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Executive Summary

Background

The non-governmental organization (NGO) movement is becoming a major factor in the post-
Communist social and political development in Russia. Government can no longer provide many of
the social services the public expects and has turned to the NGO community as a substitute. At the
same time, citizens are beginning to see the possibilities through their own organizations to play a
more active role in addressing local and, to a more limited extent, national social and political
problems.

USAID developed the Civic Initiatives Program(CI P) asacontinuation of an effort to strengthen the
NGO sector in order to promote and assist the development of a democratic society “with the aim
of strengthening [NGOs]| as sustainable institutions with the ability to participate in democratic and
economic reforms.” In March 1995, this program became the Civic Initiatives Program for
Democratic and Economic Reform in Russiawith the objective of finding “innovative waysthat the
program could support NGO and citizen initiatives in democratic and economic processes (Scope
of Work, Mid-Term Evaluation).”

In September 1994, USAID awarded a grant to Save the Children (Cooperative Agreement #110-
0007-G-00-4046-00) to establish a consortium to implement the program with the Johns Hopkins
University, Educational Development Center, Counterpart Foundation, Center for Democracy, and
ORT/Russia. They form the Technical Unitsin Moscow to provide primarily a range of training
support to NGOs, with some technical assistance consultation. Two regional NGO support centers
were established: Novosibirsk (Siberia) and Krasnodar (Southern Russia). These centers are
coordinated by the Fund for Democracy/ECHO and the Citizens Network for Foreign Affairs,
respectively. CIP/Moscow supports NGOs in Central Russia.

The mid-term evaluation of the CIP project took place between June 17 and July 6, 1996. A team
of four Datex evaluatorsvisited both regional centersaswell asthe project officesin Moscow. They
met withtherelevant staff membersof USAID, the CIP Consortium members, training and technical
assistance groups and consultants supporting the CIP project, and alarge number of NGOsthat have
participated in CIP activities, including those groups that have been recipients of CIP grants and
those currently being considered for these grants. Theteam a so met somelocal government officials
in the Office of the Mayor of Moscow, and in Novosibirsk and Krasnodar.

Major Findings, Conclusions, and Recommendations
Purpose and Objectives of CIP

The CIP activities have been successful in training alarge number of new aswell asexisting NGOs
in organizational development in such areas as management, fundraising, computer literacy,
planning, and public relations. The recipients have expressed their satisfaction and are pleased with
thistraining. However, the evaluation argues that this organizational training, responding to aneed
to strengthen the capacities of NGOs to strategize, plan, attract new members, publicize their
activities, and manage personnel and funds, has devel oped the organizational skills of the NGOs but
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not their abilities to plan, design, implement, manage, and evaluate their social service and civic
action programsfor which they were established. “ Civic action” isdefined here as planned activities
of organized groups of citizens, often in collaboration with other citizens and public and private
institutions, agencies, and organizations, including government and business, to educate and
mobilize members of the community to solve aproblem of priority concern to them. The evaluation
team believes that developing expert skills to plan, design, implement, manage, and evaluate
successful civic action programs should have been included in the definition of “ strengthening the
NGO sector” and are critical to achieving the fundamental objectives of the Civic Initiatives
Program.

Most of the NGOs interviewed believed that the training they received was all the training they
needed, fully addressing all the skills required to make them successful, sustainable organizations.
NGO members equated training in fundraising with creating successful NGOs, rather than setting
up successful service programs that benefit the constituents of the NGOs and their communities.
They do not necessarily understand that program successes will attract members and are a better
predictor of sustainability than fundraising and media skills alone.

Therefore, the evaluation team concluded that while the original strategic objectives of USAID are
still valid and should guide the CIP project, i.e., “to facilitate the participation of NGO and other
citizen initiatives in democratic and economic reform processes’ with assistance from the
Consortiumto provide* innovativewaysthat the program could support NGO and citizeninitiatives
in democratic and economic processes,” even so the objectives and programs for the second phase
of the project need to be rearticulated and programs redefined by USAID to focus on training and
technical assistanceto NGOsto help them devel op the capability to organize successful civic action
programs for their constituent members and communities. Training and technical assistance in
organizational development and in processes for successful civic action programs should constitute
afuller definition of “strengthening the NGO sector.”

This recommendation is based on the conclusion that successful provision of both social services
that would otherwise not be available and public education and mobilization of citizensto participate
in democratic processes of local governance are vital and necessary to the sustainability of these
NGOs. More than anything else, the successes of NGOs in achieving their mission will assure the
continued interest and support of those citizens and community institutions that benefit from their
actions. Achieving their mission isthe very reason for the creation of the NGOs and the support CIP
gives to them must ultimately contribute to their successful achievements. As important as
organizational development is to the establishment and management of an NGO, its ability to
successfully deliver the product implied by its mission is the over-arching reason for its existence.
The skills to do so are not as yet a substantive part of the CIP training and technical assistance
agenda.

To achieve successful civic action programs, citizens must be expertsin both theissuesthat they are
facing and in the process of developing civic action programs. However, to provide relevant and
expert training and technical assistance, the management, technical units, and regional center staffs
of CIP must first themselves devel op expertise in those very skills needed by their NGO clients --
or must develop skillsin and systems for identifying and employing expert trainers and technical
advisorsin response to the needs of their clients. It is only through the development of both expert
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organizational and civic action skills that CIP's NGO clients will achieve USAID’s goal of a
“vibrant and viable NGO community” in Russia.

Strategic Design and Implementation

The evauation proposes that a regionally based NGO “hub” model be the vehicle for the
development of the second phase of the CIP project, that is, the regional centersin Novosibirsk,
Krasnodar, and athird that should be established in Moscow for Central Russia. These will provide
support training and technical assistanceto their “filial centers’ in the region and to key NGOs that
have active linkagesto other NGOswith similar missions. Similarly, thefilial centersand these key
NGO hubs, in their turn, will support other NGOs.

The regional centers will be responsible for developing the skill training and technical assistance
focussingoncivicaction, aswell ascontinued support for organizational devel opment activitieswith
the support from CIP/Moscow and local, national, and international trainers and technical experts.

The evaluation team proposes that each regional center hire two to three trainers selected from the
TOT program and recommended by JHU and the directors of the regional centers, and trained to
expert levelsin both training and civic action process skills. They will be responsiblefor providing,
directly and indirectly, the training and technical assistance required to support the focus on
developing the capabilities of NGOs to successfully implement their civic action programs.

To accomplish thisproposed focus on civic action and the devel opment of the training and technical
assistance support hubs, the eval uation team recommendsthat USAID extend support to theregional
centers and to a core technical support group in CIP Moscow for an additional year beyond the
current end of project date of September 1997, setting the new completion date at September 1998.

CIP Management and the Restructuring of the Consortium

The current consortium model is not providing adequate program and management support to CIP.
Because of lack of internal clarity in project objectives, a less than optimal management system,
personnel difficulties, competitive institutional agendas, and lack of coordinated and cooperative
development and delivery of training programs, the Consortium, asit existstoday, isnot providing
the technical and administrative support CIP requires.

The evaluation team strongly recommends an immediate effort to assess the relevance and impact
of theexisting training programs, client needs, thequality of training performance, the needsfor and
current levels of technical assistance, and the abilities of the members of the Consortium to provide
expert training and technical assistancefor civic action . CIPmust benefit from ahighly professional
needsassessment in each region so that it can establish aprogram of training and technical assistance
that will respond to the needsof NGOsfor expert skillsand performancelevels. Thisassessment will
also establish the levels of skillsrequired for trainers and technical advisors.

CIP must move to restructure the Consortium to eliminate costly redundancies in management,
program resources and program responsibilities; remove internal conflicts between members; and
establish higher professional standards for the performance of its members. The evaluation team
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recommends that all components of the technical units and the regional centers be regrouped and
restructured as a “training and technical assistance support group,” reporting directly to Save the
Children. At the same time, Save the Children must carefully reassess the skills and resources that
each current member of the Consortium can bring to implementing a focus on civic action and
terminate any relationships that are unable to provide appropriate professiona resources. To
establish a more effective management system, USAID, Save the Children and the technical units
should thoroughly reassess the value of the Consortium model to CIP and consider replacing it with
sometype of more conventional “prime and sub-contractor” model. The CIP Consortium model has
only been moderately effective in determining and responding to the needs of the regional centers
or the NGO sector as awhole.

Unless the current communication and collaboration issues between the principal members of the
Consortium -- Savethe Children and Counterpart -- are resolved, and Savethe Children and USAID
are satisfied that future services of Counterpart will be necessary to CIP, the evaluation team
recommends the termination of Counterpart asamember of the Consortium no later than the end of
December 1996, transferring the coordination of training and technical assistance directly to Save
the Children management. To the best knowledge and observations of the evaluation team, the
performance of Counterpart, both as a source of expertise and as a critical component of the
management and programs of CIP, has been inadequate.

For reasons of improved management and cost reduction, the eval uation also recommends areview
of the role of the Citizen's Network for Foreign Affairs and the Fund for Democracy in the
administrative support of the Siberian and Southern Russians Centers. Their participation no longer
seems necessary to the successful management of CIP and represents funds that could be diverted
to other content/program activities.

The evaluation team recognizes the need to identify funding sources to support an extension of the
regional centers. The proposed restructuring of the Consortium should make a useful contribution
to solving this problem.
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Section 1 Purpose of the Evaluation

The primary task of the Mid-Term Evaluation wasto identify and analyze problems and constraints
to the successful achievement of the purpose of the Civic Initiatives Program for Democratic and
Economic Reform Project in Russia and “recommend actions needed to improve project
implementation and/or for the design of other NGO development programs.” The Scope of Work
also asked the team to review the objectives of the program and their validity and “viability” at this
time.

1.1 Background and Methodology

In September 1994, USAID awarded a grant to Save the Children (Cooperative Agreement #110-
0007-G-00-4046-00) to establish a consortium to implement the program with the Johns Hopkins
University, Educational Development Center, Counterpart Foundation, Center for Democracy, and
ORT/Russia. They form the Technical Unit in Moscow to provide primarily a range of training
support, with some technical assistance consultation. Two regional NGO support centers were
established: Novosibirsk (Siberia) and Krasnodar (Southern Russia); these are coordinated by the
Fund for Democracy/ECHO and the Citizens Network for Foreign Affairs, respectively.
CIP/Moscow supports NGOsin Central Russia.

The evaluation team spent from June 17 to June 21 in Moscow to meet with the USAID Russia
Democracy and Economic Reform staff, members of the project Consortium, some of the CIPNGO
grantees, varioustrainers, akey administrator at the Moscow Mayor’ s office of Family and Y outh,
the Eurasia Foundation, Deloitte-Touche Business Centers, and present and potential training and
technical assistance resource personnel. From June 23 to June 28, theteam visited theregional Civic
Initiative Program (CIP) center in Novosibirsk to meet with the staff of the Siberian Center, itsNGO
city coordinatorsfrom Omsk, Tomsk, Barnaul, and Novokuznetsk, several NGO grantees and non-
grantee NGOs, and local government officials. In sum, the evaluation team met with more than 40
NGOs and spoke with nearly 100 leaders and members of NGOs.

On June 28 the team continued to Sochi, where the director and staff of the Southern Russia CIP
center were attending aregional NGO meeting. In addition to the CIP staff at Sochi, the team was
also ableto meet NGOsthat have either received grants or are currently developing grant proposals.
From Sochi, the team travel ed to Krasnodar on June 29 to meet with the entire regional center staff,
NGO grantees in Krasnodar, and other non-grantee NGOs. The team returned to Moscow on July
2to meet again with themembersof the Consortium, organizethe conclusionsand recommendations
for the evaluation, and brief USAID/Moscow staff on July 5. The team left Russiaon July 6.

A significant chalenge for the evaluation team was the absence throughout the project of a
preliminary needs assessment of the NGOs and organizational profiles of the sector and the
individual groups to be served (membership data, program objectives, time lines for program
implementation) and predetermined objectiveindicators by which the success of both the Technical
Units/resource centers and the NGOs themsel ves could be measured in the future and objective data
that measured the program achievements of the variousinstitutional and organizational components
supporting CIP. In the absence of such fundamental baseline data, the scope of the evaluation was
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limited to a series of individual interviews with key CIP project personnel, NGO leaders, local
government officials, and U. S.- based Consortium representatives. Although the interviews were
guided by the issues raised in the Scope of Work for the evaluation, there were deliberately open-
ended in styleand respondentswere encouraged to discusstheir needs, perceptions, and expectations
beyond the specific expectations of the Scope of Work. (The indicators defined by the Technical
Unitsaspart of the CIP srevised Overarching Objectives-- and the strategies designed toimplement
them -- were developed too recently to be useful to the evaluation team in measuring the current
achievements of the project.)

There were two other important limitations of the evaluation: the team did not have sufficient time
to do either a systematic eval uation of the quality and relevance of the specific training programs or
anin-depth financial analysisof the cost benefits of the various components of the project. Although
we were able to develop anecdotal information about training and assess some of the issues related
to the training component, we strongly recommend that USAID undertake a more thorough
evaluation of the actual training programs, a thorough needs assessment of the NGOs for both
organizationa and civic action development, the adequacy of the responses to the needs of the
participants of past training programs, the impact of the training on performance, and the Training
for Trainers program -- as soon as possible. Similarly, USAID should undertake a full cost-benefit
analysis of al components of the project, especially the training programs.

The evaluation team tried to give priority to reaching constructive recommendations for the future
rather than emphasize any issues and errors of the past. The Team hopesthat thisreport will be seen
as a positive contribution to the success of an important project.
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Section 2 Current Project Status and Achievements

2.1  Objectives of the CIP Project

The objective of the CIP project, as defined by USAID/Russia, is to help create an NGO sector
capable of playing “a critical role in providing socia services and permitting the government to
continue privatizing social services, supporting and encouraging private business, providing a
structured vehicle for public participation and providing the civic fora essential for a democratic
society.” The CIPisintended to support the Mission’s 2.1 Strategic Objective of “increased, better
informed citizen’s participation in political and economic decision-making, and aims at achieving
the following intermediate results:

. By developing their capacity to represent and servetheir client populationsthrough effective
advocacy, NGOs will give people another mechanism for participating in economic and
political decision-making;

. By developing their capacity to manage resources well, to develop programs of interest to
the public, and by honing fundraising skills, NGOswill be stronger institutions and capable
of providing a sustainable service to citizens,

. Citizens who understand the potential of NGOs to advance their interests are more likely to
support and become involved with NGOs and to value the services provided.

Clearly, CIP has successfully facilitated the establishment of alarge number of NGOs and trained
many new and previously existing NGOsin management skills, fundraising, promotionsand the use
of the media, computer literacy, accounting, and to alesser degree, planning. Many have received
computers, modems, and faxes -- important technologies to open these NGOs to information
necessary to their missions and linkages to other organizations within and outside of Russia. Most
NGOs that have received training and technical support are deeply appreciative.

2.2 Roleof the NGO Sector and the Contribution of CIP

The NGO movement isresponding to both the deterioration of available social servicesand the new,
unprecedented openness of the Russian political structure to the input and involvement of citizens
and citizens organi zations committed to pursuing solutionsto serious social and political issuesand
in participating actively in community decision-making and governance. Because of their willingness
and demonstrated ability to provide servicesthat the government cannot, NGOs, the so-called Third
Sector, are playing agrowing political rolein Russian society. CIP can play acritical rolein helping
to devel op this sector into an effective citizen institution in anew democratic process of governance
in Russia.

The NGO sector does not come without a large degree of distrust and suspicion. Traditionally in
Soviet society, decisions were made only by the highest governmental institutions, with little
tolerance for “grassroots’ actions of citizens. It was also a Soviet practice to create and use NGOs
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to promote and drive government policies. Therefore, the CIP project has an important and historic
roleto play in the complex evolution of democracy in Russia.

The CIP has aready made an important contribution, l[imited asit must be by the size of the country
and the resources that USAID can provide and stimulate from others.

2.3 Need for Civic Action Phase of Program Implementation

The activity of CIP to date has been focused on the establishment of NGOs and strengthening their
capacities to manage and develop systems to raise the funds needed to survive. That is how
“strengthening the NGO sector” was defined when the project began. At the heart of thisevaluation
is the recommendation that, having successfully accomplished this first phase of support for the
organizational establishment of potentially sustainable NGOs, CIP should now moveswiftly tofocus
on the strengthening of NGOs to plan, implement, manage, and evaluate the program activities of
their missions -- the reasons for which they were created -- to put muscle on the organizationa
skeleton. “ Civic action” is defined here as planned activities of organized groups of citizens, often
in collaboration with other citizens and public and private institutions, agencies, and organizations,
including government and business, to educate and mobilize members of the community to solve
aproblem of priority concern to them

This recommendation is based on the conclusion that successful provision of both social services
that would otherwise not be available and public education and mobilization of citizensto participate
in democratic processes of local governance are vital and necessary to the sustainability of these
NGOs. More than anything el se, the successes of NGOsin achieving their missionswill assure the
continued interest and support of those citizens and community institutions that benefit from their
actions. Achieving their missionsisthevery reason for the creation of the NGOs and the support CIP
givesto them must ultimately contribute to their successful achievements.

The evaluation feels that training and technical assistance in developing and implementing civic
action program skills should have been included in the original definition of CIP. Since it was not,
the program was too narrowly focussed at organizational development. As important as
organizational development is to the establishment and management of an NGO, its ability to
successfully deliver the product of its mission is the “over-arching” reason for its existence. The
resources of the CIP project have for the most part gone into building of the NGO organizational
structure but little into imparting the skillsthat NGOs need to educate the public about the social and
political issuesthey are concerned and the difficult task of motivating and mobilizing peopleto take
action to solve these problems. The skillsto do so are not asyet asubstantive part of the CIPtraining
and technical assistance agenda. It is essential that become its central focus for remaining life of
project.

