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(1) EXECUTIVE SUMMARY 

1) PROGRAM CONCEPT 

I) Given the urgent challenges facing Mongolian democracy m 1993, the uncertamty and novelty 
of institutional relationshps and respons~b~lities, and the l m t e d  budget with whch The Asia 
Foundation/Mongol~a (TAF) was worhng, the set of concerns contamed m the grant agreement 
between the Umted States Agency for International Development/Mongolia (USAID) and TAF 
made cons~derable sense at the tune For purposes of thls evaluation therefore the basic 
conceptualization of the program appears to have been sound 

11) Three years later the underlymg logic of the strategy has held up well There have been 
changes m, or changed perceptions of, the dynamics of these three program components or 
'issue areas' as TAF refers to them, whch have called for adaptations by TAF, but they have 
not challenged the baslc argument behmd the strategy 

2) PROGRAM MANAGEMENT 

1) Programming of all h d s  appeared to be of very h g h  quality and appropriate 

11) Overall a very satisfactory level of people has consistently been selected 

in) Problem cases have been few in number and relatively m o r  m scale In each case TAF 
itself came across the problem and responded appropr~ately 

iv) Ths  program has a very strong record in incorporatrng women's participation 

v) TAF has provided some assistance to NGOs to help them become more self-sufficient and it 
probably could have done no more about sustamabllity at t h~s  stage 

VI) Ovenvhelm~ngly grantees rated the flexibility and responsiveness of TAF hghly 

vil) TAF for its own internal management and analytical purposes (whch in turn would have 
assisted In its response to USAID) might have given more attention to developmg a more 
effectwe results focus In ~ t s  management of programs 

viii) The ratio of admmstrative to program cost of the USAID grant does appear hgh, and 
clearly the program moved more slowly than had been anticipated But the evaluator accepts the 
argument for a gradualist approach to managmg a program m such a new environment and with 
such fraglle institutions Based on the state of the local institutions on whch the program had 
to be built, results achieved particularly m the area of civil society, and on the value added by 
TAF, it is concluded that USAID has recewed a good return on its money and that the program 
is a credit to both USAID and TAF 



3) PROGRAM RESULTS 

1) Representative Government Although some of the efforts may bear fruit under a new 
Parliament, the results amount to a modest unpact of a small set of lnltiatlves In the vlew of 
the evaluator, however, these very few illustrations mdicate that it is possible to make strategic 
mterventions with modest amounts of money, and that work with Parliament (dlrectly, or 
mdlrectly through NGOs) is deserving of reconslderaoon 

11) Legal Educat~on and Reform The work w ~ t h  the Chef Justice and Supreme Court was 
probably strategically sigmficant, and the early exposure to change of large numbers of judges 
from all across the country must be seen as useful Overall, however, h is a lmted  set of 
results, based on a relatively small program of undertakmgs, spread over too many sub-themes 

ill) Popular Partic~pation/Clvil Soc~ety Clearly m t h s  area, particularly among women's 
orgarmations, considerable headway has been made There are both dlrect early unpacts and 
broader longer term results affectlng relatively large numbers of people many of them rural, 
some early lnstitutlonal strengthemng, and some mterllnked effects, for example in work on 
elections, Parliamentary responsiveness and press freedom With the results of the most recent 
election, a number of irutiatwes such as the work wlth the Parliamentary Secretanat, the draft 
media and NGO laws have a very hrgh llkellhood of makmg progress The June 30 electlon itself 
reflects well on the work of TAF 25 candidates who ran for Parliament were TAF grantees, 
16 men and 9 women, of these 10 men and 7 women succeeded 

4) RECOMMENDATIONS 

Recommendations 1-4 focus on suggested means for substantively lncreasmg program 
Impacts through seelung cost effective or cost savmg techmques such as electromc media or 
traimg as a means to more t r a m g  rather than an end Recommendations 5-8, whle reinforcmg 
the Idea of augmentmg unpact, stress the need for analysls (of scale and depth of problems), 
strategic plamng and design and momtormng of results Recommendations 9-12 lnclude a 
selection of Ideas for enhancing the quality of the program 

More in-country tralmng 
More t r a m g  of tramers 
Usmg Government networks 
Scaling-up programs 
From exposure to competence 
From concept to coverage 
Focus groups 
Strategic p l a m g  and results focus 
Women's r~ghts as human r~ghts 
Sustamabilrty 
Enhancing economlc lrnkages 
Broademng the net of local partners 
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SECTION 1 EVALUATION METHODOLOGY 

There were two prlrnary sources of materials, namely documents and i t e m e w s  

1) DOCUMENTARY SOURCES 

The following categories of documents were consulted 

a) The 'fundamental' documents were TAF's project proposal (1993), the grant agreement 
between USAID and TAF (June 1993), a few no cost extensions, TAF's Strategic Objective 
Framework (September 1995) and Workplan (October 1995), USAIDIMongolia Action Plan for 
FY 1995 - FY 1997 (1995)' USAIDys R4 Document (March 1996), and USAIDIMongolia 
Democratic Imtiatives Strategic Objectwe (SO) Number Two (May 1996) 

b) 11 Quarterly Reports wfuch contam brief descriptions of projects, financial and expenditure 
details both periodic and cumulative, justifications and explanations both programmatic and 
adml~llstratrve, some rnentlon of results of projects, numbers of beneficiaries dlrect and mdlrect, 
disaggregated by gender, and occasionally problems that arose dumg the course of the quarter 
These are bas~c management documents supplied to USAID under the terms of the grant 
agreement 

c) 24 of 41 Project Flles whlch lnclude all the admmstrative arrangements, programslagenda 
schedules/course curricula, consultant reports, correspondence between TAF and the grantees 
and with USAID (lncludmg the required project proposals and post-activity reports and 
correspondence), and with TAF San Francisco, and grantee reports 

d) TAF Fiscal Year P l a m g  Budgets and Annual Reports 

e) Background reading (some of it provlded by TAF San Francisco) on Mongolia and human 
nghts and documents/studies supplied by other donors such as UNDP and ADB 

The following interviews were carned out (see Appendlx 1 List of People Contacted) 

a) Interwews with The Asia Foundation officers in Washington DC and San Franc~sco on 
general guidmg operational principles of the Foundation, its work m Asia and Mongolia, and 
more specifically wlth the responsible officers about specific programs such as vislts, study tours 
and conferences undertaken in Mongolia and with Mongolians 

b) Consultants based in the US who had worked on programs m Mongoha or who had helped 
with programs for Mongolian grantees in the US about these activities focused on qualm of 



programs, support from The Asia Foundation m Asia, Mongolia and the US, and quality and 
appropriateness of grantees 

c) TAF and USAID staff in Mongoha on an on-going basis on all topics concerned with the 
program contextual, programmatic and admlmstration 

d) Mongolians and expatnates in Mongoha on the political, soc~al and economlc context and role 
of other donors in the field of democracy and related fields such as privatization, the economy 
and poverty 

e) Mongolian grantees or those workmg for institutions receivmg grants These were core 
mterviews 

Some explanations need to be made about these mterviews smce the need for franlcness 
which is essential to such mterviews is not easlly achieved The difficulty IS that the commu~~.~ty 
of grantees, potentlal grantees and grantors IS a very small one and an envlronrnent of anonymty 
and confidentiality is not easily established Most people are grateful too and are unllkely to 
criticize the grantor In addition there would be a real fear about harming further opportunities 
for grants There was clearly a concern among some of the interviewees that the evaluation 
signalled an end to the TAF program and a number of interviewees made it clear that they 
wanted the program to continue 

There is no way of completely overcommg such a problem but every effort was made 
to assure the lnterviewees of full confidentiality I explamed that I was completely mdependent 
of TAF Where the interviewee spoke English I carried out the interview alone When I spoke 
to a Mongolian who could not speak Engllsh and who was not connected to a TAF program III 
any way, TAF staff helped with translation When I spoke with a Mongolian grantee who could 
not speak English, an independent translator was provlded In this last mentioned situation I 
explained that the translator was completely independent as well I ernphaslzed too that responses 
would not be 11nked m any way with the Interwewee or a program, but would be Included in a 
general discussion of what worked and did not work, lessons learned and recommendations In 
case mterviewees felt uncomfortable with providing criticism as such, I asked them to make 
suggestions for mprovements In one way or another I gave them every opportumty to make 
crltical comments, and some did so Finally I put the emphasis of my questions on concrete 
results, 1 e I pressed them to explam to me how exactly they had made use of what they had 
learned to contribute to democracy in Mongolia, and, where appropriate, asked for supportmg 
materials 

3) EVALUATION FOCUS 

In using the above sources the evaluation focused on the followmg Issues which form the content 
of this report 



Quality of Prograrnmmg 
Quality and Appropnateness of Grantees 
Value Added 
Gender 
Extent and Management of Problem Cases 
Sustalnabil~ty 
Flex~billty and Responsweness 
Focus on Results/Impacts 
Relations with USAID 
Value for Money 
Concrete Results 

Most of the findings on the above Issues are mncluded m the section on Program Management, 
but some are separated out for d~scussion in other sect~ons 



SECTION 2. PROGRAM CONCEPT 

Ths  evaluation will not provide a pre-1993 background to TAF programming or the 
usual brief hstory of Mongolia's political progress Ths  can be found m a good number of TAF 
and USAID documents 

