July 2013

vvvvvvv



Written and compiled by Rhoda Omenya
Edited by Angela Crandall

iHub Research © 2013

in conjunction with Hivos



*Hub_ ~

CONTENTS

Acknowledgements
Executive Summary

Introduction

Technology in Governance
ICT Election Monitoring in Africa
Ushahidi and Uchaguzi

Methodology

Objectives
Methods and Tools

Partnerships

Partnership Challenges
Partnership Recommendations

Outreach and Publicity

Outreach and Publicity Challenges
Outreach and Publicity Recommendations

Technology

Technology Challenges
Technology Recommendations

Personnel

Personnel Challenges
Personnel Recommendations

Workflows
Workflow Challenges

Workflow Recommendations
Citizen Experience
Recommendations

Conclusion

11

13

17

19

23

25

29

31

33






Acknowledgments

We would like to thank all participating organizations for their time and commitment to the research: Hivos,
CRECO, Ushahidi, CIDA, USAID, Mercy Corps, NSC, Red Cross, CHF, PACT, Catholic University of Eastern Africa
and international observers from Zimbabwe, Zambia, Uganda and Tanzania. A big vote of appreciation also
goes out to the Uchaguzi digital volunteer co-leads and team members who participated in our interviews
and offered their insights.

people unlimited

USAID

FROM THE AMERICAN PEOPLE

Canadian International Development Agency

WMercyCorps

Be the change

o2 CHF

Internationol

Uchaguzi Monitoring and
Evaluation Report 5



Executive Summary

George Chamales (May 2013) wrote, “lay-
ing the foundation for trust in social media
and crowdsourcing is a three-step process.
The first step involves understanding the
ways in which this technology can be used.
The second is to assess the way in which
things can go wrong while using them.
The third is to develop best practices to
prevent those bad things from happening
[1]” This report seeks to understand the
workings of an ICT-based, election-moni-
toring platform looking specifically at the
Uchaguzi deployment for the Kenyan Gen-
eral Elections in March 2013.

The report covers the inception of the idea in
2010 with the convening of a roundtable and the
resulting development of ICT tools - Ushahidi and
Uchaguzi. Using a combination of research tools in-
cluding performance indicators and rapid appraisal
methods; metrics were developed to assess the
deployment. The metrics looked in-depth at six dif-
ferent categories deemed critical for a successful
deployment: partnerships, publicity and outreach,
personnel, technology, workflows, and citizen en-
gagement. Each category was evaluated on the
basis of how different facets came together, what
took place, and the gain and pain points in each
category with a set of recommendations for each
category based on the observed challenges faced
during the Kenyan elections in 2013.

Strengths of the KE 2013 deployment included the
physical situation that provided for close collabora-
tion between the local volunteers and partners; the
fact that the technology platform ran for the whole
deployment without going down; and wide-scale
buy-in and participation from partners and volun-
teers without whom the deployment would have
been grounded. A special achievement during this
deployment was also that reports were submitted
from a wider range of geographic locations around
the country. Notably, reports were received from
the Northern town of Mandera for the first time
ever.

The greatest overarching challenge that affected
all aspects of the KE 2013 deployment was time
management. Apart from reaching out to key part-
ners, every other key aspect of the deployment
was delayed, which inevitably affected the quality
of the deployment. A second critical challenge was
an inadequate data management strategy - how to
clean, use, and store the data, especially after the
deployment. The inability to track information sent
to response partners also greatly weakened the
feedback loop. Other challenges observed included
insufficient training of volunteers and disjointed
outreach efforts.

Our evaluation reveals that the deployment would
have been strengthened with explicit strategies
guiding the various areas of the deployment and
communicated well to all partners. A partnership
strategy would have indicated the roles and re-
sponsibilities of partners and made provisions for
safeguarding commitments. An overall outreach
and publicity strategy would have detailed the ac-
tivities needed to improve awareness and use of
the platform by Kenyan citizens and organizations.
For future deployments, considerations should be
made around whether deployments will be one-
time event based or prolonged over the election cy-
cle. Greater automation of the platform should also
be seriously looked at as this will help to reduce the
manual processing time.

From this deployment, the proof of concept of
Uchaguzi has been clearly made; the fact that us-
ers and partners sincerely believed in the utility
of the product highlights the value of such an ICT
election-watch initiative. Nonetheless, it is highly
recommended that Uchaguzi partners apply the
identified lessons learned to their operations and
future deployments, otherwise, the same recom-
mendations will be repeated each time a deploy-
ment is held, as observed when comparing this
report to the evaluation of the Uchaguzi 2010 de-
ployment. With proper project, time and resource
management; management of citizen expecta-
tions; and value creation amongst partners, future
deployments will improve in their efficiency and
impact.

Uchaguzi Monitoring and
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INtroduction

Governance is a process whereby societies
or organizations make important decisions
about how to rule themselves; determine
whom they involve in the process and how
they render account [2]. Compared to early
definitions of governance, the paradigm
has shifted from a sole focus on govern-
ment to an inclusive one with myriad of
actors that include but are not limited to
government, civil society, media, private
sector, and citizens. Good governance can
be explained by the United Nations De-
velopment Program (UNDP)'s principles on
good governance that have universal rec-
ognition. These are: Legitimacy and Voice
encompassing participation and consen-
sus orientation; Direction encompassing
strategic vision; Performance encompass-
ing responsiveness and effectiveness and
efficiency; Accountability encompassing
accountability and transparency and Fair-
ness encompassing equity and rule of Law.
Governance therefore seems best, when
the aforesaid actors can make decisions
and collective action hinged on culture,
technology, history and traditions.

Technology in Governance

Technology appears to be a strong tool to be used
in improving accountability and citizen voice [3].
Magno and Serafica (2001) have identified at least
four elements that contribute to the success of
technology in improving governance. First is the
technology itself. The second element is data and
information, which drive the technology. The third
element is the processes of purposeful activity
(administrative processes followed to carry out a
particular activity in the government), while the
fourth is the people (the users) who undertake

these processes. These four elements constitute
what is known as the ‘information system, which
provides support to the government for enhancing
its performance.

To ensure technology is appropriately used in the
governance context, there should be an enabling
policy environment where a clear articulation for
utilization of technology as a tool is made; creation
of stable institutional frameworks and implementa-
tion programs; sufficient source of funding to carry
out the programs; access to telecommunication in-
frastructure and skilled tech human resource [4].
Technology use in promoting active citizen partici-
pation for good governance has been epitomized
in the use of Uchaguzi during the Kenyan General
Elections that were held on March 4th, 2013.

