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EXECUTIVE SUMMARY 

The Atlantic Council of the Un~ted States is a non-profit public policy center that addresses the 
advancement of U S global interests among the Atlantlc and Pacific communities It signed a 
two-year grant agreement with A I D in September 1992 for $626 500 The mlssion of the 
Council is to identify challenges and opportunities illuminate choices, and foster informed public 
debate about Amencan foreign, security, and international economic policies The purpose of 
the Grant is to famillante civilian and military leaders from the NIS with the budgetary and 
defense policy mechanisms which the civilian executive and legislahve authorities in democratic 
governments ut~lize for oversight of national armed forces @ 

The environment for changes in civ~lian-milrtary relations in the Russ~an Federation and Ukraine 
is presently not verv conducive to short- to medium-term change The mil~tary in both counmes 
remain firmly In control of their spheres of operation and few parliamentary in-roads have been 
made to exert greater civllian control 

The intended inputs were technical assistance personnel trainers, consultants panelists, experts, 
plus the back-up of an informal network, admrnistranve staff, and the timely dellvery of mning 
matenals By the end of January 1994 the Council had implemented two seminars The first, 
from 12-1 3 June 1993 involved a 2-day seminar in Russia on the U S Defense Budget Process 
for 38 Russian participants The second program was a week-long seminar for eight pamcipants 
from Ukraine on Defense Budgehng and Intelligence Oversight held in Washington DC from 
17-23 July 1993 

The Council's program has qutfered delays from the outset and at the tlme of the evaluauon, i t  
has fallen far short of fulfilling its planned acuvities Both seminars fell short of their onginal 
goals The budget seminar was to have been followed by a second Iteration of the seminar in 
Ukraine This did not occur because the Ukran~ans were not ready for such a seminar The 
second seminar was to have a large number of Russian pamcipants However, poor planning, 
the lack of a Russian-based Counc~l staff person to process potential participants tight time lines, 
and an underestimation of Russian polincal sensitivities prevented any Russians from 
panicipatlng 

To date the follow-up evaluation of the pamcipants has not been completed The Impact of 
the program so far is unknown, and must be considered to be relauvely minor Anecdotally, 
however, the Council was able to repon examples of a few pamcipants in Council programs that 
were making a policy impact 

Despite contacts In both countnes, especially in Russia, the Councrl has not succeeded in 
establishing even a modest local network of organizations on whose effecave cooperation it can 
count This means that ~t has not achleved the necessary sources of informanon, or perspectrves, 
nor has it identified a set of instituuons from whrch to select potenual pamcrpants It has not 
managed to mount any consultancres, or to bnng any tranees to the U S for the mning of 
traners exercises Both of these points indicate a lack of meaningful contacts and requests for 
I ~ S  assistance 



The Council does have significant contacts in the U S and llsts among its U S pmcipants a 
number of high-ranking and well respected experts in the field, who parncipate at no cost to the 
project This expernse has been used well for the seminars that have been conducted 

Clvil~an-military relauons is an important area of concern And while the DPI project was 
designed to test the waters in a number of areas, civilian-mihtary relanons do not appear to be 
a fruitful one for A ID to connnue Changes in these relauonships do not appear to be 
immedldte pnonties for either the Russiah Federaaon or Ukrane A small grant to one grantee 
is unlikelv to produce any significant resuits in the foreseeable future Given the broad range 
of democratic initiatives in which A I D is involved, it is now appropnate to concentrate efforts 
in areas that have greater potential for change and partnerships within the NIS Given the dsunct 
absence of any expenence for A I D In this area, a better home might be found for this program 
in the Department of State or Defense 



1 PURPOSE AND METHOD OF THE EVALUATION 

A Background and Purpose of the Evaluation 

Thls evaluation was conducted by Management Systems Internanonal (MSI) under IQC No AEP- 
0085-1-10-3001-00, Delivery Order No 10 It IS the first evaluauon of a major sectoral 
component of assistance from the Agency for International Development (A I D ) to the New 
Independent States (NIS) of the former Sovlet Un~on It pemns to a pomon of A I D  's 
Democratic Pluralism Initiatives (DPI) Project, No 110-0007, which was authonzed OR 10 Apnl 
1992 Funding for the DPI Project has been Increased twlce, and it has been extended the project 
through 3 1 December 1996 

The DPI Pqect was des~gned to help build pol~tical, legal and soc~al institutions cnucal to the 
success of democratic and economic reform In the NIS In the wake of the collapse of 
communism and the Soviet economic system In ~ t s  earlv phase, the ProJect funded Grants and 
Cooperative Agreements for U S -based nongovernmental organizauons (NGOs) to provide 
technical assistance, traning, and some equipment Grants and Cooperauve Agreements are both 
nstruments to transfer funds to prov~de assistance to the reclpient In canylng out a program A 
Cooperative Agreement is a relationship in which substannal involvement IS anticipated between 
A I D and the reclpient dunng the performance of the proposed acuvlty This report refers to 
the reclpient organlzatlons genencally as "grantees " 