Developing along list of NGOsisnot asufficient goal for CIP. According to key NGO leaders, only
asmall percentage of NGOssurvive (asfew as 20%, according to one estimate). Many leadersinthe
NGO community advise that the best contribution to survivability and sustainability of NGOs will
be the successful accomplishment of their missions and the delivery to their constituents of the
servicesthat attracted their interest and participation. The development of the NGO sector with the
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capability of successfully accomplishing their missions would not only contribute to the
development of democracy through greater participationinthesocial and political processbut would
in turn give both citizens and government representatives reason to support these organizations.
Similar projectsin Poland and Romania are now seeing active interest and offers of support from
local government and business.

Expert experience and judgment in devel oping NGO/ citizen participation in community governance
and service delivery argue without question that the ability of NGOs and other citizen initiativesto
become sustainable, effective organizations depends not only on becoming well organized but
primarily to be able to demonstrate to their constituencies that they are able to provide the service
which they said they would. This expertise should have guided the devel opment of the CIP project
conceptually so that today there would be no argument about the necessity of developing both
aspects of NGO competence: good organization and public communication and strong abilities to
build programs that educate, motivate, and mobilize citizensto take civic action. Thisevaluationis
recommending arefocuson civic action skillsintheremaining half of the project to addressthisgap.

2.4  Development of Civic Action Expertise

The evaluation urges that the successful development of NGOs with skills to manage their
organizations be viewed as only thefirst leg of afuller NGO devel opment effort. In the second half
of the project, CIP should focus on developing the skills of NGOs to develop and carry out
successful programsto achievetheir stated missions. Thissecond leg completesthefull development
of NGOs and the NGO sector, and achieves both the primary objective of the CIP project to
“promote an effective and sustainable non-governmental nonprofit sector in Russia,” and the Over-
Arching Objectives described in June 1996:

. Animproved external operating environment for NGOs;

. Promotion of action-oriented networks of NGOs with members who represent a broad,
diverse constituency of Russian citizenry;

. The development of atarget group of NGOs... who lead and manage themselves efficiently,
act effectively on behalf of their constituents, and serve as models for the NGO sector.

In recent descriptions of its Strategic Objectives, USAID/Russia has emphasized the importance of
“increased, better informed citizens' participation in political and economic decision-making,” and
the devel opment of the capacity of NGOsto represent and servetheir constituents® through effective
advocacy.” Thereport also statesthat the devel opment of the capacity of NGOsto manage resources
and develop programs that motivate constructive citizen participation will produce “stronger
institutions... capable of providing a sustainable serviceto citizens.” Lastly, the report affirms that
“citizenswho understand the potential of NGOsto advancetheir interestsare morelikely to support
and become involved with NGOs and to value the services provided.” (April, 1996)

Inresponseto theseclearly defined priorities, the observationsand recommendationsthat follow will
stress the focus of the second half of the project on enabling NGOs to successfully achieve their
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program missionsin both social servicedelivery andincivic action. Theserecommendati onssupport
continued training and technical assistance to existing and future NGOs in the management,
communication, promotions, and fundraising skills that have been an effective part of the program
to date, but will also strongly emphasize new steps to devel op and strengthen their abilitiesto plan,
design, implement, manage, and eval uate programsthat servetheir citizen constituentsand, through
successful achievements, encourage their support.

For the purpose of the evaluation, the following criteriafor civic action programs may be useful in
focusing training and technical assistance needs. (This definition is based on similar definitions
developed for USAID Democracy and Economic Reform projects in Poland and Romania.)
Generally speaking, in order to be successful, civic action programs should promote and support the
following:

. Establishment of permanent communication systemsbetween citizensand local government;

. Development of on-going civic education programs on issues of priority concern to the
community and local government and on the structure and functions of local government;

. Collaboration between citizens, business, andlocal government to solve priority community
issues; and

. Strengthening and facilitating the ability of citizens to address localized problems without

the support of government.

To besuccessful in providing social servicesand civic action, NGOs need skillsin becoming expert
in both the issues they intend to address and the process by which they will educate and mobilize
their constituents and campaign to achieve their goals. A priority skill is the expertise in how to
carefully plan successful programs, including:

Defining the problem, its causes, effects, and solutions;

Establishing general objectives;

Determining relevant target groups,

Researching the target groups with practical research methods;

Establishing measurable objectives;

Identifying and implementing communication and action strategies appropriate to the

successful achievement of the objectives of the NGO’ s program;

. Producing the informational and motivation materials needed to support the program; and

. Developing and implementing practical methods for managing, monitoring, and evaluating
the program,;

. Revising on-going programs and developing new programs in response to the evaluated

effectiveness of the first program to achieve the objectives of the NGO action.

Aswith any mission-driven organization (including government and business organi zations), NGOs
must become expert in both the content of the issue they want to address and the process by which
they will achieve their goals. Increasingly, NGOs in Russia are actively looking to CIP to provide
the training and technical assistance to develop this expertise.
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CIP has been able to assist a large number of new and old NGOs to organize and manage their
internal structures, promote themselves, and know how to conduct fundraising efforts. Now, it is
critical and appropriate to address the programmatic, service provision and advocacy side of the
project to achieve the whole objective of the CIP program to create “a vibrant and diverse
community of NGOsin Russia.”
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Section 3 Progress of Program Implementation
3.1 Déefinition of the CIP Objectives

“Hasthe Civic Initiatives Program’ s objectives been clearly articulated and are they relevant to the
needs of Russian NGOs served through the project?’

From its inception, the CIP project has suffered from a conflicting understanding of what
strengthening the NGO sector meant and what should be the objectives of an effective project that
would achievethe Mission’ s Strategic Objective 2.1. SO 2.1 directsapolicy to develop projectsthat
will create NGOsableto provide“ sustainable serviceto citizens’ because citizens“who understand
the potential of NGOsto advance their interests are more likely to support ...NGOs and to value the
services provided.”

Historically, World Learning's strong emphasis on direct service delivery, and not on institution
building, argued infavor of focussing on strengthening the NGOs organizationally. However, that
process seems to have moved support for NGO development entirely to the organizational
development of NGOs and forgot the necessity of strengthening the abilities of NGOs to plan and
implement successful civic action programs that would accomplish what is clearly expressed in
Strategic Objective 2.1.

Although the definition of the project moved from “ Strengthening NGOs” to “Democracy and
Economic Reform,” the explicit objectives of USAID did not change: “increased, better informed
citizens' participation in political and economic decision-making” and strengthening the capacity
of NGOs “to represent and serve their client populations through effective advocacy” and “...to
develop programs of interest to the public...” in addition to developing their organizational skills.
However, the Consortium remained locked into a definition of CIP as only concerned with the
organizational components of NGO development, not with the development of processes for
achieving their program/mission goals.

Some members of the Consortium insist that they initially had supported a strong emphasis on
facilitating civic action, but wereinstructed that facilitating civic action did not fall within the scope
of the program. Furthermore, if there had been agreement from the beginning that the CIP program
needed twofoci: (1) developing skillsin organizational development and public communicationand
(2) skillsin planning and implementing civic action/citizen services, then it would have been easier
to determine what training and technical support services should be provided and which
organizations had the competencies to provide them. However, lacking a broader, more client-
informed picture of NGO growth and activity in Russia, the Consortium |leadersunderstood thefocus
of the project as limited to building NGOs and their organizational structures.

USAID/Russia’s Civic Initiatives Program for Democratic and Economic Reform in Russia (CIP) pg. 8
Datex, Inc. Mid-Term Evaluation -- Final Report - August 16, 1996



Intheearly months of CIP, strong leadership in planning and integrating strategi es -- both short-term
and long-term -- seemed to be missing. Each member of the Consortium is a strong, independent
organization with considerableexperiencein development. Also, it seemsto the eval uation team that
the Consortium began with built-in tensions. some organizations with prior, on-going programs in
Russia and members which could have provided the same training and technical assistance.
Therefore, one of the reasons for the internal tensions was the redundancy of resources and the
resulting competition and territoriality from previous activities, apart from the question of their
competence and commitment. These problems have persisted from project start-up. Save the
Children bearsresponsibility for not assuming theleadership role that they had been assigned for the
Consortium and for not addressing these issues, not only at the program’s outset, but throughout
implementation

In addition, there were five other organizations participating in training or in managing the regional
centers. And there were funding sources other than USAID that supported and influenced training
programs, particularly inthe Siberian Center. Ontop of all thiswasthe U.S. based Program Planning
Committee (representing the Consortium members) that also frequently participated directly in the
management of the project. Furthermore, theregional centersfaced issuesof distance from Moscow
and, in the case of the Siberian Center, previous established experience in developing and running
programsindependently, and they felt frustrated with the planning and scheduling of training support
from Moscow. They would prefer to managetheir own affairswithout intrusion fromwhat they view
asoutsiders. Lastly, since the beginning of the project, USAID has made several staff changes that
have interrupted the flow of the project.

As aresult, there were too many managers and not enough Consortium leadership to organize and
control all the participants effectively in relation to overall program objectives, with its members
frequently sidetracked by inter-organizational hostility and competition. Thereis openly expressed
hostility between Save the Children and Counterpart that is damaging the project and must be
resolved as soon as possible. It is regrettable that Save the Children and USAID were not able to
provide stronger direction for the project in the past. This seems to have led to the conflicting
interpretations of activities and achievements by the various members of the consortium and, above
all, to the absence of atrue sense of collaboration and integration of the components of CIP. Save
the Children, as lead agency, must take a strong and constructive leadership role to restore the
collegia collaboration that CIP requires and the Russians expect. This has not occurred to date.
Today, most members of the Consortium have simply resigned themselves to the confusion and
deliver what they are asked for, rather than contributing as proactive, collaborative partnerstoward
acommon goal.

Caught up in organizational conflictsand increasingly isolated from the citizens groupsin thefield,
CIP Moscow has become contractor-driven rather than client-driven. As a simple matter of
organizationa survival under these conditions, each consortium member has defined its own,
separate programmeatic agenda. These may or may not, depending on the circumstances, contribute
positively to the achievement of USAID’s and CIP's objectives. At a time when collaborative
planning and strategies are essential to the program’s success, the members of the Consortium
continue the internal tension, while the regional centers tend to ignore much of what they have to
offer. The technical units are communicating with the regional centers not as a Consortium or as
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representatives of the Consortium. In fact, the regional centers are really dealing with the technical
unitsmore asdifferent people, not even astechnical unitswithinthe Consortium. Unfortunately, the
Russian staff working with CIP are well aware of all these problems.

It is the impression of the evaluation team that there was no clear Consortium strategy at the
beginning, developed collaboratively by all the partners. A strong management role of Save the
Children should have been established at that time and seasoned professional management should
have been provided in the field, a flaw that Save the Children has admitted and believes has been
overcome. The proposed shift in project focus may be a good opportunity to restructure the
Consortium, establish very clear zones of responsibility, and create some true collaboration. The
current state of affairs cannot persist if thereisany hope for the program to meet its goals and make
asignificant, sustainable impact. There is too much tension among people and organizations.

This evaluation aimsto propose constructive interventions that will move away from criticism and
toward positive stepsto achieve the purpose of the CIP program with maximal collaboration of the
members of the Consortium. At the same time, the evaluation will recommend moving quickly
toward significant “ Russification” of personnel and operations to ensure that the project will have
enough time to resolve issues that may deter the sustainability of the CIP efforts after the close of
the project.

At thisstage of the program, it iscrucial that the program’ soverall objectives be clearly defined and
fully supported by all members of the Consortium, the field directors and staff, and the supervisory
team of USAID/Moscow. As CIP movesinto the second half of the project, more attention must be
given to helping NGOs develop skillsin involving citizens in democratic processes that give them
thelr strong voice in local governance, a basic objective of the Democratic and Economic Reform
program. Most importantly, each member of the Consortium must demonstrate that it hasthe skills
and resources to support this objective.

3.2 Operational Systems and Management: Consortium Planning, Activities,
Support

The members of the Consortium meet and plan together but then proceed basically independently
to implement activities that meet their agendas. There seemsto be little sense of collaboration. In
fact there is more competition than collaboration, or simple disinterest, which is coming from the
regional centers. They feel they are amost islands that can manage their own programs. Other than
EDC, which is seen by the regiona centers as helpful and friendly; CFD, as important and
cooperative; and ORT, asavery professional resource, the technical units are not seen asan unified
service group but rather as offering their skills almost asif they were of separate projects.

Furthermore, thereisno substantive needs assessment data, that the eval uation team isaware of, that
describes where the NGOs were developmentally when the project started and their specific needs
onwhich to basethetraining and technical assistance, and wherethey are after theinvestment of CIP
inthe past year and ahalf. All of theinformation isanecdotal: the recipients say that they appreciate
the training and report various activities that indicate that they have benefitted from these courses
and are better able to fundraise, to communicate their missions, and seem better organized. But they
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frequently volunteer the need for more “in-depth” training and technical assistance as follow-up to
thelr training programs, suggesting their recognition of theimportance of devel oping expert process
skills as well as issue knowledge for the NGOs institutionally as well as individual members. As
stated above, this evaluation strongly recommends that the remainder of the CIP project emphasize
the development of this expertise as a critical element to the strengthening of an NGO.

The grants process does not seem very focussed on organizational strengthening or on civic action
processes. The present and future grantees need more technical assistance as they develop their
proposals and during the implementation of the grant to insure an effective use of the money to
achieve the objectives of the CIP project. The regional centers are aware of this need but say they
feel considerable pressure from USAID to accelerate the grants process. The grantees, however,
represent awide range of different levels of NGO development and experience and many have not
as yet completed their grants. To the best knowledge of the evaluation team, there has been no
evaluation of the grants.

It is aso difficult to say if the Consortium overall has “successfully built upon the successes and
lessons learned by Consortium members and from other NGO support programs in Russia” The
Siberian Center has. Much of its program is building on work that ECHO had been doing before.
Counterpart hasworked in the region for several years, and JHU has an Eastern European regional
TOT program that in fact is not funded by USAID except for Russia. However, the lack of
integration and collaboration among Consortium members diminishes the interest in sharing and
benefitting from each others experiences.

The EurasiaFoundationisanimportant exampl e of the need for greater interaction and collaboration
with CIP. Thereisno conflict here but not enough effort to see how the two USAID-funded projects
could indeed work together more often. For example, the Eurasian Foundation plans to support
several NGO centersin areas in which CIP is not working. And, with the concurrence of the U.S.
based office of the Foundation, the intention of this new effort will be on helping NGOs develop
thelr capacities to move to civic action. It would seem that both the Eurasia Foundation and CIP
programs would benefit from close cooperation and sharing of resources and experience to help
contribute to an influential critical mass of active, well trained NGOs and NGO support centers
throughout the country.

In answer to the question of whether the activities of the Consortium are “ meeting the needs of the
NGO sector,” the evaluation feels that the answer is “only part of the way.” Thisis again because
the definition of CIP is limiting inputs to organizational development. The Consortium activities,
despitethedisharmony withinit, aresupporting the organizational development. But the evaluation
argues that thislevel of skill training is not fully serving the Russian Third Sector, the NGOs, that
need to know how to implement their missions successfully so that their constituents, and local
government as well, recognize their value and will support them. Aslong as the perception and the
activitiesof CIPto strengthening of the NGO sector stopsat thelevel of organizational devel opment,
the project will not achieve, in the opinion of the Mid-Term Evaluation, the Strategic Objectives of
USAID.

3.3 Technical Units
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“ Arethetechnical unitsproviding sufficient and appropriatetechnical assistanceto NGOsinall three
of the program’ sgeographical areas?’ Thisisanimportant question for the past aswell asthefuture.
From the points of view of the Siberian and Southern Russian centers, the answer is “to some
extent.” Both have indicated that EDC has helped them with the communication/social marketing
activities and have invited EDC to place a staff member in each center. The TOT program isyet to
become very active regiondly but this evaluation will recommend much greater full time
participation of trained TOTs. The regional centers are interested. Both centers prefer to be
independent of Moscow and arrangefor their owntraining and technical assistanceresources. Infact,
some of thesemay comefrom the United Statesand bypass CIP/M oscow. (For example, the Siberian
Center has received support from the Soros Foundation to conduct training programs.) Part of the
training needs assessment to be undertaken will have to determine what contributions the technical
units can make to the regional centers during this new phase.

3.3.1 Effectivenessof Technical Unitsin the Field

Have the technical units provided sufficient and appropriate technical assistance to NGOs in the
three regions? It is difficult to judge the true capacity of each of the technical units because they
were constrained to focuslargely on the organizational development of NGOs. Some of thetraining
under the TOT program has been effective, but, apart from anecdotal descriptions, there has been
no formal evaluation of its effectiveness.

Social Marketing

The socia marketing component has not really had a chance to demonstrate al its capability. It has
helped many NGOs to understand how to work with the media, how to develop promotional
campaigns, and theimportance of creating an imagethat will promote the support of the community.
It hasalso been given thetask of trying to change public understanding of the NGO and itsimportant
rolein Russiatoday. It has helped produce several radio and television programs that reach out to
the public to communicate this message. That is avery limited definition of what this component
should be contributing. Although social marketing has many definitions, the real purpose of this
component was to train and support NGOS not only to use the media and make promotional TV
films and print material, but to help NGOs develop the skills to plan campaigns and to motivate
citizen action to solve priority community problems.

