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I .  BEPORE FlLLlNO OUT TI118 POflM , IlCAD Tl lE ATTACI(ED I IN8TRUCTIONS. 
( 1. USE LETTER OUALIW TYPE, NOT 'DOT MATAIX' TYPE. 

I D E N T I F I C A T I O N  D A T A  qwyi? 
A. Asporting A.I.D. Unit: 

Mieelon or AlDiW Office USAIDIBOLIVIA 
(ES# DP-03/96 1 

D. Aotivlty or Aotlvitiee Eveluttted (Llat the following lnlormrtlo~i lor projeotla) or programlal ovrlurtod; I f  not sppllcrblo, lint tltlo m d  date of 

8. Woe I!valuutlon Scheduled In  Current FY Annual 
on Plun? EvaLf!$ Yea Slipped Ad Hoo 

Eveluatlon Plvn Subrnleeion Dote: FY 9 4  Q 3 

Pfojeot - No. 

51 1-0610 

A C T I O N S  

2) USAID will become more active i n  the conduct of policy dlaiogue with Cong;oss. 1 CClro/WOuovrr~ 

C. Evoluotlon Timing 

lntorirn Final a 
ExPoet 4 Other 

E. Action Decielons Approved By Mlesion or A l D W  Office Dlrector 
Action(e) Required 

1) Provide limited additional aesistanoo to bo used for larger oepacity computer equipment and software so 
that the National Electorel Court can fully Implement automated procedures for notional level screening ond 
publiehlng of the voter roll. 

3) Periodic review sessions will be oonducted by USAlD with Congress and SUNY. I WGuevara 

ProjsotlPro~rom Tltle 

Domocrotio lnetitutione 

Name of Officer 
Responsible for 
Actlon 

C. Cira 

4) SUNY will periodlcnlly propere work plans for USAID. 

A P P R O V A L S  

Flret PROAG 
or Equivnlunt 

(FYI 

88 

F. Dnto Of Mieelon Or AlDMl Office review Of Evaluation: 

ovrluatlon ron0rt.l 

Moet Recent 
PACD 

(Mo 1 Yr) 

1 2/95 

Amount 
Obligated 

To Dote (OOO! 

Pionned LOP 
Coat (000) 

3,400 

Date Aotlon 
to be 
Completed 

(Month) (Day) (Year) 
9 2 94 

G. Approvele of Evaluetlon Summary And Action Daclsione: 

Name (Typed) 

Signature 

Dote 

Miseion or AlDMl 
Office Director 

Project Program Officur 

AID 1330-b (10-a/) Page 1 
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Repraeentetlve of 
BorrowerlGrentee 

Anne Beasley 

~ C m o a S k \  
C - 

312.1 195 

Evaluotlon Officer 
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A B S T R A C T  

H, Evaluation Abstraot (Do not exoood t t ~ r  apsoa provldad) 

The purpose of the Project was to Improve t l ~ o  furrctloning of Ole eleatoral systom und brouden purtloipation In the denioorlctlo process, to lmprovo 
the sdminlstratlon and bill drafting tunotlons of the Congress, and to support pro-democracy organlzatione. The main irr~plamentotior~ agency for 
work with tho elootoral ayetom has boen the Center for Elaotorul As~lstance and Promotion (CAPEL) of the lnteramerloan Institute of Human 
Rights; whlle the main Implementing agenoy for work wlth legialutive process has beall the Offlce of Internotional Programs ot tho Statu Unlvarslty 
of New York (SUNY). TMs rnld.terrn avaluatlon (August 1994) of tho Projoct was oontraoted by USAiDlBolIvla to assess the extent to which the 
Project Is meetlng AiDMl program objeotlves and USAIDIBollvlo strateglo objectlves, A five pereon toom rovlowed doouments and intervlowod 
key partiolpanle i n  Bolivia. The major findlngs and conolusions era: 
Elrctorai Byrtom 

o The objeotlves and the expected outputs wero largely achieved. 
o Three el~ot ions wars held and considered fair. Thln systonl Is considurod ono of the strengths of Bolivian domocraoy. 
o The training programs exceeded the targets eut, 
o The prlnclpal shortfall was tho failure to conduct uil the oivio eduoation campaigns which were planned. 
o Glven the importance of the aleotorol eystem to the continuing effort to consollduta Bolivian dernoor~cy, it would seem 

advlssble for USAiD to conulder re-establishing a program of ooopuratlon wlth the elootoral courts. 

