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I. EXECUTIVE SUMMARY

1.
The 29 October Union elections in the United Republic of Tanzania were observed by various delegations coordinated and supported by the Joint Electoral Assistance Secretariat (JEAS) of the United Nations and the European Union. These delegations were able to release a joint statement on the electoral process on mainland Tanzania (See Annex), from the training of registration assistants until the counting of votes, on 29/30 October.  This is a major achievement compared with the past elections and it met the expected result of the joint effort of the United Nations and the European Union in setting up the Secretariat.

2.
While, on the whole, the outcome is highly positive for all parties involved, the following aspects need to be improved for future missions of a similar character:

· The visibility of the European Union within the JEAS created conflicts with other partners

The political price paid for the visibility of the European Union as a partner in the JEAS caused discomfort among regional partners and national actors involved in the process.  It is only because of the logistical support provided that some organizations eventually agreed to being coordinated by the JEAS; one, however, decided to work independently. The benefits deriving from a financial contribution of the European Union to the Secretariat have to be assessed against the risk that regional organizations may refuse to collaborate with the United Nations. 

· Having a joint secretariat also means sharing control over the work of the Secretariat

Fortunately for UNDP, the circumstances were such that it had full control over the JEAS, as is normally the case with standard UN electoral assistance secretariats.  However, this should not be seen as a natural situation that can be repeated in the future

· Electoral projects designed by different entities should be implemented separately

Merging the JEAS project with the EU Election Observation exercise created confusion between the projects’ international staff, the Delegation of the EC and their counterparts, and resulted in a lack of clarity in their respective responsibilities.

· The idea of a Managerial Sub-Committee to supervise the work of the JEAS is inappropriate

Giving donors control over the work of the JEAS, as provided for in the project document, affects the impartiality and professionalism of such work.

· UNDP has to determine whether implementing observation projects on behalf of the EU is cost-effective

As usual, considerable delays occurred in the transfer of funds from the EU to UNDP and the latter had to advance monies for the project not to be stalled. As of the closure of the project, not one single dollar has been disbursed from the European Union to UNDP.  Improved procedures for financial transfers or increased overheads to cover the cost of advances might need to be considered.

· The input from the needs assessment mission calls for improvement

While generally adequate, the project design included a number of deficiencies which had to be remedied on an ad hoc basis.  This required substantial flexibility on the part of both UNDP and the EU. The problems, which related to resources (staff, material, etc.) and structures, i.a., could have been avoided if the needs assessment mission had included the necessary skill mix.

· The need to involve all delegations undermined the overall efficiency of the exercise
In view of the need to have as many personnel as possible to guarantee the best possible coverage of Election Day, concessions had to be made regarding the dates of arrival and departure of observers.  This significantly affected the efficiency of observer delegations as a whole. 

· The UNDP standard administrative procedures are too cumbersome for an effective implementation of the project. Best practices from other election operations should be introduced to UNDP offices to speed up procedures.

Unnecessary time was spent trying to speed up procedures so as to allow the JEAS to meet the project’s deadlines. While in the end this was achieved, the first months were extremely difficult and precious time was wasted that could have been used for other tasks.

· Recruitment of local staff, Procurement of equipment, renting of vehicles and IT support were inadequate 

Because local staff had been recruited by UNDP prior to the arrival of the core team without taking into consideration the specific needs of the project, it was more of a burden than a support. Procurement of office equipment for JEAS headquarters and the zonal offices was done without proper knowledge of the specific requirements (desktops for the field, photocopy machine not properly working after three months, color printer instead of good b/w printer, etc).  Renting of vehicles was very bad, this being one problem for most of the time of the project.  The network of UNDP did not allow to use the computer equipment to a satisfactory level, which resulted in serious constraints in the production of materials and communication with stakeholders. While all of this was done to allow the JEAS to be immediately operational, in the end the advantages gained were outweighed by disadvantages.

