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EXECUTnTE SUMMARY 

Prior to the elections of February 1990, Nicaragua had suffered more than a half century of political 
and social turmoil. That period, known as the Somoza years, ended with a revolution which was 
followed by 10 years of rule by the Sandinista Front, the leftist opposition movement. That decade 
was marked by a bloody civil war, during which time the economy was devastated and hundreds of 
thousands of Nicaraguans fled the country. The 1990 electoral process brought together a broad 
coalition of anti-Sandinista parties and resulted in the first freely-elected democratic government led 
by president Violeta Chamorro. 

In anticipation of the October 1996 elections, on December 27, 1995, USAID/Nicaragua entered into 
a $3.5 million Cooperative Agreement with the Inter-American Institute of Human Rightsicenter 
for Election Assistance and Promotion (IIDHICAPEL). This represented the Elections Assistance 
project under the Mission's Strengthening Democratic Institutions activity. By then, Nicaragua had 
experienced more than five years of civilian government, marked by the rebirth of democratic 
principles and improved citizen participation at all levels. That period also resulted in a rise of 
popular expectations with regards to the government's ability to provide for the citizenry. 

The 1996 vote covered elections at six different levels--from the President of the country to mayors, 
members of congress, Departmental legislatures, and members of the Central American Parliament. 
In all, some 34,000 candidates competed for nearly 2,000 offices. The challenge confronting the 
official entity responsible for the process, the Consejo Supremo Electoral (CSE) was to demonstrate 
its ability to organize fair elections while maintaining and demonstrating political neutrality and 
independence. 

To help accomplish this, the overall goals of the USAID-IIDWCAPEL Cooperative Agreement were 
to: 1) provide technical assistance and commodities to the CSE, together with the training necessary 
to produce a voter registration database and maintain the system; 2) train party poll watchers and 
purchase materials for training CSE election day workers; 3) provide logistical, organizational, 
financial, and administrative support to the CSE and the Departmental Electoral Councils (CEDs); 
4) provide technical and financial assistance to the CSE to produce and print both a preliminary and 
final list of voter registry; and 5) assist the CSE in developing and implementing civil and voter 
education campaigns. Key overall indicators of success included the successful conduct of the 
elections, the capability of the CSE to overcome unforeseen difficulties, and the acceptance of 
election results by the Nicaraguan public and international observers. 

Given the country's political history, the entire process was surrounded by conflict and pressure 
emanating from both national and international sources. Responding to the unforeseen developments 
that arose continually as a result of those pressures required constant attention and additional effort 
by all - USAID/N, the CSE and IIDWCAPEL. This, in turn, distracted from the important task of 
preparing for the elections and frequently delayed CSE administrative decisions, necessitating 
changes in scheduled project activities. In addition, administrative and technical deficiencies within 
the CSE, coupled with the change of leadership, significantly weakened the organization's capacity 
for efficient and effective management of the process. The change at the top of the CSE also resulted 
in altered demands and expectations as to exactly what was to be provided by IIDWCAPEL. 



Against this backdrop, and despite the delayed initiation of project activities, the general opinion of 
those interviewed for this evaluation was that, without the support provided to the CSE by USAID/N 
through IIDWCAPEL, the electoral process would have been severely deficient. Indeed, with the 
hindsight that comes in the aftermath of a-very complicated process, weaknesses and deficiencies 
were encountered. However, the project successfully dealt with the many emergencies that arose, 
and IIDH/CAPEL was able to cany out the majority of the tasks specified in the Cooperative 
Agreement. 

Management Systems International (MSI) was contracted by USAID/N to carry out this final 
evaluation of the IIDWCAPEL project. In accordance with the MSI Scope of Work, key findings 
and conclusions concerning the services provided by IIDH/CAPEL follow. However, before 
examining specific components, an important overall finding is that, given the unexpected change 
of CSE leadership early in this project, and the absence of a bilateral Memorandum of Understanding 
between the two parties, all project activities were negatively affected by shifting expectations and 
confusing demands - all this within a context of constant political pressure. Nevertheless, these 
deficiencies were largely overcome and the elections - while flawed and initially contested by the 
Sandinista Front - were judged by national and international observers to have achieved overall 
success. Most importantly, the Nicaraguan population has accepted the results. 

A. Computer System: The CSE received timely technical assistance, hardware and training to 
produce voter identity documents and a partial voter list. The CSE is now equipped with sufficient 
hardware, software and trained personnel to continue the process of establishing a national voter 
registration system. The procurement of computer equipment was delayed due to the lack of timely 
authorization by the CSE and IIDWCAPEL's lack of familiarity with USAID procurement 
regulations. In addition, a prior assessment was not carried out to determine and prioritize CSE's 
procurement needs, and many of the initial procurements responded to perceived needs. The many 
deficiencies confronting IIDWCAPEL during the initial phases of the project included a lack of 
timely administrative decisions by the CSE and technical weaknesses within its personnel. At 
present, three databases exist with many overlapping and duplicative entries, there is no single access 
key to enable cross-checking of data, nor has the system been decentralized. Although it proved 
impossible to develop a permanent voter registry, 1,094,000 citizens are now registered - nearly 
reaching the 1.1 million goal that had been set. 

B. Padro'n Electoral: The technical assistance and commodities provided to the CSE were 
effective in improving the process for developing the voter registry, however, the goal of achieving 
a permanent voter list was not met due to insufficient time to complete the task. This was related 
to problems linked to the interpretation of Article 23 of the Electoral Law (amended in 1996), and 
the consequent division of voting districts along with the re-distribution of polling places (JRVs - 
one for every 400 voters), leading to a huge mapping effort, delays in the printing of the new voter 
lists and general confusion on the part of the voters. Also, 419,000 changes in the existing lists were 
required in keeping with new JRV locations. An ad-hoc process was created for 26 politically- 
sensitive municipalities, and "supplementary" cards were issued to cover other contingencies. 

C. Training and support Materials: IIDWCAPEL did not participate directly in the CSE's 
National Workshops. However, the assistance provided in the design and production of training 
materials used in those workshops - especially the "Guide for JRV Members" - was instrumental 
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in ensuring maximum voter participation on election day. Again, the lack of a clear formal 
agreement led to different expectations by the two parties. While the CSE manifested little interest 
in IIDWCAPEL assistance with poll watcher training, the Cooperative Agreement included a line 
item of nearly $1 million for this purpose which was later re-allocated. IIDWCAPEL participation 
in the planning of training for party workers would have aided in the resolution of many of the 
problems that arose during the registration process and on election day. The CSE's decision-not to 
take advantage of CAPEL technical assistance, according to a number of interviewees, was one of 
the reasons party workers were ill-informed on election day monitoring responsibilities. Another 
principal reason was last minute substitutions ofjiscales by the CSE and the political parties, which 
resulted in manyfiscales working in the JRVs on election day who had received no preelection day 
training. 

D. National and Local Electoral Organization: IIDWCAPEL technical assistance and 
commodities were instrumental in the successful conduct of the elections. Numerical project 
objectives (a. 75% registration rate; b. 60% voter turn-out, and; c. less than 5% ratio of annulled 
votes) were exceeded. CSE managers and staff reported that IIDWCAPEL assistance was 
instrumental in achieving that result. Although the implementation of election day simulation 
exercises and the technical improvements proposed by CAPEL would have been useful in avoiding 
or overcoming many of the difficulties encountered in organizing the electoral process, the CSE was 
unable or unwilling to conduct simulations as they were dealing with other crises. 

E. Civic Education Campaign: The basic objective of this component (same as numerical 
objectives above) was fully realized, and election results were accepted by the Nicaraguan people 
and by the international community. However, the confused~complex TV and radio messages 
produced by the CSE (which were revised and combined versions of the individual messages 
proposed by IIDWCAPEL) contributed to the climate of uncertainty and problems surrounding these 
elections. If CAPEL had not assumed a prominent role in this component, these activities would 
most likely not have been carried out. Considerable cost savings could have been made if a publicity 
agency had been given responsibility for the design, production and implementation of all 
components of the campaign. This was proposed initially by IIDWCAPEL, but not agreed to by the 
USAID/N Contracts Office. 

F. Grant Management: While the program purpose and objectives were generally achieved, 
the lack of clarity in the Cooperative Agreement and the other factors discussed in this report limited 
the ability of CAPEL advisors to implement all tasks successfully. 

Lessons LearnedlRecomrhendations: Given the above, the evaluators offer five general 
recommendations and three specific suggestions addressed to IIDWCAPEL. The former, which are 
in reality "lessons learned" from this activity, call for: 1) clarification of Cooperative Agreements; 
2) coordination with other donors; 3) increased involvement of civil society and the private sector; 
4) institutionalized project implementation and follow-up; and, 5) evaluation procedures. Specific 
recommendations suggest that IIDWCAPEL: 1) not accept responsibility for tasks for which it does 
not have proven expertise (i.e., procurement); 2) establish reciprocal/collaborative relations with 
other cooperators, and; 3) assure that training and TA be designed to ensure transfer to the 



information, management, and election administration areas, particularly the logistics branch of the 
CSE, thus decreasing dependency on external resources. 
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I. INTRODUCTION 

A. Objective of the Evaluation 

The objective of this evaluation was to assess the effectiveness of technical assistance and 
commodities provided by the Inter-American Institute of Human RightsKenter for Election 
Assistance and Promotion (IIDWCAPEL) in support of the Nicaragua 1996 election. This 
evaluation documents the achievements of this assistance, identifies key weaknesses in the technical 
assistance and the manner in which it was applied, and suggests alternative courses of action for 
further activities for consideration by USAlD and IIDWCAPEL. In addition, the evaluation 
articulates lessons learned and provides recommendations for future activities. 

The Statement of Work (SOW) specified that the evaluation team would address six areas to 
determine if, and to what extent, the USAIDNicaragua $3.5 million Cooperative Agreement with 
IIDWCAPEL achieved the intended results. The evaluation team was also asked to answer a list of 
specific questions contained in Section III of the SOW. The starting point was the date on which the 
Cooperative Agreement between USAID/Nicaragua and IIDWCAPEL went into effect, December 
27, 1995. 

A clarification modifying the original SOW was made by the USAIDN Evaluation Officer, and it 
was mutually agreed by the Mission and the MSI Team, that the civic education activities related to 
voter registration in which IIDWCAPEL was only marginally involved in providing technical 
assistance on the printing of materials, be given less emphasis in the evaluation. The original SOW 
and this clarification are contained in Annex A. 

B. Technical Approach/Methodology 

The overall technical approach used during the evaluation consisted of the following components: 

1 .  Pre-departure interviews of relevant officials and institutions in the Washington, D.C. area. 

2. A one day Team Planning Meeting in Managua, during which time a draft work plan was 
developed. 

3. Initial meetings with the USAID/N Contracting Officer's Technical Representative (COTR), 
the Mission Director and Deputy Director, and members of the Democratic Initiatives Office 
technical staff, to 1) discuss the work plan, 2) identify individuals and members of the key 
institutions that had worked or collaborated with the project, and 3) identify project 
agreements and other documents needed for the evaluation. 

4. On-site interviews and discussions with partners and stakeholders. 

5. Preparation of draft documents, translation of Spanish portions into English, pre-departure 
briefings of preliminary findings, conclusions, and recommendations. 

6. Presentation of the final draft. 



7. Incorporation of USAIDLN comments and production of final report. 

During their stay in Nicaragua, members of the Evaluation Team had periodic meetings with 
members of the USAID technical office, the COTR, and other members of the Mission staff. In 
addition to seeking and reviewing project documents, guidance was sought on specific procedural 
matters and on additional individuals who might be interviewed. The work plan identifying the 
institutions to be visited and individuals interviewed was up-dated on a regular basis. 

A list of persons interviewed and institutions contacted is contained in Annex B. The team reviewed 
documents and records made available by USAIDLN, IIDWCAPEL and other offices of the 
Nicaraguan institutions visited. A bibliography of key documents reviewed is contained in Annex 

C. Team Composition 

Based on the SOW, MSI selected three highly experienced individuals to form the evaluation team: 
Robert Murphy, Team Leader and Election Specialist; Gabriel Bonilla, Civic Education and Training 
Specialist; and, Jose Miguel Goddard, Information Management Specialist. Details concerning their 
background, experience and the role they played on the Team are included in Annex D. 

The Team Planning Meeting held in Managua was designed and facilitated by MSI Senior Associate 
Joan M. Goodin, who was already familiar with USAID/Nfs activities under the Strengthening 
Democratic Initiatives (SDI) project, of which this activity is a part. 

D. Acknowledgments 

The Evaluation Team wishes to thank members of the U.S. Mission, IIDWCAPEL, the Nicaraguan 
Supreme Electoral Council (CSE), other stakeholders and partners, and the many Nicaraguans in 
both the public and private sectors who contributed their time and shared their knowledge with us. 
We were received with the courtesy for which Nicaragua is famous. This allowed for an honest 
exploration of the basic issues covered in this evaluation. 

Our sincere thanks also go to the staff of the IlDWCAPEL Nicaragua office for the generous spirit 
of cooperation with which they received our requests for information and facilitated our work. 
Likewise, we are grateful to all of the officials and technicians of the CSE, representatives of the 
NGO community, and individuals who so generously shared with us their time, experiences and 
insights. Each of the individuals contacted made a significant contribution to this evaluation. 



11. COUNTRY CONTEXT & PROJECT BACKGROUND 

Prior to Nicaragua's election held February 25, 1990, the country had suffered through more than 
a half century of political and social turmoil. The Somoza years were ended by a revolution, 
followed by ten years of the Sandinista government. A protracted intercine civil war during this 
period devastated the economy, and sent hundreds of thousands of Nicaraguan citizens into exile. 

When the USAID-IIDWCAPEL Cooperative Agreement went into effect on December 27, 1995, 
Nicaragua had experienced over five years of civilian government. This period had been 
accompanied by a rebirth of democratic principals and improved citizen participation at all levels 
of government. It was also accompanied by rising expectations of the populace concerning the 
responsibilities of the government toward its citizenry. The challenge confronting the CSE was to 
demonstrate its ability to organize fair elections while maintaining and demonstrating its political 
neutrality and independence. 

The CSE announced that Nicaragua's second truly free elections were to be held on October 20, 
1996. There were to be a total of six components: 1) President and Vice President; 2) Deputies to 
the National Assembly; 3) Deputies to Departmental Assemblies; 4) Mayors and Vice-Mayors; 5) 
Municipal Councils; and 6) Deputies to the Central American Parliament (PARLACEN). Twenty- 
three political organizations fielded candidates for President, and 24 political organizations 
nominated candidates for Deputies to the National and Departmental Assemblies, and to 
PARLACEN. Taking into account independent groups, there were approximately 34,000 candidates 
competing for nearly 2,000 offices. 

The Elections Assistance Component of USAID's SDI project, which included the CAPEL 
Cooperative Agreement, was undertaken in an atmosphere of heightened political pressure, which 
emanated both from the international community and the national scene. The focus of the CAPEL 
project was primarily on supporting CSE preparations for the October 1996 elections and a short 
period thereafter to allow for preparation of lessons learned and recommendations as to how the 
institution might continue efforts to improve its operations and the electoral process in general. 

For the reasons discussed below, project activities got underway later than would have been 
advisable. However, as stated by many sources, without the funding and technical assistance made 
available by USAIDIN through IIDHICAPEL, and the supervision and monitoring of CSE activities, 
the electoral process would most likely have been severely deficient. 

While judged by national and international observers to have achieved overall success, the electoral 
process suffered from numerous deficiencies caused largely by the complicated political pressures 
that existed, both nationally and internationally, as well as by administrative problems within the 
CSE. Most of those constraints were overcome, resulting in elections that, while initially contested 
by one the major political parties, were accepted by the general populace. As reported by The 
Washington Post in an October 24, 1996 editorial praising the election process and commenting on 
the role of international observers such as Jimmy Carter: "They confirmed a domestic count made 
by Nicaragua's own official electoral body [the CSE] and then upheld by a citizen group whose broad 
political base and training gave it a necessary credibility." 



To fully appreciate the achievements of USAID-IIDWCAPEL's assistance with the elections process, 
it is important to first note the difficulties encountered and the broad constraints that lay outside of 
the project's control. Key among those constraints were the following: 

The 1996 Electoral Law reforms negatively affected the electoral process. The inadequacies 
of the reforms promulgated, and the controversies they generated caused delays and 
confusion within the CSE, producing an unclear, and at times inhospitable, environment for 
the technical assistance to be provided by IIDWCAPEL. 

I The CSE was unable to guarantee that all voting age citizens throughout the country would 
be able to register, form part of the permanent voter registry, and receive the correct voting 
documents within the time frame allowed. An "ad-hoc" voter registry procedure was 
established in 26 separate municipalities. This required that the citizens personally come to 
the registry offices, register using viable documents or witnesses to prove their eligibility, 
and subsequently receive their ad-hoc voter registry card. This card was valid only for the 
October 1996 election. In addition, those citizens who lived outside of the ad-hoc 
registration area and did not receive their voter registry cards prior to the elections, were 
provided with supplementary voting documents. All three registration efforts required 
unforseen and, in the case of the ad-hoc and supplementary voter registry, unplanned 
technical assistance from IIDHiCAPEL advisors. 

w Personnel changes within the CSE had a deleterious effect on its administrative capability, 
resulting in the delay of important decisions. Specifically, the January 1996 Electoral Law 
reforms resulted in the resignation of CSE President Mariano Fiallos; it was not until March 
that the National Assembly named Rosa Marina Zelaya as the new CSE President. This, in 
turn, delayed the timely provision, and in many cases, the acceptance of IlDWCAPEL 
technical assistance to CSE administrative divisions. Moreover, because the new CSE 
President was known as a supporter of the Movimiento Renovador Sandinista (MRS), there 
was great concern as to the objectivity and impartiality of the CSE. Responding to those 
concerns required additional effort on the part of USAID/N, IIDWCAPEL and the CSE, 
which further contributed to the administrative delays surrounding the electoral process. 

A lack of timely administrative decisions, and deficient technical and administrative capacity 
within the registration, I.D. Card, Mapping, Statistics and Civic Education divisions of the 
CSE negatively affected the processing, verification and storage of vital information, timely 
production of identity cards, and the provision of efficient logistical support for the 
elections. 

The IIDWCAPEL Cooperative Agreement was designed to address deficiencies within the CSE. 
The problems and constraints mentioned above surfaced as the electoral process unfolded and most 
became crises only in the period from August through the election. However, thanks to the 
flexibility built into the Cooperative Agreement, many of these constraints were successfully 
addressed during the life of the Agreement, which permitted changes in the implementation process. 

Following the election, the project continued to be a positive influence on the CSE, as IIDH/CAPEL 
technicians assisted in an internal evaluation of the CSE, its actions during the electoral process, and 



finally an analysis of electoral laws and suggestions for key articles that the CSE needs to consider 
reforming. CSE recommendations are to be made available to a special commission recently formed 
to continue the process of Electoral Law reform. 



In. PROJECT DESCRIPTION 

A. Goals and Objectives of the Project 

The overall goals of the Project were to: 1) provide technical assistance and commodities (computer 
hardware and software and other equipment) and support for the training programs necessary to 
produce a permanent civil registry data base, to produce voter registration documents, to train 
personnel, and monitor use of the system; 2) train party poll watchers @scales) participating in the 
registration process, and purchase a limited amount of training materials for training of CSE election 
day workers; 3) provide logistical, organizational, financial, and administrative support to the CSE 
and the Departmental Electoral Councils (CEDs); 4) provide technical and financial assistance to 
the CSE to produce and print both a preliminary voter registry and then the final list; and 5) assist 
the CSE in developing and implementing Civic and Voter Education Campaigns to increase the 
public's general understanding of the electoral process, citizen rights and responsibilities, and those 
of governmental entities and political parties in a democratic system. 

