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EXECUTIVE SUMMARY 

The electoral process m Peru has faced three sets of concerns whch influence the quahty of cltlzen 
participation 

A need to assure the transparency and mtegnty of the votlng process 

A need to develop the rnstrtut~onal capac~ty to orgame and report the results of elections 
effectively, efficiently and at a reasonable cost 

A need to ensure the wrdest possrble partrapatron of citlzens m the electoral process 

Main Findings 

The assistance prowded through IFES has sought to address these concerns through a senes of 
activities that mcluded four basic elements 

Support for the process of carrying out the 1995 national presidentlal and congressional 
elections 

Support for the mstitutional development of the agencies of the electoral system 

> Support for cM1. soclety orgamaQons engaged m efforts of promotmg electoral participation 
and the mtegnty and transparency of the electoral process 

Support of a pohcy dzilogue armed at lnfluencmg the type of electoral reform leglslatlon and 
forms of national representation enacted by the government 

Results Achieved 

> Regardrng support for the 1995 general electron The support promded by IFES asslsted 
m xnprovlng operations of the National Electoral Tnbunal (Jurado) m c a . g  out the 
elmon. However, problems r m e d  to be addressed m areas such as t r m g  poll workers 

> Regardmg support for the ~nst~tut~onal development of the electoral system After the 
1995 national elections, an important focus of IFES activltles was to work m t d y  with the 
Jurado, the National Office of Electoral Processes (OWE) and the National Reglstry of 
Electoral and Civrl Identity (IDENTIDAD) m burldmg up the mstitutional capaclty of the 
newly defined electoral system The rnunrczpal electrons of 1995196 were camed out with 
a reasonable degree of orgamatlon, despite a vanety of jurisdictional d~putes  Lessons 
learned from the 1995 pres~dent~al elections were taken Into account m such areas as the 
development of tralnlng matemls However, a cnsls mentahty stdl prevaded and the kmds 



of testmg of messages that makes for good educational m a t e d  were stdl not mcorporated 
mto design efforts 

Unlforrnly, all three new orgarmations faced ssues of developmg an appropmte 
orgamzational culture to meet thelr responsibhties IFES addressed t b  concern wth a 
combmation of st& t r m g  and techcal assstance 

Success m developmg t h  new mstitutional culture has been mured The Jurado has not 
mt~tuted the necessary orgamzational transformations that wdl make it successful m its new 
roles OWE has begun to talk m terms of the need for strategic p l a m g  It has sunphlied its 
orgaruzational structure, reducmg levels of herarchy and reducmg, as well, the number of 
permanent staff It has also begun to mcorporate the concept, d not the effective practice, of 
testmg its t r m g  materials IDENTIDAD s facmg a concern regardmg its capacity to deal 
with the pubhc, wth pubhc acceptance and understandmg of the transformations proposed, 
wth the pohtIcal dnmnsions of the role it has to play (as witness the recent controversy over 
enrohg parties) as well as wth its mternal capacity to meet its management requirements 

A further cntical concern IS the question of who IS responsible for paylng for the costs of 
m t a r n m g  the electoral system Each of the three components receives far less from the 
Government of Peru's budget than what IS considered by them to be the sums they reqme 
to carry out thesr tasks The proposed solut~ons suggest the development of what may amount 
to a defacto poll tax-unpedmg votmg by those who already have h t e d  access, the poor, 
above all the rural poor, who constitute a sigdicant portion of the country's population 

Regarding support for cwll society organizations engaged In efforts of ensunng the 
mtegnty and transparency of the electoral process The IFES CA sought to support a 
vanety of NGOs, undertakmg vanous forms of actiwties whlch ran from efforts at promotmg 
transparency m actual p o h g  processes, dialogues regardmg the Issues mvolved m the 
elections, citlzen participation m general and m rural areas and the role of the press m the 
electoral process The bulk of the total of more than $500,000 spent for civll society went 
to a smgle o r g m b o n  (Transparenm) whch engaged m vanous of these forms of activities 
as well as becormng the national repository for electoral data 

Substantwely, the results have been lrnpressrve Transparencla carned out ~mportant functions 
as a poll watchmg agency for the national and mumcipal elections, estabhhmg a reputation 
for obJectMty across the pohbcal spectrum. Its mult~rnedla center s an unportant data source 
regardmg elections Another NGO group, SERKEAPAZ, undertook an unportant effort to 
mcrease voter awareness m rural areas 

However, it IS clear that the efforts undertaken are not hkely to be sustmed given present 
cmxrnstances Transparencn IS m an extremely precarious financial sltuatlon SER, whch 
conducted an effort at deahg wlth rural voter participation, IS engaged m other forms of 



lll 

activities to support its existence Other NGOs are either too weak to contlnue or dlrected 
elsewhere 

WMe support under thu CA for the NGOs was not Intended to promote sustamabhty, it 
would certady have been an advantage, and may be a necessity, for future democratic 
development If civd society orgamabons mth reputations for honesty, objectivity and the 
capacity to perform were present vvlthm the electoral process 

Regardmg support, largely through clvll soc~ety organlzat~ons and pubhc events, of a 
poky dialogue amed at lnfluenung the type of electoral reform legslation Aside from 
developmg a book and other m a t e d  and c a h g  attention to the Issues through some well- 
pubhclzed fora, thrs effort cannot be sad to have acheved a concrete result Future reform 
efforts may benefit from the groundwork h d  by thu set of discussions, but that r e m s  to 
be sekn In the short run, the Issue can be considered to be closed 

Recommendations 

Several lss~es remam to be addressed to enhance cituen participabon 

> The need to promote greater access of econormcaily &advantaged citlzens, above all m rural 
areas, to the electoral process, 

The need to enhance the civlc culture of citlzens as voters, 

The need to enhance the capacity of cibzens, as a d m t r a t o r s  of the electoral process, to 
be able to h t  the loss of votes by nullrfication, and 

The need to further a poky ddogue whch enhances the kehhood of a more comprehensible 
process for selectmg members of Congress by h g m g  the mdivldual voter closer to his or 
her representative 

To meet these broad general considerations, as well as to contmue the process of developmg the 
electoral system that has already been undertaken by USAID/ODIT through the IFES CA, we would 
make the followmg recommendafions These recommendations are, of course, subject to that most 
sigluficant caveat of the a v a d a b t  of resources and subject, as well, to bemg pnontlzed w i t h  an 
overall strategy that takes mto account the other IRs that are part of ODIT's overall strategic 
approach 

To enhance the inst~tut~onal development of the public sector agencies of the eiectoral 
system 



Pmvuie addrftonal technrcal support to ONPE, IDENTIDAD and the Jurado drrected at 
enhancurg therr rmplementahon of an approprrcrte organtzatzonal culture to contznue to 
modernize theu functzons Provlde such assistance on a short term, hghly focused bas& 
through such mecharusrns as IQCs 

Fac~l~tate contmued commun~cation between OWE and other technlcal arms of 
electoral agencies m Latin Amenca seelung to enhance the necessary technlcal skills to 
undertake them tasks, skrlls such as better report~ng of results Agm, t h  could be 
lmplernented through an IQC work order 

To overcome issues of structural absentee~sm by enhancing c~t~zen part~c~pat~on 

Supporf an organmiwn such as SER to expand rts efforts to promote rural partrczpatron 
tn the polrtrcal process through the use of media, through communrty based crvrc 
educatron and through crtrzen action to secure the necessary zdentrfcatwn documents 
Thls can be unplernented through a grant and supemion provlded duectly through 
USAIDIODIT or through an IQC 

Support efforts through NGOs and other mechanisms to promote a pohcy d~alogue 
wth the government to ehrmnate bamers, lncludrng hanc~a l  ones, to access to ~dent~ty  
cards Thrs can be lmplernented through a grant, best dmcted at a slngle NGO, and 
supemlon provlded dlrectly through USAIDIODIT or through an IQC (In t h  regard, it 
may be possible to obtm alhes wtlun the government for reasons related to secmty lssues ) 

To enhance CIVIC awareness and CIVIC educat~on. 

Develop a program of CIVIC educatron that can be t~ed to Jurado efforts, requ~rements 
of the Const~tut~on and concerns of the Min~stry of Educat~on as ~t revamps its 
curr~cula To unplement t h  recommendation, it may be more effective to turn to a civd 
society orgaruzation that has the capacity to design a supplementary text and to q l emen t  
related audlo-vlsual and radio/televlsion programrmng Thrs can be lmplemented through a 
grant and supemion provlded d~rectly through USAID/ODIT or through an IQC 

To ensure the presence of CIVII soc~ety as a watchdog over ~ssues of electoral 
transparency, mtegnty and reform 

Sb-engfhen an emizng nvd soczety organrzatron to carry out thrs funchon By wtue of its 
reputation, Transparencla IS the lkely candidate, but that slgrufies a need for a signdicant 
institutional re-onentation to meet the challenge of sustamabhty 

The Issue of sustamabhty of civd society watchdog orgaruzat~ons that are non-partlsan and 
are often perceived by governments m power as posmg a challenge ls one that has been and 
is belng faced by USAID democracy programs throughout the world It may be worthwlule, 



m terms of approachmg t h  ssue, to look at the vmous alternatives that have been explored 
elsewhere, for mstance, the development of general endowment funds, of trusts for speclfic 
mstitutions or speclfic types of activities 

The most important area of concern for the long term mtenance  and enhancement of the 
democratic process m Peru IS ensunng that the structural bmers  to electoral participation are 
reduced to the m a ~ l ~ ~ l u m  degree possible The least urgortant recommendations are those related to 
strengthemg the components of the electoral system. Structural barners q e d e  the full and effective 
funcbomg of the electoral process and contribute to h t m g  the democratic nature of participation 
m the Peruvliin pohtical system. Whde the agencies would benefit from contrnued techcal 
enhancements, above all m the areas of soclal rnarketmg and strategic planrung, they (OWE and 
IDENTIDAI) above all) are suffiaently plugged m to be able to reach out for such techcal  support 
The major concern that these agenaes face s tied to the lssue of structural barners the need for the 
state to provlde sufficient resources to ensure that the electoral system functions Thls also means 
prowhg the necessary resources to ensure that financmg elechons does not result m the generation 
of additional structural barners 

The other two sets of speclfic recommendations, buddmg greater citlzen awareness and developmg 
an mdependent watchdog to ensure electoral transparency, are q o r t a n t  lssues that rank just below 
that of enhancrng participation by e b a t m g  structural barners Greater citlzen awareness can be 
fachtated by reasonably small lnvestrnents to promote better avadabhty of teachmg materials and 
cmcula for pubhc educaOon as well as through experiments usmg educa~onal television, an avadable 
resource m Peru Ensuring transparency may become a cntical ssue If there IS a tight race for control 
of the naQonal government m the next na~onal elechon Relatively small mvestments m strengthemg 
NGOs concerned wth these two lssues may foster q o r t a n t  Impacts on future elections and future 
capacity for participation 



I. INTRODUCTION 

Overall Objective 

USAID/Peru7s Office of Democratic htntives and T r m g  (USAD/ODIT) has supported the 
electoral process m Peru slnce 1994 m large measure through a cooperative agreement (CA) with the 

I International Foundation for Electoral Systems (IFES), a US pnvate non-profit foundation The 
Cooperatwe Agreement, executed on September 29, 1994, provided a total of $ 4,081,4931 and with 
amendments runs through to December 31, 1997 The rnam objectives of the CA have been to 
lmplernent a mulh-faceted program of electoral asslstance wth both unmedlate and long term Impact 
on the transparency, effectiveness and efficiency of the Peruvlan electoral system Support was 

A 

provded to b t h  the pubhc sector agencies mvolved m rnanagmg the electoral process, the National 
Electoral Tnbunal (Jurado Nacional de Elecciones [Jurado]), the National Office of Electoral 
Processes (Oficma Nacional de Procesos Electorales [ONPE]) and the Nahonal Regstry of 

I 
Identificahon and Civil Status (Reglstro Nacional de Identlficacion y Estado c1v1.I [IDENTIDAD12) 
and to civd society orgamzations whose actiwties related to the overall objectives of electoral 
assstance - 

11 

Usmg the CLIN 001 Indehte Quanhty Contract of the USAD Global Bureau's Center for 
Democracy and Governance, USAID/ODIT contracted through Development Assoclates Inc for the 
services of a team to undertake a final evaluation of the actiwties c m e d  out through the IFES 
Cooperatwe Agreement The evalua~on was carned out by a two person team conslstmg of Joel M 
Jutkowtz Ph D , a US pohhcal scientst and Senlor Associate of Development Assoclates, Inc with 
experience m Lam A m c a n  pohhcs and USAID democracy programmmg, and a Peruvlan pohtical 
scientist and lawyer and consultant to the State U~uversity of New York, Office of International 
Programs, Jose Luls Sardon, who specdues m Peruvlan electoral systems 

The overall o b w v e  of the evaluahon IS to rewew, analyze and assess the effechveness and q a c t  
of the electoral asslstance component as qlernented As a part of thrs analysls of q a c t ,  the 
evaluahon team exannned the process of qlementation, drawmg lessons learned that are apphcable 
to future USAID/ODIT efforts m support of electoral activities and other related democracy 
rrutiatives The evaluahon seeks to respond to the followmg general questions 

Whether or not the approaches taken by IFES and its sub-grantees were qlemented 
successfully-~e acheved the mtended results? 

The totalprowded to IFES was $3,681,943 with the balance of $400,000 used by USAID 
for management purposes 

IDENTIDAD IS officdly desgnated as RENIEC, the term used to describe it m the medla 
IDENTIDAD IS the 'brand' idenhty that the orgaruzatlon ~s seelung to use m transformg ~ t s  pubhc 
-ge 



> Whether those approaches were unplemented m a cost-effective manner? 
Whether the activities and mtended benefits of the activities are sustmable? 
Whether the annual work plans served theu mtended purpose? 
Whether the electoral assstance mdicators were appropmte and related to the mdicators for 
each individual set of activities? 
Whether gender and ethruc considerations were taken mto account? 