Election Monitoring in Africa

In March 2010, HIVOS held a roundtable on upcom-
ing elections in East Africa with various stakehold-
ers from Kenya, Tanzania, Uganda, and global or-
ganizations.

The objective of the roundtable was to mobilize
partners and interested parties together around
the theme of the upcoming elections in East Africa
(Tanzania - 2010, Uganda - 2011, Kenya - 2013)
with the aim of mapping out common interests and
concerns so as to outline possible interventions
and interests/commitments of each stakeholder
engaged in the process. Of particular importance
to the roundtable was identifying appropriate and
innovative ways of using ICTs as tools for effective
monitoring and management of elections process-
es.

This roundtable was a platform where partners
working in fields of governance, democracy, human
rights and ICT met and exchanged ideas to design
intervention strategies specific to each country
and common to the region. Out of this roundtable,
the concept of Uchaguzi was developed. Uchaguzi
is the Swahili word for decision/selection/election.

Ucahguzi Monitoring and
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piloted in Kenya in 2010 during the referendum,
and used during Tanzania, Uganda and Zambia na-
tional elections in October 2010, February 2011
and September 2011, respectively. Learnings from
the various deployments will be incorporated into
the ICT Election Watch project of Hivos in support-
ing building of national partnerships around a long-
term and permanent national technology platform
for broad-based electoral monitoring. This report
is a significant step forward in documenting and
learning from the latest Uchaguzi deployment, dur-
ing the Kenyan general elections in March 2013.

Ushahidi and Uchaguzi

The post election violence of 2007 - 2008 resulted
in the development of Ushahidi, a technology plat-
form that was created to map incidents of violence
occurring in the country, as shared by citizens via
the web and text. The name itself, Ushahidi (Swa-
hili for testimony) illustrates the core role of citi-
zens on the platform. Citizens give ‘testimony’, in-
forming others on the happenings on the ground,
alerting authorities, and enabling faster response.
In 2013, Ushahidi came full circle since the 2007
elections with Uchaguzi with Ushahidi and other
partners launching Uchaguzi Kenya 2013 whose
aim was to help Kenya have a free, fair, peaceful,
and credible general election.

The difference between Ushahidi and Uchaguzi is
that the first Ushahidi was built in the middle of
a crisis - hence chasing after it. Uchaguzi on the
other hand was developed to avert crisis by acting
as an early warning system or preventing the esca-
lation of identified incidents to crisis proportions.
Uchaguzi enabled Kenyans to keep an eye on the
vote and provides avenues through which they can
report any incidences significant to the election,
with any technology available to them thereby
facilitating collaboration between wananchi (Swa-
hili for citizens), election observers, humanitarian
response agencies, civil society, community-based
organizations, and law enforcement agencies to
monitor elections.

10 Uchaguzi Monitoring and
Evaluation Report
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Methodology

Monitoring and Evaluation (M&E) of projects provides stakeholders with better
means for learning from past experience, improving service delivery, planning and
allocating resources, and demonstrating results as part of accountability to key

stakeholders [5].

Based on a need expressed by the Uchagu-
zi project team, iHub Research document-
ed the process of building and running the
Uchaguzi Kenya 2013 deployment; criti-
cally analyzing the entire process and de-
livering recommendations to be used for
actionable planning.

Specific objectives of Uchaguzi M&E project were
to:

1. Document the Uchaguzi process leading up to
the Kenya 2013 Elections in order for the technol-
ogy platform to be replicable in other communities
and countries;

2. Use evaluation methods and the documentation
to understand how to make the Uchaguzi initiative
more sustainable and scalable;

3. Develop a set of metrics to aid in this evaluation
and analyze the replicability of the Uchaguzi pro-
cess so as to provide targeted recommendations
for scaling up the initiative;

Research methods and tools included:

Performance Indicators

Performance indicators were used to measure in-
puts, processes, outputs, outcomes, and impacts
of Uchaguzi. The developed indicators used in the
research borrowed heavily from earlier evaluation
research conducted by the Harvard Humanitarian
Institute in 2011 [6]. The Harvard Humanitarian
Initiative research team, led by Jennifer Chan and
Melissa Tully, conducted an evaluation of Uchaguzi
2010 referendum deployment. The indicators ena-
bled progress to be tracked, results to be demon-
strated and corrective measures to be suggested.

Rapid Appraisal Methods
Rapid appraisal methods were used to gather

feedback from Uchaguzi stakeholders on decision-
making, qualitative understanding of why changes
were made, and provide context for the data col-
lected. Some of the methods used included key
informant interviews; one focus group discussion
with on-the-ground international election observ-
ers from Zimbabwe, Zambia, Uganda and Tanzania
and direct observation to record what was seen and
heard [7].

Literature Review

The above tools were used in tandem with a com-
prehensive review of all relevant material, includ-
ing reports from previous Ushahidi and Crowdmap
deployments to determine metrics for success; and
attending and documentation of event proceedings
and activities related to the process.

Metrics Development

An initial assessment of Uchaguzi using toolkits
created by The Harvard Humanitarian Initiative
research team was carried out and the resulting
gap assessment was aggregated into three critical
elements necessary for the success of the Kenya
deployment:

1. Crowd - reports, outreach, radio and media;
2. Verification - partners, strategy;
3. Response -International, Grassroots, local.

The identified gaps were expounded into: partner-
ships; research, analysis and verification; technol-
ogy; and communication strategy. These catego-
ries informed the call for volunteers and formed
the first working group meetings that took place
on January 16th, 2013.

The above assessment helped to create the cate-
gories used to evaluate the 2013 deployment. The
categories are: Partnerships, Outreach and Public-
ity, Personnel, Technology, Workflows, and Citizen
Experience. The following is the evaluation of each
metric category.

Uchaguzi Monitoring and
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Partnerships

PARTNERSHIPS

Securing and doc

10, Openand extensive communication with partners (0)

entation of agreements through Mols (0)

Project management (0)

Accomplished deliverables for partners (0)

Proper training of partners (0.5)

Uchaguzi's strategy was to contribute to
stability in Kenya by increasing transpar-
ency and accountability through active
Citizen participation in the electoral cycle.