The objectives included in the Agreement as End Of Project Status (EOPS) were: 1) an up-graded 
CSE information system; 2) adequately trained and equipped fiscales capable of monitoring the 
electoral process; 3) a strengthened electoral process through improved CSE technical offices; 4) 
valid preliminary and a verified voter list (Padr6n Electoral), and; 6) an informed citizenry 
sufficiently aware of where to register for the receipt of voting documents and the mechanics and 
location for voting on election day. Key overall indicators of successful implementation of these 
activities included the conduct of the elections, the capability of the CSE in overcoming unforeseen 
difficulties, and the acceptance of the election results by the Nicaraguan public and international 
observers. 

B. Project Inputs 

The table below details inputs from Cooperative Agreement 03 16 dollar financing. Disbursement 
figures are drawn from IIDWCAPEL reports as of December 3 1, 1996. 

Line Item 
Technical Assistance (TA) for 

Information Management 
TA for Training 
TA for Org. & Adm. El. 
TA for Padron El. 
TA for Civic Ed. 
Program Administration 
External Audit 
Overhead 

Funds Expended 

Total - $2,777,189 



As of February 28, 1997, an estimated uncommitted balance of $313,221 remained from the $3.5 
million obligated for this project. 

At the end of the electoral process, IIDWCAPEL provided assistance in the following areas: 1) an 
evaluation of the electoral process, in the form of an internal audit, which was to be completed by 
February 28; and 2) an analysis of reforms to the electoral law. 



IV. FINDINGS AND CONCLUSIONS 

The Evaluation Team has formulated the following findings and conclusions as a result of their 
examination of the technical assistance and commodities provided to the CSE by IIDWCAPEL in 
support of the October 1996 Nicaragua election. IIDWCAPEL's assistance to CSE covered planning 
and utilizing project and CSE-financed logistics, information management systems, and materials 
dissemination. In addition, IIDWCAPEL was responsible for all project-funded procurement. 

This section lists and answers the questions in the Evaluation Team's SOW. It also documents 
m)WCAPEL's achievements and identifies weaknesses found within the scope of this Cooperative 
Agreement. Overall as well as specific recommendations for consideration by USAID and 
IIDWCAPEL for strengthening future election assistance are contained in Section V. 

A. Computer System 

Did the CSE receive technical assistance on time, and associated hardware, in order to be able 
to produce voter identity documents, including system personnel training and follow-up, in 
accordance with the electoral calendar? 

Broadly speaking, IIDWCAPEL advisors did provide the technical assistance, commodities and 
training which enabled the CSE to produce a partial voter list, the ad-hoc registry card, and the 
supplementary voting document. Specific findings with respect to this assistance follow. 

Findings: 

The CSE had established a goal of issuing 1.1 million voter registration cards by August 22, 
1996. This became the accepted figure, and was nearly achieved. 

There were delays in the procurement of the computer equipment due to the delay in 
authorization from the CSE as well as failure to adhere to USAID procurement regulations. 

A lack of timely administrative decisions by the CSE, and deficient technical and 
administrative capacity within the Information Management, Cedulacibn, and Civil Registry 
Divisions to carry out their assigned functions - including processing and storage of vital 
information, the timely production of voter registration cards, and the provision of efficient 
logistical support - were among the many deficiencies confronting IIDWCAPEL advisors 
during the initial phaiies of the project. 

In some instances, IlDWCAPEL advisors were denied access to information at the working 
level that would have facilitated their decision-making in preparing technical assistance. It 
appeared that this denial of access may have been due to inter-division or "turf" rivalry. 

The entire process of voter registration verification and issuance of the voter registration 
cards remains a centralized function. 
The CSE administrative backlog, which delayed the authorization of the activities to be 
undertaken and the lack of IIDWCAPEL's understanding of US AID procurement regulations, 



led to delays in the arrival of many project-funded commodities. Reasons for such delays 
were not fully explained to the CSE which, in turn, negatively affected IIDWCAPEL-CSE 
relations. 

Preliminary and interim assessments were not conducted to determine and prioritize the 
specific procurement needs of the CSE. Many of the initial procurements were only a 
response to perceived needs. 

The equipment procured through this project is now in place. The training provided by 
IIDWCAPEL for relevant CSE staff in the use of that equipment for the establishment, and 
maintenance of a permanent voter registry has been accomplished. The planned restructuring 
of CSE administrative divisions will also facilitate those activities. It should be underscored 
that the CSE assigns high priority to the establishment and maintenance of a permanent voter 
registry. 

The support provided by IIDWCAPEL advisors prior to and during the ad-hoc registration 
process in 26 municipalities employed the same method used successfully during the 1990 
voter registration process. This is a relatively simple process which also provides 
information as to the geographical distribution of the electorate, facilitating the location of 
the polling places. Through the use of a special computer program developed with the 
assistance of IIDWCAPEL advisors, verification of information gathered in the field was 
facilitated and cross-checked with that contained in the existing official electoral registries. 
IIDWCAPEL advisors assisted in the preparation and printing of computer programming that 
provided for the "supplementary" voting cards which were issued to those citizens who had 
applied for voter registry cards but had not received them in time for the elections. 

At present, there are three data bases of vital information, with many overlapping and 
duplicative entries. A single access key which would enable cross-checking of data does not 
exist. The terms of reference under which CAPEL would provide CSE with technical 
assistance in the area of Computer Systems and financial and technical assistance in the 
production of a Permanent Voters List stipulated both short- and long-term tasks. The 
former included the production of voter identification documents and a list of voters that 
would allow the voting to proceed. Long-term tasks mentioned were: 1) the establishment 
of a computer-based information system for the Registry Offices; and 2) the issuance of 
citizen identification cards and an integrated electoral registry, with a view toward attaining 
a permanent list of voters. Although the short-term tasks were accomplished, however, the 
long-term goals were not fully reached - as CAPEL advisors and CSE counterparts were 
regularly involved in assisting in the resolution of emergency operational tasks. CAPEL 
recommended that the CSE establish one network to link those three data bases, but the CSE 
rejected that recommendation because each division feared the other's data base was 
contaminated. 

Although it proved impossible to fully develop a Permanent Voter List, progress in that 
direction was made. There are now 1,094,000 citizens who will not have to register again, 
so long as all vital information remains current. IIDWCAPEL focused its efforts on assisting 



in the construction of a computer-based system for the Registry Office and the screening of 
data contained in the civil registry files. 

IIDWCAPEL advisors assisted in an internal evaluation and review of the recently concluded 
electoral process which was also to include a thorough review of registration procedures. 
The internal evaluation, which was to be completed during the month of February, was to 
form part of the recommendations forwarded to a special commission recently established 
to prepare proposed reforms to the existing Electoral Law as well as form the basis for CSE 
administrative reforms. IIDWCAPEL advisors stressed the need for legislation to facilitate 
the establishment of a permanent citizedvoter registry. 

Conclusions: 

At the outset of this project, USAIDfN, IIDWCAPEL and the CSE did not reach a full and 
complete understanding with regards to the total scope to be covered and the specific 
responsibilities of the three parties. As a result, IIDWCAPEL advisors were denied access 
to CSE electoral process information, resulting in confusion and delay in preparing the 
appropriate technical assistance. In a word, the USAID-IIDWCAPEL Cooperative 
Agreement, and modification, were not clear and specific in terms of the scope and 
responsibility of each of the three parties. 

The decentralization of the voter verification process still requires a great deal of effort on 
the part of the CSE. 

Project implementation and follow-on procedures were not fully understood by all parties 
affected by the Cooperative Agreement, and pre-established agreements were not adhered 
to or respected. 

The CSE is currently equipped with sufficient hardware, software and trained personnel to 
continue the process of establishing a voter registration system throughout the entire country. 

The assistance provided by IIDWCAPEL advisors was not completely effective in terms of 
the establishment of a permanent voter list. This was due primarily to the fact that 
insufficient time was available to complete this task, as time was consumed in dealing with 
the many unforeseen emergencies that regularly arose. However, an informational data bank 
of more than one million records of persons who were issued voter registration cards now 
exists. 

Preliminary and Definitive Padro'n Electoral 

Did the CSE receive the necessary financial and technical assistance to assist the CSE to 
conform and print the voter registration lists? Was this assistance effective in improving the 
process of developing the Padron Electoral? What was the impact of this assistance? 

The technical assistance and commodities provided to the CSE were effective in improving the 
process for developing the voter registry. However, because of constant interruptions due to 



emergencies, the ultimate goal of a country-wide list was not achieved. Specific findings in this 
regard are outlined below. 

Findings: 

Problems arose in the interpretation of Article 23 of the Electoral Law which states in part: 
"A sufficient number of polling stations will be established in each municipality. A 
maximum of 400 voters may exercise their right to vote at each such polling station. The 
demarcation within which each polling station will operate is to be determined by the CSE ..." 
This meant it was necessary to match up the polling place (JRV) jurisdiction with the exact 
territory in which the voter lives. Needless to say, this implied a geographic atomization of 
the country, a tremendous mapping effort and delays in the printing of the corresponding 
voters lists. 

IIDWCAPEL provided technical assistance to the CSE in the order of organizing, verifying 
and updating the preliminary voting lists. The task was complicated and delayed by 
incomplete andlor incorrect vital statistics related to births, deaths, name and address 
changes, etc. 

The IIDWCAPEL advisors provided technical assistance in the printing of the corrected 
voter list. Due to revisions in the demarcations of the polling places, however, the 
distribution of the corrected list was delayed and there were 419,000 changes due to 
problems arising from JRV location. Furthermore, voters were confused when the larger 
JRVs were divided, following the publication of the original lists. 

Despite CSE delays, a final voter list was produced for use in the 1996 elections with 
technical assistance provided by the IIDHICAPEL advisors. 

One advisor to the CSE President, and the Directors of the Ceduclacibn and Information 
Management Divisions stated to the Evaluation Team that, without the technical assistance 
provided by IIDWCAPEL advisors, particularly in times of emergencies, the production of 
a viable voter list for the 1996 elections would not have been accomplished. 

Conclusions: 

1. The goal of achieving a Permanent List of Voters was not met, due to insufficient time to 
complete the task. Considerable progress was made in providing equipment and training of 
CSE personnel enabling the CSE to move forward in the establishment of a definitive voter 
registry. Moreover, there now appears to be increased capability and commitment on the part 
of the CSE to proceed with the establishment of such a permanent registry. The commodities 
procured under the project and the training made available to CSE technical personnel, if 
combined with political will on the part of the CSE officials, the political parties and the 
Nicaraguan citizenry, would most assuredly result in a definitive Padrbn Electoral. 



C. Training and Support Materials 

Did the CSE receive from IIDWCAPEL the necessary assistance to hold a National Workshop 
to train political parties poll watchers for the voter registration process and for election day 
operations? What was the impact of this assistance? 

IIDWCAPEL did not participate directly in the National Workshops held for the Training of Political 
Party Poll Watchers, however, the assistance provided in the design and production of training 
materials was instrumental in the limited success achieved by the workshops. 

Findings: 

The CSE, from the outset of the project, manifested little interest in IlDWCAPEL assistance 
in the Political Party Poll Watcher training. Nevertheless, a budget line item of close to one 
million dollars in the Cooperative Agreement had been reserved for that purpose. That 
amount was reduced in Amendment No. 1 as the result of the lack of CSE interest in 
CAPEL's technical assistance. 

The CSE determined that its Training Division was capable of carrying out the agreed upon 
and required workshops. Although one IlDWCAPEL advisor attended a National Workshop 
as an observer, however, no IIDHKAPEL advisors participated in the regional and local 
workshops. Instead, the CSE requested that IIDWCAPEL design and print the materials 
used in the training - i.e., the reformed Electoral Law, other related electoral instruction 
booklets, and training materials. 

In early October 1996, with only two weeks remaining before the elections, and confronted 
by the deficiencies, errors and lack of information in the instruction booklets for polling 
places, the CSE requested additional assistance from IIDWCAPEL in the design and printing 
of a "Guide for JRV Members." This guide was to contain the latest modifications approved 
by the CSE, including revised information on opening of the polling places, voting 
procedures, vote counting, and the reporting of results. The guide was quickly designed and 
printed, and subsequently distributed to a significant portion of the JRVs. 

Conclusions: 

1. The purchase of materials and the printing of laws, instruction booklets and manuals for the 
National Training Workshops was done in accordance with project stipulation, and viewed 
very positively by those interviewed. This assistance was provided in a timely manner, 
which enabled the CSE to supply all of the materials needed for the training of the political 
party poll watchers who attended the training workshops. 

2. Another positive aspect of IIDHlCAPEL's technical assistance was the design and printing 
of the "Guide for JRV Members." This guide was considered by all to have been extremely 
useful on election day for the opening of the tables, the conduct of the voting procedures, and 
during the closing and tabulation of the votes. It was instrumental in clarifying numerous 



problems, and resolved doubts and conflicting interpretations that arose at the voting tables 
on election day. 

3. The participation of the IIDWCAPEL advisors in the training of political party workers 
would have aided in the resolution of many difficulties that arose during the registration 
process and on election day itself. The CSE's decision to not take advantage of IlDH/CAPEL 
technical assistance in this important part of the project resulted in the ill-informed political 
parties as to their responsibilities in the registration process, which resulted in their inability 
to fully assist party members in the registration process, and contributed to confusion on the 
part of the public during that process. Clearly, however, the materials produced by 
IIDWCAPEL were highly beneficial during CSE's National Workshops. 

4. The Cooperative Agreement was unclear in terms of outlining the duties and responsibilities 
of IDWCAPEL with regards to training. This resulted in confusion on everyone's part. This 
was exacerbated by the lack of a Memorandum of Understanding or similar written 
agreement between CSE and IIDWCAPEL regarding the scope and terms of training 
assistance. 

D. National and Local Electoral Organization 

Did the CSE receive timely technical and financial assistance to improve its capabilities to 
carry out adequate administration of the electoral materials distribution process, improve 
coordination with the CEDs, location of JRVs? Were the distribution systems recommended 
by IIDWCAPEL accepted and implemented by the CSE, and were they effective? 

The technical assistance and commodities were instrumental in the successful conduct of the 
elections. While only a part of the technical advice provided by IIDWCAPEL was accepted by the 
CSE, the principal objectives of the project were achieved, as illustrated by the following findings. 

Findings: 

One of the most immediate tasks for which IIDWCAPEL provided technical assistance was 
the development of an electoral process calendar, delineating the daily activities to be carried 
out in preparation for the electoral process within the remaining time. Due to the many 
emergencies that arose, the electoral process calendar became a moving target, constantly 
being adjusted to meet and compensate for the many emergencies. 

IIDWCAPEL advisors assisted the CSE in developing and monitoring plans for the electoral 
processes at both the national and departmental levels. 

The voto domiciliario (voting near home) was an element of the 1996 elections, and in many 
instances carried to the extreme. This compounded the logistical problems. The 
IIDH/CAPEL advisors provided technical assistance in the locations and distribution of the 
JRVs. In many instances, the advice of IDH/CAPEL advisors was not accepted by the CSE, 
apparently as a result of local political pressure. 
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IIDWCAPEL advisors assisted in establishing a communication network between the CSE 
and the CEDs to facilitate the re-collection of materials and, consequently, improve the 
timely reporting of election day results. Due to the politicization of the members of the 
CEDs, brought on by the reforms to the Electoral Law, these lines ofcommunication were 
often ignored. 

One of the more important methods of developing and testing a communication network, as 
well as identifying problem areas throughout an electoral process, is the use of simulation 
exercises. These are not only useful in testing existing systems, but also help to identify 
potential problem areas; they are also extremely effective in the training of election day 
workers. Though continually proposed and strongly suggested by the IIDWCAPEL advisors, 
the CSE reported that it was unable to schedule a single election simulation exercise. 

IIDWCAPEL advisors assisted the CSE in the development of a procurement plan for the 
preparation of election day materials. Although distribution and collection plan was also 
developed, due to last-minute difficulties, the Nicaraguan military provided extraordinary 
and, we were told, totally non-politicized assistance in the distribution and re-collection of 
most of the election day materials. 

Based on CSE difficulties in servicing the most remote JRVs during the ad hoc registration 
process, at the insistence of CAPEL and USAID, the CSE modified its proposed electoral 
materials distribution plan to service the most remote JRVs first. As a result of this decision, 
on election day, late openings of JRVs were primarily limited to Managua, where it proved 
to be much easier to re-supply and stay open later. 

Conclusions: 

Numerical project objectives, which included: a) 75% registration rate; b) 60 % voter 
participation rate, and; c) less than a 5% annulled voting ratio, were exceeded. As stated by 
CSE management and staff, the provision of assistance by IIDWCAPEL with regard to such 
tasks as the distributionke-collection of materials, the distribution of ballot boxes, and the 
servicing of the most remote JRVs first, was instrumental in achieving those results. 

Implementation of the election day simulation exercises proposed by IIDWCAPEL would 
have helped in avoiding or overcoming many of the difficulties encountered in organizing 
the election process. Such "dry runs" would have served to flag potential problems and 
develop effective solutions. This was of particular importance, as the CSE was 
implementing new processes and procedures required by the recent Electoral Law reform. 

Other such technical improvements in the electoral process proposed by IIDWCAPEL were 
also ignored by the CSE in the absence of a Memorandum of Understanding or similar 
written agreement between the two parties. These included the recommendations from 
IIDYICAPEL for CSE improvements in election day logistics as well as in verifiying and 
updating the voter list. 



E. Civic Education Campaign 

Did the CSE receive the services of IIDWCAPEL for the design and implementation of 
campaigns for-voters aimed to increase the general understanding of the electoral process 
among the public? What was the impact of this assistance? Was this a good use of resources? 

Through IIDWCAPEL, the project was to assist the CSE in the design and implementation of a civic 
and voter education campaign. The main purpose of the campaign was "to increase the public's 
general understanding of the electoral process and the rights and responsibilities of governmental 
entities, political parties and citizens in a democratic system." The basic objective was to achieve: 
a) a high degree of voter registration; b) a high voter turnout on election day; and, c) a low rate of 
annulled votes. This objective was fully realized, and the results of the election were accepted by 
the Nicaraguan people and by the international community. Specific findings in this regard follow. 

Findings: 

The mass media campaign using the video clip "This is Our Homeland," designed and 
produced by IIDWCAPEL, strongly emphasized the message of tolerance. This message was 
very effective and contributed to the attitude of tolerance, tranquility, enthusiasm for the 
electoral process, and civic participation displayed by the Nicaraguan populace. In the nearly 
unanimous opinion of international observers (and taking into consideration the seriousness 
of the many organizational problems), this broad-based agreement, with the messages 
transmitted, was one of the most positive aspects of these elections. 

The printed materials developed and produced by IIDWCAPEL are the clearest and most 
effective of the entire voter education campaign. Moreover, IIDWCAPEL's involvement in 
the distribution of these materials, beginning in September, through the NGO network which 
went door-to-door, played an important role in voter participation and the low percentage of 
annulled ballots. These efforts were judged by many interviewees to have been the most 
effective elements of the civic education campaign. 

Despite the emphasis placed in TV and radio messages on the complex nature of the ballots 
to be used, and despite repeated requests by political parties, CAPEL and USAID, the CSE 
did not approve any broad distribution of sample ballots for fear that voters might use them 
to vote twice on election day. The CSE provided one set of samples to each political party 
in September and, after repeated requests, the CSE finally agreed - a week before the election 
- to provide each party with a limited number (less than 500) of sample ballots, which the 
parties then distributed to their supporters. 

There appears to have been a lack of a comprehensive campaign strategy, beyond a creative 
display of unity. The strategy was to move from voter registration to documentation to 
education. Despite the fact that some individual facets of the campaign were very well done, 
no comprehensive, overarching strategy was apparent to most interviewees. 