The broad logic of the program, as conceived m 1993, was that wlth the basic democratic 
structures laid out m the 1992 constitution, this next phase would be one in whch the general 
formal principles of the constitution become operationallzed as new institutions would be created 
and old ones transformed It was anticipated that there would llkely be a period of testlng as 
these m.stitutions defined therr various roles and worked out then relationshps with each other 
the legal system, the Parliament, the citlzenry and the Government would all be challenged by 
ther new respons~bilities 

As Mongolia's dernocratlzation proceeded, therefore, TAF assistance would shft  to a 
strategy of consolidation -- bolstermg the young fraglle infrastructure of inst~tutions and 
processes recently put m place and ensuring the smooth and orderly contlnuatlon of the transition 
process To that end TAF's overall Mongolia program mtended to focus on strengthemg the 
new and mexperienced Parliament, legal system and a variety of advocacy/oversight mecharusms 
m the non-governmental sector, ~ncluding the media 

More specifically the Program intended to operate in the areas of Representative 
Government, Legal Reform and Education, and Popular Participation In very summarued form, 
the program proposal mutually agreed upon by TAF and USAID in 1993 hghlighted the 
followmg objectrves whch are paraphrased from the Agreement 

1) REPRESENTATIVE GOVERNMENT 

TAF's emphas~s would shft  from workmg on substantive constitutional areas to 
institutional development of the new Parliament itself and development of its relationshp wlth 
its citlzenry Prunary emphasis would be put on legislative responsiveness, effective support 
services and Parhamentary accountability to the people TAF would seek to acheve th s  through 
encouraging the Parliament to develop an effic~ent and effective non-partlsan Secretanat 
operating m support of legislators, and to develop Parliamentarians' understanding of substantive 
policy areas and the role that legislatures play in a democratic balance of powers 

2) LEGAL REFORM AND EDUCATION 

Each of the components of the legal system (procuracy, advocacy and judiciary) would 
have new roles, responsib~lities and challenges Amongst other deficiencies there was a severe 
lack of traimng, no professional Iicensmg exams, no concept of a legal profession as such, no 
tradition of mdependence, few legal officers had any experience dealing with disputes 



characteristic of democratrc and market oriented systems, and the judiciary had not assumed the 
mandate as the p m a r y  check on government power 

Therefore TAF s a m  was to help establ~sh an Independent judrciary, rncludmg attention 

to the Constrtutional Court and the Supreme Court, and to provrde trauung and programs to 
educate the public about thex rrghts Also TAF would give attention to the predicament of 
women, carry out CIVIC education programs for women, promote legal educat~on and t r a m g  
through academic programs, and through in-service re-tramng of legal practitioners 

3) POPULAR PARTICIPATION 

In the new clmate of free assoclatlon, new NGOs were startmg up TAF undertook to 
make a concerted effort to identify and support the embryonic NGOs, particularly those 
attemptmg to participate m publlc affalrs These might Include professional, advocacy, policy 
research, or special merest groups Also TAF would attend to broader Issues common to NGOs 
relating to legal, financial and management barrrers to then- progress 

It IS mportant to charactenze thls program at the outset, and m particular to point out 
what ~ t s  maln components lnclude and exclude Frrstly, ~t IS lnstltutionally based, that IS, it 
focuses on Parliament the judrciary and even wlth popular participation, it IS rnterested m 
NGOs Ths  ~nstrtutronal focus encompasses rnstitut~onal development, leadershp development 
w~thm these mstltutlons, and alms at policy reforrn though these institutional rmtratives In other 
words, the program is not pnmanly people-focused Furthermore, the institutions are formal 
ones rather than cultural, tradit~onal or alternate dispute resolutron type associations It follows 
that at least In rts early stages the program would be focused on activities and orgarnations rn 
the capital and work with middle class/elite/more hghly educated people, rather than givlng 
attention to poorerlless educated people livmg outside the capital It is also 'politically' focussed 
in the sense of concentratmg malnly (though not only) on publrc policy-mahng, adjudrcatmg and 
influencing agencies, and less so on worlung wrthm a broader political economy framework 
whlch might include efforts to rncorporate economrc policy, economrc partrcipation orland 
poverty concerns 

Gwen the lmrnedrate challenges fac~ng democracy, the uncertainty and novelty of 
institutronal relat~onshps and respons~bilrt~es, and the llrnlted budget wrth whch TAF was 
worlung, thls set of concerns made considerable sense at the tune and for purposes of t h ~ s  
evaluation the basic conceptualrzation of the program appears to be sound 

Three years later the underlying logrc of the strategy has held up well There have been 
changes m, or changed perceptions of, the dynamics of these three program components or 
'~ssue areas' as TAF refers to them, whlch have called for adaptat~ons by TAF, but they have 
not challenged the basic loglc behnd the strategy The scale and depth of the problems and 
lmgerlng recalcitrance to undertake reform may however have challenged TAF's capacity, based 
on a lmited grant, to make an Impact in all these areas and that too has led to some adaptatrons 



These dynamics will be dealt with more fully m Section 4 on Program Results, but m 
bnef it should be noted that whde some progress was acheved m each of the three issue areas, 
Parliament turned out to be less responsive to change than was anticipated, civil society (and 
most notably women's non-governmental organizations) more responsive, and the judiciary a 
more substantial challenge than may have been expected 



SECTION 3 PROGRAM MANAGEMENT 

In accordance w ~ t h  the Agreement w ~ t h  USAID, more specifically the proposal that was 
accepted in the agreement, TAF undertook to a d r a s t e r  the grant in accordance with ~ t s  
established procedures for developmg and admlnlstering grants to local mstitutions Under these 
arrangements each grant to a local rnstltution IS provlded through a Letter of Agreement that 
dearly states the project's objectrve and budget, the Foundation's expectations and the grantee's 
obligations It also specifies the grant's duration and provides for regular financial reportmg and 
substantive evaluation by the grantee 

Based on the sample of activlty fdes (over half) these procedures have been consistently 
followed Each of the requirements appears to have been fulfilled by both TAF and the grantee 
orgamzations The one exception to h s  IS grantee reports A few were not found m the fdes, 
and some are very superficial, amountmg to little more than a list of activltles Whde some 
account must be taken of language difficulties, and of problems of collecting reports after an 
event, some of these reports do not amount to the 'substantwe evaluations' requrred by TAF 

Further d~scussion of TAF's program management w~l l  take place under the followrng 
elght headmgs Qual~ty of programmmg, Quality of grantees, Management of problem cases, 
Gender, Sustarnability, Flexibil~ty and responsiveness to local needs, results focus, and 
Efficiency return on USAID Investment 

1) QUALITY OF PROGWMMING 

The evaluator gave attention to quality of programmmg including the appropriateness, 
tlmelmess, detail, care, support and reported util~ty of programs 

Some interviewees suggested lrnprovements for study programs These most frequently 
related to length of the program most wanted to increase the penod of the course, possibly so 
that a degree could be obta~ned (in general TAF does not provide fellowshps for degree 
courses), others in order to learn more Whle one m~ght anticipate that grantees would seek 
longer courses, the length of courses should contmue to be given serlous consideration A few 
suggested more practical penods/professional affiliations whch they sald were more useful to 
them as practitioners Also a few said they whle m the US they needed more support 
academically and socially and m Intensive English language traimg m order to benefit fully 
from courses Some found the scaIe of smaller state agencies more relevant to them than federal 
government agencies and thls was confirmed by a program manager in TAF San Franc~sco On 
programs delivered in Mongolia I heard very few complamts at all It rmght be noted that m one 
of the large legal trainlng courses less than half the participants filled m the evaluation form and 
there were some less than enthusiastic responses 

On the whole the programs -- and many were looked at in San Franc~sco and 
Ulaanbaatar-- prepared for study Lours or fellowshps or consultant workshops m Mongoha 



appeared to be consistently of very h~gh quality They were based on very careful and detarled 
preparation and select~on of topics and methods of presentat~ons seemed professionally excellent 
In the overwhelming majonty of cases grantees and grantee orgamatlons were very pleased with 
the programs arranged for them and with the support they received 

Quality of programming of all hnds appeared to be of very high quality and appropnate 

2) QUALITY OF GRANTEES 

There were a few cases m whch it was noted by lnterviewees that people were not fully 
- 

appropnate, and had not been completely engaged m programs, and it was suggested that 
posslbly thls IS somethug an orgamation llke TAF has to do from tune to tune for 
- 

polltical/diplomatic reasons Also on a few occasions it was suggested that people who were sent 
to the US may have benefitted more if thelr English were of a hlgher standard These sorts of 
points were very much the exception Based on many reports from host mstitutions and 
consultants who worked w~th Mongolians abroad or in-country, the conclusion 1s that overall 
great care is taken m selectmg hgh  quality candrdates 

A separate point was also made that some of the grantees do not stay very long with then 
ongrnal departments or agencies when they return from the US, but as thmgs stand there is not 
much that can be done -- although this IS subject of a recommendation 

Overall, a very sat~sfactory level of people have consistently been selected 

3) MANAGEMENT OF PROBLEM CASES 

There was a total of five cases m wh~ch the Foundation's grantees e~ther mismanaged 
funds or changed personnel selected for study tours without agreement from TAF In another 
case a grantee made use of funds to employ a relative The evaluator came across three of these 
in TAF Quarterly Reports and three were conveyed verbally All SIX were picked up by TAF's 
own momtorrng system 