Ushahidi developed Uchaguzi and thus brought
their core competence of technology. They created
the first election-monitoring platform in 2007 after
the eruption of the post election violence for citi-
zens to report incidences of violence. CRECO acted
as verifiers, both on the ground and in the situation
room. The ICT Election Watch Program is a Hivos-
funded project. They initiated the partnership and
brought together civil society and technology. Ad-
ditionally, they brought their ability to fundraise
and implement large-scale projects. Hivos are also
carrying out the monitoring and evaluation of the
deployment, through iHub Research (that is evalu-
ating Uchaguzi KE 2013) and an external consult-
ant who is evaluating the greater three-year ICT
Election Watch project. Through Hivos' fundraising
competence, CIDA and The Netherlands Embassy
came to be part of the project as funders, with The
Netherlands Embassy specifically funding the com-
munity radio outreach.

Backing CRECO were organizations that came un-
der USAID - Kenya: Mercy Corps and CHF. Through a
USAID grant, Mercy Corps has been working in Rift
Valley (through the LEAP project), Coast and Nai-
robi. Mercy Corps also created two hubs in Eldoret
and Molo that housed verifiers who sifted through
data sent in via their on the ground monitors. 400
monitors and 3,000 youth group members were

Partner

Securing of nec

Fartner alignment to goals/objectives and outcomes (0.5)

Funding for the praject

=d (1)

ification, response) (1)

Partnership formation at least a year in advance (1)

trained on the Uchaguzi system and how to report
directly to Uchaguzi. CHF came in through a USAID
project in informal settlements of Kiambiu, Kibera,
Mathare, Korogocho, and Babadogo in Nairobi called
Kenya Tuna Uwezo, where they are collaborat-
ing with PeaceNet and Kituo Cha Sheria. Through
Kenya Tuna Uwezo, CHF had 20 cohesion champi-
ons on the ground sending information to CHF top
management and to Ushahidi. The National Youth
Bunge Association (NYBA) was also supported
through USAID, where approximately 600 youth
were mobilized and trained to be trusted Uchaguzi
reporters who sent reports to both UWIANO and
Uchaguzi platforms. SODNET provided the SMS
short code number of 3002.

Catholic University of Eastern Africa, through their
Center for Social Justice and Ethics, were also part
of Uchaguzi. It was their first time to participate
in an election watch deployment and they had 33
students participate as election observers (2 in
Coast, 1 in Uasin Gishu, 2 in Busia, 1 in Makueni,
1 in Kitui and the rest in Nairobi). They covered 15
constituencies in Nairobi. Out of the 33 students,
13 were foreigners.

“The dilemma for us [during the elections in Kenya]
was whether to only observe or to help where pos-
sible.”

- Uchaguzi Partner

The next page visualizes the complex ecosystem
within which partners worked.

Uchaguzi Monitoring and
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The greatest achievement of this ecosystem is that
reaching out to pertinent partners began way in
advance, over a year prior to the deployment. This
enabled the acquisition all the necessary partners
needed for a successful deployment. Funding, a
fundamental factor was also secured aiding actu-
alization of the deployment.

Partnership Challenges

e Apart from the brief about the partners on the
Uchaguzi wiki, there was no other documentation
of all the partners and the numbers of volunteers
that they brought and what exactly they did. There
is a dearth of documentation when it comes to
partnerships.

¢ None of the partners signed official MoUs, hence
there is no official paperwork binding partners to
their expected outputs.

¢ Regular meetings bringing together all partners
did not take place, creating a breakdown in commu-
nication. Most communicated directly with Ushahidi
project lead stretching him thin and further deep-
ening the communication chasm. Additionally, he
had to attend to attention that Uchaguzi received
from non-partners, e.g. international media.

Uchaguzi Project Lead Daudi Were being inter-
viewed by CNN (Courtesy: Ushahidi)

¢ Missed opportunities. A PACT-USAID funded pro-
ject under KECOSCE (Kenya Community Support
Center), called SCEWER (Safe Coast Early Warning
and Early Response) could have fed Uchaguzi with
information from the Coastal region through 93
peace monitors. However, the linkage was never

secured and therefore, SCEWER resorted to having
a local situation room, relaying the information they
received to directly to IEBC, and NSC for response.
The Obama Campaign Chief Technical Officer was
another resource available to the Uchaguzi deploy-
ment to conduct a stress system on the platform,
but he and his team were unable to assist since the
technical code was not available in time for testing.

“Uchaguzi should be able to recognize the power of
the local response and harmonize the power of the
national touch and local response.”

- Potential partner, Uchaguzi

Partnership Recommendations

The bedrock of any deployment is its partnerships.
If these are not set well, the potential for failure is
high. To aid in cementing and improving relations
among partners, the following should be consid-
ered:

e There should a clear partnership strategy that
shows the kind of partners needed so that once
this has been achieved, the focus can move on im-
proving capacity rather than adding more partners.

e Partners should work towards creating ownership
of the deployment rather than each looking out for
their own interests.

e Comprehensive documentation of partners, their
involvement and experiences as this will clarify the
scope being covered and help track individual ef-
forts.

e Interoperability of local, related deployments, ex-
emplified by the possibility of linking SCEWER to
Uchaguzi so that the local system fits and feeds
into the larger national system.

e Lack of evidenced commitments in the form of
MoUs created room for misunderstandings about
responsibilities or potential for overstepping of
mandates. The importance of securing agreements
is that each partner will carry out their core com-
petence.

e Each partner should have a project lead, responsi-
ble for ensuring partner mandates are carried out.
This way stress load is balanced across the board
as opposed to having one overall project manager.

Uchaguzi Monitoring and
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e Partners such as CRECO are involved in govern-
ance activities before and beyond elections. Other
partners should come in to bolster such efforts, e.g.
how can the tech platform continue to be used. Such
initiatives would create deeper value between the
partners, enabling stronger future engagements.

e Conflict resolution strategies should be devel-
oped to safeguard against grounding the project in
the event of arising conflicts.

Such election watch projects should not be geared
so much towards the technology itself, but rather
should explore best practices for building viable
partnerships around such technology platforms to
amplify citizens' voices in the electoral process in
the long term - and thus contribute towards an im-
proved democracy.

16 Uchaguzi Monitoring and
Evaluation Report
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Outreach and Publicity

OUTREACH AND PUBLICITY
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Efforts towards publicity and outreach
were intermittently done by the partners
and include:
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e Uchaguzi was officially launched on February
11th 2013;

e Hivos used community radio, where Uchaguzi
was allocated 3 commercial spots each weekday in
Radio Lake Victoria (Nyanza), West FM (Western),
Kass FM (Rift Valley), Sauti ya Mwananchi (Rift Val-
ley), Sifa Lodwar (Rift Valley), Baraka FM (Coast),
Ghetto FM (Nairobi), Pamoja FM (Nairobi), Syokimau
(Eastern), Sifa Garissa (North Eastern), Sifa Marsa-
bit (North Eastern), and Coro FM (Central); between
7.00am - 9.00 am, 10.00am - 1.00pm and 5.00pm
- 8.00pm. Media adverts were translated into 12
languages.