The DPI Project has five sub-sector components rule of law, Independent meba, poliucal 
process governance and public adrnin~strauon, and clvil soclety The civil society component 
is Intended to enable ciazens to participate actlvely and effectively in the polit~cal and economlc 
life of their counmes, to check governmental powers and encourage responsiveness, and to 
provide services not provided by the government The Cooperative Agreement between A I D 
and the Atlantic Councll IS one element of this component of the DPI Project 

The overall purpose of the evalyation is to assess the extent to which the grants are meeung the 
objecaves ot their agreements fitung w~th the general guldlng pnnc~ples of democranc reform 
and able to adjust to the new strategic pnonnes, being implemented in an effecuve and efficient 
manner, and having an unpact on the people, organlzatlons and counmes of the NIS 

B Method 

In December 1993, A I D contracted w~th Management Systems Intemauonal (MSI) to conduct 
field evaluations of the acavlues of seven DPI Project grantees and desk stuhes of the acuvlnes 
of two grantees 

The evaluauons were conducted by a team of six management consultants Dav~d Read Barker 
(Team Leader), Cynthia Clapp-Wincek, Dav~d Hlrschmann, James S Holtaway, Sally J 
Patterson, and Alan Less~k Four members of the team (Barker, Holtaway, Patterson, and 
Less*) hvided responsibility for the seven field stuhes, with three evaluators each talung lead 
responsibllrty for two stuhes and one evaluator talung respons~bihty for one field study and the 



synthesis report The other two members of the team (brschmann and Clapp-Wincek) were each 
assigned lead responsibility tor one desk study 

The professional backgrounds of the evaluators are development management, cultural 
anthropologv, politlcal sclence, and politlcal organlwng and oprnlon research All four of the 
field evaluators had previous professional expenence in Russia, three of them had worked in 
Russid w~thin the previous 6 months 

A team planning meenng of the A I D project managers the evaluators, and representauves of 
the Atlantrc Council and other grantees was held on 4 January 1994 The parucipantsjgreed to 
support the evaluatlon as a collaboratrve, cand~d, construcuve, and creauve process The 
evaluators then interwewed A I D and Atlant~c Council officials In thelr offices In Washrngton, 
D C Extensive documentanon was gathered and revlewed by the team 

The evaluators vlsited the Russian Federation from 20-29 January, at whlch tlme the team broke 
into two sub-teams, one of whlch visrted Ukrane from 29 January to 5 February and one of 
whlch visited Kazakhstan and Kyrgyzstan from 29 January to 5 February 

As one of the desk stules the evaluatlon of the Atlannc Councll was based on 

A revlew of documents (the Grant Agreement, quarterly reports, A I D polrcy statements 
on democracy and assistance to Russia), 

w Discuss~ons wrth AC staff m Washington, 

Intervrews w t h  A I D  /W and USAID/Moscow staff, and 

Rev~ew of panlcipant evaluat~on forms 

When the field team returned then two desk-study evaluators met wrth them to exchange notes, 
and follow-up interviews were held wlth Grantees and A I D officrals 

The team lntervlewed 10 people, who are llsted rn Appencbx A, and revrewed a number of 
documents, which are llsted in Appendix B 



2 THE COOPERATIVE AGREEMENT 

A Purpose and Descr~ption of the Program 

The Atlantic Council of the United States is a non-profit, public policy center that addresses the 
advancement of U S global interests among the Atlantic and Pacific communities Its stated 
mrssron is to identify challenges and opportunines, illuminate choices, and foster mformed public 
debate about Amencan foreign, secunty, and rnternaaonal economic policies Its numerous 
programs include an examination of new relauonships within Europe and between Europe and 
North Amenca as they affect the secunty and prospenty of the U S , and assistanGe in the 
democratic transformat~on of the New Independent States (NIS) and an exammanon of thelr 
relations with the U S 

Under the latter program, the CounciI rmplements a number of "sub-programs" which rnclude 
the future of Russian-Amencan Relations in a Pluralisuc World, a Working Group on Ulaane, 
United States-Russian Dialogue, hsntunon Buildmg in Clvil-Milrtary Relations, and Democracy 
and Governance Before engagng in this work in Russia and Ukraine, the Council had carned 
out successful undertakings of a similar nature in Central and Eastern Europe 

Accordng to the Grant Agreement, "The purpose of the Grant is to familiarize civilian and 
mrlitarv leaders from the NIS with the budgetary and defense policy mechanisms which the 
civilian executive and legislaave authonues in democratrc governments ualize for oversight of 
national armed forces " 

in terms used in the Council's proposal, "The principal long-term objecnve of the program is to 
encourage the integration of Russian and Ukrrunian military establishments into society, opening 
them up to greater supervlsron from, and closer workrng relanonships with, the democrancally 
elected civil~an leadership of the execuuve and legislative branches of government and with the 
press and publrc at large This process requlres pursuit of the immeQate goals of this program 
the illusmt~on to new civilian leaders of European and Amencan mechanisms for oversight of 
the armed forces, the design of appropnate mechanisms of civllian oversight of the military, the 
traning of staff of these mechanrsms, and eventually the design of appropnate programs of 
militarv educanon about those mechanrsms " 

