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Project Document: 

CASH FOR HERDER III in MONGOLIA

Prevent vulnerable herders of Dundgobi Aimag affected by the drought in summer 2004 to fall deeper into poverty by providing them cash assistance to cover their immediate humanitarian needs

“Indolent herdsmen that lost their herds in natural disaster receive aid, while those who manage to save their animals by restless fighting against cold and snow are unable to benefit from assistance.”  Mongolian herder, 2004

“Humanitarian aid is given where the need is greatest, providing support for disaster prevention and preparedness” SDC Medium Term Concept, Mongolia 

Reference Number
7F- 02323.03.01

Location
all 15 soums of Dundgobi Aimag, Mongolia

Budget
250,000 CHF 
Number of beneficiaries
1200 vulnerable herder families (4800 people) 

Project Leader
S. Durziijalbuu, NPO, SDC Mongolia

Backstopping
Markus Dubach, Country Director, SDC Mongolia

Responsible Desk Officer at HQ
Mathias Rickli, SDC Headquarter

Implementation
SCO Ulaanbaatar, Mongolia 
Implementation Partners
Mongolian Red Cross Society


Dundgobi Red Cross Branch Office


National Disaster Management Agency


Khan Bank of Mongolia

Timeframe
December 2004 – June 2005

Commissioning:
· This project document was elaborated on Dec. 27/2004 by Markus Dubach (DMR) and Durziijalbuu Sengee (SDJ),
· Adjustments were done and open question rised by Mathias Rickli (RIK) on Dec. 27/2004
· Open questions were clarified by Jan. 26/2005

· Based on this final project document green light for project implementation from SDC HQ is given on Jan. 27/2005.
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Institutional bench marks

The bench marks were elaborated on December 21 in Dundgobi with the aimag committee for the CfH Project and further refined on December 27 in UB with the head of the committee, Mr. S. Urjin and during the test case in Deren soum.

	Elements
	Institutional bench marks



	Target Group (beneficiaries)
	· 1’200 herder families affected by the black dzud facing a real threat of significant animal losses and food shortage during the current winter

	Target area
	· Dundgobi Aimag (Province)

· 15 Soums (districts)

	Type of programme
	· Cash for Herder Project

	Partnership with national and local institutions
	· The project is implemented jointly with NDMA, MRCS, and the local Red Cross and NDMA branch in Dundgobi aimag

	Programme costs
	· Overall budget is limited to CHF 250,000-

· The total overhead should not exceed 10 % (implementation cost, local staff, transportation, etc.)

	Duration 
	· December 2004: Project identification 

· December 2004: Project writing and approval

· December 2004: Data collection

· January 2005: Information of public about CfH program

· January 2005: Project Implementation to herder beneficiaries

· February 2005: Hardship cases – review and implementation

· March 2005: Report writing

· April 2005: Analysis of feedback questionnaires

· May 2005: Project review in the Dundgobi by HQ



	Operational aspects
	· The lead of the project is with SDC the SCO Ulaanbaatar

· Identification of beneficiaries based on animal census data from 2004

· Professional data management

· Verification of the beneficiaries by soum committees

· Go/ no go decision jointly between SCO UB and SDC/HA HQ

· Transfer of cash to savings books, opened for beneficiaries at the bank 
· Monitoring of the use of the support


1 Objectives and Target group

1.1 Objective of the project

The overall goal of the Cash for Herder Project is to contribute to improve the livelihoods of economically disadvantaged and vulnerable herders by assisting them with means of cash to cover their very basic needs and thus striving to prevent the looming humanitarian disaster caused by the black dzud, following a severe drought in summer 2004. Therefore the project aims at preventing vulnerable herders of Dundgobi Aimag affected by the drought in summer 2004 to fall deeper into poverty. 
	Project aim  
	Prevent vulnerable herders of Dundgobi Aimag affected by the drought in summer 2004 to fall deeper into poverty

	Objective
	Activities
	Expected results

	Cash distribution to  1200 herder families (4800 people) to cover immediate humanitarian needs
	· Establish Project Implementation Team working on-site 

· Train national staff in cash project design and implementation

· Establish committees at Aimag and Soum Level 

· Register and select and verify beneficiaries

· payments of cash contribution through local branches of KhAAN Bank 
	· At least 1200 vulnerable herder families received cash 

· Cash has helped the herders to overcome the difficult winter situation

· Selected herder families encouraged and motivated to care for their animals 

· Capacitiy building of MRCS and NDMA staff in implementing Cash projects.


