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Executive Summary

SOLAR II (Security of Livelihood for Afghan Returnees) is the latest in a series of ongoing projects managed under the Rural Assistance Programme that began in 1989. SOLAR II was funded by the European Union for the period July 2001 to December 2002, subsequently extended to August 2003. The programme was implemented in 12 districts of five provinces namely, Ghazni, Wardak, Logar, Kabul and Paktia. SoLAR II, and its precursors, have made a significant contribution in resettling returnees, and providing them with basic needs support that are critical to any rehabilitation and resettlement effort. The programme has been marked by a major shortcoming: a short term project-approach to delivering services. This has been brought about by external factors e.g. long-term insecurity and active frontlines, donor funding, drought, etc., but there may now be an opportunity to move into longer term programming.

Based on visits to villages in Logar and Ghazni as well as extensive discussions with CARE staff and others, this report provides an impact evaluation, a brief description of some trends and environmental factors as well as programmatic strengths and weaknesses. Recommendations in this report will hopefully lead to modification and development of SOLAR II elements for incorporation into other programmes or for ‘reinvention’ as pilot activities in their own right. 

Like some of its precursors, SOLAR II exceeded the levels set for its output indicators. CARE’s engineering staff are as conscientious and dedicated as ever and have reached a stage of near-excellence in their performance. They have developed systems of planning, implementation and quality control which ensure that structures are built as quickly and cost-effectively as possible. Control systems for financial, material and programme inventory management are still of a very high standard.

CARE’s high quality infrastructure outputs e.g. water drawing points, bridges, roads, flood protection structures, etc. from a number of different project periods are visible in many areas and villages. They are having a visible impact on livelihoods for men and women in the community, especially those reliant on irrigated agriculture. As is the weakness of most development programmes, however, projects have shown less success in documenting the extent and nature of that impact. Water supply projects have had a measurable, positive impact in terms of a reduction of time for women and children, who are the primary water carriers in most communities, to fetch water. Without an adequate system of measuring the landholdings being irrigated for irrigation structures, however, it is difficult to measure the impact of the intervention for more vulnerable farming families. To improve this, the evaluators would strongly recommend looking at DFID’s Strategic Livelihood Framework, in tandem with the rights-based approach which the new Long Range Strategic Plan (LRSP) commits itself to.

With the reconstruction effort in full swing, masonry and carpentry training have given young men from vulnerable families an opportunity to make a substantial contribution to family incomes. The positive effects of this programme can be magnified with linkages to micro-credit facilities and marketing advice. The farmer to farmer agricultural extension training was useful for some but without a more coherent approach, with networking, credit facilities, etc. it came across as an ad hoc activity. Discussions with communities in relation to a number of interventions show that CARE must focus more on leaving behind a problem-solving legacy, partly by linking informal community networks to more structured networks, leading to improved information transfers which could have a great impact on agriculture-based livelihoods. Access to up to date information on the economic environment and knowing how to optimise that information enhances adaptability which in turn leads to stronger livelihood creation and retention possibilities for individuals, families and communities.

An organisation expecting to effect empowerment must understand that poverty and vulnerability are products of the inequitable distribution of power over resources. A greater understanding of participation backed by in-depth social analysis can enable staff to design programmes which better address the dynamics of poverty and vulnerability. Until there is a ‘buy in’ to equality and equity from staff, evaluators will continue to bemoan the projects’ failure to address such issues when designing and implementing projects. One way to address this may be to emphasise the issue of dignity. Although CARE staff evidently have good relations with community members based on mutual respect and trust, many incidents highlight that attitudes to gender and social difference have not been linked to and are therefore not founded on the concept that every human being has the right to be treated with dignity.

CARE has made some positive steps in relation to programming with women but the approach used has been primarily a Woman in Development (WID) one whereas a shift towards Gender and Development (GAD) would be preferable at this stage. Circumstances within and outside the organisation have resulted in women’s programmes still being peripheral to CARE’s main activities in SOLAR II. Vocational training courses for women e.g. sewing, carpet weaving, etc. have supplemented household incomes for some trainees, although a more coherent and strategic approach to micro-enterprise development would lead to a substantially higher income. Animal husbandry and veterinary training are helping vulnerable women in drought stricken communities keep the few animals they have left in good health. In the absence of blanket health coverage, health education has given people a modicum of preventive know-how but not enough to ease the burden of the high maternal and child mortality rate in Afghanistan which would require CARE to commit an expansion of health education curricula, linkages to health-providing NGOs and focused advocacy efforts.

A strategy of scaling up programming with women, attracting longer term funding for such activities and giving women a mainstream role in the rural development process can be seen as possible areas for a future expansion CARE activities. With the level of conservatism which may be encountered in the Afghan context, however, there is a need for a more long-term approach with quality gender awareness training starting from informal fora where such issues are discussed at village level, upwards to provincial government and beyond, as well as the need to help rural women advocate their cause from community to government level.  

Under the current circumstances in Afghanistan, NGOs with a relevant background, such as CARE can fulfil a crucial role by focusing on identifying, strengthening and partnering up with civil society organisations which can, in turn, lobby for increased accountability downwards to individuals and groups at the grassroots, especially vulnerable or marginalised groups. It is evident that advocacy on a number of issues is necessary on different levels because many existing structures and processes exclude and marginalise specific groups.

In SOLAR II, CARE outlined the need for developing linkages with other service providers in the area, with the aim of assisting communities to access services which CARE itself was not able to provide and to facilitate complementarity between the services provided by different organisations. CARE can expand on its programme building partnership relationships with some organisations, moving beyond a contract to deliver a time-bound service, to building the capacity of these local organisations. In line with government strategies to develop the private sector, for instance, CARE could take the first steps by putting their skilled engineering staff into programmes building the capacity of small construction NGOs/firms to provide more high quality services and outputs as private firms. Such a programme can also be used to build the capacity of civil society and advocacy NGOs.

Currently in the Afghan context, donors are keen to live up to the promises made at the 2001 Bonn Conference and to put the Afghan government in the driving seat, thus supporting the rebuilding of the Afghan state. As such, they want to see NGOs supporting the government and building strong links with government bodies, although NGO-government relations will take some time to smooth out. The majority of donors would like to see NGOs as subcontractors to government, with their projects fitting into national policies and strategies for service delivery. The role of NGOs as quasi-national service providers is largely over in Afghanistan but it will take some time before government bodies build up sufficient capacity to fully take over. As a result, many paths are open to NGOs such as CARE and they will have a major role to play in the implementation of government programmes for years to come but related changes in funding patterns will require such NGOs to make some drastic changes in their programming from this point forward and to find new donors to match their changing programmatic needs.

At present rural development in Afghanistan is dominated by the NSP, a large scale rural development project funded by the World Bank and a number of other donors. The NSP involves block grants given directly to the community (men and women), via a democratically elected development council who can then choose a quick impact project (QIP) of their choice to be facilitated by NGOs and implemented by NGOs, the private sector or the community. After protracted discussions and struggles over who should control and implement the NSP, NGOs were approached to facilitate the programme. The programme is headed by the Ministry of Rural Rehabilitation and Development (MRRD) who have hired an oversight consultant (GTZ) to manage the project on their behalf. The government’s aim is that there should be national coverage in three years but many see this as a highly optimistic time frame. Assuming that the political and funding environment permits, it is expected that there will be a continuing need for large, experienced NGOs such as CARE to facilitate the NSP. Overall, based a number of potential pitfalls it is essential that NGOs remain engaged to sound a note of caution about the NSP. This is best done through an NGO coordinating body such as ACBAR as individual ‘dissenters’ can earn a bad name for being uncooperative with the government.
To sum up, CARE has done well in assimilating learning from it previous work. Major recommendations and issues highlighted in previous evaluations have informed subsequent programming. This commitment to institutional learning, along with other key strengths, outlined above, has laid a good foundation for CARE programmes to build on. In order to continue on its trajectory, it is strongly recommended that the areas which CARE should focus on in the immediate future are:

a) developing a more in-depth approach to livelihoods, within national government programmes and through smaller, innovative, longer term projects going beyond standard integrated rural development packages

b) fostering growth in coherent and strategic gender programming supported by longer-term funding

c) improving networking and advocacy skills within communities, partner organisations and CARE itself, and 

d) encouraging staff buy-in to dignity and subsequently to addressing power differentials between the sexes and different socioeconomic groups based on their commitment to safeguarding the dignity of colleagues, partners and beneficiaries.

Introduction and Background to the Evaluation

SOLAR II (Security of Livelihood for Afghan Returnees) is the latest in a series of ongoing projects managed under the Rural Assistance Programme that began in 1989. The SOLAR II phase of the programme was funded by the European Union for the period July 2001 to December 2002, subsequently extended to August 2003. The programme was implemented in 12 districts in five provinces namely, Ghazni, Wardak, Logar, Kabul and Paktia.

The historical route this programme has traversed since 1989 when it was conceived as the Afghan Village Assistance Programme is illustrated below. It is to be noted here that conceptually the programme has been a continuation and evolution of what began in 1989, but the different titles of the programme at various points in time are simply the titles under which different donors have funded the programme. 

1989-1993
Afghan Village Assistance Programme


USAID

1994-1996
AVAP






European Union

1996-1998
Security of Food for Afghan Refugees

European Union

1998-1999
Security of Livelihood for Afghan Returnees

BPRM

1999-2000
Security of Livelihoods for Afghan Returned Refugees 
BPRM

2001-2003
Security of Livelihood for Afghan Returnees
European Union

Apart from change of donor agencies during various years, the project area and coverage have also gradually expanded, starting with one province in 1989, and now covering the five provinces listed above. The SOLAR II project envisaged providing greater access to water, food, income and asset stability to 30,000 vulnerable households in these provinces of South Eastern Afghanistan.

Since 1996, the project has had a development orientation, after the first seven years of relief and rehabilitation. From 1998 onwards, increasing isolation of Afghanistan from the international community and long term drought meant that in some areas the continuum from relief to rehabilitation to development could not be followed and CARE increasingly had to focus on addressing vulnerability by different means such as food for work.

This report provides an impact evaluation, a brief description of some trends and environmental factors as well as programmatic strengths and weaknesses. Recommendations in this report will hopefully lead to modification and development of SOLAR II elements for incorporation into other programmes or for ‘reinvention’ as pilot activities in their own right. 

Overall Purpose of the SoLAR II Project

As Afghanistan tries to recover from the ravages of nearly a quarter century of war and wanton destruction, a key issue now facing the country is how to provide an adequate and sustainable access to employment, income, drinking water, food security, education and health for its people
. These, in addition to roads and other public utilities which were virtually non-existent or systematically destroyed during the twenty-three years of conflict, make any development work in Afghanistan a daunting task. CARE’s programme in the past has focused on the critical support needed for refugees and returnees in some of the most deprived rural communities in the five provinces where SOLAR II has been implemented. Providing a degree of livelihood security to these people still remains vital since it is estimated that even now over 2 million people are still waiting to return. SoLAR II, and its precursors, have made a significant contribution in resettling returnees, and providing them with basic needs support that are critical to any rehabilitation and resettlement effort. 

The current project’s (SoLAR II) implementation coincided with momentous changes that took place in the country in late 2001 and four continuous years of severe drought which the country is yet to recover from. The project had envisaged the following goals and outcomes:

Final Goal:

By December 2002, key livelihood indicators (food production, household income and health) of 30,000 households in villages of Ghazni, Wardak, Kabul, Logar and Paktia will have been enhanced to a level that permits sustained resettlement of displaced households.

Intermediate Goals:

1. By December 2002, 15,000 vulnerable households have a 20% increase in the kg/ha production of wheat and livestock products.

2. By December 2002, 10,000 vulnerable households access markets to buy and sell inputs and produce.

3. By December 2002, 5,000 vulnerable households practice improved domestic health and sanitation management and access heath services and potable drinking water.

Activities: 

1. Irrigation system repairs and improvement.

2. Construction of Erosion barriers

3. Repair of village to market roads and associated infrastructure

4. Water supply

5. Construction skills training

6. Health and hygiene education for women

7. Small economic activity development through Zakat system

8. Income generation programme for women

9. Small livestock husbandry training for women

10. Agricultural training

In addition, SoLAR II facilitated formation of linkages between participating communities and other service providers, e.g. primary education, primary health care and demining.

Objectives and methodology of the Evaluation

The main objective of this evaluation was to assess the project design, process and project strategy of the SoLAR II, and comment on the effectiveness of the programme in terms of achieving the outcomes stated in the project proposal. Detailed terms of reference of the evaluation are attached as Annex 1.

The evaluation was carried out by two evaluators in the period between August and October. Due to scheduling problems, the evaluators had to carry out their field visits separately at different times although they discussed the methodology and shared each other’s finding from time to time through physical meetings, email correspondence and phone conversations. Within the two month period between the arrivals of the two evaluators, the security situation in Ghazni and Logar had deteriorated to such an extent that the second evaluator could only make brief visits to Logar.

The methods employed by the evaluators in gathering and assessing information were the following:

-Site visits and discussions with CARE staff

-Meeting with village men, often in the village council or Shura
-Meeting with village women, in groups of 10-15, accompanied by CARE staff,the leader of the shura and a translator

-Focus group discussions with farmers and women

-Interviews with CARE staff in provincial offices and in Kabul head office

-Interviews with government, UN, donor and NGO employees involved with the National Solidarity Project

-Desk research (previous evaluation reports, project documents and progress reports).

