costs (5%) 228,389,625 TG,120.86
g i Total Budget 4,796,182,128 1,508,727.36
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POHPT Area: {Jemocriiic governanee
Expected Qutcome{syIndicator (s}

o Orderly poliin day {or general elections

s Increased operalional capacity of the Nationat Etectoral Commission

»  Enhanced crodibitity of the electoral process with dircel impact ob securily and stability
Expected Output: Teind Pivect Beneficiaries — 274 NEC eleetion constitueney monitors and
37,260 NEC ad-hoc polling staff

One-time paymen: for 274 election constituency monilors and 37,260 polling staff to be

hired by NEC for she holding of the general slzction on 1] Augus! 2007 and, if required, for

a presidential run-off two weeks affer e annoupcement of results,
Imptementing Partovr: NEC, UNDP, and UNIOSIL.
Responsible Parties; UNDP, UNIOSIL,

The parliamentary and presidential elegtions scheduled for 11 Augest 2007 are seen as a crucial step in
the consolidation of the peace process. The responsibility for organizing and conducting the elections
rests on the National ¥ iectaral Commission, NEC., & newly established institution. in this endeavor, the
NEC has received sub-tantial nssistance from the imernational commanily under UN coordination; in
particular, an electoral basket-lund was eslablished, fimded by the Furopean Commission, the Uniled
Kingdom, ireland, Denmark. Japan and UNDJ the basket-fund, under UNDFP management, Suppons
the provision of electoral goods and services and mueh nveded technical agsistance.

The financial constrabits of NEC given the lack of systematic governmént Funding are having clearly
negative effects on i organization of the election, NEC is forced to ask the basket-fund to pay for
goods and services tha: were 10 b funded by the GoSL — this silustion risks creating a substantint gap
fn the international funds, More imporrantly, because of their financial Himitations, NEC has 1o make
decisions that could soverely Hmpact the quality of the elections. This would in turi compromise the
credibility of the prowsss, create an envisonmen! where resulrs can be easily contested and risk the
gonsotidation of peace and stability in the country.

This project seeks 1o provide bridging funding to NEC 10 caver the payment of essential emporary
slectoral staff for pollag, casing the financial pressure during preparations of the poll and enstring
i smooth running of polling day. )

Progemmme Period: & (518} we 7k
Programme Component: Pay nent of sialt

Projuct Titte: Bridge-supporl or the peneral cleclions

Tolal Budget
Adfacated resoyroes,)
o Ciovermment

USDS§ 1,5698,727.38

Project 1 v Regular - o
Project Duration: 6 (six} weel 5 s Inkind contribubions
MEnageiment AITRREEMEnt 1 e projtct will be rxmeged by » Joiks « PBF LSDS$ 1,588,727.36
Steering Commtifiee chmired b the NIU mad UNDP. Fidudiary Unfunded budget: -

respongibility v with LNDP
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2. Situation Apalysis and Project Rationale

. Siewa Leone's second post-conflict presidential and pacliamentary clections are
scheduled for 11 August 2007, 1 is widely agreed that these elections will be a milestone
in the peace consolidation process in Sierra Leone. As such, it is of the uimost
importance to ensure that the elections are democratic and credible, and that their resuits
are accepted by all parties concerned, “Second-generation” post-conflict clections such as
this one, while fundamental in the consolidation of peace and democratic (ransition, are
also extremely fiagie, and the current context in Siera Leone is ne exception. These are
walershed elections in many ways: they will be the first elections to be organized
folowing the deparkure of the peacekecping mission; they will also signal the first
transfer of power from one demoatically elected president to another and they will be
the first clections to be wholy organized by the Sierra Leoncan themselves, without
massive support from international community, All of these factors give a special
imporiance 10 the clections, and highlight that the process is much more than just a
routine clection of national representatives end president « it is a substantial building
ook in he consolidation of a peacefi] and democratic slate,

