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ADG    Additional Director General
APO    Assistant Presiding O�cer
BRIDGE    Building Resources in Democracy, Governance and Elections
CEC    Chief Election Commissioner
CCTV    Closed-Circuit Television 
CSO    Civil Society Organisation
DAI    Development Alternatives Incorporated
DC    Deputy Commissioner
DEC    District Election Commissioner
DEO    Data Entry Operator
DRO    District Returning O�cer
DVEC    District Voter Education Committee
ECP    Election Commission of Pakistan
EMB    Electoral Management Body
EU    European Union
FAFEN    Free and Fair Elections Network
FATA    Federally Administered Tribal Areas
FEA    Federal Election Academy
GDEWG   Gender and Disability Electoral Working Group
GE    General Elections 
GIS    Geographic Information System
IFES    International Foundation for Electoral Systems
International IDEA  International Institute for Democracy and Electoral Assistance
IT    Information Technology
JPEC    Joint Provincial Election Commissioner
KP    Khyber Pakhtunkhwa
NA    National Assembly
NADRA    National Database and Registration Authority
NIC    National Identity Card
PA    Provincial Assembly
PCER    Parliamentary Committee on Electoral Reforms
PEC    Provincial Election Commissioner
PER    Post-Election Review 
PO    Polling O�cer
PrO    Presiding O�cer
PWD    Person with Disability
RAFT     Review, Assistance and Facilitation Team
REC    Regional Election Commissioner
RMS    Result Management System
RO    Returning O�cer
RTS    Result Transmission System
SOP    Standard Operating Procedure
SPIC    Strategic Plan Implementation Committee
SPMC    Strategic Plan Monitoring Committee
SWOT    Strength, Weakness, Opportunity, Threat
UNDP    United Nations Development Programme
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Foreword
With each election, Pakistan’s political system grows stronger. The 

Election Commission of Pakistan (ECP) has continued to support 

democracy by striving to deliver elections that meet the expectations 

and aspirations of citizens across the country. 

The Elections Act, 2017 represents a historic reform that made 

unprecedented changes to the broader electoral system. The ECP not 

only contributed towards the design of this reform, but also made every 

e�ort to implement the Act in letter and spirit during the General 

Elections-2018. These elections provided an opportunity for around 106 

million voters to cast their ballots across 85,090 polling stations, with the 

help of polling sta� that numbered close to a million o�cials. It is a testament to the tenacity, dedication and 

professionalism of ECP sta� (and other election o�cials) that, on the whole, both national and international 

observers considered the election to be well organised and peacefully conducted. 

The �rst and second Five-Year Strategic Plans developed by the ECP played a major role in this achievement. 

These plans provided the strategic direction, discipline and commitment required to achieve a quantum leap 

in functional performance and organisational e�ectiveness. This has greatly increased our con�dence in the 

strategic planning process and in our ability to develop and implement plans that work, despite challenges 

which are bound to crop up. 

It is, therefore, with a sense of pride and optimism that the ECP embarks on its third planning cycle. We are 

guided in this endeavour by the lessons learned from the design and implementation of previous strategic 

plans. I am pleased to acknowledge the technical support provided by development partners in the 

preparation of this Plan. I would also like to recognise the untiring e�orts of our o�cers who prepared this plan 

and the thousands of ECP personnel and other election stakeholders, including representatives of media and 

civil society, who provided candid input. 

Finally, I would like to thank the political party o�cials who participated in our consultations and provided 

invaluable insights that helped us re�ne our thinking and arrive at a plan more re�ective of stakeholders’ 

priorities. 

I have no doubt that this Plan – like its predecessors – will help the ECP in improving its capacity to organise 

and conduct future elections honestly, justly, fairly and in accordance with law. 

3rd Strategic Plan 2019-2023

Justice Sardar Muhammad Raza
Chief Election Commissioner of Pakistan
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Message from Hon’ble Members of 
Election Commission

The successful implementation of the �rst and second Strategic Plans had a positive impact on the capacity 

and work culture of the Election Commission of Pakistan (ECP) and, to continue the reform process, it was 

decided that a 3rd Strategic Plan should also be formulated. This comprehensive document builds upon the 

progress made during the last two strategic planning cycles and focuses on addressing the identi�ed 

challenges. During the formulation of the 3rd Strategic Plan, the ECP obtained input from internal and external 

stakeholders. The stakeholders’ feedback was thoroughly analysed with technical inputs by development 

partners and in the light of international best practices. This exercise led to the identi�cation of priority areas 

for the 3rd Strategic Plan and the strategic actions required to achieve the strategic goals. The broad scope of 

consultations that the ECP has held demonstrates our commitment to transparency, professionalism and 

openness to feedback by stakeholders.

We acknowledge the contribution of ECP o�cers and sta� who participated in the consultative process and 

shared their valuable feedback. We especially acknowledge the hard work and the dedicated e�orts of the 

members of the Strategic Planning Committee and Core Group, who designed the strategic planning 

methodology and successfully implemented it to deliver this comprehensive Strategic Plan 2019-2023. We 

also extend our appreciation to external stakeholders, who provided candid feedback and helped us in 

re�ning our Strategic Goals and Actions. We are committed to the successful implementation of this Strategic 

Plan to further improve the quality of electoral processes in Pakistan.

Justice (R) Ms. Irshad Qaiser
Member, Election Commission

Mr. Justice (R) Altaf Ibrahim Qureshi
Member, Election Commission



Pakistan conducts one of the largest single-day elections in the world. 
Meeting this unique challenge requires e�cient planning and delivery 
mechanisms for the conduct of transparent and credible elections. 
Recognising this reality, the Election Commission of Pakistan (ECP) 
launched its �rst �ve-year Strategic Plan in 2010, followed by the Second 
Strategic Plan 2014-2018. These plans helped the ECP build its 
institutional capacity and deliver a number of achievements in the run-up 
to and during the conduct of General Elections-2018. 

The Commission contributed towards the drafting of the historic 
Elections Act 2017, and then framed detailed Rules that elaborated on 
various legal provisions, to provide a detailed framework for the conduct 

of elections. The ECP facilitated political parties in meeting the new enlistment requirements introduced by 
the Elections Act, 2017. Delimitation of national and provincial constituencies was carried out in a very short 
span of time after the enactment of the Elections Act, 2017 and the 24th Constitutional Amendment. Electoral 
rolls were updated in a transparent manner and were widely appreciated for being free of errors. The ECP was 
commended by political parties and contesting candidates on improvements in voter registration which was 
linked to national identity cards. In another historic �rst, the Commission installed CCTV cameras in over 
17,000 highly sensitive polling stations, which resulted in a considerable fall in incidents of electoral violence 
and polling station captures (as compared to past elections). 

The development of the 3rd Strategic Plan involved a detailed organisational assessment, which included a 
literature review, Post-Election Review (PER) and multi-tiered internal and external consultations involving ECP 
sta� members, provincial government o�cers, representatives of political parties, media professionals and 
members of civil society organisations. The consultations were unprecedented in terms of the number of 
people reached and organizational tiers covered. A ‘SWOT’ (Strength, Weakness, Opportunity, Threat) analysis 
was also carried out to develop a deeper understanding of ECP’s strengths and weaknesses, the threats that it 
faces and the opportunities that can be leveraged to help us achieve our mission. Finally, the Plan itself is based 
on international best practices and has been developed with technical support from global experts in strategic 
planning of EMBs around the world. The members of the ECP Strategic Planning Committee, tasked with 
driving the plan, were trained in this approach before work began.

This Strategic Plan covers broader areas such as the legal and regulatory framework governing the electoral 
system; institutional capacity development for the ECP; training of internal ECP personnel and polling sta�; 
election operations planned and executed by the ECP; voter registration and participation; electoral 
technologies adopted and deployed by the ECP; gender mainstreaming and social inclusion, both within the 
organisation and in the conduct of elections;  and monitoring, evaluation and research to benchmark progress 
and learn from experience. A number of Strategic Goals, Actions and Indicators have been set under each of 
the aforesaid areas. 

I appreciate and acknowledge the technical assistance provided by UNDP and DAI for the development of this 
Strategic Planning document, in addition to all stakeholders who provided their inputs during the consultation 
process. I would also like to extend my gratitude to members of the Strategic Planning Committee and Core 
Group for their dedicated e�orts to complete the Strategic Plan 2019-2023. 

3rd Strategic Plan 2019-2023

Mr. Babar Yaqoob Fateh Muhammad
Sitara-i-Imtiaz
Secretary, ECP
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The Election Commission of Pakistan (ECP) is a constitutional body, mandated to organise elections at the 
national and sub-national levels in Pakistan, and ensuring that they are conducted honestly, justly and fairly. 
More speci�cally, the ECP performs a host of responsibilities associated with the conduct of general elections 
to the National and Provincial Assemblies, as well as local government elections. Elections for the Senate and 
to �ll seats that fall vacant in national and provincial legislatures (bye-elections) are also conducted by the ECP. 
Federal and provincial executive authorities are constitutionally obligated to extend all support required by 
the ECP in the discharge of its functions. The ECP consists of the Chief Election Commissioner (CEC) and four 
Members (one from each province) who are appointed based on the recommendation of a bi-partisan 
Parliamentary Committee. To be considered for appointment, the CEC and Members must have previously 
served as judges of the Supreme Court (in case of CEC), or High Court Judges (in case of Members), senior civil 
servants or technocrats, as per the Constitution. 