The evaluator also learned from interviewees about these problems Sometunes they 
confirmed these events m thelr own orgamzatlons In other cases they were mentioned or 
rumored by way of cntlclsm of TAF or a particular NGO's management Not surpnsmgly m 
such a small community, I found such rumors or reports to be mainly accurate m the sense that 
they accorded with TAF's own experiences and versions, but they went no further In other 
words, while rt is posslble that there are other problems of which TAF IS unaware, I did not 
hear of any from respondents who were ready to crlticrze 

In each case TAF has become aware of the mismanagement and responded quickly It 
demanded the money back and where approprlate it followed up by trying to asslst with 
strengthemng the financial management of the organlzatlon Where further cooperation was 
lnapproprlate TAF ceased working with the orgamzation In most cases the orgarmations 



concerned have fired the person responsible In one case the money has not been paid back 
desp~te efforts by TAF, and this case wrll go to court, and In another case most but not all of 
it has been paid back, and the grantee is contmumg with a bonafide effort to repay 

These problems are to be expected in a new program where the culture and role of 
private voluntary orgamzations is such a novelty and where money and jobs are so poorly paid 
or unavailable, cases have been very few m number and all examples of problems have been 
relatively minor m scale In each case TAF itself came across the problem quickly and 
responded appropriately 

4) GENDER 

Attention to women and gender IS a central component of t h s  evaluation Clearly thls 
program came to focus effectively on women's orgamzatlons and women beneficiaries, not so 
much as a result of a declsion by TAF to do so, but rather as a consequence of the very positive 
response from women The program's mtial conceptualization itself does not appear to have 
given attention to substantive gender issues, say as part of a legislative agenda or m the area of 
legal reform and human rights (and tlus may be somethmg TAF may want to consider m future), 
but the women's orgamzations with whch TAF has cooperated have done so very effectively 

As will become clear from the discussion of Program Results in the next section, (and 
as IS mdicated by the gender dlsaggregated number of beneficiaries discussed below) th~s  
program (m rts later stages bolstered by funds from APWIP) clearly emerges with a very strong 
and effective record in encouragmg and mcorporating women's participation and increasmgly 
the mclusion of then- concerns 

5)  SUSTAINABILITY 

Thls is an essential long term goal for all assistance, more so for the type of institutional 
strengthemng in whch TAF IS engaged In a country as poor, and going through as a difficult 
an economlc transition as Mongolra has expenenced, sustainability is however as difficult a 
challenge as ~t is mportant 

At the earhest stages it IS probably more lrnportant to get thrngs movmg, set precedents 
and examples, provide exposure, pass legislation, tram and educate, respond to lrnrnediate 
problems etc, and to ensure that agreements and therefore objectives are achieved and lessons 
learned Sustainabil~ty Issues may come second 

TAF appears to have made efforts to encourage NGOs to seek fundmg from other donors 
and some have done so successfully, provided a series of well received and practically focused 
NGO workshops and one-on-one advisory consultancies on strengthemg NGOs, their financial 
management and fund raising capaclties Of sigmficance too have been a systematic series of 
efforts (which, given the election results may achieve results some tune soon) to pass legislation 
which will facilitate the NGO commumty s capacity to raise funds 



Given the circumstances In whrch the NGOs are operatmg, the evaluator did not thmk 
~t would be productwe to attempt to assess sustainab~lity prospects of ~ndividual NGOs, and 
therefore only a few generalized comments are appropnate TAF has provided assistance to 
NGOs to help them become more self-sufficient and it probably could have done no more at this 
stage Gwen the dlrectlon of USAID fundmg ~t will nevertheless be essentral to thmk ser~ously 
about thls matter under future programmmg 

6) FLEXIBILITY AND RESPONSnTENESS TO LOCAL NEEDS 

There were a few complaints by grantees about TAF management bemg inflexible on 
occaslon (for example, its insistence on non-partisanshp), about micro-management (for 
example, over relatively mmor expenses), misunderstandmgs resultmg from grantees' lnabllity 
to cornmumcate effect~vely m English, lack of consistency m providing institutional support, and 
final decis~ons d u n g  too long, so leavmg the reclplent m a d~fficult position It was also noted 
that other donors provided larger grants From my understanding of the specific issues and 
examples involved, TAF would have responses to most of these comments 

But of more mportance to t h~s  evaluation is the fact that these comments were mentioned 
in mdd tones and were very much m the mmority Overwhelrnmgly grantees rated the flexibility 
and responsiveness of TAF hghly, and examples were given of tmely assistance takmg full 
account of local needs A number commented that TAF seemed to have a strong understandmg 
of the situation m Mongoha, and of the needs of local orgarnations Some clear examples were 
prov~ded relating to the media law mtlatlve after the hunger s e e ,  the election law proposal, 
and the formation of the women's coalition Even a few of those who had been taken to task for 
rmsmanagement acknowledged that they had been dealt w~th  falrly and constructively 

7) RESULTS FOCUS 

The program agreed to by both partles was very much focused on project activities 

combmed under three headmgs It called for TAF to nutiate or contlnue worlung in what 
appeared to be key areas, but ~t d ~ d  not present any baselmes nor d ~ d  it emphasize the 
measurement of results Ne~ther mdicators nor targets nor tlmelmes were required or provided 
Given the expemental nature of the program, such mdicators would have been of dublous 
value 

Durmg the second half of the program USAID began to take more mterest m a results 
orientation and m measurement In early 1995 some of the correspondence from USAlD begm 
to refer to results and objectives However the full process of USAID re-engmeering mcludmg 
TAF participation (TAF was part of the re-engmeermg exercise wh~ch establ~shed a Strategx 
Framework Charter) or intended for their later ~nformation (TAF was not part of the R4 
preparation which adopted the Strategic Framework) took place through December 1995 - March 
1996, that IS w ~ t h ~ n  the last 6 months or even 3 months of ths  program In March 1996, there 

- - 

was a refmement in the form of a USAID R4 document, the contents of wh~ch have not been 
conveyed to TAF But even as of March 1996 the design remamed mncomplete, there were no 



basehnes, no targets and no tunelmes, there were suggestions, but no management plan for 
collecting and analyzing the data, some of the many mdicators may have been very difficult to 
collect There is as yet no momtoring and evaluation plan for the Charter The R4 document 
itself called for surveys m the Summer, that is, after t b s  program is complete 

The evaluator is familiar wlth, and a supporter of the principles of re-engmeemg, 
notably thelr ernphasls on results, on setting reallstlc targets, on its 'customer' or people 
orientation, on partnerships w~th  local organizations, and on the flexibility left to in-country 
managers The on-gorng exercise m re-engineermg is clearly malung progress and wlll have 
validity for, and add ngor to, programmmg in Mongolia when it is ready, and it should be 
related very closely to whatever work TAF does with USAID money m future 

But it appears somewhat unrealistic withm the last 6 to 3 months of a program to expect 
a small NGO to set up a system for collectmg and measuring Impacts (far more conceptually and 
practically complex and more demandmg in terms of tune and money than collectmg outputs) 
at the levels of Strategic Objectives (whlch are normally assumed to take 5-8 years) and 
Intermediate Results (to be achieved 1-3 years) for this particular program All of h s  has taken 
place in an atmosphere in which USAID is cutting funds worldwide and future programrmng IS 

uncertam TAF has set in place ~ t s  own responses by way of a Strategic Framework (whch 
contmues up the year 2001) and Workplan, indicating some readmess to work along these llnes 
There are also some modest alterations m the format of the Quarterly Reports instead of 
reporting activities m chronological order, they are discussed under issue area headmgs and there 
IS more effort to demonstrate llnkages between activities 

In bnef, whle thrs evaluator belleves it wlll be advantageous to future programrmng to 
incorporate a systematic and realistic system of settmg and momtoring results, he also feels that 
under all of the above crrcumstances it was premature to requlre TAF to respond systematically 
to the re-engmeermg requirements for this program 

A slrnpler question relates to whether TAF might have itself been more results focused 
for purposes of its own mformation management (and therefore also been able better to respond 
to USAID's growrng interest m and need for results) TAF has provided a systematic collection 
of project outputs and sometunes the effects of those outputs, but there is less sense of clanty 
on what the dunensions of the problem are, and to what extent the combined unpacts of the 
vanous projects are succeeding in responding to those problems 

This concern wlll be dealt with agam under recommendations, but the conclusion here 
is that TAF for its own internal management and analytical purposes (which m turn would have 
ass~sted in its response to USAID's new needs) might have glven more attention to thls aspect 
of its work 



8) EFFICIENCY RETURN ON USAID INVESTMENT 

The amount of the USAID grant was $999 860, with direct program costs anticipated 
to be $558 650 It was intended ~mtially that the money would be spent in 18 months It has 
taken twce as long 

TAF's 11th Quarterly Report (with three months and about three projects to go before 
the end of the life of project) rnd~cated that total program cost thus far stood at $859 550 of 
which $404 986 had been spent on projects In other words the program has moved money at 
about half the pace that was rntended and spent a substantially higher proportion of the grant on 
admmstrative costs than was anticipated The two results are connected because by doubllng the 
tune for the program, admimstrat~ve cost rnevitably had to lncrease markedly The question then 
becomes more clearly focused on why expenditures on activities moved slowly Tlus needs to 
be dealt with first, but lt cannot be the p m a r y  question, because that must refer to the quantity 
and quallty of programmmg rather than smply the money moved 