The IIDWCAPEL television and radio messages concerning voting procedures and the 
different type of election ballots were extremely confusing and complex. They were 



confusing in that they combined information aimed at poll workers with messages related to 
general voting procedures directed to the voters. They were complex because a variety of 
messages were presented at the same time - i.e., types of elections, identification color for 
each ballot, voting procedures, marking of voter cards, etc. Reportedly, CAPEL's plan was 
to segment the campaign - one message per spot. The CSE, however, which had ultimate 
approval, combined the messages. 

The problem of coordinating CSE civic education activities was compounded by the lack of 
donor cooperation and coordination. The governments of Sweden and Norway were 
providing financing directly to the CSE for voter education campaigns. This seriously 
undermined IIDWCAPEL's influence, since its activities and resources could be replaced. 
In this context, coordination of efforts was a supremely difficult task. 

The absence of any prior assessment linked to institutional strategy and level of public 
awareness impacted negatively on the implementation of this component. There were no 
public opinion polls, focus groups, voting tests or mock elections contemplated in either the 
USAID-IIDWCAPEL Cooperative Agreement or through other sources. These would have 
identified motivation levels, information gaps in the different geographic areas, differences 
as to perceptions of context, and so forth. In a word, no baseline data were collected. 

The administrative problems that arose between USAID/N and DHKAPEL during the sub- 
contracting of a publicity agency for this component (due to unclear requirements and terms 
of reference) unquestionably forced IIDWCAPEL to establish a greater technical presence 
in the development of the civic education campaign than was originally contemplated. Many 
of the design and production functions that DWCAPEL advisors had to assume could have 
been undertaken without additional cost by the publicity agency ultimately contracted. When 
a publicity fm is contracted, it is expected to assume many of the responsibilities that were, 
in fact, provided by IIDWCAPEL. Usually, the firm contracted carries out these functions 
in return for the 20% commission for airing the publicity piece they produce. While CAPEL 
reportedly proposed this, the Evaluation Team was told that it was in fact disallowed by the 
USAID Contracts Office for both political and contractual (commission vs. overhead) 
reasons. Thus, the cost-benefit ratio of this civic education campaign appears economically 
unattractive when compared to the commercial standards used by multinational publicity 
enterprises. 

It is difficult to determine the exact impact of this assistance, as the project lacked statistical 
mechanisms for measuring such impact. Moreover, many of the recommendations made by 
IDWCAPEL to CSE officials concerning the design of the voter education campaign were 
ignored. In several instances, IIDWCAPEL had produced publicity pieces and materials, and 
was later required to modify their content upon explicit request from the CSE. Thus, 
attributing negative or positive impact specifically to IIDWCAPEL is not feasible. The great 
pride felt with regard to this effort is evident when talking to IlDWCAPEL officials and by 
reading their reports. However, a degree of frustration caused by the circumstances which 
negatively affected the results is also present. Both sentiments are justified. 

Conclusions: 



The television and radio messages produced by IIDWCAPEL were revised and then 
approved by the CSE in a manner that, thanks to their confused and complex nature, 
contributed to the climate of uncertainty and the problems that surrounded these elections. 

If IIDWCAPEL had not assumed a prominent role in the implementation of the voter 
education campaign, rather than limiting itself to an advisor capacity, the activities of this 
component would most likely not have been carried out. In this regard, IIDWCAPEL 
assistance was crucial. The objective of achieving a 75% registration rate, a 60% 
participation rate, and a 5% ceiling for annulled ballots was exceeded. The civic and voter 
education campaign was a important tool for achieving those results. 

IIDWCAPEL was not given responsibility for providing assistance in the formulation of the 
overall civic education campaign strategy. The design, production and implementation of 
the individual components of the campaign, subject to final approval by the CSE and 
IIDWCAPEL, should have been the responsibility of the publicity agency. This would have 
resulted in considerable cost savings. 

Grant Management 

Did IIDWCAPEL and its local team show administrative capacity in the management of the 
grant and the fulfillment of USAID regulations, in order to facilitate achieving the program 
purpose and objectives? 

The weaknesses and deficiencies of the electoral process encountered throughout the life of the 
project in no way reflect negatively on the professionals of IIDHICAPEL, who continued to be 
responsible for the implementation of this project when the Evaluation Team departed Nicaragua. 
As confirmed by interviews with counterparts within the CSE, the individuals involved in the 
administration and provision of technical assistance contributed greatly to the success of the electoral 
process. Specific findings with respect to grant management are outlined below. 

Findings: 

The specific wording of the Scope of Work contained in the IIDWCAPEL Cooperative 
Agreement (ambiguous and at times confusing) was the result of some two months of 
negotiation with the CSE, during which USAID tried to tighten the language and the tasks 
and the CSE tried to maximize flexibility by insisting on more general language in order to 
use CAPEL however, wherever and whenever they wished. It is stated, however, that the 
CSE "will conduct and implement," and that the role of IIDWCAPEL is to "advise and 
collaborate." The resulting ambiguity served CSE's purpose by lending itself to a very broad 
interpretation of the scope of the activities in question. Many of the final results of project 
activities depended upon the "good will" and the "good relations" that existed between the 
technicians and the officials involved. The lack of clarity in the Agreement, which failed to 
establish clear limitations, responsibilities and obligations of each of the parties involved, 
contributed to the confusion observed during the electoral process. Eventually, things began 
to take place in response to CSE contingencies and in response to emergencies, with limited 
possibility of any long-term planning. This situation was also affected by the lack of 



definition in the IDWCAPEL-CSE relationship at the time of negotiation and formalization 
of the Cooperative Agreement. 

During theinitial phases of the project, procurement procedures by IIDWCAPEL were not 
in total conformity with USAID regulations and the interpretations made thereof by the 
USAID/N Contracts Officer. Due to faulty administrative procedures on the part of 
IDHICAPEL, and lack of full understanding as to the local interpretation of USAID 
regulations, bidding procedures were first seriously delayed and then repeated. This caused 
delays in the arrival of commodities. 

IIDWCAPEL encountered difficulty in following the established USAID procurement 
procedures. During the initial phases of the project, in some instances it was assumed by 
members of the USAIDiN Contracts office that IIDWCAPEL was responding to the wishes 
of the CSE, ignoring the procurement regulations and attempting to purchase the desired 
commodities. Following the initial first few months of confusion, a procurement specialist 
was assigned by the USAID/N Contracts Office to assist IIDWCAPEL in the preparation of 
the paper work required for the procurement of commodities and sub-contracts, and to 
facilitate the publication of procurement documentation. 

IIDWCAPEL did not have strong experience in the procurement of commodities. This lack 
of knowledge often led to a rush in identifying commodity needs, lack of sufficient time to 
follow correct procedures and prepare the correct procurement documents. This was 
compounded by the lack of preliminary assessments which would have identified the critical 
needs of the CSE, which forced IIDWCAPEL to depend upon CSE technical offices for 
commodity requirements. 

Procurement was done within a very restrictive time-frame and in an environment of 
constantly delayed administrative decisions on the part of the CSE. 

Project implementation and follow-on procedures were not fully understood by all parties to 
the Cooperative Agreement. At the outset of the project, all institutions (USAIDN, 
IDHICAPEL, CSE), and more importantly all individuals, were not cognizant and fully 
aware of the regulations and the local interpretations under which the project was to function. 

Prior to the signing of this Cooperative Agreement, the USAID/N Office of Finance 
reviewed and accepted as valid the CAPEL financial certification that had been done for a 
Washington-based USADCAPEL contract. No limiting factors were encountered. 

During this evaluation no evidence was encountered that would be considered negative in 
the manner in which IIDWCAPEL managed both the technical and financial resources of the 
project. A project accounting system was established, and regularly scheduled visits by the 
IIDWCAPEL San Jose financial administration staff became an integral part of project 
administration. 

The illness and ultimate departure of the original IIDWCAPEL-Nicaragua Chief of Party 
delayed the initial phases of project implementation. This was compounded by personnel 



changes within the CSE. The departure of Mariano Fiallos and the delay in naming Rosa 
Marina Zelaya had a deleterious effect on the administrative capability of the CSE, and 
provided a confused environment for IIDWCAPEL technical assistance. 

The naming of a new Chief of Party improved the working relations for the DWCAPEL 
advisors and assisted in the establishment of a team approach to the tasks at hand. 
IIDWCAPEL established a close working relationship with the technical offices of the CSE, 
as well as with the USAIDN technical office. The new Chief of Party was diligent in 
keeping USAIDN informed of project developments and the many emergencies that 
regularly occurred in the electoral process. 

IIDWCAPEL had a long-term working relationship with the CSE, having provided technical 
assistance in previous elections. A high level of confidence had been well established 
between the upper levels of the CSE and their counterparts in IIDWCAPEL prior to this 
activity. The administrative and political support the IIDWCAPEL technical team received 
from the San Jos6 office was adequate and timely. 

Personnel changes in the leadership of CAPEL could have adversely affected support for 
project activities. However, the former Director, who remains an advisor to the project, was 
quickly replaced by an interim Director. No lack of administrative or political support was 
evident during this evaluation. 

As confirmed by interviews with CSE counterparts and technical staff, the assistance 
provided by the elections logistics, data processing/information management, materials 
dissemination and elections administration, and the civic education and training advisors, 
was professionally competent, responsive to the CSE needs, and instrumental in the success 
of the elections. 

Conclusions: 

1. The Evaluation Team has concluded that the lack of clarity in the Cooperative Agreement 
weakened and limited the capacity of the IIDWCAPEL advisors to implement project- 
determined solutions or stress certain activities contained in the SOW. 

2. IIDWCAPEL's inability to refer to a preliminary assessment of commodity needs caused 
unnecessary conflict between USAIDN, IIDWCAPEL and the CSE, and delayed the 
procurement process.' Preliminary and interim assessments would have avoided much of the 
confusion that resulted in the procurement of hardware, software, and other commodities. 

3. Procurement of commodities would have been more effectively carried out directly by 
USAIDIN, since IDHICAPEL did not have sufficient experience to take on this task 
successfully; what is essentially a technical assistance institute was used as a procurement 
intermediary. 

4. Because the USAID/N Contracts Office insisted that U.S. source and origin requirements be 
strictly adhered to, the project was forced to procure from the U.S. This even eliminated the 



procurement of hardware and software through local intermediaries of U.S. firms, despite 
that fact that use of local venders normally lowers recurrent costs, results in lower long-term 
maintenance costs, and provides for better service to the beneficiary. 



V. RECOMMENDATIONS 

The following recommendations are based on the foregoing findings and conclusions. They are 
divided into two sections. Section A;which emphasizes. "lessons learned," includes overarching or 
general recommendations for similar projects in the future, while Section B contains specific 
suggestions directed to IIDWCAPEL. 

It should be stated that many of these recommendations break with traditional technical assistance 
schemes in the electoral field, in which the official electoral entity has almost been the only recipient 
of support. It is our belief that in order to deal with the reduction of resources available from almost 
all donor agencies, it becomes ever more important to develop creative alternatives for this type of 
activity. Above all, it is necessary to be more efficient in the use of whatever funds are available. 

A. General Recommendations for the Future Based on Lessons Learned 

1. Clarify Cooperative Agreements 

a) In the future, Cooperative Agreements should be clearer and more specific in terms of 
delimiting the scope and responsibilities of each party involved. It is not necessary to substitute these 
agreements by a contract, but it would be helpful if the latter's formality were incorporated into the 
commitment acquired for the implementation of certain tasks and the fulfillment of certain 
objectives. Ambiguous or unclear terminology are to be avoided or at least clearly defined in the 
agreement itself. 

Similarly, it is crucial that the budget correspond exactly to the functions and obligations specified 
in the narrative part of the Cooperative Agreement. 

b) We recommend that Cooperative Agreements be stricter regarding the implementation of 
activities. At the same time, an attempt should be made to consider and forecast the outcome of all 
possibilities and contingencies, so as to facilitate the achievement of the proposed objectives. This 
flexibility should be explicitly and clearly stated in the initial document. 

c) In practice, a Cooperative Agreement tends to be tripartite (for example USAID- 
IIDWCAPEL-CSE), while being contractually bilateral. We recommend that prior to the signing of 
a Cooperative Agreement, a Memorandum of Understanding, with the same SOW in both 
documents, be entered into between the beneficiary and the intermediary - in this case between the 
CSE and IIDHICAPEL. This would signify full acceptance by the beneficiary of the terms and the 
scope established, as well as of the commitment it is acquiring. This procedure should also be 
followed when amending the original Agreement. 

2. Coordinate with other Donor Agencies and National Delegations 

a) Another important lesson learned through this experience is that, especially in electoral 
assistance activities, USAID should actively seek to avoid any duplication of effort, joining forces 
with others in those initiatives that support democratic processes. It is indispensable that 
collaboration between the various donor agencies and national delegations be obtained to the highest 



degree possible. With an increased level of collaboration, activities such as the one discussed here 
can be implemented within a framework of common technical criteria, beyond whatever political 
considerations the various governments may have. This will strengthen the positions taken by the 
international community vis-a-vis local institutions, and will help to obtain guarantees regarding 
compliance with agreed-upon technical, political and social commitments. Further, it will propitiate 
a proper and efficient use of resources and oblige local institutions to learn how to adequately plan 
and administer available resources. It is important that local institutions understand that donor 
resources are not unlimited, that they must be well managed, and that they are conditioned not only 
by financial accounting requirements but also by technical and political considerations. 

b) It is important there be a high level of collaboration and cooperation between those 
organizations that receive funds from the same donor Agency. This will permit an exchange of 
information and avoid necessary duplication of effort. 

3. Increase Involvement of the Civil Society and the Private Sector 

a) It is becoming ever more important to obtain the support of organized civil society groups 
in order to assure the successful outcome of programs designed to foster democratic participation. 
Whether the subject be elections, administration of justice, legislative development, or broad-based 
community level social programs, civil society participation is necessary for maximum results. 
Promoting participation by civil society groups in democratization activities serves a dual purpose: 
1) to broaden the political-social processes that are being promoted through these activities, making 
them more participatory at all levels; and 2) to avoid encumbering government institutions with tasks 
they should not or cannot necessarily perform, e.g., civic and voter education campaigns, and 
political party poll watcher and poll worker training. In the case of Nicaragua, such work is not part 
of the CSE's legal obligation. Therefore, without those responsibilities the CSE could concentrate 
its technical, human and financial resources on those tasks that constitute its principal mandate of 
implementing the electoral process and running elections. In this IIDWCAPEL activity, the active 
involvement of the civil society coalition (Transparencia y Etica), which was supported by 
USAIDIN under a separate funding mechanism, was key in the successful broad distribution of voter 
education materials. 

b) Based on this experience, we recommend that USAID Missions take the initiative by 
supporting the increased involvement of civil society organizations in the mobilization of resources 
(human and fiscal), using their influence with citizens and access to political leaders to identify 
alternative modes of participation in activities aimed at furthering the democratization processes. 

4. Institutionalize Project Implementation and Follow-up 

a) An election assistance project must work within pre-established deadlines. This implies that 
on-going assessment of the activities undertaken is needed. This should take place on three clearly 
differentiated levels: technical, financial and political. In the first case, an effort should be made to 
avoid the bureaucratization that comes with procedures requiring a costly support infrastructure 
which serves ultimately to make technical assistance more expensive, thus diverting human and 
fiscal resources away from the personnel involved. 



b) It is fundamental that, at the outset of the activity, the institutions and individuals involved 
(including USAID personnel) receive a complete and detailed explanation from the USAID 
Contracts Officer of the standard provisions, procurement regulations, and sub-contracting 
requirements to be employed. There should be clear definitions of the criteria used for these control 
mechanisms to be applied equally at all levels. The purpose of such briefings should be to articulate 
clearly, and ensure that all participants understand and are in agreement with, the limits and levels 
of tolerance permitted for procurement procedures by the local Contracts Office. 

c) The good performance of these programs is closely linked to the initial technical condition 
of the beneficiary institution, its human resources and its own organizational culture. For this reason, 
in determining the specific type of support to be provided, institutions should be asked to provide 
a financial review and needs assessment. This type of project should be based on and designed in 
accordance with an initial technical diagnosis that would reflect the true (rather than assumed) needs 
of the beneficiary institution. For this purpose, the intermediary or an independent third party should 
carry out an initial assessment that would provide the donor agency with sufficient information to 
determine whether it is opportune to provide the requested assistance and to foresee problems or 
conflicts before they arise. 

d) In specific areas (communications campaigns, for example), the need for baseline data, 
indicators and appropriate measurement instruments should be established at the outset, so that 
activities can be appropriately designed. This is essential for the advisory services to be rendered 
and, again, should be based on real need and not a beneficiary wish list. This should, in fact, be a 
USAID requirement, since the quality of the technical services to be delivered will depend upon 
having this type of information. 

e) Similarly, the proper management and administration of these projects implies the need for 
independent measures of political assessment (situation and risk analysis, for example). This work 
should be carried out by third parties who are not involved in project implementation. Thus, project 
managers will have at their disposal for decision-making purposes external opinions and analyses 
that are not influenced by or identified exclusively with the interests of any one of the parties. 
Obviously, in some cases the technical diagnosis and political risk assessment could be carried out 
jointly by the two parties. 

f) Further, at the outset of the activity, it is important to foresee as clearly as possible all 
situations in which Sole Source Origin or Waivers may be required. Therefore, to expedite the 
procurement process, consultations with the Contracts Office should be carried out in advance, with 
the necessary paperwork done and approvals obtained. With election projects, it may not be feasible 
to anticipate the specific type of technical assistance to be requested by the host country. Therefore, 
it is recommended that waivers to contracting regulations be requested well in advance of the 
elections. 

g) At the political level, it is important to establish joint and periodic meetings among all 
involved parties, as was done by USAIDnU, IIDWCAPEL, and CSE at the technical level. This will 
help to avoid administrative conflicts, identify appropriate responses, and where necessary, reach 
consensus on modifications to the Terms of Reference. 



h) Insofar as possible, the procurement of commodities and the contracting of specific 
professional services, such as advertising agencies, should be carried out directly by USAID. This 
would avoid situations in which institutions that are essentially technical in nature - such as 
IIDWCAPEL - are converted into mere procurement intermediaries, which detracts from their main 
objective and becomes burdensome for project operations. 

I) Though commodities and services are to be procured from U.S. enterprises, it should be 
possible to make such procurements through their local subsidiaries. This would serve to guarantee 
proper service and maintenance, and lower recurrent costs. 

5. Evaluation Procedures and the Measurement of Impacts and Results 

a) In view of the resource limitations that increasingly affect this type of activity, it is 
particularly important to establish clearly in cooperative agreements the type and level of impact 
desired and the results to be achieved. This should not be done merely on a general level, but rather 
in specific detail for each of the project components. As a result, evaluations, whether interim or 
final, could be conducted within that framework, and an appropriate amount budgeted for that 
purpose. Further, this would convert evaluations from mere procedural obligations to tools for 
assessing the true impact of the resources invested. 

b) Similarly, it is recommended that, insofar as possible and in those areas where feasible 
(communication campaigns, for instance), business criteria be adopted for measuring the cost-benefit 
ratio for the activity undertaken. 

c) Wherever possible, final evaluations such as this should be carried out in two phases. The 
fmt phase should begin while activities are still underway, while the second phase should be carried 
out upon their completion, This would help to reconstruct more efficiently the circumstances that 
led to a particular result. 

B. Programmatic Recommendations for IIDWCAPEL 

1. IIDWCAPEL should not accept responsibilities for tasks for which it does not have proven 
experience. 

2. In those activities where IIDWCAPEL is an intermediary or technical advisor, efforts should 
be made to establish a relationship of collaboration and reciprocity with technicians from 
other international assistance agencies and institutions that are involved in the promotion and 
implementation of similar support programs. 

3. IIDWCAPEL should assure that training and technical assistance be designed so as to 
guarantee that knowledge and technology is transferred to the recipient. Eventually, this will 
lead to a situation in which local beneficiary institutions will become less dependent on 
external resources. 



