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I. PROJECT DESCRIPTION 
 
A. Rationale 
 
1. The Khuvsgul Lake National Park (KLNP) in Khuvsgul aimag (province) was established 
in 1992. It has 1.2 million hectares of forests and mountains, which surrounds Khuvsgul Lake, 
one of the most important reservoirs of fresh water in the world. As the largest freshwater lake in 
Mongolia, it contains 70% of the country’s fresh water. The KLNP has become one of the most 
popular tourist destinations in Mongolia. During 2010–2014, tourist visits grew from 11,000 to 
60,000 due to improved road access and reduced visa restrictions. Khuvsgul aimag and the KLNP 
were targeted as a key region for tourism development and associated infrastructure.  
 
2. KLNP needs to address challenges in achieving sustainable tourism that benefits local 
livelihoods and does not adversely affect biodiversity. First, tourism-related expansion was 
occurring in the absence of planning. There was no framework for coordination among the KLNP 
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administration, communities, and tour operators, nor any shared vision, targets, or codes of 
conduct for tourism. Second, districts within KLNP were the poorest in Mongolia, yet most 
communities had limited access to tourism-related benefits. Third, uncontrolled sewage and solid 
waste from tourism were threatening the lake water quality. Fourth, livestock grazing, a principal 
source of livelihood in the park area, was declining due to overgrazing. The need to support 
community-based tourism and waste management in the KLNP was widely acknowledged by the 
government, communities, and tour operators.  

 
3. At the national level, there was an urgent need for an integrated approach to balance 
livelihoods, tourism, waste management, and biodiversity conservation within the protected 
areas. The effort to expand tourism was centered on Mongolia’s unique wilderness and a large 
network of protected areas, which comprises 18% of the country’s area. These were generally 
located in poor regions with limited infrastructure, and in turn, presented challenges for 
environmental and biodiversity conservation, providing benefits to communities, and sustainable 
tourism.  

 
4. The Integrated Livelihoods Improvement and Sustainable Tourism in Khuvsgul Lake 
National Park Project (the project) was formulated to address the issues of limited community 
benefits arising from tourism due to their limited capacities and resources; excessive livestock 
grazing, which caused damage to vegetation and soil; and pollution of the Khuvsgul Lake.1 The 
project was among the first in Mongolia to address the issues of livelihood, tourism, and waste 
management in a protected area. The project was to be funded by the Japan Fund for Prosperous 
and Resilient Asia and the Pacific (JFPR).2  
 
B. Expected Impacts, Outcomes, and Outputs 
 
5. There were two envisaged impacts of the project: first was increased per capita income in 
five soums (districts) of the Khuvsgul aimag;3 and second was improved management of natural 
resources in the KLNP.4 The expected outcome was improved and integrated livelihoods and 
sustainable tourism in five soums of KLNP. The expected outputs were promoted community-
based tourism in Khatgal and Khankh settlements; improved capacity for sustainable livestock 
and pasture management in the KLNP and its buffer zone; and strengthened waste management 
around Khuvsgul Lake.  
 
C. Provision of Inputs 
 
6. The grant was approved in December 2015 and became effective after 3 months. 
As planned, the project was completed in December 2019. The grant was closed as scheduled in 
June 2020.  
 
7. At appraisal, the total project cost was estimated at $3.18 million, of which the Asian 
Development Bank (ADB) was to finance $3.00 million (94%) through a JFPR grant, and the 
government was to finance the rest through in-kind contributions. At completion, the actual cost 
was $3.12 million, of which JFPR’s share was $2.99 million (96%) and the government financed 

 
1  Asian Development Bank (ADB). 2015. Proposed Administration of Grant Mongolia: Integrated Livelihoods 

Improvement and Sustainable Tourism in Khuvsgul Lake National Park Project. Manila.  
2  Formerly named as Japan Fund for Poverty Reduction. 
3  Khuvsgul Aimag Citizens Representative Council. 2008. Khuvsgul Aimag Socio-Economic Development Action Plan. 

Murun.  
4  Ministry of Environment, Green Development and Tourism. 2014. Khuvsgul Lake National Park Management Plan. 