In its correspondence w~th  USAID, TAF provides reasons Programs wlth Parliament had 
to be slowed down substantially once it became clear that Parliament was not respondmg 
Salaries and other costs are so low, and because of contlnuing devaluation, may be gettmg 
lower, m dollar amounts, that it is possible to make money go much further in Mongolia than 
had been anticipated TAF is carrying out other projects with d~fferent sources of funds many 
of which drrectly augment USAID'S democracy program TAF also prov~des close and careful 
adv~ce and consulting to ~ t s  grantees and thus the process takes much longer than might be 
anticipated Fmally, TAF clalrned that USAID requirements slow the program down 

The evaluator's observations are as follows Wlule it is true that USAID procedures do 
mev~tably slow down the process, US based partners such as TAF are fully aware of t h s  m 
advance and should try to take this Into account in advance All the rest of the arguments appear 
to be valid, and particularly that of low costs For an outs~der ~t is Important to appreciate that 
the most semor government officials and Supreme Court judges may earn the equivalent of about 
$60 to $70 a month Expatriate salanes nevertheless must remaln reasonably competrtive and 
therefore the balance between programmatic and admmstrative expenditures will inevitably 
change particularly so with the arr~val of a second expatriate A further justification, not 
mentioned by TAF, but whch the evaluator finds sigmficant was and remains, the uncertam 
financial management practices of the NGO sector on which the program has come to focus so 
heavily This defic~ency 1s emphas~zed in a number of consultants' reports, and borne out by 
problems with which TAF was confronted in a few cases with some of the most promslng 
NGOs (see above) The evaluator therefore accepts that a cautious management style which takes 
care to prov~de funds according to absorption capacity, and no more, makes sense m Mongolia 
Also a number of grantees confirmed that TAF usually does provide careful and substantive 
advice durlng the course of a grant 

In the 33 months covered by the 1 lth quarterly report 38 projects had been canled out 
(The average investment In ~nd~vidual activities stood at a little over $10 000 ) The program was 



therefore averaging about 13 USAID projects a year, plus more or less 5 projects a year funded 
from other sources but of direct relevance to h s  program, for a total of about 18 democracy 
projects per annum In relying on occasion on other sources to fund related activities TAF 
argues that USAID is gettmg value added Insofar as these projects relate to the agreed upon 
democracy objectives of the program ths  appears valid TAF has also on a few occasions 
cooperated wlth the Konrad Adenhauer Foundat~on and the Asian Development Bank in 
undertakmg projects The most recent work on civil society and elections did provide strong 
evidence of the benefits of such synergies It should also be noted that the pace of 
lrnplementation of USAID projects doubled after mid-1995 with the amval of a second expatnate 
and additional Mongolian program officer, and with agreement by USAID to ease the pre- 
proposal requirements 

TAF estimates that by the end of 33 months of the program, there had been a total of 2 
426 duect benefic~aries (1803 women and 623 men) and 14 058 mdlrect benefic~ar~es (12 168 
women and 1890 men) They polnt out, qulte correctly, that for many projects such measures 
are meamgless, for example a project that leads to the passmg of legislation, or improvement 
m the standmg committee system I would suggest too that m the 12th quarter the number of 
rndlrect beneficlanes, both men and women, w~l l  have increased rapidly due to a heavy emphasis 
on civlc educat~on of relatrvely large numbers of people 

The ratio of adrnlnlstrat~ve to program cost of the USAID grant does appear hgh, and 
clearly the program moved more slowlv than had been anticipated But the evaluator accepts 
most of the justifications put forward by TAF (and notes a few add~tional reasons) for a 
gradual~st approach to managmg a program in such a new envuonment and with such fragile 
institutions Based on results discussed m the next section, more so those m the area of c1v11 
soclety, and the state of the local institutional base on wh~ch the whole program had to be bu~lt, 
~t IS concluded that USAID has received a good return on its money 

In future, providrng the key instrtutlons, most s~gmficantly those m the NGO cornrnumty, 
live up to expectations and prove themselves rehable partners, TAF should seek to find ways 
of makmg a greater Impact, and where th~s  so requires, to provide larger grants to that end But 
the purpose needs to be to have an enhanced Impact not to move money 



SECTION 4 PROGRAM RESULTS 

As was discussed at the end of the previous Section, systematically testing for Impacts 
of the program against performance mdic&ors and targets agreed upon at the outset of the 
program is not poss~ble Nevertheless the program must be evaluated both on the bas~s of 
program management and the aclxevement of concrete results Every effort will therefore be 
made in t l s  section to link the changmg context of the program to the projects undertaken to 
results attributable to TAF activities In usmg the term 'concrete results,' the evaluator has 
sought to mclude only those consequences (sometunes referred to as 'outcomes' m USAID 
parlance) that go beyond outputs In accordance with the early stages of thrs program, these are 
results or outcomes whch are attributable to specific projects or (more often) sets of projects, 
and do not yet conform to notions of broad program Impacts 

Discussion of results w ~ l l  proceed under each of the three issue areas in the following 
manner 1) A brlef overview or framework of developments m each will be prov~ded to indicate 
the scale of the challenge, the operatmg envlronrnent m whlch TAF was workmg, and the 
changes whlch may have occurred and to wbch TAF needed to adapt 2) A list of projects is 
prov~ded together w ~ t h  the amount spent on each 3) Then an effort IS made to detect sub-themes 
w i k n  the issue areas under whlch results may be logically connected and the concrete results 
orgamed 4) Concrete results are llsted 5) A brief conclusion IS drawn about those results for 
each issue area 

1) REPRESENTATIVE GOVEfLWNT 

As a consequence of the electoral system m place durmg the 1992 parliamentary election, 
the rullng MPRP with approximately 60% support won 71 out 76 seats Essentially, in terms 
of representative polit~cs t h s  meant that Mongoha was close to bemg back to a one party 
system Change, so strongly encouraged by the 1990-92 lnterun Parliament, slowed down 
considerably as a result In 1993 the opposition cand~date (a member of the MPRP) won the 
Presidential election 

Of most sigmficance for t h ~ s  program, IS that it soon became clear that there was great 
resistance among parliamentarians to allowing thelr proceedings to become transparent, 
espec~ally to the public or the press Therefore on these fundamental aspects of Parliamentary 
democracy, namely open access, accountability and responsiveness of the institution and its 
members to the public, progress would be made very difficult For example, voting records are 
kept secret, information is controlled through the government press, visitors are allowed to 
observe for 15 m~nutes only (when they are allowed at all), individuals as ~ndlv~duals and not 
representatives of organlzatlons are allowed to observe, and there is no access to Parliamentary 
records or archives 

A second aspect of Parhament relates to its leglslatwe record Most documents and 
interviews seemed agreed on the following that Parliament at first had slowed down 



considerably the process towards democracy and liberalization of the economy, but later 
somewhat reluctantly and to some extent under pressure of donors, had moved ahead particularly 
on the economc front I was mformed by the Secretariat that in four years 170 laws, 140 
amendments and 400 regulations had been passed Smce 1993 laws have been passed c o n c e m g  
a new civil code, cornparues and partnerships, cooperatives, currency, env~ronmental protection, 
foreign mvestment, huntmg, mternational treaties, land, mmeral deposits, natural resources, 
pensions, polrce, pnsons, pnvatlzation, securrtles and taxes 

The assessment of observers is that whle the legislative output has mcreased, the quality 
of the legislation has senous flaws, notably a lack of consistency in terms of mternal coherence 
and clanty and m relationshp to prevlous legislation l lus  has led to considerable confusion 
It was sald to be resultmg m much confusion for busmess and encouragement to corruption as 
the only way through the maze of contradictory rules and mterpretations It was also polnted out 
that many of these laws had not taken unplementation and enforcement mto account and were 
therefore unreal~stlc 

The ovenvhelmmg dommance of Parllarnent by the MPRP and its opposition to public 
access led to some re-t-g of emphasls by TAF It was felt that not much constructive could 
be accomplished by dlrectly worhng with the MPs themselves Therefore a two-part strategy, 
whch fits w ~ t h  the origmal conception, was to focus more on strengthemg the constitutionally 
(although not substantially) non-partisan Secretarlat and later on the role of NGOs in pressmg 
for reform and drawmg at least some MPs out Into the open 

LIST OF PROJECTS (Chronolo~cal) 

#1 State Great Hural Secretanat Study Tour of Legzslatzve Support Sewzces (August 1993) 
$24 002 

#3 Central Aszan Development Foundatzon Semrnar on Government Budget Processes 
(September 1993) $1 1 567 

#9 State Great Hural Partzczpatzon zn the Comparatzve Legzslature's Semznar (October 1994) 
$11 226 

#15 State Great Hural Conference and Consultanczes on Corruption and Ethzcs (December 
1994) $1 247 

#28 State Great Hural Shx-t-term Legrslatzve Development Traznzng (September 1995) $8 810 

There were only one or two projects from other sources used by TAF to bolster its work 
m th~s  area It should also be polnted out that ten months before the end of this grant, USAID 
directed TAF to stop workmg w ~ t h  Parliament But even without this direct~on, it is clear that 
TAF was not registering a very positive response and was itself reducing its focus on drectly 
workmg with Parliament 



