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EXECUTIVE SUMMARY 

This report constitutes a summanl ot dn evdluation of International Republican Institute (IRI) 
projects that were funded FY 1992-1994 bv AID'S Democratic Pluralism Initiatives (DPI) in 

Russia and Central Asid Total funding $4 453 493 

These projects have made a contribution to the immediate process of transition trom communist, 

authontanan states to democratic systems Thev are significant because IRI has uulized a 
decentralized grassroots model of polltical development to foster polltical organizing across a 
network of cines in the NIS They are one of the few grantees working in the southern tier of 
Central Asia where their programs are fostenng long term democrat~c development through 
educational programs targeted to young people and their teacher$ 

The projects and their results to date were assessed positively On the whole, thev were well 
targeted and well functioning IRI has successfullv established its programs in the counmes 
visited and conducted pol~tical and civic organizing training They have established a network 
of contacts among reformers whom they continue to support 

Promam S ummarv 

The IRI programs In the new Independent States (hIS) of the former Soviet Union (FSU) are 
designed to foster the development of democratic political parties and civic organizauons at the 
local and nauonal levels They have focused on political training In Russia and Central Asia- 
Northern Tier specific infrasuucture support with women in Russia and youth in Central Asia- 
Southern tier and pre-election preparation in Georg~a IRI activities in U h n e  are financed by 
a National Endowment tor Democracy (NED) grant 

IRI operates field offices in Moscow and Almaty for Russia and Central Asia, respectively, the 
southern tier counmes of Uzbekistan and Turkmenistan are covered by a program officer located 
in the IRI/Washington office IRI has just assigned a resident program officer to Tashkent 

Trainlng programs, leadership conferences, pnnt matenals and other technical assistance have 
been the pnmaq delivery mechanisms used by IRI within the NIS In addmon to conferences 
and seminars IRI has completed reglonal assessments and informal party development meenngs, 
prepared matenals and prov~ded lectures to small civic organizanons and group of pohtlcal 
activists 

In Russia IRI has ualized a decenuallzed, grassroots model of poliucal development Its efforts 
have focused on establishing a network of potential traning sites in 18 to 20 cines/towns 
throughout the country Programming has Included mfrastructure support (some typewnters and 
a pnntlng press), and tralning on grassroots development, leadershrp conferences, poliacal and 
uaning and a womans conference 

In Kazakhstan and Kyrghyzstan, the IRI program began with a careful assessment of the pohhcd 
climate and potential party liaisons Unl~ke Russ~a where the Democraac Russla Movement 



(DRM) otfered a vehicle for developing contacts in the targeted cities targeting potentla1 
participants in these countnes had to $tart almost from scratch The program has lncluded 
general lnsrltutlon bu~ldlng conferences and work w~th women in polit~cs 

In Uzbekistan and Turkmenistan political conditions are so poor that IRI has had to take a lower 
profile and longer-tern approach Here, the program hds been targeted to clvic education of 
young people and the~r teachers ~nclud~ng a   nod el bnited Nations program and the development 
of youth centers The centers are fostering youth leadershrp, self help community projects and 
communltv development interventions 

Z 

Fmdlnes 

The program in Russ~a was conducted In coordination with the DRM, its group members and 
affiliated organizatlons in the interest of promoting a better understanding of democracy and the 
grass-roots approach to political organization IRI conducted a senes of seminars which focussed 
on basic democracy education and the fundamentals of politicdl and organizanonal development 
of political parties Particular emphasis was placed on creating party structures, organizanon and 
management techniques office operations leadership responsibiliues and internal communlcatlon 

Problems wlth registration have hampered the program in Central Asia from its incepuon The 
IRI program is attempting to involve those groups, organizatlons and activists which are 
interested in moving the political power closer to the people, rather than suppomng a "polihcal 
ehte ' The focus is on institutional development, specifically membership recruitment, structural 
consohdat~on and name recognition for political groups 

Reports from A I D grant managers ind~cate that basically sound financial management and 
accounting practices are followed by IRI L~ke  many of the other grantees, IRI reported delays 
in approvdl of amendments and obligation of funding, combined wlth drawn out CO~UaChng 
procedures IRI appears to hdve done a good job of funds accountability and financial repomng, 
however USAID reported some frustration insufficient reports on program activities and the ldck 
of timelv report subm~ssion 

Some of IRI success clearly is attnbutable to its techniques for reinforcement, follow-up, 
~dentifving contacts, establishing networks, and success in attracang and addressing the s p e d  
posinon of women 

Impact 

IRI has successfully established its programs in the counmes visited and conducted mning  
which has resulted in changes in the operation of the polincal parties they have assisted IRIS 
assumption that programs must begin at the grassroots level in Russia has conmbuted to the 
beginning of an infrastructure of political activists In the other NIS countries, LRI sees its 
programmatic goals as much longer term In Central Asia, this work is targetted to youth 
leadership development and community development interventrons 