B Country Context and issues, and the Need for Adaptat~on 

Withrn two months of the signlng of the Grant Agreement in September 1993, the Council saw 
a need to alter the program m a major way The operanng envmnment in the United States, 
Russia and Ukrane had changed. At home, a new Administranon was elected and signaled its 
intent to develop new policy ininauves for the NIS 

Overseas, changed poliucal circumstances in Russia requlred considerably more cauaon in semng 
up civil-military programs than had been anucipated, while increased antagonism to western 
asslsmce among some pames made it a more sensiuve undertalung The need for cuts m 
defense spenchng rendered the process of enhanced civilian control more complex for local 



leaders in  addnon, one of the anticipated key players -- the Russian Secunty Councll -- stopped 
operations In U h n e ,  the overall political sltuaaon appeared more promising at the nme, 
although defense management remained in the hands of the mllitary 

Two ongoing obstacles have conunued to delay progress throughout the 16 months of the 
program First, ne~ther the Ukrrunian nor the Russian Defense Minismes have come under 
civilian control The military has remaned reluctant to accept this change and poliacal leaders 
have not seen it as advantageous to press the process too far Second, the parliaments and theu 
defense committees have proved very difficult to communicate wth largely because they have 
no staff support Onginally, the Council thought that it had a reasonably good chance of deahng 
with a civilian-led Mlnistry of Defense m Russia This d ~ d  not turn out to be the cask 

At the time of the evaluation, the Council was awanng the fomanon of the Parliamentary 
Committees in Russia and the election of a Parliament in Ukraine Given the outcome of the 
Russian elecnons, there is concern that the Parliamentary Defense Committee may be hosnle to 
the President or that the Parliamentary Defense Committee will be composed of members or ex- 
members of the mihtary, whom do not evidence strong commitment to civilian oversight Both 
of these concerns suggest the ned for sensitivity over strengthening parliamentary oversight 
prematurely 

C Program Budget and F~nancral Management 

The Counc~l's headquarters are in Washington, D C To implement its Program, the Council has 
a full time Director devonng two-thlrds time to this project and a Deputy Director who devotes 
100% of her time They share the support staff, intern support, and office equipment avsulable 
to the rest of the Council 

Table 1 Grant Budget 

As of the end of December 1994, the Council had spent $146,000, about one-quarter of its 
budget 

Russian Natlonal Secunty Councll Tranmg 

- Institution Building - Bnefings 

Institution Build~ng - Traning Programs 

Adrninisnanve Costs 

Incfirect Costs 

TOTAL 

$ 39200 

169,000 

134 400 

173,350 

1 10,550 

$ 626,500 



3 FINDINGS 

A Inputs, Activ~tres, and Dellvery Mechan~sms 

The rntended inputs were technrcal assistance personnel caners, consultants, panelists, experts, 
with back-up of an infonnal network administrauve statf, and the umely dehvery of mning 
matenals Quannues were not expressed rn the Grant Agreement, but based on the two acnvlnes 
camed out--three trainers were needed for one 2-day traning exercise in Russia, and 
approximately 15 to 20 panelists for a week-long seminar in the U S --one might esumate (very 
roughly) that in order to fulfill the program as envisioned, inputs over the two years mrght have 
amounted to between 20 and 30 mners visiting Russia and Ukrame, 60 and 100 panehsts and 
presenters in the U S , and 15 to 25 consultants, plus all the accompanying background matenal 
translated where necessary into Russlan 

Table 2 Summary of Inputs 

By the end of January 1994, the Council used four technrcal assistance personnel abroad, and 
about 25 panelists at home At the ume of the evaluation, two addmonal seminars were planned 
for March 1994 However, these recently have been postponed 

Eshmate of Pkned 
Inputs 

B Outputs 

Number Achieved 
by 1 Febniary 

$994 

The onginal proposal had no spec~fic targets for outputs Agan, one could esumate (based on 
the records of the events that were organized) that the target might have been between 50 and 
80 people bnefed, 130 to 160 people earned m-country, 2 to 5 tratned on longer term programs 
rn the U S , and technical advrce on law and mechanisms of oversight grven to 15 to 25 people 

Although it IS not mennoned explicitly, the quality of those mned, bnefed, and advised is as 
Important as quanuty Qualrty would include such ambutes as relevant expenence, capacrty to 
benefit from the acnvrty, locanon In (or relationship to) any of the mam pollcy mfluenclng 
hrerarchies, and level of seniority of parucipants and therefore capacity (or potenaal capacity in 
the near future) to influence military-cia1 poky and pracace In the process, some key 
legrslatlve enactments relaang to civilian oversight of the mihtary would have been passed, and 
some civihan, governmental, and nongovernmental agencres would be strengthened. 