The Commission is supported by a Secretariat and sub-national o�ces spread across Pakistan. This hierarchy 
is headed by the Secretary, ECP who is responsible for policy implementation and the overall management of 
organisational resources. The Secretary is supported by two Additional Secretaries (ASs), several Director 
Generals (DGs) and Provincial Election Commissioners (PECs). Director Generals are in turn supported by 
Additional Director Generals (ADGs), Directors, Deputy Directors (DDs) and Assistant Directors (ADs). 
Altogether, ECP employs over 2,700 personnel nationwide. The organisational hierarchy at the national, 
provincial, divisional and district levels is described below: 

1.  The Secretariat is located in Islamabad and comprises a number of wings including: Elections Wing,  
Budget Wing, Administration Wing, Local Government Wing, IT Wing, Law Wing, Gender Wing, Research 
Wing, Political Finance Wing and Public Relations Wing. Each Wing is headed by a DG or ADG with 
Directors, DDs or ADs reporting to them. 

2.  The Provincial Election Commissioners (PECs) head the provincial hierarchy with o�ces located in each 
provincial capital. They are supported by Joint Provincial Election Commissioners (JPECs), Directors, DDs, 
ADs and other sta�. 

3.  At the divisional level, Regional Election Commissioners (RECs) link the provincial and district-level setup 
and liaise with the civil administration and other public stakeholders within their respective jurisdiction. 

4.  Finally, the District Election Commissioners (DECs) head the district-level o�ces. They liaise with the 
district administration, and also act as Registration O�cers mandated with updating the electoral rolls. 
The Election O�cers (EOs) assist the DECs in each district. 

ECP: Brief Organisational Pro�le
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Deliver inclusive and credible elections that people trust

We strive to hold free, fair and transparent elections that truly re�ect the 
will of the people in democratic processes

GUIDING PRINCIPLES

STRATEGIC PILLARS
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In 2010, the Election Commission of Pakistan (ECP) became one of the few public-sector organizations in 
Pakistan to develop a strategic plan. The initial impetus behind the e�ort was the need to address gaps and 
challenges in the electoral process that were identi�ed during the Post-Election Review (PER) of General 
Elections (GE)-2008. The electoral context within which the ECP was then operating was fraught with internal 
and external challenges including an inadequate legal framework, limited institutional capacity, stakeholder 
concerns about ECP’s independence, low public trust in government institutions and a highly polarized 
political environment. In this background, the ECP’s leadership took the initiative to develop and adopt its �rst 
multi-year strategic plan. This plan was developed through a participatory approach to inculcate ownership 
and instil con�dence in the process, signalling the seriousness with which the initiative was to be received by 
middle and operational tiers. Owing to this clear and consistent commitment, the �rst Strategic Plan 2010-14 
was successfully developed and published in 2010. 

In 2014, at the end of the �rst strategic planning cycle, the ECP chose to follow-up with a second �ve-year 
Strategic Plan for the period 2014-2018.  In doing so, strategic planning became a regular institutional practice 
for the ECP, which increased the legitimacy and credibility of the initiative. One enabling factor was the 
appointment of full-time permanent members to the Election Commission, a reform, which contributed 
towards a stronger institutional base. The second Strategic Plan 2014-2018 was developed in the context of an 
ongoing national debate around electoral reforms. A Parliamentary Committee on Electoral Reforms (PCER) 
was constituted, which received full support from the ECP. Emerging from this process, the Elections Act, 2017 
is the �rst major reform of the electoral framework in Pakistan since 1976. It simpli�ed and rationalized a legal 
framework that was dispersed over eight di�erent laws into one consolidated law. It represented a major leap 
forward in terms of: 

•  Empowering the ECP by increasing its autonomy over �nancial and human resource management; 

•  Authorising the ECP to nullify results from constituencies where turnout of women voters was less than 
ten percent, which was an important step toward gender parity in electoral participation;

•  Obligating political parties to �eld women candidates from at least �ve percent of general seats in the 
Parliament and provincial legislatures; 

•  Making the registration of women, minorities, transgenders and persons with disabilities a special priority 
for the ECP; 

•  Clarifying the scope of powers for caretaker government; and

•  Stipulating a deadline for holding local government elections. 

It is in this spirit of progressive reform that the ECP, at the completion of its second strategic planning cycle, 
moved to the formulation of its 3rd Strategic Plan for 2019-2023. The Plan intends to:  

•  enable compliance, in letter and spirit, of the Elections Act, 2017;

•  facilitate the participation of stakeholders in electoral processes, to deliver inclusive elections that people 
trust;

•  help sta� and o�ces across the organisation to develop a common understanding of where the ECP 
currently stands, a shared vision of where it plans to be over the next �ve years and what strategies it will 
employ to attain its strategic goals within the given timelines;

1. Introduction to Strategic Plan 
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•  assist the ECP leadership to monitor progress against set targets and adopt timely measures to address 
any hurdles that may be impeding or delaying progress;

•  facilitate the ECP in assessing resource needs, rationalize and prioritize resource allocation for greater 
e�ciency and strengthen the case for mobilizing additional resources (human, �nancial and 
infrastructure) from government and other sources; 

•  identify and prioritize entry-points for assistance and support from international development partners; 
and

•  position the ECP as a modern, professional and reputable Electoral Management Body (EMB) that is 
abreast of global trends, innovations and best practices in electoral management. 

With two strategic planning cycles behind it, the ECP has built its approach to the present 3rd Strategic Plan 
around key lessons emerging from what is now nearly a decade of strategic planning experience and practice, 
including:

Strategic planning is process-sensitive – ‘How’ strategic plans are formulated is as (if not more) 
important than ‘what’ the �nal strategic plan contains. Learning from this important lesson, the �rst step for 
the ECP was to develop a well thought out ‘plan for the strategic planning process’, setting out activities to be 
conducted before and during the development of the plan, as well as broad timelines and clear 
responsibilities tied to each of these activities. Additionally, internal and external stakeholders to be consulted 
during the strategic planning process were determined in advance. A decision-making body was established 
to lead and drive the process under the oversight of the Secretary and the Hon’ble Election Commission.  

Stakeholder ownership is key – The ECP signi�cantly broadened and deepened the consultative 
process adopted for its 3rd Strategic Plan. Internal consultations for the �rst time penetrated to the grass-roots 
level, reaching out to the provincial and district level as well as engaging the ministerial sta� in �eld o�ces. 
External consultations cast a broader net, including political parties and election o�cials, as well as 
representatives from civil society, media and government. 

While the ECP has always prioritized receiving input from its stakeholders, consultations for the 3rd Strategic 
Plan reached a more diverse range of stakeholders in larger numbers through a series of carefully planned and 
well-organised consultative events. For instance, internal consultations convened sta� members at di�erent 
organisational levels separately to ensure that candid input could be solicited and obtained. Similarly, 
consultative events with political parties were held in a multilateral (multiple parties per event) format. This 
not only sparked a more insightful and constructive debate and discussion but also allowed political parties to 
reach consensus around key points that could then be included in the 3rd Strategic Plan of the ECP. 

Global ‘best practice’ can add value – The ECP has managed two general elections over the past two 
strategic planning cycles. These were single-day elections for the sixth most populous nation in the world. 
Meeting the challenge of conducting elections in a single-day on such a large scale requires looking beyond 
national borders to global electoral management experience. This would help the ECP identify promising 
innovations, technologies, trends, lessons learned and best practices. With this in view, the ECP gained access 
to world-class expertise and experience in strategic planning for EMBs to train and familiarise its planners in 
‘gold-standard’ tools and methods. It used a toolkit developed by international experts and applied it (in 
contextualized form) based on ground realities and practitioner’s perspectives sourced from the ECP’s own 
experienced team. 

08



3rd Strategic Plan 2019-2023 09

Strategic plans need to be operationalised –  One of the major lessons learned from past strategic 
planning cycles conducted by the ECP has been the importance of tactical elaboration. Strategies need to be 
broken down into actions at the sub-organisational level for wings and teams to know their roles and how 
they can individually, and in a team, contribute to broader organisational goals and targets. The ECP has, 
therefore, followed up on the development of its 3rd Strategic Plan with detailed action-planning at the level 
of its Wings. Moreover, the ECP has made every e�ort to ensure that PECs, RECs and DECs have ample 
opportunity to share facts and opinions which are re�ected in the Strategic Plan, so that they own it and 
contribute towards its successful implementation. 

Goals must be measurable – It is impossible to know if, when and to what extent a strategic goal has 
been achieved in the absence of pre-de�ned and measurable indicators that can be used to assess progress. 
Indicators should also be speci�c, achievable, realistic and time-bound. The ECP has developed such indicators 
for all the strategic actions listed in the 3rd Strategic Plan.  

Dedicated implementation mechanisms must be established – The ECP had set up the 
Review, Assistance and Facilitation Team (RAFT) and the Strategic Plan Implementation Committee (SPIC) for 
the second Strategic Plan 2014-2018. However, the ECP’s engagement in multiple election events resulted in 
infrequent meetings, limited oversight and sub-optimal e�ectiveness. Learning from these lessons, this 3rd 
Strategic Plan establishes a dedicated SPIC, reporting directly to the Secretary, ECP. This ensures that there is a 
central hub for collating data and information, reporting on progress and advising on course-correction. This 
mechanism, with a clear monitoring framework, is designed to ensure regular monitoring and timely 
management  actions.
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The ECP has �ne-tuned the strategic planning process based on experience gained during the 
implementation of its past strategic plans and international expertise in EMB’s strategic planning leveraged 
with the support of UNDP and DAI, including technical inputs by International IDEA.