IRI  has an effectwe program for onennng Amencan and lnternat~ondl consultantq pnor to the~r 
partlclpatlon In IRI u m m g  programs dnd semlnars In the hIS IRI has tramed a substantla1 
cadre of political party leaders more than 1000 some ot whom reported to the evaluanon team 
a hlgh degree of personal growth in political sk~lls motivation and attitude 

Th~s  evaluation was conducted before manv of the projects were completed and before final 
repons had been submitted Although it is roo early to focus attention spec~ficaily on [he impact 
these projects were havlng on democrat~c development in Russla and Central Asla, outputs are 
In place whlch suggest that IRI 1s successfullv conmbuting to political education and the 
development of clvic organlzatlons z 



1 PURPOSE AhD METHOD OF THE EVALUATION 

A Background and Purpose of the Evaluation 

This evaluation was conducted bv Management Svsterns Internauonal (MSI) under IQC No AEP 
0085-I-10-3001-00 Dehverv Order No 10 I t  is the first evaluation of a major sectoral 
component of assistance from the Agency for Internatronal Development (A I D ) to the New 
Independent States (NIS) of the former Soviet Unlon It pertains to a pomon of A I D  's 
Democratic Pluralism Initidtlves (DPI) Project No 110-0007, whlch was authonzed oq 10 Apnl 
1992 with a life of project fundmg level of $25 mlllion and a project assistance complenon date 
of Apnl 1996 Fundmg for the DPI Project has been increased twice, and the project has been 
extended to 3 1 December 1996 

The DPI Project was designed to help create and nurture democratic institutions processes, and 
values in the NIS In the wake of the collapse of communism and the Soviet economic system 
In its edrlv phase, the Project tunded Grants dnd Cooperative Agreements for U S -based 
nongovernmental organizations (NGOs) to provide technicdl assistance, traning, and some 
equipment 

The Project has five components rule of ldw, independent media, governance and public 
admlnistrat~on, political procegs and civil society The civil society component is intended to 
enable cltizens to participate actively and effecnvelv in the political and economic life of theu 
counmes, to check governmental powers and encourage responsiveness, and to provide services 
not provided by the government The cooperative agreement with the International Republican 
Institute which is evaluated in this report, is an element of the political process component of 
the DPI Project 

B Method 

In December 1993 A I D contracted with Management Systems International (MSI) to conduct 
field evaluations of the actlvities of seven DPI Project grantees and desk studes of the activities 
of two grantees 

The evaluations were conducted bv a team of six management consultants David Read Barker 
(Team Leader), Cynthia Clapp-Wincek, David Hirschmann, James S Holtaway, Sally J 
Patterson, and Alan Lessik Four members of the team (Barker, Holtaway, Patterson, and 
Lessik) divided responsibility for the seven field studies, with three evaluators each talung lead 
responsibility for two stules and one evaluator talung re5ponsibihty for one field study and the 
synthesis report The other two members of the team (Hirschmann and Clapp-Wincek) were each 
assigned lead responsibifity for olie desk study 

The professional backgrounds of the evaluators are development management, cultural 
anthropology, political science, and political organizing and opinion research All four of the 
field evaluators had previous professional expenence in Russia, three of them had worked in 
Russia within the prevlous 6 months 



A team planning meenng of the A I D project managers the evaluators and representatives of 
the grantees was held on 4 Jdnuarv 1994 The participants agreed to support the evaluanon as 
s collaborative, candld constructibe md cremve process The evaluators then interviewed 
A I D officials and grantees in  their office\ in the Washington DC area and California 
Extensive documentation was gathered dnd rebiewed bv the team 

The field e~aluators visited the Russian Federat~on from 20-29 January, at which time the team 
broke into two sub-teams one of which visited Ukraine from 29 January to 5 February and one 
of which viwed Kazakhstan and Kvrgyzstan from 29 January to 5 February The method of the 
field visits was denved from rapid appraisal techniques which stress creation of a reap, multi- 
disciplinarv treatment of data selective sampling, gathenng information through interviews, and 
conscious etforts to idennfy biases 

With the full cooperation of IRI the evaluators structured theu itinerary to maximize 
opportunities to observe significant project activines Slmiiarly, IRI provided names of key 
beneficianes who became pnontv targets for interviehs Interv~ews w~th Russ~an-speaking 
informants were conducted in English using protessional interpreters To the extent that logistics 
permitted at least two team members pmicipated in interviews with beneficianes However, 
intense time constraints requlred modifications of the optimal itmerary and interview schedule 

The authors of this report conducted a total of 69 interviews 28 with U S Government officials 
in five counmes 10 with IRI staff members in four countnes, and 31 with beneficianes of IRI's 
programs in four counrnes A list pf people interviewed is given in Appendix A, The documents 
rewewed are listed in Appendix B 

Following the field visits, the team reassembled in Washmgton, DC to review findings Team 
members met with A I D officials and ~ndividuallv with the IRI staff to present key findmgs and 
conclusions informally and to review cntical issues 

The team expresses it5 sincere dppreclation for the excellent cooperation and support received 
from A I D officidls In Washington trom bSAID and U S Embassy staffs in Moscow, Almaty, 
md Kiev trom the staffs ot the grantees in their heddqumers and field offices, and from the 
numerous beneficianes of these programs 