Methodology 

To respond to these questions, the team conducted m-depth mtemews, reviewed documentation of 
USAID/ODIT, IFES and its sub-grantees under the cooperative agreement, rewewed mate& 
mcludmg auho-vlsual rnatenals produced by the vanous sub-grantees as well as re-analyzmg surveys 
and other studies relevant to the themes of the evaluation More specrfically, the team met with 
representames of mtually all the orgaruzatlons that had received fundmg from IFES The team also 
met wth polrtmans from all of the major pohtical groups wthm Peru, ~ o u r n h t s ,  academcms and 
others concerned wth Issues of electoral reform. Fmally, the team met wth or rntemewed by 
telephone key personnel of both USAID and IFES lnvolved m the implementation of the cooperative 
agreement (A k t  of those contacted LS contmed m Appendur 2 ) 

In the m-depth mtemws wth pohticlans, academcms and journahts, the team sought not only to 
revlew the specfic activltles c a d  out by IFES, but also to exarmne the broader lssues that these 
actMQes were mtended to address Issues of the mtegnty, transparency and effectiveness of electoral 
mstitutions, access of citlzens to the votmg process, and concerns regardmg the future course of 
electoral reform. 

It should be noted that given the resources avarlable to undertake the evaluation and its tune frame 
(four weeks m the field to conduct the evaluatron), it was not possible to carry out surveys or other 
s~rmlar studies of amtudes and behavior of target populations such as regional electoral personnel or 
voters who have served as p o h g  place officials However, it was possible, as shall be noted m the 
course of the dlscussron, to rely on several studies usmg either quantitative or quahtative approaches 
that were comrmssioned by IFES m the course of prowdmg electoral asslstance 

Balance of the Report 

In the next chapter of thx report, the team reviews the development of the electoral process m Peru, 
exammmg the p m q a l  concerns that face that process These include concerns regardmg the mtegnty 
and transparency of the process, regardmg the structural h ta t ions  on voter partxipation and 
regardrng the problems that have amen m the conduct and management of the electoral process 
From ths  dagnosls, the followmg chapter exarmnes the specfic actlvmes undertaken under the 
cooperatwe agreement to meet these challenges and to support the mst~tut~onal development of the 
mstitut~ons responsible for the electoral process Chapter Four deals w~th the approach taken by IFES 
m managrng these activltles as well as the relatlonshp between IFES and USAID/ODIT Fmally, 
Chapter V draws a set of conclus~ons from the evaluat~on whch Includes an exarmnatlon of lessons 



learned T ~ I S  chapter also mcludes a set of recommendations regardmg possible h e s  of future 
development of the concerns associated with the electoral process 

1 



11. ELECTORAL BEHAVIOR AND PROCESSES IN PERU 

The electoral process m Peru has faced three sets of concerns whch ~nfluence the quahty of citlzen 
participation Specrfically, the Peruvlan electoral process faces 

A need to assure the transparency and rntegnty of the votmg process, to ensure that voters 
can express then preferences freely and those preferences are counted properly, Le that the 
votmg process a not marred by fraud 

A need to develop the mstituhonal capacity to orgame and report the results of elections 
effectxvely (mth a low level of errors), efficiently ( w t h  a reasonable space of tune after an 
election) and at a reasonable cost 

I 

> A need to ensure the wrdest possible partuxpation of citlzens m the electoral process whlch, 
m practice, means e h a t m g  structural bamers to participation such as the lack of the 
necessary votmg credential (hbrettz electoral) 

Transparency and Integrity 

The essence of a democrabc system of vobng a that all atmns get to vote m a manner wluch ensures 
thex freedom to choose and the certamty that thelr choice ls counted In practical terms, t h  has 
come to mean that votes are cast m secret to protect the nght to freely chose And, once cast, votes 
are counted and recorded m a manner that e h a t e s  any possibhty of fraud or marypulatlon 

Peru has developed processes that seek to respect both elements The ballot a cast m secret There 
are elaborate procedures m place to elmmate the forms of fraud that have htoncally been the case 
m Peru Thus, there are checks on the identity of the mdiwduals based m a national system of 
electoral regatrahon There are requrements regardmg the act of votmg, such as the need for the 
voter to seal h~ or her ballot and for the president of the p o h g  place cornrmttee to sign the ballot 
whlch seeks to protect agmst ballot stuffing There are requnements that the ballots be counted m 
a pubhc manner at the level of each p o h g  place There are requxements that the count be recorded 
m a pubhc manner, and the results dlstnbuted to a vanety of authorities and mterested parties 
(mcludmg the representatives of the armed forces and the different pohtical parties) to ensure that 
elmmate the posslbhty of fraudulent reportmg of results 

But for all of these reqwements to be effective, citlzens actmg as polhg place c o m t t e e  members 
have to understand thex responsibhties The vanous mterested (party poll watchers) and dls- 
mterested parties (election admtra tors ,  arrned forces etc ) have to fulfil thex roles There are 
wortant  civic education and t r m g  functions that need to be fulfilled 

In tunes of I g h  pohtlcal tension, there IS also an advantage rf the mtegnty and transparency of the 
electoral process has an additional guarantee-a set of ~mpa.rtla.1 poll watchers who understand and 
can evaluate the safeguards m place 



Institutional Capacity 

An elecbon also requxes a sigdcant orgamzatlonal effort That effort needs to be dedicated at the 
general orgamtlonal task of arrangmg the logstics and staffing of a national event mvolvmg a 
sigruficant portion of the population (70% of all Peruvians over the age of 18) It needs to consider 
such speaahed areas as the accurate regstration of voters, the design of an appropmte ballot, the 
development of procedures for the rapid and accurate countmg and reportmg of votes and the 
adjudication of electoral dsputes 

Fmally, a truly democratic electron requnes the existence of the opportumty for partxclpation of all 
cltuens regardless of thelr location, ethrucity and economc condition Thls means that there has to 
be a remtration process that allows all to participate wthout respect to structural bamers, such as 
fees that are out of reach of any segment of the population It means provldmg access to places of 
reglstratron It means provldmg the necessary mforrnatron and education to motivate voters to 
participate--get out the vote campagns Such motrvation may mclude, as it does m many Lam 
Amencan countnes mcludmg Peru, the legal obhgation to vote, but even the consequences of that 
obhgahon needs to be cornmcated It also means pro-g the voter wth the reqwed lnformation 
to vote--mformation regardmg the form of the ballot, the place to vote and the manner m whch to 
vote And, it also means, $the vote IS to be an informed one, provldmg the voter wth the necessary 
lnformation regardmg the candidates to make a choice 

Most of these civic education functions fall under the responsibhty of the electoral authonties 
Obvrously commucatmg mformabon regardmg canddates and pmes  a, m fact, pnmady a function 
of pohtical campagns 

Peru, after the mtermpbon to its democraw process that was the result of the 1992 coup, had to face 
sigruficant concerns m the 1995 election regardmg the democratrc character of that election Hence, 
there was a need to provrde support to ensure the fmess ,  transparency and mtegnty of the election 
There was also a need, p e n  consbtubonal changes m the electoral admt ra t ive  apparatus, to asslst 
m bwkhg a new organnational capacity to manage the electoral process m the future And, finally, 
there was a need to asslst m enhancmg other parhapahon of all Peruvran citlzens m theu government 
m general and speclfisally through the electoral process 

The efforts of IFES under the CA were dlrected at respondmg, at least m part, to these needs 



111. SPECIFIC ACTIVITIES OF THE ELECTORAL 
COMPONENT 

Overview 

The Cooperative Agreement between USAIDfODIT and IETS resulted m a senes of activities that 
mcluded four basic elements 

Support, b e g m g  at the outset of the Cooperatwe Agreement, for a penod of SIX months 
for the process of carrying out the 1995 national presidentlal and congressional elections 
These elections, whch took place on Apnl 9, 1995, were the last elections wholly 
admuustered by the Jurado Nacional de Elecciones 

1 

Support for the mstitutional development of the Jurado, ONPE and IDENTIDAD after the 
1995 presidentlal elections and as these orgaruzations were either estabhhed (the cases of 
ONPE and IDENTIDAD) or r e - o r g a d  (the case of the Jurado) h t d l y ,  that support was 
prowded m connection wth the unmedlate need to conduct the 1995 mumcipal elections. 

Support for civd society organnations engaged m efforts of ensunng the rntegnty and 
transparency of the electoral process, m educatmg voters regardmg key Issues or m 
lncorporatmg and stnulatmg the partxipation of citlzens who had tradioonally r e m e d  
outside the pohtical process, above all those m rural areas 

Support, largely through ciwl society organnations and pubhc events, of a pohcy dnlogue 
alrned at lnfluencmg the type of electoral reform legislation and the forms of national 
representation whch would be enacted by the government 

The process of support for the national electrons of 1995 ended when the election process was 
concluded m Apd, 1995 after the overwhelrmng wctory of President Fujmon elmmated the need 
for a second round The process of support for the shift m mstitubonal arrangements and the 
strengtherung of the newly estabhshed msbtubonal framework began shortly thereafter, wth an mtnl  
focus on the rnumqa.1 elmons of November, 1995 and contmued throughout the penod of the CA 
Support for ciwl society organnations began almost at the outset of the CA and also cont~nued 
throughout the penod of the CA The efforts at electoral reform began after the muruclpal elections 
and were effectwely ended when the new electoral law was passed m June, 1997 

These sets of actrvities received dlfferentd support with the largest portion of the fundmg gomg to 
mQtutzonal strengtherung of Jurado, ONPE and IDENTIDAD (roughly 52% of the program budget) 
The 1995 presidentnl elections rece~ved around 20% of the program budget, ciwl society around 
24% and the reform effort around 4% 



Support for the 1995 National Elections 

Conductmg an elmon lnvohes a vanety of processes mcludmg reglstenng voters, m f o m g  voters 
regardmg the trine and place of the elmon, o r g m g  the vanous regional and local boards reqwed 
to lrnplement the election, selectmg election day p o h g  staff (rmembros de mesa), provldmg the 
necessary rnatenals, arranpg the collmon and tabulaQon of results, provldmg the necessary trammg 
of temporary staff and assumg the rehab* and accuracy of the entlre process Hzstoncally m Peru, 
these opexaoons had been camed out by the Jurado w i t h  a structure whose pmcipal focus was the 
legahty of the process The organnation had virtually no techrucal slulls m such areas as motivatmg 
voters usmg modern socd rnarketmg techtllques3, m provldmg modern adult education tools to tram 
staff, m processes of strategic planrung to meet a specdic objective Elections were m reahty almost 
a process of cnsls management, but wthout the necessary organnational capacity m place to easrly 
respond to the cnss 

IFES, along wth other US NGOs such as the National Democratic Institute for International Affms 
(NDI), the International Repubhcan Institute (IRI) and other mternational agencies such as 
DDH/CAPEL and the OAS were brought m to prowde support to Jurado m the conduct of the 1995 
presdentd/congressional e l ~ o n s  The elections were seen as a cntical element of the transition to 
a dernocraoc process after the 1992 coup and the 1993 constitutional convention whch promulgated 
a new constitution 

IFES provlded assstance m desigrung and qlementmg a very h t e d  effort at reglstenng voters 
The h t  was a practical one--1FES activities began m October and the deadhe for reptration for 
the Apnl9, 1995 election was m m d  December The support provlded conssted of production of 
a television spot m Spamh, a radio spot m both Spantsh and Quechua (the most mdely spoken 
mdigenous language m Peru) and a poster, all focusmg on the need to reglster 

IFES also supported the produclon of a get out the vote poster, related television and radlo spots 
The r d o  spots were also translated mto both Quechua and the other pmcipal mdigenous language 
of Peru, Aymara The Teleconunumcations Center of the Cathobc Umversity of Peru (CETUC) 
produced the spots The spots, it should be noted, were carefully designed and dsplayed hgh 
production values The telemion and radio spots were put on the au usmg the free tune allocated 
by law to the Jurado Jurado efforts to get out the vote were complunented by support provided by 
IFES to civd society orgamzations, support that wdl be dscussed later on m thu chapter 

Socnl marketrng refers to the use of a set of cornmumcations slulls to Inform regardmg 
socd concerns Those slalls mvolve d e W g  a message to be cornrnurucated, a target audience and 
appropnate medla for that cornmumcation whch ensures that the message s received and 
understood Peru has over a decade of hstory of the development of effectlve rnarketlng techmques 
t~ed to both commercial Interests and social mterests, the latter most notable m areas such related 
health USAID/Peru has supported significant work m soclal rnarketmg 



More sigdcantly, IFES contributed to the election efforts of the Jurado by providmg support to the 
t r m g  process 

The Need for Traznzng 

The electoral process m Peru, as ~s generally the case throughout the world, whde managed through 
agencies that have permanent staffs, ~s dependent on the capacity of rndivlduals recruited for each 
election, either as short term staffers workmg m regional electoral offices or as members of p o h g  
place cornrmttees (rmembros de mesas electorales) Thus, a cntical element of an election s the 
capacity of the o r g m g  agency to r m t ,  tram and support these short term personnel--both 
remunerated and un-remunerated Pnor to the 1995 election, httle had been done by the Jurado to 
mcorporate modem adult learrung methods lnto its t r w g  efforts There were no s u e d  tramers on 
staff, no design of a t r m g  plan and no appropnate t r w g  materrals4 for either Jurado staff or 
p o h g  comt tees  

IFES provlded the resources for the Jurado to h e  seven tramers to help design and lrnplement the 
reqmed t r m g  efforts This addition to the Jurado payroll was undertaken mth the understandmg 
that the Jurado would add these trmers to therr regular payroll when IFES support ended, a p rome  
that was not fulflued m large measure because of both the budgetary resmctions of the Jurado and 
the sh& m responsibhty for the management of the electoral process from the Jurado to ONPE IFES 
also supported the developwnt of t r w g  materrals, the pmcipal elements of wluch were a manual 
for p o h g  place cornrmttees and a related twelve m u t e  t r m g  wdeo Both the manual and the 
vldeo were designed and produced wth the techrucal assstance of CETUC CETUC, whch s hghly 
regarded as a telecomrnunrcahons and adult leanung center, produced the manual and vldeo, m 
consultabon Wlth the Jurado, usmg standard procedures for developmg materials such as storyboards 
whlch kud out the content of the spots m advance of thelr production The Important exception was 
the farlure to field test the m a t e d  wth appropnate audiences due to tune constramts 
Appromtely 600,000 manuals were produced and dlstnbuted for trarnuzg purposes 