1.2 Targeting and criteria

Beneficiary selection and the primary beneficiaries list will be based on the following criteria:
· first hard criteria: herder families from Dundgobi with less than 200 animals (there are some who moved (otor) and/ or others, who were not able to move away),
· second hard criteria: among herders families, which are selected according to the first criteria, those families with smallest number of animals per family member are to be selected. The cut-off number is 20 animals per family member.
A restriction criteria was applied during the project writing phase in order to estimate the total number of potential beneficiaries. The estimate of number of poor herders in the soum was based on the assumption of an equal distribution of poverty and need across the aimag. These estimated numbers of beneficiaries per soum are shown in Table 2 (Column 4). 
All families, which meet aforementioned two hard criteria, are potential beneficiaries. They could only be excluded on request and with consultation of soum committee, on the basis of founded reasons as below explained. Families missed the mark by 0.1 to 5 animal number could be included into the beneficiaries’ list again only on suggestion of soum committee (soft criteria). According to the raw data now available there are ca. 1200 potential beneficiaries. There is no quota to apply. But the final number of beneficiaries shall not exceed 1300 families. This number does not include beneficiaries receiving cash from hardship fund.

The hard criteria shall be applied in the following way. Herders of Mongolia have usually five kinds of animals (sheep, goat, cattle, camel and horse), which have different economic output. To make the animals comparable, big animals shall be calculated as 5 small animals (sheep and goat). Animal numbers in the criteria shall be in number of small animals. 
	Potential beneficiaries


	· Herders from Dundgobi with less than 200 (small) animals, 
· Families with less than 20 (small) animals per family member 

· Note: Only one person per family can get a contribution (head of household, man or woman)

	Vulnerability
	· Check vulnerability of the beneficiaries by cross-checking other information available about general poverty level, family size, etc. 

	Excluded persons


	· Relatives of project implementation team,
· Families receiving significant remittances from family members living outside the Aimag,
· Families with income source other than herding, f. e. families who run small business and/ or have family members with regular income 
· Families that are known by the community for high alcohol consumption and/ or not willing to work, otherwise for misappropriation of funds


1.3 Description of support

The CfH Program III Mongolia will be implemented in Dundgov Aimag in 2004/05. This program is the first cash program in Mongolia that is addressing dzud prevention before it occurred. While in the past, the programs focused on herders, which has lost all or significant amounts of animals, the Cash for Herder Program in Dundgobi is aiming to assist herders in a black dzud situation to overcome the current dzud by providing them with cash to purchase food and fodder to survive the winter.
1.3.1 Cash contribution to beneficiary herders

At least 1200 vulnerable herder families will receive an unconditional cash contribution to cover their most urgent needs. The contribution will be MNT 200,000 (~ CHF 200) as a one-fold payment for the beneficiaries that moved more than 50 km (to otor places) and MNT 160,000 for those that had to remain at the same location because lacking of sufficient means. A total amout of CHF 198'000 will be distributed.
In the beneficiaries’ names will be opened savings accounts, to which the money will be transferred. Payment to the beneficiaries shall be made between January and February 2005.
1.3.2 Hardship fund

The hardship fund’s purpose is to focus mostly on vulnerable people in administrative centers. Dundgobi was one of the Aimags, which was most heavily affected by dzud in the period 1999-2002. Therefore a big number of ex-herders are living now in soum and Aimag center after having lost all their animals. Families, which however do not meet the criteria which was set by SDC, but really needs help, f. e. families moved far away to “otor” place, shall be considered. In this case we need support of the soum and bag governors to provide the PIT with necessary information such as number of family members, economic capacity (income source, number of animals, etc.), and any other reasons to be considered as hardship case.  
The number of beneficiaries to be considered as hardship case is estimated to be 300 families. 
1.3.3 Small Projects

No small project planned.