4 

25 

0 

Trarners 

Panelists 

Consultants 

20-30 

60- 100 

10-20 



By the end of January 1994 the Council had implemented two programs The first 12-13 June 
1993, ~nvolbed a 2-day seminar in Russia on the U S Defense Budget Process for 38 Russian 
participants The Director of the Program was co-chair with Serge1 Rogov, a senior officer in 

two Russ~an foreign pollcv institunons, who also assisted with most of the local arrangements 
Also participating were Stanley Resor former Secremrv ot the Army and a Council Officer; Neal 
Curtin D~rector of Planning and Reporting, Nanonal Secunty and International Affarrs Division, 
General Accounting Office IGAO), and Steven Kosiak Senior Budget Analyst Defense Budget 
Project In addition to presentations and &scuss~ons, a number of relevant documents, includng 
GAO repons, Annual Reports of the Secretary of Defense, and Congressronal Budget Office 
reports were hsmbuted to participants, and left wlth Mr Rogov's center F 

The second program was a week-long seminar for eight partlcipants from Ukraine on Defense 
Budgeung and Intelligence Oversight was held in Wash~ngton, DC from 17-24 July 1993 
Pmcipants attended briefings on the roles played by the Pentagon, Congressional Research 
Service, General Accounting Office, House and Senate Select Comm~ttees on Intelhgence, the 
Office ot Management and Budget, and the Nanonal Defense University Atlannc Councll Co- 
Chaw, General Andrew Goodpaster and Council Board member, Frank Carlucci, former Secretary 
of Detense and Stanley Resor also met with the group In addmon to the full bnefing agenda, 
program pamcipants maintdined a full social schedule These social occasions provrded 
important opportunities for informal and frank &scussions by partlcipants This program 
involved approximately 25 to 30 panelists at occasions such as lunches, recepnons, and informal 
gathenngs 

All of the panelists were highly qualified and expenenced profess~onals and evidenced the 
capacity of the Council to mobillze this level of personnel It is not clear how familiar panelists 
are with U h n ~ a n  cucumstances or then degree of senslavity to Ukran~an cultural/ 
pollhcd/sltuation~ circumstances Only one session was expressly devoted to bkranian issues, 
but ~t is undoubtedly true that much of the question and answer penods would have related to 
Issues specific to Ukraine The Council has considerable contacts with foreign service expenence 
or policv evpenence with military and secunty concerns which might serve to facilitate inter- 
cultural communication The Council does stress, as part of its operaang style, that ~t is sensinve 
to local political suspicion about western influence "We emphas~ze that we are not in a teachlng 
role, but are there to exchange expenences Also we do not advlse about policy, but about 
methodology, and we provide explananons of our expenences and what worked and what faled " 

The following up semlnar to the budget semlnar was not held In Ukrane Purportedly, because 
the Ukranlans were not ready for such a semlnar No Russlans participated in the U S aaning 
This was attributed to poor planning, a tight nmeframe, the lack of a Russian based Council staff 
person and a lack of sensiuvity with regard to incluQng Ukranlans and Russ~ans in the same 
seminar 

There was no evaluation by partlcipants of the fust sernlnar Evaluaaons of sesslons by the 
partlcipants in the second seminar were very positwe averapng well over 4 for all presentanons 
on a 1 to 5 scale The lowest was 4 11 and the highest 4 78 Comments by the pamcipants were 
generallv very poslnve, although a number of pracncal suggestions (none of them major) were 
made for improvement The responses made one significant point all the pamcipants believed 



that this kind of uruning wds needed bv the Parliament and about half thought it was needed by 
the Office of the President 

Table 3 Summary of Outputs 

At the nme of the evaluation, the Council had advanced plans and grantor agreement to conduct 
two further programs One was pldnned for this spnng, near Moscow, for about 20 to 25 
members of the Russian NSC and the newly-elected Russian Parliament The second 
undenaklng, scheduled to take place from 2-4 Apnl I994 in U h n e ,  was Intended for 30 to 35 
defense journalists from Russia, Ukraine Kazakhstan, and Belarus Both of these sesslons have 
been rescheduled for later dates 

The establishment and cultivating of inst~tuaonal relationsh~ps is seen as an addrt~onal output of 
these activities In Russia, the Council has strengthened previously established relaaons with 
IMEMO (the Insntute of World Economy and International Organizaaons) and the Institute of 
the USA and Canada It has also established contacts with Serge1 Rogov, President of the Center 
for National Secunty and International Affairs and Deputy D~rector of the Insutute of the USA 
and Canada a defense and security consultant who worked closely with the Supreme Soviet 
Committee on Defense In terms of gettlng its work done, this pmicular contact has been the 
most useful for the Council Helscollaborated In setung up the June Budget Seminar by selecting 
the Russian pmcipants and mak~ng logisncal arrangements, and is assisang with the proposed 
semlnar for Russian NSC and Parl~arnentary members 