Overview of the Operating Environment for NGOs

This section focuses on NGO-government relations in the current Afghan context.

The ‘rule of NGOs’ and their time as proxy national service providers is largely over in Afghanistan, although it will take some time before government bodies build up sufficient capacity to run the country on their own. Nevertheless, in the emerging Afghan context many paths are open to NGOs and they still have a major role to play. The time span for post war reconstruction in Afghanistan is very short and encouraging the people to trust the new government is no easy task. Karzai and his cabinet inherited a corrupt bureaucracy that is inefficient and too large to be effective. For implementation of government programmes, large NGOs such as CARE, are crucial in many ways e.g. as facilitators of large, labour intensive infrastructure projects or of National Solidarity Programme (NSP) type interventions. The government is actually widening the scope for NGO participation and, at this stage, there is a clear cut policy decision for ministries, such as the Ministry of Rural Rehabilitation and Development (MRRD), to set development agendas and policies and to implement through the private sector and/or NGOs rather than to implement themselves. 

Although change is never easy and involves a great deal of letting go, NGOs are generally accepting the process of transformation and collaborating closely with the government in a number of sectors. Some government bodies see assistance from NGOs as the transfer of money and physical assets while others would like to see a transfer of skills and knowledge, along with an agreement to let the government take the lead. The latter understand that the government needs serious assistance, guidance and capacity building and that large, reputable NGOS like CARE can provide such services.

Donors are keen to live up to the promises made at the Bonn Conference and to put the Afghan government in the driving seat, thus supporting the rebuilding of the Afghan state. As such, they want to see NGOs supporting rather than supplanting the government and building strong links with government bodies. Increasingly, major donors feel they can no longer fund piecemeal NGO projects scattered around the country or to support NGOs who do not wish to coordinate with the government. The majority of donors would like to see NGOs as subcontractors to government, with their projects fitting into national policies and strategies for service delivery.
Having said that, the Afghan government is still in a state of flux, with an unnecessary number of ministries each trying to carve out a coherent function for themselves and clear inertia to effect crucial civil service reforms. These ministries preside over a corrupt, bureaucratic but resilient system which has had almost a century to evolve into its current form. It is clear for many, that gaps in service provision will appear in the coming years and, where feasible, NGOs will probably be called upon to fill those gaps. In such a situation, it is no wonder that some NGOs demonstrate what can be labeled ‘inertia’ to link up with the government straight away.
Donor pressure to step out of the limelight in favour of the government evidently has funding implications for NGOs. They can no longer rely on the usual funding mechanisms from specific donors and may have to explore the possibility of receiving funds from a variety of other funding mechanisms, at times available from the same donors. Direct funding from donors who previously supported NGO programmes will be within a framework which allows the government to regulate and monitor NGO operations. NGOs may have to make some drastic changes in their programming, in terms of activities and scale of operations, to match donor dictates on what they will and will not fund. They may have to consider engaging in programmes which will build the capacity of government actors. They may also have to find new donors to match their changing programmatic needs. 

Recent trends have also put a number of NGOs in rather a tricky situation. At the same time as NGOs are being approached as the vehicles for implementing large, national government programmes they are simultaneously being drained of staff capacity by different ministries. Although some ministries, such as MRRD, have promised to avoid recruiting staff from NGOs involved in the National Solidarity Programme (NSP) for instance, this continues to be a serious problem.

A number of NGOs are generally uneasy about government relations and react in different ways. Some NGOs believe that in the future there might be a struggle between different ministries and factions in the government in relation to the future of NGOs. They believe that some factions are even biding their time until they have sufficient capacity and control of resources to feel that they can get rid of NGOs all together. These NGOs feel that they are on dangerous ground with the government and want to see a coordinated group of NGOs formulate a clear stand, make some strategic decisions and to advocate. In this respect, security was flagged up as a strategic issue which needs to be addressed urgently. The international community wishes to recognise the Afghan government as a legitimate entity and as such it should be able to provide security for those within its borders. This is a critical time when NGOs are being pushed to implement on behalf of the government and simultaneously targeted by the Taliban and other insurgent elements. And yet the government has little or no power to protect them. The government is split between those who are ignoring NGO vulnerability while emphasizing their lack of cooperation and those who take NGO security very seriously and are trying hard to find solutions. 

NGO staff and those close to or within the government made some interesting statements which showed that building trust between the two groups may be a tricky exercise for some time to come:

· Some government officials talk of NGOs ‘loved by donors’ who must now give up their favoured status to the government. Obviously the issue of performance standards and accountability has not crossed their mind.

· Lack of understanding about NGO impartiality and neutrality has led to some civil servants accusing NGOs of being in collusion with or turning a blind eye to warlords and drug lords in some areas. And yet programmes such as the NSP, government capacity building programmes, etc. which use NGOs as contractors may lead to conceptions of NGOs being ‘in bed with the government’ rather than impartial and neutral entities.

· Some people in the government are accusing NGOs of misuse and wastage of funds and encouraging donors to stop funding NGOs, arguing that funding the government is more cost-effective.

· Some elements within the government want the pre-war status quo to be established, where the government provides all services.

· Some stated that if donors channel all the funds through NGOs then the government will be left out and warlords will be happy to see the government discredited. As a result, NGOs still insisting on receiving donor funding for their ‘own’ programmes can be viewed as traitors indirectly supporting the warlords’ agenda.

In this climate, CARE’s move to develop a policy document to guide and help its relations and work with government bodies, without losing its non government organisation principles and values, such as neutrality, is a very wise and important step to take. In addition, CARE’s involvement with drawing up a regulatory framework or legislation for NGO operations in Afghanistan puts it in a position to take the lead and guide other NGOs, who are willing, through the treacherous straits across which they are currently sailing. 

Description of Some of the Project Areas Visited and General Observations

Visit to Communities in Logar province

General Description of the Community/Village
In Logar, the first evaluator visited two communities, Zarghonshar and Burg where CARE has implemented projects related to SOLAR II as well as several projects implemented in the past, at various times since 1993. In Zarghonshar, there are about 3000 families (2000 households approx.). The main contact is the chief of the shura who, along with a few other shura members, took us around to visit to water drawing points and irrigation work implemented during the project. 

The water drawing point constructed as part of the SOLAR II project, right inside the village, is fully functional and when we visited, women were washing clothes and drawing water from there. The quality of workmanship makes an impression on any visitor. CARE engineers obviously know what it takes to implement a good quality structure.

Of the 3000 families, we were told that 50% are farmers, while the rest depend on remittances, daily labour and regular employment in Kabul. 40% of the families have remittances coming from either Pakistan or Iran. 10% of the families do not have enough to feed themselves throughout the year. We spoke to a few men who were introduced as heads of very poor families. They mostly work as daily labourers and find 2-3 days employment a week from April to October, and no employment during the rest of the year. One of them said that he had mortgaged his land (1/5 hectare) – he is a member of the shura. Later we met several other people who had also had to mortgage either some or all of their land.

Irrigation Systems
The shura members showed us the repairs to an irrigation system done in this village. Traditional irrigation systems in Afghanistan, called karez, use highly sophisticated techniques which connect series of subterranean wells originating in mountains or underground springs connected through underground canals that carry water to a delivery point from where it is conveyed to the fields by gravity flow. CARE’s work in most villages involved a combination of repairs to karezes, canal linings and diversion structures, including construction of reservoirs in some cases, fed by water from streams. One could see that the structures are appropriate and efficient for their function. The cost of all the structures is also very low, averaging an investment of about $80-100 per hectare of irrigable land. Rather than building large reservoirs which engineers usually feel tempted to go for, CARE has opted for smaller structures which are optimal for communities in this area.

Due to continuing drought in the last 4 years, however, the water available in the irrigation system could only irrigate a third of the land properly. While this may be disappointing, it is worth bearing in mind that without this structure, the consequences of drought in this village could have been worse.

The first evaluator did not get any clear idea of how many poor farmers are part of this project or how many small holders get irrigation. The land near the wells belongs to, from observation of houses and from discussions, reasonably prosperous people who are also shura members, although the villagers accompanying us assured us that all the people in this village were poor. From discussions with CARE field staff responsible for work in this community, we gather that there are a many sharecroppers who work on other people’s land and that they would have benefited from the irrigation. A well-informed analysis and understanding of household economics and poverty at community level is lacking. In the absence of a system of measuring the actual land irrigated after completion of an irrigation structure, the irrigation capacity may be over-estimated in technical reports.
As the second evaluator observed, however, discussions with villagers show a highly detailed and accurate knowledge of water distribution times from the irrigation canals in the village. The meraboshi
 and mirkhadas will doubtless have this information, facilitating the process of ascertaining the amount of land, size of landholdings being irrigated, types of crops being grown, etc. since the time allocated is fundamentally based on plot size. Irrigation times are updated on a regular basis after a meeting of landholders, share croppers and the meraboshi. Observed and recorded over a period of time this will provide a great deal of insight into the irrigation needs of farmers. 
Interestingly, the farmer whose land is nearest to a patch of the common land reportedly cultivates the common land adjoining the well
. Otherwise the common land is for the purpose of grazing. What the consequences of such privatisation of common land are needs to be studied, and this may have an effect on the vulnerability of the poor who depend on common land.

Water Supply System
The evaluator visited another village, Burgh, which has 1200 houses. CARE first came in touch with this village in 1993 when a karez was repaired by CARE. Then there was no contact with the village until 2001 when CARE came back to implement water supply and employment projects.

The evaluator saw the water supply programme, with 32 water taps in the village. Previously women had to trudge over 3-5 kms every day to fetch water. This programme undoubtedly has transformed life for women, and those the evaluator spoke to did acknowledge this. Four people from the community have been trained in undertaking repairs and they have been given tools for this purpose. The quality of the work is excellent, with enough attention having been given to drainage so that there is no stagnant water at the delivery points.

Of the 32, we visited only 2 water points: one in front of the head of shura’s house and another in the middle of the village. The first one had a row of poplar trees also planted near the water point. The shura head told us that these trees are for the benefit of the entire community, a claim hard to believe especially because earlier the evaluator was told that on common land and adjoining a farmer’s plot, the latter may have the ‘right’ to cultivate. 

The evaluator was later told that the sites for water points are selected by the shura members (all men), and CARE field staff cannot go against the local power structure. Although sometimes staff know that shura members may take personal advantage due to their influence in the village, they feel helpless. The evaluator sensed a strong eagerness on part of some CARE field staff not to disturb the power structure on the ground. He was told that Afghan villages are very conservative and any threat to the traditionally-recognised authority would be contentious. While this may be a sensible approach, especially if there is a matter for direct confrontation, the evaluator has no doubt that despite the clientelistic and extended-family/clan-based power structure in some parts of Afghan society, there still is enough room for negotiation. CARE is well known in the community, and staff should not be over-concerned about negotiating what the staff think is right with the local power structure. While staff need to be sensitive to local norms, do they need to simply resign themselves to everything? DACAAR is another NGO working in the water supply sector. It has faced difficulties with siting water supply infrastructure in communities in the past and taken steps to overcome some of the difficulties faced by engineers on the ground. Their experiences may be of use if coercion by local power holders, to site infrastructure close to their houses, is indeed a significant problem for CARE. If no attempt is made, nothing will change, and CARE will continue to be led more by the desires of a few powerful shura members (men) than by the real needs of the community.
Infrastructure Maintenance

In one village, shura representatives were quite convinced that they could repair the CARE constructed check dam themselves. In fact they were already discussing planting trees on one side as a soil conservation measure. In another village, however, the road had been damaged by floods and a tenfold increase in vehicular traffic since CARE completed it. In another area a canal was very gradually choking with mud again. In both cases, the local people looked to CARE to return and sort the problems out whereas it was clear that the responsibility lay with government and with the communities themselves. In the second village, farmers complained that if they took time out to clean the canals other tasks would be left undone and that would damage household productivity. After some discussion, they seemed to agree that if they had access to loans to hire landless labourers for such tasks they could repay the loan after their harvest. Evidently, the new economic situation in Afghanistan is opening up more possibilities for negotiation with communities to take care of problems such as infrastructure repair and the Afghan government will eventually be in a situation to shoulder some of the tasks which communities see as its responsibility but, in the meantime, it is essential that CARE ensures that it leaves behind a problem-solving legacy which does not currently always seem to be the case.
Meeting with Village Women
We attended a meeting of village women where about eight women came. All of these women have either been trained in vocational skills by CARE or are working as village health educators. Three of these women were heads of households, as they do not have any male family members of working age. They have no land or source of income. In the last year, CARE gave them training on sewing and embroidery, following which they have been working from home. Generally, village people come to them with small orders and they are able to make about Afg. 150-200 per week. This money is not enough to sustain a family, and some of them work as wage labourers on villagers’ land. The wage is Afg
 50 a day.  

For the women trained in tailoring, there certainly is scope for increasing their income, if they are assisted with market linkages with neighbouring villages or towns. Women said that they would like CARE to help them in developing market linkages. Contrary to the impression the evaluator was given, the women said that if there were good scope for increasing income, they would be able to travel to neighbouring areas. The head of the shura who sat through the entire meeting also corroborated that if the women had good source of income, they would indeed be allowed to travel in a group. As with all such discussions in Afghanistan, however, the proof of the pudding is in the eating.