2 Project Description and implementation

2.1 Implementation and cooperation with partner organisations

The leading organization of the project is the Swiss Coordination Office in Ulaanbaatar assisted by the implementing partners from MRCS, NDMA, Khan Bank, and local authorities. MRCS representative will be involved in the PIT. Local authorities at different administrative level will assist setting up beneficiaries and approval of the beneficiaries’ list as well as in monitoring the implementation of the project. The disbursement of cash will be done by the Khan Bank.

PIT members will have clear TORs and fill timesheets and financial records. Local committees have to be given detailed information on project implementation and clear instructions of their responsibilities. Financial guidelines and reporting procedures are according to SDC Mongolia standards.

	UB Level
	Support Services

· IT database manager – M. Geser

· Khan Bank Center Branch Office – Ja. Janjiv

· SDC Accountant – E. Tserennadmid

· Backstopper – Markus Dubach

Implementation Offices  

· SDC Office in Ulaanbaatar

	Aimag Level:
	Project Implementation Team (PIT)

· SDC NPO for Humanitarian Assistance: S. Durziijalbuu (Head of PIT)

· MRCS Relief Manager – Batgerel (Deputy head)

· Assistants – J. Boloroo 

· Public relations, security and translation – D. Soyolmaa

Support Services

· NDMA local representative – Batbold

· Red Cross Branch Office Secretary – Tsegmed

Aimag Committee
· Head of the People’s Representative Khural (Head of the local Red Cross Branch), 

· Local Red Cross Branch secretary

· Citizen’s Representative

· Head of Labor Department

· Representative of local NDMA,   

· Labor Union representative (NGO)

· Agriculture Workers of the aimag

Implementation Offices  

· The implementation office is the Red Cross Branch Office of Dundgobi and NDMA office in Dundgobi

	Soum level 
	Soum Committee

· Bag governors (average 4 persons)

· Local Red Cross representative

· Head of the People’s Representative Khural 

· Citizen’s representative


2.2 Procedures

2.2.1 Implementation

The project will be implemented according to the Cash workbook standards provided by Project team Cash at SDC / HA.

The Cash for Herder III project implementation team (PIT) is under the lead of the SDC project manager (SDJ) assisted by MRCS staff. Committees, composed by local authorities, civil society organizations and citizens’ representative are set up at aimag and soum level. The project will be implemented at individual family level.

The backstopper (DMR) is steering the project by answering on the weekly reports to be submitted by the project manager (SDJ). SDC/HA HQ receives the weekly reports for information. SDC/HA HQ (PT Cash) only reacts: a) upon request, b) for the go/ no go decision and c) if considered necessary).

After a successful assessment and start-up phase including registration & verification of beneficiaries, definition how to handle complaints, and performance of test case, the SDC SCO and SDC / HA HQ will make a joint go / no go decision. The positive decision will be followed by test payment and the regular payments.

2.2.2 Registration & Verification

5.2.2.1 Registration of potential beneficiaries

CfH Project Implementation Team will require the so-called “Registration-A”, which is used for annual animal census and includes all herder families and related data. This registration is available at the end of December 2004 at bag and soum level. After all necessary data from the “registration A” is entered into a database, the project implementation team will select the potential beneficiaries, using solely the hard criteria (see 4.2 Targeting and Criteria) and establish the primary beneficiary lists for each soums (potential beneficiaries). These lists shall be passed on to the soum committees. Here at the soum level, the PIT and aimag committee, jointly with the Soum committee, will discuss the lists. Also soft criteria will be applied with input of all bag governors. For verification, the PIT will visit families selected on random basis. The verified lists will be presented to the aimag committee for additional consultation. The final beneficiary lists will be exclusively produced by PIT and are approved by signature of the project manager and the responsible aimag authority.
5.2.2.2 Design of Database 

· The following database will be used to collect data. The data is based on the census lists from December 2004. The lists will be available as excel data bases at the soum level.
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· The lists will be compiled from all herder families with less than 200 animals and provide the information about the animal number per family member as well as the information about how far the people had to move, if they did.

· The leaders of Dundgobi will be informed in a meeting in the aimag center and the project discussed. The total amount, implementation costs, eligibility and registration procedures will be announced and given in writing to all participants.

· People in Dundgobi will be informed by radio and TV about the program, the goal, the donor, implementation partners and the implementation process.