¢ Hivos invested in below the line advocacy ma-
terial - t-shirts, posters, and fliers and distributed
the material through CRECO who also talked about
Uchaguzi in their county forums. Mercy Corps also
informed all the forum participants that they held
in various towns about Uchaguzi.

¢ A general communications strategy was devel-
oped by Ushahidi with communication inputs and
outputs identified out of which a media schedule
was developed for major media houses and they
identified a communications lead.

10. Outreach and publicity on sacial media {0)

Documentation of outreach and publicity efforts (0)

Dutreach and publicity partners (0)

Outreach and publicity strategy (0)

Dutreach and publicity conducted at least & months in advance (0)
Pushing out of relevant information from the platform (0.25)
Outreach and publicity lead (1)

Execution of adequate outreach and publicity (0.5)

Adequate marketing materials distributed to relevant people (0.5)
Launching the platform (1)

Publicity and Outreach Challenges

e Publicity and outreach is dependent on many
other factors. During elections, dynamics are com-
plicated further by increasing costs of carrying out
any activity on mainstream media and political par-
ties taking up prime time slots. For Uchaguzi, media
houses were ready to finance the whole deploy-
ment if they given full ownership. The short code
was not finalized until much later therefore print-
ing merchandise would have proved detrimental if
the short code changed.

e The fragmented mode of publicity and outreach
made it the weakest link in the deployment. There
was no overall guiding strategy hence each partner
was left to his or her own approach leaving room
for duplication of efforts or missing some activities.
There was only one documented strategy, around
the community radio outreach.

¢ As with partnerships, there is no comprehensive
documentation of the publicity and outreach ef-
forts.

e Qutreach activity on the both the Facebook page
and Twitter handle could have been more aggres-
sive. The content being pushed out of the platform
through various channels (traditional media, social
media) was low compared to the information com-
ingin.

Uchaguzi Monitoring and
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e There was a twitter handle @uchaguzi and a Fa-
cebook page - Uchaguzi Kenya 2013. During the
actual deployment, Sitroom and http://visuals.uch-
aguzi.co.ke/ were outlets for analyzed information
from the platform.

e |n addition to printing 300,000 fliers that were
distributed in 25 counties, USAID held Tuko Rada
roadshows organized by the National Youth Bunge
Association that took place from the end of January
to mid-February. These roadshows and fliers pro-
moted the short code 3002.

Publicity and Outreach

Recommendations

e Development of a publicity and outreach strat-
egy for and by all partners is crucial so that uniform
talking points and complementary activities can be
accepted, adopted and carried out by all.

e The fragmentation of publicity and outreach ef-
forts was further hampered by the fact that the ef-
forts began too late with barely a month to spare
before the elections. Publicity and outreach should
begin earlier, prior to an election deployment, to al-
low citizens to interact with the platform, query,
test and understand its workings.

e As with partnerships, it is vital to document the
publicity and outreach efforts in order to gauge
reach and impact.

18 Uchaguzi Monitoring and
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Technology

TECHNOLOGY
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0. Platform ready & months in advance (0)
Simulations with partners and volunteers (Q)
Platform usability (0)

In-built data analysis/quality assurance tools (0}
Multiple functioning methods of reporting (1)
Site testing by developers (0.75)

Platform security (1)

Platform running for the whole deployment (1)
Customized platform for elections (1)

Visual representation of the data (1)

The Uchaguzi technology platform was an
overhaul of the Ushahidi 2.5 platform with
all of security patches up to the latest ver-
sion at the time of the election, Version
2.6.1. It was customized to fit election re-
quirements.

An overview of the customizations include: removal
of the bridge between the back-end and front-end,
thus making navigation easier and reducing time
lapses; addition of a boundaries plugin that allows
filtering of reports by county; addition of police sta-
tion information; addition of a way to view all media,
i.e. videos, pictures on one page; change in how ad-
ditional pages are displayed such that they have all
been put in one page; election plugin to add trusted
monitors; and improvements in user interface. These
customizations for elections were a great gain for the
platform.

Previous deployment sites went down because of
the amount of traffic and load of need for many ad-
ministrators on the backend. The Tanzania deploy-
ment e.g., was hosted on normal servers, which add-
ed to the problem of the site constantly going down.
Learning from the Tanzania experience, Ushahidi
moved the platform to a rackspace (cloud) to manage
the load. This meant that there was another Uchagu-
zi platform running parallel to the actual site so that
in case the actual one failed, the parallel one could
be activated. This ensured that the platform was run-
ning for the whole deployment, quite a feat consider-
ing the tech platform was down for almost 3 hours in
Tanzania and 2 hours in Zambia.

To test the features, the developer community was
asked to use a test document that has a walkthrough
of all of the major Uchaguzi features (both the pub-
lic facing side and the administration). When the de-
veloper community found bugs, they were asked to
submit them directly to the Ushahidi code repository.
There was also a simulation site. Internally, a quality
assurance strategy was developed to define tech-
niques, procedures, and methodologies that were to
be used in the development and testing of Uchaguzi.
The main objective was to assure timely delivery of
the software and that it met specified requirements
within project resources.

The public was able to send information to Uchaguzi
through numerous ways:

¢ Sending a text message (SMS) on 3002 (short code)
from within Kenya,

e Twitter: @uchaguzi and use #uchaguzi hashtag,

¢ Posting on the Facebook page: facebook.com/Uch-
aguziKenya2013,

e Emailing reports to uchaguzi@gmail.com,

e Uchaguzi web form.

To secure the platform internally, the code was man-
aged from Github so anyone who changed the code
had to send in an approval request before the changes
were accepted. From the users’ side, to protect peo-
ple’s identities as they reported, there was a plugin
that anonymized their numbers so they could not be
identified. SODNET provided the Uchaguzi short code
3002 for use for the deployment.

Uchaguzi Monitoring and
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Technology Challenges

¢ Poor project management led to key milestones
not being achieved and thus delaying consequent
milestones. Full scoping of technical requirements
early on should have led to increased human re-
source allocation early in the project.