2 THE COOPERATIVE AGREEMENT 

A Purpose and Descr~ptron of the Program 

The International Republican Institute (IRI) funded program under the Cooperative Agreement 
operates in two major regions of the NIS the Russian Federation dnd Central Asia IRI acuviues 
In Ukraine are findnced bv d NED grant IRI operates field offices In Moscow and Almaty for 
Russia and Central Asia respectively, although the 5outhem tier counmes of Uzbekistan and 
Turkmenistan are mdnaged bv a propdm officer located in IRI headquarters In Washingon IRI 
recently decided to pldce d Resident Program Officer in  Tdshkent for the southern tier of Central 
Asia 

In ~ t s  proposal to AID dated 10 Apnl 1992, the International Republican Institute (IRI) states 
that, 'programming will seek to develop and consolidate mstitutions which support pluralistic 
societies to strengthen democranc traditions and foster the inclus~on and consmcave 
mvolvement of vanous segments of societv in increasingly open and competinve pollucal 
process 

The program components outlmed in this proposal Included the following 

Russ~a Political Triuning Program highlighting the baslc tenets of democraac 
soaeties specificdlly campagns and elecnons the separation of powers and the 
rule of law 

Russia Infrastructure Support Program an intemanonal conference designed to 
promote an understanding of democratic insntuuons, then organizauon, 
management and communications capacitj , 

m Russid Women s Conference, d conference that allowed 200 women to pamcipate 
In a mock campaign and election through a 2-day seminar, 

Central Asia-Northern T~er Political Part) Building, a targeted tralning for the 
region focusing on party fomanon and development, ways to channel acuvism 
and achieve poliucal compromise in a democracy, 

Central Asla-Southem Tier Youth Acavism and Young Polmcal Leaders Program, 
consisang pnmanly of lectures at vanous schools and encouragrng the 
development of self hrected community intervention projects, and 

Georga Pre-elecnon Preparauon 

The IRI evaluauon plan of March 1993 says that the purpose for Russia is, "to help democraac 
pol~ucal parues and civic organizanons develop and strengthen at the local and naaonal levels 
and to encourage political pames to form consensus on democratic principles " A subsequent 
IRI proposal dated May 1993, more simply says, 'the objecnve has been the development of 



democratic institutions essential to the success of democracy and further states ' the institute has 
focused mainly on the dekelopment ot a multi-panv political yystem which can provide 
compeution in the political process and ultirndtelv the element of choice in  elections ' 

B Country Context and Issues 

Pnor to the collapse of the Soviet Ln~on democrat~c activists were scattered and loosely 
associated Only the Democratic Russia Movement (DRM) had nation-w~de representation and 
ties to the dispersed groupings of reform minded democrats in over 300 towns in each region 
IRI worked through this conduit to initiate ~ t s  own contacts, launch assessments, and,establish 
plans for political party training It was this jomt outreach with DRM that put IRI in 
communicanon with many political parties and movements that eventually would participate In 
its seminars Democratic Russia was not a counterpart in  the tradmonal sense, and IRI was not 
tied to it evclusivelv 

The situation in Russia stands In stark contrast to the less developed pohtical condmons of the 
northern tier counmes of Central Asia Many poliucal parties exlst but their sophistication and 
insntutional capability ldgs The northern tier counrnes must contend with profound ethnic 
divis~ons and party affiliation skewed toward nationality or ethnrc loyalties Consequently, 
political partv training must in the fust instance ameliorate ethnic and nationality differences 
and encourage unity dnd cohesion Trainings have emphasized the fundamentals of conflict 
resolution grass-roots orgdnization and political coahtion-buildrng, rather than specific political 
party building and campaign and election related skllls 

The government of Kazakhstan has little tolerance for the intrusion of foreign pol~tical acnvlsts 
from IRI or any NGO and in turn is more oppressive in the pohtical, economic, and social life 
of the counrrv Political development and democratic reform expenences are in a formative 
stage The legal status ot NGOs is in question, and reglstranon wlth the Minisay of Justlce has 
been used as an instrument of control The NGOs have had to toe a careful line of 
circumspection and self-discipline In thelr pmv tranlng acnvmes For a tlme in 1993, the 
government imposed a ban on training acuvitles and conferences in Kazakhstan IRI had to 
reson to regional training activities In Bishkek, Kvrghyzmn to mantain its program momentum 
Finallv, the ban was informallv lifted after a visit bv the Secretary of State and an intervennon 
by the U S- Ambassador 

In Uzbelustan and Turkmenistan, political condmons are sufficiently represswe so that IN has 
taken a lower profile and longer term approach Wlth an lntimldanng if not hosule environment 

for political development, IRI concluded that its more convent~onal party development strategy 
would not succeed They have chosen instead to focus a youth onented democracy program in 
which the seeds of democratic behavior, leadersh~p, and particlpatlon are nurtured in modest 
ways 