The socia marketing officein Krasnodar regional center, for instance, has devel oped a sophisticated
and appropriate media market as well asindividual channels to reach its constituents. In fact, both
regional centers have enjoyed a degree of success in generating the interest of local television
programmers in the NGO sector that would probably continue even without project support (for
example, regular spots on the Novosibirsk television news and apopular weekly serieson NGOsin
Krasnodar.)

These are important skills for NGOs to develop. But creating a better understanding of and more
public support for the NGO comes from its successful achievement of its mission to provide its
constituents the services and products, the education and action that improves their lives. Media
campaigns pass quickly and, although images are important to the uninvolved public, especially the
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public governmental official, the critical test isthe successes of the NGO. There are many NGOsin
the world, and certainly in the United States, that are not the best organized and have little recourse
to the media, but who are very popular and well supported because “they deliver.”

Therea successin promoting the NGOs will not result from media blitzes but from demonstrating
their importance to Russian society today by fulfilling what the NGOS say they will do for the
community. The social marketing unit already possesses many of the skillsand resourcesto provide
thistype of support, but it has rarely been called on to provide thistraining and technical assistance
nor has it been used to help develop a group of expert Russian planners of civic action. For the
remainder of the CIP it needs to called upon in this capacity.

The social marketing unit, especialy Chris Ebner, has the skill to help NGOs plan their action
programs. He comes from many years of experience developing marketing and advertising
campaigns, large public education and persuasion programs. He, the staff, and other national and
international consultants could quickly move to train and provide technical assistance directly to
NGOsin each regionsand to train thetraining and technical assistance staffsin theregional centers.
Heis eager to do so. The NGOS need these skills to plan and implement their action program and
the EDC unit can begin that process immediately.

Legal Services

The legal services of CFD has demonstrated its ability to respond to the needs of its constituency,
both by itsshift from anational to aregional/local approach to legidative education and change, and
in its recent movement from special programs and workshops on legislative issues and toward a
consultancy model in response to the specific needs of specific organizations.

In recent months, changes at the Dumaand local municipal level have had amuch greater and more
immediate impact on thelives of local organizationsthan developmentsin federal law. NGOsat the
regional centers have expressed an increasing interest in seminars and other special eventsinwhich
information has been prepared on local laws and legidative processes. Surprisingly, the greatest
interest in local CIP initiatives has been from local government officials themselves, who are often
asill-educated as NGO |eaders about NGO-rel ated laws and wel come the opportunity to learn from
and participate in public eventsin which such issues are discussed. Publications and handbooks on
legislative issues, such as the recently prepared “How a Bill Becomes a Law, are equally relevant
to the needs of local officials and more advanced NGOs.

AccordingtotheDirector of Legal Operationsfor the Foundation for the Development of Parliament
in Russia, CIP s primary strength in all regions of Russiais the neutral role it playsin facilitating
communications on legal issues between NGOs and Dumaand municipal authorities. Government
officials at each of the unit’ s cities openly acknowledge theimportance of CIP functionsin bringing
citizen groups and government representatives together as respectful, if reluctant partnersin the
creation of anew system of self-governance. This point was made most forcefully by the Director
of Femida, alegal assistance NGO in Novosibirsk who isnot currently funded or working with CIP.
“If the center isclosed now,” sheinsisted, referring to the positiveinteraction among the NGOs, CIP
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staff and the Communist government, “the democratic process will slow down or cease altogether
inthisvery city.”

The current redirection of the legal program from group training events toward individual one-on-
one consultations in response to specific needs has been in direct response to the clients' repeated
requestsfor amoredirect, immediately relevant nuts and bolts approach to legal training. More than
any other area of ingtitutional development, participants grow quickly bored and frustrated with
lengthy presentations on legal issues and legidlative processes, areality that has been exacerbated
by the pedantic, decidedly non-interactive training approach preferred by many lawyers. In this
regard, the combination of one-on-one consultations and training with issue-specific publications
appears to be amore effective and client-driven response to the legal/legid ative needs of NGOs.

A more enduring problemis, how to get NGO members-- apart from the exceptional few -- not only
to become more compliant with the existing law, but actually become involved in the process of
drafting and introducing legislation at the local level. Many of the obstacles identified by NGOs --
lack of clarity about their current rights, fear of being influenced or regulated by the government --
must be satisfactorily addressed and clarified before NGO involvement on this level can advance
significantly. Thisisan areain which ongoing cooperation between the legal and social marketing
componentsof CIPisvitally important -- using direct communications, newsl etters and other media
sources to share success stories, profiles of effective behavior, and changesin relevant legislation
asthey occur. NGOswill only changetheir behavior when it becomes clear that such changeisboth
reasonable and in their interest. In this regard, the continuing interaction of CFD and some of the
more advanced NGOsin Moscow (such aslnterlegal) with representatives of the Ministry of Justice,
the tax department, the Department of Civic Organizations and other high-level authorities serves
as an important model to encourage other NGOs to take amore activerolein thelegal process-- as
long asthisinformation is effectively and compellingly communicated to NGOs throughout CIP.

Computer Training

ORT’ s computer training service has been greatly appreciated by virtually everyone who has used
it -- anatural outgrowth of the clarity of its mission and the thoroughness and professionalism with
which it has been addressed. Interestingly, the length of ORT’s training programs -- one or two
weeksor even longer -- hasnever been questioned. Why, then, hasthere been no concernfor thevery
limited time provided to the many other training components in the CIP project that should have
been accorded considerably more time than was actually provided? Hopefully, better assessments
of needs, based on required levels of performance will address thisissue.

Computer training by ORT is seen aswell executed and appreciated. However, the NGO data base
islargely ignored in the field as being too distant and uninformed to be helpful. The computer and
E-mail components have been useful but not very critical to most of the NGOs, although E-mail
often gets through when tel ephone connections may not. In any event, these technologies will not
make the difference in the success of the local NGOs. They do need links to external information
sourcesand occasionally to link up with other similar organizations. For the most part, however, the
NGOs are territorial and somewhat competitive and may not always feel the necessity of working
together with others.
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34 Cost Benefit Analysisof Technical Units

The Technical Unit services are costly and the question of cost benefit must be raised, particularly
if the regional centers are not using all the training and technical assistance resources that might
come from Moscow. The proposed refocus on training and technical assistance for civic action is
an opportunity to make the support from the technical units more useful; the regions clearly need
more support in training and technical assistance in developing expert level NGO skillsin program
planning, community research methods, communication and motivational strategies, and evaluation.
JHU and EDC have proven experience in these areas and would be welcomed, either directly or
through their staff assigned in the regional centers.

If the CIPisrefocussed, the technical unitswill become more useful and more extensively used. The
cost benefit ratio should improve considerably. The argument throughout this evaluation isthat the
refocusisabsolutely essential to achievethe strategic objectives of the Civic Initiatives Program for
Democracy and Economic Reform in Russia. At least some of the Technical Units are essential to
that refocus. The operational emphasis should be on strengthening the capacities of the regional
centersand includein the®consortium,” or whatever management structureisdevel oped, only those
organi zationsthat can demonstratethat they havethe experienceand thetechnical abilitiesto provide
directly or indirectly the requisite training and technical assistance skills. The regional centersfeel
that they are perhaps in a better position themselves to use the resourcesin their regionsto provide
that support but are eager to have occasional but relevant support from Moscow when they need it,
not when it appearsasaschedul ed offering. Thisposition must be considered as CI P determineshow
exactly it isgoing to restructure and refocus.

35 Full TimeTOTs

The evaluation proposes that at least two or three TOTsin each region be hired full time to become
expert trainers in the skills required to develop the programmatic civic action components. JHU
suggests a program of three, one week training cycles for these potential NGO organizational
development and civic action experts. The proposed program will aso help to rationalize the costs
of the current TOT investment of approximately $60,000 per TOT. The present plan that gives a
$200/month stipend to the certified TOT for occasional service. The expectation that the NGOswill
beinterested and have the money to hire them does not seem asrealistic and as useful ashiring some
of the best in full time support roles, a much better outgrowth of the technical unit concept.

3.6 Computer and E-Mail

The computer and E-mail training has been useful and is of interest to those NGOs who must
communicate with constituents in other communities and who have adequate telephone links. The
group that provides information on economic activities to journalists throughout the region
responsible for writing on this subject is an excellent example. For other NGOs, E-mail may not be
very practical at this time but with improved telecommunication facilities should find it of regular
usefulness. The computer is of course a modern typewriter as well. All of the NGOs visited
appreciate the generosity that gave them the technology. It should be left up to the local NGOs to
seek out further training and assistance with linkages if they need them and not burden CIP.
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3.7 Russfication

The evaluation feels that the Russification of the management and technical resources should be
accelerated. The evaluation team met several impressive and talented Russians on their way to
becoming expert trainers and technical advisorsin many of the concerns of the CIP activities. To
support the processof the development of Russian expertsin NGO organi zational development and
civic action programs, CIP should a so increase theinvolvement of national and international expert
trainersand technical advisors so that thetransfer of thisexpertisewill come sooner. For thisreason
the evaluation proposes that at least ten Russian experts in NGO organizational and civic action
skills in each region be developed each year, many more if possible. Ten seems a modest, but
practical number to aim for each year. If CIP feels that more can be prepared, then so much the
better.

3.8 Regional Centers

The regional centers are different in experience, constituencies, and local NGO activities. The
Siberian Center has been active now since 1995 in what was described as an environment that
encourages independence and one that's more liberal than in Southern Russia. ECHO has the
advantage of being an established presencethereaswell. Southern Russiahastowork hardinamore
conservative, rather pro-communist environment. Inany event, both seem to befunctioning well and
quite independently of most of the other components of CIP. Both have strong directors with
considerable field experience. The centers are perhaps too identified with “Americans’ right now
but both directors are very much aware of this and are eager to start the process of Russification.
Despite the inevitable strains that foreign management can create in adevel opment project, the two
directors are appreciated for their energy and competence. Hopefully, the movement towards fully
Russian staff can be accelerated in the very near future.

Both centers, in their distinctive ways, are supportive of moving morefocusonto civic actionfor the
remainder of the CIP project and can use support from CIP technical resourcesto help trainlocal and
regional staff. Here is where the technical units can be important if the focus shifts to civic action
and they do indeed have relevant skills and experience. In any event, the best way to improve the
effectiveness of the regional centersisto provide increased training and technical assistanceto key
NGOs and above all to regional staffs. The evaluation arguesthat the needs of the NGOS should be
seen as devel oping expert skills, not simply basic knowledge.

Toachievesuch expert level srequirescertain resourcesthat thetechnical unitsshould bring: training
TOTs as experts in training and specific areas of technical assistance; training in planning public
education and action campaigns; training and technical assistancein legal and legidative effortsin
support of NGOs; and ORT, as computer skill needs arise. Each one of these units would also have
the responsibility of identifying other national and international training and technical assistance
resources that it can provide to the regions as they need them. Then, the evaluation recommends a
planning and strategy meeting in each region with the key managers and technical coordinators of
the technical units as soon as possible.
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With this approach, it may be possible to think of establishing a network of regional
training/technical assistance/support centersin the current regional centersand in their filial cities.
If truly useful in supporting the broad as well as specific needs, NGOs may be willing to pay for
these servicesif the cost ismodest and the service hel psthem achieve their missions. The evaluation
will offer specific recommendation to advance this possibility.

“Aretheregional centers providing sufficient information to the technical units about the needs of
NGOsintheir regions?” Asmentioned before, theregional centerssay that they are getting moreand
moreableto providefor themselves. They do not feel that the past patternsof training arefunctional,
that is, being informed of training courses rather than being NGO/regional center driven. Their
responses have been to pick thoseresourcesfrom thetechnical unitsthat could respondto their needs
and schedules and forget about the rest. The proposed shift in project emphasis could provide an
opportunity to create new and more productive relationships between the field and CIP Moscow.
There is some open communication: the social marketing program now has a staff member in each
center more for training services than as a communication link. Distance and telecommunications
difficultiescertainly interferewith good communications between theregional centersand Moscow.
More importantly, they do not really feel Moscow is that important to them.

3.9 Grants

The grants program - the micro-grantsin particular - could have substantial impact on the future of
the NGO movement because it provides important opportunities for worthy NGOs to practice what
they havelearned in thetraining programsand to actually “deliver” successful program servicesand
actions that will win the support of the community. The program has made it possible for small
NGOsto hirefull time staff and to receive computer and fax equipment. Above all, the grants have
empowered NGOs; they have become aware of their ability to be serious organizations.

But the grants program should be clearly linked to the specific objectives of the devel opment of the
NGOs, that is, really using the grants process to help the NGOs involved to strengthen their
organizational and program process skillsto the* expert level.” Thismeansthat in proposals, NGOs
that demonstrate areasonably sound organizational structure - even if they are small in membership
and management - and are clearly relevant to the missions of the NGOs should benefit from
professional technical assistance in the conceptualization and preparation of the program the NGO
wants to implement and even more importantly in the actual implementation of the grant program.

The products of these grants should also be evaluated to determine if and why they had any impact
towardsthe achievement of the goalsof the NGO and if they helped the NGO strengthen or perhaps
even develop their skills. No one becomes expert from just a training course. It is through the
experience of implementing an activity of importance to the mission of the NGO and the training
and technical assistance that are brought to it in practical support of the implementation of the grant
that help the NGO move up the ladder of expertise. This suggests consideration of the expansion of
the micro-grant program if adequate technical assistance can be provided.

However, theregiona centersfedl that there is considerable pressure from USAID to accelerate the
grant giving and they would prefer to be sure that the recipients are worthy. CIP Moscow also feels
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that several grants were given out, especially in environmental health, that did not meet the criteria
for the CIP project. The eval uation team met some of these granteesand agrees. Their missions seem
important but are not related to the objectives of CIP. For example, one project based at the
University of Moscow isreally ajob placement service for Russian scientists. Of course, Ecoduris
is an impressive example of a NGO action program that has “delivered” and is managed by an
aggressive, deeply committed physician. Thecriteriafor micro-grantsshould bereviewed, especialy
if thefocus moves moreto civic action, to be sure that the CIP objectives arereally supported by the
grants.

A restrained but generousinstitutional support grants program could hel p devel op the strengthening
of theregional centers by providing support for the centers and similar support effortsin their filial
cities. Thiswould assure more time for these centers to mature and find their own funding niches.
In any event, the institutional grants, like the micro-grants, should be focussed on supporting the
objective of strengthening the NGOs to fulfill their missions. But unlike the micro-grants, they
should be able to sustain the institution and its support functions for alonger period of time.

Thereareno linkage grantsin force at thistime. These rather costly relationships apparently did not
prove to be productive enough to continue. It istempting to suggest more technical linkage grants
that would provide specific U.S. technical content support to, for example, the farmers near Sochi
that are planning a market information system. The CIP center there will provide aU.S. consultant
to help them develop their grant proposal, but more long term support would probably be useful.
However, more long term grants mean more management problems and more dependence on U.S.
technical resources rather than devel oping Russian expertise and encouraging domestic support.

Ontheother hand, closeinteraction with U.S. NGOs can mean important learning opportunitiesfor
Russian NGOs and may create long term relationships. It would therefore be useful to seeif funds
can be found at |east to provide an increased number of study visitsto the United Statesto observe
and work with successful U.S. NGOs.
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Section4 Operational Systems and M anagement
4.1 Problemswith the Consortium M odel

In the Scope of Work for the evaluation, the question was asked, “How effective hasthe Consortium
model been?’ Perhapsthe question should have been, “Hasthis Consortium model been effective?’
Unfortunately the answer to the second question is, no. The Consortium model can only work
effectively if its objectives are clear and shared by all its members, and all of the members have
worked together to plan, integrate and coordinate unified strategies to accomplish their tasks. The
members of a Consortium must see themselves as members of ateam, dependent on each other to
achieve their common goal. Some of the current members of the Consortium do not see that
interdependence and a common goal.

It seems that few, if any, of the Consortium members really understood at the outset of the project
what wasfully necessary to devel op sustainable NGOsin Russiacapabl e of playing significant roles
in democratic reforms. Though the Scope of Work for the evaluation states, “ At the March 1995
Quarterly Programming Meeting, the Consortium agreed to focus the program’s objectives on
facilitating the participation of NGO and other citizeninitiativesin democratic and economicreform
processes,” the Consortium members did not seem to understand what inputs would be required to
achieve that objective. Rather than developing “innovative ways’ to support the overall program,
asthey had promised, the members agreed to alimited definition of “ strengthening the NGO sector”
and stopped at organizational development. The NGOs which have participated in CIP are grateful
for the training they have received. For the most part, however, the NGOs do not understand what
they should know in order to deliver the services for which they were created and which would win
the continuing support from those in the community who benefit from their actions.

JHU and Savethe Children staff report that, becausetheir organi zations had consi derable experience
with community devel opment and civic action, they initially argued for more of acompl ete program
that would have combined training in organizational development and planning for programs for
civic action. This direction apparently did not get enough support from other members of the
Consortium, USAID, or from inside their own organizations. The TOTs do get some training in
program planning but, as JHU admits, not enough to make them experts.