Legirlatlve Procerr 

o While the objectives of the work with the legisluture have not yet been fully uchiovud, important progress has bean made in  
the budget analysis office. 

o SUNY has established a good working relationship will, tho President of Congruss. 
o The work of tho budget analysis oflico has boon used by t l ~ u  Appropriations Coniniittees in  tho approval of the annual budget. 
o Asslster~ce from tho U.S. governnient has proven to be acoeptoble to the Bolivian Congross. 
o Apart from the delays In  getting undurwuy, the main st~ortfells i n  expectad performance to dato have boen the lack of detailed 

planning for establishing and strengthening the performanoe of the service support offices, the delaya and shortfalls i n  
counterpart funding for the equipping of the oflices, end the lock of response to requests from the service support offices for 
on-site teohnical assistance from udvisors able to remain in  place for several months. 

o G!ven the uncertainties facing the accon~plishrnent oJ the objective of the current Project by the end of 1995, i t  would seem advisable 
that the new A.I.D. Democratic Development and Citizen Participation Project include the possibility of continued work with all service 
support units. 

The evaluators noted the following lessons: 
o The major responsibility for conducting policy dialogue should be oesumed by USAID rather than tho implementing agencies. 
o 0ver.relisnce on USAID generated ESF counterpart funds for meeting much of the operating expenses of the aotivlties being 

assisted oan cause undesirable effects whan such funds are reduced or cut. 
o If the Mission adopts the approaoh of hoving final designs of activities prepared by implementing agonclos, i t  should place 

emphasis on requiring adequate forward planning and conipliunce wlth the requirements for scopes of work and work plans. 
o Approaches to analyzing eustainnbility should be adopted end applied early i n  the project. 
o The Mission's use of technical personnel supplied by or through USAlDlW was beneficial. 
o Unless the Mission ie generously staffed, i t  Is not likely to be able to provide the support and technical guidance which is 

available t h r o u ~ h  institutional contructors, and activities ure not likely to move forward in  a timely way. 

C O S T S  

I. Evaluation Costs 

1. Evaluation 1 eam 
Name Affiliation 

John Olason Checchi and Co. Consulting Inc. a 

Eduardo Gamarra Checchi and Co. Consulting Inc. . 
Lorin Pace Cliecchi and Co. Consulting inc. 
Jack Vile Checchi and Co. Consultir~g Inc. 
Joseph Gueron USAIDMIIIRM 

0 

- - -- - 

Contract Cost 
OR TDY Cost 

(U.S.9) 

39,300 

Contract Numbor OR 
TOY Person Days 

24 
10  
10  
10  
11 

Source of 
Funds 

Project 
Project 
Project 
Proiact 

2. Mlssion/Office Professional Staff 
Person-Days (Estimate) 24 

3. Borrower I Grontoo Professional 
Staff Person.Doys (Estimate) 6 
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I A.I.D. EVALUATION SUMMARY - PART I1 
I 

- S U M M A R Y  

J. Summery of evaluatinn Findings, Conolueiono and RooornmenJotione (Try not to oxoaod tlia throo (3) pages provided) 

, Purpose of evoluatlon and nisthodology ueod . Prinoipel rooommondutlone . Purpoee of aotivilylloa) avalueted . Lcrnsons leornod . Findin~e ond oonoiueione (relots to questione) 
I I 

I Mieelon or Olf loa : Date Ttiia Summart Preparod : I Title and Date Of Full Evaluation Report: 
1 USAlDIBOLlVlA 1 02/16/95 EVALUATION OF DEMOCRATIC INSTITUTIONS 