Similar to other NGOs attempting to support programs in these vast NIS regions, IRI 1s 
constantlv straned by high costs, poor logistics, and inadequate communrcauon infrastructure--not 
to mention potential harm from acc~dents, pollution and cnminal attacks 



F~nallv there is a specla1 challenge and not a little danger to advocating political change and the 
benefits of democracv when conservatwe and ndt~onal~st cadres outnumber reformers, stlr 
emotions against reform effons and exploit fears about economic detenoration to denigate one's 
etfons 

C Program Budget and F~nanc~al Management 

The onginal cooperative agreement with IRI was approved in May 1992 for $1 896,215 This 
was amended In August 1993 with addmonal funding of $2,557 278 The current revised budget 
for the cooperatlve agreement stands at $4 453,193 A I D has extended the grant c~mpleuon 
date to 30 June 1994 w~th some nddmonal funlng 

IRI actuallv began program initiatives before the AID cooperative agreement was s~gned Due 
to the scheduling ot elections in Azerbijan IRI began program implementation with a retroactive 
spendmg memo Thev were the first NGO to begm  ork king w~th the NIS Task Force under a 
cooperatlve agreement When the cooperative agreement was finally signed, IRI was operanng 
rn Russla and Centrdl Asld on NED funding Due to the fact that new inrtratrves in those 
counmes focused on sim~lar program objectives to those of hED, AID requested that IRI 
complete the NED work pnor to AID implementation to avoid confusion and grant overlaps 
With a large IRImED Centrdl Asia Conference in June 1992, an IRI/AID Azerbqan elecaon 
observation mlssion in  June and extensive IRVNED traning missions in Russ~a dunng the 
summer of 1992, IRI could not begin full AID progmm implementation until September IRI 
opened its Moscow office in January 1993 

ORIGINAL ADDITIONAL REVISED 
BUDGET BUDGET BUDGET 

Management $435,000 ($226,98 1) $208 ,O 19 

Russran Federat~on $654,000 $1 785 076 $2,439,076 

Azerbijan $296,2 15 ($233 72 1) $62,493 

Asia North $323,000 $646,424 $969,424 

Asia South $135,000 $532 189 $667,189 

TOTAL $1,896,2 15 $2,557,278 $4,453,492 

Reports from A I D  grant managers indicate that basically sound financial management and 
accounting pracuces are followed by IRI Like many of the other grantees, IRI reported delays 
in approval of amendments and obIigation of funding, combined w~th lengthy contracung 
procedures IRI appears to have done a goad job of funds accountability and financlal repornng, 
however USAID reported some frustration wth inadequate repomng on program acaviaes and 
the lateness of submission 



A Inputs, Actrvrt~es, and Delwerv Mechanisms 

IRI utilized a decentraiized grass-roots model of political development in Russla Once on-site, 
the Resident Program Officer devoted a large amount of start-up tlme to political and party 
assessments throughout the region developing contacts and buildlng networks of acuvists to 
participate in trainlng pro_mms and to serve as local trainers 

I 

Seminars are the principal methodology for IRI political pmy training The seminars feature two 
lntense davs of lectures, small group d~scussions, role-play, simulauons, and workshop 
applications of new sk~lls The god1 is to build a grass-roots structure dt the local and regional 
level which can be mobillzed for natlonal action IRI's approach involves follow-up traming and 
observation vislts as dctlvities to reinforce euly contacts, and to identify pamcipants for 
leadership trainlng conducted with the national parties IRI 1s now complet~ng the first cycle of 
pany development at the local level and is moking to reinforcement, follow-up, and 
consolidation 

Flndlly, one other technique used by IRI 1s worthy of special mentlon ~ t s  preparanon of 
international and U S experts as facilitators The training team receives three rounds of 
onentdtion 

1 In the U S , the volunteer aalners are given basic background infonnauon on the 
assignment 

2 After amving in the country, the resident representatwe undertakes a second round 
of onent,ition, bnefing, and planning for the seminar 

3 Once on-site the ent~re t e ~ m  completes site onentation and begins a round of 
 discussion^ with partv leaders locdl officials and other interested groups A 
soclal gathenng is held on the ete of the semmar to bmd relationships, begin 
soclallzation, and help create Ltn atmosphere ot fnendship and informality 

Trainers and field staff reported that this onentatlon provided a solid onentauon to the mning 
and minimized culturally lnsensmve reference3 dunng the program 

Russian Federanon 

After some initial workshops in Moscow, pnor to the A I D grant, IRI moved to establ~sh a 
network of contacts and potential tralning sites in 18 to 20 clties and towns throughout Russ~a 
Working with the Democrat~c Russia Movement (DRM) IRI was able to launch ~ t s  assessments, 
identifv contacts and establ~sh plans for polltical party traning Subsequently, when the DRM 
faltered, reportedly, for falure to provide the broad support, leadership, and vision requued by 
its loose confederauon IRI was well posktioned w~th a broad range of other polltical pames and 
connnues ~ t s  work with former DRM members and other emerging party acumsts Specid efforts 



are made to encourage women to attend the seminar5 (sometimes as high as 40-50% of 
dttendees), and to identlfv women participants for specidl issue? conferences targeted to women 
leaders 