Ulaanbaatar.  
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the balance. During implementation, two minor changes in scope were made pertaining to budget 
allocations between project cost categories. The first reallocation was in April 2019 for $548,480 
and the second reallocation was in May 2020 for $269,944. The reallocations resulted in 
increases in three cost categories, pilot community funds and groups (by 60.1%), consulting 
services (29.9%), and goods and services (21.0%); and reductions in allocations for training  
(–30.7%), project management (–64.6%), and unallocated (–100.0%). The most significant 
reallocation was to increase financing of the community revolving fund (CRF) under the pilot 
community funds and groups category. The reallocations were made to maximize development 
impact. The project was completed within budget.  
 
8. The planned consulting services comprised of one international position (waste 
management specialist for 3 person-months), and 16 national positions (seven administrative 
positions and nine technical positions for 487 person-months). During implementation, the 
international position was split into two (one position for solid waste management and the other 
one for sanitation management for a total of 5 person-months), five additional national individual 
positions were recruited, resulting in a total of 21 national positions engaged for 340 person-
months. 
 
9. The project was categorized C for environment, involuntary resettlement, and indigenous 
peoples. It was classified for effective gender mainstreaming under ADB’s project gender 
classification system. A gender action plan (GAP) was prepared which included minimum targets 
of 30%–40% involvement of women in community-based enterprises and training.  

 
D. Implementation Arrangements 
 
10. The Ministry of Environment and Tourism (MET), acting through the Department of 
Protected Areas Management, was the executing agency responsible for the overall 
project implementation. The KLNP Administration, under the Department of Protected Areas 
Management, was the implementing agency. The project steering committee was chaired by the 
MET state secretary and comprised 18 representatives from the Ministry of Finance, MET, 
Khuvsgul aimag government, project communities, and the private sector. Project implementation 
was coordinated by a project management unit based in Ulaanbaatar and a project 
implementation unit based in the Khuvsgul aimag. The dual arrangement of office- and  
field-based personnel and placement of one position in the town of Khankh within the KLNP 
resulted in challenges associated with the long travel distances between Ulaanbaatar and the 
KLNP, and within the KLNP. This validation assesses the implementation arrangements 
adequate. All grant covenants were complied with, and no covenants were modified, suspended, 
or waived.  
 

II. EVALUATION OF PERFORMANCE AND RATINGS 
 
A. Relevance of Design and Formulation 
 
11. The project completion report (PCR) rated the project highly relevant.5 It noted the close 
alignment of the project goals and approach with the government’s strategies for development 
and environmental protection and ADB’s country partnership strategies, and the appropriateness 
of the grant modality to trial innovative solutions. It highlighted the project’s pilot approaches to 
integrate livelihoods, waste management, nonstructural measures, and conservation, through the 

 
5 ADB. 2022. Completion Report: Integrated Livelihoods Improvement and Sustainable Tourism in Khuvsgul Lake 

National Park Project in Mongolia. Manila.  
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introduction of community-based tourism and sustainable financing; designs and operation and 
maintenance (O&M) of toilet systems tailored to remote locations to protect the fragile lake 
ecosystem; and establishment of new consultative mechanisms between the park administration 
and communities and the first quality monitoring program for the KLNP. As such, the project was 
the first of ADB’s support in Mongolia to address the linked issues of livelihoods, tourism, and 
waste management in a protected area. It established a knowledge base on the needed 
multisector interventions in the country to support livelihood, tourism, and conservation in 
protected areas. The lessons and experiences under the project were subsequently applied to 
the design of ADB’s first two lending projects for Mongolia’s tourism.6 
 
12. This validation notes the alignment of the project design with the government’s 
development priorities. It was in line with Mongolia’s action program, 2012–2016; 7  Green 
Development Policy, 2014–2030;8 and Khuvsgul Aimag Socio-Economic Development Action 
Plan for 2008–2015,9 which emphasized poverty reduction, income generation, and sustainable 
use of resources. At completion, it was consistent with the government’s State Policy on Tourism 
Development, 2019;10 the Government Action Program, 2020–2024;11 and Vision 2050,12 which 
called for scaling up nature-based tourism to create jobs, diversify local income, and finance park 
management, while expanding the protected area network. The project was closely aligned with 
ADB’s Interim Country Partnership Strategy for Mongolia, 2014–2016,13 which identified the need 
to scale up support for natural resources management, including protected area management. 
It supported ADB’s Country Partnership Strategy for Mongolia, 2017–202014  which aimed at 
promoting economic diversification and job creation, increasing inclusiveness of social service 
delivery, and strengthening environmental sustainability.  