Each partner in the Consortium has something to contribute to the project. Yet there are
shortcomings with them al. Unfortunately, the Consortium was set up so that each participating
organization could operate quite independently if it wanted. JHU had an on-going TOT programin
Eastern Europe to which Russia seemed like a natural add-on. Counterpart had been operating in
Russiafor sometime and felt its own sense of independence. EDC and CFD were much more apart
of the Consortium team because their roles were very precise and more limited than the others. In
Siberia, ECHO had established a presence that preceded CIP and it was difficult to convert entirely
to an identification with CIP, although it is not an issue at thistime. In redlity, it was redundant to
have both JHU and Counterpart in the Consortium even though their initial responsibilities were
different. But, apart from any criticism of their capabilities, they were both training organizations.
The competition wasinevitable. Furthermore, theinstitutional membersof the Consortium have not
always sent their best managers and resource peopleinto thefield. Unfortunately, Savethe Children
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did not provide strong enough on-site management, further contributing to the lack of team
collaboration and coordination. Many of the Consortium members are critical of the lack of
management |eadership of Save the Children, especially inthefirst year of CIP. All of these factors
made it difficult to keep a consortium acting like ateam, the purpose after all of a consortium.

Did it meet the needs of Russia's NGO sector? Despite the time and energy spent on internal
tensions, the Consortiumin general wassignificant to theaccomplishmentsof the CI P organi zational
devel opment goal s, not asa Consortium but asanumber of individuals-- Americansand Russians--
that came into service. As the regiona centers have said, they don't really need much of the
Consortium now and can find many of their own training and technical assistance resources
regionally with only an occasional help from Moscow.

The future value of the Consortium depends on the focus of CIP for the remainder of the project. If
attention goes to NGO civic action, the regional centers will need the help of the Consortium,
managed through the CIP office in Moscow. If training and technical assistance remains focussed
on organizationa development, there will probably be fewer and fewer requests for support from
Moscow.

Another answer to the question of whether or not the consortium model meets the needs of the
Russian NGO sector is that the concept of the consortium is irrelevant to that objective and very
costly. Thetraining component isthe most expensive element of the project and probably thelowest
in cost benefit at present. And if the regional centers continue to develop their own training and
technical assistanceresourcesand ignorethe Consortium, the cost benefit questionwill becomemore
serious. Thisevaluation offers some recommendations to streamline the structure and management
of the present Consortium and propose budget cuts and rearrangements that may help to shift
important resources to more efficient uses. These issues must be seriously discussed and addressed
by the Consortium in order to reconfigure the program in the best possible way to meet program
objectives in the remaining time available to CIP implementation.

Does the Consortium model support or inhibit the administration and management of sub-grants?
The sub-grantsin the Central Russiaregion seem to be handled well by Savethe Children; the grants
in Southern Russia are not numerous and the center there seems to be working closely with them.
In Siberia, the center has several grantees throughout the region and again seems to be managing
them well. Each regionis at adifferent level of NGO development and the grants they give reflect
and will continue to reflect these differences for along time. In Central Russia, and particularly in
the Moscow region, there are many sophisticated, experienced NGOs with professional leaders. In
Siberia, the NGO movement has only recently started and is developing with some rapidity. In
Southern Russia, in a conservative, pro-communist environment, the birth of NGOsis slower and
requires more “from the ground up” support. The grants, then, for each of these regions will -- and
should -- reflect these differences and be awarded carefully to help their NGOs develop their
capabilities, not merely reward energetic groupswithinteresting ideas. Each NGO should belearning
new skills that are necessary to achieve their missions.

All grantees could use more technical assistance and hopefully will occur through the proposed
stronger emphasis on technical assistance in the second half of the project. Although the evaluation
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would argue that the grant program should more diligently support the CIP objectives of NGO
devel opment and provide more monitoring and technical assistance, it isclear that the grant program
is not dependent on the Consortium, and the Consortium as it stands today neither supports nor
inhibits the program.

“Sound technical assistancein atimely manner?” Theprincipal concern and focusof the CIP project
today istraining. In the future, the emphasis must shift more attention to technical assistance. It is
difficultto say if the Consortiumwill be any more proactive and supportiveinitstechnical assistance
than it istoday. Nevertheless, the ability to provide arange of expert technical assistance, directly
or indirectly through national and international consultants, should be one of the prime criteriafor
continuing as a member of the Consortium for the second half of CIP.

“Hasthe consortium model supported/inhibited the project’ sability to...formulate roles of technical
unitsand regional centers?’ Here, the model has not been as significant, asthe partnersreveal their
inability to devel op integrated and coordinated support services. One can arguethat the conventional
prime contractor/sub-contractor arrangements are more controllable and more able to assure the
deliver of contractual agreements.

According to membersof the Consortium, reporting and communicating with USAID hasoften been
difficult because of the many staff changesin the USAID project offices and difficultiesin getting
decisions made. Another obstacle has been the structure of the Consortium requiring that the
different componentscommunicatewiththeir U.S. based of ficesfirst, whointurn communicatewith
USAID/Moscow. Also, the U.S. Program Committee seems to be too intrusive to communication
within the project and the field management role that it often triesto play. One option would be for
USAID to reduce the role of the Committee to a supportive and not a management one.

The current Consortium structure al o seemsto encumber thereporting systemsand isadrain onthe
time and enthusiasm of the regional centers and the technical units. Currently, the regiona center
directors must regularly report to three (and in the case of the Siberian Center, four) management
offices. Restructuring of the Consortium should include a significant simplification of reporting
requirements. The current process does overburden the grantees and subgrantees. Thisisa problem
that can be easily remedied by reducing the number of levels of reporting required from each
member of the Consortium. If CIP management is streamlined, then it may be logical to make Save
the Children the principal communication link with USAID. This should simplify the process
considerably.

Cost effectiveness? As mentioned before, the Consortium model does not appear to be very cost
beneficial. There aretoo many overheads and, in the case of one of the members of the Consortium,
evenfull overhead onthe overhead of oneof its sub-grantees. Again, the evaluation will recommend
steps to try to deal with thisissue.

“Develop sustainable NGOs or NGO support activities.” In principal, this is the best role the
Consortium should be ableto play. Itsmembers should be excellent sources of on-going support for
training and technical assistance. But that has not happened. JHU has its very specific regiona
program and Counterpart, from the perspective of the evaluation, has not delivered the kinds of
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support and coordinating resourcesit was supposed to. Again, Save the Children needsto assessthe
specific capabilities of each member of the Consortium as Cl P goesinto the second half to determine
which ones have the specific resources the second half will need. The evaluation will try to
contributeitsrecommendationsinthisreport. In sum, it istheimpression of the eval uation team that
if the Consortium, as amodel, had worked, it would have understood and directed the activities of
the project better and would have provided essential components of the activities of the regiona
centers. Each member of the Consortium should have been known for its expertise in NGO
organizational devel opment and civic action, not simply trainersand technical advisors. Instead they
tended to impose their particular agendas rather than devel op collaborative strategies to achieve the
strategic objectives of the project.

Most of the members of the Consortium interviewed seemed quite committed to giving their best
efforts to being productive but felt very frustrated at not being able to do more than just produce
what was asked of them. Each training component seemsto be operating its own separate program,
rather than as apart of awhole, unified project. Thereislittle enthusiasm for facing the challenges
of the project or feeling of ownership for the program as awhole among the Consortium members.
Theregional centersalso feel theimpact of this, resulting in adecreasing interest in, and receptivity
to, what the technical unitshaveto offer or aredoing. Thishasreinforced theregional centers’ desire
to remain as independent as possible from the technical units and minimize the communication
requirements with Moscow. Save the Children needs to take responsibility for their lack of
Consortium leadership, resulting in so little collaboration. The fragmentation of the program is
jeopardizing the potential impacts of CIP in Russia.

There have been a number of important exceptions to this, however. There is appreciation in the
regionsfor the efforts and responsiveness of the social marketing unit, which has now placed afull-
time representative from that unit in each region. The legal/legislative unit is valued because there
isstill much work to be done and few trained local lawyersand few NGOs memberswho understand
the complex legal environment for the NGO sector. Also, ORT is well liked because it is
straightforward in its promises and provides professional services with a professional attitude.

Consortium members have expressed frustration with USAID for changing program objectives at
the time that the project was renamed “ Democratic and Economic Reforms.” Based on athorough
examination of relevant documents during the eval uation process, however, it appearsthat USAID’ s
overall strategic objectives remained the same: strengthening the abilities of NGOs to increase
“better informed participation in political and economic decision-making” based on a belief that
“Non-governmental (NGOs) and private sector options are expanding the ability of citizens to
influence the actions of government, business and community |leaders on the issues which affect
citizens' lives(S0.2.1).” Thefact remains, however, that communications between the Consortium
and USAID/Moscow suffered during this stage of the project’ s evolution, and the program became
entirely focused on a single component: organizational development.

Lastly, no one seemsto be “ resol ving implementation problems.” The answer to theinternal strains
in the project seemsto have been to isolate oneself from the others and operate as independently as
possible. A great deal of time has been spent on internal conflicts rather than on project activities.
Morale has been low and frustration is high. This is evidenced by considerable anxiety among
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technical unit and regional center staff that the mid-term eval uation was going to upset the status quo
again and once more change the objectives and program activities. Some key people have talked
about leaving. Y et, thereis still a deep commitment to CIP and this mid-term point in the program
isagood timeto realistically look at the problemsand, for the sake of the Russian NGO sector, take
strong steps to correct these issues through a new commitment to renewed goals for the remainder
of the project

4.2 MoreEffective Useof TOT Program

Cost is another serious question. Unless the TOTs can be used in full-time positions and support
technical assistance in the regions, it is questionable that the overall cost for the TOT program can
be justified. From abrief survey of costs, it would seem that the total cost for the development and
involvement of each of the eventual 20 TOTs will be approximately $60,000. This cost is
rationalized by the argument that each of the TOTs will be used to train large numbers of NGO
members. But in the future the NGOs will have to pay for their service. Thereis no assurance that
many of the groups who most need the service will be able to afford the costs.

The proposal to hire several of the TOTs full-time seems a good rationalization of the cost and
creates a greater likelihood that the intended multiplier effect will be achieved. In addition, TOTs
should receive more specialist training to become expert technical advisors in areas important to
civic action. Thisiscritical to the future of the second phase of CIP.

4.3 Counterpart’s Role and Responsibilitieswithin the Consortium

It is clear to the evaluation team that Counterpart’s involvement in the program has presented an
ongoing and serious problem for both Save the Children and the other members of the Consortium
in their attempt to develop a unified, team approach to program implementation. On the
organizational level, it isdifficult at this stage to understand why Save the Children devel oped the
current management arrangement with Counterpart (in its supervisory role with ORT and JHU),
other than simply to fulfill the formal requirements of the original Request for Application
document. Counterpart controls a disproportionately large budget in relation to its actual
responsibilities and achievementsin thefield. It is also seems questionabl e that Counterpart should
receive full overhead on the direct costs of its subcontractors. An analysis of the fulfillment of the
contractual responsibilities of Counterpart should be reviewed. Onthelevel of actual programmatic
cooperation among the Consortium members, most of the other members of the Consortium do not
see Counterpart as a real member of the “team” and do not see any significant services in either
providing or coordinating training.

For example, Counterpart did not deliver an adequate assessment of training needs, asrequired. (At
training courses, its trainers use afour question written questionnaire that could not possibly serve
the purpose of an assessment.) Nor has it provided large amounts of training so far: it focusses
primarily on Central Russia/Moscow and its three new TSP training program for trainers will not
realistically produce the skills the project needs. Some Consortium members reported incidents
where Counterpart personnel expressed the “territorial imperative” of their activities and refused to
collaborate. Based upon our observations, it seemsthat Counterpart, sensing the questionsthat have
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been raised about the long-term impact of the TOT component, devel oped the TSP program more
as competition with JHU than as a complementary initiative focusing on the real needs of NGOs.
The planto train TSP trainers suggests an inefficient use of time and money, given the current need
for more in-depth training and the acquisition of expertise.

In any event, the Counterpart TSP program should have been a matter for serious discussion and
analysis by the Consortium and its advisors. Given the importance of training and the presence of
training expertise in the members of the Consortium, the decision should have either waited for the
mid-term evaluation or at least have been thoroughly analyzed before moving ahead. Had the other
members been fully informed about and invested in the program, perhaps the TSP concept could
have been developed out of the TOT investment without attempting to introduce another training
component in an already confused, uncoordinated program.

Given the many expressions of conflict between Counterpart and Save the Children and others, the
relationships within the Consortium -- both in terms of program support as well as institutional
cooperation -- must be reviewed and reassessed. The U.S. field representative of Counterpart was
not in Russiaduring the evaluation to discuss these issues and the eval uation team could only report
on the reactions of other members of the Consortium. In any event, the entire Consortium
management structure needs reexamining, aswell asthe potential contributions of each member, if
the Consortium is to fulfill the objectives of the remainder of CIP.
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Section5 Conclusions

The CIP project is of great importance to the gradual unfolding of democratic processesin Russia.
Peopleareexperiencing for thefirst timewhat democracy can dofor their liveswhen they participate
in the activities of an NGO or are the recipient of these actions. In Russia, because of the pressures
of aweakened economy and dramatically changing social and political systems, the NGO sector has
been called into existence as an ingtitutional leg for the new Russian society. There is a New
Democracy in which NGO/citizen participation is as vital to the functioning of society as
government, public institutions and the private business sector. Thoseinvolved in the new NGO or
Third Sector are fortunate to have the interest and support of USAID. But that interest and support
comes with equally significant responsibilities -- to provide the best ideas, concepts, and resources
the United States has to train and assist the NGO sector in Russia and to provide the best model for
nurturing and sustaining this newborn community.

The mid-term evaluation compliments USAID for initiating this effort and providing afirst leg to
the NGO development process. Thisfirst phase of CIP can boast of contributing to the devel opment
of new NGOsand training them inimportant organi zational devel opment skills. However, the Civic
I nitiatives Program has been hampered by alimited understanding of what elseisessential to achieve
the very strategic objectives it has established.

5.1 Need for New Emphasison Civic Action in Second Phase of the Project

The second phase of the project must address the critical need to develop in the NGOs the skillsto
plan, implement, manage, and evaluate the programsfor which the citizens created them. The NGOs
exist to provide services that the community needs and the government or the private sector cannot
provide. They also provide the power and motivation to participate actively and constructively in
local governance.

Perhaps even more important to the development of democratic governing processesistherole the
NGOs can play to educate people about key community issues and motivate and mobilize them to
take constructive action with or without the assistance of government to solve those problems.
However, thisability to organize civic action requirestraining in skillsto plan, implement, manage,
and evaluate; research the community; select appropriate action strategies and motivate people to
change; get the resources necessary to bring about the action; and identify problemsin the process
that can then be corrected.

The second phase of CIP should be devoted to an increased focus on civic action skills and
processes. This does not mean that new and old NGOs cannot turn to CIP for assistance in
developing strong organizations. In fact, these additional program skills should be build on the
organizational base developed in phase one, and CIP should continue to provide whatever
organizational development skills NGOs may still need.

It is absolutely essential that everyone in this process understands the skills NGOs need to plan,
implement, manage, and evaluatetheir programs-- especially the NGOsthemsel ves. Within the next
few months, CIP must organize activities to educate NGOs about the processes that are successful
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in educating, motivating, and mobilizing citizens to achieve common program goals and the
additional skillsrequired to do this successfully.

An NGO must first define concretely what are its purposes and objectives -- its mission. For
instance, isthe NGO’ s purpose simply to make people aware of an issue? Or isit to give citizens
information and “educate” them about the problem? Or both? Or is the mission of the NGO to
motivate and mobilize citizens to take action to solve a community problem? Do they want to
changethe behavior of people? Do they want to persuade government to do something to satisfy the
needs of citizens? A clear understanding by the NGOs of their mission, and an understanding by
both the NGOs and those who are offering training and technical assistance of what these different
NGOs need to be successful, are fundamental to the productive use of the resources that CIP can
provide.

For example, the NGO in Novosibirsk that helpsjournalistsin the region who write on the economy
and have almost no access to nationa and international information is concerned with the problem
of information, not with civic action. On the other hand, a highly motivated scientist of the Russian
Geographical Society in Sochi is organizing atwo-week cruise around the Black Sea portsto carry
amessage about environmental dangers, hoping to create public interest in blocking plans for the
development of new port facilities. When asked about what the group will do to follow-up after the
visit -- the action phase -- the project’ s organizer had no ideathat it might be necessary to plan for
organized public education and action after the cruise. Nor did she have any clear idea about how
to go about this process.

“Southern Wave,” an NGO that uses rock concerts to create awareness of social problems and
providespublicforafor citizensto voice opinions, aso plansan environmenta “ Shock Wave’ along
the Black Sea coast, but knew nothing about the plans of the Russian Geographical Society. Here
isan exampleof aspecia opportunity to launch aunified, potentially powerful civic action program,
if only the two groups had been encouraged to communicate and plan together, and were equipped
with the skills and resources to do it. Southern Wave also did not really understand its potential as
achange agent.

In order to be more effectivein responding to the needs of NGOs, each regional center must establish
-- and in collaboration with each other to achieve some degree of standardization -- the criteriaand
guidelines for successful performance in each of the various kinds of NGOs and the various skills
each group will need to achieve success. Today, most of the NGOs interviewed in the evaluation
believe that some basic knowledge about fundraising, promotion and publicity, organizational
development, accounting, and computer literacy are al that they need to be successful and
sustainable organizations. In the instances cited above, the existing CIP emphasis on institutional
development appears to have actually limited the NGOs' abilities to define their objectives and
assess their own needs. A more responsive, client-driven design will enable NGOs to work
collaboratively with program staff to assesstheir needs, plan creative strategies, and identify partners
and resources in the surrounding community or beyond.