Number 
Acheved by 1 
Febnrary 1994 

8 

3 8 

0 

0 

Estimate of 

In Ukrame, the Counc~l established contact w~th a colonel In the Defense Min~stry who was 
responsible for addressing the Issues of concern to the AC and seehng U S assistance The 
Council also established contacts In the Defense Commission of the Rada, and with four instrtutes 
which appeared willing to asslst the Counc~l In carrying out ~ t s  proposed funcuons the Ukrane 
Insatute of World Economy and Internauonal Relauons the Insatute of Global and Regional 
Secunty Stuhes, the U S -Ukra~ne Foundanon's Parliamentary support opermon, and a new 
economlc reform center which was being established by the Former Deputy Pnme Mlnister 
Volodymyr Lanovoi None of these contacts, however, appear to have provlded pracucal help 
In program implementaaon 

Partic~pants in the U S 

Trainees In countrylregion 

Tra~ned in U S 

Receiving Consult~ng advice 

An indmct output might also be cons~dered to be the builhng of Informal contacts through a 
couple of exploratory visits and through meetings held at the Council w~th prominent visitors 

Outputs 

30-80 

130-160 

2-5 

15-25 



brought to the L S by other organizauons such as the Department of Defense and Global 
Outlook For example, the Council organized bnefings in November 1992 for Alesei Tsarev, the 
Charman of the Subcommittee on Defense of the Russian Supreme Soviet's Committee on 
Secunty Issues, and Evgeni Volk, a conwltant to the Committee 

Cost Effect~veness 

The Council had spent $56,000 at the end of the first acuvity and $129,000 at the end of the 
second The start-up expenses for administration and exploratory visits, etc , means that on the 
average, it cost about $50,000 for each event (in one case a 2-day program for 38qeople in 
Russia, and the other a week-long propdm in Washington for eight people) Thls is not the type 
of program where it makes sense to cost th~s out per paruclpant because quality IS as mportant 
as quantity, or more so Further, different types of programs have hfferent purposes in mind, 
and may be seen as complementing one another rather than proviQng alternative modes of 
operating . 
The cost vanes significantly with the location of the semlnars It is significantly less expensive 
to otfer these progams in-country rather than In the L, S In addiuon, Increasing the number of 
participants at a seminar or following up a semlnar overseas wlth another In another locauon 
would increase the numbers of parucipants while malntainlng costs The Councll planned to do 
both of these things but neither has happened 

C Impact 

The principal long-term objective of the program was to encourage the integrauon of Russian and 
Ukrainian military establishments into society, opening them up to greater supervision from, and 
closer working relationships wlth, the democratically elected clvilian leadership of the execuuve 
dnd legislative branches of government and wlth the press and the publlc at large This goal 
could be achieved only if the armed forces and their mlhtary leaders were educated to be 
respectful of the democranc process and responsive to the clvil~an cham of command 

Clearlv within a penod of fifteen months, achievement of any impact based on these objecnves 
is unllkely since ~t IS dependent on factors beyond the manageable Interest of the Councll 

The earllest slgns of Impact would be evidenced by a number of people who had benefitted from 
tranlng, bnefings, exposure, technical advlce, etc , who had managed to apply what they had 
learned in some concrete manner towards achlevlng the purposes of the program For example, 
parliarnentanans ashng questions or having an Input on the budget, or urgng new legslauon or 
supervisory mechanisms, members of a nauonal secunty councll playlng a hason and policy role, 
parliamentary committees or c~vilian members of the execuuve branch belng Involved in military 
policy malung, evidence of enhanced expemse and effecuveness in think tanks or academlc 
inshtuhons, conmbuhons by such think tanks to pohcy analysis and debate and oversight, and/or 
better press invesngauon and coverage of the military, ~ncluchng debates about the mlhtary and 
~ t s  role 



In the medium term, one might anticipate institutional changes reflected in more effective 
parliamentarv committees, a more open detaled and substannve debate about the defense budget, 
nauonal secunty councils playing a more effective pollcv and liaison role, and the appointment 
of civilians to the senior posts ot the defense minismes 

To date, the follow-up evaluation of the pamcipants has not been completed and therefore there 
is llttle evldence of even short-term impacts Since the whole program was delayed, the first 
acaviues were organized in June and July 1993, only about 6 months before this evaluaaon 
commenced The follow-up quesnonnalres used by the Council are in the final stages of 
preparation and have not been mailed yet 

* 

Anecdotallv however, the Councll was able to report some examples that parncipants in Council 
programs were malung a policy Impact An MP In Ukrane at the nme of the traihrng, Mr 
Kostenko, is now a Mlnister of the Environment and a major parucipant in the nuclear weapons 
negouations Another parucipant, V Lernish, the Charman of the Defense Commission of the 
Ukranian Parliament, met with the hlghest levels of the LT S military and secunty establishment 
dunng his vlsit to Washington It is believed that these meeungs have strengthened his resolve 
to work towards the same ends as those of this program There are also a few examples of 
people who at the tlme of training, were indlst~nguishable from their colleagues but who have 
nsen to hlgher and more strategic positions 