I I PROJECT (5 1 1-06 10) 
I 

I I n  August 1988 USAlDlBolivia undertook the Democratic Institutions Project (51 1-061 0) to strengthen the operation o l  the 
I electoral system and the work of the legislative branch. The original activities were to provide a bridge to a comprellensive multi- 

year project which was to be designed in 1989 and was to include work with ths judicial branch. I t  later was decided not to go 
' forward with those plans. Instead, the original Dl project justification and the original Grant Agreement were amended several 

times to extend the life and augment the work wi th  the electoral system and the legislative branch. As a result, the Project's 
work with the electoral system continued until February 1994 and that with the legislative branch will continue until the end of 

I 1996. At the time of the evaluation (August 1994) $3 million had been obligated under the Projact and it was planned to obligate 
an additional $400,000 to cover activities planned for the balance of the life of the Project. These dollar funds were 
complemented by the equivalent of $3.664 million in Bolivian furlds ("counterpart") which were ~enerated by the USAlD balance 
of payments program. 

1 Although part of the same Project and under the direction of the same office of the USAlD Mission, work with the electoral 
I system and with the legislature was carried out independently. The main implementation agency for work wi th  the electoral 

system was the Center for Electoral Assistance and Promotion ("CAPEL") of the lnteramerican Institute of Human Rights while the 
main implementation agency for work with the le~islature has been the Office of International Programs of the State University of 
New York ("SUNY"). In both activities the Mission concluded that i t  was politically wise for it to conduct its relationship to the 
work in a low-key and largely indirect manner. 

Electoral System II 
The objectives of the work with the electoral system were to illcrease the numbers of citizens registered and voting, to improve 
vote counting procedures, to improve voter understandin0 and participation in the electoral process and to strengthen the 
operations of the National Electoral Court (thenNEC") and the Departmental Electoral Courts (the "DECs") which are in charge of 
the conduct of the electoral system. The focus of the work was in preparing for and conducting the elections of municipal 
authorities in December 1991 and 1993 and the election of national authorities in June 1993. 

The main modalities of assistance !yere to provide technical assistance to the NEC and the DECs from CAPEL and to provide 
counterpart to pay a share of the operating costs of the NEC, to purchase computer equipment for the creation of a national, 
automated voter registry system alrJ to pay the costs of several media campaigns. The technical assistance was provided 
pursuant to Cooperative Agreements entered between CAPEL and USAID. The counterpart assistance was provided through 
agreements (called "CIFs") between the NEC and the Division of External Financing and Monetization ("DIFEM") ,of the Ministry of 
Economic Development. $1.41 7 million was provided to CAPEL and $2.850 million in counterpart was provided to the NEC. 

The objectives and the expected outputs were largely achieved. The three elections were held and considered fair. As a result, 
the voting system is considered one of the strengths of Bolivian democracy. The number of persons registered rose by some 
700,000 between 1991 and 1993 to reach a total of 2.4 million. The incidence of mistakes in the operation of the voting tables 
and of nullified votes declined substantially. The training program well exceeded the targets set and reached nearly 80% of the 
persons who staffed the voting tables in the June 1993 elections. The use of a permanent registration system was introduced to 
simplify the process, facilitate additional registration and permit public screening as required by law. Training materials and 
instructional manuals were prepared which can provide the basis tor work in the future. The principal shortfall was the failure to 

_ c~yn4ur;t aU the civic education campaigns which were ptanned. 

Among the more important of the issues facing the electoral system are the following: (il The capacity of the computer equipment 
of the system will need to be increased. (ii) The issue of the appropriate software for the various functions will have to be 
resolved, (iii) Financing to substitute for ESF counterpart will have to be found to prepare for and conduct the 1996 election. (iv) 
The permanent staff of the NEC and the DECs will need to be expanded, trained and given compensation and career status 
necessary for its motivation. (vl The NEC will need to adopt more professional management to strengthen its operation. 