 
13. This validation notes that the grant modality was appropriate considering the scope of the 
project, which required the design and piloting of innovative approaches for livelihood and waste 
management. The design was suitable in addressing the identified key development issues in 
KLNP regarding limited community benefits arising from tourism, excessive livestock grazing, and 
pollution of the Khuvsgul Lake. The results chain was sound with inputs logically linked to outputs, 
and to the envisaged outcome. The indicators in the design and monitoring framework (DMF) 
were specific and measurable. The minor changes in scope that involved reallocations between 
existing cost categories were appropriate to maximize the development results of the project. 
These changes did not materially affect the approved scope nor the outcome of the project.   

 
14. This validation acknowledges the innovative features of the design. It addressed linked 
issues of livelihoods, tourism, and waste management in the protected area in one package, 
which was a new approach in Mongolia context. The project piloted participatory mechanisms, 
including co-management approaches for tourism and waste management, and CRF for 
livelihood improvement. These mechanisms promoted community ownership of the project and 
rallied community support for sustainable tourism. The establishment of six CRFs by the project 

 
6 ADB. 2019. Mongolia: Sustainable Tourism Development Project. Manila; ADB. 2021. Mongolia: Sustainable Tourism 

Development (Phase 2). Manila.  
7  Government of Mongolia. 2012. Action Programme of the Reform Government through the Years 2012–2016. 

Ulaanbaatar.  
8 Government of Mongolia. 2012. Green Development Policy, 2014–2030. Ulaanbaatar.  
9  Khuvsgul Aimag Government. 2007. Khuvsgul Aimag Socio-Economic Development Action Plan, 2008–2015. Murun. 
10 Government of Mongolia. 2019. State Policy on Tourism Development. Ulaanbaatar.  
11 Government of Mongolia. 2019. Government Action Program, 2020–2024. Ulaanbaatar.  
12 Government of Mongolia. 2020. Vision 2050. Ulaanbaatar.  
13 ADB. 2014. Interim Country Partnership Strategy: Mongolia, 2014–2016. Manila. 
14 ADB. 2017. Country Partnership Strategy: Mongolia, 2017–2020: Sustaining Inclusive Growth in a Period of 

Economic Difficulty. Manila.  
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was a major pilot feature and a key mechanism that supported livelihoods in project areas. It 
provided steady source of financing for communities to develop tourism goods and services, 
through low interest loans managed by the community-led CRF committees in collaboration with 
the KLNP administration and soum governments. The CRF contributed significantly to the 
intended outcome. The pilots and experiences achieved under the project were subsequently 
applied to the preparation of two ADB lending projects and one new JFPR grant for tourism and 
livelihoods in Mongolia. These follow-on projects scaled up ADB’s support for Mongolia’s tourism 
from this $3.0 million JFPR grant to a combined value of $70.0 million. These projects applied the 
grant-funded CRF, training and consultation mechanism, and lessons generated from toilet 
design and O&M.   

 
15. The project was aligned with the government’s development priorities and with ADB’s 
country partnership strategy for Mongolia. The results chain was sound and the DMF indicators 
were appropriate. The design was suitable for addressing the identified development issues in 
KLNP. The project design adopted an integrated approach for livelihoods, tourism, waste 
management, and conservation, for better land use planning. The innovative design features also 
contributed to generating unplanned benefits. These included additional grant financing allocated 
to CRF, herder groups inspired by the CRF establishing their own revolving funds, and the 
enactment of a new KLNP waste management fee for visitors. Further, the project had 
demonstration value for other projects as the experience and lessons were applied in subsequent 
ADB projects, resulting in the scaling-up of ADB’s support for Mongolia’s tourism and other 
protected areas. In view of the above, this validation assesses the project highly relevant.  
 