5.2.2.3 Primary Beneficiary list

· The project will be implemented at individual family level, intending to support vulnerable families. The option to select clusters of families (usually called “khot ail”) was rejected strongly, especially by the local representatives of NDMA and MRCS because it would require an enormous effort to ensure just and fair sharing at khot ail level. Neither of the partners saw this as a viable option.

· The beneficiaries will be selected among families, which rely on herding for securing their income. (There are people that have animals, but do have another source of income. This group is classified as ‘families with animals’). This differentiation is simple and coherent and statistics are available. 

· There are 4533 herder families in Dundgobi with less than 200 animals, making 58.1 % out of 7803 total herder families. These figures were calculated during the project development phase in January 2005. 
· The primary beneficiary lists will be generated by the PIT based on the statistical data from the census. All families, which meet two hard criteria, are eligible to receive support. Criteria applied are the same in all soum.  
· The primary lists will be presented to the soum committee by PIT members and verified at the soum level. Local committees include all bag governors, representatives of the civil society and herders.

5.2.2.4 Finalizing beneficiary lists

· The soums committees jointly with PIT members will be reviewing the beneficiary lists and provide feedback, filling in the following questions:

In case of deleting or adding to the list:

a) Is the family a herder family?

b) What is the number of animals per family member?

c) Why was the family deleted?

· The census information was not accurate

· The family has other income or receives assistance from another source (e.g. World Vision, family members, Social Security, other benefits, etc.)

· The family is not herding animals themselves

· The family has another income source
· The family is not able to handle cash properly

· Other

d) Why was the family added to the list? 

· The census information was not accurate

· The family’s situation has drastically changed since the census

· The family is extremely vulnerable because …..

· The family does not meet hard criteria, but has little economic capacity, therefore needs support (provide with official data)
· Other

· The PIT will review the lists revised and verified by the soum committees and randomly select families in every soum for verification. It shall also compile a risk assessment and screen report based on the physical visits at the site of the beneficiaries. Based on the findings of the verification, the PIT shall produce the final beneficiary lists for each soum and present to the Aimag committee. 
· The aimag committee has the final authority to accept lists and to deal with complaints. If the complaints are justified, corrective measures will be taken by the PIT. The final lists will be approved by the aimag committee and publicly announced through soum administrative offices and soum branches of KhAAN Bank. The final lists are going to include the following information: 

· Family name and name, 

· Civil registration number,

· Personal identity number,

· Name of the bagh belonging to, 

· Number of all animals (calculated in the number of small animals),

· Number of animals per family member, 

· Distance of “otor” place, if moved,

· Cash amount to receive,

· Description of selection criteria, 

· One original of the final beneficiary lists will be sent to KhAAN Bank, which will open savings accounts on the name of beneficiaries. 
· The beneficiaries will receive written information about the project objective, experiences of other places in dzud prevention and an evaluation form to fill in on how they spent the cash.

2.2.3 Complaints

The project implementation team will develop a format for complaints. Any complaints will be registered, using always the same format. The soum committee will discuss the complaints and make investigation on the background. Finally, the committee makes suggestions how to react to the complaints and submit it to the PIT, which will, if justified, forward it to the aimag committee for approval.
2.2.4 Sizing of the contribution

The decision on the amount of the contribution was difficult. Many elements were taken into consideration by the different actors such as 

· Relevance of the Cash contribution – purchase of food, medicine, fodder and cash for transportation was perceived as the most urgent need,

· Tremendous need with limited means – families wintering in otor places have their costs increased by 100% and more,

· Number of beneficiaries to be reached – assuming MNT 198.5 Million for 15 soums gives a little more than MNT 13 Million per soum for the beneficiaries.
· Experience from previous CfH projects – the evaluation attributed that the amount given was about right.
The contribution will be MNT 200,000 (~CHF 200) as a one-fold payment for the beneficiaries that moved more than 50 km (to otor places) and MNT 160,000 for those that had to remain at the same location because lack of sufficient means. Payment to the beneficiaries will process between January and February 2005. In total 195.000 CHF will be distributed.

Requiring a person to get an identification card, which is mandatory for opening an account, if he or she doesn’t hold a personal identification card, has proven to be not realistic (please see 5.2.6 Payments). 
2.2.5 Announcement

· The herders of Dundgobi will be informed about the project by radio and public displays in the soum centres.