Programmmg has included mfrastructure support (some tvpeunters and a pnnting press) and 
training on grassroots partv development, partv leadersh~p conferences pol~tical party mning  
and a qenes of women s conterences 

The program in Russid was conducted In coordination w~th the DRM ~ t s  group members and 
dffiliated orgdnizations in the Interest of promoting a better understand~ng of democracy and the 
grass roots approach to pol~t~cal organization The IRI conducted a senes of semlnars which 
focussed on basic democracy education and the fundamentals of politlcal and organlzatlonal 
development of political parties Part~cular emphasls was placed on creating party smctures, 
organization and manqement techniques, office operations leadersh~p responsibil~ties and 
internal communication 

Yanonal representatives of DRM were invited to attend the local seminars to encourage improved 
vemcal networking and communlcatlon as well as to clanfy the identity of the movement in an 
increasingly cluttered field of polltical contenders In add~tion, the inclus~on of nanonal 
representatives allowed the Coordinating Council to better assess the strengths, weaknesses and 
needs of the local orgmzmons 

The recent elections in  Russia accelerated the pace of traning, contact expansion, and 
remforcement Observauon teams for both the Apnl 1993 referendum and the December 1993 
elect~ons were deployed according to a complex set of cntena 

Central Asia 

In Kazakhstan and Kvrghyzstan, IRI operates ~ t s  program through a Central Asia Office located 
in  Almaty It  is a smaller otfice than the Moscow office and is staffed by a Resident Program 
Officer and a Program Assistant 

In Kazakhstan and Kvrghyzstan the IRI program began with a careful assessment of the politlcal 
chmate and potential party lmsons Unlike Russia uhere the DRM offered a vehicle for 
developmg contacts in the targeted cities, targeting potential participants In these counmes had 
to start almost from scratch The program has included general insutunon buildmg conferences 
and work with women in politics 

The first round of seminars, due to 1ogmca.l and poiincal cucumstances, were held at central 
locatlons rather than d~spersed around the country 

In Uzbekistan and Turkmenistan the program began with two high schools where IRI crafted a 
senes of mning  programs, workshops, and community development interventions wlth a small 
number of young people Young people and teachers are forming networks to undertake small- 
scale self-help prqects Youth festivals are planned with a large conungent of internationally 



renown tramers presenting seminars workshops dnd exercises tocued on vouth leadership and 
lnltiatives democracv politic~i awareness and shmng mternat~onal expenences 

The evaluation team was not in a posmon to properly assess the relatively small components for 
Georgia dnd Azerbaijdn We understand that pre-election dsslstance in Georgia was discontinued 
because of the outbreak of c1\11 insurrection While in Azerbaijan, U S legal injunctions made 
it  exuemel\ d~fficult to operate the planned election monitoring assistance program 

B Outputs 

C 

Russia Federation 

IRI In Russia completed the first round of 10 political communication and campaign preparedness 
semlnars involving approximately 800 partv leaders addressing a vanety of topics as reflected 
in  the table below Bv the close ot 1993 nearly 10 000 Russian language civic education and 
political trainlng manuals were dismbuted throughout the Russian Federation 

Table 1 
IRI Trainmg Programs 

Russ~an Federat~on 

LOCATION 

St Petersburg 

Novgorod 

Saransk 

Voronezh 

Chelyabinsk 

Barnaul 

Khabanoush 

Voronezh 

Archangelsk 

Berezniki 

DATE 

3/92 

3/92 

5/92 

5/92 

7/92 

7/92 

9/92 

12/92 

2/93 

3/93 

TOPIC 

Civ~c education Party organization 

CIVIC education Party organization 

Clvic education 
Party organization 

Civlc education Party organlzationl 
Carnpagn preparedness 

Civic education Party organizatron 

Civic education 
Party organization 

Civic education 
Party organization 

Political Communicauon Campaign 
Preparedness 

Party organization, Pohtical 
Communicanon, Campaign Preparedness 

Political Communicauon and Campagn 
Preparedness 

# OF 
PARTICIPANTS 



F\lovgorod 6/93 Women s Conference 

Kemerove 8/93 Polltical Commun~cation and Cmpagn 
Preparedness 

Irhutsh 8/93 Polltica1 Communication and Campaign 
Preparedness 

Moscow 9/93 Polma1 Communication and Campargn 
Preparedness 

Perm 1 0193 Polltical Communication and Campaign 
Preparedness 

In addition IRI provlded infrastructure support (commun~cations, commodities, specifically 
typewriters and a pnnting press in conjunction with NDI) to numerous regional communicauons 
centers to be shared by dlverse parry groups and codlitions Pnor to the 12 December elections, 
IRI organlzed and executed a poll watching and ballot integrity tranmg program on short notice 
In 12 locations and mobilized and supported a 25-person elect~on observation delegaaon 

Seminar participants were enthusiastic about their IRI tralning expenences They were unpressed 
w ~ t h  the pace dynamism, and expertise of the trainers The techniques of role-playing, 
simulanons of meeting and press conferences, and how to effecuvely use TV for polrucal 
education and campaigning were new expenences for these participants 