AidsInfoShare spendsall itsmoney on devel oping and distributing information about HIV infection
and AIDS. But it can be demonstrated that information about AIDS is easily acquired but the
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prevention is very difficult. The rate of sexually transmitted diseases is going up very rapidly, a
predictor of near future HIV infection rates. AIDS InfoShare needs help to turn more of its energies
into action programs such as condom social marketing for prevention. It really does not know how
to do this or advise any of its network members on how to do this. It isinterested in learning how
to design amajor action campaign and to develop itself into a supportive “hub NGO.” Until then,
itwill continueto concentrateonitsinformation activitiesfor whichit receivesconsiderablefunding.

Women Together was very eager to develop civic action skills so it can in turn organize and train
the other similar groups in its network. The President of Women Together said that they need to
teach their groups how to do community research, a spontaneous suggestion that was not prompted
by the evaluation team.

NGOs need expert skills in planning, designing, implementing, managing, and monitoring and
evaluating their programs and campaigns. Because some NGOS may not need the same kinds of
skills as others, it is important to inventory the NGOs in each region to determine what their
missions are, their levels of knowledge and experience in organizing and managing themselves as
an NGO, and in developing and implementing successful programs, an assessment of both the
organization and the people who make up its memberships, not just itsleaders. Different NGOs may
require vastly different training and technical assistance support, and the regiona CIP centers must
know this before they can plan the effective and efficient use of their resources.

The centers must also establish reasonable levels and standards of skills that must be attained to
achieve successful and sustainable organizations and their programs. No one reasonably expects
expertise after abrief training program; this can be more redlistically achieved through training that
is spread out over time with clearly communicated levels of the eventual expertise to be achieved.
The important point here is that CIP must talk about strategies to develop expertise in the NGO
community, and not simply be content to offer “basics,” creating the mistaken belief among
participating NGOs that such rudimentary skill levels are sufficient to achieve their missions
successfully. Successful NGOs in the United States are experts in both the content of the issue and
the processof civic education and action. Inthewordsof akey administrator inthe Moscow Mayor’s
Committee on Family and Y outh, “the government must now depend on NGOs to provide social
services because it does not have the money; NGOs must be and often are more expert in doing so
and are better equipped technologically because they have access to international resources.”

Thisproposal to refocusthe CIP project to civic action is based on the professional expert judgment
of the evaluation team and the recognition by experts in NGO/citizen participation in local
governancethat demonstrable successin achieving the missions of the NGOsiswhat brings support
for sustainability. In Poland and Romania, the DIALOG projects are so important in loca
governance that the mayors of over twenty-five citiesin Poland and nearly that number in Romania
have asked for participation in the program. The priority training and technical support for the
projects has been in planning and implementing civic action programs.

Thecommunity’ sself-interest isserved by these NGOs. At the sametime, experience has shown that
the skills required in achieving this success are complex and must be provided to the committed
NGO. Some NGOs working on issuesthat are dramatically urgent can develop community support
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with little organization and program skills. But most often this happens because of the urgency of
the issue. Most NGOs have to work hard to convince others to become involved in solving
community problems.

It is the judgment of the evaluation team that the present CIP program does not provide enough
training in those skills necessary to successful civic action and isgiving theimpression to the NGOs
that organizational skills are sufficient. Organizational skills give no assurance that an NGO will
survive and in fact theteam wastold that of the large number of NGOs created, very few do survive.
The best means of increasing this survivability and providing and sustaining support to the
devel opment of democratic processesand citizeninitiativesisto providethem with the many critical
skillsin the planning, implementation, management, and eval uation of their programs. In fact, some
skills have been introduced already as part of the organizational development phase: social
marketing, promotion and public relations, media relations, and legal and legidlative support for
NGOs.

In terms of resources, CIP has, directly and thorough its network of advisors and consultants, many
of the training and technical assistance skills for civic action: for example, program planning,
community development, motivation, community research, evaluation, coalition building, NGO-
local government rel ations, and promoti on and accessto expertsthat can providetechnical assistance
on the issues various NGOs address.

If CIPfocusseson civic action, Savethe Children, as project manager, must reassessthe capabilities
of each of the current Consortium members to determine which ones have the skills, experiences,
and resources needed and which ones, if any, may no longer be required. Continuation in the
Consortium should be determined on the basi s of the adequacy of theseresources. CIPmay nolonger
need some of the costly inputs from al of the current members of the Consortium.

A critical objectiveof theremainder of the project hasto bethetraining and devel opment of Russian
experts so that they can support theregional centers, their filial centers, and key NGO networks. The
resources of the Consortium must therefore be focussed on devel oping these new experts as soon
as possible. There are several excellent candidates that met with the evaluation team.

Thegrants program must also befully integrated into the civic action phase. Participating NGOswill
grow substantialy in skills and in reputation from their successes. Therefore the micro-grants
component should contain adequate technical assistance and training support so that the activities
of the grants serve as important learning experiences as well as demonstrations of how to be
successful in delivering services, educating and mobilizing citizens and government to solve
community issues collaboratively. It can strengthen and help institutionalize the role of NGOs in
community governance. Institutional development grants can help develop the regiona and local
support centersthat NGOswill need for the next several yearsespecially for the new NGOsthat will
appear as they see others achieve success.

Therefore, the strategy to achieve this focus on civic action should include an assessment of the
experiences, skills, and resources of the current members of the Consortium, identification and
development of national and regional experts in training and technical assistance in NGO civic
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action as well as organizational development, a renewed micro- and institutional grants programs
that will support the devel opment of experience and skillsin civic action, and accessto national and
international experts as needed.

Key members of the Consortium, the coordinators of the regional centers, and several of the NGOs
interviewed support the focus on civic action and have offered their institutional capabilities to
support thiseffort. The CIP Moscow office, particularly Savethe Children, hasthejob of pulling all
this together and serving as a major support to the identification of needed regional, national, and
international experts. This will require thorough discussion and agreement as to what the focus
means, what resources are needed, and how best to provide them. Save the Children will have to
assume a strong leadership and facilitation role. A planning meeting in each region should be the
first step.

5.2  Need for Restructuring the Consortium

To move to this second phase requires commitments from all participants in CIP, USAID, the
members of the Consortium, the regional centers, and the NGOs and their members. Each must
understand and agree on what civic action processes are and the skills needed to implement their
civicaction programssuccessfully. Theremust beacommitment to providethe best possibletraining
and technical assistance during this last phase of CIP.

Toaccomplishthiscritical goal, the eval uation recommendsthat USAID restructure the Consortium
as quickly as possible. The project and USAID have been hampered by a ponderous, dysfunctional
consortium of institutionsthat have not served the program adequately. Members must be committed
to move beyond the program’s first phase -- organizational development -- to the crucial second
phase of building program skills to make both CIP and its NGOs reach their strategic objectives.

The membership has never developed into a true consortium -- ateam of mutually interdependent
resources committed to the same common purpose. Instead, because of the many reasons already
mentioned, each began to driveits component of the project in accordance with itsown agenda. The
confusion of institutional objectives and frequent lack of leadership to sort out the complex
objectives/strategies/structure web, help redefine the project, and integrate the components of the
Consortium have resulted in aMoscow office of the project that is Consortium-driven, rather than
NGO-driven, and unintentionally encouraged the regional centers into distancing themselves into
independence.

It has been difficult to filter reality from hostility between Save the Children and Counterpart, the
two leading members of the Consortium. Anecdotes from both agencies are accusatory and
conflicting. In any event, thetensions are real and the result has been destructive. Whatever may be
the full truth, it is clear that both agencies did not provide the kind of in-country |leadership and
management skillsthat CIP required.

Those are the mistakes of the past. Today, this evaluation is recommending an opportunity for both
agenciesto show their capabilitiesto providethe resourcesthat are critical to thefinal success of the
project. This call isaso directed at the whole Consortium. A refocus of the project on civic action
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means areassessment of the capabilities of all current CIP partnersto determineif they can provide
the professional and expert training and technical assistance that will be needed and if they havethe
willingness and ability to act cooperatively asa“team.” The entire management of CIP needsto be
restructured to be more functional, more streamlined, with more direct communication for decision-
making, not a labyrinth of communication links and requirements that have resulted in the
components of CIP moving off in their own self-propelled directions. This burden, it seemsto the
evaluation team, is by contractual agreement, the responsibility of Save the Children which, itself,
must review with vigor its own capabilities and take on the leadership of CIP with a new
commitment to professional excellence.

Counterpart has its own difficult responsibilities now. There is widespread hostility against
Counterpart because of both program and personnel factors. That, too, isthe past. However, unless
Counterpart and Save the Children can restore comfort in their relationship and unless Counterpart
can demonstrate that it can provide the level of professiona resources needed for training and
technical assistance in civic action, Counterpart should end its participation in CIP. The project
cannot afford to spend the next year or two with these wasteful internal conflicts, ineffective in-
country management, and independence of institutional agendas.

Given the criticisms of itswork and relationships, Counterpart now has the task of resolving these
issuesand proveitsisessential totheremainder of CIP. The need for aseparate Consortium member
to plan and coordinate training isin itself questionable. The lead agency could have managed that
responsi bility from the beginning. But that was not the proj ect implementation plan that was created.
Nevertheless, it istime for that plan to be reviewed to determine whether or not, today and with a
different programmatic focus, that separation isindeed useful.

Counterpart is angry that the evaluation team has inaccurate information from members of the
Consortium about its activities and insists that there is adequate data to commend its achievements.
Infact, thereislittle documented evaluation of any CIP activity and the only external evaluation the
evaluation team saw of Counterpart’s training was an evaluation of business training programs for
women in Russiain 1995, not a part of CIP, and some of the brief evaluations by participants after
NGO training workshops, evaluation that arerarely objective and reliable. Counterpart blames JHU
for not devel oping the evaluation instrument and process asit had agreed to. JHU saysthat it isnow
working on a serious eva uations of its programs as well. In any event, there has been no objective,
serious evaluations to date.

Now it is critical that all of these internal strains be resolved immediately. This will require a
willingness of all parties and perhaps the participation of USAID Moscow to first decide which of
the Consortium members can really provide expertise in supporting civic action and awillingness
to participate in a new management structure. That is the reality test that must take the place of
anecdotal praise or criticism. All of the key members of the Consortium have contributed to the
situation today, some morethan others. But the key membersof the CI P project arethe Russianswho
are meant to benefit from the CIP. Open and honest assessments of the capabilities of each
contributing member of the Consortium and the other technical assistance agenciesinvolved must
occur so that the project can get back on a constructive track and off the battlefield.
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Success in the second half of the project requires substantial restructuring of the Consortium. The
internal hostilities, discontentment and frustrations must end. These are costly and embarrassing to
USAID aswell asto the members of theinstitutions. Furthermore, the Russiansinvolved in CIP are
aware of these internal problems. CIP should be an example of the best American skillsin training
and technical assistance, a model that the Russians would enjoy emulating. Sadly, they too often
witness inefficiency, wasted resources, and American openness in criticizing each other.

All of the members of the Consortium are eager to see a“new dawn.” This must be achieved within
the next three months before new niches are established and anew status quo develops. Theregiona
centers have given fair warning; they feel that they need very little from Moscow and are happier to
be away from the internal tensions.

Restructuring of the Consortium means serious and difficult steps to remove some of the problems
that the original Consortium conceptsand arrangementscreated. It may bepolitically difficult. There
is too much competition for limited USAID money these days and contractors will fight hard for
these funds.

U.S. Program Committee

Therole of the U.S. Program Committee should be limited to occasional consultation and should
serve as a source of possible training and technical assistance resources. It should not play a direct
management role. CIP hastoo many managerstoday, costing too much, and providing unnecessary
and ineffective management, each trying to find a management role rather than being useful as a
technical resource. Save the Children, with the support of USAID, should reexamine the
involvement of the organizationsresponsiblefor coordinating thefield centers. Unlessthereisclear
evidence that these groups can support civic action and are necessary to support the field centers,
they should be terminated by the end of 1996.

5.3  Need for Increased Responsivenessto NGO Needs

Thereisnow general agreement among many of the NGOs interviewed that the real “viability” of
their organi zations would come from the successful delivery of the servicesthe NGO said it would
provide to its constituents. Those who believed that fundraising and promotions, along with
computers and faxes, meant sustainability were being misled. Now these NGOs need help to really
become sustainable and viable by being successful civic educators and participants in community
governance, giving to their members and the community what they expected from their NGO.

The overall conclusion from the too-brief evaluation isthat CIP isavery important project that has
the potential of becoming a major contributor to the development of structures, systems, and
experiencesfor the evolution of democratic and economic reforms. Thefirst phase made significant
contributionsto the development and strengthening of many NGOs throughout the regionsin which
CIP hasworked. Now the project must move quickly into the second phase in which the NGOswill
learn to create civic education and action and successfully play arolein social and political lifein
Russiathat is now open to the citizen for the first time. They must be successful at thisto become
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credible, given the history of government in Russia to manipulate citizens and NGOs to serve its
political purposes.

54  Strengthening the Regional Centers

To establish and implement this new focus, full attention needs to be given to strengthening the
regional centers, the centersin their filial cities, and key NGOs with networks of other NGOs with
similar missions. The Consortium must respond to that direction and provide its best resources
directly and indirectly through itslocal, national, and international training and technical assistance
advisors and consultants. Creating asignificant roster of Russian expertsin all of these skillsisone
of the priority goals to be achieved before the end of the project.

However, the new focus on program skills means the regional centers will need the best resources
in Moscow, from the Consortium, and from external consultants. It is the responsibility of the
Consortium and USAID to regroup and plan together with the regional centers what and how this
new direction will be best served. This planning must a so occur within the next three months before
some of the current, less-focused activities become further institutionalized.

5.5 Extension of Funding for Regional Centers

Asmentioned above, the restructuring of the Consortium toward aclient-driven, civic action model
will require an extension of funding to the regional centersfor one year after September 1997, that
is until 1998. The centers could, of course, use more time, but one year might be more redlistic,
looking at resources that might be available.

5.6 Regional Structure

The biggest challenge now facing the program is, how should the second half of the CIP program
be structured to achieve the strategic objectives of the Democracy and Economic Reform project?
Building on resources and systems already established, what new resources and strategies will be
needed?

Given the apparent effectiveness of the regional centersaswell astheir relative independence from
the M oscow-based activities of CIP, the evaluation proposes that the CIP program further develop
and strengthen three NGO support centers as hubsfor the citieswithin each region that would in turn
strengthen the capacities of “filial cities’ in the region as “sub-hubs.” Emphasis should also be
placed on identifying and strengthening key NGOs that can help develop other NGOs that are part
of anetwork of NGOs with similar interests and, of course, individual NGOs -- small and large --
that may appear as community needs arise. Examples of “key NGOs hubs’ are AIDS InfoShare and
Women Together.

To date, hubs have been successfully established at the Siberian Center in Novosibirsk and the
Southern Russian Center in Krasnodar. In addition, itisrecommended herethat CIP should establish
athird center in Moscow for Central Russiabuilding on current activitiesin the region and plansto
use the Marshak Foundation as atraining, and eventually atechnical assistance resource.
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Because of the size of the country, it isimportant to ensure that CIP has a significant impact on the
NGOS/Third Sector movement in the country. This can only be achieved if CIP s influence and
resources are available throughout the country, not just in Siberiaand a portion of Southern Russia.
In response to this problem, the Eurasia Foundation has recently begun preparation for the
establishment of NGO resource centers in several parts of the country. (Here, we would make a
strong recommendation for active collaboration with the Eurasia Foundation.)

The focus must be on the regions, since that is clearly where NGO activity can be best supported.
Apart fromthe chronic resistance of Siberian and Southern Russian citizensto aggressiveleadership
from Moscow, distance alone precludes any serious, constant support from a central Moscow
headquarters. Therefore, these regional and sub-regional hubs should be strengthened to provide
expert training and technical assistance for NGO organization and program development. CIP must
become client-driven, rather than project and contractor-driven as it seems to be so often.

Thefocus of CIP must shift to strategies for strengthening the capacities of the regional centersto
provide on-going professional training and technical assistance to help NGOs accomplish their
missions successfully. That meansthat training and technical assistance are provided in responseto
well-researched needs. These will depend on the kind of NGO and its missions -- awareness,
information/education, motivation for change, or all of these -- and the levels of knowledge of the
issue an NGO is addressing and its abilities to design programs and processes to achieve their
objectives. Training should no longer be offered on the basis of a pre-determined schedule but in
response to specific needs.

If the focus of the second half of CIP isan emphasis on program delivery -- social service and civic
action -- the critical first step isto be sure that everyone in CIP, in the regions and in Moscow, both
understands and accepts this direction, and understands and plans for training and technical
assistance to support the NGOs in their respective regions.

Oncetheregional centers are prepared to provide training and technical assistance to support NGO
program activities, they must then determine how to do so directly andindirectly, i.e., by center staff
and external national and perhaps even international consultants. It isimportant to note herethat the
emphasis is on both training and technical assistance. Many of the NGOs interviewed asked for
technical assistance as a follow-up to their training. Sometimes this was expressed in the phrase:
“more in-depth” training. But some of these NGOs need a consultant to advise on fundraising
strategies, not another training program. Support for developing skills in the process of planning
civic action programs may also require short-term consultanciesin both the content of theissue and
the process of public education and mobilization.