ANNEX A 
ACTIVITY SCOPE OF WORK 

I. Objective of the Evaluation 

USAID/Nicaragua intends to evaluate the effectiveness of technical assistance and commodities 
provided by IIDWCAPEL in support of the Nicaragua 1996 national election. The evaluation will 
document the achievements of IIDWCAPEL, identify weaknesses in the technical assistance, and 
suggest alternative courses of action for future consideration by USAID missions and IIDWCAPEL 
to improve election assistance. The evaluation will analyze the contribution of these programs to 
overall project goals and the effectiveness of project assistance in improving these programs' ability 
to contribute to project goals. 

11. Background 

The United States Agency for International Development (USAID) signed a Cooperative Agreement 
with the Institute Interarnericano de Derechos Humanos, Centro de Asesoria pare Promocion 
Electoral (IIDWCAPEL) to provide technical assistance to the Supreme Electoral Council of 
Nicaragua (CSE) to prepare for the October 20, 1996 election. The Cooperative Agreement was 
amended on July 1996 to establish the following areas of assistance: 

a) Technical assistance in computer systems; 
b) Financial and technical assistance to produce the preliminary and definitive Voter 

Registration List (Padrdn Electoral); 
c) Technical assistance in training; 
d) Financial and technical assistance for electoral management and organization, and; 
e) Financial and technical assistance for the development of civic education campaigns 

This assistance was intended to accomplish the following: 

Trans~arent and efficient elections. To have elections declared free and fair. 

Inclusive elections. To have at least 75% of eligible citizens register to vote in accordance with the 
electoral law; 

Participative elections. To have a 60 percent voter turnout of the total registered citizens; 

International observers declare Elections Free and Fair. To have international observer organizations 
declare the process free and fair; 

Voters understand the mechanics of voting. Confirm through public opinion polls that over 60 
percent of the voters knew about the voting procedures, and; 

Election dav. To have national and international observation groups and civil society declare the 
election free and fair. 



111. Objectives of the Evaluation 

USAIDfManagua seeks to contract a team to evaluate the $3.5 million assistance to the CSE 
provided by IIDWCAPEL. The evaluation must answer the following questions: 

Comuuter System JIDWCAPEL was to: 

1 ) Contribute to the implementation of a fully functional electoral computer system. 

2) Decentralize the voter verification process and develop a base for transmission system. 

3) Support the long term effort to institutionalize and systemize the creation of an accurate voter 
registration list. 

4) Partially or totally support the CSE in development of an ad hoc registration list if the efforts to 
produce ckdulas and a permanent voter registration list for all potential voters could not be concluded 
prior to the 1996 elections. 

5) Accelerate the process to correct the civil registry, to produce permanent voter registration 
documents and to create a permanent voter registration list. 

Evaluation Ouestions: Did the CSE receive technical assistance on time, and associated hardware, 
in order to be able to produce voter identity documents, including system personnel training and 
follow-up, in accordance with the electoral calendar? 

Preliminan and Definitive Padrbn Electoral JIDWCAPEL was to provide assistance to the CSE 
to: 

1 ) Organize, verify and update existing voter (preliminary padrones) lists -- individuals that have 
died, changed their names, relocated, or for legal reasons, do not have the right to vote or need to be 
added or transferred to another list. 

2) Print the updated padrbn and the corrected list (after verification by citizens and political 
organizations). 

3) Produce the voter registration list for the 1996 elections. 

4) To improve the capability of the CSE to produce a reliable and broadly accepted padrbn electoral 
on-time for the 1996 elections in accordance with the timetable established by law. 

Evaluation Ouestions: Did the CSE receive necessary financial and technical assistance to assist 
the CSE to conform and print the voter registration lists? Was this technical assistance effective in 
improving the process of developing the Padrbn Electoral? What was the impact of this assistance? 



train in^ and Su~port Materials IIDWCAPEL was to: 

1 ) Collaborate in the training of trainers, and to follow up on the national training workshops, in a 
limited manner, through observing workshops at the local level, to assure they were adequate. 

2) Reproduce and supply the CSE, upon request, with necessary copies of documents for training 
of JRV workers and party pollwatchers, and materials for JRVs during the registration process and 
for election day. 

Evaluation Ouestions: Did the CSE receive from IIDWCAPEL the necessary assistance to hold 
a National Workshop to train political parties poll watchers for the voter registration process and for 
election day operations. What was the impact of this assistance? 

National and Local Electoral Organization IIDH was to provide assistance to the CSE to: 

1 ) Develop a monitoring plan of the electoral organizational process, both at the departmental and 
municipal levels, in order to periodically provide the CSE with feedback on the status of field 
implementation of the CSE program, alerting the CSE to potential implementation problems and 
proposing recommendations and corrections, as needed. 

2) Carry out a technical, cartographic analysis of the distribution of the JRVs, in order to provide 
feedback to the CSE on the appropriate location of JRVs, in conformance with the Electoral Law, 
and to recommend corrective action. 

3) Cooperate with the CSE to develop an improved organizational framework to ensure that lines 
of communication, in particular, between the CSE and the CEDs would facilitate the election day 
processes. This would be used as one element in a broader analysis of areas where the CSE could 
benefit from organizational and structural improvements. 

4) Provide technical assistance to design a procurement, distribution and collection plan for election 
day materials. 

5) Provide financial assistance to purchase training materials for election day pollworkers. 

Evaluation Ouestions: Did the CSE receive timely technical and financial assistance to improve 
its capabilities to carry out adequate administration of the electoral materials distribution process, 
improve coordination with the CEDs, location of JRVs? Were the distribution systems recommended 
by llDWCAPEL accepted and implemented by the CSE and were they effective? 

Civic Education Cam~aim IlDWCAPEL was to provide assistance to the CSE to: 

1 ) Develop voter education campaigns that were accessible, pertinent, and attractive. The campaign 
would be designed to reach the entire population, especially women and marginal groups. 



2) Elaborate, in coordination with the CSE, the appropriate materials for the design and 
implementation of a multi-media civic education campaign to motivate potential voters to participate 
in the electoral process. 

3) Provide information so that citizens understood the voter registration procedures and where to 
register and vote 

4) Raise the level of awareness of citizens about the need to obtain a ckdula 

5) Teach citizens the steps that need to be taken in order to obtain a cidula 

6) Explain the ad hoc registration process and motivate citizens to apply for their libreta civica. 

7) Produce ads for radio and television that would explain what happens in the poll booths (i.e., what 
JRV's officials do) on election day and how to vote. 

8) Complement CSE activities so that all Nicaraguan citizens know how to register to vote and how 
to vote on election day, and that they understand how the process works to make sure that their vote 
counts and that the integrity of the vote is guaranteed. 

Evaluation Ouestions: Did the CSE receive the services of the IIDWCAPEL for the design and 
implementation of campaigns for voters aimed to increase the general understanding of the electoral 
process among the public? What was the impact of this assistance? Was this a good use of 
resources? 

Grant Mana~ement Did the IIDH/CAPEL and it's local team show administrative capacity" in the 
management of the grant and the fulfillment of USAID regulations, in order to facilitate achieving 
the program purpose and objectives?. 

Specifically, did IIDWCAPEL demonstrate capacity to: 

1 ) Select and manage sub-contracts following established USAID procedures 

2) Follow the CO purchasing requirements for services and goods. Establish adequate financial 
systems that guaranteed the proper use of resources 

3) Select appropriate personnel to manage and execute the technical and financial assistance 
provided to the CSE. 

4) Establish and provide follow up to the Project through the Chief Of Party (COP). 

5) Provide the Project with effective administrative and political support from Costa Rica. 

6) Address CSE goods and service needs in a timely manner, in conformance with USAID 
regulations and procedures. 



Based on the above analyses in relation to the objectives outlined below, the team is requested to 
outline "lessons learned for each of the partners involved in the tripartite agreement: for USAID in 
developing and overseeing grants of this type for electoral assistance, for IIDWCAPEL in 
implementing such grants, and for the CSE as a recipient of technical assistance and equipment. 

IV. Methodology 

In analyzing project activities the Contractor shall: 

1 ) Meet with Members of the Supreme Electoral Council and Electoral Departments Councils that 
have received assistance to develop an understanding of their overall program and the contribution 
of assistance under the project. 

2) Meet with CSE Technical Directors, staff, and members to develop an understanding of the 
substance of the assistance that they have received through project activities. 

3) Meet with the following organizations: 

Carter Center 
National Democratic Institute for International Affairs (NDI) 
International Republican Institute (IRI) 
IFES 
Centro de Educacion pare la Democracia (CED) 
SWVRG 
Grupo ~ t i c a  y Transparencia (ET) 
Verification Commission of the Cardenal 
United States Embassy to Nicaragua 
USAID (DI, CO, OFIN, Front Office) 
OAS/Election Mission 
The Media 

4) Review the necessary project related documents (IIDH-CAPEL agreement, Workplans, etc.) 

V. Logistic Support 

The logistical support needed for the execution of the evaluation must be provided by the contractor, 
including travel, transportation, office and secretarial support, interpreters, report printing, 
communications, etc. 

In the field, the contractor will not have access to use USAID facilities, office space, computer 
equipment, motor pool services nor office supplies. 

M. Level of Effort 

This evaluation will require the services of a Team comprised of three members. 



While in the field, a six day work week is authorized. 

V11. Team Configuration 

The Chief of the team will assume responsibility to design a work plan and deliver a high quality 
draft and final report in the time frame specified in the terms of reference. 

The team leader should possess the following experience: 
- Previous experience providing/managing election support programs, preferably in Latin 

America 
- Five years experience conducting evaluations for USAID 
- Knowledge andlor experience of CAPEL Programs. 

The team leader must manage all contractors and prepare the reports in English and Spanish, must 
speak Spanish FSI 4/4 and must have a Masters degree. 

In addition to the team leader the team will be composed of: 

1 ) A computer systems expert with previous experience in: 
- Designing, installing and monitoring electoral process systems and 
- Registry data base analysis 
- Technical processes related to production of Voter Registration Lists 
- Cgdula production. 

The computer systems expert will be responsible for drafting sections of the evaluation related to 
these areas. 

2) Electoral Administration and Organization Expert with previous experience in: 
- Planning management and organization of elections 
- Organization and communication applied to electoral process 
- Decision-making processes and vertical and horizontal communication flows 
- Logistical support systems in elections 

The electoral administration and organization expert will be responsible for drafting sections of the 
evaluation related to these areas. 

3) A Civic Education Campiiign expert with previous experience in: 
- Design and production of voter education campaigns 
- Technical and financial assistance to electoral organizations in the execution of civic 

education campaigns 
- Printing and distribution of materials 
- Measurements of impact indicators of civic education campaigns 

The civic education campaign expert will be responsible for drafting sections of the evaluation 
related to these areas. 



None of the selected experts will have worked for llDWCAPEL for 12 months immediately prior 
to the beginning of this contract. 

VIII. Travel 

The evaluation will-be conducted primarily in Nicaragua, the final report can be written in the US, 
subject to established terms of the contract. 

IX. Submittal of Final Report 

The Contractor shall submit a final report incorporating Mission comments, responding to questions 
posed in the Statement of Work, and outlining findings, conclusions, lessons learned and 
recommendations two weeks following receipt of comments on the draft report from USAID staff. 
The evaluation report must contain the following sections: 

Summary. A summary of the overall evaluation that incorporates the main points of all other 
sections and highlights the major findings, conclusions, lessons learned and recommendations. This 
section is also used as part of the Mission's Project Evaluation Summary that becomes part of an 
Agency-wide evaluation database. The executive summary should not exceed three single-spaced 
pages. 

Statement of Conclusions, Lessons Learned and Recommendations. Conclusions should be 
short and succinct, with the topic identified by a short sub-heading related to the questions posed in 
the Statement of Work. Though this section may appear repetitious of elements of the Summary, it 
is designed to facilitate USAID's formal review of the evaluation by grouping all the 
recommendations. 

Recommendations must correspond to the conclusions, whenever possible, and specify who, or what 
agency, should take the recommended actions; 

Body of the Report. The report is to include a description of the country context in which the 
project was developed and carried out, and provide the information (evidence and analysis) on which 
the conclusions and recommendations are based. 

The analysis must be structured so that conclusions follow logically from findings and represent the 
Contractor's interpretation of facts gathered during the evaluation (in the same way that a medical 
diagnosis is based on symptoins). Recommendations (prescription) should follow from conclusions: 
Findings --> Conclusions--> Recommendations. 

The general length of the body of the report should be no more than 30 pages; additional details and 
analysis should be placed in appendices. 

Appendices. These are to include at a minimum the following: 

-- The evaluation Scope of Work; 



-- A description of the methodology used in the evaluation (e.g., the research approach or design, the 
types of indicators used to measure change of the directiodtrend of impacts, how external factors 
were treated in the analysis). Evaluators may offer methodological recommendations for future 
evaluations; - .  

-- A bibliography of documents consulted. 

-- A list of persons interviewed. 

Other appendices may include more details on special topics. 

25 copies of the final evaluation in English and 25 copies in Spanish must be submitted along with 
a computer diskette with the report in WordPerfect 5.2 format and any accompanying tables or charts 
in either WordPerfect or Lotus 1-2-3 format. 

Evaluation Abstract - The Contractor shall provide a brief abstract of the evaluation for use by 
USAID in disseminating information about the evaluation. This abstract shall be a further summary 
of the same information as the Summary within the space limitations of one single-spaced page, 
preferably less. 

X. Schedule 

The evaluation work must start on the third week of January 1997 and must end 75 days after the 
signing of the contract (second week of April). A detailed work plan of how the evaluation will be 
executed must be presented 15 days after the contract is signed by USAID. 

The first draft of the evaluation must be submitted forty five days after the contract has been signed 
by US AID. 

USAID will forward its comments on the draft evaluation to the Contractor five days after receipt 
of the draft evaluation in USAID/Nicaragua. The contractor will be responsible for ensuring that 
counterparts comment on the draft report within the time frame established in this contract. 

The evaluation team will give USAID the final draft evaluation before leaving Nicaragua. USAID 
will provide the contractor with its comments on the final draft report five days after receipt. 

The final approved evaluation report will be presented to USAlD 75 days after the contract has been 
signed and must be presented with 25 copies in English and Spanish. 

The contractor must deliver the final evaluation as well as the summary on diskette in WordPerfect 
5.2. 

XI. Relationships and Responsibilities 



The Mission Evaluation Officer will be the COTR and shall manage the overall evaluation process. 
The Election Results Team leader, in coordination with the project manager, will provide technical 
direction to the evaluation team. 

- 
m.. -- 



ANNEX B 

LIST OF PERSONS INTERVIEWED AND INSTITUTIONS CONTACTED 

George Carner 
Mark Silverman 
Alexandria Panehal 
Susan Reichle 
Victor Rojas 
Maria Auxiliadora 
Ted Landau 
Paul Greenough 
Isa Zuniga 
Richard Layton 

- Director 
- Deputy Director 
- Chief, Office of Democratic Initiatives (ODI) 
- Deputy, OD1 
- USATD/N, Elections Advisor, COTRKAPEL 
- Contracts Officer 
- Program Officer 
- Program Office, COTR 
- Program Office 
- Controller 

U.S. Embassy/Nicaragua 

Francisco Gonzales - Political Office 

CAPEUNicaragua - Costa Rica 

Eduardo Nunez 
Luis Alberto Cordero 
Jairo Gomez 
Daniel Zovatto 
Gonzalo Brenes 
Marcelo Prendas 
Juan Mendez 
Charles Moyer 
Johnny Coto 

a Etna Avila 
Octavia Filomena 
Alvaro Artavia 
Orlando Tapia 
Lirio Marquez 

0 Adan Palacios 

- Chief of Party 
- Acting DirectorICAPEL 
- Consultant 
- Consultant 
- Consultant 
- Administrative Director 
- Director General - IlDH 
- Director of Finances - DDH 
- Administrative Assistant 
- Consultant 
- Consultant 
- Consultant 
- Consultant 

- Consultant 
- Consultant 

Consejo Supremo Electoral (CSE) 

Rosa Marina Zelaya - President 

* Ana Isabel Solis - Administrative Assistant 
Ramiro Gonzales - Director, Public Relations 
Wilhelm Schmidt - Director, Information Division 
Maria Teresa Aleman - Director, Cedulacion 



Hazel Vaughan 
Noel Leon 
Sadrach Zeledon 

Liliana Ayalde 
Neil Levine 

- Director, Civil Registry 
- Director, Cartography Division 
- Advisor 

- Director, Office of Latin AmericaICaribbean (LAC) 
- Deputy, LAC 

Carter Center 

Jennifer McCoy - Director, Latin America Programs 

Center for Democracy 

Caleb McCany - Director of Programs 

International Foundation for Election Systems (IFES) 

Patricio Gajardo - Director, Nicaragua Programs 

International Republican Institute (IRI) 

Mike Magan - Latin American Specialist 

National Democratic Institute (NDI) 

Melisa Estok - Nicaragua Program Officer 

Organization of American States (OAS) 

Oscar Santamaria 
Hector Navillo 
Steve Griner 
Mila Brooks 

- Director, OASINicaragua 
- Regional Director, OASILeon 
- Specialist, Democracy Promotion Unit-OASIW 
- Election Monitor - OASIMatagalpa 

NGOs and Other Institutions 

Carlos Fernando Chamorro - Centro de Investigacions de la Comrnunicacion (CINCO) 
Roberto Courtney - Etica y Transparencia 
Bonafacio Lopez - APCU, Walter Thompson Agency 
Terencio Garcia - Centro de Educacion para la Democracia (CED) 
Roberto Vargas - Southwest Voters Group (SWVG) 
Eduardo Aviles - Centro Pro-Desamollo Socio Economico Creativo 

(CEDESEC) 
Winston Betanco - Cardinal Obando y Bravo Commission de Verification 



Roberto Cisneros 
Ramon Gomez 

- Grupo de Sistemas Lnformaticos (GSI) 
- Cooperacion Espanola 



ANNEX C 

BIBLIOGRAPHY OF DOCUMENTS CONSULTED 

- Constitution Politica 
- Ley de Identificacidn Ciudadana (Ley N 1 152) de 5 de marzo, 1993 
- Ley Electoral (Ley N1211) de 8 de enero de 1996 - La Gaceta. Diario Oficial 
- El Derecho a un Nombre y a una Nacionalidad - una realidad, una experiencia -UNICEF - 
Nicaragua, 1995 
- Formulario Solicitud CCdula de Identidad 
- Certificado de Nacimiento (ernision cornputacional del CSE) 
- Formulario Verificacion Electoral e Instructive para llenarlo 
- Fotocopia de Libreta Civica 
- Fotocopia CCdula de Identidad 
- Modelo inicial Documento Supletorio de Votacion 
- Modelo final Documento Supletorio Votacion 
- Cuaderno de Capacitacion N 15 - Manual del Registrador 

Registro Central del Estado Civil de las Personas 
- Expediente para ernitir CCdula de Identidad, compuesto de: 
- Cartula, Solicitud de CCdula de Identidad, Certificado de Nacimiento, 
- Actualizacidn del Registro Civil para personas que modificaron la Inscripcion original, Dictamen 
de Solicitud de CCdula, Acta de Promesa de ley (para dos testigos que declaran conocer a: N.N.), 
Certificado Inscripcion de Nacimiento. 
- Manual de Procedimientos para el Funcionario de CCdulacidn (12-09-1994) 
- Manual de Datos Graficos (para captacion Fotografia, Firma y Huella) (3 1-07-1995) 
- Manual de Procedimientos para Secretario Auxiliar del Registro Civil (12-09-1994) 
- Manual de Procedimientos para Secretario Auxiliar del Juzgado Local (12-09-1994) 
- Evaluacion del Plan de Produccion (de cCdulas febrero a agosto 1996) 
- Comunicados Reformas Calendario Electoral (13-05-96 y 06-08-96) 
- Estadistica Inscripciones Ad-Hoc (26 municipios) 
- Consolidado de Estadisticas de Inscritos por Region, Municipio, Circunscripciones, JRV 
- Proposicion inicial Propuesta Cooperacion que brindara IlDWCAPEL al CSE para las elecciones 
de Nicaragua del20- 10-96. 
- Cooperative Agreement N1.524-03 16-A-00-6006-00, Proyecto de Cooperacion Tecnica a1 Consejo 
Supremo Electoral de Nicaragua (27- 12- 1995) 