2. The National Flectoral Commission (NEC), sithough 2 new body, i viewed as
independent and credible by all parties, and has enjoyed support from the international
comumunity. It has also crpanized a highly successfl voter regisfration oxorcise, a first
important phase of the electoral process which the UN Secrctary-General commended ag
a “remarkable success”. There are also a number of positive political developments in
Sierra Leone such as the openness of the political space, media freedom, and freedoms of
speech and association. ‘While preparations for the July clections are on schedule and
procecding without major hurdles, as reflected in fhe successfully completed voter
registration exercise, the difficulties inherent in such an undertaking should not be
minimized. In facl, these pational glections are poised to present sigoificant challenges
for the electoral authorities, political partics and general electorate for a variety of
reasons, whether political, social, logistical o operational, One of the biggest challenges
in the context of the upcoming clections is that the positive political developments
mentioned above have not been matched by progress in the economic and social sphercs,
Whereass the 2002 Sierra Leone elections were largely about "voting for peace”, the 2007
cleclions are a referendum on the govermmenl's capacily to deliver peace dividends,
which transiates in a tense political context, tight electoral race, and a generat climate of
mistrust. Democracy and slections are still relatively new 1o Sierza Leone, and there is a
clear need 10 consolidate electoral cullure and practice by all stakchelders, in particulay
political parties; the problems related to unrealistic expectations pose doubts as to the
capacily of parties 10 accept the results in a peacefil manner. In fact, there is concern as
1o how the results of the elections will be accepted by the contestants, and their
supporters, All presidential contenders seerm confident of their electoral viclory, [t is
likely that some of those who are not dlected will contest the validity of the elecloral
resulls, Besides difficulties associnted with the election are possible disputes over
gleclion resulls, other sources of converm inglude pereeptions of possible abuse of
incumbency power, the perceptions of undue influence by Paramount Chiefs, and
pessible youth mobilization for viclence.
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3. Operationally, the August elections face many challenges. These elections signify a
return to parliamentary representation based on individual constituencies, with mportant
implications in the preparation and the mechanics of the poll. As mentioned, these will be
the fist election to be organized by Sierra Leonean instifutions, without massive, and
wide-ranging direct involvement of the international community. Despite its political
credibility, the NEC i5 2 newly restructured electoral commission, with brand-new,
inexperienced electoral officers and with as yot weak operalional capacity. The
challenges of having to produce a credible election under an extremely tight imeframe,
where NEC has t© simultancously build-up its operational and fechnical capacity and
prepare the electoral event, with Jimited infrastructure and inadequale resources, are
further complicated by the fact that, because of constitutional constraings, it is forced to
conduct the poll in the middle of the rainy season.

4. The role of the elections as 2 fundamental step in the peace-consolidation process
underlines the importance that the elections be conducted in a credible manner, not just in
a transparent, non-partial manner, but also taking care that the provess be {and be
perceived as heing) as inclusive and as participatory as possible, with as level a playing
ficld as possible, There are a number of iniliatives already being undertaken by the
government of Sierra Leone with support from the UN and other parinérs, with a view to
build public confidence in the process and veduce the risks mentioned: there 13 vegular
dialogue among all pasty leaders and members and the electoral institutions, a Code of
Conduct for Political Parties was adopted and thoare are mechapisms in place (o monitor
itz implementation at regional and distiict Jevels, and a Code of Conduct for the Media
has also been approved and widely disseminated. The creation and strengthening of
electoral dispule mechanisms in order to address clectoral complaints is also 3 welcome
development. 1t highlights the fact thal “clectoral preparations should not be Hmired to
the day of the elections but should also anticipate possibie post-clection challenges.”
Given lessons learned from the 2002 clections in Sierra Leonc parficular attention s
being paid fo secwrily concomns and the role of the media espectally community radio
stations. A National Security Couneit Coordination mechapisin has been set up to cnsure
adequate security for the election.

5. Nevertheless, a piorily in cnsuiing that the clections are successful is the
strengthening of the electoral authorifies, in particular NEC. As such, there is 2 need o
ensure respect and cooperation o the electoral commission, both at national and district
fevels. One of the strongest guarantees of the inlegrity and oredibility of the elecioral
process (and the acceptability of the results) is the fact that the cloctoral authorities be
credible as well, conducting their work in an efficient, fransparenl and impartial maonner.
n this light, the independence, both real and perccived, of the electoral authoritics, is
essentinl, Just as important is thet the electora) commission delivers a “gocd” election.
The international commnunity and the UN bave been deeply commiited to dotng, from
their side, what is necessary o support the NEC and its work.