The CIP process must now become client-driven, responding to acareful analysisand understanding
of the needs of the NGOS to successfully deliver their missions. After all, the best way for an NGO
to find support is to deliver a successful product that generates the interest of government, the
genera public and potential constituents. Support for an NGO that delivers “the goods” is much
easier to achieve than fundraising on the basis of a promise by an organization and its technology.
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If this “hub” ideais to work, what are the specific steps that should be taken at the regional and
Moscow levels? First, the regiona centers must accept the focus on service and civic action in the
second half of the program with continuing support for the organizational aspects of NGO
development. Conversations with the center staffs found them very interested and supportive.
However, they all felt that they needed more time to accomplish these objectives successfully.

The evaluation team agrees with the need for additional time to complete the program, and
recommendsthat the regional center component of the CIP project be extended to one year from the
current end-of-project date of September 1997 to September 1998. To cut them off in April 1997
would makeit impossibleto devel op adequately both the resourcesfor the new focus and to provide
enough time for NGOs to put into practice what they have learned from training and technical
assistance in program development. Savings in the management and in projected services of the
current members of the Consortium should be reviewed to determine if funds could be shifted to
make the extension possible.

5.7 Training and Technical Assistance

How can CIP best provide the training and technical assistance for the new focus? First, the
effectiveness and cost-efficiency of the JHU TOT programs must be reexamined. By the end of the
current CIP program, twenty TOTswill have been trained. Once trained, they are expected to be on
call for afew days each quarter. One TOT in Novosibirsk and one in Krasnodar are to work full-
time, paid by Counterpart, not JHU. The otherswill be on call.

571 Full TimeTOTs

Theevaluation recommendsthat two or three TOTSin each region, selected by JHU and theregional
office, be hired full-time to provide both training and technical assistance support for the region,
training others to provide similar support in the filial cities and in those NGOs that can serve asa
resource hub for their networks. These full-time TOTs will provide the training and technical
assistance servicesthemsel vesor identify competent trainersand consultantswithintheregion, from
other cities, and from other countries, if necessary. They will work closely with the CIP technical
units in Moscow to assist them by providing training experts and technical advisors from the
technical unit staffs or, as requested, identify and propose other national and international experts.

Thismeansthat the full-timeregional TOTswill first have to understand what skillsare required to
develop effective NGO programs and campaigns, and TOTs will need to develop those skills for
themselves on an expert level. Some of the current TOTs and the majority of thosein training seem
to be on the way to developing that expert level in afew of these skills. However, JHU does not
suggest that they are at that level. Therefore, JHU proposes that, first, careful criteria of selection
must be established to ensure that TOTsinterested in full-time assignments in the regional centers
comewith high qualificationsin training methods and agood start in the technical skill inwhich they
are to become expert.

In addition, JHU proposes three one-week special training workshops in those areas of expertise to
be developed in the TOTS, such as program planning, community research methods, small group
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dynamics, communication strategies, and eval uation. Theseworkshopswoul d be scheduled to allow
sufficient time for adequate practice of the new skills. Other non-TOTs with the potential for
developing these expert skills could also be included in the training.

The employment and devel opment of these full-time TOTsdoes not preclude aregional center from
using other experts before and after the expert training of the TOTs. Ultimately, the training and
technical resources should come from the center, but realistically there will always be a need for
outside content experts and specialistsin planning, research, communication strategies, evaluation,
and other skills related to recruiting and motivating participation in the NGO program missions.

5.7.2 Social Marketing

In terms of readily available resources in the area of social marketing and communication,
CIP/Moscow’ sChrisEbner hascons derableexpertisein planning public campaigns, advertising and
marketing campaigns. Mr. Ebner’s experience can be very relevant to NGOs, and he should be
invited to shift much of his efforts away from promotion and public relations to training and
technical assistancein planning NGO campaigns. The people he hasassigned towork intheregional
centers are very eager to learn these skills and should be trained as soon as possible. The Director
of the Russian American Press Center in Novosibirsk is about to conduct a series of focus groups
tolearn about audienceinterests. The social marketing specialist assigned by Mr. Ebner to the center
does not know how to conduct focus groups, an important and practical technique for community
research, but is very interested in developing these skills and other practical research methods.

The social marketing unit can therefore play an important role in supporting civic action both by
providing training and technical assistance directly to NGOs and, more importantly, developing the
skillsof Russian trainers and technical advisorsat al levels: national, regional, and local. The skills
that it can bring to civic action include program planning, community research methods (e.g, focus
groups, interviews, observations, demographic research), communication and motivational strategies,
program monitoring and eval uation, and the management of program implementation. The unit can
continue to provide its current support for public communication, media promotions, public
relations, and the design, testing, and production of mediaand informational materials, all important
to civic action. Chris Ebner is very enthusiastic about providing all of these resources.

The socia marketing staff assigned to theregional centers and some of the people from Galubkaand
Focusin Moscow arevery interested in the program planning and implementation processesand are
good candidates to become Russian expertsin training and technical assistancefor civic action. The
socia marketing unit, together with national and international experts, can move quickly to support
the civic action program.

5.8 Central Russia
Conceptually, the hub model proposed in this report already exists, except for the absence of a

formal, site-based regional center in Central Russia. The only step inthat directionisthe grant to the
Marshak Foundation to serve asa Central Russian training center. Following are recommendations

USAID/Russia’s Civic Initiatives Program for Democratic and Economic Reform in Russia (CIP) pg. 35
Datex, Inc. Mid-Term Evaluation -- Final Report - August 16, 1996



for building a Central Russian regional center with a similar impact to that currently achieved in
Siberia and Southern Russia:

. Identify an existing association of NGOs in the region and provide some technical and
financial assistance to develop its capacities to be a support center;

. |dentify a specific existing NGO and assist it to become the regional center;

. Work with the Marshak Foundation to broaden itsmandate and its ability to providetraining
and technical assistance;

. Collaborate with the Eurasia Foundation to develop a new Central Russian NGO support
center; and

. Create a separate and identifiable regiona center in the Moscow offices.

The Central Russian regional center should be established in M oscow because of theaccessto awide
range of available training and technical assistance resources. A decision should be made as soon
as possible so that coordinated planning of the roles and resources of the regional centers for the
second half of the CIP project can begin immediately.

5.9 Strengthening of Regional CentersasHubs
What should the regional centerslook like and what should they be doing?

. First, the centers must understand and commit themselves to serving as hubs to strengthen
the abilities of their “filia cities’ to train and provide technical assistance to NGOs in their
respective regions.

. Second, theregional centers must develop their own expertisein both training and technical
assistance and accept the new emphasis on technical consultation in both issue content and
program delivery processes and skills to successfully deliver the services and civic actions
that are their stated missions.

. Third, the regional centers must educate their constituent NGOs in what personal and
organizationa skills and processes they need to be successful in their programmatic
activities.

. Fourth, theregional centersmust regularly conduct assessments of the needsfor training and

technical assistance that the differing NGOs in their regions will need, their current levels
of knowledge of the issues they are addressing and processes, skills, and resources to
implement their programs, and the levels of performance their activities require.
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. Fifth, the regional centers must establish more standardized levels of performance that
training programs must achieve and must regularly evaluate the impact of the training
programs as well as the effectiveness of the training methods used.

. Sixth, the regional centers must be committed to helping interested NGOs become experts
in both the issues they are addressing and the processes by which they will achieve their
missions.

. Seventh, theregional centerswill continueto provide training and technical assistanceto all

NGOs for establishment, management, and organizational sustainability.

. Eighth, the regional centers need to meet regularly with the technical units of CIP/ Moscow
to plan together what resourceswill be needed and who will provide them in responseto the
needs of the NGOs the regional centers serve.

. Ninth, each regional center should establish aPlanning Group of key and activelocal NGOs,
local government representatives, and representatives of other community organizationsand
institutions to advise the center on policies and programs.

The hubs in the “filial cities” should also follow these criteria, substituting “regional center” for
CIP/Moscow, that is, the “sub-hub” filial cities would follow these steps, provide their servicesto
NGOs in their localities, and be supported in their development and services by the training and
technical assistance resources from the regional centers and, if necessary, from Moscow.

The resource components of the regional centerswill still include training and technical assistance
in organizational development, sustainability, public relations and promotions, and legal and
legislative support for NGOs. The proposed focus on NGO program delivery will require training
and technical assistance in developing skills in program planning, community research,
communication and motivational strategies, small group processes, monitoring and evaluation, and
other management skills supportive of program implementation.

In response to the concerns of many of the NGOs interviewed, amaor new emphasisison morein-
depth training and expert technical consultation to NGOs. In many instances it was technical
consultation that was now being requested, rather than more training. Technical assistance will also
reinforce and support the new skillslearned in training and being put into practice in programmatic
activities. The overall objective isto develop expert personal and organizational knowledge of the
issues of concern to an NGO and the skills in planning and implementing the processes to achieve
its objectives.

5.10 Roleof CIP Moscow in Support of the“Hub” M odel

The extension of the CIP project to support the “hub” model needs continued, but somewhat
reduced, support from the CIP Moscow technical units. If the stress is on developing the regional
resources to sustain local NGOs, then the technical units will be needed to provide training of local
and regional experts and expert technical assistance. Save the Children can usefully play the role of
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coordinator of training and technical assistance support directly without a secondary institution. It
may need only afew people, perhaps those currently employed, to concentrate on those services.
JHU has already proposed a program to devel op the expertise of the TOTs that might be hired full
timein theregions. After the current JHU coordinator leavesin June 1996, JHU will ask its Eastern
European Regiona Director to maintain periodic supervision of the program while Save the
Children’s training and technical assistance coordination would work directly with JHU for its
periodic training cycles to work with the TOTSs (the three, one week sessions each year).

EDC would continue its activities and add those in support of planning public education and civic
action. CFD, ORT, and other Russian training and technical assistance organizationsand individuals
would be rostered by CIP Moscow and called on to meet the needs of the extended program. Given
that the Central Russian center is less structured today than are the other two centers, it may need
more direct attention of CIP Moscow to advance its development. In sum, the extension of the
regional program will need an extension of the support services of CIP Moscow for the same period
of time.

5.11 Extension of CIP

The proposed extension of theregional centersuntil September 1998 shouldincludeall threecenters:
Siberia, Southern Russia, and Central Russia. This extension will require some continued technical
assistance from the CIP office in Moscow. The following schedule is suggested:

In 1997:
Save the Children

Savethe Children will provide overall management of CIPto support thetechnical unitsand
thetechnical unitswill report directly to Savethe Children. Savethe Children will assurethe
fullest collaboration between Counterpart, JHU, EDC, CFD, ORT, and itself in planning and
implementing all training and technical assistance;

A new and acceptabl erelationship with Counterpart must be established. Otherwise Savethe
Childrenwill haveto beresponsibledirectly for recruiting and placing trainers and technical
assistance consultants other than those provided by JHU, EDC, and CFD.

Save the Children must also be responsible for arranging an independent evaluation of
training and technical assistance needs and of theimpact of training and technical assistance;

Save the Children will hire a Russia CIP director before the end of 1997.

JHU

In collaboration with Save the Children and EDC, JHU will conduct a needs assessment of
skillsrequired for civic action and evaluate and then continue training of thefull time TOTs
to strengthen their skillsin training and specific technical skills relevant to the components
of civic action and continue and compl ete the Russification process;
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JHU will provide an overdue internal evaluation of the training and technical assistance
program,

JHU should have afull time Russian coordinator in CIP Moscow by the end of calendar year
1996.

EDC

In collaboration with Savethe Children and JHU, EDC will train NGO membersin planning
civic action campaigns and identify and train trainers to do so. They will continue to train
NGOs in how to develop communication and promotional activities and work with the
media, and they will aim to complete the Russification process,

EDC will conduct an internal evaluation of the effectiveness of the training and technical
assistance in civic action program planning and communication skill development;

EDC should continueto haveafull time Russian coordinator in CIP Moscow by mid- 1997;.

CED
CFD will continue current activities and devel op programs for the development of Russian
expertsin NGO law and legislation;

ORT
ORT will continue computer training activities as required. As a Russian NGO, it is
considered “russified.”

1998:
Save the Children

Save the Children will continue to manage the CIP project but the U.S. CIP directors will
serve as technical advisors to the Russian CIP director;

JHU
JHU will continue its development of new TOTS as trainers and technical advisors and
provide occasional national and international technical assistance as required;

EDC
EDC will continue to provide occasional national and international technical assistance, as
required,

CED
A decision to continue CFD in fiscal year 1988 will depend on accomplishmentsin 1997,
that will be determined no later than September 1997,

ORT
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ORT will continue, if needed and on request of new NGOs;, NGOs will be required to
cover aportion of the costs for computer training.

5.12 Training and Technical Assistance Needs Assessments and Evaluation

Training and technical assistance in the second half of CIP needs to become more sensitive to the
different levels of needs and competence. This will require the assessment of the need of various
types of NGOs and their leaders and members in contrast to the current emphasis on institutional
needsassessment. Thetraining and technical assi stance program must explainto participating NGOs
and their members what skills different kinds of NGOs need to be successful, not only in
organizational structure but in designing and implementing their missions. Again, most of the NGOs
interviewed believe that success will come from having participated in training courses in
fundraising, strategic planning, promotions and publicity (including how to work with the media),
compuiter literacy, and having secured the presence of a computer, modem, and fax. Few have any
understanding of the need to develop program planning and implementation processes and skills.

5.13 Evaluation of Training Program

In addition to the assessment and standardization of skills, training programs must be evaluated to
find out how well they arereally providing theknowledge and experience needed by the participating
NGOs. Today, the only real feedback is anecdotal, the most common response being, “ some good,
somebad.” Thereiscertainly awidespread enthusiasm from the NGOs interviewed for thetraining
they have received, but they have little or no understanding of the standards by which their training
should be assessed. The eval uation team assumes that the training has been adequate because of the
enthusiasm of the NGOs interviewed. But it would serve the project to do a more scientific
assessment to determine which training methods, what content and curricula, and what kinds of
schedules were the most effective and should be replicated by future Russian trainers. Given the
large investment of the project’s resources in training, to what extent was the training adequate?
Johns Hopkins University (JHU) agrees that its Training of Trainers (TOT) program should be
evaluated and intends to do so soon. Counterpart has also indicated that it is ready for JHU to
evaluate its program’s impact and effectiveness as well.

CIP must determine the current needsfor any training and especialy thetraining needsfor thefocus
on civic action. Once the needs have been established, then the technical units can determine their
training to adequately respond to those needs.

Past training programs need to be evaluated to understand the extent of their impact on the
performances of the NGOs, if they were relevant to the real needs of the participants, and how well
this training was done and how well those responsible for the training organized and delivered the
training. Counterpart was supposed to coordinatetraining but inreality provided afew coursesitself,
conducted atraining seriesfor NGO leadersin Moscow, but left most of the actual training to JHU,
EDC, and the other technical units. Counterpart is more often in competition with JHU than in
coordinationwithit. A fundamental questionistowhat extent isCounterpart or any other component
of the technical units necessary to the implementation of the CIP project.
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Also, CIP must give technical assistance more emphasis. Therefore, the questions must be asked:
which members of the Consortium are able to give needed training and technical servicesthat other
members cannot do? Which members can providethetraining and technical assistance servicesthat
the proposed focus on civic action will require?

A training evaluation should ask, first, how was the training content determined, based on what
needs and to achieve what objectives? How well wasit organized, how were the curriculadesigned
and devel oped, how was the training program received, and what was the impact of the training on
the performance of the participants? What are criteriaby which CIP should evaluate the past training
programs? Here are some suggested questions:

. To what extent were training programs based on the assessment of the specific needs of
specific NGOs or groups of NGOs?

. How were these needs determine? What sample of NGOs was used? Who conducted the
needs assessment? Using what instruments?

. Who designed the training curricula?
. What skillswereto betaught in the course? Who determined these skill learning objectives?
. For each training course, how much time was allotted for training? How was this decision

made? By whom?

. What training methodologies were used? How were the trainers trained to deliver the
courses?

. What was the evaluation of the course by the participants?

. Who else observed and evaluated the course?

. Towhat extent are the skillstaught in aspecific course being used by the participantsin that

course? Which ones are not being used or only partially being used? How are the use of
these skills being measured?

. To what extent were these skills relevant to the responsibilities of the participants and the
missions of their NGOs?

. What isthe assessment of the specific training programs by the staffsof theregional centers?

. What related additional training and skills are the participantsin the origina training asking
for?

. Towhat extent was technical assistance follow-up consultation asked for by the participants
and provided by the responsible training support group and/or other support services?
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Second, how well havethetraining programs been devel oped, coordinated with theregional centers,
organized and implemented?

. Were the training programs devel oped in response to specific needs?
. Which member(s) of the Consortium decided on the topic and timing of the training course?

To what extent was the training program offered as part of atraining cycle as compared to
developed in response to a skill need of the NGOs?

. Who had the responsibility for organizing the training and developing the curriculum?
. Who determined what and when the courses would be offered?
. To what extent were the training groups and the regional centers able to provide follow-up

technical assistance after the training?

. To what extent were the training programs developed in collaboration with the other
members of the Consortium and the regional centers? To what extent were the training
programs coordinated with and integrated into the activities of the regional centers?

The most important issue for the future is the competencies of each member of the Consortium to
providetraining and technical assistancein all the skillsrelevant to civic action and to work together
as ateam. Which members and other trainers, consultants, and advisors can provide the resources
necessary to make the second half of CIP successful ?

Other questions that remain to be asked include: Which trainers are prepared to train NGOs in
program planning skills? What level s of skillsdo thesetrainers havetoday and what training do they
need to be ableto train others? Many can providetraining in organizational skills, but are there any
that are expert enough to tackle in-depth training in program devel opment skills? JHU recognizes
the problem and is prepared to begin the process of devel oping the expertise of the TOTsto support
the focus on program action in the second half of the project.