RESULTS 

Although 5 projects amount to a very lzmztedprogram, these znztzatzves, as well as a few 
undertaken wzth NGOs, appear to focus on two sub-themes one rs strengthenrng the leglslatzve 
process through the Secretanat, and the other u enhanczng publzc access to Parlzament 

I )  Strengthenzng the legzslatwe process (through the Secretanat) 

The draftzng of a new law on Parlzament whzch znter alza ratzonalzzed the number of standzng 
commzttees @om 10 to 6) and zmproved thefunctzonzng of the committee system Thzs has had 
a posztzve effect at least on some commzttees 

It has also led to zmprovement zn the Parlzamentary lzbrary whzch has undertaken new 
responszb~l~tzes for collectzng and mkzng avazlable data to MPs 

An amendment to the tax law 

Drafing and passzng of an antz-corruptzon law 

z z )  Increased Publzc Access 

Despzte attempts by two grantees, the Secretanat has not agreed to open the records to 
the publzc Although not a success as such the zdea has been put forward and dzscussed and 
could well be taken up by the new Parlzament 

As wzll be poznted out later, and as an example of synergy zn the program, one NGO 
successfully managed for the first tzme to get access to the Parlzamentary Archzves for one week 
(but were lzmzted to two people at a tzme) 

Other NGO activzty pressured MPs for the jirst tzme to come out and commzt themselves zn 
publzc on selected zssues 

Another example of synergy zs that as a result of a senes of TAF grants under a dzfferent 
USAID-fundzng source program, 16 laws were passed by Parlzament relahng to the envzronment 

Although some of the efforts may bear fruit under a new Parliament, the above results 
amount to a modest Impact of a small set of mtiatives In the view of the evaluator, these very 
few illustrations indicate that ~t is poss~ble to make strategic interventions w ~ t h  modest amounts 
of money, and that work with Parliament (drrectly, or indirectly through NGOs) is deservmg of 
reconsideration 



2) LEGAL EDUCATION kXD REFORM 

The Mongol~an judiciary is now formally Independent of other branches of Government 
There are three levels of court The lowest level is the soum, intersourn and district courts The 
second level IS the alrnag court In 1994 these courts rendered 1 224 civil and 1 646 cnrmnal 
appeal judgements At the hghest level is the Supreme Court In 1994 it dealt with 114 civil 
cases and 343 crlrnmal cases There is also a Constitutional Court Over recent years there has 
been considerable Increase in the proportion of civ~l cases involvmg Issues such as contract 
disputes and bankruptcy Accordrng to a needs assessment of the judicial system, carrled out 
1995, there are a total of 357 judges worklng at these three levels who have all been trarned 
under the socialist system and lack the expertise to deal with these new commercial types of 
cases, let alone constitutional disputes, and questions of human rights Lack of farnlhar~ty with 
commercial law among judges and Mmstry of Justice officials who draft laws has been a 
concern of TAF Court houses are poorly equipped, there is little research capaclty and salanes 
are very low At $33 to $5 1 a month they are equal to other civil servants but low compared to 
salaries in the prlvate sector One promising feature is that the budget for the Judiciary has 
Increased from $248 000 m 1993 to $991 300 in 1995 

Figures provided the evaluator by the Mmstry of Justice record that between 1992 and 
1996 some sort of short-term re - t r amg  -- the level of courses could not be deterrmned, and 
must vary from case to case but he was lnformed that it was prlrnar~ly short-term workshop 
type courses -- has been provided to 120 out of total of 375 prosecutors, 112 of 1373 police, 27 
of 153 Mimsterial legal adv~sers approximately 70 of 345 judges, and 17 of 30 officers of the 
Mlmstry of Just~ce Despite tramng efforts by a varlety of donors, including TAF, the problems 
of competence in new areas of law remam severe As was pointed out by a legal consultant, the 
judicial and legal system can only lrnprove when the majorlty of judges and lawyers of all kmds 
are effectively (re)tramed, there are no strategic shortcuts The judlclary is not helped e~ther by 
the lack of clarity in legislation and pursuant regulations To achieve substantial competence a 
very large program is required A recent study estmates that in all about 1000 legal 
professionals of all kmds are m need of tralmg, and that a m i m u m  of three months tramng 
of each person IS required to prov~de the necessary level of new competencies 

A second area of concern to TAF has been the enhanced independence of the courts It 
is difficult to gauge mdependence, but clearly this does not emerge from constitutional 
enactments alone, but rather from practice, custom, competence and confidence, and it takes 
tune Informants were generallv negatlve about the ~udlclary's mdependence particularly when 
it came to disputes of sigmficance to Government or the ruling party or those with access to, or 
influence w~th ,  the Party 

LIST OF PROJECTS (Chronologml) 

#3 Supreme Court Partzczpatzon rn the Aszan-Pat@ Chref Justrce's Conference (August 1993) 
$3 854 



#4 General Counczl of Courts Onentatzon Program for Nav Judges (November 1993) $10 630 

#10 Supreme Court Czvz 1 Code Traznzng for Mongolza 's Judges (September/October 1994) $24 
715 

#12 Constztutzonal Coun Partzczpatzon of a Constztutzonal Court Judge zn a Human Rzghts 
Workshop for Judges of the Asra Pac@c Regzon and a Study Tour of the Thal Judznary (Apnl 
1995) $2 790 

#13 Supreme Court Nun Degree Fellowship zn Constztutzonal Law for a Justzce of the Supreme 
court m the US (December 1994-5) $27 695 

#14 Supreme Court Traznzng Program zn Economzc and Commerczal Law for Ten Mongolzan 
Judges zn South Korea (March/Apnl 1995) $55 437 

#22 Mznrstry of Justzce Non-Degree Fellowshzp zn Commerczal Law (1995/6) $27 524 

#23 Supreme Court Partzczpatzon zn the 6th Asla-Paczjic Chzef Justzces' Conference (August 
1995) $4 924 

#24 Mongolzan Group for Independence of Judges and Lawyers Pamczpatzon zn the 14th 
LA WASIA Conference (August 1995) $3 440 

#35 Supreme Court Judzczal Bullehn (February 1996) $4 656 

RESULTS 

Gzven the dauntzng scale of refomzng the legal system, TAF has made an efSort to make 
speczfic and strategzc zntervenhons A total of nzne projects were undertaken zn thzs zssue area 
under the USAID grant andposszbly another three projects under dzfferentprograrns These nzne 
actzvztzes may be dzvzded znto four thematzc areas namely enhanczng the zndependence and status 
of the Supreme Court (4projects), knowledge of commerczal law (2), knowledge of constztuhona~ 
law (2), and natzon-wzde onentatzon traznzng for judges (271~s adds up to ten sznce one serves 
two purposes) 

I )  Independence and Status of the Supreme Court 

9 Although zt zs not a concrete result, the evaluator accepts that the Chzef Justzce and the 
Supreme Court dzd benefit from some of these early and tzmely zntematzonal exposures to zssues 
of judzclal zndependence and practlce 

One grantee has znztzated the process of draftzng a law for an admznzstratlve court The 
creatzon of thzs court has been approved rn pnnczple by the Cabznet and the drafzng of the law 
zs under way 



Three (and posszbly four) Judzczal Bulletzns have been pubhshed and 1000 copzes wzdely 
dzstnbuted whzch azm at communzcatzng to judges legal precedents of supenor courts and to 
provzde znterpretatzons of some zmportant but complex laws to professionals 

z r )  Natzon-wzde Onentatzon of Judges 

Although, these would normally be regarded as outputs rather than results, zt 1s nevertheless 
acknowledged that the traznzng of large numbers of judges zn two substantzal workshops does 
amount to a concrete contnbutzon 

ThePrst was lznked to the February 1993 new Law on the Courts whzch led to the 
complete restructunng of the court system and judzczal procedures Approxzmately 220 judges 
of vanous levels from all over the country were gzven a common E f  zntroductory understandzng 
of the changes 

The second was pursuant to Parliament s adoptzon zn 1994 of a drastzcally 
amended verszon of the country s czvzl code 282 judges attended a 9 day workshop 

I was not made aware of concrete results m the areas of constitutional or commercial 
law, although I was made aware of efforts to make changes In the second half of the program, 
USAID directed TAF to stop worlung on non-jud~cial traimng whlch effectively meant an end 
to tramng of Mimstry of Justice officers m commercial law The work wrth the Chief Justice 
and Supreme Court was probably strategically sigmficant, and the early exposure to change of 
large numbers of judges from all across the country must be seen as useful Overall &us is a 
llmited set of results, based on a relatively small program of undertahngs, spread over too many 
sub-themes 

3) POPULAR PARTICIPATION/CIVIL SOCIETY 

O r g w e d  voluntary popular participation was not permitted under the old system Thus 
in 1990 when TAF first was invited to work m Mongolia, there were no Independent NGOs, no 
civil soclety, and no tradition or culture of pnvate voluntary association for purposes of publ~c 
and welfare service, economlc advancement, advocacy, or advancement of human nghts or civic 
education By 1996 there were estlrnated to be over 600 registered NGOs of all kmds 

Probably of more sigmficance than the numbers, as far as the TAF program is concerned, 
is that by 1996 there were a number of small, financially dependent but effective NGOs workmg 
in the field of political rights, civic education and women's nghts In comparing 1996 with 
1993, some key orgamzatlons of t h~s  kmd had established operating structures and procedures, 
had spread well beyond the capital and were carrying out substant~ve programs In particular 
women's organnations have responded most enthusiastically and constructively to the new 
opporturuties and irutiated a number of effective programs 