6. Due (o the restructuring of the NEC since the 2004 elections, most of the current NEC
staff are new, with very litthe practical electoral operational experience, In this regard, the
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National Electoral Commission has accepled an infemational technical assistance
package that put in place an experienced team of inlernational clectoral experts,
coordinated by the United Nations, fo support the operational capacity of the
Conunission, UN suppoit to the clectoral process also includes the channeling of donor
confributions in the clectoral basket-fund (funding s provided by the Buropean
Commission, the Uniled Kingdom, Ireland, UNDP, Demmmk and Japan} and the
provision of equipment and ¢lectoral goods and services to NEC. Additionslly, the
UNDP managed clectoral basket-fung has alse provided support to the Political Party
Registration Commission (PPRC), all support requested by the security forces for its first
phase of support 1o the elecloral process (the voter registration exercise) and work is
ongeing on the definition of requirements for the next phases. Additienally, the basket-
fund has also financed the review and amendment process of the election petition mies
and discussions are onRgoing on the modalities for supporting the establishment of the
electoral offences cowrts.

7. The international assistance to NEC helped ensure thal the Comunission was able o
organize the voter registration excrcise in a very successtul manmer, which bodes well for
the polling phase. Nevertheless, it is neccssary to be aware of the challenges ahead,
Although voter registration started as scheduled, the actual commencement date was
postponed a number of times before a final decision was made on fhe date and
consequently the period between fhe voter registralion pracess and poling was reduced (o
a minimum, Both Jegally and operationally there is therefore very little flexibility in the
timeline for the polling, fo be conducted on a particular day in the middle of the rainy
FERSON,

-8, ltis in this context thal the current difficult financial situation of NEC has become 2
serious cause for concern. The funding arrangement contemplates two-thirds of the
resources fumded internationally by the electoral basket-fund and one third from the
Govemment of Sierra Leone {GoSL). While in the early stages the contributions of GoSi,
were made on time, the difficult financial situation of the state has meant that state
funding has been slow and incomplete. The NEC has presented (o govermment 2 “pelling
budget” for the months of June, July, Aupust and September of 2007 for Le
9,408,976,018; of this quantity, Le 4,270,350,000 (less than half the budget) represent
alone the costs required to hire the ad ho staiff for polling day {including the payment of
siaff for a possible presidential run-off}. So far, no disbursoments from government have
gone towards meeting this finpncial requirement, md the Ministry of Finance informed
NEC that probably only haif that amount would be available, withowt a limeline for
disburseinents, The delay in the government disbursements already bad negative effects
in the preparation of registration, The NEC was forced to “cut corners”, which resulted in
some operational hiccups fhat, fortunately, were able (o be corrected during the course of
the exercise. Equally, the availability of all the required resources for registration was not
agsured unti the very last moment; while any delay could have caused serious political
problems the nature of the operation would have allowed some operational {lexibilily in
terms of the Umeline - such flexibility is not possible for polling, cither politically or
operationally.
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9, The financial constraints from the incapacity of the GoSL fo fulfill irs share of the
funding in a Umely and systematic manner are already having negative effects on the
nreparation for pelling. On one side, NEC is asking the basket-fund to pay for gouds and
services that they were to fund through govenmuent resources. Ofien this creates
problems as the procurement of the goods and services have not been confernplated by
the basket-fund and procedural issues ensue. Additionally, this situation risks creating a
substantial gap in the international funds which are earmarked for the provision of
essential polling material. More imporiantly, because of thelr financial limitations, NEC
is forced 1o make decisions that could severely impact the quality of the elections
Laying-off cssential field staff, for example, or reducing the training period, could result
in insufficient field preparations and poor performance of polling staff. This would in
rn compromise the credibility of the process, create an environment where resuits can
be vasily conlested and risk the consolidation of peace and stability in the couniry,