2.1. Strategic Planning Process
A strategic planning process was designed and adopted based on strategic planning toolkits such as the 
“Strategic Planning for E�ective Electoral Management” Guide produced by the International Foundation for 
Electoral Systems (IFES), and the Building Resources in Democracy, Governance and Elections (BRIDGE)  
module on “Strategic Planning and Electoral Management”. More speci�cally, the ECP’s strategic planning 
process involved the following steps: 

1 BRIDGE is a modular professional development program and is the most comprehensive curriculum and workshop package for elections in the world.  It was designed to 
be used as a tool for capacity development and as professional development for people working in elections and electoral management bodies globally

10
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2.1.1. Setting the Stage 
The ECP set the stage for developing its 3rd Strategic Plan by constituting two committees for formulating the 
3rd Five Year Strategic Plan 2019-2023. In March 2019, the ECP noti�ed the Strategic Planning Committee 
(Chaired by the Secretary) and the Strategic Planning Core Group (Chaired by the ADG, Elections). These 
committees also included representatives from UNDP and DAI. The strategic planning process was initially 
drawn up as a concept note and methodology by the Strategic Planning Core Group. Once this concept note 
was agreed and approved, the process was initiated accordingly.  

2.1.2. Running Diagnostics and Pulling in Global ‘Best Practices’ 
Following the Election Commission’s approval of the concept note and strategic planning methodology, the 
Strategic Planning Core Group started collecting information and insights through various steps to inform the 
formulation of the 3rd Strategic Plan 2019-2023. The major steps in this regard included the following: 

Literature Review – Members of the Strategic Planning Core Group identi�ed, reviewed and analysed 
relevant literature including the previous strategic plan, Post-Election Review (PER) report and observations 
and recommendations of domestic and international observer groups from the GE-2018. In addition, the 
Group evaluated the progress made in terms of implementation of the last ECP Strategic Plan. 

Post-Election Review –  Before moving to the implementation of the strategic planning process, the ECP 
had already carried out the PER for GE-2018, in compliance with the requirement of Section 14 of the Elections 
Act, 2017. One of the objectives of the PER was to use its �ndings in laying the foundation for developing the 
ensuing strategic plan. The ECP stands out among EMBs for following a robust methodology for conducting 
the PER with the aim of both identifying achievements and challenges in consultation with its key 
stakeholders. The ECP had conducted a similar exercise after the GE-2013 but the methodology used for the 
PER in 2018 was more inclusive, especially in terms of the number and types of stakeholders who were 
engaged in PER consultations (as shown in the table below). 

Table 1: Comparative Chart of PER Consultations

PER for GE-2013

13 Workshops with RECs, DECs and 
Presiding O�cers (PrOs).Workshops 

 PER for GE-2018

66 Workshops with RECs, DECs, PrOs, Assistant 
Presiding O�cers (APOs) and Polling O�cers 
(POs).

32 FGDs with polling sta� (male and 
female), security personnel, and people 
from minority communities, PWDs, the 
elderly, media people and students.

Focus 
Group 
Discussions
(FGDs)

226 FGDs with ROs, ECP o�cials, voters (male 
and female), polling sta�, lead and master 
trainers, Data Entry Operators (DEOs), 
monitoring teams, security o�cials, polling 
agents, candidates, media, civil society 
organizations (CSOs), Persons with Disabilities 
(PWDs), minorities and transgenders.

8 KIIs with District Returning O�cers 
(DROs) and Returning O�cers (ROs).

Key 
Informant 
Interviews 
(KIIs) 

44 KIIs including PECs, DROs, Deputy 
Commissioners (DCs), National Database and 
Registration Authority (NADRA) o�cials, 
representatives of education department and 
senior media persons.
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The Strategic Planning Core Group thoroughly reviewed the �ndings of the 2018 PER report and identi�ed 
areas of improvement that were considered appropriate and a priority for inclusion in the 3rd Strategic Plan.

Leveraging International Best Practice in Strategic Planning –  The literature review, including 
analysis of the PER report, was followed by a capacity-building workshop, designed to familiarize the members 
of the Strategic Planning Committee with the BRIDGE module on Strategic Planning. This was facilitated by the 
ECP’s BRIDGE accredited facilitators, along with an international strategic planning expert, engaged through 
the global partnership between UNDP and International IDEA. The workshop was intended to impart 
necessary knowledge and skills on best practices in strategic planning applied to electoral management. 

Internal Consultations – Internal consultations were conducted at the Secretariat, Provincial and 
Regional levels to understand practitioners’ perspectives and gain insights into the positive experiences and 
problems faced by sta� members at each tier. These included four provincial consultations with PECs, JPECs, 
RECs, DECs, EOs and other o�cials in the PEC o�ces. In addition, nine regional consultations were held with 
o�cers and o�cials belonging to ECP o�ces in those regions.

Laying the Foundations –  A four-day Strategic Planning workshop was held involving members of the 
Strategic Planning Committee, the Strategic Planning Core Group and selected o�cers from the Secretariat 
and �eld o�ces. These participants: 

•  conducted an organisational assessment based on, among others, the PER report, General Elections 
(GE)-2013 Inquiry Commission Report, and reports of domestic and international observer groups, 
culminating in a ‘SWOT ‘ (Strength, Weakness, Opportunity, Threat) analysis; 

•  developed the strategic foundations of the ECP, that is the vision, mission and guiding principle in  
light of the ECP’s legal mandate and stakeholders’ expectations; and

•  identi�ed the strategic pillars, established the strategic goals and de�ned strategic actions based on 
the organisational assessment, feedback from internal and external stakeholders and   
international best practices.

External Consultations – Extensive external consultations were held with multiple stakeholders 
involving 368 participants. The draft Strategic Foundations document (including strategic pillars and goals) 
was shared with all parliamentary parties to seek their feedback. The ECP also conducted consultation 
workshops in all provincial capitals with political parties, CSOs, media and relevant government o�cers to 
solicit and obtain their feedback. Participants’ feedback was reviewed by the Strategic Planning Committee 
and appropriately incorporated into the strategic planning document.

2.1.3. Development of the Strategic Actions 
The Strategic Planning Committee held a series of meetings to build upon the draft Strategic Plan by 
identifying or re�ning strategic actions required to be implemented in order to achieve the strategic goals set 
against each strategic pillar. This process of �nalising the strategic actions, called Action Planning, was 
informed by the organisational assessment and the feedback provided through consultations with internal 
and external stakeholders. Once all strategic actions were de�ned, measurable indicators were developed 
against each of the actions to assess progress and facilitate monitoring and evaluation of the Strategic Plan.

12
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2.1.4. Development of the Operational Plan
In order to achieve the strategic goals set in the strategic plan, heads of the di�erent ECP Wings are responsible 
for developing speci�c operational plans containing activities, timelines and responsibilities. The adoption of 
an Operational Plan, closely connected with the Strategic Plan, has been added as a new feature to make the 
ECP’s new �ve-year Plan more implementation-friendly by breaking it down into strategic actions and related 
activities. Relevant wings of the ECP will have clear responsibilities and timelines for the implementation of 
operational plans to ensure that strategic goals are achieved fully and in a timely manner. 

2.1.5. Follow-up and Implementation Support 
The ECP has established a robust monitoring and evaluation mechanism to regularly monitor the 
implementation of strategic and operational plans at various levels. This mechanism ensures that the targets 
are e�ciently achieved and where Wings experience challenges, the ECP management is able to provide 
necessary guidance. A system of periodic reviews has also been embedded in the strategic plan to ensure that 
changes in the internal and external environment are considered and the strategic and operational plans are 
adjusted accordingly.

2.2. Organisational Assessment: Achievements, Challenges and 
Suggestions for Improvement 
The strategic planning process involved a detailed diagnostic or organisational assessment exercise which 
included a literature review, post-elections review and multi-tiered internal and external consultations 
involving ECP sta� members, government o�cers, representatives of political parties, media professionals and 
members of CSOs. A ‘SWOT’ analysis was also carried out to develop a deeper understanding of the ECP’s 
strengths and weaknesses, the threats that it faces and the opportunities that it can bene�t from in achieving 
its goals. Key �ndings emerging from the diagnostic process are discussed in this section. 

2.2.1. The Legal Framework 
During the last electoral cycle, the ECP took several steps aimed at improving the electoral processes, 
including:

•  assistance to the Parliamentary Committee on Electoral Reforms in drafting the Elections Act, 2017;
•  framing of the Election Rules, 2017;
•  elaboration of criteria and procedures in the Rules to minimize discretion and arbitrary decision  making in 

the process of delimiting constituencies;
• onsultations held and suggestions provided to provincial governments for improvement in local  

government laws and rules; and
• input provided on the right to vote for overseas Pakistanis to relevant standing committees of the 

Parliament.
 The diagnostic process, however, also highlighted areas where the ECP needs to improve its governance 

framework. Such areas include:
a.  further reforms in the election law and rules in the light of gaps identi�ed in the PER report; and 
b.  streamlining of Standard Operating Procedures (SOPs) covering the entire spectrum of electoral   

processes to improve e�ciency. 

2.2.2. Stakeholders Outreach 
The ECP’s capacity for outreach and performance has substantially improved during the periods covered by 
the last two strategic plans but this improvement is not adequately acknowledged. It is important for the ECP
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to improve its SOPs for stakeholders’ outreach and strengthen its engagement with political parties, civil 
society, media, observer groups, and other stakeholders to share information, avoid misunderstandings and 
clarify misperceptions. Media engagement has grown to be an important ECP function and needs to be 
strengthened, guided by a communication strategy and clear protocols. 