The women we met are undoubtedly from very poor families, either from women-headed households with no able-bodied men who can bring in income or from very poor farming or landless families with no source of remittance income. 25 women were trained in embroidery and 15 in animal husbandry practices. We met only two women who had gone through animal husbandry training. Most of them have small number (2-5) of small animals like sheep/goats, and may be one cow at the most. 

Asked what the most important needs in the village were, the women unanimously said that schools for girls were the first priority. Right now they have home schools under the CARE COPE
 project which is a big help, but the nearest school in the area is about 15 Kms. away from the village. The second most important need they said was facilities for maternal and child health (MCH) care. The nearest MCH facility is in Kabul. It is interesting that the PRA for the village showed that women had chosen irrigation as the priority intervention which is exactly what the men also said. The evaluator was told by the staff back at Logar office that although they carry out the PRA separately for men and women, it is very likely that men influence what women attending the PRA ought to say. The issue of PRA, data analysis etc., will be discussed in a later section
.

Health Education

The situation with regards to health care facilities in the programme areas is desperate to say the least. The 1995 evaluation of the AVAP programme noted that Afghanistan had nearly the worst child and maternal mortality rates in the world. CARE has focused on health education rather than unrealistically trying to make a wholesale move into the health sector, an area in which it has little expertise in Afghanistan. It must be said, however, that attempts to draw the attention of health providing agencies to programme areas could have been stepped up.

The health education component seemed to have had an interesting effect in some villages in Logar where women were considered to be ‘doctors’ by their peers. They were called in to diagnose basic health problems and to attend births. Some were being paid a modest fee or a gift in kind for their services. Evidently a TBA training course and training in RH education would be of use to such women. Several men and women in different villages enquired about TBA training courses due to difficulties faced by women during childbirth. The complaint was that trained midwives and competent health staff were moving to provincial centres and to Kabul to earn more money.

It will take some time before there is blanket health coverage in all the villages of Afghanistan and before reproductive and perinatal health services are available to all women. Even so, activities related to health must now take into account Ministry of Public Health (MoPH) policies, plans and strategies. CARE’s decision to examine the possibilities for linkages with other organisations on MCH and reproductive health (RH) is good and will result in positive reactions from communities with which it works. Until such time as there is blanket coverage, however, health education, RH training, Traditional Birth Attendant (TBA) training and so on will be crucial and cost-effective preventive measures in many communities.

Animal Husbandry and Basic Veterinary Training

Even with a reduction in the number of animals which people own, it is important that the most vulnerable can keep what remains of their stock healthy. In relation to this, CARE’s intervention was useful to those women interviewed in Logar. The women had gained better knowledge of how to care for their animals. One woman explained how she did not know why her cow was infertile but after the course she was able to overcome the problem. Her cow now has a calf so she was very happy deciding what she would do with the calf. She also explained that many villagers are coming to her for advice and vaccinations, which she is providing for free, since she was not given any advice or input on the basic fact that her knowledge and services were worth something. Armed with her new knowledge she believes that she has improved the productivity of her animals and the quality of produce. She now has more and better dairy products to barter. Marketing skills, linkage to a market, linkage to information networks, credit facilities (e.g. to buy vaccines or more livestock), etc. would strengthen the impact of such interventions.

Visit to Communities in Ghazni

CARE’s work in Ghazni province is located in two districts, namely, Nawor and Jaghatoo. The evaluator visited the programme in Nawor which is about 90 Km from Ghazni. The rugged terrain is one of the most difficult one could imagine and driving through the rocky hills and mountains which pass for roads took us about five hours, with about an hour’s stop to see two projects on the way. CARE has a site office in Nawor from where staff carry out the work; the SOLAR II programme was implemented in 41 villages, covering about 4000 households.

The work started in this area only in 2000, first through a drought relief programme and then in 2001 through the SOLAR II programme. The area is one of the most backward one can think of in terms of infrastructure like roads, schools, health clinics (the nearest hospital is in Ghazni, which is about 4 hours drive from this area, along a road on which only the strong and fit can survive). Despite the difficult terrain, CARE has made commendable progress in a matter of three years. Thanks to four substantial road systems (31 Km) built by CARE, the evaluator could visit some of the remotest villages. This area also receives at least one meter of snowfall in winter, adding further to the difficult life for people. 

The key progress made under SOLAR II is as follows:

· About 40 Km of waterways and canals have been cleaned and nearly 2700 hectares of land brought under irrigation.

· 633 cu meters of erosion barriers have been built, protecting 600 hectares of land from flood erosion.

· 31 Km of roads have been repaired.

· 2334 meters of gravity-fed piped water supply system and 1602 cu m of karez water drawing points have been constructed.
Irrigation Structures
An irrigation structure (diversion structure and canal lining) was built in Bukhara Qash Payeen village in Nawor. According to the project’s technical report, the structure is to irrigate 40 hectares of land belonging to 27 households. Looking at the discharge at the mouth of the canal, this is very realistic. However when the evaluator visited the agricultural lands in the village, he found that only about 10-12 fields are irrigated, and the villagers said that the overall land irrigated is probably about 15 hectares. While one can understand that some water may be lost due to seepage, this alone cannot explain the discrepancy between the discharge at the head and the actual land irrigated. 

The evaluator heard similar stories in many other villages. Some of these are certainly due to drought; however, the few irrigation systems the evaluator saw had good supply of water originating in streams and conveyed through gravity flow. The evaluator observed a general lack of good land and water management systems in the villages. With most of the land being in highly undulating and mountainous terrain, if plots are not properly shaped and levelled, irrigating such land causes run off and soil erosion. In Nawor area, the evaluator saw many fields where the standing wheat crop had a patchy growth, the crops on the levelled part of the plot being the healthiest and those near moderate to high slopes almost wilted. Although in a few villages on the way, the evaluator saw some excellent examples of good land management with use of terraces and even contour field-embankments
 being practised, these were only exceptions. Overall, the farming practices in both Logar and Ghazni areas are poorly developed. 

Irrigation is effective only if accompanied by good land and water management; otherwise it is a waste of a scarce resource, namely water. CARE’s programme has only focused on supplying irrigation water, without any attention paid to water management aspects, farming practices and overall land utilisation and cropping patterns.

Vocational Training for Women in Ghazni Area

15 women from poor families were given training in carpet weaving, and 45 women were trained in animal husbandry practices. Both these training courses aimed to enhance the income opportunities for the vulnerable women selected.

In one village the evaluator visited, four women were working on two looms provided by CARE’s partner in this programme, Marian Limited, after their training. They were able to make carpets which their men go to sell in Ghazni. They get about Afg Rs 1300 per meter of carpet as wages. In another village where we met a group of 11 women, 8 women had been trained and they were also given looms. However, as these women did not have money to buy raw materials and other equipment, their looms were idle. Marketing and buying of raw materials are the two main problems in enabling women to earn a decent income. CARE needs to be more systematic in following up and providing support to women trained under their programmes.

In another village, the evaluator met a group of weavers and was told that Marian Limited has appointed agents/instructors, and some women are working under this arrangement. The rates are Afg. 1300 per meter for the weaver and Afg. 100 for the supervisor, and Marian supplies all the materials and designs. If followed up properly, good quality carpet weaving has a potential in this area. The evaluator was told by one of the Marian supervisors he met in a village that they have about 100 women in this district working for them.

Addressing Issues Related to Gender and Social Difference

The evaluators welcome CARE’s decision to “put their own house in order” before addressing gender inequality and promoting women’s rights. CARE’s move to collect monitoring data disaggregated by sex is also a step in the right direction as staff and donors will be able to ascertain more readily the impact of funding and activities on the situation of women and girls, as well as men and boys.

The Hazara women whom one evaluator met in Ghazni villages have a bit more space than in Logar. In many villages, the male evaluator could talk to the women either in groups or sometimes even alone. Men came across as a less overbearing presence in his meetings with women. The two health education facilitators
 in this area have done an excellent job in identifying some of the poorest women for the weaving programme. The most important gender-sensitive programme has been the drinking water supply and water drawing points which have made life considerably less of a drudgery for most women in almost all the villages where CARE has implemented these programmes. In addition, the vocational training for women has also provided some space for women to begin a process of problem-sharing based on a sense of collective identity.

In addition to these, the education programme under the COPE intervention has also brought about similar results. Girls who were denied access to any education can now attend school in many villages and home-schools
 in some villages. CARE’s intervention in promoting basic education for all children, especially girls, against the strict Taliban dictate banning girls’ education is commendable. Since the fall of the Taliban, COPE’s education programme has expanded significantly. It should be noted here that COPE is a completely separate project, and hence technically not to be covered in this evaluation. However, CARE staff have established linkages between the two distinct projects, namely SOLAR II and COPE, so that they can complement and reinforce each other. 

Under the COPE project, nine women from the Bahaiee community went through training in the functioning of village education committees (VECs). The role of VEC members is to provide overall management and oversight to the schoolteachers from the village’s point of view. In some villages these committees offer opportunities to the women to take some role in community life. In Ghazni, the evaluator visited another village which has an active VEC comprising mostly women members. The VECs are a good vehicle for mobilising the community, especially women, and encouraging them to take responsibility for communal initiatives. Although how these would relate to the male-dominated shuras is a question that needs to be borne in mind.
CARE’s activities addressing WID, and in a small number of cases gender relations, have gone from strength to strength over the years. The commitment to women’s involvement in the programme has grown, with female staff and beneficiary numbers seeing a gradual increase, even under the Taliban. Male staff appear to have increased interest in and decreased resistance to gender issues. In terms of programme design, planning and implementation, CARE staff have made significant attempts to involve women in a society which is guided by patriarchal and clan-based systems. However, an in-depth understanding amongst the predominantly male staff of gender relations and power structures in Afghan society and how to deal with these is yet to emerge within field staff. Wherever women are prioritised, the intervention is at an individual level (a poor widow, landless woman, etc), and no attempt is made to take into account the wider institutional forces that exist in the villages or within the household. 

Circumstances within and outside the organisation have resulted in women’s programmes still being peripheral to CARE’s main activities in SOLAR II. The issue of rural women’s involvement in the development process is not being taken as seriously as it could be and many organisations still adopt a ‘guerrilla’ mentality to women’s programming which remains small scale and focused on traditional female activities. CARE staff state that projects have been funded for a very short time as a result of which issues such as gender could never fully addressed. After each short term project the location of activities was changed which meant there would be no follow up on any gender gains. A strategy of scaling up programming with women, attracting longer term funding for such activities and giving women a mainstream role in the rural development process can be seen as a possible area for future expansion of activities for CARE.
It must be kept in mind, however, that there are still conservative elements all over Afghanistan, in communities, in agencies and within the government. Staff, quite rightly, fear for their own safety if they start attacking ‘tradition’ in some areas but entry points must be found and broadened to allow a lively discourse on gender issues. There is a need for a more long-term approach with quality gender awareness training starting from informal fora where such issues are discussed at village level, upwards to provincial government and beyond. There is also a need to help rural women advocate their cause from community to government level.  

Income Generation

Unlike other sectors such as health and education, women’s income generation does not fall under any ministries with coherent national policies or strategies as yet. As such, this area of intervention will continue to fall under the NGO umbrella for a while yet and provides a vast area of untapped potential in giving women a visible role in the rural economy. Improvement of work in this area and adopting a more serious approach, as mentioned elsewhere in this report, is vital for achieving goals related to women’s empowerment and improving possibilities for women, especially those in vulnerable categories, to make a better living. CARE’s involvement in micro-credit and marketing programmes could stand it in good stead here.

It is evident that women’s income generating activities supplement incomes for families who are very poor but the extent of improvement in household incomes is unknown. CARE staff were unaware that these women often had debts to pay off and had an unrealistic expectation that such women no longer participated in previous earning activities such as harvesting, bread making, clothes washing, begging, etc. In fact the women interviewed replied that they had reduced involvement in such activities but that they had to work at whatever came their way in order to take advantage of seasonal trends. 

It would seem that there was limited market linkage component in SOLAR II. As mentioned, in the embroidery/sewing training programme, there has been little or no support to trainees in accessing markets to sell their services. The women trained explained that the various Eids and the wedding season were the best times for taking tailoring orders. Many villagers could not afford cloth
 and would not be able to afford year round tailoring services. In one village, some women had mobility even as far as Kabul, where they did tailoring work, while others were restricted to their village. Some women had family males who could assist in marketing while others did not. 

In the weaving programme, there was some sort of a light-touch strategy in that CARE brought in a commercial carpet trading company (Marian) to provide support to the women trained by CARE. However, once the training was over CARE’s oversight responsibility waned, causing some women to slip through the marketing support provided by Marian. This may be due to the fact that in the perception of staff, a project comes to an end when the agency funding ends. This is, in fact, the problem with having to adopt a ‘project’ rather than a ‘process’ approach. Female staff spoke of ‘problems’ in head office and intimated indirectly that they were not being listened to by project superiors and head office staff when they stressed the importance of marketing. 