· Final beneficiary lists will be displayed at soum level, including name of the beneficiary, cash amount and complain procedures.

· The payments will be monitored at the bank branches by the local committee.

· The public will be informed about the results and closing down of the project.

2.2.6 Payments

On the basis of final beneficiary lists, the KhAAN Bank will open savings accounts in the name of beneficiaries and transfer the money. 
· The project together with the bank will prepare an information leaflet for the herders to inform them about the options and the procedures to open a bank account.
· The final lists will given to the bank with instructions to open a bank account for all the herders on the approved lists. The lists contain the ID and registration number of all beneficiaries. If a beneficiary has not ID, a family member with an ID card in the same household will be added to the beneficiary lists and the bank account will be opened in that person’s name.

· The Khan bank central settlement center will verify the information of the newly opened bank accounts with the beneficiary list and prepare a transfer order to these accounts upon receipt of the verified lists by the project manager and the bank account numbers from the soum branch.

· A transfer order will be issued by the SDC office in Ulaanbaatar to the Khan central settlement center and the transfers to all beneficiary herder accounts executed by the bank in Ulaanbaatar.

· The money will be transferred to the bank accounts of the beneficiaries

2.2.7 Guiding measures

PIT will develop “lessons learnt and recommendations to overcome a dzud” document to be distributed to every beneficiary family, using all available sources. This document will provide beneficiaries with information how to prioritize their needs and how to spend according to their priorities. In Mongolia, it is common at the countryside that payments made in kind. Therefore, the evaluation on Cash for Herder II in Zavkhan has shown that for many herders it was the first time that they get cash. The purpose is not to influence beneficiaries, but to help them to spend the money in a proper way that they can secure their livelihood, to prevent from looming dzud situation and to have long term profit. 

2.2.8 Hardship fund / Small projects

See also 4.3.2 and 4.3.3. 

The committee at soum level will informed about the hard ship case and shall submit request to the PIT. The PIT will discuss and make investigation to forward the final decision to the Aimag committee for approval. 
There is no small projects planned yet. 

2.2.9 Monitoring

Head of division E&CIS and Desk officer Mongolia are planning to visit Mongolia in May 2005 for the country program development workshop and review the implementation of the project in the countryside.

Backstopping will be provided by the SDC Country Director in Mongolia, who is in constant communication with the Project team Cash at HQ.

All beneficiaries will receive a questionnaire together with the bank booklet where they will be asked to record the spending of the money and return it to the Khan bank by March 31. The data from these questionnaires will give good indication of how the herders used the money and how decisions about the use of it were made.

A final operational report (according to cash workbook standard) will be written by the project manager after closing down of the project. 
Random based analysis of the use of the contribution will be conducted and the effect on the local economy monitored. A final review of the project will be made in May to again verify the use of the contribution and the impact of the project on the livelihood of the herders.
2.2.10 Time frame

	Period 
	Activity 

	Nov. 25 – Dec. 15, 2004 
	Project identification

	Dec. 15 – Dec. 27, 2004
	Project writing and approval

	
	Project Implementation

	Dec. 20 – 27, 2004
	· Establish Aimag Committee

· Data collection 

	Dec. 27, 2004 – 05. Jan, 2005
	· establish soum committees

· first meeting of the PIT and defining next steps

· preliminary beneficiary list

	Jan. 05 – 28, 2005
	· amendments to prelimnary beneficiary list by soum committee

· verification of the amendments by the PIT

· finalize and approve beneficiary list by Aimag committee

· Test?

	Jan. 28 –  Feb 04, 2005
	· Cash Distribution

	Feb. 04 – Mar. 01, 2005
	· Finalizing project and final report

	April 2005 


	· Analysis of feedback questionnaires

	May 2005
	· Monitoring by Mongolia Desk Officer


2.2.11 Financial Management

1. The project will operate according to the principles and with the partners established in the last cash projects. Khan bank has agreed to cover all financial transaction costs and assist the herders in opening accounts.

2. The bank’s financial standing was verified (data of June 30, 2004) and the information sent to Oskar Jost.

3. The agreement between SDC and the Khan Bank developed for the previous cash programs was adapted and will be signed between the Consulate of Switzerland and the Khan Bank.