II.
THE JOINT ELECTORAL ASSISTANCE SECRETARIAT (JEAS)
1.
History of the coordination of international observers in Tanzania

For the first multiparty elections in 1995, a United Nations Electoral Assistance Secretariat (UNEAS) was established under UNDP to coordinate and support the various observer delegations. The role played by UNDP and the UNEAS was ultimately considered as too intrusive by some delegations. Both entities were seen (1) as being too actively involved in technical assistance without having a proper mandate to do so, as well as (2) taking part in the political observation exercise, for which they had no mandate at all.  Some donors felt excluded from the political aspects of the project and also complained about serious shortcomings in the deployment, briefing and reporting of observers. At that time, Long-Term Observers (LTOs) were present in every region (25) of the United Republic of Tanzania, from the start of registration until the announcement of the results.

2.
Structure and tasks of the JEAS

For the 2000 elections, the Government of Tanzania requested UNDP to coordinate and support international observers. The European Union was also asked to support the coordination undertaken by UNDP. Both organizations agreed to establish a joint UN/EU electoral assistance secretariat to coordinate and support international observer delegations.

A needs assessment mission from the Electoral Assistance Division evaluated the situation and a consultant came in May to analyze the project document and make some recommendations.

Structure of the JEAS

When established, on 24 July, the JEAS comprised three international experts (Head of Secretariat, Logistics and Training/Reporting Advisors) and seven local staff (Finance Assistant, Administrative Assistant, two secretaries and three drivers).

One additional member arrived on 22 August to reinforce the team. Her task was two-fold: 

a) make logistical arrangements for the observers to be deployed in Kigoma and Zanzibar, and b) to liaise with non-governmental domestic actors (observers, monitors, civic groups).

Six zonal coordinators/ LTOs were posted in six different locations throughout Tanzania (Arusha, Dar es Salaam, Dodoma, Mbeya, Mtwara and Mwanza) to observe the different electoral stages prior to polling day and to prepare for the deployment of Short-Term Observers (STOs). The zonal coordinator for Mtwara was recruited later in the process after the decision was taken to divide in two the zone covered from Dar es Salaam. The zonal coordinator for Dar es Salaam had an assistant assigned to her.

Press releases from the EU Presidency announcing the arrival of the EU Team Leader and from UNDP regarding the establishment of the JEAS were sent out to newspapers, radio and television stations.

Tasks of the JEAS

The tasks of the JEAS in support of both long-term and short-term international observers were as follows:

1. Facilitate their accreditation;

2. Provide logistical support (transport, communication, accommodation, medical assistance, security, equipment, etc.);

3. Provide briefing and de-briefing;

4. Design a reporting system;

5. Establish a deployment plan;

6. Serve as Secretariat of the Joint International Observer Group (JIOG)

1.  Accreditation

Accreditation of international observers was coordinated with the NEC. A badge was designed following the model used for previous elections. Once all relevant data and a photograph were received from the observers, the JEAS produced accreditation cards that were sent to the NEC for signature and then handed to observers after lamination.  Because the JEAS was dealing with the various observation delegations at different levels of representation, this process proved complicated in some cases. In particular, last-minute changes in the names of observers resulted in confusion and waste of materials and time; this also made it extremely difficult to assess accurately the number of observers actually present for the elections.

2.  Logistics

On the arrival of the experts, UNDP had already prepared the office space at UNDP premises and most of the equipment had been purchased or rented (desktop computers, printers, facsimile machines, photocopy machine, furniture, mobile phones, vehicles, etc.). After identification of specific needs, supplementary items were also purchased. 

Regarding LTOs, the required equipment was ordered and delivered in due time. The decision to purchase laptop rather than desktop computers to take into account the need for LTOs to be mobile appears to have been a mistake.  LTOs were requested to identify for themselves adequate office space in their respective duty stations

Mobile phones were given as part of the communication equipment to the JEAS members, LTOs and the EU Team Leader. HF-radios were installed in the LTOs’ vehicles; one was kept as base in the JEAS office. No communication equipment was planned for STOs. The UNDP Field Security Officer held security briefings for the JEAS, zonal coordinators and STOs. Identification material (T-Shirts, bags, caps, stickers, etc.) was produced, with the EU logo for EU observers and the JIOG logo for all others.  A change was made to allow for the recruitment of assistants/translators for the zonal coordinators and the EU-Team Leader, with a view to assisting in the observation of campaign and civic education activities (interpreter and translator) as well as with office duties.  When appropriate candidates were available, recruitment was to be done locally.