B. Effectiveness in Achieving Project Outcome and Outputs 
 
16. The PCR rated the project effective. It attributed the rating to the achievement of the 
outcome and output targets. The project helped improve livelihoods and management in one of 
Mongolia’s largest and most visited protected areas. The PCR highlighted the key achievements 
of the project, which were the development of new income streams for residents; improved 
capacity of herders and KLNP personnel for sustainable pasture management; pilot approaches 
to manage sanitation and solid waste from tourism; new mechanisms for participatory 
management; recommendations for improved park zoning; and a quality monitoring program—
the first for Khuvsgul Lake.  
 
17. This validation assesses that the envisaged outcome of improved and integrated 
livelihoods and sustainable tourism in five soums of the KLNP was achieved. The three outcome 
targets were achieved or exceeded. In 2020, 712 households in five soums and one village inside 
the KLNP and its buffer zone sourced part of their income from the 515 community-based 
initiatives established or expanded as a result of project training and funding. This exceeded the 
first target of at least 300 households in the five soums in the KLNP and buffer zone deriving at 
least of their income from project-supported initiatives. On the second target, six CRFs were 
established by the project, which exceeded the target of five CRFs. These funds were merged 
into one at handover to the State Bank and were still operating in 2021. At project completion, the 
combined capital base of the funds was equivalent to 102.4% of the total amount allocated and 
after 6 months of completion, it was equivalent to 104.6%. On the third target, four project 
mechanisms—the KLNP management council, codes of conduct, CRFs, and pasture 
management plans—were endorsed by the project steering committee for integration within the 
KLNP management plan. This met the target of at least three time-based actions (and/or 
quantitative targets) are realized to integrate livelihoods, tourism, and waste management into 
the KLNP management plan.  
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18. Output 1 on promoted community-based tourism in Khatgal and Khankh settlements was 
delivered. The target on the tourism codes of practice was met with the codes developed and 
signed by 104 stakeholders, of which 53 (65%) were owners of tourist camps and guest houses. 
A total of 664 residents were trained in community-based tourism goods and services, of which 
66 were women. This exceeded the target of 400 residents trained, of which at least 30 were 
women. A total of 267 community-based tourism initiatives were established or expanded, 
substantially exceeding the target of 40 community-based tourism initiatives. Of these initiatives, 
74% were led by women which was significantly higher than the target of at least 40% women. 
The community-based initiatives benefited 347 households, of which 117 (34%) were poor and 
vulnerable households.  

 
19. Output 2 on improved capacity for sustainable livestock and pasture management in the 
KLNP and buffer zone was achieved. By 2019, a total of 2,637 residents in the KLNP and its 
buffer zone were trained on sustainable livestock and pasture management and non-tourism 
livelihoods, of which 59% were women. This exceeded the target of 1,125 residents trained, of 
which at least 40% were women. A total of 536 households in five soums in the KLNP and its 
buffer zone adopted sustainable herding management practices, as confirmed by the signed 
endorsement of 28 new herder groups and 27 new pasture management plans. This was higher 
than the target of 400 households in five soums. In terms of non-tourism livelihood, a total of 
111 livelihood activities were initiated, which benefited 207 households. Of these initiatives, 84% 
were led by women. These achievements exceeded the target of 70 livelihood activities initiated, 
of which at least 40% were led by women.  

 
20. Output 3 on strengthened waste management around Khuvsgul Lake was delivered. 
On the target for monitoring of water quality, a monitoring program was designed and conducted 
as planned. Eight community-based teams were established, trained, and were operating and 
maintaining the pilot waste management systems, of which 30% were female staff. This exceeded 
the target of three community-based teams established to maintain waste management systems 
with at least 30% women members. In terms of waste management systems, 100 systems 
(50 toilets and 50 litter bins) were designed and installed, exceeding the target of 50 pilot waste 
management systems. On 1 April 2020, a final report on KLNP zoning with recommendations was 
submitted to the MET as targeted.  

 
21. In terms of the GAP adopted, all planned activities were completed, and all 10 targets 
were achieved or exceeded. Key achievements included stronger women participation in local 
decision-making; increased women participation in livestock management; increased household 
income activities to include women due to capacity building training and CRF support; and support 
to start-up and micro businesses led by women. The support for women-led businesses and 
empowerment of women leaders positively contributed to women’s employment and leadership 
in the project area.  

 
22. The envisaged outcome was achieved. The expected outputs were delivered, and targets 
of the GAP were achieved. Thus, this validation assesses the project effective.  
 