1¢. One of the biggest oblgations of NEC is the funding of its staff. As in any other
clectoral management body, there s a2 rclatively small permanent staff that s
complemented by 1 large temporary and ad-hoe staff hired specifically for the electoral
ovent, In this case, the lemporary staff are in charge of making the necessary final ficld
preparations for polling are the 274 clection constituency monitors {(ECMs}, working two
By a team in most constifuencies (larger teams in large constiiencics), The work of the
BCMs in the month of the election is absolutely essential, both prior to, during and after
polling day. The ad-hoc polling-staff, on the other hand, need to be hired for a shor
period of lime, usually a few days, Lo allow for adequate training and finalization of field
preparalions at each polling location. These polling staff are also responsible for the
receipt and retrieval of the sensitive polling material. In previous elections, the
international community had, through UNDP, paid the polling statfl Nevertheless, it had
been agreed that this time all electoral personmel, includmg ad hoc staff, should be paid
with government furds. Given the defays of state fimding, serious problems could cccur
should NEC not have the necessary funds to hire and pay the polling steff. Moreover, the
uncertainty of funding will continuc to push the NEC to “cut comars” and evenlually
compromise the quality of the poll.

11, The current project is thercfore designed 1o alleviate NEC's financial pressures and
FH an immnediate gap in thewr funding, t© ensure on one hand tha! polling day goes on
smoothly and, on the other hand, that the electoral commission s not put into a sHuation
where financial uncertainty will resull in decisions that could damape the quality of the
process and compromise the acceptability of the results, with a direct Impact on peace
and stability in the country,

3. Praject Outputs and Qutcomes
12. 'The chjective of the project is to improve the operational capacity of the National
Blectoral Commission to propare and conduct credible presidential and parliamentary

-clections on 1| August 2008, and a presidential run-011 should it be necessary.

13. To achieve this objective, the projoct will consist of the timely payment for alf the
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274 BECMs and for the ad-hoe polling staff that will man the polling centers and stations
throughout the country. These include 1,943 polling center managers, 5402 poliing
station presiding officers, 773 polling station presiding officersicenter managers, 0,175
voter identification officers, 18, 525 ballot issuers, ballot box controllers, polling station
queue controlers, and 4,442 polling center queue controllers. In fotal, it’s 37,260 poliing
staff personnel (detailed staffing tables are available in the budget excel annexes).

14, Guarantecing limely payment of the ECMs during the electoral month is an
important safc-guard i the polling preparations, including training, fHnalixation of
distribution plans and preparations of polling locations. None of the planning work
conducted earlier will have any sense if the field preparations are not undertaken in a
timely manner. On the other hand, the payment of the ad-hoc of polling staff needs to
guaraniee that the porsonnel is available for enough days fo allow for sufficient training,
field preparations in the adaptation and preparation of the polling locations and reception
and retrieval of polling malorial, In this regard, poiling conter managers and polling
station presiding officers are required 1o be at NECs disposal for a couple more days
than the purely clerical staff. Finally. a presidential ron-off has 1o be factored in the
calculations, in case it is required. The nm-off would take place on or about 6 September.

15, Beyond the obvious need lo guarantee polling field preparations, man ihe polling
centers and stalions with frained personnel, the project is also intended to alleviate the
nressure from NEC due fo its uncerlain government Hnancing and ailow for better
prepavations that will ultimately deliver the Commission to produce a helter quality
election.

16, These elections are part of a larger progess of consolidation of clectoral institulions
and practices in Siema Leone, designed to restore civilian trust in the electoral avthorities
and strengthen the institution as & contributor fo democratic governance, reinforcing
peace and stability in the country.