4. Money will be transferred in CHF to the SDC UBS account and in a SDC local currency checking account at Khan Bank in Mongolia.

5. This project account will be opened at the Khan bank central settlement center (where SDC has all other accounts) from which the money is transferred to the beneficiary accounts. The signatory power is equal to SDC’s normal banking procedures.

6. After successful test payments all beneficiaries will be notified about the start of the program and the expected time the money is transferred to their bank accounts.

7. With the confirmed transfer to the beneficiaries’ bank accounts the cash is distributed.

8. On March 31, 2005 the latest the consolidated bank report of all payments will be handed over to the aimag committee and unused funds returned to SDC.
2.3 Risks assessment (as of Dec. 27/2004)

	Fields of risks
	Topic
	Status of risk
	Measures



	Database Beneficiaries
	· Identification of poor herder families (both target groups)
	low
	· Newest census data (human and animal census) available from all soums

· Verification by soum committees with in inclusion of bag governors

· Checking by PIT and aimag committee

	Public 

Announcement of the CfH programme
	· Clear communication of the project goal and implementation strategy
	low
	· Close collaboration with local CfH committee, MRCS, 

· Press release by SDC

	Publishing SDC beneficiary lists
	· Rules and procedures of the CfH programme

· Unclear cases and complaints
	medium
	· Clear public announcement of rules and procedures at the beginning of the payment period

· Local CfH committee is responsible towards the beneficiaries concerning registration, announcement and unclear cases

	Verification
	· Double beneficiaries

· “wrong” beneficiaries
	medium
	· Access database search

· Responsibility by PIT for registration

· High involvement of the PIT members 

	Financial transaction
	· Financial transaction
	very low
	· Use of SDC financing channels

· Agreement with Khan Bank concerning transfer of money to beneficiaries

	Time frame
	· Implementation as soon as possible as long as there is no snow blocking the roads and markets are well functioning
	medium
	· Speedy verification and payment process

· Assistance of SDC Country Director during start-up and permanent backstopping

	Participatory Monitoring
	· Questionnaire on the use of the funds and advise on coping with dzud given to all beneficiaries

· Questionnaires provide basis for visit from HQ in May 05
	low
	· Beneficiaries will receive questionnaire to fill in decision making process, use of funds to prevent dzud disaster to increase awareness of ‘best use of funds’

· Beneficiaries document their benefits from the project

	Push-Pull effect of herders in otor areas
	· Herder families in otor areas (areas where herders from Dundgobi moved into) are not considered

· Other aimags are not considered

· Cash program only benefit rural population and not victims of dzud who moved to UB
	medium
	· Assessment of NDMA and MRCS in these areas in underway

· Consider for hardship cases

· Keep close communication with NDMA and other donors

· Discuss potential for Cash program for UB resident vulnerable people


3 Implementation Schedule
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Weekly Report

Final Report

External Support Backstopping DMR
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4 Budget of the CfH III
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 Cash for Herders   1180 beneficiaries      198,510,000     195,000  78%

 Hardship fund         40,720,000       40,000  16%

 Overhead costs       15,000  6%

 Transportation / travel expenses           6,846,050         6,725  3%

 Per Diem (SDC rate), accomodation           5,090,000         5,000  2%

 Monitoring trips              763,500            750  0%

 Accommodation (hotel, apartment etc.)                        -                -    0%

 Furnishing, Office equipment, stationary           2,570,450         2,525  1%

 Contracts for services, SDC, MRCS                        -                -    0%

Bank charges, exchange losses etc.

                        -                -    0%

 Reserve                        -                -    0%

Total      254,500,000     250,000 


5 Appendix:

5.1 Terms of Reference for Project Manager

	Goal


	Indicators

	Leading of the Project Implementation Team (PIT)
	· Competent team organized with clear TORs

· Clear communication and defined management tools

· No avoidable security incidents occurred

· Contracts with implementation partner agencies signed

· Information and training of partners completed

	Assessment
	· Clear identification of beneficiaries guaranteed

· At least 1100 beneficiaries in 15 soums defined and informed

· Soum and aimag committees established and operational

· Informed soum leaders participated actively in the project

	Implementation
	· Cash distributed to beneficiaries by bank transfer organized
· Complaints registered and dealt with fairly at committee level 

