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Description 
In 2013, the Government of Mongolia requested the Asian Development Bank (ADB) to support the Tuul 
River Basin Authority (TRBA) with the implementation of priority activities of the Integrated Water 
Management Plan for the Tuul River Basin, and strengthen the management and protection of the Tuul River 
Basin.a These included: (i) strengthening of the institutional capacity of the TRBA, including the development 
and implementation of regulatory and economic instruments and incentive schemes for environmental 
compliance; (ii) improvement of water resources monitoring and protection through ecological measures, with 
a focus on groundwater resources and including an assessment and remediation of polluted sediments in 
the bed of Tuul River; and (iii) improvement of riverbank environment in Ulaanbaatar. 
 

To facilitate the preparation of the investment project, a project preparatory technical assistance (TA) of $1.0 
million was provided by the Japan Fund for Poverty Reduction. A reconnaissance mission was conducted 
during 1−5 May 2013. The project concept paper was approved on 13 December 2013. It was envisaged 
that the TA would be implemented over a period of 15 months tentatively from 1 January 2014 until 31 March 
2015. This project was programmed for ADB Board approval in 2015. The executing agency was the Ministry 
of Environment and Tourism (MET). The implementing agency was the TRBA, which falls under the MET.   
 

Expected Impact, Outcome, and Outputs 
The expected impact of the TA was environmentally sustainable water management in the Tuul River 
basin. The expected outcome of the TA was a project design to support the rehabilitation of the Tuul River 
in the Ulaanbaatar area. The major outputs of the TA were: (i) a project design which responds to the 
government's needs and fulfill ADB requirements; and (ii) detailed data collection and surveys. Specifically, 
the outputs include (i) sector assessment; (ii) financial management and procurement capacity 
assessments; (iii) stakeholder analysis, and problems and constraints identification; (iv) a project technical, 
environmental, economic, financial and social appraisal; (v) a participatory gender plan and a sustainable 
livelihood plan; (vi) a resettlement plan, if required; (vii) initial environmental examination and management 
plans; and (viii) an institutional and capacity development plan.  
 

Delivery of Inputs and Conduct of Activities 
The TA consulting firmb was engaged on 6 March 2014 and mobilized on 10 March 2014. Consulting services 
of 75 person-months (21 person-months of international and 54 person-months of national consultant inputs) 
were anticipated, of which the TA consultants finally provided 74.5 person-months (20.5 person-months of 
international and 54 person-months of national consultant inputs). The terms of reference are considered 
adequate, although some minor changes were agreed upon during the implementation of the TA. The TA 
consultants successfully started, catered to the needs of the executing and implementing agencies, and 
prepared for the TA outcome and outputs. The inception mission was conducted from 27 May to 4 June 2014. 
A midterm review mission was conducted during 9−15 September 2014. It is noted however that several 
national and international experts needed to be replaced during the inception and mid-term review mission 
because of availability and performance issues, which created frictions with TRBA.  
 

Despite of significant efforts by the project team to move forward with TA implementation, with support from 
Mongolia Resident Mission, progress of TA implementation remained slow due to weak commitments from 
MET to reconsider the project implementation arrangements. The weak commitment was mainly due to (i) 
regular changes in the government (there were four ministers of MET during the implementation of the TA) 
and (ii) reluctance by the MET to involve the Ulaanbaatar Municipal Government (UMG) as the key counterpart 
for the infrastructure components of the envisaged investment project. Both risks were already identified during 
the reconnaissance stage, but the MET Minister at the time of the initial discussions was fully supportive and 
clearly understood the institutional arrangements that would be required by ADB.  
 



 
 

Unfortunately, with the changing of ministers, it became difficult to get adequate attention of the government 
counterparts for key issues that needed to be addressed by the MET, in particular involving the UMG as a 
second formal counterpart. Without such commitment, the project team decided after the 2014 midterm 
review mission to suspend the TA until the MET could demonstrate that changes were agreed.  
 

During the period from 2015 until 2016, four special consultation missions were conducted to try to facilitate 
the cooperation between MET and UMG. ADB extensively consulted with the different stakeholders, 
including the Ministry of Finance (MOF). In addition, Mongolia Resident Mission team members regularly 
met with the relevant government officials and tried to facilitate a way to move forward. Regular promises 
were made, but no change could be demonstrated. For example, on 2 February 2016, an ADB mission 
met with the new MET Minister who expressed strong support for the envisaged project and requested to 
continue the TA. He promised to discuss with the Prime Minister, Minister of the MOF, and UMG Mayor on 
how to cooperate for the project and take necessary steps forward. Unfortunately, no concrete steps were 
taken by the MOF and MET to (i) involve UMG and (ii) change the project scope, as necessary.  
 

Finally, as part of the country programming discussions in 2017, the government decided to remove the proposed 
project from ADB’s country operations business plan for Mongolia, 2017–2019. As such, it was decided to close 
the TA.  
 

Evaluation of Outputs and Achievement of Outcome 
In the early phases of the TA, during the preparation and implementation, TRBA was responsive of the TA, 
and closely cooperated with the TA consultant team. However, during the preparation of the investment 
project, it became clear that TRBA had to start working closely with UMG for the proposed infrastructure 
components. Moreover, it became obvious that there was a need for MET, as executing agency, to take 
on a more active leadership role. UMG expressed a keen interest to work with MET on the project but MET 
never formally invited UMG. As such, the processing of the project was put on hold in early 2015 until the 
cooperation arrangements has been sorted and after the government has been restructured.  

 

The TA consultants submitted a final interim report on September 2014. The draft reports, initially of poor 
quality, were updated after ADB provided comments. The interim TA report was satisfactorily updated after 
substantial comments from ADB and is still considered useful and of good quality. In particular, the 
assessment on sediment pollution of the Tuul River downstream of the city, a main concern of the 
government, describes in detail that limited opportunities exist currently to address the sediment pollution 
downstream of the central wastewater treatment plant. For the time being the safest manner to deal with 
the pollution is to let it stay there, and let the river slowly clean the area up in a natural way. A more detailed 
assessment could still be conducted to determine if cleaning up of certain sections could be justified.  
 

Overall Assessment and Rating 
The TA is considered as unsuccessful. It was not possible to implement and complete the TA as planned. 
The TA is however considered well-formulated and the proposed scope was and still is relevant. The 
implementation of the TA is also considered efficient, as the project team timely suspended the 
implementation and hence ensured that the entire TA amount was not used up. Aspect like effectiveness 
and sustainability are not considered relevant for the TA.  
 

Lessons Learned. A close cooperation with and support from the resident mission are key factors to 
ensure that ADB gives a consistent message to government counterparts on ADB’s requirements and 
policies, including a crucial need to always consider flexible institutional arrangements that are most suited 
to the final project scope. The ADB team believes that, also due to frequent changes in the government, 
the importance of the project was not adequately communicated with the responsible high-level 
counterparts during the TA implementation period and during the 2017 country programming mission. 
 

Recommendations and Follow-Up Actions 
It is recommended that ADB will continue a policy dialogue with the government and MET to explore 
opportunities to provide further support for sustainable water resources management in Mongolia. ADB 
has a good and long cooperation with MET for other TA and grant projects, and further support in the water 
sector would fall within ADB envisaged country program. 

a Support for the preparation of the project was requested on 11 March 2013 by the Ministry of Environment and Green 
Development; and on 25 April 2013 by the Ministry of Economic Development, ADB’s counterpart for the new 
government. 

b Snowy Mountains Engineering Company. 
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