Results 

As noted above, pnor to the 1995 election, the Jurado had not approached the trauzlng of field staff 
and pollmg place cornrmttee members m an effkme fashlon Materials were scant and mappropmte 
There was no Med staff to develop or q l emen t  a trauzlng strategy IFES, accordmg to the terms 
of the CA, was to support enhanced institutional capac~ty of the Jurado through contraction of a 
t r m g  c o o r h t o r  and tramers, development of t r m g  m a t e d  for p o b g  place workers m both 
pnnted and wdeo formats and provsion of additional voter information rnatenals The mtended 
Impact was to enhance the capacity of poll workers and Jurado stafT m the conduct of the 1995 
national and subsequent elections 

4 The t r m g  rnatenals for p o h g  place comrmtte members conswed of a few barely legible 
sheets of the relevant laws and regulations without explanations or appropnate examples 



The support provlded by IFES asslsted m lmprovlng operations of the Jurado m carrymg out the 
elmon A t r m g  staff, supported by IFES, was set up to manage tlus functlon For the fist t m ,  
through the operaQons of W trauung staff, the Jurado was able to provide p o h g  place commttee 
members (membros de msa) wrth a manual designed by professronal adult educators that desmbed 
then- functions and that was supported by audlo-vlsual didactic materials (the trauung video) 

Whde these results represent an advance m electoral procedures, as IFES was able to d e t e m e  m 
a follow-up study, much r e m e d  to be done Usmg a set of focus groups whlch pemts  an m-depth 
exarmnaQon of the themes covered, but s b t e d  m its a b h y  to measure lmpact on a national level5, 
IFES exannned both the nnpact of its efforts on mddle management of the electlon effort (members 
of provmclal Jurados and Reglstrars) and members of the p o h g  place cornrmttees The study 
covered five areas of the counw Cluclayo m the north, Huanuco located at the entrance to the coca 
producmg area, Arequpa and Cuzco, two pmcipal urban centers m the Altiplano and greater 
Luna/Callao 

It s clear from tlus study that the IFES effort had a h t e d  q a c t  For example, only a small portlon 
of those lncluded m the focus groups of p o h g  place comnuttee members (20%) ever saw the 
t r m g  d e o  Uwersally Jurado staff and p o h g  comnuttee members comphed  about a need for 
adequate trauung They also were concerned, m many cases, about the appropmteness of the 
t r m g  m a t e d  received from L m  for the specrfc socml context of thex locahty The argument 
presented m the focus groups about the madequacy of t r w g  also was related to two other 
elements the lack of the necessary t m  to carry out trrunmg, and the excessive centrahsm of the 
entlre process--the control exerclsed by L m  

Members of p o h g  place cornrmttees felt that there was a need for a more slmp]Ified approach to 
t r m g  wluch could Include the use of mass nxda They felt that the m a t e d  prouded did not offer 
the necessary explanations regardmg countmg votes, especdy preferentml votes for Members of 
Congress (Preferend votes are votes cast to select the specrfic candidate on a party h t  that a voter 
prefers ) The p o h g  commttee members also volced concerns about the cultural cues provlded 

FOCUS groups whde allowmg a representahon of q o r t a n t  variables (m t h  case dserences 
m function and differences m regions) do not provlde a sclentrfc basls for representmg a glven 
population or umverse Thus, the resuIts are suggestive but provlde only a luruted power to 
generahe Thu h t a t i o n  needs to be balanced agmst the fact that ttus ls the only systematic data 
avadable to make mferences regardmg results acheved at the level of mdiudual trmees 

The Jurado d d  not provide the necessary mstructions to CETUC regardlng countmg 
procedures to be mcluded m the manual. The video did provlde some guidance, but as noted, it ls 
lrkely that the video was not widely dlssemmated 

7 In the Peruvian electoral congressional process, a voter ~s supposed to &st seIect the party 
kt he or she prefers and then wnte-m the numbers assigned to up to two congressional candidates 
from that party that the voter would k e  to see elected 



by the audio-vlsual rnatenals supported by IFES, suggestmg that such materials be dlrected at a 
wider, less-sophisticated audience, one more clearly representative of Perumns m general. 

One element of the problem clearly was the lack of tune to adequately pre-test and adapt m a t e d  to 
the dlfferences m soclal situabon and language throughout the country The process of the 1995 
election, as had traditionally been the case, clearly was managed vvlthout a sense of long term 
stratep planrung--the need to draw a reasonable tlme h e  for the preparatory activities requwed to 
carry out an election The form of planrung was also faulted--the excessive centrahsm that resulted 
from the assumpon that all decisions had to be made m L m  mthout t h g  mto account the cultural 
dlfferences that influence such tasks as t r m g ,  cornrnurucatlng wth and motivatmg a multi-ethc 
society 

Thus, wlule the IFES supported effort had represented an advance m terms of prowdmg better 
t r m g  mat&& and a clearer comnntmnt to t r m g ,  much r m e d  to be done The problems that 
needed to be addressed mcluded the process of mstitubonalmng strategic planrung, the orgamzation 
of trauung as a regular funcbon of electoral lrnplernentmg agencies and the need to address the 
cultural and educabonal dmersity of those engaged m the temporary, but lughly signrficant tasks of 
managmg the votmg and vote countmg processes 

Electoral System Restructuring 

The Constitution of 1993 estabhshed an electoral system to be made up of the Jurado, ONPE and 
RENIEC whlch together would manage the electoral process Each of these agencies had, m theory, 
a dlstmct role to play, denved from the general reqmernents of managmg an electlon as well as the 
parbcular hlstoncal clrcurnstances of Peruvlitn electoral practice The Jurado IS defined as the entlty 
that 

k a d m t e r s  electoral judicial matters, 

supemes the legahty of the electoral processes, 

acts as custodian of the hst of registered pohtical orgmatlons, 

supervms the fulfillment of norms regardmg pohtical orgamzations and electoral regulations, 

certdies the election of candidates, and 

presents, m a collaborative fasluon, the budget of the electoral system (Jurado, ONPE and 
IDENTIDAD) to the executive branch 

The ONPE ~s the orgaruzation responsible for 

) p l a m g  and conductmg elections, 



designmg the ballot and other reqwed matemils to carry out elections, 

publzclzlng the purposes of an election mcludmg efforts to ensure that voters understand the 
date, purpose and processes to be followed dunng a given election 

IDENTlDAD took over the responsibhty of the Jurado to m t m  a reglstry of voters and to lssue 
a voter's identity card (hbreta electoral) whrch m Peru has served as the equivalent of the national 
denbty card used throughout Lam Amenca8 IDENTIDAD took over as well the role played by the 
Civd Reglstry offices to record brrths, deaths, mamages and other civil actions IDENTIDAD IS 

charged with developlng a slngle national idenbty card and related database that wdl ensure the 
mtegnty of the system of citnen identification m Peru 

The process has resulted m remomg the most techcal functions such as m t - g  databases and 
countmg votes from the Jurado and then- transfer to either ONPE or IDENTIDAD As IS to be 
expected m the creation of a new system, there have been vmous junsdictxonal dlsputes among the 
three entxties as they have defined the manner m whch to ~rnplernent the= functions These 
j d c b o n a l  dsputes, as a report of an IFES consultant to the Jurado suggested, m part m e  from 
a fallure of the goverrung laws and regulations to fully define the relationshrps between the three 
enmes Some of these dsputes, as IS the recent case of venfication of signatures on party regrstration 
petitions, have had pohtical qhcat ions The party petition case, m fact, led to the removal of a 
function of signature venfication from IDENTIDAD and its transfer to OWE, a declsion made by 
the Jurado m its role as the entity responsible for certlfylng party registration 

Issues that each of the orgarmations and the system as a whole face m orgammg and unplementmg 
elections mclude, m addition to d e h g  the boundmes of the activities of each agency 

deht ion of appropmte lnternal o r g m t i o n  to meet the rqurernents of the tasks faced, 

developrnent of appropnate procedures for conducting elections mcludmg a capacity to meet 
the challenges requlred regardmg strategic plammg, management of short term pad and 
unpaid personnel and conduct of speclalu.ed techcal tasks such as ballot design, vote 
countmg, m t e n a n c e  of an accurate voter reglstratron h t ,  venfication of voter signatures 
etc , 

> development of an appropmte orgaruzational culture to support the new orgaruzation and 
activities, and 

financrng of the necessary activitxes to conduct mandated electoral activities 

Most countries m Latm Amenca consider t h ~  function as a means of controL Hence, the 
agency most often responsible for a d m t e r m g  the ident~ty card LS the M w t r y  of Intenor or its 
equivalent, the rmmstry responsible for Internal controL Peru, htoncally, had developed t b  function 
m a different manner 



IFES Asststance to Munzczpal Elecltons 

After the 1995 nanonal elechons, an important focus of IFES actrvlties was to work ~ ~ ~ . t d l y  with the 
Jurado and ONPE and later on with IDENTIDAD m buddmg up the institutional capacity of the 
newly defined electoral system. The problem to be faced was both an lfnmednte one of asslstmg the 
Jurado and above all, ONPE, to carry out the mumcipal electrons of 1995/96' and a longer tem one 
of assstmg all three lnstrtutions m thelr development under the terms of the new legal arrangements 
for canylng out the electoral process IFES' work plan called for developmg a broad-based civic 
education campagn to d~rmrush null votes The work plan also called for developmg the necessary 
manual to ensure that the poll workers had an understandmg of electoral procedures 

Support provlded by IFES for the mumcipal electrons were once agam comphcated by the h t e d  
tune fiarne between the mtrabon of operations of ONPE (effectively at the b e g m g  of August of 
1996 when' the new dlrector was named) and the date of the mumcipal electrons (November 12, 
1996) In connectron wth the mumcipal elections, IFES provlded h t e d  support to the Jurado to 
tram the members of its Specla1 Electoral Tribunals, the short-term election boards set up at the 
provlncnl level to oversee a specific elecbon That support came through mtenance  of the salanes 
of the staff of five trmers wth the Jurado's t r m g  umt beyond the penod reqwed for the natronal 
electrons IFES also provlded techrucal assstance to t h ~ ~  process through one of its consultants 

The bulk of IFES support for the mulllqal elections went to ONPE whlch had the major burden for 
admstenng that electoral process IFES focused its support m large measure on the area of 
Informatron and Electoral T r m g  IFES, through its electoral mforrnatron center m Washgton, 
promled ONPE wth examples of posters, trauung manuals, vldeos and other electoral m a t e d  used 
m other parts of Latm Amenca IFES also pad for the development of a manual for p o h g  
comt tee  members and a related t r m g  vldeo whch was used m t r m g  workshops by ONPE'O 

The design of the manual and video took lnto account some of the concerns resultmg from the focus 
groups conducted by IFES after the national elechons more attention was pad to processes of 
countmg votes, and the manual took what was considered to be a more user fnendly approach--the 
use of a cartoon character as narrator of both the manual and vldeo However, it should be noted 
agam, based on the h t e d  tune avarlable between the estabhhment of ONPE and the municipal 
elections, t h~s  manual did not use standard techmques for tesmg and venfymg the accuracy and 
comprehensibhty of the message to be transmtted The materials were defined m terms that ONPE 
staff considered user hendly, but no actual test was carned out to verrfy those behefs 

The muxuqal elemons mvohed both a general elemon held throughout most of the country 
and complementary elechons as they were desrgnated held somewhat later m areas that had been foci 
of terrorst actrvlties OWE developed a revsed manual for the complementary electrons that 
mcorporated addltlonal clarifications of votrng and countmg procedures 

10 ONPE provided 18% of the financing for the manual and video and the balance was paid 
for by IFES 



LFES also pro* techntcal assstance to ONPE m support of the orgmatlon and development of 
~ t s  i%st electoral process That assistance was provided both by the IFES Chef of Party m Peru and 
by outside consultants 

In summary, the mufzlclpal elmons were camed out wrth a reasonable degree of orgamzation despite 
a variety of jumdictlonal clsputes As the IFES work plan mdicated, support was prowded to 
enhance the know how of the p o h g  place c o m t t e e  members as well as to conduct h t e d  civic 
educabon actmltes Whde part of the mtent of the work plan was to reduce null votes, it ~s dficult 
to measure such unpact, nor was the work plan set up wrth a wew toward such measurement except 
mduectly through the focus groups mentioned below Lessons learned from the 1995 presidentlal 
elmons were taken mto account m such areas as the development of tramng m a t e d  However, 
a cnss mntzhty stdl prevded and the lunds of testmg of messages that makes for good educat~onal 
matenal was stdl not mcorporated mto design efforts 'por falta de tiempo' (lack of tune) 

As with the nabonal elmons, IFES conducted focus groups after the mmcipal elections wrth p o h g  
place c o m t t e e  members and mddle management (local temporary employees of ONPE , of the 
Jurado" and electoral Registrars [these last are civd servants]) The focus groups whch took place 
m Ayacucho, Cajarnarca, Iqultos, Cuzco and LIma/Callao were held m late November and early 
December of 1995 Many of the same themes that had appeared after the nat~onal elections appeared 
agam centralrsmversus local ntntive, lack of tune to complete the necessary tasks, lack of t r m g  
for pollmg place comrmttee members, and a lack of civlc responsibhty on the part of voters (CIVIC 
responsibhty accordmg to the focus group members referred to a lack of voter understandmg of thew 
nghts and responsibhbes as voters ) Ad&~onal themes arose such as the problem of confhct among 
the representatives of the vmous electoral agencies regardmg lssues such as appropriate rules of 
procedure and questions regardmg the des~gn of the ballot and other electoral documents 

The lssues of t r m g  and that of electoral matenal design dealt dlrectly wth the areas supported by 
IFES Regardmg m a t e d ,  focus group members pomted that there had been s~gruficant advances 
m the design and m the procedures for usmg the m a t e d  that msplred greater confidence and 
secunty m the votmg process But they also mdicated areas that reqwed further attention mcludmg 
a need to pay attenbon to the way people m the provinces understood the ballot and its mstructions 
With respect to tramng, the focus groups pomted to the need to Improve the quahty of the tramers 
who used the newly developed tmnmg rnatenals as well as the need to develop a better methodology 
for t r m g  

The expenence of the murucipal elections, the first test of ONPE and of the new electoral system, 
demonstrated that the new orgaruzation was capable of carrymg out an electlon It also pomted to 
a contmumg need to q r o v e  trauung capacity and to undertake the longer term strategic p l a m g  
that would form the bass for successful management of future elections 

" Members of the Oficmas Decentrahzadas de Procesos Electorales (decentrahzed electoral 
processes offices) and the Jurados electorales especlales (specnl electoral tnbunals) 