C. Efficiency of Resource Use 
 
23. The PCR rated the project efficient. Its reevaluated economic internal rate of return (EIRR) 
as of 31 December 2021 at 19.9% was higher than the appraisal estimates of 16.3%. The 
difference was due to the higher uptake and turnover of loans than anticipated at appraisal. The 
economic analysis was based on the assessment of six business activities: home-based 
handicrafts, tour camps, ger (traditional Mongolian tent) camps, retail shops, carpentry, and 
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vegetable production. The economic analysis of the PCR adopted an approach consistent with 
that used during appraisal but applied the actual expenditures incurred and actual CRF loans 
implemented. This validation notes that assumptions used in the estimation of the EIRR were 
reasonable. The PCR indicated other unquantified economic benefits which included the long-
term protection of the ecosystem at the KLNP as a result of improved environmental 
management.  
  
24. This validation notes that there were delays in evaluating and awarding contract. 
Nonetheless, the project was completed within the planned schedule. The resources were 
efficiently utilized with 99.7% of ADB funds disbursed. In view of these and the recalculated EIRR 
higher than the opportunity cost of capital (12%), this validation assesses the project efficient.  
 
D. Preliminary Assessment of Sustainability 
 
25. The PCR rated the project likely sustainable. It attributed the rating to the financial 
sustainability of the CRF and other components of the project. Since completion of the project 
and as of May 2022, the CRF remained fully operational. At completion, the seed capital base of 
the CRF was equivalent to 102.4% of the original seed amount allocated for the project. The 
operation of the CRF, 2 years after completion, confirms the strong demand for loans. The fund 

was replenished by the repayment of loans and transferred to a national financial institution −the 
State Bank, under a tripartite agreement between MET, the State Bank, and Citizens 
Representative Khural (a government position representing local communities) in each soum. The 
other components of the project were transferred to recipient agencies and were being 
independently operated and maintained. After project completion, the tourism sub-council, most 
herder groups and pasture management plans, water quality monitoring program, litter bins, and 
two of the eight community waste management teams (CWMTs) remained operational. The key 
challenges were with the remaining waste management components. Of the 50 toilets, 47 were 
partly operational and three were not operational.15 These were due to the coronavirus disease 
(COVID-19) pandemic, which delayed KLNP and soum work programs and impacted the fiscal 
budgets for O&M and CWMT; limited community interest to work with toilet O&M; and national 
elections and changes in government and MET personnel. Despite these challenges, the PCR 
assessed the project’s contribution to environmental sustainability and the likelihood to long-term 
sustainability for toilets and CWMT to be high.  
 
26. This validation adds that the continued operation of the CRF during the pandemic reflects 
the commitment of MET and State Bank to maintain the fund. The demand for loans is likely to 
continue as the CRF has become an important source of finance for community-based livelihoods. 
As the largest pilot component of the project, the CRF’s performance, however, could have been 
assessed better if indicators such as portfolio quality and repayment were included in the 
monitoring system. The mechanisms for pollution, pasture management, and protection for lake 
water quality that have been set in place could benefit the communities within the project area 
over time. ADB’s follow-up lending project could help sustain the outputs and outcome of the 
project. It will support further improvements in toilet designs, O&M procedures, revenue streams 
for CWMTs, and review of the CRF to strengthen its performance. This validation assesses the 
project likely sustainable.  

 
15 The 47 toilets were functional but needed regular O&M. The three toilets were damaged, removed, or lacked O&M.  
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III. OTHER PERFORMANCE ASSESSMENTS 
 
A. Preliminary Assessment of Development Impact 
 
27. The PCR rated the development impact of the project satisfactory. The impact indicators 
were achieved, although only partly attributable to the project. Nominal per capita income in the 
five soums of KLNP from appraisal to completion increased by a range of 39.4%–70.8%, reflecting 
improved socioeconomic conditions.16 Natural resources management in KLNP improved due to 
the cumulative results of the project and previous projects by civil society organizations and other 
development agencies. New or expanded income sources for 714 households were derived from 
515 community-based initiatives supported by the CRF with cumulative value of more than double 
the $760,000 seed financing provided by the grant. The capacities for livelihood, pasture, and 
waste management were enhanced with training provided to 3,301 residents across all outputs. 
Women’s participation in decision-making and leadership in communities were enhanced. 
Economic empowerment of women was increased through capacity building training, access to 
the CRF, and support for women-led businesses.  
 