Providing adequate transportation means for the JEAS, the LTOs and the EU Team leader proved to be a complicated task throughout the whole project. Because contractors were not able to guarantee an adequate service, vehicles and drivers had to be changed quite frequently, leaving at times team members temporarily without transportation means. Delays in the distribution of funds to the drivers, to cover the operational costs of the vehicles in the field, were an additional burden for LTOs. 

Two options were considered for the rental of vehicles to be used by STOs: where vehicles were available locally, LTOs were encouraged to hire them themselves; if not, the JEAS was to do this centrally and dispatch the vehicles from Dar es Salaam. 

3.  Briefing

LTOs were briefed before their departure to the regions.  Later on, at the two monthly meetings held in Dar es Salaam, they were given additional information and instructions depending on the specific priorities of the work to be done. 

The briefing for STOs was held on 23/24 October at Karimjee Hall in Dar es Salaam. There were some 200 participants from the following delegations: AWEPA, EU, OAU, SADC ECF, Botswana, Canada, Ghana, Japan, Malawi, Nigeria, Switzerland and USAID. Some embassies send also sent representatives to this session.  A separate briefing, attended by approximately 40 participants, was held on 27 October for resident international staff and late arrivals. 

As part of the briefing project, a web page (www.jeas-tanzania.org/) was created for interested delegations and observers to obtain information on the elections, observation methodology and Tanzania before arriving in the country.

4.  Reporting

Guidelines and forms were developed to ensure standardized reporting from all zones. In addition to regular weekly reports, LTOs submitted to the JEAS forms on observation of registration, political campaign, civic education and possible incidents. After consolidation, the information was passed on to interested national and international actors.

5.  Deployment of LTOs and STOs

The first task of the LTOs was to contact all relevant authorities, political parties and domestic monitors in their area of responsibility. Additionally, during the first few weeks of their presence in the field, they concentrated on the observation of the registration process, the nomination of candidates and civic education activities.

The information gathered varied considerably according to the zones and the tasks done by LTOs during this period. They were instructed to provide more comparative information so as to allow the JEAS to get a more balanced picture of the situation. Forms for the observation of the nomination of candidates on 18 August were delivered. 

On the basis of a tentative number of STOs per region, LTOs were requested to gather information on accommodation and transport capacities in each region.  To develop the STOs deployment plan, some constituencies were selected with a view to determine whether they lent themselves to observation on polling day (road conditions, communications, accommodation, etc.). LTOs received their respective lists and started verification of these sites as soon as registration of voters was over, on 28 August. From then on, they concentrated on the mapping of routes for the STOs, following an initial list of 58 pre-selected polling stations in the mainland. These pre-selected polling stations were meant to give a more accurate picture of how voting, closing and counting procedures were implemented.  Identification was difficult because of the lack of a final polling stations’ list from the electoral authorities; STOs had therefore to make last-minute changes.  Since the number of observer teams eventually exceeded that anticipated - around 60 - additional teams were allocated according to the number of polling stations in the different regions.  LTOs were free to select the routes for these teams.

6.  Serving as Secretariat of the JIOG

As soon as the heads of observer delegations were in country, meetings were held to agree on a joint deployment plan and exchange views on a number of issues, including the drafting and release of a joint statement on the basis of the data collected by STOs.  The JEAS provided technical support to these meetings.

3.
Coordination and support of international observer delegations

After the arrival of the JEAS team, a meeting was held with all international actors involved in the elections. These included donors and invited observers (The list of delegations and the estimated number of observers appear in Annex 2). The main purpose of the meeting was to give an update on the progress of preparations by the NEC, review the progress of domestic observation by TEMCOII and introduce the JEAS.  Basic information on the modalities of coordination and support were explained and additional material delivered to participants. 