Overall, the gender relations of marketing in the Afghan context are complicated and vary from place to place. Any income generating project should do an analysis of the types of enterprises which women are already involved with, especially products or services which would have a market in their own village or in nearby villages or towns. Where goods or services are of exceptional quality or where there is a high demand, marketing can take place in provincial centres and beyond. Similarly, thus far the tendency has been to skill women up and then to look for a market. This trend should be reversed: market research should be done first, a marketing and production plan drawn up and women then drawn into projects to learn particular skills. 

Overall, in income-generation programming for women there is need for a more coherent strategy. If women are to take themselves seriously as breadwinners and businesswomen, they need, among other things, to understand how businesses work, assertiveness training, some form of psychological support network, access to financial services and training in negotiation in order to overcome some of the obstacles which family and community males may place in their path. Work also has to be done in tandem with family and community males to bring them on board to support the process of women’s development. CARE would do well to look at some of the lessons from micro-enterprise
 development programmes within poor communities in South Asia, especially in Bangladesh and India where these have been particularly successful. The evaluators believe that a well thought out micro-enterprise programme
 would also increase the social space for women. 

Attitudes to Community Partners

The LRSP mentions dignity. Unfortunately, in their zeal to show how well projects have worked CARE staff were pressing people to express how poor they were or how ignorant they had been until CARE’s project was implemented. In the case of a widow, the female staff member elaborated exactly how filthy and destitute the woman had been in a room full of other women, while the widow was visibly cringing with every word. In another case, farmers gladly admitted that they had been ‘ignorant’ and ‘blind’ until CARE came along but the same individuals showed a highly sophisticated knowledge of wheat varieties minutes later. Their behaviour reflects norms of Afghan hospitality and respect shown to guests but accepting or encouraging such behaviour overturns the aim of ‘empowering’ people.

CARE staff who are mostly known in the villages as ‘Engineer sahebs’ are highly regarded in a highly class-, status- and power-conscious society. And when staff demonstrate and live out the existing values and norms in relation to gender and social difference, this validates all that society stands for. The following is one example which the evaluator encountered umpteen times during village visits. Whenever, the first evaluator met women, he was in an entourage of ten other male staff
, plus a few shura members of the village; and when he asked a question, if a woman took a second longer than what would be called a prompt answer, several men jumped in to ‘reinterpret’ or retranslate the question, ostensibly to be helpful to her. The evaluator saw the same when he was speaking to two women staff in a sub-office. He could only feel sorry for the women, especially because of the fact that most of the women he met, including a few 15 to 20 years olds, came across as more articulate and sensitive to the issues of poverty and vulnerability within the villages than the village men. All the men the evaluator spoke to could only tell him that all the villages and all the people are poor! And if only they had more irrigation, poverty would be a thing of the past! It is only when the evaluator talked to women did he start getting a sense of how they coped with drought, who ended up mortgaging all their land and selling off all animals and how drought has pushed women to spend more and more time browsing through the common lands far away from the villages in search of firewood.

CARE staff evidently have a good relationship with community members based on mutual respect and trust but improvements can be made. Out of respect for the evaluator and saving her ‘precious’ time, staff often interrupted villagers in mid-flow or passed over what they were saying if they thought it was irrelevant to the evaluation. Often an individual would be asked to linger near a particular structure to explain the benefits of that structure. CARE staff would gather round and fire questions at the person as if it was an inquisition. Such practices make the evaluation process undignified and non-participatory. In fact, the whole idea of gathering people for a short session with an outsider where the whole session is driven by the outsider is not participatory. In future evaluations, communities should be warned in advance and assisted by CARE staff to formulate questions from staff and the evaluator(s) on issues which concern them about the project. 

Vocational Training for Men

Overall there seem to be a high demand for masons and carpenters. This should come as no surprise as when the country is trying to rebuild itself, one activity that can be seen everywhere, in towns and villages, is booming construction work. CARE has done well in identifying these two vocational training for youth. It was evident that lengthening the training period for the carpentry and masonry training components had led to a direct improvement in trainee’s chances in finding employment afterwards but issues related to credit and marketing were in evidence. At present CARE gives to the trainees a set of basic tools, but not the machinery required or money to buy materials (wood). In the absence of proper follow up and support with accessing finance etc., the programme can, at times, have a sporadic impact, depending on the resourcefulness of individual trainees. 

Masonry Training
We met with a young man in Nawor who underwent CARE’s training and is now working on a construction site. He gets Afg. 200 a day while he is undergoing apprenticeship. We were told that most men who were trained have either moved to towns like Ghazni or even Iran. Masons are in great demand in a country where construction work is what you see all around. Although it is difficult to set up and maintain a formal information system to show where all the former trainees have gone, the evaluator is convinced that all or most of them would have found employment 

Carpentry Training
The first evaluator met two young men in Logar who underwent carpentry training through CARE. One of them has now set up a shop in Logar town, with financial assistance from family members. The other person is undergoing apprenticeship with a carpenter and earning wages as a trainee. Both of them are able to make about 500-900 Afg. Rs. a week. As to the other men who were trained, there is no proper information available to the CARE staff – systematic follow up is difficult. Access to finance or initial investment (about 30-35,000 Afg. Rs.) is said to be a main constraint. 

In one village straddling a main road a number of carpentry shops were operating side by side. A number of CARE trainees were employed by these businesses. The second evaluator met one employee who had taken a loan to rent a shop. He had business but he could not yet afford the tools which made his competitors’ work faster or the wood stock to take on some jobs. The only way he could compete with his rivals was to charge a lower price and take work which they did not have time for – a trickle down effect.

In another village, farther from any main roads a young CARE trainee proudly showed us the shop he had rented after saving from his income from doing small jobs for a number of months. He also showed us his stock of high quality wood and a number of power tools which he had been able to buy. Local people were glad to save transport costs for doors, windows and other items which they usually had manufactured elsewhere. The young carpenter could construct these at a competitive cost within their own village. He was justifiably very proud to be the household breadwinner. What this demonstrates is not only the fact that CARE’s project is giving trainees access to a regular income but also the importance of the ability to analyse and navigate markets to one’s benefit.
Farmers’ Training
This was carried out with the help of other organisations with competence in agricultural extension work. However, in the absence of a clear strategy for agricultural development on the part of CARE, this training appears to have been an ad-hoc activity. Farmers have a very sophisticated knowledge of the environment and inputs with which they have been accustomed to working for the past decades. A number of farmers showed impressive knowledge about different types of seeds, the types of harvest they could expect from these seeds under optimal conditions and the cooking qualities of the produce. 

Two decades of war have evidently disrupted the handing down of traditional farming knowledge in some communities and have left farmers more or less to their own devices. Other changes, such as reduction in the number of livestock, have also ushered in change. Farmers have moved away from fertilising with manure and have been experimenting unsuccessfully with agro-chemicals for a number of years but, based on their own testimonies, CARE’s farmer to farmer training helped produce very good results for some farmers. The evaluators found that in other areas, however, the farmers who underwent this training have neither put into practice anything significant that they have learnt nor have they been able to train others which was one of the programme objectives. 

Irrigation and Erosion control structures

Providing and improving irrigation systems has been an important strategy of the CARE programme for stabilising and enhancing the livelihoods of the poor and vulnerable. However as we have seen elsewhere in this report, this has had only a limited effect. Partly due to drought and partly due to inherent targeting problems associated with any irrigation project, benefits of irrigation to the poor and vulnerable have been very limited during the past two years.

Given the topography and agro-ecological conditions of this area, dry land farming is the most viable and sustainable strategy for scientific land and water management in this area. However, current farming practices have been based on notions borrowed from ‘green revolution’ concepts which in the experience of the evaluator do not work for marginal, small and land-deficit farmers in many tropical and sub-tropical countries. That (a) if you have irrigation water, you can grow any crop and grow it well, (b) that mono-cropping is the best way of increasing yield, and (c) that sustainable land-based livelihoods is all about improving the productivity of farm-lands, are premises that have been proven to be wrong time and again, especially when working with communities in ecologically-fragile areas like the Afghan villages the evaluators visited.

Crops like wheat are very demanding in terms of their water needs, not just in terms of how many times the crop is irrigated, but also when. There are two critical stages when water is absolutely essential during the growth cycle: about 3 weeks (21-25 days) after germination when the crown root initiation occurs and about 7-8 weeks after germination when the panicle initiation begins. If during, these two critical stages, the crop does not get water, no amount and number of irrigation sessions at later stage will be of much consequence for getting a good yield. The evaluator was surprised that most farmers he spoke to were not aware of these simple facts and often believe that if only they could irrigate their land about 8-10 times during the growing season, their crop would be bountiful. The simple truth is, no, it would not.

In the provinces the evaluator visited, he saw an increasing degree of dependence on common lands for grazing and for collecting berries and firewood. It is also to be noted that most of the common land is, as one would expect, the top land in the catchment of the village. So good management of these not only has consequences for the productivity of pastureland, but also on soil erosion and run-off, which the top land with high slopes is subjected to.

If CARE continues implementing agricultural components in its programmes, there are simple, low cost, labour-intensive techniques which CARE could introduce for farmers to use on their farms and common land. These techniques are based on using the concept of contours for land-shaping/levelling within crop and non-crop lands. CARE staff, being engineers, would find these simple techniques very easy to adopt and to pass on to village people:

1. Without going into terracing (which is also another way of land-shaping along contours) which is costly and time-consuming (takes years of painstaking work for farmers to convert their land into terraces), get farmers to make earthen embankments within their farmland along different contour lines
. With a little bit of demonstration, farmers may be persuaded to do these on their own; alternatively, the food-for-work programme would also be an ideal way to encourage farmers to develop their lands using contours.

2. For common lands and pastures, which usually have very high slopes, we would recommend land treatment using contours, and use of stone embankments. Fortunately, stones are available in the common lands. Usually embankments of up to 0.3-0.5 meters height, depending on the peak runoff would be ideal to stop erosion and conserve whatever little moisture that may be available from rainfall
. 

3. In combination with contour embankments, we would recommend use of staggered trenching on common lands treated with contour embankments. Staggered trenches (about 2m x 0.75m x 1m) work to stop runoff and erosion and retain the moisture; farmers in many parts of South Asia and Africa use these trenches to grow trees and annual crops as well, to take advantage of the rainfall. It should be noted here that treatment of common lands can have 
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major benefits for the community as a whole: (a) checking erosion, (b) increase productivity of pasture land, and (c) set in communal management processes and institutions over common lands. 

Discussion with some farmers revealed that in the past they used to grow oilseed crops like mustard and some pulse crops which survive well in dry conditions, but nowadays these crops have been replaced by mostly wheat and vegetable cultivation
. The evaluator believes that local knowledge exist somewhere about the crops that thrive well in dry years in Afghanistan, and CARE needs to research
 into these and educate farmers about the benefits of mixed cropping and making sure that the land use plan includes a range of seasonal, annual and perennial crops and trees. Farmers who practice dry land farming always base their choice of crops/trees on a natural insurance system, selecting up to 8-10 different crops on the same field, where each crop can survive in a different water regime – all the crops would survive if there is good rains, but in case of adverse weather at least a few of the crops sown would survive.

4. The evaluator believes that farming in this area would continue to be subsistence one, especially for small farmers. Likewise, in terms of animals the only viable animals for the large majority will be the small animals like sheep and goats (not cattle) which are good browsers (not grazers). The carrying capacity of the land here is ideally suited for such animals
. 

5. Farming practices therefore would need to grapple with the challenges of improving productivity in a subsistence economy on the one hand and the issue of sustainability on the other. And this is possible only with a holistic land and water and utilisation system, based on scientific management of private as well as common lands.

6. It is also to be noted here that sheep and goats will continue to be the mainstay of a poor woman’s (man’s) household economy, providing a significant supplementary income as well as providing access to an asset which provides a survival mechanism in times when farmers are most vulnerable (e.g., drought).

Overview of Addressing Soil and Moisture Conservation

The environment may sound like a ‘fringe’ issue but its impact on communities, particularly in remote and marginal areas, is profound. A short-sighted approach, greater mobility, increased population pressures and other factors have led to a great deal of damage to the environment in Afghanistan. Interestingly enough, in thinking of the root causes of poverty and the factors most significantly inhibiting development and contributing to poverty in 2008 in CARE’s latest LRSP, the environment is not given due importance, although, shortage of drinking water and decreasing water tables, for instance, are a growing concern for communities across Afghanistan and many of CARE’s infrastructure projects try to decrease the impact of flash floods. 