Some observers expressed concern that IRI limited its audence to compauble party groups or, 
by exclusive recruitment practices to preselected reformers or categones of reformers It is 
clear that some bias could potentially creep Into the pamcipant selecuon process smce IRI 
frequently relied on its local contacts to conduct the rnltial sollc~tatlon for ~ t s  traning programs 
Sometimes thls W ~ S  by word-of-mouth and resmcted adkertising by well-intenuoned reformers 
who thought democratic political party training should be reserved for reformers and not 
cornmunlsts and nationalists 3 

The staff IS aware of thls issue and has med to avoid practices construed or perceived to be 
paman IRI was able in some circumstances to expand the adverusement or to broaden the 
lnvitatlon list for its semlnars once it arnved on the scene Its pracuce is to accept all 
participants who showed up, regardless of party affiliation The IRI tramers suggested, though, 
that it was not unusual for some participants either not to show up or to leave early m the 
seminar after findmg out about IRI, ~ t s  U S association, or the seminar content Although 
admittedly a small sample, a round-table discussion by former seminar pamcipants in V ~ ~ m r r ,  
Russla, organized by the evaluators, revealed a smkingly &verse group of women, men, 
democrats, socialists, an agrarian, and a communist who had equal access to the IRI program and 
lauded ~ t s  valuable effects 

The Russian parliamentary elections crystallized an unprecedented degree of cooperanon, 
informanon shanng, and overall coordination among the NGO community, the U S Embassy and 
bS,lID IRI was recognized for its useful clearinghouse operauon for internauonal observers 



Central Asia 

In Kazdchstan and Kvrghvzstdn IRI completed d senes ot ux political development conferences 
desp~te senous undulmons in the local pol~ticd environnlent and suspension of its registration 
Three ot the conferences In the pol~tical c~mpdign/election \enes were moved to Bishkek to 
dccommodate the mueased numbers of Kazakh\ ~ntere\ted In the traning These pamcular 
conference, were keved to torthcoming elections in both counmes As a result, there was 
demand for more one-on-one training for Kdzakhs in Almaty after the conferences in Bishkek, 
and such uainlng was prov~ded 

r 

In addmon to its conterence centerpieces, IRI Almatv engages in, and has completed, an 
ambitious array of regional dssessments and informal party development meenngs in locations 
throughout the two counrnes conducted women's round-table discussions developed programs 
and lectured at Kazakh State Universitv Departments of Journal~sm and Pollncal Science 
sponsored a 'model parliament' program for a local high school, and prepared innumerable 
lnformanon circulars from 'hews and Analvs~s from the Steppe to situanon reports 

In  Uzbekistan and Turkmen~stan the oppressive conditions make even modest accomplishments 
significant IRI has been dble to maintain ~ t s  presence in each of these counmes, been allowed 
to establish an office In Tashkent has worked w~th teachers in the high schools and officially 
reglstered a vouth festival involving international organizdtions From all over the world w~th the 
Uzbekistan government Two counterpart institutions are now the site for youth development 
traming, community outreach programs and training of vouth and adult tramers Several women 
leaders and ful~tators  attended the IRI women s conterence In Yovgorod, Russia 

C. Impact 

IRI's work In the counmes vlsited appears to have made an impact on the clients they have 
served Changes were noted In the behavior of indiv~duals and In the operations of some 
polltical organizations however lt is too tenuous dnd probablv too marginal to measure The 
degree ot Impact has vaned depending on the polit~cal cllmate and electoral timeframes as 
discussed above 

IRI has trained a substannal cadre ot political party leaders, more than 1,000, who reported to 
the evaluation team a high degree of personal growth in polincal slulls, monvation, and atntude 
Several participants of IRI seminars have been elected to the new Russian Duma and Federanon 
Council One recently elected Deputy told the evaluators that his enhre poliacal educanon came 
from IRI seminars and support services He claims to have always had a reformer's streak but 
his hfe as a geologist and journalist never prepared him for an acnve role in poliacal reform 
IRI dld that for him 

Through its seminars and one-on-one consultations IRI has conmbuted to inspmng and 
empowenng voters to take an active role in the polincal process and serve as political canddates 
Nevertheless it is important to note that tremendous polihcal and social change must occur 
before democranzatlon 1s successful at the nanonal, regional and local level in the NIS These 
challenges wdl be substantla1 and these efforts, by definition, will have to be iniuated by the 



voters of the NIS C m g  the outcome of elections or the pdce of pol~tlcal reform as measures 
of IRIS effectiveness IS not appropnate m c e  direct linkages are costly to trace in these kmds of 
programs 

Participants expressed some hesitanon about the usefulness dnd cost of replicating these 
techniques in  Russla The participants also felt that the trainlng program should blend Russian 
realit~es and Russian evpenences into the program rdther than relying too much on an Amencan 
model 