2.2.3. Partnerships with Government Organisations 
It was felt that the ECP needs more e�ective coordination with NADRA, education departments and district 
administrations that sustains beyond elections and enables quick mobilization of sta� and resources for the 
conduct of elections, as and when needed. The development of synchronized IT-based platforms for sharing 
digital data and information can help in improving these cross-institutional working relationships. Linkages 
should also be explored with government training institutions for meeting the ECP’s training needs. 

2.2.4. Institutional Capacity Development
Sanctioned strength of regional and district o�ces needs to be rationalized according to workload, voter 
population and number of electoral constituencies. Extraordinary workload peaks require special and 
innovative solutions that help respond to the temporary increases in the quantum of work that are inherent to 
electoral cycles. 

During the consultation process, it was suggested that certain ‘support’ skills such as accounting, IT, law and 
other expertise need to be appropriately enhanced to ensure e�ciency and performance of ECP o�ces. The 
service structure in terms of career progression and growth needs to be rationalized and the introduction of 
internal exams for promotion should be considered. Positions where growth prospects are limited need to be 
provided new opportunities. Job descriptions of ECP o�cers and sta� need to be clearly de�ned for 
accountability purposes. Decisions regarding transfers, postings and other administrative matters should be 
decentralized as far as appropriate.  

It was also observed that performance management and accountability systems need to be strengthened and 
enforced indiscriminately to incentivize desirable behaviour among sta�. Allowances or honoraria should be 
allowed as recognition of special services. 

In terms of infrastructure, the ECP requires purpose-built o�ces at the DEC, REC and PEC levels. The current 
practice of renting private buildings is a quick but temporary solution. Frequent power outages disrupt work 
– the introduction of solar power alternatives at some of the ECP facilities may be one solution to be piloted. 
The organisation also requires urgent measures to enhance security of assets and sta�. The installation of 
CCTV cameras and development of security and asset management protocols should be prioritised. 
Availability of appropriate o�ce equipment (laptops, printers, photocopiers) needs to be ensured. Similarly, 
the availability, use and upkeep of transport vehicles need to be improved.

Lateral communication across o�ces needs improvement through more e�ective protocols for sharing data 
and information, including through the use of technology. Vertical communication also needs to be further 
streamlined. A system of frequent meetings among o�ces through videoconferencing facilities may provide 
a solution.

2.2.5. Election Operations
During the GE-2018, delimitation of constituencies and election arrangements were completed within 
truncated timelines and limited resources. Various areas of improvements were also identi�ed. It was noted 
that a robust screening and accountability mechanism should be developed to address complaints of 
electoral violence and ensure compliance with legal requirements for political party enlistment. Scrutiny of 
candidates, printing and  transportation of ballots, scrutiny of campaign �nance, location and  accessibility of

14
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polling stations, and internet connectivity are other potential areas for improvement – some of which are 
associated to the need for strengthening and clarifying the role and associated accountability of DROs and 
ROs in the process. Most importantly, SOPs about appointment of polling sta�, sta� transportation and 
distribution and collection of election materials (including results) must be streamlined to improve functional 
performance.  

2.2.6. Budget, Finance and Procurement
Financial powers are mostly concentrated at the PEC and Secretariat levels. Needs-based budgeting process 
may be further streamlined for REC and DEC o�ces to smoothly manage their administrative functions and 
program activities, including activities related to District Voter Education Committees (DVECs). Funds should 
ideally be transferred directly to the DROs, ROs and district administration for e�ective performance of their 
functions during elections. The ECP also needs to explore the possibility of establishing an in-house pre-audit 
function. Systems for procurement and e�cient processing of sanctions, releases and transfer of funds should 
similarly be strengthened, especially for �eld o�ces. 

2.2.7. Electoral Rolls and Voter Participation
The ECP set up the Gender and Disability Electoral Working Group (GDEWG) to widen accessibility to women, 
PWDs, transgenders and minorities. DVECs continued to function across districts to institutionalise 
coordinated e�orts for voter registration and voter education. Outreach for registration and education was 
expanded in collaboration with NADRA and civil society. For instance, the Female National Identity Card (NIC) 
and Voter Registration Campaign added over 4.3 million women voters to the electoral rolls during 2017-18. 
E�orts were also made to provide a safe and conducive environment at the polling stations to facilitate voters, 
especially female voters and members of socially excluded groups. 

Areas of improvement include the gender-gap on electoral rolls, reconciliation of voters’ data with census 
blocks, framing of simpli�ed and more e�ective procedures for periodic revision of electoral rolls, 
establishment of accessible display centres and simpli�cation of voter registration and transfer procedures.

2.2.8. Information, Communication and Electoral Technologies
The ECP continued to mainstream IT solutions and innovations to improve electoral processes. Nearly 50 
million citizens used the ‘8300’ SMS service during GE-2018 to gain access to their voter records (including 
their assigned polling station). The Results Management System (RMS), piloted during the GE-2013, was 
successfully taken to scale in 2018. The geo mapping of polling stations was carried out to facilitate voters to 
�nd the exact location of their respective polling stations. A mobile application named “Click-ECP” was 
introduced to provide access to information from the ECP’s o�cial website to all smart-phone users. 

The diagnostic process highlighted the importance of improving the website as an information management 
and public outreach vehicle, the development of integrated computerized solutions for managing records 
and electoral processes, and the continued pilot testing of new electoral management technologies such as 
biometric veri�cation mechanisms, electronic voting, and online voting for overseas Pakistanis. The legal 
requirement of electronic transmission of results, as far as practicable, from polling stations to the o�ce of ROs 
was accomplished. The challenges experienced from an operational and �nancial perspective have been 
documented and the ECP will continue to take remedial actions to be considered through legal reforms and 
operational enhancements in this regard. 
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2.2.9. Gender Mainstreaming and Social Inclusion
Overall working conditions at the ECP remain conducive and gender-friendly. However, further improvements 
and a�rmative actions are required to facilitate female sta� and socially excluded groups, especially in terms 
of separate restrooms, day-care facilities, separate space for prayer, special measures for transport during 
elections, strict compliance to the prescribed government quotas in recruitment and favourable consideration 
in transfers and posting decisions.

Numerous participants in the consultative workshops suggested that the Commission should streamline work 
routines and rationalise workload to improve the o�ce environment and turn the ECP into an attractive 
employer for both male and female sta�. Moreover, certain protocols could be relaxed for female polling sta� 
where appropriate–for instance, the requirement of overnight stay at polling stations. It was also felt that 
gender-sensitive trainings regarding general behaviour and communication with and around women 
colleagues would help inculcate a more gender-friendly work atmosphere. 

2.2.10. Monitoring, Evaluation and Research
The establishment of a dedicated Monitoring Wing is a major milestone for the ECP. However, this Wing needs 
to be strengthened and provided with the necessary human resources and infrastructure to monitor elections 
as well as other activities (e.g. trainings, voter registration, delimitation, record management and 
procurements). Similarly, the ECP’s research capacity needs to be strengthened to inform decision making on 
various aspects of the electoral process, taking into account international best practices and lessons learned 
from previous exercises.

2.2.11. Training and Capacity Development
Securing access to su�cient numbers of well-quali�ed election o�cials continues to be a challenge. While the 
training imparted to polling sta� was assessed positively, improvements in duration, content and attendance 
have been identi�ed for the future.

The scope of capacity development opportunities also needs to be expanded in terms of the range and types 
of courses o�ered for various categories of personnel such as newly inducted o�cers & sta�, mid-career 
o�cers and sta� engaged for specialised electoral tasks. The Federal Election Academy (FEA) needs a more 
elaborate policy framework and stronger capacity for e�ective organisation, quality control and delivery of 
trainings and other capacity development programs.
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Strengths
•  Openness to innovation and technology 
•  Inclusive stakeholder consultations
•  Work ethic and technical pro�ciency of 

ECP sta� 
•  Operational capacity for training, 

delimitation and voter registration 

•  Strong political interest in reforming 
constitutional and legal framework

•  Democratic continuity
•  Improvement in public image and trust 

despite setbacks

• Nascent Monitoring & Evaluation (M&E) capability
• Limited budget and o�ce infrastructure
• Centralised decision-making
• Gaps in lateral and vertical coordination

•  Constant growth in electorate and scale of 
single-day GEs

•  Low voter awareness and motivation to vote 
•  Limited availability of capable polling sta�
•  Extensive litigation and delays in the disposal of 

eletoral disputes, which impacts electoral planning 
and management

•  Challenges in securing cooperation from other 
government organisations

Weaknesses

Opportunities

Threats

2.2.12. SWOT Analysis
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The strategic foundations of the 3rd Strategic Plan 2019-2023 of the ECP are built on vision and mission 
statements, as well as guiding principles, which are described as below:

Vision
Deliver inclusive and credible elections that people trust

Mission
We strive to hold free, fair and transparent elections that truly re�ect the will of the people in democratic 
processes

Guiding Principles 
Guiding principles represent the normative drivers that guide, underpin and inform the ECP’s strategic 
choices. They are expressions of the institutional beliefs and values of the ECP and making these an integral 
part of the Strategic Plan allows these values to be rea�rmed internally as well as conveyed externally to the 
stakeholders that the ECP serves. Taken together, they represent what the ECP does and how it does it, serving 
as its moral compass so that, whenever faced with a dilemma or a di�cult decision, the organisation should 
be able to weigh choices against these statements and arrive at a clear decision. 
In realizing its vision, the ECP is committed to the following guiding principles:

1. Independence and Impartiality 
As an independent, constitutional and quasi-judicial body, the ECP acts impartially – and must be seen to 
be doing so – in the absence of any undue in�uence from the government, political parties or other 
interest groups. This is a core value for any well-functioning and credible EMB. 