To date, organisations have tended to take a reactive rather than proactive approach to environmental issues: avoiding damage, ensuring that no harm is done, etc. Small scale projects for environmental protection, soil and moisture conservation, micro-watershed management, etc. would (a) need skilling up staff in the appropriate sectors, (b) require a creative donor search, (c) require long term funding from donors who finance micro-projects of this kind and (d) require a long term commitment from communities. They would also need to fit within government strategies. The Afghan government is approaching the environment issue by splitting the country up into six areas for river basin management, with each river basin allocated to a major donor. In the current environment, small projects of this kind may be unfeasible due to lack of funding. Advocacy on behalf of environmental issues, especially from local groups whose livelihoods might be threatened by external encroachment is a possibility however.
Impact on People’s Livelihood

As is the weakness of most development programmes, CARE’s SoLAR II programme has been less than successful in documenting the impact of its work. Discussions with staff and reading through the project progress reports give a detailed idea of the impressive outputs and targets that the project has achieved, but very little in terms of the difference the project has been making to the lives of people. Nevertheless, the evaluators were able to see some of the impact the project is making and listen to the accounts of villagers on the difference SoLAR project is making in their lives.

a) With continuing drought and lack of adequate employment opportunities CARE’s programme provided employment to at least one member of the family for about 50 days. Although this did not save many families from mortgaging some of their land or selling off all animals to survive the drought, one is left in no doubt that without the food-for-work programme, peoples’ lives would have been much worse. While one may question the sustainability of such employment generation, the evaluator would argue that given the desperate nature of income poverty in some communities, combined with the effects of drought, assuring productive employment for a minimum number of days whilst creating community assets like roads, irrigation structures, etc., will continue to be a relevant and effective strategy to address vulnerability for years to come. An Afghan village is generally not an area one can practice the contestable textbook theory of the relief-rehabilitation-development continuum. In the evaluator’s view, for the foreseeable future, rehabilitation and development in the complex context of post-conflict change will need to go hand in hand in Afghanistan.

b) The creation of roads and irrigation structures definitely provide an incentive for many families to return home. Alternatively lack of these and of some prospect of employment (as provided by CARE programmes through food-for-work and income generation programmes for some families) would have pushed many families to migrate to other places.

c) Thanks to CARE’s intervention with irrigation and flood protection infrastructures the situation is well under control and cultivation was in evidence in the surrounding areas. The erosion control structures, it is estimated by CARE, have saved at least 10% of agricultural land from floods. In one village, residents explained that destructive floods were washing away locally made wooden bridges and people’s homes three to four times a year. A great number of people would have to work for many days to clear the damage. More importantly, thousands of jeribs of agricultural land could not be watered because water flow could not be controlled. 

d) One of the most notable differences the SoLAR II programme has made is in the lives of women in the villages is by providing drinking water within the villages, whereas previously women in some areas had to trudge 3-5 Km every day to fetch water.

e) The roads have made it possible for villages to have easier access to nearby towns and markets. In one village, a road and a bridge had made it possible for tractors to reach agricultural land more easily. This had brought the price of renting a tractor down by two thirds. It was reported that roads and bridges were making it easier to transport building materials to villages for returnees to rebuild houses and one man was elated that the cost of bridal transportation had also been reduced! Although one may debate whether the roads benefited the most vulnerable, such as women in times of child birth, except for employment purposes or whether these roads will be maintained by the community or washed away during the next rains, the evaluator believes that having roads is a first step towards removing a sense of isolation that many communities, especially in Nawor area, have. It is also an experience in many parts of the world that it is difficult to get communities to maintain roads which have, unlike school buildings for example, community access but not communal control and ownership. It is unrealistic to expect communities to take responsibility for road maintenance and repairs. Until the time the government is ready to take responsibility, CARE should continue to invest in constructing and repairing roads. Combined with food-for-work, this is a good investment
.

f) As we have already seen, the income generation programmes like masonry, carpentry and weaving have proved their effectiveness and benefited a number of families. More systematic investment in these areas is now needed to scale up the programme. 

Drug Cultivation

The impact of opium and cannabis cultivation on livelihoods did not figure in the various scenarios developed during the LRSP exercises but, in the blink of an eye, the drug trade is transforming hovels into palaces for some across Afghanistan and the fairy tale effect is attracting many communities to become involved in cultivation of opium and cannabis. It was evident, in one village at least, that better irrigation facilities had led to the widespread growth of cannabis and a healthy crop was visible in every direction when the evaluator visited. Although CARE staff looked embarrassed it must be stressed that nobody can control what people grow on their land. Communities are not full of naive people who will announce their intention to become involved in the narcotics trade as soon as the irrigation structures are fixed. Alternative livelihood strategies will not work in isolation from law enforcement measures. It is the responsibility of the government to destroy such crops, to mete out punishment to offenders and to dissuade growers, middlemen and traders. As long as communities see a window of opportunity they will use it to make a quick profit and without government assistance organisations will be hard put to bind communities to cultivating other, less lucrative crops.

CARE’s Livelihood Programme and Community Livelihood Strategies

The livelihood programme implemented by CARE has evolved over the years from small scale irrigation and road construction projects to a more integrated programme which includes drinking water supply, income generation components and vocational training for women, skills training for vulnerable men (carpentry, masonry skills), etc. Overall the programme is a standard package which CARE tries to implement in all the villages where it works. Their main programme, irrigation development is aimed at households with land. 

The evaluator has observed that in the villages visited, as one would expect in most villages in Asia, there are significant differences between villages and among different households within the same village in terms of control, access and ownership of land and other assets, as well as in the livelihood strategies people adopt. While dependence on agriculture (as owner-cultivators, sharecroppers, farm labour, etc.) is one of the strategies, poor people in particular have a diverse range of other strategies like seasonal (and permanent) migration, unskilled labour in neighbouring towns, sheep and goat rearing, collecting and selling mulberries, firewood, etc.

Because of this diverse range of livelihoods which people employ in their day-to-day life, a standard strait-jacket approach focusing primarily on irrigated agriculture does not necessarily reach out to the most vulnerable within communities. CARE may need to address this vital issue. During a discussion with the staff at Nawor sub-office, the evaluator introduced the sustainable livelihoods (SL) framework as a tool for understanding the dynamic nature of poverty and vulnerability and together they were able to identify a number of dynamic (rough) indicators which could serve as pointers for such a programme in future. The evaluator would strongly recommend that CARE look at the SL Framework, in tandem with the rights-based approach which the new LRSP commits itself to.

Analysing and Addressing Power Differentials within Communities

Many previous evaluations have mentioned the tendency of projects to gloss over differences between landed and landless, small holders and wealthy landowners, etc., a criticism which can be levelled at numerous developmental projects in Afghanistan. Although a great number of positive changes have come about over the years e.g. greater attention to gender, a more participatory community development approach, etc., overall, the issue of power and its dynamics appears lost, not only on CARE staff but on staff in the majority of organisations operating within the Afghan context. Similarly, CARE’s engineers understand the workings of the irrigation systems they improve since they must disrupt them to make essential repairs but other socio-economic aspects such as water divisions, the selling or renting of water rights separately from the land and the power relations they imply are beyond the knowledge of many because they have been quite single-minded in their approach to communities. An organisation expecting to effect empowerment must understand that poverty and vulnerability are products of the inequitable distribution of power over resources and lead to a particular mindset. The tendency in the Afghan context is to try and partially fill the cup rather than to find out why it empties with such alarming regularity.

One could suggest training but the issue is more complex. Many staff members hail from the communities within which they work and being seen to attack or disrupt existing power structures not only puts staff and their families in an awkward position but probably seems pointless as it changes the way “things have always been”. It undermines the very structure which gives the staff respectability in communities or which determines their position in relation to members of the opposite sex within their family. In addition, staff will always have to live within their communities and extended families whereas they may move from one organisation to another and expatriate staff who ‘import’ such ideas change on a regular basis. In situations of rapid change such as war and civil insecurity, age-old structures, traditions and discriminatory practices may bring a comforting sense of continuity for some. Until there is a ‘buy in’ to equality and equity from staff, evaluators will continue to bemoan the failure to address such issues when designing and implementing projects with communities.

It also has to be acknowledged, in this respect that even if there was an interest to unpack power relations or livelihood issues in a community, under the Taliban and the Mujahideen before them, it was not easy to do extensive research. The political and security situation as well as lack of funding and interest from donors generally made in-depth analyses a low priority for most. In addition, Afghan families, communities and so on are almost ‘amoebic’ in their build, shifting and changing, sending out ‘limbs’ in different directions and appearing different to the observer at any given time.

Future Directions for Livelihood Programmes

The majority of donors would like to see NGOs moving out of rural infrastructure development projects and deeper into community development ‘software’ projects. Such a move is expected to be made within the boundaries of government policies and strategies and involve a capacity building element for relevant ministry staff. Now, NGO programming can increase its depth, in part informed and guided by bodies, such as the Afghanistan Research and Evaluation Unit, which are beginning to provide a deeper contextual comprehension of Afghan livelihood issues. 

Until now, NGO programming in relation to livelihoods has suffered from a number of weaknesses. Livelihood programming has been very generic and has not looked too closely at the context. Programmes such as the NSP are too bureaucratic to have anything other than a surface impact on rural livelihoods. The question to ask at this stage is what elements are missing from the SOLAR and NSP type projects when considering making and sustaining a living over time and to begin addressing some of those issues. A more nuanced understanding of the situation is required. 

One of CARE’s programme goals in the LRSP states, for instance: “[W]e believe that a sustainable livelihood is only possible when communities, including the most vulnerable within them, have access to and control over resources and opportunities to enable them to build their assets, and meet their rights.” This inevitably involves interacting with the local context with awareness of the wider environment, developing adaptability to rapidly changing circumstances and overcoming systemic obstacles to asset creation and control for vulnerable and marginalised groups. To date, such issues have been incompletely addressed by short-term, standard integrated rural development packages involving a mixture of repair of irrigation structures, distribution of agricultural inputs, short term food for work for the landless, health education, provision of access to potable water and small scale income generation activities for women. NGOs can become more serious about their role as facilitators and innovators.

As aptly stated in a previous evaluation: “Promoting sustainable rural livelihood security requires a long-term commitment and project cycles ranging from 3 to 10 years. Nothing in the way of sustainable development can be achieved in one year and it is only because CARE Afghanistan has a ten-year history of previous work in the area that SoLAR project achievements were significant.” (Kane 1999) Any comments on improving the community development approach, moving from output to impact, taking a holistic approach, etc. must take into account the skills base in Afghanistan. Civil engineers, irrigation engineers, agronomists and agriculturists, etc. were educated using information and approaches in vogue over three to four decades ago. Approaches to farming are still influenced by Green Revolution ideology. Thanks to regular, short training courses e.g. on participation, there has been some change in organisations like CARE but moving away from traditional approaches requires a greater investment of time and funding. It would require a slowing down of programme implementation as staff and beneficiaries get to grips with a new attitude towards development. 

Although basic rural development packages may become increasingly available under national government programmes it will be many years before the government can start piloting innovative approaches for specific contexts, and here, NGOs can lead the way. It is possible under such circumstances to opt for innovative pilot projects introducing different community development concepts, intermediate technology approaches, experimenting with support to livelihoods outside the standard engineering/agricultural repertoire of NGOs, etc. Such pilots would require a search for new donors willing to fund such activities on a multi-year basis and will inevitably involve cutbacks in staffing, geographical areas covered, project costs, etc. 

Linkages and Funded Partnerships: 

In SOLAR II, CARE had outlined the need for developing linkages with other service providers in the area, with the aim of assisting communities to access services which CARE itself was not able to provide and to facilitate complementarity between the services provided by different organisations. Under this, several partner organisations were identified, mainly in the area of technical training and support like training in agriculture extension, weaving, tailoring, etc.
 During the field visits in the provinces the evaluator could not visit any of the partners as the provincial staff said that most of the ‘training contracts’ were agreed at the Kabul office, and the field offices have not maintained any on-going engagement with the training organisations after the training course was completed and tools/equipments distributed. Apart from the fact that CARE provided funds to these organisations to carry out a specific time-bound task for CARE, there does not seem to have been much relationship development.

If CARE wants to build partnership relationships with other organisations, this has to go beyond a contract to deliver a time-bound service. CARE needs to be clear about the objectives of the partnerships: if these are to act as sub-contractors to implement specific activities as and when required by a CARE programme, the current approach is fine. However, if there is also a strategic objective in mind to build the capacity of these local organisations, the engagement has to go far beyond the current level of relationships. 

The evaluation TOR requires the evaluation to examine the impact the partner organisations have had in strengthening community participation in decision-making processes, and how the activities strengthened capacities of the target communities. The report has already discussed the benefits and impact of the various training programmes carried out by the partners in previous sections. The impression gained about the contributions of these ‘partnered’ interventions made to strengthening community processes is that the partners’ role was confined to a one-off activity and once they delivered the training, not a great deal was done. The exception is perhaps Marian Limited, which is continuing to provide marketing support and linkage to women who were trained in carpet weaving.

Developing Links with the Private Sector

CARE’s engineering staff are as conscientious and dedicated as ever and have reached a stage of near-excellence in their performance where they can implement high quality engineering projects, almost in their sleep. They have developed systems of planning, implementation and quality control which ensure that structures are built as quickly and cost-effectively as possible. Control systems for financial, material and programme inventory management are still of a very high standard.

Having witnessed good results for a number of years, communities are, quite rightly, worried about allowing private sector elements into their villages to take over from NGOs and to waste their hard earned cash on structures which fall down or do not function properly. Some communities showed a strong mistrust of private construction firms which they saw as corrupt businesses, without experienced engineers producing low quality outputs which would have to be replaced within a short time span. But in the principles of the National Development Framework (NDF) one can see that the future governments of Afghanistan will support and promote the private sector – there is a widely held belief that the only way to development is through the private sector. As a result, private sector firms will have access to rural communities whether the latter like it or not. Under the current circumstances where there is no regulatory framework for the private sector and where law and order and judicial systems are shaky at best, communities will be lucky if private firms will be accountable to them in any way.