Some other pamcipants In Council actlvines are reported to have asslsted In the drafung of 
Important legislation extending c~vilian control over the military in  Russia (The Council 
acknowledges that the military has been effecavely ignonng such legislanon, and that these laws 
may well be overturned dunng the next session of Parliament) 

An interesting indlrect result of its programs has been a request to the Councll from the Chinese 
for a seminar on civil-military reldtions 

D Grantee Future D~rectlons 

The possibility of waning defense journahsts was not a central part of the ininal program, but 
it is seen as posslbly a very useful ad&tion/replacement for other programs 

Although members of the Council hope the political situation will unprove in both counmes, they 
do not have cause for opnmism It was acknowledged that thls program requues a long term 
undertaking, possibly lnvoiving generanonal change They also believe that the turnover of 
personnel which it has experienced in these two counmes will conanue, and therefore that there 
will connnue to be delays requmng prolonged effort in order to prow& programs 

Within 5 years, the Council hopes a will have achieved some level of acceptance among Russian 
and U b n i a n  leaders of the need for civllian supervision of the military and the development 
of some civrlian expemse in defense and military pohcy and budgemg But it 1s thought that 
tt w11 take a longer ame to get strong civilian insatuuons to carry this out effecavely, and even 
longer to get the Russians beyond the mlnd set that they are encvcled and endangered, and for 
the top echelons of the Russian mihtary to build up respect for clvllian officials and polit~cians 



At least one senior member of the Councll was more opnmlstic about Ukraine than about Russia, 
arguing that there may be some advantage to lack of a national govemment in Ulcrane since 
1922 Thev are ' very t h ~ n  in Instimuons of nanonal government and therefore more recepnve 
to advrce from the west Thelr leadership wants to associate with the west and m parucular the 
U S Since the Ukrain~ans are still In the process of forming a nauonal army, ~t might prove 
relahveiy easler to work for a civlllan Defense Ministry and to create a better relationship 
between the govemment and the military 

The Counc~l is awainng developments in the two new parhaments, and hopmg that the 
forthcoming semlnar w~ll prov~de ~t wlth some better sense of how to work with the Russian 
Parliament It notes, with concern, that the general trend appears to be towartis strong 
pres~dent~al systems and weak parl~amentary systems, which creates a new strategc &lemma for 
~ t s  program whether to support weak and turbulent parhaments, whlch the military seems capable 
of reslsnng, or to bolster the oversight capacity of increasingly powerful and potenually autocrauc 
execuuves 



4 MANAGEMENT 

A Grant Management 

Management bv Atlantic Council 

The Atlantic Council is a small organization attempting a very large mission It pnmanly relies 
on the extensive contacts and expenence of its Dlrector and the Board of Duectors However, 
due to ~llness, the Dnector has not been able to take as acnve a role as is needed 

The requrred six month Work Plan wth specific objectives for each program component and a 
strategy for measunng impact was not very demled initially, nor has it been updated on a regular 
basis As of January 1994, three quarterly reports had been received, that is one less than 
requmd The reports provide bnef and clear informanon on acuvines carned out, and 
explanations of changes in circumstances The chief weakness in the reports is the lack of 
substantive lscussion of progress towards ach~eving program purpose and objecnves 

Accorchng to the Council and A I D , there have been delays in communicanon and responses 
In general, though, these comments have been accompanied by a mutual understandmg of the 
novelty and complexity of the situauon, the heavy work load of new personnel, and pracncal 
early problems such as unstable fax hnes The Council has not established a strong relauonship 
with A I D Mission staff in the two counmes, partly because its program is small, and therefore 
does not warrant a permanent presence m country or even regular visits Further, civil-mihtary 
relauons is an area of expertise in which there is a very limited amount of expenence in A I D 
or embassies Even in embassies m which there is considerable expernse about mihtary, security, 

~ntelligence and arms issues, the narrower focus on civil-mihtary relanons and questions relanng 
to defense budgeang is relatively new to then work 

The grantee has expenenced some problems w~th a few of the requmments, such as country 
clearance visa procedures, insurance requmments, and requirement for physicals The Councll 
also asks whether such a small program should have the same reporung requuements as larger 
programs Some of the repornng requirements appear duplicative The grantee feels that A I D 's 
decisions have someumes taken too long, for example, with the proposed journalists' mning 
programs Given that wndows of opportunity open and shut unexpectedly, the grantee's oprnion 
is that could respond far more quickly than A I D procedures will allow 