While there is much that is posltlve m t h s  area of civil soclety, consultants who have 
visited and some of the people interviewed do warn agalnst premature enthus~asm Many of the 
organizations are fragile, new, financ~ally dependent, revolve around one or two leaders, lack 



programmatic clanty, lack membershp and plans to gam members There is a shortage of local 
fundmg sources and a serlous dangers of corruption as leaders may be tempted to use funds 
(includmg donor funds) for personal rather than public servlce 

LIST OF PROJECTS (Chronologxal) 

#5 Lrberal Women's Brazn Pool Assoczatzon for Women zn Democracy Regzonal Workshop and 
Strategzc Plannzng Meetzng on Women zn Polztzcs (January 1994) $1 7 956 

#6 Women for Soczal Progress, Lzberal Women's Bram Pool, Ofice of the Pnme Mznzster, 
Assoczatzon for Women and Democracy Aszan Regzonal Study Tour of Women zn Polztrcs and 
Publzc Affazrs (February 1994) $1 850 

#7 Consumer Protectzon Assoczatzon and others Consultancy on the Legal and Regulatory 
Framework for NGOs zn Mongolza (Apnl/May 1994 ) $1 1 977 

#8 Lzberal Women's Brazn Pool Partlczpatzon zn the Frrst Asza-PaczJc Congress of Women rn 
Polztzcs (September/October 1994) $3 235 

#I1 OBce of the Preszdent Medza Law Project Phase 2 (October 1994) $15 825 

#16 Mongolzan Soczety for Envzronmental Law Instztutronal Support (December 1994) $5 820 

#17 Lzberal Women's Brazn Pool Regzonal Leadershzp Traznzng Programs on Women and 
NGOs (February/May 1995) $ 4  282 

#18 Consumer Protectron Assoczatzon Consultancy on the Organzzatzon and Frnanczng of NGOs 
(March/May 1995) $12 988 

#19 Tsekh Natzonal Conference on the Draft Law on NGOs (March 1995) $ 1  046 

#20 Lzberal Women's Brazn Pool Non-Degree Legzslatzve internshzp and Related Study Tour 
(Apnl1995) $1 7 399 

#21 Lzberal Women's Brazn Pool Partzczpatlon zn the Economzes zn Transrtzon Research and 
Conference Serzes (June/July 1995) $2 001 

#25 Lzberal Women's Brazn Pool, Mongolzan Women's Federatzon, Women for Soczal progress 
Pamczpatzon zn NGO Women's Forum, Bel~zng (September 1995) $5 000 

#26 Lzberal Women s Brazn Pool Women zn Polztzcs Workshop (September 1995) $5 945 

#27 Consumer Protectzon Assoczatzon Lzberal Women's Brazn Pool, Women Lawyer's 
Assoc~atron, Tsekh, Unzon of Artzsts NGO Leaders Study tour (October 1995) $27 767 



#29 Consumer Protectzon Assoczatzon Consultancy on NGO development (October/Novernber 
1995) $8 271 

#30 Women's Lawyers Assoczatzon Operatzonal Support (November 1995) $2 000 

#31 Women for Socral Progress Voter Educatzon Consultancy (November 1995) $4 099 

#32 Women 's Informatzon and Research Center Publz catzon of the Women's Coalzhon 
roundtable on Electzon Law Refom (November 1995) $764 

#33 Women's Lawyer's Assoczatzon Semznar on Legal Issues Faczng Women (December 1995) 
$1 844 

#34 Press Instztute of Mongolza Electzon Coverage $7 303 

#36 Women for Soczal Progress Voter Educatzon Study Tour (March 1996) $7 561 

#37 Women's Informatzon and Research Center Ethzcs Consultancy $9 342 

#38 Lzberal Women's Brazn Pool Women m Pol~tzcs Semznars $8 195 

In the last quarter 

#39 Women's Lawyers' Assoclatzon Consultancy on the Speczal Needs of Legal Azd NGOs 

#40 Polztzcal Educahon Academy Azmag Voter Educahon targetzng local government 
admznzstrators and other publzc servants zn slx azmags $15 496 

#41 Press Instztute of Mongolza Elecnon Coverage Monztonng $780 

RESULTS 

In all there are some 26projects, 15 focused on women or/and workzng through women's 
organzzatzons Although I may not have a complete lzst, there were at least another 9 projects, 
6 of them related to women's zssues or/organzzatlons funded by TAF from other sources Czvzl 
soczety strengthenzng wzth an emphaszs on women has clearly emerged as TAF's major area of 
concentratzon Together wzth non-USAID funded grants such as those under the USAIDATP 
(Women ln Polztzcs) fund and zts own general grant, and workzng zn cooperatzon wrth other 
donors notably the Konrad Adenhauer Foundatzon, thzs program of actlvztzes has produced a 
number of szgnzficant results It seems useful to dzvzde actlvzhes znto 5 subthemes 



z )  NGO strengthenzng (zncludzng legal envzronment) 

Drafed an equztable NGO law requzred by NGOs, for example, to faczlztatefund razszng Thzs 
has not gone through but zt had been fully dzscussed, some MPs have been educated and have 
responded to the zssues razsed, and probably zt wzll soon come before Parlzament agazn 

Produced an znfomtlon booklet on the NGO law and znternatzonal human nghts covenants 
to whzch Mongolza zs a szgnatory, 300 were dzstnbuted to over 100 government agencies, NGOs, 
polztzcal partzes, academzc znstztutzons, and medza organzzatzons 

A number of NGOs such as the Red Cross, the Chzldren's Center, the Assoczatzon for 
Envzronmental Protectzon changed management and board structure and procedures as a result 
of a Workshop 

11) Women's NGOs strengthened (zncludzng attentzon to women's nghts) 

A semmar for 250 people on vlolence agaznst women and chzldren and joznt successful 
proposal to another donor forfundzng of a Center for Domestzc Rolence Free legal azd centers 
provzdzng asszstance to women 

Publzcatzon on women's nghts 

Women's Law Assocratzon enabled to establzsh a separate zdentzty from the Mongolzan 
Women's Federatzon, and create an organzzatzonal structure Later able to zncrease membershzp 
of women lawyers from 125 zn Ulmnbaatar to 400 based zn 15 azmags 

Women from LEOS conducted 6 semznars for about 350 women on NGOs and democracy to 
bag, som and armag levels women and admznzstratzve heads, also coordznated radzo and TV 
programs 

Three Aszan women led a semznar of 80 Mongolzan women from all azmags and over a dozen 
women's organzzatzons Led to the fomuztzon of a coalztzon called "Women of Mongolza" unzhng 
22 organzzatzons Although short lzved zt was the first attempt at a comprehenszve coalztzon 

Fzrst research on voter behavzor zn 1992 and 1993 elechons Used m prepanng voter 
educatzon rnatenals for 1996 electron, 

Publzcatzon of a Cztzzen's Guzde to Government 

Publzcatzon and dzstnbutzon of 8 weekly thematzc czvzc educatzon flzers (dzstnbutzon 5000 
each) and 20 000 copzes of a final pre-electron paper contaznzng znfomuztzon of party stands on 
speczfic zssues and candzdate responses to questzons (together wzth APWP fundzng) 



A number of voter educatzon undertakzngs mcludzng a traznzng of trazners znztzatzve and 
dzstnbutron of manuals m most provznces Numbers reached could amount to 10 000 or more 
because of the multzplzer eflect, but reports on thzs wzll come afrer the electzon 

Voter educatzon for speczal groups such as young people and srngle mothers and certazn 
oficzals such as local government oficers and polzce zn 6 azmags Materials dawn dzrectly from 
materials obtazned on study vzszt 

zv) Medza Law and Electzon Coverage 

Spnng 1994 opposztzon polztzcal forces mounted an 17 day hunger stnke protestzng the 
government's per$ormunce on vanous accounts Preszdent Ochzrbat commztted to have a law 
drafted for an zndependent press Asked TRF to asszst wzth consultants to do so - dzd so wzth TAF 
and then used them agazn for rejinements Draft contazns provzszons to end governmental control 
of radzo and TV and to end censorshzp thzs has not yet been adopted but must have a good 
chance zn the new Parlzament 

Productzon of a reporters' resource handbook and multmedza traznzng mutenals as also all 
detazls of how to access znfuentzal figures, for reporters covenng electzons 

Publzc acknowledgement by both rnazn partzes that there had been an zmprovement zn the 
qualzty of electron coverage 

v) Access to Parlzament 

Voter educatzon project znfomzzng the electorate about thezr MPs' stance on electzon laws 

Brought 60 women representzng 23 Coalztzon member organzzahons together wzth 19 MPs 

Pressed a certazn number of MPs for the first tzme to declare thezrposztrons on speczBc zssues, 
once on gender and once on the medza law 

Fzrst tzme an NGO has gamed access to the Parlzamentary archzves to carry out research 

Clearly in the area of clvrl society and women's orgarnations headway has been made 
and one can observe not only dlrect early rmpacts but also broader results affectmg larger 
numbers of people many in the rural areas, some early institutronal strengthenmg and some 
rnteractive effects, for example m the area of elections, Parllarnentary responsiveness and press 
freedom With the results of the most recent election, a number of further llutiatlves such as the 
work with the Parliamentary Secretanat, the draft media and NGO laws have a very hgh 
llkelrhood of malung substantrve progress 