28. In terms of the environment, the KLNP management council was the first participatory 
platform for KLNP that resulted in initiatives to strengthen environmental protection. The capacity 
for sustainable livestock and pasture management in KLNP was improved through the 
establishment of herder groups, training, and support for livelihood activities. The first water 
quality monitoring program was established which was essential in helping the management of 
water quality. The establishment of community-led waste management program and installation 
of toilet facilities and litter bins helped manage waste from tourism around Khuvsgul Lake. In sum, 
the project benefited rural communities and natural resources management through the CRF, 
tourism codes of conduct, co-management mechanisms, and components for herding, pasture 
management, water quality monitoring, and waste management. This validation assesses the 
development impact of the project satisfactory.  
 
B. Performance of the Recipient and Executing Agency 
 
29. The PCR rated the performance of the grant recipient and executing agency satisfactory. 
MET demonstrated a strong commitment to the project and provided the necessary counterpart 
support. The project steering committee was established and provided oversight and policy 
guidance. MET complied with the procedural requirements for procurement, financial 
management, and reporting. The representatives of the Khuvsgul aimag and soum governments 
actively participated in the stakeholder consultations and training activities. All grant covenants 
were complied with. This validation assesses the performance of the executing agency 
satisfactory.  
 
C. Performance of the Asian Development Bank and Cofinanciers 
 
30. The PCR rated the performance of ADB satisfactory. ADB fielded two review missions, a 
midterm review mission, one special consultation mission, and a project completion review 
mission. It worked closely with the executing agency during project processing and throughout 
the implementation period. During implementation, ADB aided in resolving issues and provided 
guidance to work planning, technical design, safeguards, and administration, and timely 
approvals, as needed. The guidelines for donor visibility were complied with, and project-funded 
goods, materials, workshops, and reports featured the logos of JFPR and the Government of 

 
16 National Statistics Office. 2022. Khuvsgul Aimag Statistical Yearbook 2018. Ulaanbaatar. 
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Japan. During ADB review missions, meetings were held with the Embassy of Japan and Japan 
International Cooperation Agency personnel, and project materials were provided. The support of 
JFPR was acknowledged during project missions, workshops, and presentations. This validation 
assesses the performance of ADB satisfactory.  
 
D. Others  
 
31. There were no governance and fiduciary issues encountered during project 
implementation.  
 

IV. OVERALL ASSESSMENT, LESSONS, AND RECOMMENDATIONS 
 
A. Overall Assessment and Ratings  

 
32. The PCR rated the project successful. This validation assesses the project highly relevant, 
effective, efficient, and likely sustainable. The project was fully aligned with the government’s 
development priorities for sustainable tourism and ADB’s country partnership strategy for 
Mongolia. The project design was appropriate in addressing the identified issues in the KLNP. 
The innovative features of the project had demonstration value for other projects, resulting in the 
scaling-up of ADB’s support for Mongolia’s tourism. It was effective in delivering the expected 
outputs and achieving the envisaged outcome. The project was efficient as indicated by the 
estimated EIRR at completion and timely implementation within the planned schedule. It is likely 
sustainable. The operation of the CRF, the largest component of the project, has been transferred 
to the State Bank which has continued to operate. The mechanisms for pollution control, pasture 
management, and protection of lake water quality have been set in place and remained 
operational after project completion. The follow-up ADB lending projects could help sustain the 
outputs and outcome of the project.  
 

Overall Ratings 

Validation criteria PCR IED review Reason for 
disagreement 

and/or comments 

Relevance Highly relevant Highly relevant  

Effectiveness  Effective Effective  

Efficiency  Efficient Efficient  

Sustainability Likely 
sustainable 

Likely 
sustainable 

 

Overall Assessment Successful Successful  

Preliminary assessment of impact Satisfactory Satisfactory  

Borrower and executing agency Satisfactory Satisfactory  

Performance of ADB Satisfactory Satisfactory  

Quality of PCR 
 

Satisfactory Para. 37. 

ADB = Asian Development Bank, IED = Independent Evaluation Department, PCR = project completion report. 
Source: ADB (IED). 