A second elections meeting was held after potential observer delegations had a clearer idea of whether they would be participating and to what extent.  The Commonwealth had sent a needs assessment mission to evaluate the possibility of observing the elections in Zanzibar only.  As far as coordination with other delegations under the UN/EU umbrella was concerned, they had expressed an interest in a soft collaboration, which would involve an exchange of information, but not joint deployment nor statement.  The same would also apply for the US-sponsored delegation, which was supposed to be a joint IFES/NDI team. At this meeting, like in the following, the NEC, domestic monitors and media monitors were given an opportunity to share with participants information on current developments in the electoral process. The JEAS reviewed the list of delegations that had expressed an interest in sending observers and requested that positions be urgently clarified so as to know exactly how many observers would be fielded.  A paper was circulated explaining the difference between “full time” STOs, who would be working from 22 October until 3 November, and “part time” STOs, who would only be observing on polling day. The latter would not be provided with the same logistical support as the former.  The exact modalities of coordination between delegations would be decided once observer teams were in place.  The JEAS underlined it was essential that a minimum of 116 observers be deployed throughout the country for a successful and meaningful observation of the pre-selected polling stations. If this number were not reached, the whole exercise would be less representative of the conduct of the polling and counting. 

Contacts were established with NDI, IFES, SADC and AWEPA to obtain more accurate information on their observation plans.

A paper was produced to inform the observer delegations about the criteria to be met in order to benefit from the JEAS supporting mechanism.

At a meeting with the OAU assessment mission, on 13 September, the latter indicated their intention to gather information in Dar es Salaam and Zanzibar on the political situation to allow the OAU to take a final decision regarding the observation process and the possible deployment of 30 observers.  An AWEPA mission also visited Tanzania to assess the specific modalities for the fielding of 20 observers.  SADC Electoral Commissioners’ Forum indicated they were planning to send around 20 observers, but were waiting for final financial clearance.  A mission would also be coming to review the situation. Additionally, the SADC Parliamentary Forum expected to deploy some 30 observers.

While it was quite unclear until a very late date how many delegations would fall under which type of coordination, the JEAS had defined three different levels.  The first one involved participation in information-sharing meetings; the second one, participation in the general deployment plan established by the JEAS to guarantee an adequate coverage of the country - especially with regard to the 58 pre-selected polling stations; and the third one, the endorsement of a joint statement.  Only delegations willing to follow the deployment plan established by the JEAS and to contribute to such a statement would receive JEAS logistical support.  Concerning the delegations, AWEPA, EU, OAU, Switzerland, Canada and Nigeria fall under the category 3, Botswana, Ghana, Japan, SADC Electoral Commissioner’s Forum and USAID in the category 2 and the Commonwealth and SADC Parliamentary Forum in the category 1.

4.
Coordination with domestic actors 

· TEMCOII
At a meeting held between the JEAS and representatives of the Tanzania Election Monitoring Committee (TEMCOII) with a view to explore ways and means of a possible collaboration, both parties agreed that they should engage in a productive cooperation during the electoral process, mainly through an exchange of information and expertise.  TEMCOII mentioned that 20 Regional coordinators were already in place and that 100 monitors would observe 100 constituencies.  Additional regional coordinators would be sent to Zanzibar, together with some monitors.  However, it was to be noted that, unlike on mainland Tanzania, TEMCOII had been invited in Zanzibar to observe, not to monitor.  The plan was to deploy 5,000 monitors to polling stations on 29 October.

After discussions with the Zanzibar Electoral Commission (ZEC), the latter agreed to let TEMCOII chose where they wanted to conduct observation.  In the end the ZEC did not allow additional polling monitors to observe in the isles. The presence of domestic monitors was however very limited on the mainland during registration of voters. Throughout the electoral process, the JEAS Liaison Officer kept in close contact with TEMCOII. At the regional level, a very positive close cooperation between the Long-Term Observers (LTOs) and the TEMCOII representatives was established. This allowed the LTOs to gather important information about the situation in their regions which they were not able to gather themselves because of the long distances and time involved.