Developzng a New Organzzatzonal Framework 

Jurado 

three orgamzations, the Jurado, ONPE and IDENTIDAD have faced the need to develop 
appropriate organnational frameworks for the tasks that they have been assigned w i t h  the new 
electoral system, The Jurado may be sad to have had both the sunplest orgamzational challenge and 
the most drffcult It has moved from bemg the entlre mshtutional framework to bemg a part of that 
fiamework It has lost its elections admtra t ion  function to ONPE, its control of the electoral 
reglstry to IDENTIDAD It has retmed several unportant funchons, but httle m the way of the 
necessary resources to carry them out It IS the officlal arbiter of the electoral process certlfymg 
canhdates and parties, declaring m e r s ,  adpdicatmg disputes, and etc It IS also responsible for 
CIVIC educaqon of the electorate m the broad sense of the term, developmg a sense of understandmg 
of the role of the citlzen as a member of the electorate m the penods between elections However, 
whde its collective leadershp, the five members of the Jurado itself, are certady qualrfied lawyers 
and judges, the orgaTllzaQon has not developed the necessary capacity to operate m a results onented 
manner As mportantly, the budget of the Jurado ls a h t e d  one, burdened wth unfunded or under- 
funded mandates For example, the Jurado s the responsible entity to pay the pensions due to its st& 
or to its former staff assigned to OWE and IDENTIDAD However, it has received no additional 
budget fiom the Government of Peru to cover the full extent of that reqwrement 

The Jurado's CMC educahon task has been burdened by the lack of adequate fundmg Any proposed 
approach ~t m h e s  to take to the task requlres fundmg outside its normal budget, fundmg it has not 
been able to obtm It need be noted that it also has not taken sigIzlficant mtntives to promote ths 
funmon (The k t r y  of EducaQon whch also has a conshtuQona1 responsibhty for a broad process 
of CMC educahon has not made much headway m tlw area as well accordmg to members of Congress 
concerned with the matter ) As the hstoncal memory of the electoral system, the Jurado also has 
demonstrated considerable weakness It has not had the resources or the mchation to develop a 
modem database whch would fachtate access to the mformation it has had on record This lack of 
an mchation was one factor whch prompted IFES to locate a multi-medn electoral mformation 
center m the pnvate sector 

IFES, it should be noted, did promde support to the Jurado m the form of the development of 
materials for an expenment m c i w  education m schools--the formation of school mutucipiihties 
These school mapah t i e s  are m reahty school governments set up along the h e s  that are followed 
m Peru for choosmg local level leaders (mayors and mumcipal councdpersons) and conductmg local 
government In a recent national meetmg of student leaders (October 16, 1997), participants 
expressed an mterest m developmg such opportumties for students to develop an understandmg of 
the processes of democracy To date, the Jurado, however, has not taken sigmficant steps to 
mplernent thts or other civic education uutntives 



ONPE 

OWE has gone much further m o r g m g  its funmons as a modem enterpme Whde ONPE started 
out wth a h l y  large herarchcal s M  (approxunately 245 staff rnembers of whom 183 were full tune 
regular staff, 54 were under short term contracts and 8 were on loan from other agencies) m whch 
there were four management layers, it engaged m a process of re-orgamzation and re-dehtion of 
funcoons after only a short space of operaQons The re-organmoon was dnven by financd reahties-- 
the operatmg budget provlded by the Government of Peru could not support the exlstmg level of 
personnel. However, the change to a permanent staff of around 80 and a reduction m managed 
layers was fadtated by outsde techrucal assstance whch mcluded the techcal  assrstance provlded 
by IFES as well as the lessons absorbed regardmg management and strategic p l a m g  through the 
course prowded by IFES that wdl be dmussed below 

IFES also provlded O W E  wth support for an expenment m testmg an alternative of automatic 
votmg (use of votmg rnachmes tied dlrectly to computation systems that pemtted mstant reporting 
of results) That support lncluded both observation mits to Brad  to observe murucipal electrons 
whlch use such systems and a test dunng the complementary mumcipal elections m Peru of a system 
prowded mth support from IFES The expenment pemtted msights mto the problems that m e  m 
qlementmg such a change m systems and the approaches that need to be taken to overcome those 
problems However, p e n  emmg leplatxon, whch rs unhkely to change m the near future, it a not 
currently possible to Introduce a system of autornatrc votmg l2 

IFES has prowded additional support m the form of computer software as well as access to new 
technologies and approaches (for example, methods of encryptmg of databases and use of 
geographical mforma~on systems) In commentmg on the support provlded by IF'ES, ONPE's head 
stated that the smgle most lastmg contribution made by IFES was &g ONPE to agencies 
throughout the region and elsewhere m the world engaged m s~rmlar actiwties 

At the end of the three years of the IF'ES CA and after two rounds of mumcipal elections and the 
organmoon and mylementation of a specd recall election process m November, 1997, ONPE has 
demonstrated a capacity to fulfill its mtended role In fact, it has begun to budd on some of the 
lessons drawn fiom the techrucal assstance and t r m g  promled by IFES m such areas as developmg 
a manual and tr-g guide for respectively poll comrmttee members (mrembros de mesa) and for 
the temporary staff of the Decentraltzed Offices of Electoral Processes (ODPE) whxh are the field 
centers for managmg the elections The new manual for poll cornrmttee members draws on lessons 
learned from prevlous manuals It was subject to a very h t e d  amount of field testmg (usmg semce 
employees m L w ) ,  whch a certamly a b e g m g ,  but just that m lrnplementmg appropriate 
techruques for testmg commurucations mstruments The new t r m g  guide for heads of ODPEs ~s 

a comprehensive one that mcludes basic pmciples as well as speclfic techmques The gulde serves 

'' A new rnu~llclpal elect~ons law was passed and promulgated m October, 1 997 The law does 
not authonze autornatx votmg The current general elect~on law (September 29, 1997) also does not 
specifically contemplate the use of autornatlc systems of vote-countmg 



as a comprehens~ve reference document as well as a bass for t r m g  ONPE has used the gulde m 
its t r m g  of heads of ODPEs In short, there has been considerable movement m meetmg the need 
for better trazlllllg, a need met over trme wth support that ONPE readlly acknowledges has come 
from IFES but at the same tlme has clearly been mtemahzed m the language and actions of ONPE's 
leadershp 

IDENTIDAD 

IDENTIDAD, as a new orgafllzahon wrth a broad -on to perform, has clearly needed to develop 
an lflstmb.ona1 framework and approach to its task--to provlde all Peruvms wth a national identity 
card that accurately represented then status and was umted m a database wth appropriate vital 
statlsocs The task mvolved mtegratmg the emtmg functions of the electoral reglstry and the civd 
registry Into a smgle comprehensive, secure nahonal database Accordmg to the pmcipal 
Congressiokd sponsor of the Electoral Law, Congressperson Martha Chavez, the system was as 
much mtended to identify all Peruvms as to ensure then access to vote Thus, whde IDENTIDAD 
IS clearly a part of the formal electoral system, its function extends beyond that system 

The approach that has been taken lnvolved mtegratmg two separate and dstmct data systems, the 
electoral reptry whch had been managed by the Jurado and the civd reglstry system that functioned 
throughout the country at the mufllqal leveL The task was undertaken emphaslzmg pnvatlzation of 
funcbons such as management of databases IDENTIDAD has orgaTllzed itself to be a manager of 
a contractmg process whlch at the same tune was set up to be self-sustmg Revenues generated 
from the system of regstration of citlzens and then vltal statstics are mtended to be suffcient to 
cover all of the costs of IDENTIDAD and m adbon, accordmg to the recently enacted electoral law 
to contribute to support the other elements of the electoral system 

The process of mtegratmg functions has begun to take place, but not wthout considerable fixtion 
as the majonty of former Jurado employees, the electoral regsters, have lost the= jobs as the sEe of 
IDENTIDAD'S staff has been reduced As part of a process of transformg the mstitution, 
IDENTIDAD, as noted earher, has altered its name to provlde the pubhc wth an easier means of 
 den-g its funchon fiom the o f f i d  otle that recewed as the Reglstro Nacional de Identrficacion 
y Estado Clvd (Nahonal Reptry of Identdicabon and Crvil Status) That task has been a ddXcult one 
as witness contmumg references m all of the principal medn to the orgatmation by its prewous 
abbrevnoon (RENIEC) In that regard, usmg the term IDENTIDAD, m the USAID/APOYO survey, 
27% of those asked dd not recojgwe the name of the orgatmation as compared wth only 11% who 
farled to recogme the Jurado and 19% who Med to recogme ONPE13 Even though IDENTIDAD 
has to eventually reach out to all Pe ruws ,  it has as yet to estabhsh its brand name 

l3 If we mclude those who say they do not have an oplruon regardmg the organnation, 
IDENTIDAD does sl~ghtly worse 32% erther do not know it or have no oplruon about it versus, 17% 
for the Jurado and 22% for O W E  In a slmzlar vem, a recent (September, 1997) survey by another 
survey firm, DATUM, showed that a surular number of individuals did not know RENIEC and that 
those that recogmed the name gave it on average a grade of 11 9, just barely a gentleperson's C 



What IDENTIDAD faces can be considered more an orgawational identlfication problem than a 
problem of overconung reslstance to the task it performs For example, IFES m support of 
IDENTIDAD conducted a survey m August of 1997 m the greater L m  rnetropohtan area (promce 
of h) That survey showed that an overwhelrmng majonty of those mterwewed (99%)thought an 
identdicahon card was necessary However, whde 95% of those m t e ~ e w e d  had a lzbreta electoral 
(voter regstratton book), only 14% had received thelr lrbreta rnecanrzrrda, the temporary substitute 
card that IDENTIDAD has been rssurng as part of the process of c l e m g  up its database and 
developmg its systems to lssue a new national identity card b e g m g  next year 

The survey also pomted to an zssue that has ansen regardlng the card--the cost of malung a change 
While the majonty had not exchanged then Mreta electoral for the lrbreta rnecanzzada because they 
d1.d not have the hme (54%) or felt it unnecessary (23%), 19% felt the new card (whch costs around 
$10-12) was too expensive That 19% overwhelrmng comes from the two lowest socio-economc 
groups (C& D) whlch represent 76% of the popdahon Thus, a concern to be faced by IDENTIDAD 
IS the lssue of the cost of its card, given the requxement for umversal coverage In that regard, the 
IFES supported survey prowdes additional msights When asked why they did not have a lrbreta 
electord, around two-thuds of those who did not have one mdicated that they had never had one 
(this group represented about 3% of those m thIS sample of L m )  A sigmiicant portion (4596, agam 
largely drawn from the lowest economc groups [ C & Dl) had no idea about the fact that m 1998 
there would be a smgle denbficahon document. finally, 60% were not m agreement that they should 
have to pay for the card--an attitude held by a majonty of all socio-economc groups except the 
members of the uppermost class (A) 

Stated m other terms, although the vast majonty support a system of identlfication, the survey 
suggests that the particular system to be mstituted has not been effectwely pubhcrzed m Luna, and 
that there is IIkely to considerable reslstance over tune to the deslre for self-sustamabhty of 
IDENTIDAD The qhcations of thls requxement for self-sustamabhty also has to be exarmned 
£iom the wewpomt of its potenhal Impact on the operations of the electoral system, an s u e  that d 
be discussed later m t h  chapter 

IFES techrucal asslstance to IDENTIDAD has focused on assrstmg m developmg IDENTIDAD'S 
rnstitutional unage, its orgaruzaQonal structure and the financla.1 reqwrements of the process of 
sMmg to a new identity card That support has mcluded beet techcal  asslstance, support for a 
pubhc mformatton carnpsugn and the support of travel by IDENTIDAD staff to Chde, Colombia, 
Memo and the Umted States to observe techrucal aspects of reglstrabon systems Support has been 
prowled for such actmties as mternal performance audits dlrected at q rov lng  systems for service 
dehvery and t r m g  to strengthen the capacity of staff m semce dehvery 

Need for an Appropnate Organzzatwnal Culture 

Unlforrnly, all three new orgnat ions faced Issues of developmg an appropnate orgamzatlonal 
culture to meet then respons~bhties Such an organizat~onal culture requlres the abhty to undertake 
strategic plannmg, to develop skrlls m the management of large temporary staffs dlrected at a hghly 



techrucal task, the conduct of a national electron Each of the three orgarmatrons had questions ~t 
needed to face the Jurado m terms of ~ t s  herarchcal and legahtlc frame of mmd, OWE m terms 
of its h~ghly structured bureaucracy and ~ t s  need to project an Image, an mhentance from the Jurado, 
and IDENTIDAD m terms of ~ t s  need to be able to project a new unage, to cornrnurucate regardmg 
a new product (the Natlonal Identity Card) and to open up what was also m effect a herarchcal 
orgaruzatlon IFES addressed these concerns wth a combmatlon of staff t r m g  (dnected at the 
Jurado and OWE) and tecbcal  assistance (directed at aJl three orgafllzahons) 

The prmcipal effort at staff t r m g  supported by IFES was a senes of courses and workshops 
managed by the Umersidad Peruana de Crenclas Aphcadas (UPC) (Peruvian University of Apphed 
Sciences) Partrcipants m the UPC senes were drawn from both the permanent staffs of the Jurado 
and ONPE, mcludmg senior staff IDENTIDAD chose not to partmpate m the course The t r m g  
course was subsmuted by IFES for the mternaoonal observaoon/study tours that had ongmally been 
proposed m' lts workplan, because lt was felt by IFES, the Jurado and ONPE that t h ~ ~  was a better 
mechamm for provldmg the necessary staff development 

The UPC senes whlch was held mterrmttently between August and December, 1996 It covered a 
broad range of toplcs mcludmg strategrc planmg, the development of an mstrtutronal Image, the 
pohtlcal funcbon of electrons, the process of democraoc elecoons, orgamzatlonal adrmrustration 
lncludmg management of human resources, loglstrcs, and budget controL The course combmed 
lectures wth vanous forms of pmcrpatory t r m g  that mcluded a workshop dnectly related to the 
tasks of the particlpants The particlpants, m general, rated the courses hghly 

More unportantly, m terms of the apphcatron of lessons learned to the job at hand, whde OWE 
because of its re-orgaflvahon after the course was completed (reductron of core personnel by around 
half) lost the serwces of many personnel who partrcrpated m the course, the course clearly had an 
nnpact Senior ONPE staff m dlscuss~ons wth the evaluatron team clearly demonstrated that they 
understood such concepts as strategrc planmg, management by result and team coordmatron of 
efforts ONPE's re-orgawatron also reflected an attempt to reduce hierarchy as well as reduce 
personneL A s~rmlar sense of shift m orgmtronal  culture was not felt m mterwews wth Jurado 
personneL 