5.14 Need for Indigenous Expertise

The assessment of these needswill be achieved, not from abrief impersonal questionnaire, but from
focusgroupsandindividual interviewsthat go beyond self-assessment. AsRussian NGO |eaderswill
tell you, questionnaires have little value in determining the needs or opinions of Russian citizens.
There are Russians capable of expert qualitative research who should be identified and actively
involved in this assessment process.

The training interventions must constantly be monitored to be sure that this expensive investment
is productive. In addition to the TOTs who may be selected to develop content as well as training
expertise, both CIP/Moscow and the regiona centers need to identify Russian experts, use the
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limited number of Russian expertsin civic action, bringinoccasiona U.S. and other foreign experts,
and continue to train and expand the number of potential Russian civic action experts.

The evaluation team met several Russians who have been trained in the TOT program or have had
other experiences and training that show that they are candidates for devel opment as expert trainers
and astechnical consultants (such as the members of FOCUS) in working with NGOsto help them
plantheir civic action campaigns. Also, ChrisEbner could extend hisunit’ scontributionsby training
the people he has placed in Novosibirsk and Krasnodar in campaign planning and community
research methods.

5.15 FocusThat Includes Members AsWell AsLeaders

There is an important caution. Training must not be exclusively focused on NGO leaders. Their
active members must also be trained. Otherwise, the training process may result in the creation of
anew, domineering hierarchy in the NGO sector that will resemble the centralized control that the
country has lived under for so long. Today there is top-to-bottom lack of knowledge and
understanding of what is needed to do effective civic action. Experienceswith the DIALOG project
in Poland and Romania demonstrate the importance of training the membership and not just the
leaders to develop and motivate civic education and action from the groups, and build long-term
support from the constituent members.

When local government sees an entire organization capable of moving a community to action to
solve priority problems, it takes the group seriously and will respond with financial and service
support from the government. If nothing else, “the members of these groups vote,” explained the
Mayor of a town in Poland as he recently announced the intention of the local government to
contribute to the organizational and program activities of the new DIALOG group there.

5.16 GrantsProgram

Asmentioned, thegrants program al so needsto be morefocused on the devel opment and application
of processesand skillsinachieving program/mission obj ectives. Although many of the current grants
seem to support program activities, these and future grants should be more rigorously used to help
thereci pientsdevel op and strengthentheir capacitiesto plan, implement, and managetheir programs,
especialy when they are directed to civic action.

5.16.1 Need for New Criteria
Therefore, new grant criteriashould be established that gives priority to NGOswhose programswill
directly contribute to strengthening the devel opment of citizen-initiated civic education and action

programs. These criteria might include:

. program activitiesthat addressacommunity issue that has been described as priority through
some kind of community research process,
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. preliminary program plansthat describe what the program objectives are and how they relate
to the purpose of the NGO and how the program objectives are expected to be achieved;

. NGOswilling and interested in technical assistance in planning their programs both for the
preparation of the grant proposal and during the implementation of the grant; and

. NGOs that are committed to long-term social service and civic action programs.
5.16.2 Emphasison Local Collaboration

Grants should be awarded to both NGOs that propose collaboration with local government to deal
with community problemsand morelocal, neighborhood-based problemsthat NGOswill try to solve
without government involvement. In each instance, the regional centers should be ready to provide
the NGOs with technical consultation in both the issues and the civic action process, both for the
development of the proposal and throughout the grant period. The grants awarded without
continuous monitoring and technical assistance will not take full advantage of the possibilities that
CIP provides for the real development and strengthening of NGOs.

The grants program should also give specia attention to NGOs that have branches in severd
communities or are active and influential members of anetwork of NGOs with the same or similar
objectives. An important part of the CIP strategy for the second half of the project should be to
strengthen the abilities of key NGOs that will become hubsfor the training and technical assistance
of other NGOsintheir networks. Theregional centersand the central CIP office should actively seek
out such NGOs as potential grant recipients, if they meet the other grant program criteria.

5.17 Russification

The evaluation team recommends the accel eration of the process of “ Russification” of the regional
centers. Both centersremain dominated by the American presence, aninfluence most of the Russians
welcome but are eager to begin to “take over.” The center directors agree. The American presence
continuesto be useful both for theinformation and experienceit bringsand theintermediary rolethe
third party plays. But the CIP project will end in only afew yearsat most. Therefore, it iscritical to
begin the process of determining how soon the Russification process can be completed, with aclear
time line and transparency of the process of selecting Russian directors.

5.17.1 Developing a Transition Timeline

The difficult questions that need to be asked at this point include: When will the Americans have
transferred enough of their “technology” in program and management skills as well as knowledge
of the process of effectivecivic action? When isthe best moment to introduce Russian management
and American technical assistance rather than management? What should be the process of
identifying and appointing the Russian managers? And what investment should USAID consider
to help sustain the regional centers after the departure of the Americans? For instance, should
USAID be asked to create endowments so that there is some assurance that the centers can continue
for at least afew years after its departure?
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5.18 Need for Immediate Action

The general impression of the evaluation team is that the process of answering these questions and
addressing these problems must begin immediately. It will probably be useful to actually begin to
set specific dates, even for longer-term goal's, so that management changes are not sudden and do
not trigger internal conflictswithin the centers. At theregional centersin particular, the sudden loss
of thegreat strength and capability of the current |eadership could pose significant problemsfor both
remaining staff and the NGO community, if the transfer of responsibility isnot handled sensitively
and openly.

5.18.1 Development of Transition Planning Groups

The creation of Planning Groups for each regional center will also help support the Russification
process. The advice of these groupsin the process will be helpful to the evolution of the center. The
only caution hereisto avoid any effort by the members of the Planning Group to introduce political
agendasinto the process. Therefore, it should be made clear that the members of the Planning Group
should not be able to propose candidates for management positions. Rather, each center will have
to develop very clear job descriptions and skill requirements.

5.19 Inter-Regional Communication and Collaborative Planning

The increased role of the regional centers in the second half of the CIP project requires improved
systems of communication, strategizing, and collaboration between the regional centers and
CIP/Moscow and their various training and technical assistance consultants and advisors. To begin
this process, everyone must agree with and accept the objectives of CIP, i.e., the focus on helping
NGOsto becomeskilled in the processes of planning, implementing, managing, and evaluating their
mission programs and the continuation of training and technical assistance to new and on-going
NGOs in organizational development.

5.19.1 Need for Collaborative Program Assessment and Planning

The next step isto begin anew collaborative process with meetings in each region of the Directors
of CIP/Moscow, therelevant technical units, and aprogram representative of USAID, together with
the Director and key staff of each regiona center, to reach consensus on objectives and detailed
strategies and plans for achieving them. These plans should include the assessment and definition
of training and technical assistance resources each region will need and want from Moscow and the
other regions for the following six months.

Each quarter, the Director of CIP/Moscow should organize a planning meeting that will bring
together the directors and key staff of the regional centers, the coordinators of the technical unitsin
Moscow, and training and technical advisors as needed. They will discuss progress in reaching the
objectives of the program and possible changesin priorities; identify useful resources; review inter-
regional communication systems and CIP-USAID reporting issues, and share accomplishments,
problems, and recommendations.
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5.20 Internal Evaluation

Lastly, every six months each component of the CIP -- regional centers, technical units, and
management -- should conduct an internal evaluation of the impact of their activities towards
achieving project goals with the assistance of experts in training and NGO program design and
implementation skills. At that time, each component should consider if any contractual and
programmatic commitments should be revised and submit those proposals to Save the Children for
discussion with USAID.

5.21 MakingtheHub Model Work

In summary, to make thismodel work, theregional centerswill require several elements. They need
to develop for themselves whatever expert skills in planning, implementing, managing, and
evaluating socia service and civic action programs they will need to support training and technical
assistance to NGOsin their regions. Of particular importance isthe eventual development of these
capabilitiesin the “filia cities’ and in key “hub NGOs.” The regional centers, therefore, will need
technical assistance to rapidly develop these skills and resources as well as full-time trainers and
technical assistance coordinators.

The regional centers and the support services of CIP/Moscow need to develop a new sense of self-
interested collaboration, openly sharing information, accomplishments, problems, and resources. The
centers must devel op and utilize a capacity for regular self-assessment aswell as expert assessment
of their work.

The regional centers, CIP/Moscow and USAID must develop regular systems of strategizing,
planning, and sharing of resourcesto achieve the common goals of the project. These systems must
be established within the next three months so that the project can begin to move strongly and
effectively into the second half of itslife. The process of Russification must be at the heart of the
plan.

The regional centers, CIP/Moscow and USAID must be committed to the devel opment of expert
skillsinthose NGOs participating in CIP activities. Reaching theselevelswill givethese NGOsthe
opportunity to deliver successful programs for their constituents and their communities. These
successes are the best contributors to, and indicators of, institutional sustainability.

In order to achieve these goals, the evaluation team strongly recommends the extension of the
regional centersand the support services of CIP Moscow for one year beyond the current end of the
CIP project in September 1997 to September 1998. Neither the existing technical units of
CIP/Moscow nor any other model of institutional/program support can contribute to the full
achievement of the strategic objective of the CIP project, and therefore can be justified, without the
continuation of the regional centers. The additional year will be necessary for: (1) to complete the
strengthening of the NGO sector through the devel opment of the civic action program expertise; (2)
restructuring toward a client-driven regional center model, and (3) the process of Russification and
enhancing of expertise and training, technical assistance, and evaluation capacities;
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5.22 Restructuring the Consortium

5.22.1 Need for a New, Regionally Focused Training and Technical Assistance Planning and
Support Team

In light of the continuing problems with Counterpart and the perceived inefficiencies of the TOT
program in delivering action-oriented, regionally responsive training and technical assistance, the
structure of the Consortium should be reduced to make the planning and delivery of training and
technical support to the regiona centers more efficient and reduce management costs. As a newly
constituted training and technical assistance support group, JHU, EDC, CFD, ORT and Counterpart
should be transferred directly under Save the Children management. In light of the new focus on
civic action and regional responsiveness, current Counterpart functions should be replaced by a
training and technical assistance planning and support unit reporting directly to the Director of
ClIP/Save the Children, along with the directors of the other technical units. The unit should be
headed by an expert in NGO civic action and program delivery. If CIP determines that Counterpart
cannot adequately providethisservicein the proposed management framework, Counterpart should
be removed from the Consortium no later than December 1996.

If the proposed focus on civic action is accepted, Save the Children must assess the capabilities of
each member of the current Consortium to support that focus, either through training, technical
assistance, or both and the ability to provide this support to the three regional CIP centers. If any
member of the Consortium cannot provide these support services, is unwilling to work under the
direct management of Save the Children, duplicatesany training or technical assistance service that
another member of the Consortium can provide moreefficiently, indicatesany unwillingnessto work
collaboratively with others, or does not provide a this point any critical management or
administrative support role, it should be withdrawn from the Consortium. The need to streamlinethe
management system, reduce redundancy and internal tension, and reassessthe budgetary constraints
requires immediate attention and action on these difficult but necessary questions.

NGOswill also need training and technical assistance in the content issue they are addressing. The
technical resources of themembersof the Consortium must be ableto providethisassistancedirectly
or indirectly through national and international sources.

CIP should use the following criteriato determine which member of the current Consortium should
be retained:

. First, the Consortium member must accept the focus on civic action and demonstrate to the
satisfaction of USAID and Save the Children that it has demonstrable experience in civic
action, including the skillsto provide specific training and technical assistance in planning,
implementing, managing, evaluating, and other necessary components and the expertise to
manage training and technical assistance resources to support that focus.

Also, it must demonstrate a capability to work collaboratively with all other members of the
Consortium and theregional centersinamanner that does not duplicate the capacities of any
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other member of the current Consortium to provide support services or to provide better or
more effective resources.

. Second, Save the Children and the members of the Consortium must agree to amanagement
structure that is agreeable to all under the direct management of Save the Children.

. Third, the Consortium member must accept its role as recruiter, coordinator, and logistical
arranger of training and technical assistance under the supervision of Save the Children and
must demonstrate that it can do this better than if such support were provided and managed
directly by Save the Children.

. Fourth, the Consortium member must demonstrate that it is able to recruit trainers and
technical assistance consultants to support the focus on civic action.

. Fifth, the Consortium member must agree to deliver a plan to accomplish these
responsibilities within thirty days after the evaluation has been accepted.

CNFA and CFD

If the emphasis in the remainder of the project is on civic action, both these organizations must
demonstrate why they will be necessary to the implementation of support to NGOsfor civic action.
Also, given the focus on the regional centers and the direct supervision proposed under Save the
Children, do these centers need the U.S. based organizational support? Thefield centers complain
of the multiplicity of reporting and their need for strengthening their own abilities to be more and
more independent; evidence must be shown that continuing the overhead costs of CNFA and CFD
must be of unquestionable value to CIP. Otherwise, they are using funds that would be better used
for strengthening the regional centers and for the extension of the centers.

Based on the above, and for reason of cost reduction, we recommend that the role of the Citizens
Network for Foreign Affairs and the Fund for Democracy be reviewed to determineif they are still
necessary and cost-effective ways to manage the regional centers. In addition to the issue of cost-
effectiveness, problemsinvolving theregional centers' conflictinginstitutional loyaltiesand at times
overwhelming reporting requirements could be greatly reduced by the elimination of the stateside
sponsors. A final decision regarding the termination of one or both of these sponsoring institutions
should be made no later than December 1996.

Whatever management structure is implemented, it is crucial at this stage in the program that the
training and technical assistance support function of the CI P project management system be directed
and supported by people who are committed to NGO civic action, and who have demonstrated
expertise, knowledge and skillsin the following areas:

. planning, design, implementation, management and evaluation of civic action programs,
. expert qualifications astrainers,
. interest in and ability to conduct needs assessments and to build truly client-responsive

training programs,
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. proven ability to create a collaborative planning environment; and
. effective linkages to sources of relevant NGO training and technical assistance resources
locally, nationally and internationally.

5.23 Restructuring Consortium Management

CIP must refocus and restructure the Consortium to support the second phase of CIP if the project
is to be successful. Even today the NGOs working with CIP have asked for different training or
“more in-depth” and more technical consultations. However, the current plans of the training
components of the Consortium call for more of the same kinds of training as in phase one, as
opposed to continuing just some of that provided in the past while moving on to what the NGOs
really need to support phase two. This calls for a magjor restructuring of the planning, decision-
making and management structures of the project.

5.24 Focuson Civic Action and Regional Responsiveness

Unfortunately, achieving the objectivesof ClPisbeing submergedin continuing internal confusions
and hostilities. What is needed now is a rebuilding of a new and collaborative Consortium or, if
possible, anew, non-Consortium management system, torefocuson civic action and servicedelivery
strategies and skills to be trained and supported in the regional centers. Now, more than ever, CIP
needs the “innovative supports’ promised from the Consortium.

Because the focus of the next phase should be on strengthening the regional centersto train NGOS
inthe new skillsthey will need to promote and enabl e citizen action, the size and the structure of the
Consortium should be reduced to direct CIP' s efforts and resources toward the regions. Even the
most qualified and client-sensitive Moscow-controlled model cannot work effectively because of
distance, mistrust and resistance to leadership from Moscow. Thereisamuch more urgent need for
project fundsin the regional centers than for the support of alarge Moscow-based support system.

525 New Management Structure

Asstated above, the eval uation recommendsrestructuring the CI P Consortium to place Counterpart,
JHU, EDC, ORT, and the Center for Democracy under the direct coordination of Savethe Children.
As previously discussed, in the event that Counterpart cannot, in the judgment of Save the Children
and USAID, adequately fulfill its new responsibilities within this revamped management structure,
it should be removed as a member of the Consortium and replaced by a training and technical
assistance expert, to be chosen by the Consortium director, along with the local staff currently
working for Counterpart. Thisimplies a new commitment to collaborative project support and the
capability of Savethe Childrento providethe management |eadership. Savethe Children must assure
the field staff of its fullest intention to provide collegia support to participatory planning and
decision-making.

Therole of the U.S. Program Committee should be limited to occasional consultation and should
serve as a source of possible training and technical assistance resources. It should not play a direct
management role. CIP hastoo many managerstoday, costing too much, and providing unnecessary
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and ineffective management, each trying to find a management role rather than being useful as a
technical resource. Save the Children, with the support of USAID, should reexamine the
involvement of the organi zations responsible for coordinating thefield centers. Unlessthereisclear
evidence that these groups can support civic action and are necessary to support the field centers,
they should be terminated by the end of 1996.

Cost savings, improved efficiency in management, easier planning and integration of Consortium
components -- al argue for the restructuring as soon as possible. While the visit of the evaluation
team was limited and insufficient to address in depth all of these organizational issues, USAID is
urged to study these possibilities of restructuring to see if these changes are politicaly, aswell as
programmatically, helpful and possible.

5.26 End-of-Project M easurable Objectives

Following are some specific measurabl e objectives and indicators of success for CIP by the end of
the project:

. In each region in which CIP has established a regional center, all active NGOs will know
how to plan, implement, manage, and evaluate civic action programsto achieve their stated
missions and services,

. There will be at least ten experts in each region capable of directly or indirectly providing
training and technical assistance for the organizational development of NGOs and for the
planning, design, implementation, management, and eval uation of all requisite components
of successful activities and specific campaigns;

. A resource center for NGOs sustained by membership, government, business, and internal
and external donors, will exist in each region or subregion to continue the training and
technical assistance until similar resources are fully developed in the various cities in the
region and in NGOs that have significant constituencies and can themselves serve others.

