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Eighth Six-month progress report for project

Provision of Communication Support and Technical Assistance to the IHEC at the HQ and Governorate Electoral Office (GEO) levels
REPORT COVER PAGE

	Participating UN Organization:
	
	Cluster:

	UNAMI/IEAT, UNOPS
	
	G - Electoral Support


	Project No. and Project Title:
	
	Report Number: 

	G11-17
Provision of Communication Support and Technical Assistance to the IHEC at the HQ and Governorate Electoral Office (GEO) levels
	
	1


	Reporting Period: 

	
	Project Budget [and revision if applicable]:

	1 January – 30 June 2008 
	
	USD 4,521,300


	List Implementing Partners:
	
	Geographic Coverage/Scope:

	· Participating UN Organizations

· UNAMI/IEAT
· UNOPS

· Other International Organizations

· International Foundation for Electoral Systems (IFES) 

 
	
	Iraq, Baghdad and 18 Governorates - Jordan, Amman 

	Abbreviations and acronyms:
	
	Project Status: Duration/Closed Project/Timeline Extension:

	IECI 
Independent Electoral Commission of Iraq (former IHEC)

IHEC
Independent High Electoral  Commission of Iraq
UNAMI/IEAT 
United Nations Assistance Mission to Iraq/International Electoral Assistance Team
IEAT 
            International Electoral    Assistance Team
	
	· 12 months

· Starting Date 01 Feb 2008  



NARRATIVE REPORT FORMAT

I. Purpose

1.1 Provide the main objectives, outcomes, outputs of the programme/project

UNAMI/ IEAT and UNOPS developed the project to provide necessary communications assistance to the IHEC at the HQ and GEO levels, which was 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 was 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.
Main Objectives:

The projects identified as immediate objective as 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. 
Outcomes 

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 communication systems improvement and technological capacity development within the IHEC.
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.

1.2 Explain how the programme/project is relevant to the following benchmarks:

· UN Assistance Strategy for Iraq 

For the Electoral processes in 2005, the UN assisted the Iraqi authorities and the IECI through a range of projects including the provision of Support to the Elections Process, Support to the Elections, Technical Assistance to IECI, Support for Fair, Safe and Professional Media Coverage and Logistics Support to the IECI 

With the SCR 1770 the United Nations confirmed and reinforced their assistance to Iraq and their support to the government and to the IHEC. Alongside the direct measures that are currently being delivered to enhance the capacity of the IHEC, it is necessary to ensure that in the upcoming electoral processes, communication and information flow is smooth and it reaches to where its required in a timely, efficient and secure manner to all stakeholders, from the actual voters to the international community. Therefore it is essential to provide communications support and capacity building to the IHEC to ensure the effectiveness and success of the forthcoming electoral processes planned for 2008/9.
· UN Millennium Development Goals 

This project will contribute tangentially to the achievement of MDG8 concerning the “Development of a global partnership for development.” by providing up-to-date communication systems to the IHEC and subsequently access to high quality and up-to-date VOIP and internet communications technologies together with the required technical expertise, the project will assist the IHEC in the discharge of its essential electoral roles and responsibilities in the creation of a stable and transparent political system in Iraq. 
· Joint Needs Assessment 

The project was prepared in consultation with the IHEC, UNAMI/UNOPS and other project stakeholders following Needs Assessment Missions to Iraq and was developed to tackle the concerns of the IHEC and their staff in relation to communication issues at the HQ and GEOs that they highlighted.

This preparatory approach was to ensure that the IHEC and other relevant project partners and stakeholders already have a sense of ownership of this project and will therefore be more likely to participate actively and positively in its implementation, moreover, during implementation the project continues to work closely with the IHEC at both the HQ and GEOs regarding the project's activities concerning the provision communication systems assistance together with related capacity building training for its personnel. Through such involvement the IHEC and many of its personnel will gain an increased sense of ownership of the new system.