Contiene anexo'Schedule, Program Description y Standard Provisions 
- IlDWCAPEL: Plan de Implementaci6n del Proyecto desde 1 S-enero- 1996 
- Enmiendas N 1 1 (04-01 -96), N 12 (25-0 1 -96), N 13 (contratacion agencias publicidad, publicaciones 
y video), N14 (1 8-03-96). 
- DDWCAPEL: Plan de Implernentacion Actualizado desde 0 1 -junio- 1996. 
- Solicitud de Enmienda del25-07-96. 
- Solicitud de Enrnienda del05-08-96. 
- Cooperative Agreement N1 S24-03 16-A-00-6006-00, Proyecto de Cooperacion Tecnica al Consejo 
Supremo Electoral de la Republica de Nicaragua al 13-09- 1996 - Enrnienda N 16 del24- 10-96 



- Informes presentados por Ings. Jairo Gomez, Etna Avila, Alvaro Artavia, conmsultores para 
IID WCAPEL 
- Informes presentados por Ing. Roberto Cisneros, Gerente General Grupo Soluciones de 
Informaticas(GS1) 
- IIDH-CAPEL Analisis de Calidad Padr6n Electoral a partir Base de Datos de Registro Electoral 
(corte a13 de octubre, 1996) 
- IIDH-CAPEL Sistema de Seguimiento de la CCdulacion. - Manual del Usuario (actualizado a 
agosto de 1996) elaborado por el Ing. Sergio Castillo 
- IIDH-CAPEL Propuesta para el Control de Calidad de la Transcription de Datos de 10s documentos 
fuente a1 Padr6n Electoral (Agosto 12, 1996) elaborados por 10s Ingenieros Consultores Externos 
Ma. Auxiliadora Protti y Luis Eduardo Sterling. 
- IIDH-CAPEL Informe Tecnico: Preparacion del Padrh Definitivo - Asuntos Pendientes de 
Resolucion Definitiva IIDH-CAPEL Informe TJcnico Propuesta de Depuracion para el Padr6n 
Electoral acordado con la Division de Informatica (para ser ejecutadas desde el 07 al29-08-96) 
- IIDH-CAPEL Analisis y Recomendaciones a la Propuesta entregada por la Direccion General de 
CCdulacion -Entregas de CCdulas de Identidad y Doc. Supletorio de Votacion (Propuesta calendario 
22-08-96 al20- 1 1-96) 
- IIDH-CAPEL Informe Tecnico sobre Desarrollo del Plan de entrega de Ckdulas y Documentos 
Supletorios a123 de septiembre de 1996 
- Pliego de Condiciones para la adquisicion de Equipos de Computo y accesorios 
- Correspondencia relacionada a compras menores de US$25.000 y solicitud de autorizacion para 
comprar 5 Microcomputadores (3 de capacidad grafica y 2 servidores en US$ 24.900 a Comdex 
Group (08-03-96). 
- Procedimiento empleado en la calificacion de las ofertas presentadas para la adquisicion de equipo 
de cornputo y afines para el CSE 
- Modelo carta 26-01-1996 invitation (N196-01) para cotizar equipo de cornputo (66 
Microcomputadores, Otros Componentes, Tarjetas Controladoras y Discos Adicionales, Equipos 
para Irnpresion) 
- Solicitud Autorizacion de Compra a AID de 1 fotocopiadora, 2 computadores personales y un fax 
con un valor total de US$ 14.970 a Intelec (14-02-96) 
- Orden de Compra de 2 computadores personales y 2 impresoras por US$7.680,80 a Compumax 
(26-02-96) 
- Orden de Compra a Comdex Group Inc. por 1 Fotocopiadora Xerox mod. 5614 y 1 Fax Office Jet 
350 de Hewlett Packard con las 3 cotizaciones solicitadas por un Valor total de US$ 7.710 
- Proceso de Compra de 3 Discos duros y 3 tarjetas controladoras para HP-9000 por un valor de US$ 
12.774. 
- Proceso de Compra de: 28 Impresoras LaserJet, 14 Microcomputadores, 10 Escaneadoras, 4 
NoteBooks, 36 Fax-Modems y otros por US$209.018 a Comdex Group. Orden de compra de fecha 
29-03-96. 
- Proceso de Compra de 22 Lectoras de Cd. de Barras, 1 Video Proyector y otros por US$27.766 
a Contacto International. Orden de Compra de fecha 29-03-96. 
- Proceso de Compra de Irnpresora Laser de Alta Velocidad (50 pglmin) para trabajar con HP6000 
e IBM RS/6000, se solicita el 25-03-96 para el 26-04-96 a usarse para imprirnir Padrones Electorales 
y Documentos Supletorios. Compra autorizada 8 abril 1996 por US$8 1.280.a Comdex Group. 
- Proceso de Compra de 62 rnicrocomputadoras. Se adjudican a Comdex Group por US$206.787. 
Se solicita a AID aprobaci6n de compra el 08-03-96. 



- Proceso de Compra de 2 laminadoras. Cotizaciones iniciadas 07-03-96, maquinas recibidas el 16- 
05-96 y 04-06-96. Oficial de Contratos no acepta comprar la de mayor capacidad, de mas rapida 
entrega, per0 mas cara. Total US$5.798, proveedor HI-TECH. 
- Lista de Equipo Computacional donado a1 CSE (N 1 serie, N 1 inventario, Ubicacion) 
-STATEMENT SCOPE OF WORK, 17- 12-96 para Evaluacion de CAPEL 
- STATEMENT SCOPE OF WORK, 30-01-97 para Evaluacion de CAPEL 
- Encuestas De Opiniones Publicas - Julio, Set. Oct., 1966 - Borge y Assoc. 
- Encuestas Nacional - Agosto y Setiembre, 1966 - CINCO 
- Cuadernos de Comunicacion Nos. 2,4,5,6 & 7 - CINCO 
- El Voto Juvenil - Enero, Marzo, y Julio, 1996 - CINCO 
- El Proceso Electoral y Tendencias de Intention de Voto - CINCO 
- Nicaragua Observation Mission, October 20, 1996 - IFES 
- Nicaragua election Observation Report, October 20, 1996 - IRI 
- Reports of Pre-electoral Mission to Nicaragua, March, June, October, 1996 - Carter Center 
- Findings and Recommendations - MayIJune 1966 - Gersony Report 
- Assessment of Nicaraguan Voter Registration Processs - April, 1996 - The Center for Democracy 
- Encuesta De Opinion Publica - Enero 1977 - Demoscopia, S.A. 
- Encuesta De Opinion Public - Agosto 1996 - IEN 



ANNEX D 

TEAM COMPOSITION 

MSI sent a three-person team to Nicaragua in February 1997 to carry out the evaluation. Robert 
Murphy, the team leader, has more than fifteen years of experience as a Personal Services Contract 
employee of various USAID missions, mostly in Latin America. A considerable amount of this work 
has been in the implementation of Democratic Initiative Projects containing election assistance 
components. Other areas of expertise include project design and management, and needs 
assessments of public and private sector institutions. He holds a Bachelor of Science degree in 
Political Science. 

Gabriel Bonilla served as the team's Political and Institutional Marketing and Communication 
Specialist. He is currently the president of Latin American Political Advisers (LAPA), and is an 
expert in Marketing and Political-Institutional Communication. Working for the Center for Electoral 
Promotion within the Instituto Interamericano de Derechos Humanos (Interamerican Institute of 
Human Rights), he witnessed more than 35 electoral processes in 14 countries, providing technical 
assistance in 18 of them. Mr. Bonilla has a profound knowledge of the legislation and the political- 
electoral systems of Latin America, in particular those of Nicaragua, Peru, Paraguay, Bolivia, 
Ecuador, Guatemala, Dominican Republic, El Salvador and Panama. He was the first editor of the 
Boletin Electoral Latinoamericano (Latin American Electoral Bulletin). 

The team also included Jose Miguel Goddard, a Chilean Government election specialist, who is 
currently working as the Chief of the Information Management department of the Election Service. 
He has extensive experience working as a computer systems expert in the electoral management 
field. In addition, he has served as an OAS International Election Observer in Peru, with the United 
Nations in South Africa, and as one of the principal speakers at a meeting of election officials held 
in Santa C m ,  Bolivia, which was organized by the Spanish Ministry of the Interior. Mr. Goddard 
holds a degree in civil mechanical engineering and is a certified systems analyst. 



ANNEX E 

RELATED USAIDINICARAGUA AND OTHER DONOR ASSISTANCE 

In support of the 1996 Nicaraguan elections, USAID/N entered into additional agreements with the 
following international and national organizations: 

In September, 1995, USAID/N and the International Foundation for Election Systems (IFES) 
signed an agreement to conduct a pre-electoral assessment, and form a group of International 
Election Observers. 

In March, 1996, USAID/N and the Center for Democracy (CFD) entered into an agreement 
to conduct an overall assessment of the registration process in relation to other countries 
systems, and determine whether the system reasonably ensured maximum voter participation, 
given Nicaragua's conditions. 

The Organization of American States (OAS), in agreement with USAID/N, was to provide 
a large number of electoral process monitors to provide oversight for voter registration, the 
election campaign and election day proceedings. 

The National Democratic Institute (NDI), through an agreement with USAID/N, provided 
technical assistance in strengthening the civic education activities and domestic electoral 
process observer programs of Etica y Transparencia, and organized a group of International 
Election Observers. 

The International Republican Institute for International Affairs (JRI), through an agreement 
with USAID/N, provided technical assistance for civic education, on-going assessments of 
the electoral process, and organized an International Election Observer program. 

A small amount of bi-lateral assistance was provided to the CSE by USAID to fund 
emergency procurement activities related to the ad-hoc registration process. 

0 While USAID/Nicaragua provided the major share of donor support for the CSE during the 1996 
elections, other donor assistance included: 

Cooperaci6n Espaiiol provided commodities and technical assistance for the transmission 
of voting data following the elections. 

Smaller levels of assistance were made available by the German, Norwegian, and Swedish 
governments. 



ANNEX F 

I. ASISTENCIA TECNICA EN CAPACITACION 

A. Antecedentes 

En el Acuerdo Cooperativo 524-03 16-A-00-6006-00 de fecha 27 de diciembre de 1995, se 
establecia un rengldn de Asistencia Tknica en Capacitacibn para Fiscales de Partidos Politicos, 
por un monto total de $984.301,00 que incluia entre otros, el pago de la alimentacidn, el hospedaje 
y el transporte de 10s Representantes de 10s Partidos Politicos que habrian de asistir a 10s Talleres 
de Capacitacidn a nivel Nacional, Departmental y Municipal, tanto para el Proceso de Inscripcidn 
como para el de Votaci6r1, asi como la reproducci6n de las Leyes, Instructivos y Manuales necesarios 
para esta Capacitaci6n. 

Por decisidn del propio CSE, este rengldn del Programa de Asistencia TCcnica no se habrfa 
de ejecutar, toda vez que las autoridades del Consejo aducen que su Departamento de Capacitacidn 
esta en capacidad de llevar a cab0 y financiar adecuadamente, todos 10s Talleres requeridos. Solicita 
a cmbio,  que se le provea de Materiales Irnpresos y Utiles de Capacitaci6n por un monto de 
$78.686,00. 

Esta modificacidn en 10s alcances y objetivos de este Componente, -10s cuales se establecen 
formalmente a partir de la firma, el 13 de setiembre, de la Modificaci6n del Acuerdo Cooperativo 
NOS-, ya se habian venido implementando por el IIDWCAPEL a partir de la aprobaci6n (por pate  
de USAlD y del CSE), de su "Plan de Irnplementacion Actualizado - 01 junio '96-28 defebrero '97", 
en el que se elimina este Componente. 

A escasas dos semanas de la elecci6n y ante las deficiencias de 10s Instructivos elaborados por el 
CSE, este solicita al IDWCAPEL su colaboracidn para la elaboracidn e impresidn de una "Guia para 
10s Miembros de las JRV", que contenga las ultimas modificaciones aprobadas por el CSE a 10s 
procedimientos de votacidn y escrutinio. Esta guia se produce y distribuye junto con el material 
electoral a una parte muy importante de las JRV.' 

B. Did the CSE receive from IIDWCAPEL the necessary assistance to hold a 
National Workshop to train Political Parties Poll Watchers for the voter 
registration process and for election day operations? 

En realidad, el IIDWCAPEL no puede asumir rol alguno en estos Talleres, toda vez que el 
CSE insiste en no requerir su colaboracidn en este campo. Unicamente, por una invitacidn de 
caricter personal, que la Dra. Rosa Marina Zelaya, Presidenta del CSE, le hace al Dr. Gonzalo 
Brenes, Asesor del IIDWCAPEL, este asiste al Taller Nacional que se realizo durante el mes de 

' Dado que en el ultimo momento, es el Ejercito quien asume la labor de empaque y distribucion de 10s 
materiales electorales, no existe un control detallado del envio de esta "Guia", sin embargo, por las infonnaciones 
brindadas por 10s Observadores Internacionales, se sabe que esta llego y fie muy utilizada por la rnayonb de las 
JRV. (CAPEL calculo su distribucidn efectiva en un 80% del total de JRV.) 



Setiembre, aunque en car5cter de observador y sin posibilidad alguna de influir en el contenido o la 
metodologia del rnismo. 

C. - What was the impact of this assistance? 

En lo que hace las compras de materiales y la impresi6n de Leyes y Manuales, no 
encontramos observaci6n alguna durante nuestras entrevistas y podemos decir, que la asistencia 
solicitada fue brindada oportunamente.. Con ella, el CSE pudo proveer a 10s Fiscales de 10s Partidos 
Politicos que asistieron a 10s Talleres, de 10s materiales necesarios para su capacitacidn. 

D. Conclusiones 

Este componente tiene la particularidad y llamarnos la atencidn sobre esto, de que el CSE 
desde un inicio del Proyecto, manifest6 su poco inter& en la participacidn del DDWCAPEL en esta 
kea. Aun asi, se estableci6 en el Acuerdo Cooperativo un rengldn presupuestario cercano al milldn 
de d6lares con este propdsito. La reduccidn que finalmente se hace en la Enmienda No. 1, no es sino, 
consecuencia de esa falta de claridad y de cornpromiso entre las partes, que pareciera prevaleci6 
durante el proceso de negociacidn inicial de este Acuerdo. 

Sobre esta situacibn, nos referimos con mayor profundidad en el capitulo referido a la 
Campaiia de Educacidn Civica y haremos, a1 final de este documento, una serie de Recomendaciones 
al respecto. 

Cabe destacar como un aspect0 positivo de la participacidn del IIDWCAPEL en esta Area, 
la elaboracidn e impresidn de la "Guia para Miembros de las J R V ,  la cual permitid aclarar, muchas 
de las dudas que se presentaron el dia de la elecci611, en las mesas de votaci6n. 

11. CAMPANAS DE EDUCACION CIVICO-ELECTORAL: 

A. Antecedentes 

Tanto en el Acuerdo Cooperativo 524-03 16-A-00-6006-00 de fecha 27 de diciembre de 1995, 
como en su Modificaci6n de fecha 13 de setiembre de 1996, USAID se propuso asistir al CSE por 
intermedio del IIDWCAPEL, en el diseiio e irnplementacion de una Campaiia de Educaci6n Civico - 
Electoral, cuyo objetivo principal era: "increase the public's general understanding of the electoral 
process and the rights and responsabilities of governmental entities, political parties and citizens 
in a democratic ~ystem".~ 

En estos mismos documentos3 se especifica, que este componente busca "complementar" las 
actividades del CSE, en procura de "assure that all Nicaraguan citizens know how to register to vote 
and vote on election day. Citizens will be informed of how the registration process works, to assure 
them that their vote counts and the integrity of the process is protected". 

Viase Acuerdo Cooperativo, pagina 1 I y, Modificacibn del Acuerdo Cooperativo No. 5, pagina 5. 
Ibid paginas 15 y 10 respectivamente. 



Agregando mis adelante, que esta Campaiia debe proveer "infomzaci6n accesible, relevante, 
atractiva y entretenida ", y que la rnisma debe estar diseiiada para alcanzar a toda la poblacidn (y muy 
especialmente las mujeres, 10s grupos marginales y las zonas rurales), per0 no sin antes advertir que: 
"the CSE will conduct and implement the overall design and implementation of the Civic and Voter 
Education Campaign " 

Tal y como lo sefialan ambos documentos, lo que se busca -en ~lt irna instancia-, es lograr: 
- 

a) un alto nivel de registro de electores, b) una alta participacio'n en el dia de las elecciones y c) 
una baja anulacio'n de votos. 

Es importante seiialar sin embargo, que 10s dos documentos a que hemos hecho referencia, 
tienen una diferencia sustantiva por cuanto, mientras en el Acuerdo Cooperativo original se 
especifica que el IIDWCAPEL colaborarg con el CSE a fin de: 

a) emplear 10s medios masivos para motivar a 10s electores; 
b) educar a 10s ciudadanos en 10s procedimientos de registro, verificacio'n y votacio'n; 
c) wear conciencia de la necesidad de registrarse para poder obtener la cidula de 

identidad, y de 10s beneficios de contar con esta; 
d)  publicar en 10s medios 10s principales contenidos de la Ley de Identificacio'n 

Ciudadana; 
e) explicar 10s procedimientos del Registro Ad-Hoc y motivar a aquellos ciudadanos 

que no han recibido la cidula a inscribirse en este registro, y 
fl producir y transmitir materiales de comunicacio'n que expliquen que sucedera' en 

las Mesas de Votacio'n (e.g. what elections oflcials do ?). 

en el segundo -la Modificacidn del Acuerdo Cooperativo-, estos objetivos se reducen a "colaborar 
con el CSE" en: 

a) la produccio'n de una Campaia de Radio, Televisio'n, Prensa y Materiales 
Zmpresos enfocada en 3 temas espec@cos motivar el retiro de 10s documentos de 
identidad, motivar a 10s votantes a votar, e instruirlos en como y donde votar, 

b) la distribucio'n de estos materiales y 
c) su difisio'n por la radio. 

Esta moclificacidn en 10s alcances y objetivos de este Componente, -10s cuales se establecen 
formalmente a partir de la firma, el 13 de setiembre, de la Modificacidn del Acuerdo Cooperativo 
NOS-, ya se habian venido implementando por el IDHICAPEL a partir de la aprobaci6n (por park 
de USAID y del CSE), de su "Plan de Zmplementacion Actualizado - 01 junio '96-28 de febrero '97", 
y buscaban concentrar 10s esfuerzos de comunicaci6n en aquellos temas que, a un mes y medio de 
la eleccibn, parecian ser m b  sensitivos. 

A partir del 12 de de octubre, cuando se firma la Enmienda No.2, este rengl6n acumula un 
total de $670.777,00 ($559.777,00 del presupuesto original modificado por la Enmienda No.5, mb 
$ 11 1.000 del increment0 incorporado por la Enmienda No.6). De este monto, a131 de agosto de 
1996 -cumdo da inicio la dtima fase de la Campaiia-, queda un saldo disponible (o comprometido) 



de $593.702,00 (es decir, un 89% del total asignado), monto que es, en definitiva, el que habria de 
ser utilizado por el IIDWCAPEL en la implernentacion de la Campaiia, durante 10s 6ltimos 45 dias 
del proceso. 