S U M M A R Y (Continued) II - 

Recommerrdations for USAlD concerning the Electoral Component of the Project include the following: (illt should assume that the 
NEC will need additional external assistance to meet the demands being placed on It by tho increasing number of persons who 
effectively will seek to be registered. There Is an immediate neod for upgrading the present computer cor~figuration of the NEC 
and the DECs which will cost approximately 8100,000. (ii) It should recognize that the NEC continues to need assistance with the 
strengthening of i ts training and administrative--logistic responsibilities. (iiil I t  should reestablish a dialooue with the NEC which 
could lead to further cooperation with the NEC in the near term. (iv) I t  should include in the design of the new project support for 
the work of the NEC in relatiorb to the expansion of the registry of rural citizens and, if i t  is found to be politically acceptable to do 
so, for the setting of tlre boundaries of tho new single member districts. (vl In any resumed program of cooperation with the NEC 
it should play a more active and direct role in discussions wi th  the NEC than it has in the past. 

Leglslatlve Process ll 
The objectivct of the work with the legislature is to improve the support services available to and used by the members. The focus 
is on the analysis of budget and fiscal issues, the provision of information on existing laws and other topics and assistance in 
drafting bills. The Project is to assist in the establishment and consolidation of three non-partisan, professionally staffed offices to 
provide those support services to both hauses of the legislature. The scope of the Project is now being expanded to include the 
establishment of a fourth office to provide training and information concerning constituent outreach. The main modalities for 
accomplishing the objective are providing technical assistance through a Cooperative Agreement with SUNY and counterpart 
support to finance the work of the support services offices until Congress incorporates them into its permanent budget, as well as 
for SUNY's local staff and limited amounts of local training. 

While the objective of the work wi th  the legislature has not yet been achieved, progress has been made. Work with the legislature 
got underway effectively after the Cooperative Agreement with SUNY was entered in September 1992. The budget analysis office 
was re-organized in May 1993, but its permanent Director was not appointed until December when the Director and staff of the 
coordinating unit for the work also wore appointed. The bill drafting and information management offices are still in the process 
of obtaining equipment and establishing working relationships with sources of information and assistance. The constituent 
outreach service support office is still in the conceptualization stage. SUNY has established a good working relationship with the 
Vice President of the executive branch who also is the President of the Congress and who oversees the operation ot the 
coordinating support services offices. The work-product of the budget analysis office has been well received. Assistance from 
the U.S. Government has proven to be acceptable to the Congress. 

A number of issues remain in order to achieve institutionalization of the service support offices. (i) There is a dispute between the 
President of the Congress and the leadership of the lower house as to whether the budget analysis office should remain in the 
building of the Congress or be moved to the building of the Office of the President of the Congress. (ii) Currently the Congress 
pays approximately one fifth of the cost of running the service support offices wi th  the balance being supplied by ESF counterpart, 
It is likely that the availability of this counterpart will be less in the future. This financial problem is causing concern among the 
staff of the service support offices. (iii) The role of the coordinating unit is not yet effective and the need for coordination is likely 
to grow as the service support offices become more active, their financial needs increase, their overlapping responsibilities become 
matters of practical rather than theoretical discussion and ways need to be found to make the services available to ordinary 
members as well as to the leadership of the Congress. (iv) SUNY has played a very prominent and active role in the design and 
implementation of the activities to date. While this role has not caused significant problems to date it has the potential for doing 
so, and should be reconsidered. The USAlr  ;.!ir;sion may well be advised to raise its own profile. (v l  The task of getting the four 
service support offices and their coordinatirlb unjt effectively in operation and institutionalized by the end of 1995 is a 
considerable one. SUNY will need to  d e v o t ~  all i ts energy and all the funds now planned to be available under the Cooperative 
Agreement to  the task. 