2. Integrity and Accountability
The legitimacy of any given electoral process – and by extension Pakistan’s democratic system – rests on 
the integrity of the elections management body, i.e. the ECP. There is, therefore, no margin for doubt, 
question or compromise in this respect for the ECP.  All policies, decisions and actions by the organisation, 
its wings and sta� re�ect the highest standards of integrity and honesty through an e�ective 
accountability mechanism. 

3. E�ciency
The ECP ensures that the money, time and e�ort invested in activities yield the greatest possible bene�t 
for our core client–the Pakistani voter. Resources, including human, �nancial and infrastructure / 
equipment, are allocated in a way that delivers the highest possible ‘value for money’ against the public 
exchequer. Both internal business processes such as budgeting, procurement and recruitment as well as 
election operations become as e�cient as possible. E�ciency is especially important where services are 
delivered directly to stakeholders. While registering voters and political parties, conducting polling, 
announcing results or settling disputes, the ECP ensures that services are delivered as quickly, 
inexpensively and conveniently as possible. 

4. Transparency 
In the absence of transparency and a commitment to public access to information, the ECP cannot 
achieve its vision of holding credible elections that are trusted by the electorate, political parties and all 
stakeholders. The ECP responds not only openly and candidly to requests for information under 
prevailing laws, but also does everything possible to ensure that relevant data and information is 
accessible to all citizens. The un�inching organisational assessment carried out for this Strategic Plan 
demonstrates that the ECP is already committed to transparency in identifying areas of improvement and 
developing solutions to address them. 
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5. Inclusiveness 
The ECP is an inclusive and equal opportunity organisation, ensuring a conducive, safe and 
gender-friendly work environment for all sta� members including women, persons with disabilities, 
minorities and transgenders. Dismantling barriers faced by women and socially excluded groups in 
contesting elections and voting needs to be ensured for inclusive elections. 

6. Service-Mindedness and Professionalism
This value relates to the management of human resources employed by the ECP. This re�ects a commit-
ment to make decisions based on merit, i.e. applicable laws and rules rather than personal interests. It is 
especially important for meritocracy to be embraced in key human resource management decisions to 
ensure that deserving individuals enter, learn, progress and remain motivated and loyal to the ECP and 
its mission. Finally, this means zero tolerance for deviation from organisational rules and regulations as 
they relate to job roles and responsibilities and the work ethics expected to be demonstrated by ECP 
sta�. This requires commitment to an organisational culture that rewards e�ort and nurtures talent.



This section describes the rationale and content of the Strategic Pillars and corresponding Strategic Goals and 
Strategic Actions. Indicators to measure progress against each Strategic Action are also listed. The Strategic 
Plan is meant to be a living document, and it may be revised in the light of changes in the external or internal 
environment, as implementation progresses. 

Strategic Pillar 1: The Legal Framework
This Pillar pertains to relevant constitutional, legal provisions, as well as subordinate legislation that govern 
various aspects of electoral management in Pakistan. 
By far the most important legal instrument remains the Elections Act, 2017. The various new provisions of the 
Act were implemented for the �rst time during the GE-2018. This practical experience in implementing 
reformed legislation helped the ECP identify, in due consultation with all electoral stakeholders, several areas 
where this law could be further strengthened. This inter alia includes amendments to: 

•  ensure that the data from the Census is published in a way that facilitates delimitation; 
•  protect the privacy and security of voter data to be shared with candidates/agents; 
•  limit �nancial transactions made by political parties to single bank accounts; 
•  ensure women’s quota in the list of 2000 members provided for political party enlistment; 
•  respond to non-compliance with legal obligations such as the holding of intra-party elections and the 

timely submission of assets and liabilities statements; and
•  provide for the appointment of one RO for every National Assembly (NA) constituency and associated 

Provincial Assembly (PA) constituencies. 
The ECP also plans to further improve the Election Rules 2017 and Codes of Conduct for political parties, 
candidates, election agents, polling agents, observers, media, security agencies, polling personnel and other 
stakeholders. Similarly, the ECP will continue to provide technical assistance and advice on Local Government 
Acts to ensure that these laws remain legally congruent with the Elections Act, 2017, and operationally 
feasible. 

These priorities have been distilled into the following speci�c goals under this Pillar: 
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STRATEGIC
PILLAR

1. 
Legal

Framework

STRATEGIC
GOALS

1.1 
To contribute 
towards 
improved 
electoral laws 
for National 
and Local 
elections 

MEASUREABLE
INDICATORS 

STRATEGIC
ACTIONS 

1.1.1 Review the Elections Act, 
2017 and Local Government Acts

1.1.2 Propose amendments to 
harmonise Local Government Acts 
with the Elections Act, 2017

1.1.3 Propose amendments to 
improve the Elections Act, 2017 

1.1.1.1 Review of the Elections 
Act completed, including from 
a gender and social inclusion 
perspective, by June 2020

1.1.1.2 Review of Local 
Government (LG) Acts 
completed within one month 
of their enactment or any 
amendments therein

1.1.2.1 Amendments proposed 
to the Federal and Provincial 
Governments within one week 
after completion of the review 
of LG Acts or any amendments 
therein

1.1.3.1 Amendments proposed 
to the Federal Government by 
December 2020
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Strategic Pillar 2: Electoral Integrity and Public Perception
By identifying this Pillar, the ECP aims at increasing its public trust and credibility, as an elections management 
body, in the administration of electoral processes which it delivers, based on the aforementioned Guiding 
Principles. The ECP has learned from past experience that e�orts to raise performance levels, introduce 
reforms and initiate innovations must be e�ectively tested, showcased and communicated to all stakeholders 
in order to ensure their understanding and obtain their buy-in, and to improve perception among citizens. At 
the same time, the ECP strives to enhance transparency and public access to information in electoral 
operations. 

These priorities are re�ected in the following speci�c goals under this Pillar: 

1.2 
To improve the 
Election Rules, 
2017

1.2.1 Review and amend the 
Election Rules, 2017 

1.2.1.1 Review completed and 
amendments made in the 
Election Rules, 2017 by 
September 2020

1.2.1.2 Review completed and 
amendments made in the 
Election Rules, 2017 within two 
months of any amendment 
made in the Elections Act, 2017

STRATEGIC
PILLAR

2.
Electoral
integrity and
public
perception

STRATEGIC
GOALS

2.1
To enhance 
stakeholders’ 
engagement in 
the electoral 
process

2.2
To 
institutionalise 
transparency 
and enhance 
public access to 
information in 
electoral 
management

MEASUREABLE
INDICATORS 

STRATEGIC
ACTIONS 

2.1.1 Review stakeholders’ existing 
coordination and communication 
practices and systems

2.1.2 Establish a mechanism to 
improve coordination and 
communication with stakeholders

2.1.3 Implement the mechanism 
to improve coordination and 
communication with key 
stakeholders

2.1.3.2 At least one activity held 
with each category of 
stakeholders per year

2.1.3.1 Mechanism adopted 
with e�ect from June 2021

2.2.1 Review and improve 
current practices and policies to 
enhance transparency and 
public access to information in 
electoral management

2.2.2 Establish and implement a 
mechanism to institutionalise 
transparency and public access 
to information in electoral 
management

2.1.1.1 Review completed by 
September 2020

2.1.2.1 Mechanism established 
by March 2021

2.2.1.1 Policies reviewed and 
improved by October 2020

2.2.2.1 Mechanism established 
and implemented by February 
2021
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Strategic Pillar 3: Institutional Development
There is consensus among internal and external stakeholders about the need for growth in the ECP’s overall 
institutional capability including infrastructure and human resource management. This requires an expansion 
of its resource base as well as better resource management, including human, infrastructure and �nancial 
resources. Over the last two strategic planning cycles, the ECP has made major strides in this regard. Human 
resource policies have been reformed, new vehicles have been purchased and o�ce infrastructure and 
equipment has been improved. This trend will continue under the 3rd Strategic Plan. The ECP also aspires to 
become a learning organisation that promotes the exchange of knowledge and experiences among electoral 
practitioners and stakeholders at the national and international levels. 