Some NGOs planned years ago to develop staff capacity so that individuals could move into the private sector if the situation in Afghanistan changed. DACAAR water supply section and hand pump factory are two examples. NGOs such as CARE may not have had such plans initially but many donors would like to see highly qualified, experienced and skilled engineering staff moving into the private sector, especially as there is a dearth of reliable construction firms which the government can contract at present. There will naturally be reluctance from NGOs to lose staff that have been with them for over a decade and from NGO staff to go into the big wide Afghan world of unregulated markets, corrupt state systems, bribery and coercion but the move has to start somewhere. 

It was suggested that organizations such as CARE could take the first steps by putting their skilled engineering staff into programmes building the capacity of small construction NGOs/firms provide more high quality services and outputs. While CARE is involved in developing a Code of Conduct for NGOs, such NGOs/firms can be encouraged and supported to become private companies. Finding funding for such a programme may be complicated but not impossible. CARE’s work under the Rebuilding Agricultural Markets in Afghanistan Programme could provide an opportunity to pursue just such a course of action.

Linking Farmers’ Networks to Information and Market Networks

Apart from the funded partnership as above, CARE had envisaged facilitating linkages between communities and other types of service providers directly. While there are some success stories, these are sporadic and do not seem to give the impression that such linkages are being followed through strategically.

In two villages, when asked how farmers would continue to access information which would help them in their work they responded confidently that they could go to Ministry of Agriculture (MoA) staff in the provincial centre or to CARE staff. In one village, the farmers then asked how CARE was going to follow up on the work they had started since there was a great deal left to learn. In another village, the farmers were distressed at having received French wheat seed from the MoA which they knew nothing about. Farmers explained that they have always gone to the provincial representatives of the MoA when faced with crop diseases or problems which they do not recognise or know how to handle but they are aware that the staff have limitations. As a result, they did not want to risk planting the wheat seed and did not know where they could find useful information which would allay their fears. Such incidents demonstrate that CARE staff and partners are currently acting as teachers and not capacity builders – there is an important difference between the two.

Although encouraging farmers to train other farmers, as SOLAR II did, is a preliminary form of networking which could be enhanced in many ways, farmers are not as yet linked into formal or informal information networks that match their information and advisory needs in full. Afghans are natural networkers and their intimate knowledge of extended family relations helps them link up to people in all sorts of places but this is not always enough. It was evident that farmers discuss many issues amongst themselves at regular intervals but there are limits to their knowledge. There must be informal mechanisms for this kind of information transfer and linked into more structured networks improved information transfers would most probably have a great impact on agriculture-based livelihoods.
Farmers do not want to take over from the marketing middlemen who have established links with markets over a number of years but they want to be better informed about marketing conditions, something which CARE’s programmes have not been able to pay attention to until now. For instance, one farmer explained that his harvest of potatoes had increased from 27 sacks of potatoes last year to 45 sacks this year. He was not able to sell his entire harvest because some of the potatoes were far too large for the Pakistan market. CARE staff wanted the evaluator to end the discussion there but further questioning showed that the price of potatoes per sack had fallen from 900 Pakistani Rupees last year to 750 Pakistani Rupees this year because Pakistan had had a big potato harvest the previous year. Such information should be interesting to staff and deepen dialogue on livelihood issues. 

Encouraged by the evaluator’s interest the farmers then expressed a desire for assistance to boost their earning power with better storage facilities for potatoes, onions, apples and other cash crops. Currently they dig holes in the ground and store part of their harvest, removing bruised, rotten and sprouted potatoes for consumption. They dig up and sell what is left in March/April at a competitive price. Some farmers explained that this traditional method was not suitable in the past few years when the weather remained hot later into the year; they had to dig up their potatoes on a much more frequent basis to check that their produce was still in good condition. They also emphasised a need for loans at certain lean times of the year to invest in seeds and fertiliser. Access to up to date information on the economic environment and knowing how to optimise that information enhances adaptability and that in turn leads to stronger livelihood creation and retention possibilities for individuals, families and communities.
PRA, Baseline and Information Systems:  

CARE has an elaborate information system for gathering baseline data about villages and community needs in its programme area, individual project plans and reporting by sub-offices/site offices to the main office in Kabul. In addition, they have monthly and quarterly progress report systems in place for reporting to donors. Given such extensive information and reporting systems, it was not possible for the evaluator to look at all aspects of the system in detail due to shortage of time. A few key areas were looked at, however, and our observations are as follows:

· The baseline data is collected at household level through interviews with men and women separately, and then information is collated at community level through interviews with men’s and women’s groups. While this is a correct approach, the evaluator believes that the formats used for the surveys can be simplified as some of the questions do not render themselves to any informed response by respondents: for example, asking a villager to specify how much they earned in a year from milk, wool, meat, chicken, eggs, etc., separately is meaningless in the context of any small farming community as is the case here.

· The baseline data that is collected in each province is maintained in a community file in the provincial office, and the same is also maintained in the central office with the data management team. The central data management team does not undertake any analysis; the provincial offices produce a summary of individual surveys for a community. This contains information that could be obtained through other rapid methods like focus group interviews. In the absence of a systematic analysis of the baseline data, it is not clear why such elaborate data are produced.  The validity of baseline surveys is also brought into question by the short time frame of projects, where it will be difficult to measure a marked difference in particular indicators within one year of a project, by which time the project is finished and staff have moved on.

· Debt is a central issue in rural areas, especially in the past few years when drought has meant that many families have had to take recourse to borrowing or mortgaging their land and other assets. However, the baseline of the PRA does not gather any information on this issue at all. Likewise distress sale of sheep and goats which appear to have taken place extensively due to drought do not get captured either in the baseline data or in the PRA.

· The focus of data gathering is solely on production aspects of the household economy - production/income from farm or employment, etc. - but misses out on other key aspects of a community or household’s vulnerability, like, debt, mortgage, access to pastures, common land (in many villages the evaluator came across several families whose main source of survival during drought as been by collecting and selling mulberry from common lands). The overall impression the evaluator gathered is that the entire information system is geared towards the limited requirements of CARE project planning (irrigated land, drinking water sources, vocational skills etc), rather than capturing or understanding poverty and vulnerability in the villages.

· PRA: CARE staff work hard on getting the community to articulate their needs through a fairly extensive PRA they do early in the process of interaction with a community. They use a range of standard PRA tools like transects, wealth ranking, seasonal calendars, Venn diagrams, etc. However, from the quality of information generated, it appears that the PRA is more geared towards getting better participation of community in CARE-owned projects, rather than helping the community gain an understanding and analysis of their situation or using participation as an empowerment process. Moreover, carrying out a PRA before gaining some understanding of a community’s power structures has the danger of generating doctored information. 

CARE needs to clarify what participation means in its programmes
. A deeper understanding of participation backed by in-depth social analysis can enable staff to   design programmes which better address the dynamics of poverty and vulnerability. The information generated during the project cycle will also be of a different quality. In this context, we would like to recap what an evaluation of SoLAR carried out in 1999
 noted: “Indicators are heavily based on quantity rather than quality. It is important to introduce better system of community monitoring and evaluation. Qualitative evaluation is an important aspect of participation.”

CARE and Institutional Learning: 

CARE appears to do well in assimilating learning from it previous work. Major recommendations and issues highlighted in the evaluations are generally taken into account with serious intent. Here are a few examples:

· The 1995 evaluation highlighted the need to address women’s issues which were previously generally left out of CARE’s planning and implementation process altogether. This evaluation has noted significant improvement in this area over the past few years. Since then CARE has been trying to take into account women’s needs and how to bring about changes in a highly sensitive male-dominated society in all its work.

· The 2001 evaluation
 pointed out that insistence on at least 30% contribution by the community as a precondition for implementing any project leaves out many vulnerable communities from CARE’s programme. The current evaluation noted that over the past two years, CARE has reviewed this and now they encourage communities to contribute at least 10% of the cost, which is more realistic.

· The 2001 evaluation pointed to the need to focus on vulnerability and the most vulnerable sections of the population. The evaluation has noted that staff are now conscious of this, although more systematic knowledge and skills are needed amongst the staff to develop incisive analysis of each village’s power structures and the resulting dynamics of poverty. 

· A recommendation from the 1998 SoFAR evaluation was to increase the participation of women in the project by diversifying activities. In 1999, CARE introduced women’s programme with a focus on health and hygiene training.

· The 1996 evaluation
 recommended that CARE carry out two separate PRAs, one for women and one for men in the same community and then try to synthesize the results. This process is now consistently applied in all communities where CARE initiates any work.

It is also worth noting here that most of these changes and developments have taken place at a time when the programme has had to swing between relief and rehabilitation in a fast changing environment.

CARE’s Approach:

CARE’s programme is oriented towards delivering critical services which fulfil people’s needs. As has been well documented in previous evaluations, CARE’s programme has moved from a relief-orientation to rehabilitation and now for the past two years or so, into a more long-term developmental approach. The latest LRSP of CARE Afghanistan puts sustainability and rights at the top of the agenda, and envisages the programme increasingly moving towards a rights-based approach.

It must be said here that even during rehabilitation stage, CARE has focused on a participatory approach to programme planning. Before implementing a project in a community, CARE staff carry out a fairly extensive RRA, followed by a baseline survey to assess the needs and to gather more detailed information about the community. While there are several areas of PRA/RRA that CARE staff could improve upon, the fact that CARE engages in a consultative process and tries to encourage villagers (mostly men, although CARE has had some limited success with involving women as well) to take ownership of a project from the start is undoubtedly no easy task in an environment where aid has to be delivered fast, and often in a competitive environment where other INGOs, aid agencies are not averse to encouraging a culture of dependence. The evaluator has seen several ruins of ‘projects’ implemented by many other agencies in several villages of Afghanistan which suggest a ‘hit-and-run’ approach adopted by many agencies.

CARE is perhaps unique in that it has systematically tried to encourage local contribution to most of the work it does in communities. Until last year, it insisted that at least 30-40 % of the cost of any project should be contributed by the community. Although this expectation has now been lowered, as a strong insistence on this magnitude of contribution sometimes left out many vulnerable communities which could not afford to raise this level of contribution, this has always ensured that the community does not look to CARE as a source of free handouts and the former do take ownership and responsibility for the work.

CARE tries to work through the existing village structures, namely shuras, rather than trying to impose externally conceived structures on villages. One may see this as a weakness in that all the shuras are a forum for men, with women being completely left out. However, it is a fact that in all kinds of development interventions all over the world, ‘project-oriented’ structures or village development councils which many aid organisations try to foist on the community have never been entirely effective ad sustainable except when such groups are working within the boundaries of a specific project.

While all the key strengths mentioned throughout this document have laid a good foundation for CARE interventions to build on, CARE’s programming has been marked by a major shortcoming, which is a short term project-approach to delivering services. While this approach has been effective in putting in place physical structures like roads, irrigation structures, etc., these have not set in motion sustainable processes within the communities which would enable the latter to take ownership of and responsibility for management of these ‘projects’ beyond the duration of CARE’s continued funding. CARE does not currently leave behind a legacy of problem-solving. CARE has linked its continued engagement with a community to the duration of project funding, and that in the opinion of this evaluation is a short-sighted approach
.

Programmes like the SoLAR assume critical importance in the changed context in Afghanistan where reconstruction and development need to focus on human security and peace-building. Human security in terms of protection (from fear, violence and inter-ethnic conflict on the one hand) and from want (basic survival needs) on the other, and empowerment of communities, especially of the vulnerable groups, are the two pillars all peace building activities should be built on. CARE’s programme is one of the excellent vehicles – despite some of the weaknesses mentioned here – to ensure that development interventions effectively address these twin needs of human security and empowerment. 

It is also to be noted that part of the problem lies with the short-term nature of funding CARE receives. Donors need to understand that, from this point forward, such short-termism is not likely to produce any lasting impact or change, and will a missed opportunity to rebuild the communities’ social capital which has been destroyed by many years of violence and fighting. CARE’s programme delivers exceptional quality and value for money, and it is hoped that donors will make a long-term commitment to such work to bring about real transformation in the country. Without a long-term commitment, the donor community would only be seen to be paying a lip service to rebuilding peoples’ lives.

Having said that, the evaluator acknowledges the fact many donors are rightly investing significantly in developing the capacity of the state institutions which are pre-requisite to have an infrastructure which can provide security in a society which still is ruled in most parts by multiple warlords. However, it needs to be borne in mind that developing state institutions at national level, without building strong and healthy grassroots civil society institutions like the ones programmes similar to CARE’s are capable of facilitating and nurturing would be counter-productive in a society where extended-family and clan-based institutions have historically been at the centre of people-politics and people-power (or powerlessness). The choice before the donor community is not an either-or situation, but both. 

The international community needs to demonstrate that it is willing to put money where its mouth is. Otherwise, life for the average people is not going to be any better than what they have seen over the past twenty-three years. As the recent report
 of the Commission on Human Security noted, protecting and empowering people in post-conflict situations demands a multi-faceted approach which establishes links between the numerous issues affecting people such as, strengthening police and demobilising militias, meeting immediate needs of the displaced and returnees, reconstruction and development, promoting coexistence and reconciliation at community level and advancing effective governance. 