Management bv AID 

Similarly, A I D beheves that, on a number of occasions, the Council has been slow to respond 
to its needs They expressed concern that the Council had thus far appeared unable to adapt 
quickly enough to changmg cmmstances in the two countries Further, the quesuon was rased 
as to whether the Councli had sufficient informaaon and local contacts to make the necessary 
adjustments to its program But in the man, A I D  felt that the Council has generally kept 
A I D informed, clarified the causes of &lay, and explaned ~ t s  lntenhOnS The reporung is 
considered good for a small program 



At the field level, the Council may have closer cornmunicatlon with the Embassy than with the 
Mission The Ambassador in Moscow has communicated posinve interest in the program, and 
some of the Councrl's cornmunicatlon is carned on dlrectly w ~ t h  him On one occasion, relaung 
to the failed Russian participation in the July 1993 Washington seminar, there was sharp cnucism 
of the Council emandting from the Embassy In Moscow The cnncism indicated that the 
Counc~l's actlons showed a lack of appreclanon of A I D procedural and time requmments, of 
concern for the qualrty of the Russian participants, and of an up-to-date understanding of the 
dynamlcs of Russian politics 

The Council has learned that arranpng conferences on these tvpes of topics takes considerably 
more time than had been anticipated when the program commenced in late 1992 i t  has also 
learned the importance for staff and tramers to be aware of the poliucal and cultural envlronment 
from which individual parncipants come (and presumably how Mferent rt might be from 
counmes covered by their European expenence ) As one person sad, "they may want to be 
'good democrats' but the envlronment is very liminng " In pmcular, there has been a singular 
lack of civllrans with whom to work It is not alwavs clear how many of them are commrtted 
to reform as many parncipants have only very recently "bwitched boats" and then commitment 
to reform might be shallow 

Other practical lessons on arrangements include Allow ame for people to recover from mps, 
avoid overcrowdmg the schedule a1 1 interaction needs ~nterpreters--1ncluQng questlon and answer 
sesslons and social occasions--allow plenty of nme for quesuon and answer sessions and for 
informal social engagements These latter events provide useful informanon and encourage frank 
exchanges They also, conmbute to cost savings as pnvate people, embassies, and other agencres 
share costs 

Clearly, too, the Council considers its reliance on Mr Rogov to have been successful msofar as 
he has proved reliable in fulfilling his commitments The particular location he has selected 
outslde of Moscow is suitable for keeping groups together and focused, and is comparatively 
economic compared to accommodations in Moscow The Council also feels it is necessary to 
have readv a number of different program otfenngs aimed at different groups of people SO that 
11 will be in a position to re-focus in hmes of setbacks, and take advantage of suategc openlngs 

B Organlzatlonal and Institutional Factors 

Monitonne; and Evaluanon 

Evaluauons are based on quesuonnams gven to participants, the first at the end of each program 
"while detalls of the meeungs are freshly in mind," and the second, malled 6 months later, 
rntended to idenafy experiences which had proven most relevant to the work of the in&vidual 
concerned 

The proposal stated that the evaluanon of the overall program would depend on the type of 
follow-on acnvlnes which the ininal program generated However, no follow-on achviaes have 
occurred to date 



In practice, the only evaluaaon exerclse so far IS the adm~n~straaon of a post-conference 
quesnonnare after the July 1993 semlnar In Washington An evaluaaon was not conducted at 
the budget seminar in Russ~a, and the Council was in the process of prepanng the folow-up 
questionnares (scheduled for 6 months after each event) at the time of evaluahon Given that 
the Issue of monltonng and evaluaaon were hscussed senously at the negoaaang meeang, it IS 

noteworthy that more was not belng done to ehcit the lnformanon requlred It was not clear that 
a system was put in place to systemaacally collect, record, and analyze results of the Council's 
llndenakings 

Coordination 
C 

There appeared to be close consultaaon and pracacal cooperation in the U S , most pamcularly 
in Washington, DC, w~th, among others, the Pentagon, Congress~onal Research S e ~ c e ,  the 
General Accounnng Office, the Depamnent of Defense, the House and Senate Select Committees 
on Intell~gence, the Office of Management and Budget, the Naaonal Defense Unlversity, Global 
Outlook, the Rand Corporaaon, the U S Insntute of Peace, the Center for War and Peace, the 
News Meha at New York Unlversity, and Raho Free Europe 

There is an lnformal coord~naaon and policy network of these types of organrzauons In the U S 
Thls network of organizations, and the Counc~l's capaclty to call on its members for assistance 
In ~ t s  programs, prov~des an obvious advantage to ach~evlng A I D 's objecaves In civil-mihtary 
relaaons 

In-country, the Councll has a several-year-long relaaonsh~p, cemnly precehng th~s program, 
w~th established Russian insututes, IMEMO and the USA-Canada Insntute, both of whlch are In 
a state of transformanon as they can no longer survlve on Government fundlng alone 

Cntena of Select~on 

Th~s  IS an Issue that deserves conslderaaon for a number of reasons Fust, ~f the impact of the 
program IS dependent upon the quality of those who paraclpate, the Counc~l needs to make clear 
the cntena necessary to sansfy 1fis &fininon of qual~ty For example, In prepanng for the next 
semlnar in Russra, the Council sad  that ~t w~ll requue that half the parnclpants be mlddle or 
senior level staff of the NSC and that the other half come from Defense and Finance Mln~stnes 
and from Parhament provrded they show Interest in lmprovlng civl11a.n control over the mllltary 

The Council 1s also interested In party balance It is not clear that Mr Rogov has been informed 
of this, but there IS confidence that he 1s aware of thls requirement. Th~s  inhcates the second 
need for clanty on cntena of selecaon If responsibihty for selecaon of parhapants is delegated, 
the Counc~I needs to make ~ t s  cntena exphclt. 