¢ Bugs affected the platform. The alert system had
abug so that it sent the same message many times.
The alert system therefore had to be switched off
and no one was able to receive any alerts. A plugin
for trusted reporters had been created such that
their messages came in and were picked up by the
system and automatically verified and mapped.
However the plugin did not work and thus their
messages came in as humbers. They were clogging
the system as the volunteers were told not to pro-
cess them. There was a time when all messages
coming in were reading zero. These were never de-
ciphered.

e Poor time management. Technical work to aid
workflows was not requested until the last few
weeks. Workflows were therefore not adequately
tested. This led to testing by developers being
done up to March 1st, too close to the Election Day
to make any significant changes. The testing was
not done to completion and, as seen on the tracking
spreadsheet, much of the backend was not tested.

e Partner challenges. Some partners were promised
many tech plugins that were not delivered, e.g. the
ability to filter report by location, linking of SKEW-
ER and Umati directly to Uchaguzi. Some were de-
nied access to the platform until the day before
the elections (March 3). In some cases, access was
downgraded, causing frustrations among partners.

¢ One of the weakest aspects of the technology is
lack of in-built tools - to aid in data analysis and also
quality assurance tools. Based on Uchaguzi data,
statistics that could be collated include: summaries
of unique visitors to the site, category breakdowns,
and report statistics. However, to date, categoriza-
tion of data has been reliant on the volunteer who
enters the data; if the volunteer does not enter the
proper category of the entry, the data will not be
accurately coded. It was noted by volunteers that
there are currently not enough consistency checks
in the backend.

20 Uchaguzi Monitoring and
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Technology Recommendations
¢ Have a team building the platform, as this will re-
duce the load on one person.

¢ Begin developing the platform earlier. It should be
ready at least 3 months before the deployment to
allow for ample simulations.

e Get a feature freeze time point after which fixing
bugs takes priority over new feature requests. This
too should be done early enough. Any customiza-
tions should also be completed early.

e A tech member should be present in all partner
meetings to advise on whether plug-ins that part-
ners want are feasible. This will ensure that re-
quests that are not possible will not be accepted
(thereby leading to mismanaged expectations).

¢ Involve the community to test the platform early
(at least 2 months prior to deployment) to ensure
a comprehensive analysis is done so as to identify
bugs early enough for rectification.

e The tech team should take user requirements
from all partners to avoid instances where access
is denied or downgraded.

e |f greater automation was integrated, it could also
prove easier to run analysis of the data directly on
the backend and eliminate errors due to improperly
entered data. Additionally, if analysis tools were
in-built into the platform, analysis could be made
more quickly and more comprehensively. Such tools
would enable the feedback loop of response back
out to partners, the public and media houses in a
timely manner
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The envisioned ideal feedback loop where the information sourced from the crowd
also goes back to inform the crowd. This loop was incomplete during Uchaguzi KE
2013 as the information collected did not go out via external communication.
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Personnel

PERSONNEL

Documentation of on the ground volunteer team (0)

Actual volunteer participation and retention (0)

4,
3
1

Sec

Approprigte recruitment and orientation of volunteer leads (0)
Adeguate training for on the ground team (0.£5]

Recruitment of on the ground volunteer team (0.75)
Documentation of personnel and training material for digital team (1)
Digital volunteers support system (1)
Personnel leads (1)

uring volunteers for the deployment (1)

Volunteers formed the bulk of Uchaguzi
personnel. Recruiting the volunteers be-
gan with working groups, which were de-
veloped to enable the community to give
input into shaping Uchaguzi processes
and introduce them to the deployment for
purposes of having them as active partici-
pants during the deployment [8].

The working groups comprised of: Technology, Lo-
cal Community Outreach and Training, Swahili and
Local Language Team, Social media and Communi-
cations and Analytics, and Research and Analysis.

These working groups developed into the digital
volunteer groups, modeled on Standby Task Force
processes and reworked to suit the Kenyan elec-
tion context. There were trainings for both the local
and global teams (virtually) where approximately
240 people were trained. In these trainings, vol-
unteers were taken through all workflows to get
them generally acquainted. They would then break
into group for particular digital groups to further go
through their chosen workflow with the help of the
wikis and co-leads (leaders selected to head each
digital team).

After being trained, each volunteer was asked to
confirm their registration, review the Uchaguzi pri-
vacy and security guidelines, sign a code of con-
duct, review the Uchaguzi Categories definitions
for reports, review the Uchaguzi Background, learn
more about the Uchaguzi Access Chart - who can
see and do what, and create a member account on

uchaguzi.co.ke, before being added into team Skype
chats and given login credentials to the software.

Documentation of the digital volunteers was done
quite well from signing up of working groups, to
registering for digital teams. Volunteers on the
ground were from partner organizations, namely,
CRECO, Mercy Corps, CHF, USAID, and CUEA. These
on-the-ground volunteers were recruited from
within. For example, CRECO recruited persons
who are members of organizations that are part of
CRECO who reside in the locale that they would be
monitoring. These volunteers had varied training:
Ushahidi staff trained some virtually, others were
internally trained by the host organization, while
others, e.g. the National Youth Bunge Associations
were trained by UWIANO.

One area that greatly boosted the deployment
was the Uchaguzi situation room. This was the
physical location where the local digital volunteers
operated. It was situated at the iHub, in Nairobi.
Here, volunteers had access to Internet the whole
day and only had to come with their laptops. Ad-
ditionally, they were supported with meals and
Uchaguzi-branded merchandise to boost morale.
This created a good working environment and
enabled them to focus on tasks at hand. It also
eased communication, as members were able to
walk over to each other in case of an arising query.
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It was noted by the co-leads that the volunteers
were amazing; their spirit was always up despite
the long hours they had to work. The flexibility of
the volunteers to adjust to arising situations was
lauded in that they were able to move to other dig-
ital teams, learn the workflows and help out where
need arose rather than waiting for their scheduled
time. It was only befitting that they were appreci-
ated after the deployment. This happened on 9th
April when all the volunteers were invited back to
the situation room and feted for their participation.
This gesture demonstrated to the volunteers that
their input was valued and increased their sense of
community.