A number of recommendations could facilitate USAID's management of the Legislative Process Component. (i) USAID should 
I review the way it utilizes SUNY to avoid diverting it from the main focus of its work and to be sure that it is not encouraging 

SUNY to take too active a role in "lobbying" and "policy dialogue" type activities. (2) USAlD should determine at an early time 
- whether or nor It Is prepared to argue tor priotity to be given to this sub-project within the probable reduced counterpart 

availabiiities for the coming year. Its decision should be shared with the Ceotro de investigaci6n del Congreso (CICON) and the 
President of the Congress so that firmer planning can be achieved and some of the uncertainties facing the personnel of the 

, technical service units may be reduced. (iii) In designing the new USAlD project the Mission should include support for the 
strengthening of all the technical service units and not just for the work of the tiew training and constituent outreach unit and the 
OPT'S review of municipal budgets. 

The evaluators identified the following lessons learned from the Project: I -- 
I O The major responsibility for conducting policy dialdgue should be assumed by USAID, rather than by the implementation 11 
L agencies. 
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* '  S U M M A R Y (Continued) 

O Over-reliance on USAlO generated €SF counterpart funds for meeting much of the operating expenses of the 
activities being assisted can cause undesirable effects if such funds become unavailable before the project is 

O If the Mission adopts the approach of having final designs of activities prepared by implementing agencies, it 
should place emphasis an requiring adequate forward planning and compliance with the requirements for scopes 
of work and work plans. 
Approaches to analyzing sustainability should be adopted atid applied early in the project. 

O The Mission's use of tect~nicai personnel supplied by or throilgh USAiDMl was beneficial. 
O Unless the Mission is generously staffed, it is not likely to be able to provide the support and technical guidance 

which is available through institutional contractors, and activities are not likely to move forward in  a timely way. 
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- - 
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II A T T A C H M E N T S  

K. Attacliments (List ottecl~nionts submittod wit11 thls Evaluution Sunimary, ollwilys eltech copy of full ovoiuatlon roport, even if one was 
submitted earlier; uttooh studios, survoye, utc., froni "on-going" ovuluutlon, If rnlovirnt to tho evaluation report.) 

Filial Report. EVALUATION OF DEMOCRATIC INSTITUTIONS PROJECT (61 1-06101, lnformo Final. EVALUACION DEL PROYECTO 
INSTITUCIONES DEMOCRATICAS (5 1 1-061 0) 

I1 C O M M E N T S  

L. Commer~ts By Mission, AlDlW Office and BorrowerlGrantee On Full Report : 

COMMENTS 

I1 By the end of the first quarter of 1995, the Mission: 

1. Undertook intensive direct policy dialogue with Congress, which was broadened to key members of the Bicameral Group on 
Legislative Modernization, Delegates of the Leadership of the Upper and Lower Houses, and the Delegate of the President 
of Congress for tile ClCON Project; 

2. Carried out a series of workshops to  assess the CICON Project and determine future directions, with the active 
participation of the President of Congress, key members of tlie Bicameral Group on Legislative Modernization, ClCON staff 
and SUNY; 

3. Obtained detailed annual and quarterly workplans from SUNY for CY95, including individual workplans showing level of 
effort by key SUNY staff, and coordinated these workpians with the workplans of the ClCON units assisted by SUNY; 

4. Gave priority to ESF DlFEM funding for ClCON through CY95; 

6. In the context of a six-component Governance Project Proposal, presented by the President of Congress to  IDB, carried out 
direct dialogue with IDB to  promote coordination of legislative and other Dl assistance; 

5.  Motivated an internal promotion campaign of the CiCON Project, undertaken by a respected Senate Leader, which resulted 
in publications within and outside the Congress stressing the need to improve legislative performance wi th  the assistance 
of USAID and other donors; 

- 
- - 

6. The design of electoral activities carried out by IlHRlCAPEL and legislative activities carried out by SUNYIOIP was carried 
out by the Mission and not by either implementation agency. 

7 .  Verified the acquisition of computer equipment and software by the National Electoral Court with their own funds to  enable 
the publication of the voter roll for public screening; 

8. Budgeted funds under the follow-on Democratic Development and Citizen Participation (DDCPJ Project to sign a limited 
cooperative agreement with IIHRICAPEL to provide assistance to the electoral system for the Decamber 1995 municipal 
election. 

- 