Lo cierto es que, durante 10s primeros meses del Proyecto, se venia dando una subejecucidn 
en este Componente, debido, por una parte, a 10s atrasos sufridos durante el proceso de licitaci6n y 
adjudicaci6n de la Agencia de Publicidad que originalmente se habia pensado subcontratar para 
producir y pautar la Carnpsuia y por otra, a la disponibilidad de 10s recursos respectivos 5, raz6n por 
la cud, USAID/Nicaragua decide entonces, concentrar todos 10s esfuerzos de este Componente en 
el proceso de elecci6n propiamente dicho. 

B. Alcances de esta Evaluacih: 

Cabe sefialar por lo tanto, que las Campaiias del CSE relacionadas con 10s procesos de 
Cedulaci611, Verificaci6n e Inscripcicin Ad Hoc, si bien contaron con la asesoria de la consultora del 
IlDWCAPEL y con el apoyo financier0 direct0 de USAID, por no cornprometer fondos de este 
Proyecto, no forman parte de esta Evaluaci6n.. 

En virtud de lo anterior, es sobre esta 6ltima etapa de la Campaiia -segbn lo acordado con 
USAIDLNicaragua en reuni6n de fecha 7 de febrero y segtin consta en nota adjunta de Alexi Panehal 
Directora de OD1 (VCase ApCndice B) de fecha 11 de febrero de 1997-, que hacemos la siguiente 
evaluacibn, en el entendido de que la participaci6n del IDHICAPEL en las actividades de 
comunicacidn del CSE anteriores al mes de setiembre de 1996 (Procesos de Cedulacion, 
Verificaci6n e Inscripci6n Ad Hoc), fueron marginales 6 .  

Asi las cosas y en concreto, la asistencia tCcnica del IIDWCAPEL incluy6: a)  el diseiio y 
produccio'n de las distintas piezas publicitarias de la u'ltima etapa de IQ campaiia (retiro de 
documentos de identificacio'n, mecdnica de votacio'n y motivacio'n a 10s electores), b) Impresio'n 
y distribucio'n de 10s materiales impresos que se elaboraron con esos mismos propo'sitos, y c)  
contratacio'n de 10s espacios de radio para la difusio'n de 10s spots respectivos. 

A esto se habria de sumar: d) la difusio'n por televisio'n -10s cuatro dias anteriores a la 
eleccio'n- del Video-Clip "Esta Patria Nuestra ", gracias a 10s recursos adicionales que aport6 la 
Enmienda No.6 de fecha 12 de octubre de 1996. 

C. Sobre la Implernentacion: 

Vkase: CAPEGZnforme Final de Actividades del Componente de Educacih Civica, Anexos I y 2, asi 
como varias notas relacionadas con este tema que cruzaron el IIDHKAPEL y la Ofzcina de Contratos de 
USAIDAVicaragua durante el mes de abril de 1996, 

Vkase a1 respecto: Nota del Sr. Michael S. Kenyon, Ojicial de Contratos de USAIDLVicaragua, dirigida 
a1 Sr. Efrain. Arguedas, Director de Asistencia T h i c a  del IIDH/CAPEL de fecha 30 de Abril de 1996. 

De hecho, hasta el 3 1 de Agosto de 1996, se habia utilizado menos de un 12 % de 10s recursos asignados 
a este Componente. 



Para la ejecucidn de estas tareas, el IDWCAPEL subcontrat6 a la firma local APCU 
Publicidad, asociada a J. Walter Thompson, por medio de una contratacidn directa (autorizada por 
USAIDINicaragua en fecha 19 de agosto de 1996), asi como a un grupo de productores 
independientes y free lancers. - . 

En lo que respecta a la difusidn por televisi6n (con excepcidn de aquella pauta financiada por 
el IIDWCAPEL en 10s 6ltimos cuatro dias del proceso, a la que hicimos referencia anteriormente) 
y la publicacidn de avisos en la prensa, estos estuvieron a cargo y heron pagados por el propio CSE, 
ya fuera con fondos nacionales o de otras agencias donantes. 

Por esta razdn, el andisis global del impact0 y 10s alcances de las Campaiias de 
Comunicaci6n del CSE resulta dificil, toda vez que el aporte del IIDWCAPEL constituyd tan solo 
una parte minoritaria del total invertido por el CSE 7. 

Otra consideracidn importante, que se debe tener presente al momento de leer esta 
evaluacidn, es que, las actividades del IIDWCAPEL en este componente -como pudimos verificar 
en distintos documentos e informes presentados por ellos a USAID y al propio CSE, asi como en las 
distintas entrevistas que sostuvimos con sus funcionarios-, siempre estuvo caracterizada como una 
relacidn "muy difcil" con el CSE, existiendo constantemente discrepancias con respecto a la forma 
y el contenido de las piezas publicitarias y atrasos en su produccidn, esto 6ltimo debido en gran parte 
a la lentitud con que se aprobaban las rnismas y en general, al "estilo gerencial" y la "cultura 
institutional" que caracterizd el funcionarniento de este organism0 '. 

Siendo por lo tanto, en este contexto, en el que se deben ubicar las actividades sujetas a esta 
evaluacidn, la cud hacemos siguiendo 10s criterios establecidos en el SOW respectivo (Aptndice 
A), por USAID/Nicaragua. 

' Si bien no nos fue posible obtener un Plan de Medios General de las Campaiias realizadas por el CSE, 
en virtud de ciertas limitaciones impuestas por USAIDINicaragua a nuestras visitas en Managua, en conversaciones 
que sostuvimos con el Sr. Rarniro Gonzdez, Director de Relaciones Pdblicas del CSE, este nos inform6, que el total 
invertido en este rubro alcanz6 una suma aproximada a1 $1,700.000,00, (?) de 10s cuales le correspondieron a1 
IIDHICAPEL cerca de $400.000,00 (23%). 

De acuerdo a las conversaciones que sostuvimos con distintos funcionarios del IIDWCAPEL y a 10s 
Informes Mensuales presentados por sus tCcnicos, y mas especificarnente a1 Informe Final de Actividades del 
Componente de EducacMn Civiea, que en su p6gina 58 se refiere entre otros, como causantes de estos problemas, 
a: "...la falta de planificacidn del proceso por parte del CSE y la falta de comunicacidn entre sus direcciones ...", "...la 
falta de delegaci6n -todas las aprobaciones dependian directamente de la Dra. Zelaya ...", "...Incapacidad o falta de 
inter& por parte del CSE en la produccidn de las piezas de comunicacidn electoral, lo que oblig6 a CAPEL asumir el 
90% de Csta urea...", "...Incapacidad o falta de inter& por parte del CSE en la distribuci6n de 10s materiales ...", 
"...Ausencia de personal autorizado del CSE en el momento de producci6n ... lo que ocasion6 la solicitud de cambios 
luego de producidos 10s materiales ...", "...Renuencia por parte del CSE a brindarle a 10s electores toda la 
informaci6n o renuencia a brindar toda la informaci6n a tiempo para que 10s lectores la asimilaran ...", etc. Mientras 
que, por su parte, si bien algunos funcionarios del CSE, reconocen parte de estos problemas, tambiCn aducen, que a 
10s tCcnicos del IIDWCAPEL les costaba mucho adaptarse a la realidad y al estilo de trabajo del medio publicitario 
nicaragiiense. 



D. Did the CSE receive the services of the IIDHKAPEL for the design and 
implementation of campaigns for voters aimed to increase the general 
understanding of the electoral process among the public ? 
- 

En un sentido estricto, se puede decir, que el CSE, si recibi6 la asistencia del IIDWCAPEL 
para el diseiio e implementaci6n de estas Campaiias. Lo que quedm'a pendiente de contestar, dados 
10s problemas y dificultades que esa asistencia tuvo a lo largo de 10s meses en que se brindd -y a 10s 
cuales haremos referencia m& adelante en el punto 5.5- es: Qud tan efectivafue &a ? -0 bien-, Qut 
tanto se logrb con ella ?. 

Cuando se conversa con 10s funcionarios del IIDWCAPEL y se leen sus informes, se percibe 
un gran orgullo por el esfuerzo realizado, per0 tarnbien, un cierto grado de frustracibn por las 
circunstancias que influyeron negativamente sus resultados. Ambos, a nuestro mod0 de ver, est6.n 
plenamente justificados. 

1. Hallazgos y Observaciones 

M h  all5 de las consideraciones que hacemos en 10s puntos siguientes sobre la metodologia 
utilizada para la produccidn de esta Campaiia, estamos convencidos que 10s tkcnicos del 
IIDWCAPEL en general y particularmente en esta Area, hicieron un gran esfuerzo por sacar adelante 
su trabajo, mas all5 incluso, de la responsabilidad que como asesores pudieran tener. Este 
compromiso con el Proyecto, constituye sin lugar a dudas, el aspecto mas positivo de su 
participacibn. 

Su presencia, como analizaremos mas adelante, se incrementa a partir del mes de agosto, 
cuando se inicia la producci6n de 10s materiales que habr6.n de utilizarse en las carnpaiias relativas 
a 10s temas de: motivacidn, retiro de documentos y mechica de votaci6n. En ellas, el IIDWCAPEL 
y en particular su Consultora en Comunicacidn habrian de jugar un rol determinante en el diseiio y 
produccidn de estos materiales, asumiendo la coordinacidn y hreccibn de la producci6n de 10s spots 
y 10s impresos y organizando su distribuci6n a travks de la red de ONG's que colaboraron en este 
aspecto. 

Debemos seiialar sin embargo, cuatro aspectos , en nuestro criterio, afectaron negativamente 
el desanollo de este Componente. Los dos primeros, si bien son temas que superan el nivel tCcnico 
de 10s asesores del IIDWCAPEL, determinaron en muchos sentidos, la efectividad de su trabajo: 

Uno de 10s problemai m h  graves que tuvo este Proyecto y particularmente este Componente, 
fue la poca claridad y ambigiiedad, del Acuerdo Cooperativo, el cud no establecia con exactitud 10s 
limites, responsabilidades y obligaciones de cada una de las partes. Esto hace que sea muy dificil 
determinar, si las observaciones que hacemos, por ejemplo, a las piezas publicitarias, a sus 
contenidos y a su forrna, son responsabilidad del IIDWCAPEL o del CSE. 

Y es que, rnientras el Acuerdo Cooperativo -cuando se referia al rol que le correspondia jugar 
a1 IIDWCAPEL en esta 6rea-, hablaba de "colaborar" y "apoyar" las actividades del CSE, en la * 
practica, como ya dijimos, muchas de las acciones de ejecuci6n de este Componente fueron 
desarrolladas por 10s funcionarios de CAPEL, como solicitud expresa -en muchos casos- de las 



propias autoridades del Consejo 9, por lo que, en esta indefinicion y sobreposicion de funciones, se 
termino confundiendo y diluyendo la responsabilidad que le correspondia a cada institucidn. 

Se suma tambiCn a este problema, el hecho de que, la falta de coordinacidn con otras 
Agencias Donantes que estaban colaborando con el CSE en esta misma &ea (Suecia y Noruega, 
principalmente), debilit6 mucho la posicidn del IIDWCAPEL, toda vez que sus actividades y 
recursos, en cierto modo, no eran determinantes para el Consejo. 

En estas circunstancias y asi lo entendemos nosotros, el tratar de coordinar esfuerzos, darle 
un criterio de unidad a la Campaiia o enfatizar contenidos, result6 ser una tarea sumamente dificil. 

A estos dos problemas de carkter "estructural" del Proyecto, debemos agregar -con la misma 
objetividad con la que reconocemos 10s aspectos positives de su participacidn- dos observaciones 
especificas sobre el trabajo desarrollado por el IIDWCAPEL, que tambikn influyeron negativamente 
-a nuestro mod0 de ver- el desarrollo de este Proyecto. 

El primer0 de ellos es, la ausencia de diagndsticos previos sobre 10s cuales basar la estrategia 
institutional y el disefio de las distintas actividades del Proyecto, y mis especificamente, en lo que 
se refiere a1 irea de Educaci6n Civica, la carencia de encuestas de opini6n pfiblica focus groups, test 
y simulacros de votacidn, que habrian permitido detectar, de una manera cientifica: argumentos de 
motivacidn, falencias de informacibn, y percepciones de contexto. Esta Informaci6r1, era -a nuestro 
parecer-, indispensable para poder disefiar y planificar esta campaiia de comunicaci6n. 

Cabe seiialar que, dado que estas campaiia buscaba sobre todo, modificar actitudes de 10s 
ciudadanos, influir percepciones equivocadas o negativas que estos pudiesen tener y transmitir 
conocimientos sobre 10s procedimientos electorales, era indispensable contar con informacidn 
especializada, profunda y detallada, sobre 10s distintos segrnentos de la poblacidn objetivo 
(diferenciando sus caracteristicas d e m ~ g r ~ c a s ,  geogrficas y socioecondmicas). Realmente resulta 
dificil concebir -que hoy en dia- se disefie de una Campaiia de este tip0 y de este monto ($ 
805.000,oo) sin contar con estos elementos bisicos. 

Es nuestra opinidn, que mas alli de las limitaciones presupuestarias o de la posicibn que el 
CSE pudiese tener al respecto, el IIDWCAPEL debid exigir, como consultor a cargo, la 
incorporacidn de este tipo de investigaciones desde el momento rnismo de la negociacidn del 
Acuerdo Cooperative, pues constituyen un instrumento fundamental de su asesoria. 

Si bien son 10s problenias de la Licitacidn de la Agencia de Publicidad, el desinterds del CSE 
y posteriormente, el corto tiempo disponible, 10s que provocan -a criterio de su Asesora en 
Comunicaci6n-, que el IIDWCAPEL no elabore -ni a1 inicio de sus actividades, ni cuando estas son 
replanteadas en el mes de junio-, una Estrategia General de Campana lo, sobre la cud  desarrollar 

V6ase a1 respecto: "Informe Final-Componente de EducaciBn Civica", pagina 58, y varias notas en las 
que se hace solicitud expresa por parte del CSE, de la presencia y participaci6n de la asesora del IIDWCAPEL. 

lo Este tip0 de documentos normalmente se desarrollan obligando respuestas a preguntas blisicas sobre las 
cuales se diseian este tipo de campaiias, tales como: Que queremos comunicar ?; Para que ?; A quien ?; Como ?; 
Por que medios ?, y Cuando ?, para lo cual se debe partir de un anilkis del contexto y de la situacidn inicial de la 
comprensidn e informacidn que la ciudadania tiene del proceso (para lo cud se requieren 10s sondeos de opini6n 



las mismas, lo cierto es que, mas all6 de que la Estrategia propuesta se hubiese implementado o no 
y mas all6 tarnbiin, de que el CSE mostrara interis o no en un documento de esta naturaleza, el 
rnismo constituye -a nuestro mod0 de ver-, el product0 principal de este tip0 de asesoria. 

--.-- 

En esta Area -al menos nosotros lo entendemos asi-, la funcidn principal de un asesor, no es 
el desarrollo creativo de 10s materiales, sino: el definir el contenido de 10s mensajes para cada target 
especifico, identificar 10s medios mas adecuados (convencionales o alternativos) para transmitirlos 
y planificar su produccidn e implementacion.. Seguramente, el simple ejercicio de la discusidn, 
elaboracidn y aprobacidn de una Estrategiu General de Campaiia, habria obligado al CSE a definir 
objetivos, a planificar recursos y a prograrnar actividades y esto le habria dado una base muy 
importante al IIDWCAPEL sobre la cud sustentar sus iniciativas. 

Adicionalmente, desde un punto de vista institucional, el contar con una Estrategia General 
de Campaiia, habria servido por una parte, para delimitar claramente la responsabilidad que le 
correspondia a cada quien y por otra, para presionar al CSE en caso de que no atendiera las 
recomendaciones que en ella se plantearan, argumentando para ello, que se estaban utilizando 10s 
recursos del Proyecto, en contra del criterio tCcnico del TIDWCAPEL. 

2. Conclusiones 

Cabe seiialar, que la redaccidn de este Acuerdo en general, per0 muy particularmente en lo 
que hace a este Componente y sobre todo a 10s alcances de la participacidn del IIDWCAPEL y sus 
obligaciones contractuales, es confuso -cumdo no, ambiguo- pues mientras se dice que el CSE: "will 
conduct and implement. .. " y que a CAPEL le corresponde tan solo "asesorar" y "coEaborar9', sin 
hablar en ningn momento de brindar apoyo financier0 (entihdase en este caso, compra de espacios 
en 10s medios e impresidn de materiales), en el Presupuesto aprobado por el contrario, si se incluyen 
partidas para que el IIDHICAPEL paute e imprima las piezas publicitarias, que ademis, en el 
transcurso de la ejecucidn, termino diseiiando y produciendo. 

Desde nuestro punto de vista, por esta razdn, el IIDH,CAPEL adquiere asi una 
responsabilidad directa que no est6 clararnente estipulada en el Acuerdo, tanto en lo que se refiere 
a 10s procedimientos de contratacidn (Licitaciones, por ej.), como a la elaboracidn de las piezas y 
10s materiales publicitarios, su difusidn y distribucidn. Responsabilidad que, dado que es el 
IIDWCAPEL quien contrata con cargo al Presupuesto de este Proyecto, lo deberia obligar -por el 
tip0 de compromisos que est6 adquiriendo con terceros- a tener un control mucho mayor sobre la 
ejecucidn de las actividades. 

Pero mas all6 de este tipo de implicaciones legales y financieras, debemos sefialar, que esa 
ambigiiedad de 10s tCrminos del Acuerdo se prestaba para que existiera un margen muy amplio de 
interpretacidn sobre 10s alcances del Proyecto, a tal punto que de cierta manera, todo termino 
dependiendo de la "buena voluntad" o de las "buenas relaciones" que existia entre algunos de 10s 

antes mencionados), asi como de 10s problemas tecnico-electorales existentes, a fin de contar con una definici6n 
clara de 10s objetivos de comunicaci6n y de 10s segmentos poblacionales a que esta va dirigida, y poder entonces, 
desarrollar propuestas creativas, planes de medios y cronogramas de ejecucibn. 



funcionarios involucrados, perdi6ndose por ello las formalidades institucionales que un Proyecto de 
estas dimensiones, demandaba. 

Creemos que estos problemas, contribuyeron a debilitar y limitar la capacidad del Proyecto 
de implementar soluciones o enfatizar contenidos de la Campaiia, y todo empez6 a marchar al ritmo 
de las urgencias del CSE, sin posibilidad alguna de planificaci6n. 

En ese sentido y, a partir de las observaciones efectuadas, podemos decir, que el 
TIDWCAPEL quedo atrapado en medio de lo peor, de dos mundos, pues: sin lograr completar el 
proceso de diseiio estrat6gico de la Campaiia (que era lo que les correspondia hacer como asesores), 
se debe involucrar directamente en la elaboraci6n rnisma de las piezas y 10s materiales publicitarios 
(con el deseo, bien intencionado de sus funcionarios, de lograr que estas se hagan), per0 sin contar 
tampoco, por otro lado, con el respaldo institucional del CSE, y por lo tanto, sin el control pleno del 
contenido, la forma y 10s recursos de la Campaiia.. 

En nuestro criteria, esta situaci6n de da, por un problema de indefinicidn politico- 
institucional en su relacidn con el Consejo, el cud se viene arrastrando -como ya lo sefialamos-, 
desde la negociacidn inicial y la formalizacicin del Acuerdo Cooperativo. 

E. What was the impact of this assistance? 

Dado que no existieron dentro de este Proyecto mecanismos de medici6n estadistica sobre 
el impacto de las campanas, y ya que esta Evaluacidn se realizo cuatro meses despuQ de la eleccibn, 
resulta muy dificil para nosotros, establecer algiin tipo de valoracidn que pueda tener una fuente real 
y precisa de informaci6n. Por ello, debemos inferir de nuestras conversaciones, de 10s documentos 
e informes revisados y del andisis de 10s contenidos de la Campana, elementos que nos permitan 
responder a la pregunta formulada en el SOW. 

Precisamente, sobre esta carencia de mecanismos de evaluaci6n -adem& de las opiniones que 
ya emitimos en el punto 5.3 anterior-, hacemos al final de este documento una serie de 
Recomendaciones especificas. 