· Hardship cases assessed and responded to in an appropriate way

	Collaboration with SDC UB Office
	· Weekly reports

· Close collaboration with backstopper and National Support Officer

	Collaboration with support services and partners
	· Financial procedures similar to SDC MN enforced

· Contract with Khan bank and cash procedures clear to all branch offices

· MRCS and NDMA representatives gained confidence in cash programs


5.2 Situation in Dundgov Province (December 2004)

5.2.1 General

Central Eurasia has long known dzuds, humanitarian disasters that have brought death and tradegy upon the nomads for centuries. The common denominator of all forms of winter dzud is that these are periods when animals find difficult weather conditions to maintain the balance between energy intake and expenditure. Dzud can last from a few weeks to the entire winter season. In the best case, herders can respond by moving the herd to unaffected areas (winter otor). In the worst case, mobility is impossible; animals starve to death, freeze, or are left highly vulnerable to respiratory infections, which quickly kills them, destroying the very livelihood of the herders, who entirely depend on them for food, fuel, work, and trade.

Recently, Mongolia was heavily affected by dzuds from 1999-2002. Dzuds situations mostly emerge after heavy snowfall (white dzud) but can also follow a dry summer (black dzud, no grass on the pastures) or be caused by migrating herds (hoof dzud), which eat whatever was left for the locals to feed on in winter.

In summer 2004, more than 60 % of Mongolia, or 33 soums of 11 aimags were affected by drought condition. Consequence of this situation is that 11,800 families, having 3.4 Million animals, were forced to move to other places. The National Disaster Management Agency (NDMA) therefore worked out plans for moving 4,700 herder families of the most draught affected Aimags with their 1.5 million animals to other Aimags. Among those aimags most severely affected is Dundgobi.

5.2.2 Specific (concerning the project)

Dundgobi Aimag has an area of 74,700 km2 and is divided into 15 soums. The population of this Aimag at the northern border of the Gobi Desert is 51,000, of which 20 % live in the Aimag centre, Mandalgobi. 

Dundgobi was severely affected by drought in summer 2004 (black dzud). Additionnally, grasshoppers and in the east, mice, destroyed 60-100 % of total pasture, dramatically worsening the situation. Mongolian animals traditionally loose 30-40% of their body weight during winter, being the weakest in spring. Because of the bad pasture quality the animals were never fat by last fall and any significant amount of snow or prolonged snow or sand storms will have a devastating effect on the herds and thus threatened the existence of the herders. By November 2004, 1,292 herder families of the in total 8,000 herder families of Dundgobi with 500,000 animals or about 1/3 of the total population had to move to neighbouring aimags and/ or to other places (“otor”). In the meantime the local official estimate that about a third of the herders with more than half the animals have left. The MRCS estimates that the costs for “otor” comparing to a normal over-wintering increase by at least 100 %. The cost for “otor” increases with distance the family moves. The families form Dundgobi moved to all surrounding Aimags, thus covering distances from 80 to 500 km. Factor for increasing the cost are a) fees for water and pasture in the host areas, increased transportation expenses, higher fuel costs (as usually families split up and thus need to heat two-three gers), higher stress and lower resistance to infections and diseases and thus higher medical expenses.

MRCS contributes a high importance to the mental state of the herders. Continuous dzuds and draughts have left scares in the minds and souls of the herders and signs of care and hope are considered very important in the face of another looming dzud disaster. The assistance with cash is considered by SDC as well as by NDMA and MRCS as appropriate measure to assist the affected herders in this precarious situation.

Table 1: Current otor situation in Dundgobi Aimag (Nov. 2004)
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	Aimags, the herders moved to
	No. of families moved
	No. of animals moved

	Tuv Aimag
	369
	186,275

	Gobi-Sumber
	236
	131,963

	Dornogobi Aimag
	32
	15,772

	Umungobi Aimag
	88
	44,759

	Dundgobi
	556
	121,781

	Khentii
	10
	2,991

	TOTAL
	1291
	5040


5.3 SDC activities during the last years (experiences)

SDC has implemented two Cash Projects in Mongolia since 1999. The Cash for Herder I (2002) and II (2003) Projects helped 1900 families in Gobi-Altai Aimag and 2400 families in Zavkhan Aimag to be better prepared for the next winter by providing them with one-fold cash contribution worth 40% of the average per capita GDP (2002). Both projects intervened after the dzud situation have occurred and focused mainly on winter preparedness of vulnerable herder families. The suggested project focuses on prevention, assisting vulnerable herders to cope with the looming dzud disaster and thus preventing them to fall deeper into poverty.  