Personnel Challenges

e Recruitment for volunteers began only one month
to elections. As a result of the delayed recruitment,
training was not adequately done. For most of the
volunteers, it was their first time participating in
an election watch deployment and as such, most
would have benefited from more extensive training
involving simulations to enable them to experience
the process beforehand. Other than training with
the wiki instructions, there were no simulations

¢ \/olunteers were asked to attend one training out
of the many that were being held. However one
training was not enough to enable them to under-
stand, internalize and confidently work on the plat-
form. There should be a number of minimum train-
ings and simulations that a volunteer has to attend
in order to be able to participate. More emphasis
should be given on the training of co-leads, as they
will be handling a large number of volunteers. They
should not only be trained on the workflows but
also on social aspects e.g. handling different per-
sonalities, how to encourage volunteers, etc.

e Just as the digital volunteers were well captured
in a database, the on-the-ground volunteers should
have also been captured in a central repository.
Knowing how many volunteers and where they
were would have given a clearer picture on the ex-
tent of the deployment in terms of verification.

“This created a digital humani-
tarian team in Kenya and hope-
fully this will have a good base

for volunteers. Simulations relied on the tech be-
ing ready, however, it was not ready to be used for
simulation.

e Lack of extensive and up to date documentation
of on-the-ground volunteers made it hard to grasp
the scope of their work with spatial reference.

to draw from for future deploy-
ments.”

e There was an assumption that all volunteers were
up to par technologically. Yet most of the verifica-
tion and the translation teams had to be introduced
to the basics, e.g. opening a Skype account and
how to operate Skype.

- Uchaguzi Partner

e Unfortunately, many of the volunteers felt the
working groups did not add value because they
happened too close to the elections for most of
the suggestions raised during the working groups
to actually be taken into consideration and imple-
mented for the deployment.

Personnel Recommendations
e Recruitment should begin earlier before deploy-
ment to allow for adequate and extensive training.
This allows the recruiters to assess the technologi-
cal prowess of the volunteers so as to know how
best to train them appropriately.
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WorkTlows

WORKFLOWS
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Uchaguzi volunteers began working on
the platform on March 2nd in preparation
for March 4th, Kenya's Election Day. Volun-
teers worked on two platforms, Skype and
Uchaguzi. They were given a general Sky-
pe workflow and the specific workflow for
the digital team to which they had signed

up.

un
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"Despite the tough messages coming in, there were
also quite a number of encouraging ones.”
- Co-lead, Uchaguzi

The first digital teams to receive this information
were media monitoring and SMS teams. Media
Monitoring was in charge of monitoring citizen re-
ports via different social media streams, i.e. Twit-
ter, Facebook, blogs and create reports from these
social media streams. They were not monitoring
mainstream media, as they wanted to amplify the
Citizens' voice. Twitter was the main social stream.
SMS team turned incoming messages to from citi-
zens (crowd) and trusted reporters through the
short code 3002, into report.

“As a rule, the complexity of a role should be in-
versely proportional to the overall volume of effort.
So with SMS/messaging being the “universal in-
box" their workload should have been one or two
very basic functions” - Co-lead, Uchaguzi

Quality of outputs

0. Conflict resolution/feedback mechanisms (D)
Tech support for workflows (0)

Real time processing of information time (0.25)

h stage (0.75)

Quality of warkflows (0.75)

Response back to senders (crowd) (D.25]
Analysis of data during deployment (0.75)
Integration of local and global volunteers (0.75)

Dpen communication on the platform (1)

Personnel in charge of workflows (1)

The second tier of teams to process the informa-
tion were the geolocation and translation teams.
The Geolocation team was responsible for finding
the grid coordinates for a given report and plotting
that location on the report map before being ap-
proved for public viewing, collect and keep track of
all available maps of the area where the emergency
is taking place and keep an up to date of Google
Doc of all grid coordinates found by location. The
Translation team was to translate reports (includ-
ing those created out of tweets/SMS) from local
languages to English.

The third tier of volunteers were the reports teams
and verification teams. The Reports team was the
first quality control as they approved reports there-
by deciding on which reports would be mapped
while the verification team established the verac-
ity of the reports through confirming with on the
ground volunteers.

Where urgent messages came in, there was an
emergency team that picked and fast tracked them
through the processes and verified so that action
can be taken. The Technology team and Analysis
and Research teams provided support. Technology
team was in charge of maintaining the platform
during the duration of the deployment while the
Analysis and Research team was in charge of ana-
lyzing information (sense making) received in the
platform, and providing situation room reports in
the form of data visualization, pdfs, etc.
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Media Monitoring and SMS teams

Workflow Challenges

¢ Media monitoring team’s greatest problem was
lack of sufficient volunteers as team members
were asked to move to SMS to help clear the back-
log. Other digital teams also had a dearth of volun-
teers despite many more signing up. The result of
this was fatigue of the few that were participating.
Volunteers would sign up for a particular time slot
but not show up. Therefore getting people to own
the timesheets was a challenge.

e Information could be lost in translation as it de-
pended on the volunteer to give the report a suit-
able title. Translated reports were also prone to
distortion from the original message.

e The day before elections there was a backlog
of 1,500 messages in the system. On the day of
elections, most volunteers went to vote and were
caught up in queues increasing the backlog. Ad-
ditionally, processing the information at any point
relied on a minimum of 3 windows (Skype, wiki and
the platform). This greatly decreased processing
speed thus adding to the backlog.

e SMS’s main challenge was on numerous messag-
es sent by one person. New messages were hidden
in the thread leaving the team to manually search
for new messages.
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Geolocation Team

¢ Co-leads had to keep reminding team members on
the instructions. This was seen across the board as
volunteers did not seem to have grasped the work-
flows, e.g. volunteers did not understand what to
escalate and what not to hence they had a myriad
of questions. Output was poor, resulting in the
need for a quality assurance team to be set up to
clean and rectify the mistakes.

e There were many redundant messages. However,
since they could not be processed, such redundant
messages stayed in the system, clogging it and di-
minishing the morale of volunteers who looked as
if they were not working fast enough.

e Because of the bottlenecks in the earlier work-
flows, verified data reached the analysis team late
and the format kept changing leaving the analysis
team to carry out further data cleaning. Analysis of
stale data is irrelevant.

e Most of web reports were impossible to geolo-
cate. Since the point of the platform is to map in-
coming information, it renders web reports immate-
rial to collect.

“Claiming that the platform enables real time action
can kill people as they wait for action”
- Uchaguzi Partner

. Patrick Meier

"If you have 'accurate' info that is hours old,
you don't have accurate info in the social
d media world" - @TheFireTracker2

Source: iRevolution



Workflow Recommendations

e Extensive training that includes simulations is of
necessity if volunteers are to internalize the work-
flows and be able to execute them confidently.
More emphasis on training for the co-leads should
be done, as they are the volunteer guides.