The conclusion of the evaluation team is that the issue before CIP is not further clarification of the
objectives of CIP, but the redefinition of CIP operationally beyond the establishment and
organizational development of NGOs. Establishing and organizing NGOsisonly half of the process,
and CIP must now move to complete the NGO development program with substantive training and
technical assistance in program development and implementation.

The argument has been made in the evaluation that the focus of CIP should shift to training skills
in planning, implementing, managing, and evaluating civic action programs which the evaluation
interprets as the stated strategic objective of the Democracy and Economic Reforms Program. CIP
has given many NGOs a good start in organizational development and some are already actively
implementing their missions. But most of them believe today that all they need to know is how to
fundraise, to plan their organizational structure, how to use acomputer, how to communicate and
promote the image of an NGO, and some basic understanding of good management. However
important these skills are to an NGO, the CIP must turn now to help develop the skills to deliver
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successful action programs. Together these two elementswill makethe objectivesof the Democracy
and Economic Reform program realizable. The evaluation team could only speak to asmall sample
of all the NGOs that have worked with CIP. But it is clear that most of them are sincere and
dedicated to achieving socially and politicaly critical goals. Some may intuitively know how to
create successful civic action. Others do not. They need the support that CIP could provide in the
short time | eft.

Thequantitiesof NGOsestablished and training coursesoffered -- rather thantheir accomplishments
and contributions to the democratic process -- will not be a measure of the true success or failure of
the project. The focus for the second half of the project must now turn to completing the NGO
development picture -- developing in NGOs the skills and processes to successfully achieve their
social serviceand civic action missionsaspartnersto promote the evol ution of democratic processes
and experiences in Russia. Once this has been successfully accomplished in a measurable way, the
CIP will have indeed fostered “a sustainable, vibrating NGO community, contributing to the
development of democratic processes and economic reform.”
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Section 6 Summary of Recommendations

6.1

6.2

Purpose and Objectives

Beginning in September 1996, the CIP should focus its primary activities on providing
training and technical assistance to NGOs to develop their skills in planning, designing,
implementing, managing, and evaluating their service and civic action programs so that by
the end of the CIP project, in each region in which CIP has established aregional center, all
active NGOswill know how to plan programsto achieve their stated missions and services.

Training and technical assistance for organizational development should continue to be
offered to NGOs participating in CIP activities as well as to new NGOs that have not
participated in the program or have only recently been formed.

CIP should organize training programsto devel op at | east ten expertsin each region capable
of providing direct or indirect training and technical assistance for the establishment of
NGOs and for the planning, design, implementation, management, and evaluation of al
requisite components of successful activities and specific campaigns.

A resource center for NGOs, sustained by membership, government, business, and internal
and external donors, should be devel opedin each region or subregion to continuethetraining
and technical assistanceuntil similar resourcesarefully developedinthevariouscitiesinthe
region and in NGOs that have significant constituencies and can themselves serve others.
The planning for these centers should begin in late 1996/early 1997. One of the first steps
should be the development of profiles of potential funding sources in these communities.

Strategic Design and | mplementation

The Siberian Regional Center in Novosobirsk, the Southern Russia Regional Center in
Krasnodar, and athird center in Moscow for Central Russia should becomethe primary foci
of NGO support. These centersshould be strengthened in their capacitiesto train and provide
technical assistance in the skills required to plan, design, implement, manage, and evaluate
socia service and civic action programs of NGOS, either directly by center staffs, with
support from CIP/Moscow, and/or from local, national, and international experts.

The Central Russia Center should be organized as a unit with the same status as the other
centers and be built from an existing NGO association, an existing NGO that could play an
eventual supporting role, and the expansion of the Marshak Foundation work to provide
technical assistance as well as training and other support services that are provided in the
other centers.

Each center should hire two or three full-time TOT trainers, recommended by the JHU
Consortium staff and the directors of theregional centers, based on detailed job descriptions
and skill requirements. These TOTswill beresponsiblefor training and technical assistance
and identifying and coordinating externa training and technical assistance resourcesin the
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6.3

region, nationally, and internationally, to achieve the skillsfor NGO programsin planning,
implementation, management, and evaluation. They will betrained by JHU, EDC, and other
members of the Consortium, and external experts. They will also be trained in how to train
consultants in providing consulting services.

CIP and the regional centers should conduct needs assessments of NGOs to determine the
levels of skills available and missing in the organizational development and civic action
programs.

All training to date and in the future should be evaluated by external expertsto determineits
impact on those who have received it and the CIP program as awhole.

Greater emphasis should be put in the second half of CIP on providing technical assistance
in both civic education and action processes and skills and the issues the NGOs are
addressing.

The technical resources of CIP/Moscow should prepare itself as quickly as possible to
support thetraining and technical assistancefor therefocussing of CIP on NGO civic action.

USAID should continue support of the regional centersfor one year from the current end of
project date, September 1997, to September 1998.

Project Management

If the proposed focus on civic action is accepted, then Save the Children must first develop
an Operationa Plan for the support of CIP for civic action. This Plan must be presented to
USAID within 30 days after the decision by USAID asto the focus of the second half of CIP.

USAID and Save the Children should proceed immediately to review and restructure the
current membership in the Consortium and the responsibilities of each.

The structure of the Consortium should be reduced to make the planning and delivery of
training and technical support to the regional centers more effective and efficient, and to
reduce management costs. The direct management of Counterpart, JHU, EDC, and ORT
units and the regional centers should be transferred directly under the management of the
Save the Children director, under whose supervision they will be restructured as atraining
and technical assistance support group. Save the Children and USAID should review the
current management status of theregional centersto determineif the centerstill requirethe
continued administrative support of Citizen’s Network for Foreign Affairs and the Fund for
Democracy; this decision should be made no later than December 1996. By the end of
September 1996, Counterpart’s responsibilities and continued involvement in the project
should be reviewed by USAID and Save the Children in light of the proposed restructuring
of management and service delivery. If, as a result of this review, it is determined that
Counterpart cannot fulfill itsresponsibilitieswithinthe programdesign, it should beremoved
from the CIP program no later than December 1996. Its functions should be transferred to
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atraining and technical assistance support unit consisting of the CIPlocal hire staff involved
in training and managed by an expert in training and technical assistance for NGO civic
action. The unit would report directly to Save the Children.

. Theentireprogram should moveaggressively toward Russificationin all aspectsof itsdesign
and implementation. The recruitment and hiring of Russian regional center directors should
be conducted as openly and expeditiously as possible, with clearly articulated incremental
timelinesfor theinterview and sel ection process, overlapping of Russianand U.S. leadership,
and the eventual goal of becoming fully operational as a Russian center.
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Annex |l: List of Persons Interviewed

Washington, D.C.

Robert Kramer, Associate Vice President, Save the Children
Richard Hall, Program Operations Director, Save the Children
Shannon Moncrief, Desk Office for Russia, Save the Children

Ronald Israel, Vice President, Education Development Center, Inc.
Paula Johnson, Program Coordinator, Education Development Center, Inc.

Lester Salamon, Director, Institute For Policy Studies, Johns Hopkins University
Carol Dugan, Program Manager, Institute For Policy Studies, Johns Hopkins University

Patricia S. Palmer, Vice President, The Center for Democracy
Thomas B. Reems, Director Europe, The Center for Democracy

Kimberli Brown, Counterpart Foundation
Karen Sherman, Counterpart Foundation

Lewis Townsend, Executive Director, Fund for Democracy and Devel opment
Francis Rice, ECHO

William Witting, Program Director, Citizens Network for Foreign Affairs
Marty Tillman, Coordinator, NGO Support Program, Citizens Network for Foreign Affairs

M oscow, Russia

USAID

Jeanne Bourgault, (Out-going) Director, Office of Democratic Initiatives and Human Resources
William Hammick, (In-coming) Director, Office of Democratic Initiatives and Human Resources
Julie Allaire-MacDonald, Deputy Director

Anne Mavity, CIP Project Officer

MarinaV. Grigorieva, NGO Program Specialist

Civic Initiatives Program
Directors and staffs of Consortium Members
Directors and staff of CIP Regional Centersin Novosibirsk and Krasnodar
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NGOs and Business Development Centers

Elena Vassilieva, Resource Manager, USAID Business Development Program, Moscow
Melanie C. Peyser, Director, The Eurasia Foundation, Moscow

Y uri Dzhibladze, The Eurasia Foundation, Moscow

Julia Timifeeva, The Eurasia Foundation, M oscow

Dima Grigoriev, Director, Marshak Foundation, M oscow
Marshak Foundation staff

Genia Alexeeva, Focus, Moscow

Julie Kachalova, Focus, M oscow

Len Topoleva, Focus, Moscow

Evguenia G. Alexeeva, Executive Director, Center for Experiential Education for Social Change
and Democracy, Moscow

Various colleagues of Center for Experiential Education for Social Change and Democracy

Dr. Georg A. Cheremisin, President, Association for Independent Science, M oscow
Kuksa Lubov, Association for Independent Science

Oleg V. Zykov, President, NAN, Moscow

Igor Nicher, Environment and Health, M oscow

Alexei Avtonomov, Parliament Development Fund, M oscow
Vera Mischenko, Ecojuris, Moscow

Alena Pyroshinka, AIDS Infoshare, M oscow

Trina Tvanoava, Senior Specialist, Committee on Family and Y outh, Office of the Mayor of
M oscow

Chernobyl Union, Moscow
Anatoly Zabolotny, Director, Russian-American Press Center, Novosibirsk

Olga P. Andeeva, Executive Director, Regional Fund “Personal”, Krasnodar
Natalya Kirichuk, Editor, Tretii Sector, Novosibirsk

Evgenii Smetani, Director, International Center for Biotechnical Medicine, Moscow
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Removna Stupakova, President, ZHITO, Novosibirsk
Messrs Roxlin, Sukhanov, and Gorobstov, Oblast Office, Novosibirsk
Inna Chikunova, Deloitte and Touche, Novosibirsk

Olga Bezdenezhnikh, CIP Coordinator, Novokuznetsk
Galina Popova, CIP Coordinator, Tomsk

Galina Timoshenko, CIP Coordinator, Barnaul

Zinaida Tikunova, CIP Coordinator, Omsk

Andrel Beloglazov, Director, Siberian AIDS-Aid, Tomsk
Julie Riddler, Director, SAIC in Novosibirsk

Public Committee to Save the River, Novosibirsk
Condominium Initiative Group, Novosibirsk

League of Life Assistance, Novosibirsk

Committee to Defend Shareholders Rights, Novosibirsk
Faith, Novosibirsk

Association of Students of Management and Economics, Novosibirsk
Association of Economic Journalists, Novosibirsk

Farmers Education Consultation Center, Novosibirsk
Obelisk, Novosibirsk

Femida, Akademgorodok

Alyona Klochko, Program Director, Ray of Hope, Krasnodar
Southern Wave, Krasnodar

Director, staff, U.S. advisors of Russia Project, Wheeled Mobility Center, Krasnodar

Committee of Soldiers Mothers, Novosibirsk and Krasnodar
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AKKOR Farmers Association, Sochi
Peopl e-to-People Foundation, Sochi
DOM Y outh Association, Sochi

Russian Geographical Society, Sochi
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Annex Il1: Bibliography of Documents Consulted

USAID

Cooperative Agreement Number 110-007-G-00-4046-00(9/28/94) with Save the Children
Federation, “...to provide support for the Recipient’s program to develop non-governmental
organizationsin the Russian Federation...”

Memo on coordination with Deloitte and Touche Business Center Cooperative Agreement
(5/10/95)

Request for comments on submission of Civic Initiative Program’s Six-Month Work Plan
11/27/95)

Comments on submission of Civic Initiatives Program (CIP) six-month workplan (1/10/96)
Civic Initiatives Amendment to Cooperative Agreement with Save the Children (1/26/96)

Strategic Objective 2.1 Increased, better informed citizens' participation in political and
economic decision-making (4/8/96)

Comments on submission of six month CIP workplan (4/15/96)

Savethe Children Federation

Grant letter to Counterpart Foundation (10/14/94)

Grant letter to the Center for Democracy (10/14/94)

Grant letter to the Institute for Policy Studies, the Johns Hopkins University (10/20/94)
Request for applications for Regional Coordinators (12/15/94)

Proposal from FUND-ECHO for the Siberian NGO Support Center (2/14/95)

Copy of NGO Sector Support Program proposal submitted to USAID on July 22, 1994, by Save
the Children Federation (9/5/95)

Quarterly Activity Report, Russian NGO Sector Support Program (12/31/94)
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Submission of revised from Citizen’s Network proposal for the Black Sea Region of Russia

(3/19/95)

Reguest from Save the Children for applications for linkage grant (3/24/95)

C. Szecsey Consultancy Report -November 1995 Internal Assessment (4/12/95)
Quarterly Report Number 2 to USAID (5/26/95)

Proposal from AIDS Infoshare-Russia for linkage grant (5/16/95)

Proposal from America s Development Foundation for linkage grant (5/16/95)

Monthly Activity Reports: March, April, May, June, July, September 1994

Grant letter to the Fund for Democracy and Development for the Siberian Center (5/24/95)

Quarterly report to USAID for the period of October 1, 1994, to December 31, 1994 (3/1/95)

Proposed subgrant agreements with the Citizens Network for Foreign Affairs and the Fund for

Democracy and Development to serve as regional coordinators (5/12/94)
Grant letter to Education Development Center (10/14/94)

Revisions to detailed | mplementation Plan and Submission of
Final Plan to USAID 11/25/94)

Semi-Annual Report for the period of April 1-September 30, 1995 (11/21/95)
Consultancy Report, Christopher Czecsey (11/20/95)

Civic Initiative Program’s Six Month Work Plan (11/27/95)

Letter modifying grant to the Center for Democracy (%2/96)

Letter modifying grant to the Citizens Network for Foreign Affairs (3/1/96)
Letter modifying grant to Education Development Center (3/1/96)

L etter modifying grant to the Fund for Democracy and Development (3/1/96)

CIP Workplan for the Period April-September 31,1996 (4/1/96)
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Semi-Annual Report from the Magee-Women’s Hospital (5/12/96)
Consultancy Report, Christopher Szecsey (5/31/96)

Quarterly Report from International Research and Exchanges Board and Raduga Education and
Information Center and Information Center of the Independent Women's Forum (5/96)

Letter from AIDS Infoshare-Russia submitting revised grant proposal (no date)

The Citizens Network for Foreign Affairs

Semi-Annual Report: April 1 - September 30, 1995 (10/20/95)
Weekly Report for June 3 - June 7, 1996 (6/10/96)

“How SRRC definesits clientele, measured by SRRC effort” (6/12/96)
List of Key NGOs (6/12/96)

Concepts re sustainability for the SRRC program beyond April 1997
(6/20/96)

| deas regarding CIP and SRRC program extension (7/1/96)

Fund for Democracy and Development - ECHO

Submission of proposal to become Regiona Coordinator Siberian NGO Support Center
(2/14/95)

The conditions of the competition and requirements for preparing proposals Siberian CIP Micro-
Grants Competition, 11/17/95-1/17/96 (1995)

Siberian Regional Center Semi-Annual Report: October 1995-March 1996
Project Summaries (3/29/96)

Southern Russia Regional Center Summary Tracking Sheet: training Events (4/96)
Project Summaries, Siberian Center (4/2/96)

Seminar Impact Statement: “ Advocacy for NGOs” (4/1-2/96)
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“Answers to Questions’ from Jessica Lindemann, Siberian Center (6/6/96)
Mayor of Novosibirsk’s Proclamation for NGO Fair (6/96)

Draft of the anniversary booklet (ECHO, 6/26,1996)

Counterpart Foundation

Job Descriptions (no date)

Monthly Activity Report (9/95)

Semi-Annual Activity Report, October 1, 1995-March 31, 1996

Institutional Development Tool for Non-Governmental Organizations (1996)
Semi-Annual Report: October 1, 1995-March 31,1995 (4/25/96)

Counterpart Training Strategy and Delineation of functions with HU/Marshak Foundation
(5/13/96)

Key Actions and Highlights (7/17/96)

Various training materials

Education Development Center

Subgrant letter for Support to the Civic Initiative Program (12/15/94)

“ Attitudes Towards Public Organizations in Russia’ (9/95)

Social Marketing Seminar (June 1996)

“Marketing Research, a Social Marketing Tool for Public Organizations (1996)

Program Description (no date)

The John Hopkins Univer sity/I nstitute for Policy Studies

Narrative Breakdown of 10/95-9/97 Budgets and 7/95-6/97 |SG Proposed Budget (4/18/95)
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Various training curricula and materias - 1996
Newsletter: Hopkins Nonprofit Training Network (Spring 1996)

Program Description: Overarching Objectives and Specific Objectives (6/96)

Miscellaneous

Russian Welfare Foundation: “No to Alcoholism and Drug Abuse” (NAN). State Duma of the
Russian Federation Federal Assembly Committee on Labour and Social Support, Moscow, 1995.

Semi-Annua Report, Eurasia Foundation (5/23/96)

Semi-Annual Report, America s Development Foundation Interlegal (International Charitable
Foundation for Political and Legal Research): October 1995-March 1996

Narrative Breakdown of 10/95-9/97 Budgets and 7/95-6/97 |SG Proposed Budget (4/18/95)
America s Development Foundation

“CRS Report for Congress: Russiaand U.S. Foreign Assistance: Current Issues,” Tarnoff, Curt,
Congressional Research Service, Library of Congress, March 20, 1996
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