· Media Monitoring Group
Links were established with a media-monitoring group to gather information related to the elections that could be included in JEAS weekly reports. The media monitoring project considered that the media were relatively fair concerning the electoral process.  However, both government-owned and private media appeared to be biased, to various degrees, in favor of the ruling party.  Attempts were made on both sides to remedy this situation.  The JEAS Liaison Officer kept in close contact with the media monitoring group. In the regions where monitors were present, the LTOs maintained contact with them.

5.
Coordination with the National Electoral Commission

The National Electoral Commission (NEC) is mandated to implement the Union elections in the United Republic of Tanzania. For the 2000 elections, various countries and organizations were invited to send observers. UNDP was also requested to coordinate and support these observer delegations. The main points of coordination between the JEAS and the NEC were the following: accreditation of observers; gathering of information required by observers on the electoral process; and discussion of specific electoral issues raised by the LTOs. Elections Meetings also provided the NEC with a forum for reporting to the donors and observer delegations on developments in the electoral process.

Regarding accreditation, the NEC requested the JEAS to play the same role as the UNEAS in the 1995 elections, i.e., producing and preparing accreditation badges for all international observers invited by the NEC, and submitting these to the NEC for signature. This task proved to be very demanding, considering the number of different inter-governmental and non-governmental organizations and countries involved and their ability to supply numbers and names of observers in a timely manner.  Last minute changes or additions made accreditation more difficult and almost impossible to keep track of.

Due to the wide range of NEC activities and the existing chain of command, it proved quite an uneasy task to identify the relevant NEC officers in a position to provide the information required for the observers.  As the NEC Committee dealing with observers was established at a late stage, many decisions could not be taken in time to allow for a settled working pace.  For instance, the Code of Conduct for Observers was approved only a few weeks before polling day, whereas LTOs had been already at work for several months in the country.

Issues raised by LTOs in their reports concerning the electoral process in their reports were brought to the attention of the NEC and clarifications sought. This was handled in an adequate fashion.

The NEC used Elections Meetings to inform national and international actors on the preparations for the elections and to clarify possible doubts among participants. This system worked very well, allowing all present to gather sufficient information on the process while avoiding that the same questions be asked to the NEC by individual delegations.

Information on the different stages of the elections, registration, nomination of candidates, campaigning, polling stations, etc. was only provided by the NEC at the specific request of the JEAS on behalf of observer delegations. A more proactive attitude by the NEC in this regard would have increased the perception that it was considering observation not only as a useful but also as a necessary aspect of the elections.

Generally speaking, a very good working relationship was established with the NEC, although it was widely felt that they saw observation as some kind of a tradition when there were no doubts as to the final assessment of observer delegations on the quality of their performance.

6.
Zanzibar

The Government of Tanzania invited international observers to be present at the 29 October 2000 elections. This invitation was valid for the elections for the Union, meaning elections for the Union Presidency and Parliament, and local elections in mainland. For the elections to the Zanzibar Presidency, House of Representatives and local elections in Zanzibar, invitations were sent to the Commonwealth, Organization for African Unity and the SADC. All other delegations had to request an invitation. Only The United States of America did so on behalf of the International Foundation for Electoral Systems (IFES).  

Regarding the role of the JEAS in Zanzibar, the mandate was only for the Union elections and local elections on mainland Tanzania. This included the Union elections in Zanzibar.  There was on the same time an indication from the Zanzibar Electoral Commission (ZEC) that coordination of international observers was not welcomed concerning the observation of the Zanzibari elections. Since donors also insisted that the JEAS should not get involved in Zanzibar with matters pertaining to the ZEC, the Secretariat’s role on the islands was very marginal. One Logistics Officer went to gather information about accommodation, renting of vehicles, communications and list of polling stations for the benefit of OAU observers; she remained in Zanzibar as long as STOs were there, to provide them with the necessary logistical backup. She also functioned as a link between the different observer delegations operating on the islands (Commonwealth, IFES, OAU, SADC-ECF and SADC-PF), especially with regard to security matters.  