Success m developmg t h ~ ~  new mstitutronal culture has clearly been a muced one The Jurado stdl 
functions as a herarchcal bureaucracy and s td  has not mshtuted the necessary orgaruzatlonal 
transformations (establishment of an effective educational department for example) that wdl allow 
rt to carry out rts new roles OWE has begun to 'talk the talk' m terms of the need for strategic 
phmng It has sq]Ified ~ t s  orgatuzatronal structure, reducmg levels of herarchy and reducmg, as 
well, the number of permanent staff It has also begun to Incorporate the concept, If not the effective 
practice, of testmg its t r m g  mate&, a wtal tool m an orgaruzatlon dependent on temporary 
staffing IDENTIDAD IS facmg a concern regardmg its capacity to deal wth the pubhc, with the 
pohucal d~mnsrons of the role ~t has to play (as wtness the recent controversy over enrolhg parties) 
as well as w~th its mternal capaclty to meet its management requirements 



Who Pays 

A further cn~cal  concern, related to the broad lssue of structural b ta t ions  on votmg, IS the question 
of who IS responsible for paymg for the costs of mamtamng the electoral system The electoral law 
appears to be clear that the three mQtuQons are supposed to have budgets that pay for any elections 
contemplated m the electoral code l4 But, m practice the situation IS far different Each of the three 
components recerves far less from the Government of Peru's budget than what IS considered by them 
to be the sums they requlre to carry out thelr tasks The Jurado, for example, received a budget of 
NS8,000,000 (US$3,000,000 approxunately) when its requlrements were for an additional 
NS25,000,000 (US$9,260,000 approx )I5 ONPE also operates a deficit between its reqwrements 
for up-comg elections and the funds avadable to it from the government (ONPE's government 
supported budget IS appromtely $2 4 rmlhon for 1998, whde its dxector Indicated that it hoped to 
secure an ad&aonal$6 5 d o n  m fines to meet the requements of the 1998 municipal elections ) 
Only IDENTIDAD has a potentla1 for generatmg sufficient resources from fees for semce so that 
its budget of around NS 74 d o n  appears to meet its needs 

The current solutron, apart from an appeal to a government that considers that it cannot afford more, 
IS to rely on what mght be called a combmation of fees for s e m e  and fees for the foibles of human 
nature O W E  has bet its solvency on the abhty to collect fines from those who do not vote 
IDENTIDAD balances its budget on the fees it recerves from renewals of Identity cards and those that 
have to be replaced because they are lost or stolen (The Jurado IS bettmg on a combmation of chanty 
from the government and the surplus generated by IDENTIDAD'S efficiency) Above all, the 
proposed solu~ons, especially that proposed by IDENTIDAD, suggest the development of what may 
amount to a defacto poll tax- -~ .edmg votmg by those who already have lrrmted access, the poor, 
above all the rural poor 

IDENTIDAD'S leadershq IS aware of the problem and has suggested a solution It has estabhshed 
a fund that wdl finance denttty cards for those who are m extreme poverty accordmg to government 
calculations and cannot afford them That fund wdl be financed by a loan from the Office of the 
Presidency to IDENTIDAD whrch IDENTIDAD wdl pay back over a number of years from its 
surplus At Issue IS the manner m whch the fund wdl be implemented what percentage of the 
population wdl quallfv ( t h  lunges on the d e h b o n  of extreme poverty--does it cover 10% of the 
population, does it cover 18% or morel6?), and wdl the funds avadable be sufficient? How wfl 

l4 S p d  electrons are supposed to be covered by additional appropriations Title XV of the 
Orgaruc Electoral Law No 26859 covers budgetary Issues 

l5 ThlS covers requlrements for the next murucipal elections (NS 14 W o n )  as well as to 
cover penslons, mandated salary adjustments and the acquisition of space for the Jurado 

l6 The head of IDENTIDAD ma mtervlew w~th the evaluation team thought that the total to 
be covered amounted to 10% of the population The Peruvm government based on current stud~es 
rnd~cates that over 18% of the population IS m extreme poverty and an addmonal28% IS classified 



individuals demonstrate thev need and what additional admtra t rve  burden ~s unplred m t h  
process? Where wdl additronal resources be drawn from (rwmg fees of other segments of the 
popdabon?), and how wdl that process h t  the surpluses assrgned to ONPE and the Jurado to meet 
thelr needs? 

The lssue r e m s  a difficult one, a concern that influences the future charactenstrcs of a vltal 
dernocratx funchon If the government of Peru ls not comrmtted to e n s w g  that there are sufficient 
resources avadable to pay for the electrons reqwed by rts constitution, wdl the result be, over tune, 
that the responsible agenaes are forced to h t  access to particrpation by lmposmg fees that restnct 
the abhty of those who have a nght to parkipate to exerclse that nght--above all those of h t e d  
economc resources The solutron currently on the table, that of a loan to IDENTIDAD, may not 
suffice to avoid what amounts to a poll tax that restricts access to the electoral process Thls Issue 
r e m s  to be dealt wth m the future 

I 

NGO Support 

The IFES CA sought to support a vanety of NGOs, undertalung vanous forms of acbmties whrch ran 
from efforts at prornotmg transparency m p o h g  processes, dialogues regardmg the Issues mvolved 
m the elecnons, c i m n  partmpabon m general and specifically m rural areas and the role of the press 
m the electoral process The earher IFES work plans &d not specdically address the mtended Impact 
of the grants except to refer to "activlties that are related to electrons and CIVIC ed~cation"'~ Later 
work plans called for "promobon of a more effectwe labor by Peruwn NGOs m promotmg electoral 
processes, above all among dls-advantaged sectors", and "strengthemg the techrucal, admt ra t ive  
and managerial capacities of NGOs so that they could be sustamable beyond the h u t s  of the 
program"18 The bulk (around half) of the total of around $500,000 spent for civd society went to 
a smgle orgarmatron (Transparencla) whlch engaged m vanous of these forms of activlties as well 
as becormng the national repository for electoral data through the estabhhment of its Multmedla 
Center 

The approach taken to provldmg sub-grants to civd society orgarmabons mvolved a process of 
identdication of the sub-grantees by IFES m coordmaQon wth USAIDIODIT There was no open 
cornpetloon Potentnl grantees were identdied, asked to provlde proposals and the proposals 
evaluated The assumphon was that there was a firute number of civd society organizations qualified 
m t h  specmhzed field These were the orgarmations to whrch it was assumed that the resources 
would be best d a t e d  Desprte the statement m the 1996 work plan, there was also no assumption 
that support was to be dlrected to a process of mstitution burldmg--grants were made for specfic 

as poor (Mumten0 de la Pres~dencla, Elementos de la Estratega Focal~zada de Lucha Contra la 
Pobreza Extrerna, Lzma, 1996, p 20) 

l7 From a document labeled 'Annual Activities-Peru Election Assstance Project' 

l8 I E S ,  f rograma de Aszstencza Electoral, January, 1996, Anexo I ,  p 3 



acmoes not to strengthen or develop an mstitution As it turned out, Transparencla was considered 
the orgarnation best quahfied to carry out vmous of the actiwties proposed by IFES as part of its 
work plan Thus, Transparencla received the bulk of the fundmg 

Other orgaruzations that received support, each for a specrfic actiwty or set of actiwties mcluded 

Centre Peruano de Estudios Internacionales (Peruvlan Center for International Studies) 
(CEPEI) to conduct a senes of regional ddogues m early 1995 on the national electoral 
process and, at a later date that same year, on the mumcipal elections The ddogues reached 
a relatively small audience (1250), but the myact was extended by CEPEI's pubhcation of 
the proceedmgs CEPEI contmues to exlst, but on a very h t e d  bass It s currently 
searchmg for fundmg to contlnue its efforts as a tlunk-tank focuslng largely on mternational 
relations 

Consejo por la Paz (Cound for Peace) to undertake a get out the vote campagn for the 1995 
naoonal elmons The Cound used a senes of sermnars as well as telemion and radio spots 
to get its message across The television and radio spots were wdely dlssermnated although 
no surveys or other tests were made to measure then actual lmpact No further support was 
prowded to the Councd. 

Instltuto de Prensa y Sociedad (Insotute for Press and Soclety) (IPYS) to undertake a sermnar 
on Press as a Factor m an Election whch was held m March, 1995 Thls s e m a r  had, as its 
pmcrpal auhence, the press both from L m  and from the provmces As would be expected 
given the target audience, the event was extensively covered m the press However, as the 
coordmator of the event mdicated, the event was just a seed and needed to have follow-up 
No such follow-up was promled the context of the IFES CA IPYS s seelung support 
to develop its actlwties on an mternational bass, focusmg on the Andean region 

Urwersdad Peruano de Clenclas Aphcadas (Peruvlan Umversity of Applred Sciences) (UPC) 
to support a pubhc forum m L m  m September, 1995 labeled "mumclpal creatiwty" whch 
was promoted rn advance through cooperatmg rnedla and was further dlssermnated through 
televrsion reachmg over 600,000 vlewers The forum focused on the mews of the pmcipal 
canddates for mayor on the major asues that L m  as a rnetropohs s facmg rncludrng urban 
planrung and a w n  partmpaQon, samtabon, street vendmg, transportation, the shanty towns 
(pueblos jovenes), energy, and transportaoon The results of the forum were later published 
T h s  event can also be considered a success, but a g m  there was no long term follow-up 
because UPC a not a awl society organmoon whose focus a on fostemg these sorts of civic 
dialogues 

SERKEAPAZ are two orgarmations engaged m rural development They were funded to 
promote citlzen nutlatives m rural areas through t r m g  of local journahts and oplruon 
leaders "Ilus sub-grant whch lasted between July, 1996 and Apd, 1997 reached 228 rad~o 
journahsts m rural areas who were motivated to promote themes of CIVIC educat~on 



SEWCEAPAZ tracked the lmpact of the speclfic carnpagns generated m vanous rural areas 
Some speclfic results reported mcluded mcreased electoral participation m several dstncts 
(differences m votmg participation from one election to another), conduct of an anti- 
alcohohsm campasgn through citlzen mtntive and pavement of a road agam as a result of 
citlzen mitlatives The efforts, as the final report mdicated, "resulted m radro servlng its 
proposed role to motivate citlzen participation and a dlalogue with local authorities" SER 
as an organnation continues to work actwely m these rural areas with an agenda that 
emphasms commumty development and citlzen participation It rs currently seelung support 
for such activlties l9 

AU of these activltres, taken one by one, can be deemed successful. All addressed lssues related to 
c l m n  partmpabon m elecbons But, wtually all of the support was focused on a smgle event or set 
of events that was not hked to a longer term e o n  by the orgarmation m questlon Only m the case 
of SEWCEAPAZ was the program an extended one, designed to have a longer range result 

Support for Transparencza 

Transparencn ~s a civd assocnQon whch was estabhshed m July, 1994 Its pmcipal activlties are 
promotmg the parhqabon of cn?2 soclety m the electoral process whch rncludes efforts at ensunng 
the fmess  and mtegnty of the electoral process, CMC educabon, orgamzation of systems of electoral 
observation and analysls of electoral information It has developed a senes of pubhcations on its 
actmoes It houses a multi-medn resource center regardmg elechons whch pubhshes an electroruc 
newsletter on lssues related to elechons throughout the region It manages a website on electoral 
Issues and mamtams relevant databases 

Support for Transparencla by IFES was not confined to a smgle event or program, but rather to a 
senes of events and to the estabhhment of at least one long term actiwty, the Multmedn Center 
Support was u u d y  prowled m connection mth the 1995 national elections to secure volunteers to 
buld a network of nabonal electoral observers first sub-grant was considered a success because 
around 10,000 volunteer observers participated under Transparencn's aegls m election day 
observabon A smdm number of observers was fielded by Transparencla for the murucipal elections, 
also, as noted below, supported m part through the IFES CA As unportantly, Transparencla 
developed a reputabon through its actions m the 1995 national elecbons for unprtlalrty and 
o b ~ t n a t y  m ~ts role as election morutor and post-election analyst It has mamtmed that reputation 
to date mth pohticms, journahts and academclans of all political positions m t e ~ e w e d  by the 
evaluabon team, all corncidmg m therr favorable appraml of Transparencla 

Addit~onal support was provided to Transparencla by IFES m 1995 to carry out programs of civic 
education regardmg the mumcipal elections The sub-grant supported t r m g  and fieldmg of 

l9 SER was the rnanagmg enbty for the two orgaruzat~ons IFES had no contact with anyone 
fiom CEAPAZ The evaluat~on team could not locate a contact 



observers to cover 80% of the electorate Transparencla was also supported to conduct a national 
rneetmg of its regional coordmators to evaluate the electoral process at the end of 1995 

As wdl be dwussed further below, Transparencla received support for a senes of meetmgs designed 
to further the poky M o p e  regardmg electoral reform. Fmally, Transparencla has received support 
for the estabhhment of its Multrmedla Center, a computer based mformation center whch, as noted 
above, has set up databases related to analywng elections m Peru and elsewhere m the reglon The 
Center has a website that IS avrulable through the Internet 20 The Center IS effectively the only 
funmomg mformabon center m Peru that can prowde analyses of the electoral process Its d m t o r  
IS a skdled professional who has been used by IFES to provide techcal assistance to ONPE and the 
Jurado m the recent pubhcation of the results of the murucipal electrons of 1995/96 

Transparencra, with support from IFES and other donors has estabhhed itself as a sigIllficant 
contributor to the electoral process m Peru Transparencla also has estabhhed an mternational 
reputatton for its abhttes to orgaruze national observer networks But, Transparencla faces a mtical 
problem-its abhty to sustm its acb.wties The support that Transparencla has received to date from 
IFES has focused, as already noted, on events or programs The support has tended to remforce the 
capacity that Transparencla has displayed, but has not perrmtted a program of mstitutional 
streng thenmg 

There IS a notable exception--the Multunedla Center The Center a a potentla1 source of revenue 
generabon However, as yet it a not sufliaently developed as a revenue producer There ls an evldent 
need for a speclfic rnarketmg effort drected at malung the Multunedla Center mto a revenue source 
That effort would mclude a careful analys~~ of the avadable market for its semces and of appropnate 
mechmms for chargmg for those semces But, the Mult~medla Center as presently constituted IS 
not lkely to suMve If Transparencla cannot sustm itself The Center at present does not generate 
sufficient revenues to cover a m u m  budget for staff, for its space requlrernents and support 
services 

W e  it was not USAID's mtent through the IFES CA to undertake a program of mstitutional 
strengtherung2', the programmatic success of Transparencla r u e s  an lssue to be considered 

Given the lrnportance of a civd society presence m prowdmg oversight of the electoral 
process and m mamtammg the hlstoncal memory of that electoral process as well as providmg 
access to the expenence of other countries (the dual roles of the Multunedla Center), should 
USAID exarmne the possibd~ty of sustauung the benefits already generated by its efforts--the 

20 The Center's website IS located at http //www transparencla org pe 

'' AS noted earher, language mdicatmg a concern with sustamabAty was m the IFES 1996 
work plan approved by USAID However, the type of grants awarded and the overall slze of those 
grants mdxated that thelr focus was programmatic and not designed to foster lnstitutlonal support 



existence of an lnstltution with both a national and mternational reputation for electoral 
observabon and electoral analysis? 