Toward these ends, the ECP has established the following strategic goals under this Pillar: 

2.3
To ensure 
compliance 
with electoral 
laws by all 
stakeholders 

2.4
To Improve 
public 
perception 
through social 
media 

2.3.1 Increase stakeholders’ 
awareness of the Election 
Laws, procedures and policies

2.3.2 Strengthen and implement 
accountability mechanisms in 
relation to violations of the 
Election Act and Rules

2.4.1 Establish o�cial social 
media presence

2.4.2 Counter disinformation 
prevalent on social media

2.3.1.1 Election laws and rules 
translated in Urdu, printed and 
disseminated by December 
2021

2.3.1.2 At least 10,000 
representatives from various 
stakeholders (i.e. segregated by 
political parties, CSOs, media) 
participated in or engaged 
through awareness activities 
each year

2.3.2.1 Accountability 
mechanism improved and 
implemented by June 2022

2.4.1.2 O�cial social media 
presence established by 
August 2020

2.4.1.1 Social media strategy 
developed by June 2020

2.4.2.1 Public perception and 
awareness enhanced by 
keeping accounts active and 
regular on social media

STRATEGIC
PILLAR

3.
Institutional
Development

STRATEGIC
GOALS

MEASUREABLE
INDICATORS 

STRATEGIC
ACTIONS 

3.1 
To strengthen 
the ECP’s 
o�ces 
infrastructure 
for a more 
conducive 
working 
environment

3.1.1.1 Assessment completed by 
June 2020

3.1.1 Assess needs for 
strengthening infrastructure of the 
ECP’s o�ces, including from an 
accessibility perspective

3.1.2.1 Plan formulated and 
approved by December 2020

3.1.2 Formulate the ECP’s 
Infrastructure Development Plan 

3.1.3.1 Land acquired for 50% 
ECP o�ces by December 2023

3.1.3 Acquire land for construction 
of ECP o�ces at provincial, 
regional and district levels

22
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3.2
To rationalise 
human resource 
strength, 
improve 
recruitment 
processes and 
promote 
performance-ba
sed human 
resource 
management

3.3
To improve 
record 
management 
procedures 
and systems 

3.1.4.1 At least 25 o�ces, along 
with FEA, built by December 
2023

3.1.4 Construct the ECP’s own 
purpose-built o�ces at provincial, 
regional and district levels, and a 
Federal Election Academy (FEA) in 
Islamabad

3.1.5.1 Resource mobilisation 
plan developed and deployed by 
December 2020

3.1.5 Resource mobilisation for 
development of infrastructure

3.2.1.1 Needs assessment 
completed by June 2020

3.2.1 Assess needs to rationalise 
and strengthen human resource 
management 

3.2.2 Review and improve existing 
policies and procedures on human 
resource management

3.2.2.1 Existing policies and 
procedures (including 
recruitments, postings, transfers 
and promotions) reviewed and 
improved by November 2020

3.2.3 Formulate plan of action to 
rationalise and improve human 
resource management 

3.2.3.1 Plan of action developed 
and approved by March 2021

3.2.4 Review and improve systems 
for performance-based human 
resource management 

3.2.4.1 System for 
performance-based human 
resource management improved 
by February 2022

3.3.1 Identify areas of improvement 
for record management 
procedures and systems 

3.3.1.1 Needs assessment 
completed by December 2020

3.3.2 Develop and deploy an 
integrated o�ce record 
management system

3.3.2.1 Integrated o�ce record 
management system developed 
and deployed by December 2021

3.4.1 Review of existing internal 
communication and coordination 
procedures

3.4.1.1 Internal communication 
and coordination reviewed by 
November 2020

3.4.2 Devise and implement 
mechanism for internal 
communication and coordination

3.4.2.1 Internal communication 
and coordination mechanism 
deployed by November 2021

3.3.3 Develop and deploy a 
warehouse management system 

3.3.3.1 Warehouse management 
system deployed by December 
2021

3.5.1 Organise national 
conferences and symposia on 
electoral issues for knowledge and 
experience sharing 

3.5.1.1 At least one event on 
electoral issues held each year 

3.4
To enhance 
internal 
communication 
and 
coordination

3.5
To promote 
experience 
and 
knowledge 
sharing at 
national and 
international 
levels

3.5.2 Explore and leverage 
international opportunities for 
knowledge and experience sharing

3.5.2.1 At least 10 ECP o�cers 
attend international events each 
year

3.5.3.1 At least one international 
event hosted in Pakistan every 
three years

3.5.3 Host international 
conferences and symposia in 
Pakistan on electoral issues for 
experience and knowledge sharing 



Strategic Pillar 4: Training and Capacity Development
Training is an integral part of the ECP’s core mission and in the success of any electoral process. Every election 
requires a well-trained electoral workforce of hundreds of thousands of individuals sourced temporarily from 
other government institutions for the conduct of elections nationwide.  A total of 131 DROs, 849 ROs, 183,407 
PrOs & Senior APOs, 670,812 APOs & Polling O�cers were trained by 2,644 master trainers for the conduct of 
GE-2018, in addition to training of security personnel. While the ECP has come a long way toward resolving the 
challenges associated with an exercise of this scale, work remains to be done to institutionalize and improve 
electoral administration. Equally important is the capacity development of internal sta� employed by the 
Secretariat and �eld o�ces. A dedicated Federal Election Academy (FEA) has been established at the 
Secretariat in 2019 and is providing capacity development training opportunities to ECP personnel. 

These imperatives are re�ected in the following goals under this Pillar:
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STRATEGIC
PILLAR

4.
Training and
capacity
development

STRATEGIC
GOALS

4.1
To strengthen 
the capacity of 
ECP employees 
by providing 
quality 
trainings and 
learning 
opportunities 
at the national 
and 
international 
level

MEASUREABLE
INDICATORS 

STRATEGIC
ACTIONS 

4.1.3 Conduct mandatory gender 
sensitive induction trainings at FEA 
for newly recruited sta�

4.1.4 Conduct periodic gender 
sensitive management and 
specialised trainings on a regular 
basis for ECP o�cers and sta� at or 
through FEA

4.1.5 Arrange external training and 
learning opportunities at other 
national training and educational 
institutions

4.1.6 Arrange lectures, talks and 
seminars at FEA by eminent 
national and international experts 
for ECP employees

4.1.7 Explore and leverage 
international training 
opportunities 

4.1.2 Establish cooperative 
arrangements between FEA and 
other training and educational 
institutions

4.1.1 Develop and deploy a policy, 
procedural and administrative 
framework for FEA

4.1.3.1 All newly recruited sta� 
trained within three months of 
their induction

4.1.5.1 At least 50 employees 
trained through other  
institutions annually 

4.1.4.1 At least eight management   
/ specialised trainings of various 
types arranged each year

4.1.4.2 At least 250 employees 
trained annually

4.1.6.1 At least three events 
arranged annually 

4.1.7.1 At least 10 ECP employees 
avail international training 
opportunities annually

4.1.2.1 Cooperative 
arrangements established with 
at least �ve institutions by 
December 2020

4.1.1.1 Framework developed 
and deployed by July 2020
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Strategic Pillar 5: Election Operations
This Pillar deals with all phases of the electoral process, from the enlistment of political parties and the 
nomination of candidates to the announcement of results. The ECP conducts one of the largest single-day 
elections in the world and, with the constant increase of registered voters, this challenge continues to grow at 
every electoral cycle. The total voter count increased from 86.19 million in May 2013 to 105.9 million in July 
2018 – an increase of over 22% in just �ve years. It is, therefore, critical that the processes underpinning the 
electoral operations, tasks, functions and services that the ECP is mandated to perform under this Pillar must 
become more e�cient and e�ective. 

The goals, that the ECP has set to address such issues under this Pillar, are: 

STRATEGIC
PILLAR

5.
Election
Operations

STRATEGIC
GOALS

5.1
To improve 
political 
parties' 
enlistment 
process and 
scrutiny of 
campaign 
expenditures, 
election 
expenses and 
statements of 
assets and 
liabilities

MEASUREABLE
INDICATORS 

STRATEGIC
ACTIONS 

5.1.1 Review and improve SOPs for 
scrutiny of documents submitted 
by political parties

5.1.2 Develop and operationalise a 
Management Information System 
for political parties’ enlistment, 
election symbols and �nancial 
statements

5.1.3 Review and improve SOPs for 
submission and scrutiny of 
campaign expenditures by 
contesting candidates and 
statements of assets and liabilities 
by members of the di�erent 
legislatures  

5.1.1.1 SOP’s reviewed and 
improved by June 2020

5.1.2.1 Management Information 
System developed and 
operationalised by March 2021

5.1.3.1 SOP’s reviewed and 
improved by December 2020

4.2
To provide 
e�cient and 
quality training 
to election 
o�cials and 
improve 
awareness of 
other relevant 
stakeholders

4.2.1 Embed election modules in 
the ongoing trainings for other 
government o�cials

4.2.1.1 Election modules 
developed by December 2020

4.2.1.2 At least �ve training 
institutions that embedded / 
implemented election modules 
in trainings by December 2022

4.2.2 Ensure availability of a pool 
of trained lead and master 
trainers

4.2.2.1 A pool of 100 Lead 
Trainers maintained by 
December 2020

4.2.2.2 A pool of 2500 trained 
Master Trainers, including at least 
30% women, maintained by 
December 2021

4.2.3 Strengthen capacity of 
election o�cials in partnership 
with government training 
institutions 

4.2.3.1 Cooperative 
arrangements established with 
at least 50 training institutions by 
June 2021
4.2.3.2 Training of all election 
o�cials appointed for local 
government / General Elections 
conducted by September 2023

4.2.4.1 At least �ve awareness 
sessions conducted annually 

4.2.4 Improve awareness of other 
relevant stakeholders on the 
election process
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5.2 
To improve 
electoral 
procedures 
and access to 
polling stations

5.3
To improve 
planning and 
ensure e�cient 
management 
of election 
logistics and 
election 
o�cials

5.1.4 Devise and deploy an e�cient 
system for monitoring and scrutiny 
of campaign expenditures by 
contesting candidates and of 
statements of assets and liabilities 
submitted by members of 
legislatures  

5.2.1 Review, simplify and improve 
the quality of existing forms, 
envelopes and materials used for 
elections 
5.2.2 Review and improve SOPs for 
e�cient and gender sensitive 
management of election 
operations 

5.2.3 Review and improve existing 
SOPs for development of polling 
scheme and ensure selection of 
accessible and better equipped 
government buildings having basic 
facilities to serve as polling stations

5.1.4.1 Devised and deployed by 
December 2021

5.2.1.1 Reviewed and improved 
by December 2021

5.2.2.1. SOPs reviewed and 
improved by June 2022

5.2.3.1 SOPs reviewed and 
improved and deployed by 
December 2020 

5.3.1 Develop integrated 
operational plans for e�ective 
coordination and e�cient 
management of elections

5.3.2 Review, improve and 
strengthen mechanisms for the 
secure management of election 
logistics

5.3.3 Identify and expand options 
for secure and e�cient printing of 
election materials  

5.3.1.1 Integrated operational 
plans developed by March 2022

5.3.2.1 Mechanism for secure 
management of election logistics 
reviewed and strengthened by 
March 2022 

5.3.3.1 Options identi�ed and 
expanded by September 2020

5.3.4.1 Mechanism developed by 
March 2022

5.3.4 Develop a mechanism that 
ensures timely appointment of 
trained election o�cials
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Strategic Pillar 6: Budget, Finance and Procurement
Robust budgeting, �nancial management and procurement systems will improve resource allocation and lead 
to higher value for money across all expenditures of the ECP. This will also help to expand the resource 
envelope for the ECP through more sound, evidence-based budget demands from the Government. The ECP’s 
�nancial management has improved over the last strategic planning cycles and �nancial autonomy stands 
guaranteed under the Elections Act, 2017. However, the practical application of these legal provisions needs 
to be improved. 