Debemos decir tambiin, que nos hemos enfrentamos al problema, de que muchas de las 
recomendaciones hechas por el IIDWCAPEL al CSE -en lo que al disefio de la Campana se refiere-, 
no fueron atendidas por las autoridades del organism0 electoral, y que incluso, en varias de las piezas 
y materiales publicitarios en 10s que el IIDWCAPEL asurni6 un rol ejecutor, tuvo que modificar 10s 
contenidos, por solicitud expresa del propio CSE. En estas circunstancias, resulta muy dificil 
identificar las responsabilidades (para bien o para mal), pueda tener cada una de las partes, sobre el 
contenido y difusidn de la Campaiia. 

Asi las cosas, habiendo asumido el IIDWCAPEL un rol ejecutor -m& all6 de sus 
responsabilidades como consultor- y siendo tan dificil delimitar responsabilidades, (salvo en algunos 
casos perfectamente documentados), hacemos las siguientes observaciones, con la advertencia de 
quiz&, algunas de ellas, no corresponden necesariamente al h b i t o  de la asistencia prestada por el 
IIDWCAPEL. 



1. Hallazgos y Observaciones: 

En primer lugar, debemos deck que pareciera estar claro, que si el lIDWCAPEL no asume 
una funcidn erninentemente ejecutora, dificilmentelas actividades de este Componente se habrian 
llegado a producir. En ese sentido, su asistencia fue determinante para la implementacion del 
Proyecto ". 

Siendo que en 10s objetivos generales del Proyecto, USAID se habia propuesto lograr: a)  un 
75% de inscripcih, 6)  un 60% de parficipacio'n, y c) un 5% de anulacio'n de votos, en un sentido 
estricto, se podria afirmar que el rnismo y dentro de el, especificamente, el Componente de 
Educaci6n Civica, cumpli6 con ese objetivo. 

Ahora bien, de estos resultados y dada la carencia de informacidn estadistica representativa, 
no se puede (ni se debe) inferir, que 10s rnismos se obtuvieron gracias a las Campanas de Educacidn 
Civica que formaron parte de este Proyecto. 

En lo que hace al esfuerzo desplegado por USAID a travCs de la red de ONG's para promover 
la inscripcidn de electores en 10s primeros meses del aiio, y muy especialmente, en 10s 28 Municipios 
afectados por la Inscripcidn Ad Hoc, (el cud, si bien no forma parte de este Proyecto, contd con la 
asesoria del lIDH/CAPEL para el diseiio de 10s materiales, y por lo demis, si forma parte del 
Proyecto General de Cooperacidn de USAID al CSE dentro del cud se enmarco la participacidn del 
IIDWCAPEL), no dudan'amos en afirmar, que si tuvo un impacto muy significativo en 10s resultados 
de la Inscripcicin, dado cum "personalizada" y exhaustiva se volvi6 la comunicacibn, al llevarla casa 
por casa.. 

Basta pensar, que el hecho de que se le haya ido a "invitar" a participar (Inscribirse, en este 
caso) personalmente y a su propia casa (y que ademb se le explique, detalladamente, como hacerlo), 
tiene -sin lugar a dudas- un enorme impacto para cualquier persona (aun de clase media o alta), pero 
para aquellos sectores de la poblacidn que se encuentran aislados o marginados, el efecto 
motivacional debe haber sido enorme.. No en vano, el mercadeo direct0 se ha convertido en el 
instrumento mas valioso de la publicidad comercial en 10s dltimos anos. 

De igual manera -y esto si, dentro de 10s alcances del Proyecto que aqui evaluamos-, estamos 
seguros tambikn, que la distribucidn de materiales impresos que el IIDHICAPEL hizo a partir del 
mes de setiembre, utilizando esta rnisma red de ONG's, tuvo tambign un impacto sumamente 
positivo en la participacidn electoral y en la baja anulacicin de votos, y de hecho creemos, que de 
todo el esfuerzo desplegad0,'este fue el mas efectivo. 

En realidad, cuando se analiza el material publicitario producido, nos encontramos que es 
este material impreso, el mas claro y didktico de toda la Carnpaiia, per0 ademh, -y gracias a que 
con este sistema de distribucidn se logro ampliar y facilitar el conocirniento que 10s ciudadanos tenia 

" V h e :  CAPEL-Informe Final de Actividades del Componente de Educaci6n Civica, e Informes 
Mensudes de Actividades, particularmente, aquello referido a1 avance del Proyecto y a 10s atrasos sufridos por el 
desarrolio de las Campanas. 



de 10s procedimientos de votaci6n- es el que realmente pudo haber influido positivamente en la baja 
anulaci6n de votos. 

En lo que hace a la Campaiia por medios masivos, cabe destacar el mensaje de tolerancia que 
se transmite a partir del Video Clip "Esta Patria Nuestra ". Este, seguramente, contribuyo a propiciar 
esa actitud de tranquilidad, vocaci6n y fervor civico, mostrado por el pueblo nicaragiiense el dia de 
las elecciones, y que a criterio de todos 10s Observadores Internacionales -frente a la gravedad de 10s 
problemas organizativos-, constituyo el aspect0 mas positivo de estos comicios 12. 

En lo que hace a las piezas de televisi6n y radio referidas a la mechica de votaci6n y a 10s 
distintos tipos de elecci6n (6 papeletas), debemos decir que las encontramos sumamente confusas 
y complejas. Confusas por cuanto mezclan inforrnacidn que es de interds exclusivo de 10s Miembros 
de las JRV, con aquella que se desea transmitir a 10s electores. Compleja, pues en la mayor parte de 
ellas, se mezclan varios mensajes distintos a la vez: tipo de eleccidn, color de identificaci6n de cada 
papeleta y procedimiento de votaci6n. Creemos que esto, lejos de facilitar el aprendizaje (si es que 
le podemos llamar asi), debe haber contribuido a genera ese clima de dificultad que, sin raz6n 
alguna,, se le imprimi6 a estos comicios. 

Decimos esto, porque si se analiza objetivamente, la verdad es que esta eleccidn -en lo que 
hace al votante-, era exactarnente igual a la de 1990, con la dnica diferencia de que eran seis, en lugar 
de tres, las papeletas en las que el elector tenia que marcar. Pero la mechica en si, era sumamente 
sencilla, en especial si se le compara con la de otros piases de la regi6n (Peh o Panami, por ej.). Aun 
asi, se insiste aun hoy en dfa, en decir -refiridndose a la mechica de votacibn-, que estas fueron unas 
elecciones "muy complej as". 

Esto nos lleva a seiialar tambidn, otra de las debilidades de esta Campaiia, cud es, el haber 
utilizado la radio, como vehiculo principal para la difusi6n de esta Campaiia. Es cierto que la radio 
tiene cobertura, y que por su bajo costo, se logra una alta frecuencia. Pero para las tareas de 
instrucci611, (meciinica de votaci6n y papeletas), no solo es poco efectiva, sin0 que ademis, tiende 
a confundir. Pidnsese en el esfuerzo de abstraccidn que debe hacer un campesino para imaginar las 
papeletas, las franjas de colores y las urnas de las que, le "esth hablando" en la radio. Se las 
imaginaran todos de la misma forma?, y podrh ir reteniendo 10s distintos pasos del proceso. 

Mas all6 de las dificultades que existieron con la contratacibn de la Agencia de Publicidad, 
y del acuerdo que se llego con el CSE, creemos que aquella parte de la Campaiia que el 
IIDWCAPEL iba a financiar, debib haber tenido, por si misma, una distribucibn 16gica de 10s 
recursos, y haber asegurado una adecuada -atin cuando fuese pequefia- difusibn. 

Y es que, extraiiamente, por ejemplo: a pesar de haberle dado tanta importancia a1 tema de 
las papeletas, estas nunca se le llegan a mostrar -real y adecuadamente- a1 electorado (a traves de 
muestras, en insertos en la prensa, por medio de &ches, por ej.), lo que de alguna manera refleja la 
carencia de m a  Estrategia General de Campana, a la que ya hicimos referencia, que le habria podido 
dar unidad conceptual, mas all6 de la unidad creativa que haya podido tener. 

l2 Vease: Infonnes de las Misiones de ObservaciBn de E S ,  Carter Center, NDI y otros. 
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Todo esto nos lleva de nuevo, a recalcar el hecho de la carencia de informacidn, y a la 
responsabilidad -ahi si, con toda claridad- que a1 IIDWCAPEL como asesor, le corresponde. Muchos 
de 10s supuestos sobre 10s que se hace esta Carnpaiia, no parecieran tener sustento -estadistico real- 
alguno 1 3 .  .. ". . . 

2. Conclusiones 

Es un hecho que -por las razones que hemos venido apuntando-, el equipo asesor del 
IIDWCAPEL tuvo muy poca capacidad para dirigir de una manera global las Campaiias, sus 
contenidos, sus objetivos, sus medios, sus tiempos y sus recursos. En ello, la falta de entendimiento 
con las demhs Agencias Donantes y sobre todo, la dificil relacidn con el CSE, juegan un papel 
determinante. La poca poca claridad de algunos mensajes y la escasa difusidn de otros, asi lo 
demuestran., por lo que valorar el impacto de la asistencia brindada por el IIDWCAPEL, a travCs 
de 10s productos publicitarios resultantes de este Proyecto, podria ser una gran injusticia. 

Sin embargo, nuestra observacidn anterior sobre la carencia de informacidn estadistica 
especializada y de una Estrategia General Unica de Carnpaiia por otra, si podria considerarse como 
un aspect0 que influyo negativamente, en el impacto que hubiese podido tener la asistencia 
brindada.. Insistimos aqui, en que, cuando se esta financiando una Carnpaiia de este tipo, la 
institucidn asesora debe asegurarse, mas all5 de otros recursos que pueda tener el beneficiario, de 
que, su participacidn incluya una adecuada difusi6n en 10s medios, para lo cud, se debe hacer un 
Plan de Medios propio, que incluya todas las necesidades de comunicacidn, aun cuna do no se pueda 
tener frecuencias o permanencias altas. Esta es, su obligacidn con el donante, pues de ella depende 
la efectividad de 10s recursos utilizados. 

Pero m6s allii de esto, y como logros muy positivos de este esfuerzo, debemos destacar, por 
una parte, la muy efectiva distribuci6n de 10s materiales impresos, lograda gracias la red de ONG's 
que se establecid con este propdsito (dentro de las que se deben destacar muy particularmente el 
C.E.D. y la Cornisidn de Verificacidn del Cardenal), la cud tuvo, adicionalmente, la enorme virtud 
de hacer participe a la sociedad civil de este esfuerzo. 

Y por otra, el acierto de difundir un mensaje conciliador, que segurarnente influyo, de una 
manera muy positiva, la actitud del pueblo nicaragiiense, quien el dia de la eleccidn demostr6, no 
s61o una gran vocaci6n democriitica, sino tambiCn ... una gran paciencia y tolerancia. 

F. Was this a good use of resources? 

l3 S e g h  se desprende de algunas conversaciones que sostuvimos, ia publicidad referida a las "6 papeletas" 
se diseiian como una reaccibn a las declaraciones del grupo SVRI, quien, a inicios del rnes de setiembre, sale a la 
prensa a decu que "10s nicaragiienses no saben como votar", basfindose para ello, en una "encuesta" realizada, por 
ellos rnismos, en aigunos barrios marginales de Managua. Cuando conversamos con sus personeros y vemos la 
supuesta "encuesta" nos encontramos con que en realidad, la pregunta que ellos habian formulado y sobre la cud 
basaron sus afirmaciones era: Sabe cuantas papeletas habrd el 20 de octubre?, lo cud, a nuestro modo de ver, no 
tenia ninguna importancia. Lo correcto en ese caso, hubiese sido, hacer un simulacro de votacibn, a partu de una 
muestra verdaderamente representativa. 



Debemos senalar aqui, antes de continuar con nuestras observaciones, que la valoracidn sobre 
el uso de 10s recursos se dificulta, toda vez que, si bien el Proyecto del IIDWCAPEL producia las 
piezas publicitarias, era el CSE, con fondos propios y de otras Agencias Donantes, quien las 
colocaba en 10s medios, sin tener CAPEL influencia alguna sobre el uso de esos fondos. Algo similar 
ocurre con 10s costos de distribucidn de 10s materiales impresos (a travis de la red de ONG's) , 10s 
cuales fueron aportados directamente a estas por USAID. Cuando se valore el costo total de la 
Campaiia, deben considerarse estos gastos. 

Como ya lo dijimos en las conclusiones del punto 5.5 anterior, asegurar una adecuada 
difusidn de la CampaCia que se estaba produciendo y una utilizacidn coherente de 10s medios pagados 
con estos fondos, si es una responsabilidad de la institucidn asesora. Esto por cuanto, a1 no limitar 
sus funciones a la asesoria, sino tambiCn haber aceptado el manejo de 10s fondos destinados a 
producci6n y pautacion de las Campaiia, la institucidn asesora (en este caso el IDWCAPEL) asume 
un rol de intermediario (de forma similar a cuando esta adquiere equipo de computo, por ej.), 
adquiriendo asi, una responsabilidad directa en que estos recursos se utilicen de la mejor manera 
posible, mas all6 de las necesidades o solicitudes de la instituci6n beneficiaria (el CSE, en este caso). 

A1 respecto hacemos una serie de recomendaciones al final de este documento. 

1. Hallazgos y observaciones: 

Basihdonos en una liquidacidn de gastos efectuados al 31 de diciembre de 1996, 
encontramos que: de un total presupuestado: $805.000,00 ($670.777,00 de gastos directos, mas un 
20% de Overhead), se gastaron: un total de $75.177,00 para el rubro de asesoria y seguimiento (es 
decir, un 9% del presupuesto total),14 y se contrataron servicios creativos y de producci6n externos 
-distintos a aquellos que hayan sido suplidos por alguna de las dos Agencias de Publicidad que 
mediaron en la contrataci6n de medios (HILO Publicidad, por parte del CSE, y 
APCU/J.W.Thompson por parte de CAPEL)-, por un monto un total de $83.018,00 (10 % ). 

El problema suscitado en esta subcontratacion, obligd al IIDWCAPEL -sin lugar a dudas- 
a tener una presencia mayor de sus ticnicos, en virtud de las funciones adicionales que estos 
debieron asumir en 10s ~l t imos meses del Proyecto, por esta razdn, segin nos informaron, el rubro 
correspondiente a asesoria aumento, de 10s $ 37.845,oo presupuestados originalmente en el 
Acuerdo Cooperative, a 10s $75.177,00 ya mencionados 15, lo cud supuso un aumento cercano al 
100%. 

Si sumarnos 10s costos'directos e indirectos generados por el IIDWCAPEL, encontramos que 
estos alcanzan la suma de $209.177,00 (un 26% del total invertido por USAID en este rubro), 

Asi las cosas, si al monto total presupuestado le restamos, 10s gastos indirectos (Overhead), 
el costo direct0 de la asesoria y 10s costos de producci6n, nos encontramos con que, en la prictica, 
qued6 un saldo disponible para colocaci6n en medios e impresi6n de materiales, de: $ 500.490,oo 
(un 62 % del total invertido). 

l4 Esto no incluye otros costos directos del Proyecto ni de su Oficina Local. 
'' Honorarios $38.600, Tiquetes: $ 10.661, y Visiticos: $25.916. 



El total invertido en la producci6n de 10s spots de televisi6n y radio fue de $ 66.789,oo 
mientras que su pauta alcanzo la suma de $459.920,00. ($289.920,00 pagados por este Proyecto, 
mas $ 170.000,oo pagados por el CSE), para una relaci6n de Produccicin/DifusiBn del: 14% 

... . 

Por otra parte, el total invertido en Artes, alcanzo la suma de $ 16.228,00, mientras se 
imprimieron un total de $210.572,00, para una relacibn Producci6nrImpresi6n del: 7%. 

2. Conclusiones 

Los problemas suscitados con la contratacidn de la Agencia de Publicidad determinaron, en 
gran medida, la relaci6n costo/beneficio de 10s recursos utilizados en este Componente, por lo que 
resulta inevitable hacer referencia a esta situacibn, para poder contestar la pregunta que se nos 
formul6 en el SOW de esta Evaluacibn. 

Como consecuencia de que las dos Licitacidn convocadas al efecto, fueron declaradas 
desiertas -la primera de ellas, por no haber cumplido con 10s procedimientos establecidos por USAID 
para este tip0 de concursos y la segunda, por no contar USAIWNicaragua con 10s fondos requeridos 
en aquel momento para comprometer la contratacidn respectiva-, 10s objetivos de este Componente 
se deben modificar -como ya lo hemos reseiiado- y el inicio del diseiio y produccicin de las piezas 
no se puede iniciar, sino hasta el mes de Agosto de 1996, cuando, en virtud del poco tiempo 
disponible, se acuerda establecer un contrato direct0 con la firma APCU/J.W.Thompson, quien, en 
definitiva, seri la agencia que habri de producir y pautar las cuiias de radio (no asi las de televisibn, 
que son producidas por el mlWCAPEL con el apoyo de productores independientes, y pautadas, por 
el CSE, a travCs de su propia Agencia). 

Antes de continuar con el an&isis que sustenta nuestra respuesta a la pregunta formulada por 
USAIDINicaragua en el SOW de esta EvaluaciBn, es importante hacer, una breve referencia a 10s 
mecanismos comerciales que rigen normalmente el negocio publicitario, toda vez que estos no 
parecieran haber operado aqui, como consecuencia -en parte- de 10s hechos referidos anteriormente. 

En circunstancias normales, cuando se contrata una Agencia de Publicidad, esta aporta, como 
parte de 10s servicios que presta a sus clientes, a carnbio de las comisiones que 10s medios le 
reconocen por la difusi6n de las piezas publicitarias (un 20% en el caso de Nicaragua), al menos: el 
personal creativo necesario para el diseiio y la elaboracibn de las piezas, el personal responsable de 
la planificacicin de medios, su control y seguimiento, y el personal ejecutivo requerido para la 
implernentacion t6cnico-administrativa de la Carnpafm, quienes ademis elaboran sin costo adicional 
alguno para el cliente: las Estrategias Generales de Comunicacibn, las Propuestas Creativas, 10s 
Planes de Medios, 10s Scripts, Story Boards, Bocetos y, el Control y Monitoreo de la Pauta, entre 
otros, ademis de negociar con 10s medios y 10s demis provedores (productores, artistas, etc.), tarifas, 
descuentos y bonificaciones en beneficio de su cliente. l6 

l6 Normalmente cuando las cuentas alcanzan un volumen importante, resulta muy factible lograr 
descuentos, bonificaciones e incluso tarifas especiales en 10s medios, dependiendo -0bviarnente- del poder de 
negociaci6n (16ase volumen de facturaci6n) de la Agencia seleccionada. T6mese en consideraci611, por ejemplo, que 
en el caso de esta Carnpaiia se invirti6 en menos de 2 meses, mris de $500.000, suma esta seguramente, muy superior 
a la que invierte cualquier empresa comercial en el pais. 



En esas circunstancias y si la Agencia cuenta con la experiencia, la infraestructura y el 
personal necesario, el cliente (en ese caso podria ser USAID directamente), a lo sumo, debe darle 
seguimiento y supervisi6n al desarrollo y producci6n de la Campaiia, la cud es ejecutada por la 
Agencia, a partir deun Plan Estrategico-Creativo previamente elaborado, discutido y aprobado por 
las partes (que como ya seiialamos, es lo que le corresponderia hacer al Asesor Externo-el 
IIDH/CAPEL por ejemplo). 

Por estas razones, pensando en futuros Proyectos, -e insistiendo en que, hasta ahora, nos 
hemos venido refuiendo a circunstancias norrnales, y que entendemos, que ese no es el caso de este 
Proyecto- creemos que el manejo de una Campaiia de Educacidn Civica como esta, puede tener un 
costo de intermediacion menor, si se establecen claramente las funciones y responsabilidades de cada 
quien, y si se negocia directa y adecuadamente con la Agencia de Publicidad, para que esta asuma 
las tareas de producci6n y seguimientos, y el asesor, las de diseiio estratigico, que son las que le 
corresponden. 