New Directions in Rural Development

The National Solidarity Programme (NSP)

The following is a brief description and discussion of one of the government’s national programmes, aimed at bringing people closer to the government. The NSP is a large scale rural development project funded by the World Bank and a number of other donors. The focus on rural areas comes from a historical trend where rural areas were neglected by centralised governments, deprived of development assistance reaching Afghanistan, and perfect breeding grounds for anti-government movements because of dissatisfaction resulting from marginalization and resentment at attempts to bring them under the power of a distant and irrelevant state. There are also issues related to rural communities viewing urban elites and their minions as corrupt and depraved individuals who had lost their real Afghan and Islamic identities. The NSP aims, very obliquely, to address these historic tensions by shifting rural people’s trust from warlords, drug lords and traditional rural power structures to a beneficent government sharing some of their values. After extended discussions and debates between the actors involved in the NSP process, the manual of the NSP reflects NGO experiences in rural areas in the Afghan context over the past decade, grafted on to the block grant system, a World Bank implementation approach which has been tested in other countries.

The NSP involves block grants given directly to the community (men and women), via a democratically elected development council who can then choose a quick impact project (QIP) of their choice to be facilitated by NGOs and implemented by NGOs, the private sector or the community. The reason why traditional power structures are not being used is that their function was never to facilitate development projects of the type which Northern donors fund. The NSP is a community empowerment programme with significant governance implications through the establishment of community institutions and the training of people in the skills of planning, financing and managing reconstruction and development, as well as advocating to the government at district, province and national level. Once a village enters the NSP there will theoretically be a block grant available for a number of years, as training and input by NGOs needs to be ongoing for a number of years to have an impact, but in reality the funding requirements for this are too large for it to be practical (See Funding below). The intensity of the intervention will decrease after a number of years. 
After the MRRD, the Ministry of Finance (MoF), the World Bank and UN Habitat had a number of discussions and struggles over who should control and implement the NSP, NGOs were approached to facilitate the programme. The programme is headed by the MRRD who have hired an oversight consultant (GTZ) to manage the project on their behalf. The government’s aim is that there should be national coverage in three years but many see this as a highly optimistic time frame. It is expected that IF the programme is effective there will be no problem attracting funding but another factor affecting funding will be government commitment. Assuming that the political and funding environment permits and assuming that the NSP continues to attract donor funding, it is expected that there will be a continuing need for large, experienced NGOs such as CARE to do the facilitation. The NSP is at the beginning of an interesting learning curve.

A number of NGOs have agreed to facilitate the process because:

a) once, the funding for the programme increased from 20 million to 180 million USD, a number of NGOs felt it crucial for them to be involved in order to critique, redesign and advocate in relation to the programme as necessary

b) they want to continue operating in areas where they usually work and maintain rapport with communities

c) they need funding for rural programming and donors are increasingly putting their money into government led programmes in this sector

d) they feel they do not have any choice

e) they wish to be seen to support the Afghan government, genuinely or otherwise 
f) they believe that if the NSP goes well it will create a positive power shift in favour of rural communities, long ignored, marginalized and deprived of support from the government
g) they believe that it may lead to increased capacity for rural communities in Afghanistan
h) Afghans within the organizations believe that the government should run Afghanistan and that NGOs were always meant to be a relatively short term phenomenon
The NSP is unique by virtue of its size and the diversity of actors involved i.e. the government, donors, the UN, NGOs, the private sector, Afghan communities and opposition groups who are trying to sabotage the process. The NSP prides itself on having a strategy which differs markedly from other development interventions in the Afghan context in a number of aspects – the election of councillors and transfer of block grants directly to communities. In the past decades active frontlines, insecurity, lack of banking possibilities, not wishing to make communities targets for robbery, being warned not to ask too many questions about powerful people, and a host of other problems made it difficult for NGOs to begin thinking about such an approach. The situation is not much changed today.

What the NGOs will get out of the NSP is:

a) A foundation for NGO-government collaboration

b) The possibility to receive funding for a further three years

c) A situation of compromise in order to be able to operate under the NSP aegis

d) The possibility to facilitate the process of developing decentralized governance structures at village level

What the government will get out of the NSP is:

a) That the government gains legitimacy as it becomes a reality in rural people’s lives

b) Visibility as programme advertising, signboards, etc. stress that the NSP is a government programme

c) The possibility to scapegoat NGOs if necessary as the “Quality of process is essential for the long term sustainability of community investments and for the success of a program like the NSP.” At present this is directly reliant on the quality of NGOs facilitating the NSP. 
d) That the NGOs are reduced to sub-contractors to the government, a new role and set of responsibilities for many NGOs operating in Afghan context 
e) That the NGOs can be brought under government control
f) That the government can start to draw donor funding away from NGOs for this kind of rural programming
g) That the NGOs will help build government capacity
h) That government staff are not the ones on the ‘frontline’ in communities
There are a number of problems which need to be addressed or kept in mind in relation to the NSP since they will need addressing at some future point. Some are listed below:

Security: 

Some ministries such as the MRRD are increasingly seeing security as a highly critical issue. The NSP design’s biggest blind spot is the large number of assumptions related to security even though it must be clear to Afghan politicians espousing the anti-warlord agenda that this in itself will elicit strong, negative reactions. Although NGOs may want to push the NSP’s developmental agenda, the political agenda will never be far behind. 

The absence of the rule of law and viable security forces at any level directly impact accountability from village level upwards to the government. The Demobilisation, Disarmament and Reintegration (DDR) process for former combatants has barely started in Afghanistan and security is a major concern for ordinary Afghans. The government is struggling to establish the rule of law and security forces are struggling with their image among local communities. Just as surely as the government is trying to win people’s hearts and minds by injecting cash directly into rural communities, opposition forces, consisting of Islamists and others, are trying to reverse the process and hold their sway over communities. They have shown themselves most willing to resort to violence if necessary. 

Compared to expectations, some NGOs have not faced as many security problems as they expected but they are aware that establishing the village development councils is not as contentious a stage as disbursing funds at community level. Some CARE staff did mention that when they enter communities for the NSP some people have acted as if they are spies, especially since staff started work around the same time as Coalition Forces had military exercises in the immediate area. A number of staff evidently feel that they cannot give their real opinions on the NSP to an external evaluator as their words imply one thing and their actions another. There would seem to be an element of fear surrounding the project. 

Analysts feel that sweeps conducted by Coalition Forces move Taliban and Al-Qaeda remnants from one area into another and that the latter retaliate by going for soft targets. Communities are increasingly being threatened, via night letters and other means, and coming under attack for collaborating with the government and the NGOs. Coalition Forces evidently have to be made responsible for their activities. Furthermore, the entire DDR process is made much more complex in such a situation and the ‘linear’ logic and simplistic approach underpinning DDR interventions at community level has to be questioned. 

Funding

Continued funding is a crucial issue for the NSP. The development budget for the entire country was 2 billion USD this year. 180 million USD was allocated to the NSP, which one programme from one ministry. Also, if one estimates a population of 22 million for Afghanistan, dividing by 7 as the number of individuals in an average family, gives a total of around 3 million families. Since each family is allocated a development grant of 200 USD, the total amount needed to cover all families would be 600 million USD. Furthermore, the NSP has particular ‘faces’ in the Afghan political arena at present, primarily Ashraf Ghani, Minister of Finance and Haneef Atmar, Minister of RRD. What would happen, after elections or due to other events, if the NSP suddenly lost these ‘faces’? Would donors still show the same confidence in the project?

Women: 

Although women’s involvement is important and possible in some areas of Afghanistan, a slower approach is needed in provinces such as Paktia. CARE staff feel that the idea of women’s full and visible involvement in the development process is premature. They stress the need for more gender awareness raising within communities and they expect opportunistic opposition elements to use this as a mooting point to create conflict in the short-term.

Transfer of Power: 

The complexities of power in Afghanistan’s bewilderingly diverse, post conflict settings have been ironed out for the sake of bureaucracy. In each community there was previously a local power structure, whether it benefited the people or not. With the NSP those structures will be disturbed or sidelined and instead there will be elected councillors who will most likely replace the previous structure for some functions. People may be reluctant to hand over their power so easily and may try to sabotage the process.

Mismatch of Timeframe and Goals: 

Considering the formal time scale, the project has some ambitious approaches, such as the following: The goal of this approach is to ensure that communities are able and inclined to institute a broad based inclusive decision-making system (which includes women as well as members from marginalized sections of the villages) based on elected development councils and community meetings. The NSP is very much about the government establishing itself in rural areas and putting money in community hands since this is seen as politically contingent at present. The first goal, related to governance, is the central government being seen as having outreach to villages and getting resources to them. This is a significant tool for establishing the legitimacy of the government and that in turn is a perfectly legitimate aim to have. The second goal is to build strong equitable governance at local level, where everyone has a voice. These goals potentially conflict because the first involves spending money quickly while the second requires a long term investment in staff, facilitation, negotiation and consensus building, especially where other power structures exist. One set of goals may well have to be sacrificed in favour of the other. Informally, many of those involved are hoping for a much longer timeframe to address such inconsistencies.

Bureaucracy: 

The NSP is very bureaucratic because of the many limiting factors within the Afghan context which require checks and balances from the village upwards to the central government. Even if the task of dealing with the mountains of paperwork produced is devolved to provinces, the difficulty will be to find competent and committed staff that are willing to stay in provincial areas, especially backwaters like Ghor or dangerous areas like Zabul, to wade through the paperwork produced. The NSP systems will either be slowed down or clogged by paperwork, or, a need to push the process through quickly will lead to laxness and corruption at different levels. 

The project also introduces a large number of bureaucratic hoops which communities will inevitably jump through, sometimes dishonestly, in order to access more funds. For example, an option to facilitate re-integration of IDPs and returnees is to communicate to specific villages with a considerable IDP/refugee population, that the block grant allocation can be increased upon the return of IDPs/refugees and their participation in project planning. Those familiar with IDP and refugee return programmes in Afghanistan will understand the doors which this opens for opportunistic families, used to migrating to follow distributions.

Sustainability: 

It is expected that NSP will cover all villages in Afghanistan within three years but there are political, military and possibly financial obstacles. There are many assumptions: what if the government and cabinet change after next year’s election, for instance? Historically the tendency in Afghanistan has been that whenever a new government is elected, it removes all previous government policies and programmes and starts from zero. What if rising insecurity in rural areas makes it impossible for NGO partners to implement? Answers to these questions are not easily forthcoming.

Lack of Flexibility: 

Some think the NSP is flexible while others see it as a highly structured and bureaucratic process with little scope for flexibility. In a country with as much diversity as Afghanistan the NSP will be dealing with a lot of exceptional circumstances or glossing over diversity which may create dissatisfaction in some quarters.

Politicization: 

The NSP is a highly politicized programme with a overt yet undocumented agenda and is undoubtedly a ‘hearts and minds’ exercise for the Afghan government, trying to provide alternative economic and sociopolitical lifelines which rural people can turn to instead of those provided by the warlords and drug lords who continue to run their own fiefdoms in some areas. In this way it is hoped that the soon to be made redundant warlords can be weakened and easily removed during the next elections. This ignores strong family linkages, friendships, alliances, ethnic and religious affinities, and financial and military support from Afghanistan’s neighbours which put these warlords in positions of power in some communities. 

In the short term, NGOs may face problems with warlords, particularly those in resource poor areas where NSP funds will seem comparatively attractive. There are small areas, however, where the warlords have already been marginalized as a result of the nature of their ‘performance’ e.g. carrying out abuses and atrocities even against their own relatives. They have no support from the surrounding areas since the jihad is over and they are already seen as redundant. In other areas, there are good warlords, those who participated in jihad and were always supporting their communities, even implementing good projects. These warlords have contact with communities and NGOs and people have some sympathy for them.

Unrealistic Expectations: 

It is expected that the NSP will build a base for NGOs to improve participatory planning because there will be a local planning and budgeting institution in every village. This may be the case in some areas but a large number of obstacles exist in others and a number of NGOs know from experience that it takes community organizations many, many years to implement simple projects and to develop into governance entities.

Overall, based on all these potential pitfalls it is essential that NGOs continue to sound a note of caution about the NSP. This is best done through an NGO coordinating body such as ACBAR as individual ‘dissenters’ can earn a bad name for being uncooperative with the government.

Accountability and Advocacy

Discussions with communities in Afghanistan show great dissatisfaction with government, NGOs, the foreign military, and a number of other groups. This disgruntlement centres on lack of accountability from some of these bodies. Government ministries hire unsuitable and unqualified people, NGOs go away after making promises, foreign military units do not respect Afghan culture, etc., etc. - the list goes on. Historically, the government has always provided services to the community, albeit in a top down manner, and many people may well have felt that the NGOs had only come for a temporary period. Whilst expressing the need for donors to be proportionate in the disbursement of their funds between government and NGOs and to allocate more funds to the government to increase its visibility in the eyes of the population, the government seems unaware that the inevitable mismanagement of funds which would accompany such a move under the current circumstances will only reinforce the perceived lack of accountability and credibility which people attribute to the government. 