The June 30 Parlramentary election itself reflects well on the work of TAF Obviously 
TAF cannot take credit for the election process or results, or that of individual candidates, but 



the followrng can be said TAF's contnbutlon to voter education has been noted 25 candidates 
who ran for Parl~arnent were TAF grantees, 16 men and 9 women, 7 for the ruling party and 
18 for the opposition Of these 10 men and 7 women succeeded 



SECTION 5 TAF-USAID RELATIONS 

In accordance with the agreement TAF undertook the followmg proposal, reportrng and 
evaluation responsibilities 

As a project is developed that may be suitable for USAID fundmg, a project 
description will be prepared that mcludes project background and objectives, the 
lnstltutlons to be funded, activities to be carried out, a budget with counterpart 
contr~butions, the tune frame and duration and a list of partic~pants The project 
description will be sent to OAR/M for review, comment, and concurrence as far 
m advance of the project's nnplementation as possible At the same tune it is 
mportant that the Foundation mamtam its ability to respond quickly and m tmely 
fashon to fast brealung opportumties when they occur 

Program momtormg and evaluation will take place on three levels each one of 
increasing scope On the most basic level TAF guidelmes will requue each 
grantee to submit a substantive report to the Foundation that prov~des self 
evaluation of the project upon the completion of each activity as well as a 
financial report Within one month after the receipt of the grantee's evaluative 
report, TAF staff will write up a brief progress report on the grant activity and 
send it to USAID Mongolia 

On the next level TAF will provide substantive quarterly reports to USAID as 
required by the agreement These will give a brief evaluation of each program 
as well as summaries and comments on individual grants The reports wlll expand 
upon the individual progress reports by attemptmg to provide an evaluation of the 
short term cumulative effects of all projects withm each program The Asia 
Foundation will also contmue to provide USAID with quarterly financial reports 

At the end TAF proposes to commission an external evaluation to be carned out 
by a team of American and Mongolian evaluators of the entlre program 

The following discussion IS based primarily on materials in TAF files 

I) Activity Proposals all appear in the files and seem to contam the type of information requred 
I do not know how long these were sent in advance of proposed mplementation 

11) Grantee Reports appear in the files for the most part, but as noted in the previous Section, 
there are a minority of files in which there are no such reports 

111) Activity Progress Reports based on the sample of project files referred to, tlxs was 
completed by T4F in most but not all cases These are undated I did not see complamts from 
USAID 



iv) Quarterly Reports with a few exceptlorn are produced on tune Two or three became 'SIX 

monthly' rather than quarterly reports, but there was no record of complamts on th s  score They 
contain all of the lnformatlon requlred As has been suggested m Section 3 on results focus, 
more thought might have gone into discussion of cumulative results Towards the end of the 
program, m response to reports 8, 9, and 10, USAID did pomt out some oversights and asked 
for further explanations, but rtself acknowledged that m the main the reports were useful and 

lv) The final evaluation is the subject of t l x s  report 

I do not know enough about t m g  of reports, although I was made aware that there 
were some drfferences particularly over lead tune between proposals and proposed dates of 
mplementation TAF argumg that the process needed to move urgently, USAID respondmg that 
~t needed more tune 

There are on record a number of differences over procedures whch wrll be discussed m 
the next paragraph There IS the one letter noted above pomtmg out some problems with a few 
reports But for the rest I did not see any other cornmumcation from USAID whrch may have 
provided any feedback on the reports B s  may have been done, but there was no record m the 
files 

I came across a few cases of drfferences over procedures between TAF and USAID, 
notably over the level of English requlred of tramees sent to the US, arrangements for health 
Insurance for grantees, tune for review of project proposals, and a request for inclusion of 
rntended results in proposals Essenually TAF argues that rt needs the flexibility to respond 
qurckly to opportumties whch may be lost lf all procedures are followed USAID pomts out the 
purposes of these requirements, and argues that TAF is aware of them and needs to plan 
accordingly On some occasions TAF managed to come up with alternative fundmg until such 
tune as USAID agreement could be obtamed On other occasrons they managed to get USAID 
to waive some requlrements 

There were problems of thrs kmd The evaluator looked rnto two, both to do wrth Engllsh 
proficiency Not altogether surprrslngly both srdes are rlght The lack of English proficiency of 
one grantee sent to the US detracted from the academic component of the visrt and llmted the 
responsibilitres that could be undertaken dumg the professional affiliation Nevertheless, it 
seems to be agreed to by all concerned that the study tour was very valuable, and that the 
grantee has performed with excellence on return In another case there was a drfference over 
both Englrsh and health insurance arrangements The grantee acknowledges the early difficulties 
caused by weak English, and the files mdicate that dealrng with health insurance in the US did 
cause some problems But on balance the program was a success 

There were also some differences over the re-engineering process, both the tune taken 
up by the process and the lateness of the suggested changes In program requlrements, as also 
over the need to commence supplying results This has been discussed m Section 3 



The evaluator looked at the documentation on some of these d~fferences and discussed 
them with the parties involved It 1s not judged appropriate or constructive to deal with t h s  m 
the report, except to make the followmg very general comments and a recommendation 

Differences of t h s  nature are to be anticrpated The grantee is a large, well established 
and effective NGO w ~ t h  its own programmatic agenda and modes of operation, more so slnce 
~t IS on the fronthe and in contact w~ th  the public It therefore sees that part of its mission is 
to respond to changmg and urgent needs, and make decisions about when to trust and when to 
exerclse control Therefore when a rule, or its lrnplementation m Mongolia's particular 
circumstances, seems to be gettmg m the way of ~ t s  effectiveness TAF finds this a burden On 
the other hand USAID Mongolia is part of USAID bureaucracy and the US Government and has 
to accord with a set of requirements, many of whch are derived from problematic expenences, 
such as those concerned with Engl~sh proficiency and health insurance Such ~nstitut~onal 
differences glve nse to d~fferent orgamzational cultures 

Such a situation may well be exacerbated when the parties are worlung In a new and 
changmg local envlronment on the one hand and an at least equally uncertain donor envlronment 
on the other There were senous threats of cuts in USAID funding to Mongolia (whch 
eventually materialized) at the same tune as USAID Waslungton was requlrmg the country 
mlssion and its NGO partners to engage in a longer term, more rigorous, results focused 
program desigmg process known as re-engineermg In these circumstances it is to be expected - 
- although ~t is not mevitable -- that there will be room for misunderstanding between the m- 
country personneI havmg to mplement these processes It was not therefore a surprlse to fmd 
that there was some mutual dissatisfact~on with they way thmgs have been workmg on both 
sides As was noted in Sectron 3, the process was helped by USAID agreement to additional 
professional staffing for TAF and by easlng pre-proposal requirements Despite these varlous 
differences, tlxs joint endeavor between TAF and USAID has yielded a very worthwhde 
program 

The evaluator wishes to conclude 1) that there 1s a falr Ilkellhood of these kmds of 
tens~ons emergmg between grantor and grantee, 2) that it is deemed Inappropriate to discuss th~s  
further In the report, 3) that problems and the potential for problems need to be dealt with early 
in a grant or cooperative agreement, 4) and that therefore ~t is recommended strongly that early 
on in any new agreement between USAID and TAF that to the extent possible areas of potential 
conflict should be d~scussed as also a method of dealmg with differences as soon as they anse 



SECTION 6 RECOMMENDATIONS 

Making recommendations in the prevailing situation is complicated by the fact that future 
funding and programmmg remain uncertam In other words it is unclear how much money might 
be available, for how long, and for what ends Nevertheless, based on the fmdmgs contamed m 
ths  evaluation, ~t 1s recommended that m whatever program is Implemented the followmg 
recomrnendations be given consideration by TAF 

Recornmendatlons 1-4 focus on suggested means for substantively Increasing program 
lmpacts through seelung cost effective or cost savmg techmques such as electronic media or 
t r a m g  as a means to more tralnlng rather than an end m itself 

Recommendations 5-8, whle reinforcmg the ~ d e a  of augmentmg rmpact, stress the need 
for analysis (of scale and depth of problems), strategic planmg and design and momtormg of 
results 

Recommendations 9-12 rnclude a selection of ideas for enhancmg the quality of the 
program 

1) More In-country T r m i n g  (multiplier 1) 

Besides the expense, there appear to be two major problems with overseas tramng One 
is that because of very low government salaries, hghly trained Mongolians, notably those sent 
to the US, will be very llkely to leave government employment soon after they return The 
second problem is the paucity of professionally specialzzed Mongolians with or without 
experience who speak satisfactory English Therefore, programs which bring outside experts to 
Mongolia to tram Mongolians are more llkely to be cost effective Insofar as they can tram far 
larger numbers of people for less money, most of whom will remam m thelr jobs 

2) More Tramng  of Tramers (muitiplier 2) 

In order to make a larger Impact on Mongolia's democrabc challenges be it m the areas 
of legal literacy, civlc education, NGO strengthemng or even with legal professionals, more 
attention should be given to loolung for opportumties for t r a m g  tramers T h s  too is cost 
effective, will help deliver more shlls to rural areas and will further enhance and accelerate 
results 

3) Using Government Networks (multiplier 3) 

W ~ t h  a new Party in power, some major opportumties present themselves for malung a 
substantla1 impact through greater reliance on Government lnformatron delivery and education 
systems For example the radio and TV will now be available, school curricula can be altered 
to take account of the new system of government, and ~t will now be possible to (re)tram school 



teachers and professors These are not new ideas, but they may now for the first tune be 
posslble 

4) Scaling-up Programs 

When TAF becomes convinced of the reliability of partner orgamzatlons and of their 
fmanc~al management capabil~ties and mtegnty, it should seek ways of mcreasing the ambition 
and scope of activities Whlle tlus would usually lnvolve movmg larger amounts of money, and 
providing more adrnlnlstrative support or mstitutional strengthemg money, the purpose IS to 
broaden the net of beneficiar~es 

5) From Exposure to Competence 

Many but by no means all of the programs have been focused on exposmg mdividuals 
or groups to new ways of th~nlung or operatmg, and this has been very mportant in the early 
stages of transition But exposure through vislts or bnef workshops does not provlde 
competence It IS suggested that TAF more carefully assess the requirements of providmg 
grantees with the expertise to carry out then- new responsib~lities with competence and 
confidence, for example judges, journal~sts, policy analysts, or at a more slrnple level, with clvic 
education courses what type of course actually provides people wlth an understandmg, what 
type of legal llteracy course might allow a person to gam the confidence to act on thelr legal 
nghts? 