4. Implementation Arrangements

17. The project will be managed within the existing framework of the Baskel-fund
Stecring Committer betwken the NEC, UNIOSIL, and the dectoral donors, This Steering
Committee will be responsible for authorizing any changes to the project outputs,

18. The projcct will be excouted by UNDP. UNDP will hold fiduciary responsibility,
including fuxd management, As such, UNDP will work with NEC on establishing a
payment sirategy that is efficient and timely and guarantees ransparenoy. Such 4 strategy
will very likely mirror the payment of voter registration staff, which wenl smoothly and
for which good records were created, Funds for payment of VR staff in all disiricts were
initially transferred to district bank accounts. The NEC district électoral officers (DEOs)
in the various districts effected this payment with the assistance of the field monitors
{ECMs). The payments wore distributed according 1o constituency, and handed out at the
same locations where the staff reccived training {one per constituency},
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5. Sustainability of outputs

19. This project is conceived as a bridging-support to the electoral process, constituting 2
gap-filling response 1o an inumediate need o hold credible and peaceful clections in the
- face of a national financial crisis, Tt complements the donor funded initiatives in
supporling the Sierra Leonean electoral authorities lo organize and conduct credible
elections. Together, PBY assistance through this project and donor funding respond o a
gevere budget deficiency af the nationai level,

20, In this context, it is expected that future electoral operations, including the
nreparation and conduct of the 2008 local government elections will be covered by
additional donor support and increasing nalional revenues as the country improves ifs
economic and budgetary performnance.

21, It will be smportant 1o ensure that national budgets, starting in 2008, include
appropriate aliocations lo the National Electoral Commission, incluoding #s ranning costs
andl those associated 1o the electoral event 1o be held in the fivst half of the year (local
government clections).

&. Monitoring and Eveluntion

22. Monitoring and evaluation of this project’s oulput and outeomes will be undertaken
within the framework of the Electoral Reformy Support Project and will be the
responsibility of the project’s Steering Committer.

23. Progress and fina) reports will be established and delivered in accordance with
Peacchullding Fund requirements, as specified in the Mamorandum of Understanding
signed hetween UNDP and the PBF Administrating Agent upon approval of this request
by the PBF Steering Commitiee.
24, Moniloning and evaluation of project outcomes will pay speafic attention to the
following issues:

- Efficiency and Umeliness in the payment of ECMs and polling staff

- Tmpact on polling preparations by NEC

- Perception of polling day from the public

7. Assumptions and Risks

25, The project’s primary success factor is the ability to pay the 274 ECMs and the
37,260 polking staff in a timcly fashion, as detailed in the project budpet.

26. The holding of successful elections will have a clear impact in the credibility of the
ciectoral process and clectoral institutions, Nevertheless, the electoral institutions wili
noed o strengthen s public trost by immediately preparing the very technically difficult
and politically sensitive local government clections, scheduled for May 2008, This new
electoral process will be fundamental in consolidating efectoral practices and institutions,
involving not just clectoral staff, but all other stakeholders, including political parties,
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media and the public 4s a whole.

27. By holding an election that is credible and meets international standasds, the NEC
will have gone a long way in supporting the peacc-building process. Nevertheless,
acceptability of (he results, the measwre of successful clections, does not depend
exclusively on the work of the electoral administeation. In paticular, political parties and
their leaders who lose the clectoral race noed to learn to accept defeat and form a creative
opposition and the winners need o lean atcgss power with a tolerant and inclusive
atlitude, and exercise their powers following the practices of good governance,

28, This project is also based on the assumption that the consolidation of electorad
institutions and practices conlinues on all fronls, Capacity-building for all stakcholders
should be mainfained, for both the local governmment elections period and beyond, looking
at the 2012 elections. If this assumption fails to materialize, the risk is that a svecessiul
election will fail to strengthen deinocratic governance in the country, Finally, in the long
run, the sustainability of the project’s cutpuls depends on the availability of sufficient
goverament revenaes o cover the NEC's running and operational budpet,
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BUDGET

National Election Commission {NEC) Polling Staff Support

CATEGORY IPRM

¥, Personne)
s including stail and consultants
2. Contracts
o including companies, professional
services, granls
3. Training
4. ‘Fransport
5. Supphlics and commoditics
4, Fgnipment
7. Trave)
8, Miscellansous
B, Agency Management Support®* 5%
TOFAL

NUMBER

UNEE
OF
COST ynirs

TOTAL COST

1,478,230.00

44,347,350
76,120 86
1,598,727.36
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