In the southern tler of Central Asia, ot courqe, IRI lr  st111 at a very modest, small scale 
input/output stage, wlth onlv mlnute measures of impact But it is premature to 'establish 
correlation with IRI activ~tles and cenamly when compared to the slze of the NIS, one has to 
be realistic about levels of achievement under the best of circumstances 

D Grantee Future Dlrect~ons 

IRI plans to contlnue to remforce ~ t s  current actlclties and expand ~ t s  target groups and 
geographic coverage To date virtually all the political development work has been d~rected at 
widelv dispersed regiondl urban centers Efforts should contlnue to link local, regonal, and 
national pmv networks into sustd~nable polit~cal actlon structures 

The elect~on-onented mentdlltv should give way to long-term sustamable polincal development 
and constituency building Pdny unlty needs to evolve Into leglslatlve pollcy coai~nons IRI also 
wants to expand ~ t s  train-the-trainer program and to build more participation by NIS party 
operatives into ~ t s  training programs 



d MANAGEMENT 

A Grant Management 

Management bv IRI 

IRI management successful because of the personal ininanve and indusmousness of the ennre 
staff both In Washington cind in rts field offices IRI staff and volunteers are skilled and 
accomplished for thelr relatively young age There may be a generation gap issue, but as one 
IRI staff member stated with good expenence demonstrable skills and professionalish we can 
overcome skepticism about our age ' The tramers and permanent staff were held In high regard 
Cnticlsm from trainees wds constructive and focused on the need to blend Amencan and NIS 
expenences avoiding costlv or unadaptable tralning methodologies, and avoiding Amencan 
preconceptions and models IRI is very sensitive to these concerns and is traning local tramers 
as one means of addressing this issue The qualificanon of the uamersJfield staff was not an 
issue articulated bv beneficlanes 

IRI effectivelv recruits volunteer trainers to supplement permanent staff for its seminar programs, 
one-on-one consultations, youth festivals and women's conferences 

IRI's procurement ot equipment appears to be modest as a percentage of overall grant funds 
It has been directed to supporting shared communication facilities in several regional locanons 
This equipment was mostly typewriters, and a pnnting press a joint purchase with NDI By 
dealing in the local economv IRI has found imaginative ways to cut costs in its field operations 

The IRI evaluat~on plan refers to specific indicators such as membership lists, activity profiles 
for leaders and political panies, establishment of local offices/organizatlons, communicanon 
plans local/national coordination and structures recruitment of candidates, and party coordmation 
of platforms dnd legislanve policy Some of these things u e  occurring mclulng the informanon 
management tasks Program expansion is contingent upon addit~onal funding 

The evaluat~on team has some concern about over-extension and burn-out among the resident 
staff in the YIS The nature of overseas assignments and generally shorter contractual periods 
of resident program officers can lead to tensions in the workplace The funous pace of activities, 

frusnating work conditions, and Incessant demands on field staff can cause dwuptlons in 
program quality In one seminar observed by an A I D consultant, the Resident Program Officer 
had to assume full responsibihty for the presentauon when TDY traners faded to arnve 

The evaluation team heard reports of excessive turnover in key program officers in 
IRWashington suggesnng the possibility of problems in management within this ofice IRI 
reported that turnover with staff was not excessive but routme for NGOs, however, the need for 
a long-term plan to provide program direcnon and conunulty was acknowledged 



IRI is an effectlve production machlne but there are uarning slgns which suggest that ~t m~ght 
be appropnate for IRI to re evamlne it\ resourceltask balance consider addmg staff In some 
areas, and reevaluate whether or not it  IS over-commmed either under the cooperatwe agreement 
or to pol~tically dnven internal demands 

AID has dlso criticized IRI's program activlty in the southern tier of Central Asia because lt 

emphasizes long-term democracy budding over more Immediate, hlgher Impact poiincal mning 
and study tours techniques IRI firmlv belleves that political conditions are too inimical to 
success and safety to pursue such a frontal campaign Reportedlv, U S Ambassadors in Tashkent 
and Ashkabad agree with IRI and funher suggest that LSAID Almaty's strategy is inappropriate 

for their countnes They suggest a more tadored approach that accommodates the political 
realities of whats both posslble and feas~ble IRI's assignment of a resident program officer to 
Tashkent satisfied pan of this concern of USAID Almaty, IRI w ~ l l  connnue to pursue its current 
strategy within the \outhem tier until polltlcd pressures ease 

In its 1992-1993 survev Freedom House glves Uzbekistan and Turkmenistan pol~tical nghts 
ratlngs of 6 and 7, respectlvelv with a 7 as the lowest possible rating 

Management bv A I D 

The compl~cated approval authonzat~on, obligation, amendment, contracnng, and country 
clearance procedures impede foster the flexibility necessary for NGO success in the NIS There 
have been mixed s~gnals on policy guidance shiftmg emphases and pnonaes, and redundant 
reviews and reports 

According to AID, IRI's proposals are generally very comprehensive, and thoughtfully crafted 
A I D would like to see more detsuled reporting of outputs achieved, inhcanons of impact, and 
some recounnng ot problems encountered The evaluators d ~ d  not see a comprehens~ve 
implementation plan ds required by the cooperative agreement Also, there was no evidence of 
d self-initiated mid-term evaludtion that was required in the agreement 