En otros paises en 10s que USAID ha desarrollado Proyectos sirnilares, o bien se contrata 
directamente a la Agencia de Publicidad por una parte y a la Asesoria TCcnica por otro, o bien se 
negocia con la institucih asesora un Overhead menor, para 10s gastos de esta sirea especifica. 

Esto por cuanto, si bien el monto de gastos directos e indirectos generados se encuentran 
dentro de una suma muy razonable para el tipo de Instituciones que se vieron involucradas en este 
Proyecto, $209.177,00 ($134.000,00 de Overhead, mas $75.177,00 de Asesoria) lo que equivale 
a un 26% del total invertido, no podemos pasar por alto, que muchas de las funciones que tuvo que 
asumir el IIDWCAPEL podrian (y deberian) haber sido suplidas -sin costo adicional-, por la Agencia 
de Publicidad, a cambio de la comisidn (20%) que recibe por pautar en 10s medios (en este caso, 
$62.000,00 aprox.). 

De lo contrario, la relaci6n costo/beneficio en esta Area especifica de asesoria, al igual que 
en el caso de compras de equipos (de computo, por ej.), resulta un tanto elevada con relaci6n a 10s 
standards comerciales que operan incluso, para las empresas multinacionales. 

111. RECOMENDACIONES 

A partir de las Observaciones realizadas y con base en las Conclusiones obtenidas, nos 
permitimos hacer las siguientes Recomendaciones, no sin antes advertir, que estas -si bien se generan 
como consecuencia de nuestras observaciones al Proyecto evaluado-, se refieren mas bien, a 
sugerencias que nos permitimos plantear parta el desarrollo de futuros Proyectos. 

Muchas de estas Recomendaciones y es importante decirlo aqui, suponen romper con 10s 
esquemas tradicionales de asistencia tkcnica o institutional que hasta ahora han operado en el carnpo 
electoral y en 10s que, la relaci6n con el organism0 electoral es privilegiada. Es nuestro parecer, que 
frente a la reducci6n de recursos que viene dindose en casi todas las Agencias Donantes, se hace 
cada vez mas necesario, desarrollar altemativas creativas para este tipo de Proyectos, per0 sobre 
todo, lograr una mayor eficiencia en la utilizaci6n de 10s fondos y profesionalizar aun mas, este tipo 
de asesorias. Y en todo ello, 10s mecanismos de subcontratacion por un lado, y una participaci6n 
mayor de las Organizaciones de Sociedad Civil, constituyen importantes alternativas. 



A. Sobre las Negociaciones Previas y la Formalizacidn de 10s Acuerdos 
Cooperativos 

Considerarnos al respecto que, en el futuro, 10s Acuerdos Cooperativos deben ser mas claros 
y especificos en cuanto a delimitar correctamente 10s alcances y responsabilidades de cada una de 
las partes. Sin pensar en sustituirlos por un Contrato, este tipo de Acuerdos si deberian rescatar de 
aquellos, la formalidad de un compromiso adquirido para la ejecuci6n de ciertas tareas y la 
consecucidn de ciertos objetivos, por lo que t6rminos ambiguos o poco claros deben ser elirninados 
o al menos claramente predeterminados en el mismo Acuerdo 17. 

En este mismo sentido, es fundamental que el Presupuesto se corresponda exactamente con 
las funciones y obligaciones de la parte narrativa del Acuerdo Cooperativo. 

Con esto no queremos decir, que 10s Acuerdos Cooperativos deban ser mas rigidos en lo que 
a la Implementacion de las actividades se refiere, por el contrario, debe prever todas las posibilidades 
de acci6n a fin de facilitar la consecucidn de 10s objetivos planteados, per0 explicitandolas siempre, 
claramente, en el documento inicial. 

Siendo este tip0 de Acuerdos en la practica, un asunto de cariicter tripartito (USAID / DDH/ 
CSE, por ejemplo), per0 contractualmente bilateral, recomendamos -a fin de comprometer a todas 
las partes-, que en el futuro exista, de previo incluso a la firma del Acuerdo Cooperativo, un 
Convenio o Memoriindum de Entendirniento, de igual contenido, entre el beneficiario y el 
intemediario (por ejemplo en este caso, el CSE y el IIDHICAPEL), a fin de que quede constancia 
de la aceptaci6n plena del beneficiario de 10s t6rminos y alcances establecidos, asi como del 
compromiso que este tambiCn adquiere. Este procedimiento deberia seguirse tambiCn, cuando se 
realicen Enmiendas a1 Acuerdo original. 

Preferiblemente, la Agencia deberia procurar participar en Proyectos o en heas de Proyectos 
en donde su apoyo sea determinante para el desarrollo de las actividades, a fin de que estas tengan 
un carsicter unitario y un diseiio coherente. 

B. Coordinacibn con otras Agencias Donantes y Delegaciones Diplomaticas 

A fin de evitar la duplicaci6n de actividades, per0 sobre todo, con el firme prop6sito de unir 
esfuerzos en sus iniciativas de apoyo a 10s procesos democrsiticos o sociales que se estCn impulsando, 
resulta indispensable lograr un mayor entendimiento diplomsitico entre las distintas delegaciones, 
a fin de que la ejecuci6n de estos Proyectos se mantengan dentro de criterios tknicos comunes, mas 
all6 de las consideraciones politicas que cada Gobierno pueda tener. Esto permitiria, no solo 
fortalecer las posiciones de la Comunidad International ante las Instituciones locales, obtener 
garantias de cumplimiento de 10s compromisos politicos y sociales bisicos y propiciar un correct0 
y eficiente uso de 10s recursos, sino que ademis obligaria a estas ultimas y para su propio beneficio 
futuro, a aprender a administrar y planificar adecuadamente 10s recursos disponibles. En ese sentido 
es importante tambiCn, que las instituciones locales perciban claramente, que 10s recursos externos 

" De acuerdo con esto, terminos como: "apoyar" o "coloborar", deben ser sustituidos por conceptos como: 
"brindar asesoria tkcnica para (detallar Areas) ..." o bien, "producir y pautar para (el CSE, por ej.) ...". 



no son ilimitados, que deben ser bien administrados y sobre todo, que los rnismos e s t h  
condicionados a requisitos no solo financiero-contables, sino tambiCn tCcnicos y politicos. 

En el caso de.Proyectos en 10s que exista un intermediario o asesor tCcnico (el IIDWCAPEL, 
por ejemplo) aun cuando este no reciba recursos provenientes de otras Agencias y con el fin de 
propiciar esta coordinacibn, debe tratarse de establecer una relacibn de reciprocidad con 10s 
responsables ticnicos de estas, a fin de obtener y proveer infonnacibn sobre el desarrollo de 10s 
distintos Proyectos que se e s t h  implementando en favor de una institucibn o un proceso 
deterrninado. Se sobrentiende -0bviamente- que nos referimos a aquella informaci6n que no sea de 
caricter politico y confidencial. 

Esta de mas decir, que resulta aun mas importante que se de esta cooperacibn, entre aquellos 
organismos que e s t b  recibiendo fondos de la propia Agencia (CAPEL / IFES, por ejemplo). 

C. Sobre el Seguimiento e Implementation de 10s Proyectos 

El segimiento de este tip0 de Proyectos, especialmente en el campo electoral donde se debe 
trabajar sobre fechas-limite preestablecidas, obliga a un seguimiento continuo de 10s mismos, sin 
embargo, el mismo debe darse en tres niveles claramente diferenciados: el tCcnico, el financier0 y 
el politico. Sobre el primer0 cabe seiialar, que se debe hacer un esfuerzo por no burocratizarlo, 
obligando trarnites que requieren costosas infraestructuras de apoyo que terminan encareciendo la 
asistencia tkcnica y distraen recursos y esfuerzos del personal involucrado. 

En lo que hace a 10s aspectos financieros, mas all& de 10s requerimientos que se establezcan 
formalmente en 10s reglamentos de la Agencia, es fundamental que, al inicio de todo Proyecto, las 
instituciones y sobre todo, las personas involucradas en la implementacion de las actividades 
(incluidas las de la propia Agencia) reciban de parte del Oficial de Contratos una explicacibn 
exhaustiva de las Standard Provisions y de 10s Reglamentos de Compras y Subcontratos, asi como 
una clara definici6n de 10s criterios que, a nivel local y mas all6 de estas, se habrh de aplicar. El 
objetivo de esta(s) reuniones previas, es la de detenninar 10s lirnites y 10s niveles de tolerancia con 
que habrB de operar -dentro de 10s mfirgenes de discrecionalidad que las norrnas le conceden- la 
Oficina de Contratos local. 

Asi mismo, es importante prever a1 inicio de un Proyecto, todas aquellas situaciones puedan 
llegar a necesitar un Waiver o Sole Source, a fin de consultar con la Oficina de Contratos las 
posibilidades reales de accesar a estas y 10s tramites a seguir. 

Finalmente, en el nivel politico, es importante establecer -al igual que se hace en el nivel 
ttcnico-reuniones conjuntas y pericidicas de las partes involucradas, a fin de prever conflictos, 
plantear posiciones y establecer conjuntamente, si fuese del caso, modificaciones en 10s ttrrninos de 
la relacidn. En el caso especifico de Proyectos altamente sensibles, deberia de considerarse tambiCn 
la participacibn activa de la Embajada y de las de otras Agencias del Gobiemo que puedan tener 
inter& en las ireas de accidn del Proyecto. 

En la medida de lo posible, cuando medien compras de bienes, equipos (cornputadoras, por 
ej.) o contrataciones de servicios profesionales especificos (Campaiias Publicitarias, por ej.), estos 



deberian ser hechos directarnente por USAID, a fin de que las instituciones u organismos de asesoria 
ticnica (como el IIDWCAPEL, por ej.) no terminen convirtiindose en simples intermediarios de 
compras, ya que esto desvirtfia su objetivo principal y resulta sumamente oneroso para el Proyecto. 

Si bien estamos de acuerdo en que, en la medida de lo posible, se adquieran equipos y 
servicios de empresas norteamericanas, deberia tratarse de que las rnismas se hagan a travCs de 
distribuidores locales, con el fin de asegurar y disrninuir 10s costos futuros de servicio y repuestos. 

Finahente, 10s aportes que se hagan y sobre todo la asesoria que se brinde, mas all6 de las 
urgencias del momento, deberian disefiares con un caricter prospectivo, es decir, buscando que, a 
travks de ellas, se transfiera conocirniento (en el caso de la asesoria) o bien tecnologia y bienes 
perdurables, a fin de hacer cada vez menos dependientes de 10s recursos externos a las instituciones 
beneficiarias locales 18. 

D. Sobre 10s Procedimientos de Evaluaci6n y la Medici6n del Impacto y 10s 
Resul tados: 

Tanto por las consideraciones que hicimos en 10s puntos 1 y 2 de estas Recomendaciones, 
como por las restricciones de recursos que se vienen dando para este tip0 de Proyectos, consideramos 
que se debe establecer claramente -demo de 10s propios Acuerdos Cooperativos-, el tipo de impacto 
y de resultados que se esperan obtener, per0 no solo en tkrminos generalistas, sino en detalle 
concreto y tangible, para cada una de las ireas que se incorporen a un Proyecto. En ese sentido, las 
Evaluaciones que se establezcan (finales o intermedias) deben contar con 10s instrumentos adecuados 
(y asi preverlo en el Presupuesto respectivo), ademds de estar enmarcadas dentro de un criterio de 
oportunidad, que las conviertan, no solo en una simple obligacidn procedimental, sino tambikn, en 
un instrumento de valoracidn real del esfuerzo y 10s recursos invertidos. 

En ese rnismo sentido, sugerimos adoptar para este tip0 de Proyectos, en la medida de lo 
posible y en aquellas hreas que lo perrnitan (Campanas de Comunicacidn, por ejemplo), criterios 

a 
empresariales en 10s que exista una clara relacidn del costo y el beneficio que cada actividad genera. 

Seria importante tambiin, que las evaluaciones finales de 10s Proyectos -como ista- se 
puedan realizar en dos etapas. Una primera, durante la ejecucidn de las actividades, y otra, al 
finalizar estas, ya que en muchos casos, resulta muy dificil reconstruir el context0 y las 
circunstancias que condicionaron un determinado resultado. 

E. Diagn6sticos previos e intermedios: 

l8 Nicaragua es un buen ejemplo de este problema. En gran medida, por cuan abundante ha sido la ayuda 
intemacional recibida en 10s dos liltimos procesos electorales nacionales, el costo por voto ernitido en Nicaragua, es 
hoy por hoy, el mas elevado de America Latina. Como ankcdota ilustrativa, nos relataba un funcionario del CSE, 
que en tiempo de elecciones, el precio por hora de una "Panga" se mplica y a veces se cuadmplica. La pregunta que 
cabe hacerse entonces es, Podran 10s nicaragiienses financiar en el futuro sus elecciones? 



Como ha quedado claro en nuestras Observaciones, el buen desempeiio de estos Programas 
esta estrechamente vinculado a la situacibn tCcnica inicial del beneficiario, de sus recursos humanos 
y de su propia cultura institutional. Por esta raz6n7 asi como para poder acceder a fondos de USAID, 
las instituciones deben aprobar una evaluaci6n finaciero-contable, este tip0 de Proyectos deben'an 
basarse y diseiiares a partir de un Diagnostico TCcnico inicial de necesidades reales del beneficiario 
y no solamente como una respuesta a sus demandas 19. Para ello, el intermediario o aun rnejor, un 
tercero independiente, deberia hacer un Diagnostico inicial que permita determinar a la Agencia la 
conveniencia y oportunidad de brindar la ayuda solicitada y prever problemas o conflictos antes de 
que estos ocurran. De ser necesarios -y esto es algo que debe ser determinado tambiCn, por quien 
haya realizado el Diagnostico inicial- se deben prever otro tipo de mediciones interrnedias. 

En Areas especificas (Campanas de Comunicaci6n7 por ejemplo) se debe establecer tambi6n 
la necesidad, mas all6 de 10s deseos del beneficiario (pues es algo que constituye un elemento 
fundamental de la asesoria que se va a brindar), de instrumentos tecnico-cientificos adecuados sobre 
10s cuales basar el diseiio de las actividades 20. Esto deberia ser incluso una exigencia de la propia 
Agencia, en el tanto, la calidad del servicio de consultora contratado, dependeri de que se cuente con 
este tip0 de informacibn. 

Asi rnismo, para el manejo y direcci6n de estos Proyectos, se deben establecer instrumentos 
independientes de valoraci6n politica (andisis de situacibn y riesgo politico, por ej.), ejecutados por 
terceros que no e s t h  involucrados en su irnplementacion, a fin de contar, para la toma de decisiones, 
con opiniones y anfiisis externos que no estdn influidos o identificados con 10s intereses de alguna 
de las partes contratantes. Evidentemente, en algunos casos, el Diagnostico tCcnico y las valoraciones 
de riesgo politico podr6.n ser desarrolladas conjuntamente. 

F. Participacih de la Sociedad Civily el Sector Privado 

Cada vez mas, pareciera indispensable obtener el apoyo de la Sociedad Civil organizada para 
el buen desempeiio de estos Programas. Ya sea en el tema electoral, administracibn de justicia, 
6rgano legislativo o mas aun, en programas sociales, el trabajar directamente con las instituciones 
del Estado limitan las posibilidades de accibn de 10s Proyectos y muchas veces 10s deslegitima. 
Promover este tip0 de participaci6n deben'a ser uno de 10s objetivos en 10s que mas se debe insistir 
en el futuro. Esto tiene un doble propbsito, por un lado, hacer mas arnplios y participativos 10s 
procesos politico-sociales que se desean promover con estos Proyectos, y por otro, evitar cargar a 
las instituciones con tareas que no necesariamente deben (o pueden) realizar (las Campanas de 
Educaci6n Civica o la Capacitaci6n de Fiscales y aun, de Miembros de JRV, por ejemplo, en el caso 
del CSE), pues no son su obligaci6n legal, de forma tal que puedan concentrar sus recursos tCcnicos, 
humanos y financieros en aquellas que si son sus actividades principales. 

l9 Cabe aclarar, que no nos referimos a un documento de identificacidn de necesidades o de proyectos de 
cooperaci6n intemacional, sino mas bien, una valoraci6n tkcnica profunda de cada Cea propuesta en el Proyecto. 

** En el caso de las Campanas, por ejemplo, en donde se trabaja fundamentalmente en el h b i t o  de las 
percepciones y en procura de modificar la opinidn publica, es inimaginable que estos se pueda realizar sin contar, a1 
menos, con un sondeo de opinidn cuantitativo y cualitativo inicial. 



En este sentido, lo que estamos proponiendo es, que USAID tome la inciativa y promueva 
este tip0 de soluciones -movilizando recursos y usando su influencia- a fin de encontrar m6todos 
alternativos de participacidn. para la Sociedad Civil, en aquellas heas sociales o politicas en las que 
la Agencia este trabajando. 

En aquellos casos en 10s que cierto tipo de actividades busquen resultados concretos y 
cuantificables (Computo, Registro, Carnpaiia, por ej.), se debe promover la participaci6n del Sector 
Privado, ya sea como pate de un subcontrato o un contrato direct0 (para cierto tipo de tareas 
terminadas, por ejemplo), no solo con el rnismo propdsito antes referido (no distraer recursos y 
esfuerzos de las instituciones oficiales), sino sobre todo, con el fin de lograr un uso mas eficiente de 
10s recursos. Para estos casos, se deben establecer criterios tCcnicos verdaderarnente efectivos y 
representativos para la seleccidn de las ofertas 21. 

1. Otras recomendaciones de cardcter especifico 

Sobre las Licitaciones para la Seleccidn de una de Agencias de Publicidad: Cuando se deban 
hacer contratacisnes de Agencias de Publicidad sugerimos, hacer estas, por invitacibn, cursando 
notas de convocatoria a las Oficinas Regionales para Amkrica Latina de las empresas 
multinacionales que trabajan en este campo (Por ejemplo: Young & Rubican, BBDO, Ogilvy & 
Mather, Grey, FCB, J.W.Thompson, etc.), las cuales, y que casi sin excepcidn, cuentan con alguna 
firma local asociada. De esta forma, se garantiza un standard minimo en la prestacidn del servicio 
y de alguna manera, se privilegia empresas norteamericanas. 

Las invitaciones que se cursen, deben ser claras y explicitas 22, y deben establecer un 
mecanismo de evaluaci6n, adecuado a 10s standards internacionales, que como se sabe, son muy 
exigentes. 

Por otra parte y dado que son 10s medios de comunicaci6n 10s que fijan las tarifas (y dado 
que las rnismas son iguales para todos 10s anunciantes), hacer este Concurso a partir de una oferta 
de precio fijo, carece por completo de sentido. Lo que se debe concursar son las condiciones de la 
negociaci6n (descuentos, bonificaciones, etc.) y la prestacidn del servicio (personal, dedicaci6n a la 
cuenta, asesoria especializada, etc.), para luego, ahi si, contratar a precio fijo. 

21 Basados en 10s criterios que una empresa privada utilizarfa para adquirir este tip0 de bienes o semicios, 
por ejemplo. 

22 Decimos esto, pues cuando el IIDHICAPEL convoco a la Licitaci6n para seleccionar una Agencia de 
Publicidad,-a travBs de 10s diarios de Costa Rica, El Salvador y Miami-, lo que realmente solicito, fue: 
" ... fmas ...q ue deseen proveer asistencia a1 CSE en la preparaci6n de materiales de educaci6n a 10s votantes ... en 
ingles, espaiiol y miskito...", por lo que -evidentemente- ninguna firma importante en el campo de la publicidad 
participo. 