During the implementation of the programme, the IHEC is, therefore constantly requested to provide feedback on the quality and aptness of the project's delivery of its agreed services including the provision and maintenance of its communications systems and capacity building training. Furthermore, the project is open to looking at the possibility of changes and or amendments in IHEC requirements, which might arise due to the evolving situation and context in Iraq, and adapt the overall delivery of project services when necessary. 

At the same time, the project consults and coordinates regularly with its other project planners and stakeholders, in addition to keeping Cluster G abreast of project implementation developments, in order to ensure that they are able to participate as fully as possible in the project. 
· Iraqi National Development Strategy 

Under the National Development Strategy, democracy was recognised as a cornerstone of good governance as it provides an enabling environment for Iraqi’s diverse people to interact in a participatory and transparent manner. The effective and efficient flow of information, which is a direct result of the improved communication systems, is key in ensuring that IHEC meets its mandate to ensure a stable and transparent political system in Iraq
1.3 Indicate the main implementing partners, their roles and responsibilities, and their interaction with the Agency

The main area of cooperation in this project is between UNAMI and UNOPS with UNAMI providing overall technical supervision and UNOPS being engaged as the executing agency. This project, under the guidance of UNOPS, will continue to consult and cooperate closely with UNAMI, who has already been of significant assistance in the project's preparatory phase.

The project will also work together with other UN agencies involved in communications work in Iraq and/or with the IHEC, when and where applicable, in order to benefit from their in-country work and experience in related fields.
II. Human Resources 

National Staff & Consultants: Provide details on the number and type (operation/programme) 

      1 Finance/Procurement Assistant 


- Operation
      1 Project Assistant (National) Admin Assistant 
- Operation
1 Communications Expert (International)
- Operation/programme)
1 part time Project Manager (International)   
-  Programme
III. Methods of Operating

3.1 Summarize the implementation mechanisms primarily utilized and how they are adapted to achieve maximum impact given the challenging operating context.

The project adopted the approach of engaging a contractor to realize the project objective of installing the required internet and VOIP communications at the HQ and GEOs, providing generators as required, as well as providing maintenance support for this equipment together with the required capacity building training support to IHEC personnel at the HQ and GEOs.

The contractor(s) services were engaged to include the reinstallation and maintenance of voice and data services and systems for the stated length of performance as well as to expand the current capabilities to include adding both voice and data capabilities, project management, engineering, documentation and training of users for these locations dispersed throughout all of Iraq.

The contractor provides a quick response team of engineers and technicians to support all voice and data services and equipment that are crucial for the systems functionality both at the HQ and the GEO.

To speed up on the implementation and service delivery the contractor also provides all the administration, personnel, hardware, software, field support and associated materials to deliver the required goods and services.

Final narrative and financial reports will be prepared at the end of the exercise and results will be shared with the IHEC.

UNAMI reviews progress and final narrative reports, whereas UNOPS reviews progress and final financial reports and prepares progress and final narrative and financial reports for UNDG/ITF and UNAMI.

3.2 Provide details on the procurement procedures utilized and explain variances in standard procedures.  

The project's service provision will be implemented through an international contractor which will be responsible for the realisation of the project's objective and key outputs under the supervision and management of UNOPS. 
This implementation method was selected because it was deemed to be the most suitable for the particular situation currently holding in Iraq and was generally agreed to by the IHEC.

In order to ensure 'value for money' in the project's implementation phase, significant attention was paid to ensuring that the search for a suitable contractor was implemented in as comprehensive manner as possible. An intensive search, worldwide, of companies capable of providing the necessary inputs for the realisation of the project's outputs and objectives was undertaken and these was then narrowed down to a shortlist. Companies on the shortlist were then re-evaluated and assessed based on the predetermined criteria both financial and technical; the methodology followed the UN approved procurement rules and procedures which ensured that the most cost effective and technically compliant proposal was selected.

3.3 Provide details on the monitoring system(s) that are being used and how you identify and incorporate lessons learned into the ongoing programme/project. 