A I D has made limited viws to NGO project sites and headquarters IRI and other grantees 
have requested more frequent advice on policy changes and program duecaons, and work with 
dl1 the grantees to coordinate program activltles and shanng of informauon The senes of 
AIDlState round-tables leading up to the Russian elections was a fine example of workmg 
together On the other hand, IRI has had more difficulty eliciting an interest In AIDiW or the 
USAID in on-site observation or visits Only one AID/W officer in 2 years had observed an IRI 
field acuvlty, and v~sit from U S A D  staff, (who are closer to the acuon) are not much more 
frequent It was reported that staff only rarely observe programs and mnings To date, no 
senior level officers have pamcipated in an observation team 

B Organmt~onal and Inst~tutronal Factors 

Both A I D and IRI have been under tremendous operanonal pressure dunng the rapid build-up 
of the NIS assistance program The principal cnticisms leveled by pamcipants at the IRI 
programs include (a) the difficulties and cost of rephcatlng some of the methods in follow-on 



tralnlng prognims and (b) the desire to meld more ot the Russian expenence into the tranlng 
program IRI IS sensmve to these concerns dnd has attempted to identify potential trainers in 

each audience, work~ng with these ~ndividual\ to dekelop lnd~genous trarners for subsequent 
seminus 



1 IRI hds effectivelv promoted the development of democratic processes in elections in the 
four counme9 vis~ted bv the evnluanon team They are lnternat~onallv recognized as an 
effectwe prov~der of needed techn~cal assistance and pol~tlcal party and electlon trainlng 
W~rh manv of the beneficlanes, it IS possible to see the Impact of these programs In 
restructured organlzatlons and more efficient planning of campaign activlty With other 
beneficlanes quantification 1s more difficult 

I 

7 - The evaluat~on team was impressed with the quality of both contacts and programs 
developed bv IRI, desp~te the challenges inherent In developing programs to reach 
polmal activists In isolated parts of counmes wlthout communication lnfrasuuctures 
The~r  early collaboraaon with the DRM appears to have given them an organizing 

advantage early In the program In Russia 

3 IRI staff are ot a hlgh ca'me demonstranng both t e chca l  competence and professional 
commitment however IRI appears to be overextended organ~zatlonally At nmes, the 
staff appears to be overworked and too busy fur proper lnternd team bulldmg and 
dlaloging about pollcv, strategy, dnd expenences The field staff is seen as only 
operational or implementation onented Strategy and policy are defined In IRI 
Washington Yet on some Issues the field seems to be free-wheellng and plann~ng its 
own activities w~thout strategic and programmanc monitonng from Washington 

4 We presume that IRI IS proud of its flat organizdt~onal and cham-of-command profile 
Its self-mot~vatlon at all levels IS remarkable But we conclude that some of the 
symptoms reveal what appear to be a loss in coordination and communicauon--perhaps 
management overextension Some tension seems to exist between Washington based 
program officer5 and resident program officers Back-stopping reportedly can be uneven 
or slow And several IRI statf mentioned the falrly high turnover in program and 
assistant programs officergas demmental to operations 

5 The IRI program is expanding very rapidly This expansion needs to be supported by 
developing mechanisms for managing the increased level of programmatic acuvity 



6 RECOMMENDATIONS 

IRI needs to undertake an internal management review to determine if it has the nght 
numbers and mix of staff resources Organ~zationallv is it configured to maximize 
coordination, communicanon, field back-stopping and management control3 

A svstem of Internal evaluations and self audits should be iniuated Evaluation should 
focus on IRI's own corporate strategy and strategic objectives as well as the objectives 
of its vanous cooperative agreements and grants r 

IRI operates at three dstinct levels of soph~sticanon and complexrty in Russia (the 
highest), Kazakhstan and Kyrghyzstan and Uzbekistan and Turkmenistan As each 
program evolves at ~ t s  own pace, a sustained effort should be made to vemcally and 
honzontally integrate activities to maintain the momentum towards Impact This appears 
to be happening in Russia as the second generation of mning activitres gets underway 
This practice should maintain the focus, concentration and impact about whrch A I D is 
concerned 

AID should be encouraged A I D to observe, pamcipate, or make presentauons at its 
training programs and conferences and to grve informed feedback on programs 

IRI should do its part to maintain the pracuce of coordination and informauon shanng so 
successfully performed pnor to the Russian elections 

Whrle being impressed with the IRI sentiments for trarner of mners, the evaluauon team 
came away from its field expenence with some concern that IRI do a better and more 
sustainable job of developing a cadre of indgenous Earners for its own seminars and 
assessing regularly the follow-on trmning rnitiatrves of the other seminar participants 

IRI needs to provrde more quanutative information to support its reports to AID The 
evaluation team was hard pressed to define the number of people tramed and rountrnely 
contacted by IRI 

USAID may want to examine its relanonshrp with the NOG's it is fundmg, mcludmg IRI, 
to rdenafy ways to increase collaboration and feedback 
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