» Workflows should be distinct to avoid duplication
of roles and reduce bottlenecks. Both media moni-
toring and SMS teams were geolocating at the be-
ginning of the deployment. Yet there was a team
specifically for geolocation.

e On the Election Day, most volunteers went to
vote first before coming to work on the platform.
This caused a major lag in the processing of infor-
mation as that was the day most information came
in and yet the manpower to process it was held
up in queues. For future deployments, personnel
management should ensure that most manpower
is available on the material day and liaising with
the global team to assist until the local teams can
return from voting.

* The workflows need to be user tested beforehand
to show the gaps needing correction.

e The current setup runs into serious backflow
problems when more than 30 people are working.
Microtasking needs to be a complete solution in
such instances to reduce lag.

e Automation of tasks should be done. For example,
there should be a locking mechanism on the plat-
form, as this would greatly reduce the amount of
back and forth that has to be done between Skype
and the platform and reduce duplication of efforts.

e For a technical workflow as geolocation, it may be
necessary to have individual training to be able to
gauge the competencies before joining the digital
team for quality control.

¢ All the partners, especially the non-tech ones,
should create workflows, as their contribution
would enable the outputs to be user-friendly.

Verification Team (Courtesy: Ushahidi)
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Citizen Experience

CITIZEN EXPERIENCE
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“Don’t risk missing the bigger story here:
the simple act of residents recording ac-
tual ground level events themselves will
have a long-term transformative impact on
society - nowhere perhaps, as profoundly
as in places like informal settlements.”

- Erica Hagen, co-founder of Map Kibera
and GroundTruth Initiative

It was imperative to understand Uchaguzi from a
citizen's perspective to get a sense of users’ expec-
tations and experience. The citizen-focused aspect
of the research was out of the original scope of the
research, but was important enough to warrant
at least an initial investigation into the outcomes
observed by citizens. This was done through field-
work in the informal settlements of Kiambiu, Dan-
dora and Mathare to collect feedback from a small
sample of citizens who used the Uchaguzi platform.
The three locations were chosen because of the
amount of information that was received from the
locations and the historical context of the locations
as perpetual hot spots for violence. Respondents
were selected through snowball sampling tech-
nique.

A total of 35 citizens were interviewed. 26 were
female, 7 were male. Most of the respondents
were women because men were unwilling to share

Documented re

Understanding of Uchaguzi to citizens (0.25)
Feedback to citizens from Uchaguzi |
Confidence in Uchaguai (1)

Perceived feedback by citizens (1)
Occasions that information was sent (1)
Infarmation sent to Uchaguzi (1)
Expectations of citizens for Uchaguzi (0.75)
Maodes of communication to the platform (1)

Cutreach to citizens (0.5)

whether they used the 3002 short code. This could
be because the men did not want to be seen as in-
formers or that they were the propagators of the
issues that arose and thus did not interact with the
platform. In cases of violence, men too are known
to take defensive or retaliatory mechanisms (act
first) while women will probably retreat first hence
allowing them the opportunity to report to the
platform.

On being asked how they heard about Uchaguzi,
respondents of Kiambiu said that they heard about
Uchaguzi at home and while working through the
media (mostly radio followed by TV) and through
friends. Most Dandora and Mathare respondents
had heard about Uchaguzi at peace forums, one of
which was organized by PeaceNet.

From these sources, respondents were told to send
a message to 3002 in case of violence, to promote
peace and send peace messages. Respondents
stated that they decided to use Uchaguzi because
it was secretive, affordable, and respondents were
confident that action would be taken. All those in-
terviewed had used SMS to report. Respondents
sent in information mostly on threats of violence,
tensions and insecurity, election day irregularities
(e.g. lateness of IEBC materials, delays in opening
polling stations), citizen attitudes to events as they
happened, and peace messages.
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tensions and insecurity, election day irregularities
(e.g. lateness of IEBC materials, delays in opening
polling stations), citizen attitudes to events as
they happened, and peace messages.

Almost all respondents received an auto response
from Uchaguzi thanking them for their message.
Most of them also affirmed that they noticed a
change after they sent in their report to Uchaguzi,
with most stating that they saw security person-
nel on the ground. This seemed to help the citizens
feel their message was valued and acted upon. Be-
ing asked for more information also gave citizens
more belief in the system. Respondents expected
Uchaguzi to help promote peace, and to intervene
in bad situations. For the bulk of the 35 respond-
ents interviewed, expectations were met. Those
who disagreed said their expectations were not
met because the reported situation did not change.

To improve Uchaguzi, citizens recommend Uchaguzi
be extended beyond March to continue to promote
peace, monitor elections at the county level, help
maintain security, engage the community into Uch-
aguzi, and carry out civic education at the grass-
roots. None of the respondents wanted the plat-
form to be shut down, for they believe there are
many pending security issues that would be easier
to identify and address through the Uchaguzi plat-
form.

This initial probe into the perceived outcomes by
users revealed that if any action or change was
witnessed after someone reported to Uchaguzi,
most attributed that change to Uchaguzi. While this
worked in the favor of Uchaguzi during these elec-
tions in terms of user perceptions, there is no real
confirmation available from the Uchaguzi response
partners on whether or not any of the reported
actions taken were really as a result of Uchaguzi
or not. It is unclear if any of the perceived actions
taken on the ground were truly a result of Uchaguzi
and its partners or otherwise. Therefore, it is ex-
tremely important that in future deployments, a
strategy be devised to track any and all responses
taken based on Uchaguzi reports.

In addition, during future election watch deploy-
ments, in-depth impact studies should be conduct-
ed to better understand the impact and reach of
the Uchaguazi initiative on citizens. A countrywide
study specifically focused on the users’ perspective
could greatly improve our understanding of citizen
use and barriers to ICT watch election platforms.
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"Police were not being de-
ployed for purpose of beat-
ing people, but for their

presence to communicate
law and order. "

- Uchaguzi Partner
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Recommendations

Case studies on earlier deployments of
election watch ICT initiatives have given
foundational areas for learning.

The Uchaguzi: Case Study by Harvard Humanitarian
Initiative and Knight Foundation written in 2010
after the first deployment of Uchaguzi in Kenya
and the general election in Tanzania, recommended
the following:

¢ Plan early. One resounding challenge was aim-
ing to achieve many objectives in such a short time
period. Planning early, from 6-12 months prior to
an election/referendum was strongly and widely
recommended.

e Further build effective partnerships. Defin-
ing and agreeing on roles, responsibilities and ex-
pectations will help partners implement a success-
ful project.