We wdl return to t h  ssue m the conclusions and recommendations m Chapter V 

Supporting a Policy Dialogue for Electoral Reform 

The 1993 Constrtution had estabhhed the concept of an electoral system with responsibhties divlded 
among three agencles, the Jurado, the ONPE and RENTEC The Const~tution did not define the exact 
roles and rehonshrps of the three agencles That r e m e d  to be done through legslatron Moreover, 
the character of representatron m the Constrtution was also not clearly defined The 1995 Congress 
was to be elected through a smgle national dlstnct usmg proportional representation, but the ssue 
stdl could be redefined by legslabon Thus, there were a senes of pohtical and techcal questions 
regardmg the electoral process m general and the election of Congresspersons that re-ed to be 
decided In h s  context, IFES sought, through techcal assstance to the three electoral agencies and 
through vanous sermnars and pubhcations, to asslst m duencmg the course of electoral reform 
legslation bemg debated m the nahonal Congress Specrfically, the IFES 1996 work plan called for 
the conduct of a symposium to analyze alternabve proposals for electoral reform whch would 
contribute to lmprovmg the electoral system. There was no specrfic reference m the work plan to the 
Impact expected from action m support of the agencies of the electoral system m  the^ efforts to 
promote reform 

With regard to the electoral agencies, IFES prowded techrucal assstance m support of the Jurado's 
attempts to define and present its position regardmg proposed electoral reform legslation to the 
Congress 22 Surnlarly, IFES prowled techcal assstance to IDENTIDAD to help define its positrons 
regardmg changes m electoral law Accordmg to the members of the Jurado, the efforts of the Jurado, 
despite the support received by IFES, did not have a great Influence on the character of the 
legislation 

IFES supported two waves of pubhc ddogues regardmg electoral reforms The first wave m 1996 
resulted m a symposmm and pubhcation (Fernando Tuestas, editor, S~mpos~o Sobre Reforma 
Electoral [Symposium regardmg Electoral Reform]) whch brought together Peruvlan and 
mternational experts on electoral reform. Particqants m the symposium mcluded Peruwan 
academclans, joumahts and members of Congress Themes covered mcluded norms for regulatmg 
pohtrcal partres and catqmgns, the unpact of the electoral system on the pobtical process and the 
relationshp between governabhty and the electoral system. The second wave was c m e d  out by 
Transparencta and mcluded another senes of symposra m L w ,  Piura and Arequipa These symposra 
also brought together academmns, journahts and pohtrclans and were vvldely covered m the press 

22 The techcal assstance was provrded by a former head of the Costa hcan counterpart 
electoral agency and employed lessons learned from that expenence The techcal asslstance prouder 
was considered by the Jurado to have provided crucnl support m ttus area and other areas as well. 



Both waves r& important Issues, mcludlng such concerns as the Impact of the smgle national 
dlstrict on lssues of representation and accountabhty However, based on dscussions held by the 
evaluatron team wth relevant pohticms, and, above all, those drrectly responsible for draftlng and 
rnanagmg the leplatron actually passed, it IS clear that the two waves had httle lmpact on the shape 
of the leglslation 

The fadwe to Influence the legslat~on m any signdlcant way either through a dlalogue between the 
officlal legal experts (the Jurado) and Congress or m a more pubhc fashon IS qulte understandable 
The majonty party m Congress had presented a bdl that it considered a good bdL It was a d~fficult 
task under any concfibon to Influence leglslation that was defined by the majonty party m Congress, 
given the fact that thls was neither a bunung pubhc Issue, nor one where there was a great deal of 
strong support for change from other pohtlcal partres However, future reform efforts may benefit 
from the groundwork liud by this set of dlscussions In the short run, the =sue can be considered to 
be closed The congressional majonty considers its task of electoral reform a closed lssue 

Sakency of Electoral Reform 

While there have been no stuhes on crtlzen attitudes toward the broad lssue of r e f o m g  the 
electoral process, it ls possible to speculate about some of the elements that contribute to the low 
level of sahency of the Issue outsde a very h t e d  clrcle of specmhsts m the field These factors begm 
wlth the fact that, m general, the last elechons have been considered to be reasonably fax and honest 
There have been no wdespread midents of fraud There certamly have been problems such as the 
hlgh percentage of votes for Congress n W e d  m 1995, but, as analysts mdicated, these problems 
have not greatly influenced electoral outcomes 23 Thus, there was httle pubhc clamor for change and 
Me bass for generatmg that clamor Moreover, while representatlves of vanous opposition parties 
offered altername forms of redrawrng the htnctmg system for Congress, they did not press the lssue 
beyond the confines of the Congress wth great vlgor Thus, it can be argued, there was not much of 
a conshtuency for change, and no effort by the most mterested parties to generate that constituency 

Electoral reform IS a hghly techcal lssue The lssue has to be brought home through a concerted 
pohtical education effort or through the recogmnon of a sigmficant cnsls m the electoral system 
before the voters are Wely to focus on that lssue Given the lack of either element, the lssue IS hkely 
not to resurface until after the next nanonal elections, provlded those elections demonstrate that the 
system IS not functiomg 

23 Transparencla's analyses, for example, pomt to a possible drfference of one or two seats m 
Congress whch would not have resulted m a s M  m the relationshp between the majonty and the 
rmnorlty 



IV. PROJECT ADMINISTRATION and COORDINATION 
WITH USAID 

Project Administration 

Issues of Internal Management 

Loolung retrospectrvely at the arrangements that were put m place to operate a given actrwty, rt IS 

easy to have a perfect vlsion of the best approach that should have been taken But, the reahties of 
actually lrnplementmg an actiwty, place h ta t ions  on the abhty to see clearly mto the future and 
antmpatmg all that wdl take place Those reahties m the case of IFES were the need to mnnedlately 
engage m supportmg an electoral process that was fixed m tune, usmg whatever institutional 
mtruments were avahble at the tune It also meant a need to shift the dmt ion  of actmties as the 
mstitutional framework for lmplementmg elections sMed (the estabhhment of ONPE and 
IDENTIDAD, the redstnbutzon of functions between the Jurado, ONPE and IDENTIDAD) It also 
meant takmg mto account the c o ~ c t s  that arose between the three component agencies of the 
electoral system regardmg the deht ion of thex functrons and prerogatives Overall IFES was able 
to manage the task well. 

'Ilus was the case desplte the CA's very rocky start. IFES' m t d  Chef of Party left after only a bnef 
penod (less than a couple of months) m Lma, leawg the project's dxection m the hands of the home 
office coordmator IFES mbal work plans for 1994195 and even through 1996 were not well drawn 
Fmally, its early quarterly reports also were not deslgned to effectively cornrnumcate CA actiwties 
These problems were rernedled by prowclmg a new COP (after almost a year of CA actiwties) as well 
as by lrnprovements m the work plans and reports prowded 

There are some areas where lessons can be drawn regardmg improvements m the management of t h  
sort of complex, multi-faceted and hghly pohticlzed actiwty These lessons are 

Provzde broad authonty to yourfild team IFES chose to m t m  a slgnrficant amount 
of authonty over such matters as budget and finances m the home office Whde generally the 
home office followed the lead prowled by the field, the reports and comments from Peruvlan 
counterparts suggest that the declsron malung process was cumbersome It IS more efficient 
m rnanagmg a multi-faceted project If the field office has broader authonty to determe the 
field budget, subject, for example, to the same penodc review through a workplan that 
USAID exercrses 

The quai@ of a Chref of Parfy ~s c m a l  to a successful operatron IFES' current Chef of 
Party received hgh marks from counterparts for her work, both as a manager and as a 
profess~onal knowledgeable m the subject matter It was clear that she was able to mamtam 
a dehcate balance between the three pubhc agencles despite mter-mstitutional rivalries among 
the three Her presence clearly fachtated the operations of the CA 



A local advisory b o d  can facrlrfa2e management of a complex pol&cal sztuatwn The CA 
mdxated the possibhty of the estabhshment of a Peruvian advlsory board to review and offer 
suggesQons regardmg NGO grants No such board was set up However, there were clearly 
areas where such a board, set up formally or mformally, could have prowded valuable msights 
mto a complex situaoon Certam speclfic activities could have benefitted from such msights, 
most notably the pohcy dlalogue on electoral reformN 

Responszveness to Changzng Condztzons 

The a c t ~ b e s  that IFES engaged m under the aegu of the CA represented a textbook case of the need 
to respond to shrftmg conditrons The player that IFES had as a counterpart at the start of the 
process, the Jurado, was not the set of players (the Jurado, ONPE and IDENTIDAD) that ended up 
responsible for the electoral process This sluft fiom a smgle agency to a multiple set of agencies 
meant a re-ordemg of efforts to budd mstitutional capacity over a very short penod of tlme In 
addition, the tasks that were undertaken at the b e g m g  were clearly more of a dlstmct character 
than those that followed IFES moved fiom berng part of the donor team that had to meet the election 
deadhe m Apd, 1995 to a manager of an msbtution buddmg process, a pohcy reform process and 
a process of enhancmg the role of crvd society IFES appears to have made the adjustments well, 
usmg such tools as focus groups to measure unpact and to develop plans for further efforts at 
ms~tutional strengthemg of the publrc sector agencies (above all ONPE) 

A weakness m the response, as seen m the workplans, was the sort of mdicators proposed for certam 
actrvlties It took several workplans before IFES moved fiom what were essentially process 
mdicators to what were more results onented mdicators In its last workplan, the one for October 
1996-September, 1997, it drd offer some mdicators that, m fact, were qoss ib le  to measure w i t h  
the bmefiame of its actmbes, t a h g  mto account as well the resources requued For example, as an 
mdicator of the q a c t  of rts crml society component, it proposed both an Increase m system 
confidence and a change of partxipatron levels m the democratic process m relation to specfic civd 
society organuation actrvlties L o o h g  at the SERfCEAPAZ actiwty, for example, no attitudmal 
basehe had been estabhhed, therefore, no measurement of changes m attrtudes toward system 
support was possrble SSlrmlarly, no basehe levels of particlpabon had been estabhhed As the 
actiwty's final report presents the srtuaOon, the best avadable mdrcator was the suggestion of 
mcreased actrwty as represented by specrfc citlzen activities regardmg speclfic local projects (The 
attnbution here was possrble, but only suggestive because there was no estabhshed basehe ) 

The lesson to be drawn s that it s best to use mdicators whch are measurable wthm the scope and 
resources assigned to an activlty 

In that connecoon, several of the pro-government pohticlans mterviewed suggested that at 
least the first wave of the pohcy dialogue seemed to be tllted toward the opposition 



It a worth notmg that the mdcator proposed for clvd soclety fits m wth the md~cator for the IR that 
corresponds to the actlwty--percent of people that have hgh confidence m nat~onal mstltutlons 
However, as noted above, at the level of the specdic activity, the Indicator does not correspond The 
specific actmoes may contnbute to the overall IR, but it IS Important to take Into cons~deration that 
the actmty level mdxator needs to be related to the actmy and not necessarily dmxtly to the overall 
lnd~cator to whch the speclfic actlwty contributes It IS worthwhde to remember as well m judgmg 
the cho~ce of speclfic activltles that the actrvlty needs to contnbute to the overall IR under whch a 
fits, If the entlre set of actlvltles IS to contnbute to the deslred result 

Abzbly to Relate to Counterparts 

As has &eahy been mentloned m connection wdh the Chef of Party, IFES estabhshed good workmg 
relations wth ~ t s  pmcipal counterparts, the three pubhc agencles that form the electoral system In 
general, the relat~onshp wth clvd soclety orgamzatlons was also a good one, although here there 
were concerns expressed by a few counterparts regardmg relatrons mth IFES Some of those 
concerns centered on adrmtustratrve lssues such as the speed wth whch IFES responded to proposals 
(a function m part of the dlvrsion of responsibhty between IFES/Peru and IFES/Waslungton) 

Another concern whlch needs to be addressed m the future IS the form of financmg sub-grants The 
sub-grants to the vanous orgarmations were dlwded mto partla1 payments whlch consisted of an 
advance of 6O%, a p d  payment of 20% after a portlon of the grant penod had passed and a final 
payment of 20% after recelpt of a final report For estabhhed mstltutlons whch have core budgets 
such as the UPC, tlus certamly posed no great problem However, for the relat~vely financdy weak 
NGOs such as SER/CEAPAZ and Transparencn, the need to, m effect, finance the cash flow of the 
actmty added to then financlal burden In other parts of the world, other forms of financmg (use of 
monthly or quarterly advances, Qludated on a monthly bass, for example) have been adopted whch 
take mto account the grantor's cash flow concerns and the need to ensure that final reports are 
rece~ed Some, such as the use of monthly cash advances, do put a burden on the grantor, but the 
advantage a to fachtate the focus of sub-grantee energies on therr actlwties and not then short term 
finances There are also other alternatives for financially weak orgamzat~ons--tutelage arrangements 
where, m effect, the grantor becomes the financlal a d m t r a t o r ,  for example 

These concerns not wthstandmg, ~t IS clear that IFES was able to rnamtam relations w~th a wde 
vanety of organuations and to balance the requirements of a complex set of relat~ons among the 
counterparts The concerns expressed pomt to areas where USAID and ~ t s  grantees can learn from 
expenence 