It should not be forgotten, however, that not all NGOs have done well and that some have destroyed the reputation of NGOs among the people. People have seen NGO staff using nice cars, living in good conditions and being corrupt in some cases so they may feel that NGOs are as unaccountable and corrupt as some government bodies have been. Some NGOs worry that with programmes like the NSP the government is coming in with a big resource and that communities will inevitably compare this with what the NGOs have provided which will cast them in an unfavourable light but the current situation should not be reduced to a popularity contest between NGOs and the government. At the end of the day, communities should have the possibility to deal with more than one government body, NGO or other organisation. The priority should not be who is being recognised as the benefactor but who is actually accountable to the community in providing assistance! 

Under such circumstances, NGOs with a relevant background, such as CARE can fulfil a crucial role by focusing on identifying, strengthening and partnering up with civil society organisations which can, in turn, lobby for increased accountability downwards to individuals and groups at the grassroots, especially vulnerable or marginalised groups of men, women, adolescents, the disabled, etc. 

Apart from enhancing downwards accountability, a number of potential advocacy areas have been outlined in different parts of this report. It is evident that advocacy on a number of issues is necessary on different levels because many existing structures and processes exclude and marginalise specific groups. In addition, government ministries are still trying to find their footing so the quality of service delivery is low in many sectors. Careful advocacy campaigns could provide government bodies with ‘guidance’ on how to improve their performance. CARE should certainly not advocate on every issue by itself but transferring effective advocacy skills to Afghan NGOs, rights groups, community based and civil society organisations is also important but largely uncharted territory in the Afghan context.

Recommendations: 

Throughout this document, the evaluators have highlighted in italics the key issues which they believe the programme needs to address. Basically, CARE has the foundations of a strong programme and a strategy which has delivered results. A good development programme has to evolve by internalising learning and continuously improving on its design, processes and impact. Below is a recap of some of the major issues which CARE faces now:

1. Moving from short term project approach to long term programmes:  CARE needs to demonstrate and make a case to its donors for long term funding which enables its community development programmes to take a long term perspective, rather than a short-term output focus.

2. Stressing CARE’s commitment to dignity to underpin staff attitudes and activities related to gender, social difference and participation: Getting staff to examine how their attitudes and activities affect the dignity of those around them may effect more of a ‘buy in’ to equity and equality between the sexes and different socioeconomic categories.

3. Developing networking skills from community level upwards and outwards
4. Gradual scaling up of women’s programming in rural areas: Mainstreaming programming with rural women by attracting more and longer term funding for such activities, expanding the staff base and moving away from programmes focusing primarily on women’s gender reproductive and productive roles.

5. Engaging in training, discussion and advocacy on women’s rights: In order to address reluctance, conservatism, fear and mistrust related to women’s rights which are largely perceived as an unwelcome, imported notion, CARE could engage in developing the possibility for training, dialogue and advocacy on women’s rights and gender, from community level upwards.

6. Developing a more coherent strategy for women’s income generation programmes: Such a strategy should include feasibility studies, information on marketing, expanding women’s networks, looking at micro-credit and micro-enterprise development, etc.

7. Using a micro-watershed management approach: If CARE continues agriculture and irrigation projects, it needs to take a more holistic approach towards developing a total land-water utilisation pattern suitable for supporting small, marginal farmers and landless peoples’ livelihoods. This is possible only by incorporating all aspects of farming and land use practices, not just on private lands but also on common/pasture lands.

8. Advocating and developing advocacy capacity among communities and partner organisations with whom CARE works: A number of potential issues for advocacy e.g. the environment, health, etc. have been highlighted in this report.

9. Ensuring that programmes leave behind a legacy of problem solving: Such a legacy would enhance community self-reliance and lead to the currently elusive goal of empowerment.

10. Making future evaluations more participatory

11. Finding ways to enhance ‘buy in’ to and skills for social and gender analysis: Any further development of social and gender analysis skills for CARE staff will be a theoretical exercise without finding ways to effect an attitude change. For skill development, CARE may consider using the Sustainable Livelihoods framework which is a good tool for understanding poverty and vulnerability, as well as for developing indicators for change.

12. Continuing the provision of health education and forming linkages to provide traditional birth attendant training and reproductive health education within the MoPH’s Basic Package for Health Initiative: The new LRSP states that CARE is moving towards a rights-based approach, and this makes it all the more critical that the comment made in the 1995 evaluation is addressed: “If more mothers and children are dying in Afghanistan than almost anywhere else in the world then major NGOs, such as CARE, should consider giving greater priority to these issues”
. Taking maternal and infant mortality more seriously could involve paying greater attention to perinatal health issues when developing health education material, forming linkages with reputable health NGOs as well as engaging in advocacy on related issues.

13. Developing a programme which can use CARE staff’s engineering and infrastructure project management expertise to support small construction NGOs/firms to move into the private sector
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Background of Activity to be Evaluated

The objective of the Security of Livelihood for Afghan Refugees (SoLAR) project is to provide greater access to income, basic services and asset stability for 30,000 households in Ghazni, Paktia, Logar, Kabul and Wardak provinces in of Afghanistan to enable substantial and sustained resettlement of displaced and refugee households in these areas. 

The ranges of services that have been offered by SoLAR were based around a core set of rural reconstruction, Income Generation (IG) activities. 

Rural reconstruction activities were directly implemented by CARE, and involved: 

· the repair and improvement of irrigation systems 

· the construction of erosion barriers to protect agricultural lands, 

· the upgrading of village-to-market roads, 

· the protection of rural potable water sources and 

Income Generation activities which, directly implemented by CARE involved:

· the training of young men from landless families in construction skills,

· the promotion of small economic activity through more effective management of indigenous cash resources such as Zakat and othe Islamic and traditional charities. 

· Women Saving Scheme In order to encourage savings in communities, to rebuild asset bases and build up financial resources for investment

In addition, SoLAR implemented the formation of linkages between participating communities and other service providers. Some of these linkages were funded by the project, e.g. women’s health education, and women’s income generating skills training, lie stock training for women, Midwives training and Agriculture extension training . Other linkages were facilitated to other service providers e.g.  primary education, primary health, de-mining. These enabled SoLAR to provide a wider range of services, without CARE having to develop new capacities. 

8. Background of evaluation

This is the first and final evaluation of the project . No previous evaluation has been carried out. However for reference purpose, a final evaluation of  three previous phases (October 1996 to June 1998) Security of Food for Afghan Returnees (SoFAR) and (June 1998 – July 1999) Security of Livelihood for Afghan Returnees and (July 2, 1999 to July 1, 2000)Security of Livelihood for Afghan Returned Refugees(SoLARR) are available.. The result of this evaluation will be used to assist CARE Afghanistan program staff to refine the design and adjust implementation plan and strategy of future livelihood projects. 

The broad objective of the evaluation is to check the pertinence, efficacy and efficiency of the SoLAR programme. Particular attention should be given to review of the pilot projects to see if they met the aim of assisting the most vulnerable in an appropriate and adequate way.  

9. Specific Evaluation issues/Key Questions

Project Design Issues

· Review the project proposal document and make suggestion how the project design can be improved in the current context of Afghanistan (incl. the National Solidarity Programme) to address issues of  self reliance within the target communities.

· Review the performance of the Income Generation activities (both direct implementation and funded linkages) and determine which activity should be further strengthened. Are there any other project pilots that would more appropriately address the needs of the most vulnerable member of the communities. 

Project process Issues

· What has been done by the project partners in the extent of community participation in the decision making process during the partnered activities implementation. Who in the village has been consulted and who has been neglected. Did the partnered activities strengthen the capabilities of existing targeted communities? Any suggestions for improvement?

· How can the project be realigned with  similar governmental programs (eg NSP? Suggestion and recommendation?

· How has the project responded to gender promotion? Any suggestions for improvement. 

· Review of project strategy and suggestions for improvement.

Project output related issues

· Determine the project impact on livelihood security of the participating households through review of the critical livelihood indicators set in the project document (comparison of recorded data in the project baseline and random sampling study of communities). 

· To what extent will the Income Generation projects (Construction skill training – Agriculture Extension training, Health Education for women, Income generation training for women, live stock husbandry training for women,) have a long term impact on the improving of the self reliance of women and land less households:
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4 weeks – starting early/mid August.

For more information or expressions of interest please contact – SALLY AUSTIN – Assistant Country Director Programmes – CARE Afghanistan (austin@care.org) 

Specific responsibilities: Evaluation Team Leader

Specific duties will include but not limited to: 

1. Review the project documents, process reports, livelihood security assessment report and CARE Afghanistan Long Range Strategic Plan (LRSP)

2. Prepare a participatory evaluation strategy to maximize involvement of project beneficiaries, in the evaluation process.

3. Determine overall impact of the project on livelihood security of participating households

4. Determine potential impact of the project on facilitating return of refugees and displaced persons and promoting the rights of vulnerable groups.

5. Review the implementation strategy of the project and make specific recommendation for future improvement.

6. Review the current state and system of maintenance of the project built structures.

7. Prepare a comprehensive draft evaluation report in English and share it with CARE Afghanistan project and management staff. Finalize the report no later than three weeks after completion of the survey.   
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� Extracted from Proposal for Continuation of SoLAR II, CARE Afghanistan, submitted to European Union, 2001.


� Individuals responsible for the distribution of irrigation water.


� Later the evaluator visited a village in Ghazni province, Burgooj, where he heard stories how common land was being privatised by a handful of influential people during the Taliban regime.





� Afghan Rupees, the local currency. Exchange rate: US$ 1 = Afg. Rs. 48


� Under a separate project called Community Organised Primary Education, CARE runs an education programme in the villages.


� The observations of the evaluator are also corroborated by a previous evaluation. The 1996 Final Evaluation of Afghan Village Assistance Program of CARE Afghanistan by J. R. Hayward noted the following: “The priorities women identified during group discussions did not mach with those identified by men. The former tended to identify health, education, drinking water and income generation. The men prioritised irrigation, erosion systems or roads.”





� Small earthen embankments within and at the boundary of the field to regulate the flow of water/runoff; a common practice in many parts of South and East Asia.


� CARE staff.


� This programme was started by CARE during the Taliban regime which banned women from attending school. Under this programme (called COPE, Community Organised Primary Education), CARE-trained women teacher in a village would be teaching a group of 3-4 girls at a time, mostly from the teacher’s home. 


� There is a possibility for linkages to be made between those who sell second hand clothes in Kabul, or provincial centres and communities who cannot afford new cloth. To lessen the indignity of using used items, the clothes can be unpicked by village women and sold as pieces of cloth.


� CARE is now developing a micro-enterprise programme with the support of World Bank.


�As discussed earlier, sheep and goat rearing is another activity which has tremendous potential in the area. 


� The evaluator appreciates that this is part of Afghan hospitality and he felt honoured to be given such attention. However, this does affect interactions with women and this is an issue which staff need to bear in mind when taking any visitor around.


� In many rural and illiterate communities, using A-frame, farmers are easily able to understand and use the concept of contour for bunding their land which is critical for managing the flow of irrigation/runoff water. 


� The evaluator could not find any reliable measure of rainfall in the areas. CARE staff informed me that in an average year, the rainfall is about 300 mms.


� Although the evaluator did not come across any poppy cultivation in the villages visited, this is another crop which thrives well in dry land conditions!


� The evaluator gathers from Afghanistan Research and Evaluation Unit that they are undertaking a research on farming systems in Afghanistan. There may be possibilities for collaboration here, which CARE programme could benefit from.


� Women generally tend to these animals. And goat/sheep rearing as micro-enterprises are often successful when run by women.


� CARE is now implementing the World Bank funded government programme called National Solidarity Programme, under which construction of such infrastructure would be a vital component.


� This is also confirmed by a recent study DACAAR and Afghanistan Research and Evaluation Unit have carried out as part of a livelihoods monitoring project. In this study, they also found that some villagers also engage in collecting and selling of wood for fuel from village forests and common lands. The report of this study is yet to be published, but the evaluator has seen a first daft of the report. 


� For a full list of organisations with which CARE developed partnership and contracts for delivering services, see Project Implementation Report for July 2002 – June 2003.


� This was an issue which was also raised in the first evaluation of Afghan Village Assistance Programme in 1995. Op.  cit. David J Walker (1995)


� Evaluation of SoLAR, 1999, Marilee Kane)


� SoLARR Evaluation Report for CARE Afghanistan, 2001: Tony Vaux and Sippi Azerbaijani-Moghadam.


� Final Evaluation of Afghan Village Assistance Program of CARE Afghanistan, J.R. Hayward, 1996


� Work carried out before SoLAR II: On the way from Ghazni to Nawor the evaluator saw a reservoir and irrigation channel built in 1999. Because of drought, no irrigation has been possible for the past few yeas. The irrigation channel is blocked with soil and weeds throughout its length. While one can attribute this to the fact that people have not maintained it as they have not got any water in the past three years, one wonders what would happen if there were enough water next year. In another village the evaluator saw a water drawing point built in 1999. The drawing point was full of mud, silt deposits and sewer from which one could only conclude that it was not being used or maintained (although a main from the shura was busy cleaning the structure as the evaluator visited, and assured us that they clean it every week!). 





The evaluator was told that since the project was completed some years ago, and these are not part of the SOLAR II, staff do not maintain much contact with these villages. Once a ‘project’ is completed and handed over to the community, it becomes the responsibility of the community to maintain the structures.








� Commission on Human Security, Final Report, 2003.


� Evaluation of the CARE – Afghanistan, Afghan Village Assistance Programme, 1989-1994; David J Walker, 1995
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