6) From Concept to Coverage 

As was stated, the underlymg origmal concepts of the program made sense There was 
a problem and there was a solutlon the judiciary lacks expertise m commerc~al law, therefore 
there was a need to send judges for tralmng The voters do not understand thelr nghts as 
citizens, therefore mount CIVIC educat~on programs Whde t h ~ s  IS logxal, it fails to take account 
of the scale of the problem One needs to have sense of the dlmenslon of the challenge for 
example, how many women need legal education (and how long would a workshop need to be 
to make a difference) and then to devise a plan wrth that number in mmd TAF would not be 
able to solve such problems on ~ t s  own but ~t can look for partners with whom to cooperate 

7) Focus Groups (reality check) 

To the extent that TAF may be able to make use of polls done by other orgarnations it 
should try to make arrangements to do so, t h~s  can be used for purposes of needs assessment and 
measurement of change m perception and behawor of people, and of unpacts of programs If 
131s is not possible or appropriate, ~t might thrnk about usmg focus group techmques or rapid 
rural appraisal methods as a cheap but relatively effective ways of providing reality check on 
rts work, m pamcular as a way of fmdmg out what non-elite or non-urban groups or citlzens 
thmk about ~ t s  programs or about democracy In general 



8) Strategc Planning and Results Focus 

This pair of suggestions is made not so much because these are USAID requirements 
whch they are, but because they make sense to a program situated where TAF's democracy 
program IS today Many of the activities have been expermental in nature, and the llnkages 
between projects have been developed lncrementally as TAF has been fmdmg its way It should 
now be m a position to analyze the scale and depth of a problem, the steps necessary (by itself 
or with partners) to reduce the problem, set Itself realistic (in the sense of achevable and 
collectable) clear, ind~cators and targets, put m place a system for momtomg Impacts, and 
proceed to momtor them It is useful to keep the number of md~cators to a mmtmum, to keep 
them mono-drmensional, to rely on qualitative ones where appropnate, to ensure that there are 
baselmes and that the collecnon system will not be burdensome In tlxs way managmg for results 
can be a very useful management tool, and therefore serve TAF well 

Whle acceptmg the notlon of longer term, more focused and results onented design, it 
IS essential that a mechamsm (possibly involving a modest amount of the grant) be mcluded to 
enable TAF to respond to rapldly changmg circumstances The umversally unexpected results 
of the June 1996 election brought home once again the pomt that the dernocratlzation process 
is a very uncertam one 

9) Women's fights as Human Fbghts (expandmg the 'pubhc' sphere) 

The TAF program has a very strong record on women's participation in politics and 
public affarrs It needs to revisit its perception of 'public' so as not to exclude Issues considered 
relevant to women and particularly poor women whch are often considered 'pnvate ' for 
example, violence against women and chldren, domestic violence, the predicament of single 
mothers and divorced women In other words Mongolian women need the opporturuty to suggest 
what is 'political' and 'public' and what might therefore legltlrnately be Included m democracy 
programs Such an agenda IS clearly on its way, and TAF is well placed to respond pos~tively 

In t h~s  program endmg in 1996, it was not possible to pursue sustamab~lity as a 
systematic objective of the program In the next stage however its will be necessary Thls is not 
to suggest that assistance be made conditional on lmmediate sustamabihty of the orgamzahon 
being asslsted but lt is necessary to start h & n g  of an exit strategy which will allow the NGO 
to contmue its work Clearly, when the NGO law 1s passed, it will be easier to raise funds 
through donations and income generating exercises Given the paucity of resources m the 
country, there may need to be some encouragement of coalitions or mergers of orgmations, 
some education on the role of volunteerism, and possibly more effectlve services to members 



APPENDIX LIST OF PEOPLE CONTACTED 

Unless otherwise mentioned, mterviews were camed out m Mongolia 

Gotovyn Alum Ed~tor In Chef 'I1 Tovchoo' (independent newspaper) 

Arunaa Project Officer, Women and Social Progress* 

Dav~d Atlun D~rector, Nonprofit Support Services, Portland + 
Jm Anderson Field Director, World Bank Research on Pnvatlzation 

Ragchaaglin Baasan Counsellor, Department of Europe & Amencan Affalrs, Muustry of 
External Relations 

Bd1 Blkales Project Advisor, Economic Policy USAIDIEPSP 

Gilles Blanch Deputy Director, International Development Law Institute 

Chanrav Burenbayar International Department Chef, The Mongol Messenger 

P Burrnaa Chairperson, Women and Social Progress* 

Jemfer Butz Assistant Representative, TAF 

Bazarsad Chmed-Ochir Project Leader WWF and Executive Drrector, Mongolian Society on 
Envronmental Law * 

Dorjgotovyn Chlmedyunden Senlor Advisor, Foreign Relations Department, State Great Hural 

N Chchuluun Program Officer, Mongolian Women Lawyers' Association* 

Banzragchm Delgermaa Director, Political Education Academy* 

D Dembereltseren Chef Justice, Supreme Court* 

Lawrence Dolan Strategic P l m n g  Adviser, USAID Regional Support Mission for East Asia 

Lorena English Project Vote Smart Portland + 
Tsendln Enkhbat Managing Director, Press Institute of Mongolia 



A Enkhjav Head, Admimstration Department, Mimstry of Justice 

Bob Friedhe Director, Nescor Energy (Former USAIDlMongol~a Mission Director) 

G Ganzor~g Just~ce, Supreme Court* 

Imrnanuel Gebhardt GTZ/Germany Advisory Serv~ce to the Muustry of Justice 

Gordon Hein Vice President, TAF San Francisco 

Maryanne Holrup-Bacolod Desk Officer for Mongoha, USAID Washmgton DC 

Chuck Howell Representative, USAID 

Stephen Hutcheon Beijlng Bureau Chef, The Sydney Momng Herald 

Sodnomdorj Jargalsalkhan General EIA Expert, Mlnlstry of Nature and Envlronrnent 

Donald Johnson US Ambassador 

Ian Johnson Beijlng Bureau Chef, The Baltmore Sun 

John Karr TAF San Francisco 

Kate Krause Consultant on Women's Participation, Sacramento 

Paul Li Former Dlrector, Callforma Center for Judicial Education & Research, 
Ernrnerywlle f 

Joseph Lake US State Department (former Ambassador to Mongolia) Washmgton DC 

Dondovyn Lamjav Dlrector, Tsekh (NGO to Protect Human and Constitut~onal kghts)* 

N Luvsanjav Muster  of Justice, Member of Government* 

U Narantsetseg Deputy Chairwoman Liberal Women's Bram Pool* 

Banzragch Odonjil Head, Office of Information and Legislative Reference Services, State Great 
Hural* 

Paul Oquist UNDP Semor Adv~sor in Management Development, Cabinet Secretariat 

Tam Orm~ston TAF San Francisco 



B Oyunbileg Senlor Program Officer TAF 

Chrrs Plante TAF San Francisco 

Werner Prohl Country Director, Konrad Adenauer Stiftung 

Purev Executive Director, Mongollan Women Lawyers' Association* 

N Rmchndorj Secretary General, Secretarrat, State Great Hural 

Sheldon Severmghaus Representative, TAF 

Anna Stjarnerkimt Deputy Resrdent Representatrve, UNDP 

Dugersurengirn Sukhjargalmaa Program Assistant, UNFPA* 

D Sukhgerel Program Specialist, USAID 

Balchmgim Teserendorj Legal Advisor of the President* 

Gavm Tntt TAF San Francrsco 

Sharavyn Tsendbayar Presrdent, Mongollan Consumers' Assocration & General Secretary, AND 
(Friend) Foundatron 

T Undarya Program Officer, TAF 

Urana Officer, Mmstry of Justice* 

Klrnberley Wedelund TAF San Francrsco 

Richard W~lson TAF San Francrsco 

Nancy Yuan TAF Washmgton DC 

Dav~d Yang Center for Democracy and Governance, USAID Washmgton DC 

Vera Young TAF San Francisco 

Carol Yost TAF Washmgton DC 

Zanaa Deputy Charwoman, Liberal Women's Brarn Pool* 

* Personal or Institutional Grantee + Interview by Telephone 