Experience and knowledge on Cash Project Implementation exist already at the Swiss Cooperation Office (Coof) in Ulaanbaatar which was involved in the previous two cash projects. The Coof also supported the IFRC-SDC Joint External Review of the CfH II program in Zavkhan and is therefore able to combine the “lessons learnt” and recommendations within this proposal.

5.4 Background data to the project

On a disaster relief coordination meeting jointly organized by NDMA and MRCS on November 25, the head of the MRCS branch in Dundgobi, Mr. S. Urjin, appealed to the participants to assist the herders from Dundgobi in the face of the looming disaster, which threatened the existence of many of the herders in the aimag. The appeal included assistance for fuel, for food, medicine as well as fodder for the animals. The MRCS estimates that the costs for otor compared to a normal wintering increase by about 100%. 
Table 2: 
Estimated numbers of beneficiaries based on vulnerability in the 15 soums of Dundgobi
	Soum
	Herder Families
	Families moved (04-11-15)
	Beneficiary families
	% of herders <200 animals

	Delgertsogt
	        484 
	          10 
	                71 
	69%

	Deren
	        475 
	        120 
	                46 
	53%

	Gobiugtaal
	        340 
	          62 
	                32 
	41%

	Tsagaandelger
	        250 
	          35 
	                49 
	81%

	Bayanjargalan
	        266 
	          82 
	                22 
	50%

	Undurshil
	        303 
	          17 
	                29 
	55%

	Goravansaikhan
	        556 
	        100 
	                57 
	58%

	Ulziit
	        571 
	          18 
	                73 
	64%

	Khold
	        519 
	          18 
	                65 
	64%

	Loos
	        455 
	        340 
	                48 
	55%

	Delgerkhangai
	        460 
	
	                95 
	83%

	Saikhan-Ovoo
	        484 
	
	                81 
	72%

	Erdenedalai
	     1,228 
	          15 
	              178 
	72%

	Saintsagaan
	        965 
	        404 
	              162 
	73%

	Adaatsag
	        599 
	          10 
	                96 
	69%

	TOTAL
	     7,955
	     1,231
	            1,104
	


The data from the MRCS indicates that the average herder family spends about MNT 800,000 during the winter months, whereas those that moved, have costs of up to MNT 2 million, depending on the distance to move and family size. The families from Dundgobi moved to the western soums, where better pastures were available last summer, as well as into all surrounding aimags, thus covering distances from 80 to 500 km. However, pressure on the pastures in the western soums, where herders moved to, increased often by more than 50% comparing to the normal situation. By mid-December further migration out of these soums to neighboring aimags already started as the pasture was completely eaten bare from the moving in animals (hoof dzud).
The assumption in determining the beneficiaries was that the herders in all soums have more or less the same herd composition, that vulnerability increases with increased number of family members (as reported to be true nationally by the National Statistical Office in 2004) and that the income of families categorized as herders is directly related to the number of animals. Assuming a coverage of 1104 herder families with an average of 154,000 MNT (40% moved, 60% stayed) the project will reach 36 % of the total vulnerable herders in the aimag (3052 herders are reported to have less than 100 animals).
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		B U D G E T				MNT		(CHF)		(%)

		Cash for Herders		1180 beneficiaries		198,510,000		195,000		78%

		Hardship fund				40,720,000		40,000		16%

		Overhead costs						15,000		6%

		Transportation / travel expenses				6,846,050		6,725		3%

		Per Diem (SDC rate), accomodation				5,090,000		5,000		2%

		Monitoring trips				763,500		750		0%

		Accommodation (hotel, apartment etc.)				- 0		- 0		0%

		Furnishing, Office equipment, stationary				2,570,450		2,525		1%

		Contracts for services, SDC, MRCS				- 0		- 0		0%

		Bank charges, exchange losses etc.				- 0		- 0		0%

		Reserve				- 0		- 0		0%

		Total				254,500,000		250,000
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