Cost Eflecttveness 

If one exarmnes the overall drstribution of costs of the CA by programmatic area, ~t IS clear that the 
actwmes were conducted m a cost effective manner A large sum was expended up front to support 



the 1995 national elections m part because the resources needed to be used for what was the most 
signdicant electoral event of the CA penod and m part because of the need to asslst m the short term 
m a process that was bemg c m e d  out by an agency wth major organnational and budgetary 
weaknesses--lack of capaaty to conduct t r m g  and develop adequate t r m g  m a t e d  The major 
mvestment of the balance of the CA was m the strengthenmg of the three electoral agencies A 
sigruficant propomon of those lnstitut~onal development funds have been directed at the OWE, the 
agency that can be considered to have advanced furthest 

Contnbubons to cNll society have been cost effective m terms of the quahty of the events that have 
been supported, and the unmedlate results acheved A question r e m s  regardmg future planrung 
whether there would have been greater cost effectiveness m the long run m an approach that would 
have concentrated fundmg m one or two civd soclety orgamzations, enhancmg those orgamzations 
more and reducmg the admt ra t ive  burden to IFES 

Even the poky ddogue can be consdered a cost effkctwe activlty, given the relatively small amount 
of programmatic support it entded, and the fact that specrfic products such as a pubhcahon were 
produced 

Coordinat~on with USAID 

The CA between IFES and USAID/Peru called for substantla1 mvolvement of USAID/Peru m the 
actmties camed out under the agreement That substantlal mvolvement rncluded revlew of annual 
workplans, foreign travel of Peruvliins, sub-agreements wth local NGOs m excess of $10,000 and 
hmng of key personnel, Substantd mvolvement did take place The most cntical element of that 
mvolvement, revlew of annual workplans, was a task taken wth considerable seriousness as mtness 
the careful scrutmy to whch the 1996 workplan was subjected That plan was m t d y  rejected and 
reworked at the request of USAID/ODIT to ensure that it met concerns expressed by USAID, 
mcludmg concerns regardmg lssues of budget and mdicators 

It would appear that beyond these formal conditions of substantd mvolvement, there was a 
contmumg process of mteraction between USAID/ODIT and IFES staff as well as an rnvolvernent 
of USAIDfODlT m the major events that were q l e m n t e d  through the CA Thus, there were ample 
opporturutzes for lnforrnal coordmahon 

In one area, however, there rmght have been a better hnkmg of IFES and USAID/ODIT, m the area 
menboned earher m tlus chapter of hkmg actiwty level mdicators wth overall IR mdicators 'Ilus IS, 
as noted above, not an easy task to accomphsh 

Overall, it would appear that the IFES CA effectively fultiled the requirements of substantla1 
mvolvernent, perrmttmg the necessary coordmation and flexlbdty mtended m the design of thls set 
of activities 



CONCLUSIONS AND RECOMMENDATIONS 

Issues Facing the Electoral Process 

The electoral process m Peru has faced three sets of concerns whlch rnfluence the qual~ty of citizen 
participation Specfically, the P e r u r n  electoral process faces 

A need to assure the transparency and integrity of the votmg process, to ensure that voters 
can express then preferences freely and that those preferences are counted properly, Le that 
the votmg process IS not marred by fraud 

A need to develop the lnst~tutlonal capac~ty to orgame and report the results of elections 
effdmely (wth a low level of errors), efficiently (mtlun a reasonable space of tune from the 
moment of the election) and at a reasonable cost 

A need to ensure the mdest pcrsmble part~cipat~on of citlzens m the electoral process whch 
m practice means ehmmatmg structural bamers to participabon such as the lack of the 
necessary votmg credentd (lzbreta electoral) 

Main Findings 

The assstance prowded through IFES has sought to address these concerns through a senes of 
actrwhes that lncluded four basic elements 

Support, from the outset of the Cooperative Agreement, for a penod of SIX months for the 
process of carrymg out the 1995 national presidentla1 and congressional elections 

Support for the mstitutional development of the Jurado, ONPE and IDENTIDAD after the 
1995 presidentd elections and as these organnations were either estabhhed (the cases of 
ONPE and IDENTIDAD) or re-orgamed (the case of the Jurado) 

Support for ciwl society organnations engaged m efforts of e n s m g  the mtegnty and 
transparency of the electoral process, m educatmg voters regardmg key Issues or m 
mcorporatmg and shmulatmg the participation of citlzens who had traditionally r e m e d  
outside the pohtical process, above all those m rural areas 

Juan R d s  recently completed study of Pohtical Participation provides empmcal support 
for much of the analysls contmed m t h  section He also pomts to the need for a process of civlc 
education--emphasmng the importance of civic education wnt large, encompassmg broad Issues of 
d e f m g  the role of the citlzen m a broader Peruvlan democratic order Rnl s one of the prmcipal 
consultants used by IFESIPeru m its activities Rd's study was a work product of the IFES CA 



> Support, largely through civd society orgamatlons and pubhc events, of a pohcy dlalogue 
alrned at lnauencmg the type of electoral reform legislation and forms of national 
representation enacted by the government 

Results Achleved 

E x a m g  each of these areas, we reach the followmg general conclusions 

> Regardmg support for the 1995 general election: This support was promded at the onset 
of the CA Support focused on ensunng that the elections were fm, free of fraud and that 
there was a hlgh degree of citlzen partrcipation Tasks undertaken mcluded provision of 
program support (posters, audio-vlsual m a t e d  and manuals), techrucal assistance and 
payment of t r m g  personnel for the Jurado whch lacked the necessary fundmg to fulfill its 
function of t r m g  local temporary election staff Support was also promded to several 
NGOs to assst m efforts to ensure the fixmess of the vote and the participation of the pubhc 

Results It IS clear that the support promled by IFES asssted m lmprovlng operations of the 
Jurado m carrymg out the elecbon For example, for the first tune the Jurado was able to 
provide p o h g  place c o m t t e e  members (membros de mesa) wth a manual designed by 
professional adult educators that desmbed thex funcbons and that was supported by audio- 
visual Mact~c matenals (above all a t r m g  wdeo) However, it IS also clear from a follow- 
up study that such matenal had a h t e d  myact For example, only a small portion of the 
rntended au&ence ever saw the t r m g  mleo Umersally Jurado staiT and p o h g  commttee 
members compbed about a need for adequate t r m g  One element of the problem clearly 
was the lack of tune to adequately pre-test and adapt m a t e d  to the drfferences m soclal 
situation and language throughout the country 

Regardmg support for the mstrtutronal development of the Jurado, ONPE and 
IDENTIDAD After the 1995 national elections, an important focus of IFES actiwties was 
to work 1n1tdly with the Jurado and ONPE and later on wth IDENTIDAD m buddmg up the 
m~tubonal capacity of the newly de6ned electoral system The problem to be faced was both 
an Immediate one of asslstmg the Jurado and ONPE above all to carry out the mutucpl 
elections of 1995/96 and a longer term one of asslstrng all three mstitutions m thelr 
development under the terms of the new legal arrangements for carrymg out the electoral 
process 

Results The munrcrpd electrons were c a d  out wth a reasonable degree of orgarnation 
despite a vanety of jurisdictional dlsputes Lessons learned from the 1995 presidentd 
elecQons were taken rnto account m such areas as the development of t r m g  matenals The 
new p o h g  commttee manual, for example, took rnto account IFES supported focus group 
suggestions that matenals needed to be more user hendly Hence, the manuals and related 
video Introduced cartoon figures that were clearly dlrected at a broader aud~ence as well as 
addressmg cntical Issues such as how to count votes whch had not appeared m previous 



manuals However, a cmls mentahty stdl prevaded and the lunds of testmg of messages that 
makes for good educational rnatenal was stdl not mcorporated mto design efforts 'por falta 
de tiernpo' 

Need for an Appropnute Organzzutzonal Culture 

Unlforrnly, all three new orgarnations faced rssues of developmg an appropmte 
orgamational culture to meet then responsibhties Such an orgaruzatlonal culture reques 
the abhty to undertake strategic p l a m g ,  to develop skdls m the management of large 
temporary staffs drrected at a hghly techcal task, the conduct of a national election, as well 
as developmg s p d  appropnate to each orgawation IFES addressed these concerns 
with a combmation of staff t r m g  and techcal assstance 

1 

Success m developmg this new mbtubonal culture has clearly been a m e d  one The Jurado 
stdl functions as a hlerarchlcal bureaucracy and stdl has not mstituted the necessary 
orgaruzatlonal transformations (estabhhrnent of an effective educational department, for 
example) that wdl make it successful m its new roles ONPE has begun to 'talk the talk' m 
terms of the need for strategic planrung It has sunpIrfied its orgamzational structure, 
reducmg levels of hierarchy and reducmg as well the number of permanent staff It has also 
begun to Incorporate the concept $ not the effectlve practice of testrng its t r m g  m a t e d ,  
a vital tool m an organnation dependent on temporary staffing IDENTIDAD IS facmg a 
concern regardmg its capacity to deal wth the pubhc, with pubhc acceptance and 
understandmg of the transformat~ons proposed, wth the pohtical dunensions of the role it has 
to play (as wtness the recent controversy over enrohg parties) as well as with its mternal 
capacity to meet its management reqmements 

Who Pays 

A further cnbcal concern, related to the broad lssue of structural h ta t ions  on votmg, IS the 
question of who IS responsible for p a p g  for the costs of mamtamng the electoral system. 
Each of the three components receives far less from the Government of Peru's budget than 
what IS cons~dered by them to be the sums they reqme to carry out then tasks The solution, 
apart from an appeal to a government that considers that it cannot afford more, IS to rely on 
what mght be called a combmation of fees for semce and fees for the foibles of human 
nature ONPE has bet a solvency on the abhty to collect fines from those who do not vote 
IDENTIDAD hopes to balance its budget on the fees it receives from renewals of identity 
cards and those that have to be replaced because they are lost or stolen (The Jurado IS bettmg 
on a combmation of chanty fiom the government and the surplus generated by 
IDENTIDAD'S efficiency ) Above all, the proposed solutions suggest the development of 
what may amount to a defacto poll tax--mpedmg votlng by those who already have h t e d  
access, the poor, above all the rural poor, who consmute a s~gnlficant portion of the country's 
population 



The alternatives are fmly sunple The government needs to make a comtment  to fundmg 
these essential functions of a democratic order If the cornmtrnent mvolves use of fees for 
servlce, then there has to be a mechamm m place such as an adequate fund to finance the 
partmpaoon of the poor m the electoral process whch elmmates the dmmmatory elements 
of the fee for m c e  It rs worth notmg m that regard that it rs m the Government of Peru's 
mterest, as it has defined that mterest m terms of security concerns, to guarantee that all 
citlzens are properly identdied 

Regardmg support for cwll soc~ety organ~zat~ons engaged In efforts of ensunng the 
mtegr~ty and transparency of the electoral process, the IFES CA sought to support a 
vanety of NGOs, undertdmg vanous forms of activlties whlch ran fiom efforts at promotmg 
transparency m actual p o h g  processes, ddogues regardmg the rssues mvolved m the 
elections, cituen participaQon m general and m rural areas and the role of the press m the 
electoral process The bulk of the total of more than $500,000 spent for ciwl society went 
to a slngle orgarmatron (Transparencla) wluch engaged zn vanous of these forms of activlties 
as well as becomg the national repository for electoral data 

Results If one exammes the substantwe results achieved, they are Impressive Transparencla 
carried out important functions as a poll watchmg agency for the national and mumapal 
elections, estabhhmg a reputation for objectivity across the pohtical spectrum. Its 
Multlmedla Center rs an q o r t a n t  data source regardmg electrons Another NGO group, 
SER/CEAPAZ, undertook an mportant effort to mcrease voter awareness m rural areas That 
effort can also be consdered to have acheved its purpose Many of the mdivldual events that 
were funded can be deemed successful withm the scope of then mnedlate purpose 

However, it rs clear that the efforts undertaken are not Uely to be sustmed given present 
cncurnstances Transparencla rs m an extremely precarious financd situation SER, wluch 
conducted an effort at d e h g  wth rural voter participation, rs engaged m other forms of 
activities to support its emtence Other NGOs are either too weak to contmue or dlrected 
elsewhere 

Whde support under thrs CA for the NGOs was not mtended to promote sustmabhty, it 
would c e r t d y  have been an advantage, and may be a necessity, for future democrat~c 
development $ civd society organnations with reputations for honesty, objectivity and the 
capacity to perform were present w t h  the electoral process 

Regardmg support, largely through cwll soc~ety organmt~ons and publ~c events, of a 
poky d~alogue rumed at mfluencmg the type of electoral reform lepslat~on, IFES sought 
through various semars  and pubkations to asslst m lnfluenclng the course of electoral 
reform legrslation bemg debated m the national Congress It also assrsted the three 
government electoral agencles m thelr efforts to propose approaches to electoral reform. 