Management and oversight of the project is be governed by the standard procedures laid out in the programming manuals of UNOPS (e.g. SOPs, Procurement Manual and review/approval procedures, financial rules and regulations, etc.) and any other reporting requirements was agreed between UNOPS and the funding source UNDG/ITF (as per MoU). Overall technical monitoring, quality control and impact assessment is also carried out by UNOPS staff as well as its technical partner UNAMI/IEAT, as well as taking into consideration the feedback from IHEC and other stakeholders (such as IFES).

UNOPS will prepare(s) periodic progress and final (narrative and financial) reports for UNDG/ ITF (frequency and formats as stipulated in the UNDG/ITF MoU).

UNOPS together with the project team and in consultation with UNAMI, the IHEC, selected contractors and other relevant project stakeholders shall monitor and refine the project implementation strategy when and where deemed necessary. Should any alterations in the overall project implementation strategy and/or activities require additional financial resources, the project budget shall be revised accordingly and submitted to the cluster and funding source for approval.

Provision was made in the project's budget for the implementation of independent evaluation and/or review. The independent evaluation/review will be carried out either by a contracted entity (identified and selected through a competitive process) or other evaluation experts (e.g. UN HQ. donors, etc.).

3.4 Report on any assessments, evaluations or studies undertaken. 
N/A

IV. Results 

4.1 Provide a summary of programme/project progress in relation to planned outcomes and outputs; explain any variance in achieved versus planned outputs during the six month reporting period.

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 met the deadline for the completion of its first phase (setup of comms system at HQ and 18 GEO locations) before the Voter Registration Update (VRU) operation scheduled for July 2008; however, 2 GEO Sites are still delayed as their office locations have not been finalized by the IHEC yet.

Already the effects of the VSAT/VOIP installations are been felt with the improved communications and more efficient exchange of information between the HQ and the GEO’s and vis a vis to all the stakeholders in the elections during the current electoral event- Voter Registration Update.

Initial training has been given to the IT personnel on ground where the installations have been completed. This training is to ensure that they are able to maintain the new systems installed. A comprehensive needs assessment was undertaken and will be used to determine the second phase of the training.

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.

Outputs 1.1, 1.2 and 1.3, concerning engagement of a contractor, installation of the equipment, initial capacity building and commissioning of the voice and data systems have been all successfully achieved.

Outputs 1.4 and 1.5 is ongoing and will continue until the end of the project. Progress reports of the same are prepared and sent out to all stakeholders as and as when stipulated in the MoU.
4.2 Report on progress made toward the achievement of specific medium-term outcomes of the programme/project as a result of the achieved short-term outputs during this reporting period.
Activities under output 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; Installations of the sites is currently operationally complete apart from 2 sites whose permanent office locations have not yet been established.

Activities under output 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. All installed sites, and IHEC as a whole, are already benefiting from better voice and data communications

Activities under output 1.3 VOIP and Internet communication equipment developed and successfully introduced. The systems have been fully developed and their implementation finalized. Their performance is currently being monitored.

Activities under output 1.5 The IHEC has benefited from specialist guidance on their communications strategy and this is confirmed by a project evaluation is ongoing and the Specialist has been based at the IHEC HQ during most of the Phase I implementation period.

4.3 Report on the key outputs achieved in the six month period including # and nature of the activities (inputs), % of completion and beneficiaries. 
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 20 GEO’s.





       




   90% completed
This has been operationally completed. A contractor was engaged to do installations at all the GEO offices and this has been operationally completed. 2 GEO sites however are yet to establish their permanent offices. Their equipment has however been prepositioned awaiting the identification of the locations by the IHEC.  Initial training has also been given to the IHEC staff on the systems day to day maintenance.

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% completed
This is operationally complete. 18 GEO’s are connected + HQ. 2 GEO’s are yet to establish their permanent offices. Service delivery monitoring is ongoing and was deemed reliable during the voter registration update. VOIP was also tested and deemed working well.