The strategic goals that the ECP aims to achieve under this Pillar include:

STRATEGIC
PILLAR

6.
Budget,
Finance
and
Procurement

STRATEGIC
GOALS

6.1 
To improve 
planning, 
implementation, 
transparency 
and quality 
assurance in the 
management of 
procurements, 
budget and 
�nance

6.2 
To ensure 
�nancial 
autonomy and 
improve the 
ECP’s �nancial 
management 
system

6.3
To optimise 
resource 
mobilisation for 
improving the 
ECP's 
infrastructure, 
institutional 
capacity and 
operations

MEASUREABLE
INDICATORS 

STRATEGIC
ACTIONS 

6.1.1 Develop and implement an 
Automated Procurement 
Management System in 
consultation with di�erent wings 
and �eld o�ces

6.1.2 Review and improve SOPs to 
regulate and improve transparency 
in election related payments

6.1.3 Develop and deploy an 
Automated Budget Management 
System that ensures e�ciency and 
transparency in election 
operations 

6.1.4 Develop and implement SOPs 
for enhanced transparency in 
procurements and budget 
management

6.1.1.1 Automated Procurement 
Management System developed 
and deployed by December 2021

6.2.1 Review administrative 
challenges and develop 
recommendations for Government’s 
consideration to ensure the ECP’s 
�nancial autonomy 

6.2.2 Resolve contentious issues 
with relevant federal authorities

6.2.1.1 Reviewed and developed 
by June 2020

6.2.2.1 Contentious issued 
resolved by March 2020

6.2.3 Explore and pursue options 
for an in-house audit system of pay, 
allowances and contingency 
expenses

6.2.3.1 Options established by 
June 2020

6.3.1 Develop and implement a 
resource mobilisation plan 

6.3.1.1 Resource mobilisation 
plan developed and 
implemented by October 2020

6.1.2.1 SOPs reviewed and 
improved by March 2021

6.1.3.1 Automated Budget 
Management System developed 
and deployed by June 2021 

6.1.4.1 SOPs developed and 
implemented by March 2021 
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Strategic Pillar 7: Voter Registration and Participation
This strategic pillar focuses on increasing both the number of registered voters and their turnout in elections, 
and to further improve the quality of the electoral rolls. While voter turnout and registration in Pakistan among 
the male segment of the population is relatively high, numbers shrink when it comes to women and socially 
excluded groups, who continue to remain under-represented by a large margin, despite major progress made 
over recent election cycles.  
The ECP has led several major initiatives in the recent past to address this issue. The set-up of the Gender and 
Disability Electoral Working Group (GDEWG) brought increased attention to this issue and the Female National 
Identity Card (NIC) and Voter Registration Campaign added over 4.3 million women voters to the electoral 
rolls. This also contributed toward increased participation of women, even in locations where women had 
never voted before. 

Through this Pillar, the ECP aims to enhance voter registration and participation by achieving the following 
strategic goals:  

STRATEGIC
PILLAR

7. 
Voter
Registration
and
Participation

STRATEGIC
GOALS

7.1
To ensure that 
eligible citizens, 
especially 
women and 
socially 
excluded 
groups, get NICs 
and are 
registered as 
voters

7.2 
To further 
improve quality 
of electoral rolls

MEASUREABLE
INDICATORS 

STRATEGIC
ACTIONS 

7.1.1 Conduct research on issues 
related to NIC issuance and voter 
registration

7.1.1.1 Research completed by 
June 2020

7.1.2.1 Plan developed and 
agreed with NADRA by 
December 2020

7.1.2.2 Gender gap reduced in 
the electoral rolls to 6% by 2023.

7.1.3.1 Five Stakeholder groups 
engaged and mobilised in each 
district by June 2020

7.1.2.3 90% of all eligible citizens 
are registered as voters by 2023

7.2.1.1 SOPs for voter registration 
reviewed, improved and 
deployed by June 2021

7.2.2.1 Mechanism developed 
and deployed by December 2020

7.2.3.1 Mechanism developed 
and deployed by October 2020

7.2.4.1 Existing arrangements 
reviewed, and more 
cost-e�ective and e�cient 
options explored by December 
2020

7.1.2 Develop and execute a plan 
with clear targets for NADRA to 
bridge gender gap and ensure 
issuance of NIC to all eligible 
citizens

7.1.3 Plan and execute cooperative 
initiatives involving stakeholders 
(e.g. CSOs, political parties, media, 
legislatures) to facilitate the 
issuance of NICs and voter 
registration

7.2.1 Review and improve SOPs for 
voter registration

7.2.2 Develop and deploy an 
e�cient mechanism for correct 
allocation of census blocks and 
veri�cation of particulars of eligible 
voters

7.2.3 Develop and deploy a 
mechanism for removing deceased 
voters from the electoral rolls, in 
coordination with relevant 
government authorities

7.2.4 Review existing arrangements 
for printing and delivery of 
electoral rolls and explore more 
e�cient and cost-e�ective options

7.1.3.2 Five million citizens 
facilitated by stakeholders by 
June 2023
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7.3
To facilitate and 
improve voters’ 
participation 
and turnout in 
electoral process

7.3.3.1 Research conducted by 
June 2020

7.3.1.1 Structure and mandate of 
DVECs reviewed and improved 
by March 2020

7.3.1.2 At least one DVEC 
meeting held in each district 
every quarter

7.3.1 Review and improve 
structure, mandate and 
performance of DVECs to facilitate 
voter participation 

7.3.2.1 Structure and mandate 
reviewed by March 2020

7.3.2.2 At least �ve meetings 
held in each quarter (i.e. one at 
ECP HQ, one each at the 
respective provincial capitals)

7.3.2 Improve structure, mandate 
and performance of GDEWG

7.3.3 Research on causes of low 
voter turnout and high number of 
rejected votes

7.3.4 Ensure safe and secure 
environment to voters for 
participation in the polling process

7.3.5 Improve voter education and 
awareness about the electoral 
process through targeted 
campaigns for di�erent audiences 

7.3.5.1 At least 10 national / 
provincial level campaigns till 
December 2023

7.3.6 Inclusion of voter education 
content in curriculum for 
educational institutions in ICT and 
Provinces.

7.3.6.1 Voter education content 
included in curriculum in ICT and 
Provinces by December 2020

7.3.4.1 Protocols for security, and 
voter facilitation developed by 
September 2020

7.3.4.2 Security arrangements 
made to facilitate citizens 
participation and enhance trust 
in the polling process
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Strategic Pillar 8: Information, Communication & Electoral Technologies
Considering the challenges of modern-day electoral management for an electorate of over 100 million has 
pushed the ECP to consistently consider, develop, pilot, and deploy new technological solutions to improve 
election administration and bolster trust in the process. During the last strategic planning cycles, the ECP 
successfully operationalised the Result Management System (RMS), pilot tested and deployed the Result 
Transmission System (RTS) and improved the 8300-text service to further facilitate voters to e�ectively 
participate in the electoral process. The ECP plans to continue strengthening the utilization of existing 
technologies, and conducting research and pilot-testing new technologies, such as maximizing the use of 
Geographic Information System (GIS), comprehensive Mobile Applications and web-based tools for 
transparency and public information, electronic voting, biometric veri�cation and online solutions for 
overseas voting.