Results. Asde fiom developmg a book and other mat& and callmg attention to the lssues 
through some well-pubhcued fora, t h  effort cannot be sad to have acheved a concrete 
result. It IS hlghly hkely that it was a drfficult task under any conditions to influence legislation 
that was defined by the majonty party m Congress, given the fact that t h  was neither a 
burmg pubhc Issue, nor one where there was a great deal of strong support from many 
poltncal parties Future reform efforts may benefit from the groundwork h d  by t h  set of 
discussions, but that r e m s  to be seen In the short run, the lssue can be considered to be 
closed 

In summary? the lFES CA has produced substand results, both short term m facrlttatmg the two sets 
of elections m 1995/96, the nationals and the mumcrpals, and m estabhhmg a more substantd 
mbtuhonal base for future elmons, above all through ONPE Given that ONPE and IDENTIDAD 
have begun the process of shapmg theu mternal orgamatlons to meet the requrements of the tasks 
they face ana the budgets that support those tasks, there IS a clear hkehhood of sustamabhty of the 
benefits of the mstitutional strengthenmg provided under the CA The Jurado's situation IS more 
precarious--there IS far less of an mbtuoonal transformation to sustm Another lssue r e m s  to be 
dealt with for all of three mstitubons--the lssue of the comtment  of the Peruvliin government to 
provide sufficient financial resources to remove the structural bamers to effective electoral 
pmclpabon of those rn extreme poverty and to guarantee the necessary support to perform t h  vltal 
democratic funcbon 

The lssue of sustamabrltty IS different for the civil society orgarmations that the CA has supported 
Transparencla whch received the greatest amount of resources and whch has demonstrated its 
capacity to perform IS not financially sustamable m its present form. There are currently no other 
NGOs whlch perform a s u n h  funmon of provldmg supervision of the mtegnty and transparency of 
the electoral process Nor ls the mvestment m the Multunedla Center, the only such center m Peru, 
assured under present arrangements Thus, at present, the possibhtles of sustamabhty of the civd 
society effort looks bleak 

Refernng to the quesbon of gender and e b c  consderatmns, the CA's actlwties did not take d~rectly 
take gender Issues rnto account. Nor dd it ddectly target spec& ethruc groups However, the CA's 
activities tned to ensure coverage of the pmcrpal rndigenous populabons m its electoral activltles, 
mcorporatmg Quechua messages m the national get out the vote campagn for the Apr& 1995 
elections and mcorporatmg Quechua and Aymara m the 1995/96 mu~uclpal election efforts Grants 
provlded to Transparencla and to SEWCEAPAZ reached out to rural areas and to mdigenous groups 
as weU 

Recommendations 

General Consrderatwns 

Desp~te the existence of a legal obhgat~on to vote, around 26% of the electorate d ~ d  not vote m the 
1995 presidentnl elecbon Some of that absenteeism a due to errors m the voter regatratlon kts,  for 



mtance, unrecorded deaths may mean that real absentee~m E lower than the apparent absenteesm 
reflected m the figure of 26% But, at least five percent and as much as half of the total may be part 
of a structural absentee1~1lt-cltuRns laclung the necessary access to the body p o h  to vote, because 
they are poor and cannot afford a Zzbreta electoral (voter card), or poor and located m rural areas and 
facmg logstical bamers to obtammg voter cards and votmg or because they lack the necessary 
understandmg of what ~s requxed A signdicant additional portion of ehgible voters waste then 
franc& above all at the level of the choice of then legislators because of an mab&ty to properly use 
then ballots, or to have then ballots properly counted (around 40% of those who voted m the 1995 
congressional elmons) These two concerns pomt to several Issues that r e m  to be addressed to 
enhance citlzen participation 

The need to promote greater access of econormcally dsadvantaged citrzens, above all m rural 
areas, to the electoral process, 

The need to enhance the CIVIC culture of citlzens as voters, 

The need to enhance the capacity of citlzens as adrmntstrators of the lectoral process 
(rmembros de mesa) to be able to h u t  the loss of votes by nubticatlon, and 

> The need to further a poky ddogue whlch enhances the kehhood of a more comprehensible 
process for selectmg members of Congress by bmglng the mdivldual voter closer to hls or 
her representative 

To meet these broad general considerat~ons, as well as to contmue the process of developmg the 
electoral system that has already been undertaken by USAlD/ODIT through the IFES CA, we would 
make the followmg recommendations These recommendations are, of course, subject to that most 
sigmficant caveat of the avadabhty of resources and subject, as well, to bang pnontrzed wthm an 
overall strategy that takes lnto account the other IRs that are part of ODIT's overall strategic 
approach 

To enhance the ~nstitutional development of the public sector agencies of the electoral 
system 

> Pmvuie addIfronal technrcal support to ONPE, IDENTIDAD and the Jurado dwected at 
enhmcurg theu rmplementutwn of an approprude organrzatronal culture to conknue to 
modernrze thew functwns Provlde such assstance on a short term, hlghly focused bars, 
through such rnechamsms as IQCs only insofar as the organmoons demonstrate the necessary 
contmumg comtment to change Changes m mbtutional culture should mclude adaptabon 
of social marketmg techruques such as those used m USAID supported health programs 



Facrlrtate contznued communrcaaOn between ONPE and other technrcal anns of electoral 
agencles an Laan Amenca seekutg to enhance the necessary technrcal skrlls to undertake 
thezr tasks, skdls such as better reportmg of results. Agm, thrs could be lmplernented 
through an IQC work order 

To overcome Issues of structural absentee~sm by enhanc~ng c~tizen part~c~pat~on 

Support an organ-n such as SER to expand ub efforts to promote rural partrczpatron 
zn the pobtrcal process through the use of medaa, through communzty based czvzc 
educatwn and through crtzzen actron to secure the necessary rdentrfwatwn documents 
Thls can be rnplernented through a grant and supervision provlded dlrectly through 
USAIDIODIT or through an IQC 

supiort efforts through N W s  and other mechanrsms to promote a p o l ~ y  dzahgue wzth 
the government to elunmate barriers, ancludurgfinancral ones, to access to rdenhty cards 
The basic problem here IS one of pohtical wdl--the government has chosen not to pay for the 
full cost of a vltal democratic function While it mght be possible to provlde marginal 
techcal asmtance to enhance the abhty of IDENTIDAD, above all, to streamhe ~ t s  costs, 
the fact r e m s  that the state needs to provlde an adequate budget Thus, given a lack of 
pohtical wdl, pressure wdl have to be apphed This activlty can be implemented through a 
grant, best drrected at a smgle NGO, and supermion prowled drectly through USAIDIODIT 
or through an IQC (In ths regard, it may be possible to obtm akes w t h  the government 
for reasons related to secunty Issues ) 

To enhance CIVIC awareness and c~vlc educat~on 

Develop aprogtam of czvu: educatwn that can be tred to Jurado efforts, requzrements of 
the Constrtutwn and concerns ofthe Mznzsby of Educatwn as zt revamps rts c u m u l a  To 
lmplernent thls recornrnendaQon, it maybe more effectwe to turn to a clvd society orgamzatlon 
that has the capaaty to design a supplementary text and to unplement related audio-vlsual and 
radro/telewion programrmng (Such an approach was successfully employed by PARTICIPA 
m m e  ) SER and CETUC (the educabonal telemion center of the Cathohc Un~ersity) have 
demonstrated such capacity SER has the advantage of bemg mvolved dlrectly m rural areas 
Thls can be qlemented through a grant and supemuion prowded hectly through 
USAID/ODIT or through an IQC It would be best here, as well, to look to a smgle NGO for 
all civd society activities to ensure that the NGO m question can budd the necessary 
rnstitutional base 

To ensure the presence of c ~ v ~ l  soc~ety as a watchdog over ~ssues of electoral transparency, 
mtegnty and reform 



> Strengthen an emtmg crd  socrety organrzatron to carry out thrs functron By wtue  of its 
reputation, Transparencla IS the hkely candidate, but that sigmfies a need for a sigIllficant 
mst~tutional re-onentation to meet the challenge of sustamabhty 

The lssue of sustamabhty of civd society watchdog orgaruzatlons that are non-partmn and 
are often perceived by governments m power as posmg a challenge IS one that has been and 
IS berng faced by USAID democracy programs throughout the world It may be worthwhde 
m terms of approachg this =sue to look at the vanous alternat~ves that have been explored 
elsewhere, for mstance, the development of general endowment funds, of trusts for speclfic 
mstrtutions or specrfIc types of actiwties 

The major constramts on d e h n g  pnontles among the recommendations contamed above are the 
degree to whch these recornmendanons fit m wth the overall strategy of the SO team, and the degree 
to whch resources are avadable to urrplement the recommendations These are concerns whch need 
to be addressed by the SO team as part of its strategic development process Beamg that m trund, 
we can examme the speclfic recommendations drawn from the evaluation 

Taken m isolation, the most unportant area of concern for the long term mamtenance and 
enhancement of the democratic process m Peru IS e n s m g  that the structural bamers to electoral 
partqabon are reduced to the maxllllum degree possible The least rmportant recommendations are 
those related to strengthemg the components of the electoral system. Structural bamers u-npede the 
full and eff-e funmomg of the electoral process and contribute to h t m g  the democratlc nature 
of participation m the Peruvian pohtical system They need to be addressed as an lssue w t h  the 
context of an overall strategy of democratlc development The techcal  concerns of the electoral 
system agenaes have received considerable attention from the IFES CA W e  the agencies would 
benefit from contmued techrucal enhancements, above all m the areas of soclal marketmg and 
strategx planrung, they (ONPE and IDENTIDAD above all) are sufficiently plugged m to be able to 
reach out for such techrucal support The major concern that these agencies face IS tied to the lssue 
of structural bamers the need for the state to provlde suffiaent resources to ensure that the electoral 
system h c ~ o n s  T ~ I S  also means provxhg the necessary resources to ensure that financmg elections 
does not result m the generation of additional structural barners 

The other two sets of specrfic recommendations, buddmg greater cltlzen awareness and developmg 
an mdependent watchdog to ensure electoral transparency, are lrnportant lssues that rank just below 
that of enhancmg partrcrpaOon by ehrmnatmg structural bamers Greater citlzen awareness, m 
addoon to berng a comrmtrnent of the Government of Peru through its constitution, can be fachtated 
by reasonably small lnvestrnents to promote better avadabhty of teachmg matenals and cumcula for 
pubhc education as well as through experiments uslng educational televlslon, an avadable resource 
m Peru Ensunng transparency, whde not currently a critical Issue, may become one I€ there IS a tight 
race for control of the nauonal government m the next national elemon Relatively small rnvestments 
m strengthemg NGOs concerned w~th these two lssues m y  foster important Impacts on future 



elections and future capaclty for p m q a b o n  As suggested m the speclfic recommendations, the best 
posslbhty IS to consider small lnvestrnents that contnbute to several of these concerns by workmg 
wlth one or at the most two NGOs whose agendas fit vvlth that of USAID'S Democracy SO team. 
Thls would also prowde the baas for a local pomt of dlalogue with the agencies of the electoral 
system and the Government of Peru to promote concerns of financmg and m t m g  the electoral 
system. 

There IS clearly a set of needs to be met, but they must be placed w t h  the strategic farrnwork of the 
Democracy SO and its avadable resources 



APPENDIX 1. 
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J a n e  Althaus, c o l u ~ t ,  The Express 
Ramon Baharnonde, Executive Dlrector, CEPE1 
Jeff Borns, Dxector, Office of Democratic htntives and T r m g ,  USAID/Peru 
Gonzalo Brenes, consultant, IFES 
Rome Caceres, coordmator, Multmedla Center for Electoral Information, Transparencla 
Manuel Catacora Gonzales, Member, National Electoral Tnbunal 
Raul Chaname Orbe, lawyer, c o l u m t  
Martha Chavez Cossio de Ocampo, Member of Congress 
Ennque C&OS Soto, Member of Congress 
Alvaro E Chocano Manna, Presldente, Natlonal Electoral Tnbuna 
Lurs Crsneros, former seruor staff member, ONPE 
Victor Contreras, Program Officer, IFES/Peru 
Juan Carlos Crespo L De C , Dlrector, Center of Tele-educahon, Cathohc Uruversity of Peru 
Godofredo Davlla Onhuela, Manager, Office of Judiclal Counsel, ONPE 
Oscar del k o  Gonzales, General Coordmator, ONPE 
Hemando De Soto, President, Institute of Liberty and Democracy 
Francrsco Diez-Canseco Tavara, President, Peace Councd 
Lourdes mores, Member of Congress 
Cesar Fonseca S , Dlrector General, Peru 2021 
Patncio Gallardo, Home Office Coordmator, IFES/Peru CA 
Manela Lopez, Chef of Party, IFESPeru 
Pablo Macena, Professor, Umversity Mayor de San Marcos 
Moruca Jacobs Martmez, Acadermc Coordmator, Peruvlan Umverslty of Apphed Sciences 
h h n a  Muro Mesones Ponce, President, ICOM 
Maruja Novoa, Office of Democratic htntives and T r m g ,  USAID/Peru 
Fehpe Ortz de Zevallos M , President, Apoyo Group 
Roly Pacheco, former Dlrector of Trammg, National Electoral Tnbunal 
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Henry Pease, Member of Congress 
Santngo Pedragho, Executive Coordmator, Propuesta 
Jose H Portdo Campbell, Chef, OWE 

v I Laura Puertas Meyer, Coordmator, Pubhc Relations, Andean J m t s  Comrmss~on 
Jorge Recavarren Eguren, Manager of Information and Electoral Education, OWE 
Juan Rral, consultant, IFES 
Rafael Roncagholo, member, techcal secretanat, Transparencla 
Fernando Romero, Coordmator, SER./CEAPAZ project 
Osvaldo Sandoval, Second Vlce-President, National Congress 
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Came Thompson, Deputy Dlrector, Office of Democratic Irutmves and Trauung, USAID/Peru 
Manuel Torrado Bermejo, Duector General, DATUM 



Urpi Torrado Hudson, Deputy Dnector, DATUM 
Francisco Tudeh, Dlrector, Institute of International Studies, Cathohc Uruversity of Peru 
Fernando Tuesta, Professor, Unrversity of Luna 
Rarmro de Valdiw Cano, Member, National Electoral Tnbunal 
Juho Vargas-Prada Mendlola, National Chef, IDENTIDAD 
Alejandro Vassdaqui C , Executive Dlrector, CEDRO 
Rudecmdo Vega, member, techcal secretanat, Transparencla 
Fedenco Velarde, member, techcal secretanat, Transparencla 
Gustavo Yrala Bustamante, Dnector of Projects, DATUM 



APPENDIX 2. 
MATERIALS REVIEWED 

The team examed several different types of hterature and documentation for the purposes of thls 
evaluabon These lncluded a l l  of the relevant a c t ~ t y  documentabon m both the files of USAIDIODIT 
and IFES/Peru such as the project paper, the cooperative agreement with IFES, the SO team's 
strategy, IFES work plans, quarterly reports and annual reports, IFES consultant reports and reports 
of sub-grantees to IFES Documents rewewed also mcluded the financial records of the IFES CA 
contarned m thev quarterly reports and annual reports as well as avadable through the IFES 
accountmg system 

The team also rewewed speclfic work products of the CA lncludmg the vanous manuals and t r m g  
mstruments produced by the Jurado and ONPE for the national and mulucipal elecbons, the 
proceedmgs of the poky fora on elections (mcludmg the volume edited by Fernando Tuesta), the 
results produced by vanous sub-grants lncludmg the manuals developed by SERjCEAPAZ, the 
volume pubhshed by UPC regardmg mumcipal elections and the reports put together by 
Tr ansparencla 

Fmally, the team examed the t r m g  d e o s  and spots produced under the auspices of the CA The 
team also contacted and tested the site of the Transparencla Multmedla Center 