The situation of international observers accredited by the NEC in relation to the observation of Union elections in Zanzibar was very complicated. As far as observation of voters registration in Zanzibar was concerned, international observer delegations were informed that they would not be able to follow this exercise because it was conducted by the ZEC. According to Article 12A of the Elections Act of the United Republic of Tanzania, the NEC is to use the register established by the ZEC for the Union Elections in Zanzibar. Therefore, without an invitation by the ZEC to observe the elections, no observers were allowed at registration centers. After various visits to Zanzibar and discussions between the NEC and the ZEC, it was agreed that observers accredited by the ZEC would be allowed to observe the whole process, while those accredited by the NEC would only oversee the Union elections. These observers had to inform the NEC if they intended to go to Zanzibar so that the Commission could notify the ZEC accordingly. In the end, only observers accredited by the ZEC operated in Zanzibar.

Another matter for discussion was the right to vote in Zanzibar. According to the information gathered, all Zanzibari with at least five years of residence on the islands were allowed to participate in all of the elections taking place (Union President and Parliament, Zanzibari Presidency, House of Representatives and local government elections). Zanzibaris with less than five years of residence were allowed to vote for the Union President and the Zanzibari President. Mainlanders, regardless of their length of residence, were only entitled to vote for the Union President.

In view of the above, some delegations (AWEPA, EU, Canada, Japan, Switzerland) took the decision not to observe at all in Zanzibar. 

III.
Evaluation of the model of a joint electoral assistance secretariat

UNDP had been asked by the Tanzanian Government and the NEC to coordinate and support international observer delegations overseeing the Union elections. For such a  coordination, it sought and obtained the support of the European Union.  A Trust Fund was established,  with EU member states as the main contributors.  Concurrently, UNDP was entrusted with the task to implement the European Union Observation Mission project.  In order to facilitate the implementation of both projects, the decision was taken to merge them.  Therefore, the European Union assigned two technical experts (Logistics and Training) to the Electoral Assistance Secretariat and UNDP provided the Head of the Secretariat. The European Union Team Leader was the third member of the team, it being understood from the start that, because of the way the projects were designed, he would only have a very limited role to play in terms of leading.

The EU observation project provided only for the presence of the Team Leader plus 70 STOs closer to polling day. Since no observer presence was foreseen for a period of almost three months, it was clear that very little could be expected from the Team Leader.

Eventually, zonal coordinators, who were in-kind contribution from their respective countries to the Secretariat, were converted into EU LTOs as far as political observation was concerned and remained JEAS personnel for the purpose of making logistics arrangements for STOs to be deployed by the Secretariat. 

According to the project document, the JEAS was to be supervised by a Sub-Committee from the Electoral Support Donor Group (ESDG). This Sub-Committee was also to receive briefings from the Team Leader Group if required and to be a communications link with the National Electoral Commission.

7.
Coordination with the United Nations

As mentioned above, UNDP was implementing both projects with the support of the Delegation of the European Commission in Dar es Salaam. Additionally, the United Nations Electoral Assistance Division (UNEAD) was also involved in order to supervise all activities done by the United Nations in the electoral field. One staff member visited Tanzania and assessed positively the possibility of coordinating and supporting international observer delegations.  For the duration of the project, reports on the activities of the JEAS were sent not only to UNDP, the Delegation of the EC and the donors, but also to UNEAD, UNDP Regional Bureau in New York and the EC in Brussels, for their information and comments.

The project for the coordination and support of observers included the establishment of a position for an Election Advisor to the UNDP Resident Representative (ResRep). The incumbent, who served as a link between the JEAS and UNDP for administrative matters, was also to monitor elections-related developments so as to gain a better view of the local situation.

One issue that arose during the implementation of the project was how UNDP should handle technical projects it implemented when such projects were also highly political in nature.  As is more often than not the case when UNDP implements election projects, the ResRep could not avoid being dragged into political discussions of the observation exercise. This may be because UNDP stands somehow between the Government/NEC and the donors and strives to solve any problem that might affect the good relations and necessary partnership of all those involved.  However, in many cases, the ResRep’s initiatives in the political arena were not accepted by some donors, who preferred UNDP to stay in a purely technical role as implementing agency of the project. 