1.3 VOIP and Internet communication equipment developed and successfully introduced.                       




     


                
60% completed
This is operationally complete. The system has been and is continuously tested to make sure that it serves the purpose and has sufficient capacity to server the HQ and enable simultaneous communication to the GEO’s. Maintenance and 24-7 support is also ongoing and will continue throughout the project.
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
50% completed

Initial training and transfer of day to day maintenance of the installed systems has been given to IT staff both at the HQ and the 18 GEO’s where the system has been installed.

At the time of reporting the second phase of the training and maintenance was ongoing. This will last throughout the project and will ensure the capacity development of IHEC staff and their ability to sustain the systems before final project handover.

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

                                      
50% completed
The Communications expert was based at the IHEC HQ in Baghdad for most of the project implementation period to date to oversee the systems installations and also coordinate between and amongst the various stakeholders in the IEAT and IHEC.

4.4 Explain, if relevant, delays in programme/project implementation, the nature of the constraints, lessons learned in the process and actions taken to mitigate future delays.
The Project was approved and funded in late January 2008 and activities were initially planned to commence as of 01 February 2008. There was a six weeks delay in its commencement; this was necessitated by the requirement to re-advertise the position of the Communications Expert.

There was a 3 weeks delay in the implementation of the Phase I of the project (Equipment delivery/Installation). This was as a result of an un-anticipated break in the equipment delivery pipeline. However the phase was still completed within schedule.
4.5 List the key partnerships and collaborations, and explain how such relationships impact on the achievement of results. 
The project partners, UNAMI/IEAT, UNOPS, IHEC, and by large IFES have been working closely together throughout the implementation phases to ensure coordination, maximise resources and impact. The end users, IHEC, IEAT and IFES, in particular, have been providing continuous feedback and detail of their work which was a precious help to monitor the activities and ensure successful and timely achievement of the outputs.
4.6 Summarize achievements against planned results for cross cutting issues: security, gender, human rights, employment (including # of short and/or long-term jobs created), and environment.  
Security 

In relation to tackling the current security risks in Iraq, the improved communications systems made available at the IHEC HQ and GEOs has enabled the rapid and informed response to the evolving security situation and especially, any specific security threats to the work of the IHEC whether at the central or governorate level.

Gender

This project is not specifically designed to address gender issues

At the project level, the equal participation of men and women is encouraged in its implementation and the project endeavours to ensure the full participation of women in all capacity building measures.   

Human Rights

The communications system facilitates in efficient transfer of information between and amongst the various stakeholders in the electoral processes. This further assists in improving the transparency and the efficiency of the electoral processes hence encouraging the population to take part in elections and exercise their political rights, which are integral part of human rights. Furthermore, it is envisaged that efficient and effective electoral processes, aided by the free flow of information, will facilitate fair elections and prevent abuses and therefore bring benefit to the general populace.

Employment

This project will not have a direct long term impact on employment. This project is focused not on employment creation but on providing an effective, well maintained communications system and build the capacity of IHEC staff through training.

However, there are certain project positions that were available and are filled as indicated above.

The project does intend to work with the IHEC, however, to ensure an appropriate employment package for its employees engaged in the application and usage of the communications facilities the project brings. Although this activity is not an explicit one in terms of the project's overall objectives and outputs, it is deemed to be one of importance in improving the working environment and improving staff retention within the IHEC.

Environment 

Not applicable 

V 
Future Work Plan  

5.1 Summarize the projected activities up to the end of December 2008 indicating any major adjustments in strategies, targets or key outcomes and outputs planned.

The maintenance and support of the systems continue until the end of the project. Activities under 1.1-1.3 have been operationally complete. Activity 1.3.1 Contractor drafts maintenance programme and activities for communications equipment at the HQ and GEOs is currently ongoing and activity has already been completed and activity 1.3.4 Monitor and evaluate contractor maintenance services will continue for the duration of the project. 

An independent audit of the project is intended to be carried out at the end of the project. The current VRU is being used to asses the initial performance of the systems and the lessons learned from the process will be used to adjust and fine tune the communications systems in preparation for the forthcoming elections. 
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