 
B. Lessons 

 
33. The lessons identified in the PCR are suitable. In designing projects in protected areas, a 
multisector approach that considers the links between communities, tourism, environmental 
protection, park management objectives, and compliance with national and ADB safeguard 
requirements is necessary. The CRF was a key innovation supported by the government and 
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communities. The factors that contributed to its success were a participatory approach in all 
stages of design and establishment, community-led CRF committees, mobilization of qualified 
fund managers, a comprehensive training program based on capacity assessments and 
stakeholder consultations, and handover of the CRF to a qualified financial institution prior to 
project completion. Despite the completion of the design, establishment, and handover of public 
toilet facilities, the toilet systems were only partly successful. In this regard, the key challenges 
that provide valuable lessons for Mongolia’s protected areas were the high local expectations for 
comfort and toilet capacity with a preference for flushing toilet systems; high O&M for waste 
transport to soum wastewater treatment plants; limited community interest in jobs with toilet facility 
operations; highly seasonal visitor numbers; and inadequate financing for toilet O&M and CWMT 
salaries after completion. Most of the components of the project were new to stakeholders and 
there were no established domestic procedures for design and operations of the CRF, CWMT, 
toilets, management councils, and codes of conduct. In view of these new components, a longer 
project duration could have been desirable. The innovations under the project resulted in 
unplanned benefits that were not identified in the DMF or GAP (para. 21). These unquantified 
benefits demonstrate the added value of the project in improving livelihoods and environmental 
management. External factors such as the COVID-19 pandemic, national elections, and changes 
in government leaders had a substantial impact after project completion. Assessment of post-
project performance should consider these external factors. The JFPR funding resulted in 
significant scaling up of ADB’s support for Mongolia’s tourism. This highlights the value of JFPR 
financing for new approaches and subsequent scaling up to loan-financed projects.  
 
34. At the project level, this validation adds the following lessons. First, high-level participation 
among stakeholders in the design, implementation, and establishment of community mechanisms 
contribute substantially to project success. Buy-in of stakeholders and active participation in the 
processes from design to implementation are critical, specifically when the project involves new 
approaches and pilot programs. Second, preparation of the design for O&M at the outset 
facilitates the sustainability of the waste management facilities installed in protected areas and 
early handover to the community management teams. Consideration of these operational matters 
at the early stage of implementation could have mitigated the subsequent O&M issues for 
community waste management teams and toilet systems.  

 
C. Recommendations for Follow-Up 
 
35. The recommendations of the PCR were appropriate. Further monitoring is recommended 
to assess the performance of the CRF and water quality monitoring program; O&M of CWMT, 
toilets, and litter bins; and integration of key project components into the KLNP management plan, 
including the CRF, KLNP management plan, water quality monitoring program, and 
recommendations for rezoning of the KLNP. It is also recommended that MET allocate more 
budget to ensure adequate staff resources available to monitor the performance of CRF, CWMT, 
toilets, and litter bins; maintain O&M of project components; and train new personnel on O&M of 
project components.  
 

V. OTHER CONSIDERATIONS AND FOLLOW-UP 
 
A. Monitoring and Reporting 

 
36. The project management unit established a project performance monitoring system and 
maintained it throughout implementation. Semiannual reports were prepared and submitted 
largely on time. Monitoring of project implementation and targets specified in the DMF was 
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adequate. This validation notes that it could have been informative if monitoring of the CRF 
included performance indicators of loans such as portfolio quality, repayment, and outreach.  

 
B. Comments on Project Completion Report Quality 
 
37. The quality of the PCR is satisfactory. The analysis and discussions were clear and 
coherent. The project ratings were substantiated with evidence. The lessons were drawn from the 
findings, and the recommendations were sound. The achievements vis-à-vis the targets were 
clearly presented in the PCR. The appendixes were informative and useful as these supported 
the discussion in the main text.  

 
C. Data Sources for Validation 

 
38. The sources for this validation were the report and recommendation to the President, 
back-to-office reports of review missions, PCR, mid-term review mission report, and ADB and 
country strategy papers.  

 
D. Recommendation for Independent Evaluation Department Follow-Up 

 

39.  No further IED follow up is recommended.  
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