8.
Coordination with the European Union

As stated above, the EU was providing electoral assistance to the Tanzanian elections through participation in two projects, namely the Observation Mission and the Support to the JEAS. Both were implemented by UNDP.  The decision by the latter and the EU to merge both projects resulted in additional problems to those usually faced in the implementation of similar projects when pursued separately. 
One such problem was linked to the recruitment of the technical experts to the JEAS. Both had extensive experience in electoral missions, but none in working with an electoral assistance secretariat. The tasks to be done by a secretariat differ from those done by the observation unit of a specific delegation. This has mainly to do with the diversity of the delegations involved and the need to provide support to all of them. Therefore, a balance has to be found between the wishes of individual delegations and what the Secretariat is in a position to offer.  If the target set by the Secretariat is too high, infrastructure problems will prevent many delegations from reaching it; if it is too low, the observation exercise becomes meaningless from a professional point of view. 

The recruitment of the members of the EU Team through the UNDP office in Brussels proved to be another obstacle because there were unclear reporting lines to Brussels which bypassed the Head of JEAS, thus creating a disturbing situation in the chain of command. It is recommended that, in the future, all members of an electoral assistance secretariat be contracted by the same entity. 

The Delegation of the European Commission was very cooperative in matters relating to the implementation of both projects. However, it failed to function as a catalyst with the embassies of the member states involved and their ministries of foreign affairs.  This increased considerably the Secretariat’s workload. On the other hand, while this might not be the case in EU observation missions, electoral assistance secretariats normally deal with delegations’ representatives, not with individual observers. The Commission in Brussels also did not facilitate the organized flow of information from the Secretariat to individual member states and back.

IV.
Recommendations

9.
Future missions of coordination and support of observer delegations
Establishing a joint secretariat was innovative and therefore many lessons can be drawn from this experience. One is that the command structures were not clear to all parties concerned.  For UNDP, it was an UN Secretariat with a major financial contribution from the EU and some smaller contributions from other donors, mainly EU member states. Therefore, the direct line of command was seen as lying between the UNDP ResRep and the Head of the JEAS. For the EC Delegation, the EU was a partner in this project and was accordingly free to express demands regarding the work of the Secretariat. For the EU Member States, because of their EU and donor status, they felt they were authorized to make requests and expected these to be met.  As a rule, in the case of a UN electoral assistance secretariat, requests originate from UN sources only (UNDP/UNEAD), which already may make work difficult enough.  Under the current set up, possible difficulties were far more numerous.  It was ultimately fortunate that the Head of the EC Delegation departed during the first weeks of the implementation of the project and that his successor arrived at the end. The absence of a programme manager at the Delegation for a few months made any legitimate interference impossible.

On the other hand, regional partners were not happy with the visibility of the EU in coordinating other organizations. While they deemed natural that the UN should play such a role, they were very skeptical about the EU’s part in the set up and had to be convinced that it was only because of its important financial contribution that it had been granted this position.

The international staff needed for the coordination and support of international observers has to be adapted to national specificity. In Tanzania, with a territory of some 950,000 km², a  population estimated at 32 million and nearly 40,000 polling stations for elections day, the designated international staff (three core team members plus six zonal coordinators) appeared from the start to be insufficient to cope with the tasks ahead. These included observation of the different stages of the electoral process, from the training of registration assistants until the announcement of results, and, additionally, to make logistical arrangements for STOs.  All zonal coordinators had to cover between three and five regions, making traveling within their regions an essential part of their work. This did not leave  enough time for observation as such. In the end, one can assume that zonal coordinators dedicated 80% of their time to logistical tasks and 20% to observation activities.  It is unclear why the number of such coordinators was reduced from 25 in 1995 to 6 in 2000, if not only for practical financial reasons. Even with a purely logistical mandate, more coordinators would have been needed to prepare the ground better for STOs in the regions. The additional recruitment of one zonal coordinator for three regions around Dar es Salaam, six weeks before polling day, improved the situation in these areas. It is believed that double the current number of zonal coordinators would have been needed to do a proper job.