The thlrd reason denves from the need for non- or mulu-pmsanshp In programs U S NGOs 
need to be mulupamsan In then operaaons There IS, of course, some Merence in lnterpretatlon 
of this noaon, and tt may exclude assistance to actors judged to be mherently ann-dernocratlc 



It 1s clear that, given the difficulties expenenced in managing the civil-mditary program, it would 
be unrealisuc to expect the Council to have defined and implemented such a set of cntena It 
is also makes sense, in terms of the objecnves of this program, that the Council has been 
pnmanly concerned with achieving an appropnate level of senionty and balance among the key 
secuntv lnsutunons As the Council moves to work with defense journalists and 
parliamentarians, and as it looks to widen its inshtuuonal connecuons, these cntena will become 
cnncal to the full achievement of its dernocranc undertalung 



5 CONCLUSIONS 

1 Gwen the internanonal and poliucal significance of Russ~a, the milltary power of both 
Russia and U b n e ,  and the exaemely uncertiun and volatlle pohtlcal and economlc environment 
of both the challenge of enhancing civil-milrtay relations must connnue to be addressed The 
Atlantic Councll has the network of contacts and expertise to mount programs on c~vil-military 
relations 

2 However, operanng in such a volatlle situanon, thls lninauve must be considered the type 
of high nsk program in  which there is a strong chance of early failure The Council's program 
suffered delays from the outset It has fallen far short of fulfillrng its planned acuvities At this 
stage, wrth about 9 months to go in its contract, it has spent about a quarter of the money 
available to it It has consequently "underproduced" on Russian and Ukrainian pamcipants, 
uanees, and beneficlanes of its programs The impact of the program so far IS unknown, and 
must be considered to be relatively minor 

3 Despite contacts m both counmes, especially in Russia, the Council has not succeeded 
in establishing even a modest local network of organizations It has not managed to mount any 
consultancies, or to bnng dny trainees to the U S for traning of traners exercises Both of these 
polnts indicate a lack of meaningful contacts and requests for its assistance 

4 The Council has not developed adequate monrtonng and evaluahon systems for us 
program Even though it has mounted only two undertalungs, the Council may have 
underesnmated the Importance to A I D of evaluauon, and of developing systems amed at 
measurement of performance and results The Council has not made explicit rts definlnons of 
success In ~ t s  programs 



6 RECOMMENDATIONS 

I Wh~le the area of civlhan-m~l~tary relauons is an important one, lt does not appear that 
A I D can mount a suffic~ently effecnve program to achieve any Impact The DPI project was 
des~gned to test the waters in a number of areas, however, civ~fian-military relauons do not 
appear to be a fmltful one to connnue Changes m these reianonsh~ps do not appear to be 
~mmediate pnonties for elther the Russlan Federauon or Ukraine A small grant to one grantee 
is unl~kely to produce any significant results in the foreseeable future And glven the broad range 
of democratic lnltlanves in which A I D is involved, it IS now appropnate to concentrate efforts 
m areas that have greater potenual for change and partnerships wrthln the NIS 

C 

This is not to say that c~v~lran-mihtary relauons are not an important area in whlch to attempt 
to influence people and events In the NIS However, gven the dsanct absence of any expenence 
for A I D in thls area, a better home m~ght be found for th~s program In the Department of State 
or Defence 

2 If thls program conanues under the aegs of another branch of the US government, the 
Council needs to redouble ~ t s  efforts to establ~sh a better in-country presence in the NIS While 
~ t s  programs can count on very high levels of support from dec~s~on makers In the US, ~t needs 
to develop the same level of contacts in the NIS, in order to be successful Changes In the 
pollncal landscape occur so unexpectedly and somenmes so dramaucally that the Councll needs 
some kind of on golng monltonng and rapid informauon system In place In the two countnes 
While Serge1 Rogov In Russia has proved to be rel~able and able to bnng aChVlneS to closure, 
efforts need to be made to diversify ~nsutunonal contacts and insatuaon-bullang efforts 

3 The program needs to be rendered expllc~t and measurable The Counc~l needs to explam 
~ t s  mputs, outputs and what results might be feas~ble in each of the two countnes These need 
to be made explic~t In order to galn a more ngorous sense of the degree of dwergence between 
Intentions and achievements 
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