To attain the strategic goals established under this Pillar, the ECP aims to: 

STRATEGIC
PILLAR

8.
Information,
Communication
and  Electoral
Technologies

STRATEGIC
GOALS

MEASUREABLE
INDICATORS 

STRATEGIC
ACTIONS 

8.1.1 Review, optimise and 
upgrade the GIS, RMS, CERS 
network, the ECP’s o�cial website, 
mobile applications, system for 
electronic transmission of results 
from  polling stations, and intranet 
technologies

8.1.1.1 Reviewed, optimised and 
upgraded by December 2022

8.1
To improve 
electoral 
technologies 
used during past 
elections to 
enhance 
transparency, 
awareness and 
e�ciency in 
electoral 
processes

8.2.1 Conduct more pilot tests of 
electoral technologies [i.e. Electronic 
Voting Machine (EVM), Biometric 
Veri�cation Machine (BVM) and 
Overseas Voting Mechanisms] to 
develop feasibility studies for 
operational and legal consideration 
by Parliament and other relevant 
authorities

8.2.2 Explore new technologies and 
assess their feasibility  

8.2.2.1 New technologies assessed, 
and feasibilities developed by 
September 2022

8.3.1 Establish in-house data centre 
facility or acquire an external facility 
with full ECP access and control

8.3.1.1 In-house data centre facility 
established, or an external facility 
with full ECP access and control 
acquired, by December 2021

8.3.2 Obtain ISO-27001 certi�cation 
for CERS and its policy 
implementation

8.3.2.1 ISO-27001 certi�cation for 
CERS obtained by May 2021

8.3.3 Develop and implement an IT 
governance framework in the ECP 
Secretariat and all �eld o�ces

8.3.3.1 IT governance framework 
developed and implemented by 
May 2023

8.2.1.1 Feasibility reports 
developed by December 2021

8.2
To identify, 
develop and 
pilot new 
electoral 
technologies to 
facilitate and 
increase voters' 
participation 
and awareness, 
and improve 
public trust in 
the process

8.3
To improve the 
use of 
technology for 
e�cient 
performance of 
ECP o�ces
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Strategic Pillar 9: Electoral Complaints and Dispute Resolution
The Pillar focuses speci�cally on electoral disputes and election-related complaints. During the last planning 
cycles, dispute resolution procedures were simpli�ed. The ECP established a Complaint Cell to oversee 
complaint handling which received and resolved 582 election-day complaints for GE-2018. A total of 152 
post-poll complaints were also resolved within 60 days in accordance with sections 8 & 9 of the Elections Act, 
2017. Election disputes, however, are commonly protracted which becomes a source of frustration for the 
parties involved. The ECP is resolved to working with the judiciary to increase transparency and public 
awareness in the process and reduce the disposal time for such cases over the next planning period. 

The ECP aims to achieve the following strategic goal under this Pillar:

STRATEGIC
PILLAR

9. 
Electoral
Complaints
and
Dispute
Resolution

STRATEGIC
GOALS

MEASUREABLE
INDICATORS 

STRATEGIC
ACTIONS 

9.1.1 Develop and deploy 
complaint management system 

9.1
To ensure timely 
disposal of 
electoral 
complaints and 
adjudication of 
electoral 
disputes

9.1.2 Review existing dispute 
resolution mechanism and engage 
relevant stakeholders for its 
improvement

9.1.1.1 Electoral complaint 
system, including a digital 
option, developed and deployed 
by June 2021

9.1.2.1 Existing dispute 
resolution system reviewed by 
December 2020

9.1.2.2 Recommendations shared 
with relevant stakeholders by 
February 2021

9.1.3 Develop an online case 
management system to document 
and track disputes/cases decided 
by or pending before the ROs, 
Commission and Tribunals

9.1.3.1 Online case management 
system developed and deployed 
by December 2021
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Strategic Pillar 10: Gender Mainstreaming and Social Inclusion
The Pillar focuses on making both the ECP and the election process more inclusive for women, and socially 
excluded groups (minorities, transgenders, PWDs). During previous planning cycles, the ECP established a 
dedicated Gender Wing in the ECP and, in advance of the GE-2018, launched a NIC registration campaign in 
103 districts across Pakistan, which enabled over 4.3 million additional women to vote.

Moving forward, the ECP shall ensure that the internal o�ce environment is more conducive for women sta� 
members. Furthermore, the ECP will continue to attach the highest priority to making elections more inclusive 
by reducing the persisting gender gap in voter turnout, as well as make polling stations and ECP o�ces more 
accessible for PWDs and transgender voters. 

The strategic goals that the ECP identi�ed to achieve under this Pillar are: 

STRATEGIC
PILLAR

10. 
Gender
mainstreaming
and social
inclusion

STRATEGIC
GOALS

MEASUREABLE
INDICATORS 

STRATEGIC
ACTIONS 

10.1
To ensure that 
the o�ce 
environment is 
secure and 
conducive for 
women and 
socially 
excluded 
groups

10.2
To ensure 
gender 
mainstreaming 
and social 
inclusion in 
election 
administration 
and electoral 
process

10.1.1.1 Existing o�ce protocols, 
facilities and work environment 
reviewed by June 2020

10.1.1 Review existing o�ce 
protocols, service rules, facilities 
and work environment from a 
gender sensitivity and social 
inclusion perspective

10.2.1.1 50% of ECP o�ces have 
requisite facilities to facilitate 
females and socially excluded 
groups by October 2023

10.2.1 Special measures to facilitate 
female sta� and other socially 
excluded groups (e.g. day-care 
centres, common rooms, 
washrooms)

10.1.2 Develop and implement a 
comprehensive gender 
mainstreaming and social inclusion 
framework

10.1.2.1 Gender mainstreaming 
framework developed and 
deployed by June 2021

10.1.3.2 At least four ECP o�cers 
participated annually in 
international learning 
opportunities on gender 
mainstreaming 

10.1.3 Review and improve gender 
sensitisation e�orts and 
implementation mechanisms 
related to the Protection against 
Harassment of Women at 
Workplace Act 2010

10.1.3.1 Implementation 
mechanism reviewed and 
improved by December 2020
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Strategic Pillar 11: Monitoring, Evaluation and Research
This Pillar focuses on improving the ECP’s ability to monitor activities and evaluate outcomes as well as 
enhance the in-house capacity for research. The ECP has made progress in the past towards professionalising 
its monitoring and evaluation functions. Moving forward, the ECP hopes to devote more attention to research 
and development. The newly established Monitoring Wing needs access to adequate �nancial and human 
resources, as well as a more empowered administrative structure to perform its intended role. The expansion 
of this Wing will further the ECP’s ability to monitor both election and non-election related activities 
throughout the electoral cycle. A dedicated Research Wing has also been set up, but its capacity needs to be 
further strengthened. 

The ECP will address these issues through the following strategic goals under this Pillar:

STRATEGIC
PILLAR

11.
 Monitoring,
Evaluation and
Research

STRATEGIC
GOALS

MEASUREABLE
INDICATORS 

STRATEGIC
ACTIONS 

11.1
To expand 
ECP’s 
monitoring & 
evaluation 
scope and 
strengthen the 
monitoring 
system

11.2 
To strengthen 
research and 
development 
capacity to 
inform the 
ECP's policies, 
procedures 
and decision 
making

11.1.1.1 Scope and mandate of  
the Monitoring Wing rede�ned 
by December 2020

11.1.1 Rede�ne scope and 
mandate of  the Monitoring Wing 
in light of the Elections Act, 2017 
and the requirements for e�cient 
and transparent election 
management

11.2.1 Strengthen human resource 
capacity and infrastructure for 
quality research on electoral issues

11.1.3.1 All elections and related 
activities monitored, and reports 
prepared throughout electoral 
cycles

11.1.3 Monitor all elections, 
election related activities and ECP 
operations

11.2.2 Develop annual research 
agenda in consultation with all 
Wings

11.1.2.1 Independent Monitoring 
Wing established by December 
2022

11.1.2.2 Monitoring framework / 
methodology developed and 
implemented by December 2022

11.2.1.1 Research capacity 
reviewed, and improvement 
recommendations developed by 
June 2020

11.1.2 Strengthen Monitoring 
Wing’s capacity and independence

11.2.1.2 Research Wing 
strengthened with adequate 
sta� having relevant skills and 
quali�cations by June 2021

11.2.2.1 Research agenda 
developed before the start of 
each calendar year

11.2.3.1 At least four research 
studies published annually

11.2.3 Carry out and publish 
regular research studies on 
election related issues
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The ECP has constituted the Strategic Plan Monitoring Committee (SPMC) to ensure regular monitoring, 
implementation and reporting against the indicators of the 3rd Strategic Plan. The SPMC consists of ECP 
o�cers and representatives of development partners who served as members of the Core Committee of the 
3rd Strategic Plan, and all PECs. 

The SPMC will:
a.  meet every 6 months;
b.  monitor, plan, review, supervise and make recommendations about progress on the Strategic Pillars  
 and Strategic Goals; and
c.  brief the competent authority annually. 

Strategic Plan Implementation Committees (SPICs) have also been formed for each Wing. Such committees 
include one member of the SPMC, the Head of the concerned Wings, as well as the concerned Deputy Director. 
SPICs will:

a.  meet every three months; 
b.  review the progress of the Plan; 
c.  plan for the next quarter;
d.  oversee and facilitate the preparation of Activity Plans for each strategic action; and
e.  supervise the progress of implementation of Activity Plans.

Based on the 3rd Strategic Plan 2019-2023, each Wing, under the supervision of SPMC will formulate an 
Activity/Operational Plan.  

Heads of Wings will be responsible for preparing a quarterly progress report describing activities, di�culties 
and overall progress against their respective Activity Plan. The SPMC will nominate an o�cial to consolidate 
quarterly reports from all Wings, create biannual progress reports for the consideration of the SPMC, as well as 
prepare a cumulative annual report. 
Following the preparation of the Activity Plans, the ECP will also prepare a more detailed M&E Plan which will 
describe, in greater detail, the following aspects: 

•  Data management protocols covering the PEC, REC and DEC levels;
•  Speci�c roles and responsibilities at the level of Wings and individuals;
•  Reporting formats and templates;
•  Guidelines for holding meetings to take stock of progress, make decisions and plan for the next 

reporting periods;
•  Others, as required. 
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