Concerning the relation with UNDP, the initial stages of the project were – as usual - very difficult.  While, on the one hand, many practical aspects had been taken care of (office space, equipment, vehicles, etc.), on the other, procedures were not adapted to the speed of the project. It is now an established fact that UNDP offices need time to adjust to the specific demands and speed of the implementation of an electoral observation project. Although the situation improved in the last weeks of the project, the regulations, administrative structure and procedures of UNDP significantly hindered, in terms of timing and implementation,  many of the actions undertaken by the JEAS.  One might wonder why this is still happening, considering that UNDP as a whole has been implementing this type of projects for many years now. A central evaluation of the implementation of electoral observation projects at UNDP is urgently needed to avoid unnecessary delays during the project implementation. If not, more time is needed to make sure that the machinery operates at correct speed before the project can be implemented, which implies additional costs in terms of presence of international staff.

The recruitment of local staff proved to be a problem. It had also been done without a proper knowledge of the specific requirements of the project. Most of the local staff were not able to cope with the needs of the project; this resulted in increased frustration and workload for the international staff.

Local staff should be recruited once the international staff is present so as to optimize the selection in terms of competence.

Renting of vehicles for the core team and zonal coordinators was also a very unfortunate experience.  Vehicles had to be changed constantly because they were not up to minimum standards and the contractor was not able to replace them in a timely manner. On average, over a period of three months, every core team member changed vehicle three times and driver five times.

Due to the merging of the two projects, accounting for various items and services also turned out to be a complicated matter. While initially two accountants were supposed to record expenditures separately, only one ended up doing the job for the two projects simultaneously, which made it extremely difficult in many cases to arrive at a proper breakdown.

On a more theoretical level, one may wonder why does the UN get involved in coordinating and supporting international observer delegations that concentrate only on polling day. It is understood that the UN would never, in a UN operation, limit itself to polling day observation; it might therefore be relevant to consider whether the same standard should not also apply when providing support to other delegations. Without proper LTOs, observation gives only the appearance of being seriously conducted but lacks the factual basis for a relevant assessment of the electoral process as a whole. In Tanzania, this was remedied by turning zonal coordinators into EU LTOs and persuading other delegations to accept their findings for the joint statement. In many other cases, these delegations would focus only on polling day, which does not seem too serious from a professional point of view. 

10.
Electoral aspects 

The main conclusions drawn by international observers regarding elections in Tanzania and the aspects that can be improved are the following:
· Civic and Voter Education

It was stated that this aspect of the electoral process was very inadequate. Efforts should be made, between elections, to educate the population about its civic rights, shifting the emphasis to voting procedures as elections approach.

· Election implementation

· Training

Training of presiding officers for the completion of forms and counting was seen as requiring substantial improvement. It was also noted that many procedures were not properly followed.  For instance, voters’ fingers were not checked for ink; voters without certificate of registration were denied the right to vote, contrary to the regulations; the secrecy of the vote was not ensured because of inadequate placing of the polling booth; campaign material was visible in the vicinity of polling stations; family voting and intimidation were observed in or around polling stations; people queuing at 4pm were not allowed to vote; results  were not displayed to the public; etc. While these aspects are marginal on the whole, they could be improved for future elections

· Logistics

Insufficient essential material (i.e. ballots) in some polling stations, late arrival of electoral material - with the resulting delay in opening polling stations - and inadequate working conditions for many polling officers make it necessary to improve the situation for future elections. Transportation of electoral material to the ward level after counting was also seen as an area calling for improvement.  In many cases, presiding officers had to wait for hours for the vehicle collecting the material for the whole ward to arrive at their polling station. At this stage, the proper handling of sensitive material deteriorated rapidly. A better division of labor between the presiding officer and the polling assistants was also suggested because of an apparent lack of balance in their respective workloads. 
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