* Develop Strategies (e.g., campaign, feedback to
action, security and privacy). Strategies should aim
to 1) improve the filtering and verifying large vol-
umes of information; 2) strengthen feedback loops
and action by building an urgent response team,
and; 3) provide any necessary security & privacy
plans for the project and its users.

¢ Use simulation. Simulation exercises can help
identify obstacles, test new technology, and im-
prove workflows and communication approaches.

Map showing

the expanse of
locations where
information was
received from.
Note that this was
the first time that
an Ushahidi plat-
form has received
information from
Mandera.

These activities can better prepare people for an
upcoming election/referendum day and provide a
wealth of community building and learning oppor-
tunities.

e Paper maps. Uchaguzi-Tanzania participants
recommend transforming the web-based map into
paper maps. This would help local partners share
the information with communities that are unable
to access the map in its online format. Sharing
maps in a newspaper immediately after the elec-
tion would also broaden the reach of Uchaguzi ef-
forts.

With the exception of use of paper maps, the
above recommendations continue to hold true in
this 2013 Uchaguzi deployment evaluation. Had
the first set of recommendations been put into ef-
fect, it is likely that Uchaguzi Kenya 2013 would
have achieved much more than it did. Review of
the above and other literature revealed that many
of the shortcomings of the Kenya 2013 Election
Watch Deployment (Uchaguzi KE), had been iden-
tified in earlier work from 2010. Unfortunately, it
appears similar issues manifested 3 years after the
last deployment of Uchaguzi in Kenya. Therefore, a
key recommendation to the management partners
is to create an explicit strategy to ensure that the
lessons gained from this research and learnings
from other countries that have carried out election
monitoring deployments are applied to future de-
ployments.
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Executing a deployment well takes much time, ef-
fort and resources. Proper project management is
of essence. There should be a strong project lead
with a solid team of project managers under him/
her to whom he/she can delegate assignments.
The scope of Uchaguzi 2013 deployment grew
continuously as new donors and partners joined. It
is critical that agile project management is applied
to keep the project scope, timelines, and costs in
check.

It will also be of benefit if the lead understands
the local context and landscape so as to be able
to navigate when searching for key partners. For
Uchaguzi, it took more than a year of preparation
to build trust and consensus and court potential
partners and explain the value add of their involve-
ment. There should be a project team member
tasked with fundraising for the project, as funding
is key to the success of large-scale projects such as
deployments. Once funding has been secured, one
can leverage on those networks to get pertinent
partners on board.

Expectation management is crucial towards those
sending messages to the platform. Publicity and
outreach efforts have to explain to the citizen what
will happen (and what will not happen) with his/
her messages. This way, citizens' trust in and use
of the platform is assured.

Such a platform employs the use of mobile tech-
nology to amplify citizen voices. Beyond elections,
citizen voices can still be heard through ‘cellular
citizenry' [9] - where citizens continue being moni-
tors [10] of the government using ICT platforms
to collect information from citizens and document
whether the government is fulfilling its promises.
Such citizen watchdog activities then promote a
responsive and accountable government, which in
turn hopefully can lead to better service delivery
to the people.

To add value to such deployments, the element of
time has to be incorporated so that such election-
watch deployments last beyond the election and as
such can be modified to fit the long term. Partner-
ships created should continue to add value to each
other, e.g. the technology improving the workings
of civil society organizations, enabling them to be
more effective when doing programming with citi-
zens. This can also be achieved through aligning
with on-going initiatives such as Sisi Ni Amani’, Se-
rious Request [11] (where the Kenyan chapter [12]
is used to raise awareness around a social issue of
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great importance) and PeaceTXT, among others.

One of the greatest lessons has to be resource
management. Resources availed for the deploy-
ment will determine the scope. During election pe-
riod, carrying out publicity on mainstream media is
a costly affair as costs shoot up. Additionally, politi-
cal parties monopolize prime time slots rendering it
difficult for others without financial muscle to be
able to effectively carry out their campaigns. Re-
sources also affect personnel as once volunteers
are recruited; each training is costly thus limiting
the number of trainings that can be held. Effective
resource optimization is of necessity if each section
of the deployment is to be carried out effectively.

"Getting the team and carry-
ing out the deployment is a

marathon, and not a sprint. ”

- Uchaguzi Team Member



Conclusion

Through this report, we hope it becomes
evident how the various aspects of the
deployment were executed. For this de-
ployment, metrics were created to meas-
ure each aspect of the deployment in the
anticipation that this will chart the path
towards the definition of a concrete way
of gauging the effectiveness of a deploy-
ment. Through the categories, it became
possible to see which areas were well
implemented and which areas require im-
provement.

For this deployment, having a physical situation
room for digital volunteers, having the platform
up and running for the whole deployment without
going down, citizens across the country reporting
to the platform and having a formidable human
resource in volunteers and the partners that came
together for the deployment; were the greatest
assets of the deployment. Volunteers worked tire-
lessly during the deployment to ensure that citi-
zens' fears were allayed; incidences were escalated
to relevant authorities. These volunteers main-
tained their energy and motivation due to their be-
lief in the initiative and their deep desire to help
maintain peace during the elections. On the other
hand, lack of a data management strategy, poor
time management, disjointed outreach efforts, in-
adequate training for volunteers and the inability
to track feedback from response partners were the
greatest challenges.

Through this deployment, the proof of concept of
Uchaguzi has been made; the fact that users and
partners sincerely believed in the utility of the
product highlights the value of such an ICT elec-
tion-watch initiative. Hence public support was se-
cured.

Special appreciation also goes to specific persons
who worked tirelessly for the success of the de-
ployment. From Ushahidi; tech lead, Linda Kamau,
who built Uchaguzi KE 2013 platform; Angela
Oduor, local outreach lead who recreated the work-
flows to suit the Kenyan context and reached out
to the community to ensure the deployment had
volunteers; Heather Leson who contextualized
the scope of the deployment and consolidated the
global volunteer team; and Daudi Were the project
lead who juggled many vital tasks. From the part-
nership; Gregg Mwendwa of HIVOS who provided
overall project management; and Regina Opondo
and Kawive Wambua from CRECO who marshaled
ground volunteers.

Learning from the deployment must be done. The
value of this monitoring and evaluation comes not
solely through the fact that it was conducted or
from having the information available, but from act-
ing on it. Otherwise, we run the risk of future de-
ployments performing repeating similar mistakes.
It is important to amplify what worked and correct
that which failed.
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